Week 10: Human Resources

Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  As managers, our hands will be tied by bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, and limited power over employees.  Even as we struggle with these limitations, we will have to balance the need for information with the right to privacy; and we must focus on productivity even though our work is not often amendable to productivity improvement.  Most important of all, we know that we will confront politicians and voters who want lower taxes and increased spending.  Pressure to lower taxes will often result in inequitable approaches to taxation, even though equity is an important consideration in PA.  And the techniques we use to manage the budget will probably not do much to control spending since the forces that determine levels of expenditure are very powerful and remain more in the domain of politics than administration.
Prefatory Notes for Chapter 9: 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 capital management in the public sector is 

discussed. Particular attention is paid to the four different systems of human capital 

management operating simultaneously in government, the challenges of affirmative 

action and diversity policy, and the future of human capital management. 

CHAPTER OBJECTIVES 

1. Identify and review the six phases of human capital management in the United 

States. 

2. Describe and understand the civil service system and the meaning of merit. 

3. Describe and understand the collective system and the role of organized labor. 

4. Discuss the scope and powers of the political executive system. 

5. Review the development of specialized public professional systems and the 

professional public administration system. 

6. Understand the goal of affirmative action and protected classes. Identify the 

positive and negative consequences of those programs and designations. 

KEY CONCEPTS/TERMS 

public personnel administration 

public personnel management 

public human resource management 

public human capital management 

spoils system 

civil service system 

specialized public professional systems 

professional public administration system 

merit system 

position 

merit principle 

Office of Personnel Management (OPM) 

direct-hire authority 

hiring authorities 

appointment authorities 

Federal Career Intern Program 

position classification 

broadbanding 

paybanding 

salary banding 

performance rating 

performance assessment 

performance appraisal 

whistleblowers 

job classification 

equity 

at-will-employment 

collective system 

unions 

sovereignty 

individualism 

collective bargaining 

meet-and-confer negotiations 

productivity bargaining 

goldfishbowl bargaining 

sunshine bargaining 

mediation 

conciliation 

arbitration 

voluntary arbitration 

compulsory arbitration 

binding arbitration 

political executives 

policy 

loyalty test 

profession 

performance pay 

pay for performance 

pay for contribution 

pay for competence 

affirmative action 

age discrimination 

set-aside programs 

disparity studies 

disability 

protected classes 

disparate impact 

adverse impact 

reverse discrimination 

test validity 

veterans’ preference 

race norming 

banding 

protective labor laws 

comparable worth 

sexual harassment 

hostile environment 

diversity 

Week 11: Policymaking 

Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  In this process, our hands as managers will be tied by bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, limited power over employees, conflicts over how and whether to use information, constant demands for increased productivity for tasks that are not very amenable to such improvements, and the ever present pressure to lower taxes while delivering more services.  Our main tool for pursuing this complex and often contradictory bundle of goals – our human resources – will also face political pressure, since politicians are eager to use staffing as a way to reward followers and to enforce their ideological preferences on the bureaucracy.
Prefatory Notes for Chapter 10: 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.  All the discussions 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 incrementalist and rationalist paradigms of public policy making are discussed 

individually and compared to each other. Particular attention is paid to the individual 

models that emerged in both paradigms. Public strategic planning is then discussed in 

terms of federal, state, and local decision making and its costs and benefits are contrasted 

with those of both incrementalist and rationalist paradigms. 

CHAPTER OBJECTIVES 

1. Discuss the incrementalist paradigm of public policy making. Identify the various 

models that fall under this rubric. 

2. Discuss the rationalist paradigm of public policy making. Identify the various 

models that fall under this rubric. 

3. Identify the characteristics of strategic planning. Explain its use by federal, state, 

and local governments. 

