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) Change and City Management
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changing demogr-aphlc and social complexion ha.d created an unprecedented need for
social services to aid the el.derly , the po?r: and the disadvantaged, these programs were life-
savers. But, as we explain in more detail in the next chapter, as the federal government cut
domestic spending in the 1980s, many of these urban programs were eliminated, reduced
substantially, or delivered in new ways. Cities had to search for less traditional methods of
handling urban problems. Recent literature is full of discussions about ways to hold down
costs by turning to alternative sources of urban services. Many see contracting out to the
private sector as an especially promising option. Others urge greater cooperatior.l betwa?en
the public and private sectors. As a community struggles with serious financial difficulties,
the private sector may be able to provide assistance and resource:s tl.lat normally would not
be available to local government. Managing the politics of scarcity is no easy task.
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1levels since thelate 1970s, that REGO found committe followers who were wit:
3(3f _theadoption of all or some of the ten REGO principles, ere willing 1,
‘““‘Sh at started as acottage industry in 1992 with vam'rrm‘nq

franchise. In 1997, Osborne and Peter P)
into 3

' Government quickly turneq
astrik published Brmishinq Bureaucracy:

principles, this work offers

Five Strategics for Rf'i"l:(’"fi"g Government.¥” Instead of ten
G .:stra‘egies for reinvention: (1) fhe core strategy, which helps create |
v he consequences strategy, which focuses on creating consequences
(g :he customer strategy, which puts the customer first; (4) the control strategy, which
hift control from the topand cente-r; and (5) the culture strategy, which helps to create an
s e neurial culture. The following year, Osborne and Victor Colgn Rivera published
;; ¢ Reinventing Govermzent Workbook: Introducing Fra-ntline Employees to Reinvention. This
$ packageds “canned, wor.kl')ook serves as the basis for. others to deliver workshops on
reinventing government. Dmde'd 1.nto four modulesf within which individual chapters
focuson each of the ten REGQ principles as prestented 1.11 the original Osborne and Gaebler
text, this workbook emphasizes problem-solving activities, brainteasers, and overhead
material to illustrate and teach the reinventing government principles.

n our opinion, the best of the reinventing government books may be Osborne and
plastrik’s 2000 publication, The Reinventor’s Fieldbook: Tools for Transforming Your Govern-
ment® Finally, after two prescriptive texts and one workbook, they got it right. In nearly
700 pages, this book provides the “nuts-and-bolts,” “lessons learned,” “do’s and don’ts”
that government officials need to implement the broad strategies outlined in Reinventing
Government and Banishing Bureaucracy. In the words of the authors, it “explains in detail the
terrain you will encounter, the obstacles you will face, and the equipment and know-how
(tools and competencies) you will need along the way.”* The book provides real-world
lessons of what has worked and what did not work, and why. The authors offer over seventy
different “tools”"—from activity-based costing to performance management to community
empowerment. Finally, in 2004, Osborne, writing with Peter Hutchinson, published The

Price of Government: Getting the Results We Need in an Age of Permanent Fiscal Crisis.** The
title of the text delivers its thesis very well.

arity of purpose:
for performance;

What, then, should we make of the reinventing government movement? Certainly,
and rightly so, REGO had its detractors. For example, we agree with the many state and
local officials who considered both Reinventing Government and Banishing Bureaucracy to
be “long on suggestions and short on steps for actual implementation.”2 But to Osborne
and Plastrik's credit, publication of The Reinventor’s Fieldbook helped to address this criti-
cism. Reinventing Government and subsequent related publications drew so much attention,
.Stimulated so many ideas, and generated so much response that any discussion of manag-
g modern local government would be deficient without acknowledging its influence.

