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PTEMRER 21, 1049.

To His Excellency the Governor of Massachusetts

To The Honorable the Mayor of the City of Boston.
'To The Honorable the General Court of Massachusetts

Dear Sirs: The Finance Commission reports here-
with on the organization and administration of the finan-
cial departments of the city of Boston. This is a study
directed by chapter 261, Acts of 1948.

The surveyor retained in this instance was Griffen-
hagen and Associates.

In the financial administration of the affairs of the city,
there are glaring imperfections which lead to confusion,
inefficiency and uneconomical expenditure. The most
significant of these are

1. The functions are hopelessly scattered. There is no
centralized control below the level of Mayor. Four
major departmental organizations share the field:

(a) First, the budget commissioner makes up, for the
Mayor, the appropriation orders for governmental ex-
penditures. He has the same complete control in his
area of responsibility as is given by legislation to every
other department head in the city organization. He rates
the same importance in official standing. Only the Mayor
can overrule his decisions.

(6) The collection of money due the city is the func-
tion of a second major organization, the head of which,
the city collector, is on a level with the budget com-
missioner.

Cl)c Commontoealtl) of fpassacljusetts

REPORT OF THE FINANCE COMMISSION OF
THE CITY OF BOSTON.
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(c) The payment of city bills and pay rolls is the re-
sponsibility of a third major departmental organization.
The head of this department, the city treasurer, is again
supreme under the Mayor in his activities.

(d) Finally, a fourth major organization, presided over
by the city auditor, keeps the city books, but lacks the
powers usually given to a comptroller’s department.
Obviously, therefore, Boston does not have “a comp-
troller.”

2. The second great cause of confusion and inefficiency
is that the city operates without a financial plan. The
so-called “budget”, heard much of at the beginning of
each year, is not a budget at all. At best, it is only a
series of appropriation orders recommended to the city
council by the Mayor. Upon the council’s favorable
action, these orders constitute the authority of the de-
partments to spend merely for ordinary maintenance.

3. The third weak spot in the financial picture is that
the methods employed in the complete recording of taxes
and charges to be collected are so complex that they defy
description.

Our surveyors believe that the obvious remedy for this
situation is the abolition of the budget, collecting, treas-
ury and auditing departments as separate departments,
and the creation in their place of a centralized financial
department with a Director of Finance at the head. Our
surveyors go further and recommend that purchasing and
control of property be given to this department also.

The Finance Commission believes wholeheartedly in a
consolidated Department of Finance. It believes the
head of that department should have the responsibility
of exercising the combined present powers of the auditor,
budget commissioner, collector and treasurer. He should
have the power which is generally associated with a
“comptroller.” He should have a longer tenure of office
than is provided for department heads in the present
charter amendments, and should also be secure against
capricious removal from office. The office needs an inde-
pendence in action which can only be obtained in that
way.
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However, the Finance Commission does not agree that
the making of purchases for the city or the exercise of
physical control of city property should be mixed with
the Finance Director’s other duties. As the Commission
has previously recommended in its survey of the supply
system, these latter responsibilities should remain with a
supply department.

The analysis of the situation in the financial adminis-
tration of the city and the reasoning underlying the recom-
mendations are set forth herewith.

The staff function of financial administration is vitally
important as a tool in the management of city affairs if
that management is to furnish maximum service to the
citizens within their ability to pay. The provisions made
in; Boston for financial administration are not adequate
to insure maximum effectiveness in accomplishing this
objective. Perhaps the most important contributing
factors to this situation are respect for tradition, and the
pervasive nature of controlling legislation. Most of the
top city officials, particularly the city auditor, in the
offices carrying the burden of financial administration,
have demonstrated a consciousness of this condition, and
have, in fact, taken the initiative in introducing new and
better procedures within their departments. However,
the resistance to change inherent in large organizations
with long histories has made it extremely difficult for even
the most progressive officials to introduce fundamentally
new administrative concepts, and the lack of career men
in most key administrative positions tends to preclude
continuing campaigns to this end.

The following paragraphs outline the more important
findings of this report which have given rise to the general
statement above.

Organization for Financial Administration
Boston’s financial functions are dispersed among sev-

eral mutually independent agencies, each reporting indi-
vidually to the chief executive. This dispersion of re-
sponsibility and authority prevents the achievement of a
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truly high degree of integration, co-ordination, and co-
operation among agencies engaged in administering the
various aspects of the city’s fiscal affairs. It leads to
duplication of effort and interdepartmental jealousy,
encourages waste of effort on unco-ordinated objectives,
and helps to stagnate outmoded procedures. There is no
single, authoritative, central source of financial informa-
tion and advice for the guidance of the city administra-
tion. Responsibility for cash collections and for subse-
quent custody of cash is divided between two offices.
The potential advantages of specialization are not fully
realized.

