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March 2, 1993 


REINVENTING GOVERNMENT EVENT WITH THE VICE PRESIDENT 


DATE: 
LOCATION: 
TIME: 
From: 

Wednesday, March 3, 1993 

Room 450, Old Exec. Office Bldg. 

10:00 a.m. 
Bruce Reed 

1. PUHPOSE 


To ,mnounce that you are putting the Vice President in charge of 
reinventing government. and have asked him to begin a government-wide 
National Performance Hoview. 

II. BACKGROUND 

You will be .peaking to a group of 75-100 federal emploYees from across the 
government. You will talk abeut your plans for reinventing government; 
announce the Vice President's new assignment; and mention Phil Lader'. 
role at OMB. 

III. PARTICIPANTS 

In addition to the 75-100 federal employees, we have invited 12 members of 
Congress who have shown particular interest in this issue (Senators Glenn, 
Roth, Lieberman, Dorgan, Cohen and Krueger; Hops. Conyers, Gordon, 
Laughlin, Slaughter, Clinger, Price). 

IV. PRElSS 

Open to press. 

V. SEQUENCE OF EVENTS 

You will meet beforehand in the Oval Offioe with those who are on the 
program (the Vice President, John Sharp, Phil Lader). Members of 
CongreSl! will gather in the West Lobby to walk over with you to Hoom 450 
of the Old Executive Offioo Building. 



The speaking order is as follows: 


The President speaks for 10 minutes, and introduces the Vice President, 

who speaks for 5-10 minutes. When the Vice President is finished 

speaking, the President leaves. 


The Vice President introduces John Sharp, who speaks for 3-5 minutes. 

The Vice President introduces Phil Lader, who speak. for 3-5 minutes. The 

Vice President introduces Bob Krueger, who speaks for 1-3 minute •. 

Finally, the Vice President opens the Door to questions from the press, 


VI. REMARKS 

Alan Stone will provide a draft of your remarks, 



March I, 1993 

INFORMATION 

MEMORANDUM FOR THE PRESIDENT 

FROM: Bruce Reed 

SUBJECT: Reinventing Government Announcement on Wednesday 

Per our conversation last night, we are preparing for Wednesday's 
announcement of a Texas-style "National Performance Review," headed by the 
Vice President, We are looking either at a visit to a specific agency IHUD or 
HHS) or an event that brings employ ..s from across the government to the Old 
Executive Office Building, 

W,' expect this announcement to include: 

L Official designation of the Vice President to head the Administration's 
Campaign to Reinvent Government, and announcement of Phil Lader'. role at 
OMB, We would also like to name AI From, David Osborne, and John Sharp as 
unpaid senior advisers on reinventing government. 

Z, Formation of a government-wide National Performance Review to 
examine every federal program and service, Each Cabinet Secretary will be asked 
to a.ssign 5 to 10 people -- managers, auditors, and front-line workers -- to 
devote a portion of their time to the project for up to six months, The goal of the 
Review is not to produce another report, but to make specific recommendations for 
action, agency by agency, 

The Review teams will look at existing analyses by GAO, CFOs, and 
Inspectors General for immediate action; evaluate the efficiency of every federal 
department; ask federal workers and the American people to make specific 
suggestions on how to improve services and cut bureaucratic wa.ste, by calling an 
SOO-number (every agency already has one) or writing the Vice President; 
recommend ways to streamline the bureaucracy by eliminating unnecessary layers 
of management and reducing duplication of effort; look for ways to improve 
services t,hrough better use of technology and by making government programs 
more responsive to the custemers they serve; suggest changes that would reward 
performance, give managers more flexibility, and put more decision-making power 
in the hands of front-line workers; and identify top priorities for performance
based management decisions. 



This will not be another study -- Washington has had too many studies, 
The Review will act on existing wisdom and reoommendations by real people to 
produce real results, We don't intend to create new jobs. spend new money. or 
generate new paperwork in the process, 

3, Statements by John Sharp on how the Performance Review worked in 
Texas, and by David Osborne on what reinventing government can accomplish, 

4, Recognition of congressional efforts to join in the President's war on 
waste, Several members of Congress have proposed legislation to create either a 
Performance Review or a Reinventing Government Commission. We are currently 
planning to invite Senators Glenn, Lieberman, Krueger, and Roth, and Reps, 
Conyers and Gordon, 

1\, Expression of support for legislation to begin performance measurements 
-- including the Roth bill on performance-based budgeting, 

A f"w questions remain for Wedoearlay: 

1. What precise role can we give outsiders like Sharp. Osborne. and From? 
We want to create. broad circle of advisers -- perhaps including the members of 
Congress listed above -- without triggering the open-meeting laws under the 
Federal Advisory Committee Act, Texas made extensive use of free help from 
private consultants and auditors; we should too, if we can. 

2. Are we planning to submit legislation askin" Congress for broader powers 
through reorganization authority? If we're serious about reinventing government, 
we'll need it. but Howard Paster suggests that we wait as long as possible, so we 
don't raise jurisdictional issues in Congress that could jeopardize the economic 
plan. We don't need to decide anytime soon. 

3. How should we proceed in developing a stral&gy for the campaign to 
reiny~nt llPyernment? The key areas include: 

a) Devolution of responsibilities to the states; 
b) Reorganization of departments and agencies; 
c) Sunset lawsi 
dl Incentives to reward performance, productivity, and innovation, 

including an Innovation Fund; 

e) Regular Presidential visits to agencies to meet with managers and 

poJicymakers and hold town meetings with employees; 

f! Truth in spending laws; 

g) Regulatory reform; 

h) Civil service reform; 

i) Procurement changes; and 

j) Pilot restructuring of departments. 




l_-_-W·-"\---::::::.l.:::::k:::::~=:==t\ 

;,~ ~'"t"L 1.C..'· 
;II"'C.· 'Sf Iobts .I/."~ 

DRAFT -- DRAFT -- DRAFT 
:,..A"~6 : 

il'ta:t(.u....u.t.J 
March 1, 993 - ¥"J. .. ~11-""" .--~ 

~.INFORMATION 

o)k-/~MEMORANDUM FOR THE PRESIDENT 

FROM: Bruce Reed 

SUBJECT: Reinventing Government Announcement on Wednesday 

Per our conversation last night~ we are preparing for 
Wednesdayfs announcement of a Texas-style "National Performance 
Review;" headed by the Vice President. We expect this 
announcement to include.: ~ 

1. Official designation of the Vice President ~ head the 
Administration's Campaign to Reinvent Governmen~A;r;~11 Lader 
~ili 8eP¥e as the Administration's management czar, I will staEE 

.\~ i"A9 U}cQ......a.r;esJ.aQiA1; tii608ift OQJ'RQQ1;Iiiog PO]1CX', and the v 1QO President""

i &.~.. may gho~I;Q toe assemble en inrerme:l k4tehen cabinet of duts1de 
• "" -i ...axpa,;t;o (-a.alm ShaLp, Be:'ll:i:d OsboIne,. Al FFOflI t etc.) ~.,.,.,... ..... =.{U...(~ 
~,.. 2. Formation of a governm t-wide National Performance 
~ Review to examine every gov ent program and serVice. Each 
~t-! Cabinet Secretary will be asked to assign 5 to 10 people -

~~a~l managers. auditors. and front-line workers -- to the project~ 
I"'41~' The Vice President will report to you each week with specific 
~~ recommendations that corns from the Review, and a comprehensive 

report wtll be completed by Labor Day. 

The Review teams will evaluate the ~fficiency of ,every 
federal departmen:t; !:6snt1 f¥ speo1Ug BftCft'd-1:-Ptg Stlte ,1a teaere1 
l"59§'li"'illitB BAd IiQrvJ.oea 'toAst 4~A I t; \leer" dttjUlOt'e"J ask federal 
workers and the American people to make specific suggestions on 
how to improve services and cut bureaucratic waste. by calling an 
aDO-number (every agency a1ready has one) or writing the Vice
President; recommend ways to streamline the bureaucracy by 
eliminating unnecessary 1ayers of management and reducing 
duplication of effort; lOOK for ways to improve services by 
making government programs more responsive to the customers they 
servei and suggest changes that would reward performance~ give 
managers more flexibility. and put more decision-making power in 
the hand!; of front-line workers. ,.J ~ 

3. A report from Comptroller John Sharp~on how the 
Performance Review worked in Texas~ This 1s optiona1, but would 
add credibility to the announcement. 



March I, 1993 

INFORMATION 

MEMORANDUM FOR THE PRESIDENT 

FROM: Bruce Reed 

SUBJECT: Reinventing Government AnnoWlcement on Wednesday 

Per our conversation last night, we are preparing for Wednesday's 
announcement of a Texas-style "National Performance Review," headed by the 
Vice President, We are looking at HUD~ HH~ as possible sites for the event. 

'" n. oet>8 
We expect this announcement to include: 

1. Official designation of the Vice President to head the Administration's ,J 
Campaign to~vent Government and Phil Lader as the Administration's AI ~.... 
managemen czar. We would also like to name David Osborne/~ John Sharp, as 
unpaid senio lsers on reinventing government. 

2. Formation of a government-wide National Performance Review to 
examine every federal program and service. Each Cabinet Secretary will be asked 
to assign 5 to 10 people -- managers, auditors, a t-Iine workers -- to the _._ -c. 
project, The Vice President will report to you ach wee' '..J,...rj• ..,.......,.

(.;>A.;,...L reeommendations~m the Review, ..~ ",,~~r.l:;l {lI-IJ"''''''~ _Mod ~r~ey, n.r'l~ 
ask federal workers and the American people to make specific suggestions on w 


I u.\- to improve services and cut bureaucratic waste, by calling an BOO-number (e ery 

:: ' agency already has one) or writing the Vice President; recommend ways to 

\, streamline the bureaucracy by eliminating unnecessary layers of management and 


(>/00, reducing duplication of effort; look for ways to improve services by making 
~ U'''',-:1 government programs more responsive to the customers they serve; and suggest 
o~ changes that would reward performance, give managers more flexibility, and put 
-;c~f more deciHion-making power in the hands of front-line workers, 
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3. Statements by John Sharp on how the Performance Review worked in 
Texas, and by David Osborne on what reinventing government can accomplish. 

4. Recognition of congressional efforts to join in the President's war on 
waste. Several members of Congress have proposed legislation to create either a 
Performance Review or a Reinventing Government Commission, We are currently 
planning t,o invite Senators Glenn, Lieberman, Krueger, and Roth, and Reps: 
Conyers and Gordon. r 

S. 'S"fI'..A .c. \tsi. +. 1"'1"-:*~ I"-<.,\ .... ~. ;'" I..ly*, ':t 
A few questions remain for Wednesday: 

L...Wbat Qther:~~yernment~uld we announce? 
Phil Lader would' you to go on record i~1l> r of S.20, the Roth bill on 
performance- Cd budgeting. He is ooking into the feasibility of 
announci a 10-20% reduction . litioal appointees (SES & Schedule C's) as a 
do ment on the SES agement reductions you announced earlier. 

.... jf-. 
I ,t.JYbat precise role can we give outsiders like Sbarp 9m1 Osborne? We 

want to create a broad circle of advisers -- perhaps including the members of 
Congress listed above -- without triggering the open-meeting laws under the 
Federal Advisory Committee Act. Texas made extensive use of free help from 
private consultants and auditors; we sbould too, if we can. 

;;l-·t~:~~~:;;:-~;:~:C;~::ill~~" They cannot bedetailed to the House for more than six tbs, and we don't have room for 
John Sharp suggests that w nd the cheapest office space in 

Q headquarters acrOSS the reet is another possibility. 

2- ... L Are we planning to submit legislation askjng Congress for broader Il=S 
through reorganization authority! If we're serious about reinventing government, 
we'll need it -- especially in the area of civil service reform. Howard Paster 

suggests that we wait as long as possible, so we don't~ the economic plan. I, 

We don't need to decide anytime soon, ___(',u.....,. ~ ~~ 


3..;!'l>-t-~ L.l..",",,-_J. Ll-.Jl~-.\ ? ~r-) ..... ~~ 



1. Each Cabinet Secretary would assign 5 to 10 people from his or her 
department to work with OMB career staff and the White House on an intensive 
six-month audit. The team should include front-line workers as well as 
managers) auditors~ and CFOs, 

2. The Review would be divided into 8-10 toams, organized along functional 
lines rath,,, than by agency. One team would look at federal-state relations to 
recommend ways to limit unfunded mandates, streamline the waiver process, 
devolve federal responsibilities, etc. Others would examine 6ervice delivery, the 
budget process, procurement. and so' on. 

3. The teams would look not only for wasteful spending, but for ways to 
eliminate unnecessary layers of management, reduce duplication of effort, treat 
taxpayers more like customers, and make government more responsive to the 
people. Each team would review existing analyses of government practices and 
past efforts at government reform, interview public sector managers and 
employees, and consult with management experts in the private and public 
sectors. 

4. An SOO-number would be established for public employees and taxpayers 
to call in tips on wasteful spending, and to recommend ways to improve 
government services. We could hold town han meetings on the subject as well. 

5. Over the next several weeks, we would work with Congress on legislation 
to seek broader reorganization authority, which would give the audit greater' 
latitude to recommend sweeping changes. This legislation would not be crucial to 
the audit's success, but it is vital to our long-term efforts to reinvent government. 

6. The Performance Review would have no more than 6 months to produce 
its recommendations. These recommendations would be submitted to Congress as 
soon as possible, either as a single package or in a series of up-or-down votes. 

7. Any good ideas we find before the Labor Day deadline could be released 
early to be included in the economic package, as a way to maintain public pressure 
for spending restraint. 

The audit should be part of a broader Campaign to Reinvent Government, 
which might include legislation enabling us to implement: 

>I< civil service reform; 
• performance-based budgeting; and 
• "government enterprise zones" that would waive the rules for 
managers at selected federal agencies. 

5 



NATIONAL PERFORMANCE REVIEW 

Patterned after a highly successful statewide audit by Comptroller John 
Sharp in Texas, the National Performance Review would be carried out by an 
internal team under the direction of the White House and OMB, and would enlist 
front-line federal workers and the general public in a high-profile search for ways 
not only to cut wasteful spending, but to improve services and make government 
work bettE'r. The team would be given a six-month deadline, and its 

. " ·~·'''reooWlffi1;ndiJtions·v{mtid··~~$re~l1~~ta'i·coiigress;r~~'''on~e{)ftm6re'up"':'or":'down' 
votes in the fall. 

The Texas Model 

Texas launched its Performance Review in 1991 to address a $4.6 billion 
budget shortfall. John Sharp formed a team of 100 auditors from 16 state 
agencies to conduct a sweeping review of how the Texas state government does 
business. They set up a waste hotline for employees and taxpayers, held public 
hearings around the state, and interviewed hundreds of front-line workers. After 
five months, the Performance Review presented recommendations for savings of 
$5.2 billion, half of which the Legislature adopted. A second review proposed 
recommendations last month on how to save another $4.5 billion. 

The Texas audit was based on a conscious inside-outside strateflY' By 
making a lot of noise about government waste, the Review made it virtually 
impossible for the Legislature to vote against budget cuts -- and by enlisting 
public employees in the process, it built broad support for change from within. 

A National Performance Review 

At the national level, a Texas-style audit would look like this: 

L Each Cabinet Secretery would assign 5 to 10 people from his or her 
department to work with OMB career steff and the White HOWle on an intensive 
six-month audit. The team should include front-line workers as well as 
managers, auditors, and CFO •. 

2. The Review would be divided into 8-10 teams, organized along functional 
lines rather than by agency. One team would look at federal-stete relations to 
recommend ways to limit unfunded mandates t streamline the waiver process, 
devolve federal responsibilities, ek Others would examine service delivery, the 



hudget. pr~> procurcnnent. and eo on. 

3. The teams would look not only for wasteful spending, but for ways to 
eliminate unnecessary layers: of management, reduce duplication of effort, treat 
taxpayers more like customers, and make government more responsive to the 

people. Each team would review existing analyses of government practices and 

past efforts at government reform l interview public sector managers and 
employees, and consult with management experte in the private and public 
sectors, 

4. An 800-number would be established for public employees and taxpayers 
to call in tips on wasteful spending, and to recommend waYll to improve 
government services. We could hold town hall meetings on the subject as well. 

5. Over the next several weeks, we would work with Congress on legislation 
. to seek broader reorganization authority, which would give the audit greater 
latitude to reeommend sweeping changes. This legislation would not be crucial to 
the audit's success, but it is vital to our long-term efforts to reinvent government. 

6. The Performance Review would have no more than 6 months to produce 
its recommendations. These recommendations would be submitted to Congress as 
soon as possible, either as a single package or in It series of up-or-down votes. 

7. Any good ideas we find before the Laber Day deadline could be released 
early to be included in the economic package, as a way to maintain public pressure 
for spending restraint. 

The audit should be part of a broader Campaign to Reinvent Government, 

which might include legislation enabling us to implement: 


,. civil service reform; 
• performance-based budgeting; and • 
• "government enterprise zones" that would waive the rules for 
managers at selected federal agencies, 
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To Bruce 

From Paul W. 

March 2, 1993 

Re. Government Reform Notes: 


COnsulting Services 

• The Federal Government spent over $90 billion on service· 
contracts ~n FY90. This is nearly twice the 47.6 b~llion that 
the government spent in FY80. 

• Of the $90 billion, Senator Pryor has estimated that $4 to 
$25 billion goes to consulting services. 

• GAO and Inspectors Generals at DOE and DOD have found that 
these consulting service contracts cost anywhere from 20 to 40 
percent more than 1f the work was done in-house. 

RTC 

t 1991 GAO report concluded S24 million RTC computer system 
"virtually useless." Information error rate was at 20 to 30 
percent. A year later i the system cost ballooned to $100 
million. Rate of missing data reached about 80t. 

• GAO reports that 24% of the realtors it surveyed about the 
effectiveness of the RTC's asset disposition techniques felt that 
bulk sales were livery ineffect1ve. R 

• While the RTC will be coming forward with a request for $25 
to $40 billion to finish the S&L bailout, it has still not solved 
its internal management problems. The RTC recently entered into 
a two page agreement with one contractor for $25 million. The 
contractor copied millions of pages of documents at 67 cents a 
page. The going rate for copying is about 10 to 15 cents a page. 

t According to Senator pryor~ the RTC has over 95,000 
contractors and has never been able to account for its contract 
dollar. 

Streamlining 

• We spend $2.7 billion on export promotion programs. Ten 
different agencies have responsibility for export promotion and 
the funds are not allocated on the basis of any government-wide 
strategy. 
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CENTER ON 6UDaeT 
AND PoLICY rRIORITIES. 

TO: Cue! Rasco 

FROM: Bob Greenstein . 

REi National Perfonnanca Review 

: I'm enclosing the analysis I've written coru:~~~ the National Perfuttnanc;i 
Review, along with an accompanying analysis an biJmrUal budgeting. I am also 
inCluding a third piece that examine. the $SOO tnilli1'" ..vmg. ellli.mate Em: the 
Review's Me recommendations. 

, . 
Some of the points in the main paper may bel dis<:ussed in tomorrow's Post; 


AM Devroy called me about them today. 1 


" OUr prIndpal message - as staled In the ~ paragraph on page 1'- is that 
the Review should not be judged on the precise amfunt it would save or the specific 
number ru federal job. it would Iiliminato, but tatill>t on wh&tiIl>t till> 
recommenciation9 would improve government ~mAnce and e:£ficicru;y. While, 
some of the recommendations a<e questionable or Uflwise, most seem sound and 

some are very important. As a whole, the recommelldatlol'lS should significantly 

improve performance, OUr conclusion is that if the \;avings turn out to be 


, oigini£icantly "",aIIer than $108 billion but still are .~tar\tial-.M 80Y"""","'" 
pefformance materially £zn.proves - the Review ~ have been 11 grelJt ~uet:aa. . 

, I. 

My biggest fesr is that the savings estimates will get locked in bY Congress 

and provQ unrealistic and that as a r$ult, welllose !much or all ot ~ Clinton 
in~""tm.n!O thot remAin. Some at !he Achnlniatratidn mAy be unhappy with our 
pI¢ces, out w~ view them not only as decent anaJy~ but as our effort to help !be 
Administration win approval of the principal Revie.y recommendations Without 
jeopardizing till> investments. If Members of Con~ give lJ!ss weight to tha specific 
savinSf' numbers in th" RGview - and,understand F$Ome of the saYings e~lltes 
ore n«•...my uncertain - the chances that these n s will be locked in and that 
tNi caps will be lowered may lessen. :' , . 

, : I .ppr063ted tha opportunity to talk to you ~t this today. Please let me 

knOw if !her. iJ! anything we au\ do that would be lielpful


! 


, , 
?'TUlan!> capitcl Strut Nt, Sujt< 10$, _l>ln=. DC 2000;1 Tel,202·4()8.108O r..,202·4(J8.1056.-. i 

, by Rob.rt er...mer ". , 
~e National Perform.n.:e ~ew. reie'sed't~day, contains ...ri.. of " . .. . ,_. -.-- -·~'.~I- _... ~ ~..~_. 

,

.'
"" II., 
~; 

: , 
" 

.. ' , 
., 

I 

11 
'! .. ,
;i
i; 
i' 

. 

l~ 

, ....:. 

" 

" 

.,
..
, 


. 




· '. , . Extonded·p&s,I important ide.. to Imptove government performonCf arui .Ilioency. WhiJo not every 
, recommendation is wise, the Review as a whole could make the !eclero! go"enunon! 

010... off.cliv. in doing its work and leaner at the _ time, 
, ! 

" The Review'. chief w••k:tu:M ;. it.. ""timat... /hr how much can b. saved and 
, how many lederal jobs can be shl!d. Some 01 the ..I;m..... do not appear to have • 

arm basis and are likely to prove too high, perhaps by' substantial amount 

Bu.! the Review ond ito recom.tMru!ationJ ihoj,ld not be judged on the precise 
amounts that would be saved or the op..mc l'e~g. reduction in tho Ndoral 
workloree that could realistically be aclUeved. The tecon:unendatioN should b. 
ju<!ged on their m2rits - whether they improve goverrunent perfonnatlCe and 
efficiency, If savingo tu.J'n out to be oignilicantly smhller than S108 billlon but still are 
substantial - and goverIUl\etlt perfo~ materially improvti - the Review will 
heve been a major success, 1 

, 
Particularly importanJ: are the recommendatiqns to ease the welter 01 


bureaucratic regulation> thAt encumber govommantlhirlng and firing practices and 

, often prevent managlifS from hIrlng the mo.t capable individuol> - or letting go 
those who fail to petiOI,'lll - u.nlJIss managll'" are ~ to devote unreasonabl. 
amou.t\tS- of time and resources to such actions. ~ recommendations to streamline 
soremm.ent procurement rules allOO hold promi.sQ, as do the proposals to weed out 
v3fious government subsidlM t.."Lat ~e Cettai."'l "pe6.o1lnn:rvst; and cant\()t be 
justified in tim•• of fiscal stringency, I 

I 
So"", of the tocom.mondations ro redesign the federal budget process have tess 

m2rit; the recommend.tion to iNtitule biennial bu~ would likely prove 
oounterptoductive, At a lime when the AdmlnI.tralion is colling lor shift. in budj;et ' 
prjorlties, with fewer resourCES for Cold War ..r, defense programs and for l.es& 
.ifoclivo dom ••lic programs and greater resources lPr lUgh priority investmen1S to 
holp Ih __""""my grow over the long \'erm, budsetln8 only once every two years is 
llI;ely to slow down these budgetary shIft.. It thU:O[<ould weaken ",thAT thon 
strengthen efforts to change the status quo In aUocatlng limite<! tesour""" This, ' 
p~oblern is aggravated by the fact that under the N!'R recommendations, budgets 
would be considQrM only in eVef\..fI:Ul1'\bered y~ars,j which are election years, 
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Biennial budgeting al&o would Wad to numerous ad_hoc revisions in b-udget "off

yeon," since thel'resi<lmt'. budge would b. preparud two years bofo... the ,tort of: 

the second year of tile budget r:y and three years:b.lo,. the ""d of tIlel ye",. 


Th<! Roviow Mles thai 20 

. 

$ ba$ use biennial budgeting. But the more telling_; 

point 15 that • Urger numb., of 
 - iru:luding most of tha big states - have -: 
abandoned blmniaJ budgeting .. reopotUibilitie. have srown. Some 44 .tat.. ; _ 
used bietmial budgeting in 1940; day, 20 do, and most 01 thOll!! are "",0.11 or _ : 

-tMdlum-sized slalrs. Biermial b ting is not likely to serve wen. goverrunent : 

thai-has tho heavy .... ponsibility f ,managing the U.S. ecooomy and helping to keep 

"'""'" and stability IU'OUl\<I the glo 


, 
Also, the federal budget is w Subject to annual caps on discretionary i 


"f"I'dlns and annual entitlement t~rg.ts, both of which are adjusted each January to 

rdIect cerWn chang.. in the o<o"'\"'y. Bionnial budgeting is likely to result in , 

budS.1S for tha second year 01 • two-year cy<le that ""m_eo tum out to be out <>! 

",mpliaru:e with these caps, neces.t1!3-tIng a new budget cycle anyway. : 


. : . , 
. _Bul tho bi<tnnial budgeting ~.colX!.lIlAOfldation is not the flagship . 

1'eC01n!I'lendation in the report, and the major proposals to streamliru! how 

pemment is organized and nowl'! functions deserve serious ""nolder.tion. ... 

(iMlrall, tho Review represents a significant step forwatd in efforts to Improve 

p""""e,\I p<nformanee. marred jmru:ipally by saving:s estimates that may prove. 

owrIy .ml>itiows. [f the ..ving. timates do tum out to b. ovatblown, it would be 


. ~1l!tl! if that led to dlspara . ont of what ;.. ""eful oet of proposal& in many 
iI1'eaS.. . 

In the cost Estimates 

.... says 115 reJortn> would ...." $108 billion 

QYn five years 

The N.t!onall'etlotman~ 
and reduce the .al workforce by 252,1J\JO JObS. These esttmatl!S 


eesm. more like ambitious goals hard estimalrs. 


.The single Iarges! component of the claimed $livings comes from the 

elimination of 252,000 fede,al jobsl in part by sbaIply cutting bacl< on age'"')' , 

p •• ",oru,.l, procurement, and bu1et unil$. These reductions are to b. the result of' . 

""""h.uting end llimplifying lUrin : purcbWng, aro budgeting procedures.' 


Until such reforms are test and experlence Is gained with them, ~ever, it 
will b. difficult to know how muCh these reforms can save and the precise extent to 
whicli they _ ....bl. the federaltOrkforce to be reduced. The extent: to which ! 
agency otBfl. am b. cut without i parclizi.ng basic·functions and programs also·will 
depend in part on tho extent to WI. ell agendeo _. oble to ~te 1... productiv. .·1 
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employees on a ,ather Significant sa.le, r.th... thAn simply .Melding jobs th.""ugh 

,amOon. The Review propooes tlIA~ thll process for tennlnating non-productive 

""'Ploy... be shammed, but it is uhdear how much easier it would be thlln al 

~ to let 1_ produclivQ emp14y... go, ' 


, 
,The National Pet£ormance Rilvlew assumes Jarge saving> in per5ON\el cools : 


but do .. not provide much detail ~n the basis /Or these assumptions. For e"""'ple, it 

,u....,. clear who&,,", tN savings .~umptlons reflect the fact thaI when a /unction is l 


. '.'Shifted from one put of governm~*t to ano~, there is a cost increase in the unit i 

, IIIIISigrled the new /unction, alOngside the 0:>01 ••vingo in the unit shedding tho : 


fwt<:tion. The «port assumes s'Vulg> from breaJdng up the government printing and 

p<O<uromont monopolies exercised Iby the GOVf!l."I1Il\mI Printing Office and the : 

<JeneroI Service> Administration, 'l'hio is probably a wise idea, But procurement for 

pdntlng. office space, and other iteim would now be shifted to as,",cy l'tocutemen! 

sIaifs, whkh the report targllts /Or Substantial staffing (\lis. Just how much can : 

'''lI'''''''Y proi:ureml!nt staffs be cut Jhile being assigned these new /unctions? How • 


, • did Ihl Review _.t. both &... sl.vings and the added costs here? Did it factor in 
, Ilu! O<Ided coots? '" then: • strong b.iIio /0, tho....!:imam. giva" that the new : 

procurement procedures II recom'il:!ends ...., .. of yot, """._riIy vague and ' 
unIieelt!d. ifadmirab\e in concept? IThe,savings estimate. In areas such as !hi. may, < , 

ultimatGly """". too high. '< • ' 
< I ' ,! 

, Moreover, wblle the RevieW's ~ to overl1aul and simplify pr~t • : 
specifications should reduce the wbrl< of pro<:uremeru Staffs over the lo,,!> =. the.e 
propnsal!l <ouId mean that procunjment speci£i<atlons for numerous items have to ~ 
ntwritlen in tN <hot! run os simpljor specil!cations are developed. For a period, the, 
workload of agency procurement ,taffs could increa•• rather than dect1!ase, , 

" A parallel problem relate. tI the impact of workforce reductions on personn~ 
-. TN,report cath for buy-out and other arrangements to help reduce the i 
Ieder,l workforce. Arr&nging th..J.buy-outo willl"0bably increase workloads in ; 
~ pefllonne! $hops during !h~ pmod the downoizing 0<eur6, It is not cloar i , < 

whether the as/iumpliol1S of large teductions in person.nel staffs over the next few ' 
,...... take \:hl$. into acoount. I: /'

I < • " 

< On • related front. the Revii.w recommend. dlsponsinS with fed<'1.'al pe""nne! '; 
~ and letting agencies deterlrune how many staff to hire. nu. ::e=rrunendetion 
is wise and long overdue. But without such ceilings, how will 252.000 federal 
po6DloNl be .liminatod? Th. "l'l'l!rent answer, is, that agency budgets would be cu\ 
\D 5IICh an extent thet .ubstAntial.tatfing reductions would have to be made, But ' 

,1I'bat would prevent managers w& are umul, about laying off their omployo.. l't'F 
lIIIIIudng se!\lkes instead?· i ' 
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(A similar con~m r.late~,~Jthe proposal to save $3,3 billion by allowing state 

and loc.l governments to =' I>! various federal grant programs in return tor a 

,eduction in the ted.,..,1 fund. proJided '" .dminiot..- the programs. If state and 

local admllllstr.!Ive savings proved smaller thon the "",0=' 01 fed."ailundo that . 


. were lorogone. the result could be reductions in benellts and services, lnduding , 
be.nalits and services provided to '1'!edy families with children and elderly and 

disabled people, Oth... '..u•• ""ia~ to this proposal are discussed in tJui bOl< on 

page 9,) .:
,, 

National Performance RevieW .taiI note that their savings ",,!Im.tes are 

.uppor:t.d by tho Office of Manag<iment and Budg\1t. in the critical area of the 

lNDIl:>er Qf federal job. that can be Ish.d, howev.,., OMB budgot examiners were 

apparently asked to determine the ~ving' th.oJ: would be .chleved if • given number 

of positions were eliminated, not hfw many posi.!Iom could reaIJstically be saved 

through the specific reforms being ;recommended. . 


I 
One example of d probltm4~c "vingo ••timate i. tho ..timato for chengO< 


recommended in a fl!der.Uy fuoded nutrition program for low-i"""",. women, , 

, in/anlB, and children, the Wle pr.,g..am. The report indicates thel changi11g states' • 
",ethods for purclmsing WIC foc~ would save $SOO lI1illion over five years. While. 
the dlang .. the Review recomm.."p. represent &Otifld policy and shauld be ' 
impl4imented, the actual savings wpuld be quite .maU, probably .bout $2$ lI1illion to 
S50 million over five years rather illan $500 lI1illion. ~!n developing this . : 
"'colnmenda!lon, the Office of Mahagement end Budget, tha Agrkulture Department, 
and outoid. reviewers couruolod that the high savings ..ti!I1ates were not soWld, and 
National Performance Review 5laI1 WIi4l1y agreed, altaching no dollar ... vings ligur. 
to thes<1 proposals. In \he final s~ at tho RevIew's preparation, the $S()() lI1illion. . 
savings figures was reinserted, apparently without <0=""« from OMB budget 
.KAmin"", or the agom:y '''potI$la\o for administering the program. (It should be . 
noted that this $500 millio:n in ..ving:> is not oountod •• part of the $108 billion in 
wta! savings. It Is mentioned hero! to illustrate the point that ..,me of the ..vmgo 
..ti!I1ates may res! on weak grou...,p. This particular savings estimate Is discussed in . 
",Ore dotai1 in .... att.ehman! to this analysis that i. avaUable upon request) 

, ' 
Another examp~ Involves $4 billion in ...umed savings from sp••ding up . 


reviews of Social Security disabilitf t>enelldarte. so t.'1at those found no IonS"" to b. 

dlilabled are t.1rminoted from the l'rogram. (These savings are part of tha $108 bllllon 

in toIAI ...ving:> claimed.) Thl•• too, is • sound p"'posal, and the $4 billion in 

estimated savings Is reasonable. lj.'tt it would entail added <oils of .t Ie••• $2 bllli9n 

to clear oul the backlog of <tisa~ eases awalting th",," revif!WlS and aclUeve the II:' 

billion in savings. (It costs about Jl,OOO to conduct .adl review.) The $Z bl1lJon In, 

cost is not ,eflectod in tM .., ••timate. : 


4 

,
S''; +xtr'l3!XIrta HO-COl.N3J S2 :8t £6. 60 'd3S . 
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, : Apparently, the Social Security AdmltU&tratiotj would be expect!!d to "eat"· 

these coots - that Is, to transfer at,I ...t $2 billion in fundins from other 

administrative and opetational tasks to Wldertakl! these reviews. ThIs $2 billion 
withdrawal of funds from SSA functions would apparently be an tap of whatever . 
savings would b. a~v.d through the portion of !hi! federal workforce reductions 
that would apply to SSA. At the oame limo, the Ravi.w "Isowha•• call. EO< 

. improving SSA's servkes so that waiting times in SoCial Security offie....... &hortened 
'an~ phone calis are more promptly handled, It canqat be determined from the NPR 
overview report how reali<tic it is to expect the SocUU Security Administration to find 
the ,$2 bjllion to cooduet the disabilitv rev1e\q~ withoOt any additional funds. " 

The potential for the savings ~timates to ~e too high IS a reason for these' 
estilnates to be treared with oaution. These estimates should not be locked in as 
so,*" oort 01 savings tequir .....nl before ilis clear hdw mucll savings the reforms 
will produce, Suppooe, for e=mple, the refor_ .tIdw 152,000 fedoral position< to be . 
shed. i:nstead of 252,000. If 252,000 Jobs are ellmlnatetl anyway, the result could be . 
urn!ven and, in some places, chaotic petiormance, rr.e improvement of government
"ri" •• to the custom., - • key Review goal - coUld be compromised. In some 
areas, the quality 01 ••rviee might doclin... i . '. 

POt this reason, the reforms should be implerrjerued in a fashion that enables 
poli,,)llnluw. to mOnit'1l' them closely, make sure tMy stay on tract<, and learn from 
IhA!in the Iull.xlont to wruch the 1adar.1 workforce o.n be cut and savings achieved, 
As noted above, if the saving> tum oul to b.!ltlIIlI"; than predlctod but govommont 
periotmlmce significantly improves, the National I'elionnance Review &hould b. 
judged successfuL I 
. I 

What Happened in Tej...? 
J 

. A W.Mingnm PcIlI !.\tt!cl< on Septembat 5 nol<tlil that tho Nationol Perl"""""", 
RevIeW is partly based on t1 sim.iJAt review ir\ Texas. 'jThe, Texas PlOltionnat'tCQ Revi.Qw 
..ved the Slate more than $4 bllIkm," the PO$I :mid, "l>i ~ or <:on>oJidAting . 
servic.. arul prog:cams and by what crtttcs havo callec:i the iusslins of fund. Ot . 

delaying of payments," , I ., 
! 

: While the Te... review did slate "I'M U. ,e",joe that its prol"'sals would save 
$4 billWn, tha amount o/savings ultimately .pprovedlby the legi.1ature was $2 billion 
SOll'IIf' 6bGerven,; in T",:!I:aS now report that signukant pprtions: of the $2 billion in 
I!AVinp .-uf! ttn'ning out to },aye be9fl ba..Md on ~alij.6c a.avings estitnatea. As a 
multi sotne ag~ will be forced to cut ;Qrvita. to Temain within s.calGd-bacl:.: 
budge".5 that were based on a!'i5Um:ed «~ now rot likely to ma.t~ri.a1iza lully• 

. ! Tllls undersrores the Importance of Congms having ~ "vir'S' ••_os .. it 
. 
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~. . Because of the importance of a .nUmber of r~mmendatiO!l& in the National 
: PatfonnAnoB lis"""" and the _d for a better ~ta.nding of tho SIt""!¢u> and 
· woaknosoe. 01 the Review'. saving> estimates, CO"1l'l""" .hould aak the CoogreseioruU 
, Budget Office and the General ACCOunttng Office to a.,'Ialy:te the savings eslimates 
and assumptions, assess their soundness, and develop alternative eslimates and 

, .sswnptions where warranted. (While ceo is the a~propri.t. body to exa.tnine the . 
! ",.t ••limal.., the CAO could perform u...niI work ¥' .......mg tho """"",,- of tho 
:savings a55umptiOn5 regard.ins agency pemormd acu:f Ope-lilting Ct::l::t1l'l.) An . 

: intIepende1l assessment of what is l<nown about theifiScaJ aspects of tile Review's . 
, recOmmendations - and what will remain uncertairl until tested - would be of use 
: to Congross as it deliberate. on theao important reCo1nrnandali<>nS. 

. 	 I 

Biennial BUdgetlnq 
, . 1 . 

, : T1",N.tional Performance Review =Iin<is switching from annUAl 
~ budgeting to bieMia! budgeting. At first blueh, ble+w budgeting may sound liIte a 
good idea. Upon deser exa.mtnatJon, lI!lwever, the mvantages fade and' 

!d.Jsidvantages emerge. , . 

: Bionni.1 budS-ting is touted as improving thoilinl: betw."" funding Iwels and 
·perf""""""'., allowing more lime for Executive branJh oilic.u. and Coogreao to 
mo1'itor and evalu.te pr0St.mo. Yet In practice, b~ budgeting may weaken 

, rather than strengthen this link. When new evideru:~ emerges from resea:rclt studies, 
GAO reports, audits from Inspector Generals' officesiand the like, a year may be la&t 

: ""derbi.nnial budgeting before these IindWgs CAn be reflected in budget d"""""",,. 
. . . 

! .: Also, the contention It.at Congress will have ~ore time to conduct oversisht is 
!weak. sirioe Gvl!fSight is primarily done by a~ committees theldo not 
Ioperate on an annual budget cycl•• Switching fro~ f"":'al to biennial budgeting' 
, would not have a major effect on the .utho:rU:ing corpmin.... or provide them a lotge 
1ina:ease in time to monitor and evaluate. I 

. 	 , 
: If tho advantages of hieMia1 budgeti:ns ate ovjmtaltld by its NVoca_ and in 

tho Natiorud Performance Review, tile drawbaw Oftjon Ate understated. They
Iitldude t:he follOWing. I 
1 ': _. 	 Biennial budgeting is likely to hindet' arts to reorder funding 

priorities. The faderal govetnn'ulnt MC! $ both to .reduce; thi d4Bdt, 
remaining withln tight :speruilng ClIps, d to invest more in certain high 
prtority areas. Achieving both 01 these oals entailS sllifting brulge! 
priorities, keeping defense spending on tru\ downward path p<oposed 
by the Clinton administration, and ted . funding for numerous low
priority domestic programs, while inc:re!'.ing the ",.,,,"",,. allocated to 
hlgh priority investmentS.! . 
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To serure such shll!s in priorltleS ofte~ involves challenging the status 
qIW and taking on strong constitueru:i", that protect many low-priorily 
programs. Because of resi.staru:. to sudh s.hlks in prioda..., those 
fundittg shUts tend to oa::ur incremen~y; each year, Appropriadan 
level> /0, defenoe and lower-priorlty (\~m..,t1c programs can be nudged 
down somewhat, while key investmenlll can be tatcheted up somewhat. 
in recent years, for example, funding f<lr the Pentagon and lower< 
priority programs such .. Amtrak have frequently bun t.du«d; while 
program> ""cit as Head Start and WIe !have received lncte.... eaCh 
year. 	 If appropriations dedsions are niade only once <!Very two years; 
however, the pro~ss of reordering budget priorities is likely to proceed 
more slowly. DeE.,.... and lower-~ d"""",,;c progr""'" at. liIcely 
to be reduced. at I$lower tate-, because ,ppropdators and Congress at 
large !end not to take big bites out of ekisting programs at one time. As' 
a result, institution of biennial budgetU:\g would probably mean that . 
even less of the Clinton investIruml p'opam ;s adoptod than would 
otherw1.. b. tho """". n. .... dlHl<Ultiejl are e.acerbated by the l.el thel 
under the NPR proposal, budgets would be considered ol1ly In even
numbered years - that Is, in election yj!ars.

I 	 . 
While biennial budgeting tapn:!Sl>nlll cit~nge in the budgaUng pr.,...., it 
thuo .on .... ve to r<dua:the degr.., of q.ange in budget declaiono. 

I 

• 	 Biennial budgeting involves working 0Ji; budgets so fax in advance that 
less in<elligent d.cisinns are liI:ely to "'1 made.. Agencie. would begin 
putting together their budge!> lor the .,.and y_ of • two-year budl)\'t 
cycle at least 28 mol'ltha before that yeai' statt:!\ ond 40 months before 
that year ends. The President's budgetiwould be submitted 21 m<mths 
before the second year of tha cycle s~ and 33 months before il ends. 
During the intervening period, then ~y b. s"b&tantial chanG"" in . 
el;Onm:nic: conditiom/ import4tllt new ~5 concerning the success or 
failure 01 various programs, and chang~5 In international developments 
that bear on the nation's delerise and ftjreign aid posture. Yet such 

'. . developments often would 0<= too 1'1. to 1>. ,ellected in decidons 
:t':M-d.e fO'r the second year of 1:1 bien.nial tycle. 

i 
• 	 The federal gover.unenrs role in resporiding to changes in economic 

conditions and stabilizing the U.S. QC0'4>my could be harder to IultIU 
.fIe.tively under. two-year budget Of"!' unte.. change. we... "",de in 
the second year of the budget In ~anCl?S wl\en the economy 
performed differently than had been Ioecast. 

I
• 	 Still Mothor probkan .t~ from tho fa« that the gove"""ent now 

01'....''''' under MrlUlU dl>c:re1iotwy "I'~nding ·cap. and annual . 
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I . . 

ontitlo",.nt spending t4tg~ which ani adjusted each January to rdeC!' . : 
certain changes in e~onomIc condltl~. Uooer a two-year budget cycle, 
Congress often could make budget deqisions thinking it had complli!d . 
with the caps, only to find the iollowil/g January that it w •• out of 
complianco with the caps lot the " ..rid year oi the cycle. 

I 

• Por these reasons, large numbers of bu\;lget adjustments are likely to be ' 

.. needed in the second year of the cycle.! The Adminlsttalion and . 
Cong:ress may have t() sp_ neorly '.Imuch lim. on budg.", in the 
"off-y••r" •• und", the current IWlUIIl fycle, and the process would be 
messler, The result could be 1m thoughtful budgeting decisions. .. 
Budget adjustments tend to be made ilj an ad Iwc fashion.. rather thon •• 
part of the more comprohensivo .~tion 01 budget priorities thai 
the regular budget cycle provid.,. ; 

• 	 It would also be moredlffi~1 to addt~S6 unanticipated needs under 
biennial budgeting. If aneed for ,e""fCl" in • particular are. 
unex!""'*Qd!y emergod, finding the funjla I"" it WIder a biennial . 
b"dgeting '"sUn"" could .mail cultlngi-g already appropd.ted tw 
other programs to< the secooo year of <i. two-year cycle. That can be . 
hard to do politically. By contrast, uncier annual budgeting, no 
appropriations decisions will Y'" han ~.on made for the ..eond year. 
It ia Alw.ys """,or to .ohift lunda before <'PF0priatloI1O bUls "'" enacted 
rather then afterward. . 	 . . , 	 I . 


, . i" 0."" of the curious aspeets of the National P~ Rsview'. advoca.:y of 
! biaIutiaJ .budgeting i. it< contention thet biennial bu4geting bo. been proven 10 work 
! at !lie .into level - 20 .tat.. use It - and slIould beltepllcated at the federal leVel. 
'Yet;aimajority of all slates - and an overwhebning jnajority of the large states
have jettisoned biennial budgeting. In 1940, some 4.1 states had it Twenty now do. 
Most stai:os that .till employ it are ,mall Ot medl.wn-!liz. st.t.. that have much 
smaner budget> and far fewer responsibilities thon tl/e U.S. Government. 

! 	 l 
. ! ) 

ii' In slIort, the negatives asscciated with bieimJal budgeting are likely 10 . 

i outr'e;gh the positiv... ""peciaUy at • tim. wbQn the I.doral budget and budg•• 

.pri~riti.. arc in • period of change rather than e'luiliprium. Joot becAuse biennial 
, budgeting represents a change in the budget prOCl!SSI~ not mean !t represents 
'desirable reform. Nor slIould criticism of biennial b1fdgeting automatically b. 
'assumed 10 signify an attempi to preserve the sla~f'0 or proted sperial interests. 
i As.notod, aru\ual budgeting is likoty to facilitate ~=rg.. in budge, priorities mort 
i "",diIy then bior.Nlll budgeting would.. 	 . 

