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by, Avtimes, e finds himsell challengig clizés on
o hing they may have misepresented. Samefimes
e emonses hecome opporuniie o educale
e e abou how thei government works. For ex.
et henbe relized tha cizens lacked ssental
e ion about haw siree resuracing is donc, he
et presenation tled “Prfessr Pothole P
D evenyihing You Always Wanted to Know sbout
g Suets for Resurtacin in Your Neighbor-
hood Council”

ebercon views this kind of honest exchange and
oing of nformation as pat of the proces of v
mwerig citzens.Along with onesty, o s 3 01 f
Do an s efacemens,He neves prepares speeches
B ane bt rather e to grapple wih whateve 5
e tohim ata ariculrtime and plce, Seveal
e formants repored they had observed Robert
o heas commnity sitations and indicated they
o iways been desply impressed by his abily to
oK into 4 foom full of angry people and leave hem
ke end of the mesting thanking him and resdy 1o
Collaborae.

e mformant even reporid astanding ovation afer
one such sexsion, at which, according o Robersan
e o ke offcialhad caes been looking or he
et it ut of fear of the hostle crowd. He ac-
e plishe s by being open and honest with e it
o speaking (o them without using technical
emguage. He manipulated them by ueling anger and
e emnent sbou service delivery, but he chan
ot ange o creste acvocats for his bureau with
hecied offcal. This scategy paid dividends, 35 seen
in'a second siory.

e manership withformes Los Angelesmayor ames
ol Robertson developed  program that eararked
4700/000 annualy for cach of the 87 neighborbood
il oxsting at the time to allacae amon the
Coces provided b the Bureau of Steet Services Fur-

ons. Robetson appeared atall
Sayed unti the end, even i it
o eute e and evn fony  handiu of pople e
e When asked why he had made this offe,

Roberson sad 1 s his vay of
e

ifeven ina elatively small way.

Partnership with Citizens

e thirdsory concers Robeson's fort 0 fnd office
pace for a neighborhood counci thathad none. The
Y rovides $50000 annualy o each councl ox
P expenses, bu tha docs nok go veryfr i large
Do i expended on fie re, s some councils
o Gbtain donted space. One of our infermanty
o neighborhaod council bosr mermber who tod
et i Robtson leared tha her council had
been unauccessfl in inding e space

wmﬂlﬂ-wm skl
iy e had gone o of is way todo this, Raberson

xpained that twas  way ofshowing espect o the
et hundreds of ciizens who work all day and
hen® e on responsiiles for their neighborhoods
g thee e time. He viewed havng ofice space
o ofthe esential requirements or caying out
ek and contibuting t ther empowermer.

Summary of Citizen Interactions

These the sories of Roberson's interactions with
s veflect fis abilty o use maltipl tools i his
e managé relationships with his stakcholders.
i tics the ar of manipulation o calm a cowd and
Yo theft anger nto povierbased on new information
e prvdes abou the lack of resources of other
o draite preventing his bureau from mecting their
e bt sate in the cantexto the Collaborative
Rearaing Project see notet) and ineractions with
eahbshood counclls, “There s not a ot | can do
B e affce, b 1 can help tllother people what
il ot people to tell the mayor By wooig ct-
it ol space, nformation, or increased 52y
e w et unds are llocated in a neighborhood,
o creates achocates fr isbureau.Anloutcorme
e beeontsaciity s ncrease unds o the Bureat
Soeet Sericeshrough e ciy'spartcipaory budget
oroces. Icteaed fund, n . help g clizens
Yt they want and expect

Interactions with Subordinates

e have already described how Robertson mentors
e subordinaes in his nteractons with membersof e
Behc. Tha anccdore lstted hovw he pushes s
B opecsto embrace the conflc tha s inherert in
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Summary of Interactions with Subordinates

veral, inhisntractions with subordinates, Robertson
s ad by example an o develop trong, mu-
2 suppertive eatonship seross allevels of the
e eaon. These relaionshis are defned by pat
i i hich Robertsanactvely consuls wih is
i, empathizes with ther (0 give opportl
oo efecion and healing, and informs them of
e plicieswithoutconcet o fank Heemplhizes
o amployees s someone ho came up hrough the
e e ham opportunitis (0 make their oW
e s for hei o health and for the mision of
e enu, Without this muual respect, Roberson
e ovesthat employees would have no incentive (0
o i eaderehip,thus lmiing is abity o com-
ot o izen that he i doing everyhing e can
ven urent esouces tomeet hlr expectations We
o culivation ofrelationshis acros agencies
asvell

