 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

Recap: Modern American public administration is, in large measure, a response George Washington Plunkitt and his kind of political leader.  What were the problems with his approach to governance?  First, administrative decisions (like where to put roads and how best to build them) were made for personal financial gain at public expense; generically, we can refer to this, in its various forms, as graft and corruption.  Second, staffing decisions (whom to hire for government jobs) were made to reward political supporters rather than according to a person’s competence and ability to achieve public objectives; this came in two forms: nepotism (hiring of relatives) and cronyism (hiring friends and political supporters).  Third, distribution of services was directed toward rewarding political support; in other words, favoritism influenced how resources were distributed.  And, fourth, larger public problems were left unaddressed (what we might term ineffectiveness).  Put in more general terms, we can say that under Plunkitt (and his kind), administrative processes (delivering services and managing government) were subordinate to political processes (getting elected, connecting to voters).  Of course, we want administration to be subordinate to politics (if by this we mean politics as the “voice of the people” and the essence of democracy) but not to “politics,” which is concerned with perpetuating the terms of current office holders.  Since Plunkitt could claim, with a fair amount of success, that he represented the people, that getting elected showed that to be true, and that it was the very essence of democracy for him to distribute resources to those who helped him stay in office, we need to ask what public administration has to offer that is better than Plunkitt: that is, what will PA do that appeals to the “people” in the same way Plunkitt did without all the defects of his approach to governance?  This chapter is Henry’s attempt to articulate a modern response to that question.
Prefatory Notes for Chapter 1: 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  

CHAPTER OVERVIEW 

A discussion of the tradition and context of American public administration sets the tone 

for the book, focusing on American’s preference for constrained public leadership. The 

public perception of bureaucracy (pejorative) is juxtaposed with the public’s reliance 

upon and acceptance of public administrators (favorable). The chapter concludes by 

defining the paradoxical power of the public administrator, which has developed beyond 

its cultural, institutional, and legal limits. 

CHAPTER OBJECTIVES 

 1. Understand the political culture and developments that shaped U.S. government 

and public administration. 

2. Explain the difference between Hamilton’s and Jefferson’s vision of the 

bureaucracy. 

3. Understand the consequences of a constrained government and public 

administration. 

4. Reconcile the differences between public suspicion of public administration and 

positive individual experiences with public administrators. 

5. Identify the importance of the policy-making role of public administrators. 

KEY CONCEPTS/TERMS/INDIVIDUALS 

The Articles of Confederation 

Alexander Hamilton 

Thomas Jefferson 

constraint 

the “hollow government” 

recall 

referendum 

initiative or initiative petition 

bureaucratization 

staying power 

discretionary power 

legislative veto 

policy agenda 

noetic authority 

Max Weber 

Week 3: Theorizing about Public Administration

Recap: What is public administration’s response to Plunkitt?  According to Henry, the goal of public administration is to reconcile bureaucracy and democracy.  This will give us that crucial combination of responsiveness without corruption and efficiency without unresponsiveness.  IN other words, PA will make it possible for government to respond to the needs of its citizens in the same sorts of ways that Plunkitt did, but without the corruption, cronyism, and favoritism that undermined Plunkitt’s claims to effective governance.  And PA will achieve the goal of proper use of scarce public resources while still permitting broad participation in public decision-making.  This allows PA to avoid one of the key charges against bureaucracy (faceless bureaucrats making decisions unilaterally over the wishes of the public).
Prefatory Notes for Chapter 2: 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 

CHAPTER OVERVIEW 

The intellectual evolution of the field and profession of public administration is reviewed, 

focusing on the major developments in the twentieth century. Six paradigms of public 

administration are explained, concluding with a discussion of the waning of government 

and the development of governance in the public sector. 

 CHAPTER OBJECTIVES 

1. Understand and explain how the discipline of public administration has developed 

over time. 

2. Understand the relationship between how public administration is defined and 

how public administration is practiced. 

3. Identify the perceived differences between politics and administration and discuss 

how those concepts have evolved and meshed over time. 

4. Discuss the concept of principles of administration. Identify the principles 

included in the anagram POSDCORB and why they were considered important 

foundations of public administration. 

