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In July 1992, the Policy Research Center agreed to assist Research
Atlanta in selecting and preparing its reports. The Board of Directors
of Research Atlanta sets the research agenda while the Policy Research
Center conducts the research and prepares the reports. The reports are
reviewed and approved by Research Atlanta before their release. The
objective is to produce concise, well-documented reports analyzing
local public policy problems and issues and advancing practical, cost-
effective options for addressing them.

RESEARCH ATLANTA, INC.

Research Atlanta, Inc. is an independent, non-partisan, non-profit
organization that studies important problems affecting metropolitan
Atlanta. The goals of the organization are:

To develop and present reliable information about community
issues to Atlanta area leaders in a manner that encourages
informed policy planning and implementation.

To present information on community issues to the general public
so that it can better understand and participate in decisions
affecting the community.

Research has been conducted in such areas as public education,
taxation, government structure, private philanthropy, housing, delivery
of government services, and transportation.

THE POLICY RESEARCH CENTER

The Policy Research Center was established at Georgia State University
in 1988 with the objective of achieving excellence in the study of
economics and social policy. Although housed in the College of
Business Administration, it is interdisciplinary and draws on faculty
from throughout the University in carrying out its research mission.
The current research program is focued on three general policy issues:

Studies of urban structure with an emphasis on labor markets,
poverty, and the underclass.

Studies of regional economics, including the financing of state
and local government.

Policy studies of less developed countries.

© 1993 Research Atlanta, Inc.



5S 55
Ai. E

I

JfJ13

Research Atlanta is grateful for the work of the authors and contributors to the following
essays. While ResearchAtlanta has edited the essays, the views expressed are those of the
authors and do not represent an official position of ResearchAtlanta.

The organizational affiliations of the authors is intended for identification purposes only and is
not intended to indicate the approval of these organizations or the views expressed in the
essays.

GEORGIA STATE UNI ER ITY PUlL[ LI



WILLIAM RUSSElL PULLEN LIBRARY

GcorgiJ StJte Univl'r.,ity



ELECTION '93
Critical Issues Facing The City of Atanta

The 1993 City election may well be one of the most important in Atlanta's recent history. Yet the past
summer has lacked much serious public discussion of critical issues the City faces. The public deserves
to hear from candidates on key issues and to have important questions answered by those who would
lead us.

Research Atlanta has worked for over twenty years to present information on community issues to the
general public so citizens can better understand and participate in decisions affecting the community.
Our goal for this paper is to outline some key issues and pose questions which candidates for mayor,
the City Council and the Board of Education should address. We take no position on the issues; this
report is not a platform for candidates to adopt. Rather we outline the factors that voters and
candidates should consider as they decide their choices or propose their governmental agendas.

The list of issues facing the City is long and no single paper could hope to be complete. We have been
selective in picking topics and recognize we have missed issues important to the City. The ones
covered however are clearly among those most on the minds of many decision makers as well as
average citizens. A recent survey of our own sponsors showed overwhelming concern for education in
general and, in particular, the quality of education our children receive. Next in importance were
concern over other children's issues, such as violence and abuse, and the deteriorating infrastructure.
Following very closely behind these issues was a concern over community leadership - what our
leaders are doing to solve our problems and how new leaders are being developed. This shows a keen
concern in the City for leadership and thoughtful direction through our problems.

This paper is not our traditional detailed research report - complete with a recitation of facts, data
tables, appendices and citations. Rather we present a series of essays on important issues. The
authors are drawn from our community. They are active in their professions, in academic research on
the topics or as community activists and leaders. They do not prescribe solutions but they challenge us
and the candidates to think and be honest in considering solutions. This project would not have happened
without the volunteer efforts of these authors. Research Atlanta is most grateful for their contribution
of time and energy.

Research Atlanta remains committed to the improvement of our community through sound decision-
making. We will consider this project a success if it leads to thoughtful questions to the candidates and
equally thoughtful responses.

Research Atlanta is grateful for the work of the authors and contributors to the following essays.
While Research Atlanta has edited the essays, the views expressed are those of the authors and do not
represent an official position of Research Atlanta.

The organizational affiliations of the authors is intended for identification purposes only and is not
intended to indicate the approval of these organizations of the views expressed in the essays.

Ann Cramer
President, Board of Directors
Reasearch Atlanta, Inc.
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Ann Cramer is President of the Board of Directors of Research Atlanta. Inc. and
Southern Area External Programs Manager for the IBM Corporation. She currently
serves on the Steering Committee of Vision 2020 for the Atlanta Regional Commis-
sion, is on the Policy Advisory Committee for the Atlanta Project and chairs the
Volunteer Task Force for the Atlanta Committee for the Olympic Games. Ms. Cramer
is immediate past board chair of the United Way of Metropolitan Atlanta. She is a
graduate of Salem College.
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Education
by Michael Trotter

Michael Trotter,
counsel with the firm
of Kilpatrick & Cody,
has practiced law in
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Education. He also
serves as a director of
Research Atlanta and
as Chairman of Good
Government Atlanta.
Mr. Trotter received
the Distinguished
Service Award of the
Atlanta Business
League for his
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He is a graduate of
the Atlanta Public
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Inrecent Board of Education elections, Atlantans have had a low level of voting
interest. The 1993 campaign provides an opportunity to examine the Atlanta
Public Schools and to seek leadership for improved performance of the Atlanta

Public Schools. Voters, in their own self interest and in the interest of our
community, should inform themselves about the issues in the campaign and about
the candidates, and cast their votes in the November elections.

There are several issues of critical importance in this election.

Student Achievement and Preparation

Student Achievement

The Atlanta Public Schools (APS) have very low student performance standards
and test scores, which is attributable in part to the high percentage of disadvan-
taged students enrolled in the system. For example, over the last five years the
average Georgia SAT score, which has hovered between 848 and 842, has placed
Georgia's average student achievement 48th in the nation. Atlanta's average
SAT scores have increased to 741 from 720 five years ago. Even though the gap
has been closed by nearly a third over the last decade, Atlanta still lags far
behind the state average and the national average. Other school districts across
the nation with similar student profiles are achieving better results. What can
the system do to improve scores on standardized tests?

College Preparation

Many students who get satisfactory grades in Atlanta's public schools do not
make the grade at Georgia's state colleges. For example, during the 1990-91,
56 percent of the APS graduates matriculating in Georgia public colleges were
required to take remedial courses. What can be done to ensure that students are
prepared for college level work?

General Preparation

The State of Georgia authorizes school systems to offer three instructional
tracks for a high school diploma - general, vocational and college preparatory. It
is evident that the general track as currently implemented in Atlanta does not
adequately prepare students for post-secondary education or for employment. In
the APS's 1993 graduating class, 39 percent of the students received the
general diploma. While the percent taking the general diploma has been decreas-
ing, what further steps can the system take to reduce the number of students
pursuing the general diploma track?

New Standards

New state graduation standards that go into effect next year will require stu-
dents enrolled in the general and vocational tracks to take an additional year of
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of math and science in order to graduate. At a minimum, students will be re-
quired to take algebra I or its equivalent. This requirement replaces the current
policy under which students can graduate with only two years of basic math
(addition, multiplication, subtraction and division) and science to fulfill their
graduation requirements. Special emphasis must be placed on math and science
instruction if APS students are to be successful in fulfilling the new course
requirements.

Also to go into effect next year is a new graduation test that all students will be
required to pass before receiving a diploma. The old test, essentially an inven-
tory of the most basic skills, will be replaced by a comprehensive examination,
which will require the application of higher-order thinking skills. What steps
should be taken to upgrade instruction to assist our students in meeting the new
graduation requirements?

Dropouts

It is estimated that approximately 30 percent of the students enrolled in the APS
fail to graduate on time (compared with a figure of 40% for the state as a
whole). As a general rule, students who do not graduate lack the skills to attend
college or to find and hold a promising job. What can be done to lower the
dropout rate?

Fiscal Management

Fiscal Waste

There are reports of a great deal of waste in the APS. For example, while many
school systems operate their school lunchroom program as a profit center, the
APS has sustained an operating loss of as much as $3,000,000 per year on its
cafeteria program in recent years (although a break even result was achieved in
the last school year). Much of the loss can be attributed to high personnel costs,
the result of paying lunch room workers to work full time in a job which is part
time in most other systems. The system has implemented a policy of hiring new
employees as part time. What additional changes can be made to improve the
efficiency of the system and to reduce waste?

Personnel and Compensation Policies

The staff of the APS, including teachers, administrators and service and support
personnel are as a general rule the most highly paid in the state. The starting
salary for a first year teacher with a bachelors degree in 1993 will be $28,068
for a ten month working year. In addition, the fringe benefits package is approxi-
mately 25 percent of the base salary (including payments to cover unfunded
pension liabilities from previous years). The average teacher receives approxi-
mately $38,000 a year, and teachers at the top of the scale will earn approxi-
mately $52,000 a year, plus benefits. In recent
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years there were 30 applicants for each teaching position. What should be the
system's future compensation policy for its employees?

The Board has adopted a policy that permits its teachers and administrators to
move from the starting compensation to the top compensation category in 11
years versus the 18 to 21 years found in most other school districts in the
state. Should the system restructure this compensation progression?

The Board ties the raises of non-teacher personnel to that of teachers as part of
a uniform salary schedule for all employees. Therefore, if the State awards a
five percent raise to teachers, and the Board passes such a raise on to the
teachers, the Board automatically raises the salary of all non-teacher/adminis-
trative personnel by the same five percent (excepting top administrators)
regardless of the adequacy of the salaries paid to such persons. Should this
policy be changed?

All teachers with the same seniority and degree level are paid the same, without
regard for the demand for their particular specialty and the salaries available in
private industry. Science teachers are harder to hire and keep than others, but
are paid the same as teachers in other disciplines. In order to pay a salary that
is sufficient to attract a physics or a chemistry teacher, the salaries of all other
teachers have to be raised at the same time whether or not those raises are
necessary to attract qualified personnel in other subject areas. Should the school
system investigate the possibility of differential or merit pay to attract and
retain teachers in critical areas of instruction?

The Board is responsible for the pensions of school employees who joined the
system before 1981 and did not transfer to the state retirement system at that
time. The amount of unfunded pension obligations has been estimated to be
$391,000,000, which will be a significant financial burden for future genera-
tions. Should the system's policy for meeting this liability be changed?

Fiscal Priorities

The APS spend approximately $6,000 a year per child enrolled in the system.
The amount spent per child has doubled in the last eight years. This is the largest
amount spent by any school system in the state but about the average for the
United States. Is this amount appropriate? Is the allocation of these funds
across programs and across budget items appropriate?

Facilities

Over the next five years, the APS plans to spend $231,400,000 to expand,
renovate, and build new schools in the system. Given the declining enrollment in
the APS (enrollment dropped from 119,000 students in 1975 to less than
60,000 today), the necessity of some of these projects should be questioned and
alternatives investigated.

3
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APS maintenance costs are high, in part because of old and small buildings.
Closing and consolidating schools is a way to address these excessive costs.
Closing schools is a sensitive issue and there is often great parent and
community pressures to keep neighborhood schools open. Yet the Board has
closed many schools over the past two decades. While being sensitive to the
community, the Board must weigh the impact that under-enrolled schools have on
the quality of the instructional programs that can be made available, and the
other high costs associated with operating under-utilized schools. What steps
should the Board of Education take to close and consolidate under-utilized
schools?

The Board is required to submit to the State Department of Education a Five Year
Facilities Plan in which it identifies the schools to be kept open and those which
are to be closed or consolidated. The State determines what percentage of the
cost it will bear based on this plan. The State Department of Education believes
that many of the schools on the Atlanta facilities plan proposed by the Board of
Education should be closed. How can the Board be more effective in increasing the
level of State support to the system for construction projects?

Pre-School Programs

Lottery proceeds have been set aside to fund voluntary pre-kindergarten
programs for disadvantaged children. While there was no limit on the number of
pre-kindergarten programs for which it could have applied, the APS applied for
just three small programs to begin next fall. The two projects it received
funding for will serve just 80 students at a cost of $5,153 per child. The total
grant of $349,249 is contingent upon the school system's contributing
approximately $63,000 in local dollars to supplement salaries and fringe
benefits for full and part-time staff. It should be noted that the Grady Cluster of
the Atlanta Project applied for and was awarded a grant of approximately $1
million to service 200 students in a year-round program. The school system
currently has 11 preschool centers in operation. How can the system
effectively seek more of the State funds for pre-school programs?

Personnel

Many teachers, counselors and administrators appear to be burned out or just
going through the motions. What policies and programs can the system adopt to
obtain high levels of performance from all teachers, counselors and
administrators?

It is clear that some of the teaching staff needs to be replaced, but it is
extremely difficult to make changes in personnel. In accordance with the State's
Fair Dismissal Act, certificated employees who are awarded a fourth annual
contract are granted tenure and cannot be removed without due process and
cause. The complexity and difficulty of the termination process makes it so hard
to terminate a teacher that it rarely occurs. What steps can the system take to
make termination of incompetent teachers easier?

4
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Administrative Tenure

Administrators are allowed tenure as administrators under State law. As a
result, it is extremely difficult to remove administrators from their posts and,
if removed, they are generally entitled to continue to draw the same pay. As a
consequence, a new superintendent may be saddled with numerous administra-
tors not of his or her choosing, and some who may not be suitable for the task.
Short of changing state law, what can the system do to address this issue?

