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“The Study of Administration,” Woodrow Wilson

· History of the study of public administration

· Administration is “government in action”

· For most of history, thinkers focused on who should make laws and what laws should be—rather than how laws should be executed

· Government’s functions were simpler in bygone eras

· Functions of the state in modern times increased drastically both in number and complexity

· Initial study of administration pioneered by French and German thinkers and thus tailored to their centralized states

· Wilson posits three steps in governmental development

· Absolute rulers

· Substitution of popular, constitutional rule

· Development of administration

· Democracy makes the organization of administration and administrative reform more difficult—i.e. need for compromise, need to educate and foster public support

· Definition of administration

· Administration “is a field of business . . . removed from the hurry and strife of politics”

· Administrative study should build foundations of stable principles rather than rely on empirical experiment

· Politics should set the tasks for administration but not “manipulate its offices”

· Best methods for development of the discipline

“Politics and Administration,” Frank J. Goodnow

· Three kinds of authorities engaged in execution of the state will

· Judicial

· Executive

· Administrative – attend to the scientific, technical, and commercial activities of the government

· Two functions of government

· Politics – policies or expressions of the state will

· Administration – execution of policies

· The assignment of these functions cannot be made to separate authorities in the US government

· The US has attempted to legally separate the government bodies responsible for politics and administration (legislature vs. executive?).  The necessary subordination of administration to politics is achieved extra-legally via the political party system

“Public and Private Management: Are They Fundamentally Alike in All Unimportant Respects?” Graham T. Allison

1. What is public management?

· Attempts to draw a sharp line between policy/politics and administration or between policy-making and policy-implementation are efforts to put value-laden issues aside and focus on the more limited question of how to perform tasks for efficiently, but this is an oversimplification

· There is little data on what public managers actually do

· Management = organization and direction of resources to achieve a desired result

2. How are public and private management basically alike?

· General managers in public and private settings share basic management functions—at a high level: setting strategy and managing internal and external components

3. How do public and private management differ?

· Allison presents three distinct lists of differences—including:

· Time perspective (shorter for public)

· Duration (shorter for public)

· Measurement of performance (no “bottom-line” for public)

· Personnel constraints

· Equity concerns

· Openness to public scrutiny

· Authority (private managers’ authority is more certain)

4. How are the jobs and responsibilities of two specific public and private managers alike and different?

· A public manager may face crippling resistance to policy changes from her subordinates; subordinates have ways of undermining public managers’ authority

· Civil service system’s design is geared as much toward preventing spoils as toward fostering productivity

· In government, the appearance of success is often just as important as actual success

5. What is a good future research agenda?

· Allison does not believe that there is a significant body of private management skills and techniques that can be usefully transplanted into public management

· Best lesson taken from private management is that significant improvements can be made via a consciousness of and systematic study of public management

· Study of public management should focus on empirical evidence of best practices and address real problems faced by actual public managers

Bureaucracy, Wilson

· Chapter 1: Armies, Prisons, Schools

· Two ways to look at government agencies—top-down and bottom-up

· Top-down view is appropriate in the cases of “production organizations” and “client politics”

· Bottom-up view allows one to determine whether a bureaucracy’s organization is well-suited to what it’s members actually do

· Leaders often assume that rules, laws, and organization structure dictate what a bureaucracy does and are then surprised when reorganizations do not have the desired effects

· Chapter 2: Organization Matters

· Until recently, the firm was the atom of economics—i.e. economists treated firms/agencies like black boxes transforming inputs into outputs and thus ignored the importance of organization

· Commonly held but incorrect belief is that it’s not the organization that matters but rather the people in it

· An organization, properly understood, is not just an org chart, but rather a system of coordination among two or more people

· There is no one best way of organizing

· Three key organization challenges

· How does an organization perform its critical task

· Widespread agreement about and endorsement of the way the critical task is defined (i.e. a sense of mission)

· Sufficient freedom of action and political support (autonomy)

· Why do the rank-and-file (operators) do what they do?

· Operators exercise their discretionary authority in part based on organizational culture—including:

· Real-world situations encountered

· Prior experiences and personal beliefs

· Peer expectations

· External agency politics

· Direction of agency founders

· The higher up in the organization a manager is, the more her actions are shaped by the political forces affecting the agency

· Executives worry about maintaining the agency’s autonomy—protecting their turf

· Chapter 16: National Differences

· Case study: informal and cooperative Swedish approach to workplace safety vs. US’s formal and punitive OSHA agency

· Agencies with similar goals behave so differently because of politics and culture

· Politics

· Nations with parliamentary governments have more consensual regulatory policies

· Authority for making and implementing policy is concentrated in the hands of the executive

· Centralized authority reduces the incentives for special interests to organize politically if they can’t affect policy without persuading the political majority

· Interest groups in Europe are large and national

· Policy implementation can be informal and flexible only because affected parties do not believe they can escape regulations by political pressure or legal action

· The US, with its presidential system, has an adversarial regulatory system

· Culture

· Culture is to a group what personality is to a person

· Americans have a populist streak that makes them wary of government secrecy

· Deference vs. self-assertiveness

· Europeans’ tradition of monarchy and aristocracy makes them deferent to leaders and experts

· Americans do not accord high status to experts or government leaders

· Formality vs. informality

· Europeans tend to interact with other members of organizations in a formal manner

