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1. Introduction

American gm:m(n‘a):l\@ai 1dmlnu!r.ilm!1. also known as ﬂiﬁx \ )
( G5 LA A

American hureaugmﬁ,ﬁlm J.rten generally regarded by most (I}I‘Imﬁﬁ\iﬂ

/ AN \

the warld wmmpet\mk and effective. Ironically, Americ s ulr,!mi. always
thm{% ?ﬂal (heu(rugmlernmen! i% wnstf’:’uh mmmpgwnt lil:lEdl;H:l'h and has
S .\\”’ \{:hcdm.l power. Most nr:admmm ancl '.rtgid}iln”:hi‘l‘i contend that by
Q;'>l'/l>pﬂ;nss|ng these fhnraﬂe{rmm;:;l[ ur;.nmz/a.tmn tends to fall into certain
patterns of hvhnwgfmn\h\m\ ﬁ‘gﬁﬂt}. proceduralism, resistance to change,
oppressive - r/um! \\ qli Iéﬁlpbu-.rees. dehumanized treatment of clients,
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mmsﬂmlmuﬁrhﬁ jargon, emipire building,” and concentration of political

/
<

:pﬂﬂfiﬂy{(;m:lseil 1994: 3-5), The vgly portrayal of bureaucracy, whether

bal’ nghl or wrong., has threatened the public sentiment and degraded the

image of bureancracy.
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On March 3 1993, President Bill Clinton initiated the National
Performance Review (NPR) by asking Vice President Al Gore to
investigate how the federal government could be made more responsible 1o
the American people. This is because Clinton had campaigned promising
change im government before he became the President, and =a
comprehensive reorganization was part of his effort. Six months later, on
September 7, 1993, Vice President Al Gore and the NPR released a repoct,
entitled From Red Tape to Results: i Government ;

Better and Costs Less. This report was presented (o the President and the
public with its long term goal to chagge the culture of the federal

government, The NFPR aims at a government that works for people, freed
from red tape and senseless rules of bureavcracy. More importantly, the
concept guiding these  changes is based on Osborne and)(Gachler’s
proposal” which | shifts administrative culture and Chehaviors from
bureaticratic government toward an entreprenensial government (Moe,
1994: 111).

The NPR report has created . coatroversial issues among scholars
and practitioners in \[mh]i‘r. administration. Some agree with the current
performance reform éf-gWEmmenl without paving much attention to the

concapl elind i, while others oppose the concept behind the NPR

*This proposal can be studied in their book Reinventing Government :

ing the Public Sector and

i the Enire.

also will be partly discussed in this study,



This study is predicated upon the assumption that changes in the
présent bureaucracy are not only possible, but also inevitable. However,
the bureaucracy is associated with the political process. If the course of
such changes can be reasonably anticipated, the administration and
structure of government will be shaped toward the desired goal. The main
purposes of this study, then, are to study the concept of reinventing
government behind the NPR, and analyze the arguments against il Ta
do this, this study will first examine the historical hackground of
administrative reforms in America in order to understand the current

issues and will finally suggest the direction of the NFR inthe future.

I1. Evolution of Administrative Réforms in America

President Clinton _ first announced the National Performance
Review on March 3, 1993, stating: “Our goal is to make the entire
government hath less expensive and more efficient, and o change the
culinre of owr mational bureaucracy away ’fl'lll‘]:l complacency and
entitlement toward initiative and empowerment. We intend to redesign, to
reinvent, to reinvigorate the €ulive national government™ (Report of the
National Performance Review, 1993; 1). The reform initiative announced
by President 'E'lintm@ is neither new nor profound. In American political
history, presidential efforts to make government work better and cost less
have been acknowledged among scholars for a century.

According to Moe (1992), a major revolution in the American
administrative reform took place after 1905, Eleven major commissions
to improve the executive branch were undertaken from 1905 to 1993 (See

Appendix 1). Unsurprisingly, the administrative reforms were the result of



the progressive American society, which entailed expansion of baoth
governmental activity and government's administrative capacity. Arnold
(1995) in his article “*Reform’s Changing Role” proposes three stages of
examining government performance. The first stage focused on the
expanding state which began in 1905, The second stage was the policy
state which began in the 1960s with the aim of strengthening executive
control of policy design, implementation, and assessment. In the Iast stage,
alter the mid-1970s, executive reorganization's role chnpgg_ﬁ Tt ‘i:hmmigns
against Governmens. To better understand the xb‘f’st\x‘-ri&l‘f\ background,
these three stages will be discussed hrinﬂjn
2.1 Executive Reorganization’ tmﬂ#}# E%pnndin 7 State