Violence

Whether perceived or real, many parents are concerned about the level of
school-based violence. The system has investigated the use of walk-through
metal detectors but has been advised by its attorney what such a use has been
declared unconstitutional, even though other systems around the country are
using these systems. What steps should the system take to assure the safety of
students and teachers?

Atlanta Area Tech

The Board decided to retain control and funding for Atlanta Area Technical
Institute, a vocational post-secondary school. Atlanta is one of only four commu-
nities statewide that made the decision several years ago to retain control when
a new state agency was established to manage and fund technical schools. As a
result, the local system is contributing $2.5 million in local dollars towards a
budget of approximately $'2 million. What can be done to eliminate local respon-
sibility for programs that might otherwise be paid for by the State? Does local
control produce better services for the citizens of Atlanta?

WPBA-WABE

The Board holds the license for television station WPBA and radio station WABE.
The system contributes $' million annually to cover roughly one-third of the
total operating budget for these stations. The Board's stated reason for main-
taining the licenses is that it wishes to provide instructional broadcasting during
the school day as well as community-oriented programming. However, in the
case of the television station, much of the programming is identical to that
provided by the State's public broadcasting station, GPTV. Is it appropriate for
the system to operate these stations?

The stations operate under the same policies and procedures that apply to the
school system as a whole. Are the current administrative arrangements for
managing the stations the most effective ones?

5



ETHICS
by Miles J. Alexander and Randolph W. Thrower

Miles Alexander is a
senior partner of the
intellectual property
group at Kilpatrick &
Cody where he special-
izes in unfair competition,
antitrust, trademark and
copyright law. He was
Editor and Chief of the U.
S. Trademark Reporter,
which drafted the exten-
sive 1989 revision to the
U. S. Trademark Laws,
and is an Advisor to the
new ALI Restatement of
the Law of Unfair Compe-
tition. Mr. Alexander is a
graduate of Emory
University and Harvard
Law School and is a
Fellow in the American
College of Trial Lawyers.
He served on the City of
Atlanta Ethics Board from
1980 to 1992.

Randolph Thrower is
the senior active partner
with the law firm of
Sutherland, Asbill &
Brennan. He served as
the United State Com-
missioner of Internal
Revenue, is past presi-
dent of the Atlanta Bar
Association and Atlanta
Legal Aid Society and
has been active in pro-
fessional, community and
educational affairs in the
State. Mr. Thrower
received his law degree
from Emory University
where he is now Trustee
Emeritus. He served as
Chair of the City of
Atlanta Board of Ethics
from 1980 to 1992.

All will agree that in the coming elections it is of great importance that
the people of Atlanta elect persons of high ethical standards. How this
can be accomplished is the question.

Before supporting any candidate, the voter should be sure that he or she has
made a public commitment to put the interests of the City of Atlanta or of the
Atlanta Public School System ahead of any self-interest or private gain. The
commitment should be precise and unequivocal. Observance of such a commit-
ment will require financial sacrifice. Financial advantages and relationships
must be curbed from time to time or terminated altogether. Moreover, an
elected official of the City or of the Public School System should avoid not
only actual conflicts of financial interests but also those actions or relation-
ships which to a member of the public would reasonably appear to involve a
conflict of interests. The need for strict observance of ethical guidelines is
spotlighted by the asserted conflicts between financial interests and public
obligations involved in the recent conviction of a former member of the
Atlanta School Board and the indictment and pending trial of a former member
of the City Council.

Our elected officials have the responsibility of setting a high standard of
ethical performance for other employees of the City and the Public School
System. The public is dependent upon the elected officials to see that these
standards are met by all employees. Price and quality of performance should
be the hallmark of government contracting. There should be no place in this
for cronyism or political favoritism which can easily lead to conflicts of
financial interests.

The two authors of this essay each served for approximately twelve years on
the Board of Ethics of the City of Atlanta. In 1991, a question of ethics
involVing contracting by the School Board was brought before the Atlanta
Board of Ethics. After careful study, the Board of Ethics advised the School
Board and its attorney that the Atlanta Board of Ethics had no jurisdiction
over the School System, even though the School System, unlike the City, had
no code of ethics and no board of ethics. The City Board of Ethics recom-
mended that attention be given to these questions and hoped that there would
be adopted an ethical code for the Public School System and an independent
board of ethics. The Atlanta Board of Ethics was never advised that the
School Board gave any attention to its recommendation. We suggest the
candidates for the School Board be asked for their views on the adoption of a
code of ethics and a board of ethics for the Atlanta Public School System.

In responding to a request from the City Council for advice on the ethical
propriety of City contracts with entertainment and recreational facilities or
promoters assuring free tickets for: Council members, the Mayor and other
City officials, the Board recommended a strict procedure modeled after that
of·Massachusetts. This approach bans altogether the practice of private
entities giving and public officials accepting "free passes" where the private
entity has a business interest in getting the approval or goodwill of the

6
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face value of such "perks" in Atlanta amounted annually to tens of thousands of
dollars. The Board stated that, if its proposal seemed too strict, some other set
of appropriate rules should be adopted by Council to govem the flow of these
"freebies." It is disappointing that no rules or procedures were adopted by
Councilor the executive branch to implement the Board's recommendations. The
Board believed that this practice of making substantial economic value available
to public officials creates conflicts of interest as well as the appearance of
conflicts. Mayor Young at public hearings acknowledged the need to terminate
this practice and indicated an intention to do so in the executive branch of
government by means of an executive order.

The ordinances presently governing the ethical requirements of City officials
are very broad but also very general in their coverage. Other branches of
government at national, state and local levels have relied on disclosure require-
ments much more specific than those in the City ordinances. The Atlanta Public
System has none. We suggest pressing each candidate for his or her positions on
the following:

• Disclosure of benefits or gratuities received, directly or indirectly,
from persons doing business with the City or Public School System or hoping to
do such business or favoring or opposing action by the Mayor, City Councilor
School Board or any agency or department of City Government or the School
System, including gifts or gratuities and from the representatives or lobbyists
of such persons; and

• More restrictive dollar limitations on political contributions to City
and School Board candidates for elective office.

We welcome the action taken by the City Council on September 7, , 993 to bring
out into the open lobbyists before the City Councilor the Mayor's office. Fresh
air and sunlight are the enemies of hidden deals against the public interest.

Although some persons quite properly note that morality cannot be legislated,
legislative prohibitions on conduct that undermines public confidence in govern-
ment officials can significantly reduce the likelihood of improper conduct. By
providing clear guidelines describing conduct that is deemed to constitute at
least an appearance of impropriety, the City and its Public School System can
identify the violations which will clearly undermine the credibility of the
officials and the public's confidence in them.

Evaluating the ethical standards and commitment of the candidates is difficult
but of overriding importance in the upcoming elections.

7



COMMUNITY LEADERSHIP
by R. Gregory Bourne and David Anderson Hooker

Gregory Bourne is
Director of the Democracy
Forum, a project of the
Consortium on Negotiation
and Conflict Resolution at
the Georgia Institute of
Technology. He has
worked on the resolution
of numerous public policy
issues with leaders of
local, state, national and
international governmental
and non-governmental
organizations. Mr. Bourne
received a MS degree
from the University of
Florida and conducted
post-graduate studies at
the Harvard Program on
Negotiation.

David Hooker is the
Founder and Executive
Director of the Foundation
for a New Black Renais-
sance. Formerly the
Senior Associate of Public
Policy and Community
Dispute Resolution for the
National Institute for
Dispute Resolution, and
currently an Associate of
the Southeast Negotiation
Network, he has worked to
resolve interpersonal,
local, state and national
disputes. Mr. Hooker has
a M.A. in Minority Mental
Health from the Washing-
ton University, a M.P.H.
and a M.P.A. from the
University of Massachu-
setts and is currently in his
last year of law school at
Emory University.

Regardless of our willingness to admit it, community leadership affects
each of us. Decisionsmade by community leaders affect our educa
tional systems, taxes, infrastructure, business environment and

community health in general. Such decisions often affect where we live,
work and recreate and, for many citizens, affect the quality of life itself.
As such, we should consider seriously the issue of community leadership.

Community leadership can be characterized in two ways. One is related to
the elected and appointed officials who have responsibility for providing
leadership and making decisions affecting the public interest. The other is
related to the community itself. This is the leadership that the broader
community possesses through the influence of individuals, business organiza-

.tions, civic associations, advocacy groups and, as referred to by Daniel
Yankelovich, the "public judgement". Together, these are the embodiment of
a democracy.

As we approach elections this fall, we should begin appraising community
leadership in a fundamentally different way than we have in recent memory.
We should explicitly evaluate the leadership (as well as administrative)
qualities of each candidate, and determine how each person plans to nurture
and work with the broader community leadership.

The following ten points are presented as a blueprint for developing and
evaluating leadership. These can apply to either an individual or an organiza-
tion, and to public officials and other community leaders alike.

Placing Honesty Before Expediency

Honesty and truthfulness are cornerstones of leadership. In surveys on
desired characteristics of leadership, honesty typically ranks as the most
important. Edward R. Murrow once commented, "To be persuasive we must
be believable; to be believable we must be credible; to be credible we must
be truthful." Progressive leaders recognize the practical, long-term ben-
efits of being honest and trustworthy.

Realistically, however, how can we determine if public officials are being
honest and truthful? This is the role of open public debate, a robust media
and other avenues of public inquiry. Prospective and existing leaders must
be challenged and expected to participate in forums where simple, pat
responses are not acceptable, and where sufficient information is presented
and discussedto demonstrate opennessand honesty.

Modeling Ethical Standards

Having and living up to a high level of ethics, like honesty and integrity, are
cornerstones of leadership. Despite occasional ethical improprieties demon-
strated by public officials, our society remains fairly permissive and toler-
ant, recognizing that we all have imperfections. At the same time, without

8
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some measure of ethical standards that we apply to ourselves and others, we
have little assurance that the right decisions will be made when the right
decisions are not easy.

Talk about values is shallow if actions do not consistently support the values
claimed. Actions taken and decisions made are ultimately what define ones
values. We must ask prospective leaders to define their values and then evaluate
the consistency between their actions and their stated values. Change will come
only if the community demands a higher level of ethical standards than that to
which it has become accustomed and requires its leaders to meet those
standards.

Redefining Elites (Treating All Publics as Equal)

The tendency in the political realm is to reward those who support election
campaigns, or who can provide power, funding or other resources when such are
needed. As long as elections, lobbying and other related activities remain
unchanged this will continue to be the case. Instead, leaders should consider as
elite not those with the most resources but those who offer the most to the
community. Individuals and groups that strive for the advancement and healing
of society and the community - regardless of social station or standing - should
be considered elite. Prospective public officials should be asked to describe to
what or to whom they owe allegiances.

Demanding the Best

Over time the public has grown suspicious of the quality of performance of
government and public officials. People encounter delays in service, ineffi-
ciency, overstaffing, and an apparent lack of caring, and associate these charac-
teristics with bureaucracies. One must point either to leaders lack of concern
about quality and the pursuit of excellence, or to the system itself. In either
case, something must change. A good community leader must both inspire and
encourage excellence, not settling for the mediocrity of laziness, the easiest
solution, acting on personal vendettas, cronyism, greed and personal gain at
public cost. Citizens must push its leaders towards demanding the best of
themselves, employees, organizations and the community as a whole.

Creating a Vision

Without a sense of vision and broadly supported goals, we do not have a gauge to
measure progress because our sights have not been raised to what might be.
Without higher goals for which to strive, we are left with the often trivial
disputes and waste of energy and resources that result from low expectations.
Creating a vision explicitly identifies problems and potential opportunities, and
then allows for resources and energy to be focused in attaining that vision. We
should be asking prospective leaders to portray their visions for the community,
and how they intend to achieve those visions.
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Cultivating Cooperative Problem Solvers

Government is filled with leaders characterized by strong personalities who
rely more on their own rather than "corporate", community wisdom. Many
have a strong personal agenda that may be unduly narrow because it has not
weathered the debate and discourse designed to strengthen it. The model of the
autocratic leader who hands down decisions from on high, the leader-as-
expert-and-sage is no longer acceptable.

A new type of leadership that builds on the ability to solve problems coopera-
tively is needed. We must cultivate and engage problem solvers who have a
broader appreciation for the scope and impact of public decisions, whose focus
is on developing integrative, win-win solutions rather than the adversarial,
win-lose approach that has often characterized past generations.

Helping Restore the "Publlc Judgement"

For the past two decades, the general public has been saddled with the percep-
tion, and often times appropriately, that it is neither interested in nor suffi-
ciently educated about the issues to understand the complexity of public policy
and related decisions. Increasingly fewer forums exist in which debate,
discourse and education on the issues takes place. We are left with the 30-
second sound bite mentality which does nothing but foster and perpetuate
ignorance. On the other hand, if the public sees that their involvement leads to
tangible results, more citizens will become involved and informed. This will
lead to the rejuvenation of the "public judgement" as a legitimate, thoughtful
source of public input. Community leaders must begin to develop and support
forums, and other methods of engagement, that will help to restore the role of
public debate and involvement in government.