· Americans tend to interact in a more informal manner

· Groups vs. individuals

· Japan, for example, strongly emphasizes group decision-making and consensus

· Impersonal vs. personal

· Patrimonial or personalistic rule of Latin American regimes and American urban political machines

· Statist and non-statist regimes
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Government Performance: Why Management Matters, Ingraham

· Chapter 1 – Management, Capacity and Performance

· Perceived efficiency of private sector management has been held up as the ideal while public management “process” has been denigrated

· Management capacity is a platform for performance—a measure of potential to attain desired outcomes or results

· Government Performance Project (GPP) and Federal Performance Project were five-year studies funded by the Pew Charitable Trusts

· Chapter 2 – Dissecting Management

· Capacity is defined as “the government’s intrinsic ability to marshal, develop, direct, and control it’s financial, human, physical, and information resources”

· Four key levers driving management capacity

· Management systems

· Financial

· HR

· IT

· Capital

· Leadership

· Directs individual management systems

· Promotes “vision” and coordination across systems

· Integration

· Leadership

· Information usage

· Strategic allocation of resources

· Managing for results

· Chapter 3 – Assessing Management

· Management systems

· Financial

· Allocation

· Accurate forecasting

· Timely budgeting

· Long-term perspective

· Execution

· Budgets must constitute real constraints

· Trade-off between flexibility and control

· HR

· Determining how to fulfill workforce needs

· Finding personnel

· Developing personnel skills

· Motivating personnel

· Rewarding personnel

· Dealing with remedial workers

· IT

· Aligned with organizational goals

· Viewed as investment (cost-benefit analysis)

· High-level coordination and integration

· Training of personnel

· Data sharing with the public

· Capital

· Long-run planning

· Alignment with goals/strategy

· Adequate attention to maintenance

· Leadership

· Evaluate leadership constantly across criteria rather than as a separate category

· Integration

· Having a clear mission and vision

· Providing the right information to the right people at the right time

· Providing the right resources to the right people at the right time

· Managing for results

· Chapter 5 – State and Local Findings

· Management systems

· Financial

· Highest grades than other systems—in some ways it’s the easiest system to manage and it also receives widespread attention

· HR

· Rigid civil service systems are burdensome

· Trend toward strategic balance between centralized and decentralized structures

· IT

· Capital

· Vision and commitment are vital

· Too often maintenance gets short shrift

· Leadership

· Integration

· Managing for results

· Difficult to focus on outcomes rather than outputs

· Measurement is only one step—government just incorporate feedback to improve performance

· Chapter 6 – Federal Results

· Management systems

· Financial

· HR

· Workforce planning challenges presented by looming retirement surge

· Clinton years saw overly aggressive downsizing

· Some agencies face challenging labor relations

· Difficult to retain specialized staff given lower general pay

· New efforts to boost morale—flex time, telecommuting, performance pay

· IT

· Unsuccessful systems modernization efforts can be colossal wastes of time and money (e.g. IRS $3.4bn)

· Increasing need to effectively manage private contractors

· Need to share information vertically and horizontally

· Capital

· Leadership

· Integration

· Managing for results

· Government Performance and Results Act (GPRA) placed new planning and reporting requirements on federal agencies in the 1990s

· Many agencies focused on output measures instead of outcome measures

· Mismatch between goals of agencies and performance metrics

· Agencies struggle to actually use performance data

· Critical success factors

· Agreement on agency mission and tasks

· Strong leaders set the tone

· Balanced measures (e.g. efficiency and “customer” satisfaction)

· Lack of good data (e.g. from states) can be a challenge

· Incentives needed to use performance data for management

· Chapter 7 – The Big Lessons

· Management matters the most when a government or agency

· Has a clear purpose and mission

· Has flexibility to pursue its purpose

· Is valued for its predictable action linked to results

· Has new leadership that requires institutional support and strength in support of change
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Bureaucracy, Wilson

Chapter 3 – Circumstances

· Tasks vs. Goals

· “Tasks of operators in private organizations with vague goals become defined through a process of trial and error and internal negotiation that is then tested by competitive natural selection.”  The same process occurs in government agencies with vague goals but without the competitive “test of the fitness of the solution”

· A goal is “an image of a desired future state of affairs.  If that image can be compared unambiguously to an actual state of affairs, it is an operational goal.”

· Defining Tasks: Goals

· In government agencies with clear goals (e.g. Social Security Administration—get the checks out), agency executives can define the tasks accordingly and ingrain them in organizational culture

· Defining Tasks: Situational Imperatives

· Behavior of clients and available technology shape tasks

· “a task defined by situational imperatives leads to the development of an organizational culture that emphasizes caution”

· “even when goals are relatively clear, the situation can define the tasks if one way of doing the job seems easier or more attractive”

· Wars provide the best examples of technology defining tasks (e.g. Vietnam)

· Defining Tasks: Peer Expectations

· No correlation among American GIs in WWII between morale and combat effectiveness

· “Soldiers fight well when they are members of cohesive small groups and led by officers they trust”

Chapter 4 - Beliefs

· Attitudes and Behavior

· “psychologists do not find much evidence that behavior is explained by attitudes” yet both liberals and conservatives fear that attitudes will affect the behavior of bureaucrats