KEY CONCEPTS/TERMS 

public policy 

public policy analysis 

policy analyst 

incrementalist paradigm 

disjointed incrementalism 

elite/mass model 

group model 

systems model 

institutionalist model 

neo-institutionalist model 

redistributive power arena 

distributive policy 

regulative policy 

constituent policy 

probability of coercion 

target of coercion 

organized anarchy model 

problems stream 

values 

comparisons 

categories 

political stream 

governmental agenda 

policy stream 

decision agenda 

alternative specification 

policy entrepreneur 

softening-up phase 

trial balloons 

tilt effect 

window 

rationalist paradigm 

metapolicy 

rational choice model 

public choice model 

political economy 

metropolitan organization 

local public economies 

Pareto improvement 

Pareto optimality 

indifference curve 

value achievement curve 

tradeoff 

externality 

spillover effect 

public goods and services model 

exclusion 

high exclusionary control 

low exclusionary control 

consumption 

use 

joint consumption 

individual consumption 

private goods and services 

toll goods and services 

common-pool goods and services 

public goods and service 

collective goods and services 

technology assessment 

technological forecasting 

strategic planning 

strategic decision making 

strategic management 

public strategic planning 

scenario planning 

coercive pressure 
Week 12: Intersectoral Administration and Privatization
Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  In this process, our hands as managers will be tied by bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, limited power over employees, conflicts over how and whether to use information, constant demands for increased productivity for tasks that are not very amenable to such improvements, the ever present pressure to lower taxes while delivering more services, and political pressure to make hiring and firing decision for political and ideological reasons.  Although public administrators do not make policy, we can influence the way policy-makers think about problems by using our noetic authority to inform their decisions.  Our ability to be persuasive is enhanced by our understanding of the policy process, which is often incremental in nature, and by the prescriptive tools (often from economic thought) we bring to the debate.  However, we will also be confronted by non-decisions and the unintended consequences of policy decisions, and thus as public administrators we will “make policy” by improvising solutions to problems that land in our laps.
Prefatory Notes for Chapter 11: 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, although in practice the claim is reduced to the erroneous assertion that “private is better than public.”  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 were 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, for example?

Chapter Eleven   

INTERSECTORAL ADMINISTRATION

Governments collaborate with many entities but privatization only occurs with the 

business and nonprofit sectors. Privatization is a government’s use of the private and 

nonprofit sectors to deliver public services and attempt to improve the content and 

implementation of public programs. Motivations to collaborate are discussed as well as 

various methods of service provision. 

CHAPTER OBJECTIVES 

1. Understand and explain the reasons why governments collaborate for the 

implementation of public policies and the provision of public services. 

2. Describe the differences between the public, private, and independent sectors. 

3. Explain the process of federal privatization. Identify the positive and negative 

aspects of federal contracting. 

4. Understand why state and local governments privatize. Identify the positive and 

negative aspects of state and local contracting. 

5. Identify and discuss the lessons that public administrators should keep in mind 

throughout the contracting process. 

6. Explain the role of the independent sector in intersectoral administration. 

 KEY CONCEPTS/TERMS 

 sourcing 

outsource 

contract out 

intersectoral administration 

privatization 

governmental function 

contracting officers 

FedBizOpps 

lobbying 

revolving door 

federal service contract 

competitive bidding 

competitive sourcing 

managed competition 

public enterprises 

government corporation 

public authority 

public-benefit corporation 

special authority 

special district 

hybrid organizations 

government-sponsored enterprises 

nonprofit sector 

third sector 

emerging sector 

independent sector 

public serving organizations 

public-benefit organizations 

member-serving organizations 

human services 

social services 

neighborhood associations 

community development corporations 

residential community associations 

mini-govs 

vouchers 

education vouchers 

school vouchers 

Week 13: Intergovernmental Relations

Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  In this process, our hands as managers will be tied by bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, limited power over employees, conflicts over how and whether to use information, constant demands for increased productivity for tasks that are not very amenable to such improvements, the ever present pressure to lower taxes while delivering more services, political pressure to make hiring and firing decision for political and ideological reasons, and our limited control over the policy process coupled with our responsibility for policy implementation.  We will also face pressure to contract out services with claims that private sector contractors can deliver better quality results for less money.  We recognize, however, that competition, rather than privatization, is the real key to reducing price and increasing quality.  And we are mindful of the fact that accountability, not just saving money, is a constant concern when contracting out.
Prefatory Notes for Chapter 12: 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 and fragmentation.
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 interactions between federal, state, and local governments are discussed. The 

financial, legal, political, and administrative relationships between all levels and units of 

government are defined and explained. Particular attention is paid to the evolution of 

intergovernmental administration and the historical development of fiscal federalism. 