.;.'. Despite these criticisms. it may milkesense to ~xp'riment with bienniit 
:~getins for a limited'n~t of .account$. We mi~t Jearn usafuJ lfi~ frotn 

! , 	 8 I 
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~t. 011 the other hand, awholesale lIWitch of the fedtltal budget to l bioMi.al oyel•. 
at ,this juncture would be unwi... Th.... =entoI01\ bi.Miol budgetirlg ate . . 
.~ in more detail in the attached analysiS. I . 

Question. Ab...1 c.....,li<Iati~n Proposals, 
.; T!u! NolioneJ Perf""""""" RevIew reoo~. consolldalll1g 55 programs _ . 
.fundlng of $12.9 bOOon Into six block grants a;:~ O1so~lIowing localities to consolidate 
federal grnnt>lhey receIve 01 less than $10 million, w,th simple notification '0 the . 
iederal govemment. While there are some issue. Confeming the spedfu: progrnms 

.' Fropriale to u.:lude in the block grant!, ~ ProPfsals have attractive f.atures. 

The Review also includes a thlTd proposaL ha,f.,owr, tha. ;'-Iroubling 
questions. That _..u would authorizo .ta... to <:<jNoUdate ~ proS""'" of thelr 
Choolling inio block P"", "'bje<:t io ied<..u opptovol. In '""""' the iedotal 
govemment wculd reduce funding for "tate administr]ative costs in operating theM 

, p~p'atN, l 

i: The Review say. the delalls of ~ proposal wl'[d be developed in ~ Iu!un!, 
'" it is diffiCult to know how it would work and whij.Programs it would e~. 
[I the proposal turned out to e.ru:ompass bask wety Ii"t progratl\$ lor poor cItildren' . 
and their families and poor elderly and disabled. p",,~., it could CllUllO ...noW! . 
p~ble1I\s, If some states WeN to conso:lidata o:n.. or ~re of ~ progra.rm; With other . 
p<ognxn' and 10 $hilt funo. /rom the safety net pt~ to oUddlo-do .. 
~.wncies - or ttotX\ pto~ provid.ing bMic WoeSb to the pOOl' to prognuns: 
that lusd rno", clout beau= thoy were £'.m by provldl!rs that had a powerful state.o1evel 
lobby -- tho remit could b•• ,ubstan!1al ~nlng df the safety,,", and potentiaUy 
;;m~increase in poverty. The Clinton adnUnisttation Jntght contend it would not ' 
applove consolidation requests of that ""tu"" but su<\t pled.go would not bled .' ' 
Sub<eqlJJ!nt administrations. i. 
1 I, 

i' Serious questions would also .arise concerning ~ J?O"ibht collSolid.a~ of 
tn.ans-!osted enti~""""'t. pro!!"""" into blocl: pru. rith fixed Iuru!lng: levels. The 
~Oits of $lXh entitlements in any ~ auto!ll.&tieaIly ~ Mid fall M the !tate', economy' 
dec:lineo Of FOWl!!. (When l.U"teaIf'loyment tncWJM:! In.! a state, $0 does the cost lor free 
;.;noolluncheo, food '_P" MedluUd, and AFDC In te .",,..) Merging such . 
PtogrImUl w1th non-enritleoneru progrwn.l:tIto block P,Ut1$ whose fut14lI1g levels are . 
fixed - and d. not fluetuare with the economy - wop!d risk causing too little . 
_tan,e to be made availitblo lit state. who.. ec~. weakened, while chanruillne 
excessive funding t'O statts whose economies improveq. 

, . : Since the specif", proposal to<:ommendod in tI1.; N.tiona! Perfo_ Review 
l;w; not yo! -.. cIoy.lop••, it canI\Ot 110 dol1>nnined oj un. tim< whether tho propoool 
~ h:ave tN. problematic featuree. i . , .' Ilb~~===================-__~__======r'____________________--J 
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CENTER ON -'UOGET 
AND PoUCY II'RIORITIES 
• 

I 
QUllSTIONS ABOur THE WISDOM OF J'IIIlNNIAL BUDGETINC 

, 
..pad: Oft Needed Investmentlll ~I 

: President Clinton faces. difficult task. He . to implement an .xnbitiou. 
, investment agendl! but must remain within tight' etionary .pending cap"- Thio 
; mOans. thai ho must make ",b.lontlol CUb both in <i¥"""" spending and In a wide 
: """y of lower priorlty domestic programs to free ull funds for his investment 
; ""0$ I
I pnon~ . ! 

i ' PQMlading IN Appropriation> Commllteeo ~ Congress in gonerol ttl cut 
: ptogroms that they hove long supported. in order ,ol!'tee lip funds for new 
; Investment priorltieS is no easy task. The only way ~ .ccompllsh such a shift in 
! prlorlties usually is 10 do il incrementally. Each reM, the Appropriations CommitlH1l 
: can furthor reduce low"'-priority aomO$lic pro8""""1 and various d.fenae o(<OWl'" 

! oomewhat, while in"""",ing funding for inV"b:IIen\ l'riorltl... But the 
: Appropriations Committees and congress will gen'flllY resist cutting existing 

, : p-ograms too much at once. . ~ " : 

I . , ,Ill.",..&! .ppropriation:! limit to once every' Y""'" the opportunity to shift 
, . i lunding hom laweI-priority progr= to In••stmon priorities. Thls is Ilkely to tflUIt 

j In smallet reductiOn:! in lower-priorily programs thai'if the programs could be 
I nicled each year. Similarly. d.fense spending will ttobab1y come dawn Iw; U it """ 
• be .ddrassed only 0"'0 e"ory two yean;. DefGnso .flending proponents in eongr... ' 
i will ergue that the future is uncertain, and the nario, cannot risk being caught 
i unprepared by reducing cleferue fund.ing for the sec~nd year of the bIIdget cycle, a, 
: ye", that will seem a long way off. Appropriating i~r defense one year at a time 
: r.ther than two year. at a timQ reducss this un~ty and ;. likoly to allow dole""" 
~ red:udir.ms to adhere more. cio&e!y to the Clinton Pllt1f. . 

! ' Au result, with bi~ appropriation:!, thei.
• 
is a stro"i likelihood that 1""6 

!funds will become available for the inveslmsnts the ttlinlOn adntiniottation has . 
; propo..d. Tho President is likely to set even I.... 01 I-u. investment agenda than ho i>
ino~obtaining. " ,I . 
i' ',: There aIsO is serious qnestion about the wisdof" of making budget dodoions 
: Oldy in election years, as thQ National PerfOtm.ane0 ~view report appeAl's to 
! recOmmend. ThAt,i'1t not the b~t way to se.eu.re toucll decisions that reorder 
priOrities. ~I , ' 

! ' 
! 

J ' . I 

~ m north (::.apftol Stl'ttt, Me. Suitt 10!,), Wuhirigton. DC 2~ 
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1 
: " 	 ,I , 

, ,Moroovi!T, biennial budgeting un dlsempowel a President, If in one year,he i& 
, only portly ,uocessful itt cutting, say, Forest s.~ "adbuildlng and increasing , 
Hea<1 Sta.-t, why should he have to walt two years b~re <tying agoin? Under 

; biennial budgeting, he would be stuck with the deciljion tot two years., 

; I)eoreasms the Govommenr. Abllliy to Il.eopond ~ Bme.ging Problems 

: , Federal agencies typically begin worldng no IJt<i than lune on the btldget to 
'be submitted the following January. Under biennial ~tidgeting, that budget would 
.cov!'". two-year pi!Tind starting the October after ~ budget was submitted. This 
·~ th.t in preparing two-y.... budgets, asencies would b. worldng on a budget 
for a fiscal year - the se<:ond yell! of the two-year cycle - that would not .tart until 

, 28 months later and would not end until 40 months later. ' 
i 

, :. The key d«i£iotl< on the PrO<.ident'. budget~USuallY made at OMB and the 
: WlIlte House in November and December, These d .. "" would co"", 12 10 23 
, months before the beginning - and 34 to ;S mon before the erul - of the ..corul 
•year of the bimnial cycle. 	 I , 
, ' 	 I 

• Suclliong l••d-ti",.. would ..... ult in • numbJr O. d«i£ions that bocam. ' 
,outdated. Some decls!ons would be made to fund ptosrams thAt ace .ub..quently 
· foUnd to be less effective than thought (or mOle so),! AI, a consequence, the . 
contention in the National Performance Review that biennial budgeting would help 
addx... the problem of _goncy officials basing their budgets an what they received 

•belore -	 one! not on the re.ults the prosr""'" prod~ - .. oif-b.... llieMia!, 
budgeting would be likely to exacerbate thls prob1ate rather thsn ease It 

, : 	 1 

: ~: Moreov9r# once t:!w Pte&ident"s budget is. pub~~; it is much more diffiCult for 
• the:l'resldent to oIter ru. p""ition. And ""'"' funde fWO b••n appropriated for. , 

prosram, it beoo.mes mort! dllflcult to revisit the! de&ion arul .tuft funde oIsewhere. 
This makes it motll difficult to make the best dedsio!ls for the second year of the 
ry",". ' 

: " In addltlon, biennial budgeting would make if ';'0'" difficult for the ~t . 
, and Congress to r..pond expeditiously to new issue. as they arise. Problems such as 
· an 1=.... in AIDS cases or a riu in drug lraflic:kinl! !night arise and necessitate a 
~ IdpOlUe:. Similar)y, (han~ in the gccnomYi such .... an increased level of . 

unemployment, also misht require a timely respon:><i. Two-yOA:t budgeting compell;' 
· the. President and Congress eill'.er to delay addressl.t)g such problems for an . 

additional year'or to seek to address them through dd lux. procedures outside the 
: budget, wb.ich can be messy, _; . ,

•
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Biennia) BuclgeiUIg Doesn't Fit Well With the DisJreliOnary Caps and Entit1emmt . 
: Targe\lI I. 

:' Under the Budget Enforcement Act of 1990 4d the new 'recoru;illl!tlon law . 
l!lru!C!ed thiS summer, binding annual caps are set 0'1 dls<::retionary appropriations and 
outlays, In addition, an Executive Order issued by President Clinton in early AUiU5t 
established annual ."tiilmnenl targets. Tho ~tralion also is "'P"rto<i to b. 
"',;"ido,;ng atlIWW capo on Medkare and Medicaid,", part of il3 health care plan.' 

I . 
, : The exact levels of the entitlement targets 1L'lLi the discretionary caps are not . 
, known in advance. The entitlement targets and the kl.lscretionary caps fur each &cal 

year are adjw;tod each January. Thw;, tho oapt' and the entitlement target for fi&:01 
yw.1995 will b. adjusted in J""=Y 1994. The en~e""'nt targelll are adjusted each . 

: year to reflect increases in the caseloads of entitlemEint programs frem what had been 
, pr~cted earlier. The discretionary caps are adjusted to reSect any change in the 
~tion rate from what was forecas.t whert the eap~!were previoU$ly 'Qt. 

: In some years, l>lennlafbudgeting is llI:ely n: ~Sult in the budget lor 'the ' 
I second rear of a two-year cycle breaching the entitllf'ent taJ:get and/or the 
· discretionary caps for that year.' (On other occasiDruj, the budget lot the ••cond year , 

of the cycl. wlll come in b.low tho disorolionary ca~•. ) The .. discrepanci•• are likely· 
to le.d to • s".'''' of budget adjustments in the 5""~nd year 01 the biennial cycle, , 
neci!ssltating a Plesi<:lential p1'oposaHor budget re~ and Congressional action on 

: thain. Congress often will not have a "year off" from budgeting, anyway. ' . . ,, 
; llilcinniol Bwlgets Will Have To Bc Revi.ed. 

j, , • I 

, As these points about emerging needs, ~s in the economy, and 


adjustments in the cap. suggest, biennial budgeting ~ wili.I:ily to work in tho ual 

· world in thQ way it is pictured on paper. The pteM~1J to revise the budgd within 
, the,two-y ••r pe:tioct will often be strong,.leadlng to ~udget revisiON and . 
, sapplemental bUls, ! ' 

. ' . I 

, :" Budget .ovioions and supp~ often inVfNe 1_ <igoto,", Congressional 
: MOlY'" of the l"'t\"" bud"" piaure than doe:> the ClOITent annual budget prOOlSS.
· rlul revlsions that w1ll occur under a l>iennlal budgepng process may, in the end, ·~=::::r!!S=.,ch::;e~~<!~Z~~~erl'!,~=t:::'l!!.~.:!w ' 
: ~Ot~ ::ru1l'U\et\ Mor:eovut beca\Ue :;ucl\ b get cevisiQruS will inevitably' 

'0"'1"', the reductions In agency staffing from mov to blenn!al budgeting wUlllkely

"be modest. . 
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Iwill Biennlal Budgetlng Improve CGngresslOIW O~onS? 
,: . One argument made on behall of biennial~'. geting is that it will unprove 

· Congressional oporatiorw, giving Congr ... more' for ov....ght. ~ argument ;,. 
· oversu.ted. Congre.5:!> cOIltalJ.'UH'>eparate authOl::lzing nd approprlattng c~ttees~ 

and the budgeli"l!; work 01 the appropriations comtllittees generally does not interleTe 
· with the oversight work of the authorizing comtllitt~es. The notion that biennial 
, budgotiP.g will make significantly mar. lim. available for oversight and other 
i euthor'.zing functions is queetiolll1ble. I 

; : nre budget process ~onsumes signi,ficant all~g' committee time only in 
: years in which the reconciliation proc!'!ss is used,. Tis, dOQS not OCC~ every yeal. 
1M~QOVqrf the NX:Oncillation proce6& tends to be use when political forces enable ta. 
si~c.nl deficit reduction step tobe taken. Using !ennlal budgeting may mean ' 

: thet some opportunities for a ruondliation bill - ar for delicit reduction - are 
, foregone. 

I 

: , Some may ""gue th.t bietmiolbudgetisig will ,,"ve time comumed by the 
: "l'l'ropriations process. The annual appropriations ~iIls do M\.. however, consume 
· much lIoor time in the RollS<! or Senate. ' :,, . 
, . '.I . 

11itIlI Bi...m.J B..dgetIns Improve ProS""" ~? . 


• ,:. Another argument sometimes made lor ~ budgeting is that it will' 
, provide greater certainty for - and thus belter platujting by - federal "gencies and 

, ,: slali> and local gov""""",,!&. Many of the program&lfor which certainty and odv"""" 
: pUmning ore moot impcrte."ll, however - such as m<pS1 education programs - . 
I already are "forward-funded" (thaI is, furuled a year lin advance). This provides fur 
:oert.unty and advance planning. Ii it is desirable to ~xpand the list 01 forward
, £uniiocl programs, the President can request this. B1 this cia .. not teq.uro m,,,""B 
: the entire l.d",.1 budget to bietmiol· budgeting. : 

;Will Biennial Budgeting Reduce year·End Gimmi4s? 
: i 
: : In a recent WMhington PO$t atticle, tI. Nta.tional·ferform.ance Review official . 
'advanced stW another argument - that biennial bu~et!ng would discourage y • .". , 
,end. budgl!t gimmicks that cause unwise use of fund.S. The year-end gimmicks result 
!no!from annual budgeting:, however, but from the :'''''" it or lose it" rules that now 
ipreVail in many appropriations .ccountll. The Nati0F Performance Roviow ' 
I~ that .lionel.s be allowed to retain 4ru:hl""'Y [orword Into the next flscal 
:year hal! of the funds they save. This recon:unendatibn should address the problem 
of year-end spending splurges. !liennial budgeting .;$ not needed to tacid. this 
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Stat. AaioNl '" Drop Biennial Budsdins 

States are often referred to as "laboratories ofidemoaacy," and their lessons 
. slUdied (or clues to improving federal government ~erformanc.. But while the. 

'\!.lional Perlo.rmaru:. Roview 01•••tate experience", using biennial l>"dgeting, it 
does not fully de!laibe stete ."perion<e in rhis or"". , Stales have a dear pattern of 
abandoning biennial budgeting .nd moving to ann~ budgeting, rather than moving 
in the other direction. ' 

As then-Senator Lawton Chile5 noted in 1988) :som!!' 44 st"te$ uud biennial 
budgeting in 1940, but today, fewer than half that n1unber - ZO - do. Most of the 

. states USing biennial budgeting are small or mediunj-sized states. And in 11 of these 

states, either the state constitution or tradition provides lor annual rllViaws 01 the , 

budget so thai the dillor.nce botw ••n a bionnial atla an AMual procedure l>O",.1imes 


become$ leS3 distinct. i 
i . 


TI", experience of the large sta!t!S is .....nlially one of having triad biennial 

budg.ting and droppod il in f.vor 01 annual budgeting. Shouldn't w. loam 

something.from thilI? b biennial budgeting ApproptiAte for an entity with tha 

domestic and International responslbl1l!les of the U.s. government? 


11118#/1 [ . 

, The diJsadvlIIUlIg•• of bien."1ial budgeting ap~ to outweigh the advantages. 

In addition, savings in .gency r;taffing from blenniallbudgeting are likely to be 

modes!. The important decision on whether to move to biennial budgeting Ilhould 

not:turn on ;.taHi.ng oconom.ies that are not liluilly to '¥Q! very noticeable in the context 
01 overAll federal ..l1ffmg and operating cosl:5. Lar!W issues are at stake. , , 

i The Potential drawbacks of bieMial budgetin~ are sufficiently serious that if . 
, t112ro is a dJlsire In pursue biennial buds_ting, it sho\tld fint be don<> on an . 
axperirnental baois, involving' lintited number of ac~oUZlI:s. It may be uoeIul to , 
expertlnent with bJennial budgeting. lIut a decision 10 SWitch the entire federal ... 
government to biennial budgeting would be unwise /md premature unless a test of 
thill' approach d"""""'trates thai 1112 5<!rious questionS surrounding bilmnial b..Qgoting 
cat\ibo &alislaclorily .ddr....d. : 
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CENTER ON BUDGET 
AND POlley ~RIORITIES 

I 

WlC IMPROVEMENTS - WILL THEY SAV£ $'00 MILUON? 
i 

~ A table on P'S" 134 of the N.tional Penormaj>ce Review calls for the 
Agriculll.lft De.,.-..,nt to "eru:o""'lle better food packaS. managemen~ practices and 
tadlitat. multi"'tare contracts for lnIant food and foIimula co.t containment in the 

,Special Supplemental Food Program for Women, Infimts, and Children" (the ~C 
program). This reromrnendalion is sound But no significant savings can be 
...wnod from it. 'The figure shown in the table, which indicates that this proposal 
woUld eo"e $500 millie::!, i& not valid. , 

• i 
'The $500 mllUon is not counted toward the $108 blllion in total savl:ngs 


dairned. !n addition, the fort:hroming USDA chapter 01 the National Performance 

lUlviow reportedly does not include the $500 million: figure. indicating no specific 


, ""virlg. I;guro can b. developed. Why the $500 milJ;on figure '1'1'."" in the INin 
, rePort is puzzling, But it.> \Wi: :!how. that the _inll> e.limAteo in the report ohciuld 
,be treated with some caudon and given careful scrulJny. , 

, 

. 'The draft USDA chapter of the National Peridrmance Review, which includes 

thi.I. propo&aL contains three specifu: recommondatiohs. Two of the three ' 

remmmrndation! relate to coSt containment eff0rt3 ir the WIe program, These 

recOmmend.tions were based partly on suggestions tnode to Nl'R offid.1:5 :sever.l 

months ago by the Center on Budget and Policy Priq'ities.' The third 
teoommendatlon concerns efforts to encourage more, WlC mothers to br ...tieed. 'The 

, tltr~Q'rl1commat\datio.ru; - and their "~i:mpJica~ons - are discussed balow. , 
, 1. Rtoommernlatian #1: USDA should continuo ond expand ed"""OON! o£(Qrts to 

promote breastfeeding. The Department should collSlder entering into agr"'""""ts 
with breastie<lding promotion ad'io<:acy groups or lli. Ad Council to expand ' 
promotion of breast/eelling to low·iru:om. mothers. : 

! nus is a fine re<.:ommendiltion. But it cannot be Q9\.tO"lied to produce &izeable 
, WlC &evings. There:s no evIdence trom studies or evalua:illns indicating the effect 

tha,t such o£(Qrts by USDA could be expected to havi' on breastfeeding rates among., 
, WlC mothers. Moreover. the decision on whether to breastfeed is a highly personal 

one, and behavior&: of this: sort uo notoriouBly diffi.c¥It to affect on a substat\tial basi$ 
tbrOugh government inl1trvention. Anolysto gener:UJ;y believe that "" SAving> 

, estimates should be attached to a recommendation such as tb.Is., 
,I 

" The e .......... been the principal Of!Ii!lIlzation ana!Y~ and promoting wle co>t 

• contlrinment initiativfti, ~ 198.7 and. asslstit\g states: 1n acl\ieI.rg savings in this area. 

- • I •• 

771l"kmh CaPitol etrcct.~, Suite 70S. WUhinston. OC:;KlOO2; 'tclIlOl·.\Oe·1OSO Pax; 202-4tJ8..10!06 
J\)bat OJ'CCftiltdn, ~dyoDI..aor .. J...orins r'md~.n, o.uty Dh.tor_. 
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, 	 I 
'2. RtCl!mmmdaJ:tim "2: The federal government sllOujd dlsseml:nate intormatlon to 
: states· about initiating cost containment contracts iorlWIC loods other than infant ' 
: fonnul. and should facilitate multi ... tat. efforts to ..fur. WIe cost containment 
, conl:."'" for Want cereal and Want jui"". offOl'ins's~"s lha option of participa1ing 
: ,m ~ mulii-1llAle bid admini5lered by USDA. I 

. 	 , , 

. This is another soutld rewmineru:lation, b:~OO' is uniikely to yield large 
savings. As the draft USDA chapter of the l'-i.tlona! Performance Review notes, . 

"seY"n s.tatQ$ cu.:rrqntly have cost co~t o::an to purchaS4 Want CGJ'eal at, " 
· reduced prices. The ""virtg& the.. states N.v. adU....ted are very emall - the median 
, savin!\" """'Ill; th.... stales appear to b. no more thi/n $200,000 per year. In the five 
i .tates lor whlch we have been able to secure data, !lie savin!\" from infant cereal cos! 
, cOntainment .v....g. two percent of the savings fro" infant formula cost ' 

icon~ent. 	 ! 

i ' The ...vings .cltieved in the.. stote. am b. 4.0 to develop on estimate of'the 
; maldlnu:m savings likely from spreacllng Want e~ cost containment to all stall!$. . 
, If two percent ofWallt formula savings nationally "fere adUeved by spreading infant 
, ~er..l cost containment to all st.tes, the savings woljld be about $16 million. Sinc. 
· the;""".... st,.... already invoJvad in Want cor.a! c'"* containmont are saving about . 
53 million, the net additional ••ving> would be' .bo"*, S13 riUion. 

, 	 . 
, But the $13 million is mote tI1an C9u1d realistij:ally be secured. For it to be 

achleved, evf!1:'J state nationally would have to undertake infant cereal cost . , 
· conW,uxu",l Many!l1nall states wouldllkely m.is~ ~"""" of these stat.. regard tho 
: saving> ... t"O .mAll to j"'tlfy the .dditional .~.tiv. cooto involved. Spreading 
, WiWt cereal COSt contalrunent to all stote$ thus, ~o.WP be Impossible wtt!wllt afedm11 
! 'ItIIlIUIate ''''1. iring all states /[J implement it. Tha Natioi'>1 Performance Review does not ' 
, racommend such a mandate, indicating that imp1emtnliIll; this procedure sllOuId , 
~ ~ a ,state option. I., 
, . Moreover, securing savinp tluoligh Want te'l"al coot containment ill pouWle 
, only if the cereal companies bid for cos! containment contracts. Some states that 
· have sougl1t to implement infant ref.a! cost contaimrumt have experienced 
; col'isider.ble difficulty in securing such contracts. When North Carolina sousht.l:rlds 
, o.n a contract, only one infant cGtGal company rQ$pMd~d.. \VhQll. mu1ti~itatQ 
, grouping of Mid-Atlonlic otA... ooup bid>, no comp4ny ""I'onded. The mvJti-otaie, 
group sousht bids a second time, and again no co"'ll'any responded. At that time all . 
but.1:hree Mid-Atlantic states dropped Out. The tluee remaining statllS tried • !hlrd 

!time and received bids offering small savings. ; 	 . 
i 	 . . I 

! It i. not cleaz how eiiort> by USDA to di~'" inlonn.tion .b<ro.t initiAting 
· such contractS would achieve a Slgni.f:1cant increase l:Jit savings. The Center on Budget 
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j. 

iIJld Policy Prlorit!"" o.lreody d1MeminAt•• wormonel" on tho.. conu.ct. ~ ~1I .t.~, 
: and staleS routinl!ly exchange thls information with ~ach other, 

, I 

, If USDA administered a muiti'State bid for Want ceteal and offered 'states the 
: option to participat. - a. the USDA chapter of the National Performance Rovi~w 
, may rect}mmenci - 5OtI\e SAVings probably would *achieved. But the uvinp. 
would be modest. GIven rhe fact that a number of $ales likely would not 


, participate, rhe savings would be likely to be no mOJo than $10 million (recall that the 

; anticipated savings would be about 513 million if alii stales participated) IJld probably 

, cloSer to $5 million.2 I , 


" , I .. 
, , ' Furthermore, even thls modest level of savin'\; would take some ttnie to 

seqlI'e. Legislation enacted in October 1m ~~ USPA to adminiStel: amulti

, state cost containment bid for infantformula once a y\;ar for all states e1ecti1!g to , 

; participa~ This legislation seems Ii> be the modru tital the National Perfo= 

, Review ir. suggesting b. applied to purchaso& of ~t core.1 and juko, But 11 

; mont:h5 after enactment of the lesblat:io~ USDA hM! not yet i$!ued regulilt:iana or 

'prOCedures concerning the new process; the first multi..tate bid for infant formula .is 

! SIill months off. : ' , 

: '. Th... i. "".n 10...xpori.n~ with infant j",J oost contai:tmont than with'cos! ' ' 
.: containment ror infant cereal. Three .state$ have ;"'~tl"'$tate eo&t conw.nm¢nt 
! contract lor infant jafce. Th'lIr savln!;$ ate about thel same as the savings these states , 
! receive through their infant cereal contracts. This sul!l1.ests thai if USDA . 
, adniinistered a multi-state contract for infant juice, i{iii;ght be able 10 adlieve about 
1 tho,same lovel olsavinso as from an infant c...al.act -I""'hapo "" much •• $10, 
! million a year but probably clooe< \0 $5 mlltion.> i '" , 
: I· 
, i, One other point should be noted here. If the psDA'. Food end Nutrition 
Senice is to administer multi-stale bids for infant fomula, infant cereallJld Want 


, jwoa, this will entail .a subsbultial amot,lllt Qr work cit tNt paTt of procurem.eru . 

, SPOfialist> at FNS. They will have to deal indivic!uaiJ.y with each state partrulr I<> 


I . I 


! 'It might be argued that • multi ....'" bid holds P"'nus.j.f g-linillara<t savinp iNm 

! individual state bids. However. the $1lvlnp in t:tw &tates that qmmtJy haw infartt temi cost ' 

! m'ltainrrttnt contracts already teilect. to a l&tge extem. the: tnat~et po1Afet of voiume bu~ One of 

; t:NwI: sta.tas is New Yarlc: th. Naw York WIt:: propm is. the ","fum'i thiTd la~t and purclw.u.1atp 

: .amounts of lnf~t (:lIlTw. In addition,. thr~ of tN other Atl)W lvith an infant atrul <:Ontract hav... 

; .muI6'1Otata (onttact. ' 
. , , 

~ jl It wuld be noted iliAt no MVing:t om be ~wned &O~ t:ff.ortt to 'extend Me coot • 

"". ~t to food i.tem.'! other than inlant fonnula, inhmt ~ and infant juice. Some ,,1:4(6 ~ 


, al:k:inpted W tp;tend tQ:.t ,,~tlt.h·QTllI:nt to othn WlC food i~ ""'. ha~ ~ rOT' Ii!:QMpW# 1xnh 

. Maryland and Wnt VJq;inlll attlnnpted to HCure cmt tcm~ "ontnoIcb f.or pc.anv.t butter. '11w 


E'ifort fa;Uoo betAU~ not II Mgle oornpNly bid OT'I the eantnct#i~ 
, 
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L, 
:	.ld. bid, $Omethlng not cion. in mool Ioderal ~m_ This will !xl d.iifi<:ull fot 
PNS 10 do ei:!edivoly if the numb., of .taff in It! pracumnent w1it is cut too deeply 
al tlw same time the unit is being assigned these new procureme..'1l responslbilitie~. 
This relates to the larger point made in • related CeIjler analysis of the National . 
Performance Review - it is not clear whether tlw inE'etactive efforts of the Report's 

, vuious: rQcommarubtions haVQ ~ takon into aeco t fully in developing G 
··~tez of the !oavings that au't be achieved from a!' . g the federal workforce. 

! 
3. USDA shiluld do mare to ilissnninale "best pt<ldi<es "i inftmnatitm to stares interested in 

· p"rsuing mum..tate cost containment tfj'()t'/S. i ' • 

: 'I'his recommendation ste!f\ti from a &uggestiorl made by the CenteJ' on Budget 
and Policy Prioritie. to the National Perlon",,,,,:,, ReView. It cannot, however, be . 

i assUn'ie.:lIO yield savings. The Center now largely Pf'rform:; this function. We have 
! published a manual for stares on multi-state cost co~nt issue a WIe newsletter 
, n:iM times a year that cont:ains information on J\eW cpst i!"ontairu:nent deviillopments, 
;uui pubHah an annual ana.!.ysi& on those WIC cost cclnta.inm.ent techniques that 

· appear to be producing the Iarge.1 saving:>. Th..., niateriab are di>oemlruoted to all 
'states 	 I , ! 	 ;. 

. W. have long thought that this task should hfi institutionalized to a greal!!r 
degree in th9 Food ar.d NuttiuOl'\ ~tvico, Mottoiovar; thQre may ~ GOmQ &tat" that 
would '''pond to USDA m.tmol. to • gr ••ter exl;m! than to Center m.t<erilll. 
(although the Center's cost containment matl!tlals hate been used extensively by 
states). llul the bottom line is that no addltional savings can be assumed here. 

, ConclWl'on , 
, 	 ,., , No savings can be assumed from the ft.n;t or t1IJrd recommendations. Tile' 

recommendations for USDA to administer multi-£ta«! bids for Want cereal and infant 
· juice would yield small savings if states participated., Our best estimate is that these 
mo••ur.. wowd achieve no ""'te than $10 miWon td $20 milllon • ye.at whon iulIy in 
eflect with tho ...\'ing:l figure likely bems cl.-r to $~O milllon than to $20 million. , 
'. Given the lead-time n.roed for the federal go~errunent and states to institute . 

the'" systems and the likelihood that. number of states would want to see how the . 
. multi-state bids'worked befo[f:l! deciding wh.eth.t!r to Win such bids~ the &avings·oveJ' a 
·fivO'y'" period would probably be oomotrung in the vicinity of $2S million to 
$50 'million. Thl~ 15 far below the $500 million ft:saunled In the National Performance 
Review. 	 ! 

: In short, there is not a valid basis for the $500 Imillion figure. The dralt USDA' 
chapl"r of tho National Performance Raview containsd a $390 million Ilgure thel w •• 
criticized by both OMS and the Con"". Both ~ed thAI 00 ..ving...timJ>te 
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f b. assigned to these WIe proposalli, a recommend.Jon that was initially al:1'eed to 
, and is 'nport.aly r.aected in tho forthcoming USD~ chaplar 01 tho National 
, Perfonnance R2view of the report. 81.11 for some reato'" tho $500 million figw'e 
; appears In the main rnpor~ 
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I.f these experiences interes1; you or someo:}G else in your 
o,!'fice, please let me know. I can report t:1em to yO'J or else,· 
si!1ce ::: am involved on a volunteer basis only. I can supply you 
with names of the persons who are administratively responsible 
and who can report to you from their view points and in an offi
cial capacity. 

S in~erely yours, 

R. F. Drenick 

Professor Emeri tUG 
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To! Roy Neel 
Phil Lader 

vBruce Reed ~ I 
From: Peter S. Knight L 
Subject: Reinventing Gave nment 
Date: March 9, 1993 

Tim Honey, City Manager of Boulder, has put together a 
proposal that he thought could be incorporated into the task 
force on Reinventing Government. He is a long time friend, very 
talented and very much on the program. FYI - no action needed. 
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A PROPOSAL TO ESTABLISH A VOLUNTEER CORPS OF OUTSTANDING 
PUBLIC ADMINISTRATORS FROM STATE AND LOCAL GOVERNMENT 

TO ASSIST THE CLINTON ADMINISTRATION IN ITS 
CRUSADE TO "REINVENT GOVERNMENT" 

INTROPUCTION: 

Government at all levels, federal, state and local, must 
commence a fundamental reexamination of both its purpose and its 
structure. There is mounting evidence that our current 
governmental systems are wasteful, unresponsive and barriers to 
effective change. However I it is simply misleading to accuse 
government of being an "evil" institution that should have a 
significantly diminished role. Effective government is essential 
to economic qrowth; enhancinq quality of life and ensurinq equal
opportunity, 

America needs to reform, not abandon, its governmental 
structures. America needs a passionate commitment to making our 
unique form of representatiVe democracy a model for progress - a 
model for participation - a model for implementing our shared 
democratic values. To achieve these aims, the following principles 
are critically important . 

.. Government leaders must reject the status quo and embark 
upon a common crusade to create new models, naw 
structures, and new processes that will promote a new 
social contract between citizens and their government. 

.. Covernment leaders must place a premium value on reducing 
wasteful I unnecessary bureaucracy and redirecting limited 
resources into programs and services that directly 
benefit individuals and their communities. 

* 	Government leaders must promote partnerships that achieve 
common objectives rather than relying on mandates and 
regulations that coerce and divide~ 

* 	Government leaders must focus upon outcomes and results , 
not on public relations. 

The challenges for American government and governance in the 
21st century are enormous. We must accept these challenges and 
embrace workable, pragmatic solutions. To do anything less is to 
abandon the democratic ideals which form the basis of our common 
heritage and our collective vision for the future. Action is 
needed - we must not be paralyzed by the magnitude of the tasks. 
Basic reforms in our federal system of government must begin with 
specific steps at each level of government. 

A Cr,INTOti ADMINISTRATION' S AG~NDA FOR REFORM - TRAN§FoltMlt1G THE 
BELEAgUERED FEDERAL BUREAUGRACY: 

President Clinton has spoken repeatedly of the need to 



.~ · 

MUD and EPA) and the new agency leadership could assemble volunteer 
teams of outstanding public administrators to assist in 
transforming these agencies into models for "reinventing 
government." 

These volunteers would serve without compensation. They would 
be on leave from their state and local governments. They would 
have a demonstrated commitment to implementing the President's 
philosophy towards governmental reform, and they would be 
recognized by the President as serving in his "Crusade for 
Reinventing Government." They would all share a common belief in 
the importance of making our governmental institutions as 
efficient, as effective and non-bureaucratic as possible. They 
would all share in a common belief that the federal government must 
create new partnerships I new linkages, in transforming itself. 

prepared by: 

Tim Honey
city Manager, Boulder, Colorado 
3937 Promontory Court 
Boulder, Colorado 

NLCREINVENT.JLT 
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Reinventing Government 
Draft Workblan " 

',", '. 
March 3, {993" 

1. Who Constitutes the Task Force on Reinventing 
Government? 

- Inside the White House?, 

- Should some senior civil servants with extensive 
management capacity be detailed to the Vl(hi}e House Task 
Force? ' , " 

- Should someone from Sharpis group in,:fexas be 
asked to serve as a' consultant?, " , , ,

• 
, ", < ,n" "}'. 

- David Osborne as a' consultant? 
" 

.... , 
,-

- How can we make use of the Alliance tor" Redesigning .. , 
, :,' '.:.~ Ie "'. -

Government (part of the National' Academy of Public.... " 
LAdm!nistration) .. ?,:: .. " 

aSSign a person 
or 

uld Cabi 

• Should an Advisory Committee be appointed or 
should advisors be appointed one by one? 


y 


\~ 
2. Where should the task force be housed 
physically? 

3. What should be Administration position be vis a 
vis the three bills that have been Introduced into 
Congress? 



4. What is the first substantive step we should 
take? 

,·-stTOuld we begin with individual meetings between 
Gore and Cabinet Members to determine the potential for 
pilot reinventing government programs within each 
department? 

f4c,<;, -\~c.....,. 

· What role should Congress play? 

-~ wi \J~.·f5. What topics should the task force consider? 

· Look for ways to create some models of user 
friendly government. 

· Look for ways to create some models in which a 
function is delivered using state of the art technology. (i.e. 
Agricultural extension agents by modem) 

· Devolution. Are there some programs and functions 
that should simply be devolved to the states? 

, Compile a list of federal programs that should be 
eliminated. 

, Combinations of grants into "challenge grants" (This 
may be particularly useful in regard to welfare reform and 
it is also an important piece of the movement towards 
social services integration.) 

, The creation of performance standards and or the 
upgrading of certain evaluation standards. 

, The issue of waivers in HHS and in other agencies and 
the broader problem of untying the knots in the federal 



system. (Clinton implied this when he encouraged the 
Governors to experiment with welfare reform.) 

- Should it be organized by Agency, by Purpose (i.e. 
human services, defense etc.) or by Function (i.e. budget, 
civil service reform, public contact, categorical grants, 
waivers etc.)? 

Performance based or mission driven budgeting? 

Civil service reform? Cutting the Bureaucracy? 

6. Communications with the public and the civil 
servants. 

- Special 800 numbers for the public to use? 

- Solicitation of suggestions from civil servants. Is 
this centralized in the V.P.s office or should it be done 
agency by agency? 
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,The Presidellt 

beeud•• Order 1Z843 .f April 30. 111112 

Illfrastruetwe Privatlzatioll 

By the authority \I9sted in me as Prnident by the Con.Utution and the law. of 
the United State. of America, and In order to en.ura that the Unitt<i StotflS 
achieves the mOll boneficial economIc use of ttt resources. it J$ hereby 
ordered as ["HOWl: • 

Section 1, Definitions. For PUrpOI8' or this order: 
(4) "Prhlttb:a.tion'· mean. the di.position or tran.Jer of en infraarnu:tute 

encl, such at by .ale or by !ang·tenn leaIe. from. Stella 01' local sovemment 
to. private paf1li. 

Ib) "Infrllt:tucture al.et'· meant IIny 611tt financed in whole or in pari by 
the Fedftel Govef"Nnent and needed for the functiQ1'lina of the economy, 
Exam:pln of such astela incl1,l.de. but afe not limited to: road•• twmell. bridae,. 
ejectrtcit)' supply fecUlties. maa. transit. rail transportation.. 8irpcn" ports. 
waterways, water luppl), facillt1ea. recyelin8 and wo.taw.ter treatment f4f;ili~ 
tie•• ,olid wlllte dilpo.al facilitieJ. housina. achoola. priaons.. and h08pital$. 

(e) 'Oritinally "uthol1 ...' pui'po•••• moan. the genctal ob~tl'" of lb. 
orllinal grant prOSfarn; however. the term i. not tntended to Ineiude , ....ery 
f;onditicn required for a grantee to heve obtained the originai graot. 

(<I) "Tranaf.f pri.,.· ""aAs; (i) lb. amount paid or \0 be paid by • priv.,. 
party for an iA&alU'UctW'e ....t. if the alllet 11 tranafemd u a result of 
competitive btdd.ina: or (ii) the appr-aaed value of en 1.nfraatructure a,aet. aa 
aetannin.. by the he.d of the eucuUn department Of qeaey and the 
Director or the Office of Manascmem and Budget. if the suet is not lraru!
lerred a. I ....ul. 01 competitive bldc!in3. 

{tl "State and locai loverrunents" Mean. the gQvemmaftt of any Statt of the 
United. Statel. the Dletrict of Columbia, any commonwealth. tenitcry. or 
pomuion of the United State •• end ally county. mUl'l1dpallry. city. town. 
townoblp. low public authority. .ch ••1 d!atric~ opodal lIl,trict. tntta.tI,e 
dIstrict, resigna1 or intetltate aoverrunen.tal entity. COW1eil of 8Ovemnumu. 
and .ny .geney or in.uumentaUty of • 1...1sov.nun.ct. IIlId lilly f.derally 
rec"lJ!llled Indian Tribe, 
Set. a. Fundormmtoi PrinCiple" Executive departmenta and agendas shall be 
81Iidod by Ih. following .blocHveo and principle.: {al Adaqua•• and wen· 
mainUlJned lnfra.tJ"\lCtW't il C1itical to economic growth. Cou1lt.nt with the 
prineipiee (If I.denlilm enumerated l.n hec;uUve Order No. 12812.•nd in 
order to allow the private lector to provide for tnfraltrucl:'UN modemitation 
and expenllon. Stale and local gove1"t'\mMlttl should have gteater freedom to 
privati.J:e tnirl18truc:tt.ue ellata. 

{bJ Private enterpriae and cotapttitively driven improvement. Are ~h. faun* 
dution or our Nation'. economy and economiC: arowth. Fcoe",! 6noneing of 
infr81tnlCIUre a...ta should. _not act a. a bu.rrter to the achievement of 
economic emciendee through additional private market ftaand.Dg or comptti~ 
five prac:ticea. Or both. 

(c} State and. lo«l sonn\mentl are in the beat po.ttion to lillie •• end 
telpond to 100ft! need.. Stata:and·loea1lovemment. an.ould.. .",bjeet lootnlur· 
l.n8 continued compliance whh Federal requinm1en~ that pub-He \lee be on 
rea.onable and flondiscri.n:UnetQry term •• have maximum "'.....n..l. 1_.,.1__ ' 

http:ftaand.Dg
http:tnirl18truc:tt.ue
http:Cou1lt.nt
http:sov.nun.ct
http:dilpo.al
http:incl1,l.de


U1'liled. Statu, ita agenci•• or intr;:rw:r1lntaUtitt. ita omcers or employee.. ot 
any other person. 

nm WHm; HOUSE. 
Aptil 30, 19iJl. 
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THE WHITE HOUSE 


WASHINGTON 


April 19, 1993 

Mr. Rudolf F. Drenick 

35 tI'.elody Lane 

Huntington, New York 11743 


Dear Mr~ Orenick: 

,.. - - .. " " Thank you for your letter about our efforts to reinvent 
government. In the coming months, we will be examining 
every government program and service to see what works 
and what we can do better. 

I appreciate your taking the time to share this 
information with us and welcome your ideas. I will 
pass your advice on to the Vice president. 

Sincerely, 

B!~ 
Deputy 	Assistant to the President 

for Domestic Policy 



,< -Rudolf F, Orenick 

. ~ ,." .;. ' 

':; >,", 
Mr. BrUCE~ Reed , 
The Wili te' House .' 
1600 Pennsylvania Ave. • 

Washington, D. C. 

Dear Mr. Reed: 

According to a recer:t nC'tlSpaper article, you and others in 

the Executive Office are greatly ':r,terested in ways of making 

governmen'tal bodies: mo!"!? respoi.sive than .they now are to their 

constituencies. :::t it21Y then int:erest you further that an ini 

tiative with p:::'Gcisely this objective is about to commence at 

the Actio!: Genter of the ~ew York City Mayor's Office. 


The idea of the ini tiat::'va came from a rather thorougt: (1::1 
::~ac;; a mathematical) st1..<dy of organizations in general which I 
conducted as an academic research p:cojcct. ,~,The"r0su::.ts to which 
I vras led are sirr.ilal' in many re::,pcct's ·:(0' the "i;~ernises of tl",8 
Total Quality Ma..'1agement program b'-1t perhaps because of their 
more 2:"igcrous basis, s;::em better focussed and mOY'e cost effec
;;ive. One of these results· was "'~hat organizat:oYls ;;naerrate 
the value of feedback, especially frcm 1:heir clientele, and 
underutilize it severely~ 

The shortfall struck :TiC' as be :'ng particularly disturbing and 
consequential in public admir.istrat~ons. 1 accordingly proposed 
in mid-1991 a test initiative of a feo:rdback arrangement wi thin 
the fede r-al gover!l.I;len-:.;. Mr. FUY'se 0':' Policy Development in the 
Executive Office gave my jdeas a sy:r.pathetic hearing but left me 
with the i:r,pression tha: thl;) adminls":ration would follow the e7.
ample of the British C:tjzcn;,:; eh;:; er lLovement t jf that f rather 
than the B.ctivi ties I suggested." 

A simila!' proposal to Deputy Mayor Barbara f~ife of New Ycr:c 
City eli,::ited a :r,or-e decisive t'enponBc ,vhich ultirr.ately resu:'-:ed 
in the :;Jroject at the Act::'on Center. T:iC' first phase of' -:he 
pro~ect ,Ls to take place 1:l!is month. It is consldered a ":eS1; ::::'U::'l. 
If ~t is as successrcl 3~; r expect it: "to ':ie, the experience ~ined 
with i't will. t·hen be t.t.ppllc:d to b'.l:;'::;0ll.'qi;;nt pna~0es and in other 
parts of the New York City govctnmc'l.t. 

http:The"r0su::.ts
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November 1. 1994 

MEMORANDUM FOR THE CHIEF OF STAFF 

FROM: 	 Bruce Reed 
.	Michael Waldman 

Bil1'Galston 

Paul Weinstein 


SUBJECT: Strategy for Political and'Government, Reform 

The collapse of public trust in the institut~ons of government is the fundamental 
political fact of our time. After tWo decades of growing disillusion, this break between the 

. people in office and the people who put them there dominates every aspect of American 
. politics. from. the noisy bombast of talk shows to the'silence of empty voting booths: 

Voters believed that Bill Clinton understOOd this situation, and would act to rectify it 
But for all of our efforts over the past two years, the public is now more disillusioned, more 
embittered, than it was in November 1992. Whatever the results of the upcoming election! . , 
the President should e!!! forward,~ bold. coherent sct of refonn. initiatives to make 
government. Congress, and the political system' work. 