5. Describe public administration as an autonomous field. 

KEY CONCEPTS/TERMS 

paradigm 1 

politics/administration dichotomy 

politics 

administration 

paradigm 2 

principles of administration 

POSDCORB 

political acts 

administrative acts 

span of control 

paradigm 3 

cross-cultural administration 

precepts of American political science 

paradigm 4 

administrative science 

generic management 

agency 

interest 

access 

definitions of public 

privatization 

“new public administration” 

practitioner pride 

National Academy of Public Administration 

paradigm 5 

NASPA 

M.P.A. programs 

paradigm 6 

government 

governance 

governing by network 

Week 4: Theories of Public Organizations

Recap: What were the problems with the Plunkitt approach to governance?  Administrative decisions made for personal financial gain at public expense (corruption), staffing decisions made to reward political supporters rather than ability to achieve public objectives (nepotism and cronyism), distribution of services directed toward rewarding political support (favoritism), larger public problems not addressed (ineffectiveness): We want administration to be subordinate to politics (voice of the people, essence of democracy) but not to “politics,” which is concerned with perpetuating the terms of current office holders.  The Goal: responsiveness without corruption, efficiency without unresponsiveness; reconciling bureaucracy and democracy = role of PA.  Do this with noetic authority.  PA combines political science and management, but is distinct from both because public institutions are different: (1) agency: acting for self or others; (2) interest: benefit insiders or outsiders; (3) access: openness to environment.  Another formulation: (1) task environment: public more complex, less stable, less competitive, more penetrated by environmental forces; (2) organizational missions: goals are more distinctive, more numerous, and less defined; (3) structural constraints: more constrained by bureaucracy and red tape and less autonomy; (4) personal values: less materialistic, less loyal, more committed to serving the public interest and facilitating social change.

Prefatory Notes for Chapter 3: 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. 

The characteristics of the open and closed models of organizations are explained, as well 

as the essential differences between these models. Particular attention is paid to the 

assumptions each model makes about environment, the human condition, motivation, 

manipulation, organizational power, and the moral significance of organizations in 

society. The chapter concludes with a discussion of reconciling open and closed models. 

CHAPTER OBJECTIVES 

1. Understand the primary characteristics of the closed model of organization and be 

able to identify the major theories that emerged from this perspective. 

2. Understand the primary characteristics of the open model of organizations and be 

able to identify the major theories that emerged from this perspective. 

3. Define organizational development (OD) and discuss its primary advantages and 

disadvantages for public agencies. 

4. Explain the differences between open and closed models in the following areas: 

 a. assumptions about power 

 b. assumptions about the organizational environment 

 c. assumptions about the human condition 

 d. assumptions about motivation 

 e. assumptions about manipulation 

 f. assumptions about the moral significance of organizations in society 

5. Understand the assumptions upon which a synthesis of the open and the closed 

model of organizations are premised and explain why organizational uncertainty 

can be positive. 

KEY CONCEPTS/TERMS/INDIVIDUALS 

characteristics of organizations 

closed model 

characteristics of closed models 

ideal type 

bureaucratic theory 

Weber’s model of bureaucracy 

scientific management 

Frederick Taylor 

Frank and Lillian Gilbreth 

person as machine perspective 

concept of “therblig” 

administrative management 

generic management 

principles of administration 

POSDCORB 

Mary Parker Follett 

open model 

characteristics of open models 

human relations 

Hawthorne effect 

Maslow’s hierarchy of human needs 

self-actualization 

Frederick Herzberg 

motivation-hygiene theory 

hygienic factors 

motivator factors 

negative motivators 

“leadership impact” 

public sector motivators 

nonprofit sector motivators 

organization development (OD) 

Kurt Lewin 

adaptive systems 

contingency theory 

Selznick’s co-optation 

KITA 

essential differences between open and closed models 

Theory X and Theory Y 

rational interest 

power 

collective action 

manipulation 

willing submissiveness 

uncertainty reduction 

model synthesis assumptions 

Week 5: The Fabric of Public Organizations: Forces

Recap: What is PA’s response to Plunkitt?  We shall use our noetic authority, borrowing from management and political science to reach our goals, but recognizing that managing in public organizations is different because we serve others (not ourselves), we benefit outsiders (not insiders), and we are more accessible.  As we build these new organizations that reconcile bureaucracy and democracy, we need to keep in mind that we have two big organizational alternatives: closed versus open (means versus ends, rules versus creativity, coerced versus voluntary work).  The success of whatever strategy we choose will depend on how our organization matches with its environment: stable environments allow more rigid organizations, unstable ones require more flexibility.  We also recognize that organizations will all tend toward closure because we prefer certainty over uncertainty.
Prefatory Notes for Chapter 4: 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 adapts to internal and external forces. 

