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March 2, 1993

REINVENTING GOVERNMENT EVENT WITH THE VICE PRESIDENT

DATE: Wednesday, March 3, 1898
LOCATION: Room 450, Old Exec. Office Bldg.
TIME: 10:00 a.m.

From: Bruce Reed

PURPOSE

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

BACKGROUND

You will be speaking to a group of 75-100 federal employees from across the
government. You will talk about your plans for reinventing government;
annournce the Vice President's new assignment; and mention Phil Lader's
role at OMRB.

PARTICIPANTS

In addition to the 75-10D 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; Reps, Conyers, Gordon,
Laughlin, Slaughter, Clinger, Price).

PRESS
Open {o press.
SEQUENCE OF EVENTS

You will meet beforehand in the Oval Office with those who are on the
program (the Vice President, John Sherp, Phil Lader). Members of
Congress will gather in the West Lobby to walk over with you to Room 450
of the Old Executive Office Building.



The speaking order is as follows:

The President speaks for 10 minutes, and introduces the Vice President,
who speaks for £-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 speaks for 3-5 minutes. The
Vice President introduces Bob Krueger, who speaks for 1-3 minutes.
Finally, the Vice President opens the floor to questions from the press.
REMARKS

Alan Stone will provide a draft of your remarks,



March 1, 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
Yice President. We are looking either at a visit to a specific agency (HUD or
HHB) or an event that brings employees from across the government to the Old
Executive Office Building,

Wi expect this announcement to include:

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

2. Formation of a government-wide National Performance Review to
examine every federal program and service. Fach Cabinet Secretary will be asked
to assign 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
Inspectore 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 waste, by calling an
800-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 through better use of technology and by making government programs
more responsive fo the customers 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 recommendations by real people to
produce real results. We don't intend to create new jobs, spend new money, or
generate new paperwork in the proocess,

3. Statementa 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 Comamission. We are currently
planning to invite Senators Glenn, Lieberman, Krueger, and Roth, and Reps.
Conyers and Gordon.

§. Expression of support for legislation to begin performance measurements
-~ including the Roth bill on performance-based budgeting.

A few questions remain for Wednesday:

We want to creabe 2 broad cu-cle of adwsers e perhaps mcimimg the mambera of
Congress listed ahove -~ without triggering the open-meeting laws under the
Federal Advisory Committee Act. Texas made extensive use of free help from
private consuliants and auditors; we should too, if we can.

? 1f we're serious ahout remventmg gﬁvemment
we'll need it, but stard Paster suggests that we wait as long as possible, so we
don’t raise jurisdictional 1ssues in Congress that could jeopardize the economic
plan. We don't need to decide anytime soon.

Kﬁlrmmmmm&nh Thekey areas mi:iude |

a) Devolution of responsibilities to the states;

b) Heorganization of departments and agencies;

¢) Sunset laws;

d} Incentives to reward performance, productivity, and mmvatwn,
inchuding an Innovation Fund;

e} Regular Presidential visits to agencies to meet with managers and
policymakers and hold town meetings with employees:

) Truth in spending laws;

g Regulatory reform;

h) Civil service reform;

i} Procurement changes; and

1} Pilot restructuring of departments.
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INFCRMATION

MEMORANDUM FOR THE PRESIDENT

FROM: Bruce Reed &

SUBJECT: Reinventing Government Announcement on Wednesday

Per our gonversation last night, we are preparing for
Wednesday's announcenent of a8 Texas-style "National Performance
Review, " headed by the Vice Prasident. We expect this
announcement to include:

1. Dfficial designation of the Vice Prasidens/fg head the
Administration’'s Campaign to Rainvent Government Phil Lader

Ooors *~ 2. Formation of a governmert-wide National Performance
gﬁhﬂﬂf? Review to examing every goyv ant program and service., Each

o W ol Cabinet Secretary will be asked to assign 5 to 10 pecple ~-
a}.;?!'“‘l managers, auditors, and front-line workers ~~ to the project.
gn?L%JL The Vice President will report 10 you each week with specific
recommendations that comg £from the Review, and a comprehensive
report will be completed by Labor Day.

The Review teams will &valuat& th& afficiency of every
federal depaxtmant, Sunll -t paaifd e A e

wcrkers anﬁ tha Amariman @&Qgi& ta mak& $pacific suggestions on .
how to improve services and cut bureaucratic waste, by calling an
800-number {every agenoy aslready has one} or writing the Vige-
Pregident: recommend ways 1o streamline the bureaucracy by
elininating unnecessary lavers of management and reducing
duplication of effort: look for ways to improve gservices by

making government programs more regponsive to the customers they
serve; and suggest changes that would reward performance, give
managers more flexibility, and put more decisicon-making power in

tha hands of front-lineg workars, ’vl

3. A report from Comptroller John Sharpon how the
Performance Review worked Iin Texas. This 1s optional, hut would
add credibility to the announcement.



March 1, 1993

INFORMATION
MEMORANDUM FOR THE PRESIDENT

FROM: Bruce Reed
SUBJECT: Reinventing Governmeni 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 at %Bfm HHS as possible sites for the event.

or 1oy OELR

We expect this announcement to include:

1. Official desxgnaﬁmn of the Vice President {o head the Administration's
Campaign to Beiavent Government and Phil Lader as the Administration's Al bom
management We would also ke to name David Osborne g;ad John Sharp, as
unpaid senioMadvisers 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, and-feant-line workers ~— to the
project. The Vice President will report to you W ith-ppeoihic ""'IP"“““- 5%‘“&-
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3. Statements by John Sharp on how the Performance Review worked in
Texas, and by David Oshorne 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 fo invite Benators Glenn, Lieberman, Krueger, and Roth, and Reps:
Conyvers and Gordon.
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A few guestions remain for Wednesday:

Phil Laziez W{mid ike§ou o gu on record in favef of S. 20 the Roth bill on
2d budgeting. He is ooking into the feasibility of

announcigga 10-20% reduction inpolitical appointees (SES & Schedule C's) as a

do ment on the S@m@:ﬁ:dmﬁms you announced earliar,jw

want to c:reate a bmad mrﬁie of advxser& - perhaps mciudmg i;he members of
Congress listed above -~ without triggering the open-meeting laws under the
Federal Advisory Commitiee Act. Texas made extensive use of free help from
private consultants and auditors; we should toe, if we can.

detalled to the it g z;hs, and we don't have room for
them, anywa o A

1gh_reorganiz v 2 If we're serious about rexnventmg gt)vemmem; |
we'll need 1’:. e espemally in the area of civil service reform. Howard Paster

suggests that we wait as long as possible, so we don't dex#fl the economic plan,
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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 teams, organized along functionsal
lines rather 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 service delivery, the
budget process, procurement, and so-on.

3. The teams would look not only for wasteful spending, but for ways to
eliminate unnecessary layvers 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 consull with management experts 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 ways 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 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 praduce
its recommendations. These recommendations would be submitted to Congress as
goon 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 packapge, as a way to maintain public pressure
for spending restraint.

The sudit should be part of a broader Campaign to Reinvent Government,
which might include legislation enabling us to implement:
* ¢ivil service reform;
* performance~hased budgeting, and
* "government enterprise zones” that would waive the rules for
managers at selected federal agencies.
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NATIONAL PERFORMANCE REVIEW

Patterned after a highly successful statewide audit by Comptreller John
Sharp in Texas, the National Performance Review would be carried oul 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 lmprove services and make government
_work be%;ter .The team would be given a six-month deadlme, and its

w#«,&mr \gs,.,c..@ T, ?s“N N TP SRS

voles 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 suditors 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 Keview presented recommendations for savings of
$5.2 billion, half of which the Legislature adopted. A second review proposed
recommmendations last month on how to save another $4.5 billion.

The Texas audit was based on a conscious inside-outside strategy: By
making a lot of noise about government waste, the Review made it virtually
impossible for the Legislature to vote against budgst cuts -~ and by enlisting
public emplovees 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:

1. Bach Cabinet Secretary would assign 5 {o 10 people from his or her
departmmt; 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 teams, organized along functional
lines rather than by agency. One team would lock at federal-state relations to
recommend ways to Iimit unfunded mandates, streamline the waiver process,
devolve federal responsibilities, ete. Others would examine service delivery, the
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budget procoss, procaremeant, and s on.

3. The teams would lock not only for wasteful spending, but for ways to
eliminate unnecessary layers of management, reduce duplication of effort, treat
taxpavers 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 800~number would be established for public emplovees and taxpayers
to call in tips on wasteful spending, and to recommend ways to improve
government services. We could hold town hall meetings on the subject as well,

8. QOver 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 o 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 o Reinvent Government,
which might include legislation enabling us to inplement:
* ¢ivil 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 $30 billilon on service.
contracts in FY20. This is gnearly twice the 47.6 billion 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 congulting service contracts cost anywhere from 20 to 40
percent more than if the work was done in-house.

RTC

+ 1991 GAC report concluded §24 million RTC computer system
"virtually useless.” Information error rate was at 20 to 30
percent., A year later, the system cost ballooned to 8100
million, Rate of missing dats reached about B0%.

) GAO reports that 24% of the realtors 1t surveyed about the
effectivenass of the RTC’s asset disposition technlgues felt that
bulk sales were "very ineffective.”

* While the RTC will be coming forward with a regquest for 8§25
to 840 billion to finish the S&5I, bailout, it has still not solved
its internal management problems., The RTC recently entered into
a two page agreement with one contractor for $25 miliion. The
contractor oopied millions of pages of documents at 67 cents a
page. The golng rate for copying is sbout 10 to 15 cents a page.

+ Accosrding to Senator Pryor, the RTC has over 95,000
contractors and has never been able to account for its contract
dollar.

Streamlining

* We spend 82.7 billion on export promotion programs. Ten
different agencies have responsibility for export promotion and

the funds are not alleocated on the basls of any governmant-wide
strateqgy.
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| CENTER ON BUDGET
| AND POLICY PRIORITIES

*TO: Carol Ragco ! Saptember 7, 1993

* FROM: Bob Greenstein

" RE: Natonal Performance Review

I'm enclosing the analysis I've written coacerping the National Performance
Review, along with an acrompanying analysis on bipnnial budgeting T am alse
including a third piece that examines the $500 million savings estimate for the
Review’s WIC recommendations.

Some of the points in the main paper may be discussed in tomorTow’s ?csf
Ann Devroy called me about them today.

. Qur principal message — as stated in the paragraph on page 1= is that

the Review should not be judged on the precise am?unt it would save or the specific

number of federal jobs it would eliminate, but rathor on whether the

recomumendations would improve government pczfarmnm and efficiency. While

© some of the recommendations are questionable or unwise, most seemn sound and

some are very important. As a whole, the recommendations should significantly

1mpr0ve performance. Qur conclusion is that if the savings turn out to be

. significantly smaller than $108 billion but still are substantial — and government
pe.rfarmmce materially improves — the Review will have been a great sucoess.

! My biggest fear is that the savings estimates will get locked in by Congress
and prove unrealistic and that as a result, we'll lose much or all of thote Clinton’
investments that remain, Some in the Administratidn may be unhappy with owr
. pieces, but we view them notonly as decent analysts but as our effort to help the

* Administration win approval of the principal Review recommendations without
jéopardizing the investments. If Members of Congress give less weight to the specific
- savings rumnbers in the Review — and . understand that some of the savings estimates
are nwcessarily uncertain — the chances that these n s will be locked in and that
. the caps will be lowered may lessen. -

I sppreciated the opportunity to talk to you t this today. Please let me
know if there is anything we can do that would be %zipfvi

' ?ﬂ:m Capitol Street, NE, Suite 708, Washington, DT 20002 Tel: 20230681080 Fax: 202-408-1056
EAT :

. by Robert Gresnstein

The National Performance Review, reieased tqday, contains a series of
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| impottant ideas w improve government performance and officiency. Whils not
- recommendation is wise, the Review as a whole cowd make the fecteral government
more effactive in doing its work and leaner at the saizne time.

The Review's chief weakness is its estimates fbr how much can be saved arid
- how many federal jobs can be shed. Some of the estimates do not appear to have a
firtn basis and are likely to prove too high, perhaps by a substantial amount,

But the Review and its recommendations shox[zi& not be judged on the precise
amounts that wuld be saved or the specific percmﬁage reduetion in the fodoeral
workforce that could realistically be achieved. The tecommendations should be
judged on their merits - whether they improve government performance and
efficiency. If savings hurn out o be significantly smaller than $108 billion but still are
substantial - and government performance matmaily improves — the Review will

~ have been a major success,

Particulacly important are the recommendatigns to ease the welter of

bureaucratic regulations that encumber governmantjhiring and firing practices and

- often prevent managers from hirlng the most capable individuals - or letting go
these who fail to perform — uniess managers ase willing to devnte unreasonable
amounts of time and resourcas to such actions. The recommendations to streamline
government procurement rules also hold promise, a& do the proposals to weed out

~ varlous government subsidies that serve certsin spevial interests and cannot be
_ jt.tsnﬁed in times of fiscal stringency.

Soma of the recommendations to redesign t!‘uie federai budget process have !ess

merit; the recommendation to institute biennial bum would likely prove
~ counterproductive. At a dme when the Admindstration is ¢alling for shifts in budget

pricrities, with fewer resources for Cold War-era défense programs and for less
effactive domestic pragrams and greater resources for high priority investments to
help the economy grow over the long term, budgeung ardy once every two years is
tikely to slow down these budgetary shifts. It thus leculd wesken rathar than
strengthen efforts to change the status quo in a.llacatin limited resources. This
problem is aggravated by the fact that under the N?R recommendations, budgets
would be considered only in evm-mn:nbe:ed years, iwluch are election years.

,i
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Blennial budgeting also would lead to mummerous ad hoc revisions in budget "off-
years," since the President’s budg;! would be prepared two years before the start of !
the second year of the budget cycle and three years-before the end of that year. !

The Raview notes that 20 stdtes use biennial budgeting. But the more telling :
peint is that & larger raunber of — including most of the big states — have -
abandoned blennial budgeting as their responsibilities have grown. Some 44 states |
wsed biennial budgeting in 1940; tqday, 20 do, and most of those are smallor .

'medium-sized states. Biennial b ting is not likely to serve well a government |
. that-has the heavy responsibility forimanaging the U.S. economy and helping to keep
- pence and stability arcund the glolle.

. |
Also, the federal budget is now subject to anmual caps on discretionary :
spending and annual entitlement t#rgets, both of which are adjusted each January to
reflect certain changes in the econdmy. Biennial budgeting is likely to resultin
burgers for the second year of a two-year cycle that sometimes turn out to be out of
mmpliance with these caps, necesﬁgaﬁng a new budget cycle anyway. :
. But the biennial budgett ijecommﬁatim is not the flagship
- veconunendation in the report, the major proposals to streamling how
governnwent is organized and how it functions deserve serivus consideration.
Overall, the Review represents a significant step forward in efforts t0 Unprove !
govemment gerformance, marred principally by savings estimates that may prove. -
overly smbitious. [f the savinge eftimates do turn out to be overblown, it would be

" ymfortunate if that led 1o disparagement of what is & uaeful set of proposals in miny .

areas. .
Weaknessas in tha Cost Estimates

~ The National Performance ew says Its reforms would save $108 billion
aver five years and reduce the ral workforee by 252,000 jobs. These estimates -
seamn. more like ambitions goals than hard estimates. N

“The single largest component of the claimed savings comes from the ‘
elimination of 252,000 federal jobs| in part by sharply cutting back on agency ;

personnel, procurement, and budget units. These reductions are to be the result of: -

wverhauling end simplifying hiring; purchasing, and budgeting proceduzes.

Until such reforms are tested and experience is gained with them, however, it
will be difficult fo know how much these reforms can save and the precise extent w
which they can enable tha fedaral lworkforce to be reduced. The extent to which |
sgency staffs can be cut without j¢opardizing basic-functions and programs also- will
depend in part on the extent o which agencies are able to terminate less productive

*
2 ;
I "
.

prr—

e e

[P —

H

£ : $r” {390NT NO~HILND £2:87 66, 68 IS

:
H


http:parclizi.ng
http:years:b.lo

!

emyioyees on A rather significant saale, tather than simply shedding jobs thzough
.attrition. The Review proposes that the process fox terminating non-productive
employees ba shortened, but it is unclear how much easier it would be than at
presert to let less productive empl vaes g0. '

‘The National Performance Réviem assumes Jurge savings in pcra-omei costs

" but does not provide much detail gn

the basis for these assumptions. For example, it

-is pot Jear whether the savings asfumptions reflect the fact that when & function is |

. shifted from one part of gavemmagz
- assigned the new functon, alongsi

to another, there is a cost increase in the unit |
the cost savings in the unit shedding the

function. The report assumes sav:xigs from breaking up the goverrunent printing and
procuremant monopolies exercised by the Government Printing Office and the i
General Services Administration. This is probably a wise idea. But procurement for
office space, and other itelns would now be shifted to agency procurement!
staffs, which the report targets for Substantial staffing cuts. Just how much can
.agency procurement staffs be cut while being assigned these new funcions? How
i the Review estimate both the shvings and the added costs here? Did it factor in
the acidod costs? Is there a steong basis for thess estimates, given that the new
procurement procedures it reco nds are, as of yet, necesserily vague and :
untested, if admirable in concept? The savzngz estimates irt areas such as this may

wiimarely prove too high.
Moreover, while the Revzzw!"s

0 ow:rhaul and simplify prrxummt

spémﬁcatom should reduce the wbrk of procurement staffs over the long run, these

propasals could mean that pro
rewritien in the short sun as simp

curdment specifications for numerous items have to be

specifications are developed. For a period, the

warkloed of agency procurement statfs could increase rather than deerease.

: A parailel problem relates té the impact of workforce reductions on pezwxme.fi
stoffs, The. report calls for buy-ouls and other arrangements to help reduce the ;

fecleral workforee. Arranging theds buy-outs will probably increase workloads in |
agency personnel shops during the period the dowrwizing occurs, It is not clear |
whather the assumptions of large reductians in pmom'zél staffs over the next few :

yeams take this into account.

On a related front, the Review recommends dispensing with federal persm{ei

R

ceilings and letting agencies detertnine how many staff 1o hire. This recommendation .
is wise and long overdue. But without such ceilings, how will 252,000 federal
positiors be eliminated? The appérent answer.is. that agency budgets would be cut
t such an extent that substantial staffing reductions would have to be made, But -

‘what would prevent managerts w
reducing services instead?

pd

are uneasy, about laying off their employess from. :

!
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{A similar concern relates o] i:he proposal to save 53.3 billion by allowing state
and local governuments to gonsolidate various federal grant programs in retwn for a
reduction in the federel funds provided to administer the programs. If state and
Iocal administrative savings proved smaller than the amount of federal funds that
“were foregone, the result ca;ﬁé be reducnons in benefits and services, Induding
benafits and services provided fo mefiy families with chiidren and elderly and
disebled people. Other iseues mzaﬁed to this proposal are discussed in the box on

- page 9) 5

National Performance Rey:eés’ staff note that their savings esﬁmates are
supported by the Office of Mamgﬁent aryd Budget. In the critical area of the
mamber of faderal jobs that can be shad, however, OMB budget examiners were
apparently asked o determine the savmgs that would be achieved if a given number
of pogitions were eliminated, not many positions ¢ould realistically be saved

through the specific reforms being recommended.

|
Cne exmple of a problematic savings estimate is the estimate for changes

recommended in a federally funded nutrition program for low-income women,
“infants, and children, the WIC pmgram. The repert indicates that changing states’
methods for purchasing WIC foods would save $500 million over five years. the
the changes the Review recornmengs represent sound policy and should be
implemented, the actual savings would be guite small, probably ebout $25 million to
850 million over five years rather than $500 million. ~In developing this
recommendation, the Office of Mahagement and Budget, the Agriculture Depar‘fment,
and cutside reviewers counseled that the high savings estimates were not sound, and . .
INational Performance Review staff initiaily agreed, attacking no dollar savings figuxe
to these proposals. In the final sta%es of the Review's preparaticm, the 500 million -
savings figures was reinserted, apparently without concurrence fram OMB budget

" examiners or the agency :esponsih&n for administering the program. (It should be .

noted that this $500 million in savings is not counted ag part of the $108 billion in
total savings. {t is mentioned hm to {lustrate the point that some of the savings
estimates may rest on weak grou.n;i, This parhcuiaz savings estimate Is discussed in |

~ more detail in as attachment o this analysis that is available upon request)

| :
' Another exampie invoives 34 billion in sssumed savings from speeding up
reviews of Sodal Security disability beneficiaries so that those found no longer to be
digabled are terminated From the program. {Thaese savings are part of the $108 billion
int total savings daimed.} This, o0, is a sound proposal, and the $4 billion in
estimated savings is reasonable. éut it wonld entnil added ¢osts of at least $2 billion
to clear out the backlog of disabilily cases awaiting these reviews and achieve the 4
billion in savings. (It costs about $1,000 to conduct each review.) The 52 billlon in
cost is not reflacted in the savings)estimate. |
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. Apparently, the Socal Security Administratior} would be expected to "eat”
thess conts -~ that is, to wansfer at.least $2 billion in ing from other
administrative and operational tasks to undertake these reviews. This §2 billion
withdrawal of funds from SSA functions would apparently be on top of whatever -
savings would be achieved through the portion of this federal workforce reductions
that would apply to S5A. At the same time, the Review elsewhara calls for

_ improving SSA's services 50 that walting times in Soial Security offices are shortened

-and phone calls are more pramptly handled. It cannot be determined from the NPR
overview report how realistic it is to expect the 543(3131 Security Administration to find
the $2 billion to conduct the disability reviews without any additional funds. .

The potential for the savings estimates to prove 10 high is a reason for these
estimates 10 be treated with caution. These estimates should not be Jocked in as
aome gort of savings requirement before it is clear hdw much savings the reforms

will produce. Suppose, for example, the reforms alléw 152,000 federal positions to be

shed instead of 252,000. If 252,000 jobs are eliminatexd anyway, the result could be |
anem and, in some places, chaotic performance. The improvement of government
sarvices (o the customer — a key Review goal = couia ke compromised. In some.
areas, the quality of service might decline. . I

For this reason, the reforms shouki be implemented in a fashion that enables
palicymakers to monitor them closely, maks sure théy stay on track, ard learn from
. them tha full extent to which the federal workfarce can be cut and savings achieved,
predicied but government

ce Review should be

As noted above, if the savings turn out to be smalles than
performance significantly improves, the National Pe
)udgeé successful.

What Happened in "i‘ef:as?

A Wastdngion Post seticle an Septembéx‘ 3 noteal that the National Performance I

Review is partly based on & similar review in Texas. *"f‘!m Texas Porformarnica Review

%Mﬂwstatemwﬂmn%bﬁﬂmﬁthu?wfwﬁﬁbv or consolideting -
services and programs and by what critics have calted the juggling of funds or o,
delaymg of payments,” i . l

: While the Texas review did state upon ifs zeieése that its proposals would save
§1 billion, the amount of savings ultimately approved|by the legisiature was $2 billion.
Bomu observers in Texas now report that significant pbréions of the $2 billion in
savings are turning out to have boen based on urerealiptic savings estimates. A a

© result, some agencies will be forced to cut sorvicas to remain within scaled-back
budgers that were based on assumed economies now pot likely to materialize fully.
'I'his un&mmres the tmportance of Congress having xpa!zstic savirgs eshzmtes 83 it
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. Because of the importance of 2 nizmber of récommendations in the National

' Parformance Review and the need for a better tanding of the strengths and .

weaknesaes of the Review’s savings estimates, Congriess should ask the Congressional

| Budget Office and the General Accounting Office to analyze the savings estimates

- and assumptions, assess their soundness, and develop alternative estiumates and
assampnans where warranted. (While CBO is the-a propmte body to examing the
! cost estimates, tha GAO could perform useful work in assessing the soundness of the
savings sssumptions regarding agency persoruel ared operating costs.) An '
s independent assessment of what is known about the fiscal aspects of the Review's
- recommendations — and what will remain uncertaind until tested ~ would be of use
 to Congress as it deliberates on these important recopmendations. -

L Blennial suagenng

The National Performance Review recmnmends switching from annual

;bu&gehng to bienrial budgeting. At first blush, b‘iéﬂ%\tﬂl budgeting may &auzzé Zzicé a |

-good idea. Upon closer exarmination, however, the a:i»a.m:ages fade and
| disadvantages emerge.

i
i H

T

. i Biennial budgeting is touted as improving théfimiz barwean funding levels and
-performance, allowing more time for Executive branch officials and Congress to
-monitor and evaluate programs. Yt in practice, biennial budgeting may weaken
 rather than strengthen this link. When new evidence emerges from research studies,
GAOQ reports, audits from Inspector Generals’ offices|and the like, a year may be lost

= under bxemuul budgeting before these findings can & reflected in budget dedsions,

! - Also the contention that Congress will have ggtére time to conduct évmhi is
i weak, since oversight is primanly done by a comumittees that do not
{ L operate on an annual budget cycle. Switching from al to biennial budgeting-
i would rot have a major effect on the authorizing comumittzes or provide them lazge
lincrease in fims to moniter and evaluate. |

: H : '
i, If the advantages of biennial budgeting are o tad by its advocates and in
the National Performance Review, the drawbacks aze understated. They
intlude the following,

]

b » - Biannial budgeting is likely to hinder efforts to reorder funding .
; priorities. The faderal government néeds both to reduce the deficit,

remaining within tight spending caps, and t©o invest more in certain high

priority areas. Achieving both of these goals entails shifting budget
priorities, keeping defense spending onjthe downward path proposed
by the Clinton admindstration, and reduding funding for numerous low
priority domesbic programs, while mcrabsmg the resources nllocated to
nigh priority investments. i

-
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To secure such shifts in priorities eften| involves challenging the status
quo and taking on strong constituencies that protect many low-priority i
programs. Because of resistance to such shifts in prioritiss, these .
funding shifts tend 0 occur xmemcnmﬁy; ench year, appropriation
levels for defense and lower-priority démestic programs can be nudged
down somewhat, while key investments can be ratcheted up somewhat.
In recent years, for example, funding fdr the Pentagon and lower-
pricrity programs such as Amtrak have frequentdy been reduced, while
programs such as Head Start and WIC 3‘2&‘#& received increases each
year. If appropriations decisions are made only once every two years,

: however, the process of reordering budget priorities is likely to proceed

% more slowly. Defense and lower-priority domestic programs are likely

: to be reduced at slower rates, because appwpnam and Congress at

S ——— .

v
o &

large tend not 10 take big bites out of exis:ing Programs at one time. As :

a result, institution of biennial budgt*tmg would probably mean that T
even less of the Clinton investment pr is adopted than would ‘ 1
otherwise bo the case. These difficulties are exacerbated by the fact that :
under the NFR proposal, budgets would be considered only In even-
numbered years — that is, in election y?ms

I IR A TR

While biennial budgeting represents ch?nge in the budgeting process, it
thus can serve to reduce the degree of chmge in budget decisions. ‘

. Biennial budgeting involves working oz;. budgets so far in advance that o |
less intelligent decisions are likely to ba made. - Agencies would begin :
putting together their budgets for the second year of & two-year budget
cycle at Jeast 28 months before that year starts and 40 months before -
that year ends. The President’s budgetjwould be submitted 21 months
before the second year of the cycle starts and 33 months before it ends.
During the intervening period, there zmy be substantial changes in -
sconomic condidons, important new fixidmgs concerning the success or
failure of various programs, and changes in international developments oo
that bear on the nation’s defense and foreign aid posture. Yet such R B |
developments often would occur 100 1ata to be reflected in dechsions N )
made for the second year of a biennial e:vclc B I |

Lo LT e T e

’ The federal goverament’s role in respmdmg to changes in economic
conditions and stabilizing the US. econpmy could be harder to fulill
effectively under a two-year budget cyde unless changes were made in
the second vear of the budget in mm:mw& when the economy
performed differently than had been §e§emt

. Stili another problam stems from the rag:t that the government now )
operates under annual discretionacy qund..ng caps and annual ‘ )

7
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o entittement spending targets which are adjusted each January to reflect -
| certain changes in economic conditions. Under a two-year budget cycle,

Congress often couid make budiget demons thinking it had complied
with the caps, only to find the faﬁnw;gg Jantuary that it was out of .

comphance with the caps for the se year of the cycle.

* For these reasorns, large rnumbers of b get adjustments are likely to be '

needed in the second year of the cycle) The Administration and
Congress may have to spend nearly as|mudz time on budgats in the
» "off-year” as under the current annual ¢ycle, and the process would be
messfer, The result could be less thoughtful budgeting decisions. . |
Budget adjustments terwd to be made in} an ad hoc fashion, rathey than ag
. part of the more comprahensive examination of budget priorities that
the regular budget cycle provides.

. it would also be more difficult o aédxfss unanticipated needs under
biennial budgeting. I 2 need for resoupces in a particular area
unaxpaectediy emergeé, finding the funds for it under & bienwual
budgeting regimen could wniail cuningl funding aiready appropriated for
other programs for the second year of & two-year cycle. That can be
hard to do politically. By contrast, under annual budgeting, no
appropriations decisions will yet have bsen made for the second year. -

It is always easier to shift funds before sappropmﬁans bills are enacted

: rather than afterward, ;

H
i
i

" One of the curious aspects of the National Performance Review's advocacy of :

: Biannml budgeting is its contention that biennial budgeting has been proven o work
tat the stnte level — 20 states use it — and should be|replicated at the federal level.
"Yeramajority of all states — and an overwhelming majority of the large states —
have jsttisoned biennial budgeting. In 1940, some 44 states had it Twenty now do.
Most states that stid] employ it are small or mem-&;za states that have much
smnller budgets and far fewer responsibilities than ti;e U8 Governunent.
: & Inshor, the negatives associated with bxenmal budgeting are likely to
: outweigh the p&)ﬁii}v&&, especially at a time when the federal budget and budger
- priorities are in a pericd of change rather than ecgmh ium. Just because bieraal
'budgeting represents a change in the budget processidoss not mean it represerds
‘ desirable reform. Nor should criticism of biennial budgeting automatically be
‘assuanaed to signify an attempt to preserve the siafus guo or protect special intevests.
' As noted, annusl budgeting is likely to facilitate chavr;es in budget priorities more
mﬁz};}f than biensdal budgehng wauld, :
: "Despite these criticisms, it may make sense to experiment with biennial
budgetmg for a limited number of accounts. We maqht loarn useful lassons from
; ‘ ¢
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| ﬁ\at On the other hand, a wholesale awltch of the federal budget to a biennial cycls : ' E |
at this juncture would be unwise. These commentsion biennial budgeting are ' '
discisssed in more detail in the attached analysis.

J————

Questions About Comﬁdaﬁén Proposals

1 The Nationwl Performance Review reco $ consolidatinig 53 programs with -
funding of $12.9 billion into six block grants and also jaliowing localities to consolidate
federal grants they recetve of less than $10 million, with simple notification to the :
federal government. While there are some issues con}:enwg the specific programs . :
ap;:ropmte to include in the block grants, these preprsais have attractive features.