· behavior is affected not by attitudes but by the rewards and penalties associated with alternative courses of action; these influences are controlled by both authority figures and peers

· “personal beliefs can have a large effect on how tasks are defined when the role to be played is not highly specified by laws, rules, and circumstances and when the operator playing that role receives relatively weak rewards from the organization itself”

· Defining Tasks: Prior Experiences

· The tasks of the Economic Cooperation Administration (ECA ran the Marshall Plan) and the CIA after they were created were largely defined by the tasks performed by the operators who staffed the new agencies from other government agencies (e.g. Department of Agriculture and the OSS respectively)

· Defining Tasks: Professional Norms

· In the example of the Federal Trade Commission (FTC), the statutes offer little concrete guidance, so the operators define their tasks largely based on “the professional norms [lawyers vs. economists] that they have learned and the career opportunities those professions hold out to them”

· “a professional is someone who receives important occupational rewards from a reference group whose membership is limited to people who have undergone specialized formal education and have accepted a group-defined code of proper conduct”

· in a bureaucracy, professionals receive some significant portion of their incentives from a group of fellow practitioners outside of their agency—thus professionals face some important external incentives

· aware of the incentives faced by professionals, politicians and interest groups sometimes seek to induce an agency to recruit professionals from a professional group with favored incentives

· Political Ideology

· In the US, “the higher levels of the federal government are staffed by bureaucrats who are more liberal than the population at large and certainly more liberal than business executives”

· Senior bureaucrats employed by “activist” agencies (e.g. EPA) are found to be more liberal than those at “traditional” agencies (Treasury)

· “attitudes [ideologies] are most likely to influence the performance of weakly defined roles, especially when the attitudes are reinforced by other incentives.  The jobs in a new agency charged with designing new policies are about as vaguely defined as one can imagine; moreover, a newborn agency is surrounded by its political parents—people and groups eager to applaud behavior that is consistent with the zeal of those who won the fight to create the agency”

· “the formative years of a policy-making agency are of crucial importance in determining its behavior”

· “bureaucracies will in time acquire a distinctive personality or culture that will shape the attitudes of people who join these organizations”

· Defining Tasks: Bureaucratic Personality

· “goal displacement” – “in a large, complex organization, operators tend to value means over ends: that is, they worry more about following the right rule than about achieving the ultimate goal”

· evidence does not support the presumption that bureaucracies tend to recruit or attract risk-averse, conformist people—rather, risk aversion and conformity arise from political and organizational pressures

Chapter 7 - Constraints

· Three key constraints (more so than private bureaucracies) government agencies:

· Cannot lawfully retain and devote to the private benefit of their members the earnings of the organization

· Cannot allocate the factors of production in accordance with the preferences of the organization’s administrators

· Must serve goals not of the organization’s own choosing (p. 115)

· Government management tends to be driven by the constraints on the organization, not the tasks of the organization (p 115)

· Revenues and Incentives

· Government agencies cannot keep any appropriated money that they have not spent at the end of the fiscal year (p 116)

· Americans concentrate on eliminating moral hazards—incentives for people to act wrongly—in government agencies, but why not allow for reasonable incentives to financially reward government employees?  Three reasons

· It is difficult to determine whether an agency has achieved its goals because the goals are vague or inconsistent or their achievement cannot be readily measured

· Americans share a cultural norm holding that people should not profit from public service

· Government agencies can only be evaluated by making political judgments (p. 117)

· Government agencies cannot be subjected to the market test of success faced by business because there are either no willing customers for the agency’s service or the government is a monopoly supplier (p 118)

· Politicians find it advantageous to cut funding for program administration (personnel salaries, physical plant) while lavishly funding programs themselves to appear tough on government spending while winning support from program supporters (p 119)

· The inability of public managers to capture surplus revenues for their own use alters the pattern of incentives at work in government agencies.  Beyond a certain point additional effort does not produce additional earnings.  The relative importance of other, non-monetary incentives will increase.  Those other incentives include: professional reputation, personal ideology, interest-group demands, and situational imperatives (p 120)

· Acquiring and Using the Factors of Production

· Government agencies must follow strict rules in hiring, pay, firing, and procurement that are highly inefficient but designed to prevent corruption

· “Political supervision of the factors of production leads managers to become constraint-oriented rather than task-oriented”

· Managers learn about the importance of particular constraints by observing what happens to other managers who violate them

· Constraints at Work: The Case of the Postal Service (and others)

· Political supervision of the factors of production leads managers to become constraint-oriented rather than task-oriented (p 125)

· Faced with political superiors that find it conceptually easier and politically necessary to focus on inputs, agency managers also tend to focus on inputs (e.g. Defense Department’s Logistics Agency) (p 126)

· The need to publicly justify decisions to a legislature will induce rational managers to base their decisions on the most defensible criteria.  To a large degree that means referring not to the achievement of the goal but to the satisfaction of the more objective, quantifiable, and visible constraints (“follow the rules”) (p 128)

· “The extent to which managers are constraint-oriented will vary depending on how easily observed and readily evaluated are the agency’s efforts to attain its stated goals” (p 128)

· “Managers learn by watching other managers.  They will judge the significance of observing what has happened in the agency to a person who violated it.  The greater the cost of noncompliance, the more important the constraint” (p 128-9)

