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T akton, Virginia

Mr. Bruce Reed
/o The White iHouse
washington, .C.

Dear Mr, Reod:

i agree with you, author David Oshorne and President Clinkon
as well as Vice President Core bhat our federal government
needs to be "reinvented,"

Th interested in serving as a‘politmai appointee in the
Clinton-Core administration {Bruce Lindsey) has a file on

me at the White House -zmee Gil Colon). Since I am a specialist

in “employee commmnications” with an ombudsman background I
baliosva T could be a major asset to the “performance review”
osvaluation of Ffoderal govermment agencies, Please keep me
in mind for a possible position on your team.

T'm also a Mexican-dserican from Los Angeles which would
help with vour workforce diversity efforts. Some of my
political references include: Gov. Pat Brown, Sr. of
California; Hon. John Garamendi {California Insurance
Commissioner, he ran the Clinton-Gore Campaign in the
Golden State with John Enerson); Ambassador Mickey Kantor,
Commerce UndorSecretary of Eeonomics Derak Shearer, the
National Hispanic Leadership Agenda, the Southwest Voter
Registration Prodject; Reps. Esteban Torres, Tony Beilenson,
Lucille Rovbal-Allard -all California Democratz; the Bast
L.A. Commanity Undon {TELACU); Gov. Jerry Apodaca, former
v, of tow Mexico; the National Women's Political Caucus;
Pr, Julian Mova {fommer U.5. Ambassador bo Mexico wyder
President Carter) and cthers.

I also worked with Heidi shulman {Mickey Kantor's wife)
when I was in television at ENBC TV in Burbank, California.
She helped President Clinton out during his campaign with
mxdia relations/strategy...scething I excel in too.

I have heen actively involved in the California Domocratic
Party and have run meny statewide and local pelitical
campaians for people like Pat Brown, Dr. Julian Mava

{ formor Ambassador bo Mexico umder President Carter

and others, I love polibics and have always wanted to
work for the federal government,

Yes, 1 did volunteer campaign work for Clintun-Core via
organized labor groups here in the ares,
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fruce, I hope we geb a chance to ‘meet and talk.

Having the government amployees at each agency

; evaluate their own departeents and jobs is a great
idea. TOM is the only way to go. Covormment does
need to get more service oriented, accountable and
user Eriendly or clieant Centered,

Good luck with this etfort, I wish you the besb.
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Alicia C. Sandoval
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ALICIA €, SANDOVAL

. 2716 Linda Marie Drive

Oakton, Virginia 22124
(703} 478-6639

CAREER SUMMARY

Exparienced protessional in communications, specialist in "public affairs” “media relations” ang “pudlic
information,” Assoctation manager in public relations, broadcasting and education. Excels at issues rmanagement
and ¢risis PR, trend analysis, futures projections, and niche marketing. Creative problem solver and expert on
“strategic planning” tor non-geofits. Researchetwriter. Strong platform prasence,

1981
ta
Presant

1488
i
1991

EMPLOYMENT HISTORY
MEDIA CONSULTANT FOR THE RENNY MARTIN COMPANIES-—Management, PR,
mamsting, mediajeducation specialist.

NATIONAL EDUCATION ASSOCIATION, Washington, OC

A two million mamber ;}:&!essional smpioyeg organization representing 30,000 university/coilege
professors as well as K-12 school sachers,

Planned, davelopad, initiated and coordinated media for 50-stata aftiliates, pkis Pusrio Rico, and an
Qversgas NEA Association. Managsd a statf of up to 35, Responsible for budgets ranging !rcm $2 -
miffion to $S million. Prepared speeches, position papers, and nows brigtings for Capitol Hill hearings. )
Workad with the White Mouse, the Depadmenis of Education and Labor, the National {3ovemors
Association, and other agenclas to influance "pubiic mzécy magiqtgfw Congressional
Education iobbyist) ' :

L
Publisher/Editor for monthly membarship tabloid, 40 pages, four-color, ads. Read by 1.8 million,
Audh Bureau of Clroulation. Also publisher-aditar for six agsociation newslatiers {woeakly).

In charge of a state-ol-the-art tv stugio, tadlio and satelitte facilites {in-housel. Produced video news
raleases, did video corderancing, and satailite lours tor oftiers and mambers. Directed an anmual
national advertising campaign using tv, radio and news magazines. Supervised all media placemert,

Natworkad with national and iocal prass. Worked on gpecial media evens, the annual lour-day
convention, twe nalional conferantas. Assisted with "zirategic planning® to dovelep association
"mission statemaernt,” - .

Kay Accomplishments:
= Wan goid medals at intemationalAmerican swilm festivais for NEA produced spots.
«  Developed and syadicated an “Op £4° national newspaper series.,

+  Hag NEA cu-sponsor the ARC.TVIPBS *Literacy Plus® program on mentoring with First Lady
Barbara Bush.

»  Updated and expanded media/press raiationg mailing lists 10 include national, state, regional and
local coniacts in print and broadcast as well as foreign language media.

«  Staned requiar “debrigling” eﬁzzca!mn sessions tor wortking icurnalists--provided technicat
background information on braaking news issues,

-morg-
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AMERICAR FEDERATION OF LABOR-CONGRESS QF INDUSTRIAL
ORGANIZATIONS (AFL.CID}, Los Angeles, CA

A central labor body sarvicing 422 locats or trade unions.

Public Relationa Director

in charge of all media relations for the Federation which reprosants AFL-CIQ affiliated local ard
international unions in Southem Calilornia.  Edited g monthly nowslgiter aad an annuat “Labor
Review* pub!zcahon Wrote “op ad” piages on labor issuas tor major newspapers. Labor news

reporisr for national AFL-CIO ang Catlilornia state member pubilications. Smkes;wrson for the
Faderation at many labor/community conferences/events.

Kay Accompiishmants. .

= Developed speciaf vices iraining courge for iabar lgaders on how to 'psﬂ{:m during tviradic news
iMterviews. ‘

«  Updated all media Hists—included minorily press.

METROMEDIA TV (Now FOX Tv, KTTV-TV, CH&NNEL-?!}, Haltywaad CA

Broadenater/danagar -

While at Motromedia TV, w‘producad and hosted a daily public atiairs TV talk show. Heiped selet
guests and opics, research and write for the shows,  Inlarviewed world famous news makers,
celebrities and leaders. Focused on public policy wsuss, Part ¢of siation's management team as
Dirgttor of Community Relations, an editorial board mamber and coordinator ior the minorily-
gmpluyee broadeasting scholarship program with Columbia College. Represented station a! many
industry/community avents. Did prime-lime special documentaries with news {eam.

Key Accompiishments: : ’ s
+  Heiped stan an ;mesﬁgative reponing unit for news £eam .

«  Daveloped an award-winning public service tv spot series saluting wtstanding mingeky
sommunily leaders. :

UNITED-TEACHERS OF LOS 'ANGELES {UTLA), Los Angsles, GA
Eleid Boeorpsentative

Serviced union members in Northeast pan of the LA Clty Schiool District. Darties included membership
regriftrsont, chapter building, acting as liaison between the teachers’ union, schoc! board, parsnis
and community. Handlad teachs: contradt grigvances.

LOS ANGELES PUBLIC SCHOOLS, Los Angeles, CA

, Isacher

Taught 10th and f1th grade English at Roosevelt High in East Los Angelss.

Additional Education Experience In HMigher Education (Part time snd evenings}
(1976-1888) :

« Journaism Jnm‘mctat for LA Community Coifegas.

. Communications Instrucior 8t Loyolas Marymount University, University of
Caittornia 2t Los Angelfes [UCLA exmnxiof!) snd at Calitornia Siate Univarsity
{Northridgs campus).
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Alicia C. Sandoval Page Three

CONSULTING WORK

«  Eastern Group FPublications—dsveioped sirategies 10 intrease advertising and subscription
readarship of this weekiy bilingual newspaper,

+  Hispanic Magazine—advised on methods ¥ incréase advertising. Positioned the magazine as
baing unigue in the markat placs.

»  Membership consultant to Calfornia Fagully Assn. {CFA) which mpresents the majority of state
ynivarsity professors at ning Campuses.

ERUCATION

MA, Educational Adminiswation, University of Scutharn Callomrda, 1870,
BA, EnglishvEducation, University of Califomnia at Los Angoeles, 1966,

HONOQRS

Listed in Y¥ho's Who I American Women (Marquisi.

Named as one of the 100 Most Influential Hispanics” by Hispanic Businass Magazing, November,
1388, :

Recipient of Yaie University's “Nelson Poynter Fallowship in Modern Journalism.” ,
“Hurnanitarian Awardee,” LA City Human Relations Commission.

PROFESSIONAL AFFILIATIONS

National Press Club, Washington, DC

Amgrican Society of Association Executives

Public Helations Society of America :
Faderal City Ciub (Public Affairs, Governmant)

Amarican Federation of TV & Recording Adists (AFTRA)

Magazine Publishers Association {MPA)

Newspaper Guikd

Agvartising Cluk, Washingten, DC

National Association ot Hispanic Joumalists

Radio- TV News Diraclors Association
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Mr. Bruce Lindsey

Assistant to the President and Senior Advisor
Qffice of Personnel

The White House

1800 Pennsylvania ave., N.W.

Washington, D.C. 20560

Deay Mr. Lindsay:

I am writing to offer my highest recommendation for the
appointment of Mg. Alicia Sandoval for a SES-level policy-making
peosition at the Department of Education, the Department of Labor,
the Federal Communications Commigsion, or on the white House
communicationsg staff.

Ms. Sandoval is also interested in a position at the Department
of Health and Human Services in the areas of public affairs,
media relations, community outreach, or minority liaison
projects. She ig a highly accomplished professional in the
comminications field, presently serving as Director of
Communications for the National Education Association. $he has
recelved numerous awards and honorg and has been active in
community activities and union affiliations.

Ms. Sandoval has outstanding credentials and would be an
invaluable asset to the Administration in one of these positions.
I would ask that you give her application your highest

consideration.