A . . S TR

" . The Review also includes & third proposal, haever, that raisas tmubhng i {
questions. That proposal would authorize states to ednsolidate larger programa of m ;
| choosing ints block grants, subject to federnl approval. In retum, the federal :
i §  goverrment weuld reduce funding for state administrative costs In operating thase
1§ progrems, - N ;

o mkemwsag5medetaz£safﬂﬁspmposaiw dbeéeveiopedmthefxmre |
§0.it is difficult to know how it would work and whidh programs it would encompass.
If the propesal turned out to encompass basic safety net programs for poor children -~ .} S
and their families and poosr alderly and disahled people, it could cause serious -4 3
pwblems If some states were to consolidate one or n}ors of theea programs with other - § -] -
programs and o shift funds from the eafety net programs to ouddie-class
constituancies — or from programs providing basic benefits to the poor to programs .
that hod more clout because they were ran by providurs that had 3 powerful state-level b
lobiby -— tha result couid be a substantial weakening of the safety net and ¥ 1
an'increase in poverty. The Clinton administeation t contend it would not T .
approve consolidation requests of that nature, but such pledges would not bind L o
subsequ&nt administrations. , It g
i . M
E " Serious questions would also arise concerning {ha pessisl mmoﬁdaﬁﬁ:} of : 1
feans-fested entitlernants programs into block grants with fixed funding lovels. The
coste of such entitlements in any state antomucally ﬂTe and fall as the #iate’s economy -
declines or grows. (When unemployment indreases inla state, 50 does the cost for free
achool lurches, food stamps, Medicaid, and AFDC in #xe sate) Merging such

A

programs with son-entitlement programs into block grants whose funding leveis are | . ' i
fixed — and do not fluctuate with the economy — wopld risk causing too little R R
dssistance o be made available in states whose e¢ 8 weakened, while charmeling

axvesaive funding to states whose economies improv
1 Since the specific proposal recommended in ths: ‘\éazimml Performanca Review -
I has not yat been davaloped, it cannot be determinad aﬁ this tizne whether the proposal
il will have these problematic features.

 § oo —— RS
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QUESTIONS ABOUT THE WISDOM OF BIENNIAL BUDGETING

lnipaat on Needed Investmenta

¥

© President Clinton faces a difficult task. He saeks to implement an ambitious

! investment agenda but must remain within tght digeretionary spending caps. This

; means that he must make substantial cuts both in defense spending and in a wide

' array of lower priorlty domestic programs to free up funds for his investment '
;znmttes

l

I Persuading the Appropriations Committees snd Congress in general to st
. pragrams that they have long supported in order to free up funds for new
| investment priorities is no easy task. The only way fo accomplish such a shift in
t ;mazzhes usually fs to do it incrementally. Each year, the Apprepriations Commitioes
can further reduce iowmpnomy domestic programs and various deferse nccounts
* wmewimtg while increasing funding for Investment priorities. But the
. Appropriations Committees and (:ongrezas will gene:laiiy resist cutting existing
;x‘agrm too much at once.

1

Biernial approvnatwm Lirmiit to once every b ycurs the opportunity to shift

m:n;lmg from lower-priority programs to investmen prioritles, This is likely to result - -

Hin smaller reductions in lower-priority programs if the programs could be
i nicked each year. Similarly, defense spending will probably come down less if it can

: be addressed only once every two years. Defense splending proponents in Congress
i will argue that the futuze is uncertain, and the nation cannot risk being caught
{ unprepared by reducing defense funding for the second year of the budget cycle, a-

| year that will seem a long way off. Appropriating for deferise one year at a time

- rather than two years at a time reduces this un ty and is likely to allow defense
_3 raductions to adhere rore closely to the Clinton pgﬁg
: As 2 result, with biennial appropriations, there is a strong likelihood that less
3 funds will become available for the investmants the Clinton administeation has -

; propesed. The President is likely to get even less of his investment agenda than he is
gnow chtaiming, .
** - 1 There also 15 serious question abbut the wisdom of making budget decisions

‘only in election years, as the National Performancs Review report appears to
'recommend. That is not the best way to secure tough decisions that reorder
prloniies

!

i
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- Morzover, blemuai budgeting can dzsempnwez 2 Président. If in one year-he is

+
EH

i

only partly successful in cuthing, say, Forest Bervice oadbullding and increasing -

Head Stast, why should he have to wait two years §z+fo

re krying again? Under

 biennial budgeting, he would be stuck with the decigion for two years.

CWhite House in Novernber and December. Thess decisi

1

i
H

budgef, which can be messy.

. + Federal agencies typically begin working no | ter than june on the budget to

%mmasiag the Government's Ability to Respond u% Emerging Problems

' be submitted the following January. Under biennial budgeting, that bucdget would
«cover a tvo-year period starting the October after the budget was submitted. This
'means that in preparing two-year budgets, agencies would bs working on a budget

for 3 fiscal year — the second year of the two-year cycle — that would not start unt:} ’

28 months later and would not end until 40 months lazez'

i ' The key decigions an the Fresident’s budget

* months before the beginning — and 32 to 35 mon
year of the bignnial cyce.

e usually made at OMB and the
ns would come 22 to 23

ibefare the end — of the second

e  Such long lead-times would result in a mmber of decigions that became
outdated. Some decisions would be made to fund
" fouind to be less effective than thought {(or more so}.| As a consequence, the
contention in the National Performance Review that biennial budgeting would heip
addresy the problem of agency officials basing their bucigais an what they received

 before — and not on the results the programs prod

ggrams that ace aui)aequenﬂy

voed - is 0ff-base. Biennial

bud.getsng would be likely o exacerbate this prabiem rather than ease it

" Moreover, once the President’s budgst is publ'lc, it is much more difficult for
t!w President to alter his prsition. And once funds have been appropriated for a

program, it becomes more difficult to revisit that degiston and shift funds elsswhere.
This makes it more difficuit to make the best def:zawns for the second year of the -

cycia

- an increase in AIDS cases or a rise in drug raff
: response. Similarly, changes in the sconomy, such

+ In addition, bienndal budgeting would makz it tore difficult for the President
. and Conggess to respond expeditiously to new issues as they arise. Problems such as

g might arise and necessitate a
an increasad level of

- unemployment, also might requice a timely response. Two-year budgeting compels’
- the President and Congress either to delay a(idzesajng such problems for an
- additional year-or to seek to address them thwough ad Hoc procedures outside the.

-
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; Siﬁmﬁﬁi Budgeting Doesn't Fit Well With the Disc reﬁonaty Caps and Entitlement
Taxgeu -

. Under the Budget Enforcement Act of 1990 d the new reconcilfation law
- anacted tids summer, binding annual caps are set e% discretionary appropriations and
outlays. In addition, an Executive Order issued by President Clinton in early August
! established annual entitlernent targets. The Adminigtration also is reported 1o be
sonsidering annwal caps on Medicare and Medicaid s part of its heaith care plan.-

-+ The exact levels of the entitiernent targets ar | the discretionary caps are zwtx ’
» known in advance. The entittement targets and the discretionary caps for each fiscal
year ara adjusted vach January. Thus, the cape and the entitlement target for Fiscal -

3
{

year 1995 will be adjusted in January 1984. The entitlement targets are adjusted each .
- year to reflect increases in the caseloads of entitlement programs from what had been

pmdxcted sarlier, The discretionary ¢aps are acijusteﬁ to reflect any change in the
inflation rate from what was forecast when the capsiwere previously set.

. Insome years, biennial budgeting is lkely to pesult in the budget for the
¢ second year of a two-year cycle breaching the entitlement target and/or the
 discretionary caps for that year. (On other occasions, the budget for the second year .

. of the cycle will come in below tha discretionary capls.) Theee discrepancies are likely -

& lead 10 & stream of budget adjustmnents in the secnd year of the blennjal cyde,

necessitating a Presidential proposal for budget re and Congressional action on ‘

them Congress often will not have a "year off" fmm budgetmg, anyway.

%mmal Budgets Will Have To Be Rmaed

. As these points about emerging needs, chmges in the economy, and
‘adjustments in the caps suggest, biennial budgeting is unlikely to work in the real
“world in the way it ie pictured on paper. The pressures to revise the budget within
- the twowvear period will often be strong, leading to Budget revisions and
supplementat bilis,

%

.. Budget ravisions and supplemmiais often mv%%vz less rigorous Congressional

amlym of the farger budger picture than does the carrent annual budget process.
“The revisions that will occur under 2 biennial budge;mg process may, in the end,
“result in nearly as much budgeting activity as underithe current annual budget

| process, but with some of the budget revisions being conducted in a Jess coherent -
‘and organized manner. Moreover, because such budget revisions will inevitably”

s occur, the reductions in agency staffing from moving to blennial budgeting will likely -

ée zzzzxie*;f
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L Wil Bienoial Budgeting Improve Congressional Operations?

One argument made on behalf of biennial b geting is that it will improve
Congressmnal operations, giving Congress more for oversight. This argument is
- overstated. Congress containg separate authorzing and appropriating committees,

and the budgeting work of the appropriations committees generaily does not interfere

. with the oversight work of the authorizing committdes. The notion that biennial
* budgeting will make mgmﬁcantl}' more time avaalab*a for oversight and othar
authar-.zmg functions is questionable. !

% - The budget process consumes &grti.,ﬁcant autl-l:dzing committee time only in
 years in which the reconciliation process is used. This does not occur evary year.
| Moreover, the reconciliation process tends 1o be used when political forces enable a
" significant deficit seduction step to be taken. Using blennial budgeting may mean
- that some opportunities for a reconciliation bill — and for deficit reduction — are
fmegozze

Seme may argue that biennial budgeting will ave time consuned by the
aypm?nam process. The annual appropriations bills do not, however, consume
rrmch floor time in the House or Senate. ' :

i Will Biennial Budgeting Improve i’mw Flasmmg’

' - Another argument sometimes made for hzermgl budgeting is that it will -

' provide greater certainty for ~ and thus better planming by — federal agencies and
-+ stabe and local governmaents. Many of the programs for which certainty and advance
plamung are most impertant, however ~ such as most education programs ~— ’
ah'eady are "forward-funded” (that is, funded a year in advance]. This provides for

. certainty and advance planning. 1f it is desirable to expand the list of forward-
“fundeéd programs, the President can request this. Buf this does not require moving
the entire federal budget to bienniasl budgeting.

Wi&! Biennial Budgeting Reduce Yéar-End GumrucL

j In a recent Washington Post article, a National | erformance Review official

‘ af:i?amezi sdll another argument — that biennial budgeting would discourage years
‘emd budget gimmicks that cause unwise use of funds. The year-end gimmicks result
inot- from annual budgeting, however, but from the "use it or lose it" rules that now
ytevazi iey sany appropriations accounts. The National Performance Review ’

mmmemis that agencies be allowed to retain and: forward into the next fiscal

| year half of the funds they save. This recommendatipn should address the problem
of year-end spending splurges. Bzeamai budgeting aa not needed to tackle this
mttar ;

2
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: State Actions to Drop Biennial Budgeting

States are often referved to as "laboratories of democracy,” and their lessons

. studied for cluss to improving federal government performance. But while the

National Performance Review cites gtate experience in using biennial budgeting, it

doés not fully describe state experience in chis area.; States have a clear pattern of

abandoning biennial budgeting and moving to anmﬁl budgeting, rather than moving
. in the other direction. i

s . I
[ As then-Senator Lawton Chiles noted in 1988,1 some 44 siates used biennial

budgeting in 1940, but today, fewer than half that shmber ~ 20 w- do. Maost of the
‘states using biennial budgeting are small or medivm-sized states. And in 11 of these
states, either the state constitution or tradition provides for annual reviews of the |
budget so that the difference r:etwam a blenndal and an arnual procedure sometimes
becomes lass distinct.

. t

The expedence of the large states is essentially one of having tried biennial
budgeting and dropped it in favor of annual budgeting. Shouldn’t we learn
something from this? Is bienndal budgeting approprate for an entity with the
domestic and international responsibilities of the US. government?

id6448 i

i The disadvantages of biernial budgeting appear to outwelgh the advantages,
In gaidition, savings in agency staffing from biennial lbudgeting are likely tobe
‘meodest. The important decision on whether to moveé to biennial budgeting should

- net:turn on staffing economies that are not Likely to be very noticesble in the cant&t =

of overail federal staffing and operating costs. I_.arge,r issues are at stake.
The potential drawbacks of biennial buégetmg are sufficiently serious that if
' there is a desire to pursue hiennial budgeting, it should first be dons on an
axperimental besis, involving a limited number of acceunts. It may be useful to
experiment with biennial budgeting. DBut a decision 1o switch the entire federal .
government to biennial budgeting would be unwise and premature unless a test cf
_tlus approach demonstrates that the serious qzzeshans surrounding biennial bndgatmg
be satisfactorily addreseed.

September 8, 1993
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|

WIC IMPROVEMENTS - WILL THEY ‘s&v&z $500 MILLION?

. ' A table on page 134 of the Naticnal Perfatmanm Review calls for the
Aggiculture Department o “encourage better food péckage management practices and
facilitate multi-state contracts for infant food and forinula cost contminment in the

» Spécial Supplemental Food Program for Women, Infhnts, and Children” (the WIC
program). This recommendation is sound. But no significant savings can be
assumed from it. The figure shown in the table, wluch indicates that this pmpasai

' wmdd seve 3500 million, is not valid. _

: The $500 million is not counted toward the ma billion in total savings
claimed. In addition, the forthcoming UUSDA chapter of the National Performance
Review reportedly does not include the $500 millior figure, indicating no specific
-+ savings figurs can be developed. Why the $500 million figure appears in the main
. report is puzzling. But its use shows that the savings estimates in the report should

. be treateci with some caudon and given careful scrutiny. ,

: The draft USDA chapter of the National Perfcizmance Review, wh:ch includes
- this proposal, contains three specific recommendations. Twao of the three :

recommendations relate to cost conteinment efforts in the WIC program. These
recommendations were based partly on suggestions made to NFR officials several
months ago by the Center on Budget and Policy Priorities” The third
~ recommendation concerns efforts to encourage more; WIC mothers to breastieed. The
’ :hran recomunendations — and their savings rmPhczha:zs - are discussed helow. .
é
-1, Recommendation #1: USDA should continue and expand educational efforts 1o
promote breastfeeding. The Department should consider entering into agreements
with breastfeeding promotion advocacy groups or tHe Ad Council to expand
;;:mmonan of breastfeeding to fow-income mothers. | .

i
. i This is a fine recommendation. But it carmot be assumed to produce sizeable
" WIC savings. There is no evidence from studles or ¢valuatons indicating the effect -
that such efforts by USDA could be expected to have on breastfeeding rates among .
" WIC mothers. Moreover, the decision on whether 2:; breastfeed is a highly personal
one, and behaviors of this sort are notorinusly diffiesdt to affact on a substantial basis
through povernment intervention. Analysts generally believe that no savings
" estirnazes should be attached to a recomimendation such as this,
- |

1

1 The Centir has been the principal drganization analyzing and promoting WIC cost
’ cmwinwz instiatives since 1987 and assisting states in achie&ing savings &n this area.

717 M Capito] Bhreet, NE, Sultn 708, Washington, mmz Tah 202-#38-1080 Fax: 302-408.10%6 -

Robert Greenateln, Lumsitive Diroctor + i.aring ;’imdu&m Deputy Director
>
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+ 2. Recommendation #2: The federal governunent should disseminate information o
- states-about initiating cost confainment contracts for{WIC foods other than infant
- formula and should facilitate multi-state efforts to sefaue WIC cost contairunent
~confyacts for infant ¢ereal and infant juice, offering-sratas the option of participating
: \m & multi-state bid aéxmmstered by USDA.
i
This i3 another sound zetemmendamn but it} too, is unlikely to y1e1d large
_savings. As the draft USDA chapter of the National| Performance Review notes, -
. seven states currantly have cost containmant con to purchase infant cereal at.
¢ reduced prices. The savings these states have a&uw&é are very small — the median
. savirgs among these states appear 1o be no more than 3200,000 per year. In the five
* states for which we have been able to secure data, the savings from infant cereal cusz
- containment average two percent of the savings fmqt infant formula cost
contamment i

; " The savings achieved in these states can be E d to develop an estimate of the
; maximom savings lkely from spreading infant ¢ cost containment to alf states. -
BT two percent of infant formula savings natwnally ere achieved by spreading infant
. cereal cost contairnent {o all states, the savings would be about $16 million. Since

' the seven states aiready involved in infant cereal cost containment are saving abm:t
83 zm}}.w:;, the net additional savings would be abnuit 813 million.

© But the $13 million is more than could realisti aily be secured. For it to be
achjeved, pvery state nationally would have to undeftake infant cereal cost
* containment. Many sall states would Bkely resist; ;s‘ame of these states ragard the
" savings s 100 small to justify the additional ative coats involved. Spreading
t infant cereal cost conminment 10 all states thus would be impossible without a federl
| mamdate requiring all states to implement it. The Natiopal Performance Review does not”
' recomunend such a mandate, indicating that implementing this procedure should
| remain a state option.

: Moreover, securing savings through infant cegeal cost containment is possible
. only if the cereal companies bid for cost containment contracts. Some states that
, have sought to implement infant cereal cost mnmmmﬁnt have experienced
{ considerable difficulty in securing such contracts. Wihen Nerth Carolina sought bids
Com @ contract, only one infant careal company re&pmded. When a multi-statq
; grouping of Mid-Atlantic states sought bids, no company responded. The multi-state:
group sought dids a second time, and again no company responded. At that time all -
ut. three Mid-Atlantic states dropped out. The tbxee remaining states tried a third
1 time and received bids offering small saw
[ .
© ¢ ltis not clear how efforts by USDA o disseminate information about initiating
“such contracts would achieve a significant increase 1a savings. The Canter on Bodget
: ; I




DELF O3 793 18:i3d LENTER.ON BUDGET_A=# ! P18

' : and states routinely exchange this informadon with kach other.

H

' option 1o participate -— as the USDA chapter of the Mahnnal Parformance Review
' may recommend ~— some savings probably would t achieved. PBut the savings.
would be modest. Glven the fact that a number of states likely would not
 participate, the savings would be likely to be no moge than $10 million (recall that the
'+ antidpated savings would be about 313 million if aHTstates participated) and probably
cimer to $5 million? |

Furthermore, even this modest level of savings would take some tirrie 1o
secure. Legislation enacted in October 1992 req USDA o administer & multi-
' state cost containment bid for infant formula once a year for all states electing to
pam::z?aha_ This legislation seems to be the modal that the National Performance
‘ Reviaw is suggesting be applied to purchases of infajt cereal and juice. But 11
m:mths after enactment of the legislation, USDA hasi not yet issued regulations or
* procedures concerning the new process; the first mzziti—-state bid fsr infant fm‘muia is

* s-nll months off. : _

There is even less experience with infant juice] cost contairment than with cost

; contammazt for infant cereal Three siates have a thatate cost containment

* contract for infant jufce. Their savings are about the same as the savings these states
| receive through their infant cereal contracts. This suggests that if USDA
' administered a multi-state contract for indant juice. it might be able to achieve about

| the same lavel of savings as from an infant cezeal conptract — parhaps 28 muci‘; x5 $10 -

* ;milmn a year but probably closer to §5 million® |
h !

' One other point should be noted here. If the USDA’s Food and Nl}.ﬁ}.iwﬁ
Servxce is to administer multi-state bids for infant formula, infant cereal and infant
juice, this will entail 3 substantal amount of work on the part of procurement

specmhsts at FNS. They will hate to deal individually with each state partner to’
}

i

I .

I * It might be argued that 2 multi-state bid hotds pmmise{ of generating larger savings dun

! individual state bids. However, the savings in the states that currently have infant cersal cost -
| containment contracts already reflect, 10 & lasge extent, the m}zet power of volume buving. Une of
zhese states is New Yark: the Naw York WIC program s the nation’s third largest and purchases large
amnunts of infant cereal. In addition, rhrag af tha nther states mﬁz an infant caveal contrast have a

: mu.xlb—stato cantract, i

f Tt should be noted that no savings ean be assurmad frach efforts to extend WIC cost

. containment to food items other than infant formmula, infant cereal, and infant juice. Some atate have -
“attmmpted tu mtend cost sontainment to other WIC food iterss but have &iled. For exaraple, both

" Maryland and West Virginia atbempted to secare cost containerent contracts for peanut butter. “The
Effor_t failed because not a single commparty bidk v the conizacts |

3

m& Policy Priorities already disseminates informatidn on these contracts ta a}} stam,

If USDA administered a multistate bid for inant cereal and offered states the -

ety -2
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aach bid, something not done in most federal pmml‘emmt, This will be difficult for /
FNS to do effectively if the number of staff in its procurement unit is cut too deeply
- at the same time the unit is being assigned these new procurement responsibilities.
This relates to the larger point made in 5 related Center analysis of the National -
Performance Review — it is not clear whether the inferactive efforts of the Report's :
" varjous recommandations have bedn takon into account fully in developing it . b
mm of the savings that can be achieved from shrinking the federal workforce. i
[ 3
3 HSZM should do more to dissemingte "hest practices’ |mfommtwn io states interested & n
- pursuing multi-state cost containrent efforts. !

S

% | . !
. This recommendation stems from a suggestwn made by the Center on Budgt{ 1. ii
and Policy Priorities to the National Performance Review. It cannot, however, be . !
‘assumed to yield savings. The Center now largely performs this function. We have
: published 3 manual for states on multi-state cost cmytammnt, issue a WIC newsletter
pine times a year that contains information on new ctet containment developments,
‘and. publish a0 annual analysis on those WIC cost containment techniques that
" appear to be producing the largest savings, These maaterials are disseminated to all
states. |
We have iong thought thar this task should be institurionalized to a greater
degree in the Food and Nutriion Servies, Mowowr; there may be some states that
would respond to USDA materials to & greater extent than to Center materials :
(although the Center’s cost containment materials have been used extensively by |
states) But the bottom line is that no additional savings can be assumed here. - t

| . i
Conciwawa d . L F :
No savings can be assumed from the first or tfurd recommendations. The-
recommendations for USDA to administer muib.—statq bids for infant cereal and infant
“juice would yvield small savings i states participated. Our best estimate s that these
cwasuses would achisve no more than $10 million td $20 million a vear when fully in
effect, with the savings figure likely being closer to 3;8 million than to $20 million.

. Glven the lead-fime needed for the federal gowfe.mment and states to institute .
thase systems and the likelihood that a munber of states would want to see how the.
nlti-state bids worked before deriding whether to join such bids, the savingsover a N
fiveryear period would probably be something in thel v:cuuty of $28 millionte :
$80 'million. This is far below the $500 million assumed in the National Performance - : !
Review. ! . : : A

In short, there is not a valid basis for the SSﬂﬂ!rrthon figure. The draft USDA’
chapter of the National Performance Review contained a $3%0 million ﬁgum that wae
mhme:i by both OMB and the Center, Both remmmded that no mvmgs estimate -

i
1 é
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i be assigned to these WIC proposals, a recommendaﬁon that was initially agreed to
" and is reportedly reflacted in the forthcoming USDAI chapter of the National

" Performance Review of the report. But for some rea#on, the $500 million figure
! appws in the main report
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If these experiencss interest you or someone else in your
office, please let me kiow., T can report them to you or alse,
since I am involved on g voluntesy basis only, I can supply you
with names of the persons who are administratively responsible
and who can report to you from thelr view points and in an offi-
cial capacity.

Sincerely vours,

Q . ? ‘r'DNm‘Y}L

R. F. Drenick
Professor Emeritus
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MEMORANDUM %mﬁépﬂ\
To: Roy Neel k
Phil Lader &;N
v’/Bruce Reed
From: Peter 5. Knight @2&
Subject: Reinventing Government
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 ig a long time friend, very
talented and very much on the program. FYI - no action needed.



A PROPCSAL TO ESTABLISH A VOLUNTEER CORPS OF QUTSTANDING
PUBLIC ADMINISTRATORSE FROM STATE AND LOCAL GOVERNMENT
TO AS&IST THE CLINTON ADMINISTRATION IN ITS

CRUSADE 70 ®“REINVENT GOVERNMENT"

LZNTROBUCTTION:

Government at all levels, federal, state and loccal, mnust
commence a fundamental reexamination of both its purpose and its

styucture. There is mounting evidence that our current
governmental systems are wasteful, unresponsive and barriers to
effective changs, However, it is simply misleading to accuse

governgment of bkeing an "evil" institution that should have a
significantly diminished role. Effective government is essential
to economic growth, enhancing quality of life and ensuring equal
opportunity.

America needs to reform, not abanden, its governuental
structures. America needs a passionate commitment to making our
unigue 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 gue and embark
gpon a common  orusade to create new nodels, new
structures, and new processes that will promote a new
social contract between citizens and their government.

* Government leadeys must place a premium value on reduding
wasteful, unnecessary bureaucracy and redirecting limited
resources inte programs and services that directly
benefit individuals and their communities.

* Governmant leaders must proncte partnerships that achieve
common obiectives rather than relying on mandatesz and
regulations that coerce and divide.

* Government leaders wmust focus upon ocubtcomes and results,
not on public relations.

The challenges for American government and governance in the
21lst century are enormous. We must accept these challenges and
emhrace 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. Actien is
needed -~ we must not be paralyzed by the magnitude of the tasks,
Basic referms in our federal systen of government nust begin with
specific steps at sach lavel of government.

A CLINTON ADMINISTRATION’S AGENDA
BELEAGUERED FELRERAL BUREAUCRACY:

President Clinton has spoken repeatedly o©f the need to

FORMING THE




HUD and EPA) and the new agency leadership could asgsemble volunteer
teanms «of outstanding public adpinistrators 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 Pregident as serving in his P®Crusade for
Reinventing Goverrnment.® They would all share a ¢ommon helief in
the importance of making our governmental institutions as
e¢fficient, as effective and non~bureaucratic as possible. They
would all share in a ¢ommon belief that the federal government must
create new partnerships, new linkages, in transforming itself.

Prepared by:

Tim Honey .

¢ity Manager, Boulder, Ceolorado
3937 Promontory Court

Boulder, Colorade

HICREINVENT.JLT
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Reinventing Governmeént
Draft Workplan
March 3, 1993

1. Who Constitutes the Task Force on Reinventing
Government?

- Inside the White House?,

- Should some senior civil servants with extensive
management capaf;zty be deta:led to the White House Task
Force?

- Should someone from Sharp’s group rn Texas be
asked 1o serve as a consultant" .

£
’ .o T

o Tae

- David Osborne as a consultant? LTk

3

o How can we make use of the Alliance for, Radeszgmng

Government (part of the Natuonal Academy of Pubi
LAdm:mstratlon) ?

. el 5
Fio-assign a person

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

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?

-~Should-we-pegin—with individual meetings between
Gore and Cabinet Members to determine the potential for
pilot reinventing government programs within each
department?

5 w\on

- What role should Congress play?

5. What toplcs should the task force consider?

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

- L.ook 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 1o welfare reform and
it is also an important piece of the movement towards
social services integration.)

- The creation of perfermance 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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Presidentiai Documents

Tiie 3—
The President

Executive Order 12883 of April 30. 1992

Infrastruocture Privatization

By the autharity vosted in me 28 Presiden: by ths Conmitution and the laws of
the United States of America, snd in order to ensure thet the United States

avhigves the most beneficial sconamic use of ft& resources. it s hereby
vrdered as faliown:

Section 3. Definitions. For purposes of this order:

{2} "Privatizetion™ meana the disposition or transfar of an infrastructure
asset, such as by ssle or by jong-term lease, from 8 State or local government
o a privaia party.

{b) “Infrasgtuciure gsket” means any asse! financed in whole or in part by
the Pederel Governdient and needed for the functioning of the sconomy.
Exsmples of such asaea include. but are not limited to: Toads, tunnels, bridges,
eiectricity supply fecilities, masg transit. reil transportation, sirparts. ports.
waterways. water supply facilities. recycling and wastewater treatment fagili-
tias. solid waste disposal facilities, housing. schools. prisons, and hospitals,

(¢} “Driginally autharized purposes” means the geners! objectives of the
original grant program; howevar, the term is not intended te include svery
sonditien required {or s grantee to have abiained the originai grant.

{4} "Transfer price” means: {i) the amount paid or 1o be paid by u private
party for an infrastructure asset if the saset ls transferred as o resuit of
competitive bidding: or {ii} the appraised value of an infrastructure asset. as
determined by the hesd of the exgcutive deparcment or sgency snd the
Diractor of the Office of Managemont and Budged, if the ssset ls not trans-
ferred aa a result of compeatitive bldding.

{¢] “State and locai governiments” means the government of sny State of the
United Ststes, the Digtrict of Columbis. any cummonwealth. ternitory, or
possession of the United States, and any county. municipality, city. town.
townshiip, iocal public authority, school district. special district. inwastate
district, regional or intersiate Trvemmmnl entity, council of governments,
and sny agency or imatrumentality of x local govercment. and any federsily
recognized indian Tribe,

Bee. 2. Fundomuntol Principlas. Executive departments and agencies shall be
guided by the following objectivas snd principies: {a) Adequate and well
maintained infrostrocture is eritical to economic growth, Conaistent with the
prineipics of foderaliom enumeratad (n Executive Onder No. 12812 and in
order to allow the privee segtor to provide for infrastructure modernization
and expansion, State end jocsl governunents should have greater frsedom to
privatize infrastructure easats,

{b) Private onterpnas and competitively driven improvermants are the {oun.
deation of our Nation's economy and econemic growth. Federal Bnancing of
infrastructure assets should not act as & barrier to the achievement of
economic efficiencies through sdditionsi privete market financing or competi-
tive practices, or both,

{¢} State and local goveruments are in the best ticn 1o goesess and
reapond to incal needs. Statsiand loce! governments saould. subdject 1o assur
ing continued compliance with Federal requirements that public use be on
reasonable and noadiscrimingtory terms. have maximum neosathi= focado— .-
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United States, its agancies or instrumentalities, its officers or employess. or

any other person.
| 45._ e

THE WHITE HOUSE,

Aprif 30, 1992
JFR Dow 03-10485
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Breakout Sessions A
Highway Partoerships & ISTEA: Survey

of New Toll Projeets and State Initiatives

The Iniermodal Swrfave Transpoviation Effiviency
Act of 1991 for the first time olivwed Fadero
highway funds 10 be vaed for privare 108l roads
and bridges. 1992 saw yevaral new State lows and
a flurey of mirw projects. This seszion thowy whe
needs to be done as ground breckings approack

Update on Enviroumenial Partocrships:
A Legislative und Policy Perspective

This sesrion explores recont federal, s1at8, and
local initiativay spporting exvironmental igho.
sorwcrsrs poremershipn. Topies will include EP 4%
implemeniction of Execwtive Orvder [ 2808, oo
rent Clinton Adwinlstration initiatives, od re-

$xl

Inventing is Children: kusavative
Partuerships for Public Schools .
Forget vinichers and 3chool cholee for the mo. |
mani. Publlc-privite pormerahips ave coming to
sducazion the same way they did 1o mass rassit:
contimuing control by sehoot boards that comtraes
Jor mimagemant and opereiion of public schosis
Fublic offictaly wnd edweational entreprenesyy
dscuas their pizoy.

Mising the Public Balance Sheet: Geser-
sting Cash from Your Municipsl Assets
In vight fimas, busincsses soan their bolonce sheers

-

Jor assers that are undarveitived. Thay invest hers,
1ell tweve, ard contront owi to ger @ better reiurn
for theis siockholders. Now governments are stari- |
ing 1o do the xowe for their citizeny. Listen to the ]
experis well you where fo lnck and hew ta do tt.

Health Care Reveoe Enbancemes: & Cost |
Contral . !
Productvity and increated eficioncy are essen- |
tial 1o health reform. Ponellsns engaged in trem-
plary heolth cora parmerships desail the Tatest
options avatiable 2o policy makars.

;.

£
$

£

i

Bl:

Breakout Sessions B
High Speed Rail Lives! Realistic

" Techoology and Partnersdip Mloancing

i’y time ro Mag Lev, Not W, say Bill Clinson
and other Jovers of superspend trube. 8wt TG¥

. wnd mag-lev reguire billlony in streight racks.

Now, plowmers are looking to rew “tis-zroin”
techmology e go Pwice @ fost ax Amoak on
wxisiing fraight tracks.

Public and Private Companies Worlking
Toward E8clent Envirosmental
Implementation and Compliance
Ar incroasing mumber of governmarty Grs reap-
ing the benfits of dalegating miny of the exviron-
mana) protection gnd monitoring services
hly &xpertprivate firms. There is aneven largey
:i' growing mavket in defining ot auditing
poilwrion rigihty for futurs onding. Cowe ieorn
abowt this bocming yet wdiscavered flald

Enaovative Partasrabips for the
Homelews and Low Incorne Houstng
Low-income howsing cod homelesowss are two of
&mmm&pni;umfw@?
Tarcowt managemeny was begtwiing of o
mm:mm'ﬂwméﬂm
avd bustractiondl for oll levels of o,

Workshop: How We're Reinventing Our .