Six historical effore can iit‘vsﬁm im this stage. The first effore was
the Keep Commiséion, nr,e;ﬁd by Theodore Roosevelt in/ 1905, ) ‘It
Eddmwﬂzt:ﬂﬂmfﬂﬁiﬂﬁ ex¢cutive branch in which ag\(nt-f;s«,mzrc subject
1o m:mlml hjet')tn-ngreaa and party, Th,ﬁ"’{‘ﬂll‘l‘ﬁiiié{iﬁﬂ altempied to
v‘ﬂﬁﬁdarﬂiﬁe and centralize ndmini&irﬂlike F‘ratﬁai&s such as salary policy,
clerical procedures, and purchasing, ‘Pﬁsiﬂent Roosevelt asked Congress
to grant him ﬂhthﬂﬁig ',m concéntrate related lines of work and reduce
duplication by \ﬂemﬂpr order. However, Congress refused to delegate
mrgﬂ;iii:::(lié;r;qui ii\ui‘-it}' to the President.

) The second effort was the President's Commission on Economy and
:Efﬁcim:}-.,. created by President William Taft in 1910, This commission
adopted a view of agencies organized comprehensively within the executive
branch. The commission sought to place the President at the center of
administration and also recommended an executive budget, giving the

President responsibility for managing the executive branch’s appropriation
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requests to Congress.

The third effort was the Joint Commitiee on Reorganization,
created by President Warren Harding in 1921, This committee initiated
the methods of redistributing executive functions among the departments.
The committee also helped support the concept of the President as
manager of the executive branch.

The most important executive reorganization was the fourtl effort,
the President's Committee on Administrative Managenient, President
Franklin Roosevelt initiated this plan by assigning Louis Brownlow as the
chair of the committee in 1936. Th¢ Brownlow Cemmitiee report of
January 1937 was plain-spoken “abwut (itsaim. The President was
responsible for managing the executive branch. The President & ad-
minisirative m:.n:gtf\rm}"l‘,l/ipﬂl foresight into national pmhlem,s».a'M»&qught
administrative campetency to solve them. The Brownlow Committee's key
recomiendations were for expanded prﬂ:ild‘:mfnl\'s‘:ml‘t’.-»mhtrnlizmiun of
personnel policy in the presidency, and institutionalization of presidential
weorganization authority (Rohr, 1986 135-153).

The next twﬂ,\éﬂ'ﬁ»rt‘s;wér_é the First Hoover Commission created in
1947 and the Second Hoover Commission created in 1953. During the
First Hooyer) Commission between 1947 and 1949, former President
}l\d.;rhi'rl" Hoover led the commission which was  lauwnched by a congress
with anti-presidential aims, The First Hoover Commission recommend-
ations were to strengthen government through administrative improve-
menl with a concern lor economy and efliciency. The commission called
for a renewal of a hierarchical administrative structure during President

Harry Truman’s térm. The Second Hoover Commission was created



under President Dwight Eisenhower. The commission had worked
between 1953 and 1955 with the aim at reducing the functions of the
federal government. As time passed, the Commission began to focus more
on policy problems than organizational structure.

1.2 Executive Reorganization and the Policy State

In the second stage of executive reorgamization, reform's focus
shifted from the president's managerial problems regarding am;qiﬂtinﬂ&l
structure to presidential problems with policy formation, “contral, and
efficacy. By the 1960s, the positive state’ was widely accepted as legitimate,
and presidential primacy was hmming .'tl'l&#ﬂn"lr'l:ntimuf»conte,pﬁml ol the
American regime. Inereasingly, goveromént’s central problem was to
fulfill its promise o address complex social, economic, and ultj,ﬁhfal
security problems. Thus the reform agenda took Bovernment's most
pressing meeds s increéased capacities for designing and assessing the
efficienicy of public policies. This shift in refnrm:‘-‘;s tocus was Tirst apparent
wﬁﬁ‘in the Johnson administration (Arngld, 1995: 411).