For now, let us offer two general outcomes of the REGO movement. First, to assess
the degree to which federal, state, and local governments have implemented its prin-

cipl : '
Ples, the movement has stimulated significant academic research conducted in the
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s research is theoretically well grounded. eMpiric

THE ENVIRONMENT OF URBAN MANA

behavioral tradition. Thi - rdiion in urban politics al andrep
: ra 9
sentative of the best researcil

its transition from the “f 1.
i EGO has beents 1e “fielg
utcome of R i ~prj
The s.econd major o o er—tothe academy, where it was renamed apq stu(?ielmarily
the province of the pra.c . In other words, as public administration scholgy yy. . °F
oughly and conscientiously-

Spicer reminds us, “Reinventors donotap p ear to attach mtich importance t0 brogq Ilicol-a?]
' 2 Given the day-to-day rush to manage it

cal and social ideas.”* Why should they? inaccording to o ge the modern
city, time for reflection is scarce: Instead, once agf llr:)wa narro?v "insl:lcer, Practitiong,
implementing REGO strategies in the ﬁelfi seem to 1o e rur;ental Tationy
ity” perspective, which suggests that th.e job of thehur' ac g Son . 0 achieve efficieny
and effectively whatever ends or objectives he 01? she ;S thP o L e Who, then,
is to explore the relationship—the “fit, if you Wl.”"_ etw.eer.l ,iiflnventlng BOVernmep,
movement and the “idea of the state as a purposive aSSO.ClaUO.n v The acaderriy is Where
ideas, concepts, and paradigms are discussed—where, in Spicer . words, the history of
political and social ideas” is debated. University professors are paid to ponder and Write
about broad political and social ideas. And this is exactly what has h'appened to the Concept
of reinventing government: it was moved to the academy and acqmrfed a new name,

The case study offered in Policy and Practice Box 1.1 shows the intersection of two of
the themes discussed thus far in this chapter—fiscal stress caused by the Great Recessiop
and Reinventing Government.

THE NEW PUBLIC MANAGEMENT MODEL: AN ACADEMIC RESPONSE TO REGO

Osborne and Gaebler’s original groundbreaking work was published in 1992. Byt
the processes associated with reinventing government—such as load shedding and/or
contracting out public services (generally called “privatization”); an increased focus
on orga'mizational and indi.vidual perfo.rmance and accountability; performance and
fexpendnure-control budget.mg; d-evolutlon of authority to the Jine level; and greater
involvement of the community, neighborhood, and citizen in seryice delivel'}’ decisions—
have been under way in earnest in the United States, Greqt Britain, Canada, Australi
New Zealand, Germany, and other Western nationg since the Jate 1'970 - , Australia,
Margaret Thatcher (first elected in 1978) and Ronalg Reagan s S. For example,
a post-Keynesian approach to public administration 5,4 helped t In 1980) brought
alternatively been called “civic-regarding entrepreneurship,,. T “t}? Introduce what has
paradigm,”® “managerialism, " “neo-manageria[jsm,nso “market-b € post-bureaucratic
tration,” and “entrepreneurial government.™? But jt v, Univerg; ased public adminis-
Christopher Hood who in 1991 coined the term, the “New Pubi. 1ty of London professor
model to capture the academic response to reinventing 80vernme ANagement” o NPM
that the literature seems to have adopted.* Nt and jt Hood’s labe]

Perhaps the best single text to explain the rise, insﬁtutionaliz \
NPM from an academic perspective is Public Managep,, andatlon,- and napyyre of the
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HEINVENTING PHOENIX CITY GOVERNMENT:
BESPONDING TO THE GREAT RECESSION

lllE . H i !
( I ”l t 1] ' I

tions.

it the sixth most populous city in America. Phoenix is the largest city in the United States to use the council
| -

manager form of government, has an annual budget of over 3.5 billion dollars (in 2013), and employs about

14,500 city workers.