The organization for financial administration is further
deficient in that it makes no provision for centralized
control over expenditures for personal services, although
such expenditures represent the largest single municipal
operating cost. Pre-auditing and post-auditing functions
are combined in the Auditing Department with conse-
quent loss of the protection of internal check.

Budgeting and Budgetary Control.
The city’s financial plan the budget is developed

and adopted piecemeal. No agency ever considers the
total plan as a wdiole, so that the wishes of the taxpaying
public with respect to levels of expenditures and the allot-
ment of resources for municipal activities may be given
intelligent expression in a balanced financial program;
nor does any single document reveal the entire plan in
detail. The situation is partly attributable to the fact
that the budget calendar is not suited to the fiscal year,
since the fiscal year begins January 1, while the appropri-
ation ordinance is enacted around April 1. Even at the
time the appropriation ordinance is passed by the city
council, a group of important expenditure requirements
are not yet known. Moreover, the budget calendar is so
arranged that the city must operate without any financial
plan for three months or more each year.

The mechanics of gathering department budget requests
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are satisfactory, but the examination of requests by the
Budget Department is of inadequate critical value be-
cause of limited staffing, which precludes any compre-
hensive program of internal administrative auditing by
that department.

The Mayor’s budget report, because of the deficiencies
in the budget calendar, is in no sense the complete pro-
posed financial plan it should be.

The city lacks any coherent, long-term capital improve-
ment program upon which to base its capital budget, and
so must allot resources to capital projects largely on an
opportunistic basis.

The form of the appropriation ordinance is unsatis-
factory in several respects. Appropriations are detailed
by department and object, but without distinguishing
the character of items; that is, as to whether expendi-
tures represent ordinary recurring expenses, extraordinary
expenses, or capital outlay. Funds are not budgeted as
entities. Appropriations are made in far too much detail
as to the object of expenditures, with the result that
numerous transfers, with all the processing and book-
keeping work they entail, must later be made to avoid
hamstringing administrators. Appropriations are not al-
ways made to the agency responsible for initiating ex-
penditures under them. The appropriation ordinance
attempts to apportion financial administration expenses
both to self-supporting enterprises and to departments
financed out of the General Fund in a manner which need-
lessly complicates budgeting, accounting and financial
reporting. Finally, appropriations for pensions, work-
men’s compensation payments and similar obligations
not payable from pensions or retirement funds, are made
to the departments in which the employees last served,
thus contributing to the complexity of accounting for dis-
bursements while adding nothing to the value of state-
ments of department operating expenses.

Administrative controls over expenditures under appro-
priations are weak. A very large number of transfers
from item to item are made either because of budgeting
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inaccuracies or because appropriations are made in un-
realistic detail. There is no real, central control over
expenditures for personal services because departments do
not operate under a truly comprehensive position author-
ization plan policed by a budget department. '

Continuing appropriations are unduly relied upon for
capital improvement programs, even when they are not
financed by loans and are carried in special funds, so that
budgets carry more than the amounts of the planned
expenditures for the current year. The phasing of work
programs for such projects is not reflected in budgets.

A very excellent set of appropriation, encumbrance and
expenditure accounts has been established in the auditor’s
office. The machinery and forms used, and the provi-
sions for internal check, are adequate. The effectiveness
of the accounts for budgetary control purposes is being
reduced, however, by insufficiently close control over re-
curring charge items, and by rather large scale use of con-
firming purchase orders, which may permit inadvertent
overexpenditure of appropriations. Moreover, certain
departments are exempted by statute from normal con-
trols over expenditures.

The city makes no provision for central administrative
control over rates of expenditure under department appro-
priations, which may lead not only to overexpenditure,
but also to unbalanced outgo and income. Boston’s rev-
enue realizations are heaviest in the latter half of the year,
when property taxes are collected, but it has no ma-
chinery for assuring the deferment of appropriate classes
of expenditures until that time. The lack of an allotment
system to control rates of expenditure is an important
deficiency in the financial administration machinery.

Those revenues of the city which present substantial
administrative problems are the real property, personal
property, poll and motor vehicle excise taxes, and depart-
ment revenues from services.