J. The ClIS< for Reronn . 

Why is a bo~d reform agenda so important? 

First, the puntic demands it Citizen cynicism and anger is deep and pervasive. 

Voters perceive 3; failnre of government to act dccisivc[y and effectively, They sec a federal 


" govcrnment that hordes money and power, endless bickering betwecn tw'o seemingly outdated 
political parties, and a proliferation of special interests that drown out the voices of average ' 
citizens. Wilen John Kennedy was President, 76% of the people said they trusted the federal 
government (0 do.what was right all or most of the time: Today, after betrayals from'. 	 . 
Vietnam to \Yatergate to "Rea&My Lips," only 22% of the people give that same ans~er, 

. MOrC1)Vcr, much of this critjqu~ of WaShingtOn and government is valid, Government 

is bloated, imltional, and inefficient -- an ossified institution in an era of constant innovation. 

Special intclcsts do have too much power; a 5300 million campaign ovetwhclmed health 


care, gun groups practically derailed the crime bill, and somc 80,000 lobbyists o~ e~cry " 

pinstripe have succeeded in diluting or defeating scores of proP9S~Jls. Congress is paralyzed 
, 	 . 



by partisanship and rcsislant to change. Changing the way Washington docs business is 
perhaps the most significant. legacy we could leave. 

. F~nally. restoration of trust in government and p~lj!jcs. is cssenlial to the success of the 
rest of our agenda. As we have learned over the past ,two years, we cannot count on pubJ~c 
support for'health care, welfare refnml; deficit.reduction or any other issue unless wc first 
persuade them that we understand what's wrong with government and have set about to fix if: 
Converse]y, an agenda that links poljtical reform with our efforts 10 make bipartisan. progress 
on health care, welfare reform, reemployment, and other issues should strengthen and 
reinforcc thrnlc efforts . 

. To be sure, thj8 admjnistra1ion has made a rcal start on this f~ont. The Vicc
President:s reinventing government initiative has been the quiet success story of the first two 
years. As a result of the NPR1 we have dramatically shrunk the federal workforcc, and 
passed sweeping procurement reform legislation.' \Vc imposed 'the toughest ethics 
requirements ever on our senior offici~s, and repeated the deductihility of lobbying expenses. 
We proposed tough and well-regarded campaign finance and lobbying re[om hills, And we 
have taken or! more vested interests than any administration in decades. But these eff{)~s 
have not been en<;lugh to ove~om~ the rising tide of public cynicism. 

The Coming Battle" 
. 

Today's "mad-as-hell" atmosphere is n01'a flash in the pan. but a fjrebeH in the night. 
The reform impulse was strong two years ago;,by every indication, it is even stronger today. 
)t is no longer §l question of whether Congress 'will address rdonn issues; thc.only question is 
whether we will lead the fight or be left behind, 

Early in the next term, we Can expect the Repuhlicans to press forward wilh 
their refoml agenda: 

-- balanced budget amendment; 
-'- term limits; 
-- cuts in congressional committees and staff. 

On EleCtJon Day, voterS in 8 states arc expected to approve term limits 
rcfercnda~ bringing to 23 the number of states that have backed limits, The 
issue wili heat 'up even further when the Justice Department appears before the 

, U.S. Supreme Court to argue that these state measures arc unconstitutional. ,. 

Ross Perot's 19% of the vote wa.<;'the second,highest by a ~hird part)' candidate 
this century~ 'surpassed .only by Theodore Roosevelt in 1912, -Polls indicate that 
-- If he were to run today ..:.-~ Perot's vote would not slip significant! y. 
Support for independent candidates generally is at levels .not $Cen in half a 
century. 
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. When the new Congress convenes in January, fully half its members win be 
freshmen or sophomores, ncarly all of whom ran on a platform to "change 
Washington." 

A Three-F'ront War 

This memorandum Jays out the elements of a sustained, vigorous reform ·campaign. 
Tentative stabs at congressional or political reform. pursued ~parately and quietly, will 
neither succeed nOr break through to the public. Ins~ead•. we must mount an aggressive, 
comprehensive campaign, as we have done On other issues, from the budget to NAFfA to the 
crime bill. A concerted effort to change the wl,ly WaShington does business will not onl): 
Qffer the President the chance to rise above partisan and ll<lHOW interests, but do more' to
advance the rest of our substantive agenda than anything else we could do over the next few 
months. ' . 

Our rdo~ agenda should do battle on three fronts: 

Shifting power back to the American people, through campaign reform that 
requires broadcasters to pr~vide free time to candi~ates; a national initiative 

.,and referendum process; and a "citizen frank" tha1 lets citizens contact 
CongreSS for fice;' • ~ 

, " 

Fixing Congfcss, with a constitutional amendment allowing states to limit 
legislative temls; lobby rcfonn; a han on gifts; a congressional pay freeze untIL 
t~c budget is balanced; and a 25% cut in congressional staffj and 

, 
Launching a renewed assault On bureaucracy, including the line-item veto; 
civil service rcf?mt to give fed~ral ,managers the right to hire and fire; and a 
fundamental overhaul of federal regulatory agencies, ' 

, , 
This memorandum sketches out a 3-6 month campaign to unveil and fight for these 

, proposals. ' 

II. Proposals 

A. Shifting Power Back to the AmeriCan People 

. In the end, it wilt not be enough to Change Washington: The American people arc 
ready to take government into their own h<!nds. The spread of information tcch~ology makes 
that poSSible, and the col1apse of poBtical i~stitutions makes it almost certain . .' . 

3 




.' 

t. Free TV Time ror Candidates; A campaign refonn-bili wilh public funding will 
not pass the new Congress. [nstcad, we should press for the changes'the Presi,dcnt 'called for 
in his campaign -- free TV time for candidates who abide by spending limits, a $1,000 Hmit 
on PAC d~nations, and reforms on soft money.' Free TV time has strong,public support. 
Over the Yca1S, it has also been endorsed by Bob Dole and Ross Perot 'The idea would 
prompt a major battle with the: broadcasting industry and its ~hampions in Congress. 00 the 
other hand, it would negate the Republicans' single most powerful public argument against 
rcfonn. ' 

2. National'Referendum. The most dramatic and significant reform proposal'thc 
President could put forward is a national referendum that would allow the people to vote on 
issues of national importance. Most major democracies have national referenda. For 
example, in reccnt years, Italians have voted On divorce; Spain voted on membership in 
NATO; and Austria and Sw~cn voted OIl the usc of nuclear pmver. In the U,S" 43 states: 
aJlow their legislatures 10 submit referenda to the people, and 24 states nUow. citizens to 
sponsor inltiativC$, In Arkansas, SOme of Governor Ointon's best known lcga~ies -- such as 
ethics reform -- were enacted in this way. ,We could call for national votes on political 
reform, health reform, etc., but it would be ,entirely' up to the AmeriCan people what questions 
are put on Ihe ballol. 

Establishing a binding na1iona~ referenduf!l Or initiative process woo'id require a 
'Const.tutional amendment Such ',ail' amendment mighf providc- for putting an issue to a '" 
nationwide vote if the legislatures in 3/4 of the state..co recommended it or signatures were 
gathered from 5% of the voters nationwide. ' As a Constitutional safeguard, the referendum 
would require 60% approval to be enac1ed and would be subject to jl,ldicjal review. 

A national referendum is the one truly popular reform idea that has not be,en 
appropriated by either party. The best argument for dire~,democracy is that ~t enables the 
broad public to make its voice'heard when-the congressional system is unresponsive or 
gridlocked. It c()uld boost voter turnout and enthusiasm; this year, twice as many 
~iforni?ns say they arc going to the polls to vote for or against Prop 187 as are going 10 
vote for it particular candidate, The advan~ of infomlalion technology will make this 
process easier, This administration has helped develop a tamper-proof digital signature, ' 
,which allows people to provide a legal signature by computer. ' Direct voting Cannot be far 
behind: 

The most frequently advanced atgument against a referendum is thaHt coul~ fall prey 
to extreme: social or fiscal proposals, However,' a recent comprehensive study of referenda 
found that in general, that has not proved to be the case, Another concern is the difficulty of 
controlUng spe.ndhlg by opponents and proponents. Additional safeguards could help address 
these concerns, such as free TV tim~ for supporters and opponents; a pay-as-you-go rule for 
proposals with budgetary.impaC1; and limiting referenda to statutory rather than constitutional' 
'issuCs'(so that constitutional amendmentS like term limits and school prayer would go through 
Ihe same thorough process Ihey do now).. . '. . 
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At various timcs; this idea has been endorsed by leaders ranging from Dick Gcphardt

'0 Jack Kemp. In 1981, aGallup poll showed 52% support for a legally binding national' 

referendum. In recent polls. support has ranged from over 60% to as hlgll as 84%. Among 

elite opinion. it will be opposed by business interests that prefer dealing directly with 

Congress, and by SOme interest groups nervous about the impulses of too much democracy, 


3; Eliminate the Congressional Frank, and Give It to the American People. The 
frank is one of the most entrenched and abused symbols of incumbency, We could propose 
to take it aWl:IY from Congrcs.'i and give it to the American people instead. Any individual , 
·who· wants 10 send a letter to their Congressma!l or Senator would be able to do so for free, 
Postcards, Jetters from organizations, and Jetters from another district or state would not be 
eligible (mail could be delivered directly to the district office'to prevent abuse). This is how 
it works: in Canada, where citizens can write Parliament for free. 

4. Citizens' Congress. One dramalic experiment in direct democracy would be to 
run a nationa\ Citizens' :!.!!.a or Citizens' Congress th;~t would bring ordinary citizens together 
to resolve <1 particular issue. We could invite a random group of citizens from around the 
counlry to WaShington to deliberate on a given issue -- political reform, crime, community 
service, They would hear arguments from all sides, their deliberations would be nationally 
televised. 'and most important. we' would' try to take action on the basis of what they 
recommend. By selecti!1g a small group of ordinary Americans entirely at random and letting 

, them take pal1 in government for a few days) we might'spark new interest in participatory 
democracy and find a new way 10 get around the special i:,tcrcsts to promote common-scnse 
consensus. 

S. Take Subsidies from the Special Interesls and Return Ibe Money to the . . . 
American People. The whole point of reforming government is to give ordinary people a· 
better deal for their tax dollars, One option would be to give them 'a reform dividend, by 
eliminating Sf:~~l interest subsidies and using the savil,lgs to pay for a children's allowance , 
for middle-class famiiie..'i, Rob Shapiro has identified a series of speda1 interest subsidies; an 
expanded deduction for middle-class families with children would cost in the neighborhood 
of $20-40 billion over five years, The savings could go, into a trust fund. so that nobody 
would get their tax cui unless ~ongrcss agreed to m~e' the spending cuts. Established 
interests would attack anyone who goes afte~ their subsidies, but we could press the simple 
theme that parents can do Iliore for their children with that money than government or those 
'interests can. 

6. [)evolution or Power to Stale and Local Governments. Last year, the 
Administration pUShed two major initiatives that would have restored balance to the 
partnership between federal, state, and local governments. ' The Glenn"':Kcmpthomc unfunded 
m~ndates bill and 1he Presidenl'swaiver legislation drew bipartisan support on the Hilt, We 
should aggressively push both bms next year and back it up w~th a ,broader devolution 
stf~tegy. Public trust in state and local government, although ~caker than decades ago, 
remains much stronger than confidence in the federal government. 

.' 



B. Fixing Congress 
. . 

Regardless of the outt"Omc uf next week's: election, we should press for f!lajor Changes 
in the way Congress docs business. 

I. ["bby Refonn and Gift nan. We should demand that Congress pass a gift ban 

and a back~to-basics lobby rcfonn bill as SOOn as they return. The Republicans raised 

several ,bogus objections to the lobby reform bilJ in the waning days; we should call their 

~bluff, accept th-ose changes if necessaryl and pass the bill on a bipartisan basis, 


. 
2. Apply Laws to Cnngress. Legislation applying a host of laws to Congress passed 

the House but not the Senate this_past Congress, We should press Congress 10 'pass: it 
immediately, 

'. 
3. Insist on Line-Item Veto. With the Balanced Budget Amendment expected to 

pass easily in the next Congress, we should insist 'that it include a Constitutional line-item 
YE!2. and argue that it will be hard to balance the budget' without h: We should insist On tbe 
strongest possible version of this veto j not the enhanced rescission autbority that passed tbe 
House this time, We may also' want to offer our own capital/operating budget alternative. In 
the campaign~ the President said he could support a balanced budget amendment that 
separated capital' and 'operating expenses so tbat long-term investments 'would he encouraged , 

. and operating' costs reduced. 

4. T('rm Limits. Republicans pledge'to bring to a'vote a constitutional amendment 

limiting 'congressional terms, to 12 years, but they would grandfather in existing Members of 

Cohgre~s. Bey~nd principled, opposition) we can rcspon~ in two ways:, . 


a, Call their bluff. We 'C<;Juld demand that the 12-ycar limit on service apply 
immediately (or by a date certain, such as 1996), and thereby affect siUing members of 
Congrcssi and/or 

. 
b. Let tbe states decide. ,We could support a constitutional amendment to 

al1o~ states to vote to apply term limits to their own federal representatives. ' This' 
would be consistent with oUf legal position that state-mandated term limits arc 
uncOnstitu.tional. 

. 
5. elll Congressional starr Overall by 25%: In the campaign, the President 

"promised not only to cut the White House staff by 25%, but' to challenge Congress to do the 
same, The Republican Contract call~ for a 25% cut in committee (not personal) staff. We 
could press forward with Our original demand to cut overall staff 91 25%. 

6. Freeze Congressional and Presidential Pay 'Until the Budget Is Ualanced, If 

we're going'to make Significant spending cuts to reduce the deficit, public officials should 
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lead by cX3mple. The American people don't get a guaranteed cost-of-living increase, Why 
should their leaders? A pelformance-based freeze on Congressional and Prcsidential pay is a 
responsible, (;ommon--:scnsc altcmaiivc to plan.s to "cut their pay and s~Jld them home:' ' 

C. A Rent'.wed Assault on Bureaucracy 

We should maKc the most of NPR's success by escalating our assault on the federal 
bureaucracy. with a relentless, sustained attack On fraud, red'tape, unnecessary programs, and 
counterproductive rules 'and regulatjons. 

1. The Right to Hire and Fire. NPR is preparing ~ swe~ping·civil service rcfoml 
bill that will reduce the number of job classifications an~ give federal managers the !igQ!.!Q 
hire and fire federal workers. Negotiations with unions and management arc undq way; tne 
bin will be rC'Jidy to introduce in ~anuary. 

2. The Right to Downsize. NPR and OMB are preparing legislation to' repeal FrE 
floors in cxisting,appropriaHons bHls, and ban the usc of FfE floors in future bills, This, 
cOuld be coupled with a Presidential vow to veto future appropriations bills that limit our 
ability to downsi2;e. We should also'consider directing agencies to accelerate the mandated 
downsizing of the workforce to accomplish its objectives !1y 1996 instC<ld of 1999. To 
illustrate that downsizing the bureaucracy is one of this Administration's signature 
achievements, we should start a Bureaucracy Oock',(in a prominent place like Times Square) 
that would track our 'progress, - '. 

, 
3. Regulatory Overhaul. Regulatory refonn will be a top priority [or NPR next 

year, with an extensive review that brings business lca~ers and others to (he White House to 
develop a new, more market-based approach,to regulati~n for the 21st Century. 

. 4. The President's Fraud Squad. The President and Vice President could appoint a 
. REGO SWAT team or bureaucratic bomb ~uad -- an elite group of troubleshooters and 
investigative journalists who report directly to th~m. Any time a story breaks about ,fraud or 
mismanage.mc:D1 in the ,bureaucracy, they would.movc in·, get to the, bottom of it, and report 
back within days with recommendations. They could also uncover such troubles before they 
become puNk, and demonstrate the President's desire for unfiltered infonnatlon on how his 
government is working. This has been done before: FDR dispatched journalist Lnrcna. 
Hickok around the country to see how the New Deal was fe'ally working, It would be an 
opportunity to make a high-profile reform appointment, by naming a prominent journalist w 

lead the efforr, ' , . . 


5. A Pork-Busting Bill. NPR and OMS can put forward a comprehensive rescissiun 
bill, which targets pork ,in {he recently passed appropri~tions bills, 
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6. A Bureaucracy-Closing Commission. As . part of NPR. the President's . 
Management Council has begun an effort to identify ways to reduce the number of federal 
facilities around the country, by closing field offices, regional offices. etc, We could 
fonnalizc this arrangemenl and give it a higher profile to demonstrate our commitment to 
downsizing. ' . 

~ 	 , / 

1. RI~GO U. I'PR is preparing a detailed list of recommendations that were 
considered in J993 but not included in the fjnal package. 

Ill. Strategy . 
. 
President Clinton has won credit for his achievements when his administration has 

drawn a sharp line on an issue with' poputar suppo'rt, and then has focused on it in a 
concerted, sy!;tematk wa'y over a period of months.. not days. 

Timetable 

A sustained campai~ would USc the clement of surprise, unilateral action, and the' 
presidential bully pulpit. . . . 

, 	 . 

Before the election. It would be very helpfut if tl)c President could point 
toward the change/refonn themes before the election; otherwise. a sudden tur"n 
loward reform issues risks seeming an ex, post 'facto rationalization. This could 
be done in a one-on-one interview with a reform-minded reporter. or on the 
campaign trip to Minnesota with Ann Wynia, who has run ads criticizing her 

. opponent for voting against the lobby refm;m hill. 

Statement the day after the election. The Presidentls press ,conference 
statement ~hould characterize the results as a mandate for Change, one he 
intends to meet. It should point toward political reform as an early and 
important priority. 

I)ecember. We should prepare to float some o(the more dramatic refonn 
iniliativcs. Bcc-ausc ,CongreSs will meet in carly,January to take up rules 
changes, we need to make our .intentions known carty. 

, , 
, 

o 	 OLe Speech, Dec. 6th: A chance to signal forthcomit:tg refomi efforts. 
, , 

o 	 Post-Summit of tnc Americas, Dec. t 2th: The:: President could make a 
pivot ,s(X'!cch unveiling new reform' proposals. 

() 	 Speech ~Q Incoming Freshmen: The President could hring the incoming 
frc.~bmcn to the White House for a speech on reform. 

& 
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January pre-SOTU. The weeks: before the State of the Union· should incl~de 
a series of events designed to underscore and f~)feshadow the rcfonn and 
change theme. 

o 	 We should convene a citizen l!!!:Y or Little Rock-style conference to 
address what's wrong with government and politics, and how to fix it.. . 

o 	 The President should make a major speech outHning his concept of how 
government should relate to the citizenry (something he has yet to do) . 

. 
,0 Announce the Fraud Squad, naming its members. .. 

o 	 We should prepare 'a document outlining the problem and proposed· 
solutions (this would be in addition 10, or as part of, the budget 
document). 

State of the Union. Reform. should be a major theme of the speech, which 
should unveil a few of the most dramatic ideas: 

Political Alignments 

A broad reform agenda would be popular with the general public and wjth non~ 
governmental Clites (e.g.) press, ~ditorialists), but would likciy meet resistance from many 
elected officials and interest groupS from both parties. A patural coalition for reform docs:not 
currently exist; we will have to bring together disparate reform groups and cnc~gize 
independent voters. In these circumstances, a national mobilization'spearheaded by the 
Presidenl -- relying on prominent citizens and moderate Republic.ans and Democrats, usc of 
the buUy pulpit, and cross-party,'allianccs -:... would be the way to push for reform. . 	 - ., 

If the President ~ccidcs to push forward with an ambitious reform agenda. further 
pJanning is needed, 
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August 18, 1993 

ME?>.10RANDUM TO THE VICE PRESIDENT 

FROM, BRUCE REED 

SUBJECT, A FEW BIG IDEAS FOR NPR 

The Performance Review is peaking at juSt the right moment: Public pressure for 
spending cuts can help drive the rest of your agenda. 

Moreover, the Review teams have done some good work. The executive summary is 
well-written and sounds tnc right themes. 

After reading through all the recommendations, however. I have three related concents. 
First, I think the reports offer too many litlle ideas and not enough big ones, The sheer 
number of recommendations threatens to undermine their impact -- relatively minor 
suggestions get the same weight as important ones. 1 urge you not to publish the 
monographs separately. None of them comes close to the quality of the summary draft, and 
many of them arc fun of little landmines that will undercut the credibility of your effort. 
Publishing 30+ reports and 3,000 pages will make it look like you're tinkering around the 
edges, and killing a lot of trees in the process. (Don't assume no one will read them -- your 
opponents will, and they'll reread them in 1996 and beyond.) Instead, you should publish a 
single companion volume in latc September or October that can be thoroughly vetted, 
rewritten, and pared down to digestible length. 

Second, you need a few recommendations that will matter ro tire ordinary person. 
The management reforms you propose in procurement, personnel, and ofher areas are good 
for the government, but win do more to make life better for bureaucrats than for ordinary 
people, At the moment, it would be easy enough for opponents to argue that these 
recommendations will reduce the regulatory burden on federa1 agencies bur not on small 
business, guarantee free fraining for federal employees while charging everyone else, allow 
the size of the federal workforce to increase when the President promised to cut iI, and do 
little for most taxpayers except Jet them charge their higher taxes with plastic and pay more 
in user fees when they visit a national park. If you want the public to help push these 
recommendations thrOUgh Congress, you need to give them something more tangible. I 
outline a few suggestions below. 
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Finally, you need to reassure people thot your proposals will actually save money - 
and thai ),ou "'On't (urn around and let the federal government "'aste the money somewhere 
else, People donlt simply want their government to run more efficiently; they want it to cost 
less, They will nOI be fooled if the Administration tries to take the money you save from one 
part of the government that doesn't work and recycle it into other government programs they 
think donlt work, either. People have seen that shell game before. If you let the 
Administration divert the NPR savings into another jobs bill, worker training, or some other 
prognlm most people don't trust and never see, you will squander all the credit you deserve 
for taking on government in the first place. 

You have an enormous responsibility on your hands, which is far greater than most 
people in the: Administration may yet understand, Your duty is not merely to make the 
bureaucracy work bettcr or identify some quick savings to fund a few initiatives in FY9S, 
Tbe success or failure of the NPR will resound long after that_ Your effort represents what 
may be our last best hope 10 start winning back the American people's faith in government - 
without which the rest of this Administration's agenda will ultimately be moot. 

So even though the hour is late. let me offer a few concrete suggestions: 

I. Dedlcat. some savings to lax reUef. The best way 10 capture the public 
imagination behind this effort is to give the American people a downpayment toward a new 
government, As I suggested to Elaine a few weeks ago, you ought to pledge to use some of 
the savings Congress lets you achieve through NPR to give the taxpayers some of their 
moncy back. The savings could go into a trust fund earmarked to provide tax relief for 
families with young children -- and nobody would get their tax cut until Congress went 
along with your proposed savings. 

This approach would not only keep an important campaign promise and advance an 
idea you pioneeredj it would make your message easy for the people -- and Congress -- to 
understand: Cut spending and give the money back. It's possible to find an excuse to vote 
against procurement reform; it would be very painful for members in either party to filibuster, 
amend, or vote against a tax cuL 

. The other great advantage of a Children's Tax Credit is that, unlike most other 
possible uses for this money, it is entirely consistent with reinventing government. As you 
pointed out when you were promoting Gore-Downey, it's time for government to admit that 
parents can do more for their children with this money than we can, 

A targeted credit of $1,000 per young child would cost between $5 and $10 billion. 
Any additional savings could be dedicated to the Deficit Reduction Trust Fund. 

2. Put a real number on your workforce reductions. If one of our goals is to 
reduce the sir.e of the federal workforce (and it should be), your report should say so, and put 
a real number behind it. You're right that individual managers shouldn't manage by FrE 
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ceilings -- and while you're at It. you should get rid of congressiona1ly mandated FfE floors 
as well -- but downsizing won't happen unless the President and Cabinet secretaries have 
clear, unavoidabJe goals for personnel reduction, 

A 20% reduction in operating costs is a good id~ (although it ~ocs nOl go much 
beyond the existing executive order), but a.'i a practical matter. it will be extremely difficult at 
most agencies to distinguish between overhead and services. Agencies complain about FTE 
caps for a reason -- they're the only enforceable tool we now have to make them cut 
government, because bodies are the one measure of overhead we know we can count. If you 
take that away, you need to replace the FTE cap with real, numericaJ targets lor reductlon 
In personnel costs at every agency. Otherwise, agencies will cut back the number of offices 
that provide services and not touch the number of unproductive middle managers, 

Your report hints al personnel reductions, but shies away from a number. This is a 
big mistake, The "".imate you're hiding is 200-300,000, You should say jt, If you don'. say 
it, you'll never get 11, Moreover. you will limit the President's negotiating leverage if you 
trade away the only tool the Administration now has to restrain the growth of the bureaucracy 
for nothing concrete in return, 

3, R<'<Iulre Congress and the executive branch to abide by all the laws they pass, 
and challenge Congress to reduce tbdt operating costs by 211%, The President has long 
maintained that one way to pu1 governmenf back in touch wilh the American people is to 
have Congress abide by the same laws it imposes on the rest of America, (Speaker Foley is 
working on legislation to require Congress to observe civil rights laws.) The President also 
challenged Olngress to follow his lead in reducing their cost of doing business, The budget 
battles of the last six months suggest that there is a great deal more support for these ideas 
than the Icadmship might like us to believe, This isn't a cheap shot at Congress; it's asking 
the same of them that we're going to ask of ourselves. And in the current atmosphere) you 
would actuaJiy be doing most members a favor by giving them a chance to vote for 
something that wi!! play well back home. 

4. Call for .nhanced rescission authority, [f you're going to call on Congress and 
OMB to stop using Hne items, you should point out that the Administration still wants some 
form of expedited rescissIon authority. The President ought to be able to rescind a portion of 
an agency's appropriation as a way to enforce pcrfonnance. 

S. Sunset all new programs and regulations, and let the market do what the 
government can!t. Nothing in government should last forever unless it works, You've called 
for sunsetting the federal perSOnnel regulations; you should go further, and require a sunset 
for all new initiatives. Likewise, you should expand the scope of your regulatory effort by 
pledging to review every existing or proposed regulation to see if there are market-based 
alternatives. 
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THE WHITE HOUSE 


WASHINGTON 


August 30, 1993 

MEMORANDUM FOR ElAINE KAMARCK 
DAVID OSBORNE 


FROM: Bruco Reod 
Paul Weinstein 

SUBJECf: Comments on August 27 draft of National 
Perfonnance Re\'iew (NPR) summary 

Here arc a few last-minute comments and corrections to the latest summary draft: 

OVERALL COMMEr-'TS 

I. The chapter on "Cutting Red Tape" should be IIrst -- before lbe chapter on 
"Putting Custome ... First." The Red Tape chapter is much stronger, with more tangible 
recommendations, The Cuslomers chapter, by contrast, is the weakest of the four chapterS. 
Except for .Uuding to efforts already underway at the IRS and Postal Service, it doesn't really 
focus on cus.tomers at all -- it focuses primarily on intergovernmental cooperation and 
compeljtion, creates a series of new boards and councils, and Jeaves the impression (dispelled 
by tater chapters) thar this will be another repon that rearranges government's boxes. h's 
imponant to Jead wHh your best chapter. because it will set the tone for the entire report. 

2. It is • mistake to commit yourself 10 • specln. number of reports (38) aDd 
recommendations (1200) in the summary report. We still believe it makes more sense to 
collapse the 38 reports into a single companion volume that can be thoroughly vetted, edited, 
and raised to tbe le\'el of quality of the summary. There are still several draft 
recommendations that could come back to haunt us. And in any ease, the NPR will be 
judged by the boldness -- no' the bulk -- of its recommendations. 

For the same reason, we advise against citing unpublished reports in the footnotes of 
the executive summary. Footnoting yoursetf will not increase your credibility. 

3. The community empowerment recommend.tion 00 page 38-39 of Chapter 2 
should read a. follows: "Action! The President will establish. Cabinet-level 
Enterprise Board to oversee new initiatives In community empowennent." The second 
paragraph under that section should read: "This group will be committed to solutions that 
respect 'bottom-up' initiatives rather than 'top-down' requirements. It will focus on the 
Administration's community empowennent agenda, beginning with the 9 Empowerment Zones 
and 95 Enterprise Communities lhat passed Congress as part of the President's economic plan. 



The Board will look for ways to empower innovative communities: by reducing red tape and 
regulation on federal programs," The third graph is fine. 

SPECIF1C CORRECI10NS 

Preface, p. 2, grapb tbal begins 'The Perfonnaoee Review bad a simple mis,lon 
statement'; The second sentence ("Although one of our goals was to redu~ waste. our effort 
was never intended to solve the defjcit problem.") should be deleted. and the last line should 
read, "The President created Ihe PR to find additional savings -- and just as important, 10 
improve gOyt's performance." Don't apologize for the size of the cuts you propose. As 
currently wrjtten, this paragraph will give Republicans fodder to attack the NPR for not 
focusing. enough on deficit reduction. 

Introduction! p. 9, grapb that begins 'By 'customer," we do not mean 'dtllen': 
This whole paragraph should be deleted -- it makes an inaccurate and confusing distinction 
bern'een customers and citizens. This distinction makes it sound like you favor those who 
make usc of govcrnment benefits and services. Every taxpaying American Is a customer. 
They're the customers who youIre putting first, not just beneficiaries of government services. 

Introduction, p. 10, grapb Ib.t begins 'Our approacb bas mucb in commoD.•,': 
The third sentence ("In business, red tape may be bad; but it is oot the suffocating prese:Dce it 
is: in governmen1.") should be deieted. It isn't true, and it wiH needless1y infuriate any 
businessperson who reads this report, Besides. we're going to spend this fall convincing 
people thaI private-sector red tape ill suffoca.ing the health car. industry. 

Putting Cuslomers Finl, p. 14, top graph: The Justice Department has almost no 
involvement in chasing down deadbeats, It should, but it doesn't, Child support enforcement 
is handled by the Dept. of HHS. 

Cuning Red Tape~ p. 32: The Action should read, "Streamline the regulatory review 
process to reduce unnecessary regulation and red tape." The chapler points out thaI external 
regulallons COS! the economy $510 billion a year, yel nonc of the recommendations suggest 
that you're doing anything directly about them. Out suggestion will give you some cover. 
without setting off alarm bells in the pro-regulation camp. 

Conclusion; Throughout the Conclusion the modifier "perhaps' is continually used. 
For example, "perhaps the federal debL.will slow its rampage. Perhaps our federal agencies 
will begin to figure oUL,how to cut spending." This gives the impression that the proposals 
put forth by NPR may not work and opens up the President and the Vi~ President to 
considerable criticism. These statements in the Conclusion should be placed into the 
aflinnalive. "The federal debt will slow its rampage...Our federal agencies will cut spending 
and provide better service for less money." 
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September 3. 1993 

IvlEMORANDUM FOR MARLA ROMASH 

FROM: BRUCE REED 

SUBIEcr: REGO IDEAS FOR HOUSTON 

Houston is nOI exactly a mecca for (':ommunity empowerment, but it has been a testing 
ground for community policing. Lee Brown and his successor as Police Chief, Betsy Watson) 

The advantage of doing a community polidng event on your REGO tour is that 
community policing is as much about reinventing government as it is nbout fighting crime. 
Community policing js a whole new approach to government, and a new way of delivering 
police services. It focuses on preventing crime instead of responding to it by 911; it focuses 

">.,' '"' , ", - '"' " . (.', ....., .. " ,," . ...~. 

on results. instead of paperwork; it forces departments :.md officers-to work with communities ~ 

as partner"s instead of imposing solutions;' and it empowers police officers to be cops fighting 
crime instead of bureaucrats pushing paper. 

To demonstrate the clear link between community policing and reinventing 
government, you Can make two additional points: 

'" In the campaign, President Clinton promised to reduce the federal bureaucracy by at 
least 100,000 positions t and usc the money to put 100,000 new cops on the street -- and if 
we pass REGO and the crime bilt l we can keep that promise. 

Of It's time governmcnt wcnt back to doing the things no one else can do better -- like 
fighting crime and improving our schools -- and stopped doing the things: it does poorly, like 
beekeeping and shecpsheadllg. 

"., " 

. 



THE WHITE HOUSE 

WASHINGTON 

August ;a: 1993 
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MEMORANDUM FOR TIlE VICE PRESIDENT 

FROM: 	 Bruce Reed 
Paul Weinstein &.J 
"-~\ IJul fJ ... ..", Iloio~ 

SUBJECf: Winning the Public Debate Over Reinventing Government 
qlQ 5·..,....... h' uJ: Q;: fi. l!Io " 

The Performance Review is peaking at just the right moment: Public pressure for spending 
cuts can help drive the rest of your agenda. 

In light of these heightened expectations, you need to look for a handful of bold, captivating 
ideas that will save taxpayers' money -- and just as important, capture the public debate. 
Your ashtray attack on the government procurement system is one such idea. Your proposal 
to get rid of 500 reports Congress requested but will not read is another. In this memo, we 
suggest a few more. 

The success of the Performance Review will depend not simply on the total dollar figure of 
savings you propose or how much support you can garner for them in Congress. If we've 
learned anything from the lumps we took over the economic plan, it's that winning the public 
debate " takes a few dramatic ideas that get through to the American people. You can't 
reinvent government without them. 

1) 	 Dedicate the savings toward a Children's Tax Credit -- As we suggested to 
Elaine last week, the most compelling use of the money you save is to give 
some of it back to the taxpayers. _ We recommend pUlling at least balf the 
savings into a Trust Fund that will go toward a tax cut for families with 
children as soon as Congress goes along. This approach will not only keep an 
important campaign promise and put your name behind the idea you have 
always championed; it will make the message easy for the people -- and 
Congress -- to understand: Cut spending and give the money back. A 
targeted Children's Tax Credit of $I ,000 pcr young child would cost between 
$S and $10 billion pcr year. 

2) 	 Reduce the federal workforce by an additIonal 100,000 bureaucrats before 
1998 and elimInate minimum staffing levels In all departments and 
agencies -- In return for giving fedcral workers more responsibility and 
greatcr performance incentives, the President should be granted special powers 
to reduce the federal workforce by another 100,000 bureaucrats on top of the 
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100,000 mandated by the President's Executive Order of last February. In 
addition, we should eliminate staffing floors at smaller federal departments and 
agencies, which create artificially higher staffing levels throughout tbe federal 
government. 

3) Sunset all new programs and regulatlons -- Nothing lasts forever, except 
govermnent programs and regalations. If. program docso't work, it should go 
out of busines •. 

4) Un. Item V elotExpedlted Reselsslon Aulhority -- The House earlier this 
year passed expedited rescission authority, but the proposal is still sitting un
acted upon in the Senate because of tbe .opposition of Senator Robert Byrd. 
The l'resident has always supported some type of line-item veto authority, and 
this proposal should be induded in the budget reform piece of the reinventing 
government legislation. 

5) Require Congress to abide by all Ibe laws II passes. One way to put 
government back in touch with the American people is to have Congress abide 
by the same Jaws it imposes on the rest of America -- minimum wage, civil 
rights statutes, family and medical leave. 

6) Reduce staff lev... by 25% -- President Clinton stated during the camp.iga that he 
would reduce While House staff by 25% and encourage Congress to do tbe same. 
We've done our part, so should Congress. 

7) Umll Ihe growlh of new regulatlons -- For every new regal.tion enacted, 
Congress should be requin:d 10 eliminate one old administrative regalalion. 

8) leI Ibe People Decide -- In tbe early days of the Roosevelt Administration, 
FDR sent AP political reporter Lorena Hickok, a close friend of the family, 
into the field to report back on how tbe New Deal was working out. Charlie 
Peters has been championing the idea ever since. We recommend sending a 
small leam of investigators to look into how feder.l programs arc working .t 
the grassroots level, and report back to the President about whether his ideas 
are being carried aut as he intended. With the President's pennission, they 
would also be allowed to write articles about what they find. This idea could 
be financed by • grant from an independent foundation, such as Niemann, 
enabling journalists to serve their ""untry without sacrificing their objectivity. 



To: Vice President AI Gore 
. From: Elalne Kamarck 

Re: Legislative Agenda - Unfinished Business from the 

1993 National Performance Review Report 

Date: October 28, 1994 


1.) civil Service Reform - Decentralize hiring from OPM, reform 
labor laws to expand scope of bargaining, reform classification 
systems and performance systems. Negotiations with unions, 
management and Hill players in progress. Bill should be ready by 
start of next Congress.· . 

. 2.) Implementation amendments to the Workforce 
Restructuring Act - this bill would contain a number of proposals 
seeking to amend or repeal provisions that make it more difficult to 
downsize the government. Among them: 

- eliminate FI'E floors in two FY 1995 appropriations bills 
- prohibit inclusion of FI'E floors in future legislation. 
- amend Persian Gulf Veterans benefits bill to repeal the 
section that exempts certalo federal employees from 
downsizing. 

3.) One Stop Job Training - Integrate the government's 150 job . 
. training programs Into a competitive, customer friendly, delivery 
system. These changes are pending as part of the re-employment act. 

4.) MCI'A Contractor Reform - This is a package that would 
contain, among other reforms; provisions for competitive contracting 
for medicare clalms processiJig. There are potentially big savings 
here. This would be an important piece of a new, incremental health 
care reform plan. 

\ 

S.) Debt Collection Reform - Allow agencies to retalo a portion of 
their collections (Justice, SSA, Treasury) lift restrictions on use of 
private collection agencies. 

6.) Davis-Bacon Reform - Simplify aJ;ld streamline labor laws by 
raising the threshold and simplifying reporting procedures. 
Negotiations have been going on with Senator Kennedy's committees 
and with the Building Trades unions. Hearings should be held at 
start of new Congress. 



.7.) Revision of Regulation E - This is an.important piece of 
· making the BET (Electronic Benefits Transfer) system national. It 
would ensure that state governments are not held liable for misuse 
of EBT cards. 

8.) legislative Extension of Buyout Authority - Buyout 
authority for the civilian side of the government expires in March of 
1995. Further downsizing will be made much ea.sier with an 
extension. . 

9.) Bottom up grant consolidation and waiver authority 
Allow states/localities to combine federal grants and work under a 

single set of federal reporting rules. Important federalism issue. 

Important to Community enterprise zone grants. Likely to be 


· popular with Governors . 
• 

10.) Other legislative pieces -
revise anti-pass'the-hat" provision. 

more fInancial management reform 

reform of helium reserve program 

rE,form hardrock mining legislation 

close the DOD medical school 

fWD legislative reforms 


. eliminate 500 congressionally mandated reports 

11.) NPR initiatives requiring further thought and pOlitical 
· discussions: 

- Biennial Budgeting: create a biennial budget and 

appropriations process. There is vigorous opposition to this in both 

the HOllse and Senate. 


- Reform Food Safety Inspection Programs: This proposal 
involves moving quickly to a science based study and moving FSIS 
from the Ag. Dept. to FDA. There is significant opposition to this from 
the Ag. lobby and from the Agriculture Committees although the 
proposal has support from consumer groups and from Congressman 
Dingel. 

- Establish a separate government corporation for Air TraffIc 

Control. This proposal faces significant congressional opposition. 
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AMERICA WORKS 


June 17, 1993:l~i ,
,',
/,:' Mr. Bruce Reed 
)" Deputy Assistant to the President for 
';,,:.... Domestic policy 
(.; Old Executive Office Building 
:~):_ washington, D. C. 20501 
,\' ,, 	 .. 
:Y' Dear Bruce, 

:." 
,", " . I a~ writing you to let you know about a new job I took 
;',/.. at America Works, Inc. (AW), an employment company that puts 
,i;!'; people who are on public assistance back to work. My new 
;{::': position is that of Development Manager and my 

'.' 	 responsibilities will mainly focus on expanding the company 
nationally and strengthening politica~ ties. 

>\'; It turns out the Founder of the company, Peter Cove,
-\~: .\. was speaking with Senator Breaux recently about welfare
,1{,', 

-reform and he mentioned that Peter should discuss AW with'i,;>, . you. Enclosed is some general information about AW and a 
.}:' copy of Peter's letter to Senator Breaux. 
'~;i ' 
'.'. I think you will see why I am real excited about the 
,~;.
}: . type of work and success AW has had. This program has 
'.<'. received a lot of good local and national press and is 

featured as a prototype reinventing government program. As a 
matter of fact, Peter is going to be a part of the 
reinventing government summit next week in Philadelphia. 

'rhanks for taking a look at this information, and if you 
have any questions call me at (212) 529-2900. Also, tell 
Paul I said hello~ 

Richard Greenwald, 
Development Manager 

- ,Enclosure 
t:>.; d,~r/ G..."<!,-,W,, rd 

_"eve- I"rmrnl'lfI/t¥no:Vr 

J I 
AMERiCA WORKS 

'\11"'("" \\'111,0; ,,( ,<'w Y,,,k.11I<'. 
l-l,,,,,,·;l,!ll ~~"'~(!l'IJI~! i1,,',~h(HV 

I',l.~ Ill~)!111 i)' 'L I..", .',,:,,' . 
),"
I . 	 -, 

:\;??i~v::, Works \If :-ll'w Y(ltK, 111':" 701 Bnu;.!""",\" Ncw York, Nf'w York lCi.,\H FAX UIl) 614 (JiJIl. 



AMERICA WORKS 

June 16, 199.3 

Senator John Breaux 
c/o Laird Burnett 
United States Senate 
Washington, D.C. 10510 

Dear Senator Breaux: 

Lea and I enjoyed our conversation with you la8t evening on 
welfare and bow to change the sy~tem from dependence to self 
sufficiency. We would very much like to continue that discussion 
over lunch with you. The OLe's endorsement of our approach in 
Mandate For Change as well as David Osborne Citing us as a real
life example of Reinventing Government suggests a potent model 
for policy change. 

r have enclosed information on us. I will call your appointment 
secretary to see if we can find a time that is mutually 
convenient. We will also contact Laird Burnett to keep your 
office up to date on our activities. You may wish to contact 
Governor Cuomo to check out our experience and reputation in New 
York. ,...S you can sec, a,s well, Governor Bayh and Mayor Goldsmith 
of Indianapolis jointly held a press,conference announcing that 
America Works will be opening a company there. A bipartisan 
approach to welfare reform In this environment of political 
contentiousness would be welcome on the national level as well, 
don't you think? 

Dna last thought. You mentioned that we should see Bruce Reed. 
Would it be possible for your office to set up that meeting for 
the same day we arrange lunch? Perhaps you would 'want him at the 
lunch. In either case, we would appreciate the introduction. 

Best Wishes, 

Peter cove 
Founder 



AMERICA WORKS 

THECOMPAN\' 

America Works is an employment wmp(lny that h<ls been in business for six years in New York and nine in 
Connecticut PnvateJ, ot,\1'\td, the company places, individuals who are on welfare into private-sector jons. Funded. 
parti,,]ly by the Department of Sociill Services in each sttlte, the comj).lny receives full payment for its SClVfCes only 
after an appliJ;ant has held 11. permanent, {ull-time job (or seven months. 

Together both America Works offices have successfully placed over 3,000 permanent '.limiters: in major comparnes 
within New rod: City and the greater Hartford area. The company has betn featured on CN'N. the NBC ~ightly News.. 
The Today Sr.ow. CBS and I<'ox Broadcasting New:s. and major newspapers and business publications including Fortl.me 
Magazine. 

America Works employs a staff of experienced trWnag:ers to help companies. Oil opening$ and, more Importantly, 
reduce turnover by maintaining v.Uuable worl\er$, 

America Works is headed by !k Le~ Sowes. She has over 15 years of experience in managing employment 
companies. An Adjunct Profes.~or at Columbia I1niversity, she is the author of No Oru: Need Apply. published in 1987 by 
Harvard BU$ines~ Press. 

HOW WE OPERATE 
The (;Ompan~' specifically recruits welfare recipients, provides them with training in ba.<;ic skills and appmpriah! 

\votkplace attitudes and behaviors, and places them in jobs, the company also provides support ~rvices and addresses a 
range of concern~ including medical ben;:uts, daycare. housing, trall$portatiQn, job .supervis[on and counseling. 

An employer who hires an applIcant contracts for services dunng the first four tnOOth& of the individual's work. 
During this time, Amerka Works 1Xl% the e:mplo):te dirtctly and monitors their performance '>1.'eekly with the employer. 
providing skill training, job coachinf!', fonnal cvah,ll:\lioos and support services. In turn, tht employer pays America 
Works an hourly rate. At the end of four months.. the employer usually elects 10 hire the individual on a permanent 
basis, assuming full payroll costs and providing medical and other no"rmai bene!lts. Sixty·eight percent of the people 
placed ."lrt hired perm~nenlly by the employers. One year later 9{i% are stW working. The average wtlfare recipient 
earns $ 15,000 a year plus benet1u nnee hired by the company, This enables the person to go from a tax burden to a tax 
payer. 

'rUE JOBS FILLED 
Amerita Works- specializes in entry leveJ jnbs, and has succc&stu!ly pJacl.!d secretaries, ,tab! entry derkiL rna:1 derks, 

health care worj..ers. assemblers. inspectnrs ar.~ food servu:e people, to name a few. The companies using the services 
far.g"" from such !"t!(,; emp!o,~r5 as Americ:m Intern;,tmnal Croup anJ Ro...W:nman & Colin, to small businesses like 
l!'ViM Brody &. Cll. and the Cuttinll Edf,ie. 