· Contextual Goals

· Contextual goals are “descriptions of desired states of affairs other than the one the agency was brought into being to create.”  Such goals “define the context within which the primary goals can be sought” (p 129)

· The Effects of Constraints and Context

· Constraints on government agencies have several effects (p 131)

· Worrying about constraints rather than tasks leads managers to worry more about processes than about outcomes since “it is hard to hold managers accountable for attaining a goal, easy to hold them accountable for conforming to the rules”

· Constraints enhance the power of potential interveners in the agency.  Every constraint or contextual goal is the written affirmation of the claim of some external constituency

· Equity concerns trump efficiency

· Managers are more risk averse

· Agencies develop SOPs

· Public agencies have more managers than comparable private ones

· Discretionary authority is pushed up higher in the organization to reduce the risk of lower-level operators violating constraints

· Public vs. Private Management

“Street-Level Bureaucracy: The Role of Street-Level Bureaucrats,” Michael Lipsky

· “the actions of most public service workers actually constitute the services ‘delivered’ by government . . . when taken together these individual decisions of these workers become, or add up to, agency policy”

· “the discretionary actions of public employees are the benefits and sanctions of government programs or determine access to government rights and benefits”

· Street-level bureaucrats are “public service workers who interact directly with citizens in the course of their jobs, and who have substantial discretion in the execution of their work”—e.g. teachers, police officers, social workers, public lawyers, health workers, etc.

· Conflict over the Scope and Substance of Public Services

· Street-level bureaucracies are highly labor-intensive and salaries make up a very large portion of their costs

· “the scope  of public services employing street-level bureaucrats has increased over time” as government both supplanted private organizations (e.g. charities) and “expanded the scope of responsibility of public ones”

· “the poorer people are, the greater the influence street-level bureaucrats tend to have over them”

· growth in public spending has raised salaries among street-level bureaucrats, and they have gained increasing control over their work conditions via unions

· fiscal crises tend to focus attention on street-level bureaucracy spending, but the nature of the services, the agencies’ clients, and the political clout of the bureaucrats make it difficult to cut funding

· Conflict over Interactions with Citizens

· “street-level bureaucrats make decisions about people that affect their life chances”

· street-level bureaucrats “must deal with clients’ personal reactions to their decisions”

· community action and controversy tends to focus on street-level bureaucracies

· street-level bureaucracies are the concrete ways in which people experience policy (e.g. social welfare policy is experienced via the real-world interaction with the local welfare office)

· concerns for community character foster community action aimed at street-level bureaucracies—institutions which help shape community identity

· street-level bureaucracies “play a critical role in regulating the degree of contemporary conflict by virtue of their role as agents of social control”
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Bureaucracy, Wilson

Chapter 10 – Turf

· Despite the common belief that bureaucracies inevitably try to expand in size, empirical evidence demonstrates that they are often willing to “accept less money with greater control” rather than “more money with less control”

· Executives and Autonomy

· Organizational maintenance

· Ensuring the necessary flow of resources to the organization

· Special responsibility of the organization’s executive

· There is a trade-off between “larger budgets on the one hand and the complexity of tasks, the number of rivals, and the multiplicity of constraints on the other”

· Autonomy

· External – independence (“jurisdiction” or “domain”); determined by the number of bureaucratic rivals and the degree of political constraint

· Internal -  identity or mission

· Increasing the degree of organizational autonomy lowers the cost to the executive of organizational maintenance

· An organizations can foster autonomy by defining its mission in such a way as to prevent rivals from intruding on its core tasks

· “Unifying” the Military Services

· Mission-jurisdiction match – military organizations strive to develop the autonomy (e.g. control of resources) needed to achieve their tasks; their strong organizational identities/missions depend on this ability

· Achieving Autonomy

· No agency can ever achieve complete autonomy because of the accountability required by democracy

· An agency executive can most easily achieve mission-jurisdiction match when an agency is first created—especially if the founding legislation is vague

· An agency executive seeking to promote organizational autonomy should:

· Seek out tasks that are not performed by others

· Fight organizations that seek to perform the same tasks

· Avoid taking on tasks that differ significantly from those that form the core of the organization’s mission

· Be wary of joint or cooperative ventures

· Avoid tasks that will create hostile or divided constituencies

· Avoid learned vulnerabilities

· Agency executive often cannot take credit for successes because goals and outcomes are vague or difficult to measure, but the executive is always vulnerable to criticism

· Consequences of the Concern for Autonomy

· Bureaucracies’ concern for turf and autonomy make it very difficult to coordinate the work of different agencies

Chapter 11 - Strategies

· Organizational maintenance is harder in the public than the private sector for two reasons

· In acquiring resources for a public sector agency, an executive can obtain only contingencies (i.e. conditional and ever changing agreements to provide support in exchange for a say in how affairs are run)

· Public sector executives are judged based on the appearance of success (rather than the financial bottom line); moreover, the personal incentives for public managers are less financial and more intangible

· Kinds of Executives

· Political executives (appointees) and career executives

· Presidents appoint executives to serve their political needs (which may or may not be to further specific policy goals) such as rewarding campaign supporters

· Government employees, where possible, will use their political power to capture their agencies and ensure that promotions can be made only from within the agencies