Goveraments Through Poblic.Private
Partnarships

G overnments that were flush with carh i te go-
go 80t ¢ now looking tos cw cosy. Bt hers is
apportenlty In crisls. Lears from govrnmenty
that ok a “hollerie” lock of themselvex and
novad 1o partnesthips.

Initintives for Acconntable Health
Partoerships

“Think glodally; act lncally” it as meck o slogon

of healzh reformers ar & 1s of e envirormental. .
ists. A porwel, vompased of loading local reforms.

s, will explors the lessons thas apply 1o every

communtly to solve the nrion's health care exisis

|
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THE WHITE HOUSE
WASHMINGTON

April 19, 1993

Mr. Rudolf ¥. araniak.'
35 Melody Lane
Huntington, New York 11743

Dear ¥r. Drenick:

Tt "
Thank you for your letter about our efforts to reinvent
government. In the coming months, we will be examining
avery government program and gervice to see what works
and what we can do bhetier.

1 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,

L0

ce Reed
Deputy Agsistant to the President
for Domestic Policy

TE love Lo haar wrore Mook Hor (LALJL s“uj‘
Thoak

#
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Mr.Bruce Reed |, A .
The White House g _ .
1600 Pennsylvania évé, .

Washington, I. €.

dccording to a recent newspaper article, you and others in
the Execuiive O0ffice are greatly interested in ways of making
governmental bodiss more responsive than .they now are to thelr
constituenciss, It may then interest yvou further that an ini-
tiative with precisely this cobjective is about to commence at
the Action Canter of the New York City Mayoer's Office

The idea of the ini ;Lat¢ve came from a rather thorough (in
fact a mathemitical) = Jdv of organizations in general which T
conducted as an academﬁ search project. .The, resulis to which
I was led are simllar in mmny respacts to the premises of the
Total Quality Management program but perhaps becaune of their
more rigerous basis, seem better focussed and more cost effsc-
tive. One of these results was that organizations underraie
the value of feedbock, especlially frem their clientsle, and
underutilize it severely.

The shortfall struck me ag beling particularly disturbing and
consequential in public administrations., 1 sccordingly proposed
in mid-1991 a test initiative of z leedback arrangement within
the federal government. MNr. Fursse of Poliey Development in the
Executive 0ffice gave my ideas a sympothetic hedring hut lefi me
with the impression thas t%é administration would foliow the ax-
ample of the British Citizons Choyher movement, 117 that, rather
than the asctivities I %ugwestaég

A similar propoBal to Deputy Vayor Barnara Fife of New York
City elicited a more declsive response which ulbinmately resulted
in the project at the Action Center., The first phase of the
pro*act is te iake place thig month,
If it is a2s successful 35 7 expent &
with 1% will then be uapplied to §ubs

Lweguent phases and in ther
parts of ithe New York {iiy government.

3 fL T .
Huntingd g, W ewsYork Mirads . SRGREtS P ;{*\"j!gﬁ'\ {.\/7 éW‘l‘
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Tt ig conmidered @ test run.
Lot e, the ex?gwlarcﬂ gained
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MEMORANDUM FOR THE CHIEF OF STAFF .

FROM: " Bruce Reed
- "Michael Waldman
Bill" Galston

Paul Weinstein

SUBJECT: - Stréte:gy fgg‘ Political and Government, Reform

The collapse of public trust i the institutions of government is the fundamentul
political fact of our time.  After tvo decades of growing disillusion, this break between the
- people in office and the people who put them there dominates every aspect of American
'pﬁiltzcs, frony the noisy bombast of talk shows to the silence of empty voting beoths

4 4

_ Xf‘ﬁzcrs 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 digillusioned, more
embittered, than it was in November 1992. Whatever the resulis of the upcoming election,
the President should put forward 2 bold, coberent set of rcform initiatives to make
government, Congress, and the political system work,

I. The Case fnr Reform
Why is a beici reform agcnda 50 1mp0rtant?

First, 1%3@ pez%#lzc demande it. Citizen cynicism and anger is deep and pervasive,
Voters perceive a faiture of government to act decisively and effectively. They sec a federal
. government that hordes money and power, endless bickering between two scemingly outdated
political parties, and a proliferation of special interests that drown out the voices of average
citizens. When John Kennedy was President, 76% of the people said they trusted the federal
government o do what was right all or most of the time. Today, after betrayals from
Vietnam to Watergate to "Read- My szs, oniy 22% of the people give that samc answer,

Morenver, much of this critique of Washington and government is valid. Government
is bloated, irvational, and inefficient ~— an ossified institation in an era of constant innovation.
Special interests do have too much power; a $300 million canipaign overwheimed health
care, gun groups pmctlmliy derailed the crime bill, and some 80,000 Jobbyists of every
+ pinstripe havc %uccccdcd in drlutmg of dcfca?mg scores of proposals. Congress is paraivzcé :



by partisanship and resistant to change. Changing the way Washmgizm docs iwszmss is
perhaps the most significant.legacy we could leave.

' Finally, restoration of trust in government and politics is essential to the suceess of the
rest of our agenda. As we have learned over the past two years, we Canndt count on public
support for health care, welfare reform, deficit reduction or any other issue unless we first
persuade them that we understand what's wrong with government and have set about to fix it:
Conversely, an agenda that links political reform with cur cfforis to make bipartisan progress
on health care, welfare reform, rccmploymcnt and other issues should strengthen and
mnfﬁzcc those efforts.

*To be sure, this administration has made a rcal start on this front. The Vice-
President's reinventing government initiative has been the quict success story of the first two
years. As a yesult of the NPR, we have dramatically shrunk the federal workforce, and
passed sweeping procurement reform legislation” We imposed the toughest cthics
requirements ¢ver on our senlor officials, and repealed the deductibility of lobbying expenses.
W proposed tough and well-regarded campaign finance and lobbying reform bills. And we
have taken on more vested interests than any administration in decades. But these efforts
have not been enough to overcome the rising tide of public cynicism.

The Coming Baitl¢ ~

Today's "mad-as-hell” atmosphere is not-a flash in the pan, but a firchell in the night
The reform impulse was strong twe years ago, by cvery indication, it is even stronger today,
It is no longer a question of whether Congress will address reform issucs;, thz only question is
whether we will Tead the fight ar be left behind.
. Early in the next lcrm, we ¢an cxpcct thc Republicans to press fom*ard with -
their reform agenda:
-~ balanced budget amendment;
~w torm limits;
- (Ut in congressional committees and staff.

. On Election Day, voters in 8 states are expected to approve term lmits
" referenda, bringing to 23 the number of states that have backed limits. The
issue will heat up even further when the Justice Department appears before the
U8, Supreme Court 1o argue that these state measures are unconstitutional.

Ross Perot's 19% of the vote was the sccond highest by 4 third paﬁy candidate
this century, surpassed only by Theodore Roosovelt in 1912, Polls indicate that
~ if he wore 1o run today —— Perot's vote would not slip significanly.

Support for independent candzéatcs generally is at jevels not seen in haif 3
century. : A



. . When the new Congress convenes in January, fully half its members will be
freshmen or sophomores, nearly all of whom ran on a plaifz}rm to “change
Washington.”

A Three-Front War

This memorandum lays out the clements of a sustained, vigorous reform campaign.

“Tentative stabs at congressional or political reform, pursued separately and quictly, will

neither succeed nor break through to the public. Iostead, we must mount an aggressive,
comprchcnsivc campaign, as we have done on other issucs, from the budget to NAFTA to the
crime bill. A concerted effort to change the way Washington does business will not only
offer the President the chance to rise above partisan and narrow interests, but do more to-
advance the rest of our substantive agenda than an}thzng clse we could do over the next fow
maonths.

! £

Our reform agenda should do battle on three fronts:

R Shiftizzg power back to the American people, through campaign teform that
rcqmrcs broadcasters 1o pmv;zie free time 10 candidates; a national initiative
and referendum process; azid a “citizen frank” that lets citizens contact
Congress for freé; =~ , -~
Fixing Congress, with a constitutional amendment allowing states to limit
legislative terms; lobby reform; a ban on gifts; a congressional pay freeze until.
the budget is balanced; and a 25% cut in congressional staff; and

Launching a renewed assault on bureaucracy, including the lipe-item vete;
civil service reform to give federal managers the rlg,ht to hire and fire; and a
furidamental mc{ilau! of federal rcgulatory agcnclcs

H

This memorandum sketches out 2 3-6 month campaign to unveil and fight for these -

. proposals. .

I. Proposals
A. Shifting Power Back to the American People .
" In the end, it will not be enough to change Washington. The American people arc -

ready to take government into their own hands. The spread of information technology makes
that possible, and the collapse of political jnstitutions makes it almost certain.
! ! '



L’

1. Free TV Time for Candidates, A campaign reform bill with public funding will
not pass the new Congress. Instead, we should press for the changes the President called for
in his campaign -~ free TV time for candidates who abide by spending limits, a $1,000 Hmit
on PAC donations, and reforms on soft money.- Free TV time has strong. public support.
Over the vears, it has also been endorsed by Bob Dole and Ross Perot. “The idea would
prompt a major battle with the broadeasting industry and its champions in Congress. Omn the
ather hand, it would negate the chubimans single most powerful public argumcm agamst
reform. - -

2. Nastional Referendum. The most dramatic and significant reform proposal the
President could put forward 15 3 national referendum that would allow the people to voie on
issues of national importance. Most major democracics have national referenda. For
example, in recont years, Italians have voted on divorce; Spain voted on membership in
NATO; and Austria and Sweden voted on the use of nuclear power. In the US,, 43 states
allow their legislatures to submit referenda to the people, and 24 states allow, gitizens to
sponsor initiatives. In Arkansas, some of Governor Clinton's best known legacies ~— such as
cthics 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
arc put on the ballot, :

Establishing 4 binding national refcrendum or initiative process would require 4

‘Constitutional amendment. Such’an’amendment might provide for putting an issuctoa ©

natioowide vote if the legislatures in 3/4 of the states recommended if or signatures were
gathered from 5% of the voters nationwide. © As a Constitutional safeguard, the referendum
wauld require 60% approval [() be enacted and would be subject to judicial review.,

A national referendum is the one truly popuiar reform zdca that has n{zt been
appropniated by either party. The best argument for direct- democmy is that it cnables the
broad public to make its vmcv: ‘heard when the congrcqszona% system IS URFESPORSIVE O
gridlocked. It could boost voter turnout and enthusiasm; this year, twice as many
Californians say they are going to the polls to vote for or ageainst Prop 187 as are going 1o
vote for a particular candidate, The advance of information technology will make this
process easicr. This administration has helped develop a tamper-proof digital signatore,
which allows pu)plc to provide a legal sxgnaiurc by computer. Direct voting Cannot be far
behind, -

The most frequently advanced argument against a referendum is that'it could 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
comroiling spending by opponents and proponents.  Additional safeguards could help address
these concerns, such as free TV time for supporters and Opponents; a pay-as-you-go rule for -
proposals with budgetary impact; and limiting referenda to statutory rather than constltuuonal

‘issucs (so that constitutional amendments like term limits and school prayer would go through

ihe same thorough process they do mw}



4

Al various times, this idea has besn endorsed by leaders ranging from Dick Gephardt
to Jack Kemp. In 1981, a Gallup poll showed 52% support for a legally binding national’
referendun.  In recent polls, support hos ranged from over 60% to as high as 84%. Among
clite opinion, 1t will be opposed by business interests that prefer dealing directly with
Congress, and by somc interest groups nervous about the impulses of o much democracy.

3. Eliminate the_Cdngmssiona! 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 away from Congress and give i to the American people instead. Any individual |

-who wants {6 send a letter to their Congressman or Senator would be able 1o do so for free,

Posteards, letiers from organizations, and leti¢rs from another district or state would not be
cligible (mail could be delivered dircetly 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 dramanc experiment in direct domocracy would be to
run a national Citizens' Jury or Citizens' Congress that would bring ordinary citizens together
to resolve a particutar issue. We could invite a random group of citizens from around the
country to Washington to deliberate on a given issue — political reform, ¢rime, community
service. They would hear arguments from all sides, their deliberations would be nationally
televised, and most important, we would Ly to take action on the basis of what they
rccommenid. By sclecting a small group of ordinary Americans entircly at random and letting

. them take pait in government for a few days, we might spark new interest in participatory

democracy and find a new way 10 get around the special intoresis to promote common-sense
cONSEnsus. ' ‘ '

8. Take Subsidies from the Special Interests and Return the Money to the
American People. The whole point of reforming government is to glvc ordinary people a..
better deal for their tax dollars. One option would be to give them a reform dividend, by
climinating special interest subsidics and using the savings to pay for a children’s allowance
for middic~class families. Rob Shapiro has identified a series of special intercst subsidies; an’
expanded deduction for middie-class familics with children would cost in the neighborhood
of $20~40 billion aver five years, The savings could go into a trust fund, so that nobody
would get their tax cut unless Congross agreed to make the spending cuts.  Established
interests would attack anyonc who goes after their subsidies, but we could press the simple
theme that parents can do more for thc:t children with that money than govermment or those

interests can.

w t

- 6. Devolution of Power to Sate and Local Governments. Last year, the .
Administration pushed two major initiatives that would have restored balance to the
partnership botween federal, state, and local governments. The Glenn-Kempthomne unfunded
mandates bill and the President's waiver legislation drew bipartisan support on the Hill, We
should aggressively pﬁsh both bills next year and back it up with a broader devolution
stratcgy. Public trust in state and Jocal government, although 3 weaker than décades ago,
remains much stronger than canfidence in the federal goverament,



B. Fixing Congress |
Regaré ess of the outcome of next week's cici:{zon we should press for maj()r changes
in the way {Z’ongrcssz d{}cf; busincss. :

1. Lobby Reform and Gift Ban. W shozzici demand that Cnngrcss pass a gift ban
ard a back~to-basics lobby rcform bill as so0n as they return. The Republicans raised
several bogus objections to the lobby reform bill in the waning days; we should call their
bluff, accept those changes if nc{:csﬁaryé and pass the bill on a bipartisan basis.

2. Apply Laws to %agmss Legislation applying a host of laws to Congress passed
the House but not the Scaate this past Ceug;z:ss We should press Cangrcss to ‘pass it
mlmcdiami}

3. imisi on Line~ltem Velo. With the Balanced Budpet Amendment expected o
pass easily in the next Congress, we should insist that it include a Constitutional line-item
veto, and argue that it will be hard to balance the budget without it. We should msist on the
strongest possible version of this veto, not the enhanced rescission authornity that passed the
House this time. We may also want to offer our owp capital/operating budget alternative. In
the campaign, the Presidem said he could support a balanced budget amendment that
. separated capital and Gpérating expensés so that long—tem investments would be encouraged *
- and opcrating’ COosts reduced. - . ‘

4. Te rm Limlts Repuhizcans pledge’ to bring to a-vote a constitutional amendment
limiting congressional tarms to 12 years, but they would grandfather in cxisting Members of
Congress. Beyond prmcrpicd opposition, we can respond in two ways:

a. Call their bluff. We could demand that the 12-year limit on service apf)iy
immediately (or by a date certain, such as 1996), and thercby affect sitting members of
Congress; and/or . .

b, Let the states decide. . We could support a constitational amendment o
allow states to vote to apply term limits to their own federal representatives. - This”
would be consistent with our legal position that state-mandated term limits are
unconstitutional.

8. Cut Congressional Staff Overall by 25%: In the campaign, the President
. promised not only to cut the White House staff by 25%, but'to challenge Congiess to do the
" sam¢. The Republican Contract calls for a 25% cut in committee (not personal) staff, We
could press forward with our original demand to cut overal) siaff by 25%.

6. Freeze Congressional and Presidential Pay Until the Budget Is Balanced. If .
we'te going 10 make significant spending cuts to reduce the deficit, public officials should



lead by cxample. The American people don't get a gua::amccd cost—of-living increase. Why
should their leaders? A performance~based freeze on Congressional and Presidentiol pay is a
responsible, common~sense alternative t0 plans to "cut their pay and send them home.”

C. A Renewed Assault on Bureaucracy

We should make 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 regulations.

1. The Right to Hire and Fire. NPR is pricparing a sweeping civil service reform
bill that will reduce the number of job clagsifications and give federal managers the right 1o
hire and firg federal workers. Negotiations with unions and management are under way; the
bill will be ready o introduce in January,

2. The Right to Downsize. &?R and OMB arc preparing legislation to'repeal FIE
floors in cxisting appropriations bills, and ban the use of FTE floors in future bills, This
could be coupled with a Presidential vow to veto future appropriations bills that limit our
ability to downsize. We should also’consider directing agencies to accglerate the mandated
downsizing of the workforce w0 accomplish its obiectives by 1996 instead of 1999, To
illustrate that downsizing the burEaucracy is onc of this Administration's signature
achicvements, we should start a Bureaucracy Clock. (in a prominent place like Times Square}
that would track our progress.

3 Regulatory (}verhauj. Regulatory réfprm will be a top priority for NPR next
© year, with an extensive review that brings business leaders and others 1o the White House ta
develop a new, more market-based approach.to regulation for the 21st Century.

4. The President’'s Fraud Squad. The President and- Vice President could appoint a
"REGO SWAT team or burgavcratic bomb squad -- an elite group of troubleshooters and
investigative jnnmaiisﬁs who report directly to them. Any time a story breaks about fraud ot
mismanagement in the bureaucracy, they would move in, get to the bottom of ir, and report
~ back within days with recoramendations. They could also uncover such troubles before they
become publiz, and domonstrate the President's desire for unfiltered information on how his
government is working. This has been done before: FDR dispatched journalist Lorena
Hickak around the country to see how the New Deal was really working, 1t would be an
\og;x}mm%y ey make a hzgh pmfzic m{f}m appointment, by naming a promincnt journalist m
tcad the effort, : .

5. A Pork-Busting 8121 NPR :mé OMB can put forward a mmpmhenswc TCRCission
bili, which targets pork in the rc::cz;zi} passed appw;}rzazzans bills



6. A Bureaucracy-Clasing Commission. As part of NPR, the President’s
Management Council has begun an cffort to identily ways to reduce the number of federal
facilities around the country, by closing fiekd offices, regional offices, cte. We could
formalize this arrangement and give it a higher profile to demonstrate our commitment to
downsizing. ’ ’_ , ,

7. REGO IL. NPR is preparing a detailed list of recommendations that were
considered in 1993 but not included in the final package.

k3

Il Strategy - e k .

President Clinton has won credit for his achievements when his adminisiration has
drawn a sharp lin¢ on an issue with popular support, and then has focused on it ina
coneerted, systematic way over a period of months, not days.

Timetable /
A sustained campaign would usc the clement of 'S}lrpn'sc'., unilatcral action, and the
presidential bully pulpit. ’ ‘ _

Before the election. It would be very helpful if the President could point

toward the change/reform themes before the clection; otherwise, a sudden turn

toward rcform 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 Minngsota with Ann Wynia, who has run ads criticizing her -
. opponent for voting against the lobby reform bill.

Statement the day after the election. The President’s press conference

statement should characterize the results as a mandate for change, onc he

intends to meet. 1t should point toward political reform as an carly and

imporiant priovity. ‘ '
December, We should prepare to float some of the more dramatic reform
initiatives. Beéause Congress will mect in early January to take up rules
changes, we need o make our intentions known carly.

« o DLC Speech, Dec. 6th: A chance 10 signal forthcoming reform cfforts.

# L

o Post=Surumit of the Amcricas, Dec, 12th: The President could make a
pivot speech unveiling new reform proposals,

*

s Speceh to Incoming Freshmen: The President could bring the incoming
freshmen to the White House for a speech on reform.

H




£

January pre-SOTU. The wecks before the State of the Union should include
a serics of events designed 1o underscore and foreshadow the reform and
change theme. » !

o . We should convene a citizen jury or Little Rock-style conference to
address what's wrong with govemnment and politics, and how to fix it

a The President should make 2 major speech outlining his concept of how
government should relate to the citizenry (something he has yet to do).

, 0 . Announce ‘the Fraud Squad, naming its members, *
0 We should prepare'a document outlining the problem and proposed
solutions (this would be in addition to, or as part of, the budge:
document).

N . State of the Unioh, Reform should be a major theme of the specch, which
should unveil a few of the most dramatic ideas: y

Political Alignments

A broad rcform agenda would be popular with the general public and with non=
governmental clites {c.g., press, cdlmrzahsts} but would tikely meet resistance from many
elected officials and interest groups from both partics. A natural coalition for reform docs not
custently exist; we will have to bring together disparate reform groups and cnergize
indcpmdcm voters. In these circumstances, a national mobilization spearheaded by the
President ~~ relying on prominent citizens and moderate Republicans and Democrats, use of
the bully pulpit, and cross—party, alfiances ~— would be the way to push for rcform

If the President decides to ;}ﬁsb forward with an ambitious reform agenda, further
planning is needed. .



August 18, 1993

MEMORANDUM 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.

Morcover, the Review teams have done some good work, The exccutive summary is
well-written and soumds the right themes.

After reading through all the recommendations, however, | have three related concerns.
First, I think the reports offer too many littie ideas and not enough big ones. The sheer
nmumber of recommendations threatens to undermine their impact ~- relatively minor
suggestions get the same weight as important oncs. { urge you not to publish the
monographs separately. Nonc of them comes close to the guality of the summary draft, and
many of them are full of little landmines that will undercut the credibility of your effort.
Publishing 30+ reponts and 3,000 pages will make it look like you'ts 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
singic companion volume in late September or October that can be thoroughly vetted,
rewrittern, amd pared down to digestible length.

Second, you need a few recommendations that will matter to the ordinary person.
The management reforms you propose in procurement, personnel, and other arcas are good
for the government, but will do more to make life better for burcaucrats than for ordinary
people. At the moment, it would be casy cnough for opponents to argue that these
recommendations will reduce the regulatory burden on federal agencics but not on small
business, guaramtee free training for federal employees while charging cveryone else, allow
the size of the federal workforce to increase when the President promised to cut it, and do
little for most taxpayers exeept let them charge their higher taxes with plastic and pay more
in user fees when they visit 2 national park, If you want the public to help push these
recommendations through Congress, you need to give them something more tangible. 1
outline a fow suggestions below,



Finaily, you need to reassure people that your proposals will actually save money
and that you won't turn around and let the federal government waste the money somewhere
else. People don't simply want their government to run mose efficiently; they want it {o cost
fess. They will not be fooled if the Administration tries to take the money you save from one
part of the government that doesn't work and recyele it into other government programs they
think don't work, cither. People have scen that shell game before. If you et the
Administration divert the NPR savings into another jobs bill, worker training, or some other
program most people don't trust and never see, vou 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 10 make the
bureaucracy work better or identify some quick savings to fund a few initiatives in FY95,
The success or failure of the NPR will resound long after that,  Your cffort represents what
may be our last best hope to start winning back the American people's faith In government -~
without which the rest of this Administration’s agenda will ultimately be moot.

Sa even though the hour is late, let me offer a few concrete suggestions:

1. Dedicate some savings to tax relief. The best way to capture the public
imagination behind this cffort is to give the American people a downpayment toward a new
government. As I suggested to Elaine a fow weeks ago, you ought to pledge o use some of
the savings Congress lets you achicve through NPR to give the taxpayers some of their
moncy back, The savings could go into a trust fund carmarked to provide tax relief for
families with young children — and nobady would get their tax cut until Congress wemt
along with your proposed savings.

This approach would not only keep an impoctant campaign promise and advance an
idea you pioneered; it would make your message easy for the people —— and Copgress ~~ 10
understand:  Cut spending and give the money back. It's possible to find an excuse 16 vole
against procurement reform; it would be very painful for members in cither party to filibuster,
amend, or vole against 2 tax Cul.

. The other great advantage of a Children's Tax Credit is that, unlike most other
possible uses for this money, it is entircly consistent with reinventing government. As you
pointed out when you were promoting Gore~Downey, if'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 33 and 310 billion.
Any additional savings could be dedicated to the Deficit Reduction Trust Fund.

2. Put a real number on your workforce reductions. If onc of our goals is to

reduce the size of the federal workforee (and it should be), vour report should say so, and put
a real number behind it You're right that individual managers shouldn't manage by FTE

2



ceilings —— and while you'se at it, you should get rid of congressionally mandated FTE floors
as well —— but downsizing won't happen unless the President and Cabinet secretaries have
clear, unavoidable goals for personnel reduction.

A 0% reduction in operating costs is a good idea {although it docs not go much
beyond the existing exceutive order), but as 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, numerical targets for reduction
in personnel costs af every agency. Otherwise, agencies will cut back the number of offices
that provide services and not touch the number of unproductive middle managers,

Your repost hints at personnel reductions, but shics away from a number, This is a
big mistake, The cstimate you're hiding is 200-300,000. You should say i#. If you don't say
it, you'll never get #t. Morcover, 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 burcaucracy
for nothing concrete in return,

3. Require Congress and the executive branch to abide by all the laws they pass,
and challenge Congress to reduce their operating costs by 20%. The Presidont has long
maintained that onc way to put government back in touch with 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 Congress to follow his lead in reducing their cost of doing business. The budget
battles of the last six months suggest that therc is a great deal more support for these ideas
than the leadership 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 actually be doing most members a favor by giving them a chance to vote for
something that will play well back home.

4. Call for enhanced rescission authority. If vou're going to call on Congress and
OMB to stop using line items, you should point out that the Administration still wants some
form of expedited rescission authority. The Prosident ought to be able 4o rescind a portion of
an agency's appropriastion as a way fo enforce perfonmance.

5. Sunset all new programs and regulations, and let the market do what the
gavernment can’'t. Nothing in goverament 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 vour regulatory effort by
pledging (o review cvery existing or proposcd regulation (0 see 1f there are market-based
alternatives.



THE WHITE HOUSE

WASHINGTON
August 30, 1993

MEMORANDUM FOR ELAINE KAMARCK
DAVID OSBORNE

FROM: Bruce Reed
Faul Weinstein

SUBJECT: Comments on August 27 draft of National
Performance Review (NPR) summary

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

OVERALL COMMENTS

1. The chapter on "Cutting Red Tape™ should be first —— before the chapter on
"Putting Customners First.” The Red Tape chapter is much stronger, with more tangible
recommendations. The Customers chapter, by contrast, is the weakest of the four chapters.
Except for alluding to efforts already underway at the IRS and Postal Service, it doesn't really
focus on customers at all ~ it focuses primanly on intergovernmental cooperation and
competition, creates a series of new boards and councils, and leaves the impression (dispelied
by later chapters} that this will be apother report that rearranges government's boxes. It's
important 1o fead with your best chapter, because it will set the tone for the entire report.

2. It is a mistake to commit yourself to a specific number of reports (38) and
recommend ations (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 satscd 1o the level of guality of the summary. There are still several draft
rweommendstions that could come back 1o haunt us, And 1n any case, the NPR will be
judged by the boldness =~ not the bulk -~ of its recommendations.

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

3. The community empowerment recommendation on page 38-39 of Chapter 2
should read as follows: "Action: The President will establish a Cabinet-level
Enterprise Board to oversee new iniliatives in community empowerment.” The second
paragraph under that section should read: "This group will be committed to solutions that
respeet ‘bottom~-up’ initiatives rather than top~down' requirements, It will focus on the
Administration’s communily empowerment agenda, beginning with the 9 Empowerment Zones

and 935 Enterprise Communities that 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,

SPECIFIC CORRECTIONS

Preface, p. 2, graphb that begins "The Performance Review bad a simple mission
statement': The second sentence {"Although one of our goals was to reduce waste, our effort
was never intended to solve the deficit problem."} should be deleted, and the last line should
read, "The President created the PR to find additional savings —~ and fust as important, to
improve govt's performance.” Don't apologize for the size of the cuts you propose. As
currently written, this paragraph will give Republicans fodder to attack the NPR for not
focusing enough on deficit reduction.

Intreduction, p. 9, graph that beging "By 'customer,” we do not mean ‘citizen’:
This whole paragraph should be deleted -~ #t makes an inaccurate and confusing distinction
berween customers and citizens. This distinction makes it sound like vou favor those who
make use of government benefits and services. Every taxpaying American is a customer.
They're the customers who you're putting first, not just beneficiaries of government services.

Introduction, p. 10, graph that begins ‘Our approach has much ip common...":
The third scntence {"In business, red tape may be bad, but it #s not the suffocating presence it
is in government.”) should be deleted. It fsn't true, and it will neediessly infuriate any
busingssperson who reads this report.  Besides, we're going to spend this fall convineing
people that private~sector red tape 18 suffocating the health care industry.

Putling Customers Firsi, p. 14, top grapl:  The Justice Department has almost no
involvement in chasing down deadbeats, It should, but it doesn’t, Child support enforcement
15 handied by the Dept. of HHS.

Cutting Red Tape, p. 32: The Action should read, "Streamline the regulatory review
process to reduce unnecessary regulation and red tape.” The chapter points out that external
regulations cost the economy $510 billion a year, yet none of the recommendations suggest
that you're doing anything directly about them. Our 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 debt..will slow its rampage. Perhaps our federal agencies
will begin to figure out...how to cut spending.” This gives the impression that the proposals
put forth by NFR may not work and opens up the President and the Vice President to
considerable criticism. These statements in the Conclusion should be placed into the
affirmative. "The federal debt will slow its rampage...Our federal agencies will cut gpending
and provide beticr service for less money.”
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Scptember 3, 1993

MEMORANDUM FOR MARLA ROMASH
FROM: BRUCE REED

SUBJECT: REGO IDEAS FOR HOUSTON

Houston is not exactly a mecea for community empowerment, but it has been a testing
ground for community policing. Lse¢ Brown and his successor as Police Chief, Betsy Watson,
were carly leaders in community policing. _
During the campaign, Clinton gave his major crime speech
in Houston becsuse of Mayor Lanjer's commitment to community policing.

The advantage of doing a community policing cvent on your REGO tour is that
community policing is as much about reinventing government as it is about fighting crime.
Community policing is a whole new approach to government, and a new way of delivering
- police services. It focuses on prcvcnnng r::rimc instead of responding to it by 911; it focuses_

- on resulis. instead of papcrwork it forces dcpdrtmcnts and officers-te work with communities * . .-
as partners 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 bureavcracy by at
feast 100,000 positions, and use the money to put 100,000 new cops on the street — and if
we pass REGO and the crime bill, we tan keep that promise.

* It's time government went back to doing the things no one slse can do better - like
fighting erimc and improving our schools ~— and stopped doing the things it does poorly, like
beekeeping and shespshearing.

Gz o oem



THE WHITE HOUSE

WASHINGTON

August }(f, 1993
7

MEMORANDUM FOR THE VICE PRESIDENT

FROM: Bruce Reed
Paul Weinstein

e Uk Naed & Foevy :  Hoe Nl
SUBJECT: Winning the Public Debate Over Reinventing Government

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 taxpaycrs' 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 S00 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
rcinvent 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 putting at least half 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 $1,000 per young child would cost between
$5 and $10 billion per 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 federal workers more responsibility and
greater 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 Febnuary, In
addition, we should eliminate staffing floors at smaller federal departments and
agencies, which create artificially higher staffing levels throughout the federal
government.

Sunset all new programs and regulations —— Nothing lasts forever, except
government programs and regulations, If a program docsa't work, it should go
out of business.

Line Item Veto/Expedited Rescission Authoriy -~ The House earlier this
year passed expedited rescission authority, but the proposal is still sitting un~
actedt upon in the Senate because of the opposition of Senator Robert Byrd.
The President has always supported some type of line—item veto authority, and
this proposal should be included in the budget reform piece of the reinventing
government legislation.