Administration of Revenues.
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Tax collections are based, for the most part, upon bills
and rolls prepared on punch card equipment in the asses-
sor’s office. With minor exceptions, the processing of these
bills and rolls is considered to be handled properly until
the point of actual mailing. At the time of current and
demand mailings, a great deal of time is devoted to the
preparation of mailing affidavits, as required by law, which
serve no useful purpose.

The clerical effort entailed by a most complex method
of maintaining records of delinquent taxpayers until prop-
erties are foreclosed and sold is so great as to defy descrip-
tion. List after list of properties and owners is meticu-
lously hand-prepared. To ascertain the status of a given
property requires reference to numerous documents in
various offices. Advertising requirements and require-
ments for the recording of deeds to register tax titles add
greatly to the clerical workload. Much of this clerical
effort may be traced to strict interpretations of legal re-
quirements which date from early Massachusetts history,
and to the division of administrative responsibility for
delinquent tax collections between the offices of the
collector and treasurer. The entire tangled web could be
straightened out to the considerable profit of all con-
cerned by aggressive modernization of statutes and record-
keeping procedures.

Boston employs collectors on a fee basis to collect de-
linquent personal, poll and motor vehicle taxes, although
this basis of remuneration has been discarded in progres-
sive revenue-collecting organizations. Moneys handled
by such collectors are not under satisfactory control.
Personal property and poll taxes, in their present forms,
are, moreover, subject to question as to their appropriate-
ness as revenue sources in view of the impossibility of
equitable administration. Motor vehicle excise taxes are
similarly difficult to administer at the local level, and
revenue is lost through failure to require payment of this
tax as a prerequisite to issuance of state registration cer-
tificates.

Department revenues collected through “commitment ’’
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of accounts to the city collector are well administered. In
the case of revenues collected directly by numerous scat-
tered departments, however, no central controls have
been established over receipt forms or collection methods,
and depositing procedures are unnecessarily complicated.

Cash Receiving and Accounting Procedures of the

Collector’s Office.
Provisions for internal check to protect cash and for

the handling of deposits in the collector’s office are gen-
erally satisfactory. Mail remittances, however, are not
protected by independent batch records, and hand prep-
aration of itemized deposit slips is unnecessarily expend-
ing clerical effort.

The collector’s office makes use of punch card equip-
ment to establish internal check, classify receipts, and
prepare accounting tabulations. It is believed that this
particular application of punch card equipment is subject
to considerable question as to its soundness, and that al-
ternative equipment could be used at considerable an-
nual savings in cost.

Pre-audit and Payment of Claims Representing
Disbursements.

Boston’s basic system for controlling and accounting
for disbursements is defective in that (1) accounting rec-
ords in the auditor’s office are widely duplicated in the
operating departments; (2) a substantial part of the pre-
audit process is duplicated, being performed in both the
operating departments and the auditor’s office; (3) the
use of the draft system for authorizing expenditures
grossly complicates the flow of work; (4) certain disburse-
ments are being made without formal authorization;
and (5) time lags introduced by department handling of
invoices introduces inaccuracies in the balances of appro-
priation accounts. The system requires modernization
and simplification by a program of changes which should
include, as essential steps, the abandonment of the draft
system as now constituted; the centralization of practi-
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cally all general accounting records in the auditor’s office;
the use of a standard invoice system; the routing of in-
voices directly to the auditor’s office; the centralization
of pre-auditing responsibility; the use of warrant checks;
and the initiation of a more comprehensive financial re-
porting system.

Within the present system, certain interim improve-
ments should be made. Closer supervision over pre-
auditing activities is required, and, at latest report, is
being provided. The efficacy of the pre-audit with re-
spect to recurring charge items and contract payments
should be improved.

Operating departments are ignoring deadlines set for
monthly drafts, thus overly complicating procedures in
the Auditing Department.

The disbursement system permits the city to take ad-
vantage of practically all discounts offered by vendors,
but the city is not taking advantage of the intention an-
nounced on its purchase orders to deduct a discount for
immediate payment unless the vendor specifically pro-
hibits this action.