· Types of Agencies and Types of Executives

· Coping agencies (unclear goals and means) usually do not have the sense of mission and external support required for management by career executives

· Production agencies (work and outcomes are observable) can often be successfully managed by career executives 

· Craft agencies (observable results) can also be managed by career executives

· Procedural agencies (observable means but uncertain outcomes) tend to need political executives to maintain political support in the face of criticism of the agency’s work

· The Key Strategy: Finding a Constituency

· “The real work of the government executive is to curry favor and placate critics”

· Both outsiders and agency operators find the executives’ political machinations distasteful; operators tend to dislike the complications and uncertainties created by deals made by executives to gain political support

· Maintenance and Policy

· In place of monetary rewards, many public sector executives are motivated by the chance to influence policy

· “Large organizations that lack operational goals can only be managed by indirection—setting a tone at the top, promoting some kinds of people, getting rid of others.  The executive sends out signals; but signals . . . quickly get lost or distorted”

· Within limits, executives do have choices regarding policy

· Kinds of Strategies

· Because executives have weakly defined roles, they do have choices

· Executives’ typically short tenure means that many of their rewards come from outside of the agency—“their image in the press, their standing with the president, and their reputation among allies in the issue networks and interest groups”

· Four Key Styles of Executive Action

· Advocates

· Decision Makers

· Successful decision makers “manage to combine a clear vision of what they want the agency to do with the ability to communicate that vision effectively and to motivate the key civil servants to act on it”

· Budget Cutters

· Budget cutters may lack a constituency supporting the cuts, but they have the advantage that Congress has less influence on an agency that wants to shrink rather than grow

· Cuts are most effectively resisted by agencies that have strong clientele groups

· Negotiators

· Most executives “seek to maintain their organizations by negotiating with various internal and external constituencies to reduce stress and uncertainty, enhance organizational health, and cope with a few critical problems’

Leadership in Administration: A Sociological Interpretation, Philip Selznick

Chapter 1 - Introduction

· “The executive becomes a statesman as he makes the transition from administrative management to institutional leadership”

· Organizations and Institutions

· An organization is a technical instrument for mobilizing human energies and directing them toward set aims”

· An institution is “more nearly a natural product of social needs and pressures—a responsive, adaptive organism”

· Most actual associations are mixtures of designed and responsive behavior

· “’to institutionalize’ is to infuse with value beyond the technical requirements of the task at hand”

· “Organizations become infused with value as they come to symbolize the community’s aspirations, its sense of identity”

· An organization may acquire institutional value in the eyes of its members but not in the eyes of the larger community

· “Transformation of expendable technical organizations into institutions is marked by a concern for self-maintenance”

· Some Premises about Leadership

· “Leadership is a kind of work done to meet the needs of a social situation”

· “Leadership is not equivalent to office-holding or high prestige or authority or decision-making”

· “Leadership is dispensable”

· The Default of Leadership

· It is the leader’s responsibility to define the mission of an organization, but once an organization is up and running, leaders can escape this task

· Leaders have failed when an organization’s goals are only superficially accepted and do not influence the total structure of the organization

· Leaders have failed when “organizational achievement or success is confounded with institutional success”

· The institutional leader “is primarily an expert in the promotion and protection of values,” as opposed to the interpersonal leader who drives efficiency by, for example, facilitating communication and inspiring personal devotion

Chapter 2 – Routine and Critical Decisions

· “In organizations, ‘dynamic adaptation’ takes place in the shadowy area where administration and policy meet . . . in the sense that organizational processes profoundly influence the kinds of policy that can be made, and policy in turn shapes the machinery of organization in ways that cannot be accounted for on the premises of efficient functioning”

· “Group leadership is more than the maintenance of equilibrium through the routine solution of everyday problems; it is the function of the leader-statesman . . . to define the ends of group existence, to design an enterprise distinctively adapted to these ends, and to see that that design becomes a living reality.  These tasks are not routine”

· The Concept of Organization Character

· Organizational character is “the embodiment of values in an organizational structure through the elaboration of [irreversible] commitments”

· Character as Distinctive Competence

· “The formation of an institution is marked by the making of value commitments, that is, choices which fix the assumptions of policymakers as to the nature of the enterprise—its distinctive aims, methods, and role in the community.  These character-defining choices are not made verbally; they may not even be made consciously”

· Policy and Critical Decisions


· Recruitment of personnel – leading individuals may be chosen for their commitment to certain goals or methods

· Training of personnel – indoctrination is important when policies are insecure

· Cooperation with other organizations – this can threaten a loss of control

· Functions of Institutional Leadership

· Definition of institutional mission and role

· The institutional embodiment of purpose (shaping the “character” of the organization)

· The defense of institutional integrity

· The ordering of internal conflict

Chapter 3 – The Definition of Mission and Role

· Purpose and Commitment

· The leader must “specify and recast the general aims of his organization so as to adapt them, without serious corruption, to the requirements of institutional survival”

· In defining the mission of an organization, a leader must take into account both “the internal state of the polity” and “external expectations”

· The Retreat to Technology

· The retreat to technology occurs when “a group evades its real commitments by paring its responsibilities, withdrawing behind a cover of technological isolation from situations that generate anxiety”