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

Reduce staff levels by 25% ~- President Clinton stated during the campaign that he
would reduce White House staff by 25% and encourage Congress to do the same.

We've done our part, so should Congress.

Limit the growth of new regulations - For every new regulation enacted,
Congress should be required 1o eliminate one old adminisirative regulation.

Let the People Decide ~— In the carly days of the Roosevelt Administration,
FDR sent AP political reporter Lorena Hickok, a close friend of the family,
into the ficld to report back on bow the New Deal was working out.  Charlie
Peters has been championing the idea ever since. 'We recommend sending a
small team of investigators to Jook into how federal programs are working at
the grasstoots level, and report back to the President about whether his ideas
are being carried out as he intended. With the President's permission, they
wauld also be allowed to write articles about what they find. This idea could
be financed by a grant from an independent foundation, such as Niemann,
enabling journalists to serve their country without sacrificing their objectivity.



To: Vice President Al Gore

‘From: Elaine Kamarck

" Re: Legislative Agenda - Unfinished Business from the
1993 National Performance Review Report

Date: October 28, 1994

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

2.) Irnpiemezztatiazz amendments to the Workforce
" Restructuring Act - this bilf would contain a number of pmposais
seeking to amend or repeal provisions that maka it more difficult to
downsize the government. Amcng then:

- eliminate FTE floors in two FY 1995 apprapriauens bills .

- prohibit inclusion of FTE floors in future legistation.

~amend Persian Gulf Veterans benefits bill to repeal the

saection that exempts certain federal employees from

~ downsizing.

3.) One Stop Job 'I‘rammg Ini:egrate the government's 150 job -
- graining programs into a competitve, customer friendly, delivery
system. These changes are pending as part of the re-employment act.

- '4,) HCFA Contractor Reform - This is a package that would

contain, among other reforms, provisions for competitive contracting
for medicare claims processing. There are potentally big savings
here. This would be an important piece of a new, incremental health
care reform plan.

5.) Debt Collection Reform ~ Allow agencies to retain a portion of
their collections (Justice, SSA, Treasury} Lift restrictions on use of
private collection agencies,

6.) Davis-Bacon Reform - Simplify and streamline labor laws by
_raising the threshold and smphfymg reporting procedures,
Negotiations have been going on with Senator Kennedy's committees
ard 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 EBT (Electronic Benefits Transfer) system pational. It

would ensure that state gevm&n{s are not held liable for misuse
of EBT cards. :

8.) Legi.slative Extension of Buyout Authority - Buyout

. authority for the civilian side of the government expires in March of
1995, Further downsizing will be made much easier wzth an -

" extension. .

9.) Bottom up grant consclidation 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 gm{s mkeiy to be

: pc)pulau with Governors.

10.) Other legislative piecas -
revise anti-pass-the-hat” provision.
more financial management reform
reform of helium reserve program
reform hardrock mining legislation
close the DOD medical school
HUD legislative reforms

© eliminate 500 congressionally méﬁdated reports

11. } NPR initiatives requiring further rhought and political

. discussions:

- Biennial Budgeting: create a biennial budget and
appropriations process, There is vzgorf.}izs opposition to this in both
the House and Senate.

- Reform Food Safety Inspectmn Programs: This prep{:}sal
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 Committées although the
proposal has support from consumer gr@upx and from Congressman
Dmgel

- Hstablish a separate government Corpﬁr&z:zon for Air Traffic
Control. This proposal faces significant congressional opposition.
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A0 Mr. Bruce Reed

' Domestic Policy

?inld Executive Qffice Building
#. Washington, D.C. 20501

¥+ Dear Bruce,

5 Junge 17,

W Deputy Assistant to the President for

' AMERICA WORKS

S I am writing you to let you know about a new job I took

.. at Bmerica Works, Inc. (AW), an employment company that puts

Y. people who are on public assistance back to work. My new
d% position is that of Development Manager and my

- responsibilities will mainly focus on expanding the company

; nationally and strengthening political ties.
f&ﬂ It turns out the Founder of the company, Peter Cove,

" was spéaking with Senator Breaux racently about welfare
. reform and he mentioned that Peter should discuss AW with

-, . y¥you. Enclosed is some general information about AW and a

]
- e

PR . B
AL ot

Paul I sald hello.

" copy of Peter's letter to Senator Breaux.

I think you will see why I am real excited about tha
type of work and success AW has had.
. 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
W reinventing government summit next week in Philadelphia.

This program has

: Thanks for taking & look at this information, and if you
S have any guestions call me at (212) 529-2900. Also, tell

e ’ Singerely,

f::, .

. ‘I“ . . e

R N

R Richard Greenwald,
EC Development Managey
Wl

i Enclosure

et ‘
£, +

Richard Greverteiald

Beuctapment Moo ger

w A X
+ 2 "N A
Byl o

AMERICA WORKS
Aarerna Woahs of Doy Yorle, e
FE Mooy Plactwe 12141t 000
Reen ek, M Vol 100018 Fa L2 1droot b oradt

f‘%if@gizis::s Woarks of Mew Yark, fue, 701 ramdway, Mew Yook, Neae ¥k 100030 02128 8252000 FAX (213 6140021




AMERICA WORKS
June 16, 1393

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

Dear Repnator Breaux:

Lee and I enijoyed our conversation with you last evening on
welfare and how to change the system from dependence to zelf
sufficiency. We would very much like to continue that discussion
over lunch with you. The DBLC'®s endorsement of our approach in
Mandate For Change as well as David Osborne ¢iting us ag a real-
life example of Reinventing Goverament suggests a potent model
for policy change.

I have encloszed information on us. I will call your appointment
gecretary to see if we can find a time that is mutually
eanvenignt., We will also contact Laird Burnett to keep your
affice up to date on our activities. You may wish to contact
Governcr Cuomo to check out ocur experience and reputation in New
York., As you can see, ag well, Governor Baybh and Mayor Goldsmith
of Indianapolia 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?

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

Best Wishes,

SZN o

Peter cove
Founhder

America Werks of New York, Inc., 704 Broadway, New York, New York W0 (1D RI93000 FAN (23 6144900



AMERICA WORKS
THE COMPANY

America Works &5 an employment company that hos heen in business for six vears in New York and nine in
Commecticut, Privately owngd, the company places individuals whe are on welfare into private-secior johs. Funded,
partisliy by the Department of Social Services in each state, the company receives full paviment for its services only
after an applitant has held a parmanent, follitime fob for seven months.

Together hoth Americs Works offices have successfully placed over 3,080 permanent workers in major compares
within Mew York City and the greater Hartford area, The company has been featured on CNN. the NBC Nightly News,
The Today Show, CBS and Fox Broadeasting News. and major newspapers and business publications induding Fortune
Magazine,

America Works employs a siaff of experienced managers to help companies fill openings and. more importantly,
seduce turnover by maintaining valuable workers,

Amnerica Works is headed by Dr. Lee Bowes. She has over 15 years of experignce in managing emplovmeant

companies. An Adjunct Prafessor at Columbia University, she is the author of No One Aeed Apply. published in 1987 by
Harvard Business Press.

HOW WE OPERATE

‘The comparny specifically recruits welfare recipients, provides them with traiaing in basic skilis and appropriate
warkplace attitides and behaviors, and places themn in jobs, The company also provides support services and addresses a
range of concerns incluidirgt medical benefits, daycare, housing, teansportation, job sugervision and counseling,

An emplovey wha hives an appiicant contracts for services during the first four weonths of the individual's work.
Diuring this time, Amrerica Works pavs the employee direcily and monitors theiy performance weekly with the emplver,
providing skill training, job coaching, formal evaluations and support services. In turn, the emplover pays Americe
Works an hourly rate. At the end of four months, the emplaver usually elects to hire the individual on a permanent
basis, assuming full payrel} zosts and providing medical and other normal benefits. Sixty-sight percent of the people
placed are hiced permanently by the emplovers. One year later $0% are still working. The average weHuare reciplent
earns $15,000 3 vear plus beneflis anee hived by ihe company. This 2nzhies the person o g6 from a ax burden 1o 2 tax
pRVEY,

THE JOBS FILLED
America Works specializes i1 entry level jobs, and has successfully placed secretaries, dats entry clerks. sl clerks,
health care workers, assembiors, inspeciors and food sewvige people, {6 name 3 few. The companies using the services
range from such larde eraployers as American Interngtinaal Group and Rosenman & Colisn, to small husinesses like
frving Brody & Co, and the Cutting Edge,

A PRIVATE-PUBLIC PARTNERSHIP

America Works is a company that gets paid by the state after its appplicants have been hired and are working full
tHime—in other words, after it produces results. This differs fram other mrograms which train people or provide secial
servires. They are paid for process. Americs Works is paid for resulis.

The government i¢ guaranteed performance for (8 money. When o wellare recipiant becomes selfgunparting, the
public costs decrease. In New York City. for example, the government pays approximately $23.008 » vear for welfare
benefits to 3 faeily of three. When America Works places an individual 1n a permanent position, it receives about
$5.700 from the government-giving it o substantial return on s investment,

HOW AN EMPLOYEHR BENEFITS

Emplovers have a growing problem. [t &5 getting horder fe find gualified entry-leve! job applicants. Those avaitable
eithes don't wani the jobs or do et have appropriaie skills, This is costly. America Works elirninates the normal visks
associated with hiring new pevsonsg! by absorbing the high costs of turnover and by providing ai extended trial perisdd
for gach warker, An eroplover has no uncamployment insurance or workmarns compensation Hability during the frst
four months. [n sddition, s placement fee is charged. Perhaps most importanily, America Works-supplies companies
with an sasily arcessible pool of tested, prepared and motivated workers, as well as providing supparts 1o case the
workar's frarsition into full-fime employment.

AN ALL-WIN SITUATION

America Works offers an allowin solution to growing public dependency. The hiring company ends up with a
qualified, motivated, proven emplovee, A welfare recipient becomes self sufficient. The gevernment gets 5 guaranteed
reduction in s welfare expenditures. And evervone payvs [oss taxes.

America Works of New York, Inc., 704 Beoadway, New York, Now York 10003 (2123 5292900 FAX {212} $14-092]
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! LOOKING BACK
| ON 16 YEARS

.| Former Mayor Wiliam Hudnut
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{ MaY 13, 1993

City, state hire

Y. firm to help

trim AFL

By JON SCHWANTES
Tha indianapolis News

City and state officials have
turned to a New York-based place-
ment company in hopes of findi
a better way to thin Indiana’s welb
fare rolis.

America Works will a conduct a
year-long pilot program tnvolving
100 Marlon Courty residents now
‘receiving
pcndcm Children, .

The company will be pald

85 000 for each client who kee
- job for at 1=asi six months.
state will contribute 22 prreent a{
that ameunt. while the clly, zze,inﬁ
Communit & Development Bloo
Cirant funds, will pa
Other federal funds wﬁ? cover the
remaining Costs.

Americz Works will receﬁrc
nothing if = citent Jeaves his or her
job in fess than six months. X

Gov. Evan Bayh and Mayor Ste-
phen Goidsmith. whe announced
the inltiative today at = Statehouse
news conference, said taxpayers
will benefit from the program.

Now, an AFDXC recipleat cosis
the state about SI3K 3 year
officials noted.

“We belleve that the problems
of poverty and the opportunities
for economic growth call for inno

mwmmmws&ﬁc- .

: mazmmumf

¥ 15 percent.’

jor corporations in

Jobs and

ists

vative approaches,” Bayh said. '
“This state-cily partaership to n-
vest in our clttzens will bring ex.
perts In promoting sclf-sufﬁcimcy
into our system.™

Goldsmith said the oliet pro-
gram “may change the way we
{hink” about welfaye. -

“America Works has ;e:ciaped
a business approach (o job place-
ment of welfare recipients.” the—

"mayor said “Thelr. mm

hased” sted

paymy;; ENTUren:.
44 “ealue fr -

every dollar (nvested In"the pro-
gram and In the participant.”
. )f the pilet p Proves st
cesaful, #f could e expanded
statewide, Bayh said.

Siace it was founded nine years
ago, America Works has gained
national atiention for its success
in placing more than 2000 wel-
fare reciptents inte with ma-

York and
Connectfeut. ¢+ ° 7 -

Company officials malnlain
that 68 percent of thelr clients get
that 90 percent of those
Individualy stay emploved for at
Jeast a year, Rased on the compa-
ny’s experlence fn New York and
Connecticut, the average place.
ment salary s about 854{3{}3 a
year,

i

Friday, Bigh Th Page C-7.

SUNNY...

“W¥harg the Spwitof e Lond s,
There iz Lary.” - #C01.3:17
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THe PolLitifay SCENE
]

WELFARE FOR SALE

AN Invegview wirH Pever Cove

With his bushy muswicke Peter Cove
looks mose like o barkeep in an English
pub than a welfare reform maverick.
Yoz Cove has come up with one of the
more ingenious approachrs 10 getiing
peopie off velfare.

America Works. the for-profis com-
pany which Caove founded and runs
with kit wife, CEQ Lee Bowes. octs as
a Lind of temp agency. placing welfare
recipients in jobs in the privaie secior
Buzinesses pay Cove who puys a woge
fo the welfare recipient. If the business
wants (¢ hire the person, the state pays
¢ fee 10 Cove. The sfate saves money
berause the fee is a fravtion of the cost
of keeping the person onwelfare.

{ chotted with Cove recenily. whe
eaplained exgeily how his progran
works, and shared some of his wisfom
about how te get people off welfare,

wee Dhapvid Kusrapha

TND: What exactly is America Works?

Core: We're s privae, for-profi com-
pany that takes peaple on welfare and
gets them jobs in the privaie sector. We
have companics in New York City.
Hartford, Connoctica? and we expoct (o
be opening an office in Indianapolis
ON.

TND: You're actually a forprafif eomi-
pany that does this? Do you mind if |
ask: Are you making a profu?

Cove: | don't mind vou ask and the
answer is yes. the company dogs make
» profit. The way in which we operate
from a public policy perspestive is that
we only get paid for results. not for the
process of Our program. We get paid for
the outpul not the input,

In a 1rue demonstration of reimvest

Far Stw Diowdl bs ¥

W 1a T TR & R

iINg BOVETOMENL, We are saying 10 gov-
erament, “We will invest the money to
recruil people whe are on welfare, to
wain them, {0 place them in companies,
1o pay them 2 wage while they are at
those eompanies, to give them a fot of
suppart 1o belp them move from depen-
dency 1o independency. And only if the

. companics hire the people and they got

off welfare do vou pay us. IFihey doa?t
~ if we have recadied and rained and
placed and they don’t make it — don’t
pay us a ickel”

It's the first time in the history of
welfare (0 work that we have seen an

approach which s 50 dramatically per. -

formance based.

TND: How was Amenca Works stan-
cd?

Cove: | first had ¢xperience in Boston
with a pot-for-profit which was funded
by the Ford Foundation and the federal
government, {ver lime we realized that
the jobs were in the pnvate sector, that
H was the suppon that was necessary
for the recipient and the access (o those
jobs in the private secior,

We staried fo investignie inta how w0
get into private companies and access
the penoanel department and then sell
your services. We really wanted
make it & business fransaction rather
than coming and saving “please hire 3
welfare recipient that we've rehabititat.
&d and retrained.”

We quickiy tegan to undersiand thai
you s0ld & service and it was g service
to the business that would reduce their
tmnover, reduce some of their hiring
costs, make hiring sasier, give them a
“try before you buy™ 50 they could try
out people. Companies stared & boy
our services.

As a not-for-peofit you canl go any-
where with that. Every lime w2 pulied
in money from companies 1o pay for
OUF SETVICES. ROVEIMMERE Cut ¢ Con-
ract back by that amount of money,
Theee was no incestive For s,

Also, T wanted to take i on the road
and see this in other communities, To
do that 1 nesded privale capiwl, and in
arder 10 get private capital you ared 1w
be 3 for-profit, not & wat-for-profit, so
nirg years ago 1 ¢t up Anxcrica Works,

TND: What kand of reaction do you got
from local povemments? What kingd of
political obstacles have you faced in
trying to set up these kinds of pro-

grams?

Caver Perhaps the main obstacle has

been the slowness of government to

approach centraciing for serviges

around produciion rather than the pro-

cess. There are Jots of govemment pro-

grams for welfare-to-work. which.
though well-imentioned, have seemed

aot 1o have worked aff thal well, yar.
they still get funded.

Basically government savs: "We
want people 1o move from weifare 10
work se we'll fund some programs tha
sound Bike they'll do D job and if they
do the job, that's Hine. but if they don's
do the job they still g1 paid anyway,
because they ar paid for the process of
what they do, aot really for the end
resuit,”

The reluctance of govemments o
1ake cur offer 10 come 510 3 communi
ty, ST UD A company. 1eCTBI. EBin.
place, and only get pard @1 the end is
that (he seinventing poversment move-
mem has only begun recemthy to take
hold in thiz country. But sow we are
finding the demoand fanastic, The
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Mavor of Indianapolis, Steve Gold-
sruth is saying. "My God, this is what
I've been lookiag for.” Maric Cuomo.
has been sapponting us for five years,
and we've been in Connecticut for nine
years. A number of other communities
have begun 10 feck at us because,
think. gosgriment i beginning 1o /g
ognize that it recds 1o get what it pays
for and we represent in welfare-to-werk
a way todothat,

A second ohstacle has been a reluc-
1anice 1o see for-profit companics
involved in delivery of social services |
ihink some of the reluctance is sealistic.
ot it does not demand 2 policy of
excluding private companics, it seems
1o me that we've been able 1o show that
8 privae company <an enter the mar-
ketplace and use its fisk capital o from
# program that, if successful will be
paid. and if not. won't, That, o meis 8
good pole for the private sector, Many
commugsties are beginning fo sece that
should be port of the overall approach
10 weifaree-work. it's not the only
approach bul it's past of an approach,

TND: What kind of reaction 80 you
get [rom people on welfare?

Cove: They fove it! Basically they are
sick asnd rired of sitling in classrooms
and being ol there's going 1o be jobs
at the g and there aren’t and being
told ey have fatked, ot e program.
They are tited of being on weliare.
Mosi people on welfare do not want 1
be on welfare and they are absolutely
ecstatic that we are sbie 16 move them
pretty quickly inwo jobs and get them
the experience 3t jobs where they get
hired.

The companies love it because they
ane gening a sovrce of labor that wants
to work and that reduces their wnover.
They get a chance (o Jook at them
before hey hire them, because while
they are there on & four menth trial
basis, the company pays us like a temp
agency. They get a chance 1o see if

il

Tut Foiltriean Seise
oo

Ameripa Works founder Peter Cove

Sally comes in in the moming, is lears-
ing the job, gets along with her co-
workers, and is someond they want 10
have in the comparsy. They pay bs and
we pay Sally the wage during that peri-
od of time. AL any peint if # 15 not
working ow we will ierminate the per-
son. If the person is doing well. then
the company hires at the snd of the four
mooths. So iis & read win-win siuatios,
fs onfy st that poini that the govem-
ment pays iwo-thirds of an pgreed-upon
fer and then three months later they pay
the rest, if the person is sull working.,
That means seven months at ibe job and
andther month of two 2t Americs
Works at least, so abeut nine months
before we get our full payment.

TxIy: What do you beligve is e main
obstacle for 2 poor person oF someane
an welfare from getting a job on their
own?

Cove: Access 10 the company, As Lee
Bowes has wyitten, mosi peopde get
jobs becaise of who they know not
what they know, And ] know this flies
in the face of traditionsl thinking
regarding welfare 20 work which has #

thal the more training and sducation e
individual geis, the better chance they
wili have 1o get a job. That just has not
beens proven, Al the careful research
over fwenty years at MDRC (Manpow-
er Demonstration Research Corpora-
tion} and others will tefl you thas there
is very little evidence on the impact of
education and training on welfare
reduction.

The internal labor markets of com-
panies are not rational. They don't say
“0Oh you have this kind of degree and
this kind of background and therefore
you're hired.” It’s who you know that
gets you your job. Propie on welfare
usuatly don't know z hell of & jot of
people who can get them scress o at
least an intersiew. What we are able 1o
do is be the ofd girl's aiwork, if you
will, for wellare secipients - get them
in g dogr,

Second, i the suppon that is neces-
sary during the Hime a person is moving
off welfare. Individuals need assistance
1o solve the small problems, sometimes
large problems, that come up during
that period of time,

For example: & mother Qans work-
ing. and she’s been there 2 week, when
her day care falls out. §f she dida’t have
America Works she might not be able
lo stay on the job and have o go hack
on welfare, America Works has a per-
son whe comes & the worksite once &
week or more. That person immediately
atiempts zod usually almost always
finds aiemative day care ar goes and
babysits at the house i nreessary. Or
you ve moved into a job and been there
1wo weeks when the welfare depan-
ment has a meeling they say you have
D ¢ome 19 of you lose your welfare
benefits. We'll 3o and represent them at
the meeting.

i can give yoo many examples ke
these that have rnothing to do with
whether the person is going to be a
good worker or not but can biow a per-
son out of 2 jobs, Qur remover rates are
very Jow at companics begause we real-
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Iy are able 10 help with these two obsta.
cles. Notice 1 dida’t mention a jot of
things other weifare-to-wark advocates
would meason,

Our mongy in tht company Roes (0
sales, We have & huge sales staff tha
access companies o get in and open up
doors, The other win of our program
money gots for support on the job and
the other major expense is wages of the
weifare recipients, I you fook at where
pur money goes and loak al raditional
gmploymen programs you'll find that
our pricnties are very very different.

TRD: How so?

Cove: The pooniies in waditional pro-
grams are essentially For upgrading
human capital — building education
and imsining. The prionties for Amenca
Waorks are 10 gt a person working,
because we helizve that working first.
and then gettiang the education and rain-
ing 1o ypgrade to the next betier job and
move on i, in general, the benter way 10
da it. Fam not saying that | am agamss

aducation ang training programs or that

we think they are not a good idea. They
are 3 good idea - they have woome in
at the righs place.

TAD: What areyour results over the
long term?

Cove: New York state found afier 8
year on the job — having left America
Works and gone to work — between 83
and 90 percent were siill working and
off weilare,

TND: What do you think of Bill Qlin-
won’s proposal to ima wellare 10 two
years?

Cove: |ihik it mnakes 2 I of sense. |
am very much in favor of it But they're
going 1o need she jobs — both public
and private — 1o absorb the people who
are ready 1o enter the wond of work, If
you wnt to create a bunch of public

Te: SEw DT st

jobs and put people in them, that's eusy.
I'd de that a5 a second approach.

The first approach is 10 build wel-
fare-to- work programs that get welfare
recipionts working. And where are most
of the jobs? The privaie seclor,

| think we should limit our suppont
of edycatian and training progesms as a
primary stralegy o weifare-to-work.
I’ pot saying we shouldn’t have odu-
cation and fraining programs — we
should. but not as the primary strutegy
for moving wclfare recipients 10 work,

Aad so | like the idea of 1wo years
arad off. but | think we’re going to have
o face the fact thar unless we gear our
wellare-to-work programs kward vork
and not fust toward education and train-
ing, we may find cursebves with a lot of
people going off welfare with no means
of support,

TR De you think there's anything
the fedeeal government cauld do or
should be doing 10 make your life gasiet
or do you Whink the federal governmeni
should stay cot of your way as much as
possible?

Cover The federal government should
encourage states io fund programs that
are measured primanly by their mesalts,
not by what is promised in terms of a
program.

That would also fit very well with the
president in terms of his desire w© see
two years and off, becayse if the gov-
erment wis encouraging states o sup-
pon programs that got jobs for people. it
would make the exit of people off of
welfare as the two vears ended mich
more likely 1o happen as a wasshion
into werk rather than a transidon into

poveny.

TND: Your progran is not required for
weifare recipienis anywhere, What
about the argument that you're just tak-
ing ihe eream — the people whe are
motivated and would fikely get off wel-
fare anvway while the hard core people

¥
are sl g problem. What's your answer
to that? B
Cove: The answer is this, We take
sverybody who wants to come i We
never say 50, We allow peaple (o keep
repeating, even if they fail. The average -
that we have are people who are five
and a half years on welfare abous half of
them do not have high school degrres.

Ang now I'm going to say somsihing
that agsin will {ly in the face of com-
mon wisdom, | bonest o goodness
don’t know the cream from the sour
crearn. I've been in this business for
wenty seven years. and | 4o sot know
when someone walks in here. based on
their education and their uyaining and
their work history, whether or not the
person is going 1o succeed. 1 just doa's
know.

And if 1 stanted to make hose beis
based on some seCio-eoonomic dala this
company would go out business real
fast, The way in which we “bat” on peo-
gle is the desire o get off welfare and
the willingness to go through si2ps nec-
essary (o get you there.

Sor what do we do? Wesetupalotof
hoops and appropriste supports for can-
didates o po (hrough. We neser oy no
@ candidaie, they can repest ~- on our .
nickel. by the way, since we only get
paid for success, The first week is a pree
ermpioyment training class. If a person
is & minutes fate any day they have
start agarn. They begin to learn that
you're nict 1o minutes Jate because you
get fired for that,

We say 10 goveramem when we
come NG a community, “You are pay-
ing the bili, you decide who we shonld
serve, [3¢ you want bg o ke the long
term weifare dependent pevson of some-
one who just got on because vou want
10 fiip it in the bud? s your nickel. You
miake the determination who 1ou wani
us to take,” From that group &5 going 10
end up being a group that shows that
they have some motivaiion and since
most people un welfare want 10 get off,
we have no problem finding the people.

i}



AMERICA WORKS
1993 SELECT CLIENT LIST

Amalgamated Life Insurance Company
American Express
American International Group
ARA Services
Backer Spielvogel Bates, Inc.
Bank of Boston
Barney’s New York
Condé Nast
Continental Insurance
Cornell University Medical Center
The Dreyfus Corporation

Ernst & Young §
Goldstein, Golub, & Kessler, CPAs
Macmillan Publishing Corpf)ratii)n

Marriott Corporation
McGraw Hill
Pierpont Morgan Library
Rosenman & Colin
Saatchi & Saatchi
Sheraton Park Avenue Hotel
Simpson, Thatcher, & Bartlett
Time Warner

Amatien Works of New York, Inc., 704 Droadway, New York, Mew Yok 10003 212 3202000 FAX 212 6140921



M

:

THE WHITE HOUSE

=. 12D

[ FI Fadt LW
Oy 43eofr MAAMER TIRE OPPDE T L8 Ty s TR, TN WD
TR, TR, AR AL (L AT et iR N T DRMVEINRSG, |

SaFATie TR ANIL A MED Sl G GetuhTe LS M SSaRF TG At
Rt I Adead | CEMER, oo oW,

UMM ATEE S |

Lo = XM e Y TN
G v ) '

RSl
7?77

B




2o& g )

t

" Withdrawal/Redaction Marker
Clinton Library

BOCUMENT KO, SHBIFUTHITLE DATE HESTHRICTION
ARBTYPE
04, memo Adminizrative Conference of the United States {ACUS) coungil €z 1993 B2, PS5, Pt

meatbers {1 pags}

This marker identifies the original location of the withdrawn item listed above,
For a complete list of items withdrawn from this folder, see the
Withdrawal/Redaction Sheet at the front of the folder.

COLLECTION:
Chaton Prgsidontial Resords
Domestic Policy Couneid
Bruce Reed {Subiegt Filed
QAo Rummbar J1268

FOLDER TTTLE:
Reinventing Oovernment [

rs73

RESTRICTION CODES

Presideniisd Records At + 44 1.5.0, 230400

P Natloss| Scearity Classifivd Tnferomation [{ai [} of the PRA}
P2 Relating to the uppolobiuvst to Fedemal effice [{a}{2) of the PRAS
P3 Releuse woubd sindate 8 Fodova! statofe 1a)3) of the FRAL
P3 Refeisa wonsld discdose frathe secroels or confidensiul coovmwecind o
Haunclal informtion Haid) of the PRAY
P8 Release wonld divclose vonfidentind advise botween the President
and s ardvisers, sy between such advisers [235] of the PRAY
£6 Retease wiald vensifinte g Jescly pawarranted invasion of
persoasl privavy Hajif) of dw PRA} '
£ Ellesyd I aveordance Wil vestrlctinns catained o dence™s deed
of gift,
PRM, Personul recoed niiaflle didined b aceordance with 44 UR.C,
ZHM{)
RIG Bociment will by reviewed upon seguese,

Frecdom of Infermation Act - {5 U5, 3821

h{1) Natinnal seeurity classified infernation (b1 of She FOIA]

12 Nodvase would disclose interual persowigh reles angd practices of
an apeney HBM2I of the FOIA]

B3 Ridouve would vislate 2 Frdors! stutute KBRY of the FOLA]

BE83 Redoase wonld disclose trade secrels ar sanfidontial or finnncial
fgfurmation [{BHd) of the YOHAY

bi6 Helonwe wosld constitute a cleurly anwarranted Invasion of
persaan! privacy HbYE) of the FIHAL

Bi'?y Helease would divclose informating compiied for Inw enforcesent
purpeses HBH T of the FINAL

1K} Relegse would dinchuse infurimsibw emaerning ihe regnistivs of
fimaniciad Bstittions [hi(8} of the PO

119} Relenze woukd disclose geolsplent ue geonknsiend infornsdion
voficiriing wetls [(h)(9) of the 014


http:Ihtl(ti).of

BACKGROUKD INFORMATION
ADMINISTRATIVE CONFERENCE OF THE UNITED STATES
AUTHORIZING STATUTE OR EXECUTIVE CRDER: 5 U.8.C. § 574

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

CTHER MEMBERSHIP REQUIREMENTS: Hone,

TERM LENGTHS: Five years for Chairman; three vears 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 menmbers appointed by
the President; government members selected by Federal government
department and agency heads; public members selected by the
Chairman.
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I. DESCRIPTION OF THE ADMINISTRATIVE CONFERENCE OF THE
UNITED STATES

A. STATUTORY MISSION

The Administrative Conference of the United States is a permanent agency consisting 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 federal agencies. These procedures
include those used to conduct adjudications, rulemakings 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 being printed), the Sourcebook on Federal
Agency Use of Alternative 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 Organization (revised in 1991) and other administrative law
reference materials. Workshops and seminars on key topics of current concern in administrative law
and governmental 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. MEMBERS AND 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 Alien & 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 Coeporste Affairs, VSE Corporation. There are four
vacangies,

QOther than the Council, the membership of the Administrative Conference is divided inlo two
categories: government amd “public” or son-governmental, There are 530 government members, alf
from the Executive Branch. These members are sither the head of the department or agency or an
mdividual designated by the head.  Typically, the member dugignated is the General Counsel or a
legally trained Commissioner. Members do not have (o be lawyers, however, and some are not. The
40 public members are appoinied by the Chairman, with the approval of the Council, for terms of two
years,, The listing of both goverament and public members, Is attached.

Because of the prestige of serving on the Adminigtrative Conference, the government receives,
free of charge {except for travel expenses for out-of-town members) the services of both its government
and public participants ~ individuals with an impressive array of accomplishments and experiences
who donate hundreds of hours of service,

. FORMAL RECOMMENDATIONS

The Administeative Confergnce has three principal statutory duties, the first of which is to "study
the efficlency, adequacy, and fairness of the administrative procedure used by administrative agencies
... and make recommendations 1o administrative agencies ... the President, Congress, or the Judicial
Conference of the United States ... " [SU.S.C. §574(1)}) Formal Recommendations of the
Administrative Conifzrence 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 8 member of Congress, an Executive Branch official
or an interested citizen. The topics are usually narrow and precige--as can be seen from the list of past
Recommendations, {1 C.F.R. Part 305]

When a topic has been defined, the staff ol the Office of the Chairman finds a congultant—typically
& law professor who already has specialized knowledge about the particular subject. The consultanm
will interview agency officials, review the literature, and write a 100 to 200 page report on the
problem. The consultant works ¢losely with the Office of the Chairman and the members of the
appropriate Conference commitiee throughout this process. The Office normally obtains the services
of highly qualified consultants at below-market rates due to the prestige of working with the
Conferance.

