 SEQ CHAPTER \h \r 1Week 1: The Basic Problem of American Public Administration

Americans did not invent public administration.  By the nineteenth century, many European countries had already developed large government bureaucracies and American government operations remained small by comparison.  In fact, Europeans who visited the United States often commented on the sense of “statelessness” here: that is, there was far less of a presence of government, especially the national government, than in Europe.  This did not mean that there was no government.  At the local level, in particular, government played a very important role in the daily lives of Americans, though not by means of large bureaucracies.  Popularly elected local representatives, organized by political parties, were the most important and influential government actors during the nineteenth century.  How they interacted with their constituents and supporters, how they used the power they were given (for good and for ill), and how they conducted the affairs of city governments provided the essential backdrop the development of public administration in the United States.  The theory, philosophy, and techniques of public administration in the United States thus occurred in a peculiarly American context, and the purpose of the readings and videos this week is to give you a sense of that context.

I suggest you begin by watching the film clip (Video 1) of Boss William Marcy Tweed.   As you will learn, Tweed rose through the ranks of the Democratic Party organization in Manhattan – called Tammany Hall – to become “boss,” which meant that he was the most influential figure in the most important political machine in New York City.  A political machine is an organization associated with a political party, the purpose of which is to exchange government resources (such as jobs, contracts, or other public expenditures) for votes.  Working through ward bosses (machine representatives within electoral districts and neighborhoods), the machine provided resources to voters to build political loyalty; at election time, ward bosses would then turn to those voters to whom they had given a job or a handout with the expectation that they would vote for the right candidates.  The machine did not often have a great deal of resources to hand out (city budgets were limited in the nineteenth century), so much of its support for the poor was often symbolic, but in very poor neighborhoods even a little bit of attention could build voter loyalty.  The film makes clear, however, that the machine was just as interested in enriching itself.  The bosses were corrupt: they received kickbacks from contractors (Tweed’s courthouse is the most famous example of this), hired their cronies (political supporters and operatives) for government jobs, and used government purchases to channel money into their own pockets.  The administration of government, in other words, was a tool of the political system, and the leaders of that system were as interested in serving themselves as they were the citizens of the city, even though they did provide some voters with services they wanted.  Indeed, bosses like Tweed survived as long as they did precisely because they were adept at getting things done: they paved streets, created parks, extended water and sewer lines, built docks and bridges, and provided a rudimentary form of welfare for some of their constituents.  However, they did so at a very high price, since part of the expenditure for such projects was channeled into the hands of the profit-seeking politicians and those who received services were expected to vote the bosses back into office. 
Although the Tweed Ring was overthrown, Tammany Hall persisted well into the twentieth century, as did the practices of the political machine.  Even when the machine was not so well organized, using government for personal gain remained.  The reading for this week, Plunkitt of Tammany Hall, shows how these practices constituted a practical philosophy of governance in the hands of characters like George Washington Plunkitt, Tammany leader of the 15th Assembly District in Manhattan.  As you read the book, ask yourself how Plunkitt views the relationship between the political process (getting elected, connecting to the voters) and what we would now call the administrative process (delivering services, managing government).  What does he mean by honest and dishonest graft?  Why is he so against civil service?  What does he think of the citizens and in what sense is he responsive to the people who live in his district?  From his perspective, what are the responsibilities of elected representatives and what is the proper role of government?
Notice that Plunkitt engages in several activities that today have been outlawed (in most places).  He uses he foreknowledge (insider information) of government projects (building parks and roads, for example) to purchase property and thus enrich himself when the government buys that land for those projects.  He does his best to make sure that Tammany men are appointed to administrative positions as a reward for their political support and activities.  He holds several offices at one time.  And he directs contracts toward businesses that then reward him for steering those contracts his way.

He is able to maintain his position, in spite of what we now consider ethical (and legal) violations, because he is closely connected to the residents of his district.  Look at his references to the people, especially the poor, who live in the Fifteenth District.  If we believe him, he knows them very well and understands their needs.  He considers himself a friend to the poor.  The final chapter of the book gives an interesting view of just how busy his days are tending to his constituents’ concerns: responding to potential voters in need and making sure the neighbors know just how generous Tammany is.  You can imagine, however, that Tammany is more likely to distribute services to places where it feels it can reliably get votes, and lack of loyalty at election time was likely to mean lack of services thereafter.  Distribution of services is not intended to solve great urban problems or to fulfill some publicly defined minimum standard of living; they are intended to create a political bond to be used at election time.  As Plunkitt emphasizes, the Tammany man who is providing all those services is “playing politics all the time,” for a vote is really nothing more than a “marketable commodity.”  If there are “no votes” in something (such as delivering a service to some constituent, area, or business), Plunkitt has no interest in it.
Here, then, is the basic problem from which American public administration arose.  Tammany’s approach to the administration of government is responsive, in a limited sense, but it is also corrupt.  The alternative, to put the government in the hands of trained civil servants, might make it less corrupt and more efficient (though bureaucrats can be corrupt too), but it also might make it less responsive, and thus less democratic.  What we want from government, therefore, is responsiveness without corruption, and efficiency without unresponsiveness.  Almost every aspect of the story that you will get from the Henry textbook is an attempt to address some part of this challenge: responsiveness without corruption; efficiency without unresponsiveness; some match between democracy and bureaucracy which gives us the good things (responsiveness, efficiency) associated with both and without the bad things (corruption, unresponsiveness).
To give you a sense where the argument is taking us, view Videos 2 and 3 which give you a sense of what local governments are doing nowadays to be both responsive and efficient.  You do not see politicians in these videos.  Instead, you witness professional public servants devoted to the efficient delivery of services (recycling, permitting) to “consumers” instead of voters.  The political affiliation of the customers is irrelevant and the tone of the entire enterprise is one of friendly, helpful, nonpartisan, business-like efficiency.
How we have made this transition and the problems and debates that accompanied the process are the subjects of this course.  The Henry text will be difficult and confusing at times because public administration is a controversial subject, in spite of its apparent banality, and because it draws on a variety of other disciplines to help define and achieve its objectives.  I will therefore briefly introduce the main themes of each chapter of the book and provide conceptual guideposts to aid your understanding of the problems Henry presents.  Each lecture will also have a chapter outline and a list of key concepts.  There will be many of these, so remember to keep the big picture in mind: how can we reconcile bureaucracy and democracy to get both efficiency and responsiveness?

Week 2: Democracy, Bureaucracy, and Public Administration

In the introduction to Part I, Henry makes some very important claims: bureaucracy is in our bones, but we have always wanted limited government; bureaucracy and democracy are antithetical (which is to say that they are opposed to one another); and, thus, the purpose of public administration is to reconcile bureaucracy and democracy.  His definition of public administration is a good one, for it captures this essential problem: “Public Administration is a broad-ranging and amorphous combination of theory and practice; its purpose is to promote a superior understanding of government and its relationship with the society it governs, as well as to encourage public policies more responsive to social needs and to institute managerial practices attuned to effectiveness, efficiency, and the deeper requisites of the citizenry.”  The role of the bureaucracy, therefore, is to translate increasingly complicated issues into terms that can be understood by and used in a democracy.  Though that might sound like a good pairing of objectives, the two are often in conflict, and the changing ways we view each element of the equation (bureaucracy and democracy) mean that the relationship between them has also shifted over time.
Imagine what Plunkitt would think of this chapter.  For him, the bureaucracy was the dreaded civil service: a system that placed applicants in public service positions based on merit (measured by the ability to score some minimum level on a test) rather than party affiliation.  For Plunkitt, bureaucracy that was not a tool of democracy only destroyed patriotism and removed government from the hands of the people.  He would have a hard time believing that most citizens approve of their interactions with bureaucrats.  This suggests that “responsiveness” now means very different things than it did for Plunkitt.

Now apply the concepts you see here to the customer service initiatives in the two ICMA-TV videos.  To what extent have modern public administrators been able to marry the best of democracy and bureaucracy?  How are they able to do so?

Chapter One   

BIG DEMOCRACY, BIG BUREAUCRACY

A discussion of the tradition and context of American public administration sets the tone for the book, focusing on Americans’ preference for constrained public leadership.  The decline of respect for institutional leaders in American society and Americans’ distrust of government and governmental growth are reviewed.  The base of bureaucratic power derives from society’s need to have specialists who manage knowledge, which is the role that public administrators fulfill.  

The educational objectives are to teach the student about the unique tradition of American public administration, Americans’ resistance to government, and the bases of power public administrators draw upon.  

CHAPTER OUTLINE

CONSTRAINT: THE CONTEXT AND TRADITION OF PUBLIC ADMINISTRATION IN THE UNITED STATES


Administration by Ambassadors: The Articles of Confederation


Administration by Legislators: The First State Constitutions


Administration by Enfeebled Executives: Jefferson Prevails


The Governors of Constraint


The Limits of Local Administration

INFERNAL VERNON: A CASE OF UNCONSTRAINED PUBLIC ADMINISTRATION (case study)

GOVERNMENT, PUBLIC LEADERS, AND PUBLIC TRUST


Clusters of Contempt



Distrust of Elected Leaders



Distrust of Government

BUREAUCRATS: IMAGE AND REALITY


The Bureaucratic Image



Bashing Bureaucrats: Politicians’ Pandering



Demonizing Bureaucrats: Academia’s Undermining



Trashing Bureaucrats: Media’s Message


The Bureaucratic Reality



Experiencing Bureaucrats



Is Business Better?