Particular attention is paid to knowledge acquisition, decision-making, and organizational 

performance within the peculiar restraints of public administration. Networking and 

coalitional management is addressed as well as the challenges facing independent and 

not-for-profit organizations. 

 CHAPTER OBJECTIVES 

1. Understand how society measures the worth of public agencies and nonprofit 

organizations. 

2. Explain how public organizations use knowledge and information in decision 

making. 

3. Understand the boundaries that limit or shape decision-making in organizations. 

4. Describe the tactics used to implement strategic decisions and policies and 

understand why some tactics are more successful than others. 

5. Understand the impact of the organization’s external environment on internal 

organizational actions and decision making. 

KEY CONCEPTS/TERMS/INDIVIDUALS 

efficiency test 

effectiveness test 

social test 

external legitimacy 

knowledge 

data 

information 

wisdom 

uncertainty absorption 

Friedrich von Hayek 

organizational sophistication 

decision premise 

bounded rationality 

status quo 

Herbert Simon 

“satisficing” 

heuristic thinking 

Groupthink 

computational decisions 

garbage can model 

organized anarchy 

attenuated autonomy 

consultative decision making 

conflictual decision making 

coalition management 

tactics of administration 

persuasion 

edicts 

participation 

intervention 

technology 

human choice 

environmental determinism 

“sunshine laws” 

advisory committees 

administrative procedures acts 

iron triangle 

bureaucracy 

hierarchy 

red tape 

“cesspool syndrome” 

Week 6: The Fabric of Public Organizations: People

Recap: What is PA’s response to Plunkitt?  We will build new organizations that reconcile bureaucracy and democracy.  We know there are basic models we can follow (closed versus open), but the tendency will be toward organizational rigidity (because we prefer certainty over uncertainty), although success will depend on how well the form is adapted to the environment (stable environments allow more rigid organizations, unstable ones require more flexibility).  We also recognize that our work will be hampered by the fact that the goals of public organizations are often vague, uncertain, and subject to wide disagreement; that decision-making in organizations is not always rational, is not necessarily based on information even when available, is less autonomous and more constrained than in the private sector; and that public sector organizations often have multiple bosses and responsibility for managing a single policy is often scattered among several agencies, in addition to being more affected by their task environments.

Prefatory Notes for Chapter 5: 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

What motivates people to enter public service? Individuals choose public and 

independent sector positions for many reasons and once within the organization, the 

individual’s personal attributes and national culture affect his/her perceptions and 

behavior. Particular attention is paid to the role of leadership within the organization, 

emphasizing the values of vision, communication, and dedication. 

 CHAPTER OBJECTIVES 

1. Describe and discuss why individuals choose employment in the public and 

nonprofit sectors. 

2. Understand how individual psychology and national culture affects how people 

view public service as well as their organizational behavior. 

3. Identify different types of public bureaucrats and their motivations. 

4. Understand the differences between leadership and administration. Place 

leadership in its appropriate role within the organization. 

5. Differentiate between public-, private-, and independent-sector leadership. 

KEY CONCEPTS/TERMS/INDIVIDUALS 

public service motivation 

security 

psychological (Freudian) man 

rational (economic) man 

administrative man 

bureaucratic personality 

job satisfaction 

birth order 

“principle of divergence” 