The draft report is reviewed by & Conference commitiee (all mombers serve on one of the six
committees). If the committee belleves it is warranted, U develops ong or more proposad
Recommendations  assisted by public  panticipation  and  comment, The Council revigws
Recommendations proposed by commifiees wndd, i it believes the proposals have received sufficiont
attention, places them on the ageada of the next general mesting of the whaole Conference - or Plenary
Session,

At the Plenary Session, proposed Recommendations submitted by the Council are thoroughly
debated by the members. Often Recommendations are amended and occasionally they are referred
back to committes or voted down. H a Recommendation s adopied, it Is published In the Federal
Register and is sent to the agencies or to the Congress, a3 approprigte.  The Recommendations of the
Conference are codified in the Code of Federal Regulations. {1 C.F.R, fant 305
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The Chairman on occasion receives official requests from agencies, the President's Domestic
Policy Council or 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 law
judge program. Several federal agencies transferred funds to the Conference in FY-91-92 in order to
obtain Conference expertise and assistance for specific projects involving administrative processes,

D. IMPLEMENTATION AND ADVISORY ACTIVITIES

The Administrative Conference's second statutory duty is to "arrange for interchange among
administrative agencies of information potentially useful in improving administrative procedure.”
[5 U.S.C. § 574(2)] The Conference accomplishes this task in two basic ways: 1) initiating exchanges
with agencies to seck their cooperation in implementing Conference Recommendations and
2) responding 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 its 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 requests 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 areas in which the Conference has not adopted a formal
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 studies may be initiated to address 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 (o 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 colloguies to help carry out its mandate "to provide
suitable arrangements through which federal agencies, assisted by outside experts, may cooperatively
study mutual problems...." (5 U.S.C. §571) In FY-92 the Conference was able 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 legislaiion 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 nmumerous countries
including Australia, Bulgaria, Canada, China, Great Britain, Israel, Russia, South Africa, and Ukraine.
Active assistance continugs to be given to the State Department, the Justice Department, and the
Agency for International Development (AID) concerning administrative reform in egastern European
COuntries,

E. CLEARINGHOUSE 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 evalvating and
improving administeative procedure.” [5 US.C. § 574(3)] The Conference collects and maintaing
statistics on agency formal adjmdications, awards under the Equal Access to Justice Act, and other
administrative issues of broad concern within administrative agencies. It also publishes books on a
regalar schedule that contain materials useful o the administrative community at large. In addition the
Office of the Chairman 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 by personnel from other federal agencies
who need information on the Administralive Procedurs Act, the Fresdom of Information Act, the
Privacy Act, or other legal material relating to administrative faw, The library Is a Federal Depository
Library and is open to the public.

1. SUMMARY FIGURES

Dollar Amounis
1992 sppropriation $2,227,000°
1953 gppropriation $2,327,000
1994 requast $2.,327,000
Appropriafien Language

For necessary expenses of the Administrative Conference of the United States, established by the
Administrative Conference Act, as amended (5 U .8.C. 571 et seq.) and not to exceed $1.56 for official
seception und representation expenses; [$2,327,0000 $2,327.000.

Estimates of Programmatic Application of Fundg
(in ihousands of dollars)

Aclual Hai'd Est'd

1992 1963 1904

Cieneral Adasinistration 414 4349 435
Persoane] Compensation 1.561 1,735 1,739

soid Benefiis

¥orem! Recommendations 158 ! 73
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{Research; repisrts)

Implementation and Advisory 40 40 36
{Agency assistance)
Clearinghouge 44 et 26
(Infarmation inferchange)
Birect Progmm, 228 2,327 2,327
Raimbursassie Program 218 54 50
Budgel Authorily {pross) Q,«%éi) 2,377 2,377
Approprintion 2222 2,327 2,327
Spending authority from
Offsetiing Collections 218 58 ot}
Totul obligations 2,440 2,977 2,377
Personnel Resourees-FTEs
1292 Actusl 1983 Extimaie 1694 Estimate
24 24 23

*Oxigimai appropristion of $2,227 000 vas reduced §5,000 pursuant to L. 104-141 §523A,
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THE WHITE HOUSE

WASHINGTON

May 18, 1993

Mr. Russ Bjorhus

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. 1 have
passed your advice on to the Vice President.

ceily,

DY

Bruce Reed
Deputy Assistant to the President
for Domestic Policy

[N



410 Farm Credit Services Bldg. MAR {1993
{*-93 grﬁggggss Farmers 375 Jacksoen Street
B o Homa -
uég- Ageiculturs Administration S b+ Faul, MN. E5101-1853
Mr. Bruce Reed ' . February 23, 1993

Deputy Assistant for Domestic Policy
Washington D.C.

Dear Sir:

I strongly support the present administration’s effort to cut the cost of
Governmnent and reduce wasta,

After 15 yvears of working for the Government and 12 of those in a G5-18
pesition, I can namse nmany areas of Govermment that need to bz reduced oy
cub., I will list a few of those areas:

1. G8A nas gobtten totally out of hand and has extended its control farther
than 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 themselves with very little effort or cogt. We
iive in the states and know the market better than they do. Tt ig pure
ageny to deal with them and they are the worst example of bureaucrats that
you can fing. '

2. The Office of Personnel Management in Washington D.C. reguires that all
Government applications for employment to be sent to them and they score
the individual on his or her resume. Agencies are reguired 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
when a private interview is the most important part of hiring an employes.
Government agencies should be allowed to do theliy own applicant scoring and
hiring. We all have trained, experienced personnel staff that can 4o this
very well. ‘

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

Please contact State birectors of Federal Government agencies and talk to
them about theé changes that nesd to ke done to make our Government more
efficient and less costly.

Sincerely vyours,

6. S

RUSS BIORUUS
State Dired

Farrrers Home Admirsstrahon 15 an Equal Opooctunity Levder.
?m% Cempimints of tatomnahon should o sent to
Secratiry of Agncudhure. Wastanglon, B4 20850



A REVOLUTION IN GOVERNMENT

“The people demand and deserve an active government on their side,
But they don't want & government that wastes money, a government that
corts more and does less. They voted for change. They wanted a literal
revolution in the way gmfemment operates, and now, you and I must
deliver.”
President Bill Clinton
Remarks to the Cabinet
February 10, 1993

Today, the Presldent has asked Vice~President Gore to lead a revolution in
Washington that will change the way government does business, The American
people deserve a government that treats them like customers and puis 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, government must
learn to make do with less. 1t is time to demonstrate that government can be
as frugal as any housebold in America.

2. Our goal is to improve services and expand opportunity, not
bureaucracy. Over the past decade, America's most successful companies
restructured themselves to meet the global competition by eliminating
unnecessary layers of management, putting more power in the hands of front line
workers, and finding out what their customers want -- and then delivering it.
The federal government must finally undertake the same searing re-examination
of its mission that companies go through every year just to survive.

3. Government will only succeed if it lListens 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 beiter than anyone how {o fix it. Employees at the front lines know
how to make government work if someone will listen. :



THE NATIONAL PERFORMANCE REVIEW

It is not enough just to cut government ~~ we need to rethink the way
government works, We need {o 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 hill 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 eearch 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 hasic
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 mansagers,
auditors, and front-line employees from across the government to work on specific
recommendations for improving services and cuiting waste. They will:

* gvaluate the efficiency of every federal program and service;

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

* recommend ;véys to streamline the bureaucracy by eliminating
unnecessary layers of management and reducing duplication of effort;

* agk federal workers snd the American people to send the Vice
President specific suggestions on how to improve services and cut
" bureaucratic waste; and



";

* find ways to improve services by making better use of new
information technology, and by making government programs more
responsive 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 Texas 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.



THE CLINTON RECORD ON STREAMLINING GOVERNMENT

"It is time for government {o demonstrate in the condition
we're in that we can be as frugal as any household in America”™

President Bill Clinton
Address to Joint Sesaion of Congress
February 17, 1893

Change Starts at the Top

* As he had promised, President Clinfon reorganized the White House and
cut staff by 26% below the level at which he found it -~ a reduction of 350
positions —-- and cut senior staff pay by 6-10%. Together, these reductions will
save $10 million a vear 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's economic plan, there will be no national pay
increase for federal employees in 1994, and increases will be one percent less than
current law for each of the three yesrs after that.

* Taken together, the measures to streamline the federal
bureaucracy, cut administrative costs, and reduce federal pay increases
will save more than 8§23 billion over four years.

A Detailed Economic Plan of Investment and Serlous Deficit Reduction

* President Clinton's 145-page, detailed Yision of Change for America offers
a new way of governing. The President’s plan includes serious and credible deficit

reduction and a ifmg-%rm plan to get our economy b&ck on track without the
"smoke and mirrors” of the past 12 years.

* The packaga calls for 150 spexific domestic savings, as well as a long-term
plan to invest in America and an hmmediate stimulus package te jumpstart the
economy and create jobs to get America working again.
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March 26, 1983

HENORANDUM FOR HOWARD PASTER
BRUCE REED
ROY NEEL

FROM: RAHM EMANUEL&bﬁl

SUBJECT: RECONCILIATION & REINVENTING GOVERNMENT

After the Eastar 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-government, which should
play wvell during reconciliation.



DRAFT

CROSS-CUTTING FUNCTIONAL TASK FORCES

J. Kamensky
03/23/93

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

- Budgeting (Karen Alderman; David Fisher)

- Civil Service ' (Sally Marshall, OPM; Ray Sumser,
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 Kreusi)

-- Design Office/
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

Qverall Principles

We need to articulate an overall set of principles to tle 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 will--

create a clear sense of mission

delegate authority and responsibility
replace requlations with incentives

develop budgets based on cutcomes

measure our success by customer satisfaction

Other points raised during the past few days include:

-- attempt to make the government more results-oriented

- make the government more effective by focusing on
gquality 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 c¢civil service is overly cautious
(too much second guessing) and works against personal
responsibility.

Mission SHtatement

During the next six months, we will--

- Identify changes in administrative systems and processes
that 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 wlll 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 cut.

Strategies

-- Overall approach will be to serve as catalysts, not
controllers.

-- We will focus on identifying the root causes of barriers
facing line managers in serving theilr 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
administrative 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 individual comments, the agency-by-agency reviews, and
the shared management agenda agreements reached with
individual 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 purpocse 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
GAQ 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



professjional networks for advice.



Relationshlip of Cross-Cutting
Functicnal Task Forces o Other
Relatred Efforts

- {QMB Spring Review

-—- PCIE/PCMI networks; agency IGs

- GAQ work

- Lader/GAG collaboration in § areas {(FM, IRM, USDA, G8L, GSA)
-= CASU/RCUS/NACPS/NAPA



POTENTIAL MISSION STATEMENTS FOR
THE CROSS-CUTTING FUNCTIONAL TASK FORCES

BUDGET REFORM
PROBLEM STATEMENT:

-=- 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,.

SCOPE

-- 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, rationalizing account
structure, life-cycle costing).

~-—- Budget execution systems (transfers between accounts,
carry forwards, retain savings, borrow for future
productivity).

-- Performance 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 FTE ceilings and manage to budget.

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




CIVIL SERVICE REFORM

PROBLEM STATEMENT:

-- Current system does not hire the best, tralin them well,

reward them for good work.

-- Current system does not give managers sufficient

SCOPE

flexibility to pay, reward, or remove employees.

Hiring, classification systems. (decentralize hiring)

Pay, 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

agreements.

Develop greater continuity in leadership.




INFORMATION TECHNOLOGY

PROBLEM STATEMENT:

-- Because of poor strategic thinking, we are automating
existing processes, not reengineering the business
practices.

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

-~ ¥We experience chronic problems in developing and
madernizing systemg, largely because of problems with
the acguisition and budget processeas,

SCOPE:

-~ Reengineer ocutmoded 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
administrative and financial systems and develop model
gystems incorporating these standards to reduce
daveleopment and acqguisition costs, and improve data
interchange among and within agencies. {don’t reinvent

the wheel)}.,

~= Tdentify and ellminate barriers to efficlent and
effective technology procurements. {(modify PRA and A-130
to emphasize agency aceountabllity, performance
measurement., business planning).




FINANCIAL MANAGEMENT

PROBLEM STATEMENT:

e

-

The federal government cannotl produce a flnanclal
statement; data are often inadequate or erroneous;
financial systems and controls are unrellable.

Performance reports are largely non-existent.

Government cannot do cost acceounting, accrual accounting.

SCOPE:

i, i

Implementation of LFD Act,

Decentralize financial management to agencies. FMS/CFO
would be responsible far seiting atandards, providing
guidance.

Improve existing controls and systems; manage for risk.

Overhaul financial management systems--but first develop
strategic vision, performance measures, reengineer

processes, and streamline.

Develop cost concepts {(unlt cost, acorual accounting).
Each agency would have own cost aggounting system and
have an audited financial statement.

Create discipiine in transaction processing,
reconciliations.




PROBL

- INTERNAL BARRIERS

EM STATEMENT:

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

SCOPE:

Procurament {recommendatlons in HGO report may be going
in wrong direction; they seem to reduce discretion).
Querly constrictive thresholds,

Contracting: ¢ookie cutter approach to large and small
caontracts,

Devolution of central nanagement agency functions;
making central management agencies competitive,
responslive to internal customers. Focus on OMB, GSA,
OPM, FMS. ZReparate policymeking from service delivery
functions.

Eliminate rules that eliminate competitlon and require
use of centrally provided goods and sexrvices.

Encourage cross~servicing: 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.qg., PRA, FACA, APA, Reg Flex,
FOIA, Federalism EQ, Family Impact EQO, eatce.)




REGULATION

PROBLEM STATEMENT:

~w States and localities are Ilncreasingly being mandated
to provide services without federal assistance.

~= Regulatory processes that affect the public .

SCOPE:

ENVIRONMENTAL AUDXT

PROBLEM STATEMENT:

~~ Federal agencies do not have a sense of how much
anvironmental damage they create through toxic dumps,
nuclear disposal, enerqgy waste, i1ack of recycling, etc.

SCAOPE:
--~ ALl major federal agencies will be required to assess

thelr potential damage to the environment and develop
stratogles to amellorste their impact.

16
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PROBLEM STATEMENT:

INTERGOVERNMENTAL SYSTEM REFORM

There are nearly 600 categorical grants that distribute
about $200 billion; in about two-thirds of these grantsg,
the total amcunt is lesg than $25 million apilece. The
administrative costs in many of these grants are not
worth the cost.,

In policy areas where the federal government plays a
minor reole, such as in ald to places, 1t should get out
of the business. In areas where 1t is important to
ensure equity, such as in aid to people, the federal

© government should increase its role.

All federal grants-in-aid.
Federal tax expenditures {(munl bonds)?
Federal mandates/progran regulations. wWalver office.

Challenge grants.

11



PROBLEM STATEMENT @

-

-

SCOPE

*
£

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

The federal role in many programs {s via third parties;
In addition, in many cases, the federal government is
only one ¢f a number of stakehoclders in a program's
success and cannolt ¢ontrol or leverage gutcomes,

Wide variatlion exists in states and localities and
fadaral programs are predicated on uniformity.

Broad experimentation i3 not encouraged.

-~ Lreation of a design offlce to develop systematic

i
H

approach to development of policy tools, organizational
structures. :

Granting waivers to internal reguirements on a more
ienient, systenmatic basis; share results and consider
wider dissemination when successful.

-~ Be given authority o grant waivers ko statutory program

reguirements.,

Loeok at reengineering agency missions: patents,
infrastructure, environment, job training, health care,
ete,

iz



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 fallure.

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

-~ Consider creating a benchmarks process like Oregon.

-- Look at Sunset Mechanisms.

13
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ORGANIZATIONAL STRUCTURES

PROBLEM STATEMENT:

-~ Qverly hierarchical agency structures Ilmpede customer
focus, cost lots of money, 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,.

-= 8plit service delivery from regulatory functlons within
agencies; allow line managers to choose to do it
themselves, LO contract it out, or to "buy' the services

from the central staff office.

-~ Reduce organizational layers within agencies (howevar,
we can't decide what {s value-added; let line managers
decide that).

-~ Reduce central staff as teol for empowering line staff.

-- Regolve speciflic conflicts between agencies {e.g.,
duplication of efforts, jurisdictional competition}.

-- Encourage agencies to relocate backrooom functions to
lower-cost locales. .

-~ Davelop organlzational performance agreements.

-- If there is organizational restructuring, ensure there
le a parallel move in congregsional committees.

S ————————————————




March 14, 1993 ‘

TO: AGJ
c¢ Roy Neel, Elaine Kamarck
F&: MER ,
RE: "Revolution in Governnent®
Communications

GENERAL FRAMEWORK:

Qur work should be orgsnized into four phases - rolling into each
other and overlapping where appropriate, remembering throughout to Xeep
expactations under control and, to keep this about more than simply
getting rid of waste. While polling/focus group resecarch wonld be
extramely helpful here, in the interim, existing data and common sense
makes clear 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 conmunications effort:

PHASE ONE -~ EDUCATE/ENERGIZE: It’s important that people
- inside and out of the federal government not only thoroughly understand
what wetre doing but get invelved and energized by it. This effort should
start immediately and continue throughout the project.

PHASE TWO —— IT WORKS{ BSkepticism and cynicism are high, We

need o convince people that we can and will make a difference. We should
use this period -~ working intensely from April through June (before
summey vacatlons send people packing) to focus attention on successful
examplas: businesses that work, governments that work, And, during this
time, we should leok to the working 1-800 numbers and ocur own resgearch
to focus on suggestions that could be implemented guickly, rewarding
those who made the suggestions with a White House ceremeny of some kind.

PHASE THREE -- EUREXA! A separste strategy must be

developed arcund the release of the final report. It's difficolit at this
time ~~ without knowing the contents of thea report -- to specifically
plot ihat strategy. But, ithat said, it's clear we should use July and
August to foous on waste and mismanagenent in those areas where we will
be tavgeting our efforts -- if peoples get enraged about waste, it’s
harder te fight the clean-up. aAnd, we should use this time to consider
leaking piscag of our findings. The report’s release should represent the
beginning of a new assault, net the end of an investigation,

PHASE FOUR ~-- KEEP IT ROLLING: As socon as possible aftsr
the release of our report, we need to demonstrate that it is a catalyst
for real change. And, we will nsed to keep pressure on Congress to act
expeditiously on the report's recommendations.




1. EDUCATE/ENERGIZE
== Yo start immediately, with a focused effort throughout the
process, out especialily through March and mid~April.

The goal: raise public and government awareness and support of
gur efforts, It is important to note here that there 1s 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 pressnt a clear plan of action,

! CABINET SECRETARIES: e should organize meetings between
you and appropriately grouped members of the cabinet salely for you
to energize them to get invelved 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 reasonsg, you will need to talk
to sach 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 @ regular cabinel meeting, it would
get lost as a news item.} Following or concurrent t¢o 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 c¢abinet secretaries are important
scene-setters.

[») FEDERAL WOREERS: We need to reach out to federal workers
in a meaningful way, both here in the Washington, D.{, arega and
around the country. Considering the large number of federal workers
in this area, we should start here, but s8lsc 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 REARINGS: Some agencieg, 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 to talk to workers arcund 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/URION HEWSLETYERS/PAYCHECKS: We nsed 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 possibility of getiing
either an insert or a message printed on the envelopes inviting
these workers to write in, (Because wost people probably use direct
deposit, we may want to see about getting the message on the
outside ¢f the pay receipt information.}

-- SPEECH: We may want to think about & major speech to
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federal workers outlining this ‘revelution®, I like this the least
because it offers little new, and because it doesn't further the
idea that we're really acting, nof just talking.

o PUBLIC HEARINGH: Sharp had great success with these and
they're worth duplicating around the country. Our goal should be to
conduct at least one hearing in each region of the country, in
major markets and rural areas by the end ¢f April. In one day, we
may want to hit a major market, like Atlaenta, and then travel to a
more rural area. These would be an opportunity for real people to
tell you what works and what doesn’t work in the federal government
-- though, as Sharp did, we'll nesd to do some screening of
witnesses to get the best stories on first. (First hearings could be
scheduled for week of March 2Z2. We could take one day or one day
and 1/2 and hit several markets, remembering that if we'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 worxers, and where applicable, to citizens seeking
services. We should start here in the Washington, D.C. area with an
eye to continuing these wvisits arocund the country. ({(Though it is
probably impossible to do anything unannounced outside of
Washington}

o REVOLUTION TEAM: We should think about possibly making
publiic some portion of a Iirst meeting with the team assembled to
actually do the work here. This could be risky -~ we don't want the
crowd to be too large, 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.

0 BUSINESS COMMUNITY: We need to examine ways to reach out
tc the husipess community to g¢gain thelr support for this
‘reveolutiaon.’ This could include but should not be limited to
cufreach to business-oriented media, and invites to relevant
business leaders and groups to ¢ome to the White House for meetings
with you on this subject. We ghould also seek endorsements from key
business groups.

o WEBKLY COLUMNS: Sound silly for a Vice President fo be
writing a weexiy column? Get over it. Weekly c¢olumns would bhe
swallowed up by local newspapers around the country and, they'd be
read, We should try for twe a month.

0 RADIO: We should start scheduling regular radio feeds and
regular appearannes on radic talk shows around the country,
focusing the interviews solely on this revolution in government.

0 TALR SHOWS/TV TORN MEETINGS: This is risky, but we may
want to think apout milking the TV talk show circuit to focus on
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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
i8 a larqge federal workforce, this could work.

) PUBLIC SERVICE ANNOUNCEMENTS/RADIO AND TV: We need to
investigate the opportunities that might 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, generate too much mail to be worth the effort,

el NOTE: Do we need Lo 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.qg.
Dorgan's new committee, Also, do we need Lo convene regular
meetings of the IG's to keep them with us? They are generally the
first place the media turns for comment.

2. IT WORKS

T BEarting in early April (week of April 33, we should begin
focusing ocur efforts on examples where these principles we'rs
applying in our ’'revolution® actually work, with the goal of at
least one event of this sort per week.

o LOCAL/STATE/FEDERAL GOVERNMENT: There are examples
Osborne and others point up, and the locations BC already has
visited. Bruce Reed has drawn up a list of suggestions that
includes: Los Angeles, CA: Charleston, 5C; New York, NY; Chicago,
IL; Atlanta, GA; St. Louls, MO; Baltimore, MD; Riverside, CA;
Hartford, CT; Boston, MA; Binghamton, NY; as well as Oregon,
Arkansas, and Arizona. We naed 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 wvisits can be
in combination with government sites and public - -hearings.

O 1-800 EXAMPLES: This is the time frame when we ought to
be pulling from the [~¥00 calls the very best ideas that can be
implemented gquickly and drawing attention te the changes we're
making in regponse, and to the people who have made the
suggestions. We wmay 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 then out during this period --
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as a way of proving what we'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. EUREKA!

—  Tt'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] HINT, HINT: What Sharp did well was manipulate
expectations. ror example, 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 néed 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 this plan 1mmediately, 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.

Lo} CONGRESS: We need to work with the DNC to exert the same
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kind of pressure they were able to leverage on the economic plan
with phone calls, etc. And, we need to think about the possibility
of hearings or ¢ther means t¢ share the credit with Congress.,

o TOWR 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 WORRERS: We need to keep these folks on board ==
particularly 1f the final report will mean job losses. We should
think about recreating some of the early activities involving
federal workers in this time frame immediately after the report is
released, We need to make surs  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 18 announced s¢ that on the day it is announced
and in the days immediately following we can pull in high-powered
and coredible endorsements -- from Congress, from labor, from
business, from credible public intevest groups aimed at cutting
waste, from academics, etc. We may want to think about some
strategy to bring some of these groups to the White House for
public events.

o OF EDITS/WEEKLY COLUMNS/RADIO FEEDS/SATELLITES, ETC:
Continuing after the pian 13 completed, with all-oui assault
starting with formal announcement of the report. We need to pay
special atfention to involve labor and business in this effort, as
endorsers of our regcommendations,

e CONTIRUING TEE FIGHT: This may be ftoo hokey, but we
should consider whether we want o start a new kind of ‘Golden
Fleece' award, similar fto 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 IGs, as well ags others, for
information, ‘

o WHAT'S THE NEXT STEP: Seems obnoxicusly premature now,
but in September, we're golng Lo be looking for it. If this effort
is about an ongeoing commitment to change the way government works,
if it is about more than a six month audit, we need to be prepared
to say what the next gtep will Dbe, beyond enactment ©of the NPR
recommendations, What will remain after the NPR is finished and
it's recommendations 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 FPlan

Here are the products that are needed: '

*Executive Order: This is nearly the first order of business. Tab A

sLetter to Agency Heads: We've got to get things moving on many fronts, If we
want every agency to move together, 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

s Legislation: There is a package prepared in. 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, as distinguished from the way it dzsburses grants or
entitlements). Tab C

sCoals: TRD

* Action plan for the President and Agency heads: TBD

*Guide book for practitioners: Practitioners need to comb the following, and for
starters, implement whatevér reinvention ideas seem to apply to their own
organizations:

Puiting People First

RKeinventing  Government

Laboratories of Democracy

Mandate for Change (especially Chapter 12)

Clinton comments at Economic Summit Tab D

Cither Clinton positions?

sPotential implementers: People who could serve as knowledgable and dedicated
reinvention champions, or who could help agency heads get gomg

Bob Stone and Gerry Kauvar, Defense 703-697-53771

Mike Serlin, Treasury 202-376-1301

Sally Marshall, OFM

Don Gray, GSA 202-501-0100

Bob Knisely, Transportation 202-366-3282

Sandy Hale, Nat'l Acdmy Public Admin, ex-Minn state govt 612-377-3878

John Hill, GAQ, referred by Ted Gaebler

John Kamensky, GAQ, 202-512-2718




Executive Grder Number One of January 20, 1993

Tab A

Reinventing the Federal Government

The first priority of the federal government is people. We will put people first by changing the way the

federal government does business, fundamentally.

We have o reinvent government by offering more empowerment and less entitlement, more opportunity
and less buresucracy, more choice and less restriction.

The people wha work in government bring 1o their work an unconmon amount of talent and dedication.
But the obsolete sysiems in which they work sap their encrgy and frustrate their creativity, Reinventing
the federal government will liberate their encrgies, unleash thelr creativity, and heighten their ability 10

serve the public.

This order provides the blueprint for reinventin g the federal government. It comprises ten principles:

g masl tovie L{w. ared 'nakmg Sitrs oitwr mstzmmm are
delivering servives snd meeting the nasion's needs, yather than
hiting more public amployees 1o do the jobs,

£y iy v ent Empower :
Sspving  Governmam must push ewnaership and contro) of its
programs iaie the community. making sure thet needs are met,

M {Z’f}mwuzm is not wasmfzzi i{ drzwx s 15 embrace
innavannn and suive for exeelience,

Qmmm Wc must move {ow a:d & gme:mzm where
poople and oyganizations are driver more by # sense of mission
and less -« {ar lass «- by rules and regitations,

{}am:mmi mist focns on the msuiu af iks zt‘faﬂs, noton the
money spent rving. Budgets must e moved from specifying
Hne-inm secounting o specifying ohinctiver and renulis,

AN

‘ }igg{xm {}mm'rmz mm mYE mmy dw:sm mzhe hmisa{

S ?‘zzhéic mmag:m mas’:( mave e towerd Fessing the

WMMMWMW by meagaring Sustomer
satisBaetion.

monva musi be mtm:d 10 punhc nse\ wﬂh Wﬁm fzsr ;mal PR LeTs
tor save money, 10 make good investments, sad 10 sarn the cost of staying

i:lm;x':raiim

gm&m mzzsz move fmm w%wg yamday % ;:mb}ans 1o preventing
x:mamw s Planning and accowsging svstems st be ovedhauled

sustrners, oommrdtics, e nongovermmental ovgmuzations, Bt
push others o its ssnployees by Damening s Kerarchies,
I

Mm Govmnmm{ f— amnpmzh 1ls mis by movmg away fmm
wtgnsmand and control, mnd toward merket mechanisms (supply, demand,
sccossibility, information, nules, and policing).

A

All Executive Depariments and Agencies are charged with carrying out this blueprint as a top priority.

THE WHITE HOUSE,
March 28, 1993

Rill Clinton
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Tab B
Draft, 9 Mar 93

Memo for Heads of Executive Departments and Agencies
Subject: The Federal Performance Review

President Clinton has announced his Federal Performance
Review, with the aim of making the Federal government work for its
Sskomers, -

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 o coordinate the Administration-wide etfort,
which will include legislative and regulatory change.

The President doesn’t want you to wait for all these changes to
happen. Heg wanis you to move now, under your existing authority, to
bring about the kinds of changes that are outlined in Chapter 12 of
Mandate for Change.

. 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 precisely that plan, but it dogs represent a 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 will distribute your lists of changes to each other, so that you all
can see what each other is up to. I expect that the President may want
to schedule a Cabinet meeting for a show and tell session.

If you want any help, or if you have any unangwered questions,

let me know.

Signed By
Senior Domestic Policy Advisor
to the Vice-President

Attachment
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P Draft, 12 Jan 1993

Reinventing the Defense Department

Here's how the Defenise Department might move quickly to implement the ideas
set out in Mandate for Change, Chapter 12, “Reinventing Government” The
italicized words are from the book. This plan could also serve as an example for
other agencies of how they can get started.

DoD) could implement the ideas more effectwe}y if the laws were t:hangeai In
fact, we have available a 1989 legislative proposal that includes many of the changes
advocated by Mandate . However, there is no reason to wait for Congress to act.
DoD has considerable flexibility now, and could move immediately.

1. To create a mission-driven federal governmeni--one that focuses om results not
rules—-the new administration should:

a. Establish a performance-based budget system that offers ﬂexzbzfzty in exchange
for results: .

- » Liberate managers from microscopic  line-item control, and allow their
agencies to keep part of any money unspent at the end of the year

About one quarter of defense expenditures are paid into the Defense
-Business Operating Fund, which puts money into the hands of managers and
commanders, and allows them to purchase goods and services from DoD

suppiiers (e.g., Pacific Fleet pays Navy aircraft depots to overhaul its
airplanes). Next year the DoD will test 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,
frash disposal, and other services it uses.

DoD is working to minimize the number of line items in the fund (.e.,
give the operator a single pot of money), and to allow operators effectively to
carry funds over the end of year.

For operations not covered by the fund, the DoD could implement a
unified budget by allowing commanders to swap money between accounts
and to swap between years.

DoD could allocate all budget authority to the Jowest level possible , along

with authority for personnel actions (hiring, promoting, training, etc)

. purchasing general use items, and renting buildings. Now budget authority is

doled out quarterly, with several headquarters levels hol dmg back a portion
in case something unexpected ha;}pens
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DoD) 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 alse 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.

s Dievelop performance measures for all federal programs

Dol 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 Dol Comptroller's office could collect
this experience and publicize it around DoD, while they continue their effort
to develop measures to comply with the federal Chief Financial Officers Act.

* Devise a budget that specifies performance targets and rewards agencies that
exceed those targets

Dol has been using this approach, called unit cost budgeting, effectively,
as roted in Mandate for Change, in the warehousing activities of the Defense
Logistics Agency. Dol is expanding unit cost budgeting.

b. Overhaul the Civil Service system

Muandate advocates a bill to 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 as noted above, and could ask the Office of
Personnel Management to delegate its hiring, classification, and certification
authorities to DoD, in accordance with Mandate's proposals.

¢. Negotiate a “Grand Bargain” with federal employee unions

This will require Presidential action. DoD on its own can minimize
anoﬁ’s, but eliminating them while the budget is falling so sharply will
require government-wide policy chazzges (e.g., transferring displaced DoD
employees to other agencies).



d. Esiablish Sunset law & commission

Dol can move now to get rid of programs and regulations that have
outlived their Usefulness. As noted above, 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;
howaver, most are within DoD's authority to eliminate.