“Special” drafts are used to authorize the issuance of
checks to the Public Welfare Department for redisburse-
ment by that department in the form of relief payments.
The initial disbursement from city funds is made against
requirement estimates in round figures, and is treated on
the books of the city as any other disbursement, even
though unknown amounts of unused balances may be
maintained in the special bank account under the control
of the Welfare Department. Apparently the genesis of
the procedure is in the volume of welfare payments, which
are made on punch card checks, the issuance of which from
either the city treasurer’s office or the auditor’s office
would be awkward administratively. No objection can
be raised to the principle of delegating control over the
determination of the propriety of welfare payments to the
Welfare Department, but strong objection is raised to the
creation of a special bank account, beyond the control of
the city treasurer, containing balances not reflected in
central accounting records.
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Mechanical procedures for preparing pay rolls and some
pay checks are, on the whole, acceptable, and responsi-
bility therefor is appropriately centralized in the auditor’s
office. But the pay system itself is incredibly complex
because of lack of standardization of pay periods, methods
ofpayment, and methods of delivering payment; and be-
cause of the large number of small pay rolls. Pay rolls do
not conform to organization units because departments
may submit rolls carrying small groups ofpayees to assure
prompt handling. Monthly, semi-monthly and weekly
pay periods are in use. Individuals may be paid either by
check or in cash. The entire system needs a complete
overhauling, with particular reference to discontinuance
of cash pay rolls, which are prohibitively expensive and
are indefensible from the standpoint of good control over
disbursements.

Disbursements for inter-department services are made
in exactly the same manner as for outside vendors; that
is, the servicing department prepares bills which are proc-
essed in much the same way as those of a private vendor
and city checks are issued in payment. This procedure is
unnecessarily circuitous, since bookkeeping transfers
would effect the same result.

Accounting.

The general accounting records of the city are central-
ized in the office of the city auditor, as is desirable. Cer-
tain groups of accounts are duplicated in other depart-
ments, however, and could be eliminated if adequate
attention were paid to inter-department co-ordination and
fiscal reporting. The maintenance of expenditure and
appropriation accounts in departments has already been
mentioned, and is the best example of avoidable duplica-
tion of effort. Other instances are the control accounts
over receivables and detail accounts with sources of re-
ceipts which are kept in both the collector’s and auditor’s
offices, and in certain operating departments; and ac-
counts with indebtedness kept both in the treasurer’s
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and the auditor’s offices and in certain operating depart-
ments.

The accounts are of the double entry type, and are kept
on the accrual basis as far as practicable, but classifica-
tions of revenue and expenditure accounts are not entirely
satisfactory for the purpose of producing the information
needed for efficient management. In the case of ex-
penditure accounts, the classification is based upon organ-
ization units, with provision for analyzing the expenditures
of each unit by kinds of services or commodities. This
breakdown would be far more useful and informative if
expenditures were first classified by character so that
comparisons of the experience of different periods might
have more significance. Financial statements do not
classify expenditures by major functions of government,
which is much to be desired. A full discussion of the
problem of adequate expenditure classification and analy-
sis appears in an appendix to the report.

The funds carried in the accounts of the city auditor
include general revenue funds, special revenue funds,
capital improvement funds, debt and sinking funds, and
trust funds. The fund grouping is satisfactory, with the
exception of the special revenue funds group, which
carries accounts with public service enterprises and work-
ing capital enterprises, suspense and clearing accounts,
and accounts with a few actual special revenues. The
fund accounts employed by the treasurer’s office do not
correspond to those used in the auditor’s office.

The accounts of the city do not indicate the values of
the current inventories or of fixed assets of self-supporting-
enterprises.

Control accounts over receivables are not reconciled
with subsidiaries frequently enough.

The city is restricted to the use of serially maturing
bonds for its funded debt except in the case of transit
obligations, which present special problems of financing

Debt Administration.
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during construction periods. Even in the case of transit
issues, however, this serial device could be used. Maturity
schedules are apparently well planned.

The floating debt position of the city improved con-
siderably during the war period, but is again deteriorat-
ing. Greater attention should be paid to the importance
of maintaining working capital at such a level as to obvi-
ate the necessity of borrowing in anticipation of taxes.

Depositing practices in the city are generally good, al-
though it appears that a somewhat excessive number of
bank accounts is maintained. Those employees whose
positions carry obvious risks for the city are under bond,
but there is no administrative procedure set up to make
the bonding of all such employees in proper amount an
automatic procedure and a matter of central record.

The financial reports prepared by the central financial
agencies of the city are considered to be comparatively
good. There is some unnecessary multiplicity of report-
ing, especially as regards the separate reports prepared
by the auditor, treasurer, collector and sinking fund com-
missioners. Since these reports are not always carefully
reconciled, they are frequently confusing. The manner
of representing certain information is not always readily
understandable. For example, balance sheets in the
auditor’s report fail to disclose the actual current surplus
position because they show unrealistic values for uncol-
lected revenues, assign an asset value to the city’s right
to levy for the amount of tax abatements in excess of
reserves, mingle current liabilities withreserves for capital
projects, and identify certain liabilities with inappropri-
ate funds. The financial statements are undoubtedly
useful for those officials who have a hand in preparing
them or who work with them frequently, but they are
certainly subject to misconstruction by the ordinary
citizen.