APRIVAT!t·PUBLIC PARTNERSHIP 
America Works is a company that geu; pilid !'Iy the state after i:s npppbcant$ h;we b€en hir(,(j and are workmg :ull 

time-in orb!r W{m.is. after it produces fcsultS. This differs (rom othu programs which train people or provide social 
services. They are paid for prace55. Amenca Works is p.aid for resul!5. 

The government is ~uaranteed rH!rformance- {m its mone-y. When <I welfar~ recipient becomes $clf-supporting, the 
public cvsts decrease, In New York City, for example, the government pays apptoximatdy $23,{lOO a ~ar for wel(;ue 
benefits to;; family of three. When America Works placc5 an individual in a permanent p9sition, it receives about 
5S,700 (rom the government-giving i: a s'Jbstantial return on its investment. 

HOW A.~ EMPLOYER BENEFITS 
Emp\nyers ~\'e a grt)Wing problem. [t is. gettin~ hitrdcr 10 finrl Qualified enlT)'~leve! job applicants, TIltm available 

either Jon't want the jobs or do not have appropriatc skills. This is co.stly. A:nericJ Works eliminates the normal risks 
associated with hiring new personnel by :.;osorbing the high costs of turnover and by providing an extended trial peritXl 
for each worJ.irr, An employer has no unemployment insurancc or workmen's t(uTlPcnsation liability during the first 
four months. In addition. no "lace-ment fee is char~ed. Perhaps mo-st imporl;inUy. America \\'orks'suppJics companies 
with an casily lil:cessible pool of tested. PTl!iX\red and motivated worker$, as well it" providing support$ to ease the 
worker's transition into full-time em!1loyment. 

AN ALL·W1N SITUATIOS 

t\merka Works Mfers an aLl,vJin solution to growing publk de-pendency. The hiring company ends up with a 
qualified, motivated, prorxm employee. 1\ wejfare r!{cipient becomes "el( ~uffjdent The government gets d guaranteed 
reduction in its welfare expenditures. And everyone pays less taxes. 

America Works of New York, Inc., 104 Broadway, New Yo~k, New York I{XXn (ZIZ) 519-2900 FAX (212) 6t4-0921 

http:Fortl.me
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I City,state hire 

, N. Y. firm to help 


trim AFDC lists 
Iy JON SCHWANY" 
The Ind1oftcrpolb Newt 

City and state officials have 
turned to a New York·based pla.:e" 
ment company In hopes of finding 
a better way to thin Indiana's wet~ 
fare rolls. 

America Works will a ronduct a 
year-long pilot program Involvlng 
100 MarIOn County residents now 
.-.."jvlpgAid '" FamW... ~lh Do
pendent Children.. . . .: 
" _The: company wUl be paid 

',&5.000 tor each client who,ktf'lils 
- _& jOb for at I~ $ix months. The 

state wtU rontrlbute 22 percent or 
that amount. whfle the clty. wting 
Community. DevtlOPlJlent Block 
Grant funds, wlU pay 1& percent: 
Other federal funds Win cover the 
remalnlng costs, ,: 

America Works will receiVe 
nothing Ira client leaves hIS or' her 
jOb In less than six mornhs. . 

Gov, Evan Bayh and Mayor Ste
phen GoldsmIth. who announced 
the tnlUative today at a Statehouse 
news conferenCf!. said ta>:payers 
wiU beneflt from the program, 

Now, an AFOC recIpIent costs 
the state about S13.OOO a year, 
offlcials noted" 

"We believe that the problems 
nf poverty and the opportunltleS 
for economiC gr?wth call for tnno

vaUve ap~che5," Bayh. said, 
"ThIs statM:lty partnershtp to In· 
vest In our' citizens will bring ex
perts In promoting self-sufficiency 
Into our syStem." . 

. CIo3dsmllh said the pilot pr0
gram "may change the way we 
think" about welfare. 

