
Goal 6. Set the Standard for Sound 
Governance and Fiscal Management

City Attorney Karla M. Nieman

2022 Charter Amendment 
Process



2

• Focus on Sound Governance deploying resources 
more efficiently and reducing cost of doing business

• Align with current high performing operational model 
of our organization

• Streamline processes and eliminate roadblocks to 
future progress – time is money

Purpose | Charter Amendments
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Commence Charter Amendment Process
• History and Home Rule City Overview

• Charter Amendment Process 

• City Charter Outline

• Proposed 2022 Charter Amendments
• Next Steps

Presentation | Overview
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History | City of El Paso
• Incorporated on May 17, 1873 under special 
law of the legislature

• S.B. No. 254 = a special legislative charter
• Inefficient for State to manage all city charters
• Texas – Home rule amendment to Texas 
Constitution in 1912

• El Paso’s first local charter was adopted in 
1917
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• Cities of > 5,000 may adopt or
amend a home rule charter by
majority vote of its citizens.

• No city charter can be altered, 
amended, or repealed more 
often than every two years.

• No provision allowed if 
inconsistent with the Texas 
Constitution or state law.

Home Rule City Overview

Texas Constitution, 
Article XI, 
Section 5

“Home Rule Amendment” of 1912
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Limitations on home rule authority
(examples)

• Council vacancy must be filled by election if term is more
than two years (Tx. Constitution)

• Elections for governing body must be on uniform election
date (except to fill a vacancy required by Constitution)

• All Council meetings must be open to the public except as
allowed by the Open Meetings Act

• State law establishes a municipal court in every municipality
of the state

• Municipal finances are heavily regulated by state law
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Inherent powers of home rule cities 
(examples)

• Municipal organization and structure
• Annexation of adjacent unincorporated areas,

if authorized by charter
• Initiative, referendum, and recall, if authorized

by charter
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Benefits of Home Rule

• Allows direct governing of a city by its citizens
• Establishes powers to enable municipalities to

meet demands for services
• Avoids interference in local government by

state legislature
• Gives cities the opportunity to reflect their own

cultures, traditions and other preferences
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January 31, 2022
• Approve final list of items to 

submit to Committee

February– June
• Appoint Feb. 1 (Post by Jan. 

26)
• Up to 9 meetings
• Report on progress in May

June 6
• Recommendations to 

Council

February - July
• Community outreach
• Results provided to Council

August 2 and August 16
• Introduce and adopt 

ordinance ordering election

Before October 24
• Post notice of election, to 

include time and place

October 27 – November 4
• Early voting

November 8
• Election day

November 19
• Last day to canvass at 

open meeting

Overview | Amendment Process

Presenter
Presentation Notes
Receive City Council direction through:Resolution creating an Ad Hoc Charter Advisory Committee to review Council approved list of potential charter amendments;Council discussion and action on list of proposed amendments to submit for Charter Committee review – Continuing on January 31, 2022;Council Members to appoint a Committee member to the Ad Hoc Charter Advisory Committee by February 1, 2022 (posting deadline of January 26, 2022);The Committee will meet at least once a month and present its final recommendations to City Council no later than June 2022
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• Our Charter defines the organization, powers, functions and essential procedures of the 
City government

• General Structure of Charter
o Incorporation and Powers

o Nominations and Elections

o City Council

o Mayor

o City Manager

o Civil Service

o Public Finance

o Adoption and Transition

• Last Amended in 2018 to adjust Members of Council's annual base salaries

Overview | Current Charter
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• Fort Worth

• Plano

• Corpus Christi

• San Antonio

• Dallas

• Houston

• Austin

• Arlington

• Laredo

Benchmarking | Texas Cities
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1. Regular Council Meeting Schedule

2. Emergency Ordinance Requirements

3. Clean-up regarding printed copies of City Ordinances

4. Members of Council Salaries

5. Civil Service Review

6. Real Estate

*There is no legal prohibition against any of these amendments

Proposed Amendments
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Regular Council Meeting Schedule
Article 3.5A

• Current: Must meet every two weeks
• Amend to allow Council to adjust for 

emergency or City holidays

Provide flexibility to 
adjust for emergency or 

holiday

• Current: Only Mayor or Majority of Council 
may call special meetings.

