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;:NTRODU CTION 

:::=:~.:.. :\ Z:: .:'.T!C l~ S. TEE LESSONS KE SEI-.RE :N TF.!S FORUM !,~y COME FROM 

:: ): ~:: ? ::::: :~ C=: I~ f::~::?.J..L, STJ..T::', OR Loe]:.!.. GOVERN!JiE:t,! OR TEE PRIVkTE 

~ ;: CTOR . 7':i£ H,PORT!";;T ToING IS NOT TIiE SOURCE, aUT TIiE VALUE OF 

EhC~ OF us C~~--IKuE::D, ~E KDST--LE:kRN FROM THE 

-_ .. ---... - " - " -' 

3UT : 

( C?!.: ) . T~ IS ,,;'.5 E=:El; ~. PRI!·:~.RY FOC~S GOING 51.CK AT LEI.ST .1(5 FAR 



;.5 TiiE HOOVER COm'ISSION. SUT DESPITE THE DEDICATED EFFORTS OF 

~: .~.:; ':' ?SL~ PEOPLE, 7!lIS .. ?PRO;'CE H~.S F. .. D LITTLE SUCCESS IN PAST 

':'::£ =-':'.Z:..t:?E OF TF.£ TRADITI01,hL C~!\Ta~L AGE~:Y FOCUS HAS 

:SE~: DCC::!': ::l\:--E~ IS i-. V;'.RIETY OF SOURCES. TE E NATIO!,AL ACAOEMY 

0: ?UBLIC J..Dl'oIl' ISTRJ..TION , n, ITS REPORT REVITALIZING FEDERAL 

!·: .!..::;'. GE!·~:;S':' , ?Ol:'; ':'ED O:':T TE~T , AT LEhST IN SOME A?E~S, CENTRAL 

... r,' r .-.... ... .. ,; 

~" ' -

. . . 

,·c · .. :: ...- ";·· .. :: ---- _ .. -
- " , 

::-~. E.s::E :::' 5 

:~ :.::.::,:::.::. !~:~Gi'::; ;',5 ;::£ ~?J..C:: COY.!·:: S·S!O!\, ?ROVID£O 1-.0DITIONkL 

~'J I :'E:;C~ 01; :';; E S;.!/.~ ?O:llTS. It, ITS RE?ORT ON fEDE? .... L I11.NAGEMENT 

S,T,~!':S, ,O? ~ >:;'!O\?LE, THE GAACE COIIIII5SIOl( CONCLUDED TIiAT--
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------------------------------'1----------__ 

"':EE ASSIGNMENT OF RESPONSIBILITY FOR I'J.NAGEHENT ••• AMONG 

!·:.;:, Y ;".GENC! ES H1-.5 RESULTED IN UNCLEAR AND, IN SO~~E CASES, OVER-

_. -~-,.,.. 
~.-.:' • .l..>o.,: 

~."E~.S; U1(CLEAR P.ELATJ;ONS!lIPS BETWEEN CENTP.AL AND OTHER 

.:.::;~::C! =:s; ~:\ D ,L. !' r';~.3IL!TY TO IMPLE"~EST It.AJOR ~~~.:-ikG£~:::NT IMPROVE-

!'.:::'; T-S ! !.; '1':: :: E~:ECuT!VE S:;';'.NCH." 

~,:; 0;'::; AGEI(CY, THE GE!'<ERl-.L ~.CCOl!NTING OFFICE, LOOKED CLOSELY 

-.. -.... . _._- , ..... .:. .. ...... _:"_-. ..;_ ... ..:. ?::?!OD:C FEW OF 

?~~::::R, :~ IS T~E ~£SULT or 
: ::i-:£?:::''!' ~I!':I'!'£ 0:, i·:r.hT CI-.l" BE ~:;!';E THROUGH THE EFFORTS OF 

:::::.£7, '!:-:E. CE!~ ':':v-_L:':! DIRECTED ,t.??ROI-.CH ChUSES m,kvorOkBLE 

:-;'. :: ~:';. ,,:'i';, ':'HOSE 155:"::::5 hRE C~E,t_RLY RELJ-::EDj ;... ?:LICY CANNOT 

-- .--c: -.:::. • .,J. ... :. IT CJ..m';OT EE H:?LEMEl,TEO SUCCESSFULLY. l.IK£Io:ISE • 
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SuCCESSFUL IMPLEMENTATION DEPENDS ON EFFECTIVE ~NAGEMENT 