In 2013, according to then acting and now city manager Ed Zuercher, “Phoenix’s 30 city departments . ..
and operateled] at a high level of consistency.” However, because of the Great Reces-
faced a $277 million deficit. City management decided “to step back from what felt
comfortable and reconsider how some departments were organized from a different perspective.” As such,
Chief Financial officer Jeff Dewitt in the Department of Finance approached city management and asked if
he could “reinvent” his department. Dewitt noticed that some areas of operation were too lean, which was

crippling the operation of the department as a whole.
t, a three-day workshop was held and employees were asked to discuss

To initiate the reinvention effor
what they did each day and how they could perform the tasks better. In addition, the group undertook a
comprehensive analysis of other finance departments across the country that were similar in size to Phoenix.
According to city manager Zuercher, the reinvention results "were remarkable and led to sweeping changes

in four areas.” : : ‘
1. Strategic Reductions: While some areas of the fin

heavy. Instead of employing the often-used mana
Dewitt made cuts, sometimes in greater numbers than originally requested by his sup

areas they were top-heavy and provided more resources to other “lean” areas. The result of the
efforts was greater levels Of efficiency in the use of human resources. -

2. Reclassifying Employees: A reclassification analysis of the department showed that many changes
needed to be made. For example, since the department was moving from an analog to digital data
system, the positions of five existing account clerks were reclassified into two technology specialists.
In fact, the reclassification effort showed that what was needed was not more staff, but individuals
with the right kind of skills in the right positions. In total “70 positions were identified for reclassifica-

tion through attrition.”

3. Restructuring the Physical Layout of the Department: Over ti
and took on new responsibilities, positions and functions were a
unit that is in need of reorganization.”The department was reorganized suc

4. '56135;:“;32.?9“(1'855 of function, ere housed in the same work space.
Wlals g tc; :UE:;F, ;0 secure buy-in from staff for reinvention changes, staff members
P e N rl] easbab.ou.t how to make. their workplace better. An intranet system was
implement SUggeStionse;: mission ?f suggestions and a team was empowered to a'nalyz.e and
dled electronically from. st: Suggles‘tlon was to create an eProcurement system, which will be han-

rt to finish. The system was scheduled to go online in January of 2014.

[were] well managed
sion, the City of Phoenix

ance department were too lean, others were staff-

gement strategy of cross—the-board-reductions,
eriors, in those

me as the finance department grew -
dded in layers—"similar to a storage
h that staff performing

(continued)
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AKING
SYSTEMS ANALYSIS AND LOCAL POLICYM

HEORY i i
SYSTEMS T ed on the belief that policy can be considered a respons by

stems theory is bas ; ‘
IS) tem to various forces and pressures produced from its environment. Know
cal system : S N nc
“ ) ystems” framework, this conceptualization of how local policy is made js j,
opens

4 polig;,
n as the
p Ortant

for at least two reasons. ‘ ., i PSR .
First, while not terribly sophisncated, it is an intuitive, Instructive, and usefy] paradi
: gwhat,in reality, is often an extremely complex process Thet

derstandin .
(model) for un Id take great effort and time to reconstry the

- ic policies, it wou

in the case of some public p . .
: : to actual passage and implementation &

path from “idea, demand, issue, or concern passag P tion, S,

fact, it might be impossible to capture the flfﬂ dyn.amics f)f the process, since the Particip,.
tion of some individuals or groups in the deliberations might not be known, by omissio, "
by choice. In order to understand complex phenomena, t-herefor e, models or abstractiopg
of reality are required. And these models need to be Stra'lghthI'War d_ and “n‘dETSfaﬂdable
if they are to help at all in penetrating the centr al myster o of the policy mak.mg Process.

Second, systems analysis is important because it requires us o see the big picture and
understand how parts of the system are interrelated. It is not enough to know, for example,
that a university town has passed a new ordinance prohibiting “block parties” (gatherings
of hundreds of students, at which alcoholic beverages are often consumed until the wee
hours of the morning). Such a policy was probably adopted in response to pressures from
a number of local groups, including nonpartying neighborhood residents and the local
police department. In short, the policies that a city government passes, as well as those that
its officials choose not to pass, are responses to a host of supports and demands placed on
the local political system. A change in one system component usually triggers a change in
another part of the system.