· “The effective leader continuously explores the specialized activities for which he is responsible to see whether the aims taken for granted are consistent with the evolving mission of the enterprise as a whole”

· Organization Roles
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Leadership in Administration: A Sociological Interpretation, Philip Selznick
Chapter 5 - Conclusion
· Beyond Efficiency

· The focus on efficiency in studying administration elevates means over ends

· The study of administration’s focus on efficiency tends to promote neutral techniques of organization rather than ones tailored to organizations with certain types of values or missions

· Two types of decisions

· Routine – join available means to known ends

· Critical – affect the basic character of the organization

· Leadership goes beyond efficiency in:

· Setting the basic mission of the organization

· Creating a social organism capable of achieving the mission

· Beyond Organization

· The integrity of an enterprise “emerges when a particular orientation becomes so firmly a part of group life that it colors and directs a wide variety of attitudes, decisions, and forms of organization . . . at many levels of experience.”  A leader must protect this integrity

· Responsible Leadership

· A leader must transcend his specialism (his specific background before becoming leader)

· A leader must develop a self-knowledge of both his own weaknesses and potentialities as well as those of his organization

· Assumption of leadership is a self-summoning wherein the leader develops the will to know and to act in accordance with the needs for institutional survival and fulfillment

· A responsible leader avoids opportunism and utopianism, steering a path between them

· To be useful, goal-setting must be framed in the language of character or identity (e.g. “we should do . . . in order to be . . .”)

· Utopianism is a flight to abstraction in order to avoid hard decisions (e.g. overgeneralization of purpose)

· Creative Leadership

· Institutional embodiment of purpose

· “Inbuilding of purpose . . . involves transforming men and groups from neutral, technical units into participants who have a peculiar stamp, sensitivity, and commitment”

· Socially integrating myths

· Strategic and tactical planning

· “Winning consent to new directions depends on how secure the participants feel”
Bureaucracy, James Q. Wilson

Chapter 6 – Culture

· Organizational Culture

· “Every organization has a culture, that is, a persistent, patterned way of thinking about the central tasks of and human relationships within an organization”

· Organizations can have several cultures which may be in conflict with one another

· Organizational culture leads systems of coordinated action to respond differently to the same stimuli

· “Every organization will be poorly adapted to perform tasks that are not defined as part of that culture”

· Organizational Mission

· Mission – “an organization has a culture that is widely shared and warmly endorsed by operators and managers alike”

· Confers feelings of special worth

· Enables administrators to use fewer incentives on operators

· Provides a basis for recruiting and socializing new members

· Able administrators do not let culture arise due to chance and members’ predispositions

· An organization’s founders can have a powerful influence on shaping its culture

· The Effects of Culture: Some Generalizations

· The positive effects of culture may come at a price

· Selective Attention - tasks that are not part of the culture will not be addressed with the same energy and resources

· Multiple Cultures - conflict between cultures within an organization can be disruptive

· Resisting New Tasks - organizations will resist taking on new tasks that seem incompatible with the culture

· Culture and Mission: A Summary

· Mission “permits the head of the agency to be more confident that operators will act in particular cases in ways that the head would have acted had he or she been in their shoes.  There are fewer distortions in the flow of information because both the sender and the recipient of the message share common understandings”

· “the perceptions supplied by an organizational culture sometimes can lead an official to behave not as the situation requires but as the culture expects”

“Informal Organizations and Their Relation to Formal Organizations,” Chester I. Barnard

· What Informal Organizations Are

· “Though common or joint purposes are excluded by definition, common or joint results of important character nevertheless come from such organization”

· Consequences of Informal Organizations

· Establishment of certain attitudes, understandings, customs, habits, institutions

· Creation of the condition under which formal organizations may arise

· The Creation of Informal by Formal Organizations

· “Formal organizations arise out of and are necessary to informal organization; but when formal organizations come into operation, they create and require informal organizations”

· The Functions of Informal in Formal Organizations

· Communication

· Maintenance of cohesion

· Maintenance of feelings of personal integrity, of self-respect, of independent choice
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Chapter 13 - Congress

· In theory at least, Congress possesses an “awesome arsenal” of weapons that it can use against agencies—legislation, appropriations, hearings, investigations, personal interventions, and “friendly advice”

· Congressional control takes two major forms

· Congress intervenes when it learns that an agency is doing something of which it disapproves

· Congress creates and maintains the structural conditions within which an agency operates

· A bureaucracy cannot evade political control, but it can maneuver among its many political masters in ways that displease some of theme and can define its tasks for internal reasons and not simply in response to external demands

· The Means for Exercising Congressional Influence

· Congress has surrendered much of its power to control the bureaucracy

· Civil service system replaced system of patronage

· Regulatory commissioners often have long terms of service and cannot easily be removed

· Over time, the detailed regulation of bureaucratic conduct to some degree has given way to the multiplication of legislated constraints on that behavior

· The New Micromanagement

· Congressional micromanagement increasingly takes the form of devising elaborate, detailed rules instead of demanding particular favors for particular people

· Congress has increasingly used annual authorizations to expand its opportunities to devise and impose rules and policy guidance on agencies

· Tasks and Environments

· Agencies with tasks that are easily designed and evaluated and that have strong majoritarian or client support are readily placed under legislative control; indeed, the control is so effortlessly achieved that often it is not recognized as dominance at all.  