+

2. To create an enlerprising government--one that seeks opportunities to earn ratksr
than spend

4. Non-tax revenue act to create fncentives to search for revenues

Dol already has some earning authority. For example, it can spend
money from the sale of recyclable materials, it can get communities to offer
buildings and services in order to get DoD jobs, and it can aliow private
entities to use government assets, principally land, in exchange for some
benefit to the government--usually a building or bulldings (hotels, houses,
offices, stores, banks et al) that DoD people can use at concessionary rates,
Dol has the authority to outlease 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 base. They could be
empowered to seek and exploit such opportunities. In addition, private
retailers could be invited to set up on DoD bases in exchange for payments to
the base.

b. Create an innovation fund for agencies to borrow 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 for it on the basis of what they expected to 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 aside perhaps $200 million (1/10 of one per
cent of budget} for such a fund, which could pay for buildings and equipment
that save money, and would also fund investments that would earn money
for DoD.

3. To create a catalyiic governmeni--one that focuses on steering (or policy
management) rather than rowing (or service delivery)

a. Introduce a bill that would cut spending for designated agencies, such as
Agricalture, HUD, and Commerce by 6 per cent a year, in exchange for flexibility



b, Create a national information agency

Neither of Mandate’s specific proposals are applicable to Dol); however
the discussion under “Enterprising Government" appilies here as well: DoD
widely provides services to our own people (10 million active duty, Guard,
Reserve, and retired 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 housing, hotels, movie theaters,
restaurants, and child care centers, but has avoided allowing private
department stores or groceries to operate on military bases. Much more could
be done if DoD leadership wanted to. ’ :

4. To create an aniicipatory Government - one $hat focuses on prevention

Propose “Truth in Spending” bill- mew accting stds, capitel budget, 10-yr
projections

DoD could introduce accrual accounting, capital budgeting, and 10-year
spending projections on its own, but the federal government would be better
served by one, not many such systems. It would probably be better © wait for
the whole government to 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, It's too Jate to
prevent the Los Angeles riot, but not too late fo 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 conirol.

5. To create a competitive government--one that injects competition into federal
service delivery

DoD has long been the federal Jeader in allowing private companies to
compete with government organizations to provide services on military
bases. This has been done under the OMB 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 a hornets' nest of
opposition from unions and the Congress, which has legislated the program
out of existence in DoD.

£

There is, however, a lot more that can be done to introduce competition
into DoD operations. Much of DoD’s operation can be put on a customer-

L3
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supplier basis. The Defense Business Operations Fund (see 1., above) is a
move in the right direction. It could go farther, however, to free customers.
Here are some examples of things Dol) could do now, under existmg
authority, to inject more competition intp service delivery:

S,

¢Let managers buy housekeeping and maintenance services outside if
they can get better or cheaper service, and make them the exclusive judge
of whether it is better or cheaper,

»Let managers buy travel services wherever they ¢an get the prices and
service they want. They can look after their own travel budgets.

eLet base commanders buy design and construction management
services commercially, in competition with the Army Corps of Engineers
and the Naval Facilities Engineering Command‘

*Let 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 from the DoD personnel
office that offers the best deal.

H

At the same time managers and commanders are being freed, DoD's
internal custormners must be freed if they are to have a chance to get enough
customers to survive. We need 10 do the following to free internal vendors:

«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 agencies, 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 that lose business. One way is to give the affected employees
hiring preference in the internal organizations that gain business; another is
to limit the amount of business that can be lost in any year.
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b Draft, 11Jan 93
Reinventing Government _.

Legislative Proposal

Reinventing government will require new legislation. Mandate for Change
proposed the following new legislation: !

{Insert summary from Mandate)

Other proposals will come from agency heads, as part of their 60-day report.
In addition, the Defense Department prepared a legislative proposal in 1982 to
simpiify the laws governing defense procurement, ¢ivilian 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 reinventing government, The 1989 proposal 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 OMB to put an
Administration proposal together. | E



CLINTON ON REINVENTING GOVERNMENT AND QUALITY MANAGEMENT

§xtemp c}*aneggg Intmdumgn of Rgmvemmgﬁgvemment Panel

1 want 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.

i

There has been a lot of discussion lately around the whole jargon ~- David
QOsborne wrote a book called Reinventing“ Government and another called
aboratg;;gg of Democracy, and he is part of a.group of pecple - 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 improve the performance of
government and the productivity of the economy by charzgmg the whole way
government does its business.
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Now some'of this is as simple as the pld-fashioned slogans of reducing
paperwork and eliminating waste, fraud, and abuse. and privatizing certain things
or nct or stopping certain subsidies or not. But some of it lnvalves changmg the
way government does its business. v :

You heard a little talk in Senator Gore’s panel about changing the nature of
envirenmental regzziatmns from a command and control regulatory model to one
in which we set goals, give market incentives, and then evaluate results, rather than

just trying to micromanage the process.

-
3

There is also in government today in 'various places across the country a
serious attempt to literally restructure the way government bureaucracies
themselves operate, through a sort of total guality management approach, which
our state govérnment 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 1 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 tmﬁay - whether they were Republicans or Democrats or
somewhere in between -- there is 2 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 of economy we want there will be some sort of partnership - for good
or ill - between the public and private sectors.

So today we have three panelists, who I'll ask to be fairly brief. Two of them,

H
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Doug Ross and David Osborne will talk a little about the whole notion of
Reinventing Government 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,

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 fall intc 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 [Ross] described, whether schools or other public
organizations. And second, the efforts to empower people at the grass roots level to
have community organizations. And when you see the two forces merge it's rea ly
stunning.

These two points of view are very important to whether we can succeed.

Fortune Mzagazine, November 30, 1992

When [ talk about reinventing government, I mean it, big time.

Meeting with USA Today Editorial Board, August 12, 1892
{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 really serious effort to review the operations of the
federal government from a quality management perspective.

[He then refers to & Fortune article on GE, repeating story about four people
writing reports for 24 others, each of whom thought the reports were for someone
else.)

'm convinced that's the way [quality management) how do you eliminate
middie layers of management? How do you push decisions to the lowest possible
level, to empower your frontline 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?

That'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 {o be cut.

I believe in entrepreneurial government,
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pfecaedding. | cant answer a hypothetical,” Myers said,

e big guestion ine national media wil tikely cenzer an in tha days ahean is how nformed Clinton
was of the Baird problem befare he gacided to salact her for hig Cabine!, The President, in a sialement
gatly Friday, blamed the episede an his fansition ieam’s allurs to analyze fully Baird’s disclosure thal
she hitad the ilegal immigrams.  Glinlon added: "For thal | {ake full mspongibiiy”

President Clinten is expecied to move swiftly {0 anncunce a replacement to Baird, report White
House and Senste officials, While House rpokeswoman Dee Dee Myers said Ulindon would rame
another nominee “socn.” vl not necessanly 8 woman. “Hs dossn’t wan! nB 1o fesler 00 I0NQ," seid 8
sanior Adrinisiraton eficial Acconiing 10 3 Senale Demooialc SOWDE, & new sE'ECtnn wil kel Come
sunn, and & very wel may 08 angiher woman. "Picking a man would send all the wiong signals,” saic
the sturee, who thought adabonal presswe may b8 placed on Judge Palnca Wald © change her ming
and acoept e appantmend,

Trhere is ¢ collective sigh of reliet this moming from Senate Democrate over the withdrawal of the
Boird nominstion, roport Demovratic Hill sources. According 1o 8 Senate Democratic source siose fo
the process i became cisar e Admnistiation would stand by ner as [png &5 sne stayed i, bul from
the Senate Leadership's parspeciive, 18 Mase it Much sasier by withwrawing, Askad if the signal was
sent by the Senate Democialic Leadership yesterday for Baird o pull ouf, the source responded; "No
sommant® Accorcing B the source, members of the Benate Judiciary Commillee were aware of her
oroblens of birng iegal aliens pror to it breaking in the natioral media. but "here was a varying opinion
about how impodant & was, Bul it was clear there would be a moblem..and would g e
Administralion 1o expand polifical capital'  According lo the sourcs: "Shn srobably could havs besn
appioved by the Commiltes and the Senate, hut orly wilh the expense of consiierable political capitel
Ly the President,” Another Demociatic Senale source added: "A leelry developed yesiiday inal the
1Senate} Republicans were gaing 12 pul thelr support ol Baird, Nonody up nere wared inislo fum inip
a wage of the Senate Democials and e Clinfon While House circling he wagons [o supgort a vary
unpepular candidale. This one had 1o ba yanhked belore i iook on a pariisan nature,”

Ruchio talk shows are atleas? partislly retponcible o1 the sublic uproar over the Bairg nomination,
seigves @ sourse in the Depardmenl of Juslics. According (o thas sowrce. over ihe last lew days. the radic
waves bavs been it of talk shows discussing Baird's hiring of iisgal alisns, wilh some pommenisine
telling their lisleners 1o Lall Congreas and vet their anger. Wale ihe rapid cevelcpment of oppasition
suipirised thase in the Sengle and gt he White House, 1hose B318ning 15 el radios may have seen the
prablem coming, said hs souce. According 1o a CNRGUSA TODAY pof faken yesterday, B3 percent
Hhought Balrd shoudd nol bs conliimed, while 23 percent disagraed, Accoring to an ABC/Washinglon
Past polf laken yesteday. 58 percent of ihose questioned orposed the nominalion, whils 32 percent
supgoried Clintor's seleclion, The fact that thesa polls found sucts 4 small number of undecideds
doates & public wailkinfermed of he iseue.

The Clinton Gabined ~ short an Altorney General and UN Ambassador ~ was sworn in this
moming. Duting the ceremony. Cinton praised the Senate for speeding the confvmatinns. saying:
“Today | am prowd {o present to you and io the American pacgle & Cabinet of talesled, diverse and
seasoned leaders,” Clinton said. ' am deeply gralified fo the Unitad Stalss Sergle for & quick
sanfimation... only two days affer the inauguration.” Clintan addec: "1 am mady fo gt o woik” The
Clintan Administratie’s fst Cabinet masting was held following the ceremany and recaption.

The palitical reality going Into heatth care reform is quite distinet from the political reality ity
supporiers must deal with after the tact, accuiang o Demodrats and Bepublicars who have geal
siosely with Ihe ssue. Actardng o one Demotralis source wha nas wirkes exiensivery wih hagith Came
reform legilaion, Clinlen's psople “we talking aboul giobal budgels in the form of price conlrels” as &

z
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QIOGesGIG. | €8N answe & hypothental” Myers 3a/0,

One big question ihe nabioral media wil Fkely cerver o in the days ahead is how informed Ciinton
was of the Baird problem belore ha deciced to selsct ey for Re Cabinet. The President, in a stalement
sarly Friday. blamed ihe enisods on b brarsiion team's fallue 1o analyze fully Baig's disclosure that
sha hited the Hegal immigranis. Clinlor aoded: “For thay, | lake hull responsibility,®

President Ciinton is expected to move swittly 1o announce a replgcement (o Baird, rrport White
House and Sengte officials, Wnile House spokeswoman Dee Qee Nyers sald Cnton would name
anainer nomines 'scon.” bul not nEcessarily a woman, “He gossnt want s o Jesiar ton Iong," 88l 2
senor Adminiskabon official, According 1 2 Senale Demonialic source, 2 naw seleclion wit fikely come
seon, and 1 very well may e another woman, "Picking & man would send g the wisnyg signais.” said
ihe source, who thought additicnal pressurg may he placed on Judge Falvicia Wald 10 change her mind
and accep! tha appainimant,

There is & collective sigh of refietthis moming from Senate Democrats over the withdrawal of the
Baird nominalion, 1epart Demosialic rill sources. ACCording 1o 2 Senaie Demogalic s clogs
e process: it oscams Cedr e Acminisuation would stand by f1gr 88 ong 88 she stayed i, but fom
{he Senale Leadership's perspective. she made i much 2asier” by witidrawing, Asked if e signal was
senl by the Senate Demociatic Leadership vestertay fnr Baird o pull o, the source responded: “do
semment® According to the source, members of he Senale Judiclary Commiter werg avare of her
arahiem of hiring dlsaal aliens prior to # preaking in he naliondl medie, bul “hars was @ varying opinitss
about now important 1 was, Bul § was clear thers would be @ problem.and would mouirs the
Administralion to expend poiilical capial” According © e sowse: "Ghe probably could bave been
approvad by the Comniites and tne Senate. mul only vain e sxpense of consioeradle politioal caphal
oy the President” Anothar Demoriatic Ssnate stuee addarm "A fseling deviioped yesintay thal the
{Senate] Rapublicans werz going io pull their suppod of Baitd. Hobody up hers wardsd this o hun inls
a case of the Senale Demociels and the Clinion While House cirling he wagons 1o suppod a very
urpapulas candidate. This one had i be vanked before i lcok on & partisan nakure”

Radio falk shows are atfeaet partiafly responsiie for e public uproar over the Baird nominalion,
elisves & soursein the Depadmert of Jusiice, Accaiding lo the spume, over the last few days, the radic
waves fave heen fult of tak shows discussing Baird's hiring of iegal aliens, with soms commenialon
telling ireir listeners to calt Congress ang et their anger. Wile ths 1apid cevelcpment of opposition
surprised those in the Senats and at the Whils House, those 1stening Io their radios may have seen the
aroblem coming, said the source, Accoiding to a CRNUSA TODAY noll taken veslerday, 63 percent
thought Baird should nel be contirmed, whils 23 parcent disagresd. Arcordng i an ABCWashingion
Post poll taken yastarday, 58 perment of those questioned oppesed the romination, while 32 parcent
supporiad Clintor's eelaction. The fact ihat these pofls foungt such a small mumber of undagidads
indicates a public well-infomed of the issus.

The Glinton Gabinet -~ Short an ANorney General and UN AmDassador - was swom jn ths
moming. During the caremony, Clinton praised the Senals for speeding the confirmadions, saying:
Today | am proud to present 1o you and to the Amerivan people & Cabingt of talented, dverse and
seasoned leaders,” Chaton said. “| am deeply gratified to the United Siates Senate for & guick
cortfirmation,.. only two days alter the inauguration,” Clinton added: ™ am ready fo g8l to wor” Tha
Slinlon Administration's first Cabinet mesting was held foliowing the ceremony and racaption.

The poiitical reaity going into health care reform is quite digtinet from the political reality its
supporters must deal with anter the 1act, according o Demcorats ard Repubicans who have deait
closely with thessue. According te one Demociatic source who has wirkad extensively with health care
reform Iegislation, Clinton's peopls “are talking abou! globhal budgets in the form of prce contols” as &
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means 1 limil overall heath carg spending, "and ihat is the polilically mare potant meseaga going in.
But the more ressonsdie, mors workable message s less popular, which iv @ tax cag.” Another
Democrat whe has worked on healih care legislation agresd, adding: "There is an wony 10 the appsal
ol government-enforced price ContiQis] in that what is popular going incan izad o revolt geing oul, No
ong knows Deller than [House Ways ang Means Commitiee Chairman Dan Rosterkowski] how Juickly
the: powerful momentum [lor a heailh care packags] can: deferiorate.” refening lo the Calashophic Care
hill passed, and then repealed because of senior cilizens’ complaints. “There i a supedicial appsal o
a global hutget bacauss it allesss policaars 1o el you that they will conlrnl heallh care copis without
raising your taxes.” accoing in one Democratic sowos, who warned that “the imposilion of a global
budget will resufl in & far more difficult poliical dynamic than would have been anvisioned al tha oulsst
of the debaie’”

Cne outgeing Bush official 1ot e Byllslin thal "'s eagy 1o promise everyona haahth oare during the
CRmDRIGR, DUl Aliyone v Serously aovaCaies he Federal Govemment inposing mare! decisions on
the healih cars seclor simply hasn't been paying atisnlion to worls events over the past 80 years, The
cunsacuencas of that ikind of govemment control] are poor qually, poor distribution, and waiting lings.”
A Democratic scurce describad the solfical movemant toward spending cortrols as "a case of a genuing
puble nsed eading to an honast political offmt leading to @ hopaless mess™ Tha source asked:
‘Buppous in @ cerain jurdsdiclion you have reached your fglobal budgsl} limit en kidnay transolants, arrd
ther: the itle girl at the icoal church has Kidney dissese. 1 the town dasa ug and raises the money io
suppeit e oparation, are you going {12t thera that the operation will not be nermiited? A glona! budgst
sounds fing until you ook at it and ses whatl king of & cuniaiment H raprseents.”

The White House refeased President Clintor's decision not 1o continue fxed deficit targels 1 7:30
fast night "in order 1o avaid the Thursday evening network news,” according 1o one high-placed
Congressional sourcs. * think # was vary smprt of Slephancpoules, sinta tha! is not g subjsc! they
would have warted the evening news 1o apend much ime wih.’ sad the sourgs, “inslead, lomoerow's
schony with Clindan signing Sxequlive Urders on shortion nghis will dominale Friday's ielevision news
insteac of delich problems.”  The source made NS comments pior 1o joday's withdrawa! of Clinton's
nomingtion of Zoe Baira ior Alioiney Gengral, which wil now share Friday's network news shows,

The upcoming meeting of e nation's governors with President Clinton on Fabruary 153 Couid be
an "early sign of how he will fay the ground work for his State ot the Union speech, economic
program, and new federal budgel,” according to 2 leading governor's aide, On Janzary 318,
Presideat Clinton will be hosting his frst Slats Dinnar, fradiionally with the Natien's govenios sincs their
mid-winler meeting is alwvays al this time of year. The nexi day he will heve a business maeling with the
Governors ang the major subjest s sehaduisg in be neain care,

Aceording 1o this source, “ThiS fs & sey tme when the Frasident could realiy use his mesing o ne
lay the groundwork for proposals such as an increass in the gasoline fay, Caps on 1ising eail care
expendiuiss, and lsugh hudge! decsions, | hope his stall doss thei homewark wih soms ey
Demacialc and Republcan govemnore on these mallers, Alhough Madk Seazan will be exiremely busy
as Daputy Crisd of Stall | am surs neving served a3 dirsctor of ine Democratic Covernors’ Assogiatian,
fig is gware o the polential of tis mesting,”

THE GLINTON TEAM:

¢

HHS Sanrelary Shalale’s new Chist of Staff is Kevin Therm, ., Bob Hickmontis expecied fo be lapped
to hinad congressional alfairs al FPA, Hickmort is an attornay who previously warked for Ssnalor Tim
Wirth and &l the Democratic Senalurial Campaign Committes. ... Neil Dhlllen is sxpesied o bead
sorgressicrial affairs at the Department of Transporiation. Dhilon ie a lormer administrative assisiant
1o Ran, Bob Matsui {D-CA). ... Also expected to fand af GOT ie Bernard Craighead. soudhem politival
directo” for the Clinton campaigs ané & former Demacratic Nalional Commitlee stalfer. Sources say

3
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October 13, 1992 . ‘f“‘i“ o Pl
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The ‘Honorable William $. Cohen ' Camda, B F. 08100
.8, Senator f109i 7575116
628 Hart Dullding
Washington D.C. .
‘Minority Jhairman of Oversicht Committoee
¥
Attention: Etacey lughes
Beary Senator Cohon:
Ag you will note, I am an Administrative Low Judge assigned to the
Office of Hearings and Anpaeals principally engaged in hearing
appaals by claimants for disablllity henefits,
As vour will further note, our hoearing office is located in
Camdan, NJ sabout 25 winutes [row the Cilty of Philadeiphia whore,
there is also a hearing office,
Within the last Z years, the majority ¢l the Judges througheut the
SAT country have been ordered Lo Gravel Bo varicus parts of the country
B to hear casas ostensibly to aszist fhe host office In thelr hacklog
of coasges, |
. The responsibility for the assigrnmont of these cases 1g and has
been that of Jose Anglada, the Chief Administrative Law Judge,
situatad In Arviington, Virginia.
The prosant economic orisis now confronting this oountry on all

fromts inclwling the Social Seowr ity Prust Fund compel me bo write
thia letter and to suggest that a Congressional Tnvestigation cf

T AR

the travel policles of thoe OHA would bo vaery nuch in order,

The suggestion is wade due vo the gnormous waste and senscloss

TE K
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gandaation ewanating from the af flce Lhe Chiel Administrative

Judge Lo wity

1. Judhgas alb the tune of $a2000 poar Leip avs bolne

flown into  Philadalphia  frowm  such  placaa  as

MRS E Pt 3
Catifornia, the State of Washingbon, ote. e hear
casan In thatt office which Lo andorstafead amd han

a hacklog of oasos,

L AL Ehe same bime, the Judagan Coom bhe Camdan affion
apoul 25 minutes from the Phliadelphin offico ave
boing opdered o such ulaces an Keonbuoky,

Fennessee, and Norith Caroling,

d. T In nobl unoomwon Dhnt apoan yviolting Bho hoot

affice Ln the othoer state such as happenad Lo me on

=

my Last trip o Moclh Caraling, Pwo of Ghe JFodeos

From that offics wera Deing soenl boe Toannessoeo

maliing one wander why 1 wan aont Bhoroe Do bagan

W b,

the above descevibod watbtars arve nob snd bave nob boeon loolabed
sitvations bub ropresont a staady amd connlsbont wholanala axareiase
in the wvastoe of Laupayors aonoy. Lonam oartaln thnb the travel
Tyouchars  dnvolvod in thoge mabters wauld onssiy run inte the
homdvads af fhovannds of  dollisnes el owmaybe 10 Bhe wlllions
repranent ing an bnsu it boo eommon soensa el o deplochble dvain en

the Zocgial Securiby Poaal Pund,

oo nckd Lo tho abhove  dobanels, fhopne oo hean o poroiotont
irrvespenaible pattern of overutatviog affioens with Judyns Lo many
tecabtions and nopurposalul undevalafCing o obhor locabions. This
Loopartiouiavly brue af bhe Senbblo, Sashivbon o fine, e i
csurpinad that In wnany cases, sanowenmenbs ara mads nob on acod but

O WO Yo ko,
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In many cases where thars is ovevstarifing, Judges are forced to
travel because of the lack of a workload.

The aforesaid matter has been the sublesct of discussion with the
Administrative Law Judnes Association and T am authorized to state
that they are suéportive of a Congraossional Investigation ints this
matter which if not corrected will have a tragic impash on the

Social Security Trust Fund,

- Administrat/fve Law Judge

co:  The Honorable Banator Carl Levin

Phe Administrative Law Judge Asscciablon
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%g%i #5 sugpested that in order to measurc the monumental scope of this

2 {New York Region) for

-

waste, that you procure the records for Region

che past 2 years, The money spent on travel to understaffed offices

will be staggering.
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To: George S.
¥Yrom: David X,
Re: Attached articles

I was moving a storage box from my basement {which floods
frequently} to a safer place and came across a nunber of these
articles about two ~~rélated -- subjects that seem to be
priorities of this Administration: 1) "reinventing government® to
eliminate needless layers of bureaucracy, and 2) Ytearing down
the Berliin Wall between labor and managenment.®

Unfortunately, we may not want to c¢ite the Bureau of Motor
Equipment as an example of reinventing government. The deputy
commisslioner whom I mention in =zeveral articles has since lefi
and become controversial for personal reasons unrelated to the
gxperinent in worker self-management,
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Labor’s New Organizing:

Not Wages But Power

By David Kosoet
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kitchan 1 Dwirait. 10 & guese univer
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# vice ential mate, te
conventionsl wisdom brands John Glenn as a
safe but unirspiring choice.

In fact, from GClenn's leaden keynote
speech st the 1976 Democratic National Con-
vestion to ks lackluster bid lor the presiden.
tial somination in 1684, the pelitical commu.
gity has viewed the
astroniut-turned-sena-

David ;gr B A mm
Kusnet S0 msshaten

theless, fails is make
———— an emdtional ooRIeC
iion with the voters. ’

. During his presidential campaign four
years ago, Glean was consistently unable to
inspire pecple as be had in 1982 when this
desorated bero of two wars became the

first Americas o orbil the Barth, For ihose

old enongh to recall the Sopaful days of the
Kenpedy administration, Glenn ivoms in
memory as che of the laxt Ameriesn hovoes,
the decorated war hero and devoted farnily
man who brought the values of small-town
America to the new {rontier of space travel,

Yet, In the 1584 campaign as in the 1878
convention, Glenn was painfully incapable
of communicating any message excepl his
owts decency, celebrity and heroism. While
his sirategists expected Glenn’s popularity
would receive a boost from the appearance
of the film version of the best seller “The
Right Stufl,” which told the story of the
space program of the 19608, the maovie re-
celved mized reviews and disappointing
box oifice receipts. Ironically, “The Righ
Stuff” may have deen the wrong stuff for
Glenn’s campaign since it froze his public
irnage as the appie ple here of 1982, leading
many voters Lo conclude he had done littie
te distinguish himself in the two ensuing
decades, ’

However, despils Glenn's fallures to
move national sudiences giove his moment
in the media spotlight 22 vears ago, he is
uniquely qualified (o present twe compels
ling messages to loday's slectorate, Incind

- ing voters who remember him from their

Mstory hooks if they know Xim at il .

The first message harmonizes with the
central theme of Dukakiy campaign. Like
the Massachuselts governor ~ but in & far
more memorable fashion - Glems huy got-
ten a glimpse of 3 successful American fy.
ture. Dukakis is about o win the Detnoerats
ic presidential nomination on ihe s‘stxmgta

RS LR
MR R A L

Glenn’s not

LS

4 e

w} :‘ -‘ i
of his clalm to have succensiully masaged
his state’s transition from the smokestack
ecopony of the past to the high-tech svone-
myg of the future. In addition, Dukakis often
recalls the memory of the presidest from
Massachusetts who summoned a alumber-
ing nation to the chatlenges of the New
Frontier. .

" Glenn, of course, can oifer even more
vivid testimony o Amerca’s ability to
meet the chailenges of new technologies

~John Glenn’'s
struggle to defend
the dignity of his
craft should reso-
nate with millions of
working people

-

sad international competition, As the hero
of President Kennedy's space program,
Glenn s stil remembdered for reassyring an
Amerien stunnad by Soviet trivmphs that
Ehe {Iniled Btates had nol been counted out
of the space race. Glenn wad so resssuring
because be so resojutaly embodied ofd-fash-
ioned virtues, offering Americans the added
sense of security that we need oot sacrifice
our gationsh sov! while mastering new tech-
nologies. .

. That sense of reassurance - that not on-
ly America but Americans can survive the

high«tech future - ia the essence of Gleng's:

second potential message, one that harmo-
nizes with Jesse Jackson's populism as well
as Michael Dukakia' techoocracy. Missing
frem the Him version of “The Right Stutf®
as well as Glenn's public persona is the fact
that he and kis fellow zstronauts were the
vanguard of the effort by American work-
ors 1o win some contral over their crafts at
& lime when new lechnologles are,dehu-
manizing and deskilling their jobs.

As author Tom Woife makes clear in the
bock or which the movie was hazed, Glenn

and his fellow asironaats were proud prao- .

titloners of 3 dangerous and demanding
trade: the military test pilot. While they ea-
gerly volanieered for the new challenge of
space travel, they were dismayed that the
original fab description for zige first generg.

lull as you think

. f‘:"l )
A
Lok ey
ol
tion of asironauts consisted of Httle mitE >
than sitiing in a0 enclosed capsule at thetiy
of the rockel. Thess highly skilled w e

men, veterams of bundreds of death.defying
missions, saw ihelr jobs downgraded g7
teat pilot to test sublect - or, 33 one e 10
erent pilot pat it, e more than “Spam in -
acan”

Banding tfogether as a “sguadron’
against the management of the Mercury
project, the seven origingl astronauts. i
cluding Glean, who frequently functioned a3
the group's spokesman, forced several
changes in the design of the space capsule
with the goal of regaining the controf that
would make them onee again pilots, not
passengers. A window was installed; the es
cape hatch was redesigned to allow the pi
lot to open it from ingide; and a manual con.
ol systemn was added that condd override
the crafi's auatomated systems. These
changes were symbolized by a change in,
terminology a3 what had been calledoom
space capsule” became known as a “spaB
craft,” C

The story of Glenn’s struggle to deflepdo
the dignity of his craft should resonate -«
millione of working people who face ‘t,{i&d,;
prospect of aving jobs with high wagasi o
high skill levels and high levels of putonomy -

* replaced by jobs that are relatively routi -

ized low-skilled, low-payiog aod oversuper- .«
?m c(: s:iﬂ.‘ﬁ
From longshoremen displaced by canc..
tuinerization, 10 ioclmakers replaced By
compaier-aided design processes, to skiffed
secrelaries sugplanted by office compniens,
tountiess Americans cau aympathize with
the astronaats’ battie to win a voice in err
futures. Let Glens tell that story even coce—
and be might become 8 working class dero- L
of the 1980s, just as he was a national heggy '
of the 1980s. g
The lesson of Glean's life story is not oae..»
ly that America ¢an master new techookn, ,
glems but also that Americans can build a fo- . -
ture for ourselves that includes the besi - -

* valuea from our past, from the strengit{ of ™

pur families to our pride in our crafiy And,.,
that message of old values and pew chal: -
lenges bs “the right stuff” for the Democra

this year. o

o
Dovid Kusnet was o speech writer }%_m.;
Waiter Mondule and for Jerry Wurf, the
late president of the American Frdetla.q

fady

' ton of State, County and Municipal Emg .
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- NEW WAYS

OF WORKT:

Troubled industries experiment with workers' self-management

By Davin KusNer ’

MIL ZULLO is awelder for the New York City Sanita-

tion Department. After decades repriring garbage
tracks, now hie has the apportunity to help design and
buitd acw eyuipment from scrarch, His work used to be
routing, but pow he finds it so interesting that, even
though he's reaching retirement age, he wants 1o stay on
the ich.

Tom Zidek was laid off from a stee! mill in Cleveland
where he “never found out 2bout decisions until the day
[ lost my job." Now, he works at an experimental steel
plant where workers plang what they will do before each
shift begins and can lcarn every skl in the plant.

Williag: Baldwin has years of seniotity at an auto and
truck transraission plant in southwestern Ohio. After
years of working in an environment whoere the fore-
man’s word was [z, hos now part of g selbmanaging
work tedrn, "W know our iobs, wie know what has to be
done, and we do it,” he says. "It a good fecting,”

Zulln, Zidek, and 8aldwin are part of a now wave of
experimentition sweeping dozens, perhaps hundreds,
of Americin workplaces, from basic indastries like auto

arud steri 10 service sector companics like the telecom-

munications giant AT&T

Growing numbers of workers, managers, govertiment

officials, and academicians are taking a oritical look at
the wraditional patterns in American workplices: over.
supervised workers performing fragmented jobs with
lirele, if any, voice in decision aaking, managers preocs
cupicd with maintaining total control over workers and
work processes; and the entire enterprise locked into
hostile Inbor-management relations and outmoded
ways of working. Just as the movement for education
reform hias led O experiments in school-based manage.
ment, where teachers gain greater professional auton-

David Kusnel is a jfree-lance writer speciallying in
labor and political fssues. The qutbor wondd tike 1o
thank the Work in America Institute for its assistance
in researching this artivle
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A welder ot New York City's Sanitation Depdrtmend
works o g part for "Our Baby e reflise wagon that
ke and other workers designed from scratch

and that is now the model that pripgie vendars

are required o duplicale

K5 FOAN POERS Fona

omy, efores 1o increase productivity and improve
quality in other workplaces—rom factories to offices to
government agencies—have also spurced exXperiment.
Hon in labor-management cooperation and a stronger
waorker voice in decision muaking.

Most of the experimeatation has beca prompted not
by 2 sudden corporate concern with mproving the
quality of worklife but rather by the new realities of
foreign competition and high technology. As Ray Mar
shall, Secretary of Labor from 1977 through 1981 and
fr ik profussor of economics and public affairs a the
University of Foxas, has warned: “American business is
lsing its competitive position in the woekd eotromy at
jeast in part because inpdequate worker involvement
has resulted in misguided and uncoordinated manage-
ment and cconomic policies, which have placed our
producers ar 4 serious competitive disadvantage.”