The Bureaucrat: Government’s Savior?

REVOLT AND RESISTANCE: AMERICANS AND GOVERNMENTAL GROWTH

POWER: THE GRAY EMINENCE OF THE PUBLIC ADMINISTRATOR


Staying Power


Bureaucratic Political Power



Limiting Legislatures: The Loss of the Legislative Veto



Policymaking Power



Stopping Power


Bureaucrats and Legislators



Bureaucratizing Congress



Bureaucratizing State Legislatures



Bureaucratizing Local Legislatures


Bureaucrats and the Elected Executive: The Presidential Experience

NOETIC AUTHORITY AND KNOWLEDGE MANAGEMENT: THE BASES OF BUREAUCRATIC POWER


Knowledge Is Power


Knowledge, Complexity, and Control



Knowledge and Complexity



Knowledge and Control



Knowledge and the Public Interest

KEY CONCEPTS/TERMS
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Week 3: Theorizing about Public Administration

Reconciling bureaucracy and democracy is an enormous task and public administration is not the first or only field of inquiry to deal with either of these components of the problem.  Indeed, public administration borrows heavily from other fields to build its approach to the problem, and this raises several important questions about what public administration actually is.  As you read through the chapter, keep the following questions in mind:  (1) What is the relationship between public administration and political science and business administration?  Is public administration separate from either of these?  What does it have in common with them?  Given those commonalities, does PA have its own distinct identity?  Or is PA just a combination of political science and business administration, without any distinctive substance of its own?  (2) What is the relationship between the theory and practice of public administration?  Should it be devoted to helping practicing managers deal with everyday service delivery, or should be focus on larger theoretical questions?  (3) What are the focus (subject matter) and locus (institutional setting) of PA?  Is there a set of PA principles that belong only to public organizations?  Are there nongovernmental organizations that are pursuing public objectives, and, if so, what does that mean for PA as a field?  Answers to these questions change over time, which means that it is difficult to say precisely what PA is and what institutions it describes.
Here, too, imagine how far the debate has come from Plunkitt’s time.  For Plunkitt, the principles of good “administration,” in so far as there was such a thing, came directly from politics, and more specifically from the practical business of providing attention to voters so that they would support the machine at election time.  It was a very personal activity, and hardly something you could learn from studying business or political science.  Plunkitt learned how to deal with people in the neighborhood, gathering a following and understanding their basic needs.  To what extent does modern public administration do the same thing, or something very different?

How do the administrators in the ICMA-TV videos relate to their customers?  Would you say that they are business-like in the way they treat them?  Is there something more than efficiency that is motivating them?  Is there something distinctly “public” about their approach?

Chapter Two   

PUBLIC ADMINISTRATION’S CENTURY IN A QUANDRY
The intellectual evolution of the field and profession of public administration is reviewed, focusing on the twentieth century.  Six paradigms of public administration are explained, concluding with a discussion of the development of governance in the public sector.  

The educational objectives are to teach the student that ideas have power and that how public administration has defined itself over the years has had a direct bearing on the practice of public administration.  

CHAPTER OUTLINE

THE BEGINNING

PARADIGM 1: THE POLITICS/ADMINISTRATION DICHOTOMY, 1900‑1926


American Public Administration: Origins



Think Tanks for Public Service



Public Administration and the Universities


The Uses of the Dichotomy



The Dichotomy and the Professionals



The Dichotomy and the Intellectuals

PARADIGM 2: THE PRINCIPLES OF ADMINISTRATION, 1927‑1937


A Reputational Zenith


Rebels with a Cause


The Uses of the Principles

THE CHALLENGE, 1938‑1950


Demurring to the Dichotomy



The Demise of the Dichotomy



The Dichotomy Resurgent?


Puncturing the Principles

REACTION TO THE CHALLENGE, 1947‑1950

PARADIGM 3: PUBLIC ADMINISTRATION AS POLITICAL SCIENCE, 1950‑1970

THE IMPACT OF POLITICAL SCIENCE: BUREAUCRACY IN THE SERVICE OF DEMOCRACY

PARADIGM 4: PUBLIC ADMINISTRATION AS MANAGEMENT, 1956‑1970


The Groundswell of Management

Fundamentally Alike in All Unimportant Respects



The Role of Organizational Research



The Reality of the Real World

THE IMPACT OF MANAGEMENT: UNDERSTANDING THE “PUBLIC” IN PUBLIC ADMINISTRATION


“Publicness” and “Privateness”


The Institutional Definition of “Public”


The Philosophic Definition of “Public”


The Organizational Definition of “Public”


The Working Differences between Public Administration and Private Management

THE FORCES OF SEPARATISM, 1965‑1970


Separatism in the Halls of Academe: Nuanced Notions



“Science, Technology, and Public Policy”



“The New Public Administration”



A Bright but Brief Interlude


Separatism in the Corridors of Power: Pride to the Practitioners!

PUBLIC ADMINISTRATION AS NEITHER MANAGEMENT NOR POLITICAL SCIENCE (case study)

PARADIGM 5: PUBLIC ADMINISTRATION AS PUBLIC ADMINISTRATION, 1970‑PRESENT


NASPAA’s Nascency


The Statistics of Secession

PARADIGM 6: GOVERNANCE, 1990‑PRESENT


The Future of Government



Blurring, Flattening, and Withering



The Emergence of Governance



The Practice of Governance



The Results of Governance


The Future of Public Administration

A PARADIGMATIC BALANCE? OR, PUBLIC ADMINISTRATION, HAPPY AT LAST

KEY CONCEPTS/TERMS
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Week 4: Theories of Public Organizations

Is a public organization different from any other organization?  Henry claims strongly that there is a big difference.  Still, large bureaucratic organizations can be found in other areas of life (corporations, churches) and thus it is tempting to see all such structures as having similar characteristics.  This chapter introduces the key concepts used to comprehend organizational life and behavior and to differentiate among public, private, and nonprofit organizations.  It will be important to understand the distinction between the open and closed organizational models and the relationships among organizational structure, internal and external constituencies, and the operating environment.  Henry concludes that organizations contain elements of both the open and closed models and that they try to survive by reducing uncertainty, though public organizations will face special problems in this regard, from both the inside and the outside.
Using the concepts from this chapter, how would you analyze the political machine of Plunkitt’s era?  It was certainly an organization with a hierarchical structure, but what was the basis of that structure, what was its relationship to its members and the people it served, and how did it interact with its task environment?  From what you can tell, what is the organizational structure behind the customer service initiatives in the ICMA-TV videos?  How do those organizations relate to their task environment?  Do they seem like open or closed organizations?
Chapter Three   

THE THREADS OF ORGANIZATIONS: THEORIES

The major models of organizations as developed by numerous theorists are explained.  Particular attention is paid to the characteristics of the open and closed models of organizations as well as the essential differences between these models.  

The educational objectives of this chapter are to teach the student about the premises and assumptions of various organizational theorists and how these different premises and assumptions lead to different conclusions about how organizations work.  

CHAPTER OUTLINE

MODELS, DEFINITIONS, AND ORGANIZATIONS

THE CLOSED MODEL OF ORGANIZATIONS


Characteristics of the Closed Model of Organizations


Bureaucratic Theory


Scientific Management


Administrative Management

THE OPEN MODEL OF ORGANIZATIONS


Characteristics of the Open Model of Organizations


Human Relations



The Hawthorne Experiments



A Hierarchy of Human Needs



Hygienic Factors and Motivator Factors



Motivating Organizational Excellence




Perks, Pay, and the Productive Organization




Kindness, Caring, and the Competitive Organization




Rude, Crude, and Lewd: The Impact of Negative Motivators



Do Public Organizations Motivate Public Managers?



Do Nonprofit Organizations Motivate Nonprofit Managers?


Organization Development



OD: Mission and Methods



OD: The Public Experience



OD: Crises and Caveats


The Organization as a Unit in Its Environment



Adapting to the Environment



The Environment of the Public Organization

THE CLOSED AND OPEN MODELS: THE ESSENTIAL DIFFERENCES


Assumptions about the Organizational Environment


Assumptions about the Nature of Human Beings


Assumptions about the Role and Legitimacy of Manipulation


Assumptions about the Moral Significance of Organizations in Society



The Moral View of the Closed Model



The Moral View of the Open Model



Who Must be Sacrified?

CLOSED OR OPEN ORGANIZATIONS? (case study)

THE LITERATURE ON MODEL SYNTHESIS

ARE PUBLIC ORGANIZATIONS DIFFERENT?

KEY CONCEPTS/TERMS
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nonprofit sector motivators (p. 57)
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Week 5: The Fabric of Public Organizations: Forces

At various points in this chapter, Henry makes his case that public organizations are different than private organizations, in spite of clear similarities among organizations of all sorts; the key to his argument is the way they relate to and respond to the forces around and inside them.  He identifies six ways that public organizations face those forces in distinctly problematic ways.  (1) The performance of public organizations is more difficult to judge because their ends (goals) are unclear and the relationship between ends and means is less certain.  (2) Decision-making within public organizations is generally less rational than in private organizations because it is less autonomous, more restricted, less informal, more consultative, slower, and more risk averse.  (3) Persuasion, which is the go-to strategy for building support for a decision, is not particularly effective.  (4) The task environment penetrates public organizations more: public managers have fewer selected subordinates, fewer focused goals, more top executive turnover, and more stakeholders.  (5) Subordinates in the public sector have more powers of resistance to management and the subunits within public organizations are weaker.  (6) Change is more likely to be resisted because of a lack of a market mechanism, many sources of red tape, and the demand for openness.
To counter these problems, Henry recommends that public bureaucrats (1) push for clarity with respect to ends and means, (2) use experts and data whenever possible, (3) use intervention as a managerial strategy, (4) do less planning so that they stay more flexible and pick their battles carefully, (5) try to make their units as indispensable to the larger organization as possible, and (6) restrict openness and make greater use of market mechanisms to increase effectiveness.  The ultimate goal here is to make public organizations better at achieving their goals in spite of the fact that their goals are unclear and the tools they use to pursue them are inherently limiting.