Breaking Down Barriers Between and Among People

What has emerged during the past decade is stronger formation of communities
and at the same time greater divisiveness among communities. We seem to be
less interested in interacting with those of different race, ethnicity, economic
standing, etc. In essence, we tend to see more how we differ than how we are
similar. But we share many things: the same city, state, country; many of the
same problems and successes; the same desires for freedom and opportunity;
and, the same responsibilities as citizens. Yet too often we sense only our
differences and fail to see what ties us together as a broader community. Our
leaders of the 1990's must establish breaking down barriers between and
among people, and building a sense of common purpose, as major goals to be
achieved.
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Fostering New Attitudes and Possibility Thinking

Many examples exist which demonstrate that we can become caught in the web
of stagnant thinking. The attitude has developed in government that admitting
to shortcomings and mistakes creates the wrong image and will disillusion the
public. Therefore the public is shielded from open and honest appraisals of
situations. The paradox is that many are disillusioned because government and
leaders are considered unable or unwilling to recognize and move beyond
weaknesses.

As we look to the future of our community, we need to foster new attitudes
and challenge people to move beyond their biases, the way things have been
done in the past and the mental or bureaucratic gridlock that keeps people from
thinking positively about new possibilities. To accomplish this leaders must be
pushed to demonstrate that organizations and people can change, and that the
past does not need to be a constraint on the future.

Being a Servant Leader

This is perhaps the single most important trait of leadership. In essence, the
qualities associated with being a servant leader tie together nearly every
other characteristic we have discussed. The servant leader has strong
leadership qualities but sees those qualities as something to be applied for the
broader good of the community. A politician with the heart and mind of a
servant leader is not engaging in the enterprise looking for a vocation. Rather,
he or she is looking to be an agent of change, openly, honestly and
compassionately encouraging people and building community. For such a person,
an election would not be a bashing of personalities, devoid of any meaningful
discussion of the issues (This of course runs counter to the prevailing wisdom
of how to win an election today). Rather, an election would be about the
description of a vision, an agenda, and a realistic approach to achieving that
vision, letting that form a standard for performance. As such, we should
challenge prospective leaders as to their motivations for wanting to serve the
community, and to define clearly what they want to accomplish and how they
intend to do so. The servant leader is compelled to be a leader but with a sense
of mission that comes from a genuine concern for the well-being of the
community and its people.

In summary, we are suggesting that a new set of standards should be held-up
by the community for its prospective leaders. Therefore, we must re-exam-
ine the role of the community-as-Ieader. Consider the issue of honesty before
expediency. The community must take the lead in openly and honestly ac-
knowledging existing problems. The status quo is not acceptable when it comes
to racial division, lack of educational and job opportunities, and crime. To
suggest that we have no stake in such issues, that they do not effect us and
that we have no role in the solution is not being fully honest. As a community
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we should be intolerant of such conditions and the lack of efforts to resolve them
(despite the "political correctness" of exhibiting tolerance). New solutions to
these and many other problems need to be explored by the community as a whole.
Until a critical mass of individuals from throughout the community come together
to honestly and openly discuss both problems and potential solutions, the quality
of elected officials will likely reflect this lack of honesty by the community
itself. We must move beyond empty rhetoric.

An axiom popularized in recent years states, "If the people lead, the leaders will
follow." We might modify this to say, "If the people lead, new leaders will
follow." In summary, new leadership will emerge when the community becomes
more actively involved in the democratic process and places higher demands on
those who would lead. We should demand leaders with vision, integrity, honesty,
compassion, competence and the heart of the servant leader. As a community,
we should be intolerant of anything else. This will result in community leaders
who put the interests of the community before personal gain, and who have a
cooperative spirit intent on involving and engaging the public in meaningful
discourse about the way government is run and decisions are made. This will be a
new brand of leadership - the type of leadership necessary to solve today's
challenges and lead the community into the future.
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Almost 100 years ago, Dr. W.E.B. Du Bois wrote that "the problem of the
20th Century is the problem of the color line ... " As we approach the
2 1st Century, race relations remains a critical, unresolved issue in the

nation and in the city of Atlanta. We need leaders who can face up to and
address, in a productive way, the issue of race relations. What transpires in
race relations is sometimes obvious, sometimes subtle. It ranges from the
innocuous to the offensive, from the depressing to the inspiring. Discussions of,
and efforts to improve, race relations usually bring out emotional and intense
responses. While improving race relations is certainly not the only problem
political leaders must grapple with, we have a real need and responsibility to
creatively figure out what to do so that the mistakes of the past or new racial
patterns that are just as bad do not overwhelm us. Political scientist Andrew
Hacker has noted "that Americans of all persuasions look to the political
process" for solutions to racial problems.

It is possible to see a "race relations" issue in almost any important public or
private action or decision in Atlanta. Perhaps most obvious are the dollars and
cents issues: equitable access to capital for business loans and home mortgages,
who gets business contracts with city government agencies and private
corporations, the fairness of employment and promotion decisions in
workplaces, and the continued wide interracial gap in income and wealth. But
symbolic issues also easily come to mind, like whether to fly the state flag in
City Hall or use of the "tomahawk chop" and "Indian chant" at Braves games.
In what priority should these go, and what should be the role of a public leader
in addressing them?

Recent national and local attitude surveys reveal the continued existence of .
racial-ethnic prejudices among large segments of the population. Old and new
stereotypes, fears, and suspicions live on, creating or widening barriers
between people. An alarming finding is that these prejudices are more widely
held by white people under age 30 than by those aged 30-49. Whites often say
Blacks are more prone to violence, prefer to accept welfare rather than to
work for a living, and are "too loud and pushy." Victims of these negative
attitudes are unfairly rejected as potential neighbors, distrusted and "over-
observed" while shopping, suspected as criminals on the street, and verbally
taunted or even physically beaten if they dare to date someone who is the
"wrong color" or go where they're "not wanted." Instead of asking whether
Atlanta is "the city too busy to hate," we should ask is Atlanta "the city too
busy to do anything about the hate we have?" and "what, if anything, do
candidates for city office need to do on this matter?"

Since Atlanta has become a popular destination for non-European migrants, the
city's racial-ethnic mix is beginning to slowly shift. This gradual change means
that in the future we may not be able to look at things solely in "black and
white" terms any more. People of many ethnicities from other states and
countries are trying to find or make a place for themselves in Atlanta's
schools, businesses, politics, and social-cultural life. On this important matter,
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In schools, the academic content and perspectives used in history and social
studies classes have strong race relations implications. So does the way that
students and teachers are explicitly or subtly encouraged (or discouraged) to
relate to those who are of another racial-ethnic background. In other areas as
well, decisions that may not seem pertinent to race relations do, in fact, have
a connection. Eventhe choice of where and how to dispose of our garbage and
toxic waste (along with other aspects of cleaning up the environment) have
different collective impacts (costs and benefits) on our city's various racial-
ethnic groups, and therefore may, in part, be viewed as "race relations"
matters.

We have posed some leading issues, now we would like to focus on some
options available to those interested in improving race relations. In the
struggle against racism, people commonly use militaristic figures of speech.
In this "battle" we have an "arsenal of weapons" with which to "attack"
racism, and in hopes of "defeating" this "enemy" we seek the magic "bul-
let" that will destroy it. But in reality, there is no "magic bullet," at least
not in the sense of having a single prescribed course of action that guarantees
success. As in all complex human endeavors, outcomes are neither predeter-
mined nor certain. We suggest that "the enemy" (racism) is more vulnerable
to a "multi-pronged attack" that makes use of several different "weapons"
than an "assault" that uses just one. Enough with the military metaphors -
the most promising ways of improving race relations fall into four basic
approaches or strategies that are discussed below. We hope that candidates
running for public office will discuss those alternatives which they believe
are most likely to bring positive change.

Reducing Prejudice and Related Attitudes

This strategy tries to improve race relations by dealing with "hearts and
minds." The problem is believed to lie in people's beliefs and feelings. Igno-
rant stereotypes, irrational hatreds, or other unjustifiable dislikes and
unfavorable attitudes about certain racial-ethnic groups cause people to
reject, exploit, demean, or discriminate against others. Three options in this
approach are widely used and have had good to fair results. One is, of course,
education. Education can focus on the underlying bases of prejudice by: 1)
providing people with more knowledge about racial-ethnic groups and the
historical and other factors responsible for intergroup differences, and 2)
providing cognitive skills and facts that increase one's capacity to detect
prejudice and reject it. Public schools have an important role to play in
teaching students a healthy respect for human culture and rational, insightful
approaches to problem solving.

Another well regarded method of attitude change involves bringing people of
different racial-ethnic backgrounds together to form a group that works
cooperatively towards common goals over a long time period in an atmosphere
that encourages personal interaction among group members. The most posi-
tive results occur when the intergroup contact has the moral or political
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the 1996 Olympics or the Atlanta Project present a great opportunity to
implement intergroup contact situations that bring about positive racial
attitude change. Permanent interracial groups, perhaps modeled on the "action
forum" (which brought black and white business and civic leaders together to
find consensus and deal with key city issues) or a more proactive Community
Relations Commission are also good mechanisms for improving race relations.

The third attitude change option is the "therapeutic" approach - this usually
involves workshops, seminars, or counseling sessions in which role-playing
activities and interracial simulations occur. The late Dr. Charles S. King,
Director of the Urban Crisis Center, who believed that personal denial of any
prejudice was a big part of the problem, was a strong proponent of this
approach. While other session leaders might choose another style (the atmo-
sphere which he created was very directive, confrontational, and tension
provoking), King showed it was possible to bring negative stereotypes and
animosities out into the open and then deal with them in a productive way that
could make people change their attitude or at least be hesitant to publicly
exhibit it or act on it. Other attitude change options worth considering include
simple persuasion through face to face argument or discussions, sermons,
lectures, and the use of positive race relations messages conveyed in ads,
statements by celebrities, movies, television, and song/rap lyrics.

Strengthening Racial-Ethnic Groups

There are many who say the burden and responsibility for overcoming the
handicaps of discrimination, fairly or unfairly, fall most heavily on African
American and other ethnic groups. Indeed, it may make sense to be somewhat
skeptical of the willingness or ability of white led institutions to make major
changes or sacrifices to reduce racial inequality. If so, options that help an
ethnic group "remake" or strengthen itself so members can avoid or over-
come the stigma, hostility, and disadvantages placed on it by the larger
society may be attractive. One option is to urge group members (and sympa-
thetic outsiders) to devote more of their energy and resources to building up
their own institutions. This may mean contributing to racial-ethnic group run
schools, patronizing businesses owned by group members, and a host of other
"self-help" strategies (e.g., mentoring inner city youth or starting a health
clinic or English classes for new immigrants from your country).

Enthusiasm for the group self-help should be tempered by an awareness of its
limits. Those who say African Americans or other ethnic groups today should
"make it" the same way the Jews, Italians, and Irish did - by "sticking
together and helping each other" should realize such an explanation of these
groups' success is a myth. While those groups' self-help efforts were notable
and valuable, their real success depended on forging beneficial relationships
with other groups, attaining access to the markets and opportunities of the
larger society, and their ability to change aspects of the larger society. This
brings us to our final two approaches.
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Changing How Whites Act Towards Other Groups

Many whites' decisions and actions, as individuals or as institutional leaders,
affect race relations for better or worse. Local surveys have found racial
discrimination widely practiced by apartment managers who deny African
Americans' housing rights, by employers who request temporary agencies
send them receptionists or secretaries who are not black or Hispanic, and in
the way health/fitness clubs treat minorities who want to join. Banks and
mortgage companies continue to deny black home loan applicants at rates
almost three times higher than whites. The usual responses to these include
testing to document the existence of discrimination, and when it is found,
following it up with law suits, public protest (demonstrations or boycotts), or
affirmative action plans to end the discrimination. Are these steps strong
enough, and if not, what new ideas do the candidates or other leaders have?

Atlanta corporate leaders continue to prefer the city's north side (seen as
cleaner, safer, and more convenient) and reject the south side for their new
offices or headquarters. Many parts of the predominantly black south side
have deteriorated, and while some promising new housing initiatives are
emerging in Summerhill, the area as a whole is suffering. Yet some of our
most significant progress has been made through corporate leadership in
improving quality of life and leading to additional areas of cooperation on
social and human issues. Would it be wise to modify the "linkage develop-
ment" approach city officials in Boston and Chicago have adopted, by putting
special fees on new office construction and designating that money for im-
proving housing, schools, safety, and physical appearance in neglected neigh-
borhoods? Beyond this, how can business leaders be encouraged or challenged
to create more job opportunities for black youth via mentoring, internships,
adopt-a-school, and other programs?

Changing the Larger System

Improvements in race relations are often promised by people advocating a
major restructuring of our social, economic, and political systems. Some say
race relations in a capitalist system are inherently exploitative, so they seek
to replace a system that puts profits before people with a more humane
noncapitalist system. Others argue that more racial equality would occur if
we redraw the city's political boundaries, or merged city and county govern-
ment, or pooled local tax revenues among counties and municipalities in the
metropolitan area. However, the system change that may promise the most
direct positive change on race relations is extensive residential integration.
The high degree of isolation and separation between racial-ethnic groups, in
neighborhoods and schools, is at the heart of a vicious circle of self-perpetu-
ating prejudice and inequality. In Chicago a program that enabled people from
an inner city public housing project to disperse to more integrated suburban
areas enabled them to find employment and improve their lives. Should we in
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areas where their race is underrepresented. Do Atlanta's leaders feel a high
priority should be assigned to steps like these, or others, to actively encourage
racial integration of our neighborhoods?