• Concerns regarding Texas Open Meetings law
• Amend to allow less than a majority to call 

special meetings 

Allow Special City Council 
meetings to be called by 

Mayor or less than a 
majority of council
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Align to State Law

Requires 1 hour

Requires 2 hours

Notice for Emergency Ordinance
Article 3.10B

Current

State Law

Amend
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Printing of Ordinances
Article 3.9B

Make available electronically

Clerk must make a reasonable number of 
copies of all ordinances availableCurrent

Amend
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Council Member Salary
Article 3.2

Prevent decrease in income and provide 
across the board increases

Tied to El Paso County Median Household 
Income according to HUDCurrent

Amend
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Civil Service Commission Member 
Qualifications

Add clarification for professional or 
managerial qualifications to expand 

eligible appointees

Language is broad in the selection criteria 
of eligible appointeesCurrent

Amend

Article 6.1-4

Presenter
Presentation Notes
Much of the processes and procedures would be better housed in the Code to enable Council to address needs of the employees more efficiently.As things change, we need the ability to react to the changes – Have all procedures in the Charter Ties our hands Selection of Hearing Officers – the City's needs could change based on available applicants or changes to their role – may need specified knowledge. The process should align more to Council-Manager form of government.Division of Services – Classification – All benchmarked cities have this in Code, not Charter.  Because things need to be adjusted as the City grows and changes.  Need to appropriately react to current trends. We were directly affected and limited during pandemic. (Could not reassign someone on furlough to do emergency work).Rule of 5 – ties the hands of the hiring departmentExamination Eligibility – Establish that there are promotions by exam in the Charter, but allow for the procedures in Code RECRUITMANTS/KEEP UP WITH MODERN/BENCHMARK.  TimelinessNepotism – Leave general prohibition, but establish procedure or move to code.  Needed flexibility. Language caused issues related to direct reportsVeterans benefit – move to code. Limits ability to adjust for current needs or Council directives/policy decisions/community needs.Layoff/leave/reduction/job rights - All procedural/administrative.  Need to be able to adjust in accordance with Council direction and employee needs  - this is what tied our hands during pandemic furlough.Causes of suspension/discharge-This may change and its proceduralDischarge during probation- Hands are tied if the amount of time needs to change, Causes of Reversion of Classification-ProceduralAppeals/Action by Commission-CSC decisions can cause inequities to arise among employees. This is counter to the stated purpose of Article VI, Section 1Decisions by Commission- If there is no appeal mechanism it doesn’t help to make sure the decisions are consistent with prior precedent.Subsequent Action – Move to code, it is proceduralPension   - Perhaps move to code in order to change according to the City's financial situationConsolidation of functions with other political subdivisions- Procedural
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Civil Service Hearing Officers 

Clarify solicitation process through city 
procurement

Process is not clearly defined  Current

Amend

Article 6.1-12
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Civil Service – Division of City Services

Clarify definition and positions considered 
unclassified and align to best practices

Unclassified employees are defined in 
charter by job titleCurrent

Amend

Article 6.2
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Civil Service – Examinations/Promotions

• Streamline process to be competitive 
in the market. 

• Remove examinations requirement to 
align with best practices.

Examinations are currently required for 
every classified positionCurrent

Amend

Article 6.7-1; 6.8-1



21

PD/FD Pension Cap | Article 6 Continued
Section 6.13-11

Align to State Statute establishing 
fund/allow for changes to City contribution 

in accordance with State Law

Eliminate the cap

City's contribution to Police and Fire 
pension is capped at 18%Current

Amendment

Goal

Presenter
Presentation Notes
Helps our bond rating
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• Priority Focus Recruitment – Process Improvements
• Will ensure fairness and consistency for employees
• Protections will be maintained and improved upon to ensure 

consistency

Civil Service Commission Summary

Presenter
Presentation Notes
Speak to process improvement for CSCDuring the process of the Committee's work, we will create a matrix/crosswalk showing which protections are housed where (Charter, Ordinance (referred to in Charter as the Rules),  and Policy/Procedure.Recruitments – HR conducts an average of 338 total recruitments per year, only xx go to CSC for an appeal
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Real Estate
Article 3.8

Make it more transparent, identifying which 
real estate transactions are by resolution, such 
as easement under $50,000, certain leases and 
review any other transactions that are allowed

Ownership and control of city property is 
inalienable except by ordinanceCurrent

Amend
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• Dedicated Website 
• Press Releases
• Social Media

• Postings
• Geographic ads (paid)

• Traditional Media
• Interviews
• Story Pitches

• Communities of Excellence 
Partners

• City TV
• Your City in 5
• Fact Friday

• Neighborhood Associations
• Community Meetings
• TV / Radio PSAs
• Council Newsletters

Communications | Outreach Plan Summary
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What the website will include:
• About the Charter
• About the Charter Ad Hoc 

Committee
• Calendar of Meetings
• Timeline
• Announcements
• Establishing Resolution
• How to Review Proposed 

Amendments
• How to Propose 

Amendments
• Contact Us

Communications | Charter Amendments Website
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• Questions on staff proposals
• Council members’ recommended Charter amendments
• Action on Charter provisions and proposed amendments to submit 

to committee

Council discussion and feedback
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