Now o the run to close this competitive gap and
aware that dre new technologics require workers (0
exercise 2 high degree of discretion on the joby, some
American corporations are taking fessons from munage -
ment technigues that seem to have succeeded in Japan
and Western Europe: “pushing decision making down”
within the organization from top executives to the
workers themsclves; clininating unnecessary layers of
middie management; and giving workers a sense thar
they have 2 voice in policies and a stake in the success of
the cnierprise.

The American translation of these principies usually
fails under one of three headings:

1} Cooperation at the Topy Few, if any, Americuan
corpurations have adopted the Western Eurepean
muode! of “codetermination,” where workers and their
uniogs have a decisive voice indecision making on sech
fundarmental issucs a8 investment strategy. However, par-
ticularly in the antomobile industry, American unions
have begun 1o win 2 voice in corporate decision making
thi would have been unthinkabie ¢ven a decade uger
following the much-publicized sefection of United

AstEriran FeDERaTION oof TRACHERS 19
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Auto Workers (UAW} President Douglas Fraser to the
board of directors of the financially troubled Chrysler

Corporation in 1980, the UAW has played an increasing

-
L

part in decision making by the big three auto companies -

on such issucs as designing new models and the work
processes that will uce therm.

2} Employee Fnvolvement: While what Professor
Charles €. Heckscher of Harvard Business School calls
“cooperation at the top” offers unions a voice in major
corporaie decision making, programs that have been
varivusly called “Employee Involvement” (El) or
“Quality of Workiife” (QW1.) offer rank-and-file workers
a voice in how they do their jobs. I the big three auto
companics, major steel compinies other than USX {for-
merly U.S. Steei ) at the tekecommunications gian1 AT& T,
andd in other companics, relatively small groups of work-
ers and supervisors-usually from ten o twenty peo-

pie—hold regutar aectings to thyash out problems |

ranging fromm poor working conditions to improve-
ments in guality and efficiency In unionized work-
places, these programs are intended o supplement—
not substitute for-—collective bargaining and the griey-
ance procedure, with ET and QWY steering clear of such
issues as wages and honefits o viohtions of the unjon
contracts. An estimated 2 million Arerican workers
participate in BL QW1 and similar programs.

3} Autonomous Work Groups: Perhaps the most
visionary of these innovations is the “autonomous work
groun” consisting of employees who paturally work
together—{for instance, the workers in one department
in an auto factory—and who are given the authority 1o
manage themselves through consensuad decision mak.
ing, rather than taking orders from & foreman, The Work
th America Institute, 2 respected, aonprofit rescarch
center on job-relsted issues, uses the somewhat cum.
bersome phrase "socio-technical systems” 1o describe
experimaents in antonomous work groups that combine
the social needs of employees with the technical needs
of the organization. The institute estimates that some
200 companies throughout the country are experi
menting with “socio-technical systems.”

1 course, many businesses have not juined in these
experinents. As the Work in America Institute’s Michael
Roscaw observes: “Certainly, at Jeast for Americans,
change of any kind is 3 major threwt, We are at a stage of
the most accelerated change In huauan history—sociai
and technologicab—yct we're 3l pretty much resistiagt
to change.™

Rosow notes that sharing declsion making with work-
ers, particularly experiments with aulonomous work
groups, not only goes against the refuctance of piost
managers to share power but alsa defies a century of
American management thinking “Virtually all of the
American industrial system dates back to the late nine-
teenth century when management thinking was domi-
nated by Frederick Taylor, who advocaied breaking up
every Job down to its smallest component activities and
imposing total manggement comtrol,” Rosow explains,
“Even now, there is a trend ia many industries, from
computerized offices 1o seme sectors of manufacturing,
to de-skill jobs and supervise workers in an even more
heavy-handed way”

Rosow also notes that there are very real difficulties
associated with power sharing in the workplace, These
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Workers and mangagers at this new
elecirogalvanizing steel milf in
{leveland were determined mal to
cCopy Japarngse methods but o fearn
Jrom them and devise a sysiem
taifoved io their gien needs.

cxperiments, he explains, can “take 4 long thme 1o prove
they're successful” and “there are ceal inancial costs—
training workers and managers, paying for additional
employees to rin the place while some of the regular
craployees ure away at training sessions.” Morcover, 48
another expert on workplage issues, retred Professor
Robert Guest of the Darimouth School of Business
Adrmairdsteation, explains, seif management succeeds
only when workers have bad the oppartunity o learn
about any new technologies that are being introduced
in their workplace.

ESPITE THESE difficulties, experiments in all three
forms of power sharing-.cooperation at the tog,
emplayce involvement, and sutonomouy work
groups--have been attempred during the past decade,
And they have produced a number of SUccoss stories 223
time when good news has been 2 rarity in American
industry.
The most extensive programs have been in the g
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In a dramatic break with tbe past,
workers at Ford's Sbaronuflle, Qhilo,
plant bave the right to siap the
ussombly tine af any Hme f they
spot defective paris.

industry where General Motors began a Quality of Work
Life (later called Employee Involvernent) program in
1973, foliowed by Ford in 1979, and Chryster one year
later. Under these offorts, which are administered
jointly by the big three ao companics amxd the UAW,
graups of workers and managers gieet regularty o solve
on-the-job problems,

AtFord, corporate management I estimated that BS
percent of the companys turnaround during the 1980s
was due to improvements resulting from Employee
Involvement prograns. At Chrysler, the jolot labot-man-
agement teams have ricked up a number of cost savings,
such as eliminating over $#1 milion in wasted scrap
metal at one plant. And General Motors has launched a
aational tefevision advertising campalgn boasting of
quality improvements achieved jointly with the UAW,

The anto industry has made histary with the involve-
meat of UAW members in corporate decision making on
product dovelopment and even the design of new facto-
ries and work processes. Fords most successful new
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model during the 1980s—the Taurus—was designed in
a wam process involving assembiy-line workers as weil
as englneers, Among the workers' suggestlons was the
chservation that, in building other models, (hey had
trouble installing car doors because the body panels
camne in too many different picces—up 1o eighttoaside.
Thus, the Turus door was redesigned with only two
pieces. Following this success, Ford's quality chief John
A, Manoogian, reflected on the rezson: “In the past, we
hired people for thelr arms and their legs. But we
WETER't smart encugh 1o make usc of their brains.”.

No experiment in joint labor-management decision
making has heen more ambitious than General Motors
“Saturn Projct”; the companys effort 1o enter, for the
first time, the lower end of the anto macket, producing 2
small ¢ar intended 10 compere with Japsnese and
Korean models. Understanding that quality will make
the difference between suceess or failure, GM worked
closely with the UAW in assembling a team of nineny-
nine peopic, including managers, engineers, union
officials, and asserbly-line workers, o design the new
plant from scratch and devise a2 new way of building
cars. After two years of planning, the company and the
union ageecd on & systens where teams of six to fificon -
workers will manage themselves and deaide among
themselves sach issues as job assignments, schedules,
inspection, maintenance, shseateeism, and heslth and
safety. I # 1985 agreement, GM and the UAW agreed
that workers will be salaried, raiher than paid by the
hout, and four-Afths will have “lifetime” job security

In addition 10 these innovations on the factory fivog,
the UAW has won an unprecedented role in planning
the catire Saturn project. The union has 2 voice in
decisions previously reserved for management, from
the all-imporant question of where the parts will be
manufactured to such questions as the evenmal price of
the product and even sclecting the advertising agency
that will promote Saturt and the dealerships that will
seil it Allin all, UAW President Orween Bicber says Saturn
reflects “a degree of codetormination never before
achicved in 1S, colicctive bargaining.”

Largely because of GMS financial problems, the open-
ing of the Saturn plant in Spring Hill, Teanessee, has
been delayed by two yoars, and the size of the workforce

has been reduced by half When the Saturn plamst finaily

opens early in 1990, its performance will be waiched
closcly.

HE TREND toward decentralized, participatory

management is a2 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 are part of what be calls “particlpation with-
put unions.” By creating “Employee Involvement” pro-
grams where small groups of workers and supervisoss
meet regularly 1o solve job-related problems, 2 growing
nmber of companies partially satisfy the desire for 2
voice on the job--one of the basic motives that prompis
workers t© organize unions--but keep control over
major decisions firmly in management’s hands. Indeed,
Heckscher notes, some consultants who speciaiize in
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helping corporations defeat unlon organlzing drives
recommend “Employee Involvement™ programs as an
alternative to vdonlim—a actic that has heco used
successfully by General Foods, 18M, and several General
Elecuric plants.

Such companies, however, may find that they win the
Battie hut lose the war A number of indusidial relations
exports argae that companies hat want @ improve
quality throngh worker involvement-but are fighting
o keep unicas out—don’t understand the basic dynam-
ics of the process. As Michael Rosow of the Wik In
America Institute explains, "Emplovee involvement
depends on the workers speaking their minds about
how they can do their jobs betier And it usually takes a
wiHon contract 1o give a warker the seourity 10 know
that, if he speaks his mind, he won't suffer for it. I've seen
companics where they try these experiments, and the
hlue-coltar workers whis have a union miake useful cons
sributions, but the white-collar workers who aren't
unionized just keep their mouths shut or say what they
think thoey're expeciced 10 savt .

While Charles Heckschers cautionary note aboud
bogus Emplovec Involvement sChomes is certaindy well
taken, it s also clear that there are 2 growing number of
programs that are both substantial in thetr Content and
genuine in sheir motive, This past June and July, I visited
three such places—a government agency in New York
City, a2 high-iech steel mill in Cleveland, and a car and
truck transmission factory in Sharonville, Ohio. | inter
vicwed workers, management officials, and union repre-
sentatives, asking how new forms of Employee
Involvement have made 2 difference in their lives and
the workplace’s productivity, I didn't sce miniature uto-
pias, but 1 did sce promising efforts to eliminate point-
less management practices, improve working condi-
tions, and let workers offet—wand 2t oneideas on bow
they can do their jobs better.

TURNING AROUND A GOVERNMENT
AGENCY

Mew York City's Sanitation Department bas the largest
norunilitary Beet of vehicles in the world: more than six
thousand garbage trucks, mechanical sweepers, salt
spreaders, and other equipment that colfect amd dispose
of more than three hundred thousand wons of solid
waste cach month, as well a3 removing snow from the
roadways in the winter and cleaning the beaches in the
summer. The department’s Burean of Motor Equipmem
{(BME) is responsible for keeping these vehicles in
working order—a task that, for years, scemed virtoally
impaossible. With an annual budget of more than £50
miltion, a staff of 1,250 workers mostly in skilled trades,
and sixty worksites throughout the city, including a
hoge central repair shop in Qucens, BME for years
seemed a3 unmanageable as it {s karge and far flung.

Just ten years ago, on any given day, almost half the
departments vehicles didn't work, and, swhen a truck
went out for the day, there was a one-in-three chance it
would break down, Troubles fed an each other, and, be.
cause of chronic breakdowns in the flzet, the depart-
ment was forced to spend over $9 million 4 vear on
pvertime costs for collecting garbage 3t nighs and for
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¥his robor refrmainds santiation
trcks--~ tedious, repetitive lask
thut workers were happy to
automate In fact workers al the
Sanftation Department's central
reprair shop designed and built this
robot themselves

This transmission dynomuometer
room—cirid ether gualily control
measures—helped the Bureau of
Motor Equipraent reduce its out-of.
service rales on equipment from 50

: pescent (o 15 percent

working ‘round the clock 1o try G repair the trucks,
Within BME, labor refations were tense, and moraie was
low. “There were deplorable working conditions.”
recalls foha Venios, president of local 246 of the Service
Employces international Union {SEIJ), which repre-
sents mechanics throughout city government, includ-
ing the Sanitation Department, "Some garages bad no
toilets, seme had no heat in the winter, and there was
the pervasive feeling that 00 one gave a damn about the
workers.”

In 1978, Ronald Contino wias hired as Deputy Sanita.
tion Commissioner with responsibility for BME. Con-
tino understood thae the only way 10 run such 2 diverse
and far-flung operation is through the active involve.
ment of the workers themselves, As he observes, "Ume
has only to envision 2 thousand trades people at over
sixty locations, working on 5,600 vehicies from dozens
of manufacturers and drswing from 2 parts inveatory of
over once huadeed thousand individoal lnc items, o
realize that a single or oven many management brains
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cannot expect o solve the multitude of probiems that
occur o6 a daily basis.”

1o endist participation, Contino created something
aew in gity govemment——3a "Labor Team”™ with repre-
seatatives of cach of the major trades in the depactment,
He went 1o the presidents of each union in BME, includ-
ing locals of SEfU, the Operating Engincers, and the
Feamsters, and asked them to select represenfatives
who would canvass their co-workets on ideas for
improving working conditions and work processes, He
encouridged therm §0 seck out aggressive shop stewards
wha weren't afraid to speak out. “1 sald give me the guy
1 the union hall who's atways yelling how lousy things
are,” Contina recalls, In order to ensure that the process
would involve the unions, not undermine them, Con-
tino specified that Labor Team members must report to
their local presidents and attend union meetings.

As almost invariably happens with ventures in
Employee Involvement, workers first demanded im-
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orovements in thelr gwn working conghitions. As Joha
Giuliane, a mechanic and member of SEIU local 246,
remembers: “We wanted betrer lighting, better working
conditions, clean bathrooms—just 2 minimally decent
environment. We had 10 see evidence the now system
could defivee And it did.”

Duiring the first months of the Labor Team, the bureau
acted on workers' complaints, For instance, welder Emil
Zullo in the ceniral eopair shap got 2 new smoke-cating
device to divert the fumes, Soundproofing was instalied
i work areas that had been unbearably noisy. Major
worksites were equipped with heasting for the winter
and air conditioning for the summer, Eventuaily, work-
ers began to feel that, as Giuliano puts it, “this was for
real, and changes weee being made ™

As conditions improved and trust was established, the
weekiy meetings between the Laboe Tedn and top man.
agement started producing new ideas for improving the
hureaus operations, most of which were implenented
successfaily:

® Workers were freed of the requirement of Rlling
out time sheets showing how they spent their time cach
day, Instead, cach repair shop was given work goals to
meet, As Giuliane recalls: “When we got rid of ali that
papereork, everyone feit good. Our job I8 to eepair
trucks, oot ik out forms, andd, once we could just do sur
jobss, it changed the mindset completcly”

*® The locai repair shops were stocked with the nec
essary paris 5o they woirldn't have 1w order them from
ceateal repalr and wait several days for them 1o wrrive,
Air wols and other necessary equipment were also
nade available (o the borough shops.

# Mechanics were given the authority 10 order new
1o0ls their jobs required. As Joseph Bernardo, a
mechanie and shop steward, explains, “We would sug.
gest the cqueipment we needed, based on our experi-
ence and the equipment shows and magazines. We
know our jobs, and we know what we need W get our
jobs done.”

® At the central repair shop, workers designed 2
robot 10 perform what had been the repetitive and
unpieasant ask of repainting trucks. Assured that theis
jobs would be secure and they would be reassigned wo
meore skifled tasks, workers made clear that a propesiy
designed robot would probably do a better job painting
than 2 human being vuinerable (o boredom and fatigue.

While these changes were enlisting the participation
of rank-and-file workers, middle managers were fre-
gquently less than enmthusiastic about the new system.
*Micddle ranagers can be afraid of exposing the opeca
i, saitd Lioyd Hacket:, who served for severad years as
a representative of SEIL focal 246 on the Labor Commit-
e and is now a manager himsell “They're afraid thev'll
ook bad.” And, in face, there has been significant turn-
wver wnong middle managers,

After several vears of worker involvement in decision
making, BME showed improvements in c¢fficiency and
productivity, with out-ofservice rates on equipment
dropping from 50 percent 10 15 percent and cost sav
ings of $16.% million in one two-year period alone. As
operations became more efficient, there were two
important bonuses for the employees: an £od 1o the risk
that their jobs would be lost through contracting out
ard an end 10 the constant demands for night-shift work
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1o handle emergencies, :

Having restored efficiency to BMES basic fuactions of
repairing and malntaining vehicles, the bureau’ man-
agers and workers kept looking for new ways 0 tno-
vale, cven creating 4 special “rescarch and develop.
ment” team of employees seeking out ideas for iImproy-
ing equipment ard operations,

With years of experience fixing up Sanitation Depart-
ment vehicies, workers knesy there were defects i the
standard specifications for much of the departments
equipment-~the “spees” from which vendors built the
trucks and other vebicies. As mechanic Joseph Bernardo
remembers: “There used 10 be no input from mechanics
who actually knew what kinds of things would go wrong
with the trucks. The vehicles were made 10 specs writ-
ten up years agg, and we used to be at the mercy of the
manufactusers-whatever was coming off the line, the
¢city bought.”

BME began involving mechanics and other blue-col-
lar workers in the vehicle design process, which pre.
visusly had buen the sole province of the departments
engineering staff Inaddition, BME employces were sent
10 meet with representatives from the vendors (o ex-
plain the new specifications for department vehicles,

Even after making this oxtra effort {0 demand quality
feom vendors, BME cmplovees remained dissatisfied.
Workers came up with a new idea; baoilding theic own
refuse wagon as 2 model for how 1o build one properiy.
in just thirty-fve days—a time comparable to what it
takes private vendors—mechanics and other skilled
craft workers at the central sepair shop built & refuse
wagon of their own, and, when they were fnished, they
proudiy painted it with the words “Cue Baby.” This
vehicle is aow the model that private vendors are
required to duplicate.

For welder Emil Zullo, who fearned his trade at an
aircraft plarg during World War H, experimenis like
"(ur Baby"” are the maost exciting work hes done in
decades—more interesting by far than doing routine
repairs. Thats why, he tolis 2 visitor, he staying on the
job even though he’® reaching retirement age.

Rday, ten yeurs after it was 3 problem agency, BME is
z model for the entire city government. In fact, instead
of contracting cut its own repair work, it is now “cone
tracting in,” repairing vehicles for other city depart-
ments aad even soliciting repair contragis from the state
government,

During my visit to 8ME, I was left with only one
nagging question: Since the Labor Team system is
strictly advisory, aad worker {avolvement in decision
making is not guarantced by writien agreements be-
tween unions and manzgement, what will happen when
Ronald Contino eventually moves on?

“What would happen f Ron left?” sadd one key particic
pant in the changes at BME. "1 don't kaow: | really don’t
know.” )

SUCCESS AT AN EXPERIMENTAL
STEEL MILL

While America’ basic industries have tken a beating
during the past decade, nong has suffered more than
basic steel, where employment bas dropped from an
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average of 560,000 jobs in 1978 (0 an average of
269,000 in 1987, A growing number of leaders from
business and labor agree thay, if the steel industry has 3
future, it will have to be found in high-quality products
and high4echsology processes. In an experimental
steel mill in Cleveland, new techoclogies have been
linked to new ways of organizing work processes,

Four vears ago, the LTV conglomerate—which in-
lades the old Republic Steel, Jones and Laughlin Steed,
and Youngstown Sheet and Tube companies—entered
the cace 16 meet the new demand by the nation’s asto
companies for corrosion-resistant steel preduced by
“electrogalvanizing,” 2 process in which steet shiects are
clectrically plated with zing, providing a staoother sur-
face for paint than traditional steel products,

Understanding that it would need to make high-
quality products quickly and & low ¢ost, LTV chose to
cater two unusual partnerships. The now electrogatvan-
izing plant would be a joint venture with Sumitomo
Metal Industries, a Japaaese company that firse
developed the technobogy. And, inan even more revelu-
tionary development for American stegimakers, the
plant would be designed and manzged in partnership
with s workeres. As Doaald Vernon, vice president and
general manager of the L8 (for EiVSumitomo Electro
Galvanizing Company, has explained, the plan was "o
establish a company that would have a competitive edge
through Rl uitization of s workers,” drawing upon
their skills and experignce, as well as their physical
labor

When LIV approached the United Steelworkers of
America (USWA) with the ides, it found 2 receptive
audticnce, recalls Sam Camens, who was then assistant to

the president of the national union, A veteran vaionist,

Caniens betieves the steel industry has suffered from its
traditional “autocratic” organization: "No plant can be
competitive if itS organized on the old, traditional basis
because managerment aione does not have the knowl.
eddge that comes from the workers' experience.”

Together, £¥Y and the USWA reached sn innovative
agreement. LS Electrogalvanizing (LSE ) would hice its
work force from kaid-off union members from the
Clevelind arca. The piznt would have iz own union
contract, separate from the national contracts covering
the major steel companies. Workers would be guarsa.
teed job security and wages and benefits comparabie 1o
those provided by the national contracts. And the work-
ers would be fired and placed an the payrol] before the
new plant and its work processes werg designed, so they
could be involved in the planning process from the
beginning. As the USWAS Camens recalls, this was o be
“a greenficld plant—new equipment, new technelogy,
and a new way of doing things.”

An initial work force of forty-five was hired in 1984,
The workers and managers then journcyed 1o lapan,
where they studied Sunsitomo’s electrogalvanizing line.
Top union and management officials at L3E-USWA local
9126 president Tom Zidek and LSE human resources
director Ken Pohl—agree that the Americans had mixed
reactions to what they saw in Japan. They admired the
“team concept” af Sumitome but were doubtful about
the extreme “company riindedness” of the workers, and

(Coniinuest on page 42}
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(Continuet from page 24}

even thelr union. They went home determined not (o
copy Japanese methods but to feam from them and
devise a systeen tallored to their own needs,

When they came back to Cleveland, ISEY workers and
managers held a series of meetings with an ouside
consultant, Paui Huber The purpose of the moectings, as
158% Poh) roealis, was no less than 1o “actually design

the company, cavisioning what we wanied it te beonce

it went into operation” The product of these discus
sions was something very different from the traditional
stec] mill, where cach worker labors at 4 highly spe-

cigfized lob while foremen shout orders. lnstead, ISE

was organized along these ianovative lines:

o Instoad of the more than forty job classifications in
most steel mills, these are three job classificaions: gty
level, intermedinte, and advanced. Workers rotate jobs
and are given g opportunity to learn every skill. The
highest pay eate is for those who bave learned every skill.

® At the beginning of cach “turn” {steel industry
lingo for "shift™}, workers meet to learn what happened
on the last tura and plan what they will do on their turn,
instead of foremen, there is 3 “process coordinaior™ for
each turn, bat his role is 1o help the work group reach
conscasus, not W bark orders, VIn the gkd system, you
never disputed the foreman,” says Zidek. “Here, if you
think theres a better way to do i, the PC, [process
coordinator] will Hsten”

¢ Through joint lzbor-management committoes,
workees have an cqual voice on such issugs as work and
vacation schedules, safety, training, and hiring. Workers
and manageraent jointly select sew hires, with laid.off
union amembers getting the frst shot, and applicants
taking tests with the Ohie Bureau of Employment Ser-
vices. “The plant manager meets the new people for the
first time after they're hired,” says Pohl

With the planning process under way, LTV and
Sumitomo invested $133 million in gutting and
remodeling the old Repubtic Siee] Cleveland Works and
. building an 885 foordong cicctrogalvanizing line. Whea
the mill started up in April 1986, workers initially took
fobs resembling those they had held at their old com-
pantes, understanding that they wonld eventually be
trained in other skills as well, Within moniths, 2 sysiem
began where, every other week, workers would work at
sew jobs requiring wew skills, ander the guidance of
fellow workers—a change that was welcomed by most,
“Under the old system, F'd sy on the same {ob util
somcone above me died or retired,” Zidek said, "Here §
do everyihing—theres varicty. I'm not stuck doing the
same thing every day. And there are some jobs you
woukin't want to do for the next thirty years of your
Hfe "

To hear PFobl and Zidek tell it, the new system at LSE
encourages 3 greater concern for guality since workers
learn about the total electrogalvanizing process and
hrelp decide how they will do their jobs. The work crows
have a great degree of decision-making authority, with
the power aot only to decide schedules and work
assignments but also, as Pohl explains: “Thiey have the
responsibility of running their shift. They routinely
make decisions as 10 whether to vary the process 1o deal
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with a quality problem, whether w0 interrupt the work
process 10 fix g fauley part of the Hne, and 0 make
decisions on improving and approving the quality of ihe
product that goes out the door™

The work crows, however, are not entirely scif-manag.
ing. Major alterationg in the production schedule would
have (0 be approved by the plants production coordi-
nator to ¢nsure the customers would get the products
they ordered at the anticipared times. Moreover, it is not
clear whether a work ¢row could provail on an issuc if
the "process coordinator” (the foremun, in 1 traditional
steet mill) were opposcd. Nonethelass, (¢ is apparent

‘that I3E operates atong significantly differens lines from

those of most steel mills, Throughout the steel industry,
foremen and other froat-line supervisors do have a great
deal of authority to make fast, on-the-spot decisions; the
difference is that, at LSE, this authority 1s shared 10 some
extent with the workers, and coasulblion is encour
aged.

18E% experiment with shared suthority is paying off
Producing 30,000 ons of stee] g month for Jemestie
automakers, the plant turned 2 profit o 1987, 4 year
ahead of the business plan. A key statistic, “vieki” the
ratio of good product 1o total product, stands at B0
pescent for LSE, compared to 55 percat for Japanese
companies and an appreciably iower figure for most
American companies. And LSE has had a full ordes book
since Novermber 1986,

Both labor and management see LSE as 2 madel Says
LSE gencral manager Donald R, Vernon, “There is ample
evidonee at LSE, in its relatively shore existence, thar,
when the assumption is made that peaple asc basically
responsible, the resuits are very acceptable.” And the
USWAX Sara Camens calis it “probably the maost con.
scious effort of any plant that I've seon of trving to inake
the process of employer involvement work amd really
make itintn 2 it process and consult with the uan.”

SAVING AN AUTO PLANT

At the beginning of the 1980s, Fords Sharonville,
Ohio, plant, which manufachures transmissions for cars
and wrucks, was considered a trouble spot with poor
guality products and chironic labor-management ten-
sion.

Sprawling over fifty-two acres and employing more
than thiety-five hundred peaple, the plant fit the radic
tional modet of the large, herarchically organized fac-
1ory, with foremen barking orders 4t an slienated work
force, The result, undon and managemernt officials now
admit: low-guality product.

By the middic of the decade, after Ford phased oul
ong of the planty two products—the outmaded rear
wheeldrive “C5” transmission—the plan bid off some
sixteen hundred workers, “Yes, we were in danger of
closing,” plant manager Thomas McCaffroy says now

A veterzn of miore than thirty years at Ford, including
earlicr stints w Shargaville, McCaffrey becamce plane
manager in the gummer of 1983, A deceptively soft
spoken man with a reputation 48 2 no-nonsense man-
ager, McCaffrey soon understoad that “sometling was
very wrong here, and we had t0 make changes.™ As a
mechanism {oc turning Sharonville around. MeCalfrey
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turncd to what was then 2 now Klea: the Employee i)
involvement {El Y program Ford and the UAW had nego. }
tiated in 1979 but which was only just beginning :
throughout the company.

“Here, we did things a little differendy frons what was
then the prevailing wisdom about EL"” McCaffrey
recalls. “Instead of starting in the easiest departments,
which was how most places did it, we said, the hell with
i, we'll start in the toughest places first. El is supposed
1o solve problems, so etk start with where the prob-
lems are”
§  Beginning in fall 1980, B1 started with teams of cight

10 tea workers from the same department mecting

§ cvery week in an ¢fort 1o solve problems affecting
?g Quality and prodactivity, At Sharonville, where workers
|
&

had reason (0 be skeptical about management promuses,
the local union ook a “wait-and-see™ attitude toward EL
This skepticism may well have had a bealthy impact
because, in an cffort to win union support for £, man-
agement agreed (0 an unusual degree of joint labor-
management direction of the program, with UAW mem-
bers co-chairing committers.

Within several vears, the El process produced drea-
matic changes:

& The four original assembly lines were oiminated,
and two lines were rebuiit in thedr place. Unlike the past,
when eagincers and work-standards specialistz would
have designed the new lines by themselves, theso
changes were planned after consulting the assembly-
line workers ehemseives,

© Ina dramatic break with the past, workers won the
right to stop the assembly line at any time if they spotted
defective parts. “When [ started here, 1 would have
never believed they would ler workers stop the line for
any reason,” says UAW bargaining committee member
Ron Hughes.

® In an effort (o foster tcamwork and reduce sym.
bolic distinctions between workers and management,
the executive dining room was closed—and huter cone
verted into an exercise room available (o all employeces,

g Excoutdves and hourly workers now cat in the same
p T Ny ; _ cafereria, and 3 visitor 10 the Sharonville plant now sces

wi kb -

B S R G managers {6 jackets and ties and assemblyJine workerts
e o in workclothes sitting @t adjacent tables, if not together
Meanwhile, in 4 more substantive change, the number
of management and supervision levels has been reduced
from seven (0 four

fmage & There #s 2 new emph ini jee
s ; ; phasis on (raining In subjcets
orders” bas rep ‘E by a which from compuier science to human relations. A Favorite
process of shared autbority in course s offered by UAW member Al Loos, who takes

work crews carvy ibe basikc respo. apart & transmission and rebuilds it from scratch, 50

stbitity for runziing thelr shifis workers can learn the total process of bulldiog their
product. A visitor 10 the Sharonville plant is struck by
Instead of the more than forty job - how much of the plant Is already devored to training
elassifications typical of most steet programs and how many trallers, meeting rooms, and
mills, LSE bas onty tbree. entry lovel, work areas are being converted into classrooms,
iniermediate, and advanced ® As at the central repais shop in New York City, El
Workers rotate fobs, gaining has produced improvements in conditions, such as fans,
knowledge of the entire ! lighting, and ventilation systems. Also as in New York,
electrogalvanizing process workers have had the opportunity 1o present ideas for

trnproving quality to top management, ihe engincering
. stafl, ardd outside vendors. ’
& And, in a draratic change from traditional facrory
iife, workers no longer have to punch 3 dmociock
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Instead, they ar¢ trusted to report their own hours, with
supervisors and work groups themselves assuming
respansibility for ensuring that employees show up for
the hours they claim to have worked.

Plant manager McCaffrey credits Ef with saving the
Sharonville plant, helping it keep the contract for pro-
ducing 3 more modorn transmission, the C6, However,
the guarantee of Sharonvilies survival came in April
1986, when Ford decided to invest 3260 miltion in 2
new state-of-the-art transmission—ihe E40D—thar will
Be built only 2t Sharonville, What has now grown fnto 2
#4110 milllon Invesement will secure o thousand
existing jobs and produce dn additional two hundred
throughs the 19908,

Fopds E40D is an all new, advanced technology,
heavy-duty transmission that will be fitted into wucks
and vans, including the Bronco, B-Serics, and Econaling
Cleb Wagon. 40D has four speeds, inchuding an over-
drive fourth, and a lock-up torque converter and over-
drive control

ford could have contracted out production, bought
the teansmissions from overscas, or bullt the B40Ds at
any of its domestic transmission plants. Sharonvilie wor
the coveted E40D contract through a plan prepared
ipintly by plast management and UJAW local 983 to
produce the transmissions in a way that would max-
imize quallty: sclf-managing work teams. The plan had
credibility because of the planiy earlier success with EL
As McCaffrey explaing: "The source of our suceess is on
the factory Booc Everyone can buy the same egquipment
and technoiogies. The diffesence is how you manage
human resources.”