President Lyndon Johnson used €xecutive reorganization to aiiain
his goal of controlling policy whﬂt reducing expenditures. The problem
Johnson posed for Feorganization may have itself invited a new approach:
How could new programs be made so effective as to reduce government's
expenditores in a policy arena? During Johnson's term, he created many
task lorees on executive reorganization. There were a series of low-key

refarms that produced quiet but important changes.

"This term means a government whick is large, competent, and responsive in
arder to cope with various problems in the sociery.,



In April 1969, President Richard Nixon established his Advisory
Council on Government Organization, led by Roy Ash. Its first focus was
on the executive office's capacities for presidential governance, The second
plan was to reorganize the Bureau of the Budget and established the
Domestic Policy Council, The Ash Council proposed the Domestic Council
to create a forum for policy formation and a staff with the resources to
plan and assess policy initiatives (Armold, 1995: 412). In March’ 1571,
President Nixon, acting on the Council's recommendations, pﬁ:iqpni;ﬁd four
reorganized departments into which almost all v’thmv:‘sltlir: programs wonld
fit: national resources, economic affairs, hraman I'-tsﬂli'l"ffliﬁ-, and community
developmeni.

2.3 Reorganization against Government

In its most Fecent stage, execulive reorganization’s mnmﬁﬁuj\ o
presiden.ﬁa[_ pﬁ’ﬁr:‘rv over administration was changed. Aﬁtl the middle
19705, executive reorganization was posed by presidents as a weapon
agﬁ,i‘ns! government. Presidents Jifrimykff‘m':t\en ‘Ronald Reagan, and now
Bill Clinton, initiated executive reorganization in the explicit manner of
streamlining E“"Emm**l“-‘ However, efforts to improve governmental
performance turned jaway from a leng-term project of expanding the
capacities of executive government to acquiring a “populist accent,”
pm‘m,is]ng to change government to make it more acceptable to popular
American expectations (Arnold, 1995: 412).

Before he was elected, Carter also promised in his presidential
campaign to make the government understandable, elficient, and
economical. He then established his Reorganization Project. Most of its

recommendations proposed uncontroversial reforms in mid-level agencies



and their activities. However, the project's major effort, a plan for large
scale departmental reorganization, Failed to receive his approval (Arnold,
1995: 413). Carter’s reorganization proposals were significant. In 197§,
Congress gave him most of what he wanted with respect to civil service
reform. The Civil Service Commission was replaced with a new Office of
Personnel Management, responsible to the President, and a Merit System
Protection Board to hear appeals from grieved employees (Dye, Green, and
Parthemaos, 1980; 391).

Like Carter's strategy to gain popular voles, Hlngwn also used
several sirategies to |
impose his will on government. In Fehriary 1982, President Reagan
initinted the President’s Private Secier Survey on Cost Control, chaired
by J. Peter Grace. The Grace Commission was the largest éxecutive
reorganization fo \date.  In line with President Heag:in‘& political
philosaphy, this) Commission argued that the public\ and private sectors
were alike and should be judged by the same Ml‘urri:ﬂnumi: variables and
managerial principles, particularly iop-dnwn conirol. However, the Grace
Commission report cuntained |i’!'ﬂE to guide real reform. A number of the
Commission’s recommendations were ill founded and many of its savings
estimates were groundless. The Grace Commission recommendations
failed, perhaps, because they were really intended to castigate government

‘amd not change it (Arnold, 1995: 413).



111, Reinventing Government under NPR Perspective

3.1 What is Reinventing GGovernment?

The phrase “reinventing government™ was originally portrayed by
David Osborne and Ted Gaebler (1992) in the best-selling book,
Reinventin ment: How the Entre igl Spirit is Transformin
the Public Sector. Osborne was later recruited to help the NPR map out a
plan for changing the federal bureaucracy. According to Osborne and
Gaebler, change at the federal level is inevitable. They argoethal many l:l‘l'
the same tools used to improve the performance ,gf th‘g\;pr‘i{'gmﬁcMr such
as employee empowerment, internal ;q,n]p:t?{l,ihi\!,\ ll‘l‘d_"{_ll%éﬂsllﬂméﬂl can be
applied to "reinvent” government ag well.