Sincerely, o '

A
TOW

STEBAN ¥. TORRES

Menbay of Congress
EET/na
Enclosursa

cc: Richard Riley, Secretary of Education
Robert Reich, Secretary of Labor

CTHIS STATONERY FRINTED ON PAPER MADE OF AECYCLED FIBERS



Southwest Voter Registration Education Project

Fehruary 26, 1993

Mr. Bruce Lindsey

Assistant to the Prasident and Senior Advisor
office of Personnel

The White House

1600 Pennsylvania Ave., N.W,

Washington, D.{. 20500

Dear Mr. Lindsey:

I am writing ¥cu in support of an appointment for Msz. Alicia
Sandoval to a policy-making position at the Departments of
Education, Labor, Federal Communication Commission oxr on the
White House Communications staff,

Ms., Sandoval has always proven herself to be highly competent
and effective media professional and hag always been strong rep-
resentative of the Latino community. Y believe that Ms. Sandoval’s
intelligence and commitiment to falrness and opportunity will be a
valuable asset to the Clinton Administration.

I urge you to select Ms,. Sandoval to a position of responsibilit
where she can make a significant contribution.

{$iqper§ly, (wmjzzy :-wwh~?
14 “ . PN £+ 5 - -
A o . -/ s ,/,J {M{i s
féfiifizli,atxgw- (iﬁf¢" i%(
Richard Martinez, ~
Executive Director

ge: Alicla Sandoval

Catifornia Office: 1712 W, Beverly Bivdy Suite 203 / Mantebelo, CA 90640/ (213}-’?23»?’%}6
Main Offics: River Square Buildiag /403 E. Commurce/ Suite 220 7 Sar Antonio, Texas 78203 7{512) 2228224
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Publisher’s
Lettey

Dear Reader,

The Fiispanic world is vast, and in this issue we
cover only a slice--but it is a slice with lots of Havor,
Lee Treving, America’s golfing legend, is our cover
feature. With this month's amaesty deadiine in mind,
we introduce you to a family from Texas and their
journey through the amnesty program. We profile
Marta Istomin, the Artistic Director af the Kennedy
Center and Alicia Sandoval, a dynafvic woman
recently named Commumications Director at NEA
whao just arrivexd in Washington, D.C. whomvwe are
sure you will be hearing mwre about.

We cover nesws south of the border with the PRI
presidential candidate, Carlos Salinas de Gortari, and
his promise for the future modernization of Mexico,
then swinging to the other border we discover a thriv-
ing community--Hispanics in Canada. We also present
two more presidentiat profiles, Jesse fackson and
Albert Gore, Coast to Coast—featuring brief stories

HISPARE « \ay 1963

B oma . an e Ak - [

from riore thaa ‘:wenty cities throughout ihe S and
Puerto Rico--and our regular departments including
La Mertenda/a llghi S&hre of menz avents that affect
Hispanics:. . _.'j

The Forum iz an zmperbant part of our magazine,
This is where we invite peopie to discuss the issues
that are of sighificance ko our ccmmumty sThis month

our guest columnist is Dr. Barbara Bailar, former

Associate Director for Statistical Stmdards and Meth-

: odology at the U5, Cenﬁa& Dr iiéular h&s surfaeeﬁ

what could become the smg}a mos’e zmporta:zt issue
affecting our. cammtw.ziy into ihe year 2990 the-
projectest undercount of stpamcs it the 1990 census.
This is an issue that will be in the niews in the immedi-
ate future and one which we must be prepared to
addzress. o

We hope you enjoy HISPANIC this month. We
look foward to hearing from you.

Qe

JERRY AFODACA
[ublisher




Mr. Bruce Lindsey

Asgistant to the Presgident
angd Senijor Advisor

Dffice of Personnsl

The White House

¥ashingtoen, D.C.

Dear Mr. Lindsey:

I oam writing to offer my strong support for the appointment of Ms.
Alicia Sandoval to an 83ES~level, policy-making position. 3She has the
finest professional credentials and would be-an invaluabhls asset to the
Administration, \

Ms., Sandoval would e an ouistanding candidate for positionsg in the
Repartment of Educsation, the Department of Labor, the Federal
Comaunications Commission or on the White House communications staff.
She is alsoe interested in a position at the Department of Health and
Human Services in the areaz of public affairs, media relations,
community outreach or minority liaiscn projects.

Ms. Sandoval has supevrior skills and experience in virtually all facets
of communications. She wasg a prominent television broadcaster for more
than a decade in Los Angeles, where she worked as a feature reporter,
news producer and talk-show host. She also taught journalism and
communications at geveral Bouthern California colleges and
universities. Most recently, she served as Director of Communications
for the 1.9 million mémber National Education Asseciation.

in view of her exceptional talents and accomplishments, T would ask
that vou give her application vour highest congideration.

Sincerely,

‘*M Yiloin,

rank Newton, Ph.D. '
Fxecutive Director

Y910 Pennsylvania Avanue, NW. & Soite 300 & Washingion, D.C 20006 & Phone (2021 T36-Z140 w Fax 20248708913
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BY HERITAGE

rs gince Ernesto Gutiérrez

¢ U8, tostudy arton a
rship. Peruvian-born

vs his inspiration comes

DelLigny Gallery in Fort Lauderdale,
Florida. This month, DelLigny displays
some of Gutidrrez’ latest works as part
of ita 25th anniversary. “To survive as
an artist,” says Gutiérrez, “you must be
aggressive, know the business, believe
in yourself and develop your craft.”

KITCHEN
MAGICIAN

f vour kitchen is a

repository for beer
cans and dirty dishes
or a playground for
crucarachas, then you
may he suffering from
“kitchen impotence,”
wams José Maldonado.
His Eating In: The Of-
fictal Single Man'’s Cook-
book (Corkscrew Press,
Silver Spring, Mary-
land, $8.95) is a tongue-
in-cheek approach o
what might be called
bachelor-style nouvelle
cutsine, The 140-page
cockbook contains
handy kitchen cleanup tips, a wine
pronunciation guide and (perhaps most
important} a first-aid section. *I don't
view myself as the next Galloping Gour-

met,” concedes the 33-year-old Pue
Rican, who collaborated with form
roomunate Rich Lippman on the hoo.
“Tm just a funny guy who likes to coo

or Michigan civil rights director

John Roy Castille, the struggle for
equality under the law ig a full-time job.
These days the Mexican American law-
yer spends a lot of time “re-educating the
public nbout the need for equal rights.”
Castillo, 40, says his most recent battles
have been opposing AIDS discrimina-
tion and drug testing. Next year, he
takes the helm of the National Associa-
tion of Human Rights Workers, the
nation's oldest civil and human rights
organization. To the Michigan native,
“the kay to suceess is that piece of paper
that says you have graduated.”

EDUCATION PAYS

t pays to be educated, insists

United Hispanic College Fund
co-founder Alicia Sandoval. Your
future may depend on it. “We're
living in a high-tech society and
one has to be educated to adapt
to all the changes,” says Sando-
val, chief spokeswoman for the 2
million-member National Educa-
tion Association. “It's no longer a
matter of working in a factory or
on an assembly line.” Last month,
the Mexican American commu-
nity leader was recognized as one
of the nation’s 100 most influen-
tia] Latinos by Hispanic Busi-
ness magazine. She encourages
minorities 10 go to school “be-- % *
cause minority students are be-
coming the mgjonty.”

e
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'PASSAGES

NAMED: Diario las Américas publisher
Horacio Aguirre; Buginessman of the
Year by the Interamerican Association
of Businessmen. Aguirre founded the
Miami-based Spanish-language newspa-
per in 1953.

ELECTED: Miami general contractor
Lorenzo L. Luaces; president of the
Latin Builders Association of Dade County,
Florida,

HONORED: Houston Coalition «
Hispanic Women; as Hispanic Orgas
zation of the Year by La Voz, Hou
ton’s bilingual newspaper. Blanc
Herndndez is president of the 2-yea
old organization,

SWORN IN: US. Department
Labor Hispanie Employment Prograr
Manager Elin Mendoza; as pres
dent of the Washington-based N;
tional! Council of Hispanic Women.

Pty Sy
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GIRL SCOUTS |

September 15, 1992

To Whom It May Concern: ‘

This is to verify that Alicia C. Sandoval served on the
National Board of Directors of Girl Scouts of the United
States of America for the period 1971 - 1972,

Ms. Sandoval was among the first Hispanic-American
representatives to serve on the National Board of Directors.
As a National Board member, Ms. Sandoval gave leadershlp to
national outreach efforts to get more Hispanic~American
qlrls involved in Girl Scouting, especially those 11v1ng in
the inner cities.

Sincerely,

o
fééii«péz_ \éi) Cijj;déhzd
Patricia D. Winterer

Deputy National Executive Director
Corporate Meetings and Relations

L]
Gl Scouts of the United States of America « 420 Sifth Avenue, Naw York, N.Y. 10018 - 2702 - 212 B52-8000 « Fax 212 852-6509 « Cable: "Gilouts, NY*



3200 E. Qlvrpie Boulavard

Los Angeles. T8 30022
2121 721-9855

. ' February 25, 1993

Mr. Bruce Lindsey

Assistant to the President and Senior Advisor
Qffice of Personnel

The White House

1600 Pennsylvania Ave., N.W.

Washington, D.C. 20500

Dear Mr. Lindsey:

It is my pleasure to recommend Ms. Alicia Sandoval for a policy - making position within the
Clinton Administration.

Ms. Sandoval’s broad experience in public affairs, economic development and active leadership
roles within party issues would lend sophistication and a keen sense of business and community
involvement needed during our country’s renewal.

Ms. Sandoval would be a credit to President Clinton in whatever capacity she might serve. Her
reputation and efforts on behalf of our community would serve to further foster the warm
relationship President Clinton enjoys within the Latino community.

. . incerely,

4

David C. Lizar
President and Chief Executive Qfficer

‘DCL:OCB:zc
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By Sandra Mirquez

Latina business, academic and political
leaders flexed their poiitical muscle at the
first-ever National Hispanic Women's Sum-
mitin Washington, D.C., Feb. 6. They raised
mere than $10,000 in 10 minutes te lobby
for posts in the new administration,

After more than 12 hours of discussion on
theobstacles toLatina success inthe corpo-
rate sector, govamment, academia and the
media, the 42 women from across the coun-
try called for tangible results,

e (@) HISPANIC LINK WEEKLY REPORT () e 15,190

e ———————————

Latinas Want Administration Posts

More important than the lack of mentors
and the need to establisih networks, the
women decidsd, was the need to have a
voice in President Clinton's administration,

"We are at a critical time,” said Miami
businesswomnan Maria Eiena Torano, who
chaired the event. ""Not one appointment of
a Latina to the cabinet has been made by
this president."