In preparation for building the E40Ds, every
employer involved in the new project participated in g
three-week training course on both the new techaology
and the hwman relations skills involved in wwamwork,
including setting goals, communication skills, conflict
management, and problem solving,

Starting In May, Sharonville began producing E40Ds
swith forty self-managing "busingss teams," each gonsist-
ing of ten workers, with an engineer/cost analyst and a
supervisor whose role is sufmmed up by his titde, not
“foreman”™ but "adviser™ At the time of my visit 1o
Sharonville in July, 181 workers, all of whom had valus.
teered for the project, were involved with E40D, bt
their number was expected 10 increase significanty in
the months shesd,

As at ESE, 1the “business tcamy™ at Sharonville have 2
great deal of authority but are nat yot completely self
managing, Shaconviiley industrigd relations director,
Gary Blevins, explaias: “They make their own decisions
an how to mest the schedule, how to artange the work,
and the assignment of the work-—which members of the
team do what work. They decide how to roate the jobs
among esch other They train each other in the different
jobs.™ In the event the foremanadviser disagrees with a
decision by the work group, he can take up the Bsuc
with a higher level of management, a situation Bieving
calls “very exceptionzl—I can't think of one instance
like that ofthand, bt that doesn’t mean it hasn’t hap-
pened.” Overall, he says, “we still don't huve 2 finished
moxiehwe're 2l still learning.”

At the time of my visit, the “busincss tean” experi-
ment was fust 1wo months old, and it seemed the work:
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“We know our jobs, we know
bus oy be done, amd we fust 46 i
says Shavonvitle's William Baldwin

“It's ot good feeling.”

A favorite course s offerad by UAW
member Al Lo, who lakes apart a
fransmission and rebuilds

it from scratch, so workers can
learn he total process of building
thedy product
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- ers involved in the project were enthusiastic about the

concept but had a number of gripes about its execution.
During a freeswheeling discussion in 2 meeting room in
the plant, workers nodded in agreement when Ron
Fads, who works on the "final line” in E40D assembly,
said: “It used 1 be they hired us just for our shoulders
and below. Now, they finally understand we have some-
thing valuabic¢ above the neck.” But workers also nod-
ded in agreement when Eads warned that “many of the
foremen still acr like foremen, not advisers. And there
are instances when management won't let us manage
ourselves and contradicts our decisions.”

Confusion about the refationships between scif-man-
aging work groups and frontline supervisors isr't
unisual, sceording o retired PDartmouth Business
Schooi professor Robert B, Guest, who was a conseint
to the Sharonvitle plamty Emploves Involvement pro-
gram, as well as for similar eforis in other companics. "4
ot of these plans 3re proping in the direction of wal
sutonomy, which would mean the ¢liminaton of the
frontline supervisorn the foreman,” Guest expluins. "o
move from foreman to adviser s 2 tremendous feap. Its
quite common whon you get into self-administration,
the old supeevisors say, "Okay, pow, we're just advisingew
but youwd botter do it this way” The oid habits persist,
Change always s much fonger than anyone peee
dicts.”

However, whether by aecident or intention, dramatic
change bas aiready come 10 at least one department in
the Sharonville plant. At the time of my visit, William
Baldwin, a worker in the valve body room, had the
opportunity 10 work in an entirely scif-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 are enjoying managing them-
selves hecanse “we know cur jobs, we know what has to
be done, and we just do it.”

Visiting Sharonville and mesting with smart and
tough-minded union snd mamagement officials—ver-
crans of decades of aueto work snd industrial conflict—I
saw living proof of what UAW bargaining committce
member Roa Hughoes said: “Employer Involvement,
whatever you call it, doesn’t mvean that the onion or
management roll over and play dead. They still want to
run the company. We sull fight ke hell for gur mem.
bers. But now, before we fight, we k™ And as Al
Blevins, the shrewd and tough-minded UAW shop com-
mittee chairman {and no relation to management
official Gary Blevins} says: “There are still more than
eongugh tegitimate beefs here to keep usatl busy. But, ten
yars aga, if you had told me that workers would have
the right to shut down the line for any reason or that the
sxecutive dining room would become an exercise room
for bourly workess, 1 would have thought you were
crazy, but 1 wouldn't have put it that nicely”

Sharonville, L-§ Electrogaivanizing, and the New York
City Sanitation Departments Burcan of Motor Equip-
ment are all experiments that are transforming patterns
of the organization of the workplace that are as old as
the Industrial Revolution, Together with other cxperi-
ments like the General Motors Saturn Project, their
successes—and even thelr filures—may offer a glimpse
of the future, not ordy for blue-collar work but for eve
foem of work in Americs, “ g
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MaxinG GrROUPWORK WORK
(Continied from page 17)

visual alsilities, reasoning abilities, and the abillty to be
frecise, accurate, and careful. Tasks that are con-
ventional pencil and paper or tasks that have only one
right answer should by avaided.

Use: of the multiple-abilities strategy means thinking
inanew way about human intelligence. Instead of think-
ing about how intelligent or unintelligent a student is,
imagine that there are different Kinds of intelligence or
intellectual abilities that are called forth in different
kinds of situations and for diffecent aspects of 4 given
task, Tuke, for example, the task of teaching. Teaching
requires great interpessonal intelligence, organizational
ability, conventioaal a¢ademic ability, verbal ability, as
well as creative ahifity,

The multiple.ability strategy requires that the teacher
convinct the students that many different abilities are
resquired for the tasks and that reading and writing arc
only wo of the necessary skills, The teacher suates
explicitly in the orientation session: No one will be
good at wll of these abilities, Everyone will be good on
at Boast one

As 3 result of this introduction 10 the task, students
xpect thag they will be good on some of the ahilitics
required by she task and not so good on others. When
they go into the groupwork with these kinds of mixed
expectations for competence, the tendency of high-
status students to dominate and the teadency of low-
statas students to withdraw is greatly weakened. As a
result, low-status stucdents have a chance to interact, to
solve problems for themselves, make coatributions 1o
the group, and learn.

THE TEACHER'S ROLE: LETTING GO
AND TEAMING UP ‘

Groupwark chianges a teachery role dramatically. No
tonger are you a direct supervisor of students, responsi-
ble for enmuring tha they do their work exactly as you
direct. No loengere §s it your responsibilicy to watch for
every mistake and correct it on the spot. Instead,
authority is delegared o students and 1o groups of
studonts, Thoy are incharge of ensuring that the job gets
done and that classmates get the help they need. They
are empowered 16 make nustakes, 1o find out what went
wrong, and what might be done about it

Students are now doing many of the things you
srdinarily do—Ilike answering each others guestions,
keeping each other engaged in the task, helping each
wther to get started. Afiee teachers discover that they do
not appear 10 be needed because everything is running
without them, they often ask, “What am 1 supposed to be
doing?”

Actually, you are now free for a much higher leve! and
morte desanding kind of teacher role. You now have 2
chance to observe students carcfolly and o listen to the
discussion from a discreet distance. You can ask key
questions to stimulate a2 group that is operating at too
lowr a level; you can prawide feedback 10 individualn and
10 grouns; you can stimulate their thinking: and you can
reinforce rules, Foles, and norms in those particular
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groups where the system I8 not operating af its best.

There is 2 fine line betwoeen direct supervision and
the supportive role. Direct supervision is standing over
studentsand heliping them do thelr sk, answering thelr
qucstions, and instructing them. [ contrast, the suppor-
tive supervisor stands well back from the group so that
she ¢an hear what is going on without signalling the
group that she wants to communicate with them. She
speaks with them only if a critical opportunity ariscs.

Becoming a supportive supervisor does aot mean
giving up control of the classroorm. You, as teacher, make
the norms andd roles work for you to control behavior in
productive ways. You hold the groups accountable for
their ¢nd products and for their management of group
functioning.

Oeveloping and cvaluating muitiple-ability group-
work tasks for hewcrogencous classrooms is demanding.
[t is not 2 job for asingle teaches, but, at minimum, for a
paic of teachers who oan observe and evalose each
others work. There are 3 number of simple technigues
tezchers can use for gauging the cffectiveness of their
efforts, Teachers can use these instruments @ observe
cach other; they can also administer short question-
paires to the students to sce how wel they are respond-
ing to the tasks. Armed with this objeetive information,
wachers can provide helpful colfegial evatvation for
cach other Using the basic principles described here,
teachers across the country have hoen able 0 design
tasks that are highly cffective in the most difficult gnd
demancing classtooms. it should be no surprise that
when teachers talk and work together, the results can be
just as gratifying as when students talk and work
together

ADDING GROUPWORK TO YOUR
TEACHING REPERTOIRE

There are marry other aspects of groupwork that will
require careful thought, preparation, aad decision.
What patterns of working together will be employed?
(¥ students work at learndng centers, in small short-
term discussion groups, in creative problem-solving
groups, or in relatively longrerm project groups? Or
wili groupwork consist mostly of prers giving cach
other assistance on thelr individual tasks? ) How large
should the groups be? How should the groups be com-
posed, anki how can a good mix be created? How spe-
cific should written instructions be? What other
respurces are peeded? How should the room be
arranged (o accommodate this new form of working?
And—a guestion teachers invariably ask--f0w Can you

Designing Groupwork by Elirabeth G. Coben
may be ordered for $13.95 pius $1.75 postage
and bandling. Please muke check payabie to
Teachers College Press and remidl fn Feachers
College Press, £0 Box 939, Wolfeborp, New
Hampsbire 03894, You may also order the book
using ViSA or MasterCard by calling (toil-free)
$-800-356-0409 from 9:00 am. to 800 p.m, EST:
i Maine {307} 324-1809
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evaluate student performance when the task is done by
a group? (The general principle on this is o disentangle
the Issue of learning from the issue of glving grades and
muarks.} Designing Groupwork addresses all these
questions in degsil.

it closing, we would like 1o emphastze that cooper-
ative groupwork is not a panaces, Nor, of course, is it the
brest stratery for all instructional goals, Whole-class
instruction clearly has its place s the areay of teaching
techniques; lively presentations aad minidectures ate
invaluable tools of the teacher However, adding group-
work to your teaching repertoire allows you to achieve
resuits with classes and with individusi smdents that are
difficult ta uttain aivy other way.

Secondly, we repeat a peint that has run throughout
this articie: Successful groupwork requires quite pro-
found changes in students and teachers. 3tudenss take
on new roles, and weachees give up some old ones. Now,
multiple dimensions of intellectuai compeience are rec.

© pgnized and honored. The curriculum moves gway from

its glmost singular reliance on paper and pencil or
verbal tasks to a elcher array. Likewise, 3 wider variety of
intellectual methods for solving problems are encour-
aged.

81\:0:1{’: of these changes arc €asy, but we obviously feel
they are well worth the effort. Groupwork can help
wachers reach all students better and in partscular,
those students who in the past have been the hardest (o

- reach. These students will work harder-and happicr,

will spend more ime on task, will be more exeited
aboui schodl, and will learn more. In the final angdysis, it
is the joy of seeing these students begin to achieve that

. motivates muny of us (o continue the difficult process of

changing die work of dhe classroom.
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UNIONS TRY THE NEW SOFT.SELL

H

ore than eight thousand people gathersd in
the Miami Beach Cosvention Center on
the evening of July 29 for an unuseal kind
of revival mesting, Whea people gotup to
testify, they spake not of their owa sins big
of their empioyers’ If there was a devil 10 be denounced, he
had human form: Frank Lorenzo, chairman of Texas Air,
which owns Eastern Airtines, and ender whost regime the
company has been taking a tough Hee against employess and
their uptons.

The brand of redemption preached at the rally was decidedly
of this wortd, Workers from different industries and walks of
fife were urged 1o recognize their common problems and
common interests and make 4 renewed commitment ta the
cause of lnbor sotidarity. Miami’s ' Jobs with Justice™” rally -
part of a series of similsr evens planned for citics throughout
the country — was sa effort at eevival, revival of a labor
meoversent that In recent years has atiracted public aiention
meostly for losing political influence, cvonomic clowt, and
public esteem. Mismi's sizable and spirited Jabor rally was a
sign that the movement’s decline roay be cxaggersted and its
revival may be untecognized. The new “*Jobs with Fustice
Campaign’' iz one of many new initistives being undertaken
by an old movement,

Some of these initiatives msemble ““Jobs with Justice™ —
evangelical efforts to fire up current membery and recruit new

ones o the fighting faith of sofidarity. But ather inidatives,”
particularly those endorsed by 2 recent AFL.CIO report that .

has comez to symbotize labor's seif-¢xamination, de-
emphasize the congregational aspecis of unionism and stress
its role as & service organization that can provide 3 new
goneration of workers with job training, legal insorance, and
even Jow-cost credit cards,

Whether labor will emphasize mass movemEols or mass
marketing ~ or a combination of these approaches ~ remains
AT O WOy I IR oo

BAVID KUANET divecred publicity in oreanizing campuigas for the
American Federation of State, County, and Minicipal Employees
(AFSCME}L He was o speechwriter for the late AFISCME President
derry Wiurf and for Walter Monidale during the 1984 campuiga.

DAVID KUSNEE

tobe seen. But, as the Reagan ers draws o & close, there are
definitely sigas of change in the air. Indeed, in this year's
round of Labor Day punditry, in addition (0 the usual dirges for
American unionism, there were predictions from sources 4s
unlikely as the Wall Street Journal and conservative commen-
tator Kevin Phillips that, after years of decline, the labor
movement may finally be making a comeback.

Change is coming to American labor seversl decades later
than to other major institutions. During the tbulent sixties
and seventics whike the churchies, the universities, asd the
Democratic party each took & hard look 8l themselves and
submitted 15 wrenching processes of reforra, organized lsbor
- ot at least iis major aational insttution, the AFL-CIO —
scemed immune to seif-examination, much esy seif.
transiormation. To the cutside world, the movemeot’s public
face wes George Meany's: the gruff, octogenarian patriarch
whose views of nnionism and society itself were shaped befors
the social revolutions of the thirties and appeared hostile w0
thase of the sixtiey, .

An unquestioned lesder in achieving much of the social
progress of the past half-century, the AFL-CIO was sonsthe-
less conservative in maimaining its own traditions while she
world changed around it. Large corporations might change
their logos and their names, if not their says of doing business,
but the AFLCIO entered the eightics as much the same institu-
tion that had been founded 1 quarter-cenwmury before. So it is
especially remarkable that, for the past five years, Ametican
{abor has been cagaged, not only at the grassroots leve! but in
its highest councils in a remarkable process of self-criticism —
acknowiedging its failures, reshaping its public image, and,

- perhaps mosi painfully of all, questioning the very nature of

the service it offers. |

This seif-examination began undramatically five yours sgo,
when AFL.CI0 President Lane Kirkiand appointed a special
commintze to “‘review and evaluate changes that are waking
piace in America in the isbor fores, oconpstions, industries,
and technology.” The assignment might sound twehnical and
the group's name, Commities on the Evolution of Work, was
unprepossessing. But, as Gus Tyler, sasistant president of the

fnternational Ladies Garment Workers Union, observed, this

1.
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ng that of. Vatican 1§ un ﬂu: Catheltie church,””’

Sy or three )'can the committes listened to-a vasicty
® of voices not danally heard by top labor leaders,
including outside experis such as Harvard
scononists Richard Frezman and James Medoff
und the polister Lowis Harris, who helped review
public opinion research from the past quarter-century and
sonducted additonal surveys, Eventuaily the commitice is-
sued a tightly written, thinty-four-page repost, “*The Changing
Situstion of Workers and Their Unions,*” which discussed the
labar movement’s problems with unusual forthrightness -
and offered recommendations that until recently would have
been considered heretical.

*“The Report,'” as it has cotng to be known in union circles,
began with the grim - and famifiar - statistics revealing 2
sharp decling in unicn membershiy as a percontage of the work
forpe, down from 35 percest in 1954 10 luss than 18 perceat
three decades Iater. Whild noting that the drop in union mem-
bership rosults largely from the decling in heavily ynionized
industries such as suto and steel, " The Report”” made clear
that the fauly aZse lies with the union movement itself, In words
difficult 10 zmagzm: Meany sanctioning, much less, speaking,
the rcpﬁm acknowledged the simple truth, “Umons find them-
selves behind the pace of change.”

“The pace of change’ is reflected in the axpcmne: ané
amtudes of loday s workers. They are Jikely o work at many
differedt jobs — perhaps at several caegers in several lndustrics

~— during their, Hfetimes. 'I'hey saek “high discretion as well 25

high pay'” on the job, and “the striking new factor is 3 shzﬁ in
whzz:%t Americans ate less likely to set work 28 & straight
sconoraic izaasm:oa providing a mcans of survival snd more
likely to see it 2s & means of seifexpression, and self-
development.”” And they ":by snd Iarge see themselves as

" independent, self-confident, self-refiant, and skeptical of

chains of anthority.””

Asked to evaluate their jobs, 51 percent of these workers
claimed they are *‘very satisfied,” a finding unsurprising to
any shrewd union arganizer, in today’s America, it is virtually
an admission of failure for a working person, pantienlarly &
white-collar worker, 1o acknowiedge é:ss&issf&czm with his
o¢ ber job, Hut pressed further, most workers did sdmit 1o 2
mensure of dissatisfaction,. not so much with their paychecks
as with their lack of power gnd prospects. Only 40 percent said
z?zaey are satisfied with thcu‘ spportlnity to participate in deci-
stons affecting their jobs, and only 28 percent said they are
very satisfied with their opportunity for career advancement.

Ci::arly. there is a potential consntuency for organtzations

b aggs;{ybm o “&Mﬂ‘aﬂ’n?ﬁi‘bﬁﬁdﬂ"ﬁ"‘ ni%nism Ai’” W&f‘m .mpmmg mms jobs

tock a dimmer view-of the cxisting mmmmﬁmz§~

. their own work siturtioss. Sixty-five pesopnt of nod-membery,

agreed that *‘uslons force mémbers to go aloag with dmuw
they don’t like.” Sixty-three percent said they believe unlog.
leaders, not the members themselves, dedide whether to go ca
strike. Fifty-four percent sgreed *‘unions i increase the risk lhat
cemp&nm wild go out of buszness" §7 percent believe that

“unions stifle individual initiative™’; and 52 percent believe
that unions fight change,

However, the same workers did see a role for employee
organizations which they imagined would be different from
Uraditional unions. Sixty-one percent of son-union workers
said they would be interested in joining an crganization that
provides information about job training and job spportunities,
and eimost half favored collective action on issues like on-the-
job gricvances. In addition, 2 majority would be willing to pay
up 1o $50 8 yew for membership in an orgasization that
provided such benefits as heaith and legal i msumcc d:scounis
on consumer goods, and low-cast cm.dxt cands. .

murel on the ground floor of the AFL-CIO's
headqunrters: assembly-fine operatives and
building tradesmen who expesied to work at
hwcaﬁy the same job for afl theit lives and understood that
theie own fmms were Hinked with their mas Texay's
workers w or 82 least their scif images — Are &t once more
traditionslly American and more contemporary. They are in-
dividualists who believe their futures are in their own bands
and are refuctant to offcr unconditional luyalty to an employer
or & union,

To such an audience, labor’s message of solidarity is, as a
labor priest once said, ‘‘inherently countercultural,” Labor,
then, shates a common dilemma with churches, commusity
groups, and any other institution that tries 1o bring Americans
together: How w promote collective acnm in what sy be the
maost individualistic mzczy on earth? .

 As’ with other organizetions that demand' dues, sctivism,
and cven personal sacrifives from those who join, unions offer
tangitle benefits 1o thelr members. From the founding of the
American Federation of Labor more than a centuty ago, the
iabor movoment has bad a dual identity, part social movement,
part service agency. Indeed, as unions become entrenched,
they offer their members an nmphcﬂ business proposition: Pay
us dues, and in retmm we will negotiate 8 contract with your
employsr providing yoir with bettzr pay, fringe besicfits, and
working conditions, and, on top of that, we'll represent your in
any individual problems ydu may have on the job.

Believing o an idealistic conception of unionism s s
movement with & missions 1o change society, genemations of
radicals bave attacked thix. implick bargain- is ' ‘Business
uniopism” - & kind of cccupational insurance policy where
the worker pays the upion hig premium and gets & measure of
sconomic security in retumn. Butit's a bargain that has bene-
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e wwkq;‘ who;micd ’b)' m dcmds, of
m and famifies, have Hmited their participation in their
unioss o pngigg their dués, honoring picket lines during
werikes, and, m a'len than oot, voting for %zbor»cndarsm
candidates, N7

The AP’L-C}éV mpon apdates this brand of service-agency
untonism by ;nupmmg new services that unions can provide,
new forms of representation they <an offer on the job, sad even
new forms of gnion membership. Acting on the recom-
mendations of its repont, the AFL-CHO now offers members 8
“*Union Privilege Mastercard”” — the lowest-priced nasjonally
distributed credit card — zed plans to provide other discounted
services, including fife insurance, legsl services, supple.
menial heaith benefits, and even-Individeal Retirement Ac-
counts. Iz the collective bargaining arena, “The Repen”
recommends that unions adjust to the individualism of today's
workers, particularly white-coltar professinsals, by abandon.
ing the rigidity of hard-and-fast contracts setting the same pay,
benefits, and work rudes for evervone. Instead, usions could
negotiste mininum guarantees and leave individual employ-

_ezs free 1o bargaie for their own pay, benefits, and working
conditions. Aad, in what may be the most revolutionary rec-
ommendation of all, *The Repon™ suggests new forms of
membership for workers whe want o join unions but are not
covered by union contracts. At s cost of £30-a-year ~- consid-
zrubly feas than the dues for most unions — working people
would berome “associate members™ of unions in their indus-
tries, teceiving job counseling, union publications, and dis-
counted services such as the new ¢redit card. In particular,
these associste memberships would be offered to workers whe
have taft untonized jobs, workers who want 1o organize unionss
at their workpisces, and others who are intorgsted in the
package of sérvices a union can offer,

Fhiz brand of anionism is best suited for white-callar work
forces that enjoy relatively peaceful relationships with their
employers — for instance, public employees in the Northeass
and Midwest, In fact, **The Repont’' reflects many of the
factics ased vears eatlier by the American Federation of Srate,

Couaty, and Municipal Empioyses (AFSCME), almost halfof

whoss members work ® white-collar government jobs.

s an organizer and publicist in AFSCME
camipaigns from 1976 through 1984, Foan
 pow confess - or brag - that we holped
create 2 new vocabulary of union organiz-
; @ ing that emphesized the representation
SnIONS of{c:. whzfz, downplaying confrontation with the em-
ployer and even the word “"union’" itself. In leafless for see-
retaries, social workers, psychologists, and other white-callar

. employees, we urged them 10 choose “professional represen-

tation,” which would bencfit them at the bargaining @ble, in
their government bursaucracies, and in legislative bodies at
the docal, state, and autional kevels. The anion was presented
as @ highly professional service: sgency, with & staff of
sconomuisty, Jawyers, researchers, negotintors, and fobbyisis
— just the kind of organization government employees would

’ wmtwbz?cmkmgmmw LN

Presenting unionist in this way raised the hm:&ies efvbz
an unionists blooded in the labor wass of the thirties and fof
~ and slse younger radicals who saw unionism a8 o wRY
continue the struggles of the sixtics. But, during the severi,
and cighties, the union-as-white-collar-servide-agoncy, |
proven atiractive to government warkers, employees of edu:
tonal institutions, amd other workers from the service sect
particslarly in workplaces where amployers offer rolative
tintle resistance to union organizing.

Twa years after *'The Repont,”” what was once & heresy
now orthadoxy. In Ohio, AFSCME won fifty thousand ne
members with & low-key campaign siressing the union's o
as & “aew voice for state employees,” defeating the Cos
munications Workers, Hospital Workers, and sther unions, ©
of which took a more iraditional approach. In Texa
Louisiana, end other states, the American Federation -
Teachers bogins s organizing campaigns with mailings offy
ing teachers® liability insurance, travel plans, a profession
magazine, discount legal help, and a voice in the sducatic
reform process. And, In g campaign to organize white-coll
employees at Blue Cross and Blue Shicld — an employ:
which depends hesvily on union-negotiated health plans
coalition of unions spearhcaded by the AFL-CIO is suessh:
our old AFSCME slogan: *'strong representation.”

owever, on labor's id battleftonts -~ of

Northesstern nursing home whick cheats |-
workers oat of overtime pay, the Midwester

factory where the company is demandir

give-rn norsing home which cheats iis worl

¢rs out of overtime pay, the Midwestern factory whers th
campany is demanding give-backs, or the Southern textile oy

where manggoment fires employees suspecied of union sym
pathies — these soft-sell tactics are part of a futare that hasn
happened vt [n these industries, organizers are scarching fc
new ways (o conduct old-fashioned union evangelisem: not b
appesling (o workers as isolated individuuls but by mefiduy
individuals into a fighting force. Instead of the high-ee
strategies of “"The Report®” and the public sector unions, th:
blue-collar unionists are reviving the oldest union tactics of all

activating the members through persona! contact, confropks
tional tactics on the shop floer, and marches snd reilis on th,
city strects.

Mobilizing the membership at the work site iy the essence e
the “'in-plant strategy’ " developed by a Unied Avts Waorker
(LIAW ) tocalin St Louts and endorsed by the [ndusteial Ui
Deparnment of the ‘AFL-CH3, At a time when swikes an
mcmaszzzgly Fisky, this strategy keeps the waorkers on the jol
and’in the workplace - but demonstrating their solidanity s
causing tronble for their employer. At the Moog Automotiv:
Plani in 5t. Louis, UAW members refused overtime, belt
lunch-ime rallies, and marched into management offices
complain about unsafe conditions. Without going on strike
the Moog workers won & contract providing 2 36 percen
increase in pay and benefits over forty months — sad unionist

$28: Commonwenl
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Union Depatment publithed booklet entitled *“The Inside
Geme’* explaining how'to Invalve union members in new
tactics st e work site; uniotists scrosy the country have
ordered 56 many <opies, {848 gone into four priatings.

The *“lobs with fustice™ campaigs that rallied eight
ehousand workers in Mians is an offort v ske membership
mobilizing tactics out of the workplace and into the commu-
nity. In this campaign - which i3 also endorsed by the indus-
trial Union Department — unton activists ask their co-warkers
to participate in just five events a year: possibly, a milly, 8
picket line, polivcsl canvassing. or leafleting a plant gate. if
significant pumbers of unionists make such a seemingly mod-
c$t commitment. unionism coulkd became a vibrant movement
again, not aoly in union sieongholds ike New York, Chicago,
or Detroit, butin virtuaily any community with ¢ven one major
unionized warkplace — an auto plans, the phone company, of
the school sysiem. Unce again, telephone workers would join
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progranmymers to consider oryniziag, P10 rank-and-file
unionists wonld ask their neighbors to support labor-cudorsed
cendidates. Not only the concept of union membership — but
the concept of citizenship el — would take on oew mean-
ing,

For anyone who believes in the vaiues of cammumty.,z: s

.more ingpiring to imsgine unionists walking each others’

picket lines thas peddiing credit cards and IRA’s. But the same
worker who may be persuaded to embrace the concept of
solidarity might originaily have joined the wnion because it
offered consumer credit. job counseling, or other services.
Labor's Vatican T — Yike other ¢ffoms at self-cxnmination by
major institutions — has pumped oew life into an old move-
ment and legitimized 21 manner of insovations. And a process
that began with the question of how to sppeal to warkers as
individuals may yet result in building new bosds of solidasity
ameng them,
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- The Dixon formula: Trim the fat in middle management
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What American labor unions
can learn from Polish Solidarity:
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Ewance L [ WAl Haws At Sencain

* In private Industry as well a3 is public

educailon, the trend may be more
toward power-sharing rather than pow-
er-tripping. The real heroes may be
kinder, gentler executives who share re.
spect and responsibllity with thelr sub-
ordinates, while the would-be super-
managers who rule lhrough fear may
create chaos in the organizations they

-——messiahs create chaos

seck 10 lead. For inslapre, when For-
lune magazine recently listed “Amer-
ca’s loughest bosses,” Frank Lorenzo's
name led al the rest for hiy hardball
Helics in building Texas Alr Into & cor-
Ix:ral.e empire, acquiring Eastern Air-
ines, Continental and People Express.

Yet Lorenzo's baltering of his em-
ployees, from top-level execulives to
machinists and baggage handlers, con-
tribuled to Teias Air's finishing 10th oul
of 10 in another Fortune survey — its
ranking of the "most admired oerpora-
tions” in the transportalion industry.
And now Larenzo {8 locked in a ruinous
labor strugfle that may well destray
Eastern irlines, damage his own repu-
tation and drain Lhe resources of Texas
Air,

On the other hand, the auto industry
has achieved a modest rebound parily
by modilying authoritarian mansge-
ment praclices and experimenting with
worker invelvement in decision making.
Indeed, the most lalked-about innova-
tion in American industry may be Gea-
eral Molors' “Saturn Project”: the com-
pany's elfort Lo produce a small car to
compete with Japanese and Xorean
models. The new Saturn plant has been
designed by a leam of 99 managers, en-
gineers, union officials and assembly-
line workers. And when the plant opens,
work teams will manage themselves
and decide such issves as job assign-
mems, schedules, inspection, malple-
nance, absentecism and health and safe-
ty policies.

Harvard political economist Robert
Reich has written that America should
think 1wice about what he cally Ihe “cult
of Lhe CEO™ and adopt the philosophy of
the “leamn &s hero ™

Of course, il's easier and more enter-
taining Lo make movies about Individea)
heroca than what Reich calls “trium.
phant leams.” But, when it comes 10 re-
structuring our schools, our faclories
and our offices, we'd do better to learn
from Lhe automakers in Detroit thaa the
mythmakers in Hollywood,

David Kusnet was o speechuriler for
Michael 5. Dukokis and Walter £
Mandale. He wrote this article for The

Battimore Epening Sun.
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- Real-life managerial

David Kusnet

Thie new (o, “Loss oo Me* i tha
o sbep in ihe Weinatien of Jos
Clark, e principal wha restorad poges
and pride 2l Faxuide High Sehawi in
Patsrsah, M1, by iesplting 1he sty
denis, intiamidating the freublemebers
#hd brandishing » bullborn dad baseball
al

Clark had already zppearsd on the
vaver of Time magarire, been Teanired
o% "B Minutex” amed bees sormipeeded
oy President Ronald Reagen. Despite
Clark’s surresi repldifs diflivgiires,
with "Lean on Me,” bt becoias not ooly
& bwsmiaker B an suthenlic Ameris
can celture bera.

Crark bay desarvedly stiracled pubiic
alizrtion bevause kis rmeshods seem o
be the saluiion 19 Lhe fadiute of (oo many
big-city schecls 1o maintein a drug-free
and crime-Iree environment, muck lesy
educale (keir studenta, Bt the charig-
2iatte high schoal priscipal alsn spperaly
1o a pervasive myth in our popular eyl
toter the notion that {aillng inslitetions
— {rom schools io corpocations — can
be turned arcund through the inspirs.

- tianz| leadership ¢t trecutive ay.
. permen. )
t o In fact, while Lha media coptinm ta
- glorily these managerial mestishe, 41
debatable whether authoriiarianisiv o
(ke best management sty ot reviving
failing enterprises, whalket in educa.
Lion or s industey, :
Clark's version &f whoal refarm ap-
I parenily is vary much 2 onecmas thow,
-+ with the prineipal-aspatriasch Impus-
o IR b wili on ledchery and sindents
~ alike. Az partrayed by Morgan Frassan
o “Lean on Me." (Tark g bt mega.

=, phane [aDark orders ot btacbers ay welt

. 8t sfudsnis, Azd, according io rzimu

", of bis lesure it Eastside High Slark nos

.o, tnly expelled some 204 stuttents b alss

« - arzanged for the transler of fearbers

. who 6;:31@& with hly way of raaning
Tibe

. Significantiv, most of (e m:g ag-
., claimed exparirmtats 3 ikl reform
. are based on enhancing the prefessian.
[ #lism of ihe {eanders, not (he power of

& woloe in seiting polieles oo Dudped
seheduting and curricdom. Pae fog
FURIGING 1he SUPOTIARE ATES Rohieved.
by CIerk, soma brinsingls end sthey ad-
wininteaioes hive Deon faft

| e ;mmp.aixﬁ In tough urbas

wetal dagpensd 1o el suthorlty.
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Solidarity’s lessons 1
« for American labor
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