· Agencies with tasks that are hard to specify and difficult to evaluate and that are imbedded in conflict-ridden political environments can barely be controlled by legislatures at all, except by multiplying the procedural constraints that the agencies are supposed to observe.  

· In between these extremes one finds a host of agencies that have either ambiguous outputs (procedural agencies) or invisible operations (craft agencies) that may or may not be subject to effective legislative control, depending on the shape of the political environment.

· Agency Response to Legislative Control

· The bureaucracy is constantly working to manipulate Congress so as to achieve mutually profitable arrangements

· Pork barrel politics is a fundamental aspect of American politics.  It is the logical and inevitable outcome of a system that requires legislators to serve local interests more than party interests and that endows Congress with independent power over the bureaucracy
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Chapter 19

· The debate over privatization concerns whether government services are better provided by government agencies or private companies—this is distinct from the debate over how large a role government should play and how much it should tax

· There are four primary metrics against which to measure the private provision of a government service:

· Efficiency

· Government agencies are likely to operate less efficiently than private companies for three reasons:

· Government executives are less able to define efficient courses of action

· Government executives have weaker incentives to find efficient courses of action

· Government executives have less authority to impose efficient course of action

· Private companies are more efficient because of:

· Lower labor costs

· More effective management

· Greater competition

· Equity

· Unlike the case of efficiency, there are no theoretical arguments for why government or the private sector will be better in promoting equity

· The economic market distributes goods and services on the basis of willingness to pay; the political market distributes them on the basis of law and influence.  Which system produces the fairest outcome is not always obvious

· Accountability

· Transaction costs can explain why some public services are too expensive to contract out because of the onerous nature of specifying all of the contract terms that would be needed—i.e. it’s cheaper to maintain control by keeping such public services within the government

· Authority

· Consider the public squeamishness about letting private companies execute prisoners

“Exploring the Limits of Privatization,” Ronald C. Moe

· Moe takes issue with privatization proponents’ belief that government and the private sector are alike in the essentials and unlike in the non-essentials—he believes the exact opposite

· In McCulloch v. Maryland, the Supreme Court ruled that whenever the government owed any portion of an entity, the entire entity became instrumentality of the government

· Properties of the distinctive sovereign

· Legitimate right to use coercion

· Cannot be subject to constraint or injury except by its own permission

· Indivisible

· May disavow debts but may not go bankrupt

· Right to establish rules for the transfer and protection of property

· Factors to consider in assigning functions to private or public sector

· National security

· Public safety

· Political accountability

· Specter of corruption

· Ultimately, activities of a purely public and governmental character exist that may not be assigned or delegated to private parties

· Moe calls for the development of a theory or set of criteria for determining which functions should be assigned to the private sector
“The New Governance and Tools of Public Action: An Introduction,” Lester M. Salamon

· The Revolution that No One Noticed

· Over the past 50 years, a massive proliferation has taken place in the tools of public action

· Many of the new tools are highly indirect and involve government and third parties granted discretion over the use of public authority and the spending of public funds

· The New Governance Paradigm

· Focus of “new governance” is tools or technologies of public action rather than the public agencies or programs themselves

· Classical view of public administration sees the primary challenges to public agencies as:

· Excessive administrative discretion

· Special-interest capture

· Inefficiency

· Classical public administration theory proposes the following solutions:

· Restriction of agency executive discretion to administration

· Personnel recruitment on the basis of technical qualifications

· “Scientific” management

· New governance shifts focus from hierarchical agencies to organizational networks with interdependent organizations and makes use of network theory and the principal-agent problem

· New governance emphasizes the continued need for public management even when indirect tools are used because private markets cannot be relied upon to give appropriate weight to public interests over private ones

· In new governance, enablement skills replace management skills

· Activation skills – encourage third parties to step forward as partners

· Orchestration skills

· Modulation skills – use rewards and penalties to elicit cooperation (enoughsmanship)

· New governance actually suggests that public administration will not wither from privatization but, rather, be refined—more sophisticated skills, greater discretion, better information on performance and results

· Basic Analytics

· Tools are evaluated in terms of:

· Effectiveness

· Efficiency

· Equity

· Manageability

· Legitimacy or Political Feasibility

· Tools are described in terms of:

· Coerciveness

· Coercion entails high costs imposed on society but not reflected in the governments accounts—thus appearing much more efficient

· Directness

· To what extent does the entity authorizing, financing, or inaugurating a collective activity carry it out?

· Benefits of indirect tools:

· Harness power of competition

· Provide access to third-party resources

· Offer flexibility

· Automaticity

· To what extent does a tool utilize an existing administrative structure?

· Visibility

· Visibility in the policy review process (e.g. how does it appear in the budget?)