When all is said and done, improving race relations is a moral and a quality of life
issue. An atmosphere of hatred, fear, distrust, and inequality among racial-
ethnic groups is unhealthy and stifles positive growth. Hopefully we will come to
see the Olympic logo - those interlocked rings of different colors representing
different continents ~ so prominently displayed in Atlanta, less as a copyrighted
commercial trademark and more as it was intended to be, as a symbol of
cooperation and mutual respect among different people.
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Economic development has been one of the most important activities of
City government. It involves nothing less than attempting to increase

economic activity in ways that benefit the City's residents and the
employees of City businesses by producing more and better jobs, improving
family incomes, providing training for jobs and making capital available for
business.

Based on a recent report by Dr. Donald Ratajczak, Director of the Georgia
State University's Economic Forecasting Center, while the metro Atlanta area
outpaced the nation is terms of job growth, the City of Atlanta has had a net
job loss. The effects of this trend include vacancy in commercial office space
and reduction of retail sales. In addition, there has been a significant loss of
jobs, especially in the high income categories of lawyers, accountants and
financial personnel. Tax revenues, and alcohol and single drink taxes in par-
ticular, have been declining. This is not a favorable outcome for Atlanta since
the convention industry is among Atlanta's leading employers. Corporate
downsizing and relocation to the suburbs have reduced jobs. The multiplier
effect on jobs, income and capital flow has been negative.

Expansion of Business and Jobs

Adding jobs is the basic goal of economic development efforts. To do that, the
economic development priorities for the City of Atlanta involve attracting new
businesses while retaining and expanding existing businesses. The City needs
to focus on individual projects - like ensuring the success of Underground
Atlanta, Southside Industrial Park and neighborhood shopping areas. At the
same time, it must work to increase the Atlanta region's capacity for eco-
nomic development. The City's economic development efforts are complex,
requiring different talents coordinated across a number of different agencies,
many of which City government does not control.

Stated most broadly, the basic issue is how to expand economic activity
through job creation, retention and expansion within those parts of Atlanta
which are under-performing, such as the central business district, southside
Atlanta and neighborhood commercial areas in low-income communities. There
are opportunities available. The City has a large and diverse work force. We
have a rich and extensive network of financial, educational, cultural, business
and scientific institutions to mobilize. And there exists a diversity and density
of public infrastructure and human capital. Together these provide the neces-
sary ingredients for innovation and entrepreneurship.

Yet there are challenges as well. Financial and human capital world-wide have
become more mobile, subjecting Atlanta to greater economic competition. The
global economy has required high levels of education as corporations downsize
and low-skilled jobs move off-shore. Therefore, education and workforce
preparation and retraining become critical issues.
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Strategies abound for dealing with this complex set of factors. The City
might consider the development of a new comprehensive strategy for eco-
nomic growth making the City more entrepreneurial in its focus. This implies
avoiding doing for others what they can do for themselves but rather
providing choices to the people served. Policy options which should be
considered include:

• creating joint ventures with private, for-profit corporations to
privatize those governmental services that the private sector could
provide more efficiently;

• contracting with private non-profit community development corpo-
rations for neighborhood development or social services;

• targeting efforts to attract specific, desirable new business cat-
egories, such as the black music industry, advanced telecommunica-
tions or genetics;

• "greenlining" of capital-starved communities to encourage the
concentration of public and private investment into the inner-city;

• using public funds to provide greater incentives to workers and
employers to move individuals from welfare to work;

• creating collaborative efforts among non-profit organizations,
government, businesses and educational institutions to create new
economic opportunities and new innovations;

• supporting fledgling business through "micro-loans", technical
assistance and special venture capital funds for small new businesses
willing to locate in the inner City;

• encouraging purchases from small, inner-city and minority busi-
nesses by big business and the military procurement offices;

• providing technical assistance in the form of organizational devel-
opment, planning and financial training to merchant associations,
commercial property owners, developers and other business groups
in neighborhood areas such as West End and Campbellton Road; and

• encouraging transit providers to offer more ways to make suburban
jobs accessible to City residents.

Recruitment of major new businesses has appeal because of the possibility for
dramatic announcements of business relocation. However, the key to
Atlanta's growth is much more likely to be in the retention and health of its
existing businesses. Recently, a local printing company made a decision to
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shut down in sixty days and move its operation to another city in Georgia. When
asked why, company officials blamed taxes and labor costs in the City and
claimed Atlanta is not a profitable place to do business any more. This one
example is just the tip of the iceberg. The extent of the problem is indicated by
the fact that electrical franchise fees received by the City of Atlanta for indus-
trial electrical usage (based on the amount of electricity sold in the City) have
decreased an average of $208,000 annually for the last three years. While
some of this is attributable to energy conservation, this signals significant out-
migration and failure rates for existing industrial businesses in the City.

Retaining and growing existing businesses in the face of rising taxes and in-
creasing environmental regulation is difficult but essential. To be successful
requires removing forces pushing businesses out and adding or re-enforcing
positive forces bringing businesses in. New business formation and relocation
into Atlanta can offset some of the loss of tax base and jobs caused by the
decline in existing business. If, however, Atlanta is similar to the rest of the
state, expansion of existing industry accounts for 38 percent of new manufac-
turing jobs and 64 percent of capital improvements for industry, according to
Georgia Department of Industry, Trade and Tourism data for the past ten years.
Economic Development and Air Quality.

New areas of economic challenge also face a new mayor and Council. One of the
most serious threats to Atlanta's long term economic viability if the problem of
air quality. Under provisions of the Clean Air Act amendments of 1990, a 13
county area around Atlanta has a serious problem with ozone pollution. Only ten
cities in the United State have worse air quality and only one other in the South-
east is as bad as Atlanta. Low level ozone has significant negative health effects
for the public and especially for children, the elderly and those with respiratory
diseases. To force localities to deal with this health hazard, federal law re-
quires cleanup of the sources of emissions that cause ozone or a community may
face severe federal sanctions designed to stop or limit growth (including, as an
ultimate threat, the loss of all federal transportation funding for the entire
state). The threat of these sanctions is what makes air quality an economic
development problem as well as a health problem.

Already many industries are prohibited from locating in the Atlanta region and
many others face state imposed cleanup costs that are likely to put them out of
business or make them want to relocate out of the region. Obviously this is a
regional problem that Atlanta elected officials cannot fix by themselves but
unless they are part of the solution there will be no solution. The causes of
ozone pollution are complex but a major culprit is gasoline burning engines. How
does the central city of Atlanta work with the State and outlying cities and
counties to change driving habits such as changing single passenger autos to
carpools or vanpools? What can the City do to convince commuters to switch to
mass transit or telecommuting?

The City has begun by initiating a subsidy program to encourage City employees
to use MARTAand by cooperating with a few enlightened businessesand agencies
that have started commuter efficiency programs for their employees but there
is much left to do. What policies and programs will the City devise to balance
growth and the environment? What role should the City play in creating regional
policy on air quality?
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Regional Cooperation for Economic Development

This regional approach to a development problem suggests other steps that are
also needed. The City of Atlanta forms the core of a very large urban region. In
the emerging global economy it appears that the unit of economic development
will be the "city-state" by which is meant the urban region as a whole. Experts
who espouse the view say the central city and surrounding suburbs will
economically live or die together (witness Detroit). If this is true, we need new,
cooperative economic development mechanisms for the Atlanta region. Tradi-
tionally, each city and county and local chamber of commerce has competed for
its own economic development and the state has competed for the state as a
whole. No entity has responsibility for developing economic plans and strategies
for the region of Atlanta.

This situation is in the process of being changed. Governor Miller's Governor's
Development Council has recently created eleven economic development regions
across the state as part of the new Council of Economic Development Organiza-
tions (CEDO). The region which includes the City of Atlanta consists of 14
counties and is called CEDORegion Three. The Atlanta Regional Commission and
the Metro Business Forum, a consortium of chambers of commerce from
throughout the region will have key roles in the future. Atlanta is powerful in
both ARC and the MBF but new organization brings up a number of questions for
the city. How will Atlanta's elected officials insure that economic issues
important to the City are not lost in comparison with issues supported by more
numerous suburban jurisdictions? How can the City's leaders become part of a
new collaborative group of regional leaders who work for the common good of
the entire region?

Infrastructure to Support Development

Finally, in the past decade all local governments became more dependent upon
their own sources of revenue (primary property and slaes taxes and user fees)
due to reductions in state and federal revenue sharing. At the same time, they
have seen some shifting and shrinkage in their tax base (from homestead exemp-
tion increases and other reductions in property tax and from the movement
toward a service economy eroding the sales tax). Also during the decade, the
Atlanta region has experienced considerable growth in population. The growth
has placed an increasing burden on existing infrastructure in the City of Atlanta,
used (but not paid for) by everybody in the region. In addition, the public's
expectations have risen regarding the level of service that should be received
from this infrastructure.

The elected officials of the future will face the daunting task of figuring out how
to do more in terms of infrastructure and services with less revenue, unless we
have smoe change in funding sources. This brings up such questions as: Is there
a role for the City in the state tax reform rocess? Should urban reform and
redevelopment be a factor in state tax reform?
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ECONOMIC DEVELOPMENT

The Challenge

Atlanta, like other American cities, is at a crossroads. The new global economy
presents both opportunities and challenges, especially economically. The future
elected officials of Atlanta must use all of the City's human and physical capital
to create an economic climate that results in jobs for all Atlanta's citizens,
increases their income and increases net captial inflows into the City. There is
no shortage of these resources - the challenge is to develop them through
effective political leadership.
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Why should the prospective mayor and Council of Atlanta be concerned
about health care and proposed reforms of the system when the City
has no direct responsibility for financing health care for residents as

Fulton and DeKalbcounty governments do?

There are at least three issues for the City to consider. First, the City is a
major em 10 er which must concern itself with the affordability and quality of
health care covera e. Second, a healthy population, a competent work force
a an accessible, stable, high-quality health care infrastructure are key
features necessary to attract and hold business and industry. Finally, the
City's abiritYto assure sufficient revenues to carry out its core functions is
limited by the sums it must divert to health care for employees and dependents.
likewise, residents' tolerance for taxes to finance City services is restricted
by the amounts they must pay to the county, state and federal governments for
health care programs and payout of pocket for their own increasingly expen-
sive health care.

Costs

The cost of medical and dental care for City of Atlanta employees and depen-
dents has outpaced general City revenue increases. These.health ex e itures
climbed 81 percent between 1988 and 1992 while general revenue grew only
21 percent. Neither this four-fold disparity nor the rate of increase in em-
ployee health expenditures is peculiar to Atlanta. State and local governments
all over the country share similar experiences.

Because the City of Atlanta is directly responsible for employees benefits plans
rather than for health services to City residents, the revenues it devotes to
health care represent a smaller proportion of its budget than is the case for
many other local governments. However, the share of general revenues
Atlanta devoted to employee health benefits increased from 4.6 percent in 1988
to 6.9 percent in 1992.

Health Status and Access

If measured by our treatment of children, Atlanta's health outlook does not bode
well for our future. The Children's Defense Fund has ranked Atlanta 44th in
infant mortality and low birth weight. Atlanta's infant death rate in 1990 was
higher than the state as a whole. Infant deaths are a signal indicator of the
health of the population.

Atlantans also suffer from ill-health and premature death and disability from
other causes. Atlanta has high death rates overall and within major categories
such as cancer, heart disease, stroke, infectious diseases, respiratory dis-
eases and homicides.

Many factors influence health - the environment, occupational hazards,
heredity and personal health habits. However, the lack of insurance and
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inadequate access to health services are a major part of the problem. Access to
health services can help cure or alleviate individuals' health problems that
already exist and can help prevent future problems by identifying risks and
implementing treatment programs to reduce them.

The uninsured receive less physician and hospital care than insured people do
even when they are suffering from chronic diseases and poorer health. Nearly
18 percent of all non-elderly Georgians are uninsured, including almost one-
fourth of all children. The state's major expansion of Medicaid for children and
pregnant women which began in July will help but will not close the gap. Many of
Atlanta's employers are in industries that tend to offer insurance for employees
(finance, insurance, real estate, transportation and utilities). However, Atlanta
also has many workers in the industry groups least likely to provide coverage
(construction, retail trade and services). Atlanta's high poverty rate and
demographics also suggest that lack of insurance is a major problem in the City.

Analysts have found that with average monthly living expenses, Atlanta
residents must earn incomes of nearly 250 percent of the federal poverty level
(about $35,875 for a family of four) before they have discretionary income to
spend for health insurance premiums. Even then, the price of premiums may
exceed ability to pay, assuming the family is eligible for an insurance plan.

While Atlanta boasts a large medical industry, not all residents have access to
necessary services. Besides-the uninsured, even people with Medicaid have
difficulty finding private physicians who will accept them for treatment, so large
numbers of residents must rely on Grady Memorial Hospital and its satellite
clinics.