Protection of Cash

Financial Reporting.
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Post Auditing.

Largely because of insufficient funds and personnel, the
post auditing program administered by the city auditor
does not provide adequately frequent coverage for some
departments, as, for example, the welfare department,
where frequent post auditing is especially important.
The audits actually made are considered satisfactory as
to coverage wdthin the scope prescribed for them, but do
not, as a rule, extend to consideration of the basic in-
adequacies of the accounting system as a management
tool. The post auditing program, moreover, is under the
control of one of the key departments in the fiscal organi-
zation, which is not considered to be good practice.

Office Facilities and Equipment.

Space allotments for the various offices concerned with
financial administration are unbalanced, and physical
separation of organization units interferes with co-ordina-
tion and efficiency. Offices are poorly lighted, uncom-
fortably hot in summer, and noisy. Private office space
is not provided for responsible administrative officers.
Aside from minor adjustments which should be made in
space allocations, the plight of the financial offices in
connection with office facilities is common to all agencies
in the City Hall and will only be relieved when the city
can provide new working quarters.

All departments are provided with the office equipment
and machinery regarded by them as necessary, although,
as elsewhere pointed out, some of the machinery in use is
inappropriate.

Summary of Recommendations.

The recommendations expressed or implied in the re-
port on financial administration are summarized below.
Since the separation of recommendations from their con-
text and the abridgment as to their length renders them
readily susceptible to misunderstanding, this summary
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As to Budgeting and Budgetary Controi

1. Co-ordinate the fiscal year with the financial planning process
by changing the fiscal year from a calendar year basis to a July I-
June 30 basis. (Section 36.)

2. For the cutover period prior to the beginning of the first new
fiscal year, adopt a six-month interim budget, and time the prepara-
tion of this budget so that it will be adopted before January 1. (Sec-
tion 3b.)

3. Authorize the Budget Department to make continuous reviews
throughout the year of department procedures, staffing, objectives
and equipment, to determine opportunities' of effecting economies or
of increasing efficiency; and to use the information so gathered in
reviewing budget requests and making recommendations as to amounts
of appropriations. (Section 3c.)

4. Expand the mayor’s budget message so that it will becor
miplete proposed financial plan. (Section 3d,
5. Develop a long-term capital improvement program, and incor-

porate appropriate projects from it in the annual budget, (Section
3e.)

6. Appropriate to each department by character of expenditure,
and, within each character classification by major classes of objects
only; but continue to support budget estimates in full detail. (Sec-
tion 3/.)

7. Appropriate under capital outlay headings in sufficient detail to
identify the specific major improvements or betterments and items of
equipment having a useful life of over one year and of such nature aa
makes them susceptible to property control accounting. (Section 3/.)

8. Make all appropriations to the departments responsible for
initiating expenditures under the appropriations. (Section 3/.)

9. Designate contingency appropriations as “deserves” for the
purposes for which they are made, and make no direct expenditures
from such reserves. (Section 3f.)

10. Publish the final budget in full detail and give it wide dis-
tribution, (Section 3h.)

11. Make appropriations to each fiscal agency for the full amounts
of the salaries and wr ages of its employees, and appropriate to self-
supporting enterprises for reimbursement of the General Fund for
a fair allocation of financial administration costs; and include the
amount of appropriations for reimbursements as estimated resources of
the General Fund when preparing budgets. (Section 3i.)

12. Discontinue appropriating to various departments for payments
to superannuated, retired or incapacitated employees, in favor of

serves as a checklist only, and should, in no case, be used
without reference to the full textual material.
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appropriating these amounts to the city auditor for disbursement
upon certification of eligibility ' and reimburse the General Fund for
payments of this type allocable to self-supporting enterprises. (Sec-
tion 3j.) ■■■

13. Authorize the Budget Department to investigate the need for
appropriation transfers requested .and to recommend council action
on them. (Section 3/c.): -

14. Reserve the authority to authorize the transfer of appropria-
tions to the city council, (Section 3k.)

15. Establish a classification and compensation plan for city em-
ployees and vest responsibility for its administration in the Budget
Department. (Section 3k.)

■ 16. Post personnel files in the Budget Department entirely by hand
rather than by typewriter. (Section 3k.)