The group expressed frustration over not
having someone to address its griovances.

contresed on page 2

Latinas Coalesce for Posts in Administration |

cortirued fmm pape 1

Kaynote speaker Maria Echaveste, deputy
director of personnel at the White House,
was unable to leave New York on time be-
cause ot bad weather,

Urging the women to take immediate ac-
tion, Washington, D.C., businesswoman Ada
Pena pledged $1,000 foran ad in the Wash-
ington Post to pretest the near invisibility of
Latinas in the new government.

Within minutes, Teranhc announced they
had reached the $10,000 marik.

By the end of the evening, $8,250 had
baan collected in checks, with $4,150 more
promised,

Proposed text for the quarter-page ad,
scheduled to appear Feb. 18, reads:

"“Sefor Presidente Clinton, Hispanic
women reprasant the diversity you promised
in your campaign.

Hispanic wormen anticipate significant par-
ticlpation in your administration.”

The ad will be signed by the National
Hispanic Women's Forum, a group formed
from the daylong conference, as well as
indviduals and Hispanic organizations.

Echaveste, cortacted afterthe conference,
applauded the women's lobbying effort,
saying, "We need Latinas, not just Latinos.
That's the message | cany, and | think 's

B

important for people outside the administra-
tion to push for as weil.”

Latinas must act now, City ot Chicago
Treasurer Miriam Santos told Weaekly Re-
port. “We have to act quickly and decisively
to get our share of the appointments.”

Santos expressed outrage after the Com-
mission on Presidential Appointments, an
offshoot of the National Woman's Paolitical
Caucus, generateda list of samea 76 women
it endorsed for senior-level appointments.

"We were very shocked and surprised
that not one Latina made the cut,” she said.

b e T "We have 1o pro-

i T mote our own
women because
no ona will do it
for us."

Presidant Bush
appointed 18 San-
ate-confirmed Lat
nas during his
term. They includ-
ed Surgeon Gen-

‘we have to promote our own’ gral Antonia No-
vallo, forrmer LS. Traasurar Cathi Villalpan-
do, former Export-Import Bank director Rita
Rodriguez, and four assistant secretaries.

"Bush was good at giving Latinos visible
roles,” counterad Echaveste, but he named
“few judges and few mid-level appointments
that actually have an impact...”

Of Clinton's 40-some appointments to
date, a Senate-confirmed Latina has yet 1o
be chosen. Blandina Cardenas Ramirez of
Southwest Texas University said, “Wa need
tofind a way 1o put this onthe agenda,” lest
the administration’s perception of Latinas
will be as ""a bunch of illegal nannies.”

Torafo is interested in replicating the fo-
rum in Miami in May or June. “The desireto
keep this going is like a spark,” she said.

Annia Betancourt, director of the Center
for Professional Development and Corpo-
rate Training in Miami, urged the group to
tap into the summit's momentum.

“There is so much energy and so much
potential in this room. We can break down
walls. So let's not waste the day."

Feb, 15, 1983

I
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“Hispanics have
to have more top
policv-makers in
education, busi-
ness. and gov-
ernment as well
as a general
ligher standard
of living to
achieve Anglo
parity.”
—Alicia Sandoval

HISFANIC BUSINESS  NOVEMBER 1988
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WASHINGTON METRO EDITION

lional Hispanic Reporter

\
| \l(mthl\ \\l:wspapm :\ddrcv‘.mt- National lllspanu Iasues

P.0O. Box 44082, Washington, DC 20026

February 1993

d Chairman, Hispanic Leaders Call for More Latino
inic Caucus Appointments at the 8ub Cabinet Level

an allisnce with other WASHINGTON, D.C. -- The
sive groupe in the House  National Hispanic Leadexship
view to the pamage of Agenda (NHLA), 2 coalition of

mdnmlm prominent Hispanic leaders and”

nationnl organizations, is urging
Preaident Clinton o carry forward
his proeise of greater diversity in
his admimistration by appointing
move Latinos at second and third
tier positions betow the Cabinet,
NHLA sppiands the President for
his gppotntioent of two cutstanding
- Hispanic leaders to his cabinet—
~ Henry Cisaexos, Secretary of HUD,
{7 and Rederico Pefia, Secretary of

Laqurmdudlkvdmf
the mew administrazion.

NOTORDC, - i Puserto Rico

t m“‘; ; WC"’“MJ BAYAMON, PR. — Puerw
. Rmmwhsmm
ﬁ - {anguages. On Jasuary 28,
" m%a;'mwdﬁé accampnied.by_ thousands of
The wook school popils, Gov. PedroRosselld
m’"“'\'m' todee today  sigmed  legislation
:uw-:nﬁuih establishing thwm Spenish and
miuhubennl English can  be used
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ALICIA C, SANDOVAL
Biographical Sketch

Alicia C. Sandoval, a former California college teacher, television broadcaster, and
labor executive has been serving as Director of Communications for the 1.9 million member
National Education Association--the nation's largest union and organization of education
employees since February of 1988.

Before coming to the NEA, Sandoval was director of communications for the Los
Angeles County Federation of Labor, AFL-CIO, representing 422 unions and some 700,000
workers.

She taught journalism and communications part-time at the Los Angeles Community
College District for 10 years. She also taught at Loyola-Marymount University and at the
University of California at Los Angeles (UCLA) Extension School.

Sandoval's television career in the Los Angeles area spanned 13 years between 1971
and 1984 in various roles as producer, host, writer, edltonal board member, and a member of
a news team specializing in features.

The new NEA Communications Director produced and hosted a daily talk shown-for
Metromedia TV (now Fox Broadcasting), and worked as a free-lance producer for KNBC-TV's
"education exchange series,” which produced a 12-part series on Mexican-American history,

During 1981 Sandoval interviewed Vice President Walter Mondale in the White House
for a Public Broadcasting Service TV special. She also completed a prime-time feature on
"U.S.-Mexico Relations” at the State Department for Metromedia TV and co-produced a five-
part news series on Central American refugees for local and network ABC-TV airing.

From 1970 to 1971, Sandoval served as a field representative for the United Teachers of
Los Angeles, Before that, she taught English and English as a Second Language at Roosevelt
High in East Los Angeles.

Sandoval holds a bachelor's degree from UCLA. She received her master's degree in
Educational Administration from the University of Southern California, where she also did
post-graduate work.

Among her many union affiliations are memberships in the Los Angeles Newspaper
Guild, American Federation of Television and Radio Artists, American Federation of Teachers
College Guild, Coalition of Labor Union Women (CLUW), and the Labor Council for Latin
American Advancement, Los Angeles Chapter, AFL-CIO.

Sandoval has received many awards, honors, and has been active in numerous
community activities, including volunteer work. She has been honored along with Bob Hope
. by the United Hispanic College Fund, of which she is a co-founder. She also is a recipient of
the "Humanitarian Award" from the Los Angeles City Human Relations Commission.



.2.

Sandoval received the "Nelson Poynter Fellowship” in Modern Journalism from Yale
University and the "Excellence in Television" award from the Southern California Motion
Picture Association.

Most recently, she was proﬁled in Hispanic Magazine and selected as one of America's
100 most influential Latinos by Hispanic Business Magaz! €.

Sandoval is a native of Los Angeles and lived in North Hollywood before coming to
Washington.

ADDENDUM:
Recently selected for inclusion in the 1993 edition
of Gale's Research 'Notable Hispanic-American Women."
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CALIFORNIA FACULTY ASSOCIATION
8939 S, Sepuivega Boutevard, Suite 508 « Los Angeles. Ca 90045

To Whom It May Concern:

This is to verify that Alicia Sandoval was hired
by us, the California Faculty Association, as a
consultant for the three month period of QOctober
through December, 1987. ’

In this capacity her duties included servicing
faculty members at three campuses: Cal State
Northridge, Cal State Dominquez Hills and Cal State
San Bernardino. She assisted with nev membership
recruitment techniques, campus chapter building

ancé grievance issues related to our collective
bargaining contract. .

CFA represents 20,000 Cal State University educators
at 19 different campuses statewide.

As her immediate supervisor, I found Alicia to be
professional in all work related tasks. She is
derendable, trustworthy, a self-starter, energetic,
enthusiastic and knowledgeable about educational
matters, Alicia has demonstrated her leadership

and communication skills in getting faculty to

join CFA. It's my opinion that she is truly committed
to the education profession.

Shculd you need additional information, please phone
me at CFA headquarters: {213) 641-4430:

Sin
\b -
Eric Mann
Associate General Manager



Artar Q. Awvic, Preudem
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EAST LOS ANGELES COLLEGE [0t A

Monterey Park, Celifornia #1754 (717 245.8650

January 5, 1988

To Whom It May Concern:

Allcia Sandoval has been teaching part-time for me for
almost 12 years, She is an cutstanding teacher whose students
rave about her classes. She has been teaching a very popular
pudlic relations class., Sandoval also ariginated our ixoadcaat
Jjournalism class which she teaches each senester. Further, -
she has taught mass communications a number of semestera,
highly recommend her.

Sincerely,
Seen ./;Cl,.,ﬁd:_
-Jean Stapleton .

Journalism Depariment
! Chalr



Loyola Marymount University

TO WHOM IT MAY CONCERN:

Ms. Alicia Sandoval has asked that I write her a letter of
recommendation which I am pleased to do.

Each year the Communication Arts Department is inundated with a
multitude of applicants for teaching positions. I have had the
oppeortunity to interview many, many candidates and I can
honestly say that Ms. Sandoval immedlately stood out as being a
winner on a number of levels. She 1s extremely professional,
prompt, courteous, clear, concise and qualified. I asked that,
she work up two course sylllbi and within a week there were~two
fully ocutlined courses in communications. I hired her for this
past semester and she has done an admirable job.- .
I can easlily give her my highest of recommendations-and if I
had the slot I would hire her in a flash.