Osborne And Gaebler use the plirase "entrepreneurial government”
to describe the new model of - good government. They signify(the word
“entreprenacur’” is the organization that uses resources in new ways to
maximize profactivity and effectiveness. Thus, the enirepreneurial model
:\q'iﬁi\'u‘s public institutions that hl:rii\!ﬁ‘n"}-\ nse theis resources in new ways Lo
Weighten both their efficiency and their effectiveness. Their book focuses
on three levels of government “federal, state, and local- and its subject is
not what they du, but how they operate.

ftjgﬁqu‘ﬂjir’nné Gaebler (1992: 322-313) further suggest a new
parsdigm to solve the government problems by supporting the fact that
government administration has been faced with various problems. The
field of government was filled with new phrases: "public-private
partnership,” "alternative service delivery,” "contracting out,” “empo-
werment,” "Total Quality Management," participatory management,”

"*privatization," "load shedding.” These are symptoms of what is called a



paradigm crisis. The paradigm crisis can be simply described by saying
that existing administrative theory has not served the performance of
American government well (Kettl, 1995: 4%9).

3.2 The Principle of Reinventing Government

The Report of Reinventing Government suggested that the NPR
focus primarily on how government should work, not on what it shouwld do.
Itz job was to improve performance in areas where policy makérs had
already decided government should play a role. a’l.I:W)Tﬂfllllg‘\f(lh:;ﬂ*\i["‘,repﬂn1
there are four keys principles of the NPR: Euttﬁm‘ Rec Tape. Putting
Customers First, Empowering Employess 1o ﬂei‘\,’i[;tesults. and Cutting
Back 1o Bagics: Producing GEI-'EI‘I'I<I]«IEIH‘\T¢‘.I.I‘ Lesu

(1) Lumng RM Tapig Effective entrepreneurial governments
cast aside red [Hpﬂ ﬁhi&mg from systems in which people nrtncemnlalz-lz
for rﬂllﬂm*ﬁg\ﬂllﬁhlﬁ\KJSIEI'HS in which they are ﬂtmmlt;hlt\l"ﬂr al:hlr.'l.fmg
r'fsqjm.‘\Thé}j'.streamline their hudgﬂ.’pemeurfei‘innﬂ procurement systems
.~.'-kihernl\ivﬁg arganizations to pul{.ﬁﬁe'll‘\lﬁi‘f N'ilﬁi\tms. They reorient their

veontrol systems to prevent prablems ﬁmﬁer than simply punish those who
make mistakes. 'I"he};\m’.‘tjﬁ’»«i}wny unnecessary lavers of regulation that
stifle i!lnny@ﬁm.‘. Finally, they deregulate organizations that depend npon
them fof funding, such as lower levels of government.

(2} Puniing Customers First Effective entrepremenrial
governments insist on customer satisfaction. They listen carefully to their
customers.  They restructure their basic operation to meet customer’
needs. And they use market dynamics such as competition and customer
choice to create incentives that drive their emplovees to put the customer

i

first. By "customer,” it doesn't mean "citizen." A citizen can participate



in democratic decision making; a customer receives benefits from specific
service. All Americans are citizens. Most are also customers.

(3) Empowering Employees te Get Results Effective
entrepreneurial governments transform their cultures by decentralizing
authority. They empower those who work on the front lines to make more
of their own decisions and solve more of their own problems. They
embrace labor-management eooperation, provide training and other 'tnn\ls\
emplovees need to be effective, and they humanize the wmkﬂ'igi:_é. . While
stripping away lavers and empowering front-line employees, they hold
organizations accountable for prod utjng:'reﬁqul.iu,'

(4) Cutring Bock to HEME#;RFH;I&E;'!"I!H Better Government for
Less  Effective amrtpm!_curi'nl’gm_f'ernments constantly find ways to make
government work hfiltr:-ﬂnﬂ vost less —reengineering how they ﬂ:‘.r tllg\ir
work and Teexamuying programs and processes.  Phey v_;tl\:—.-;mﬁun the
obsalete, eliminate duplication, and end mmia:rvi\n\ﬁ:rc;t ;iﬁ;-ileges, They

Jinvest in greater productivity, thmugﬁ~ Ibun“ [uud's and long-term capital
invesiments. They embrace advanced iechnologies to cut cost,

3.3 How to Reimvent Government

Since the pr,i.nri.ﬁh-:. of reinventing government are offered ag
statements (rither than explicit theory, all management theories and
ﬂppi‘-trnlfﬁﬁ which have dominated private sector can be applied to
~feinventing governmeni. However, three terms, downsizing, reengi-
neering, and continuous improvement, have dominated the NPR as well as
the private sector {Kettl, 1995: 37-45).