· Less visible tools are more easily enacted

· Less visible tools are more difficult to hold accountable

· Challenges of Third-Party Government

· Management challenges

· Accountability challenges

· Legitimacy challenges
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Chapter 8 - People

· The Personnel System

· Federal personnel system has 3 main goals

· Hire public employees on the basis of merit rather than political connections

· Manage employees effectively

· Treat equal employees equally

· PACE employment exam was abandoned due to a lawsuit over discrimination

· 1978 Civil Service Reform Act promoted more flexible merit pay and created the Senior Executive Service

· Both managers and employees tend not to like performance-based pay

· Employees don’t like management discretion over pay

· Managers don’t like having to make difficult decisions over merit that might offend employees

· Resisting Change

· Employee unions resist merit pay

· Congress doesn’t like discretion in compensation because people in different districts might earn different salaries (wage market differences)

· Bureaucratization vs. Professionalization

· Bureaucratized personnel system has rules on:

· who to hire

· how to manage them

· what they should do

· Professional system

· Rules on who to hire

· Discretion permitted on how to manage and what to do

· Personnel system designed for a government of clerks now must deal with engineers, scientists, lawyers, etc.

Chapter 12 - Innovation

· Innovations and Tasks

· The stability and routine of organized relationships make innovation difficult

· Organizations tend to readily accept inventions that facilitate the performance of existing tasks in a way consistent with existing managerial arrangements

· If a new technology requires a redefinition of core tasks, it will be resisted

· Government agencies usually adopt changes that are add-ons—new programs added on to existing tasks without changing core tasks or altering organizational culture

· Executives and Innovation

· Some changes (innovations) are bad; government agencies are prone to bad changes because such changes are not weeded out by competitive market forces

· Government agency executives are especially susceptible to bad changes that they think will expand their power

· Executives are likely to overestimate the benefits and underestimate the costs of innovations

· Executives lack the detailed knowledge of operators

· Executives face incentives from outside the agency

· To implement a change, executives must create incentives for subordinates to support it

“The Human Side of Enterprise,” Douglas McGregor

· Theory X – employees are inherently lazy, shun responsibility, and resist change

· Employee behavior consistent with Theory X stems from the nature of industrial organizations and not from the nature of employees

· Hierarchy of needs

· Physical

· Safety

· Social

· Ego

· Self-esteem

· Reputation

· Self-Fulfillment

· Theory Y – management should be a process of creating opportunities, releasing potential, and removing obstacles

“Breaking Through Bureaucracy,” Michael Barzelay

· Bureaucratic paradigm resulted from the Progressive reform movement

· New paradigm is that of the customer-driven service organization—shifts from:

· Public interest to results citizens value

· Efficiency (focus on inputs) to quality and value

· Administration to production

· Control (rules, centralization, enforcement) to winning adherence to norms

· Enforcing responsibility to building accountability

· Justifying costs to delivering value

“From Red Tape to Results,” National Performance Review
· Red tape and regulation stifle every ounce of creativity—the problem is not the government employees

· Ingredients for successful government agencies

· Cutting red tape

· Shift from holding people accountable for following rules to holding them accountable for getting results

· Putting customers first

· Empowering employees to get results

· Cutting back to basics: producing better government for less
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“Public Budgeting amidst Uncertainty and Instability,” Naomi Caiden 

· Introduction

· Budgeting processes traditionally thrive on predictability and incrementalism

· Budgeters guard against uncertainty by overestimating costs, underestimating revenues, and restricting spending in the first half of the year

· Public revolts against taxes and growing public expenditures create a challenging environment for budgeting

· The Changing Environment of Budgeting

· Public officials face opposition to taxes, but demand for public goods and services never abates

· Budgets reflect a complex maze of intergovernmental transfers and subsidies

· Due to the complexity of the process, federal budgets are worked on two years in advance

· Lessons from Failed Budget Reform Efforts

· Budget Reform Is Misconceived

· A widespread view of budgeting as a strictly rational decision-making process aimed at maximizing societal return from public expenditures does not take into account the reality that incrementalism and political dynamics are inherent to budgeting

· Improved budgeting processes must take into account the political climate in which budgets are made

· Process Subordinates Substance

· The values reformers seek to promote (rationality, planning, prioritizing) may become lost in efforts to implement a formal process

· Reforms Are Not Cumulative

· The path to reform requires constant maintenance and repair

· Reforms Are Not Universal

· Contextual factors help determine the optimal budgeting process

· Coping with Uncertainty and Instability

· Uncertainties Arising from Novelty

· Much can be learned from studying the budgeting experiences and practices of other public agencies and even private organizations

· Uncertainties Arising from Annual Perspective

· Annual budgeting uses a static framework to control a continuous and dynamic flow of activities

· In some cases, differential time frames for budgeting and program review may be appropriate

· Uncertainties Arising from Problems in Forecasting

· Increasingly budget allocations require readjustment during the year

· Uncertainties Arising from Centralization and Bureaucratic Controls

· Uncertainties Arising from Size and Complexity

· Both bureaucratic and legislative oversight become more difficult because of the sheer volume of transactions involved

· Uncertainties Arising from Erosion of Accountability

· We need to find out the total amounts spent on various government functions, and establish indicators of performance

· We need more exact ideas about how much of a public service can be provided for a given outlay

“Using Activity-Based Costing to Manage More Effectively,” Granof et al.
· Virtues of ABC

· Costs collected into “activity pools” corresponding to a group of similar business processes or activities that are homogeneous in that all costs assigned to the pool are influenced or driven by a common factor

· Lessons Learned

· Many non-accounting employees of governments and not-for-profits are not only skeptical of but are threatened by attempts to quantify the costs of the activities in which they engage

· Per the saying “what you measure is what you manage,” by measuring certain critical costs, ABC may force administrators to manage them