In Plunkitt’s day, what were the ends/goals of the machine?  What were its means?  To what extent was the task of his organization clearer than a contemporary public organization?  What tools did he have at his disposal to achieve his objectives?  How have the administrators in the ICMA-TV videos managed to link ends and means?  Are they able to make unclear objectives clear?  If so, how?
Chapter Four   

THE FABRIC OF ORGANIZATIONS: FORCES
The chapter addresses how the organization functions within its external environment.  

The educational objectives are to teach the student about central concepts of organizations, including how society evaluates organizations and how organizations use information to make decisions.  

CHAPTER OUTLINE

SOCIETY AND THE ASSESSMENT OF ORGANIZATIONS


Testing for Efficiency


Testing for Effectiveness


Testing for Society

INFORMATION AND INTELLIGENCE IN ORGANIZATIONS


Hierarchy and Information



Centralization and the Fate of Intelligence



Decentralization and the Fate of Intelligence



Information and the Irony of Organizational Reform



Absorbing Uncertainty


Information and Decision Making



Know-Nothing Decision Making



Information as Symbol



Making Decisions Better and Faster

INFORMATION, INTELLIGENCE, OPERATIONS, AND FOUR DEAD HORSES (case study)

DECISION MAKING IN ORGANIZATIONS


The Decision Premise


The Bounds of Individual Rationality



Bounded Rationality



Victims of Groupthink



“Satisficing” Decisions


The Bounds of Organizational Rationality



Types of Organizational Decision Making



Mismatching Organizations and Decision Making


Decision Making in Public Organizations: A Different Dynamic



An Attenuated Autonomy



A Complex Process



Conversation and Consultation



Taking It Slowly and Cautiously



Deciding to Innovate



The Quality Question

CHANGING THE PUBLIC ORGANIZATION


Why Public Agencies Change


The Likely Limited Role of Technology



Constraining What Public Agencies Do



Process Technologies versus Product Technologies


People Changing Their Public Organization



Paladins of Policy Change



Human Choice or Environmental Determinism?

DEEP CHANGE:  THE IMPACT OF THE ENVIRONMENT ON THE PUBLIC ORGANIZATION 


The Environment’s Impact: From Orders to Osmosis



Impact by Orders



Impact by Osmosis



Environmental Determinism and the Public Organization


The Iron Triangle: Resisting Reorganization



Reorganizational Resistance



Reorganizational Futility


Who’s in Charge Here? The Fragmentation of Agency Accountability



A Parsing of Policies



A Bevy of Bosses



An Undercutting of Accountability


The Bureaucratization of the Public Organization



Explaining Bureaucratic Accretion



The Dysfunctions – and Functions – of Bureaucratization


Reams of Red Tape: The Processes of the Public Organization



Rue the Rules!



The Meaning and Mapping of Red Tape



Reconsidering Red Tape: A Modest Defense of the Indefensible


Administrative Autonomy and the Performance of Public Organizations


Freezing and Flexibility: The Environment of the Nonprofit Organization



Environmental Forces and Organizational Freezing



Freedom and Flexibility

KEY CONCEPTS/TERMS
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Week 6: The Fabric of Public Organizations: People

People carry out the work of organizations.  There are approaches to dealing with employees and leaders in organizations that apply to any setting, public or private, but here you will see Henry making the case again that public organizations are distinctive.  Public employees tend to be motivated by a distinctive set of values and leadership in public organizations has more constraints than in the private sector.
Compare Henry’s discussion of public employees and their motivations with Plunkitt’s.  Why would someone join the machine?  What values motivated them?  And what was the approach taken by leaders of the machine?  And the modern public administrators in the ICMA-TV videos: how would you assess their motivations?  What techniques are their leaders using to get the job done?
Chapter Five   

THE FIBERS OF ORGANIZATIONS: PEOPLE

The focus of this chapter is on organizational behavior, with an emphasis on how public leaders behave differently from private ones.

The educational objectives are to teach students about models of adult development, cultural behavior, political behavior, and leadership.  The differences between public and private agency management are emphasized, as well as the unique problems of leading the public organization.  

CHAPTER OUTLINE

THE MOTIVES OF PUBLIC AND NONPROFIT ADMINISTRATORS


An Overview


The Motives of Public Managers


The Motives of Nonprofit Managers

MODELS OF ADULT DEVELOPMENT


Turning Points


Adult Development and the Public Organization



Reality Shock



Developing Adults and Satisfying Work

MODELS OF CULTURAL BEHAVIOR



Dimensions of National Culture




Power Distance




Uncertainty Avoidance




Individualism‑Collectivism




Masculinity‑Femininity




Long-Term–Short-Term Orientation



Patterns of Geography and Language



The Uniqueness of the United States



Organization Theory and the American Bias




Achievement Motivation Cultures




Security Motivation Cultures




Social Motivation Cultures



Organizational Behavior and the American Bias




Culture and Power




Culture and Uncertainty

MODELS OF POLITICAL BEHAVIOR


Locals versus Cosmopolitans and the Vexing Question of Loyalty



The Uses of Locals and Cosmopolitans



Joined at the Hip: Locals, Cosmopolitans, and Organizational Success


Career Types and Their Political Motivations



Institutionalist Perspectives



Specialist Perspectives



Hybrid Perspectives



Career Types: Perils and Potentialities

CULTURE AND THE BUREAUCRAT (case study)

DARWINISM AND THE ORGANIZATIONAL PERSONALITY

LEADERSHIP IN ORGANIZATIONS


Administration or Leadership?


Leaders at the Top: Boards of Directors



The Private-Sector Board



The Public-Sector Board



The Independent-Sector Board


Do Organizations Need Leaders?



The Leadership Con?



Leaders as Obstructionists



The Limits of Leadership



Leadership in Context

THE EVOLUTION OF LEADERSHIP THEORY: DEFINING LEADERSHIP FOR THE TIMES


The Leadership Literature: From Trickle to Torrent


The Leader as an Individual, 1910‑1940



Leadership: The Classical View



Leadership Traits



Leadership Behaviors


The Leader and the Small Group, 1940‑1970



Contingency Approaches



Transactional Approaches


The Leader and the Organization, 1980‑Present



Transformation and Charisma



The Power Bases of Leadership



The Power Bases of Public Leadership

LEADING THE PUBLIC ORGANIZATION


Defining Successful Leadership



Successful Private Leadership



Successful Public Leadership


Leadership as Organizational Success.  Or Not


Public Leadership: Vision, Communication, Work



Vision as Vexation



Communication as Conundrum



Work as Passion

KEY CONCEPTS/TERMS
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mid-life transition (p. 104)

reality shock (p. 104)
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power distance (p. 105)
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long-term‑short-term orientation (p. 106)

achievement motivation (p. 106)

security motivation (p. 106)

social motivation (p. 106)

locals (p. 108)

localistic co-optation (p. 109)

cosmopolitans (p. 109)

institutionalists (p. 111)

specialists (p. 111)

hybrids (p. 111)

birth order (p. 112)

leadership (p. 113)

boards of directors (p. 113)

hierarchical leaders (p. 115)

leadership traits (p. 118)

consideration behavior (p. 118)

task behavior (p. 118)

contingency approaches (p. 119)

transactional approaches (p. 119)

transformational leadership (p. 120)

power bases of leadership (p. 120)

charismatic leader (p. 120)

traditional leader (p. 120)

titular leader (p. 120)

true organizer (p. 120)

reward power (p. 120)

coercive power (p. 120)

legitimate power (p. 120)

referent power (p. 120)

charisma (p. 120)

expert power (p. 120)

vision (p. 122)

Week 7: Getting, Using, and Protecting Information
Administrators rely on data to carry out their work.  Hidden in dozens and often hundreds of government data bases are bits and pieces of what we now think of as very private information.  This raises a number of problems.  (1) Some of that private information might be misused, so how can it be protected?  (2) The sheer volume of information means that administrators may not be able to interpret it all, even though proper interpretation might yield better policies and better management: think of the arguments you have heard about information regarding the attacks of 9-11 was in the hands of several governmental agencies which, had they pooled their data, might have acted differently prior to that horrible day.  (3) Since government work is increasingly a matter of exchanging information, where does that leave those citizens who have less electronic contact with government (the digital divide)?
Think back to the ways Plunkitt used information.  What did he know about his constituents?  How did he obtain such information?  Given what he knew and how he knew it, what did that say about his relationship with them?
Chapter Six   

CLARIFYING COMPLEXITY: THE PUBLIC’S INFORMATION RESOURCE

The information revolution has impacted management, organizations, and people, which contributes to challenges facing the public sector today.  The major dilemmas of protecting the privacy of citizens and protecting the security of public data are emphasized.  