(1} Downsizing  This word simply means the reduction in

the number of agencies, the level of government spending, and the number
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of povernment employees. The downsizing movement spilled over the
federal government in the mid 19805, The downsizing movement atsell
does not guarantee quality of services and the efMiciency of administration.
Downsizing just becomes a symbaolic tactic, a way for elected officials to
resonate with the concerns of voters without attacking the problem of
making government work better.  Public officials, both elected and
appointed, have turned instead to reengineering and cuitur:\;hﬁﬁgé"\lfqr
that purpose.

(2) Reengineering The word “regltgin‘afﬁnﬁ‘_’,\wns created by
Michael Hammer and James Champe) in theie best-selling  hook,
Reengineering the Corporation, ngt;u s tile of corporations faced not
only with new challenges but wi"l\i)\ﬂr\‘r"éats to their existence. '['hta_",‘/‘a’‘|\':§-gm‘ui*i~
that in order to {wweﬂaﬂd survive, husiness leaders m{uﬂ\jijiﬁﬁ,“pﬁﬂ
irl:'rEm(?‘ii}fﬁi‘j{l‘!i’iﬁ}*\i';\t'éﬁienls te a fundamental rm:’ﬁniuiﬁgh of their
ppEPﬁﬁﬁm. “I'hey contend that mu;p[t‘tﬂy;\;:\&h\ ﬂﬁi—i{ processes and
p,rgil;tinfiunﬂ! structures can |:r{'.|.‘i:lu;i:\g “qu‘:}g\ihfﬁljltnps in performance,
\ﬂeengineering beping by having “managers consider the three Cs:
Customer, Enmp;!ii\ir‘il;‘.,\.'iav"u!fv;il:'ff'iil;ng{!, It also requires fundamental and
radical m,dt;ﬁig\n, of #{ﬂ“k processes within their organizations to ensure
thar‘:ﬁf ‘cu‘sﬁti’:_imer"s]leedﬁ are met,. Hammer and Champy (1992: 221-222)
am‘rnim reengineering can be applied to government and other public
‘institutions. However, one unique challenge facing reengineering in the
public sector is the difficulty of measoring performance.  Another
difficulty s that breaking down departmental barriers within a
corporation 5 much easier than breaking them down between government

Agencies.
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(3) Continnous Improvement Other management reformers

have pursued a very dilferent direction, These scholars have advocated a

more gradual, continuous, bottom-up movement. In the last decade, the

movement has been strongly associated with Total Quality Management

(TOM), which was launched by W. Edward Deming. TOQM emphasizes

that the quality of the products matters most. Better gquality leads to lower

costs and higher productivity. TQM should be buwilt from the hmi’dﬁp\tn

the top of @#n organization. Deming's concept was(%0 |lcreate the

management equivalent of the Ten Commandmenis: flis points were

based on the following six principal idgas. Kirst, quatity is defined by the

customer. Second, understanding snd reducing variation in every process

s a must. Third, all significant, ‘Iﬁng'-‘lkﬂstjng guality imprnwme"ﬁ.‘musf

emanate from top managewent's commitment fo improvement. “Fourth,

cha ngq'@ﬁqiigﬂpmvgment must be continuous and all ercampassing. Fifth,

1hgi-|j11gqing-i§ducatinn and training of all the emiployces are a prerequisite

for achieving the sort of analysis that is needed fur constant improvement.
“And sixth, performance ratings that seek to measure the contribution of

individual employees dre uynally destructive {(Gaber, 1990: 18),

V.. !_;!'E]\‘mg'!n‘g "g‘ rguments Concerning the Concept of

Reinventing Government

Maost American scholars in public administration have not opposed
the efforts to improve administrative performance. However, some try (o
guide and suggest more appropriate ways for the reformers to achieve
their objectives. Two aspects of disputing arguments emerge among

scholars interested in administrative reforms, The first is the disagreement



on an entrepréneurial paradigm which s the main concept behind
reinventing government. The second is an argument pertaining to the
conflicting concepts adopted by the reinventing government itself.