Political scientist David Easton, in a series of influential books published in the 1950s
an.d 1960s, app‘li.ed systems theory—which was originally developed in the natural
:;’\e’l’;zfjn;;otsf’:;;t;?t: eHlsl(i)pen (or natural) systems fr.arn-ework demonstrated how local

policy process and how authoritative decision makers such as city

councilm i
: embers, fmayors, city managers, and local bureaucrats respond to these environ-
mental inputs by making local policies,

As the systems model presented in
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Figure 1.1  Urban Political Systems Model
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SOURCE: Reprinted with permission from John P. Pelissero, “The Political Environment of Gities in the Twenty-first Century,” in
John P. Pelissero, ed., Cities, Politics, and Policy: A Comparative Analysis (Washington, D.C.: CQ Press, 2003), p. 4.

carry signs of protest or support outside of city hall, or local builders may lobby council
members for changes in a policy immediately after a new ordinance has been passed (the
outputs box in the model) or after the policy has been in place for several months (the
outcomes box in the model). In short, environmental factors play a pivotal role in shaping
the policy process. ' {

Inputs from the environment are transmitted to the political system, where authori-
tative action takes place. In this stage of the policy process, official policymakers such
s the city manager and council members interact to formulate policy. If there is suf-
ficient support for a policy, the council passes an ordinance. This output, in the words
of David Easfon, represents the “authoritative allocation of values.” In terms of the
example cited above, the college town’s new policy states that block parties will no longer
be allowed, under penalty of law. Since such policies have impacts, individuals and the
community then have the opportunity to “consume” the outputs and of.fer assessments
of the outcomes of governmental policies. This feedback loop is critical, since it produces
Vital information that permits the political system to modify, correct, and/or do away
With defective policies.

Just as the tIl)]ermostat in your house allows for change? in te.mperature, the feedb'flck
00p allows policymakers to change policies to fit the political (.:llmate of the comrnun.lty.
Ina democracy, we expect and demand that political systems will be open and responsive.
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As noted by Baston, political inputs drawn from the envir.onment arefed int? th.e polit;.
cal system. These inputs come in two forms: Jemands, which emanate from l'ndl.viduals
and groups, and supports, which arise out of city conditio.ns and resm;rlcles. '.The Individyg|g
and groups making demands on city government might include the following examples.

« Individual local citizens or visitors may write letters t0 0T contact city officials t.o

express their concern about an issue or t0 ask for some type of.gO\.Je.mment aCFlon,

« Various organized interest groups, which are not uncomimon In cities—especially
in medium to large cities—will often represent the business or corporate sector
(such as real estate developers, the local Chamber of Com.merCE, the 'Downt(?wn

Business Association), neighborhoods, labor groups, environmentalists, f'acml and

\ ethnic groups, and so on. In the United States, interest grO}Jps‘ are recogmzed as

powerful participants in the policy process, and public policy is often viewed as the

\\ output of bargaining and compromising among interest groups and government

\' officials.

« Political parties represent another group that may make demands on city
government. As we learn in Chapter 3, the urban reform movement diminished the
impact of political parties in many cities in America by prohibiting local candidates
from running under party labels, requiring, instead, the practice of nonpartisan
elections. Nevertheless, in most large cities, political parties are flourishing, and
even in those cities that use nonpartisan ballots, political parties remain active,
playing the role of “informal” brokers.

* Finally, the media—the so-called Fourth Estate—is another powerful player in
local politics. Many a politician and/or city regime has suffered or prospered at
the hands of the mighty media. In a democracy, a free and open press is considered
essential, for the print and electronic media serve as watchdogs of the public

interest. Newspapers, political talk shows, and evening newscasts reach and
influence millions of citizens in urban America,

Supports, according to Easton, represent the second broad type of input into the politi-
cal system. Supports come from the environment in two varieties, as active and Jatent com-
ponents. Active support—such as voting in city elections, obeying local laws, paying taxes
and utility fees—is critical to the functioning of local government. The withdr’awal of active

Il support for city government decision makers and institutions can erode the stability of a
| local political system.

The second type of supports from the environment js latent in nature. Four types of

latent environmental subsystems are present in cities: physical, political culture, socioeco"
L £
nomic, and intergovernmental.

« The latent physical support subsystem includes the Jocg] climate, geography,
and the built environment. Climate and geography affect the types and range O
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