The educational objectives are to teach students about the impact of information technology on government and society; the use of computers in federal, state, and local governments; the challenges of information to privacy; the development of e-government; and the changes information technology has brought about in government and governance. 

CHAPTER OUTLINE

PRIVACY VERSUS POLICY: THE PARTICULAR PROBLEM OF THE PUBLIC COMPUTER


The Meaning of Privacy versus Policy


The End of Privacy?


Mixing and Matching


Privacy Policies



The Judiciary’s Zone of Privacy



Congress’s Privacy Legislation


Protecting Privacy

A CASE OF UNMATCHED FAILURE (case study)

THE CRUSADE FOR SECURE DATA


The Rise of Hacking


Humiliated by Hacking


Resistance to Hacking


The Record of the Resistance



The Good News



The Bad News

KNOWLEDGE MANAGEMENT: MANAGING THE PUBLIC’S INFORMATION RESOURCE


Managing the Nation’s Knowledge: A Far-Flung Federal Failure?


Washington’s Results: Mixed



Design Dilemmas, Managerial Mediocrity



The Information Resource’s Human Resources



The Public’s Burden



A Sad Summation


Managing Knowledge at the Grass Roots



Managing Knowledge in the States

Managing Knowledge in Communities

E-GOV: LEAN, CLEAN, AND SEEN GOVERNMENT


Federal.gov


State.gov


Local.gov


Will e-gov Reignite Government?

BEST PRACTICES FOR KNOWLEDGE MANAGEMENT

CLARIFYING PUBLIC DECISIONS


Making Different Decisions?


Making Better Decisions?

THE INFORMATION RESOURCE AND THE FUTURE OF GOVERNANCE


The Transmutation of Government


The Transmutation of Governance

KEY CONCEPTS/TERMS
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reasonableness (p. 133)
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privacy impact assessments (p. 133)
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public information resource management (p. 136)
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portals (p. 139)

Federal.gov (p. 139)

State.gov (pp. 139-140)

e-procurement (p. 140)

electronic benefits transfer (p. 140)

street-level bureaucrats (p. 142)

screen-level bureaucracies (p. 142)

system-level bureaucracies (p. 142)

infocracies (p. 142)

digital divide (p. 142)

Week 8: Measuring, Evaluating, and Improving Public Organizations

This chapter focuses on those techniques that emerged in response to three big public administration problems detailed earlier in the book: (1) public organizations pursue big, complex problems for which the relationship between means and ends is unclear; (2) corruption, waste, fraud, mismanagement, and inefficiency are often found in public management; (3) there is a rising, apparently uncontrollable cost of government.  Difficult goals, lots of potential for waste (in various forms), and rising costs thus create the need for a variety of techniques for making sure that public administrators pursue those goals as efficiently and effectively as possible, keeping mind that government also must deliver its services ethically, equitably, and, in some cases, equally.  This has given rise to wave after wave of techniques that attempt to make the public sector work better, though over time different aspects of these problems have given rise to different techniques.  The basic question remains, however, how do we know that government is doing as good a job as possible?

How would Plunkitt have answered this question?  Was it not the case that for him the measures of success were much simpler: getting re-elected and getting wealthy?  What techniques did he use to insure those ends were achieved?  What measures of performance are the administrators in the ICMA-TV videos using?  For them, is customer satisfaction the final measure?  How would they likely judge that: surveys, complaints, daily contact with customers?
Chapter Seven   

CORRUPTION’S CONSEQUENCE: PUBLIC PRODUCTIVITY

The evolving techniques of public program evaluation, performance measurement, public productivity, and evaluation research are reviewed.  

The educational objectives are to teach the student about the history of the interrelated areas of public program evaluation, productivity, and corruption control; the use of program evaluation techniques in American governments; the purposes and variations of program evaluation; performance measurement and benchmarking; the process of evaluation; the ethical and moral problems in evaluation research; and the long-term utility of public program evaluation.  

CHAPTER OUTLINE

NAMING THINGS WHAT THEY ARE

CURTAILING CORRUPTION: DO PRODUCTIVITY MEASURES HELP?


Confronting Corruption


Controlling Corruption



Measurement and Evaluation: Revealing but Limited



How to Succeed in Corruption without Really Trying



Corruption as Conquest



Corruption as Culture



The Corruption Cure: Political Will

EFFICIENCY FOR GOOD GOVERNMENT, 1900‑1940

BUDGETING TO CONTROL COSTS, 1940‑1970

MANAGING FOR EFFICIENCY AND EFFECTIVENESS, 1970‑1980


Federal Forward – Fitfully



Some Febrile Federal Efforts



The Inspector General


The States Steam Forth


Local Leadership

PRIVATIZING FOR LESS GOVERNMENT, 1981‑1992


A Federal Fixation


A Stabilizing Subnational Scene

WASTE, FRAUD, AND ABUSE: THE NEW MEANING OF CORRUPTION, 1975‑PRESENT


Waste as Corruption: The Fall of New York


Fraud as Corruption: The Fall of Washington


Abuse as Corruption: The Fall of the White House


Waste, Fraud, and Abuse: The Blurred Lump of Corruption

A NEW PUBLIC MANAGEMENT, 1992‑PRESENT


Beyond Reinventing Government

The Five Fundamentals of the New Public Management


The New State Management


The New Local Management

KATRINA, CRISIS, AND COLLAPSE (case study)

CONTROL OR CORRUPTION? TURBIDITY OR AGILITY?


The New Public Management versus The Old Public Administration


Confronting Control


Reconciling the Old and the New



Melding Tradition with Innovation



A Tacky Tangle in Texas



The Lone Star State Is Not Alone

MEASURING PUBLIC PERFORMANCE


The Purposes of Performance Measures


Measuring Federal Performance


Measuring State Performance


Measuring Local Performance

PERMUTATIONS OF PERFORMANCE MEASUREMENT


Workload, or Output, Measures


Unit Cost, or Efficiency, Measures


Outcome, or Effectiveness, Measures


Service Quality Measures


Citizen Satisfaction Measures

PERFORMANCE MEASUREMENT IN PRACTICE


The Measurement Mire



Measuring the Wrong Thing



Using Meaningless Measures



Differing Interpretation of the “Same” Concept



Displacing Goals



Shifting Costs Instead of Saving Costs



Disguising Subgroup Differences with Aggregate Indicators



Ignoring the Limitations of Objective Measures



Failing to Address How and Why Questions


Minimizing the Pitfalls of Performance Measurement


Benchmarking Performance

EVALUATING PUBLIC PROGRAMS


Public Program Evaluation, Paranoia, and Civic Virtue


Evaluation’s Emergence



Evaluating Federal Programs



Evaluating State Programs



Evaluating Local Programs

PUBLIC PROGRAM EVALUATION IN PRACTICE


Step 1: Selecting the Evaluators


Step 2: What Is Your Problem?



Defining the Problem



Is Evaluating the Problem Worthwhile?


Step 3: Designing the Evaluation



The Study Plan



The Attenuations of Action Research: Technical Challenges



The Attenuations of Action Research: Ethical Challenges




Privacy, Confidentiality, and Informed Consent




You Got a Problem with That?

USING PUBLIC PROGRAM EVALUATIONS  


Passive or Active Evaluation?


Does Public Program Evaluation Matter?

KEY CONCEPTS/TERMS
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fraud (p. 156)
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National Performance Review (p. 158)

trust deficit (p. 158)
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agility (p. 159)

adaptability (p. 159)

alignment (p. 159)

accountability (p. 159)

public interest (p. 159)

workload measures (p. 166)

unit costs (p. 167)

effectiveness measures (p. 167)

service quality measures (p. 167)

citizen satisfaction measures (p. 167)

benchmarking (p. 169)

selecting evaluators (pp. 171-172)

defining the problem (p. 172)

designing the evaluation (pp. 172-176)

action research (p. 173)

control group (p. 173)

experimental group (p. 173)

privacy (p. 174)
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informed consent (p. 174)
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Week 9: Public Budgeting

“The budget is the skeleton of the state,” it was once said.  The budget tells you a great deal about the priorities of the government.  Since the budget is about choices, it is necessarily political.  But the ever rising cost of government has meant that there has been a constant search for ways to reduce public expenditures, and this chapter, like the previous one, details that long history of attempts to control public spending through administrative techniques.  Those techniques have, in many ways, made public budgeting more transparent.  But because public decision remain full of conflict, the budgetary system is not entirely clear and efforts to restrain spending have not been very successful.  There have been successful efforts to reduce taxes, but without commensurate cuts in spending, reduced taxes necessarily lead to great debt.  And this is the most important measure of the essential problem of budgeting that remains with us to this day.  

For Tweed and Plunkitt, was it important that the budgetary process be clear and transparent?  If not, why not?  What was gained by a lack of understanding of the budgetary system?  Do you think that the administrators in the ICMA-TV videos look upon budgeting in the same way?  What is the likely cost of all those expertly delivered public services?
Chapter Eight   

THE PUBLIC TROUGH: FINANCING AND BUDGETING GOVERNMENTS

Chapter Eight focuses on the evolution of the public budget, including the political purpose for which the public budget has been used.  Particular attention is paid to the central role of the budget in effective governance, uncontrollable obligations in the federal budget, and strategies and tactics for budget making.

The educational objectives are to teach the student about the evolution of budgetary concepts in government, the major strategies and tactics that public administrators use to acquire bigger budgets, and congressional budget creation. 

CHAPTER OUTLINE

HOW MUCH SHOULD GOVERNMENTS COST?