KAmerlca Works has dare!.oped 
a business approach to Job place:
mellt of weir... _p!e,,",,~u..-, 
mayor ..Id:·_~ pe~ 

~~~~8}'~~;; 
tvery doUar [nvest~' In''lhe pr0
gram .ndln the partlclpant.". 

If the plkJt_pr(~rld(prov(l$J.UC:· 
c«:ssful. tt could' be . expanded . 
statewltic, Bayh satd. 

Since It was founded nine yeat'lJ 
ago, Amerl.ca Works has gaIned 
national attention for Its success 
In p1adng more than 2.000 wei· 
fart' reclplents Into jobe wtth mao 
JOr ~Uons in New York. and 
Connecticut. .• " " " 

Company OfficIals maintain 
that 68 percent of their clients get 
jObs and tl)a~ 90 percent of those 
hidlvtduais stay empJoytd for at 
least a year, Based on the compa
ny's experience in New York and 
Connecticut, the average place· ' 
ment salary Is about $14.000 a 
year, 

I 

http:Amerl.ca
http:plkJt_pr(~rld(prov(l$J.UC
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WELFARE FOR SALE 

As IXTEIVIEW WITH PETER 

"'ills hi$ bush)' mNsldcJrl' Ptttr Cort" 
loots nf()Uf [fI.:t a barkup ill an English 
pub thon (1 Wtl/ort r('form mOl'trid:. 
rtt C(l\t has COnlt liP ..."ith ()lIt oj flu> 
mort i"8,nious approocMJ to gt'ffing 
~oplt off .... ·tlfart'" 

Am('rira Works. the for-profif com

pany M·hich COYt foundtd and runs 
v,ilh hil ";if" CEO L« B(»I't$, 0(/$ 0.1 

a Lind rif u:mp agt'ncy. piaring."tljnrt' 
rt'dpirtlts in jobs in the prilatt $t'i:lO~ 
SUIinrsstS pay COl., '!tho (Jo)'s (J wagt 
to fht .... ·.,ifare ff'cipitlll. If lhe bllstnt.l.l 
""'aflu 10 hiTt 11ft' perso'!, 1M statf poys 
a fU 10 Cm'e. The stale sarts mont)' 
MeaUif" the ftt is a /rartion 0llh, COS1 
ofI.:ttping the ptr.lOl'l on wfl[aff. 

I ehalud ....·i'h Cart reanlly. who 
r.\ploinrd t.\oclly ho....· his program 
"-'orks. and short'n JOntt of his .dldom 
aboul /u)v.' TO gn proplr off.r/furt'_ 

- David Kurapka 

TNIl; Wha( C);actly 1£ America Woth? 

CO\t: We're a privale. for-profit com· 
pany that takes peoplc 00 v.dfare and 
Jtt5 mem jobs in the pl'h<tte !;t'('!or. We 
h..vt companies in New York City. 
Hattt'ord. Conn«1icul and \I.e expect to 
be opening: an office in Indian.'lpolis 
!oOO<\. 

TSO: You're actually a/O('projifCom· 
pan)' 1M! does Ihi£? Do you mind if I 
ask: Art )'OU making a pfOiit? 

CO\·t: I don', mind you ask and the 
atuv.cr is }e!>. the company doe~ fllake 
" profit, The way in ",-hlch 1,\~ oprrale 
from a pYblic policy pers.pwlvt is Ihal 
we only get paid for mullS. not for the 
process of OO( program, We get paid for 
me OOtpulllQl the input, 

In a true demonstration of Ttinvem-

Con 
ing government, we are saying to gov
ernment. "We wilt invest tnc money to 
recruit people who are on welfare. to 
lrain them, 10 place them in companiC$, 
to pay (hem a wage while theyart:' at 
IhQ~ companies, to give them 3: tol of 
support to belp them move from depen
dency to independency. And only if the 
companies hire !he people and the)' 8(1 
off welfare do you pay us, If !hey don-t 
- if we hav~ C«'l'\Iiled and trained and 
placed and they don'l make it - dro't 
pay u£ a nickel." 

It's the nrsllime in the history of 
welfare 10 work that we have seen an 
approach which is so dramatically per- ' 
fonnance based. 

TND: How was America Won:$ ~latI

cd? 

Cove: I firsl had e.pe-rienc-e in Boston 
with a nOl-for-profii which was funded 
by lhe ford Foundation and the federal 
govemmenL Over lime we realized thai 
Ihe jobs were in the private s«tor. wt 
it wa£ tbc" 1>V~rt that was necessary 
for the rt'cipienl and the access 10 IDO$oC 
job$ in the private seCtor, 

We sWied to investigate into oow to 
get inlo private companies and OK'CC'SS 
the pel'5Qnnel department and then sell 
your services. We really wanted 10 
make it a btlsiness transaction rather 
than coming and saying "ptea~ hir( a 
welfatt recipient thai we 'vc rehabilitat
ed and retrniotd." 

We quickly began 10 understand thai 
)'00 sold a £efYiee and il was it servict' 
to the business that would reduce their 
IUmover. reduce !iome of thtir hiring 
costs. make hiring easler, give them a 
"try before you buy" SO Ihey could try 
out people. Companies started to buy 
our scr.-ices. 

As a ool-fot-profit you can'l go any· 
where wllh that. £\'(1)' lime 'oLe pulkd 
in money from companies to pay ror 
our St'fYict£. governmenl CUt our con
tract back by Ihal amaul'll or money, 
n.erc was. no in~nthe fofus, 

Also, I wanted to takc .1 00 the road 
and see this in otm communities. To 
do thaI t nee~d prhale capilaL and in 
order (0 get prh'atc capital you need fO 

be a for·profit. not a not·for-profit, SO 

nine years ago 1sel.UP America WON. 

TND: Whal "md of mICtion do you get 
from local !(l)'emments? Wh.ill kind of 
political obstacles have yoo f<teed in 
trying to set up these kind! of pro, 
grams? 

Cove: rerha~ the main obstacle has 
been Ibe slowntss of goYefnmenl to 
approach conu3cling for services 
Mound produClion rather than the pro. 
cess, Theft are lots of govemmcnl pnr 
gram£ for welfare-to-work. which., 
though weH-imemionro, ha\'e seemoo 
not too have \\on..ed aU Inal "ell. yet, 
they s.till get funded, 

Basically government Uy'!.: "We 
want pt"oplt 10 move rcom lI.elfarc 10 
..on: so we'll fund some prupams thai 
sound like !.hey'll do !hi,! job and if they 
do lhe job, that'S fine. but if the)' don', 
do the job (hey still gCI paid anyway. 
~ause I~y are paid (or the process of 
what Ihey do. not really rot the cnd 
rt:sult..

The reluctan('~ of governments to 
take our offer to come into a communi
ty. SCI up 11 t;:ompany. recrllil. (rain. 
place. and onl} gCI paid at the end is 
Ihal lhe reinventing govcrnment ffiO\'e
ment has only begun recently to take 
hold in this counlry. BUI 00.· we arc 
finding the demand fanla~!ic, The 

" 
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Mayor of Indianapolis, Stcve G()ld· 
smith is saying, "My God, Ihis is wbal 
I've been loo~ing for," Mario Cuomo. 
has been supponing us for five ),(3f'$. 

and we'v~ been in Conne<:tlcut for nine 
years, A number of !){fu:r communiries 
have begun to look ;11 us because, ( 
think. gmcrnmem is beginning to rec
ognize thai it need~ 10 g.el what il pays 
for and we represent in welfare-to-v.od: 
a way to do that, 

A second obSlilcl!: has been a retuc
lanc~ to see for-profit companies 
involved in delivery of social sc(Vm f 
think s.omc of the relw::lt1nce is rea!f!itic. 
but it does !lOI demand a policy of 
excluding private wmpanies. II stelTlS 

lU me that wc've !)ren able in show thai 
/I. pri\'alt company can enter Ihe maJ'· 
ketplace and use its risk capital to fronl 
a program Ihat. if $ucce~sfu! wiU be: 
paid, and if nol. WQ(I'f, Thai, to me is a 
good role for the private sector. Many 
communitles are beginning 10 sec that 
should be part of the overall approach 
10 wel(are-toA\'Or~. It's not the only 
approach btlt it's pal! of an approach, 

TND: What kind {)f reaction do you 
act from people on welfare? 

Cove: They kwe il: BaSIcally !hey an: 
sick and tired of siuing in classrooms 
and bein~ lold were's going to be j~ 
at the end and there aren', and bein8 
told lilt',\' have faded, nOt the program. 
They are tired of being on welfare. 
Mosl peopit' on ""dfate do nOl wan! to 
be on "drare and they are absolutely 
e(sulIk that we are able to move them 
preu)' quidly im" jobs and get Ihem 
Ihe experience at jobs where they 8el 
hired. 

The companies to..e it becau$C the). 
are gening a sour;c of labor that WanB 
to work and Iha! reduces their turnover. 
They gel a chance 10 look at them 
btfort (hey hire !hem. btcause while 
they are there on a four monlh Ifial 
basis, t~ comp3ny pays us like a temp 
agency, 'they get a chance 10 see if 

, 

Ameri('O Works founder Pt'ltr Cove 

Sally comes in in the morning. is learn
ing the job, gefs along with her co
worten;. and is someone they want to 
have in the ('OOlpany, They pay us and 
\a,'e pay Sally the wage during lhal peri
od of time, At any point if it is n~.H 
".orking 001 we w.iU lennina!~ the pet
son. If l~ person is doing well. then 
tht company hires at the end of the four 
months. So its a real win-win sirualioo, 
h~ only al thai point that the: goyern· 
ffienl pays two-thirds of an agreed·upon 
fet and thtn three trM.)nths 1at~r they pay 
the reSI, if the person is s.till working. 
That means !-even monthSllt the job and 
another month or two af America 
Works at least, so about nine months 
befQf't we gel our full payment 

T~[): \\'h.a\ do you believe h lhe main 
obstacle for a poor person or someone 
on welfa!'( (rom getting a job on their 
o"n: 

Co,'e; Attess to the company, As Lee 
Bowes has written. most people get 
jobs becau\e of who they know nol 
what they know, And I know this flies 
in ibe race of traditionallhinking 
regarding welfare to work whkh has 11 

th.8t !he fn(.)R uaining and education me 
individual gelS, tht beiter chance lhey 
will have to gel a job. That jusl has not 
been proven. All Ihe careful researdl' 
over lwemy years at MORe (Manpow. 
er Demonstration Research Corpora
tionl and omen will leU you thaI there 
is "ery Iiule evidence 00 the impact of 
education and training on welfare 
reduction, 

The internal labor markets of com
panie~ art I'lOl rationaL They don', say 
"Oh you have this kind of degree wd 
this kind of backg.round and therefore 
you're hired." II's who you how thai 
gets you your job. Peaplt' on welfare 
usually don't know a hell of a 101 of 
people who can gel them access (0 at 
least an interview. W1'lal we are able to 
do is be the old girl's nel\\'Ork. jf you 
will. for v.xolrare recipients - get them 
in the door. 

Second. is the suppon Utal is netes.. 
sary dunng the dmt a person is moving 
off welfare. Individuals need assistaoct' 
to solve IDe small problems. somelimes 
large problems. thai come up during 
that period of time. 

For example: a mother UaIt$ work
ing. and she's been there a week. wbtn 
her day ClUt falls 01.11_ tf she didn', have 
America Works she mighl not be able 
10 slay on the job and have 10 go back 
on welfare. America Works has a per
son who comes to the warksitt once a 
wetk or more. ThaI person immediately 
attempts and usually almost always 
fmds altemalive day clUe or g~$ and 
babysits at the hoose if necessary. Or 
)lQu've mQ\'ed inlo a job and been theft' 
two weeks "'" hen Ihe 'Welfare depan
IDem has a metting they say j'ou have 
to CQme 10 or you 10\e your welfare 
benefits, We'll go and reprt~el1l them al 
the meeting, 

I can give you many examples like 
these thai have nothing to do Wilh 
wbether tbt' penon is g.oing to be a 
good woner or not bul can blow a per~ 
son out of a job. Our l\mlUver rates art 

very low at companies beclltl!e we teal· 

.""') 
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I)' art able to help wilh lhese IWO obsta
cles. Notice 1 didn', mention a lot of 
things other welfare-lo·work advocatti 
would menliOl1, 

Our money in Ih~ company goes IQ 

sales, We have a huge sales Maff thai 
aectss companies to get in and open up 
doors, The Ofher pari or our program 
mon('y goes (0'1 support on the job and 
the {)(fler major e)l;j:X:n:se is wages of the 
wclfate ttdpient~. If you look al where 
our money gCles and took al tradilibnal 
employment progmnu you'll rindlhal 
our priorities are very very different. 

T:\D: How so? 

Cow: The pnorilies in traditional pro
Brams afe essentially for uPitrading: 
human capllal - building. education 
and irnining. The priontics for Amerka 
Works are 10 get a per~on "orking. 
because we believl! thaI working first. 
and then getling Ihe education and lrain· 
ing 10 upgrade to Ihe ne,' benet job and 
move on is. in genera!. the beoner way 10 

do it. 1 am not !oaying thai I am a,gainsl 
education and training program~ or thaI 
we think they are nOI a good idea, 'Jky 
are a good Ide"3 - thty ha\~ 10 come fn 

al the ngJn place. 

T~D: Whal 3re'your resull$ o\'er the 

long term':' 

CO\'t: New York !;I31e found aflet a 
~ar on lhe job - having lefl America 
Works and gone to work - bel',\.een 8S 
.aoo 90 pe«:tnt were still ",.orking and 
off ~elrate, 

T:"D~ What do you tbink of Bill Clin
ton's, proposal 10 limit welfare 10 two 
)'ea!1~ 

emt: I Ifllnk il makes a 10< of scn~, I 
am very much in fa~'Qf of it 8ollhty'r~ 
gOing: 10 nced the jobs - both public 
and private -10 abliorb the people ",ho 
are ready to enU:1 the worki of work. If 
you wanl 10 create a bunch of public 

"'" 

jobs and put peopk in them. thaI's easy. 
I'd do that as a second app«>a<:h, 

The firSI approach is to build we1· 
fare-to- work programs: thai get welfare 
recipients \\orklng, Aoo \\here .are mosf 
of the jobs? The priv3lC: seClor. 

I think we should limit our support 
of education and lraiflin~ prosr3ms as a 
primary malegy to wclfar~·to·work, 
I'm not saying \'\Ie shouldn't h;l\'t edu
calion and Iraining program~ - .... c 
should. bUI not as the primary ~Tfalegy 
for mO\'ing v.elfart redpicl'll! 10 work. 

And so I like the idea of two ye~ 
and off. but r think ",e"re going to ha\e" 
10 face the f.act thaT unl:es~ \\~ ,gear out 
wel(are-!o-.... ork programs 10\\ald v.or\.: 
and not just toward edocatioo and train
ing. we ma?, rmd ou~lvcs with a 101 of 
people going off wdf;m: with no means 
of support. 

TNO: 00 you think rherc's nnYlhing 
lhe federal governmerH could do or 
shouki be doing 10 make ~"Our life easier 
or do you think the federal go\'emmenl 
should stay out of your v.-ay as much as 
possibk? 

CO\'t: The federal govemmenl should 
encourage S1altS 10 fund progrnms that 
are mea,ulTd primarily by their «,suit", 
nol by what is promised in terms of a 
program, 
Thai woutd also fit very well with (he 
president in lerms of bis desire to s« 
IWO yean and oft b«au$I!: if the $0...• 

e:mment was encouraging states to sup
PO" prograrm, that gOl:jobs for people, it 
would ma};e 1M' exit of people off of 
welfare as the tWI) years. endt'd much 
more like-t)' to happen as a ,ransluon 
into worK ralher than II: transition into 
poverty, 

TND: Your progrmn is flOC required for 
welfare recipients anywhere, Whal 
about the argumen1thal you're just tak· 
ing the cream - the people who are 
motivated and would likely gt1 off wet~ 
fare anywa,' while !~ hard core people 

att..!lill a problem. What's your ans.....er 
to that? . 
Cove: The answer is this, We lake 
everybody who walliS to come in, We 
never say 00, Yie allo:w people 10 l;etp 
repeating, e"ell if they fait The average 
thaI we have are people who are five 
and;l half years 00 welfare aOOUI half or 
them do not hav~ high school degl'ets, 

And now I'm going to say wmtlhing 
that again will fly in the face of com· 
mon wisdom, I honesI to §:oodness 
don '( know the cream from Ihe SOUf 

cream. I've been in this business fOT 

Iwemy ;<;even years, and I do not know 
"hcn somco()(' .....alks in here. based on 
Iheir education and Iheir Iraining and 
lheir work his10ry. whether or not the 
person is going to succeed, I jU$I don<, 
know. 

And if I staned to make diose bels 
ba~d 00 some s.ociO-«ooomic data this 
company would go out business reat 
fast. The way in which we "bet'· 00 peo. 
pIe is the desire io g.et off ~elfare and 
the willingness to go through sleps 0«:

e!;sary 10 get you there, 
So what do we do~ We set up a lot of 

hoops and appropriate suppom for CM.

{Mares 10 go through. We rlC\eT say no 
C1 candidate. lhe)' can repeat - on otlT 

nickel, by the way, since w~ only gel 
paid for S.UCCe5S. n.e firs! "ul.. is a pre
employment training class, [f a person 
is len minutrs lale any day they have to 
start again. They begin to learn that 
you're not fen minutes lat~ benluse you 
get fired for that. 

WI! say to governmenl "",hen we 
come into a community, ~YOlJ arc pay
ing the bill, you decide who ~~ ~hould 
serve. Do you want us 10 take lhe long 
term welfare dependent pen.oo Of some
one who just got on becau~ you wanl 
to nip it in the bud? [u your nickel. You 
make the determination "'ho }OU wani 
us to take:' From thai group its going to 
end up being: a group Ihat shows that 
lhey have some motivation and siflc~ 
most peoplt on welfare wan! 10 get off, 
we have no problem finding the ~le. 

" 
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BACKGROUND iNPORMATION 

ADMINISTRATIVE CONFERENCE OF THE UNITED STATES 

AUTHORIZING STATUTE OR EXECUTIVE ORDER: 5 U.S.C. S 574 

COMPOSITION: Governed by a Chairman and ten (10) Council 
members. Also, there is a membership category of 50 government 
officials and 40 public members. 

OTHER MEMBERSHIP REQUIREMENTS: None. 

TERM LENGTHS~ Five years for Chairman; three years for Council 
members and two years for government and public members. 

COMPENSATION: Chairman (Executive Level II). All others serve 
without compensation, but shall be reimbursed for travel, 
subsistence, and other necessary expenses incurred by them in 
carrying out the functions of the Commission_ 

METHODS OF SELECTION: Chairman and Council members appointed by 
the President; government members selected by Federal government 
department and agency heads; public members selected by the 
Chairman. 



I. DESCRIPTION OF THE ADMINISTRATIVE CONFERENCE OF THE 
UNITED STATES 

A. STATUTORY MISSION 

The Administrative Conference of the United States is a permanent agency conslstmg of 101 
members who are federal agency heads, the government's top legal officers, leading academics in the 
field of administrative law. and experts from private life who are knowledgeable about governmental 
processes. The agency advises and makes recommendations to cabinet departments and administrative 
agencies, the President, the Congress and Judicial Conference of the United States on ways to improve 
the fairness and efficiency of administrative procedures used by federaJ agencies. These procedures 
include those used to conduct adjudications, ruJemakings and other agency activities. In addition, the 
Conference advises on matters of administrative law relating to judicial review of agency decisions. 
The Conference also works informally with agencies to improve their administrative procedures. It 
fields hundreds of questions from agency personnel concerning administrative process each year and 
devises model rules such as those for agency implementation of the Equal Access to Justice Act. It 
collects and synthesizes materials like the Agency Guide to Rulemaking (Published in FY-91), the 
Sourcebook on Federal Administrative Procedure (currently heing printed), the Sourcebook on Federal 
Agency Uu ofAlternative Dispute Resolution (last issued in 1987, being considered for revision in FY
95), the Sourcebook on Negotiated Rulemaking (1989), Multi-Member Independent Regulatory 
Agencies: A Preliminary Survey of Their Orgallization (revised in 1991) and other administrative law 
reference materials. Workshops and seminars on key topics of current concern in administrative law 
and governm(:lltal processes are regularly conducted. This saves agencies from expending resources 
independently to accomplish similar tasks and provides a mechanism for ensuring consistency from 
agency to agency in procedural matters affecting the public. 

B. Mt<:MHERS ANI) STAFF 

The Administrative Conference of the United States is headed by a Chairman who is an advice
and-consent Level II appointee with a term of five years. Currently, Brian C. Griffin who was 
appointed on December 23, 1992 by President Bush, is serving as Chairman. The President nominated 
Mr. Griffin of Oklahoma to a five year term as Chairman. Mr, Griffin previously was Deputy 
Assistant Attorney General with the Tax Division at the Department of Justice, The Chairman acts as 
the chief executive of the Conference, presiding over its meetings. He also heads the Office of the 
Chairman which consists of 22 full-time permanent. and two part-time permanent, and one full-time 
temporary positions. 

The Administrative Conference's overall direction is reviewed by a ten-member Presidentially 
appointed Council. half of whose members have traditionally been from the Executive branch, and the 
other half from outside the government. Current members of the Council are: Susan Au Allen, Paul 
Shearman Allen & Associates; Richard Breeden, Chairman of the Securities and Exchange 
Commission; Walter Gellhorn, Professor Emeritus, Columbia University; William R. Neale, Krieg 
DeVault Alexander & Capehart, Indianapolis, Indiana; Boyden Gray, former White House Counsel; 
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and Paul Vander Myde, Vice President for Corporate Affairs, VSE Corporation. There are four 
vacancies. 

Other than the Council. the membership of the Administrative Conference is divided into two 
categorie.o;:: government and ~public" or (l{}n~govcrnmental, There are 50 gov~ment members, ail 
from the EXI."CUtive Branch. These members are either the head of the department or agency or an 
individual d,:signated hy the head. Typically. the memher des:ignatoo is the General Counselor a 
legally trained Commissioner. Members do not have to be lawyers. however. and some are not. The 
4\) public members are appoinled by the Chairman, with the approval of the Council. for terms of two 
years.~ The listing of both government and public members, is attached. 

Because of the prestige of serving on the Administrative Conference, the government receives, 
free of charge (except for travel expenses for out-oHown members) the services of both its government 
and public participants - jndivlduals with an impressive array 'Of accomplishments and experiences 
who donate hundreds of hours of service, 

C. FORMAL RECOMMJ!:NOAl'IOSS 

The Administrative Conference has three princlpal statutory duties, the first of which is to ~study 
the efficiency, adequacy. and fairoe.<;s of the ildministrative procedure lISed by administrative agencies 
... anl.l make recommendations to administrative agencies ... the Prcsident, Congress, or the Judicial 
Conference of the United States ...." 15 U,S,C, § 574(1)1 Formal Recommendations of the 
Administrative Conferenee are the result of a relatively unique deliberative process that begins with the 
decision by the Chairman, with the approval of the Council, to pursue a particular research topic. The 
Chairman's decision is frequently based on informal expressions of interest in a problem by a member 
of the Conference, a Congressional committee or a member of Congress, an Executive Branch official 
or an interested citizen. The topics are usually narrow and precisenas can he seen from the list of past 
Recommendations. [1 C. F.R. Part 3051 

When a topic has been defined j the staff of the Offic!! of the Chairman finds. a consultant-typically 
a law professor who already has specialized knowledge about the particular subject. The consultant 
will interview agency officials, review the literature. and write a 100 to 200 page report on the 
problem, The consultant works closely with the Office of the Chairman and the members of the 
appropriate Conference committee throughout this procc...;;s. The Office normally obtains the services 
of highly qualilied consultants at below~markct rates due to the prestige of worklng with the 
Conference. 

The draft report is reVIewed by a Conference committee (all members serve on one of the si,; 
committees). If the committee believes. it is warrantoo, it develops one or more proposed 
Recommendations assisted by publlc participation and commem. The Council reviews 
Recommendations proposerl by committees and, if it believes the proposals have received sufficient 
attention, phlcc..<; them on the agenda of the next general mecting of the whole Conference -- or Plenary 
Session. 

At the Plenary Session. proposed Recommendations suhmitted by the Council are thoroughly 
debated by the members. Often Recommendatiofkl) are amended and occasionaJly they are referred 
back to committee or voted down. If a Recommendation is adopted, it is published in the Federal 
Register and is sent to the agenda,> or to the Congress. as appropriate. The Recommern:.latiorLt; of the 
Conference are codified in the Code of Federal Regulations. 11 C"F.R. Part 3051 
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The Chairman on occasion receives official requests from agencies, the President's Domestic 
Policy Councilor committees or members of Congress to develop a Recommendation in a particular 
area. Recent examples were a Congressionally directed study of the Federal Aviation Administration's 
civil money penalty program, a request from the Domestic Policy Council on federal personnel appeal 
procedures, and a request from the Office of Personnel Management on the federal administrative Jaw 
judge program. Several federal agencies transferred funds to the Conference in FY-9J-92 in order to 
obtain Conference expertise and assistance for specific projects involving administrative processes. 

D. IMPI,EMENTATION ANI) AnVISORY ACTIVITIKii 

The Administrative Conference's second statutory duty is to "arrange for interchange among 
administrative agencies of information potentially useful in improving administrative procedure." 
[5 V.S.C. § 574(2)] The Conference accomplishes this task in two basic ways: 1) initiating exchanges 
with agencies to seek their cooperation in implementing Conference Recommendations and 
2) respondinE to agency requests for advice and assistance. 

Implementing Conference Recommendations is an important part of the activities of the staff of the 
Office of the Chairman. The Office maintains a separate file on each past Recommendation. 
Information received from all agencies and other sources concerned with implementing a particular 
Recommendation is documented in that file. Because the Conference has no regulatory authority to 
implement it'; Recommendations, it tries to stay abreast of current developments in one or more 
departments or agencies, or Congressional committees. that may relate to a problem addressed by a 
Conference Recommendation. The relevant body will be informed of the Conference Recommendation 
and Conference assistance will be offered. This includes the preparation of testimony, the submission 
of written comments on agency rule proposals, or the development of training for applicable audiences 
interested in implementation. 

The Office of the Chairman also receives reque.<;ts from departments, Office of Management and 
Budget (OMB), agencies, members of the judiciary and Congressional committees for its views on 
procedural matters or administrative matters in area<; in which the Conference has not adopted a forma] 
Recommendation. In such situations, the Chairman or staff of the Office of the Chairman will provide 
information based on their own expertise and/or on research reports contained in the Conference 
library. In some cases studie.<; may be initiated to addre.<;s the area if it appears to have broad 
application throughout the government or if the requesting body wishes to have Conference assistance 
under the Economy in Government Act. 

Another means for providing advice and assistance to agencies is the Council of Independent 
Regulatory Agencies, created in April of 1982 at a meeting with. the President. This informal group of 
agency heads is convened by the Chairman of the Conference to discuss matters of interest to over a 
dozen chairmen of the principal regulatory agencies who are its members. The Conference provides a 
means by which communication can be shared between the White House and the agencies while 
respecting their independence. During FY-92 the Conference established a companion group of 
department and agency chief legal officers which meets quarterly. 

The Conference organizes and conducts colloquies to help carry out its mandate "to provide 
suitable arrangements through which federal agencies, assisted hy outside experts, may cooperatively 
study mutual problems .... " (5 V .S.C. §571) In FY-92 the Conference was ahle to conduct six of these 
popular and successful colloquies and symposiums. The Conference also annually holds an all-day 
seminar on current issues in the administrative process for members of independent regulatory agencies 
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and a program for legislative staff who draft legislation dealing with administrative procedure and 
process" 

The Office of the Chairman also hosts various individuals and groups from foreign governments 
who are interested in questions of governmental process and in the work of the .Conference. During 
the past twelve months, Conference personnel have worked with officials from numerous countries 
including Australia, Bulgaria, Canada, China, Great Brit<lin, Israel, Russia, South Africa, and Ukraine. 
Active assistance continues to be given to the State Department, the Justice Department, and the 
Agency for International Development (AID) concerning administrative reform in eastern European 
countries, 

E. CU~ARINGIIOUSJ.: ACTIVITIES 

The third duty assigned to the Administrative Conference is to "collect information and statistics 
from administrative agencies and publish such reports as it considers useful for evaluating and 
improving administrative procedure. ~ [5 U.S.C. § 574{3)1 The Conference collects and maintains 
statistics on agency formal adjudications, awards under the Equal Access to Justice Act, and other 
administrative issues of broad cuncern within administralive agencies. It also publishes books on a 
regular schedule that contain materials useful to the administrative community at large. In addition the 
Office of the Chainnan maintains a library that not only includes Conference publications and the 
archived records of past Conference research projects but also an excellent collection of materials on 
administrative law subjects. The collection is frequently used hy personnel from other federal agencies 
who need information on the Administralive Procedure Act, the Freedom of Information Act. the 
Privacy Act, ()f other legal material relating to administrative law. The library is a Federal Depository 
Library and is open to the public. 

I. SUMMARY FIGURES 

Dollar Amounts 

[992 llppropriation 
1993 llPpropriation 
1994 reqU!;S1 

$2,227,000· 
$2,327,000 
$2,327,000 

Appropriation Language 

For f1eCe.>.sary expenses of the Administrative Confl!rence of the United States, established by tbe 
Administrative Conference Act, as amended (5 U.S.C. 571 et seq.) and not to e:\cood $1,500 for officlaf 
reception and representation expenses; 1$2.327,0001 $2,327,000. 

Estimates (If PmJlrammatic Application of fundo; 
(in thousands or dollars) 

AclUlll Esl'd Est';,! 

199. 1221 1994 

General Admi(llstmtion 479 459 459 

Personnel Compensation 1.501 1,135 1.739 
and Benefiis 

Formal Recommendations ,5S 73 73 



PAGE! 5 

(Research; repo>rts) 


Tmplementation and Advisory 40 4Q 
 36 
(AlIenc), assistllJlce) 


Clearinghouse 44 20 
 20 
(Information interchange) 

Dirc.ct Program 2,222 2,)27 2,327 
Reimbursable j)rogrnm 21S 50 50 

Budget Authority (gross) 2,440 2,377 2,317 

Appropriation 2,222 2,327 2,327 
Spending authority from 
Offsetting Collections 218 50 50 

Totulobligations 2,440 2,377 2,377 
Personnel Resouf'ce.vwFrEs 

1992 Actual !92J ;;;stirnale 1994 Estimate 

H H V
•Original appropriation of $2.227 ,000 wa& reJ~cd $5,000 pursuant tv P.L 104·141 §523A. 



5J9I93 23:22.52 Pas", 1oj 1 

IjN!9\ 
:1> Brue.Rull, Advi~flQ Iht ;'r=,iJ~nl 
reo S(tpJl~n ButU~. \IlI(d fur idrfl\ltyina- j:\.il';lt 

in &f~d'nI! Agen(y{Ttrrr.ilWicn dJ.Ie (.Ill!i)) 

II<!,~ H flil;lk! in my 11M t.!ffll fn,mnfRl...k, ~IT), "t~'l'llt~!1!IC !nldllm' tl .. t III' ""' h~i"g 
!~! ~ Ibm hi$ jot.> ~$ lin inl¢lTIIlltudit« in ufwtra! A~tOCy. lItId lhal he SIIsp-fcledhis ~ffifi~ 
in id~!UiJYin8 WU(~ w~, ~ !lfUI pan oflh~ r~uon I un tarry [:un iO 1~IC in tryill8 I~ Ila ,nrn~lhinll 
IQ h~ll' him (lti~ lcmtiMhnn "U ~ft!:tliv~ a$ of June 1). 

St"l,I",,, h,l;llJj~ It",1 j,c ,.,td "" ~1~",oll"lt.t O~jlt urn", \,il~.Pj.,i,""j h"JlIl~ ~krr"JlJ~1 no;. 
\\,.d;tIld, ~ 1hsn not hnrd ftom !tim sm1hm. , 
! ~iJK{Jdy Il\Jpf IiPt the "mvnitm¢~J toti!, tI.*' ofL-immin~-..-;!t, 'n f~d=I 09'itrJJn~nr;$ j"!:lI 
Jv .. ?9)-"1lS lip- '~J"ICt of hili ttfmtj Ie bt It.e (lSf In p~io,;s ~dllrni!l!ntiom'. Mmy ...rus"""n 
~'>l~d ' .• ;:kl". y",,,,,.",, t.HI~ ,Cl1mit till t ",1!t( 1,",1 11:"" n>:<ah, '''I~~'l1ini!" )"e I"".""'" ~ut 
l~l~ of OUfIl\!W I1jl>ldmt. 

PLEASE do..mt rw u::WtllIyw.iht IIW-;l\lIt!nS.:hyoolnn l:.«n~d, W if~ 
Wll\}1hi~ yt0f iJrnn nnllQ 1(,) /)t'j;:> Sltphffi I.tJddty" iJlen wool.:! M 'i"a~ 1 f~ r«l AnmWan> 
'"" I~, "lm..-.11 '\'t! Iljlly Hli:f<'''': ih "h ("II! it< ,~__ A.wi,J"'IA;"{< _! ill WN I",her,'''' 
~nmwmml ttl ruJly wOO; ~f«'" tB" 

c.'l"lr' qnj h' 11& \1(,1", Viu;·P<~";'''''4 
fE:uirlt ~4?L¢f(Mt 9rtH.eH 

N"41Iem:1 hrtbtmm<:t Ihvkw 
Uol> S!ll1t, U!ft'ctor 

http:23:22.52


!'l 
..J 

THE WHITE HOUSE 


WASHINGTON 


May 18, 1993 

Mr. RUBS Bj orhus 
State Director 
Farmers Home Administration 
U.S. Department of Agriculture 
410 Farm Credit Services Building 
375 Jackson Street 
St. Paul, Minnesota 55101-1853 

Dear Mr. Bjorhus: 

Thank you for your letter about our efforts to reinvent 
government. In the coming months, we will be examining 
every government program and service to see what works 
and what we can do better. 

I appreciate your taking the time to share this 
information with us and welcome your ideas. I have 
passed your advice on to the Vice President. 

~~ 

Bruce Reed 


Deputy Assistant to the President 

for Domestic Policy 




410 Farm Credit Services Bldg. MAR I 
Unit«! States F.-mars 375 Jackson street 
Department of paul, MN. 55101-1853Agriculture =nistfatlonSt . 

Mr ~ Bruce Reed February 23 1 1993•
Deputy Assistant for Domestic Policy 
Washington D.C. 

Dear Sir: 

I strongly support the present administration/s effort to cut the cost of 
Gove:r;:r.ment and reduce waste". 

After 35 years of working for the Government and 12 of those in a GS-15 
position, I can name many areas of Government that need to be reduced or 
cut. I will list a few of those areas; 

1. GSA has gotten totally out of hand and has extended its control farther 
tha~ intended. For example: They handle all leasing of office space and it 
takes them six months to a year to perform a lease. Government agencies in 
the states can handle this the~selves with very little effort or cost. We 
live in the states and know the market better than they do. It is pure 
agony to deal 'with them and they are the worst example of bureaucrats that 
you can find. 

2. The Office of Personnel Management in Washington D.C. requires that all 
Goverftment applications for emp1oy:nent to be sent to them and they score 
the individual on his or her resume. Agencies are required to hire off 
this National Register according to the score given by the Office of 
Personnel Management. This score is given without a personal interview 
l.>Jhen a priva1:e interview is the most important part of hiring an employee. 
Government a<;encies should be allowed to do their own applicant scoring am'! 
hiring. i'Je all have trained, experienced personnel staff that can do this 
'lory ·well. ' 

3. The newly created Rural Development Agency (RDA) has installed seven 
regional offices, which are not needed and only add another layer of 
Government to do what is already being done. The whole structure of RDA 
should be rebuilt before it gets fully established. 

Please cor:;tact state Directors of Federal Government agencies and talk to 
them about the changes that need to be done to make our Government more 
efficient and less costly. 



A REVOLUTION IN GOVERNMENT 

"The people demand and deserve an active government on their side, 
But they don't want a government that waste.. money, a government that 
costa more' and does less, They voted for change. They wanted a literal 
revolution in the way government operates, and now, you and I must _ 
de-liver.M 

President Bill Clinton 
Remarks to the Cabinet 
February 10, 1993 

Today, the President has asked Vice-President Gore to lead a revolution in 
Washington that will change the way government does business, The American 
people deaerve a government that treats them like customers and puts them in 
charge -- by providing more choices, better services, less bureaucracy, and a good 
return on their investment, . 

Four principles will guide this revolution in government: 

1. Before we ask ordinary Americans to do more. gouernment must 
leam to make do with less. It is time to demonstrate that government can be 
as frugal as any household in America, .. 

2. Our goal Is to improue senrices and erpand opportunity. not 
bureaucracy. Over the past decade, America'. most successful companies 
restructured themselves to meet the global competition by eliminating 
unnecessary layers of management, putting more power in the hand. of front-line 
workers. and finding out what their customers want -- and then delivering it. 
The federnl government must finally undertake the same searing re-examination 
of its l11iBI;ion that companies go through every year just to survive. 

8. Government wiU only succeed if it listens to its customers, the 
American people. We need to'make government customer-friendly -- by giving 
people more choices, better services, and a bigger say in how their government, 
works, 

4, This revolution in government must come from within. No one is 
more frustrated by the bureaucracy than the workers who deal with it every day 
and know better than anyone how to fix it. Employees at the front lines know 
how to make government work if someone will listen. 
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THE NATIONAL PERFORMANCE REVIEW 

It is not enough just to cut government -- we need to rethink the way 
government works, We need to reexamine every dollar of the taxpayers' money 
that government spends, and every minute of time the government puts in on 
business. The 'hard-working people who pay the bill for government year in and 
year out have a right to know they're getting their money's worth. 

For the next six months, under the Vice President's direction. experts from 
every Cabinet department will carry out a nationwide review of every government 
program and service. The National Performance Review will enlist front-line 
federal workers and the general public in a nationwide search for ways not only to 
cut wasteful spending. but to improve services and make government work better. 

The National Performance Review is designed to instill a new spirit of 
responsibility and innovation into every department, It will challenge the basic 
assumptions of every federal program, by asking the hard questions that 
government has dodged for too long: 

• Does the program work? 
• Does it waste taxpayer dollars? 
• Does it provide quality customer service? 
• Does it encourage government innovation and reward hard work? 
• Finally, if the answer to these questions is no, can the program be 

fixed -- or is it no longer needed? 

The National Performance Review will put more than 100 managers, 
auditors, and front-line employees from aeross the government to work on specific 
recommendations for improving services and cutting waste. They will: 

• evaluate the efficiency of every federal program and service; 

• identify specific spending cute in federal programs and services that 
don't work anymore. or no longer advance the mission they were intended to 
serve., 

• recommend ways to streamline the bureaucracy by elimtoating 
unnecessary layers of management and reducing duplication of effort; 

• ask federal workers and the American people to send the Vice 
President specific suggestions on how to improve service. and cut 
bureaucratic wastej and 



• find ways to improve services by making better use of new 
information technology, and by making government programs ·more 
reEiponsive to the customers they serve. 

This Review will not produce another report -- Washington has had too 
many reports and not enough action. The National Performance Review will 

. present the President with a list of specific recommendations for action - 
program by program and agency by agency. 

The TexBS Model 

The National Performance Review is patterned after an innovative and 
highly successful program pioneered by Texas Governor Ann Richards and 
Comptroller John Sharp. Two years ago, facing a $4.6 billion budget shortfall, the 
Legislature asked Sharp to conduct a sweeping review of every aspect of Texas 
state government. A team of 100 auditors from 16 state agencies worked around 
the clock for five months -- conducting hundreds of interviews with front-line 
workers and fielding thousands of calls from taxpayers. 

The Texas Performance Review presented recommendations for savings of 
$4.2 billion. The Legislature adopted more than 60% of the Review's 

recommendations, saving a total of $2.4 billion. A second review this past year 

proposed recommendations on how to save $4.5 billion more. 

,; 
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THE CLINTON RECORD ON STREAMLINING GOVERNMENT 

"It is time for gnvernment to demolllltrate in the condition 
we're in that we can be "" frugal "" any household in America." 

President Bill Clinton 
Add:ress to Joint Session of Congrees 
February 17, 1993 

Change Starts at the Top 

• As he had promised, President Clinton reorganil:ed the White House and 
cut staff by 25% below the level at which he found it -- a reduction of 350 
positiollll -- and cut senior staff pay by 6-10%, Together, these reductions will 
save $10 million a year and make the White House more efficient, 

• Shortly after he took office, the President took executive action to: 
• Reduce the federal bureaucracy by at least 100,000 positions; 
• Require agencies to itemize administrative costs, and reduce them 
by 14% over four years; 
• Eliminate at least one-third of the more than 700 non-statutory 
federal advisory commissions; 
• Cut the Executive Vehicle Fleet by 50%, close executive dining 
rooms that don't recover costs, and tighten controls on the use of 
executive aircraft and home-to-office limousine service. 

• Under the Administration'. economic plan, there will be no national pay 
increase for federal employees in 1994, and incre""". will be one percent I.ss than 
current law for each of the three years after that. 

• Taken together, tlw measures to streamline tlw federal 
bureaucracy. cut administrative costs. and reduce fe<Ieral pay increases 
will 8__ more than $23 billion over four years. 

A Detailed Economic Plan of Investment and Serious Deficit Reduction 

• President Clinton's 145-page, detailed Yision of Ch.angll for America offers 
a new wily of governing. The President'. plan includes BerioW! and credible deficit 
reduction and a long-term plan to get our economy back on track without the 
"smoke and mirrors" of the past 12 years. . 

• The package calls for 150 specific domestic savings, as well as a long-term 
plan to invest in America and an immediate stimulus package to jumP"tart the 
economy and create jobs to get America working agsin, 



March 26, 1993 

MEMORANDu1M FOR 	 HOWARD PASTER 
BRUCE REED 
ROY NEEL 

FROM: RJUIM EMANUEL t-) 
SUBJECT: RECONCILIATION & REINVENTING GOVERNMENT 

Aftar the Easter Recess, when we get the reconciliation schedule, 
we should coordinate the Reinventing Government piece with our 
Hill strategy. 

By integrating the Reinventing Government piece into our 
strategy, we will highlight the administration's commitment to 
fiscal responsibility and cost-effective-governmene, which should 
play well during reconciliation. 



,. 
DRAFT

J. Kamensky 
03/23/93 

CROSS-CUTTING FUNCTIONAL TASK FORCES 

Attached are summaries of the potential mission statements for 
the following 9 cross-cutting functional task forces for the 
National Performance Review: 

Budgeting (Karen Alderman; David Fisher) 

Civtl Service (Sally Marshall, OPMi Ray Sumaer, 
Army; Debbie Tomchek, OPM) 

Information Technology (Mike Nelson, Chris Hoenig, GAO) 

Financial Management (Mike Serlin, John Hill, GAO) 

Internal Barriers (team leader?) 

Regulation (Jack Quinn) 

Environmental Audit (Bill Drayton) 

Intergovernmental 
System (Frank Kreus!) 


Design Officel 

Policy Tools (team leader?) 


The following are potential task forces that have not yet been 
assessed: 

Mission-Driven Government/Strategic Planning/Benchmarks 

Agency Organizational Structures 



POINTS RELEVANT TO ALL CROSS-FUNCTIONAL TASK FORCES 


Overall Principles 

We need to articulate an overall set of principles to tie across 
the work of all the task forces. The points on Bob Stone's card 
are good starters: 

We will invent a government that puts people first, by-

• serving its customers 
• empowering its employees 
• fostering excellence 

Here's how: We·wl11-

• create a clear sense of mission 
• delegate authority and responsibility 
• replace regulations with incentives 
• develop budgets based on outcomes 
• measure our success by customer satisfaction 

Other polnts raised during the past few days include: 

attempt to make the government more results-oriented 
make the government more effective by focusing on 
quality results--as defined by the customer (both 
internal as well as external) 
create competition by (1) increasing the use of 
internal and external user charges and (2) giving line 
managers the option of buying goods and support 
services from alternative suppliers; destroy monopolies 
introduce notion of risk management 
the culture of the civil service is overly cautious 
(too much second guessing) and works against personal 
responsibility. 

Mission Statement 

During the next six months, we will- 

Identify changes in administrative systems and processes 
thai: can be implemented immediately, without legislation. 
We will propose ways to implement these changes. 

Identify changes in administrative systems and processes 
that could be implemented immediately, with legislative 
action. We will proposed specific legislative changes. 

Identify potential changes that may require more work, in 
terms of research or consensus building, and that require 
legislative action. We will propose a mechanism to carry 

1 



this work out. 

Strategies 

Overall approach will be to serve as catalysts, not 
cont:rollers. 

We will focus on identifying the root causes of barriers 
facJ.ng line managers in serving their customers and attempt 
to address these root causes. 

We will identify models of success and find ways to spread 
them more broadly (as opposed to an emphasis on identifying 
waste, fraud, and abuse). 

We clarify the accountability for results for organizations 
and managers and, in return, will identify incentives and 
tools for line managers to better achieve intended results. 

We will take a top-down view of needed changes in 
admJ.nistrative systems and processes by looking at previous 
reports and recommendations. Trace problems back to their 
source: statute, central management agencies, processes 
internal to an agency, or processes internal to a staff 
function. We will assess the feasibility of these changes 
and plan a course of action. 

We will take a bottom-up view of barriers facing line 
managers in managing for results. We will feed the results 
of i.ndividual comments, the agency-by-agency rev"iews, and 
the shared management agenda agreements reached with 
indi.vidual agency heads into each of the functional task 
forces. 

We will look at process redeSign, with the root causes in 
mind. (a 1988 study suggests most may be within an agency's 
control) . 

We will encourage variation, not uniformity, in approach. 
There, however, needs to be constancy of purpose in specific 
missions. 

We will assess potential reorganization options, but will 
move no boxes before their time. 

Structure of Teams 

Teams will have 2-3 members. They will each have an OMB and 
GAO liaison, and will have ties back to each of the agency
by-agency teams. Each team may want to create an advisory 
group comprised of federal employees and rely on informal 

2 



pro1:essional networks for advice. 

3 




Relationship of cross-cuttin* 
Functional Task Forces to Ot er 
Related Efforts 

OMS Spring Review 

PCIE/PCMI networks; agency 1Gs 

GAO work 

Lader!GAO collaboration in 5 areas (FM, IRM, USDA, GSL, GSA) 
CASU!ACUS!NACPS!NAPA 

4 




POTENTIAL MISSION STATEMENTS FOR 

THE CROSS-CUTTING FUNCTIONAL TASK FORCES 


BUDGET REFORM 

PROBLEM STATEMENT: 

SCOPE: 

Current budget system encourages short-term thinking 
and provides strong incentives for managers to not 
save money. Restrictions prevent managers from using 
funds effectively. 

Current system encourages focus, decisionmaking based on 
inputs, not results. 

Funding levels are unpredictable. 

Create focus on results, not inputs, by creating 
program/results budgets, not line-item budgets. 

Shift funding to a revolving or enterprise fund basis 
wherever possible, including inhouse functions. 

Look at budget formulation system (accrual concepts, 
biannual budget, capital budget, rationallzing account 
structure, life-cycle costing). 

Budget execution systems (transfers between accounts, 
carry forwards, retain savings, borrow for future 

productivity) . 

P(:!rformance budgeting, systems. 

Assess budget experiments: end-results budgeting, unit 
cost budgeting, manage to budget, manage to total costs, 
etc. 

Allow agencies to retain revenues they raise via 
internal and external user fees (to reduce notion of 
" ,free" goods). 

Eliminate PTE ceilings and manage to budget. 

Create more stability by gaining commitment to a 3-year 
rolling budget for operational costs in agencies. 

5 




CIVIL SERVICE REFORM 

PROBLEM STATEMENT: 

Current system does not hire the best, train them well, 

n!ward them for good work. 


Current system does not give managers sufficient 

flexibility to pay, reward, or remove employees. 


SCOPE: 

Hiring, classification systems. (decentrallze hiring) 

PllY, promotion, and reward systems. (e.g., broad 
banding, gainsharing) 

Downsizing strategies, RIF procedures, firing of 

poor performers. 


Training. 


Clarify accountability for results by senior managers, 

political appointees through use of performance 

aqreements. 


Develop greater continuity in leadership. 
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INFORMATION TECHNOLOGY 


PROBLEl! STATEMENT: 

Because of poor strategic thinking, we are automating 
existing processes, not reengineering the business 
pr':lctices. 

We spend $20 billion a year on automation and do not 
get value for the money. 

We experience chronic problems in developing and 
modernizing systems, largely because of problems with 
the acquisition and budget processes. 

SCOPE: 

Reengineer outmoded business processes to simplify 
those processes and focus attention on customer needs. 
(OIRA working with OMB budget examiners). 

Establish common data and processing standards for 
a(~inistrative and financial systems and develop model 
systems incorporatIng these standards to reduce 
development and acquisition costs, and improve data 
interchange among and within agencies. (don't reinvent 
the wheel). 

Identify and eliminate barriers to efficient and 
effect!ve technology procurements. (modify PRA and A-130 
to emphasize agency accountability, performance 
measurement, bUSiness planning). 
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FINANCIAL MANAGEMENT 

PROBLE~I STATEMENT: 

The federal government cannot produce a financial 
statementj data are often inadequate or erroneous; 
financial systems and controls are unreliable. 

Performance reports are largely non-existent. 

Government cannot do cost accounting, accrual accounting. 

SCOPE: 

Implementation of CFO Act. 

Decentralize financial management to agencies. FMS/CFO 
would be responsible for setting standards, providing 
guidance, 

Improve existing controls and systems; m~naqe for rlsk~ 

Overhaul financial management systems--but first develop 
strategiC vision, performance measures, reenglneer 
processes, and streamline. 

Develop cost concepts (unit cost, accrual accounting).
Each agency would have own cost accounting system and 
have an audited financial statement. 

Create discipline in transaction processing~ 

reconciliations. 
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INTERNAL BARRIERS 


PROBLEM STATEMENT: 


There are many areas where the federal government has 
constrained itself from action, oftentimes in an effort 
to achieve secondary or tertiary objectives. While 
worthwhile individually, they create major barriers in 
thp. aggregate. 

SCOPE: 

Procurement (recommendations in HGO report may be going 
in wrong direction; they seem to reduce discretion). 
O'ferly constrictive thresholds* 

Contracting: cookie cutter approach to large and small 
contracts. 

DI~volutlon of central management agency functions j 
making central management agencIes competitive, 
responsive to Internal customers. Focus· on OMB 1 GSA, 