Options

The City of Atlanta has a variety of options for abating environmental hazards
that endanger health. These direct actions can be a part of on-going City
activities. The Mayor of Atlanta can 'also be an effective voice both as a major
employer and on behalf of residents for changes in the health care financing and
delivery systems. There are numerous opportunities for this advocacy. Some of
these include:

Participate in the national debate on health care reform - The Clinton
administration plans to introduce its "managed competition" reform
package in September. The other major reform proposal before Congress
is the Canadian-style "single-payer" health plan, the American Health
Security Act (HR 1200/S 491). The Congressional Budget Office
concluded in a 1993 report that a managed competition-based plan would
allow national spending to increase over current projections by $214
billion between 1995 and 2000. At the end of the decade, all but 25
million Americans would be covered (about 35 million are uninsured
now). The CBO said the single payer plan would reduce projected
spending by $319 billion in the same period and would cover all legal
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residents. Analysts say state and local governments would have saved
$30 billion if the single-payer plan had been in effect in 1991 (Estimated
savings for state and local government in Georgia were about $566
million). Savings of a lower magnitude could accrue to local government
budgets because of insurance changes under managed competition,
although overall costs would continue to rise.

Participate in State health care reform - Governor Miller's Commission
on Health Care plans to propose a health reform plan before the General
Assembly convenes in January. Although details have not been released,
some members have discussed ideas such as combining the purchasing
power of the Medicaid program and the state employees and Board of
Regents health plans. It is possible that other employers including local
governments could buy into a large pool. The state could also expand
Medicaid coverage and could encourage, rather than discourage, use of
hospital clinics and make other services available to City residents.

In addition, Insurance Commissioner Ryles has proposed the Georgia
Reform Insurance Plan which would require community rating and
guaranteed issuance of insurance policies to make it easier for small
employers to purchase coverage. It has passed the Senate. In another
approach, State Representatives Holmes, Martin, Brooks and others
have proposed a state single-payer plan (H.B. 1006).

Participate in development of other care options - Grady, Crawford Long
and Southwest Community Hospitals will receive a total of about $SO
million from the Indigent Care Trust Fund for the year beginning in
October exclusive of contribution made on their behalf to the trust
fund). They are planning how to use the money they must spend on
primary health care as well as how to implement new obligations under
the trust fund rules to provide free care to residents.-
Finally, Congress and some state and local governments are considering
requiring non-profit, tax-exempt hospitals to provide free services or
other community benefits commensurate with the value of their tax-
exemptions.

Health care reform will impact all individuals and levels of government in the
next few years. Local elected officials must be prepared to deal with these
issues - as major employers and as public policy makers •

•
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he City of Atlanta, like every major city in the United States, is
facing environmental challenges as the public demands an improved
environmental quality of life and the City continues to be impacted by

mandated, but unfunded, federal and state regulations. The hilly urban forest
setting of Atlanta adds beauty to the city, but at the same time increases the
difficulty for Atlanta to address normal urban environmental issues related
to water quality, drainage, and infrastructure.

Many of Atlanta's environmental issues are not confined to the City limits, as
metro-Atlanta's watersheds and air basin cross political boundaries. Also,
Atlanta's needs, related to parks, solid waste, hazardous waste, recycling,
noise pollution, and general physical environmental quality, are not isolated
City of Atlanta challenges, but are interactive with adjacent jurisdictions.
Atlanta cannot solve the problems alone, but can provide the leadership to set
the standard for environmental quality in the metro-area.

Atlanta is an urban forest in need of reforestation. Trees have died, been
severely trimmed by power line crews, displaced with buildings and parking
lots, and cleared for land development speculation. Replacing and maintaining
our trees is necessary if we are to retain our urban forest. Trees clean our
air, stabilize soils and reduce runoff. Trees Atlanta has done a good job of
getting trees in the developed downtown areas, but the City could be more
aggressive in maintaining and improving the tree density in the City. The City
has several options. Atlanta could adopt a Tree Ordinance with teeth that
requires developers to provide a specific tree density in new developments.
Fulton County's Tree Ordinance offers a working model. Public trees could be
viewed as a resource, with a management program that systematically
increases parkland and street and park trees, and develops stands of trees on
public lands. Another innovative approach could include a tax credit to be
given to property owners, who dedicate a percentage of their property to
forest (maybe 25 percent or more), or who place their vacant property into
forest for a period of time. In any case, a strategy needs to be developed for
the preservation of this most basic piece of our environment - and a piece
that has come to signify Atlanta itself.

But even if we protect our trees can a city be healthy if its streams are
sick? The development pattern of Atlanta has been contrary to the pattern in
most cities, in that Atlanta's roads are built on the ridges instead of in the
valleys. This allows most surface drainage to flow to the creeks and swales
and to be carried to the Chattahoochee River. Non-point source pollution (for
example, run-off from roads) is estimated to be contributing 90 percent of
the pollutants and sediments that are degrading water quality. Therefore,
when water quality is discussed, the subject must include land use along with
wastewater treatment plants and combined sewer overflows (CSOs).

Since non-point .source pollution enters Atlanta via creek flows from other
jurisdictions (e.g., Nancy Creek and Peachtree Creek flow from DeKalb
County) and Atlanta's creeks flow into DeKalb and Fulton County, a regional
watershed authority provides one option to develop a water quality monitor-
ing and implementation plan. The City can take a regional leadership position
to explore this approach.
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Within the City, strong steps are still needed to deal with existing water pollu-
tion problems. The State legislature passed a law to control the discharge from
CSOs. Yet City Council supported local neighborhood opposition and rejected the
original plans fo!, the CSO facilities in Piedmont Park (Clear Creek) and John A.
White Park Utoy Creek) which were 6id in 1991. As a result, the City is now
faced with a CSO program that now costs twice as much as the original bid of
$4~9 million IIIus a mO,OOO/year fine for delay. Are the general citizens'
environmental needs being endangered financially by the increased cost for the
new ro osed CSO facility and separation program? Alternatives exist to deal
with tough environmental choices. For example, a non-elected environmental
revie board, similar to the Atlanta Urban DeEsign Commission, could be cre-
ated to evaluate programs and priorities allowing the City to increase and
expedite environmental programs to improve water quality.

Improvement of our water quality need not focus only on capital intensive
actions. Correct use of urban land can improve urban water quality by control-
ling erosion, street and parking lot runoff, improper or excessive use of chemi-
cals onlin, and storage or disposal of materials in the flood plain. Since
property owners in most cases own the land behind their buildings to the middle
of the cree or swale, the City could establish comprehensive land use regula-
tions ttiat would require property owners to establish vegatation buffers adja-
cent to streams and swales, encourage the use of native plants that live on
natura rainfall and weather conditions (xeriscape), and establish an equitable
method for watershed protection.

The water quality downstream of metro Atlanta (population 2.5 million) in West
Point Lake and other areas is often attributed only to the City of Atlanta (popula-
tion 400,000) and its CSOs. The Georgia-Alabama-Florida Water War will likely
continue for e next 3.10 6 ~ears while t 0 of Engineers comp etes its
comprehensive basln.plan, During this process it is important that the City of
Atlanta ake a leadership role to ensure that Atlanta's contributions to correct
the problems, as well as the City's needs, are considered. Atlanta could tell its
story by preparing its own water quality master plan to ensure that the Corps
plan go~ match those of Atlanta

The Midwest Flood of 1993 ·caught national attention, but the flooding of 1989 is
remembered by those in Atlanta whose property flooded. The 1OO-year flood
levels in the City have contlnuea to rise as development has occurred in the
drainage basins. In aQ.dition, 25 square miles of Atlanta are served by combined
sewer an stormwater systems. These combined sewers have become stressed
an wea ene_ stormwaters as highway widening and additional paved or non-
veg ate a areas ave increased the quantity of stormwater carried in the 100-
year 0 com ine sewer system. What must we do to avoid the Atlanta Flood of
19 . One option is to form a system of flood and drainage districts to address
an und improvements, so that f 00 Ing Impacts can be reduced and necessary
infras ruc ure Improvements can be made.

The Atlanta City Council has passed legislation to close one of the City's land-
fills. It has not, however, allocated funds or developed an alternative to dispose
of the City's solid waste. Recycling alone cannot replace the need for respon-
sive waste management.
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Options must be found for handling waste. Should solid waste collection and
disposal be privatized, including recycling, an effort that does not yet seem to be
a reality?

The Georgia Environmental Protection Division is responsible for monitoring and
enforcing Clean Air regulations. The region has until 1996 to reach air stan-
dards imposed by the federal Clean Air Act or face mandated restrictions on
transportation and business location. The City is only one of many players in the
effort to clean the air. Yet the City can take vigorous steps itself to put air
quality protection measures in place. One option could be for the City of Atlanta
to put in place legislation to require company fleet cars and governmental
vehicles to use natural gas as a fuel to reduce pollutants. Or, as successfully
done in Vancouver, B.C., taxis and vehicles for hire could be required to transi-
tion to natural gas vehicles. The City must be willing to commit to societal
change if its air quality is to be improved.

Most of Atlanta's environmental issues are the same as those of Cobb, Fulton,
DeKalb, and Gwinnett Counties. All jurisdictions are now faced with the question
of how can metro citizens' environmental service needs be met better and
cheaper. While the region has examples of interjurisdictional cooperation, e.g.
the Atlanta Regional Commission and the Atlanta-Fulton Water Resources Com-
mission, many environmental efforts have continued to be handled by individual
jurisdictions. The next mayor and Council must face the question of whether it is
time for the region to establish a water, sewer and solid waste authority. And
what role should the privatizing of environmental services, contracting out to
private companies, and uniting with other jurisdictions' play in local environ-
mental solutions?

Atlanta can spend hundreds of millions of dollars to remove phosphorus from its
wastewater, replace its 1DO-year old water steam stations, resolve the solid
waste disposal issue, and even plant thousands of trees. But can infrastructure
improvements solve the City's environmental problems? Until each metro
Atlantan accepts the challenge to use less, waste less, and pollute less, the
water and air quality and the general environment will take a long time to
improve. This represents the biggest challenge for the new Mayor and Council -
to make Atlanta the model for societal change, so that each of us will accept the
responsibility for Atlanta's environmental improvement.
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For the first time in a number of years, the crime rate for the
City of Atlanta decreased. Specifically, between 1991 and 1992
Atlanta experienced a seven percent decrease in index crimes.

During this same time period other major U.S. cities also reported a
decline in their reported crime rates. Therefore, the decrease in crime
for the City of Atlanta should be viewed with some caution. First, is
this decrease a single event or is it indicative of a long term downward
trend?1t is too early to answer this question. Second, even with this
welcomed decrease in the different crime categories, the levels of
crime (or crime rate) is still rather alarming and therefore it poses a
continuous challenge for the citizens of Atlanta, as well as for our
elected officials. At any rate, efforts need to be directed towards
lowering Atlanta's ranking on the list of high crime-cities in the U.S.
Third, the perception and fear of crime is extremely alarming and
recent victimization studies have demonstrated that the crime figure is
actually worse than official statistics demonstrate.

ISSUES

During the next several years, Atlanta will not only have to cope with
unacceptable crime levels but will have the added burden of event and
spectator securit for such ma'or gatherings as the 1994 Super Bowl
and the 1996 Olympic Games. It is therefore obvious that the City will
have to dedicate tremendous efforts towards securing public safety for
such major events while continuing to deal with the routine crimes.

Moreover, in the last few years several alarming trends have devel-
oped which will require special attention not only from law enforcement
officials but from a wide variety of public and private agencies. Some
of those issues and trends include:

• Drugs (trafficking and consuming)
• Gangs (recruitment of younger members as well as

females)
• School safety
• Car Jacking
• Violent juvenile crime
• Domestic violence (especially child abuse)

Mounting concerns over the preceding problems should force Atlanta to
come up with different and more effective strategies if any further
der1ffri crime is to be realistically achieved. However, Atlanta is in a
somewhat unique situation and our problems are even more pressing
than many communities as the following list of concerns will illustrate.
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Gangs

Gang activity has been in the spotlight recently with the murder of two
young girls and numerous random shootings and robberies. The chief of
police has called for a task force on gang activity and the mayor has
urged the local health departments and the Center for Disease Control to
become involved in youth violence. The question posed at this juncture is
how can city government act to quell youth violence? Should the city
actively enforce its youth curfew? Should the city enforce a ban on
handguns? If the answer to any of these questions is affirmative, how
does one go about financing the programs? Could some of the existing
sworn officers be transferred into a community policing division with the
goal of crime prevention and education?

Drugs

Drugs are quite often associated with increased gang activity and are
viewed by many as both cause and effect. Atlanta has long been recog-
nized as a leader in transportation situated at the intersection of several
interstate highways and with the presence of Hartsfield International
Airport. However, this same transportation network has led to Atlanta
being a major distribution center for illegal drugs. Is there anything that
the city can do to crack down on this illegal trade? Should the city enact
ordinances which would place severe municipal penalties on drug traf-
ficking? Could fines be increased to pay for drug rehabilitation centers
and similar programs?

Victim-Witness Assistance

The city supports the victim-wit e s assistance ro ra t.,ed...i.n..the
Atlanta Municipal Court. This program provides support to witnesses and
victims to encourage them to participate in the legal process. It served
almost 3,000 clients in 1992, only a fraction of those who needed help,
because of funding limitations. The majority of funding now comes from a
fee imposed by the court and this is insufficient. The following is a brief
breakdown of clients served by the program - 74% of the victims were
female; 57% of the cases processed. in court were domestic; 47%
involved drugs and alcohol; and 48% had incomes of less than $15,000
for a family of four. Are there other ways to respond to innocent citi-
zens who suffer because of criminal victimization?