PUBLIC FINANCE: PAYING FOR PUBLIC POLICY


The General Fund


Special Funds



Washington’s Special Funds



State and Local Special Funds




Trusts, Charges, and Enterprises




Some Unofficial Forms of Special Funds

FINANCING THE FEDERAL GOVERNMENT


Federal Revenue


The Income Tax



Washington’s Income Taxes



State and Local Income Taxes

Paying for Social Security and Medicare: Washington Thanks You for Your Contributions

Federal Expenditures

TAXING TIMES: RETHINKING FEDERAL TAXES


Equity


Efficiency


Simplicity


Transparency


Administerability

Financing State Governments


State Intergovernmental Revenue


State Own Source Revenue


State Taxes


The Sales Tax



A Regressive Tax



Issues of Inequity, Intricacy, and Obscurantism



The Decline of the State Sales Tax



The Rise of the Local Sales Tax


State Expenditures

FINANCING LOCAL GOVERNMENTS


Local Intergovernmental Revenue


Local Own Source Revenue


Local Taxes


The Property Tax



Another Regressive Tax



Relieving Regressivity



Unpopular and Unpredictable



Chip Chipping Away



Parting with the Property Tax


Local Expenditures: A Money Menagerie

TAXING TIMES: THE FISCAL FUTURE OF STATES AND COMMUNITIES


The Information Revolution and the Tax Base


Competing for Companies


What’s a Government to Do?

THE FEDERAL GOVERNMENT AND THE NATIONAL ECONOMY


The Money Supply and the Federal Spigot


The Heart of the Matter: Government Spending



Taxing and Borrowing



An Aside on Supply-Side Economics


Forms of Federal Economic Policy



Fiscal Policy



Monetary Policy



Open-Market Operations



The Discount and Federal Funds Rates



The Reserve Requirement


Understanding Deficits and Debt



Understanding Deficits



Understanding Debt

A FOUNDER ON DEBT (case study)

CONGRESS’S QUIXOTIC QUEST: DECREASING DEFICITS


Failure: The Balanced Budget and Emergency Deficit Control Acts of 1985 and 1987

Success:  The Budget Enforcement Act of 1990

Sense and Sensibility: The Omnibus Budget Reconciliation Act of 1993

Irrelevancy: The Balanced Budget Act of 1997

Nirvana Attained? The Budget Surpluses

Back to the Future?


Congress and Spending


The President, Congress, and Revenue Reduction


They’re Back: The Return of the Deficits

A Dismal Science: Deficits, Debt, and Democracy

PUBLIC BUDGETING: SPENDING FOR PUBLIC POLICY


Standing Strategies for Securing Budgets



Find, Serve, and Use a Clientele for the Services You Perform

Establish Confidence in the Mind of the Reviewer That You Can Carry Out the Complicated Program (Which He or She Seldom Understands) Efficiently and Effectively

Capitalize on the Fragmentary Budgetary Review Process


Opportunistic Tactics for Securing Budgets



Guard Against Cuts in Old Programs



Inch Ahead with Old Programs



Add New Programs

THE EVOLUTION OF PUBLIC BUDGETING: VARIATIONS, VIEWPOINTS, AND VALUES

LINE-ITEM BUDGETING, 1921‑1939


The Line-Item Budget and Administrative Reform



A Push for Progressive Reform



The Budget and Accounting Act of 1921


What Is Line-Item Budgeting?



Honesty, Efficiency, and Inflexibility



Inputs and the Budgetary Treatment of Paperclips and Parks


The Governmental Utility of Line-Item Budgeting

PROGRAM/PERFORMANCE BUDGETING, 1940‑1964


The New Deal and the Need for a New Budget


Clarifying Program and Performance



The Programs Problem



The Performance Problem



The Emergence of Program/Performance Budgeting


What Is Program/Performance Budgeting?



Inputs and Outputs



Of Paperclips and Parks


The Governmental Utility of Program/Performance Budgeting

PLANNING-PROGRAMMING-BUDGETING, 1965‑1971


An Emerging New Standard for Budgeting Theory



The Policy Problem



The Performance Problem (Again)



The Emergence of Planning-Programming-Budgeting


What Is PPB?



Inputs, Outputs, Effects, and Alternatives



Of Paperclips and Parks


The Governmental Utility of Programming-Planning-Budgeting

BUDGETING-BY-OBJECTIVES, 1972‑1977


What Is Budgeting-by-Objectives?



Inputs, Outputs, and Effects



Of Paperclips and Parks


The Governmental Utility of Budgeting and Managing by Objectives

ZERO BASE BUDGETING, 1977‑1980


What Is Zero Base Budgeting?



Alternatives



Of Paperclips and Parks


The Governmental Utility of Zero Base Budgeting

TARGET BASE BUDGETING, 1980‑1992


What Is Target Base Budgeting?



TBB Plays Well with Others



The Burial of Bottom-Up Budgeting



Inputs and Effects



Of Paperclips and Parks

The Governmental Utility of Target Base Budgeting

CUTBACK MANAGEMENT: RESPONDING TO THE REALITY OF RED INK


Cutting Back for the Short Term



Hiring Freezes



Undifferentiated Budget Cuts



Other Short-Term Tactics


Cutting Back for the Long Term



Reorganizing Government



New Technologies



Productivity Improvement



Using Alternative Delivery Systems



Rearranging Intergovernmental Relations



Prioritizing Programs

BUDGETING FOR RESULTS, 1993‑PRESENT


What Is Budgeting for Results?



Results Budgeting and Program/Performance Budgeting



Inputs and Outputs



Of Paperclips and Parks


The Governmental Utility of Budgeting for Results
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regressive income tax (p. 187)
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efficiency (p. 188)

preferential provisions (p. 188)
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sales tax (p. 189)

pass-through grants (p. 191)

property tax (p. 191)

circuit breaker (p. 192)
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Budget Enforcement Act of 1990 (p. 199)
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ubiquitous strategies (p. 202)

standing strategies (p. 202)

contingent strategies (p. 203)

opportunistic tactics (p. 203)
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consolidated executive budget (p. 204)
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planning-programming-budgeting system (p. 210)
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zero base budgeting (p. 212)

target base budgeting (p. 214)

hiring freeze (p. 215)

budgeting for results (p. 217)

Week 10: Human Resources

Plunkitt would look upon the techniques described in this chapter as a disaster for democracy, for they represent efforts to make the staffing of public agencies independent of political influence.  Recall that Plunkitt thought of government jobs as a reward that the machine could distribute to the party faithful for their service up to and during elections.  People needed those rewards to be loyal to the machine and, he insisted, to democracy itself, and their patriotism was diminished by restricting public employment to those who were “fit” for them according to some academic or expert standard.  This chapter describes techniques to remove public employment policies from the grips of the spoils system (“to the victors go the spoils”) which gave to political winners the right to distribute jobs to their supporters.  In place of that system, you will see here all manner of efforts to professionalize the bureaucracy, to put it on a merit basis, and to insulate it from efforts to politicize it.  How successful are those efforts and what are their consequences?  Are they as Plunkitt feared?
Chapter Nine   

MANAGING HUMAN RESOURCES IN THE PUBLIC SECTOR

The development of American human resource management in the public sector is discussed.  Particular attention is paid to the four different systems of human resource management operating simultaneously in government, the challenges of affirmative action and diversity policy, and the future of human resource management.

The education objectives are to review the civil service system, the collective system, the political executive system, and the professional public administration system of human resource management; to trace the history of affirmative action, focusing on its impact and the perceived backlash; and to briefly discuss the future of human resource management.  

CHAPTER OUTLINE
WHO WANTS TO WORK FOR GOVERNMENT?


A Rising Bar


A Shrinking Pool?


A Less Talented Pool?

WHO WORKS FOR GOVERNMENT?


The Public Workforce


Keeping Public Talent

THE CIVIL SERVICE SYSTEM: THE MEANING OF MERIT


The Meaning of Merit



The Position



Hiring by Score



A Sovereign Civil Service



The Murkiness of Merit


The Scope of Merit



The Faltering Federal Merit System



State and Local Merit Systems


The Profession of Public Human Resource Management


Hiring Bureaucrats



A Federal Sojourn



A Federal Frustration



The Federal Future



Hiring in State Governments



Hiring in Local Governments


Classifying Bureaucrats



Washington’s General Schedule



Classifying at the Grass Roots



Broadbanding

Paying Bureaucrats



Public and Private Pay



Raising and Reforming Federal Salaries



Doing Good and Doing Well at the Grass Roots


Training Bureaucrats



Training Feds



Training at the Grass Roots


Rating Bureaucrats’ Performance



The Pit of Performance Assessment



The Prospects for Performance Assessment




Assessor-to-Assessed




System-to-Assessed




Successful Performance Assessment Is Possible


Rating Bureaucrats’ Nonperformance



Federal Incompetence



Dealing with Federal Incompetents




Sincere Supervisors




Supine Systems




State Incompetents




Local Incompetents


Securing Bureaucrats’ Jobs


The Morphed Meaning of Merit

THE FIRST REFORM (case study)

THE COLLECTIVE SYSTEM: BLUE-COLLAR BUREAUCRATS


Union versus Merit: The Basic Differences


The Scope of Organized Labor



The Federal Collective System



The Grass-Roots Collective System



Representation versus Membership


The Right to Organize, the Right to Bargain


Bargaining With and Striking Against the Public Employer



The Feds and Unions



Bargaining at the Grass Roots




Money and Unions




Mediating with Unions



Slow Downs and Strikes at the Grass Roots


How Powerful Are Public Unions?