4.1 Disagreement on Entreprenctrial Paradipm

Moe (1994), in his article “The *Remventing Government® Exercise:
Misinterpreting the Problem, Misjudging the Consequences,” argues .thal
the debate over paradigms is not simply a clash of n.b.strattin-nslxlq-.ul 'shmg'\lkl’i
be taken seriously as it provides the basis for evaluating both the general
ubjectives and specific proposals of the Gore Bﬁqp‘l.lj'{‘:fﬂ\r}’_-.:;ssuu that the
entrepréneurial management parn@igqﬁ';;mﬁg |usi“imu; a highly pluralist
organizational and management ﬂfgt,;urk,‘ﬁii’un the executive branch.
Congress is viewed as a mindr and negative factor in this new paradigm
The President, in firn, iv seen more as a catalytic agent than mﬂleltg.nﬂ
agent 6f the sovereign power.  This paradigm /goes \ against the
ﬂ_ﬂﬂliﬁﬁ‘t\[_'nli't"jll}, management paradigm in < whith the institutional
‘Iifé;hi\denc}' was considered central .‘Iti\:l‘hn\_ ‘N\ih‘liﬂ'gbmrnt of the executive
‘ranch.  The entrepreneurial pn‘t‘a{'l_i'gm seeks 1o render management
responsibility to the ‘l&ifgit: practical level. Primary accountability will no
longer he !n."lh“:;‘ President through departmental lines and central
manalgti'\:rljl:l"ll" %ﬁjg&ﬂ&iﬂ. but to the customer. The problem posed here is
tIq;H»‘l,h‘n degree to which public servants become leaders will depend both
on their educational preparation and their frst experience with a
government agency. The firsi requires new competencies to be taught by
an educational system that specializes in highly technical fields. The
second regquires public managers to exert leadership on the job where and

when they can.
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According to Moe, entrepreneurial government degrades the pre-
sidential roles and ignores the roles of Congress. By and large, Congress
seeks to organize its committee systems to reflect the organization of the
exccutive branch, Congress passes laws that assign program responsibility
to a single department or agency head. Therefore, there must be co-
operative action between Congress and the agency. This relationship be-
tween Congress and the agency originates in law and effory i‘.i:,r “il\\it
President. To change this relationship means to w,e‘nk@ir\ﬁﬁiﬁﬁtratic
accountability.

Caiden (1994} in his urtich;,1{",;’Ji]dm’l‘,ﬁ‘ivﬂ‘rafii‘g;-’fﬁgfurm--..lb,meriran
Style™ indicates that businesslike m,;thmh have run some public services
nearly into the ground. ,Pulﬂ’ii: nd\m‘i&*-rs:tmﬂnn in a democracy is ot fike
running a business G cosivmanding the army, In many mnm.ﬂs\.‘t\fébjuw-
Hll:rnti:ﬁﬁéﬂ »and\‘l.ﬂl\eregllialiun have been part of the prdb\,\lem. nol the
suluti{ﬁn;\. Maity of the reform proposals lrf,,mi‘ﬁ}ftt‘lm“ an&l fanl to tackle

j't\l‘;ﬂ'\\deeprr problems of American iblic ndufﬁi\iﬁmﬁuu without threaten-
ing democratic accountability or 51ngihening self-interest at the cost of
the public interest, :

Arnq]d*{{ﬁﬁr‘ M\E\]T also supports the Fact that administrative
agencies ard HEhelifhy law to implement poelicies that are specified in law,
“'F":iN'l_:’qu%J\'ur ill, interest group politics alfects government’s policy-making

~And implementation because American government is both constitutional
and open. He contends that current executive reorganization is dis-
connected from the problem of executive management and has become the

instrument of presidential public politics.
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Ketil (1995: 47-48), in his article “Building Lasting Reform:
Enduring CQuestions, Missing Answers,” summarizes all criticisms of
reinventing government. These eriticisms include the notions that “real
entrepreneurialism cannot be created in government,” “market incentives
cannot be a substitute for the law,” “the reinventers undercut critical

public management capacity,” and “the real problems are primarily

political, not administeative.™ § \
4.2 -[.]mﬂfr.ﬂug f.‘:-rm:fp["i: r}JI"R.EfnPEH.'fﬂg Gf!ﬂrﬂ’%

Terms like “downsizing.” “reenginegr *eontinuous

viven private-sector

improvement” have dominated lhe@& @ -G\
reforms. However, these coi & i and out of digscussions as if § \