Family Violence

One police zone in the city of Atlanta has had over 2,500 incidents of
homicide and aggravated assault per year for the last five years. The
acts of violence have spread from adults to children who are killing each
other and their parents at alarming rates. Atlanta was one of the first

30



CRIME

THE
CITY JAIL IS

DANGEROUSLY
OVERCROWDED

WITH MANY
INMATES

WHO ARE
HOMELESS,

ALCOHOLIC,
MENTALLY ILL,

INFLICTED
WITH AIDS
AND OTHER

COMMUNICABLE
DISEASES,

WHOSE
CRIMES ARE

ONLY VIOLATIONS
OF CITY

ORDINANCES

cities in the nation to develop a special Domestic Violence Intervention
Unit in the 1970s. Funding for this program has remained level over the
last decade in the face of mounting domestic violence. What steps can be
taken to reduce family violence and provide protection for victims of
this escalating problem?

City of Atlanta Corrections

In the last several years the city has taken a "law and order" approach
to crime by beefing up the police department and increasing arrests. The
city jail is dangerously overcrowded with many inmates who are home-
less, alcoholic, mentally ill, inflicted with AIDS and other communicable
diseases, whose crimes are only violations of city ordinances. What
plans are needed to develop alternative facilities for pre-trial detention
to relieve overcrowding at the city jail?

Olympic Games

The public is continually assured that the 1996 Olympics are not going to
cost the taxpayers a dollar. Where will the money come from to pay for
the advance planning, upgrading and improving the city's public safety
services in preparation for the Olympics?

Opportunities

The next few years hold some unusual opportunities for city government
and particularly law enforcement to better cope with the crime problem.
First, the massive scale of event security planning and coordination
should compel better cooperation among city, county, state and federal
agencies. The blueprint that is currently being shaped should serve the
city well for years after the Olympic Games are over. Second, for a new
city administration there is an opportunity to provide a new comprehen-
sive outlook at different and more effective means to combat crime at
its cause, rather than at its symptoms.
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The City has made important strides to renew and increase housing
opportunity for its residents. However, twenty-five (25%) of the
housing in Atlanta is still judged substandard. Two-thirds of the

residents of Atlanta are renters. Over 80% of the poorest renters in our
City pay more than 30% of their income for housing, virtually guaranteeing
that they are locked into permanent poverty. Half of the residents of Atlanta
make less than $20,000 a year meaning that their housing options are
limited.

In the midst of all the bad news, the good news is that the City of Atlanta has
a substantial investment in its existent housing stock that can be rehabili-
tated to provide affordable housing for many of our citizens. Yet, housing
remains a frag-mented and complex issue.

The spectrum of housing can be summarized as follows:

• Atlantans with no permanent shelter at all who number, by some
estimates, up to 15,000 to 20,000 persons with only 3,000 to 5,000
shelter beds available;

• Atlantans who live in unsubsidized housing and must pay a high
percent of their income for housing;

• Atlantans who cannot live in subsidized rental units (such as Section
I

8 and public housing) because over 14% of the units are vacant or who
live in public units they consider unsafe, unsanitary, and not a nurtur-
ing environment for their children;

• Atlantans who could live in modified homeownership (such as land
trusts, co-ops, and mutual housing associations) if the City were to
advocate and finance such alternative housing; and

• Atlantans who are homeowners and feel that their local taxes are too
high and their municipal services inadequate.

Conflicts In Solving The Problem

To solve the range of housing problems, four basic types of economic solu-
tions are available:

- Reducethe cost of capital to make financing housing more affordable;

- Reducedevelopment costs, thus, driving down the amount of housing
that must be financed;

- Make capital more readily available to those who have trouble
accessing capital; and
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• Increase a household's ability to pay for housing.

Yet, these solutions lead to the basic dilemma faced by the City of Atlanta in
addressing the housing crisis. Although many of the public goals of housing are
social, housing is market-dri~n. Su ply is determined by investors and
developers while demand is a func 'on of what ouseholds want a dare willin
to a. These goals - socla and market - are often in conflict. Rather than
a dress the dilemma comprehensively, policy makers and program designers
have frequently fragmented their solutions by either addressing only one goal
or the other, or addressing onl one aspect of the housing spectrum. This -
piecemeal approach leads to addressing one niche of the housing market while
the problem continues at a different point along the housing spectrum.

Types Of Housing Assistance Tools

The multiplicity of purposes in a housing program is matched by the diversity
of available tools that can be packaged to ether to carry out an initiative.
Housing experts have divided assistance methods into two rOID categories - •
supply and demand. They feature incentives to housing providers and support
to unit OCCi:iP3nts.

Supply-side housing assistance tools include: donations of land for
construction; up-front capital grants to cover some or all the costs of housing
construction or Installation of related infrastructure systems; below-market
interest rates on construction financing; tax savings through abatements or
similar incentives; and contributions to a project's operating and maintenance
costs.

Demand-side tools include: below-market interest rates 0 ortgage IQaO .
reduced or eliminated loan processing and origination fees; down payment
assistance; tax abatements on home property taxes; tax credits or lump sum
grants applicable to home purchase; and general income assistance earmarked
for property maintenance and related expenses (such as utilities).

There is a conceptual and practical overlap between supply and demand types of
a~tance. Effective combinations can be structured. For example, buying- •
down a mQ!1gage interest rate lowers the household income necessary to
suPP"Qrt the unit - potentially, by as much as half. Similarly, grants for site
preparation or sewer hook-ups can reduce the up-front capital that developers
need for pre-construction activities, making projects targeted to low or
moderate income individuals more economically viable.

Beginning To Address The Need Comprehensively

The new Mayor and Council should consider addressing the housing issue•comprehensively. First, elected officials could decide and announce that
housing is a major priority of their Administration and appoint a Blue Ribbon
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Commission to hold hearings, develop multi-year objectives, and draft a Housing
Development Plan, .
addressing all aspects of the housing spectrum, complete with a financial plan
and production goals.

In any housing plan, elected officials need to address the relative focus on new
housing versus rehabilitating existing housing, the desired mix of housing types
and price ranges, the composition of home owners versus renters, the level of
financial commitment, the amount of public housing versus subsidized renters
and owners, etc.

Once the goals and objectives are agreed upon, the City could staff an enhanced
Housing Department that will devise a plan which could address the following
elements:

Addressing the capital barriers to housing

Tools available include providing predevelopment funds to not-for-profit housing
developers, providing "soft seconds" (second mortgages that may be forgiven
or that are due on sale) to make deals affordable, instituting "linked deposit"
programs with financial institutions, creating "lenders' consortia" with the
expertise of the Federal Home Loan Bank Board, increasing the use of "tax
credits" to finance low-income housing, utilizing existent secondary markets
such as that of the Neighborhood Reinvestment Corporation, to provide perma-
nent financing for housing, providing seed capital to micro-enterprises and
community development credit unions, and serving as the official City liaison to
the financial community to minimize the present "crisis in confidence" felt by
local lenders toward community-based development.

Enhancing the development capacity of our existent not-for-profit
developers

Possible techniques could include augmenting operating and administrative
budgets, providing the training and technical assistance to bolster their financial
capacity, and reducing overhead costs by funding and/or operating a housing
development incubator to provide centralized services to all development
network members.

Eliminating the regulatory barriers that increase the cost of
housing

Steps could include assessing all local zoning codes, building codes, impact fees,
historic preservation, and land use restrictions, assuring the full operational
capacity of the Land Bank Authority, and consolidating all City housing efforts
into a "one-stop" shop.
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While these are initial work items, the Blue Ribbon Commission could be called on
to identify other programs, policies, and procedures to increase production
across the entire housing spectrum. For instance, in the vein of "reinventing
government," thought should be given to the creation of an Atlanta Housing
Development Corporation, similar in nature and design to the Atlanta Economic

THE EXISTING Development Corporation (AEDC), that could leverage funds, package deals, and
HOUSING STOCK IN produce housing at all points of the housing spectrum.

ATLANTA MAY WELL
BE OUR GREATEST The Will To Build

RESOURCE •••
The existing housing stock in Atlanta may well be our greatest resource to
provide "clean, decent, sanitary, and affordable" housing. Many of these units
can be maintained and improved while retaining their considerable lesser cost
than constructing new units. At the same time we can increase new housing
production in locations and price ranges appropriate to the City's diversity. For
this objective to be reached, barriers - both visible and subtle - must be
addressed by the next Administration.
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Hartsfield International Airport has created opportunities for all Georgians
by conneet-ing our citizens, businesses, and government to the nation
and the world. Hartsfield is the most significant "economic engine" in

Georgia. The airport is Atlanta's largest financial asset at over two billions
dollars, and responsible for generating over 40,000 jobs. Its preeminence in
the aviation industry has thrust Atlanta onto the world stage.

The airport has been universally respected as one of the best run airports in the
world. This past year, it .was selected for the fourth consecutive year as the
best airport in North America. Hartsfield's success is the result of careful
planning by our City's forefathers.

Deregulation of the U.S. airline industry and the recession have had a dramatic
effect on Hartsfield. Eastern's demise left more than one-fourth of our gates
empty. Passenger traffic has fallen as businesses and families cut budgets. Even
Delta has not been immune. The sheer inertial momentum of the past success has
carried Hartsfield through recent crises, but the momentum has slowed. Unfor-
tunately, the recent two years have left vacant concourses, and hangers,
federal indictments, retail concession problems, and controversial bidding
procedures, as well as strained relations with Delta Air Line. The success of
the airport in the 21 st century will be the result of decisions made by today's
leaders.

The first step in ensuring future prosperity for our community requires the
appoint-ment of a permanent Aviation Commissioner. The new Aviation Com-
missioner must restore creditability, ethics, and integrity to the airport and
have a clear vision of what direction it should take in a industry that is rapidly
becoming global.

The new Mayor and Council must understand the business of the airport and
restore professional management and integrity to a facility that could be among
the top ten airports in the world. While the problems of the past several years
(deregulation, national, economic and local political) are not unsoluable, they
have lost Atlanta and Georgia many opportunities that have gone to other com-
peting cities.

The new administration should consider appointing a task force of community,
busi-ness, and aviation officials to work with the Aviation Commissioner to
develop a consensus of priorities, specific action plans, and deadlines.
Some of the major issues that need to be addressed by the new administration
include the following:

• Bidding procedures, contractor selection, vendor contracts,
retail concessions, and any business agreement with third-
parties, must be done with the highest ethics and open competi-
tion in order to restore the integrity that the airport and its
supporting Atlanta citizens, airport employees, and businesses
deserve. It must be, and appear to be, "squeaky clean."
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• The controversy that will.undoubtedly arise from the trials in
federal court will probably increase the public's anxiety about
Hartsfield. This could be antici-pated and an organized program
could be planned to show changes in policy and management to
regain the public trust. This will prevent morale problems within
the aviation department and the airline industry in Atlanta, at the
very time, competing airports might use it against us.

ATLANTA
HAS A

TREMENDOUS
OPPORTUNITY IN

INTERNATIONAL
AVIATION

• Concourse E is a $303 million construction project for 24
international gates, as compared to Concourses A, B, C, and D
built for $165 million twelve years ago (including terminals
taxiway, roadway and parking decks). It is five months late and
is projected to open in May, 1994. The late opening of this
project will cost $2 million per month in additional interest and
for-feited rent. Unlike the other gates at Hartsfield which are
leased on a long term basis, 80 percent of this space is on a
year-to-year use agreement. Therefore, the financial risk of
Concourse E is not only the completion cost and opening date, but
marketing and operations as well. Fifteen of these gates are
leased to Delta and four to other airlines. The reuse of the
existing 18 international gates is a critical issue. They could be
a major reason for new carriers to come to Hartsfield. What
steps should the Major and Council take?

• Atlanta has a tremendous opportunity in international aviation.
Fortunately, for the past two decades, Atlanta has been pursued
by many air carriers. We didn't have to sell very hard. Now
Atlanta must change its strategy and aggressively pursue world
air carriers. Even though Delta has superior connections to
Europe, we should anticipate more European/U.S. airline market-
ing agreements such as British Airways/US Air and KLM/
Northwest creating potential opportunities. However, USAIR is
based in Pittsburgh and Northwest is hubbed in Memphis.

Latin America and Canada are big opportunities for Hartsfield.
Unfortunately, Atlanta has fewer Latin connections than Orlando,
Miami, Houston, or Dallas. Air Mexico, Brazil's Verig, and
Chilean Airlines could be aggressively courted. Air Canada may
buy controlling interest of Continental, which might make Conti-
nental financially strong enough to have a hub-base in Atlanta and
poten-tially fill up Concourse C. The Chairman of Air Canada is
Hollis Harris, former Executive Vice President of Delta and still
a citizen of Peachtree City.

Bi-Iateral negotiations between the U.S. government and foreign
governments will determine what cities win or lose international
routes. A professional lobbyist in Washington could help advise
the City and State leaders in this global competition.
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Since the Atlanta Chamber of Commerce declared a goal of
becoming "international," every Georgia Governor, City and
State Chamber of Commerce have helped court new airlines on
foreign trade missions. This effort needs organized priorities
and liaison staff in the office of the Mayor, Governor, and
Georgia's congressional delegation .