Sincerely your

/4

Donald J. Zir Y
Chajirman
Communication Arts
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BTATEMENT OF
LEON E. PANEBTTA
DIRECTOR, OFFICE OF MANAGEMENT AND BUDGET
before the
SBenate Committee on Governmental Affairs
March 11, 1993

Mr. Chairman, Senator Roth, members of the Committee. I anm
very pleased to be here today -- precisely two months after
appearing before you on the subject of my confirmation -~ to
discuss various proposals being considered by this Committee to
help our government be more effectivé and efficient at bringing
programs and services to the American public. I have a brief
statement and then would be happy to answer your questions.

I am particulafly delighted you are considering proposals
that go beyond mere. management 'wihdow-dressing', and which set
about -- in a very fundamental way -- to transform how our
government is organized and the way it goes about doing business.

wy

I am no stranger to suggesting the need for substantial
chanée. Aé you kno&, Sénator Campbell’s bill, 8. 255, parallels
closely a measure 1’ introduced last year in the House. I point
this out, not to make any particular brief for Senator Campbell’s
wisdom in choosing such a splendid model, but to express my
enthusiasm at now finding ourselves standing on the threshold of

intreoducing lasting and worthwhile changes.



I would be remiss if I did not acknowledge the outstanding
leadership shown by this Committee over the past decade to
improve the management of the Federal Government. Both the
nation and those of us now laboring in the Executive Branch are
benefiting from your efforts in enacting legislation to
Etrengthen financial accountability and controls, attack waste
and fraud, and provide for a capable and skilled Federal

workforce.

I can assure you that management and reform are not only
high on my agenda, but that they arelhigh on the President’s
agenda as well. Having already spent dozens of hours with him
reviewing how programs are currently doing, what they should be
doing, and how to make them more effective, I can assure you that
this President is very much engaged in the management of this

government. ‘

National Performance Review

Nothing better exemplifies the President’s commitment to
make government work better than his announcement last week of a
major initiative to streamline government led by Vice President
Gore. I was pleased to see that the'Chairman, Sehator Roth,
several other members of this Committee, and other members of the
Senate and House joined him as he made that commitment. You have

first-hand evidence that he is very serious about this effort.



]

Mr. Chairman, I asﬁ that a copy of both the President’s and
the Vice President’s remarks announcing this initiative (which

are attached to my statement) be made part of the record.

I would like to describe briefly several features of the
National Performance Review, features that distinguish it from
prior task forces, commissions, and studies. First, we will rely
on the great depth of knowledge possessed by Federal employees at
all levels on what is working and what is not, and on their
suggestions for improvements. Secondly, this review will enlist
the support and ideas of the American public in defining the
changes that ought éo be made. Third, we are placing a special
emphasis on improving the quality of Federal services to the
citizens of this country. They are, after all, the ones who pay
for these services. Fourth, this effort is to be bipartisan. As
the President pointed out, no party ﬁas a monopoly either on
fault for creating the problem or on ideas for solving it. This
Committee has been a model for such bi-partisan reform. Finally,
we are adamant that this review will not result in just another

report to be printed and quickly put on the shelf.

We expect that many of the recommendations produced as a
result of this initiative will require either new legislation or
amendments to existing law if these are to be accomplished.
There is much to be said for developing legislation that would

work toward producing quick Congressional action on such

3



reconmendations. We look forward to working with the Committee

as we define more precisely the need for such legislation.

Let me turn, if I may, to S. 20.

Perhaps there is no better signél of how President Clinton
differs from his predecessors than my telling you that he has
reviewed and discussed S. 20, the Government Performance and
Results Act of 1993, and I am pleased to be able to advise the
Committee today that this Administration strongly sﬁpports this
bill. Mr. Chairman, I want to thank Senator Roéh, you, and the
nembers of both this Committee and the Senate who conceived of
and advanced this legislation. I also would like to acknowledge
the initiative of Representatives Conyers and Clinger, the
chairman and ranking minority member of the Committee on
Government Operations in the House, for introducing H.R. 826, a

companion bill to S. 20{

Let me briefly summarize the main features of §. 20. This
bill requires Federal agencies to: (1) develop strategic plans
by FY 1998; (2) prepare annual plans setting performance goals
beginning with FY 1999; and (3) repart annually on actual
performance compafed to goals. Agencies are authorized to waive

administrative requirements and controls to provide greater



managerial flexibility in exchange for greater accountability. A
series of pilot pfojects will be undertaken over the next several
years to test and demons;rate these concepts. At the conclusion
of the pilot projects, OMB and GAO will report to Congress on the
results. Congress will consider these two reports, and vote no
later than September of 1997 to initiate full government-wide
implementation of the bill‘s planning, measurement, and reporting

requirements.

In fiscal years 1998 and 1999, there will be pilot tests of
performance budgeting, which the bill defines as presenting "the
varying levels of performance, including outcome-related
performance, that would result from different budgeted émounts."
With this bill, Qe will immediately undertake a more limited =--
but very useful -- form'of performance budgeting, in which the
' performance goals that are annually set will conform with the
level of resoﬁrces requested in the budget. S£arting next year
with the pilot phase of S. 20, we will begin building a system
that comprehensively sets out to correlate performance,
particularly results-oriented performance, with budgeted amounts.
I would add that, iﬁ the course of the pilbts; we anticipate
looking at how we might adapt performance measurement,
performance budgeting, and managerial waiver provisions in §. 20
to those Federal programs largely administered by States and ‘

local governments.



S. 20 is a major step toward making the Government
accountable to the American people by making it clear what the
taxpayers are getting for their money and removing some of the
red tape that bedevils all of us. As every other enterprise has
learned, government officials must manage for results, and not
just to rules and regqulations. This accountability both empowers
and rewards those who iﬁpfove performance. S. 20 provides us
with a sound foundation as we go about the task of re-inventing

our government, and we urge its swift passage.

The Administration alse asks that the Committee consider

several amendments to S. 20.

The first of these amendments addresses a concern inherent
in Section 10, "Effective Dates and Procedures". As I mentioned
earlier, this section requires a future Congressional vote and
approval before the Government initiates certain basic management
practices called for in the bill. Our proposed amendment would
provide an opportunity to adjust the bill’s perﬁanent provisions
on the basis of three years of experience from the pilot projects

that it requires.

Specifically, we propose that this section be amended to
require that the President report to Congress by July 1, 1997, on
preparations for initiating governmentwide implementation of S.

20 in FY 1998. This report would also allow the President to



recommend modification of the bill’s post-1997 permanent
provisions (including effective dates). We point out that the
President need not recommend anylmodification, and he could
signal his éonviction that implementation proceed as presently
called for in the Act. However, if the President recommends
modifications, this would act as a ’'trigger’ to begin the joint
resolution process. The recommendation would form the content of
this joint resolution, which would be considered and acted on by

the Congress.

A second set of amendments would allow more flexibility in
how alternate forms of performance goals could be defined, and in

reporting actual performance against such alternate forms.

My staff has discussed these changes with the Committee’s
staff, and I hope that they will be considered favorably by the

Committee during markup.

Commissjons

The Committee is considering four bills that would establish
commissions to produce reforms and restructurings of the Federal
Government. The task of each commiagion would vary, although all
four bills would require recommendations covering consolidation

and elimination of agencies.

Aside from this common element, the various commission
j
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proposals would charter reviews and recommendations in over 10
areas, including: service delivery; the regulatory process;
devolution; privatization; mission statements; block grants;
'gsunset’ review and reauthorization of programs; workforce
reductions; agency capabilities and capacities; and

consolidating, streamlining, and eliminating programs.

Mr. Chairman, I want to commend yourself, the ranking
minority member Senﬁtor Roth, Senator Lieberman, and others for
their work in this area. These bills go a long way in
highlighting the need for action. However, Mr. Chairman, the
Administration respectfully asks that the Committee defer action
on any of the Commission bills currently introduced. We believe
that the better course would be to use the recommendations of the
National Performance Review to help define the nature.and‘content
of any legislation in this area. We fully anticipate that
legislation will bé reqﬁired to carry out many of the Review
recommendations, but that any attempt now to define the statutéry
parameters is premature. We also miéht want the Congress to
consider some type of permanent or continuing authority, rather
than simply a one-time, one-shot Congressional consideration and

action procedure.

I suggest the approach of waiting for the Review
recommendations\as an alternative to going forward at this time

on the commission bills. The Review is designed to address many



of the structural and operational concerns that the commissions
were intended to cover. ﬁeferring action also allows the Vice
President and the Executive Branch, over the next six months, to
produce a set of recommeﬁdationa in lieu of having a commission
do so. I hope that you will agree, Mr. Chairman, that waiting to
work on these areas until a bill chartering a commission is
enacted might delay thisieffort unnecessarily for many months.
Let me assure you, ﬁr. éhairmaﬁ, that we will be ready to work
with the gommittee in every way to help develop legislation that

will complement the effort now begun.

Mr. Chairman, let me conclude by again recalling my last
appearance before this Committee. At that hearing, we talked
about putting the "M" back in OMB. What the Committee is
considering today is not simply putting the "M" back in OMB, but
helping put the "M" in every Federal department and agency. I
applaud your efforts. We are both interested in your ideas and
appreciative of your support. I would be happy teo respond to

your questions. Thank you.
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- Office of the Press Secretary

For Immediate Release March 3, 1993

REMARKS BY THE PRESIDENT
IN ANNOUNCEMENT OF INITIATIVE
TO0 STREAMLINE GOVERNMENT

Room 450
01d Executive Office Building

10:07 A.M. EST

THE PRESIDENT: ladies and gentlemen, I think you all
know we are here to announce a terribly important initiative in this
administration to bring akout greater efficiency and lower cost of
government.

I want to begin by saying that we intend for this to be
a bipartisan and a citizen government effort. And I’m delighted by
the concerned members of Congress who are here today with the Vice
President and me -- people who have already worked on this issue.
I’d 1like to begin just by acknowledging the presence here of Senators
Glenn and Levin, Senator Cchen, Senator Dorgan, Senator Lieberman,
Senator Roth, and Senator Krueger; and in the House, Congressman
Conyers, Congressman Clinger, Congressman Gordon, Congressnan
Laughlin, and Congresswoman Pryce and Congresswoman Slaughter. All
of them have manifested an interest in the issues we are here to
discuss today.