OPM, FMS. Separate pollcymaking from service delivery 
functions. 

Eliminate rules that eliminate competition and require 
use of centrally provided goods and services. 

Encourage cross-servicingi buy services not central 
to an agency's mission (see OMB study, #4). 

identIfy statutory constraints that are not tied to 
an agency's mission (e.g., PRA t FACA, APA, Reg Flex, 
FOIA t Federalism EO, Family Impact EO, etc.) 
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REGULATION 

PROBLEM STATEMENT: 

States and localities are increasingly being mandated 
to provide services without federal assistance. 

Regulatory processes that affect the public . . 

SCOPE: 

ENVIRONMENTAL AUDIT 

PROBLEM STATEMENT' 

Federal agencies do not have a sense of how much 
environmental damage they create through toxic dumps,
nuclear disposal, energy waste, lack of recycling, etc. 

SCOPE: 

All major federal agencies will be required to assess 
their potential damage to the environment and develop
strategies to ameliorate their impact. 

10 




INTERGOVERNMENTAL SYSTEM REFORM 

PROBLEM STATEMENT, 

There are nearly 600 categorical grants that distribute 
about $200 billion; in about two-thirds of these grants, 
the total amount i. Ie•• than $25 million apiece. The 
administrative costs in many of these grants are not 
worth the cost~ 

In policy areas where the federal government plays a 
minor role; such 8S in aid to places, it should get out 
of the business. In areas where it is important to 
ensure equity, such as in aid to people, the federal 
government should increase its role. 

SCOPE, 

All federal grants-in-aid. 

Federal tax expenditures (muni bonds)? 

Federal mandates/program regulations. Waiver office. 

Challenge grant•• 

11 




DESIGN OFFICE/POLICY TOOLS 

PROBLEM STATEMENT: 

Many federal programs and agencies are poorly designed 
and as a result are destined to fail. 

The federal role in many programs is via third parties; 
in addition, in many cases, the federal government is 
only one of a number of stakeholders in a programts 
success and cannot control or leverage outcomes. 

WI-de variation exists in states and localities and 
federal programs are predicated on uniformity. 

Broad experIment.atlon is not encouraged. 

SCOPE: 

Creation of a design office to develop systematic 
approach to development of policy tools, organizational 
structures. 

Granting waivers to internal requirements on a more 
lenient, systematic basis; share results and consider 
wjder dissemination when successful. 

Be given authority to grant waivers to statutory program 
requirements. 

Look at reenqineering agency missions: patents, 
infrastructure, environment, job training, health care, 
etc. 

12 




POTENTIAl, ADDITIONS TO CROSS-CUTTING TASK FORCES 

MISSION-DRIVEN GOVERNMENT 

PROBLEM STATEMENT: 

Too often, government focuses on process, not results. 

Missions are often conflicting or unclear. 

SCOPE: 

Identify agencies with contradictory missions (which 
destine them to failure. 

Program Performance Measurement Systems (includes 
st:rategic planning, development of measures, development 
oj: targets, reporting systems, program evaluations). 

Consider creating a benchmarks process like Oregon. 

Look at Sunset Mechanisms. 

13 




ORGANIZATIONAL STRUCTURES 


PROBLEM STATEMENT: 


Overly hierarchical agency structures impede customer 
focus, cost lots of money I result in wasted efforts. 

Central staffs have dual roles of regulation and service 
delivery. Service delivery tends to be monopoly. 

SCOPE: 

Split policymaking from administration within agencies. 

Split service delivery from regulatory functions within 
agencies; allow line managers to choose to do it 
themselves, to contract it out, or to "buy" the services 

from the central staff office. 

RE~uce organizational layers within agencies (however; 
we can't decide what 1s value-added; let line managers 
decide that). 

Reduce central staff as tool for empowering line staff. 

Resolve specific conflicts between agencies (e.g., 
duplication of efforts, jurisdictional competition). 

Encourage agencies to relocate backrooom functions to 
lower-cost locales. 

Develop organizational performance agreements. 

If there is organizational restructuring, ensure there 
Is a parallel~move in congressional committees. 

14 
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March 14, 	 1993 

TO: 	 AGJ 
cc Roy Neel, ,Elaine Kamarck 

FR: 	 MER 

RE: 	 "Revolution in Government" 

Communications 


--_.. 

GENERAL FRl\MEWORK: 

Our work should be organized into four phases - rolling into each 
other and overlapping where appropriate, remembering throughout to keep 
expectations under control and, to keep this about more than simply 
getting rid of waste. While polling/focus group research would be 
extremely helpful here, in the interim, existing data and corrtr.1on sense 
makes cle?!.' this 'revolution in government' has to be about dramatically
changing the way government works, not just about cutting waste .. 

The four phases to organize the eommunications effort; 

P!lASE ONE -- EDUCATE/ENERGIZE: It's important that people 
inside and out of the federal government nOE only thoroughly understand 
what we-'r,:;, doing bGt get involved and energized by it. This effort should 
,start immediately and continue throughout the project. 

PHASE TWO -- IT WORKS: Skepticism and cynicism are high. We 
need to convince people that we can and will make a difference. We should 
use this period -~ working intensely from April through June (before 
summer vacations send people packing) to focus attention on successful 
examples: busi~esses that work, governments that work. And, during this 
time, we should look to the working 1-800 numbers and our own research 
to focus on suggestions that could be irr,plemented quickly, rewarding
those who made the suggestions with a White House ceremony of some kind~ 

PII1\,SE THREE -- EUREKA!: A separate strategy must be 
developed around the release of the final report. It's difficult at this 
time -- without knowing the contents of the report -- to specifically
plot that strategy_ But, that said, it's clear we should use July and 
August to focus on waste and mismanagement in those areas where we will 
be targeting our efforts -- if people get enraged about waste, it's 
harder to fight the clean-up. And, we should use this time to consider 
leaking pieces of our findings. The report t s release should represent the 
beginning of a new assault, not the end of an investigation. 

PHASE FOUR -- KEEP IT ROLLING: As soon as possible after 
the release of our report, we need to demonStrate that it is a catalyst
for real change. And, we will need to keep pressure on Congress to act 
expeditiously on the report's recc~endations. 
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1. EDUCATE/ENERGIZE 
- To start immediately, with a focused effort throughout the 
process t but especially tnrough March and mid-April. 

The goal: raise eublic and government awareness and support of 
Our erwi·ts. It is lmportant to note here that there is great
interest In the media about exactly how we're going to proceed -
particularly in staffing levels and organization. We need to have 
credible answers that do not sink us before we start -- that is, we 
cannot appear to be creating a new bureaucracy to cut the old, but 
we do need to be able to present a clear plan of action. 

o CABINET SECRETARIES: We should organize meetings between 
you and appropriately grouped members of the cabinet solely for you 
to energize them to get involved in this effort~ There's not much 
news in you meeting one member of the cabinet, more newsworthy if 
you meet with three or four at a time in the White House soley for 
this purpose. Though for political reasons, you will need to talk 
to each Secretary individually. (I don't think it's appropriate for 
you to meet with the entire cabinet alone and, while there are 
internal reasons to raise it at a regular cabinet meeting, it would 
get lost as a news item.) Following or concurrent to these meetings 
you could go to each individual agency for a meeting with the 
cabinet secretary and managers, followed by a real people stop. But 
these White House meetings with cabinet secretarles are important 
scene-setters . 

.0 FEDERAL WORKERS: We need to reach out to federal workers 
in a meaningful way, both here in the Washington l D.C. area and 
around the country. Considering the large number of federal workers 
in this area, we should start here, but also apply these ideas 
nationally. 

-- HEARINGS: We should, as soon as possible, organize 
hearings for you to listen to federal workers and get their ideas. 

-- SATELLITE HEARINGS: Some agenCies, like Agriculture, 
have the ability to link up their workers via satellite. We should 
take advantage of these facilities for 'satellite public hearings' 
for you t" talk to workers around the country. 

-- LUNCH: We should, as soon as possible, get you to 
start having lunch in agency cafeterias, to walk around and talk to 
workers there about their ideas. 

-- EMPLOYEE/UNION NEWSLETTERS/PAYCHECKS: We need to get 
in these. (There is other work that needs to be done to bring the 
unions in and get their support) And, where the paychecKs are 
concerned, we need to inquire about the possibl.lity of getting 
either an insert or a message printed on the envelopes inviting 
these workers to write in. (Because most people probably use direct 
deposit, we may want to see about getting the message on the 
outside of the pay receipt information.) 

-- SPEECH: We may' want to think about a major speech to 
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federal workers outlining this 'revolution'. I like this the least 
because it offers little new, and because it doesn't further the 
idea that we're really acting, not just talking. 

o PUB~lC H~INGS: Sharp had great success with these and 
they're worth duplicating around the country. Our 90a1 should be to 
conduct at least one hearing in each region of the country, in 
major markets and rural areas by the end of April. In one day, we 
may want to hit a major market! li~e Atlanta, and then travel to a 
more rural area. These would be an opportunity for real people to 
tell you ""hat works and what doesn't work in the federal government 
-- though, as Sharp did, we'll need to do some screening of 
witnesses to get the best stories on first. (First hearings could be 
scheduled for week of March 22. We could take one day or one day
and 1/2 and hifm"s"everal markets, remembering that if we I re after 
real people, these would have to be scheduled accordingly -- lunch 
hours, after work, Saturdays.) 

o SITE VISITS: Unannounced visits to federal agencies to 
talk with workers, and where applicable, to citizens seeking
services. We should start here in the Washington, D.C. area with an 
eye to continuing these visits around the country. (Though it is 
probably impossible to do anything unannounced outside of 
Washington) 

o REVOLUTION TElIM: We should think about possibly makIng 
public some portion Of a first meeting with the team assembled to 
actually do the work here., This could be risky -- we don I t want the 
crowd to be too larg-e l and if it's several weeks before this group
is organized, we shouldn't do it at all at the risk of making it 
look like we're starting late. But, it's worth considering. If 
Billy Hamilton is coming on full-time, we should announce it. 

o BUSINESS COMMUNITY: We need to examine ways to reach out 
to the business community· to gain their support for this 
I revolution.' This could include but should not be limited to 
outreach to buslness-oriented media, and invites to relevant 
business leaders and groups to come to the White House for meetings
with you on this subject. We should also seek endorsements from key 
business groups. 

o ~~i~~~~~: Sound silly for a Vice President to be 
writing a J: Get over it. Weekly columns would be 
swallowed up by newspapers around the country and, they'd be 
read. We should try for two a month. 

We should start scheduling regular radio feeds and 
regular ~~n,ce,s on radiO talk shows around the country, 
focusing interviews solely on this revolution in government. 

o 

o TALK SHOWS/TV TOWN MEETINGS: This is risky, but we may 
want to th1ni about milKing the TV talk show circuit to focus on 



the revolution in government. Or, as part of a less risky strategy, 
we may want to talk to local stations about giving us time for tv 
town meetings on this subject. Particularly in cities where there 
is a large federal workforce, this could work. 

o PUBLIC SERVICE ANNOl;JNCEMENTS/RAOIO AND TV: we need to 
investigate the opportunities that IDlght exist for you to tape PSAs 
for tv and radio that would both inform people of what we're doing 
and involve them in the work, by inviting them to write in. This 
may, however, g~nerate too much mail to be worth the effort. 

o NOTE: Do we need to worry about the release of the first 
annual report of the Executive Council on Integrity and Efficiency 
due next month? And, how do we make sure our efforts can benefit 
from information uncovered by Congressional investigation, e.g. 
Dorgan's new committee. Also , do we need to convene regular 
rr"eetings of the IG's to keep them with us'? They are ger.erally the 
first place the media turns for comment. 

2. IT WORKS 
Startlng in early April (week of April 5), we should begin 

focusing our efforts on examples where these principles we're 
applying in our 1 revolution I actually work, with the goal of at 
least one event of this sort per week. 

o LOCAL/STATE/FEDERAL 'GOVERNMENT: There are examples 
Osborne ana others point up, and the locations Be already has 
visited. Bruce Reed has drawn up a list of suggestions that 
includes: Los Angeles, CA: Charleston, SCi New York, NY; Chicago, 
IL; Atlanta, GA; St. Louis, MO; Baltimore l MD; Riverside, CA; 
Hartford, CT; Boston, MA; Binghamton, NY; as well as Oregon, 
Arkansas, and Arizona. We need to get these locations on the 
schedule, possibly in combination with other related events -- like 
business visits, or public hearings. And, we should remember to 
focus as well on places where the federal government is working. 

o BUSINESS: We need to find the companies like Southwest 
Airlines and visit them. Saturn comes immediately to mind, and we 
should go there, but there are others. Again, these visits can be 
in combination with government sites a.nd public-hearings, 

o 1-800 EXAMPLES: This is the time frame when we ought to 
be pulling from the 1-800 calls the very best ideas that can be 
implemented quickly and drawing attention to the changes we're 
making in response, and to the people who have made the 
suggestions. We may want to think about some kind of White House 
ceremony for the very best suggestions we get. 

o QUICK HITS: If our work uncovers sOme real boondoggles 
that we can correct, we should put them out during this period -
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as a way of proving what we I re doing works and, as a way of 
maintaining interest. Sharp's folks did this to some success. There 
are plenty of examples to draw from -- increasing use of third 
class mail is one place to start. 

3. EURl~KA! 
It's difficult to be precise here, not knowing the nature or 

shape of the final report. But in general, this should be a plan
that kicks in about four weeks prior to the release of the final 
report. 

o What Sharp did well was manipulate 
expecta they leaked their plan to get rid of the 
Education Agency convincing people they were serious. Then, they 
fed an intense media curiosity for the final figure for cuts, at 
first leaking it would be $1 billion and then racheting it up to $3 
billion. When the final announcement -- $4.2 billion -- came, it 
appeared even more remarkable. We should learn from his experience. 

o ANNOUNCEMENT ITSELF: We need to talk more about this 
depending on the contents of the plan and the environment in which 
it will be released. At a minimum, we should be ready with: 

BRIEFINGS FOR NATIONAL AND REGIONAL REPORTERS 
CAMPAIGN TOWARD PUNDITS, COLUMNISTS 
BRIEFINGS FOR CONGRESS 
BRIEFINGS FOR CABINET 
BRIEFINGS FOR LABOR, INTEREST GROUPS 
EDIT BOARD STRATEGY/MEETINGS WITH BIGGIES 
OP-EDITS (from the VP and others with credibility and 

clout, including those in the business community, state and local 
government) 

CALL-IN CAMPAIGN TO CONGRESS 

SATELLITES/RADIO FEEDS 

TALK SHOWS (Wouldn't Larry King love this one?) 

4. KEEP IT ROLLING 
We need to think beyond the announcement of the plan so that 

it represents a beginning to real changes and not the end of a 
process. Action here also will depend on how exactly these 
recommendations will be implemented, which isn't completely clear 
at this writing. 

o EXECUTIVE ORDERS: Where the President can implement 
pieces of thls plan immediately, he should. We ought to think about 
whether that can or should be done the day the final report is 
issued, or whether we want to get a separate hit out of the 
Executive action that would start implementation. 

o CONGRESS: We need to work with the DNC to exert the same 
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kind of pressure they \<o"ere able to leverage on the economic plan 
with phone calls, etc. And, we need to think about the possibility 
of hearings or other means to share the credit with Congress. 

o TOWN MEETINGS: We ought to take this plan on the road and 
sell it to real people tired of paying too much and getting too 
little from government. 

o FEDERAL WORKERS: We need to keep these folks on board -
particularly if the final report will mean job losses. We should 
think aocmt recreating some of the early activities involving
federal workers in this time frame immediately after the report is 
released. We need to make sure they're invested in our 
recommendations and feel ownership, at least in part~ 

o ENDORSEMENTS: This effort must start in the final days 
before the report is announced so that on the day it is announced 
and in the days immediately following we can pull in high-powered 
and cred.ible endorsements -- from Congress, from labor, from 
business, from credible public interest groups aimed at cutting 
waste, f:tom academics, etc. We may want to think about some 
strategy to bring some of these groups to the White House for 
public events. 

o OP EDITS/WEEKLY COLUMNS/RADIO FEEDS/SATELLITES ( ETC: 
Continuing after the plan is completed. with all-out assault 
starting with formal announcement of the report~ We need to pay 
special attention to involve labor and business in this effort, as 
endorsers of our recommendations. 

o CONTINUING THE FIGHT: This may be too hokey, but we 
should consider whether we wanE to start a new kind of 'Golden 
Fleece' award, similar to Proxmire's and to Sharp's Golden Snout 
award. This could be a continuing source of interest and could 
feed off the 1-800 numbers and the 1Gs, as well as others, for 
information. 

o WHAT'S tHE NEXT STEP: Seems obnoxiously premature now, 
but in September, we're going to be looking for it. If this effort 
is about an ongoing commitment to change the way govern:r,ent works, 
if it is about more than a six month audit, we need to be prepared 
to say what the next step will be, beyond enactment of the NPR 
recommendations. What will remain after the NPR is finished and 
it's reccnunendations are released and begin to be acted upon? How 
will we continue to change government, fight waste, etc. 

#,# ## ## ## ### ### ## ### ## 
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Draft, 12 jan 93 
Reinventing Government 

Master Plan 
I •

Here are the products that are nc>eded: 

o Executive Order: This is nearly the first order of business. Tab A 

o Letter to Agem;y Heads: We've got to get things moving on many fronts. If we 
want every agency to move togethert it will only be at a speed set by the most 
recalcitrant or inept. Better to tell each agency head what the President wants, 
then empower them to get started doing what can be done within their agency. 
A draft letter is attached, with a sample plan for the Defense Department as an 
example. Tab B 

o Legislation: There is a package prepared 1,,'1989 by jack Marsh (former Secretary 
of the Army) for Dick Cheney .. It was shelved .. Milt Hamilton, (Adm Asst to Sec 
Army) has the file). It's a good start, at least to streamline the way the 
government operates (i.e'l as distinguished from the "·..ay it disburses grants or 
entitlem"nts). Tab C 

oGoals: TBD 

o Action plan for the President and Agency heads: TBD 

• Guide book for practitioners: Practitioners need to comb the foHowing, and for 
starters, implement whatever reinventio~ ideas seem h? apply to their own 
organizations: 

Putting People First 

Reinventing Government 

LI,boratories of Democracy 

Mandate for Change (especially Chapter 12) 

Clinton comments at Economic Summit Tab D 

Other Clinton pOSitions? 


. 
oPotential implementers: People who could serve as knowledgable and dedicated 
reinvention champions, or who could help agency heads get going: 

.Bob Stone and Gerry Kauvar, Defense 703-697-5371' . 
Mike Serlin, Treasury 202·376-1301 
Sally Marshall, OPM 
Don Gray, GSA 202·501-0100 
Bob Knisely, Transportation 202-366-3282 
Sandy Hale, Nafl Acdmy P,!blic Admin. ex-Minn state gov! 612-377-3878 
John Hill, GAO, referred by Ted Gaebler 
john Kamensky, GAO, 202-512-2718 



Tab A 

Executive Order Number One of January 20, 1993 

Reinventing the Federal Government 

The ftrst priority of the federal government is people, Wewill put people first by changing the way 'he 
federal government does business, fundamentally. 

We have to reinvent government by offering more empowetment and less entitlement) more opportunity 
and jess bureaucrncy. more choice and less restriction. 

The people who work in government bring to their work an ,uncommon amount of talent and dedication. 
But the obsolete systems in which they work sap their energy and frustrate their creativity. Reinventing 
the federal government will liberate their energies, unleash their creativity, and heighten their ability 10 

serve ute pUblic. 

This order provides the blueprint for reinventing the federal government. It comprises ten principles: 

1, ywytjc &O'f~mm£nt; Sleeting Rather WAn Rowing Govern
fIlt;l1t nnm move toward mak:i~t Slite other insdtulions ate 

delivering !>£rvices &1'!d meeting the pallen's J\Ct:ds, tather than 
hiring more public employees. to do the job$., 

2, CommonilY,Qwncd QQVemmem' EmpQweriD!; RalherThlll'. 
~ Governmdlt must -push owncnhip &1'!d control of its 
prosrams min the community, making sure milt needs are met. 

3, Cill'Dpelili'le Gtw£mment: [ojectine Compelilion jnlQ S<!:IYiCt; 
D;:ljvery Competition is not wasteful, It driVes us to embrace 
inMVlllion and suive ror excellen¢e, 

4, MiHiQ;'J:D.:ivw GitVemQCIlI; TrlCls(oGl'.i!lll; RUle-Driven' 
On:!lniutjons We must move toward fI government where 
peopJe and organizalicrns are driven more by a sen.e of mission 
and less -- far Jess _. by rulc~ and regulalion!, 

UIt.Hli;:;.Orientcd Gm'emment: Funding Qutcomes No! Inputs 
OaYemlrutTu mus~ foclls on the results of its .e[fOtlS, not on Uu: 
fIloney spent trylrt!, Budgets must be moved from s.pC-cifyi.\"Ig 
linc-dem accountmg to specifying obje¢tives and retults. 

,--------------~ 


6, CuS10mer,Driyrn Coyqnment M«tini the Nt'tlds of !be 0"l$lOm!;L 
No{ !he Bureaucracy Public ma...'Ugm must move '!O\I:a:d pleas;ing the 
~ theyse:rve"aod ~ thcir m:xcs1i bymasuringcusrom!!1 
$Afis(action. 

Z;EQtewriIJini (k.wemment: Earr':'''1~ Ralina lhan Srgylin, The proftt 
mouvemusl be UlrTled to puhlic use., with i.ncomli~ for fOO:%al~ 
to SAve mone),.to make good investmf2l.ts, and to e.vn!herost of sl3yi:1g 
in operation. 

§, Aml&fpmOO'Govmment' Preventing Rmher than Curing The 
pc.rnmeru mwlmeve from ~"''in$ yesterd.a)lS\XObktns to JX'eventing 
"'morrow's f'tancing and ~ sY$tcrrlS mustbe ovedtauled 
-ly 

. 2, Qtxrn1ralil';Q Oovmunent: Pmicil?aOOn m Tcamworls: Em moo 
Hiera:s.t!.Y GoYctn,"nent must ml)\'t; mlUlY decisions into the tw¥ls of 
~.I$1.OffltrS.. OOrM'ltrtilics, aM nmgoverI'IlTICf)w organizations. It mUR 
push others IQ ils tmpIoyus by fI.au.enin.g its. hienrclties., 
](), Mil1ke!.()(jm,edGoverrunl.7g; l&ven!!:jn~ ChMe,etbrourJl IDS 
MmtGovernment mus~ accomp!:i..'lh its ends by moving away from 
~ andoonlro:' lind toward1f1l\1k1:l mtd!anisms (supply, dcrnl!lld 
lllXe$Sibllity. infomucioo. rules. and JXllki.ns). 

All Executive Departments and Agencies are charged with carrying out this blueprint as a top priority, 

Bill Clinton 

THE WHITE HOUSE, 
MatCh 20, 1991 

http:JXllki.ns
http:Mil1ke!.()(jm,edGoverrunl.7g
http:investmf2l.ts
http:mone),.to


TabS 
Draft, 9 Mar 93 

Memo for Heads of Executive Departments and Agencies 

Subject: The Federal Performance Review 

President Clinton has announced his Federal Performance 
Revi"w, with the aim of making the Federal government work for its 
ct1stcmers. 

This is a tall order requiring efforts at all levels, from 
Administration-wide to front line activities in your agency, The 
President has asked me to coordinate the Admi_nistration~wide effort, 
which will indude legislative and regulatory change. 

The President doesn't want you to wait for all these changes to 
happen. He wants you to move now, under your existing authority, to 
bring about the kinds of changes that are outlined in Chapter 12 of 
Mandaie for CluInge, 

. To help you understand what we're driving at, I have attached a 
draft of an implementation plan for the Department of Defense. DoD 
isn't committed to precjsely that plan, but it does fepresent " tangible 
list of actions that go in the right direction, If it helps spur your 
thinking, you're welcome to use it. 

Please let me know within 60 days: 
• What changes you have made 
• What changes you plan under your existing authority, and 
the schedule for implementation 
• What changes you would like to make but can not without 
relief from legislation or external (to your agency) regulation. 

I wHl distribute your lists of changes to each other, so that you .U 
can see what each other is up to. I ex~ct that the President may want 
to schedule a Cabinet meeting for a show and teU session, 

If you want any help, or if you hFe any' unanswered questions, 
let me know. 

Signuf'1ly 
Senior Domestic Policy Advisor 

to the Vice-President 

. 


Attachment 



Attachment !o Tab B 
Drafl. 12 Ian 1993 

-Reinventing the Defense Department 

Here's how the Defense Department might move quickly to implement the ideas 
set out in Mandate for Change, Chapter J2, "Reinventing .Government." The 
italicized words are from the book. This plan could also serve as an example for 
other agendes of how they can get started, 

DoD could implement the ideas more effectively If the laws were changed. In 
fact, we have available a J989 legislative proposal that includes many of the changes 
advocated by Mandale. However, there is no reason to wait for Congress to act. 
000 has considerable flexibility now, and could move immediately. 

1, To create a mission-driven federal government--one that focuses on results not 
rules--the new adminislrQtion should: 

a, Establish a performance-based budget system that. offers flexibility in exchange 
for rwllts: 

• Liberaie managers from microscopic line-item control, and al10w their 
agci1Cies to keep part of any money unspent at the end of the year 

About one quarter of defense expenditures are paid into the Defense 
.B~sines. Operating Fund, which puts ,money into the hands of managers and 
commanders, and allows them to purchase goods and services from 000 

. supp;;er. (e,g" Pacific Fleet pays Navy aircraft depots to overhaul .its 
airplanes). Nexi year the 000 will lest expansion of the fund to a few bases 
where "tenants" (e.g., an Army combat division) will pay their "host" (the 
base commander) for the buildings and training areas it uses, and for the food, 
tra~,h disposal, and other services it ~ses. 

DoD is working to mjnimize the number of line items in the fund (Le., 
give the operator a single pot of money), and to allow operators effectively to 
carry funds over the end 01 year. 

For operations not covered by the lund, the 000 could implement a 
unified budget by allowing commanders to swap money between accounts 
and to swap between years. 

000 could allocate all budget authority to the lowest level possible, along 
with authority lor personnel actions (hiring, promoting, training, etc.) 
purchasing general use items, and renting buildings. Now budget authority is 
doled out quarterly, with several headquarters levels holding back a portion 
in case something unexpected happens, 

) 




b. 

-

c. 

000 could undertake a top-driven activity to reduce and eliminate rules 
of all kinds. Past efforts failed because the Secretary or Deputy Secretary 
weren't deeply involved; this will take their personal time to be successful. 

Note: This principle also argues for elimination of all head count and 
hiring/firing controls, but that may conflict with the Clinton plan to reduce 
federal employment 100,000 by attrition . 

• Develop performance measures fOT all federal programs 

DoD could intensify its efforts to develop and use performance measures 
everywhere. Some operating commands (e.g. Air Combat Command and 
Naval Air Systems Command) and agencies have been using performance 
measures extensively for years. The DoD Comptroller's office could collect 
this experience and publici"" it around DoD, while they continue their effort 
to develop measures to comply with the federal Chief Finandal Officers Act. 

• Devise a budget that specifies performance taTgets and rewards agencies that 
exceed thos, targets 

DoD has been using this approach, called unit cost budgeting, effectively, 
as noted in Mandate for Change., in the warehousing activities of the Defense 
Logistics Agency. 000 is expanding unit cost budgeting. 

Overhaul the Civil Service system 

Mandate advocates a bill 10 overhaul Civil Service along the lines of the 
special authority the Navy has had for ten years at two bases in California 
(known as the "China lake experiment"). Much of the overhaul will have to 
await passage of the legislation, but there are some things that could be started 
now. DoD could delegate a number of personnel authorities to installation 

- and activity commanders a. noted above, and could ask the Office of 
Personnel Management to delegate its hiTing, classification, and certification 
authorities to DoD, in accordance with Mandate's proposals. 

Negotiate. "Grand Bargai,,' with federal employee unions 

This will require Presidential action. DoD on its own can mlnImlZe 

layoffs, but eliminating them while the budget is falling so sharply will 
require government-wide policy change. (e.g., transferring displaced DoD 
employees to other agencies). 

2 




d. Establish Sunset law & commission 

DoD can move now to get rid of programs and regulations that 'have 
outlived their usefulness. As noted .bove, the Secretary or Deputy Secretary 
needs to lead the effort to get rid of unneeded rules. Some of the obsolete 
rules and programs are based on laws, and their elimination must wait; 
however, most are within DoD's authority to eliminate. 

2. To create an Enterprising government--one ihat seeks opportunities to ""rn rather 
than spend 

fJ.. Non~tax revenue act to create incentives to search for retlt'rtues 

000 already has some earning authority. For example, it can spend 
money from the sale of recydable materials, it can get communities to offer 
buildings and services in order to get 000 Jobs, and it can allow private 
entities to use government assets, principally land, in exchange for some 
benefit to Ihe government--usua!ly a building or buildings (hotels, houses, 
offices, stores, banks el aJ) that DoD People can use at concessionary rates. 
DoD has the authority to oudease some land and use the net proceeds to 
operate its bases. Use of this authority has been very limited. 

Use of this authority could be expanded conSiderably. Every base 
commander knows what opportunities exist at his or her bas •. They could be 
empowered to seek and exploit such opportunities. In addition, private 
retailers could be invited 10 set up on DoD bases in exchange for payments to 
the base. 

b. Creale an innovalion fund fDr agencies 10 barrow and invest 

DoD has long had a small fund for productivity-enhancing capital . 
investment. Some spending authority was simply set aside, and the Services 
were allowed to bid (or it on the basis of what they expected 10 save as a result .. 
They "repaid" by giving up future budget authority. 

DoD could move now to build on this experience, amending the budget 
request for fiscal year 1994 to set a.ide perhaps $200 million 0/10 of one per 
cent of budget) .lor such. fund, which could pay for buildings and equipment 
Ihat save money, and would also fund investments that would earn money 
for 000. 

3. To create 0 ,atalytic governmenl--one thaI focuses on sleering (or policy 
management) r.ther than rowing (or service delivery) 

a. Intrnduce a bill thai would cui spending for designated agendes, such a. 
Agriculture, HUD, and Commerce by 6 per cent a year, in exchange for flexibility 
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b. Create D national information agency . 

Neither of Mandate's spedfic propos.ls are applicable to 000; however 
the discussion under "Enterprising Government" applies here as well: 000 
widely provides services to our own people no million active duty, Guard, 
Reserve, and retirei! military personnel and civilian employees) that private 
entities would be eager to provide, DoD has done a little to get private 
enterprise to build and operate family hOllsing, hotels, movie theaters, 
restaurants, and child care centers, but has avoided a\lowing pri"ate 
department stores or groceries to operate on military bases. Much more could 
be done if DoD leadership wanted to, . 

4, To create an anticipatory Government .. one ,that focuses en prevention 

Propose "Truth in Spending" bill- ~eUJ Qcc(ing slds, capital budget, lO-yr 
project ions 

DoD could introduce accrual accounting, capital budgeting, and 10-year 
spending projections on its own, but the federal government would be better 
serv"d by one, not many such systems .. It would probably be better to wait for 
the whole governmenfto move to the new system. 

A different Idea, but consistent with the thrust of "prevention rather than 
cure." is using the military to help restore america's cities. II's too late to 
,prevent the Los Angeles riot, but not too late to prevent other cities from 
disintegrating. Troops could teach, train, help, and serve as role models, and 
help avoid the need for later policing and riot control. 

S. To creole a campelilive gavernment--ane IhM injecls competilion in/a federal 
service delivery . 

DoD has long been the federal leader in allowing private companies to 
compete with government organizations to provide services on military 
bases, This has been done under the OMS circular A-76, and has allowed the 
government to contract for work formerly done by 150,000 government 
employees, and save about 25% of the cost-about $3 billion annually. 

The A-76 program has fulfilled its potential. The easy opportunities have 
been exploited, and attempts to do more have ·stirred up • hornets' nest of 
opposition from unions and the Congress, which has legislated the program 
out of existence in DoD, 

There is, however, a lot mote that can be done to introduce competition 
into DoD operations. Much of DoD's operation can be put on a customer~ 
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supplier basis. The Defense Business Operations Fund (see 1., abovel is • 
move in the right direction. It could go farther, however, to free customers. 
Here are s£me examples of th;ng§ DoD CQuid do now, under existing 
authority, to inject more competition into service delivery! 
~ 

'Let managers buy nousekeeping and maintenance services outside if 
they can get better or cheaper service, and make tbem the exclusive judge 
of whether it is belter or cheaper. 

>Let managers buy travel services wherever they can get the prices and 
service they want. They can look after their own travel budgets. 

• Let base commanders buy design and construction management 
services commercially, in competition with the Army Corps of Engineers 
and the Naval Facilities Engineering Command. 

-Lei base commanders buy fuel oil locally in competition with the 
Defense Logistics Agency (DLA). . 

• Let base commanders sell recyclable materials themselves, rather than 
forcing them to turn the materials over to DLA for sale. 

• Allow DoD activities to rent their own office space in competition 
with the General Services Administration. 

• Let base commanders buy personnel services {rom the DoD personnel 
office that olfers the best deal. 

At the same time managers and commanders are being freed, DoD's 
int!!rnal customers must be freed if they are to have a chance to get enough 
customers to survive. We need to do the following to free internal vendo~s; 

- Free the Army Corps of Engineers, the Naval Facilities Engineering 
Command, and all internal vendors, from red tape and regulations that 
keep them from being competitive: 

>Allow internal vendors to sell their services throughout DoD, and to 
other government 'gencies, and to make a profit. 

To keep faith with President-elect Clinton's pledge to reduce government 
employment by attrition, DoD will have to limit job losses in internal vendor 
organizations thai lose business. One way is to give the affected employees 
hiring preference in the internal organizations that gain bUSiness; another is 
10 limit the amount of business that can be lost in any year. 
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Reinventing Government 
Legislative PrQPpsal 

Reinventing government will require new legislation. Mandate for Change 
proposed the following neW legislation: ' 

(Insert summary from Mand.te) 

Other proposals will come from agency heads, as part of their 60'day report. 
In additior" the Defense Dep.rtment prepar~d a legislative proposal in 1989 to 
simplify the laws governing defense procurement, civilian and military personnel, 
environment, and financial management. The proposal was Shelved, apparently. 
because of expected lack of support on the Hill. Many of the details are consistent 
with rein\',mting government. The 1989 proposaJ should be combed for pieces 
applicable to the current effort. 

All the legislative changes will elicit determined opposition from within the 
executive branch. It will take some committed leadership from OMIl to put an 
Administration proposal together. . 
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Q.INTON ON REINVENTlNG GOVERNMENT AND QUALITY MANAGEMENT 

Economic Summit, Little Rock, December 15, 1992 
ExtemporaneQus Introdl,lctiQn of Reinveriting'G.9vernment Panel 

I wa"t to .begin by asking everyone to focus on the topic, which is the 
connection between economic growth and changing the way government does its 
business. ~ 

, 
There has been a lo! of discussion lately around the whole jargon - David 

Osborne wrote a book called RelnventiDg'Governm~and another called 
Laboratories of !2emocracy, and he is, part of a, group of pel'ple - including Doug 
Ross who is here --who have been interested in the whole notion of whether you 
could not only make the taxpayers happy, but actually' improv~ the performance of 
government and the productivity of the economy by changing the whole way' 
government does its business. 

Now some' of this is as simple as the old-fashioned slogans of reducing 
paperwork and eliminating waste, fraud, and .abuse, and privatizing certain things 
or not or stopping certain subsidies or not. jlut some of it involves changing the 
way goverflment does its business. 'I' 

You heard a little talk in Senator Gore's, panel about changing the nature of 
environmental regulations from a command and control regulatory model to one 
in which we set goals, give market incentives.. land then evaluate results, rather than 
j'..!st trying to micromanage the process. 

. .' , 
There is also in government'today in 'various places across Ihe country a 

serious attempt to literally restructure the way gov~Tnment bureaucracies·. 
themselves operate, through a sort of total quality management approach, which 
our state government here has begun to implement, and which Donna Shalala has 
had great success with at the University of Wisconsin. 

So there are a lot of different concepts in the air here, but I did want to sort of 
set the stage by saying I think one of the things that it's obvious if you listen to 
everybody who talked today - whether they were Republicans or Democrats or 
somewhere in between -- there is a virtual unanimous consensus even when we. 
disagree about what we should do, everybody acknowledges there will be a very 
aggressive and active national government in our future. And that if we're going to 
have the sort 01 economy we want there will be scme sort of partnership - for good 
or ill -- between the public and private sectors. ' . 

50 today we have three panelists, who I'II ask to be fairly brief. Two of them, 
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Doug Ross and David Osborne will talk a little about the whole notion of 
Reinventing Covernmen! and what that means, and its various manifestations. 

The other, Ernesto Cortes will talk a little bit, I hope, about what it would 
mean to empower citizens, and how important it is to have citizens themselves be 
empowered. If you're going to have government function properly, government 
has to be able to hear from the poor as well as the rich and those in between. 

Folillwing the Pfllsentations 

You've heard two different points of view that in my view both have to be 
represented in our efforts to create the government we need for the 21st century. 
The most impressive things I've seen travelling around this country in the last 
seven. or eight years fan into two categories, I would say, First the effort to 
restructurE' public organizations and make them work in ways along the lines that 
David [Osborne] and Doug [Rossl described, whether schools or other public 
organizations. And second, the e[(orts to empower people at the grass roots level to 
have community organizatiOns. And when you see the two forces merge it's really 
stunning. 

The3e two points of view are very important to whether we can succeed. 

fortune Magazine, November 3D, 1992 

When I talk about reinventing. government, I mean it, big time. 

Meeting with USA Today Editorial Board, August 12, 1992 
(When asked how he would cut federal spending) 

A lot of the money that could be cut out of the federal bureaucracy is money 
that would be found if you had a reany serious effort to review the operations of the 
federal government from a quality management perspective, 

[He then refers to • Fortune article on CE. repeating story about four people 
writing reports for 24 others, each of whom thought the reports were for someone 
else.) 

I'm convinced that's the way [quality man.gement): how do you eliminate 
middle layers of management? How do you push decisions to the lowest possible 
level, to empower your front-line workers? How do you engage them in stopping 
doing things that no longer need to be done, or in saving money? What kind of 
incentives can you provide to do that? 

TI:tat's what needs to be done in the federal government. There's a lot more 
money to be saved in that way, following the business example, than by just trying 
to find things I could find on my own to be cut, 

I belie"e in entrepreneurial government. 
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pf(l~eding, j can't answer ahypothetical," Myers said, 
One big question !t1e national media will likely cen:er an In tha days ahead ~ hOw l:1fcrrneo Clinton 

~va'5 01 the Baird problem befere he decided to select her for his Cabinet Tt9 President in a s:alemenl 
early Friday. blamed the episode on his j~ansition team's iaih.m::c analyze fulfy Baird's dIsclosure thai 
sh\) hired t~e i~e9al immi9rarliS, Clinlon c:ddej: "Fer thal I lake full respon!}(bi!;!)!,~ 

o 	 Pr...ictent Clinton i& expee1'ed to mO\l~ swiftly to armo:unc. a fepfacement to Baird. report White 
HOU3e end Sei1ate otfjcjal~. W;",jle HQI.;:,e !pok.e~'tromafi Dee Dee Myer5 :said Clinlon wou!:l name 
ano11'ler nomi;1ee 'soo:1," out not necessarily a woman, ~He dQesn' want lnis to fester 10\1 !ong,~ saio a 
303110' Ad;r!OI$lra~on otk:ial, ,e.,ccl'lfIjing to aSenate DemocfaticsOUlGe, a ne\'l$e~octh)1: VI';. IjKely :O;11e 
SO:;:;, and rt very we!: may oe another womart "Picking a man would send aU the j,yrJng 5'grals,' saia 
Ihe source, who thought additional Pf€$$Uf€ may be placed on ,jvriJe Patricla Wale ;Q change nt;' ,1lino 
and actepllhe appoinlmEnt. 

• fli~. IS Q, collective $iSh of re4iefthis mornln.g ffom Senate Democ:rats ovttlhe withdrawal of the 
BlIird nomination, lepor: DemOCfotiG Hm w ..J[(::e~. i\ccording io a Sena:e \M~ocratic {)Ot.lfCO r;io:!le to 
tht: process: 'It oecame c:ear ~'le Adml1is1ration wou:d s!a~ij by nei as long as 5ns stayed in, blJllrom 
1M Senate leaderShip's pefSpec~ive, s.'1e made 11 mucn easier ':If wlttWra\'/lng, Asked ii the signal was 
se,t by Ihe Senate Democ:ralic leadership yesterday lor 6a,rd 10 p~1I ou!, the source !esp.mded: "No 
COT1ftB"t" ACCCfai~Q 10 the source, members of the Senale Judiciary Commiltee were aware ol her 
:Jr:)olem of r,r:ng I:!eoai aliens prior to it hooking in lhe naticnaJ media, but "lhere was avaryir.g: Or-;:;io.1 
about how importanl it VIas, But it was dear there would DQ a problem,,,ard WQ,,;lj fl3qllire ;r.q 
Adminiitralion 10 expand political capitaL' According 10 the "OurCI); "She probably could r,av& besn 
approverJ by the Commiltee and the Se~ale, but orly '1IIi1h !h~ e:lEpenee of co:1~ide~eble poFliceJ capaa! 
by the PreS[denl." Anoll1er De!i!ccrat1c S€nale SO~fCe aCded: • A lee!:'lg developed ,es:erday thaI \00 
[Senate] A.epubiicaf1S were gOing ro pU:1 :heir sJPf)or: cl Baird. Nooody lJ» nete warned H:is to tum into 
a f~ase clthe Senata Oerr,;x;;a~s and t1e Gii,lton While Ho'!se d;ct;ng t18 wagc:iS 10 support a veiY 
unpopular caodida:e, This coa had to be 1'anlo.OO before illcok on a parlisan nature,~ 

• R."lttio bll<shOW$ afe at least partially I'l!sponsibl~ tbi the pubUe uproar over ttle Baird nomination, 
'oe.r...v~e a source in 1he De.yai'trr1.ml of Justicl7. Accordirg to fh.. eoUfCe. OytH lhvln,,! lv'll days. ih9 radlo 
wflve~ hove bee:'! luI! of tatl\ 5hcw~ di!!cu!!!'ing Baird'3 hkir.9 of illetJdl alien3. with ,orne vcmlfoentot{lt3 
telling ltler lislenetS to call Coogress and yei their angel. Wnlie lhe rapid (mYelcpment of opposition 
surprised those in the Senale and 8: the Wrute HOJse. ;nose :jst9ning 10 l'leir facio;.; may have seer lhe 
pr(!olem coming, said the scurca, ACCC1Ci:'g to a CNNlUS;, rOD,t..y ;)01: tak€" yp,sterday, 63 percent 
thiJught Baird srou!d flol be conlilrred, while 23 pe;cert Gisagreec, Accor<l:G~ 10 ar1 A60Washingloo 
Post poU lak.en ,cste:oa)', 58 peltenl oi :ro~ ques!iined v,Gposed the nomination. while 32 percent 
supported Clinton's seiec1bn, Tbe ia<;t frat th~Sij poI;s found such a small number Qi I,mdecideds 
:ndica:e& a ?\;blic WQ;'.,rr/(IrmQd of 11'o ';;;ue. 

o 	 The Clinton Oi3binet - short an Attorney General ani.1 UN AmbassatlQr - was sworn in this 
morning, During the ceremony. C~nton praise::! the Senate lor Speeding the coofi;mation$, saYil1g: 
~Today I am proud 10 presenlto you and to the American peq:;:~e a Cabinet of ta1enled, diverse and 
seast)f1sd ler,ders," Clinton said. "I am deeply gratified to t~e United Sta!es Senale ICI a QuiCk 
coniJrmation." only lwo days afte~ the inat;g"ralion." Clinton added: "I am read,;' to get le work." 'Yr'!: 
Clinton Adminil>trat:cn'lJ; iirs! Cabinet mfle.!ing was held foUow:in; the ce'BMony and recaptiOft 

• The pOlitical reality 9oin9 into heotth e4l'e" rdorm is qUite distinct from tnt' political reality its 
supporters must deal with after the tact. ac..."'CfC',rg 10 Derroc,ats ard Republicans who have dealt 
c:O$e:y wilh Irs ~5sue. Acco~d,:1g to \lfle Democ'aHc sou;cew!10 haS wOrked exlensiveiywith health care 
re:ofm ·egulla!ion. Clin:o:"\'s people ~ale talking aooul gklbal budgets in Ihe form of price cootmls' as a 
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proceed,rg. I ca:l'! answer a nypothe:h:aI: (ti,ers sa:cL 
One big ~u::'Stion Ire natcr.aJ meo,a wi Ilikel'{ cer;'er or in the days ahead is how informed Ciinton 

was of1.he Bair:l propiem before he ::lerjced to selecl t:e:, for ~ls Cao'net. The PresidEnt. In a statemenl 
eal:Y Friday, blamed lhe episode on t<s transition team's lailjr>; Ie .3:",alize Iii II)! 9aird's disclosure that 
sh~ hired the i~ega! immignlr;l~ C:mlCfl add&d: "For that, I take full responsibility," 

* 	 Pr~ident Ctrnt*n i$ ~xpected t* m*ve $wiftly to announct Ii!: fepl8«:m~nt to Bfli«i, rtport White 
House and Senate officials. W:1ite House spol<eswoman Dee Gee Myers said Cjj~lon 'Irou:d l".ame 
anotl1er nominee 'soon,N QU! nol necess3nly awomar, 'HI) G01;SIi': v.ant 1-js to fester too iO:'1g, ' said (l 

seni:)f Adminis!ralion official, ACCQlding to aSe1ate Demo:;:8Iic S:)Ufce, a np.w selectlcn \\iE likely :::ome 
soor" and :t veiY well may be: another woman. ~Pid;J:;g a mat; would send all :he wrong signals: said 
Ule souroo. who !houOtit additicnal messwe may be placed on Jud;;e Patricia Wale 10 change her mind 
and ac:ep! tM appointment 

o 	 There i~ a collective sigh of relietthis morning from Senate Oemoctat~ <>'Itr the withdrawal of the 
Baird flominatlon, repcrt Demc':Aajlc Hill sources. ACCOfdii1g to a Sens!e Derroaatic so.:rce close to 
lne p'ocass: "It oaca:r.e clear the Administration would sland by her as !Gng as Me stayed in, but !rOG 
bE Ser.ale leadersl:ip's perspective. she made rt mUCh eaSle!' by wilhd:dwirg. AskS:d if 11e signa, was 
5~t b~' the Senate Democratic leadership yesterday ror Baird 10 pull Oui, the source reSOOnded: ",\Jo 
rommefit~ Ac::;ordinij to the source. members of lhe Sp.nale Judiciary Commltlee were aware of her 
problem cl h:ring Illegal aliens prior to ii brea~jn9 in the national madia, bvl ~thare Wi'S a varyir:g opinion 
at::ou: ~r').. importart 1 VIas, Bul iI was d~af thsr& wculd be a problem".and would :squire lh". 
A~IrT'ini5lral:oo to exp"l'lG PJlilical capital." Accordmg tn the 30urce: "She proMbt( ccuid have been 
app,ovdfj by t~e COl1fTI nee aro t1e Senate. ptA only wllt"; lhe expense OT considerable ~il!cal cap:taI 
0, the President" ,c,nolher Oemoc'aHc Senate source adOM: "A feellng dp.veloped yeSIe:rday mat !he 
ISenaleJ Rep-.:tJ!ican& wele going;o pull lhei. suppod of Bai:d. Nooooy up here warded this to IU:Ji into 
a case of lhe Senale Democrals and lhe C'inio:1 White House Girding lhe wagons to supoor! a very 
~r,popular candidale. :r:!S cne ~ac to be yanked be~ore i11cok on a parl:san nalure,n 

o 	 Radio t:.lk shows areat leact jlartlally relllpOIl$ible 'or the public uproarovtrthe Baird nomInation, 
believes e e.OlJr:;l}in the Deparlmeoi of Ju.,hce, Ilt;X;OrQP9 to tr,e l}our:;e, over the la1'!t iewday!},!he radio 
waves have !Jeen :ul! of talK Sf1Oi:\S discussing 5ajrjs h!riJ19 of ,!;egal a~en$, wIth some commenlalo!s 
telling tt:eir li5teoers 10 cali Congress a:'1d vet their anger. wn~e the !apid oevelcpment of opposition 
surprised those in the Senats and at lha W~i!e HOLse. those lstening to t~eir radios may hays seen the 
problem coming, said !he source. Aa::cl(:::ng 10 a C~JNlUSA TODAY pon take, ye5~erday, 63 percent 
th:Jllght Baird !Should riOl be cor:.iirrr:ed, whil~ 23 perCe;! ClsaCleeo, Acccrc no to af! A6C,Washinoion 
Pnst poll taken yesterday. 58 pi?~,:e:nt oj those questio:1ed opposed !he nJmhalJem, while 32 percent 
ilupporled Clinton'\} ee,tection. The laGl IPat lhtlSQ poils loun>:, &l.ch a small n;.II;;OOr of undeeldooa 
indicate:! a public welHnfOlmec 01 th~ i!l~ue, 

o 	 TIle Gllnton Cabinet - onon an Attorney ijene,al anO UN Amba_o, - was sworn In 1111$ 
morning. DUring the ceremony, Ctinjon praised the Senaje for ~sding tre conlirmalions. N1iing: 
'Today i a;n proud to present 10 you and to Ihe American people a CaDinei of :ala:1'ed, (ivBffie and 
s€asofied ieaders," Clmton said. "I am deeply gratilied to the United Slate€ Senate :or a qJ'ck 
c<>nhrm&tior•.. cnly two days ;;,fter tho iOiluguration," C!intOl"l added: "I am fl3'ady 10 gsi to '.'1or:"'" The 
Clinlon Administration'!'; h~6! Cabimo\ ml'Jlllting wae held foliQWiog the ceremony artd reception, 

Q 	 The pl;)jjti~1 reulrty SoinS int(! health care reform is quite distinct from the pl1litical r~lity im 