life’s turning points 

reality shock 

career consolidation 

mid-life transition 

national culture 

power distance 

uncertainty avoidance 

individualism-collectivism 

masculinity-feminity 

long term-short term orientation 

achievement motivation cultures 

security motivation cultures 

social motivation cultures 

Alvin Gouldner 

locals 

cosmopolitans 

organizational adaptability 

organizational stability 

Dwaine Marvick 

career types 

institutionalists 

specialists 

hybrids 

politicized experts 

leadership 

administration 

hierarchical leaders 

leadership traits 

leadership behaviors 

contingencies 

task-motivated leader 

relationship-motivated leader 

transactional approaches 

organizational culture 

position power 

reward power 

coercive power 

legitimate power 

personal power 

expert power 

referent power 

charisma 

transformational leadership 

charismatic leader 

boards of directors 

realpolitik 

vision 

status quo 

Week 7: Getting, Using, and Protecting Information
Recap: What is PA’s response to Plunkitt?  We will build new organizations that reconcile bureaucracy and democracy.  Those organizations will tend toward the closed model and suffer from the usual defects in decision-making, and our task will be complicated by the vagueness of our goals, the diffusion of implementation responsibility, and the penetration of the task environment.  As we try to manage our primary resource (people) for getting the job done, we will have to keep in mind that motivation must be individualized (Skinner, McGregor, Maslow, Herzberg), that individuals relate to organizations in different ways (Hofstede, locals vs. cosmopolitans), and that public sector leaders do not have as much reward or coercive power over employees as private sector leaders and thus have to rely more on expert, charisma, and personal power to motivate.
Prefatory Notes for Chapter 6: 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 had a major impact on public organizations and created 

new challenges for public administrators. The use of information technology by national, 

state, and local governments has grown exponentially in recent years. Governments 

spend over $120 billion per year on information technology and the public administrator 

must balance making better public policy with protecting the privacy and liberty rights of 

citizens. The major dilemmas of protecting public and private data are emphasized, 

along with best practices for knowledge management. 

CHAPTER OBJECTIVES 

1. Understand the impact of increased reliance on information technology on 

government and on society. 

2. Identify the uses of computers and information technology in national, state, and 

local governments. Explain the growth in the provision of services using e-gov. 

3. Understand the administrative balancing act between information gathering and 

the use and protection of individual privacy and liberty rights. 

4. Understand the changes information technology has brought about in government 

and governance. 

KEY CONCEPTS/TERMS 

computer matching 

Real ID Act of 2005 

reasonableness 

compelling interest 

job relatedness 

hacking 

public information resource management 

knowledge management 

chief information officers (CIO) 

electronic government 

e-government 

e-gov 

digital government 

portals 

Federal.gov 

“e-rulemaking” 

State.gov 

e-procurement 

electronic benefits transfer 

Local.gov 

management information systems 

decision support systems 

geographic information systems (GIS) 

best practices for knowledge management 

street-level bureaucracy 

screen-level bureaucracy 

system level bureaucracies 

infocracies 

Week 8: Corruption’s Consequence: Public Productivity
Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  Those organizations will suffer from congenital problems: bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, limited managerial power over employees, each of whom needs an individualized approach to motivation.  We recognize that we derive our power primarily from our noetic authority and that authority requires information about the public we serve.  Since information is one of our primary tools, we will be tempted to gather and use potentially sensitive information to make our jobs easier.  However, we must recognize that at times there is a fine line between the appropriate use of information and invasion of privacy.  Privacy is an important public goal in a democracy and we cannot simply dismiss it even though we are also pursuing other important public goals, such as efficiency and security.
Prefatory Notes for Chapter 7: 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

Government productivity is closely tied to citizens’ perception of government corruption. 

Corruption can include many activities and behaviors, including incompetence. 

Corruption control is often tied to monitoring programs and the development of effective 

and efficient public policies. Particular attention is paid to performance measurement 

and public program evaluation as mechanisms to bring agency actions into full view of 

the public it serves. 

 CHAPTER OBJECTIVES 

1. Identify types of corruption and the problems corruption causes for good 

governance. 

2. Define and describe the fundamentals of public management productivity. 

3. Understand the goals of the New Public Management. 

4. Identify and explain the purposes of performance measurement. Understand the 

pitfalls of performance measurement in order to avoid them. 

5. Identify the purposes of public program evaluation. Describe the program 

evaluation process and its uses. 

KEY CONCEPTS/TERMS 

 corruption 

fraud 

graft 

waste 

abuse 

abuse of authority 

efficiency 

effectiveness 

public productivity 

inputs 

outputs 

services 

Government Accountability Office (GAO) 

inspectors general 

privatization 

liberation management 

new public management 

National Performance Review 

public quality management 

Quality Circles 

performance measurement 

evaluation 

control 

budgeting 

motivation 

promotion 

celebration 

learning 

improvement 

Program Assessment Rating Tool (PART) 

workload measures 

output measures 

unit cost measures 

efficiency measures 

outcome measures 

effectiveness measures 

service quality measures 

citizen satisfaction measures 

benchmarking 

Federal Benchmarking Consortium 

strategic measurement 

total organizational performance systems 

key performance indicators 

Governmental Accounting Standards Board (GASB) 