BuT T~~ F"CT :oAT T~E ISSuES ARE REL;'TED 00£5 NOT ~:E1.N 

-- :.!.'::~C: ~::l-.LIS':'IC;'.LLY "~E;'.K--'!'H;'.'!' THOSE: KHO ~~ SKILLED FOR 

I~:S:':'.!\ CE, ;'.T TRA!,SL;"':'!1~G TH~ PRESIDENT I S AGENDA INTO ME~INGFOL 

: ::. :c ~· ~=:=:C:! ··:::S ;.?:: ';.LSO E>:?ER'!'S hT K~Or:!NG HOr.; TO IMPLEMENT 

:~ :J S~ ?::J:'~C!: OBJECTI VES ToROUGE EFfECTIVE GOVEiU\Y.ENT PROGRAMS AND 

SOt; I,D ":J...!'';GEt-~ E:NT STRUCTURES • 

. =-.C: :::: ::. 
-- .-,--- .. .' - -- _.' - _ .. -.. "" .... = -... , , _ I ... _ . ~S .:'., : ~. c:::·: ;'.:::; . .,. r._ :'~AS: CLEARLY IMPLY 

: c .=-. ?:'.~. :!C:'::';".?, ;::~i.:L?':"!O!' Cr:, C~?CUl.;'.a. i\!i!CE SUr?OR'l'S THIS 

--:::-": ,. :::~ --'-"-- ' 

::.:=., G£;'., .L.!~:i O?!·: CJ...:::::)':' CF:::;'.r E, O?E:;":'::::, k1;0 1"iJ...!I~l';'.!l~ ~-F£CTIV£ 



. , 
'"- ALTERNATIVE APPROACH 

~. S YOt) ~.~.Y ;;;"VE G;'T!iERED, I DON' T SELIEVE 1(1: CAli BUILD 

: .:::" s o ;; E.~.V ILY ON 7 fo E CE!\TRnL M;"I'I;GE!'.EI'T AGENCIES. THIS IS NOT 

;..? :: 03 V: OC S!..Y j..~::;'.S ;':E~?~ CONSISTENCY kr.ONG hGENCIES IS NECES-

SAR!:. GOVERNMENT-WIDE FINANCIAL DATA, SUCH AS TiiAT IN TilE 

~RES ID E :,T' S BUDGET, :S ONE Er.A~lPLE. n; OT!iER ARtAS OF I'.J..NAGEMEN': 

,.. -, ' '''- ... .... .:. .\ -:-""-.-

l : ~:~.: ;~.G:: :·:E ! " REFO?~: IS TO SUCCEE:l IN 7nE LONG RUI\, I TliZNK 

ZNITlkLLY, hT 

:':: ;',5-: , I '!:-:r !';K T:: J.:: ME?.l ~S : o : t.:sr!\G ON '!'HE TO? 20 OR SO OF THE 

,... .. .... - c: 
-:::~.- --

. -.- . " -
r-:.r~ :'; I". l .... 

IS WHERE 

1: <:E ~.RE TO EE nOl,EST 1\1':'5 OURSELVES, 

':' ;':;'.7 I S ;':::E?:: ':'::E ;!GGE:ST F?OBLE:MS J..RE. 
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----~-----------------------~I----------~ 

I ~~ NOT SUGGESTING THAT SMALL AGENCIES ARE UNIMPORTANT, OR 

?R~~ Of ?R06LE~S; f~R fRO~ IT. ~~~ RtLATIVELY SY~.LL AGENCIES--

r :, CLu DI "G G.; O KIT?; ~ 5Thff OF ABOUT 5, 000--5AVE VITALLY IMPORTA.~T 

!':!SSr ONS, ~I\D TF.EY, TOO, fACE A VARIETY Of MANAGEMENT PROBLEMS. 