I also want to especially thank the distinguished
comptroller of the State of Texas, John Sharp, who’s to my right
here, for the work that he did with us to put this project together
and for coming all the way from Texas to be with us and with his
Senator. )

Today, I am taking what I hope and believe will be a
historic step in reforming the federal government by announcing the
formation of a national performance review. Our goal is to make the
entire federal government both less expensive and more efficient, and
to change the culture of our naticnal bureaucracy away from
complacency and entitlement toward initiative and empowerment. We
intend to redesign, to reinvent, to reinvigorate the entire national
government.

Working under the direction of the Vice President for
the next six months, we’ll conduct an intensive national review of
every single government agency and service. We’ll enlist citizens
and government workers, and leaders from the private sector in a
search not only for ways tec cut wasteful spending, but also for ways
to improve services to our citizens and to make our government work
better.



I’1l ask every member of our Cabinet to assign their
best people to this project -- manager, auditors, and front-line
workers as well. And to put the M back in the OMB, I‘’ve asked Phil

Lader, who is to my far left, the new 'Deputy Director for Management
at OMB, and a person who has spent his life solving difficult and
challenging management and people problems, to take the lead in
making our government work better, not only during this six-month
period, but permanently for as long as I am President.

We will turn first to federal employees for help. They
know better than anyone else how to do their jobs if someone will
simply ask them and reward them for wanting to do it better. We’ll
ask the public to help us improve services and cut waste by calling
an 800 number or by writing to the Vice President, because no one
.deserves a bigger say in the services government provides than
government’s customers, the American people. We’ll look for ways to
streamline our own organizations to reduce unnecessary layers and to
improve services to the better uses of technology by giving managers
more flexibility and by giving front-line workers more decision-
making power. Just as we’re trying to deo that in the White House, we
will try to do that throughout the national government.

When I was the Governor of Arkansas, our state became
the first in the nation to institute a government-wide total gquality
management program. And I can tell you, it works. It isn’t easy, it
isn’t quick. It can make a huge difference, not only to the people,
but also to the people who work for the government as well.

We’ll look at the good work that has already been done,
including many thoughtful reforms proposed by members of the
Congress, including the work last year by the House Task Force on
Government Waste, chaired by then Congressman and now Senator Byron
Dorgan. They discovered, among other' things,; that the Pentagon had
stockpiled 1.2 million bottles of nasal spray. Even with my
allergies, I only need half that many. (Laughter.) As we locate
such waste and wipe it out, it will be a breath of fresh air to the
American taxpayers. .

Cutting spending will be a priority. But so is making
the system work better for the people who work in government and the
people who pay the bills and are served by it. The truth is we can’‘t
achieve the savings we want simply by cutting funds. We must also
use the remaining funds in a much wiser way. We’ll challenge the
basic assumptions of every program, asking does it work, does it
provide quality service, does it encourage innovation and reward hard
work. If the answer is no, or if there’s a better way to do it or if
there’s something that the federal government is deoing it should
simply stop doing, we’ll try to make the changes needed.

Many good programs began for a good reason -- to serve a
national purpose or to give the states time to develop an
institutional capacity to administer them. But times change and in
many cases state and local governments are now better suited to
handle these programs. The federal government simply can’t do
everything and there are many things the states or the private sector
could do better.

This performance review will not produce another report
just to gather dust in some warehouse. We have enough of them
already. That’s why I am asking for a list of very specific actions



we can take how, agency by agency, program by program. This is harq
work. We’ve been a long time getting to this spot and we can’t
change the government overnight, but we can continuously improve our
operations in ways that reap dramatic results for the people of this
country. ' :

Two years ago, when the state of Texas faced an anormous
budget shortfall they lost a performance review under the leadership
of John Sharp that saved the taxpayers billions of dollars over the
ensuing years —- made government work better at the same time.

Last month, Senator Bob Krueger took out an add in The
Washington Post just inviting the public to call a waste hotline to
help make government work and to help make it 100 percent fat free.
He got 200 calls the first day.

Vice President Gore and I think a national performance
review is an absolutely necessary beginning because we have too much
to do that a wasteful and mismanaged government will not be able to
do. We have to cut and invest at the same time, something that’s
never been done before. We have to cut and invest at the same time,
something that’s never been done befcre. We have to reduce the cost
of health care and meet the challenges of an intensely competitive
global economy. And we have to do those things with less money than
we’re spending in many areas today. We have to reduce the largest
deficit in our history, as we do in our economic program, or it will
literally rob us of our ability to solve problems, invest in the
future, or thrive economically.

And most important, the American people deserve a
government that 1is both honest and efficient, and for too long they
haven’t gotten it. For most Americans, a college loan or a Social
Security check represents a common border with the best ideals and
goals of our country. We all count to gsome extent on our government
to protect the environment, to provide education and health care and
other basic needs. But democracy can become guickly an empty phrase,
if those who are elected to serve cannot meet the needs of the people
except with government that costs too much or is too slow or too
arrogant or too unresponsive,

Finally, let me stress that this performance review, as
I said at the beginning, is not about politics. Programs passed by
both Democratic Presidents and Republican Presidents, voted on by
members of Congress of both parties, and supported by the American
people at the time, are being undermined by an inefficient and
outdated bureaucracy, and by our huge debt. For too long the basic
functioning of the government has gone unexamined. We want to make
improving the way government does business a permanent part of how
government works, regardless of which party is in power.

It isn’t written anywhere that government can’t be
thrifty or flexible, or entrepreneurial. Increasingly, most
government is and it is time the federal government follow the
example set by the most innovative state and local leaders and by the
many huge private sector companies that have had to go through the
same sort of searching reexamination over the last decade --
conpanies that have downsized and streamlined and become more
customer friendly and, as a result, have had much, much more success.

In short, it’s time our government adjusted to the real



world, tightened its belt, managed its affairs in the context of an
economy that is information-based, rapidly changing, and puts a
premium on speed and function and service, not rules and regulations.

Americans voted for a change last November. They want
better schools and health care and better roads and more jobs, but
they want us to do it all with a government that works better on less
money and is more responsive. The American people may not know
specifically how to do it, although many of them have good particular
ideas, but I’'m confident our people are willing to try new ways and
they want us to experiment. They want us to do things that have
worked in other contexts, now in the national government and that’s
what we are here to do today. .

I thank the Vice President for his willingness to lead
this effort. I thank the members of Congress who are here and those
who are not who are supporting us. And I earnestly enlist the
support of the American people and especially the employees of the
United States government in this important effort.

I‘d like now to introduce the Vice President who will be

in charge of this effort of performance review for the next six
months for his statement.

END . 10:16 A.M. EST
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A REVOLUTION IN GOVERNMENT
Statemont of
VIQE PRESIDENT AL GORE

. Mark this date: President Cliriton is starting a revolution
in government. It won't happen overnight, and it won't be easy,
but it will fundamentally change the way our government works --
for the people it serves and the people it employs.

President Clinton believes strongly in the urgency and
importance of this change and so do I. For me, leading this
effort represents a challenge I sought and a commitment we share
to make o¢ur government work better, harder, and smarter for the
American people.

Our announcement today is revolutionary, but it shouldn't
be surprising. President Clinton is offering the American pecple
a bold and dramatic initiative for our economy -~ to create jobs,
sustain growth, and reduce the deficit, President Clinton started
the change where it has to start, with the govermment. The
President has reorganized the White House, teld his cabinet to
park the limos, pare the perks and cut the bureaucracy by 100,300
positions. knd, he's ordered a 14 percent reduction in
administrative costs. All together, that's $16 billion in
savings.

But this is about more than just cutting spending, or taking
¢ut the green eye-shades and sharpening the pencils. Today, we
are starting what will be a continuous and vigilant process to
make government work better ~- to use every tax dollar wisely, to
weed out dead ideas and encourage new, creative ways, and -- t¢
' ?prrow a phrase I've heard once or twice before -- to put people

irst.

Today, President Clinton is making sure that government
knows what every business knows =-- the customer comes first and,
if you can't serve ycur customers efficiently, effectively, &nd
respeasively, then you're not doing your jobk. Business people
know about the guality revolution -~ it's changed the way they do
business and it's kept them in business. The President's chief of
staif, Mack McClarty, knows that from his experience leading a
Fortune 300 corpany and he's putting that experience to work
here. Now, America has a chief executive in President Clinton
who knews it's time for a quality revclution in gevernment -- a
revcaution aimed &t changing the way government works.



It's time we had a new customer service contract with the
Anerican people, -a pew guarantee of effective, efficient, and
responsive government.

It's time we cut the red tape and trimmed the bureaucracy.
It's time we took out of our vocabulary, the words, "We've always
done it this way."™ And, it's time we listened to the people who
work for our government., The greatest untapped resource we have
is their ingenuity, their brainpower, and their experience.

To every government worker, to every American citizen, we
are today issuing a challenge and an invitation: help us get rid
"of the waste and the inefficiency, help us get rid of the
bureaucracy, let us know when you spot a problem and tell us when
you've got an idea. We want to hear from you. If you spot waste
or fraud or abuse, c¢:zll one of the 800 numbers located throughout
the government and let us know. If you have an idea of how we can
do a better job or spot a problem that needs fixing, write to me
here at the White House and mark your envelope "Reinventing
Government." We are determined to work with you to make our
government work better.

That's the idea behind the National Performance Review the
President is announcing today. For the next six months, we will
take a2 fine-toocth comb to every federal agency and every federal
expenditure in an unprecedented nationwide review focused not
just on cutting wasteful spending but alsec on improving services
and making our government work better. We will work in a close
partnership with the cabinet secretaries and agency
administrators all across the government. We will consult closely
with the appropriate Congressional committees, and with the
merbers here today whose leadership has been so important on
these issues.

At the end of six months, we will have real results and real
proposals to offer. We don't need another report to put on the
shelf to colliect dust. We de need a real plan for action and
that's what we're after. But we won't stop there. We didn't get
into this hole overnight and we won't climb out overnight. But,
when we d¢ climb out, we will have the kind of government we
want, and ict's gciang to be moving forward, findirg new and better
ways to work for the American people.