public program evaluation 

evaluation research 

front-end analysis 

evaluability assessment 

program and problem monitoring 

process evaluation 

implementation evaluation 

effectiveness evaluation 

outcome evaluation 

impact evaluation 

meta-evaluation 

evaluation synthesis 

entrepreneur 

politician 

technician 

pretender 

normative theorist 

conceptual and methodological developer 

neutral evaluators 

academics 

clinicians 

strategizers 

validity 

relevance 

significance 

timeliness 

control group 

experimental group 

privacy 

confidentiality 

informed consent 

consensual cooperation 

collaborative modes of evaluation 

Week 9: Public Budgeting

Recap: PA’s response to Plunkitt will be to bridge the gap between bureaucracy and democracy by building new organizations.  Those organizations will suffer from bureaucratic rigidity, vague goals, diffusion of implementation responsibility, penetration of the task environment, limited managerial power over employees.  We must respect the right to privacy even as we use sensitive information to pursue important objectives such as security.  We also know that, in addition to being honest and avoiding any hint of corruption, we are now expected to be highly productive, efficient, and effective, even though many public sector activities involve hands-on service work that is not very susceptible to large improvements in productivity.  We recognize that, in spite of that fact, we will be pressured to adopt private sector productivity techniques and increasingly to contract out public sector work to private companies, even though contracting is an area where corruption is often rampant.
Prefatory Notes for Chapter 8: “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 decisions 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

American government, including its administration, policies, and programs, are funded 

via various revenue and tax structures. Public finance, taxation, borrowing, and spending 

are addressed as well as economic policy at the federal and state levels of government. 

The many forms that public budgeting has assumed in the United States is emphasized, 

paying particular attention to the legacy of each system. 

CHAPTER OBJECTIVES 

1. Identify and explain public finance, focusing on revenue and expenditures at all 

levels of government. 

2. Understand the impacts of the Congressional Budget and Impoundment Control 

Act of 1974. 

3. Define and describe the various tax structures employed by the national, state, and 

local levels of government. 

4. Identify and understand the different forms of federal economic policy. 

5. Understand the elements, limitations, and legacy of: Line-Item Budgeting; 

Program/Performance Budgeting; Planning-Programming-Budgeting; Budgeting-

by-Objectives; Zero Base Budgeting; Target Base Budgeting; and Budgeting for 

Results. 

 KEY CONCEPTS/TERMS 

 public finance 

revenue 

expenditures 

outlays 

general fund 

general purpose revenue 

general revenue 

general fund expenditures 

discretionary spending 

general tax 

special funds 

user fees 

entitlements 

relatively uncontrollable outlays 

mandatory and related programs 

other-than-general revenue 

insurance trusts 

charges 

customer payments 

special-purpose governments 

general-purpose governments 

municipal bond 

general obligation bonds 

revenue bonds 

grants-in-aid 

personal income tax 

individual income tax 

social insurance and retirement receipts 

insurance contributions 

corporate income tax 

excise tax 

payments for individuals 

intergovernmental revenue 

own source revenue 

sales tax 

pass-through grants 

property tax 

efficiency costs 

simplicity 

transparency 

administrability 

equity 

progressive income tax 

proportional income tax 

flat tax 

regressive income tax 

compulsory payroll tax 

national retail sales tax 

value-added tax 

circuit breaker 

homestead exemptions 

money supply 

supply-side economics 

fiscal policy 

monetary policy 

open-market operations 

discount rate 

federal funds rate 

reserve requirement 

line-item veto 

rescission 

off-budget entities 

deficit 

debt 

gross federal debt 

public debt 

budget 

line-item budget 

consolidated executive budget 

objects-of-expenditure budget 

program/performance budget 

program budget 

performance budget 

planning-programming-budgeting (PPB) 

PPB System 

budgeting-by-objectives (BBO) 

management-by-objectives (MBO) 

zero base budgeting (ZBB) 

target base budgeting (TBB) 

fixed-ceiling budgeting 

top-down budgeting 

cutback management 

hiring freeze 

undifferentiated budget cuts 

across-the-board budget cuts 

alternative methods of service delivery 

budgeting for results 

results budgeting 

mission budgeting 

entrepreneurial budgeting 

performance-based budgeting 

standing strategies 

opportunistic tactics 

Congressional Budget Act 

Congressional Budget Office (CBO) 

deeming resolution 

continuing resolution 

forecasting 