;;';, ,c.E ;: ~~ C·?~?J..TDiG fUNCTIOI;S OF GOVElINMENT loRE CENTERED IN THE 

!·:~.J CR D~?~.RT !·: ::"TS ~.ND ~.GENCIES. 

OUR GOVER!':", ::I\T Ch!; BE SUD TO BE WORKING PROPERLY ONLY IF 

GCV :::=. : : :·::::~:':'--C;'.?R.Y OUT ':5E!?. X!SS:O!';S ~FF£CTIVE!.'!! ,t..:\O EFFICIENTLY. 

O?E?) ·.TES II, ITS 0 .. :1; :::;VIRONf'.E!;T. IT SHOULD BE OBVIOUS, FOR 

E:,: ;'.;: ?~E, ' :; .~. '! !·:;'.:;I,G!!'G ~. f'.ILITARY SERVICE, "'ITF. OPERATING UNITS 

;..:.: : =. :" ':':: 1-.2:: E' :';!: :'.~.!·:::!~'rJ..LLY DIFFE?El~'! FROM pr.;":'AG!NG hN AGENCY, 

5:: : :: r.; :?:E. ~::::;". ::. :' :':::: :: ':' :' : ::O:.:S!!\~ J..!::' t.iRSJ..!': D!;VELO?HEN'!', MOST OF 

?::.I\' .L.7£ SECTOR. 
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---------------------------'r~----~--~ 

;;;;I-T DOES IT TAKE TO SOLVE THE /'.I-!'AGEMENT PROBLEMS OF THESE 

;'.G::!\Ci ~S ? i'::: !·jljST S'!~RT BY ~ !-i ?lihSIZ!~G 'rHAT EACE AGENCY IS A 

!.::'; : QL £ o r:£;":'.TING S·~ST::M. KE ~~:: ST !DEN~IFY ITS FROEl-EMS, ;"SD 

,) SV~LOP SOLt;TIO:iS V::iICH FIT ITS S?ECI~.L NEEDS. SOMETIMES WHAT 

IS f Ot:!:J '!'C 'i';O~K I!, OS S ';GENC't V\'!!..L J..LSO HORK IN ~.NOTHER FACING 

v::: roUST E:: CI.REFUL NOT TO U1POSE ON ONE 

AG::KCY A SOLUTION T::I.T SUCCEEDED IN ANOTHER AGENCY FACING A 

~ .. - --:::- :.c ,...., ::- ,..,;,:~C: -- ........ - SO?: S~~I':S F~. c?LY OBVIOUS 
-, _ .. _ . . _-

0 :; :: O? .~.I;O:'i~? OF ::iSSS--SELECTIl;G THE ONE 1:'0ST ;'PPROPRIhTE FOR 

~L:~O~~H '!'H E SOLU~:CI'; S ~E SEEK FIT TEE S?ECIFIC NEEDS OF 
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IK ST~.BI LITY OF LEADERSHIP 

~:~.: ;~.G SR~;'L mST;'.EILITY, ?I,RTICULJ.RLY AT THE POLITICAL LEVEL, 

:5 C:::;'.R!..·Y O}\ £ OF ':':iE GENERIC PROBLE~S TH"T FkCE: MOST LARGE 

O?S ? .~.7 ! NG ORG;'.:'IZ;'.TIOl\S IN T;;S PUBLIC SECTOR. TEE PROCESS OF 

s :::.=:c':'!!' G I!, r:::: VIri:;;'.LS FOR A??OINTM!::NT TO POL!TICAL POSITIO~S 

~S ~1-. L:;::'· GI VES FIRST ?;'IO~I7Y TO ?OL!TIC~.L CONSIDERATIONS. 