17. When capital improvement projects extend beyond one year,
authorize the complete project in appropriation ordinances, but
specify the amounts which may be spent in each year. (Section 31.)

18. Reduce the number of individuals reviewing orders against
appropriation balances from two to one. (Section 3m.)

19. Provide for better control over recurring charges by installing
a card file of anticipated requirements based upon budget or allotment
requests. (Section 3m.)

20. Alter purchasing procedures to assure delivery of orders reflect-
ing encumbrances to the auditor's office as soon as an obligation is
incurred, or, preferably, beforehand. (Section 3m.)

21. Bring all municipal activities under the normal regulatory pur-
view of the budget. (Section 3«.)

22. Install an allotment system to control the rate of expenditure of
appropriations. (Section 30.)

As to Administration of Revenues
23. Transmit the third copies of property tax bills to the collector s

office immediately upon preparation to serve as a convenience to tax-
payers who have lost or misplaced their copies. (Section 46.)

24; Enter the total of taxes payable on property tax bills. (Sec
tion 46.)

25. Transfer the responsibility for the maintenance of mailing
card files to the assessor's office. (Section 46.)

26. Discontinue the preparation of mailing affidavits for groups of
current tax bills in favor of a blanket affidavit. (Section 46.)

27. Discontinue the preparation of individual mailing affidavit
for tax demand notices in favor of a blanket affidavit. (Section 46.

28. Establish a property ledger for delinquent real estate parcels,
and use this single ledger to record all action taken with respect to the
property until foreclosure and sale. (Section 4e.)
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29. Eliminate delinquency notices after the mailing of demand
notices, and proceed rapidly and without favoritism to legal recourses
for collection. (Section 4c.)

30. If additional notices must be employed, prepare them from
punch cards. (Section 4c.)

31. Seek legislation to discontinue requirements for tax sale ad-
vertising when the city is taking tax titles. (Section 4e.)

32. Charge a larger fee for registration of tax liens. (Section 4/.)
33. Discontinue the employment of state deputy collectors on the

fee basis. (Section 4 q.)
34, If outside collections are continued, use standard, prenumbered

receipts, controlled by register. (Section 4^.)
35. Maintain records of the bills delivered to collectors for outside

collection. (Section 4 y.)
36. Apply the punch card principle to the establishment of controls

over personal, poll and motor vehicle excise taxes in arrears, but do
not establish individual ledger accounts with each taxnayer. (Section
4ff)

37. If the personalty tax is arbitrarily determined for all real estate
properties, include personalty taxes on the real estate tax bill and
collect them in the same fashion as real estate taxes. (Section 4g.)

3S. Seek legislation requiring the payment of motor vehicle excise
taxes to the State, for redistribution to municipalities, as a condition
precedent to the issuance of motor vehicle registrations. (Section
4t.)

39. Failing the above, consider the enactment of local motor vehicle
registration requirements as a police measure, and require evidence
of payment of the excise tax as a condition precedent to issuance of
evidence of registration. (Section 4i.)

40. Supply all departments which collect appreciable amounts of
revenue with prenurabered deposit slips, require them to deposit
directly in banks, route copies of the slips to the financial offices
concerned, and maintain control over the slips issued in the auditor’s
office. (Section 4k.)

41. Wherever departments employ, forms in evidence of the receipt
of moneys, arrange for the auditor to prescribe the use of standard,
prenumbered forms, and maintain register control in the auditor’s
office over the forms issued. (Section 4k.)

42, Whce departments are collecting money in such volume or
form as to preclude receipting, authorize and require the auditor to
review and prescribe methods of handling moneys. ((Section 4/:,)

As to Cash Receiving and Accounting Procedikbs or the Col-
lector's Office

43. Maintain batch control over mail remittances delivered to
tellers, (Section 5c.)
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44. Change the legend on tax bill faces to inform taxpayers that a
self-addressed and stamped envelope is required before the city will
return a receipt. (Section 5c.)

45. Purchase envelope-opening devices for opening mail remittances
(Section 5c.)

46. Substitute microfilming for the hand preparation of itemized
deposit slips. (Section 5d.)

47. Discontinue the use of punch card equipment in the collector’s
office for most purposes, and use
over cash, and analyze receipts by
sc):

cash registers to establish control
taking the following steps (section

(a) Abandon the ward system
alphabetical system.

if tax roll control in favor of an

(6) Supply the collector’s office \v
receivable from the assessor’s office.

ith a punch card ledger of accounts

(c) Supply tellers with validating, distributive cash registers, and
employ the registers to establish internal check and to distribute
receipts to sources.