1CEpIs %
they were interchangeab m the ideas behind them are comp
“—-\%‘- cfore, reform movement requl @ ut
ppcepts behind it (Kettl, 1995: JTb @@
rding to kettl, these three moyve downsizing, reengi-
H’Enl in goal, direction,
method, central focus, and Mo, dnsiging, enforced from the outside
in by angry citize % povernment expenditures. lis methods
ar¢ blunt 13 @ ven by the assumption that there is ample waste in
! @L’ pmmodale the cuts. Downsicers seek (o shrink the sice
erument by firing a weapon of sufficient size to signal their

lundamental disdain for existing policy makers and managers. Heengi-

eering, and continuous improv

neering seeks greater organicational elTiciency by seeking a radical change
in organizational process. Top leaders attempt to harness competition and
the urge to serve customers and thereby transform their organizations.

Continwous improvermient, by contrast, seeks greater responsiveness to the



needs of customers by launching an ongoing process to improve the quality
of an organization’s products. Advoeates of continupus improvement
believe that workers know best how to solve an organization’s problems, so
unlike reengineering, continuous improvement builds from the bottom up.
The fundamental precepts of each of these three movements directly
conflict with the other two. Assessing the conflicts is itsell an important
problem. No one knows which one works best. Finding out is impassilile,
not only because governments tend to undeninvest in program evaluation
but also because no organization adopts any reform inits pure form (et

1995: 45-46).

V. Conclusion and Implication

It is no ex;‘gg:raiiuu to state that reinventing government galaed
public dtfention because it addressed the problems of the bureaucracy and
offéred the solution to solve these problems. ‘However, the fact is that
reioventing government is only an atiempi of administrative reforms to
‘improve government performance. Under the current government, led by
President Clinton, we may infer that reinventing government has dual
purposes, TFhe ﬁrsl is ‘explicit, the repair of administration. This explicit
purpase _‘gﬁn‘em’tsfﬂriﬁuﬁ efforts to improve government performance
~lhr‘q'up;h creating a government that works better and costs less. These
efforts to improve government are based on the concept of entrepreneurial
government. The second purpose is implicit and addresses the executive
power of the Amierican political system. It is generally acknowledged that
the President gains nol only popular votes, but also influence over

administrative agencies. Therefore, almost all Presidents, regardiess of the



their parties have supported the issue of improving government
performance as their pelitical tool to control bureaucracy and draw public
attention..

After exploring the past experiences of administrative reforms, we
clearly see that the past attempts at reform reflect four important lessons,
First, the task of reform is frightening. If solutions were easy, repeated
efforts would not have been necessary. Second, despite the difficulty nl;\th_a
job, progress has been made gradually. These earlier re;l?ia-rméﬂ’hm more
or less made government work better today. Third, xrél'ﬁl(ms have worked
best when they grew from a strong /atm:tegy; and had - intellectual support.
These reforms need to be guided Ky ﬁ&:ﬂiﬁg’ﬁ: plan, a clear vision of the
prablem, and of the dirl:q:_-li‘;rc[‘i’.n wj'}ifh’mluﬁnn! lic. Finally, omly sumi'ﬁwn;l.
presidential attentien to, management problems will pru-dum\.-'ﬂ‘.,difffreue
(Dilulio] Garvey, and Kettl, 1993: 7-9),

“The div!cussiun of the NPR efforts \ to improve government
performance poses two problems. Tﬁt first_problem is based on an
entrepreneurial paradigm, while the seeond 15 conllicting concepts of the
NPR. Discussing admiln{strhtive"paradigms represent problems in theory,
rather than in practice. No one can dispute that things are changing.
Without pan"r:’:f:ﬁntinn by public administrators and scholars, rllleairui:turing
will cgrtinue to occur. The administrative practice goes beyond the theory.
In general. scholars seeking to control bureauveracy set two standards,
responsiveness to public needs and competence in performance of tashks.
Therefore, every proposal for changing government operation and
authority musi now be evaluated carefully in order to minimize this

disagreement in focusing the concepts of responsiveness and competency.
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As for the conllicting concepts of reinventing, Kettl (1995 78-83) pro-
poses five important lessons for the reinventing government movementi
which require coupling the driving ideas of the movement to the federal
governmeni's mission, linking the big politics of downsizing with the small
politics of performance improvement, developing a language for talking
about it, reinventing the job of federal managers, and creating the glue to
bind the movement together.