su~porters must (leal Wlm alter the Tact, aC.';:Qf(jjf1g 10 Oemccrats ar:d RepUC:icar:s whO have dealt 
;:;oselywlh Ihe l-SSl:~. A.ccordif1G to one DemoClatic source wtlO has worked 91.tem;,vely wilh ~ealj~ care 
rebrn legislation, Clinlo.n's people "are !aJking about global budgels in the form of price controls" as a 
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means to :imi: overall hl;a:tr, cars spar.d;ng, "and tha: 1S the politically mora potent message going in, 
Sul the more '9Gpor$ bl41, t"1,:;r4 worl\aD!6 mEl&&QgIJ i9 loss popular, which is Q tax cap," Another 
l>!mocf41 w::c r~~ workej 010 heahh care !egj,lation agreed, adding: ''There::\ an iro:'1Y 10 'Ihe appeel 
;0: g.:r1e'1lr:J6nt-enioKed price COlilfOls] in that what 1& poPcJlar !jo;~g ~'1 can lead to revolt going out No 
one kn;;"I'JS nel1e; than Ihouse Wa'f3 ana Means Commitl'3e Cliairman Dan RcstenKrm$~J] hew ql,llCl<Jy 
the powerful momentum [lor a health care package] car: deteriorale." retening 10 lhe Calastrophlc Care 
bill passed, and lnen repealed because of senior cilizens' complaints. "There is a suoerfdal S+JPeal to 
a global budcet br.cause it ali",','$< polIticians Ie lell you that ihey Will control health care COOlS wllhoul 
raising ~our taxes.' acccrd:ng Ie one Democratic rou:ce, who warned that "thO): imposdion of a global 
budgl)t will ({leu!! in a far mer., d,fiicu!! poltt(ca! dynamic than wouid ha:I{I bS9f1 envisloft{;d al the outset 
of :he debflle,u 

One OUigoi;Jg Bush OiflCla! ttld the Bul!ehn thal ~!T'S easy 10 promise everyone fiaaHh :;;are dUring 1he 
campaign. btll anyone VIM &;rlOO5ly aClfocaloo ltv; Federal Goverrment jmposing mari\e1 decisions on 
Iha healih cafe sector simply h,asn'l b~n ;)a/in~ atlsntiQn to w::lfld events over !he past 50 years, The 
cvl1se~uef1r.es of t~2t [~jnd 0: goVf;'nmen: contro~ are poor ClU:lJ:Iy, poor distribution, and waitinQ Ii~es.~ 
AOemocraticSGu:ce oescribad 1he o::lHlca! mOve:ilfli1t toward ~pendino controls as "a case of a cef'Jine 
public near. leacrg 10 a/l honest poH;'cal Qllar! leadi'19 to (I. hope-less P1€:ss'" Tha sOI,;rce as";ed; 
'SllPpO$R in a oorl~in jU"~E>dIClio(' yOU have leach1;ld your Igl9bar t.udg&l] :ii'iit cn kidney transokln{$, am 
Iher the ,die gir: at the local church hat' kidney di(l:ee~e. :f lhe to#'1 fi~oo up !l.f'O rJi3e:J lhe: mone, :0 

sur:pcrt me op€ration. are yO~j gOlng to ts;! them tha: l~e opera:ion 'Nill r?J tie ;)efrp~te,1? AglOM! budget 
sounds line until you 1001<. at it aM see wha: klrd: 01 acurlB,llment :{ reptooerts: 

o 	 The Wnite House "'eased President Cllnlon'.dedsl~n notl<> continue fiXe<! deflelttargets at 7:30 
Isst night 'in order to avoid the Thursday evening network neW$.' accolding to one hl9h-pJace<! 
Con9r.c.c.io-nal source. -: think ;l: was very sm.art of Sl..phar;cpotllos. sinca Iha: is not iii s-ubj..d :hOJY 
would hays wan:eci the eV6ning ;'lom !v &))9no much lime with.' enid the eourJ;ij, "'nI.taad. tomofrcwr's 
tlct:Qfl:l witt', ClinlGO ~ignin9 ElI.ecubve- Ordere co ahQrt;cn right' 'lYil; dOf"'lI'1e.te Fridtty', telev!tlion ne--v, 
insteaC 0; de-licit ptoblems.~ Tne source made his commerts PfI(l~ 10 iOday's withdrawal of Clinton's 
nomlnatico 01 Zoe Balra :or AilOmey Gene:a!, which wi; nov. share Friday'S network news shows. 

o 	 The upcoming meeting Of the naMn', governors with President Clinton on February 1st could be 
an "early sign of how he Willla\' !tie ground work for hi' Stale of the Union speech, economic 
pr0tluMI, and new federal bUdget," according to, a feadlng governo(~ aide, On January 31$:. 
.:;:)r(foident Clinton will be hoo!ing his frrst Slato Dir.no(>tradiliona!ry wj~ 1M Naiicn'$ 9(1V6fi1GIS &i!'}C-l'j lI1sir 
mid-winter meeting i, alway3 at thi' lime 01 year. The next cay he wi!! have a bu~ineN} meeling with lhe 
GovernQrS anc the major subject is scr.edulea In be neaAh care. 

Acco-rctll1g to lhls ~ource. "This I~ a .,ey time w!1en the f';-ssldenl could really use this ffiOO!:ng to !ie-I? 
lay the groundworK br prC.J05a1S Su(.., 65 an increase ir; the gaso;ine tax, caps on lisi:ig neailh ::are 
e~penditUfes, and l:;:.gh budge: decisions. : (",ooe his staff does {heir hOmework W,th scme ,ey 
De:"locra:c and Rep,bl:;",3:l govemo;~ or: these mailers. Afiho\JQh Mark Gearan wil! be extrerr:ely busy 
as Dapl..~J C:"N'JI of Staff. i am St.,,!> haVing 5arveci as j'f;3Cbr of l:te Democ'atic Gcver:lorn' Association, 
n~ i$ QWUf~ oj the poiential of !Ii;s mooiii1£;,B 

THE CUNTON TEAM: 

o 	 HHS S5I:,ela,1 S'alala', new ~plef of Sla, Is Kevin Thenn, '" Bob Hlckmonl is "peeled Ie be lapped 
10 !Iead congrass:ona: alfeirs at EPA. HiCkmon! is an attorney who previously worked br Senalor T:m 
Wirln ano' at the [Jemocra;ic Senatcrial Campaign Co.mmiUee .." Neil Dh-ilion is e}.pecled to read 
cor:gressicna: aflairs ai the Department "I Transp?rtation. Dt'lJon is a iorm~r administlahva assislanl 
to Flap, Bob Matsui (O·CA}. '" Ahw 6)(pl>ct"d io land al DOT i$ S:ermtrd Craighead, sooihem political 
direcio" fm Ihe Clinton ca~paigr, and 11 former Democra6c Na!Km& CommiTlee ~aller, $Ollfcee 3a}' 

http:dOf"'lI'1e.te
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SAMUEl.. .J. DANTONI 

(j"i/.d Sial.. 

'Us JJm'''1J &.-A"..,/' 
Octobel: 113, 1992 1n!. Ct.!"",.", pl." 

2600 rflt. '[~!.'"i''' -Au,,~~ 
The :]-]onor,7tblc William S~ CO:)Cli 

1'~141' ..."~"I"', fly;/. OillnQ 

u.s. Senator (UN) 757-5116 

623 Hart ))l..l.i.ldinq 
\·}ashiNJt.on :). C. 

"Minority Chnirman of Overstc::ht, Comn).i.ttoc 

Attention: Sti?lccy lIughcs 

Dear Son;') tor Cohen: 

As YOLl will note, 1 <'It:'! CIT' t\<1min:stn:lt lVd L(lyj Jl:c\tj'C i\ssigncd to the 

Of:ice of !1earings and !\ppea.l~~ princlpal.i.y en\lagcd J:; hearing 

"appeals by clainl811ts fo~ dis[lilil.ity benaj'lts. 

l\p, you \.dll furthc.'C note, out: hC!t!)-Lnq officG ir'. locatocl i.n 

Camden, NJ nbout ~S :ninutes [rOll]' the clt-y or i':'.iladelprna ~\'hcrc. 

there is also a llcaring office. 

Nithin ttll2 last 2 YCc'lrS, the If,'-1JO:-':~Y 0.: t.he J\'tdge.s tht'ougho',.\t t~e. 

country have been o.r.der.ec1 to trave':' ,to vaLlOU::: pftrts of the co'~ntry 
to hGnr C<,\S(H1- ostcns.ll:-.:'y to (lSc",::',t the: host 8~fiGC in thG1_l. hack log 

of Ct1.SCS. 

The. rcspl;:n(db II ity for thr, :1!:;~~i(J":Il1(1nt: (l( th03C CCiS0S ,; s. tlnd hliS 

been 'that of .:To;:>e Anglada, tbf;: Cll~{/f f\(~i1Iill.i.strativ(~ f.,ElV; Judge, 

situ<'\ted in Ar!.i.'v;.lton l ViXCjlJe,lC'l, 



f'lovm into 

C(\lirOI~rLlfl, j",he ~,~t;\t.n or ,.I,,::,hi.:,ql:0I1, etc. ttl ~1(~[\r 

r;nf;(::; tn tkil(', r.lfrjc(~ "ji; idl L:; o::(\(!\'-;,t;;I'C(;(j ;\lld Il!n". 

it ))<'lcl,1.oq :I:: l-;fl:::l:;'-;. 

2, 	 At: the :,,\J1\() !:Jmc, til(, ;!:'dfJj::~: t'\:nHl !'jdl ('tlll1f]C:' (\j:f(r:(, 

nbollt ~~:) minute:" frnm tho P':ili'\'I(;tr1)1:,n ()j'l"icc! (lei) 

0[( i,co: 1:~ tJ)r: ot;\r:r ;,;t(\t(~ ~"Heh f\~", ili,lpp0nl.!1! (:0 r'i': on 

u:y 	 1,,);;!: ITLp Lr) 1'1(11:1.;11 C;n-oli.n;l, triC 01: I',ll): ,J;,:;Jr,:U:; 

ofr i ('~ <" - V0.n:: I)c U)(J ;-;(':1\ \: 

\-!!in.lcr \.Jhy 'I ','! :\ :'~ ;" ::;' t 


w,i,Llt. 


,. 
v()~:cheJ: ,.,. ,i,Tl'Jd! ved ,~ n th,');,\(.: ]1\;\!:1:01-:" '::(:\1 Jd c:: :' : ; , I ,!, r: ~'n 1r~!:0 th ~) 

1 , I.hund:~[~d~,; (;1' t\lc)u~:~:\nd::', f' r dn,U,:lI: d I \: 1 llh' yhi: tllr: IIi I. J i_()n:~ 

;_'\)()V'; (leIner'':, r.~:n::I:! 

lr:ci\t;_nn;~ .'Inti ~\ rh:rpo-;';:~1Jl unt!C:L':';,~dI'Ci!,!<) ;,11 '>t:ltL,I' lJI(;:\:.;nllt:. 


I.:: t'ill"Licu!;\rty :~I:"lC n;, Ui(~ :;c<~I:~'.t{). L'-'1::fli,:\r,J\'Jlll llr:'IJ;c. 
 J t '" 
':llrmL:-:c,.l tli;)'.~ j.ll :n,\ny Cil:;(;<:, ~'1:";'-\i"(Jn\1l('I1l::; ;ll'f) lln,~(; llrd: on nc-ecl hut. 

on v!l1n ye,,\ 	 knr:-,u, 

http:lcl,1.oq


In many cases where there is ovcrstaff.ing t Judg@s are forced to 

travel because of the lack of a worklo71d, 

The. aforesaid matter has been the s\.\bject of discussion with the 

Administr"tive Law Judges fl.s!\ocitltion and I am nuthor.ized to state 

that tha!y nr.c supportive of " Congro!';sional I!1vost.igation into this 

mat:ter which if not. corrected wi,~,l have a tragic impi'\ct on the 

Social security Trust Fllnd. 

Most 

'. c:><0"z?//·p, 
SflmuC! 1 J. 0,\ 


Aclministra Judge! 


cc: The Honorf\blc Senator Cnrl Levi.n 

The Administrectve Lnw Judge AssociatIon 



· , ADDENDUfl 

slIgr,ested that in order to mensurc the !IlOllumcntnJ scope of this 

waste, that you procure the records for Region 2 (New York Region) for 

the past ~ years, The mOnDY spent o!': trflvel to undcrstnHcd offices 

wiII he staggering. 
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3/3/93 

To: George S. 
From: David 1<
Re: Attached articles 

I was moving a storage box from my basement (which floods 
frequently) to a safer place and came across a number of these 
articles about two --related -- subjects that seem to be 
priorities of this Administration: 1) IIreinventing government" to 
eliminate needless layers of bureaucracy, and 2) Utearing down 
the Berlin Wall between labor and management. II 

Unfortunately, we may not want to cite the Bureau of Motor 
Equipment as an example of reinventing government. The deputy
commissioner whom I mention in several articles has since left 
and become controversial for personal reasons unrelated to the 
experiment in worker self-management. 
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Employee respect is -1 
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A lIP ~!l'iuiItt~ ro)t "111'1, {~n t~£u • 
IMiI«!r Wliq:: ttl fUI!~ ~ "'JW ft~Mt Int,,,, 
AlWIlI<iIU"~'" 1II'.III'!'QI1'>C1irilJ.~ 

/'Md"..rt II)' PrortJl'_t• ..w. I 1~r1'WIl .1Id•• 
rtull,'Ij! ~I Wnlt ,~. 1'I.f<Md""..dt, '.how Idl i>ctr 
NIk<.'t ,nd !b:il'l' I"'tll~ iJI)iJIl<m hi I ..~ I~ l!) 
, • ..,.. Jo\rr AI:IUi<_ wd9 "\<.tIl lII<1 >MUll" u.. 
.....1(~"'lII'Oi I«r f<\tPOfIt. .._lIItII'!. aDd pt!'." 

i 

SI~J!'\f$ ~.I., II b.~ <l'I 1M'F"OPI'*IIk1. 
tb.Il~.., IliIff qUill!! d~~ '>II \b~ <:!)mJ\jIL· 
!Milt liflll~ ,.._rt,.... TIL"I. *1lI' arlwrt!.."",n\ .hl>W" 
_ •• ",11<1 .sull'.bTO!I....," M! Ihe « ...... pl.,N~· 
"¥<l\I WI rill, 1M F~ n... If !lun,.-bIII i\
Uim wpi _..kI!c 1!Jht' !'lI.Mr WIIUllertillJ r.. 
1~f1l Olh« fmr!t~<lb<1M\:nf 1M Ujlt ltd dG'wM Iif 
Ih. Amo"",," &JI4 IW ... try. pr«ltI/I'Iltc t'Ml. pri4f 
In ill.i, '*'I'" p"""...L, ..1i ...~n m(NIIl( I.!o!l, h.,!:'"" 
... !btynull! _1<1<1. !.tum. 

~ clt.rin.", told "i1.l! 1ft <elIIlIH!IU;htr 111.'1 
!It. !IUd to "U t\~<)1.h11lt h-m pml!»l\tlll mld,
d_ to ,,"" toQlfTh M _ M'IM'iIl!\f'fl),kp1;t,to; 
<W"""""'r, "01 RNp~ ~lrn:dllll. 

dtolill1 tt.;4tfIMp. ",e ~ nMlty ~~I'~" 
~.""""" IN" t.... ~ <Offljlll.Rln .11<1 Wr .,"ntry,
.... .,.....IIMIltl!l dppefJd. "" d\Cllil'fL.". """ 
d......d:c. OIIrth,"\·Un,~ 

"''bin me fIlIUotI'J lr.ei", .....Illli£r \ll:W1/. IIIr. 
if~ )'I••If",. QtOlW'" ohU\herq!(l """""'" II no 
"'flcluy rL Itl~ ~: 1MN ml1 nnlllb "" _ 
trllth i~ L". <>14 lIfY"': \hal whir. p:>d ti.r ~: 
Mown it p>d fa< _nt.. 

! 




Labor's New Organizing: Not Wages 3ut Power 


By Da",kI KIlO"" 
~...,~;'I!ll!:pt..I!.y~

ill s,.,...,..... ~ I 11_, MI:M 
~!.II ~\.. tv" """"1Uti~ 
Illy U411'~ in .... ~•• _ 
kiDd "r j4bqr Q~;" tnehtq 
• 	 ...,,0"'" j;lMiluce, 

Wlt.ll. iu ~I'II~I' ",""lIath 
~~1..II.d«1Jm.".'n4~ 
Q)4 ti11. w.:w l!Ii'I'O'UM"t ~ f\D&Uy 
~ orpJWI:Il1J ~.. dl.lIt 
.JIfM4l lei ..wtan '" lb. :u:...",.... 
ia,"'r<1e. ~olm._" io
dlldlll, lI..th ",an !u,llh.., 
t4UQti.t>.!I.d ~w.Uruo.. ~ 
_pam... .....u ,_, w ba.n\r.t.. 

Tod.ay'. ,*""'($ OIIdOr ~ 
u.w .. ~)' <ill!".Atlt A?, 
~ l'AI:D U- of ~i<i-fub.iu""If_......-n. 

'Whll. Qki·~ ~n 
-....q _!I.IU.I:o, boo\U~ "a.c- _ 
l:>t.w&t.I, u... ~f4fpt;tUlltt..uo 
~~t'-._ 
u ~r~l"I:UIUti...,. 1>«'I.Ip6tiQn.aJ.
w"ey, U1d tb.lI Uft'P'tC't ,If \I... tKb. 
~.. " ...... jroM. WWlot Indluowli 
~iw UOIW:!lad UI ..I....,.", r.. 
t.~ .,Ih til" lOmploytt. i/Ott· 
¥'!Ql M<:t4t' \l.I1IOIUm\ a II:IOH II~I)' to 
oi'l'4!' ""Irh""" vel.:. b tIa'Ylwm" 
I.h.t.A " b«n:I" "'\lb t.b. '-. 
1"h.~'~.. _tl 

fffII.IUW!( MMot >tr$rhn- 00_ at 
" ........uc ilia lLbor""'....O:UOl\t lIN 
IQtth~I){~t4ol,"",m' 
boon ~woo ef!.t~ 0( U!.O _fll· 
..... , ~....,........ , V'......."t .....h,... 
~!:I _rt,", IOrui .ml'llly> 
_ 'ftl?Ul.r ""'.n.'y\l~ iMu.< 
tn... n. I.#Ip...:; 4f Ib.et. l4y<1tr. If 
1'II!lad<t<;l lA I!M .t.dl... '" ~ 
i&bol'. QI.mbotl"!lb,ipan!l~ Tod.ty. 
'.he ~o!U ~a~ .""'" II PI'" 
cotnt ..fUl. WIo~ r"",,.UI~ "". 
b.illh IIf ~,!. poIlU...< Ul \953.n." I~ 11.1.". _!I. II !:IJtwn("", 
••IUI IrI lb, modiClOiUll ~mr'Q of 
1lIli01l: ~1ll- UrJiJu, ~ 4«. 
~ ..0.11: ",..,.. -M_Uu illd_ 
mal ",orlnn ~ _1"«:f:01l.... t4 
orp,nmOIJ cac.pa;~. "aau &n 
lie"" n.'tI1I1J r.h.1l' tH.lAfll~ 
*114 wwlQo. _to, ttl*i&llT 
hultb-c&1'll ....ab.. 1m, ~'n .1 ...1e&J 
a.nd pn,Jtr.I.l'C'W t!llp!(I;'_ 

AJ>4 '--~ 4! i'Iatd tw... il)
II... ...,. iM...try, ·_uI'anune, ....".1"1 He 1n<T1l"'lIC t.ad\I.I ..r 
1"IX'1o"1J riI" bi>&t by \U\""';flllt: ~~. 
fOrdiolJ UI Chad~ lI-kOon.i!d,_... 
t.ult to) tw. "i~ (It tb. D.part. 
m~." or O,,:aai:llljf ."d F'.1d 
So:!"VI~ o( th" Af"L..C!O. 

In 19l!1 _ (M ;:::,," ~, tn... 
fot "'hidl ""mpr..w >t&".tl~ &MI 
.~'-lI.tll. _..rue,"...-e" ,n P"l"",l)l 
of III nprU.lIUUOfl ..1.,;t\Otll 
arno... ,.m~ ..wk.... ':Or>paro!'Il (.(I 

Ql"lir 3:9 poon:~1"Il ~IIl<>1\C 1¥!A1I~' 
'~C worb,... 

1"'h..t .u,uue o.c'tl.l.f.Uy "mkr-n1.l; 
mnu ...,. WllOM' .~ .&mOIlC 

"!"VIM *"<'\.Or wtI<h" \!.tq1lM ~'1 
'I"IGh.l.d. only tlK\lm\;l l"lIlIdu.:u.i 1ry
tile :"J~I'''''''t ~bo~ 1tI!1.li" .... &&rd 
but tWIt OfpnUl"C "1~lQn"'" _"C 
pU<'l'\l;l;a~1 fmploy*". ",h?tt" 1\'<>1; 

tt)v,rroj t.r tl>!t ~. 
MroIlY al L\cO!"4...uliaCtao-"-IIJq"" 

M'" -.1 ~",Iuk!t 111.00 ...!"VI,!!l 11«. 
I4f ,...... t\m ","rf~ <I"n.,,~ th. 
\%0. ~J'\" 19,0,. ill "'''0'' dnvt. '" 
puOlj~ $<~llyJl~=.tId .0:1.1<1 a.w;I. 
local J!lv~!"T\tln:'IIu.- AI Ih'7 <WI.'.,,* t.&<htl'1l, _tal "'O'''n. 1>. 
br,n..... J.M. uU!.u fO""",~1_Ilt"" 11"\4 ""tMi~ ClIlplOl''II'I l1li'0<'<1 
In.rm:rd h""!4 ."",,11.1 «0", r....- pJ'\. 
... tl(ll\ ,r ",hlu..ro;l., .'''P:.1..... 
"'ho "'.n dl'l;al"I'.-.i ,..,tII :hfirJ*Oo: 
111.\; ""I '1I'\~N~ ~1h tNl4illon.! 
IInlOA ¢<'1'atlm'llC" LU1.,Q, 

l.n tht I.'pst W>1Q1I or,"unn, 

vidolT M tboi 19Ma. lMN- thq 
lO,i).')(! .m~(I~ .. d;w ~ t&Q).. 

JNIU &Od tin ~4ChlI)' boqt.w. o£ 
tboi Uni ...nu,J' dC~ vo'-'<i 14 
\)// ~1Ad \I)' tr.. A.tI)tricaa
r""'_tl40 of SI-llll. C_ty, &a4 
Mwu¢>pd £1lIl1l~ lA.tSC~ 
aitoIr I ~ iJl ",bkh UIt \IAl64 
4i.mINuwi U$d)"MII1)( IJi& w:u...rm· 
'1'~ ~~ o( -"(iflU'''w
uret,. bu.nd. (I)f d,rlu.l .D<l 
bullJl, ~ _\1,,", UId. prof1"\\14 
1"or ..ro......t pt9tIIOUO# ~, 
tin !'or ~v.....ty tm\I~ 

V.mol) WMolwu, ..1>0> 4i~ tho!
"PJILtia( _~, MId. "1't.. 
_twl.to~uw_w..... 
ftbad th& fYWI&m .lid. <:mild P"I'tItW 
thl *'Irkut ...~ I ~_" 
t.Mu~~wII ... _ 

wnW il) lb, loU'f!*'It otp.l>iziltC 
~iCl I1l>Iitr "'.I)" ",,~.n~ tN 
illM l;'\tvffl), tII~ J'\umec 
Mill_ dwn. ""th ¢\~ (han ~,OOO 
.mptry... iu S48 r~l!t'.. HI'lMI" 
th. eour\l1y. F<:rt I 1'.... btli>n! til, 
"alll94'1II" ha,n. AflrCTO '.' 
_blft i.o.'-,,11oed tht Bhm), 
'IUO''', 1<;0>1:1". lMI<.alinl Ib", 
ptQbl,m.w ""tt. pn!"M~I<t•• !I.d 
""lrUt!.~t~ 

On. J*", 'E1 ond 28. USJ, ..n,H 
~!"I bI;~ ~ e.....ly ...1Ull
illl M=". A.i!houtll m~ ,."rh,.., 
~t 1M ,,~nlJ h,lIl" .arn4I'd IfllI 
Ib... 5-4.~""" Mllr, U!<f W\JOIU' Iw< 
:_ uT"tUtli pl')bl,_ wltb pootlttlf 
cu., 'ru:lu.dinl 1UlIt.Jnt&i!lnS\ "'"!)o
pI)' d",",,~ poo,fOOit, ,.,.dlu a.w;I. 
o~~t4ru.ut1l4" or tilt p"",nUl. 

Wltb ,u ,~pbuU OQ ~nue::" 
". ,.t>IIJ'\h,,,n ,-. thM B.vuly 
=rn'p h.u t/Hfi .alOnJ tII.. _t 
~....fW <1lIl~1I 1.n.... '" ft<fl"If 
)"t!lJ'1\. Tht :"11<11 WI,<}M '''''O\vN ;J'\ 
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Glenn's no'tas dallas you think 
tho .It"" in •• 

'. 	 :A"··r:~.-":-:-·""-".'·"t~-.-' .. ;'·'.~r i"''',l-' "', ~ \_:',_ • _" • 

As MICHAEL Dukalds prepares to_ 
a vi« preIi<Ientia1 I'UI1JIinfI ""'... tileconvtat.iOftal wUdom brands John Glean II a 

sate but. unimpiring choice, 
10 'act, _ Glenn. lea.s.n keynote 

speecb at the 1976 Democratic National Coo
YeIItloo to hi! ladtluster bid for the presiden
tial nomination in l'9M, the poll-Ucal rornmu~ 
===== oily ,OS yjew<!d tile 

David :ro:U!"'=: 
Kusnet ::=r:::-=~ 

theless. !ails to make 
==========~ ~~ 
Uon with the voters. 
, Durlng his pf'e$idential campaign four 

yean ago, Glenn was consistently unable: to 
in$pin- people as he had in 196t ",hen tbb: 
~~ hero of two wars became the 
flnt American to ortXt ~ Earth. For theM 
old eoongh to- recall the hOpPJul day! ol the 
Keaooiy administration, Glenn looms in 
rnmwry as one of the last Amerlean heroes, 
the dec<lrated war bffo and devoted tamil)' 
man wbo brought the values of m1all~town 
America to the new fronUer 1)( 'pace travel. 

Yet. In the 19M campaign as. in the 1fi8 
coftvenuon, Clenn was painfully (ncapable 
of communicating any message except his 
own .decency, celebrity and berolsm. wtUle 
hi5 strategists expected Glenn's popularity 
...ould receive a booJt from the: appearanc:e 
of the fUm ve~ion of the ~t seDer "The 
Right Stulf,'" which told lb.1! story of the 
,pact: program o( the 19603. the mQvie reo 
¢dved m.lJ:ed reviews and disappointing 
bel: office .receipts. Ironically, "The Right 
Stuff"" may nave l>etn tbt! 'W"rQI'lS stuff for 
Glenn's campaign 's1Me it fnne his pubUe 
image a5 the apple pie bero of 1961, leading 
many votet'! to conclooe he had done Uttle 
to distinguish Ilim.self in lbe two ensuiDl 
deeades:. ' 

However. despite Glenn', faUwu to 
move national audlenc:t3 J1m:-e biI moment 
in the: media ,Spotlight 22 yelm .' be is 
~quely qualified to present two compel.
ling message to today's e*torate. lDelud

, 	Ing voters who remember him from tOOl.r. 
history books if th~y koow him at all. 

The fint messa~ harmOJlWls with lM 
eentrll theme of Dultalds' campaign. Uke 
the Ma:=acbusetts govmlOr - but in a far 
more memorable: f;uhion - Glerm: has got. 
ten a glimpse o( a slJCCf:SduJ American 11.1
ture. Dukakis i.s about to win the Democrat
ic presjdential w:lln.1l'latiOQ on the mogtb 

) " 

of hJa cl.alm to .nave ~uU)' managed 
bill state.. transition from the ~ck 
et:Ooomy 01 the past to f.M bJp~tecb. econo
ml 01 U:le future, In addiUoo. Dukatb orten 
rtealll the memory of the presldent from 
Massachusetts who .ummt:ll1td a alumboe:r~ 
IDg natJoa to the challenges of tM: New 
Froatler. . 
- Glenn, of conne, can o-tter even more 

vivid testimony to Amu1ca'S ahUity to 
meet \be challenges of' new technolOgies 

John Clenn's 
struggle to defend 
the dignity of his 
craft should reso
nate with millions of 
working people 

and internaUnrull compeuuon. As the hero 
of l'rtsidelu Kennedy's space i>fog:ram, 
Cletm 1s stID remembered for ~g an 
America ltlJl\ned by Soviet triumphs that 
the Unlted States bad oot been CDunted out 
o( tile space race, Gleim was so reassuring 
because be so rt5Cllutely embodied old·fasa. 
iOM<! virtues, offering American! the- added 
:'loe"06e. of stCurity tbAt we Dffd oot sacrifice 
our national ~UJ while mastering new tech
oologies,' . 
, 11l.at sense of reassurance - that not on
ly America but Americans can survive the 
blSh-tech lutu.re - is the e.uenee of Glenn', < 

second potential message. one that barmo
n.I:v:s with Jesse Jackson's populism as well 
u Mleh.ael Dukakl.5' technocracy. Mls:dna: 
from tM rilm venion 01 "The Right Stutf" 
u WtU as Glenn's public penona is'the fact 
that be .and b.i5 fellow astronauts were tbe 
vanguard of the effort by American wort· 
en \0 win: some tol'ltrol over their crafts at 
a time wben new technologies are, <lebu
manbing.nd i:leskiltiog their jobs. ' 

As autbor T<nn Wolfe makes dear !.n the 
lxxIk 011 wbicb the movie was based, Glenn 
.and his fellow asttooaub were proud prac~ 
Utiorlfl't ol a dangerous aDd demanding 
trade: the military test pilot. While they ea
ledy volunteered tor the new cn.Uenge of 
space travel, they were dismayed that tbe 
Original job description for ~ first g~~, 

tIoo of Q-t.roq.auta eo1Wsted of llttle mIIft,"; 
__ eaplU!. 


of ... _ ... n.... hlghl7 


meIl. veterana or b;mdreds:':,~~:,~!~=,.:,missfODl!l. saw tbetr jobs 4 

test pilot to test sub~t - or. 

erent pilot put it. UtUe more than 

acan." 


Saodln. together IJ a "squad~Q: 
against the managmumt of Ule Men::u.ry 
project, the sev~ original alltrooauts;:.u,. 
eluding Glenn, who freqUtmtly functioned. as 
the group', spokesman, fot«d sevc!ral 
change! In the design of the ,pact: eap$~. 
with the gos.l of regaining the C(lntro~ tnat 
w{)u1d make them occe again pilots . ...not 
~ngeMJ. A wtndQw wa, imtalled; lbe·elJ.> 
cape batch WM redesigned to allow the pt
lot to open it from inside; and a manual con· 
trol sy!tem ..as added Uult could override 
tbe craft', automated systems, Tbes.e 
cwga were !)'IDboUzed by .a change iq,;
terminology as what had been called.....aiii.' 
",pac-e C&psl.lle~ became known as a "spat1'4-~ 
cra1t." , 

The Jlory of Glenn', stroUte to de(~-;. 
the dJp.tty of his CTaft should resODa te WUh .... 
million! O'f work.lng people ",be face ·tJK~: 
ptQSpeCt ol having jobs with high wa~7~:~ 
high H.ill JeveIs and bigh levels oI auton~mi .:

. replaced by jobs that are relauvely ro\lti9:; . 
~low-skilled, low-paytog and ovfl"$u~::';? 
v .~ ~., .. 

From lonpbaretllell dlJptaeed by COJl::':'" 
tt.inert%ation. to toolmakers replaced -"6""'1"'
computer-alded dedp pro<:~ to ,kllttd 
sea'ttanes supplanted by office computtt1. 
COWltless Americam can .ympathu:e w.!Jtl 
the astronauts' battle to win a -voice In ~ir 
future:!. Let atenn ull that .tory even tiO(':t 

and be might be<-ome a workibg dau herp .:::. 
of the 1980$, just as 11& was a natiOnAl ~ "::. 
ofUle 1960,. ~~.. ,::: 

The lesson of Glenn's Ule story iJ not ~".'') 
Iy that America (all master new techDoJl.b,:; 
Jies but also that Americans ean bi.tild:a f~' , 
ture lor ounelve'J that Includes U'le ~~"'T 
value:. from cur past, from the stren • .tlfor ".... 
our families to our pride In our crafa. A>4.. " 
that message of old values and lM!W~' . 
lenges Is "the tigbt stuff" f<lt tM Oemoeriii'''''' 
this year.' :' :; =:-: :~: 

. ........~" 
David Kumtt wa& a speech W1iltT fOT ,. 

Wolt<' Mtmdole and! ... J<mjJ Wu<t. ~'"." 
tate prtrid'tnt of the Atnf!nco1i Frdr@..,~ Q 

, ticn ofStale. COUl1ttl and Mun*cipal EMt~...; 
p(pwel. 	 • •.

• 
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NEW WAYS 
OF WORKING 

Troubled industries experiment with workers' self-management 

By DAVII) KUSNt£T 

EMil ZUI.LO is a wclderfot the New \brkCity Sanl!a
lion Department, After d~'(.'wt."s repairing garbage 


trucks, now he has the opportunity to help design and 

build nt:w cljuipmcnt from scratch. His work used to be 

routine, but now he fmds it SO interesting that, evt:n 

though he's rcaching retirement age, he wants tost<iY on 

the job. 


Tom Zidek was laid off from a steel mill in Cleveland 

where he "Oc\''Cf found ou{ abvut decisions unll( the day 

[ lost my Job." Now, he works at an experimental sled 

plant where workers plan what they will do before each 

shift begins and can leam every skin in (he plant. 


Williarl1 Baldwin has years ofscniority at an auto and 

ttuck traol>mission plant In southwestern Ohio. After 

fears of working in an environment where the forc

man!> word was taw, he's now part of a sdf.man.agin~ 

work team. "We knmv Otlr jobs, we knmvwh;Jt has to he 

done, and we do it," he says. "Jt5 a good feding," 


Zullo, Zidek, and Baldwin are part o! a new 9.-'ave of 

c:xperlment:ltion sweeping dozens, perhaps hundreds. 

ofAmerkan workplaces, from bask industries like auto 

and sted to service sector ;:;ompank-s like the tclccom

munkation.<; giant AT&T. 


Growing numbers of workers, managers, government 

officials, and academician", arc taking a critical look al 

the {radltional patterns in American workplaces: over· 

supervised workers performing fragmented jobs with 

liule, if :ill)', voke in dedskm making; managers pn:oc· 

cupied with maintaining total control over worker!:! and 

work processes; and the entire enterprise locked into 

ho:.tile iab,)r·managemcnt relations and outmoded 

ways of working. Just as the movement for education 

reform has led to experiments in school-ba5ed manage' 

mem, where teachers gain &reMct' professional auton· 


David Kusnet Is a free-lance writer spe;:iaUzin.g in 

labor and political issues. 1'be autb<Jr would like to 

thank tbe Work in America Imllfute for its assistance 

in researching tbis article. 
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A u'(>lder elf ,'lieu: York City's Sanitation Dep{irmll.'rll 
works on a pari for "OUt Rahy"-a n1use 1I••agon that 

he and olhif!' u·'Qrilers designed from scratch 
and mdl is now tbe model that pritxl.fe t'€ndQrs 

are required to duplicate 

omy, ('ffOth to increase productivity and impron.' 
quality in otherworkplaccs-from factories to offices to 
government agcndcs-h:l\'C also spurred expcrimcot:l. 
lion in labor-management coopera(ion and a stronger 
worker voice in decision making. 

Most of the experimentation has been prompted not 
by a sudden corporate concern with lrnpro\'jng the 
quality of worklife but rather by the new reaUric:'\ of 
foreign competition and high technology. M Ray Mar' 
shall, Secretary of Labor from J977 through 1981 ami 
nov.' a profc!>SOt' of economics and public affairs at the 
University of Texas, has warned: '~erican busincss is. 
losing its competith'e position in the world e(onomy at 
kast in part because Inadequate W()rker invohTnlt.<m 
ha.... resulted in misguided and uncoordinated manage, 
men{ and economic poHcies, which have placed our 
producers at a serious competitive disadvantage," 

Now on the run to dose this competitive gap ant! 
a\'v"are that the new technologies require worker, to 
exercise ;a high degree of discretion on the job, ~me 
American corporations arc taking lessuns from man ..ge, 
men{ techniques th:u seem to have succeeded in japan 
and Wesfern Europe: "pushing decision making dmvo·· 
within the organization from top executives to tht.' 
workers themselves; eliminating unneccssaty la)'~rs ur 
middle management; and giving worker'S a sense [hal 
thl.'Y have a voice in policies and a slake in [he SU('('e_'~ (If 
the enterprise. 

'Ibe American translation of these principle:; usually 
falls under I)oe of three headings: 

i) Cooperation at Jbe rop.' Few, if any. AmcricUl 
corporations have adopted the Western European 
model of "codetemtination." where vvorkers and their 

~ unions have a decisive voice in decision makingon sll(.-h 
fundamental issues as iovestmem strategy_ However. pat

~ ticularly in the automobile industry, Amerk'an unjon~ 
... h..\'c begun to win a voice in corporate decision m.1kin)(i that would have been unthinkable even a decade ;t~!i 
o following the much·publlcl1:ed seleCtion of Cml~<J 
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Auto WQrk(rs (UAW) President Douglas Fl".lSCr to the 
ooard of directors or the financially troubled Chrysler 
Corporation I..n 1980. the UAW has played an increasing 
part indecision maklngbythc big three autocompantes . 
on such iSSueS as designing new models and the \YOrk 
processes that will produce them. 

2) Empl(;)'ce Involvement: While what Profe$$Or 
Charlc~ C. Hcckscher of Harvard Business School calls 
"cooper"rion at the top" offers unions a wnce in major 
corporate decision making, programs that have been 
variously called "Employee IllyoJvemcnl" (1St) or 
"Quality o(WorkUfc" (QWL) offer rank·and-Ctle workers 
a voice in how they do their jobs. In the big three auto 
companies, major steel companies other than USX (for
merly U.S. Steel). at: the tclc<."Ommunicationsgiant AT&1: 
:l.nd in other companies, rejalivelY5maIJ groups ofwark· 
crs and supc:rvisot'S-usuaIly from ten to (>\'enty peo
ple-bold regular meetings to thrash Out problems 
ranging from poor working conditions to Improve
ments in quality and efficiency. In unionized work. 
plact."5, these programs are intended [0 supplement~ 
not substirule for--coUecth'c bargaining and thc griev
ance procedure, with EJ and QWI. steeringclear ofsuch 
i5$ues as wages and benefits or violations of the union 
contracts. An estunated 2 million American workers 
participate in £1, Q\l'l., and simililr programS. 

3) Autonomous Work GrOups: Perhaps lhe most 
visionary of these innovations is the "autonomous work 
group" t:on~istlng of employees who naturally work 
togethcr-for instance, the workers in one department 
In an auto factory-and who are given the authority to 
manage themselves through consensual decision mak
ing. rather than t~g orders from a foreman. The Work 
in America Institute, a rcspected, nonprofit research 
center on job-related issues, uses the somewhat cum· 
bersome phnls<: "S(Xi(Hechn(ca) systems" to describe 
experiments in autonomous work groups that combine 
the social needs of employees with the technical needs 
of the organiution. The insthme estimates that some 
200 cQmpafllcs throughout the country are experi· 
menting with "sodo-tcchnicaJ systems." 

Of course, many businesses ha,,"e not join<.'<i in these 
experiments. As the WOrk in America 1ll5titute~ Mlchae1 
Rosow observes: "Certainly, at least for Americans, 
change of any kind is a major threat. ~ are at a stage 0( 
the most accelerated change In human history-social 
and te<:hnolvgical--yct we're all pretty much resistant 
to change." 

Rosow notes that sharing decision making with work
ers, particularly experiments with autonomous work 
groups, not only goes against the reluctance of ~ost 
managers to share lXYWer but also defies a century of 
American management thinking. -virtually aU of the 
American Jndu$trial system dates ba.;;i( to the tate nine
teenth century when tll<l!lllgement thinking v,,'aS domi~ 

ruued by Frederick 'tltylo~ who advocat.«1 bre-olking up 
every Job down to its smallest component activities and 
imposJng total management control," Rosaw explains. 
"'Even now, there- is a trend in many industries, from 
computerized offices to $(Ime secton 0(manufacturing. 
to dc-skiU job'S and supervise: work.ers in an e\--etI more 
heavy,handed w.ty," 

Rosow also notes that there are very real dUticu1tit:':i 
:associated with power sharing in the 'WOrkplace, These 
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Workers and malJagers ae this new 
electrogallJanizing steel mill in 
Cleveland "WeTe determine4 not to 
C()PYJapanese methods but to learn 
from them mId devise a system 
tailored 10 their own needs. 

experiments, he explains, can ..take a long time (0 prove 
they're successful," and ..there arc real financial cost.'i
training workers and managers, paying for additkmal 
employees to run the place while some at the regular 
employees are awa)'- at trainIng sessions .." Morem-'t:t;. a$ 

another expert on workplace issues, reUred Professor 
Robert Guest of the Dartmouth School of .8usinCS$ 
Administration, explains, self-management succeeds 
only wben workers have had the cpportunity fO learn 
about any new technologies dill are being introduced 
in their workptace_ 

D £SPITE mESE difficulties. experiments in all lhrec 
forms of power sh3rlng-<ooperatJon at th< lop. 

employee Involvement, and .ti.HOROmCUS work 
groups-l:tavc b<en _ted during the P"" d<adc:. 
And they rum: produced a numbefo("SUcCCSS storic:$ at a 
time when good news has been a rarity in Amerk::lO 
industry: 

The most atensive programs have been in w aure 
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In a dramatic break with the pas~ 
workers at Ford's Sharonuf1Je, OhiO, 
plant baoo the right to stop the 
tLfScmbl}' line at any lime if they 
spot defective parts. 

industry where General Motors began aQuality ofWol'k 
life {later called Employee Involvement) program in 
t973. foUowed by Ford in 1979, and Chrysler one year 
later, Under these dforts. which arc administered 
joIntly by the biS three auto companies and the UAW, 
groups ofworkers and managers meet regularly to solve 
on-the-job probh:ms. 

At Ford, corporll1e management ba$ estimated that 85 
percent of the COOlpanyS turnaround during the 1980s 
was due to improvements resulting from Employee 
Invoivement programs-At Chrysler; the joint labor-man
agement (Carns have racked up a number ofcost savings. 
such as eliminating over II mlllion in w.asted scrap 
metal at one plant, And GenernJ Motors has launched a 
national television advertisIng campaign ooastlng of 
quality improvemenL<; achieved jointly with the UAw' 

The auto industry has made history with the 1n\-"Olve· 
mentofUAW members in corporate decision making on 
product development and even the design ofnew facto
ries and work processes. ford~ most successful new 
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model dUMg the 198Os-tbe "f.wrus-was deslgn«t in 
a ream process Involving assembly-tine workers as wen 
as engineers. Among the workers' suggestions 'Ml5 the 
observation that, in building other models, they had 
trouble installing car doors because the body panels 
came In too many differentpiect'$---Up to c!ghr to aside. 
Thus, the 11wrus door was redesigned with only two 
pieces. follOWing this success, Ford!>; quality chiefJohn 
A. Manoogian, reflected on the t'easQn: "In the pa.~, we 
hired people fot' their arms and their legs_ 8tH we 
weren't smart enough to make use of their brains." 

No experiment to jOint labor-management decision 
making has been more ambitious than General Motor's 
"Saturn Project"; the company\<; effort to enter, for the 
first time, the lower end of the: aulQ market, producing il 
small car intended to compete with Japanese and 
Korean models. Understanding tltat quality will make 
the dlifercn(:c between success or failure GM "lurked 
d.oscly with t~e UAW in assembling a te~ of nine,)'
nme people, mcluding managers, engtneers, union 
offidals, and assembly-line workers. to design the new 
plant from scratch and devise a nt.-"W way of building 
cars. After two yeatS ofplanning, the company and the 
union agreed on a system where teams of six to fifteen 
workers will manage tltemselve:s and decide among 
themselves such issues as job assignment", schedules, 
1nspection, maintenance, :iliscnteelsm, and health and 
safety. (0 :a 1985 agreement, GM and the UAW agreed 
that workers will be salaried, rather than paid by the 
hour, and four·fifths will have "'lifetime'" job security" 

In addition to these innovations on the factory floor. 
the UAW has won an unprecedented role in planning 
the entire Saturn prOjccL The union has a voice in 
decisions previously reserved for management, from 
the aU-important question of where the parts will be 
manufactured to such questions as the ~'enmru price of 
the product and even selecting the advertiSing agency 
that will promOte Saturn and the dealershJps tb:at will 
seU it. All in all, UAW President Owen 8iebersays Saturn 
retlects ";1. degree of codetcrmination never before 
achieved in U.S. collective bargaining," 

Largely because ofGM's financial problems, the open
ing of the Saturn plmt in Spring Hm, 1ennessee, has 
been delayed by two years. and the size ofthc workforce 
has been reduced by half When the Saturn plant finaHy 
opens carty in J990, its perfonnance wiH be watched 
dosely. 

T HE TItEND toward decentralized, participatory 
mamgcment is a healthy development. but as a 

new study by Charles Heckscher of Harvard Business 
School makes clear, schemes for employee involvement 
and labor· management cooperation come in many 
forms, some with other motives in mind. Such programs 
frequently arc part ofwhat he- calls "partidpation wIth· 
out unions." By creu.ing "Employee Involvement" pr0
grams where small groups of workers and supervisors 
meet regularly t() solve lob-related problems, a growing 
number of compan.i1!S partially sati.st'y me des.lre for a 
voice on the Job-----one ofthe lmiic motives dw: prompts 
workers to organize unions-but keep control over 
maior dc-dsions firmly in management's hands.. Indeed, 
Hcckscher notes, some consultants who specialize in 
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helping corporations d("fcat union organl:ting drives 
recommend "Employee: Involvement" progtjlms as an 
alternatlve to unioniSm-a tactic Lhat has been used 
successfully by General Foods, IBM, and several General 
Electric plants. 

Such compani('$, bawt:\'et; may find that they win the 
battle but lose the: w:tt A number ill industrial relations 
<''7(pcrts argue that companIes that v.:ant to improvc 
quality through worker inroivcment-but .are fighting 
to keep tmjons out-doo'{ understand the basic dynam· 
ics of the process. As Michael Rosow of me Wor~ 10 
America In~tit!Jte explains, "I'lmp!oyee involvement 
depends on the workers speaking their minds about 
hOVlf tht.."y can do their jobs bettcr. And it usually takes a 
union contract to give a worker the s<:euriry to know 
tImt, uhe speaks his mind, he won't suffer for it. I've set;n 
companies where Ihey try these expcrlmcnts, and the 
hlue·collar workers who have a lInion make useful con. 
tribuHons, but the white·collar workers who aren'l 
unionin-tl just keep their mouths shut or sJ.'t)-' what they 
think thq'rc expected IQ say," , 

W'hile Charles Beckscherl; cautionary note about 
bogus Employee Involvement schemes Is cCrla.inJy weB 
taken, it is also dear that there arc a grOWing number of 
progroms thal are both suhsutntialln their content and 
genuine in their molive, 1his pa:HJune andJuly, I visited 
three such places-a government agency in N('VJ Yorl( 
Cit)', a high-tech steel mill in Cleveland, and a car and 
truck transmission factory io Sharonville, Ohio. I inter
yicv.rcd workers, management offidals, and union repre
seruativcs, asking hoW' new (urms or Employee 
Imu!vcment have made a differcnce In their Uvcs and 
the workplace's productivity. I didn't see miniature uto· 
pias, but I did see promisIng efforts to eliminate poInt
less management practices, improve working condi· 
tions, and let workers offer-and act on-ideas on hC)W 
they can do their jobs better. 

TURNING AROUND A GOVERNMENT 
AGENCY 

New York CitY'sSanitation Dep,arl1i1cnc has the iargt.'St 
nonmiUtary fleet ofvehicles in the world: more than six 
thOtlSafld garbage trucks, mechanical sweepers, salt· 
spreaders, and other equipment that coHeet and dispose 
of more than thn::c hundred thousand tons ill soHd 
waste each month, as well 3$ removing snO\V from the 
roadways in the winter and cleaning the beaches to the 
summer. The depiUtment's Bureau of Moroc Equipment 
(BME) is responsible for keeping these vehicles in 
working order-a task that, for YCllr$, seemed virtually 
impossible. With an annual budget of morc than $50 
million, a staff of 1,250 worker$ mo~t1y in skilled trades. 
and slxty worksitcs throughout the city, IncJuding a 
huge central repaJf shop in Queens, BME for years 
seemed as unmanageable as it Is large and (ar dung. 

Just ten years ago. on any given day, almost half the 
department's vehicles didn't '9o'0rk. and. when a truck 
went out tor 1m day, theTe was a one·in·three cbance it 
would break down, 'D-oubJes fed on each other, and, be
cause of chronic breakdowns in the Hcel" the depart
ment w:l.$ forced to spend over $9 million a year on 
overtime costs for collecting garbage at rught and for 
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This robol repaints sanitalion 
lrucks-a tC'd/ous, yepetitil!f! task 

lhat t/.JfJrl.)er5 were happy 10 
autot/14re. In fact, workers at the 
Sanftalion Department's n'7llral 

repair shop designed and buUt this 
robot tbemselvt!s 

This transmission dy,wI1mmeter 
room-and other qtwlit)' fOntrol 
measures-belped rhe Rrm..'tw of 

Motor t"quipmenl 1'(!ducc its (Jut·oj
sm;ice rates on equipment from 50 

percent 10 15 perren! 

","'Orking 'round the dock to try to ((."Pair the (rucks. 
Within BM£, labor relations were tense, and morne was 
low. "Thert were dcpJorabte working conditiom." 
recalls John Veolos, president oflocat 246 of the Service 
Employees International Union (SEIU~ which r~rc· 
~en1$ mechanics throughout dty government, includ· 
ing the Sanitation Department. "Some garages had no 
toilets. some had no hcat in the winter, and there was 
(he pervasive feeling that no one gave a damn about th~ 
workers." 

In 1978, Ronald Contino was hired as Deputy $<ulju· 
lion Commissioner with rcsponsibllity for BME. Coo
tino understood that the only way ro run such:.l di~ 
and tar·tlung opcrntion is through the ac:;tive lnvolvt'· 
mcnt of the workers themselves, As be obscrve$. "One 
has only to enviSion a thousand trades people' ;U O'\'ef 

sixty locations, working on 5,60() vehlcJes fr(lIf] UolCIU 
of manufacturers and drnwIng from a parts inventory d 
over one hundred thousand individual tine itt:Jt'I$.. to 
realize that a single or cw:n many management brains 



annot expect to solve the multitude of problems lhat 
occur on a daily lWis." 

10 enlist partJciparion, Contino creared something 
new in city govemruent-a: "Labor Team" with repre
sentatives ofeach of1M major trades in the department. 
He went (0 the prL·1.dtlenrs ofeach union in BMF" indud
ing locals of smu, the OperatIng Engineers, and the 
'te-.Imsters, and asked them to select representatives 
who would canvass their co-workers on ideas for 
improving. working conditions and vvork procl."SSeS. He 
encouraged them to seek out aggressive shop stewards 
who weren't afraid to speak out. "I said give me the gur 
in the union hall who's always yelling how lousy thin~ 
are," Contino recalls. In order to ensure that the process 
would involve: the unions, not undermine them, Con
tino speci.tied that l...abor lbun members mUM: report to 
their tOOl! prcsidenu. and attend union meetings. 

As almost invariably happens with ventures In 
Employee Involvement, workef5 fiut demanded im-
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provements in their own worldng eonditions. As lohn 
GiuUano, a mechanic and member of SEJU local 246, 
remembers: "We vnnted better lighting. better working 
conditions, dean bathrooms--just a minimally decent 
environment We had to see evidence the new svstem 
could deliver: And ir did." • 

During the Ilrst months of the LaborlCam. the bureau 
acted on workers' compl.alots. For instance, welder Emil 
ZuHo in the Central repair shop got a new smoke·eating 
device to divert the fumes, Soundproofing \\'as i1'l5talled 
in work areas that had been unbearabl)' nOisy. Mafor 
WDrk.:;itc:s were equipped w\(h heJtlng (or tile winter 
and :tir conditioning fur the summer, Eventuall}'. work
ers began to feel thai:, as Giuliano puts it, "this WJ.S for 
real, and changes were being made." 

As conditions jmpron~d and trust Vi-'aS established, the 
weeldy meetings be(Wct.:n the I.abor Team and [Op man
agement startt.:d producing flew Ideas tor impro\'ing the 
bureaus oper'Jtiol1s, most ot which were implemented 
succ/;,s,wll>': 

• Workers were freed of the requirement oC filling 
out time sheets showing how they spent their time each 
day Instead, each repair shop was given 'A'Qrk goal!>c to 
mec(. As Giuliano recalls: """'hen we gOI rid of all !.har 
paperwork, everyone fclt good, Our job Is to repair 
trucks, not fill out forms, and, once we could just dQ ollr 
jobs, it changed the mindset completely." 

• The local repair shops were stOcked with the nee
C'!>sary parts so they wouldn't have w order rhem from 
central repair and ;.vait scveral days fur them to arrive" 
Air tools and other neeessary equipmenl were alsu 
made available to the borough shops. 

• ,Mechru\lcs were given (be authority to order nt."W 
tools their jobs required. As Joseph Bernardo, a 
mechanlc and shop steward, explains, "W'e would sug' 
gest the equipment we nc(.-ded, based on our experi
ence and the equipment shows and magazines. We 
know our jobs. and we know what we f'u,,,-ed to get our 
jobs done." 

• At the central repair shop, workers designed a 
robot 10 perform what had been the repctltive and 
unpleasant task of repainting trucks. Assured that (heir 
jobs would be secure and they would be reassigned to 
more skilled tasks, workers made dear that a properl}" 
designed robot would probably do a beuer job painting 
than a human being ,,'Ulnerable to boredom and fatigue. 

'X-'hile these changes were enlisting the participation 
of nmk·and·file workers, middle managers 'Were (rc· 
quentIy tess than enthusi:tsl!c about the n(."W sj':.tem. 
"Middle managers can be afraid of exposing the opera
tiOn," said Uoyd Hackett. who servedfor oc"\-'erru years 3.S 

a representative ofSEIU local 24600 the Labor Commit· 
tee and is now a manager himself "They're afraid thcy'll 
100'< bad." And. in fact, there has !xen significant tum· 
over among middle managens, 

After several years ofworker involvement in decision 
making, BME show-cd iJnprovements in efficiency and 
productiviry, with out·of·scn-ice rates on equipment 
dropping from 50 percent to 15 percent and cost sav· 
ings of '16.5 million in one two-year period alone. As 
operatioo$ became more efficient, there wer.." t'.vtJ 
important bonuses for the employees: an end to the risk 
that their jobs would be lost through contracting out 
and an end to the constant demands fOr night-shift ~"Ofl( 



to handle emcrgencta. . 
Having restored efficiency to BME's basic functions of 

repairi1lg lMld malnWntng ~hides, the bureau! man
agers and workers kept lookIng for new ways to lono· 
vate, even cr(~at.lng a special "research and develop· 
ment" team of employees seeking out ideas (or Improv
ing equipment and operatIons, 

"'im YCil.N ofexperience fixing up Sanitation Depart
ment vehides, workers kneow there were defects in (he 
standard spedtkatlons for much of the department's 
equipment-the "spc<s" ftOm which vendors built the 
truckSlMld other vehid~ As mechanic)oscph Bernardo 
rememberS: "There used to be no input from mechanics 
who actually knew what kinds ofthings would go wrong 
with the trods, lhe vehicles wetc made to specs writ
{en up years~, and we used to be at the mercy of the 
rnanufactw:err-whatever was coming off the line, the 
dty boughL" 

8ME began im'olving mechanics and other blue-col· 
lar workers in the vehIcle design process, which pre
VIously had ix:en the sole prOVince of the department'S 
C1tgineerlng stafI In addition, BME employees were 5C!lt 

to meet with representatives from the vendors to ex· 
plain the nt.'W specifications for department vehicles. 

Even after makJng this extra effort to demand quality 
from vendors, 8ME employees remained dissathfied. 
Workers calm' up with a new idea; building their own 
refuse 'Wagon as a model for how to build one properly. 
In just thirt)',five days--a time comparable to what it 
takes priv;ue vendors-mechanics and other skilled 
craft workers at the central repair shop built a refuse 
wagon of their own, and, when they were finished, they 
proudly painted it with the words HOur Baby," Thls 
vehide is now [he model that private vendors are 
required to duplicate, 

For welder EmU Zullo, who learned his trade at an 
aircraft plant during World war n, experiments like 
"Our Baby" are the mOSt exCiting work hes done in 
decades-more Interesting by far than doing routine 
repairs, '!'hat's why, he tens a ,"'isitor, he~ Sta,.'ing on the 
job even though he's reaching retirement age. 

Thday, ten years after it 'WllS a: problem agency, 8ME is 
a model (or the entire city government In fact, instead 
of comractinli out itS own repair work, it is now "con
trat:ting in," repairing vehicles fur other city depart
mcmsand L"Ven solldung repair contracts from the state 
government, 

During my visit to BMEl, ( was left with only one 
nagging question: Since the Labor Team system is 
strictly advisory, and worker lnvolvement to decision 
making is not guaranteed by written agreements be· 
tween unions and management, what will happen when 
Ronald Contino eventuaUy moves on? 

"WhatwouJ!i happen lfRon left?" s.nd one key partici
pant in the changes at BME. "I don't know. I rcally don't 
knOW"." . 

SUCCESS AT AN EXPERIMENTAL 
STEEL MILL 

While Americas basic industries have taken a beating 
during the past decade, none has suffered more than 
basic steel, where employment has dropped {rom an 
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average of 560,000 job. in 1978 to an .vc::w:~ 
269,000 In 1987, It, grt1W'ing nwnbcr of leaders from 
business and labor agree that, if the steel industry has a it 
future, it will have to be found in high·quallty products 
and high-technology processes, In an operlmental 
steel mill in CJcvcland, new technoJogks have been 
linked to new ways of orgardzJng work processes, 

Four years ago, the LTV conglomerate-which io
-dudes the old Republic Sted,Jones and Laughlin Steel, 
and Youngstown Sheet and Thbe companies-entered 
the race to meet the new demand by the nation's auto 
companies for corrosion·resistant steel produced by 
"electrQga1vanlzing," a proces$ in whiCh :HeeJ sheets arc 
electricaUy plated with zinc, providing a smoothcr sur
face for paint than traditional steel products. 

UmJerstanding that it would need to make high
quality products qukkly and at low cost, tlV chose to 
enter two unusual partnerships. The Dcv.' electrogalvan· 
iZing plant would be a joint ,",ClUure with Sumitomo 
Metal Industries, a Japanese company that firs( 
developed the tec;hno!ogy. And, in an even more revolu
tionary development (or American steelmakcrs, {he 
plant would be designed and managed in partm:nhip 
with its workers. As DonaJd Vernon, vke president and 
general manager ot {he 1.-$ ((or J:iV·SumitQmo) Electro 
Galvanizing Company, has explained, the plan "las "to 
establish a company that would have a competitive edge 
through full utilization of its workers," drav.·ing upon 
their sklUs and experience, as wen as rheir physkal 
labor. 

When t1V approached the Unifed Steelworkers of 
America (USWA) with the Idea. it (ound a receprh-e 
audience, recalls Sam Camens, who was then assistant to 
.the president of the national union. A veteran unionist, 
Cameos believes the steel industry ha. .. suffered from its 
traditional '"autocratic'" organization: "NQ plant can be 
competitive if its organized on the old, rradilional basis 
because management alone dOt."S not have the knO'lWI· 
edge that comes from the workers' experience," 

Together, LTV and the USWA reaehed an innQ\"'3live 
agreement. [,,5 ElcctrogaJvanizing (LS£) would hire its 
work force from laid·off union members from the 
Cleveland area. The plant would have its 0'Wfl union 
contract, separate from the Ilalional contracts coveting 
Ule major steel companies. WOrken would be guaran· 
teed job security and \\oOlges and benefits comparable to 
those provided by the national contt;l.Cts. And the work
ers would be hired and placed on the payroll before the 
nc:wptant and its work processeswere designed, so tht.1" 
could be involved [n the planning process from the 
beginning. As the USWAs Camcns recaJls, this VVi1S to be 
"a greenfield plant-ne\V equipment, nC\V technology, 
and a new way of doing things." 

An initial work force offorty-6ve was hired in 1985. 
The workers and managers then loumt.")'ed to Japan, 
where they studied Sumitomo's electrogalvaniztng line::. 
Thp union and nian2gemento6kials at LSE-USWA It:lC:l.I 
9126 president lbm Zidek and LS£ human resources 
director Ken Pohl-agree that the Amtticans ~ mixed 
reactions to what they saw In Jap.m. They admired the 
"team COrteq>['" at SurnitOrtlo but w<!re doubtfuJ :d)Qut 
the cxtreme "company mIndednc:ss" ofthe workers, and 
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NEW WAYS OF WORKING 
(Con_Jrom_24) 
even their union. They went home determined not. to 
ropy )apanC"le methods but to lcam from them and 
devise a system tailored to their own needs, 

\'t-'t!en they came back to Cleveland, LSE!s workers and 
managers hdd a series of meetings with an outside 
consultant, Paul Huber. The purpose of the meetings, as 
1SE's Pohl recalls, 9."a$ no less than to "actually design 
the company, envisioning what we wanted it to be once 
it went into ojXrarion." The product of tht."Sc discus
sions 'Ml$ something very different from the traditional 
steel mill, where each worker labors at a highly spe
cialized jOb while foremen shout orders, Jrmead, L>;E 
was organized along these inrtovatlvc Hnes: 

• Instead of the more (han forty job dassilkations in 
most steel mills. fhere are three job cJassifi<.',uions: entry 
level, intermediate, and advanced. Wbrkers rotate jobs 
and are given d)e opportunity to k'4ffi every skill. The 
highest pal' rate is (01' those who have learned every skill. 

• At the beginning of each "turn" (steel industry 
lingo (Of "$hift"), workers meet to learn ~'h3t happened 
on the last turn and plan what they wiU do on their turn. 
Instead of foremen. there is a "proccss coordinator" for 
each rum, bur his role is to help the work group reach 
consensus, not to bllI'k orders. "1£1 me Qld system, you 
nt.-ver disputed the foreman," says Zidek. "Here, if you 
think therc~ a better \\'a)' to do It, the P:C [process. 