THE POLITICAL EXECUTIVE SYSTEM: POLITICS IN ADMINISTRATION


Political Executives in Washington



An Increase in Intellect



A Decrease in Partisanship



The Rise of the White House Loyalty Test


A Question of Quality: Assessing Federal Political Executives



Baroquely Burdensome: The Appointment Process



An Avaricious Elite?


The Experience Quotient: Our New Understanding of Executive Quality



“A Government of Strategies”?



The Importance of Experience


Political Executives at the Grass Roots



The Departure of Patronage




The Passing of State Patronage




The Passing of Local Patronage



The Entry of Professionalism




Professional State Executives




Professional Local Executives

THE PROFESSIONAL PUBLIC ADMINISTRATION SYSTEM: EMBRACING THE PROFESSIONS OF POLITICS AND MANAGEMENT


The Model Public Personnel Administration Law of 1970


Watergate and the Muffled Mouthpiece for “Merit”


The Civil Service Reform Act of 1978

A PAIR OF PROFESSIONAL PROFUNDITIES: PERFORMANCE AND PAY


A Question of Compensation: Does Merit Mean Meretricious?


The Federal Experience with Performance Assessment and Performance Pay



Assessing Federal Administrators



Paying Federal Performers




Stymied Progress




Renewed Efforts


Paying Performers at the Grass Roots

DOES HUMAN RESOURCE MANAGEMENT IMPAIR PUBLIC ADMINISTRATION?


Equity or Effectiveness?


Ignorance or Irrelevance?


Are Governments Dismantling Human Resource Management?



Federal Developments



Grass-Roots Reform



State Developments




States’ Decentralization of Civil Service




States’ Elimination of Civil Service



Local Developments


A Modest Proposal

RACE, SEX, AND JOBS: THE CHALLENGE OF AFFIRMATIVE ACTION


The Federal Impact: A Tortuous Evolution



Roots



LBJ: The Archangel of Affirmative Action



Age Discrimination



Setting Aside for Minorities and Women




Limiting Set-Asides at the Grass Roots




Limiting Set-Asides in Washington



Disabled Americans



Sexual Orientation



A Summing Up


Federal Enforcement of Affirmative Action



Congressional Enforcement



Judicial Enforcement



Executive Enforcement


Affirmative Action and the Grass-Roots Governments


“Reverse Discrimination” and the Quota Question



The “Quota Bill” of 1991



Two Defining Decisions



Two Definitive Decisions


Tests: The Validation Vexation



Qualification Validity




Testing for Cognitive Ability




The Courts and Cognition



Cultural Validity



Governments’ Response


Women’s Work?



The Curious Question of Comparable Worth




Comparing the Value of Work




Implementing Comparable Worth



The New Meaning of Sex at Work




Who Harasses and Where?




The Court Weighs In


The Effects of the Efforts



The Federal Record




Minority Federal Workers and Executives




Women Federal Workers and Executives



The State and Local Record




Minority Grass-Roots Workers and Executives




Women Grass-Roots Workers and Executives



The Third Sector Record


A Palpably Progressive Public Sector



A More Welcoming Workplace



A More Promoting Workplace


A Demographic Solution?



The Endangered White Male



The Rise of Minorities and Women
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meet-and-confer (p. 240)
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conciliation (p. 242)

arbitration (p. 242)
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National Security Personnel System (p. 251)

at will employment (p. 253)

affirmative action (p. 254)

sticky floors (p. 254)

glass ceilings (p. 254)

glass walls (p. 254)

set-aside programs (p. 255)

disparity studies (p. 256)

disability (p. 256)

negative discrimination (p. 256)

positive discrimination (p. 256)

disparate impact (p. 257)

protected classes (p. 257)

quotas (p. 258)

test validity (p. 259)

cultural bias (p. 260)

comparable worth (pp. 261-262)

sexual harassment (pp. 262-263)

Week 11: Policymaking 

This chapter presents a range of often confusing material that is really about three fundamental questions: (1) How is public policy made?  (2) How should public policy be made?  (3) how should we judge public policies?  The first question is a descriptive one and here political scientists especially have devoted a great deal of attention to making models that would describe how policies come into being, what forces and factors influence them, and how the process of passing them through public decision-making bodies (like Congress) affects them.  So all the discussion of elite-mass interaction, interest groups, institutionalism, and the like, are really just generalized descriptions of how policies are made.  The second question is a normative or prescriptive one.  On this point the chapter describes efforts to improve the quality of policy-making.  You will read about efforts to identify those things that governments should do and those things they should not; how administrators can present problems to elected decision-makers in such a way to get more desirable results (like planning); and concepts that might be used to direct and thus improve the way we think about policy (here the influence of economics is especially important).  The final question is also a normative one.  Is the measure of policy primarily efficiency or effectiveness or equity or ethics?
Ask yourself how Plunkitt thought policy should be made?  To what extent did he engage in planning?  Or was his approach more opportunistic?  How did he judge the results of his policies?  And how would modern customer-service oriented managers make policy decisions?  What criteria guide their efforts?

Chapter Ten  

UNDERSTANDING AND IMPROVING PUBLIC POLICY

The literature of public policymaking is reviewed, explaining the differences in approaches taken by political scientists and public administrationists.

The educational objectives are to teach the student about the intellectual evolution of public policy analysis; models of public policymaking and implementation as an output (including the elite-mass, group, systems, institutionalist, neo-institutionalist, and organized anarchy models), models of public policymaking and implementation as a process (including the rational choice and exclusion/consumption models); and the characteristics of strategic planning and its use by governments.  

CHAPTER OUTLINE

POLITICAL SCIENCE, PUBLIC ADMINISTRATION, AND POLICY ANALYSIS

THE INCREMENTALIST PARADIGM OF PUBLIC POLICYMAKING AND IMPLEMENTATION


The Elite/Mass Model


The Group Model


The Systems Model


The Institutionalist Model


The Neo-Institutionalist Model



Coercion: Probability and Targets


The Organized Anarchy Model



Streams of Problems, Politics, and Policies




The Problems Stream




The Political Stream




The Policy Stream



Phases



Windows and Agendas

THE RATIONALIST PARADIGM OF PUBLIC POLICYMAKING AND IMPLEMENTATION


The Rational Choice Model



Optimality



Tradeoffs



Externalities


The Exclusion/Consumption Model



Excluding and Consuming



Goods and Services




Private Goods and Services




Toll Goods and Services




Common-Pool Goods and Services



Public Goods and Services

THE PROBLEMS OF THE PARADIGMS


Criticisms of the Incrementalist Paradigm



Negotiating for Nothing?



The Beagle Fallacy



The Vision Thing



Curmudgeonly Conservatism


Criticisms of the Rationalist Paradigm



Does Anyone Read Plans?



People Are Not Powerless



Policymaking Is Not Linear



They Are Just Wrong



Rationalism Costs

THE STRATEGIC PLANNING PARADIGM OF PUBLIC POLICYMAKING AND IMPLEMENTATION

STRATEGIC PLANNING: THE PUBLIC AND NONPROFIT EXPERIENCES


The Scope of Public Strategic Planning



Federal Strategic Planning



State Strategic Planning



Local Strategic Planning



Nonprofit Strategic Planning


The Implementation of Public Strategic Planning



Federal Implementation



State Implementation



Local Implementation



Nonprofit Implementation


The Limitations of Public Strategic Planning



The Impact of the Environment



The Larger, but Perilous, Purpose of Public Strategic Planning



The Symbolic Uses of Nonprofit Planning?


The Benefits of Public Strategic Planning



Public Strategic Benefits



Nonprofit Strategic Benefits

KEY CONCEPTS/TERMS
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incrementalist paradigm (pp. 283, 284-290)
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hydraulic thesis (p. 285)

elite/mass model (p. 285)

group model (p. 285)

systems model (p. 285)

institutionalist model (p. 286)

neo-institutionalist model (pp. 286-287)

redistributive arena (p. 287)

probability of coercion (p. 288)

target of coercion (p. 288)

organized anarchy model (p. 288)

problems stream (p. 288)

political stream (p. 288)

governmental agenda (p. 288)

policy stream (p. 288)

decision agenda (p. 288)

softening-up phase (p. 290)

policy entrepreneur (p. 290)

metapolicy (p. 290)

rationalist paradigm (pp. 284, 290-295)

rational choice model (pp. 290-292)

Pareto improvement (p. 292)

Pareto optimality (p. 292)

tradeoff (p. 292)

spillover effect (p. 292)

indifference curve (p. 292)

value achievement curve (p. 292)

exclusion/consumption model (pp. 292-294)

exclusion (p. 293)

consumption (p. 294)

private goods and services (p. 294)

toll goods and services (p. 294)

common-pool goods and services (p. 294)

public goods and services (p. 294)

free riders (p. 295)

beagle fallacy (p. 295)

strategic planning paradigm (p. 296)

public strategic planning (p. 299)

scenario planning (p. 299)

Week 12: Intersectoral Administration and Privatization
Privatization is all the rage nowadays.  Extraordinary amounts of money are being shifted from public sector employees to private sector contractors in a startling range of activities, including military service.  The logic behind this is simple but deceptive: in the private sector, competition drives down costs and drives up quality.  Lack of competition in the public sector presumably leads to higher costs and lower quality.  It is also argued that the private sector has skills and knowledge that the public sector does not, although this point is debatable.  Think of privatization as one technique for getting the public’s work done: it might be achieved simply by leaving it to the market; or by some level of government; or by a nonprofit; or by privatization.  As the government sub-contracts the pursuit of public objectives to private firms, it becomes all the more important to ask how you make those decisions, how you monitor the work of private firms (including how you gather the information to judge what they are doing and how well they are doing it), and how well they are achieving the public’s goals and at what price.
Recall that privatization is actually a very old phenomenon.  During Plunkitt’s day, the trend was the opposite: he lived in an era of municipalization, when the limits of private provision of services was recognized and the argument was being made that government should take over those services to ensure that the public got what it really deserved.  This is most clear in the chapter on municipal ownership: government taking over gas companies or subway companies that had abused the public trust rather than delivering safe, effective services to the public.  As good as that sounds, however, remember what Plunkitt saw as the primary value of public ownership: jobs for Tammany men.