To make reinventing government work more sul;t(fs?smllj'; David
Brown (1978: 383-386) suggesis that the President he dﬂ:pl} ‘involved in
the process. The President must understand the imitations of the system
such as strengths and weaknesses nfmdmﬂmﬂ public organizations and
also encourage concerned: burkaucrats 1o participate in rer{b[mlingr
government performance, Mnrmﬂr. the President should he nwnr-e‘ﬁl' :
congresginnal Sim‘]rinrt.;anﬂ ’lhe feeling of clients and citizeas.

The ﬂmﬁnl problems of r:l.nvenlingﬁgu»ﬁeruﬂ: ant-are based on how
bt make bureaucracy more respensive and competent. Responsiveness
raises an additional question: 1o Hlmn ﬁhnuld the bureaucracy be
responsive? Bureaptracy @can_he responsive to the general puhlie, to
organized groupswith_an interest in the bureau, to the portion of the
public ‘thi:t,"isv:-#ffﬂ-lkd by the bureau’s administration, to political institu-
tions, and to the law. Competence also involves the bureau doing the best
job ﬂmt is feasible within the constraints placed on it. Although the
standards of responsiveness and competence are often in conflict, citizens

capect the bureaucracy to meet both.
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Since public agencies and their performance must be reorganized
and improved for the betterment of changing society, reinventing govern-
ment, called “improving government performance,” “administrative re-
form,” “government performance réview,” or “executive reorganization,”
is necessary and persistent. No one can dispute that things are changing
and government performance reforms continue to occur. Therefore, those
whao have stakes in their outcome should actively engage in the process by

any means they can.

g8 swasinms



Appendix 1
Efforts to Improve the Executive Branch: 1905-1993

Keep Commission (1905-1909)

This first national commission provided President Theodore
Roosevell with a set of comprehensive reports that created a new

vocabulary of terms and concepts to be applied to public administration. \

President’s Commission on Economy and effi

Under President Taft, this commission recommended com-
prehensive changes in the areas of husilan resources, financial manage-
ment, and business, In addition, it pni[mstd{i;’rtﬁiing a national executive
budget.

Joint Committee on Reorganization (1921-1924)

Di’éi;ﬁg‘\l-]\i:rui‘i‘ng‘s administration, this committeg /'lti-!.ljlﬂ;lv"g:lﬂ'l-’ﬂllizt;

support for the concept of the president as mauvager of the executive
“branch.
rative f'dnnagtmfut (1936-1937)

i‘*}'esidEnt*E Committ n Adminis

During FDRs second” term, this committee recommended a
hierarchical executive) erganization with clear lines of authority and
::cnuum'ﬁifi;_}"r In addition, it held that respoasibility for policy and
mllﬂnrﬂs resided with the president and department secretaries,

First Hoover Commission (1947-1949)

The former president led a comprehensive review of the executive

branch, with a concern for economy and efficiency. The commission called
for a remewal of a hierarchical administrative structwre during the

Truman vears.
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Second Hoover Commission (1953-1955)

Under Eisenhower, this commission attempted to reduce the

Munctions of the federal government.

Study Commissions on Executive Reorganization (1953-1968)

Under Eisenhower, Kennedy, and Johnson, a wvariety of
commissions made recommendations regarding governmental -;h,gl]gt.
policy planning, evaluation, and making departments and aggm:tu mare
responsive (o the president.

Ash Council (1969-1971)

This council during Nixen’s :'ii:li'__rl\ilfigiﬁzti@n concluded that
fundamental restructuring of ,lhe”ﬁf@_‘c‘l;_fivt ‘branch was needed. It ye-
commended that narrow, constitnency-oriented, traditional departments
be replaced by brogder, functional departments.

Carter Héorganiz 4 tion Effort (1977-1979)

This reform drive rejected most principles of public administration
\‘:‘jhd;‘artempteﬂ a bottom-up, pﬂ]ﬂ‘sﬂ—\ﬁaﬁhd penrganization effort that, for
the most part, ended in I'ailml’-g'_

Grace Commission (1982-1984)

In line #?_l‘h' President Reagan’s political philosophy, this
gu\unuﬁis‘;‘iq:nﬁ»jrlfgﬁéﬂ that the public and private sectors were alike and

shoukt be judged by the same set of economic variables and managerial

principles, particularly top-down control.

President Clinton launched a concerted efforts to “reinvent™

government to improve its performance and save money.
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