So, today, I app.aud President Clinton for his leadership
and pledge to him, to every federal worker and to every American
citizen that the fundamental changes we're after will be found,
that together we can create & goverament that responds tc the
people it's supposed to serve, that we can create a Jovernmen:c
that works smarter for less, that we czan create a govarnment that
moves forward instead of dreagglng us kack, withk a vision thas
embraces chenge and offers progress.
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A REVOLUTION IN GOVERNMENT

"The peaple demand and deserve an active government on their side.
But they don't want a government that wastes money, a government that
costs more and does less. They voted for change. They wanted a Lteral
revolution in the way government operates, and now, you and I must

deliver.”
Presulem Bill Clinton
Remarks to the Cabinet
February 10, 1998 ~

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

Four principles will guide this revolution in government:

1. Before we ask ordinary Americans to do more, governmeni musi
learn to make do with less. 1t is time to demonstrate that government can be
as frugal as any household in America.

2. Our goal is to improve services and eapand oppor!unity. 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 listens to its customers, the
American people. We need to make government customer~friendly —- by giving

people more choices, better services, and a bigger say in how their government
works.

4. This revolution in government must come from within. No one is

_ more frustrated by the bureaucracy than the workers who deal with it every day

and know better than anyone how to fix it. Employees at the front lines know
how to make government work if someone will listen.



THE NATIONAL PERFORMANCE REVIEW

It is not enough just to cut government ~- we need to rethink the way
government works. We need to reexamine every dollar of the taxpayers' money
that government spends, and every minute of time the government puts in on
business. The hard-working people who pay the bill for government year in and
year out have a right to know they're getting their maney’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
federa] workers and the general public in a nationwide search for ways not only to
cut wastefu] spending, but to improve services and make government work better.

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

* Does the program work?

* Does it waste taxpayer dollars?

* Does it provide quality customer service?

* Does it encourage government innovation and reward hard work?

* Finally, if the answer to these questions is no, can the program be
fixed —~ or is it no longer needed?

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

* evaluate the efficiency of every federal program and service;

* jdentify specific spending cuts in foderal programs and eervices that
don't work anymore, or no longer advance the mission they were intended to
8RTVE; )

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

| * ask federal workers and the American people to sengd the Vice
Pres1dent specific suggestions on how to improve services and cut
bureaucratic waste; and
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* find ways to improve services by making better use of new

information technology, and by making government programs more
reaponmve to the customers they serve.

This Review will not produce another report ~— Washington has had too
many reports and not enough action. The National Parformance Review will
present the Presldent 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 pionecred by Texss 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 Raview's
recommendaiions, saving a total of $2.4 billion. A second review this past year
proposed recommendations on how to save $4.5 billion more.
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Thé President-Elect’s Inheritance

Federal Wastq, Fraud and Abuse Await Clinton, the GAO Says

elcome to Washington, Bill Clinton., Waste,
W fraud and abuse-——the trio that President

Ronald Reagan once tried to vanquish—are
still here, ready to subvert your mandate for
change,

The General Accounting Office has it all on pa-
per—in 28 “transition reports” and 17 “high-risk”
summaries prepared as snapshots of the critical is-
sues facing the Clinton administration. _

Take money, for example. In too many places, the
GAOQ found, the government is doing “an abvsma
- job of rudimentary bookkeeping,” The government

annually spends about $1.5 tnlilon—almost a quar-

ter of the gross domestic proguct—using unreliable
systems and ineffective controls, the GAU 5aid,

.__CEE!R that up To bad management, in part. “Most
agencies have not created a strategic vision of their
futures, most fack good systems to collect and use
financial information and program information to
gauge operational success and accountability, and
many do not have the people with the necessary
skills to accomplish ther mssions,”

The GAQ reports will be released today when
Comptroller General Charles A, Bowsher discusses
the findings before the Senate Governmental Affairs
Committee, GAQ issued a similar set of reports in
1988 and, like that first series, the new reports por-
tray a government in serious trouble,

“What truly disturbs me,” said committee Chair-
man John Glenn (D-0Ohio), “is that many of the prob-
lems identified four years ago in the original tran-
sition reports are stjll with us today.”

The transition reports, examples of which follow,

are divided along three lines: broad policy issues
affecting government as a whole and its relationship
to the economy; issues affecting individual depart-
ments, agencies and major programs; and manage-

ment issues involving budget, information and pro-
ram evaluations,
The "high-risk” series, started about three years

ago after a major scandal at the Housing and Urban
Development Department, examines areas that
GAQ has identified as especially vulnerable to
waste, fraud and abuse and mismangement.

~Stephen Barr




’ ‘ Pension Benefit Guaranty Corporchon
PBGE. 2020 K Street, N.W., Washington, D.C. 20006-1860 .
e (202) 778-8810

. Cffice of the Executive Director
-February 26, 1993

The Honorable Bruce Reed

Deputy Assistant to the President
The White House

Washington, D.C. 20500

Dear Bruce
Thanks for the excellent mee&ing on Monday. A few more thoughts.
First, a bock review from Business Week emphasizing a point we

discussed. If "Reinventing” is to work, it needs to be a cross-
cutting team effort. You must become the White House "champion."

I spent Wednesday at Motorcla headquarters outside Chicage in a
seminar cn "Finance Quality." The excellent program reinforced
how much effect we can have by changing the federal "culture."

An article on General Electric’'s overwhelmingly successful style
of consensus management based on "shared values and the empower-
ment of individuals." If Motorola and GE can do it, so can wel

A clip from the Washington Post shows just how far the federal
government has to go. "Abysmal job of rudimentary bookkeeping"
says GAO. A five-year federal financial plan doesg exist. It may
need review in some areas, for example.

A second Peost clip reinforces the government'’s poor record con
hiring, promoting, and “"empowering." Efforts like the five-year
plan are very dependent on people. Thus a critical OPM rcle.

Although Phil Lader hasn't been confirmed, and Jim King hasn't
been nominated, you will want to get a "seed" group going as fast
as possible, with its first step being to draft some points for
agreement on the gecals of the "Reinventing" effort. Thanks for
encouraging the dialogue. I hope to hear from Phil next week.

Sincerely yours,
’

Jad@gﬂzrngglbarsht

Chief Financial Officer
(Acting)



THE WISDOM OF TEAMS: CREATING THE HIGH-PERFORMANCE ORGANIZATION

By Jon R. Kotzenboch and Douglas K. Smith
Horvard Businass School « 291pp « $24.95

WHY SEVERAL HEADS
ARE BETTER THAN ONE

do it yoursell.” You've heard that

cliché all your life. Maybe you be-

lieve it—even though the company just

sent you to one of those team-building

retreats where you and your colleagues

were forced to depend on each olher to
climbh ropes or balance on a heam,

Well, think agnin. The days of the

‘ I [ you want something done right,

teams to beat Japanese rivals in hand-
held cellular phones. And at 3IM Co.,
they are erucial to meeting the goal of
garnering halt of annual revenunes {rom
prodlucts created in the past five years.

Why all the hoopla? Leading business
M_mmmm

teams, hy 'melding the skills, experienc-

¢, and insights of several people, can

rugged individuslist are over. Like rasp-
berry tea, shared sacrifi ce, and worrying
about. paying your nanny's Social Secur-
ity, tenms are in. Whether you're an
MRA candidate, & blue-collar worker, or a
corporale manager, chances are you'l
soon find yoursell expected to collabo-
rale. General Electric 0. has made self-
managing work teams a centerpiece of
its orgam?.ut.lonnl approach, to the pomt
of running some plants without supervis.
ors. Motorola Ing. ralied heavily on

outperform any_indivigual. Interest in
the concept. has been fueled hy two oth.
er management trends: the quality
movement, in which teams play a key
rote, and “reengineering,” which calls for
getting up interdisciplinary teams to
tackle specific tasks rather than organiz-
ing around traditional functions auch as
marketing and finance. At American
Telephone & Telegraph Co., for example,
one temm, with members drawn from
marketing, finance, and engineering, ex-

ists Lo dream up produet ideas for sinall
husinesses across all procduct lines.

For nil the shonting, though, teams
can be wasleful and lime-comsuming. So
ean the many hooks on the subject—
generally elip jobs supplemented with
simple-minded formulas for success, Not
g0 The Wisdom of Teams, an engaging
primer by a pair of McKinsey & Co.
consultants, Jon R. Katzenbach and
Douglas K. Smith. Thig is a thoughlful
and well-written book lilled with seme-
times fascinating examples,

To explere how to form teams, lead
them, and get them to work, Katzen.
bach and Smith interviewed hundreds
of team members in dozena of organiza-
tions, including Cilibank, Weayerhauser,
Eli Lilly, Hewictt-Packard, the Girl
Seouls~oven secretive McKinsey itself.
They recouni how n seven-person co-
hort at. Durlington Northern crealed a
billion-dollar business for the railroad
company and how a Motoroln group im.
proved quality and squeezed nul costs in
the company’s connector hisiness.

The nuthors also analyze [ailures.
They deseribe one “stuck™ group at a
semiconductor eompany in which none of
the nine members was able to assume
leadership. The team, charged with de-

veloping a customized mi-
crochip, lacked urgency
and enthusiasm. Asked
how it was approaching
its gonl, one member re-
plied: “We'll drive off any
bridge we get to.” The
authors conclude that
members didn't share a
common purpose or ap-
proach, their individual
commitment waa weak,
and they lacked decision-
making skills.

That team, say the au-
thors, was really just a
“group.” In such groups,
individual achievernent re-
mains  paramount, TIn
teams, as defined here,

product to market in
hatl the usual time,
Some of this advice
may seem like common
sense, And the authora
try so hard to nail down
certain points—such as
the importance of setling
goals—that some of their
discussion becomes redun-
dant. The book has oné
other annoying weakness:
Presumably to avoid of-

fending anyone, the au-
thors omit company
names when deseribing
failures.

Even so, you'il be hard-
pressed to find a better
guide to forming what

members are deeply committed to and
responsible for one another's personal
growih and success. Only the perfor-
mance of the group is eveluated. Ex-
tensive group discussion, debate, and
decision-making make the whole greater
than the sum of ils paris.