/·:<-.!\I,GERH.L EX?ERENCE I,ND COt-<?ETE:iCE I.RE SOMETIMES SOUGHT, BUT 

t: S DJ. :LY I!\ ;.. i-:.!..Y TE'::'T f-i;"KES '!~EM SECOr\OkRY TO ToE POLITICAL 

: .:'_: ::~.S. :-":::5:S :; .!..?:': OF 0 :':::. SYS'!'E!-: SINCE KE 1-:.?£ COl'if1!TTEO TO 

:~~ ::S;.. :) , ;;.;'.V:!IG C:' R ~.GS!':::ss 5E~.DED SY POLITIC;'.L:'! RESPONSIBLE 

~::C ::!,T:"'£, HOi-iE-,::::F., TBh'!' IKSTJ..3ILITY HkS IKTENS!FIEO. FIRST, 

?:.:.:::::c.!..:. L ::'~~ E L GOES '~UCF. :)EE?ER !!\TO THE I'.ANJ..GE!'IENT STRUC-

::': ~. :: ':'::.!-.:: :S ::::,:-:"::!\ ?:::OGK!ZE!). SECO!\'D, THE POLI'!'IC~L LEVEL 

- ... ... ,... -_;:, . • ..Jo- . :' SOl E?::" ~ OR 2-: / '2 

••• c:: •• • ,... r.r._ ::r .... 

Y'E;'.P.S, h.l\O IN MJ.J~Y PLJ..CES THE 

T2REE DEPUTY SEC~E~~~IES AND THREE 

C:,,~< :,:,r. C:':' E?S !: t; TEE PhST ~ YEJ..RS. ALL TOO FREQUENTLY, AGENCY 
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----------------------~~~.-------~ 

LEADE:RS HAVE ONLY BEGUN TO GAIN THE EXPERIENCE NECESSARY TO 

;:. :: S?C~":S: E: LI '!IES OR LE;"VE THE GOVE:L~~:::N'!' • 

. :'.LS O , IN ?::CEST YE':'.RS THE: PR02LEM OF !NSTI:.B!LITY AT THE 

?OLITIC~L LE: VEL OF OJR ~GENCIES HAS BEEN ~~GI;IFIEO BY INSTABILITY 

IN T~ E SENIOR LEVELS OF THE C~REER SERVICE. ONE OF THE HOPES OF 

C';;E CI ',a SERVICE REFORII, ~CT V;~S THAT ~ CORPS OF PROFESSIONAL, 

:::£ ~·:~:;1-.G~RI;'.!.. EXPERTISE 

.:..~,: S:.:'.EILI:'!" r": :::: DSD It, TEE ;'.GENCIES . 3UT :ORE .t.'!''I'RITION AMONG 

" ~ . :' ~ . 

I ~;::':;: VE 01( :; OF OUR EIGHEST !'.~NAGERIAL PRIORITIES ~UST BE 

::"' ? :':'!..'::' ::. C? E? .:'. :: :-: ~ ~G::l~ CIES. n; SO!>::: CJ..SES, TF.E ERITISH MODEL 

SF S;::;::;;:, G.? ;:EF. C:VIL SE?V~.NTS ::EII(G RE:S?ONSIllLE FOR TEE OVERALL 

8:'E::::.5, ! 'I' MI-.Y ? ROV E DES!R.t.ELE TO ES'!';'.E~ISH CER'I'.t.IN KEY POSITIONS 

;'.S :';::;~F.;:!) , ,;IC'li S":'?ONG PROFESSIor;~L QU~.LIfIFIO.TIOIlS REQUIRED 0: 

1-:''':'1 PZ;.OS?ECTI VE J..??OIN'!'EE. 
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TE I S LEADS US TO ANOTHER PROBLEM--THAT OF RECRUITING. 

: :::-: :: :.c;: ::,G , r.!' ;:' ?ET~Il\I NG CO~:?ET::~T STAFF I·,:r ]I.LL LEVELS OF AN 

O;'G .;:\ IZ.'!... '!ION , !, OT J UST ;'.~O~G ITS EXECUTIVES. 

~.~ C"~I -=: ::G, i) ::" '~LOFING ~oND RETAIK!NG COl':PETENT CAREER STAFF. 

TC EE EF,ECTIVE, hKY AGENCY, REGkRDLESS OF ITS MISSION. 