THE RETAIL
CONCESSION
PROGRAM AT

HARTSFIELD HAS
LOW QUALITY

RATINGS BY AIRLINE
PASSENGERS AND

HAS BEEN A LEGAL
AND PUBLIC

EMBARRASSMENT TO
THE CITY

• Air cargo is frequently carried in the "belly" of international
flights and many freight companies such as UPS, Federal
Express, and others are increasing the volume of business,
internationally and domestically. It is ironic that while the
number of airline passengers is not growing, the amount of air
freight is increasing by double digit rates. Delata has the most
modern freight facility in the world at Hartsfield where beeping
robots unload arriving belly containers, sort packages with
laser bar code readers and scurry to waiting departure con-
tainers that are stacked for delivery an hour before take off.

The City's Atlanta Economic Development Corporation recently
hired the Bechtel Corporation to conduct an air cargo study that
should focus on competitive domestic airports, the infrastruc-
ture Atlanta needs to link air, truck, rail, and warehouse, and
most importantly, the marketing effort to recruit air cargo,
freight forwarding, and shippers to Atlanta.

Miami, New York, and Los Angeles are the only airports in the
U.S. that have full import designation and custom's inspection
for live animals, fish, fowl, and live plant material. An orga-
nized effort by the City, State Congressional Delegation, and
private sector, which is currently being led by the Chamber of
Commerce, must cut through the red tape in Washington to get
Atlanta fully designated as a port-of-entry. This would imme-
diately increase cargo operations, add hundreds of new jobs
and give Atlanta, Georgia and the southeast better access to
world markets .

• The retail concession program at Hartsfield has low quality
ratings by airline passengers and has been a legal and public
embarrassment to the City. Other airports like Pittsburgh,
Portland, Amsterdam's Schipol, London's Heathrow, and
Singapore's Changi, have modern retail shopping malls, food
courts, and international product selections. Some airports
like Pittsburgh even have a policy that no product can be sold
for a price higher than the nearest shopping center's prices.

Atlanta could look to private sector retail developers,
managers, and brokers such as the Rouse Company, LaSalle,
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Debartalow, British Airport Authority, and Marriott to manage
Hartsfield's retail and food outlets. Minority and female partici-
pation can be built in with private enterprise ownership similar
to Under-ground Atlanta.

While Dobbs Pascal's contract would have paid almost $40
million over the next year and a half, there is some speculation
that the current sub-tenants could put the airport at a financial
risk of $17-20 million before their leases expire. A thorough
retail concession study must be done, since the last one was
pre-Eastern Airlines in 1990, and did not anticipate the planned
$20 million atrium retail project which is already being designed
for the main terminal between the North and South baggage
carousels.

WHILE THERE
IS STILL

OVER $20 MILLION
LEFT AFTER BONDED

DEBT AND
OPERATIONS

ARE PAID
THAT "SURPLUS,J

ROLLS INTO THE
FUTURE YEAR

"RENEWAL AND
EXTENSION FUND"

The quality of food and retail outlets at Hartsfield must measure
up to recently renovated airports like Washington National and
newer facilities like Pittsburgh. How should the city government
approach the retail concession program?

• Delta Air Lines has over 520 flights per day at Hartsfield.
They also own substantial interest in Atlantic Southeast Airlines.
Combined, they make up 88 percent of Hartsfield's traffic. The
recent dispute between the City and Delta over the old Eastern
hanger has frayed many nerves on both sides. The new City
administration needs a strong relationship with Delta and vice-
versa. To recruit additional air carriers for passengers or cargo
means competition for Delta. This understanding needs to be out
in the open. Delta also needs to be courted to hub its Latin
operations out of Hartsfield instead of Orlando.

• Hartsfield was based on a two airline "hub" operation. Airline
deregulation has changed the fundamental strategy upon which
Hartsfield was built. Gate vacancies and decreased rental income
have lowered the airports annual revenue to approximately $11 5
million in 1993. This is compared to $129 million in 1990, $126
million in 1991, and $123 million in 1992. While there is still
over $20 million left after bonded debt and operations are paid,
that "surplus" rolls into the future year "renewal and extension
fund." The current $60 million reserve can quickly be depleted
with the construction of the planned fifth runway, the $20
million atrium project, cost overruns on Concourse E and other
legitimate needs. Long term financial stability must be utmost in
the new administration's priorities.

• During the last session of the General Assembly a Georgia
Airport Authority was created. This Authority is currently
studying various issues and was proposed by the Georgia
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Department of Transportation. Many legislators covet the
Atlanta airport and want it under the direction of the new Au-
thority. The City should carefully consider strategies for negoti-
ating with the State if the City benefits. However there is
legitimate concern on the part of air carriers that their cost of
doing business may be increased to subsidize city taxpayers. For
limited State participation in Hartsfield, the City could parley
infrastructure improvements and additional State annual pay-
ments to the City's beleaguered operating budget. New York City,
for example, leased its airports to the Port Authority of New
York and
New Jersey .

HARTSFIELD'S
OPERATION IS

AFFECTED BY AIR
TRAFFIC AT OTHER

METRO AIRPORTS

• Hartsfield's operation is affected by air traffic at other metro
airports. Fulton's Charlie Brown Field and Peachtree DeKalb
compete for air time when bad weather demands instrument
landings. Small private aircraft can require more "space" than
an airliner because they go slower. Atlanta could consider a
management agreement, beneficial to all parties, to run the
Fulton and DeKalb facilities. More intergovernmental cooperation
will be required as we approach the Olympics because of huge
increases in private aircraft, plus air security near Olympic
venues.

• Hartsfield physically laps over Fulton and Clayton Counties and
affects East Point, Hapeville, and College Park. Since 1980
Harstfield businesses have paid public utility taxes to Clayton
County - $15 million in 1992. Jobs and economic development
related to Hartsfield are critical to the stability of these commu-
nities. These governments, communities, and businesses need a
better sense of communication, cooperation, and sensitivity to
their needs from Hartsfield and vice-versa.
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One key challenge facing government officials is how to boost the
quality of public service while providing those services as cost-
effectively and equitably as possible. For nearly one hundred years,

Atlantans have repeatedly focused on reorganization as one possible way to
accomplish these goals. The urgency of this issue has increased today, as
demands for service constantly grow and as the resources of local governments
are stretched almost to the breaking point. This is especially true for the City of
Atlanta, which provides key services from its limited tax base for the entire
booming metro population.

This paper pinpoints four options which are likely to surface in the search for
greater effectiveness, economy and equity in service delivery. For each one,
questions are advanced which any serious discussion of these alternatives
should address. The paper takes no position for or against anyone alternative.

Restructuring Several Governments

Proposals have been advanced since 1913 to combine all or part of various local
governments. Most often suggested has been consolidation of the City of Atlanta
and Fulton County into one government covering the entire county. In fact, some
services p Ittectb e City an t e County have been merged piecemeal over
the past few decades, including the library system, tax assessments, the zoo,
and the Atlan -Fulton County Stadium.

Advocates of consolidation argue it will promote cost-effectiveness by reducing
duplication of services and achieving economies of scale that it will clarify who
is accountable for providing services to t e citizens, and that it will make it
easier to solve common problems that now cross jurisdictional lines. Opponents
claim that it makes government more remote from the citizens, that it hinders
cost-effectiveness by creating larger and less efficient bureaucracy, and that
may dilute minorities' political strength. In fact, nationwide experience has
shown that city-county consolidation does not aut m i all have any of these
effects. Instead, the impact depends on the special circumstances in each com-
munity.

Other forms in government reorganization are also possible. For instance, a
two-tier government structure (as in Miami-Dade County, Florida) could allot
county-wide functions to the county, and a ot er services to cities within it.
The same mo elcanalso e used across counties, with unified government,
providing area-wide services, and municipalities all others.

Any reorganization proposals involving changes in more than one government
prompt the same questions that need to be answered:

• What services are to be combined? All or only some? Will the public
schools be included in any reorganization? If only some services are
restructured, which ones will be first priority for merger, and why?

• What will be the specific impact of the proposed reorganization on
costs? If the different governments have different pay scales and
different service levels, how will these be combined and how will this
affect costs? If reorganization will create savings, what exactly will be
the source of those savings?
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Will the proposed reorganization involve a wide enough geographic area to
address problems effectively?

• Will the proposed reorganization be able to pass federal review
certifying that it does not dilute minorities' voting strength?

• If a total consolidation of the City of Atlanta and Fulton County is
proposed, how will the other 10 cities in Fulton County be handled?
• What barriers to implementation are expected, and how will they be
addressed?

Annexation

One way to assure a better match between the City's tax base and the area
demanding services is to annex contiguous unincorporated areas into the City.
The last large City annexation accompanied implementation of the Plan for
Improvement in the early 1950s. This option is made more difficult now by the
limits which state law places on annexation, and by animosity toward
annexation in neighboring areas. Any annexation proposals should answer
questions such as:

• Which areas would be the highest priority targets for annexation?
• How would annexation affect the tax burden of both City residents and
residents in the area(s) to be annexed?
• How would annexation affect the services provided to citizens in the
area(s) to be annexed?
• Will the proposed annexation(s) be able to pass federal review
certifying that they do not dilute minorities' voting strength?

Introduce Tax Changes in the Tax System

The City of Atlanta now comprises only about 20% of the metro area's popula-
tion, but from this limited base, must provide se ices used by the metro-wide
population. For example, it must provide policing a equate to wor ay popula-
tions which include large number of suburbanites. At least two suggestions have
arisen on how to better match the tax base' of the City to the metro-wide
population it is serving.

Tax Base Sharing. Significant industrial-commercial investment in the
metro area happens outside City boundaries, but it increases the
demand for services from the City and other governments. One way to
grow the City's fiscal capacity as the metro area grows, and to reduce
unproductive competition for new investment among area governments,
is to reduce unproductive competition for new investment among area
governments, is to institute tax base sharing. This would put any
increase in the industrial/commercial tax base occurring in the metro
area into a pool taxed at the average rate imposed by metro
governments.Proceeds from these taxes would be divided among area
governments using such criteria as total population, property value,
per capita assessed value, unemployment, or documented
infrastructure needs. Anyone proposing this option would need to
answer questions such as:
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• How much revenue would be generated using this approach? Would
the amount received by the City (and other local governments) be
comparable to the increased service provision the growth imposes?
• What hurdles to implementation are expected, and how will they be
addressed?

Payroll Tax. Since much of the City's additional service burden is
created by the large number of people who commute into the City to
work each day, one way to generate needed Income to provide these
services IS to impose a payroll tax on such workers. Questions relevant
to'sucH proposals include:

• What tax rate should be imposed? Should the rate vary by size of
salary? How much revenue would be raised?
• Would the amount raised be comparable to the service burdens imposed
on the City by the influx of workers?
• To what extent do areas outside the City subsidize services for City
reSidents?

Internal Reorganization of City Government

The options which have been outlined would require State action to implement.
Alternatively, City officials could consider improving the quality and/or reduc-
ing the ccstof City operations by revamping the structure of City governance
and service delivery. A number of possibilities exist, such as reorganizing City
departmiri'tS;festructuring service processes, entering into more cooperative
agreen;ents with other local governments, and chan in he olic making
cess e.g. 6y educing the size of City Council). Even considering the City's
need to provide services for the larger metro population, comparative statistics
suggest that some inefficiencies exist within City operations which could be
addressed.

Given the difficulty of changing entrenched structures, plans for reorganizing
the City internally should trigger questions such as:

• Which City services are the best candidates for reform?
• How should those services be reorganized?
• What will be the cost of reorganization? The projected savlngs?
• How and why will the reorganization improve City operations?

Conclusions

A number of structural/organizational alternatives could be tried to improve the
quality, cost-effectiveness, and equity of service delivery in Atlanta. Unfortu-
nately, past discussions of these alternatives have been dominated by platitudes
and assumptions lacking factual support. If these issues are debated in the fall
campaigns, it is critical that citizens force the discussion to focus on the practi-
cal tax and service impacts they would have, and on how practical they are to
implement.
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l:heCity of Atlanta is a complex financial entity, with an annual
budget of over $ 1.2 billion, spread among operating funds, self-
financing operations such as Harsfield International Airport and the

Water and Sewer system, and capital improvement budgets. The city is
confronted by many of the financial challenges faced by most large older
U.S. cities, such as increased service demands, stagnant or declining
populations and tax bases, resistance to tax increases, and a decreasing
piece of a metropolitan economic pie. In many respects, Atlanta is prob-
ably better off than many similar cities, but clearly the financial circum-
stances of the city must be understood by elected leadership and the public
alike, and receive the close attention needed to meet the challenges.

Overview of the Basic Economics of City Finances

It is important to recognize the basic economics of the city's financial
picture. Historically, in the absence of new or expanded revenue
sources, city expenditures have risen annually at higher rates than have
revenues. There are several fundamental reasons for this. One is that the
expenditure side of the city's budget is much more responsive to changes
in economic conditions than is the revenue side. For example, as health
care costs began to increase at double-digit rates in the mid-eighties, the
city immediately felt the increases in higher employee health insurance
costs and higher worker compensation treatment costs. With an insured
group of nearly 12,000 people, and 8,000 active employees, these costs
are significant components of the city budget. But on the revenue side, the
city has no significant revenue sources which are directly related to the
economic factors driving these cost increases. This is in contrast to the
federal and state governments, which see revenue increases through taxes
on the higher incomes which ultimately result from the cost increases.
There are few instances where the city has offsetting revenues to com-
pensate for economic impacts on its expense budget.