As you might expect, Katzenbach and
Smith identify several elements common
to successful teams. Their eonclusions:
u Keep them small, ideally fewer than
10 members. Agreement and purpese

_are tougher to gain in larger groups,

w Mix people who have complementary
skills. Not only do most teams need
members with different technical or
functional expertise, they also require
people who are good at problem-solv-
mg and people who are good at deci-
gion-making—two distinet talents.

m Commit. the team to a common pur-
pose. Many fail because they casually
aceept goals that are not demanding,
precise, or realistic,

aTo maintain focus, set specific per-
formance Largets, such as gelting a

many consider an essential building
block of the "organization of the future.”
And if going it alone has always been
your thing, keep an open mind. As
teams are charged wilh major corpo-
rete tasks, being part of one will ex-
pand, not diminish, your influence and
responsibility. -

BY JOHN A, BYRNE
Senior Wﬂfer Byrne's book on history's
most celebrated business team, Ford Mo-
tor Co's “whiz kids,” will be published
in September.,
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Since he became chief executive of
General Electric in 1981, John E
Welch Jr. has been relentlessly pursu-
ing an agcna’z; of change so radical, so
Sundamental, and so threatening that
it amounts to a revolution. ‘Bt'ue-eyfa’
and hot-blooded, Welcb. took the
established order at GE and threw it
out the window, presiding over the
et':';ninar:'on of scores of the companys
businesses and more than one third of
its jobs. At the same time, Welch was

creating a new style of consensus_man-

agement based on shared values and

the empowerment of individuals, His

harsh actions and soft ideals initially
seemed incompatible, but theres no
arguing with success: GE, still one of
America’s biggest employers, has trans-
formed itself into a model of c;:mpet:'-
tive might. Jack Welch, now 57, ranks
among the most admired business
executives, and Fotbes magazine rares
’60-bi£lion-a-)lwar GE the worlds

wst powerful company, based on its

s
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sales, profits, assets and market value.
In Control Your Destiny c;r
Sor;lconc Else Will, (Doubleday,
32‘}), authors Noel M. Tichy and
Stratford Sherman explain Welch's
ideas analf how to apply them. Tichy .a
professor of organization at the
University of Mifbigrm; has worked
closely with Welch as a consultant

and, for two years, as head of GE

- Crotonville Management Developinent

Institute. Sherman, @ member of
Fortune magazines editorial board, is
a r;:}:ected Journalist who has been
writing about GE for over a decade.
Years in the making, their book bene-
Sits from aver 100 ./mur; of interviets
with Welch. The following adaptation
picks up the story in 1986, when
Welch first turned his attention to the
softer side of management. The CEO
had recently eliminated an unnecessary
layer of high-ranking executives called
the sectors. That forced him to rethink

GEs organizational structure, .



The purpose of any organization is
control. GE's old structure achieved
control by brute force. At every level
of the otganization, managers spent
professional lifetimes issuing and
enforcing orders: from the CEO to the
sectors, from the sectors to the busi-
ness chiefs, from them to the heads of
smaller and smaller operating units—
and all che way down 1o the hourly
workers, who weld pipes or answer
phones and don’t get to boss anyone
around until they get home,

At GE, as at most American compa-
nics, this formal structure kept the
enterprise under control. But it also
shaped the attitudes and
behavior of employees in
destructive ways. People
learned to do what they
were told and not much
~ more, They avoided conflict

with their supervisors. They
evaded responsibility, fore-
ing their bosses to sign off
on decisions they could have
made themselves, Emotion-
ally, the structure fostered a
schoolyard sullenness, with
bosses acting as disciplinari-
ans and subordinates as
kids. Open communication
was almost unthinkable,

Welch’s solution, jn_1986. was to
.create the Corporate Executive

Council, or CEC. A group of GE’s 30
highest-ranking business chiefs and
senior staffers, it meets quarterly to

. discuss the most important issues fac-
ing GE. The embodiment of Welch's
ideas about leadership, this executive
council has little overt authority and
no clear role in decision making, yet
functions as GE’s political center.

The CEC provides a structural con-
text for the more collegial style of
management Welch is trying to pro-
mote. It is also a device for indoctri-
nating GE’s leadets in the corpora-
tion’s shared values. The council’s for-
mal mandate is to share information,
swap ideas, and help guide GE toward
its goals. In practice, the CEC is a
high-level think tank, where the com-
pany's leaders work together on issues

f common concern, If the definition -

sounds fuzzy, that's partly intentional:

. A main purpose of the CEC is to build

trust and kinship among exccutives
who might otherwise be slitting each
other’s throats.

. The CEC's membership includes
the heads of GE’s 13 main businesses,
who report ditectly to the CEO. Each
runs his or her business as an autono-
mous unit. That makes sense, given
the diversity of GE's products, which
include light bulbs, refrigerators, eur-
bines for efectric power plants, engines
for 747 jets and B-2 Stealth bombers,
200-ton locomotives, credit-card pro-

you put a group of bright peﬁple |
| [ together, and you give them the
same ﬁzcts,l theyll come up with the
same answers. This may not be true in
religion and philosophy, but business is
not rocket scientist work. If we all have
the same information, we'll all come to

roughly the same conclusions.”

cessing services, and special plastics for
auto bumpers and computer housings.

CEC members are always expected
to subordinate their interests to those
of the corporation as a whole. When
Welch talks about his “team” it's more
than a smiley-face metaphor: Executives
who aren't team players don't keep
their jobs long.

Fascinated by the architecture of
social relationships, Welch thinks
deeply about the design of the CEC's
gatherings. Much as Walt Disney
insisted on orchestrating every aspect
of the Disneyland experience, Welch
thinks it’s essential to create a seamless
environment to help the CEC fulfill
its potential. He never stops tinkering,
and no detail is too small to ateract his
notice, from the council’s agendas to
the length of its coffee breaks. CEC
gatherings take place at GE's

Crotonville training center, in a cozy

fittle amphitheater called the Cave.
Coats and ties are taboo, a8 are formal
reports. When he isn't addressing the
group, Welch sits amidst the other
exccutives, to reinforce his view of the
CEC as an assembly of peers.

A typical session begins with an
overview of GE's current status and
prospects. Each member presents a

" very brief oral report. From then on,
ry p

loosely guided by a prepared agenda,
the meeting is given over ta wide-rang-
ing discussions marked by profanity,
jokes, and interruptions. The discus-
sions usually concern cither problem-
solving or the sharing of good ideas.

Welch pushes values
because that’s the way to get
results, Delegating more of
the control function to indi-
viduals reduces the need for
burdensome reports and
reviews—and for supervisors.
GE’s collegial arganization
can achieve the same level of -
control as a more hierarchical
one, but at less cost, with less
friction, and faster.

Sociologist Amitai
Etzioni described three
methods of organizational
control: coercive, utilitarian,
and normative,

Coercive control is what you get
when you point a gun at someone and
tell him to do whart you want, Utilitarian
control—paying people to do what
you want—is the method on which
most organizations still rely. Narmative
control, the most powerful, relies on
shared values to direct behavior. This is
what induces people to devote them-
selves to a cause: An example is the
religious missionary who might velun-
tarily work lor years in a hostile envi- _
ronment for poverty wages.

No business can expect to be quite so
inspiring, but the most effective com-
petitors in the 215t century will be the
organizations that use shared values to

harness the emotional energy of em-
ployees. As speed, quality, and produc:
tivity become ever mare important, co’
porations need people who can instir
tively act the right way, without instr
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- tions, and wha feel inspired to share

their best ideas with their employers.
"That calls for emotional commit-

ment. You can't get it by pointing a
gun. You can't buy it, no matter how
much you pay. You've got to earn it,
by standing for values that other peo-
ple want to believe in, and by consis-
tently acting on those values.
" By design, the CEC is a wotkshop

~in GE'’s core values, such as candor

and openness. Says Welch, “We strive
for the antithesis of blind obedience.
We want people to have the selfconfi-
dence to express opposing views, get
all the facts on the table, and respect
differing opinions.” The
wide-open debating style
that he calls "constructive
conflict” illaminates more
than ideas: It reveals the par-
ticipants themselves,

CEC members all get
each other’s financials, as
well as corporate data.
Welch believes that shared
information speeds decision
making, makes for better
decisions, and helps create
consensus. Says he: "If you
put a group ofbright people
together, and you give them
the same facts, they'll come up wn.h
the same answers. This may not be
truc in religion and philosophy, but
business is not rocket ceientist work.
If we all have the same information,
we'll all come to roughly the same
conclusions.”

Sharing information creates peer

" pressure that goads people to ever
higher standards of performance.
When you're stuck in a room where
everyone knows everything, you have
to face reality. If your performance
stinks, everybody knows. That's a pow-
etful incentive to produde real results,

Gradually, the CEC has trans-
formed senior managers into emis-

*,, saries of GE's new corporate values,

', Welch wotks hard to orchestrate CEC

‘meetings that inspire high levels of

“motional energy. To the degree that
ie meetings are exciting, challenging,

un, and useful, CEC members will

emerge pumped-up and ready to
inspire the people in their businesses
to new levels of achievement.

A memorable test of CEC teamwork
was the $500 million compressor fiasco

_ at the GE unit that makes home appli-

ances such as refrigerators and dish-
washers. The business introduced an
advanced rotary compressor to cool its
refrigerators, gaining two percentage

. points of market shate. Suddenly, the

compressors began to fail: Their design
was so flawed that GE eventually decid-
ed to replace them all, with convention-
al compressors purchased from other -

manufacturers. The pre-tax cost amount-

— A‘ﬂ
amw-:._ .y
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od to more than half of GE's total pro-

© jected earnings increase for 1988.

But when Roger Schipke, then head

of GE's appliances business, presented

this mess to the CEC, the council’s
members knew that Schipke’s problem
was their problem, too. There was no
need for Welch to prompt anyone.
CEC members knew they would have
to help make up the shortfall.

So Bob Wright, head of GE’s NBC
television business, volunteered, “Our
ad sales are going well. NBC's earn-
ings might be up an extra $30 million

-this year,”

Offered Brian Rowe of Aircraft
Engines, "Look, I think we may he
able to help you by getting a dozen
compressor engineers to take a look at
that compressor problem.”

After replacing more than one mil-
lion defective compressors, Appliances
survived, with its market share in

+ refrigerators intact. Schipkc kept his
job. And GE's 1988 net income rose
to $3.4 billion, not far off from plan.

By the early 1990s the CEC had
become GE's main ncrve center, com-
municating new ideas company-wide
at lightning speed. The CEC has also
becotne 2 power center, influencing
the company’s direction and providing
more checks and balances to the CEO’s
authority than ever existed before at GE.

The real power of the CEC is sub-
tle, stemming from its ability to create
consensus and inspire teamwork.
There may be no more efficient way to
influence a large organization.