!; EE DS D :C 2LLENCE UP AND DOrIN THE LINE IN ITS CAREER STAFF. NO 

i)~ :: ,,1'0.·:5 TE! 5 f°,) RE THhN!. MY SOCCESS ~.S COYoPTROLLER GENERAL 

: :: :::: :::£ ,:".:':-:: 5':' C::' ':' !? :: !::: O!\ ':':::: EFFECTI VE1,ESS OF TnE 5,000 ?EOPLE 

.-.:: ~·:.:'.:\.:".~ ::: ~. S, i-::: i.C~H: 7:) CU? ?::~SOt~:~EL SYSTE¥.S TO HELP OS 

.:".::-:::: -: ~ : :: E :: >: :=:L~ £ !\ C:: v: :: ;,::::0 . U!\:ORTUNJ..7SLY, OuR PERSONNEL 

S·' E-=~ :·: S : :;:; ':. ;.:'\·:~:: 5 :: :~LD ':-E;::' EXCELLENCE. II; TEE WORDS OF THE 

:;.~. ?;. " ;.!: ::L, ''':'EE PERSOl;NEL SYSTE~ DOESl\' T SEEM TO WORK VERY I(ELL 

S .:'. ::::;:';;'. ?::S ~' ::S l G! '::::) ':'0 .t.SS :': ?'£ RECRUITl-::;!,'!' ;'.:;0 PROMOTION ON 

3 ;'. 5 :::: 5 OF :': E? :T :-:J..~l :: BEEN Sr:Oi-::'; TO Fh.IL IN PRACTICE. AT THE 

;'.C:: : :: ·J ~ =:):C=:~ L :::i : CE I1~ ~~S OR r::. r. STJ..Ff kND IS FR~STRATEO IN TfiJ..T 

E: : O"T EY ':'r.E SEE!-:IKGLY ENDLESS RED-TkPE CRE~oTED BY THE PERSONNEL 

SY ST E I~. 
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I AM CONVINCED THAT IT DOESN'T HAVE TO BE THIS WAY. GAO, 

: 0" ~H. '; ?L~. IS DEVELOPING ITS 0;';1< PERSONNEL SYS':'E:!'!. THE I.UTEOR

IT, TO DO SO I\~.S GRJ..NTED BY TF.E: CONGRESS ONLY'. YEI.RS AGO, AND KE 

~?E STILL IN T~E PROCESS OF L~PLE~ENTING IT. OUR OBJECTIVE IS TO 

"t::LD ;. SYSTE~ ,;HICH IS FLEX ISLE ENOUGH TO ~.SSURE T!l~.T ~, TEE 

;"G E:l\CY C;'.N BE !-1~.NhGED Err! C! ENTLY; TWO, ,L.L!.. MEMBERS iJF OUR STI:.FF 

ARE TREATED FAIRLY, AND THREE, ALL PERSO~~EL DECISIONS ARE MADE 

C!, THE 5;.SIS 0 : DE~;CNSTJV..TE:O fl,E:RIT IN CARRYING OuT THE WORII: OF 

:T C;'.:~ 3E: DO~~ ::, ,t.'!\D K::: ;o.F.:: CO~iK I'!'TED T:' DOING IT. 

,!I;D TH E"SELV::S IN ':'HE SITU~.TION OF :;OT KNO,;ING KHI.T IS GOING ON 

:i, ':'::::IF. O?G.t.!':::Z.t.T!O!';S. hGENe:" GO~.LS, ~ISSIONS, ~.I';O OBJECTIVES 

r.? :: ;'.:·: 3IG ~:)t: S; ?R:.rG?J..~ ??!C?lTI ES ;'.P.£ ;:NCLt:;..;: F!K.t:.NCI,t.L DhTA IS 

E':".S : C r.J..::;". D:, ?:<O:::F.J...K C:':T?UTS IS ~ISS!KG. 

I:; H·0!TIo/; . ~;~.I;AGE?S OFTEl; F!l,O THE"SE::'VES IN ;., SITUATION 

;;F.E?E TnE:, (1..1;' T PP.E:DICT ,,'IT" AllY C01;FIDENCE THE FUNDING LEVELS 

11 



FOR THEIR OPERATIONS FROM ONE MONTH TO THE NEXT. WE ARE CLEARLY 
· .' 