(d) Tabulate cash sheets from punch cards.

As to Pre-audit and Payment of Claims representing
Expenditures.

48. Completely redesign the system of controlling disbursements,
by taking the following steps (section 6 j):

(a) Abandon the draft system as now constituted.
(6) Discontinue the maintenance of expenditure and encumbrance

records in the operating departments, and provide for frequent fiscal
reports to the departments from the auditor’s office.

(c) Develop and employ a standard invoice, for use by all vendors;
and develop similar standard documents for the authorization of
payments for obligations arising other than from ordinary purchases
of supplies and materials.

(d) Route incoming invoices directly to the auditor’s office, and
perform all pre-auditing in that office.

(«) Require the auditor to prepare all authorizations for disburse-
ments of city funds in the form of combined warrant-checks, for
counter-signature and payment by the treasurer.

(J) Route copies of paid invoices to vendors, incurring departments,
and the auditor’s permanent files.

( g ) Discontinue the advancing of funds from the treasury for special
payments.

Ch) Open a tickler file of unpaid invoices subject to discount in the
auditor’s office to assure appropriate action on them.

49. Consider, through the use of recently established work per-
formance records, a reduction in the number of examiners engaged in
pre-auditing, (Section 6c.)
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50. Discontinue the authorization of payment of invoices without
purchase orders or record of estimated recurring charges, .(Section
6c.)

51. Enter contract payment schedules on their jackets or in a regL
ter, and check invoices against the schedules. (Section 6c.) -

52, Discontinue the practice of permitting departments to ,require
the payment of invoices on specified monthly drafts. (Section 6c.) :

53. Eliminate unnumbered check forms in the treasurer’s office,
except those placed under the most rigid control. (Section 6c.) ,

54. If the present system of pre-auditing and paying claims is. re-
tained, eliminate the initial routing of discounted invoices to the-
auditor’s office. (Sectioned.),

55. Implement the declared policy of taking discounts unless ven-
dors specifically indicate otherwise. (Section 6d.)

56. Discontinue the maintenance of bond and interest registers in
the treasurer’s office, and route incoming claims for bond and interest
payments to the auditor for verification against his registers, and
issuance of an authorization to pay

57. Create a special fund for v
within the city accounts, and auti
draw against this fund upon advice
(Section 6e.)

elfare revenues and expenditures
lorize the Welfare Department to
to the city treasurer and auditor.

review of pay rolls by the Civil
r the roils have been paid. (Sec-

58. Arrange for the deferment c
Service Commission proper until af
lion 6/.)

and bring pay rolls into line with59. Consolidate small pay ro!
2;anization units. (Section 6/.

pay period in conformance with60. Adopt a standard one-week
tatutes. (Section 6f.)

I pay all employees by61. Discontinue cash pay roll
check. (Section 6f.)

ti

rolls to ascertain those additional
iparation, (Section 6/.)

62. Review consolidated pay
rolls adaptable to punch card pr

being prepared on addressdgraph63, Prepare the checks now
[iiipment on punch card equipment. (Section 6/.)
64, As the traffic requires, operate pay roll punch card equipment

m a twro-shift basis, or procure punch card equipment which will
prepare rolls and checks simultaneously. (Section 6/.)

65. Standardize the methods of delivering pay checks to payees,
limiting the use of authorized intermediaries to those cases where
personal delivery is impractical. (Section 6/.)

66. Code job titles for pay roll purposes. (Section 6/.)
67. Issue two checks rather than one for school teachers’ June and

July pay. (Section 6/.)
68. Standardize the working week at five days for docking pur-
ges.' (Section 6f.) ■ ■ ■ .

Section 6e.)
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69. Introduce appropriation codes on employee punch cards so that
machine summaries of appropriation charges can be substituted for
department pay roll requisitions. (Section 6/.)

70. Authorize payment of overtime pay only when more than 40
actual hours have been worked, (Section 6/.)

71. Process inter-department service charges by bookkeeping entries
as opposed to the issuance of city checks. (Section 6g.)

72. Reduce the number of employees posting bond purchase de-
ductions in the treasurer’s office by four. (Section Qh.)

As to Accounting.

73. Review the accounts kept in the collector's olfice with the inten-
tion of eliminating those which duplicate similar accounts in the
auditor’s office. (Section 7c.)

74. Review the accounts kept in the treasurer’s office with the in-
tention of eliminating those which duplicate similar accounts in the
auditor’s office.