Interactions with Other Managers

Crisessich as storshighlight the exemplay it of
ter ot might bs overlooked inctherwise noral
g The e eporied here with respect 0 sub>-
. meracionsare set wilhin the conextof -
e ion, bt Roberson's behaviors and actions re
e enicid 1o crise. The importanee of elationshp
o agement o Rabertson ca alo be seen n his -
g with his general manager peers Here again,
wasee! Inthisex.
Ul Rabeseonandiisbreau wee eegated some
o rapanabiies. It was hoped that he accepiance
o onch pawresponsibilit would sllow the favor © be:
etumed a some future paint i necied

partnering and Delegating Power across
Government Agencies

e xamplis the case o dealing withasevice prob-
et Roperson's bureau could handie functinslly
oot was under the juisicton of nalher depart
O The same rains that had allowed Robertso's
et qualies o hine n 2005 also allowed ity
e ow atafsterrate than nomal. Spcifcaly,
e o ertage reesgrew fastr than was typical and
Deparamentof Receation and Prs employee had 1o
ot 10 cu e limbs; however, some lrees were

hopped f the wrong . they e, e s
e veen o a, causingposible
injury to person and property. Given this situation, 3
i Rapercon y e genel .
ol ecteaton and P 1 povide
e D bareo t help i e e opre-
e o hestaon Roberion e

e th tuaton 3 MG 2
e e ol he generl manager
e O vt chy counll 10 auhonie s 1
et menance, Aty be uld
b auhorzaion. He chose he
e ptonae
_m_,._mim" it
vt for ciy counc]athonza
T el have been done 0 porin f PR
o B . By adptn  ctide
O acceping esponsbiy o e sl
B M epecs o he . Roburin deor
e e workingcollroaiely nd crss
e

g Multiple Strategies
to Achieve Technical Efficiency

1 addiion tosuccessflly managing relationships wilh
divers seof stakeholders,

iy e The relaonships e has de-
et mong eleced officialsand cizens o acquire
e nces i ot o improvesenvice delvry. For
e e one technology that Robertson has success-
oy promoted i known as Cold In-Place Recycling,
e vsimated tobe 25 percent 1o 35 pscent mare
octiv than conventional technologies. Wih tistch
ttogy. oad sufaces re reconstuciedat a sigle time
Y gl plece of equipment, which, Roberton
e 4 mach lse nvasive n neghborhoocs.

o ather example i the design-build process, it
it bureau engineers work n conjunction with
et ket o design and build a treet projec, Wil
At depending on thelongerdesgn period equired by
o e of Enginering, By integrating bolh stps:
reblems that emerge during the project buding
P ocen can be addressed on the spol by designer
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Introduction

The concept of ecology of administration can be illustrated by most public administration case
studies, for itis @ rare public administrator who is ot influenced at least by a few of the major
ecological factors that John Gaus utlined in the preceding essay. The concept of ecology runs
throughout all administrative activities in government, serving to shape and reshape the content
and direction of public policy and public institutions in innumerable ways. The following case
study, “William Robertson: Exemplar of Politics and Public Management Rightly Understood,”
by USC professor Terry L. Cooper and his graduate research assistant Thomas A. Bryer, offers an
excellent example of how ecological factors affect administrative activities in practice and how
an administrator can succeed brilliantly when he identifies and copes with them effectively.

Aufirst glance, William Robertson's work may appear mundane, technical, even uninter-
esting, After all, he heads the Los Angeles Bureau of Street Services, an agency many would
imagine as the “typical” big bureaucracy, though on closer examination his job is hardly rou-
tine or insignificant. Robertson is responsible for maintaining 6500 miles of roads, scattered
over 470 square miles inthe third largest American city. He runs a complex agency with seven
large divisions and an annual budget of $130 million. Managing this bureau's operations
involves one way or another all seven ecological factors identified by Gaus which, in turn,
immensely complicates Robertson's administrative dutes.

First, “people”: Robertson's work requires that he interact daily, not with one *public,” but
numerous, very different sorts of stakeholders throughout Los Angeles. As evident in this case,
this task is not easy. It requires long days and intense involvement, sometimes defusing hos-
tile confrontations. How Robertson goes about dealing with people individually and collec-
tively significantly shapes the effective performance of the Bureau of Street Services. Second,
{the place’; unquesionaby the uniqueness of the Los Angeles melropolan lanscape

fetermines to a great extent the scope and nature of administrative demands and challenges
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st revising Amstein’s ladder t0 more 2p-

“This test achievement and certiicaion gave him the.
cment owardth concepls

nowledge and fechnical requirements o serve effec-
g leader
ary service, which Rober

of cllaborsion, encouragin clizen o
e public management process i not  zero-sum but &
posiive.sum game. Apol e such as Roberton
can gain powe by working the

citizenry. !ﬁn

conceptual
an adminisirator tanding nct on

of the laider trying to work with
elected officals, and other siakenol

(om one dategy to another depend.
ing on the neecs o a stuation. Fgure 3.1 illstates the
cicl of pricipation.

“The soicsrecounted here show how Robertson has
employed these approaches o produce technically

Figure 3.1 Combining Strategies n the Circle

Los Angel
of Participation

s who head other departments in the ci
o hopes o use istwo-yearterm o break down valls
between departments and o focus on saling th city's

Sherry Amtein's adder of par
(zen parciparion w:
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