In the case of the ICMA-TV videos, could you tell that the workers you saw were public sector workers?  What would have been gained by privatizing recycling services?
Chapter Eleven   

INTERSECTORAL ADMINISTRATION

Privatization is an often overlooked but major phenomenon of public administration.  Privatization is the government’s use of the private sector to deliver public services and improve the content and implementation of public programs.

The educational objectives are to teach the student about how governments have addressed privatization in different ways; explain motivations of governments to contract out public services; examine the complex area of federal contracting; to address questions of waste, fraud, and abuse in government contracting; to question the propriety of privatization and its impact on public policy in a democracy; to review privatization among state and local governments; and to explain the rise (and fall) of the government corporation.  

CHAPTER OUTLINE

WHY COLLABORATE?

AN AMERICAN ORTHODOXY

THE PRIVATIZATION OF THE PEOPLE’S PROPERTY: A FORTHCOMING FEDERAL FIRE SALE?

THE PRIVATIZATION OF FEDERAL POLICY: PUBLIC PROGRAMS AND PRIVATE PROFIT SEEKERS


Big Bucks: The Scope of Federal Contracting


Federal Privatization: Policies and Procedures



Baseline Legislation



Office of Management and Budget Circular A-76



The Federal Activities Inventory Act of 1998



Reams of Red Tape: Privatization Procedures


Understanding “Inherently Governmental”

THE PROCESS OF FEDERAL PRIVATIZATION


Integration: Public Agency Meets Private Profit-Seeker



Contracts and Circumvention



Low-Balling and Lying


Operation: Agencies, Companies, and Intimacies



Lobbyland



Revolving Doors



“There’s a Lot of Money Involved”


Separation: The Unfulfilled Act

FEDERAL CONTRACTING: A CRITIQUE


Cases in Contracting Incompetence


Contracting Incompetence: The Systemic Problem

THE BELTWAY BANDITS: SERVICE CONTRACTING AND THE CURIOUS QUESTION OF CONSULTANTS


Consultants and Chaos


The Shadow Government

CONTRACTING IN CORRUPTION: A CAPITAL CASE


Buying Bullets versus Hitting Bullets


Why Fraud? 



The Structure of Fraud



The Culture of Fraud


Ethical Fogs



Stiffing the Law



Stiffing the Taxpayer

REFORMING FEDERAL PRIVATIZATION


Four Fundamental Reforms


A Radically Revised Sourcing Policy

PRIVATIZING IN THE STATES


No Sale: The Husbanding of State Assets


Privatizing State Services



Why States Privatize



Costs and Quality


The States Resistant

PRIVATIZING BY LOCAL GOVERNMENTS


Selling Local Assets


Privatizing Local Services

TO PRIVATIZE OR NOT TO PRIVATIZE?  LOCAL PRESSURES AND PUBLIC PROGRAMS


Why Local Governments Contract



Rational Reasons to Contract



Less Rational Reasons to Contract




Contracting among Friends




A Symbiotic Relationship? 




Good Times


Why Local Governments Do Not Contract



Employee Opposition



Pouting Politicos



Cautious Citizens


Riffed: What Happens to Public Employees When Local Governments Privatize?

LOCAL CONTRACTING: MANAGEMENT AND COST


The Management of Competition, Companies, and Quality



Competing for Local Contracts



Local Government Oversight



The Quality of Privatized Local Services


The Cost Question



Local Administrators’ Assessments



Independent Researchers’ Assessments

IS BUSINESS BETTER?  THE CASE FOR COMPETITION


Kinds of Competition



Competitive Bidding



Competitive Sourcing


Competitive Sourcing: The Federal Experience



Managed Competition: The Grass-Roots Experience


What the Studies Say: Competition Is the Key

PRACTICAL PRIVATIZATION: LESSONS LEARNED

THE PUBLIC’S ENTERPRISES: VAST AND VARIED

MANAGING THE PUBLIC’S ENTERPRISES: THE PUBLIC AUTHORITY AND OTHER QUASI GOVERNMENTS


The Inchoate Administration of Federal Enterprises



Washington’s Government Corporations



Washington’s Government-Sponsored Enterprises




Power and Privacy




Fannie, Freddie, and Financial Fears


State and Local Public Authorities.  Or Are They Special Districts?



What Do State and Local Public Authorities Do?



Counting Corporations



Public Authorities or Special Districts?

THE EVOLUTION OF THE PUBLIC AUTHORITY


The Federal Experience


The Grass-Roots Experience



A Progressive Push



The Federal Factor

MYSTERIES, MONEY, AND MIGHT: THE UNEXPLORED ECONOMY OF THE GRASS-ROOTS AUTHORITY


Borrowing and Bonding



General Obligation Bonds



Revenue Bonds


Public Debt: The Primacy of the Public Authority

IT’S GOOD BEING KING: PUBLIC AUTHORITIES AND THEIR SURFEIT OF FREEDOM


The Federal Corporation: Faltering Controls


The Grass-Roots Authority: Large, Lax, and Liberated



Initiating and Ignoring Public Authorities



Governing Government Corporations



Administering Authorities



The Power of the Public Authority


Libertine Liberties?

THE INDEPENDENT SECTOR: EXPERIENCES IN INTERDEPENDENCE


The Scope of the Independent Sector



A Case of Governance: The Emerging Sector of Human Services



An Intersectoral Governance




The Federal Loop




The State Loop




The Local Loop





An Intimate Governance





An Accountable Governance?

THE THIRD SECTOR AND THE OTHER TWO: QUESTIONS OF PERFORMANCE AND IMPACT

KEY CONCEPTS/TERMS

outsourcing (p. 303)
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sourcing (p. 303)

privatization (p. 306)

competable commercial positions (p. 308)

Federal Activities Inventory Act of 1998 (p. 308)

FedBizOpps (p. 309)

integration-operation-separation model (pp. 309-311)

integration phase (p. 309)

negotiated competitive contract (p. 309)

sole source contract (p. 309)

revolving doors (p. 310)

separation phase (p. 311)

procurement contracts (p. 312)

federal service contract (p. 312)

Government Performance and Results Act of 1993 (p. 315)

Federal Acquisition Streamlining Act of 1994 (p. 315)

Information Technology Management Reform Act (p. 315)

Federal Acquisition Reform Act (p. 315)

riffed (p. 319)

competitive bidding (p. 322)

competitive sourcing (p. 322)

management competition (p. 322)

public enterprise (p. 324)

public authority (p. 325)

government sponsored enterprises (pp. 325-326)

revenue bonds (p. 329)

state or local bonds/municipal bonds (p. 329)

general obligation bonds (p. 329)

federal corporation (p. 330)

independent sectors (p. 332)
member-serving organization (p. 333)

public serving organization (p. 333)

human services (p. 333)

social services (p. 333)

intersectoral governance (p. 333)

Week 13: Intergovernmental Relations

When we speak of government in this country, we are actually talking about a multitude of governmental units – federal, state, local – with a variety of reserved, enumerated, and implied powers addressing a range of issues, sometimes overlapping, sometimes conflicting.  Federalism is the idea that different levels of government – the federal government and the states, in particular – should be concerned with different issues and activities.  So, for example, the federal government is in charge of immigration policy (states and cities do not decide who can enter the country) but states are in charge of marriage policy (there is no discussion of marriage in the federal constitution).  However, even with these two clear examples, you can see that there may be good reasons for governments at every level to break out of their traditional boundaries: local governments, who nowadays are faced with greater numbers of illegal immigrants in their jurisdictions, would like to take measures to restrict immigration; at the federal level, there is an effort to make gay marriage unconstitutional.  In both cases, governments seek to go beyond their traditional spheres of authority.  The big themes here, of course, will be the increasing role of the federal government, especially in the area of grants to states and localities, and how controversial that has been.  It is important to remember, however, that subdividing government into smaller and smaller units creates its own problems.  Although ultralocal government may be, in theory, more responsive to citizens, it also leads to exclusion.
Plunkitt had his own intergovernmental problems: the interference of the state legislature.  Recall that he did not want legislators from rural New York districts robbing the wealth of New York City for their own political ends.  But New York City was a “creature” of the legislature, as are all cities: state governments have provisions in their constitutions for the creation and governance of cities, though some big cities have “home rule,” which means they can make more of their own decisions.
Chapter Twelve   

INTERGOVERNMENTAL ADMINISTRATION

The vast array of governments functioning within the United States is reviewed, with an emphasis on the complexity of intergovernmental relations and administration.