75. Review' the accounts kept in the operating departments, with
special reference to encumbrance and subsidiary receivable accounts,
with the intention of eliminating those which duplicate similaraccounts
in the auditor’s office. (Section 7c.)

76. Distinguish between revenue and non-revenue receipts in the
accounts and statements of the city. (Section 7 d.)

77. Develop a new chart of expenditure accounts incorporating a
character classification. (Section 7e.)

78. Classify expenditures by major governmental functions in the
city’s financial statements. (Section 7e.)

79. Carry the accounts now grouped in special revenue funds in
appropriate utility, working capital and special revenue funds. (Sec-
tion 7/.)

80. Abandon the distinction, in its present application, between
receipts for and disbursements from “revenue accounts’’ and “non-
revenue accounts”, and achieve the same ends through the segregation
of transactions in the treasurer’s office by the same funds as are carried
by the auditor, (Section 7g.)

81. Incorporate asset accounts in the city’s records for self
supporting enterprises. (Section 7h.)

82. Reconcile the control accounts with their subsidiaries at least
annually. (Section 7 i.)

83. After installing the new procedures recommended herein, have
a special survey made to reveal opportunities for applications of
machine bookkeeping techniques not now apparent. (Section 7k.)

As to Protection ok Cash

84. Eliminate unnecessary courtesy bank accounts. (Section 9a
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85. Carry bonding requirements for all positions on the position
cards in the Budget Department. (Section 86.)

As to Debt Administration
86. Restrict future bond issues to the serial type, with deferred

initial payments and level payment interest and principle retirement
schedules. (Section Ba.)

87. As a long-term objective, seek to increase working capital
resources to the point where tax anticipation borrowing will no longer
be necessary. (Section Ba.)

As to Financial Reporting.

88. Expand published monthly financial reports to show individual
fund balance sheets, budgetary statements by funds, and appropriate
comparative data. (Section 106.)

89. Consolidate the annua! reports of the various fiscal agencies into
a single report to be issued by the auditor. (Section 10c.)

90. Create conservative reserves for uncollectible taxes by charges
to surplus where no charges have previously been made, and adjust
the amounts of excessive reserves to reflect anticipated collection
experience. (Section lOd.)

91. Charge off the “assessor’s abatements in excess of overlays” to
surplus, and, in the future, create sufficient reserves to provide for
abatements in accordance with experience. Explain in a footnote to
the balance sheet the right to levy for excess abatements and show the
amount of the excess in the footnote. (Section KM.)

92. Distinguish between current liabilities and reserves for capital
projects on balance sheets, and support reserves shown by schedules
showing the projects and the amounts earmarked for each. (Section
10d.)

93. Add a note to the balance sheets to explain the city’s practice
with respect to transferring liabilities of general revenue funds to
special revenue funds at year’s end. (Section lOd.)

94. Show balance sheet values for the assets of working capital and
utility enterprises. (Section 10d.)

95. Distinguish carefully between expenditures and disbursements,
and between revenues and receipts, in financial statements, and review
all terminology for obscurity. (Section lOd.)

As to Post Auditing

96. Take special pains to assure the annual auditing of the Welfare
Department as long as its expenditures are exempt from normal
central control. (Section 11a.)

97. Create a new department to administer the post auditing pro-
gram, to be administered by a council appointee. (Section 116.)
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A.s to Office Facilities and Eqcxpmen

98. Reduce the amount of space devoted to public use in the tn
urer’s office. (Section 12

all offices to uncover inefficiently
h space to overcrowded operations

99. Survey space utiliz:
employed space, and reas
wherever possible. (Secti

,c

100. Improve office lighting, and sound proof and air
es as quickly as municipal finances permit. (Section If

As to Organization for Financial Administration.

101. Create a department of finance, with divisions of treasury

accounts and control, purchases and property control, budget anc
personnel, and office services. (Section 136.)

102. Eliminate the collector’s office as an independent unit, anc
assign its functions and activities to the division of treasury of th<
proposed department of finance. (Section 136.)

103. Assure internal checks in the Department of Finance by guar
aoteeinp- reasonable tenure to division heads, and by restricting tb
authority of the chief fiscal officer over matters relating to author!
zation and disbursement of payments. (Section 1

104. Retain the assessor’s office, with its responsibility for tax bill
lide the Departng, as an independent office out

Section 13e.)
übmitted,Respectfully

Chair.

ALEXANDER WHEELER
LEO J. DUNN.
FREDERICK DEANE.
JOSEPH K. COLLINS,

The Finance Com

ARM F. MULLENEDW

Robeet E. Cunniff,
Secretary
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