The chapter concludes with a discussion of the growing importance of metropolitan 

governance. 

CHAPTER OBJECTIVES 

 1. Explain the unique and different features of local government units, in 

comparison to state and federal governments. 

2. Discuss the use of money to implement and regulate public policy at the state and 

local levels of government. 

3. Understand the mechanisms of fiscal federalism. 

4. Describe federalism between the states and between the states and their local 

government units. 

5. Explain governmental fragmentation, consolidation, and the growth of 

metropolitan governance. 

KEY CONCEPTS/TERMS 

intergovernmental relations 

federalism 

intergovernmental administration 

intergovernmental management 

dual federalism 

layer cake federalism 

cooperative federalism 

marble cake federalism 

co-optive federalism 

pound cake federalism 

competitive federalism 

crumble cake federalism 

fend-for-yourself federalism 

devolution revolution 

fiscal federalism 

grant-in-aid 

categorical grant 

project grants 

discretionary grants 

formula grants 

formula/project grants 

block grants 

grants for payments to individuals 

flypaper effect 

regulatory federalism 

mandate 

crosscutting requirements 

partial preemptions 

crossover sanctions 

direct orders 

unfunded mandate 

policy scope 

interstate cooperation 

interstate compact 

uniform state laws 

multistate legal actions 

severance tax 

Dillon’s Rule 

home rule 

structural home rule 

interlocal service arrangements 

intergovernmental service contract 

joint service agreement 

intergovernment service transfer 

counties 

municipalities 

townships 

school districts 

special districts 

metropolitan areas 

elasticity 

ultralocalism 

governmental fragmentation 

governmental decentralization 

governmental differentiation 

metropolitan organization 

gargantua 

centralized government 

centrism 

regional government 

regionalism 

metropolitan government 

city-county consolidation 

municipal annexation 

Week 14: Public Sector Ethics

Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  In this process, our hands as managers will be tied by bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, limited power over employees, conflicts over how and whether to use information, constant demands for increased productivity for tasks that are not very amenable to such improvements, the ever present pressure to lower taxes while delivering more services, political pressure to make hiring and firing decision for political and ideological reasons, limited control over the policy process, and pressure to privatize public services even though competition among providers may be limited and accountability may be difficult to insure.  We will also be working in an institutional environment in which different levels of government are in conflict and in which there is often profound disagreement over the proper role of the federal government, even though states and cities have come to rely on intergovernmental transfers to balance their budgets.
Prefatory Notes for Chapter 13: 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.  He also believed in democracy, but we would now question whether the sort of participation he had in mind was really about getting re-elected rather than serving the public interests.  

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 importance of ethics in the public sector is discussed. Particular attention is paid to 

the development of formal codes of ethics as well as why ethics are important to public 

administration. The grounding of public ethics in normative theory is discussed before 

the chapter concludes with a request to do no harm through public service. 

CHAPTER OBJECTIVES 

 1. Understand the role of ethical practices in public administration. 

2. Explain why ethical behavior and decision-making makes for good business and 

for good public administration. 

3. Compare and contrast philosophies of the public interest. Explain justice-as-

fairness as the most workable philosophy for organizing the public organization. 

4. Describe why moral/ethical public administration is important to good 

governance. 

KEY CONCEPTS/TERMS/INDIVIDUALS 

codes of ethics 

Office of Government Ethics 

misconduct 

ethical climate 

stare decisis 

judicial precedent 

bureaucratic accountability 

ombudsman 

organizational humanism 

intuitionism 

perfectionism 

utilitarianism 

justice-as-fairness 

Robert Moses 