The educational objectives are to explain to the student the unique and different features of counties, municipalities, school districts, and special districts; the relations between national, state, and local governments; how different forms of intergovernmental relations have evolved, focusing on the role that the national government has assumed during the twentieth century; the use of both money and mandates as national instruments of implementation; appropriate functions for each level of government; the relations of states with their local governments; governmental fragmentation; and the move toward regional governments in the United States.  

CHAPTER OUTLINE

THOUSANDS AND THOUSANDS OF GOVERNMENTS

THE CONSTITUTION AND THE COURTS: SETTING THE RULES


Distinct National and State Responsibilities


Separate National and State Identities


Integrating Nation and States


Necessary and Proper Implied Powers

THE EVOLUTION OF INTERGOVERNMENTAL ADMINISTRATON


The Layer Cake: Dual Federalism, 1789‑1930


The Marble Cake: Cooperative Federalism, 1930‑1960


The Pound Cake: Co-Optive Federalism, 1960‑1980


The Crumble Cake: Competitive Federalism, 1980‑present



Falling Federal Funding



Falling Faith in the Feds


The State Renascent? Or Ambiguous Federalism?



The Capable States



Congressional Appreciation of State Governments



Judicial Appreciation of State Governments



Ambiguities

FISCAL FEDERALISM


A World Turned Upside Down: A Century of Fiscal Change


The Grant-in-Aid: Foundation of Fiscal Federalism



The Purposes of Federal Grants



Categorical Grants



Block Grants



Congress’s Categorical Favorite: Fragmentation


A Shaky Helping Hand: The Erratic Federal Role in State and Local Budgets



Down



Up



Down



Up



Down



Up, Down, Whatever




A Misleading Rebound



A Real Decline


Those Rascally Recipients!

MONEY AND MANDATES: FEDERAL INSTRUMENTS OF IMPLEMENTATION


Does National Money Make Subnational Policy?  Lessons from the 1960s and 1970s



Grants and Governments: The States




Policy Perversities




Bureaucratic Fiefdoms



Grants and Governments: The Communities



The Flypaper Effect

Do National Mandates Makes Subnational Policy?  Lessons from the 1980s and 1990s


The Federal Mandate Maw


Mandates and Management: A Federal Failure


Mandates and Policy: Turns, Torques, and Twists


Unfunded Federal Mandates: Arrogant Orders and a Dearth of Dollars



How Much Do Unfunded Federal Mandates Cost?



The Unfunded Mandates Reform Act of 1995


The Meaning of Mandates

VICTIMS OF FEDERALISM

FEDERALISM AMONG EQUALS: THE STATES


Interstate Cooperation



Regional Cooperation



Interstate Compacts and Agencies



Multistate Legal Action



Uniform State Laws


Interstate Conflict

INTERGOVERNMENTAL ADMINISTRATION IN THE STATES


The States Tame Their “Creatures”



Home Rule: The Structure of Local Governments



Home Rule: The Functions of Local Governments



A Slow but Steady Centralization of State Power


State Styles of Intergovernmental Administration


Fiscal Federalism in the States



The States’ Steady Support



The States and Urban Stress

A LOAD OF LOCAL GOVERNMENTS: DEFINITIONS, SCOPE, SERVICES, REVENUE SOURCES, GOVERNMENT, AND FORMS OF GOVERNMENT FOR COUNTIES, MUNICIPALITIES, TOWNSHIPS, SCHOOL DISTRICTS, AND SPECIAL DISTRICTS


Counties



Definition



Scope



Services



Revenue Sources



Government



Forms of County Government


Municipalities



Definition



Scope



Services



Revenue Sources



Government



Forms of Municipal Government


Townships



Definition



Scope



Services



Revenue Sources



Government



Forms of Township Government


School Districts



Definition



Scope



Services



Revenue Sources



Government


Special Districts



Definition



Scope



Services



Revenue Sources



Government

CREEPING REGIONALISM: THE ROLE OF LOCAL COLLABORATION


Interlocal Service Arrangements



Intergovernmental Service Agreements



Joint Service Agreements



Intergovernmental Service Transfers


Patterns of Interlocalism



Poor, Burdened, Big, Professional, and Urban



The Centralization of Local Services

PLACE, PEOPLE, AND POWER: THE PUZZLE OF METROPOLITAN GOVERNANCE


Ultralocalism: The Compound Republics of Metropolitan America



Ultralocalism: The Theory



Ultralocalism: The Practice


Gargantua: The Mincing Movement Toward Metropolitan Government



Gargantuan Temptations: Coordination and Accountability



The Suburbs: A Great Sucking Sound



The Moral Grail of Gargantua


Urban Elasticity

KEY CONCEPTS/TERMS
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flypaper effect (p. 359)
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unfunded mandates (p. 361)
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severance tax (p. 363)

multistate legal action (p. 363)

uniform state laws (p. 363)

Dillon’s Rule (p. 364)

home rule (p. 364)

structural home rule (p. 364)

functional home rule (p. 364)

counties (p. 366)

municipalities (p. 368)

townships (p. 370)

school districts (p. 371)

special districts (p. 373)

interlocal service agreements (p. 376)

intergovernmental service agreements (p. 376)

joint service agreements (p. 377)

intergovernmental service transfers (p. 377)

metropolitan areas (p. 377)

ultralocalism (pp. 378-379)

governmental fragmentation (p. 378)
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regional government (p. 380)
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metropolitan governance (p. 381)
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Week 14: Public Sector Ethics

Henry makes the case that public administration is a distinctive undertaking, not subsumed under political science or management or business, even though public objectives are nowadays pursued by a growing range of institutions, including the private sector and the nonprofit sector.  Public administrators are pledged to pursuing the public interest.  Because that is hard to define and difficult to pursue, especially in organizations that can be inflexible and yet open to a broad range of environmental influences, it is essential that public employees adhere to ethical principles in their work.  This chapter briefly describes the kinds of considerations that come into play in a discussion of public ethics.  How to hire and promote, how to award contracts, how to distribute services – these involve ethical problems that deserve sustained attention.
Plunkitt was guided by a code of ethics, was he not?  He believed in honest graft, not dishonest graft.  But we would now consider graft dishonest by its very nature.  Similarly, he believed that loyalty deserved to be rewarded, so a loyal Tammany man ought to get a public job and ought to get a promotion and ought to get “opportunities” in return for his loyal service.  However, today we would regard his actions as wholly unethical and inappropriate, since they amount to rewarding administrators for responding to political pressure.  How do the administrators in the ICMA-TV videos compare?  To what extent can a government help a contractor or business get what they need quickly and yet still remain ethical?  Your guide to such issues will often be a code of ethical conduct adopted by your local government (see, for example, http://www.miamidade.gov/ethics/ for the rules governing public employees in Miami-Dade County), but it is also important that you, as a public administrators, develop your ethical judgment for those occasions when the rules are not so clear cut and the pressure to behave unethically comes from unexpected sources.  Remember that great public objectives cannot be pursued unethically, no matter how important they are.
Chapter Thirteen  

TOWARD A BUREAUCRATIC ETHIC

The idea of ethical public administration is gaining ground and this advancement is well documented.  Major philosophies of the public interest are reviewed and applied to the problems of ethical choice in government.  The practice of ethics in government is summarized.

The educational objectives are to explain to the student how the field of public administration has grappled with the problem of defining the public interest; to discuss how and why ethics are important in public administration; and to illustrate how ethical decision making is conducted in public agencies.  

CHAPTER OUTLINE

CODES AND COMMISSIONS: THE RISE OF PUBLIC SECTOR ETHICS


Ethics for Governments



Federal Ethics



Ethics in the Grass-Roots Governments


Ethics for the Public Professions

PRACTICING ETHICAL PUBLIC ADMINISTRATION


Public Administrators and the Importance of Ethics



An Ethical Commitment



A Higher Standard


Public Administrators and the Perception of Unethical Conduct

DO MORALS MATTER?  ETHICS AND THE EFFECTIVE ORGANIZATION


Ethics and the Effective Corporation


Ethics and the Effective Government

DEEPER CURRENTS: BUREAUCRACY AND THE PUBLIC INTEREST


Bureaucratic Accountability



Checks for Assuring Accountability



Internal or External Assurances: What Do Public Administrators Use?



A Missed Point


Organizational Humanism



The Ultimate Bureaucratic Value



Applying Organizational Humanism: A NonStarter?

JUSTICE-AS-FAIRNESS: A VIEW OF THE PUBLIC INTEREST

INTUITIONISM, PERFECTIONISM, AND UTILITARIANISM


Morally Muddling Through


Promoting Perfect People


The Most Benefits for the Most People


Does Philosophy Affect Policy?

APPLYING THE JUSTICE-AS-FAIRNESS THEORY


The People versus Person Problem


Good Is Not Perfect, and Perfect Is Not Possible


The Unique Utility of Justice-as-Fairness


Big Bureaucracy, Big Decisions

THE PASSION OF PUBLIC ADMINISTRATION (case study)

KEY CONCEPTS/TERMS

Office of Government Ethics (p. 393)

ethical climate (p. 396)

stare decisis (p. 397)

bureaucratic accountability (p. 397)

organizational humanism (p. 398)

Equal Employment Opportunity Commission (p. 399)

intuitionism (p. 400)

perfectionism (p. 400)

utilitarianism (pp. 400-401)

justice-as-fairness philosophy (pp. 401-402)

applying the justice-as-fairness theory (pp. 402-403)

Robert Moses (pp. 404-406)