coordinator] will listen," 

• 'fhrough ,oln( labor-management committees, 
WQrkers have an -t'qual voice on such issues as work and 
V<lcation s.:hl:dules. safety, (mining. and hiting. Workers 
and management jointly select new hires, with laid,off 
union .members getting the first shot, and appHcams 
taking tests with the Ohio Bureau of Employment Ser· 
vices. "The plant manager meers the n(!'!,V people for the 
first time aftcr tht.l"re hircd," says PohI. 

With the planning process under wa)'. IXV and 
$umitolno invested .135 milJion in gutting and 
remodeling the old Republi(, Steel Cleveland Works and 
building an 885·foot,lQng elcetrogalvanizing linc. When 
tbe mlll Start cd up in April 1986, workers initially took 
jobs resembling those they had held at their old com
panies, understanding that they would cvcntuaHy be 
tr;alncd in other skills as weU. Within month"!, a syslem 
began where, evcry other week, workers would wOtk at 
ru...w jobs. requiring new skiUs, under 'he guidance of 
feUow workers-a change [har v.r.I.S wclcomt:d by most. 
"tinder (he otd system, I'd sfay on the same job until 
someone aoove mc died or rctired," Zidek said. "Here I 
do C\ierything-there's variety. I'm not stuck doing the 
same thing every day. And there are some jobs you 
wouldn't want to do (or the next thirty yeats Df your 
life." 

Th hear "'hi and Zidek teU it,. the ne\Y system at LSE 
encour;tgCS a greater concern (or quaJity since workers 
tearn about the total eh:c[rogalvanizlng process and 
help decide how thq.· will do their jobs. The work crC\\'s 
lulvc a great degree of decision-making authority. with 
the power not only [{} decide schedules and work 
assignments but also, as Pohl explains: "They have the 
responsibility of running their shift. They routinely 
make decisions 35 to whether to vary the process to deal 
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with a quality problem, whether to interrupt ti)e work 
process to fix a fuuJty part of the line, and to make 
deciSions 1)11 improving and apPn)ving the quality ofme 
product that gocs out the door. H 

The work crews, however, are riot entirely self·manas
ing. Major alterations in (he production schedule v,tould 
have to be approved by the plams productkm coordi
nator to ensure the customers would get the p(()ducts 
0ICY ordered at the antlclpated times. Morcove-r, it is: not 
clear whether a work crew could pri.'Va1i on an i~~uc if 
the "process coordinator" (the foreman, in a traditional 
steel mil!) were opposed. Nom:thclcs.'i, it is appin'em 
·that JSE operates along significantl), differenf Hncs from 
those olmost steel mills, 'Ib.toughoUI the steel industry, 
fDrcmen and other front-line supervisots do h.we a Weott 
deal ofauthority to make fast, on.the·spm deCisions; the 
difference is that, at I.5E, this authority is shared to some 
ex(cnt with (he wOrker~, and cnnsult<ltion is encour
aged. 

lSE!; experiment with shared authority is paying off 
Producing 30.000 tons of sll.>el a month for iJvmestic 
autom:akcrs, the plant turned a profit in 1987, a year 
ahead of the business: plan, A key statistic, "yield," the 
ratio of good l)fOduct to total product, stands at SO 
percent for LSIl, compar<.'<l to 55 pen::cftt for Jap;lncsc 
companies and an appreciably kl\\-cr figure for most 
American companies, And LSE has had a full onler boot.: 
since November 1986. 

Both laoor and management sec LSE 3S a modeL Says 
LSE general manager Donald R. V("'1'non, "'Iberc is flmple 
evidence at LSE, in it.~ relativelv short existence, that. 
when the assumption is made that people are basically 
responsible, the results are very acceptable," And the 
USWAs Sam Cameos calls it "probably the most con· 
scious effort of any plant that I've seen oftrying to make 
the process of employee involvement work :lnd really 
make it into a jOint process and con~ult with the union," 

SAVING AN AUTO PLANT 
At the beginning of the 19805, Ford's SharonvHle. 

OhiO, pl.mt, which m:anu(;ao:urcs transmissions for cars 
:lnd trucks, was consIdered a [rouble spot wi th poor
qUality prudu<:ts and chron1<: laoor·managcmcnt t(;o· 
sion. 

Sprawling over fifty-two acres and employing· more 
than thirty·6ve hundred people, the plant fit the tradi· 
tional mooei of the large, hicrarcWcaily organizc::1..1 fae" 
tory, with foremen barking ordeN1 at an alic-nated'work 
force. The result, union and managemct'H officials nOON 
admit: low.quallty product. 

By the middle of the decade, after J:ord ph~;j oul 
one of the plant's two products-the oUlmoUl.'t.I rear· 
wheel-drive "C5" transmission-the plam laid offsome 
sixteen hundred Wt)rkers. "Yes, we were in danjl.cr of 
closing," plant rnamger Thomas McCaffrey says now. 

A veterm ofmore than thirty years at Ford, induding 
cartier S{ints at Sharonville, McCaffrey bec:unc plant 
manager in the summer of 1983. A deeeptivel)' s.olt" 
spoken man with a reputation as a no·nonscn.'OC! man· 
agee, McCaffrey soon understood that "something \'Ir2$ 

very wrong here, and we had to make <:hanga. ~ As a 
mechanism for tuming Sharonville around. ~d:...rrt(,y 
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The old Image of'101"enU.'n barking 
orders" has been replaced by a 
pnxess of$harod authority In which 
work crews carry the bask respon· 
sibility fOT runrltng their sblfts. 

Instead oj the more tJxm fortyJob 
c/assfjlcalfom typical ofmost steel 
mills, ISH has only three: entry.' leve4 
Intermcdtatc, and advanced 
Worken rotaUJ jobs, gaining 
knowledge 0/ tbe entire 
electrogalvanlzing prr:x:ess. 
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turned to what WAS then a new ida: the EmpJoy« 
involvement (EJ) program Ford and the UA'W had nego
tiated in 1979 but which was only just begfnnlng 
throughout the: company, 

"Here, we did things a little differently (rom what was 
then the prevailing wisdom about EI," McCaffrey 
recalls. "Instead of starting in the easiest departments, 
which was how most places did it, we said, the heU with 
ii, we'll start in the toughest places first EJ 15 supposed 
to solve problems, so lets start with where the prob
lems are," 

Beginning in fujI 1980. iiI started with teams of eight 
iQ tcn workers (rom the: same department meeting 
every week in an effort to solve problems affectlng 
quality and productivity. At Sharonville, where workers 
had reason to be Skeptical about management promises. 
the local union took a "wnit,and·see~ attitude toward EI. 
This skepticism may well have had a healthy impact 
because, in an effort to win union supporl for fl, man· 
agcmem agreed to an unusual degree of Joint labor· 
management direction of the program, wilh UAW mem, 
bers cQ--chairing committecs. 

WIthin sc\'Cral years, (he EI proc(.,"SS produced dra
matic changes: 

• The four original assembly tines wcre eliminated, 
and tvm lines were rebuUt in thdr place. Unlike the past, 
when engineers and WOrk-standards specialists wouid 
have designed the new lines by themselves, these 
changes were pta.nned after consulting the assembly
line workers themselves. 

o In a dramatIc break with the paM. workers won the 
right to stop the a.<iscmbly line a( any time iflhcy spotted 
defective parts. "When I started here, I would have 
never believed the')' would let workers stop the line for 
any reason," says UAW bargaining committee member 
Ron Hughes. 

o In an cft'ort to foster teamwork and reduce ::o-ym
bolie distinctions between workers and management. 
the exccutive dining room was dOSt'!d-and illtcr <.'00
\'Crted Into an e:xerch.e room availabJe to all emplQyees. 
Executives and hourly workers now ear in the same 
cafeteria, and a viSitor to the Sharom'iUe plant now sees 
managers in jackct~ and ties and assembly-line workers 
in workclothes sItting at adjaCent tables, ifnot together.. 
Meanwhile, in a more substantive change, the number 
ofmanagement and5upervisioo levels has been reduced 
from :;even to fout. 

• There is a ne'liV emphasis on training 1n subjects 
from computer S(.:ieoce to human relations_ A faVOrite 
course is offered by UAW member Alloos. whQ takes 
apart a transmis510n and rebuilds it from 5Cratch, so 
wori!:ers can learn the total process 0( buUding their 
product. A visitor to lhe Sharonville plant is- S[fUt:.k b~' 
hQW much of the plant Is :already devoted to tr.aining 
programs and haw marty trailers, meeting rooms, and 
work areas are befng cQfi'v-erted into dassroom.~. 

• As at the central repair shop in New YOrk City. FJ 
has produced improvements in condirJons. such as fans, 
lighting. and ventilation systems. Also as in New York., 
worker:s tuve had the opportunity to present ideas for 
improving quality to top management. the engineering 
stat( and outskle vendors. . 

• And, in a dramatic change from traditional faCtOry 
life, workers no longer have to punch a timec1ock. 
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Instead, they U~ trusted to report theirownhours. with 
supervisor! and work groups themsc::lves assuming 
r~lbUity for cnsurlng that employees show up for 
the bours they cWm'to h2vt worked, 

Plant manager McCUrrey credits III with saving the 
Sharonville plant. helplng it keep the contract for pm. 
ducing a mon~ modem uansnJission, the C6. HQ\Vever, 
the guarantee Qf Sharonville's survival came in April 
1986, when Ford dttidcd to invest '260 miUlon in a 
new state-or·thc-art transmlssion-the E400-that will 
be buile only at Sharonville, What has now grown into :l 
'410 million Investment will ,sccure two thousand 
odsting lobs and produce an addilional two hundred 
through the 1990s. 

Ford's E40D Is an all nC"W, advanced tet:'hnology, 
heavy-duty transmission that will be titted into trucks 
and V-,u1S, Including the Sronl..'o, F·Scrles, and Econolinel 
Club Wagon. 1:400 has four speeds, Including an over· 
drhre fourth, and a lock-up torque converter and O\<'Cr
drive <,ontto!. 

ford could have contracted out production, bought 
the transmls....lons from overseas, or built the E40Ds at 
any 0( its domt:stic transmission plants" Sharonville won 
the coveted E40D contract through a plan prepared 
jointly by ptant management and UAW toc'al 983 to 
produce- the transmissions In a way that would rna,,
Judu quality: self-managing work teams, The plan had 
credibility beCau5C of the plant's earHer success with £1. 
As McCaffrey txpJains: "The source 'If our success is on 
the- factory Rom: Everyone can buy the same equipment 
and technologies. The difference is hO'W you manage 
human resources." 

(n preparation for building the E40Ds, every 
employee involved in the new project pattlcipatc<:l in a 
three-week training course on both the new technology 
and the human relations skills involved in teamwork, 
including setting goals, communication skills, conflict 
management, and problem solving. 

Starting In May, Sharonville bcg:ul produdo'g E40Ds 
with forty self-managing "business [eaJll5," each consist
ing 0( ten workers, with an engineerJcost analyst and a 
supervisor whose role IS summed up by his Ude, not 
"foreman" bur "advlser::" A{ the dmc of my visit to 
Sharonville inJuly, lSI workets, aU ofwhom had volun
teered for the project, were Involved with MOD, but 
their number was expected to inctease slgo:ilkantly In 
the months ahead, 

A., at LSE., the "bUsiness teams'" al Sharonville have a 
great deal of authority but are not yet completely self
managing. SharonviUe's. Industrial relations director, 
Gary Blevins, cxpla1ns: "1bey make their own decisions 
on how to meet the schedule, hO'W to arrange the work. 
and the assignment ofthe work-which members of the 
team do wtuu: work. They declde hO'W to rotate the Jobs 
among each other. They train each other in the different 
jobs,"ln the n--ent the fortmantadviset disagrees with a 
decision by the work group, he can take up the issue 
with a higher level of management. a situation Blevins 
calls "'vtty o.ceptiOnal-l can't think of one Instance 
like that otftwld. but that doesn't man it basn'{ hap
pened." Over.1ll, he says. "we stll1 don', have • Iinlshe<l 
model--wc're aU still teaming." 

At the time of my visll., the "business team" experi
ment was Just cwo months old, and it seemed the work· 
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"Wfe Jmoul our jobs, we know what 
has to be do~ fPJd we just do it."' 
says SharcmvUle's WUltam BaldWin 
"/t's agoodfeeU1f&" 

A favorite rourse is offered by UAW 
memberAl ~ who takes apart a 
transmission and rebuilds 
it from scralcb, so worlrers can 
learn the IOtal process Ofbuilding 
thefr product 



ers mVQlVC'd in the project were enthusiastic about the 
concept but had a number ofgripes about its e:xc<.-"UUon. 
During:a ffec·whceUng discussion in a meeting room in 
the plant, workers nodded In agreement when Ron 
Eads, who works on the "'final line" in MOD assembly, 
said: "It used to be they hired us just for our shouldcCj 
and below. Now. they 6.naI1y understand we have some
thing valuable above the nc('k. H But wQrk(:rs also mK1· 
ded in agreement when Eads warned mat "maflY of the 
foremen still act, like (O-fcmcn, not advisers. And there 
arc instances when management won't let us manage 
Qu~lvcs and contradicts our decisions:' 

Confusion aboUf the rdariQnships- between self-man
aging work groups and frontline supenisors isn't 
unusual, according to retired Dartmouth fiusinc.:;s 
School professor Robert H. GUCM. who W.!S a consulL'tnt 
to the Sharonville plants Employee fnvolvemr:nt pro· 
gram, as well as for similar efforts in othercompanles, ~A 
lut of these plans ate groping in the direction of IOtal 
autonomy, which would mean the elimination or the 
frontline supef\'!wr, the foreman," Guest explains. flTo 
move from foreman to adviser I:;:;l tremendOtL" teap. It's 
quitc common when you gel into sdf-administtatiorl, 
the old supervl:sors say, 'Okay, now, we're just advising-
but you'd bctter 00 it this v.'llY,' TIle old habits perSiSt. 
Change always takes much longer than anyone pre, 
dl<:ts." 

However, whether by accident or intention, dramatic 
change has already come to at Ica:;t one department in 
the Sharonville plant. At the time of my visit, William 
Baldwin, a worker in tht':': valve body room, hOld du,: 
opportunity to work In an en[irely self-managing work 
group because his foreman/adviser had been on leave, 
and there had been no replacement for him. BaldWin 
:says he and his co'workers arc cnjoying managing them· 
selves DeCttUSC "we knO'Vr' our Jobs. we know " ...hat has to 
be done, and we just do iL" 

ViSiting Sharonville and meeting with smart and 
tough-minded un10n and managemenr offkials--,.,c[, 
ctllns ofdecades of auto work and industrial conflkt-I 
saw living proof of what UAW bargaining commiltcc 
member Ron Hughes said: "J~mployee Involvement, 
whatever you can it, doesn't mean rhat the union or 
management roll ovcr and play dead. They sHU want to 
run the company. We still fight like hell for our mem· 
berS. Bur now, before we fight, we talk." And as Al 
Blevins, the shrewd and tough-minded UAW shop com
mittee chairman (and no relation to management 
officlaJ Gary Blevlns:A says: '1here are stU! mQre than 
enough legitimate Ocefsherc to keep us all busy_ But, ten 
yeJfS ago, if yon had tald me that workers would have 
tJl<! Tight to shut duwn the Hoc for any fcason or that the 
execuri,,-c dinIng room would become an exercise room 
for h.ourly workers, I would have fhought YQU were 
crazy, but I wt)utdn't haY<: put it that nicely." 

Sharonville, L·S l-:Icctrogal"'alllzing. and the NcwYork 
City Sanitation Oepartment~ Sureau of Motor EqUip· 
ment are all experiments that are transforming patterns 
of the organi7.ation of the workplace that are as old as 
the industrial Revolution. Thgether with other experi· 
ments like the General Motors Saturn Proje(:t, their 
l5u(:C¢SSCS'o-and f'V(!n theIr failures-may offer a glimpse 
of the futuee, not only for blue-collar work but for eve!! 
form ofwork in America. . 0 
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MAxlNG GI!OUPWORK WORK 
(C<mtlnWidfrompag.l7) 

visual abiHtlcs, reasoning abilities, and the abiHty to be 
precise, a(:(:urnte, and careful. Thsks that are con
Ventional pencil anl.l paper Of tasks that have only one 
rIght answer should be avoided. 

Use of the multiple·abilitJes strategy means thinking 
in a nC\ll.' way about human intelligence. lnstead of think
ing about how intelligent or unintelligent a student is, 
imOlginc that there are different kinds of tntcUtgcnce or 
inlellectual abilities that are called forth in differenl 
kinds of situations and for diiferent aspects of a gl\'en 
task Thke, (or example, the task of teaching. Teaching 
requires great interpersonal intelligence, organizational 
ability, conventional academic ability, -.'erbal ability, as 
well as creative abifily, 

The multiplNlbiHty su·ategy requires due the teacher 
convince the :ttudcms that many different abilities are 
required for the tasks and that reading and writing arc 
only t~·o of the nece:....'W'Y sklHs, The teacher States 
explkitl~' In the orientation session: No one will be 
good at all a/these abilities. everyone will begood on 
{it ltJrut one. 

As a result of this introduction to the (a'ik. students 
expeCt that they wiIJ be good on some of Ihe abilities 
required by the task and not so good on others. "X'hen 
they go into the groupwork with th<:se klnd'i of mixed 
cx:pectation5 (or competence, the tendency of high· 
statU5 students to domina[e and the tendency of low· 
status students to withdraw is greatly weakened. As a 
result, tow-status students have a chance to interact, to 
solve problems for themselves, make contributions to 
the group, and learn. 

THE TEACHER'S ROLE: LETTING GO 
AND TEAMING UP 

Groupwork ch;:mgcs a teacher:S role dramatically. No 
longer arc you a direct supervisor ofstudents, responsi
ble fQr en.o;;urlng that they do their work exactly 3$ you 
direct. No longer is it your responsibility to wouch (or 
every mi5take and correct it on the spot. Instead, 
authority is deleg>ited to students and to groups of 
students, lbey arc in charge ofensuring that the job gets 
done and thai classmates get the help thq.' nced. lbey 
are empoweted to make mistakes, to find out what went 
wfong, and what might be tionc about it. 

Students are now doing many of the things you 
ordinarily do-like :answering each other's questions. 
keeping each other engaged In the task, helping e3ch 
other to gct started. After tcaehers discover that thl..Y (Iv 
not appC<U' to be needed because everything is running 
without them, they often ask, "What am I supposed 10 be 
doing?" 

Actually, you are now free for a much higher level and 
more demanding kind of teacher role. You now have a 
chance to observe students carefully and to listen to the 
discussion from a discreet distance. You atn ask kcr 
questions co stimulate a group that is operating at (00 

Lnw a level; yoo can provide feedbaek to indh'iduah and 
to groups, ),ou can stimulate their tltinking; and you can 
reinforce rulf."5, roles., and norms in those partkuw-

AMElUCAN Fe:OEl\..(nON OF TF,,\ott:Jt,.<i. 4S 

http:C<mtlnWidfrompag.l7


groups where the system 1$ nOt operatlng at its best. 
There 15 a tine line between direct supervision and 

the supportive role, Direct supervision is standing oYer 
studentsand helping: them do their task, ~wcring theIr 
questions, and lnsuuctlng them. In contrast, the suppor· 
tive supervisor stands weU ba(k from the: group so that 
she can hear what is going on without signalling the 
group that she wants to communicate WiUl them. She 
speaks with {hem only if a critical oppOrtunity arises. 

Becoming a supportive supervisor does not mean 
,giving up (ontrol of the classroom. You, as teacher; make 
the norms and roles work for you to control behavior in 
productive "'''aYS. You hold the groups accountable for 
their end products and (or their management of group 
functioning. 

Developing and evaluating multiple-ability group
work tasks (or hett;;rogencous classrooms is d(.-mandiog. 
It is not,a job for a single teacher, but, at minimum, for a 
p;lir of teachers who can observe and evaluate ea<:h 
other's work. There arc a numbcr of simple techniques 
teachers can U$C for gauging the em~ctiveness of their 
efforts" lcach.;:rs can use these instruments to observe 
each other; they can also administer short question
naires to the students to see hov,.· well they arc respond
Ing to the tasks. Amled with this objective information, 
teachers am provide helpfuJ collegial e.....loation for 
each other. !,;slng the b<15ic prtncipies described here, 
teachers across the country have been able to design 
task..~ that are higWy effective in the most difficult and 
demanding classrooms. It should be 00 surprise that 
when teachers talk and work together, the results can be 
just as gratifying as when students t.alk and work 
together. 

ADDING GROUPWORK TO YOUR 
TEACHING REPERTOIRE 

lbere are rtlany other aspects ofgroupwork that will 
require careful (hought, preparallon, and decision. 
What pattern') of wooong together will be employed? 
(WiU students work at learning cemers. in small short
tenn diSCUSSion groups, in creative problem-soXving 
groups, or in relatively long-rerro project groups? Or 
will groupwork consist mostly of peers giving ea<:h 
other assistaru;:e on their individual tasks?) How large 
should (he groups be? How should the groups he com
posed, and h<JW can a good mix be created? HO\\' spe
cific should written instructions be? What other 
resourceS are needed? How should the room be 
arranged to accommodate this new fonn of working? 
And-a question teachers invariably ask-how can you 
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evaluate student performance when the task Is done by 
a group? (The general principle on this is to dlsentanglt: 
the Issue oflcarn1ng from the issue ofgiving grades and 
marks.) Designing Groupwork addresses all these 
questions in ucta.H.

(n dosing. we ,",,'Quid like to emphasize that cooper
ative JVoupwork Is nOt a panacea, Nor, ofcourse, is it the 
best strategy for all instructional goals, Whole·class 
instruction dearly bas its plaCe in the array of teaching 
techniques; Uvety presentations and mini·lectures are 
invaluable tools of the teacher: However, adding group
work to your teaching repertoire allows you 10 achieve 
results with classcs and with IndlviduaJ srudents tha! are 
difficult to attain any other way. 

Secondly, we repeat -a polflt that has run throughout 
this artkle: Successful groupwork requires qUite pro
found changes in students and teacht-"fS. Students take 
on UteOW rok"S, and teachers give up some old ones" ~ew, 
muhiple dimensions ofinteUectual compctem;:e are rec
ognized and honored. The curriculum moves away from 
its almost Singular reliance on paper and pencil Or 
verbal (;\Sks to a rlcherarray. Ukewise, a wider \'ariety of 
i.ntellectual methods for solving problems are encour· 
aged. 

None of these changes arc easy, but we obviously feel 
they arc well worth the effort. Group",'ork can help 
teachers reach aU students better, and in parhcular. 
those students who in the past have been the hardot to 
reach. These !itudents will work barder-and happier. 
will spend more time on task, will be more excited 
about school. and will learn more, In the final anaJysis, it 
is the joy ofsceing these students begin to at;;h!tye that 
motivates m;my ofus to continue the difficult process of 
changing !..he work of the classroom. 0 

REFERENCES 
INavarrete. C. FInding OutlDescub'rlmlenkr A df!f'('/Op" 
mental approacb to language a11(1 cullure in a bilingual 
..Iementary clas$ror)m Unpublished ma.no~ripl, 1980 

7fbis Is an actual task taken (rom the cxpcrienc~ d ,.a.lben 

Bower, curriculum developer (or Social Studies, Stanford l;ni· 

vr:rsity. 1983. 

JWebb, N. M. Illternction and learning io sm;tJl poups. Review 

QfEducalional Research, 1982,52.421-45. 

4Murrny,!! Acquisition of conver.;atlon through social {fl{eta<:· 

lion.. Dcvelopmelllal Ps)'chology, 1972. (\ 1-6. 

'\Cohen, Elizabeth G., and R. Lotan: Can CI~,"s learn? 

Sociology Q/Edr.u;afltJn,. forthcoming 

';johnson, D. w., &: johnson, R. 1: Conlllcf ill the c~rnom, 

Controversy and kaming. Rev/cu' ofEdutYltional i?t'SNn:b. 

1979,49,51-70. 

'tBeriiner, 0., Fisher, C. Filby, N., Marliavc, R., Cahc.'fl, L. 

Dishaw. M., & Moore, J. Beginning teacher /!f'dlu.u.tif}TI 

study-teacbllrg behaviors, academic leamiTlg Ifm~ and 

studlmt ocbiCl>emenl: Final roport Of phase T/.8. S;.rn Fnn· 

cisco, (".aliL Ru Wat Laboratory, 1978. 

AAnderson, L M. Studettt responses to stKitwork: Impllea· 

tions for tbe study 01 sludents' cogniliv(I Pffl<l!SSlttg. 
.Research Series No. 102. East lansing: Michigan Statt' t:ni\1:'f' 

stty, Institute: fot Rcseardt on 1i::acbing, 1982. 

9Ahmadjlan, J. Ac4demlc status and rttading acbi"~l 


Modifying the effects 01 tbe self-fulflJling Pt'()pJHcy 

UnpubHshed dO(.1oral dlsscmtion, SWWrd Unh"m;it)·, 19MO. 
10C0hen, Elwbt:th G. Designing grouPIL'Gf'k.: Srrat~J" !Of' 
the heterogeneous (:iassroom Ncw York, N.Y. lhdl('M ("01· 
lege Press, 1987. 

46 AMauCAN EOUCATOR. 



DAVlD KUSNtr! 


UNIONS TRY THE NEW SOfT·SELL 

ore !han eight thousand people gathered in 
the Miami Beach Convention Center on 
Ine evening of July 29 for an unusual kind 
of revivaJ meeting, When ,p(:ople got up to 
testify,they spol;e oot of their own sins but 

of their employers'. If there was a devil to be denounced. he 
had human form: Frank Lorenz(). chairman of Texas Air. 
which owns Eastern Airlines, and LInder whose regime the 
company has been taking a tough line against employcc! and 
their unions. 

The bl1lnd of redemption preliChed at the nUll" 'NIlS decidedly 
of this world. Workers from different industries and walks of 
life were urged to recognize their common prohlems and 
c.ommon interests and make a renewed commitment ta the 
cause oflaborsolidarifY. Miami's •• Jobs with lustice" rally 
part of a series of similar eVents planned for cities throughout 
the eountty - was an effort at revival; revival of t'I labor 
movement thaI in recent years has attracted public attention 
mostly (Qf lOSing pol.itj~al influence. economic <:lout. and 
public esteem, Miami's siuble and spirited labor rally was a 
sign that the movement's decline may be exaggerated and its 
n:Vlval may be unret:ognlud. TIle new "Jobs with Justice: 
Campaign" is one of matly new initiatives being undert.tken 
by an old movement. 

Some of t~ initiatives resemble "lobs with lustice" 
evan.gelical efforts to ftre up current mernben and recruit new 
ones 10 the fighting faith of solidarity, BUI other initiatlve!,' 
particurarly thost endorsed by a ~ellt AFt.eIO report rhat . 
has come to symholizc labor's sclf.uaminatton, de
emphas.i:u: the congregational aspects or unionism a(Id stress 
its role as a 'serviCl: orpniucion thai can pro..ide a new 
generaTirnl of workefS with job trainin._ legal insUl'SIlCe, and 
even low-cost credit cuds, 

Whether labor will emphasize mass movements or mass 
markcting - or a combination of these approaches - remains 

DAVID 1(/JS.'fET diucud pu.bliciry ill vrgWlitjl'lg ((JmpoiglU 1M' (~ 
AmeriCQII rt;krulif.lll 0/ $tau, COWl", mtd Mlmicip4J Employee" 
(AFSCM£). H~ w," Q spw:hwriftf for the UtU AFSCM£ PrlJidem 
J~rry Wurj and/or WaltH Mondsk du.rins rM 1984 cfJmpaigtt, 

to be ~n, But, as the Reagan ent draws to! dose, there are 
defini.ttly signs of change in the air, [ndeed. in this year's 
rOllnd of Labor Day punditry. in addition to the usua! dirges for 
American unlooism, thue were predictions from sources as 
unlikely a..'i the Wall Strut JoumaJ and conservative commen. 
talor Ke..in Phillips that, after, yeats of decline, lhe labor 
movement may finally be roiling It comeback. 

Change is coming to American labor $¢verai decadu later 
than 10 other major imnitutions. During lhe Ulroulem sixties 
and seventies while the cburches, the universities, and the 
Democratic party each look • bard look aI themselves and 
submitted to wrenching processes of tefonn. organized tabor 
- or at least its major national institution. !he AFL.C)O _ 
seemed immune to self·cuminatiM, much len sel(. 
transtonnation, To the outside wor1d, die movemeol's public 
face Wa& George Muoy's: the gruff, Octoacnanan patrian:h 
whose views of unionism and society hselfwtte shaped before 
the tociaJ revolutions of the thlrtie! and appeared hostile to 
tbose of the sh;ti-es, 

An unquestioned leader in achieving much of the soci*' 
progress of the past half·century, the AFL-CIO was nonethe· 
less consemtiv.e in rnaintairtins its own traditiolU while the 
world changed around it. Large corporatioM might eMnge 
their logosand theitD~$> if nottheir ways of doing blUineu, 
but the AFL,CIOen~red the eighties as much the wne instlru. 
tkm that had been founded a quamr-cenrury before. So it is 
especially remaJbble that,' for the put five yeatS. Ameri~ 
labor bu been engAged. oot only at the grassroots level but in 
its h,i&besl councils in a ~mafkab!eptaceas ofseJf·criticism _ 
acknowledging its: failures. reshaping il$ public image. and, 

. perhaps most painfully of all. qu-estiooin, !he very 0lItut't: of 
the service it,offen.. 

This self.examination bepn undramatically nve years 1lJO. 
when AfL.CtO PretJdent I..anc Kirtland appointed. speciai 
committee 10 "n:vic:w and enmate cbanges that IU1! taking 
place in America in the tabor fcree, occupaUou.s, industriel, 
and technology," The auignment might $OWld lecbnkal and 
the group's name, Committee on tt. "EvolutiM ofWotk. wu 
unprepo.~ng, But. as Gus Tyler, ~listantpft:Sident of the 
Internallonal ladieS Gatment Workers Union, ob$erved. lhlt 



orlhree yean, the'committee listened toa variety 
of voices not ~I)' h.eard hy top tabor leaders, 
including outtide upens $UctJ as Harvard 
ecooomists Richard Freeman and James Medoff 
lUtd the pollster Loois Harris, wtJo helped review 

public opinion Tt'search from the past quaner-l;entury and 
conducted additional surveys. EvemuaJly the committee is
sued a tightly written. thirty.four-p.lge report •• 'The Changing 
Situation of Workers .and Their Unions," which discussed the 
labor movement's problems with unusual forthrightness 
and offered ~comrnendations (hal until recently would ha"'e 
~1'1 considered heretical. 

•'The Report," as it has come to be known in union circles. 
began with the srim - and familiar - statistics rev~ing a 
sharp decline In unkn membcrshi)) as a percentage of the: woiK 
force, down from )5 percent in 1954 10 less Ulan 18 percent 
three decades later. Whilenoting Ihat the drop in union mem
bership results largely from the decline in heavily unionized 
industries such a$ auto and steel. "The Report" m;tde cleat 
tflat the faut~ alSo lie.~ with !h~ uniQ~ movement i,t~elf. In words 
dif~(:~11 t? iin~,ine Me~y sanctioning. m,uch ~~,spealing. 
the repqrt acknowledged the simple truth: "Unions find them
$(::tve~ 'behind the pa<:e ~f chilfls'e~ ,." ,:' 
, "The pace' of change" is reflected in ..he experience and 

anlli.i~es' of i,ooay's w~k.e.r5, They' are likely to work at many' 
different jobs - perhaps at s~veral careers in several industries 
- during theirlifetiines, 'They seek "highdiscretionaswelJ as 
hiih pay" (In !he' job. and :;the striking new factor 1s a ,shlft'in 
~~ich ~'~ri9an~ M!! less likely, to see ';';ork as a. stnlis~t 
economic transaciion providing a means'of survival $fid more 
likely to see it as a means of self-express!;)n, and self· 
development.'" And rher. ':by and large see themselves as 

, independent. self-confident, setf~rellanl, and skeptical of 
chains ohtllhority:' ' , 

Asked to evaluate their jobs, 51 percent of these wot1:ers 
claimed they are "very satisfied," a fiodin,' unsu'rprising to 
any shrewd union organiu:r; in today's America: iI is virtually 
an admission of fallure for a. wod:inS person, particularly a 
whilewcoUar wQt1;.o:r. to aeknowlcdge dissalisfactron with his 
Of her joo, But prc:ss¢d fu~r:mom woders did It!lmit to a 
measure of diss",tlsfa41ion.,not so much with their paychecks 
as with their tack of power ~ptos~ts. Oruy 40 percent said 
they are satisfied with ~Opportts':lity t(j pMidpate in deci~ 
StOOS affecting their jobs. 'and oruy 28 ~n;;ent' said they are 
very satisfied with their opportunity f(jr career advancement. 

Cleady. there is a IXllenliat ~onstituency for organizations 

I-OOi: • dimmer view'of the ~iiatinadO.&iitifu, ;i.j.ro.ltl, "~&h~.~"~'~§E~~~~~ ' . . their own wott I~, 
agreed dW "_00' foree 
lMy don't Jike," Sixty~three percent Ihey belie'Ve 
leaders, nO! the members themsetVei;dtCid'ci whether to 10 an 
strike, Fiftywfour percent agreed' ".lnWID incteUe the ri!!.k thAi 
companiC$ will go out of busineu'\ 51 peroo:U beJiev·e thAt 
"umons stifle individual ,initiative"; and 52 percenl believe 
that unions fiiht change, 

However, the same workers did see • rotc. for employee 
organitations which Ihey imagined would be differenl from 
tradltional UnlOfU, Sixty·(me percent of non-union woden 
said they would be Inlerested in joining an Ofsanization that 
provides Informatioo about job training and job opportunltiC$. 
and ahnost half favored collective actiort on issues like QfHhe· 
job grievances, In addition, a majoo'ty' would be wilting to pay 
up to $50 a year for membership in an orPl'izailon' that 
provided sud! benefits as health and legal insunule«:, di$CQunt.s 
on consumer g<X>ds. and low-cost credit catds. , 

hese findings paint a portrait or loday'$ worker 
far different from the figurtS, pottns)'eO in the 
moral on the ground' floor of the Al'1.-CIO's 
headqua.neu: 'a!l~mbly-line operatives and 

, bnilding: trai.ksmen. who expected to work ·at 
basically the same job for an theit fives and understood that 
their own f~ were linked With their uruous'. Today'$ 
workers - or Itt ICQt their sdf·ima~ - arC at once: more 
traditionally American and mOre ~n~, They are in· 
dividualists "'tin believe their futures are in' their own hands 
and are reluctant to offer unconditional foyil,y to,~ employer 
or a union. .. 

To 'such an audience;laoor's message of solidarity is, as a 
labor priest once said. "inherently counteccultural," lAbor. 
then, shares a common dilemma with chutthes, communil), 
grQupS, and any other institution ttlat tries 10 bring Americans 
together. How tI.} promote collective action in what may be the 
mosl individualistic society 00 earth? .. . . 

: As' with (!thee organwtions that demarid'dues. activism. 
and even personal sacrifices from !hose who join, unions offer 
tangible benCfi~ to their memben. From the fow'I(tins of the 
American Fedm!tion of Labor more man iii ccnt\lty 410, the 
tabor mo'lt<c:ment has had II dual identity. part s.o<:iaJ movement, 
part service .agency, lnd«:d, 85 unions become entrenched. 
they offer their members an implicit bwtneu propos.ition: Pay 
us dues, and in return we will negotiate a contract with yoot 
employer providing you with better pay. fringc benefits, and 
working cooditions, and, on lop of Ihat. ~'n represent you in 
any individual probIc:m.s ydu may have on the job, 

Believing in an idealistic oonCeptioo of unionism at • 
movement with a mission to change 3OCiety', -~tions 01 
radicals have atulcl:ed this, implicit Mfeain'is "bmine. 
unionism" - a kind of occupational insurance policy wbe:te: 
the worker pays the uni<>n his premium aDd acts • measure of 
economic security in return, But iI's a bargain that Iw bene· 
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in theit 
uruooa to p.r..~' , pid:c;t lines durin, 

waul to tine ~ in tbCir. beNJf. 
Presenting unionism in this way nli~>d theha<~.. ,,/,i;, 

an unionists blooded in the Ithor W4t8 ofthe thirties and 
strike •• and~ ..~ than oat. fot labor-endorsed 
candidates ~. ;.~..:'." ,'. , 

The ~dQ"rq)On updates this brand of service-agency 
unionism by pfOposin, new services that unions can provide. 
new forms ofrqiresentation they can O'ffer on Ihe job, and.even 
new forms of union membersbip. Acting on the tecom· 
mendations of its report. the AFt.-CIO now O'ffef'$ members a 
"Union Privilege Mastercard" - ihe lowest-priced nalionaUy 
d:istribuled credit card - and ptans to provide otber discounted 
services. iMluding life insurance. legal services. supple
menial health benefits. and even'lndivldual Retirement Ac~ 
counts. In the collective bargaining arena, "The Repon" 
recommends that unions adjust to' the individuaJism of today' s 
workers, parlkularly white'·coUar professionals, byabandon
ing Ihe rigidity ofbard~and·fasl contracts $eulog the same pay, 
benefil$, and work: rules for everyone. lns\ead, unions cQuld 
negoti4t1! minimum guarantees and leave individual employ
ees rree IO bargain for their own pay, benefits. and working 
conditiQns. And, in wbat may be the mQ$\ revolutionary fee

ommerldalion uf all, "The Rep(,n" suggests new forms of 
membersbip. far workers who want to join unions but are not 
covered by union cO'ntracts:. AI a eost of S50-a.year - consid
erably le:os than the dues for most unions - working people 
would beeome "a8S(k;iatc members" of unions in their indus
tries, receiving job counseling, union publications. and dis
oounlro services such as the new credit card. In particular. 
these assoeiate memberships would be offered to workers who 
have left unionized jobs. wo!'kers who want to organize unions 
at their workplaces, and Others who are inlerested in the 
package (If services a union can offer. 

This ~rand af uniO'nism is best suited for white-collar woO: 
forces that enjoy relatively peaceful relationships with Iheir 
employers - for instance, public employees'in the NortheAs! 
and Midwest, In fact, "The Reporf' rei1«ts many of the 
focdcs used years earlier by the American Federation ofSwe, 
County. and Municipal Employees (AFSCME), aimosl half of 
who~ members: work at white-collar &ovemment jobs. 

s an organizet and pub!icist in AFSCME. 
campaigns from 1916 through 19£>4, I can 
oow confess - or brag - tbat we helped 
aute a new vocabulary of union organiz· 

thal emphasized the representation 
unions offer. downplaying confrontation with lhe em
ployer and even word "union" ilself. In leaflet! for sec
retaries. $Qdal psychologists: and other white-collar 

. employees, we urged them 10 choose "professional represen
lation." whicb would bencfh them at the barpining table, in 
their government bureaucracies. and in legislative bodies at 
the !o;:aI. state, and natiooal levels, The union was presenled 
as a highly profeSsional service' agency, with a staff of 
e<:onomlst#. lawyers. researchers, negotiators, and lobbyists 
- jU$llhe kind of organization govemmenl employees would 

- and also younger rAdiws who saw unionism ... W&) 

continue the struggles of the silties. But. during f~ leverit, 
and eighlies.· the union*u-wtlite,cQllar-serviec-ageuci. I 
proven antacuvt to government WQrUn, tmployeu ofedu; 
tional institutions, and other workers from the service sect. 
particularly in workplaces where employers offer reladVl' 
tittle resistance to union organizing. 

Two years after "The Repott," what wa.~ once II heresy 
now orthodoxy, In Ohio. AfSCME won fifty thousand nJ;' 
members wilh II low-k.ey campaign slressing the uniol1's n' 
as a "new voice for state employees," defeating the COl 

municlltionl> Workers, Hospital Workers, and other unions..; 
of which look a mOTe traditional approach. In. Ten' 
Louisiana, lind other states, tbe American Federation. 
Teachcl'$ begins its organizing campaigns witb mailings ofit· 
ing teachers' liability insurance. travel plans, a ptofession 
magazine, discount legal belp, and II voice in the edu.:alk 
rdonn process. And. in a campaign tQ organi~e white.coll 
employees at Blue Crou and Blue Shield - an employ, 
which depends beavily on union-negotiated health plam _ 
coalition of unions spearheaded by the AFL~CrO is StresSil 

our ~Id AFSCME slogan; "slrong repre;senllltion," 

owever, on labor's old battlefrontS ~~ if 
Nortbe8$tetll nursing home which cheals i' 
workers !)U:t of overtime pay, the Mldwester 
factory where Ihe company is demandir 
sive.rn nursing home which chellts ils wor) 

ers out of overtime pay, the Midwestern factory where In 
company is demanding give-backs, Of the Southern t(atile mi 
where ma.filtgerntnl fires employees ~uspe.;ted of union syrr 
palhies - these roft-scll tactics are part of a future thaI hASn' 
happened yeL In these indusmes, organizers are searthing fc 
new ways 10 conduct old·fasbionOO union evangelism; not b: 
appealing (0 wmicers as isolated individuals but by meldjn; 
individuals imo- a tignting fo~. Instead of the bigMec 
strategies of '"The Report" and· the public $ector unions, ih, 
blue-collar unionists arc reviving the oldest uniM !.Ilctics ofall 
activating the membeJ'$ through personal contact. confronl2 
tiona! tactics 00 the shop floor. and marches and rallies 00 th, 
cily Streets. 

Mobilizing the mcmbenhip at the wOf't sile h the «Sence'o 
Ihe "in-plant strategy" developed by a United AUIO Wm\.er 
(UA W) local in Sf. Louis and endorsed by the fndustrial Unin, 
Department of the 'AFL-CIQ, Ar a lime when lUrikes an 
increasingly ri5ky. this Strategy keeps the workers 00 the joi 
and-in tile wo/tplace - but demonstrating lheir solidarity fin, 

causing trouble for their.employet. At the: Moog AutomOOv, 
Plan! in St. Louis, UAW members refused ovettirot. bell 
JUn<:h·time wlies, and marched intO' managemtnt offices t( 
compl:lin about Ul'lsafe conditions, Without 8oina: on mike 
the Moog workers won t contraa providio3 .a 36 percen 
increase in pay and benefits over forty monUls- - and t;lnionistl 
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. . . . .... ;. 
~:~:':::i,--" 'AJ'L.ClO'.Indu.striaiU J>IIbliaIlcd • -.~ "The /M;.je
o.m.e" exp1ainlna bow'hllnvol"tv'union membel'lJ in new 
tactics at the wort. site:' unionists acrou the country have 
ordeud so many (opies. k'bh ,one into four printings. 

The "jobs wilh justicc" campaign that rallied tight 
thousand workers in Mia.nlti. an eff-ort 10 take membership 
mobilizing lactic. 001 of the WQrlcplace and 1010 the commu· 
nity. In Ihis campailt" - which is aIsoenOOrsed by Ihe Indus
tria! Union Oepar1rnent - union activists ask their co-workett 
to panlcipate in just five events a year: possibly. II rally. a 
picket tine. political canvassing. or leafleting a planl gate. If 
significant numbers of unionists make suck a seemingly moo
cst commitment. unionism could become a vibrant movement 
again, nOI only in union strongholds like New York, Chicago, 
or Detroit, btll in virtmdly any community with even one major 
unionized W{)rkplace - an aulo plant, the phooe company. or 
the school system, Once again, telephone workers: wouW join 

, 
'picket lina at nun;:ins.ftomes; teacMn wwld .... ~ 
programmers to con.iikr orpni;jnl:, ~'. ruk·and·fiJll 
unionist$ would uk thtir nelgbbon (0 support Jabor-e-odOncd 
~didates. Not ooly the concept of union ruembenmp - but 
the coneept of,citir..ensbip itself - would take on DeW mtm· 
ing. 

For anyone who believes in the values of community,Jr', 
. more inspiring to imagine unionists walking each Qthcrs' 
picket linC$ than peddling crroll taros and IRA's. BUltbesamc 
wotker who ma), be persuaded to embrac.e the concept of 
solidarity migbt originally have joined the union because i1 
offered. consumer credit. job counselil1g, ()T other services. 
Labor's Vatican n -like othertffons at self-examination b)t 

major institulions - has pumped new life into an old move· 
ment and legitimized all manner of innovations. And a process 
that began wi!,h the queSiion of how 10 appeal 10 worken as 
Individuals may yet result In building new bonds of solidarity 
among them. 
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. , .-~ messiahs create chaos 

[
. 

.. In private Industry U 10,,11 at In public 
educ-.!lon, the tr~"d may be more 
to... rd p<llO'er·sllar\DC falM. than po.._ 
er·t.rIpplo., ne real he,...,.,. may be 
klDder,senller ue<:utlvcs .. ho share r ... 
sped and ,""ponslbUlly ... Ith their Jub
ordina1.e3., while lbe would·be luper
mana/ilen who rule Ihro",h fear may 
cre.al.f CbaOi In the orl.n~tJOIII they 

u..k to 1~ld. For instaJ>('e. whrn For
lu"e malu;ne ,,,,,cn!ly li'IM "Ame~I' 
ca', IO"Kh~'1 bo<ses," Frank Lo,enzo', 
!\;1m" I~d all the test 1M nu hardblll 
Uellcs in building T ..., Air lnlo. COt
porate empire, arGuirin, ~,.. tern Air_ 
lintS, Conlin~ntalilld People £.prns. 

Yel u.ttnzo', balled"C of hi. em. 
ploy ...... from top·level exec"lIve, to 
rnorhini,lS and NUl'" handlers, con. 
tributed 10 T"i.s Air', finishing IOlh ouL 
of 10 in another Port"ne ,u,vey _ its 
ranking of the "moot admlrPd e<>rpor._ 
tiOf\S" in the transport.allon IndUltry. 
And now r.or~n'o II locked In a rulnout 
labor strug,le th.t m.oy wtll d~'tr<lY 
Eo..t.rn Airtin.-s, d~mage MI 0910 ",p~. 
tatlon and drlin thf resourC"el 0/ Tuas 
Air, 

On the Olhu hud, the auto 1ndU$1lJ 
hn Irhif~t'd a mOOat reboUl>d portly 
by modiryinll .. uthorllarian manallP_ 
mfnt pnttira and nperbnctlt!nl.ltII 
IO'orhr 'n~DI.emcnt In d""I.;on ma.lng_ 
Ind.-.!d, the mO,l lalkt'd-about Inno~a. 
tion in Amerk~n hldUltry /Ny be Of"" 
enl Motol'l' "Saturn ProjP<:t": the com. 

pany't elton lo produte ~ small tar 10 
 - .,..,.. 
rnmpete lOitb hpaneu and Koreao 

modtls. Tht new Saturn plant has ~n 

de'illn~d by. leam 01 99 managers, en, 

.!lin...,.." uni"" officials and U$mlbly. 

hne lOorkr,..,. And whPl! thr plant opens, 

work teaml w,lI maOille them.~I~es 

and dp<:lde s"~h its"a as }ob aMlin. 

menu, scht'dules, inspe<:tlon, malote

nanN', absentl'<'ism and health and !.IIle. 

ty policies. 


HI .....ud politl~al K'Onomlst Robert 
Reich has written that Amcrlc~ shOUld 
think twice abOllt wbat be calli lhe "CIIlI 
01 lheCOO" and adopt the philO$Opbyof 
thf "team as hero" ~ 

Of cou,..." II', easier aDd morf entu· 
taln;nl to make movies ai>oollndlvldull 
her",," than wh~t Reich calli "trlum. 
phant learns." Bul, ... ben it comes to re-. 
'truclunnl OUr ""hooll, OUr fadorles 
and OUr offlc••, we'd do better 10 learn 
from the autom.kerlln Detroit thaa the 
m)1.hm,.kenln Hollywood, 

VaLid K"'.".m a /Pnrh-rilu for 
,Ifichlld S. o..okis a~d lI'allu F. 
'\fondQI~. If~ ""T()/~ Mi. Drlicl~ for 7U 
Ball;",,,,.~ EDr7I;,., Suo 

! 
! 

http:ordina1.e3


,
, 



Real-life managerial 
David KU$Ut:t 

~ 1!I!1If film. "[.«;1\ ~ ~.' is tU 
11!en fl!"P ill 1M ~tkfl of JfJl!: 
Clark,!M prioclpal w1lil ret:ltitd l><\::et 
nd pl"i4e :.1 r .... 1l<!dc H,C" So::Mol in 
P;oUlI1oM, ~J, by ''''pltin, 1M $t~. 
&~~u. ;n!;TI'"'blin, It.: ttllUb~ma"l!N 
.;/4 t..-.rnlilhltlC .II bullbtml &..d tmtt...U 
'at 

C:<irk t~d ~Irn~y ~N"'~r<!<l <»I 1M 
"",..,.. <>1 Tim~ mlgui.... 1)«" fU!>.ltfl(j 
¢, ~&O Mine',," ar..! bef<! ;:Ql"ftlttdt!l1 

) 
by J>rni!kn! fl~lld Ru"". I>I'!Jpitt
Oork'1 currut tul,hr.. dlf[it~l\,.", 
"j!h .. Lt3~ WI M~," ~~ boif:-«l~ 001 «'>Iy 
I M"UMht but an ."'htlllj~ Am"" 
tU t<.d\..r~ bI'N. 

C!~r~ hud~rv>!dly U\riCle<! publIC 
311~Mion b«'a\t~ ItW I'nt'\hods ~ 10 
t...lhcw!UIIM I"Vi~ I;tHllt~ 01 (00 m~ny 
tu,·clty Khoo~ tom.'nt.i". dfllf·irfl'l' 
~nd t"tjlM·lt~ tnvlr~nm~nt. much 1M!! 
,,""cale Ih~!r ,tudel1l.3, flu! (~e ch~rl$_ 
!!'Nitl~ hi(/l k'lIool pr;llI'l~l.l:la appeal, 
10 a ~uj ... m~"th In OUt p<l~ular Cyj. 
tot'" th~ ~~lion !hd 1.llJ~llM(I\u\lci'.. 
-Irom IICbool.!l !O Nltpor.lloM _ eao 
M turned ~rou~d Ihr~ugh the j""l'J~_ 
tiona! !Ud~T'hlp 0)1 tn~wllv~ &ij_ 

permtn. 

In fatl. while Ih~ media com."',",, III 


,Ior!!y these rruna&~r!al ml"SSlaia, I!'l 

debnab)~ wb~tb<:or aN.tIwriUlrl~nism !$ 

I~~ bo.1 man.ogemul .Iyl~ 1(>(" revi¥lnl 

r~iLin, enlefpt.us, ltbo-tMr in ~a. 

lion or In lndu~ry. . 


'· 

Clark's vn$lQ!l: (If ..:bool rdorm II!" 


:. pa.enlty;1 "~ry rn...,!. a or.e-ml.!>!./Kl<lI, 

• with 	t~e prloc,palo""p.lltrIMCb imP"" 

Ing Mi ",,11 "'" lucbotn "II! .tQ~1IU 
.,Iike. Mp<lriUYN by Morp.!> VTtt-lnlm 

, l:I H!~,,,> <ill Me•. Cluk _ hot mqca • 
•: : ~.... r(>Nrlnr4l!"'~IIt.tb.en:h"..u 
\' •. as !uldtntl. AJ!d, li:t1)f~"I.'" r<!JlGlia 
'. nq bls lewn ~1 EoI1tsM<! K~C1ar~ l1li1 
.:. Ot>lynpell".j :P:Itrle30hlulknUhtttllw 
.. a,,.an.l<'d lllt tht lr.mdu or It':lltbtr$ 
:: ..hQ dlSagr-ml: ..lUi b.ls W ..yM rw.nICf 
L 

-.- lI,e Ktroot 

": SI",lfja'llly. mo5"t of tht'1lllat:, .., . 

. : d~ e:.fI'!r~ .1 kwl mmm 

'; Me ba~ en ~MliI>CItqj; 1M pmt~ 

.. an.rn ol Ih(, teubttt, IIi>t tM p<iWff <If 

.. til .. ~p-"IJ [r, \(.1.,11 uroa'HOOlllluttl· 

~ . .., 

http:enlefpt.us


/ I ,~ 

'I 
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,puusa $cl.I4an\1 __ LIdo "Us>~ 
""" Ii> 1M 11_:not_ ....,. _ 

*,...ct. ~t 1M An,CIO• ...-.. ............ 

;""" ""1 ". ....: ""'y Imp<:\tC w __ _ t« Amt;;nn_
W_,.t-. .. _ .. u.. __ 

_i<>"'Pl""'~"'_~pab,.
aMI '" dd....a!llo' _ <1" Ik uu.._I· 
.. __dl<I_otI,,-~ 

'" u.. n=m bow... ._ p..,.t -... ~,,>! 
I;tIoo __ ..a .... By ""'~:_ 
~'$~-_"'~'W<Y 

f<=Iwe !If".:..,,,. 01 "'" u.- - \lie tIIlpyH!l 
~ __ ~!Uor 

, --~ ~ 01<4 {<&all.

David 

... _......... 
_'lin 4kll~"

Kusnet N>;j~" 

~ _ .... '>t~"":::::':"==:'. _ U' ""'" 
Ik __~ .,.; ~I ""W"'"' it lui pno. 
v_ " I'd.",h $oIi<I>uy ""'~~ 
""".\\;>~"'ItuB.....W.W__ b<Nu~daml· 

~.u I'F~ 'D hi "". _!ely _ m b«, Po1••""1'$ ___Pf"",,_1t 

~ "m'M" "q,!Of sf s.,j'd....tt. ""......pa 
_ A~Mk."l&bot ....._ ......_ 

j._nl"«f.... ~"'.l;;t.>rl........ !n!l'" 
""t'" 17 jI«<".i1 1<Iol~$ 0..:1 IJ .. i4dr PO" 
«>ff<! 1<> lit: looI,.. M<l~""'" j>'l""- _.. 

jl<Ib.\Cil ('lC>\It 
ln~j!1"'~f.... p<rlul'""""~·_"'.IL.oIUo 

""'" If...",,",, "-'I...... So:ieu..,. """'... 
"'''''' It ""'" '" ,,"" ~,...,!.t>!~ "'"'U"" 01 
IN/me -~11'" \tit ......."'_ 
<A ~ ''''ru'~ ~ ..UlIll>t .."""oalso: 
lNff4ll<'l""Y lUI "p~ lk -,"'j 
I~ "'II4.u&d _ ... ''''l\<'> ». u.. 
;''' l.>.I1'<I"cdoc. '-1. ," """'tkn "wkm «'1\10.,:, Q\Il4:ol

••"'''' '" 1.<",&0 fla.,.. onIh u..,.,./'tilll" ....... 

,rtf""". \>to': A="..•• loW. ......_ 
.."" I",,", '1M lAIl"'r\.I.ot '- ""'" SoIl· 
4''''1'!~ "",\<I d ... lIIol!! is'l'..kl.,op. 
""'JUI\I... 1M""'_'II!.>~"'" 
t¢'~OI1_"q ...",,"C Tha. "'.. w,u !"...,,; u"'. So>~...I1\y, 
.h~k i'lU4llM'11~u-.",_
,.t ,'.\••••! ¥\f,.....\\y ,." on"" I"tllulac"* 
'~"""t \Ill: c.m.",,,,,",1 rUly .1"" .1Id.\oJ_'1_ ... <fl.....bt.ory, " ... "",,~n \.""'_ 
~"J ,,";... O<NI. bJt 1100 b«a<.o,y o-oJo 
« 'fIK_"','-1 ........m .... OJO\:IoI • 

''''''ro....''' <"Ii•• w/tOOe fQ1"\QIl<'IO ". linl<lOd 
..... mocllll> t.. ~ <>I. OIJ' "'''"11'"1', 
.........) ., I<> tbo ~f1Il~ .1.> ..",••1.1 01 


·m.II ....'tlQ..l.ot.l'J!f'..... 
~~ lit><>< ~Wmmp'.....boT 

"""""II'IIC ..!l~"O!wn. ......I"n~ 00' pro'",,· 
,'''''''' triO. J'Obd... 11"1 \000 0""'" tor .." 
__ ~"" "'" '.'(mm""' '" ......... 

,1'001,<"" i"d..lrld.od Am""'," po<>t>l< 
~~.rJ ~ II I/> ,,,,,p1~y I.t>,)r. """-

u,,~,..w."'_~ 

1) h"'~<t;'" A"'~ I """"'1<'W$.l\".. 
~ lUI 1ftr'1 _.we ~a, 
ti.ol l'I'.tnmd ..... "-li4>U ru.ur4 
~41"~","Ur.oIX......·.~, 
lu6c l"'1o",.. "on -l""'l OIryo!4:', 1',.. 
CuI _ 01 _! ~ .. 1NIt_.!! N.t., 
ChtyJJ.r i> ""'~ "'- X.c.n "'1 '" 
_,~,Ml .lIJotn"" Thlo _nlj'Ulil4l·
1uo __""t.IIIfIl'"*M<l.,UlUl''',,''_ 
annl ~it! IW~" R.Icl.~......."', 
"... ..,. of /.IMrie... """.9..1.,..", ... 10001" 
AmO:rI"~· iJ«'~_"'_eu .",h,... "". 
I!h ~~"'~n '.I"..l .~""I1ft]r '" """'" 
OTen<'", olmeo"l<......ber <,D.PC! o!I<>tIl<I"" 
tt~-".".",,,,, ,1 -<i'#$ll~II~*.t rt"~' 'Y I 
,.,."''''....''.a.I..-.«I~_Iq... 

tI ;.,.... <1 ". "",...,..,c,,·~ pto"~_ II 
"'mt,-k.......mp«<> !. tbt lI'~l'ld ",a'~fl· 
~ C, u..1"0I.01 11M '1""~I, 61 Ito poW> 
,"",a. tIOt l.'ll'ffi0l t~ "~II" ollll ...or'~.... 
Itt:<> .e·ll lIa'. W III.,.. II 0.; IIoUilti. u.. 
.....-t..!J!'_IIM.illlI<>l .... ;-pl~ ~I>" 
poTI lar I:.<U"'I""Uo ocbt>ols. upud«\ ~ol· 
leU opport ..... _ IIII~ <1.1, cu.. •I'd 
oNwn&: b••ILll lnIur._ on n. ,,'"
>I>;.u:d boo julWled 01> _ pr<....... .0.<><1 

OOIElj>LOl'" IUd! •• "'Y"'EX T.l<~ .1>4 
Pltut<m =0.1 ,1l<>Uld be ItU..~ooJ {Q' Ill'.' 
\a pl....dolod bomI.m GO u.ru .Of"" by 
conkl til." ~..lt!: bo<lelia, 

'1 Promo'~ .."'~""u~ I",,,,,,,,,rk t'~ 
..n,. Ame1itu labor ol>ooold promot.. JU• 

th",t;( .l1ora to " .....or~..... ,~... In 
<lKU,O""",,,Io.,o, lrom Ibe ,.,.rd..-n I<> 1M 
>bop r-.-, Si&Uflo.nLly.......1>I1Ii.,. I'~mXt,., to Ford _ .Dd p"blli: ..bool J)'1I'''''' 
, ...... R",,_.•'l.V.. '" MIomL Fl. _ 
h..~ t.o..t.d .1 impro><",""u I" ~." 
ptO<I••u and ..rvic.. t.oca_ 61 po"~,_ 
"',r"'l .!I~ ""pIO)'- OM Ll!a "It"'''' 

.... mod "lib Lll_ ldo... Amo..... 
ani.........., not INke bis1bIy .. 4f~",.u
•• Il~ i' Ihm POIWt <OI>Ot..rp'ru. 1>01 t~., 
.m ,0 • teo, ••Y t...uO ..I.oI>lWWlC 
lh'mJI"lHf u ,I\omploftl ~, • _"~ ... .,. 
"om;" I"!.... aod or t.>e >l>r..~ of ok",... 
<r.!lo ld..11 '" 0.. ..or'pb<~. 

i"l<l""j 11", .... ' Will • • j)t.-.:.~ ",,,,,- ,~•• 
Micho<! Do.k"k.., WoU.... Jf_~..,~ 
;<'"1/ W~'1. 1M r~I' p"tn.!<n! 0-' ., ~ 
" ... ""'con F..J""",<>-~ '" $r',,~. C~~~,~ 
c"'" .I{u"""pc! f;m~... (",~'SC,'H:, 
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