I :, ;... ?:::;'!OC OF SEVERELY CONSTR.t~!!\ED RESOURCES, kND BUDGETARY 

I !\ ST~.!lIL!T!' I~;.KES A MOCKERY OF ANY T~.LK ABOUT SERIOUS PLANNING 

;'S ::l ?::;:';;C::S ':'EE ~";.:';.GER TO 1. ST~.TEG!, OF COPING, RATHER THAN 

IN SO~E ~h!'S IT IS A TRIBUTE TO THESE ~~NAGERS, BOTH 

C;.REER I,!(O POL!TICI.L, THAT THEY COPE AS WELL AS THEY DO IN THIS 

S !\' j r RO:\!·:::t, T • 

5 v :-, !: V; :; ;'.!=.:: SE~ L O:J S 1-.EOU'!' Y"':'.K!NG GOVERN~::l~T \r.~ORJt, COPING 

!-::": S7 :'E ::.:::";'.:::'D S,!S,!,::!·~':'. ,!,!CnLL~--;".!;O MOST or ,t..Lt., PREDICTABLY-TO 

T:-: OSS ??~OR.:r!ES. ;'.:;: ;.:£ MUST DEVELO? INFOR.~hT~ON SYSTEMS WHICS 

i'; ::':' :;;::? !·: Z:' !·:;'.::;".G ERS ':'C :;01.:; '!'H::Z? 5U30?..DIt'A'!'ES ;'CCOUNTkBLE ".NO 
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SYSTEMS. RELIABLE ~~NAGEMENT INFORMATION SYSTEMS CANNOT BE 

CRE;;TED OVERN I GHT. T~EY Tl-.KE TIME, HO!\EY, HARD WORK AND COMMIT-

!·:ENT. m, FORTUNAT ELY , AGENCY LEADERS WHO WILL BE IN OFFICE ONLY 

BRIEFLY E;.VE AN u!;DE?,STAND~.i!LE RELUCTANCE TO IJ>."V::ST THEIR TIME, 

E:,=:RGY, ;'.1\'0 ?ESOURCES IN D£VEl.OPI!iG SYSTE~S WHlee kRE LIKELY TO 

3 E!\EF IT ONLY THEIR SUCCESSORS. 

TiiE EXPERIENCES OF foIANY OF O;;R STATES ~.!(D LARGE CITIES 

: =: VELO~=:::: ;.S!) !~S:':'.:'LED. IN t; ::v: YO;K CITY, IT TOOK A FINANCIAL 

... --c:-c I.. .'"!.. __ l. ... ':ro 

l '~ , - . .--, .- •. ,..... 
. ... - • • • • -.\.: :. . · • .:. • • 6 ?J...?-:::! ;',5 ;.. ?E:SUL':' OF TEE !;:;W YORK CITY 

Il' HO? ES 0: ??EVE:;TI:iG CRISES OF T::EIR OWN. IN MY .JUDGMENT, THE 

FEDE?..'.!. GCVE?i~!-:Et;T--:;'.C!!'G F:::'OELE~S TYPIFIED BY 30DGET DEFICITS 

OF s~ oo :Z:':"!O~; OF. !·:C? !: --C;'.:: l~C !..~NGE ;' J..FFC?D ':'0 Pi; T orF BUILDING 

....... .. - .. ··c-,....·· _ ...... . _ .......... -..... . ~ 

kRE OKLY SOME OF THE ?ROELEMS ~:HICfi LARGE AGENCIES AT 

FEDE?~.L LEVEL M~ST ATTACK IS THEY ARE TO ACHIEVE SUSTAINED 
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IM?ROVEl"ENTS IN MANAGEMENT. I SUSPECT THAT THESE SAME P~OBLEIIS 

'.RE FOU!,D IN MANY STATE AND LOCAL AGENCIES AS WELL • 

... 

IF W::; A?E TO ACHI EVE ElICELLENCE IN THE !I.ANAGEMEt-."T AND 

;'.:l~' :;:;'Is"?_~.nc.:' 0: OUR AGENCIES, WE MUST FIND WAYS OF FREEING 

OUR ABLE ~ANAGE?S AND EXECUTIVES TO SOLVE THE PROBLEMS OF THEIR 

AGENCIES AND PROGRAMS. WE MUST DEMAND EXCELLENCE FROM OUR 

!.: r.l'~.GE?S r.I\D WE ~lUST :!l;o "'!'.YS Of EFFECTIVELY HOLDING THEM 
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