In fact, there is little relationship between economic factors effecting the
revenue side of the city budget and those effecting the expense side. Unlike
the private firm, where increased demand for goods or services typically
translates directly to increased revenues, and where investment on the
cost is expected to produce increase in revenues, the cost side of the city
budget is driven by demand factors which for the most part have no
direct, offsetting revenue. Increased demand for police protection is
driven by crime and people's perception of crime, and in no way implies
willingness to pay more for it. Beyond that, even if citizens recognize the
need to pay for more police presence, they may not accept with equal
readiness the related increases in judicial system costs, detention facili-
ties, probation service etc. Given the current economic outlook, the City's
revenues are not expected to increase without increases in tax rates or
new revenue sources.

44



FINANCE

Thomas Weyandt is a
Senior Associate in the
Policy Research Center,
Georgia State University
and Associate Director of
Research Atlanta. He was
formerly President of the
Downtown Dayton (Ohio)
Partnership and served as
Commissioner of Planning
and Development and
Director of Planning for the
City of Atlanta. Mr.
Weyandt has served on the
boards of several commu-
nity organizations including
APPLE Corps, ArtPapers
and Interfaith. He
received his B.S.F.S. in
international relations from
Georgetown University.

Rick Anderson,
Director of Financial
Services with the Atlanta
Regional Commission,
assisted in the writing of
this essay.

It is fundamental independence of revenues and expenses, combined with a
stagnant revenue structure, which present the greatest challenges for
financing city government. The City is thus faced with either increasing
tax rates, finding new sources of revenues or restricting or perhaps
cutting services.

Taxes and Revenue Sources

One of the shared realities of cities, counties, and boards of education is
they are last in the pecking order of governments, subservient to both the
federal and state governments. As a practical matter, this translates into
being stuck with the least desirable revenue sources and being subjected
to expenses mandated by higher levels of government (state and federal),
without accompanying funding. Chartered by the State of Georgia, Atlanta
city government has only the taxing and revenue raising authority which
has been expressly granted by the State. Georgia is one of the least
generous states when it comes to granting revenue raising authority to
local governments and in terms of sharing state revenues with local
governments for general purposes, leaving the city with few revenue
options to pay for the increased service demands and state and federally
mandated costs.

The primary revenue source for the city is the property tax. Of the three
major tax sources utilized in the United States: income, sales, and
property, the property tax is by far the least desirable for a taxing
entity. This is primarily due to the complexities and difficulties in admin-
istering and collecting the tax in a fair, equitable, and effective way. The
property tax which is billed separately, is not associated with either
income or consumption, and therefore is not tied to a financial transac-
tion. While income and sales taxes are viewed as nuisances associated
with earning income or consuming goods and services, the property tax is
billed once annually, and is, for homeowners, a tax on their homestead,
and evokes and emotional response that extends beyond that of the other
tax forms.

It is no surprise, then that the federal government and state governments
have generally opted out of property taxation, leaving it as the major
revenue source for municipalities, counties, and boards of education.

Atlanta's city government is highly dependent upon the property tax. In
1992, roughly one-third of all city general fund revenue came from
property taxes. The city's dependency on the property tax is complicated
by the fact that Fulton County and the Atlanta Board of Education each get
a larger piece of the property tax pie and are each more dependent on that
tax (as a percentage of total revenue) than is the city. This means that
even if the city is able to reduce its expenditures through increased
efficiency and thereby reduce its property tax rates, it may not be able
to deliver a "bottom line" tax reduction to taxpayers, as such a reduc-
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tion by be offset by increases by other jurisdictions. Clearly, this
situation provides little incentive to expend the energy and take the
political risks to cut city expenses, and potentially service levels, if the
public is not likely to recognize the accomplishment as a reduction in
taxes.

The city has few options to the property tax in funding basic city
services. The ability to levy other taxes is severely limited by the
state, and many taxes which make up the revenue base of cities around
the nation are simply not available to Atlanta. An expanded revenue base
requires state action. Two significant, state-wide studies have been
recently recommended a broad approach to solving this and other
financial problems of local governments. The first was the "Revenue
Resources Task Force," a joint effort of the Association of County
Commissioners of Georgia, representing county governments in the
state, the Georgia Municipal Association, representing the towns and
cities in the state, and the Georgia Government Finance Officers
Association, representing the state's professional local government
finance managers. In their 1990 report, his task force recommended 19
specific actions in such areas as revenue source expansion, state aid to
local governments, and property tax reform.

The second study was performed by the Governor's Local Governance
Commission." In their report, "A Platform for Local Government Change
in Georgia," issued in November 1992, the commission issued a series
of recommendations on such subjects as government structure, service
duplication among governments, and local government home rule revenue
authority. These two studies, and the recommendations they contain,
form the basis for significant revision and reform of some of the
fundamental financial constraints which plague Atlanta and other local
governments in Georgia. The city clearly must work in a collaborative
manner with other cities and counties in Georgia to get action on the
agendas proposed by these studies.

Beyond narrow revenue sources, the city literally does not control the
collection of the majority of the dollars from taxes and fees it levies. Of
the four largest revenue sources, three are collected by parties other
than the city. The largest single revenue source, the property tax, is
collected by the Fulton County Tax Commissioner. The second largest,
the sales and use tax, is collected by the Georgia Revenue Commissioner.
The fourth largest, the Sanitary Service Charge, is primarily billed on
the tax bill, and collected by the Fulton County Tax Commissioner. These
three sources, all collected by parties outside the direct control of the
city, account for over half of city general fund revenues. Lack of
control over the collection processes creates problems for short term
cash management as well as long term financial planning for the City.
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Without the ability to expand its revenue base, and without the control
over the collection of significant revenues and the ability to
analyze trends within them, the city is limited in its control over its
financial destiny.

Expenditures and Cost Controls

As the city gets squeezed by increasing service demands and costs which
rise faster than revenues, the ability to work smarter and get more
productivity form resources becomes more critical. The efficient and
effective provision of city services is critical to gaining and maintaining
the confidence of residents and taxpayers. Not only must service
provision be efficient and effective, but the public must recognize it as
being so; the perception of the public is their reality, and that is the
basis for their decisions of where to live, where to locate their
businesses, and how supportive to be of the interest of the city. It is not
possible to prevent any misstep by the 8,000 city employees, and one
highly publicized abuse can offset generally favorable performance by
city employees. Therefore, it is important that the entire city workforce
be instilled with a culture that contains a common vision and a set of
values that place prime importance on serving the public in the most
effective and economical manner. What steps should the City take to
instill and expand such a culture?

Institutional barriers to increased efficiency and effectiveness can
include the city's budget process and city's civil service system. The
city's budgeting system should focus on results, and provide the
incentive to managers to take risks, as well as the authority to achieve
objectives. Traditional public budgeting focuses on controlling inputs,
i.e.: the level of funding agencies are allocated. Progressive budgeting
systems focus on what is done with resources, so that resources are
budgeted to accomplish specific outcomes, and managers are given
appropriate authority and held accountable for that accomplishment. The
city need not necessarily adopt a complicated and bureaucratic system
such as Zero Based Budgeting; it simply needs to be sure that the budget
is viewed as a means appropriate authority and held accountable for that
accomplishment. The city need not necessarily adopt a complicated and
bureaucratic system such as Zero Based Budgeting; it simply needs to be
sure that the budget is viewed as a means to achieving results rather
than simply a method to attempt to control costs and spending. One
example of past cases of "penny wise but pound foolish" budget cutting
is the area of street and bridge maintenance, which receives a lower
level of funding now than ten years ago. These reductions have helped to
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balance annual budgets, but now haunt the city in the form of significant
infrastructure replacement costs.

The city's civil service system can also be a barrier to efficiency and
effectiveness. A balance between protection of employees from political
pressures and the public patronage systems must be maintained, and the
system must not be allowed to become a constraint on city management.
Current moves toward a system of pay for performance should continue
toward creating a system that provides motivation and incentive for city
employees to do a superior job.

Many cities around the country are using various forms of "privatization"
to attempt to increase efficiency and effectiveness of services. These
approaches include the use of intergovernmental contracts, the establish-
ments of authorities or other quasi-governmental entities, contracting
with private firms to provide services, contracting with private firms to
staff a function performed by the government, and simply eliminating the
public provision of a service. These approaches should continue to be
explored in Atlanta, but should not be taken a panacea to improve the
city's financial condition.

Infrastructure and Capital Expenses

The city's infrastructure and physical plants are assets valued at hun-
dreds of billions of dollars. They range from the airport, which is a
critical cog in the air transportation system of the nation, the water and
sewer system, which services portions of the metro region beyond
Atlanta City Limits, to neighborhood recreation centers, streets and
sidewalks. While enterprise operations such as the airport and water and
sewer system can finance infrastructure through revenue bonds tied to the
revenues they generate, financing capital improvements for general
government facilities is much more problematic. Generally, whether
financing is on a pay-as-you-go basis or through use of bonds representing
general obligations of the city, the property tax is the funding source by
default. The city's present backlog of capital needs, therefore, just adds
to the pressure on the property tax.

The additional pressure on the property tax to finance general government
capital expenses is compounded by the reliance of the Board of Education
on that same source for capital improvements. Not only does the situation
call for the city to do good long-range planning to meet its future needs,
but it really requires that the city and the Board of Education closely
coordinate their planning efforts and the capital financing strategy.
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Summary

The city faces many complex financial challenges and issues. Perhaps the
first step to meeting those challenges is to recognize that there are not
simple solutions. The issues are complex, and city government to a large
extent cannot solve them unilaterally. Successfully steering the city
through the current financial environment will require creativity inter-
nally and better relationships with state government and other local
governments, particularly the Board of Education and Fulton County.
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Makeno mistake. Despite the fact that the 1990 Censusof Population
figure for Atlanta is only 394,017, making us the 36th largest city
in population size, governing Atlanta is a prestigious and demanding

job. The other essays in this series layout many of the important issues
the City will face during the next four years. This essay however deals, not
with specific issues in a campaign but with the need for citizens to partici-
pate in this election process and to elect people who understand and can
address these issues. Atlanta's elected leaders will have the world's
spotlight on them in 1996. Thus, this election takes on additional impor-
tance.

Much groundwork has been laid by leaders in the past but that groundwork
will need attention and leadership in order for it to come to fruition. Ex-
amples include:

• The Corporation for Olympic Development in Atlanta (CODA)
has developed its plans and is putting its financing plan in place.
The Mayor co-chairs CODAand hence has a direct and obvious
role to play in assuring that the Olympics mean more to the
City than just two weeks of games. Government officials at all
levels will need to participate in implementing the plans, in
making difficult decisions regarding what will and will not be
done, and in involving the private sector in the process.

• The Atlanta Board of Education successfully passed a $94
million capital improvements bond referendum. The challenge
now is to carefully monitor the expenditure of those funds.

• The Atlanta Project is catalyzing cluster communities and
developing plans to enhance neighborhoods. City Council
members and the Mayor need to be involved in the planning as
the empowerment process brings about a desire to re-orient
service delivery in communities.

What will also be evident in 1996 to the enterprising reporter with a televi-
sion camera will be Atlanta's residents' sense of the quality of basic ser-
vice delivery they receive for taxes paid. For that sense of quality to be
high, sincere and sustained attention will need to be paid to the management
of basic city services.

Our infrastructure, airport operations, sewage treatment, water supply,
housing, and community and economic development efforts are all issues
around which hard choices will need to be made. We need elected officials
who understand these issues, are able to develop appropriate policies and
programs and who have the best interests of the entire region in mind. We
can not be insular within our city limits, and most certainly cannot just be
about the interests of a geographically narrow segment of voters that an
official may technically represent.
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Far more is expected of our elected officials - Mayor, City Council, and Board
of Education members - than can be delivered. It is thus critical for these
elected officials to use the best resources available to engage in strategic
planning and priority setting, to develop effective policies and programs at this
level and to create and manage a team of employees that will efficiently
execute these policies and programs within the government.

This team building will need to include not only the governing bodies them-
selves, but elected officials will need to work on, develop, and nurture rela-
tionships with other governments in the region, nonprofit and community
leaders, business representatives, and others. With limited resources but high
demands, collaboration will be needed to accomplish all but the most basic
mandated services.

Atlanta is blessed with a great deal of serious activity that has the potential to
transform our city. Projects like Summerhill Neighborhood Development
Corporation, the Atlanta Committee for the Olympic Games, The Atlanta
Project, and the Atlanta Committee for Public Education are organizing, plan-
ning, and executing programs. These are not government projects, but they
desperately need the partnership of government if change and progress are to
be institutionalized. In some instances, this will require behind the scenes
encouragement and direction. At other times, when it is concluded that the
activity is of high priority for government resources, it will mean dollars and
human involvement and commitment. In the future, collaboration and partner-
ship need to be the norm.

The 1993 election brings us many open seats and few, if any, anointed candi-
dates. The articulated positions the candidates take are important, but we need
to look deeper at the leadership style of each candidate. We need to be assured
that the candidates understand the issues and that they can provide the leader-
ship necessary to develop and implement solutions to the issues facing Atlanta.
Our City's ability to take advantage of the overwhelming opportunities pre-
sented will depend in large part on our elected leaders' ability to leverage
resources, build coalitions, and take advantage of the strengths of all potential
partners.
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