- Although the public atten-
tion that has been focused on
Welch might suggest the
contrary, the CEO's unicque
personality traits are not
what make the system work.
Any sizable company

“eémploys plenty of people
capable of running meetings
and interacting with other
people with just as much
brio as Welch. The trouble is
that few companies have yet
recognized the value of their

4

skills, and so have not made
them a primary basis for promotion.
GE cherishes those skills, and cre-
ates many opportunities for its
employees to hone them. Each of GE's
operating businesses now has its own
version of the CEC, enabling every
business feader to play the Welch role;
lower-ranking cxecutives get other
opportunities. The ability to relate
effectively to other people has become
a major factor in executives’ perfor-
mance reviews. Through such means,
GE is breeding a new generation of
leaders distinguished by the ability to
clicit cooperation from others. When,
years from now, these people rise in
large numbets to the company’s top

. jobs, their example may redefine the

art of management. ®
To order Control Your Destiny or
Someone Else Will direct from the pub- .
lisher. eall 800-223-6834, ext. 9479: from
New York state only, call 212-492-9479.

Feravany

i!v.‘ HWrusrrnrnprs: 81



EXECUTIVE OFFICE OF THE PRESIDENT
OFFICE OF MANAGEMENT AND BUDGET
WASHINGTON, D.C, 20503

March 4, 1993

THE DIRECTOR

OMB BULLETIN NO. 93-09
TO THE HEADS OF EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS

SUBJECT: Deficit Control and Productivity Improvement in the Administration of the
Federal Government ‘

1. Purpase. This Bulletin provides instructions on implementing reductions in
administrative expenses contained in the FY 1994 Budget.

2. Authority. Executive Order 12837, "Deficit Control and Productivity Improvement
in the Administration of the Federal Government”, dated February 10, 1993, specified that:

0 Exccutive branch agencics shall include a separate category for "administrative
expenses” when submitting their budget request to the OMB.

0 The Director of OMB shall resolve all questions regarding the definition of
administrative expenses.

0 Agencies shall submit budgets that reftect the following reductions from the
amounts made available for FY 1993 adjusted for inflation: for FY 1994, no
less than a three percent reduction; for FY 1995, no less than a six percent
reduction; for FY 1996, no less than a nine percent reduction; and for
FY 1997, no less than a fourtecn percent reduction.

0 To the extent that any agency fails to comply with these mandates, the
Director of OMB is authorized to reduce that agency's budget request for
administrative expenses to achieve the appropriate reductions.

These instructions are being issued pursuant to Exccutive Order 12837 and the Budget
and Accounting Act of 1921, as amended.

3. Background. Executive branch agencies are required to reduce administrative
gxpenses to assist in controlling the Federal deficit and improving the administrative
producnivity of the Federal Government.



To calculate the impact of the reduction across the government, OMB used the object
classification data provided to support the January 1993 budgetary statement. The object
class 20 (contractual services and supplies) scrics was used to create a base from which
dollar reductions were dctermined. .

The reductions were subtracted from the baseline for each agency for FYs 1994-1998
and reflected in the approved budget levels provided to cach agency on February 18th,

4, Implementing the Reduction. Agencies are instructed to revise the budget data base
consistent with the required reductions for administrative expenses. Each agency has the
flexibility to allocate the reduction among accounts, functions, and object classes within that
agency, subject to OMB review,

Administrative reductions may be taken from any object class, as appropriate. For
example, if the agency saves money by not purchasing motor vehicles, the agency may take
credit for the reduction even if such purchases are recorded in the object class 30 series.

Dollar savings in personnel.compensation and benefits (object class 10 series) due to
the FTE reductions may not be counted as administrative savings unless (1) the agency’s total
FTE level 1s reduced below the OMB-approved FTE level, consistent with the
implementation of Executive Order 12839, and (2) the dollar savings are greater than the
dollar savings from the personnel reduction dollar savings.

OMB Report. OMB will provide each agency with a report that affirms the total
agency reduction for FYs 1994-1998 provided on February 18ih and the basc from which it
was calculated. The reductions must be met. Neither the base nor the reductions for the
agency as a whole can be changed.

b. Aliocation of Reductions. Each agency shall distnbute the reductions among the
agency's budget accounts, provided that:

0 The agency meets its total reduction in budget authority and outlays and
the account level detail is consistent with the President’s report on "A
Vision of Change for America"; and

0 The reduction is distributed in such a way as to provide the minimum
administrative expenses necessary for the start-up of procram initiatives
by this Admmlslrauon

c. OMB Review. If an agency does not meet its total required reduction in budget
authority or outlays, the Director of OMB shall reduce that agency's accounts to ensure that
the total savings required from the agency are achieved. -



Adjustments may also be made by OMB if the reductions do not provide the
minimum administrative expenses necessary for the start-up of program initiatives by this
Administration,

3. Supporting Information. The President’s FY 1994 Budget will include a summary
table that presents cach agency’s administrative expense base and the reduction amounts for
FYs 1994-1998. Agencies should begin to take steps to ensure that administrative expenses
can be tracked below the agency level, although such information will not be published until
the FY 1995 Budget. OMB will provide further guidance after the FY 1994 Budget is
transmitted, including reporting requirements for the FY 1995 Budget.

6. Effective Date. This Bulletin is cffective imtﬁcdialely. .

7. Inquiries. Inquiries should be addressed to the OMB representative with primary
budget responsibility for the account. ‘




TO: Marla, Elaine
FROM: Bruce

RE: : New Democrat Tour
DATE: March 9, 1993

NEW DEMOCRAT TOUR

COMMUNITY POLICING

Houston

Los Angeles (FALCON program)

Charleston, S.C.

New York City . ;

EMPOWERMENT

Chicago Housing Authority (Vince Lane)

Chicago —- South Shore Bank or Full Circle Bank (microenterprise)
Chicago —- visit privatized city service with Daley

The Atlanta Project

St. Louis — Bertha Gillkey, tenant management

Baltimore (Sandtown) -- Rouse community-based revitalization

WELFARE REFORM

Riverside, Calif. (welfare to work)

New York/Hartford -- America Works (welfare to work)
New Jersey welfare program —— Wayne Bryant
Maryland ~- A¥DC voucher cards

COMMUNITY SERVICE
Boston City Year
City Volunteer Corps (NYC)

EDUCATION REFORM

Minnesota or California -- charter schools

Harlem District 3 or 4 —- school choice

Binghampton, NY (or Arkansas or Oregon) (apprenticeship program)

REINVENTING GOVERNMENT
‘Oregon —— performance-based government (Gov. Roberts)
Phoenix garbage collection —- public union outcompeted private company

L]

Ll
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NATIONAL PERFORMANCE REVIEW
SCHEDULE

Mar Apr May Jun Jul Aug

Decisions v
Kick-off . v
Admin/logistics v v
Baseline v v
(collect)  (sort)
Staffing Y v
(core) (full staff)
utreach A\ v v
(heavy outreach)  (tax day) (heavy feedback)
- Town Meetings v
- Agency Site mtgs v
- Summit v
Processing
- Quick hits _ Y v v_

- Bi-Weckly Team

¥ ¥ ¥ ¥ ¥y ¥ ¥ ¥ ¥ Y Y¥Y ¥ ¥ yvyveyey



NATIONAL PERFORMANCE REVIEW
PROJECT PLAN - TASK LIST

Task Product Beginning End

Decisions on structure/plan

- Organization

- Themes

- Principles

Kick-off l

- Announcement ' 3/3
- Cabinet Meeting '

- VP " - COQOs

- Video teleconference
with bureaucracy
- Team Charge!

Admin/Logistics

- "War Room" & space

- Log-in and reporting system

- $ consultants

- communication system (internal)

Baseline

- GAOQ, 1G, Grace, elc reports
- Develop taxonomy and distribute

Staffing

- calls to agencies
- select team leaders
- consultants (?)



Qutreach

- Publicizing
- *800" numbers
-- VP's address
- E-mail
- Compuserve
- Prodigy
- Town Meetings
- Agency site meetings
- Summit

Idea Proceséing
- Response (substantive or
acknowledgement?)

- Database (7)
- ' “Triage" or sort out

Team Qperations

- Review baseline
Apply principles/criteria
- Engage "experts"

Quality control & Reporting

- Fast-track "quick hits"
- Cross-cutting exercises
- Interim products (7)

- Final report

- Production

Institutionalization




NATIONAL PERFORMANCE REVIEW
STAFFING

Agency Propram Teams (6-10 members)

' Problem: Objectivity
Options:
Lead by higher-level agency staff
OMB, GAO or a Congressional staff member
Consultant member
Shuffle in members from other than pa;rent agency
Cross-Cutting Teams (.3-5 members)
Lead by OMB or GAO
QOutreach
Lead by Vice President st_alff

Comprised of agency public/legislative affairs staff



NATIONAL PERFORMANCE REVIEW
RELATED GROUPS AND MECHANISMS

+

Government:

President” Council on Integrity and Efficiency

- Chief Financial Officers Council

- President’s Council on Management Improvement
Non-Government;

- National Association of Public Administrators

- Citizens Against Government Waste

- Concord Group
L Should these groups be folded into the Task F;:)rce?

L And/or, should they perform separate, yet related tasks?

-



'NATIONAL PERFORMANCE REVIEW
ISSUES

Organization

L What will the Steering Group membership be?

. What is the appropriate organizational placement and role of Task Force
Administrator?

. Concerning cross-cutting programmatic questions, how do we deal with "border
management” control? Is another team appropriate?

o Advisors/FACA issues -- Could advisors to this Task Force be used to force a FACA

decision?

Steering Group

L How will Steering Group deal with ultra-sensitive issues?

° How will role of Steering Group be defined? This will determine how engaged they
are with program groups. If not desirable to have Steering group heavily engaged,
institute PAD-type group to: : -

- filter issues not warranting Steering Group's attention, make decisions on these
issues; and,
- communicate policy direction from Steering Group to program groups; and,

Assorted

L4 How extensive will GAO, consultants (and associated costs), Hill staff presence be in
Task Force’s composition?

o What kind of responses will be given to incoming correspondence? Cursory? Two-

step to include result after project completion? Other?
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NATIONAL PERFORMANCE REVIEW

1. Organization

2. Schedule

3. f’roject Plan - Task i.ist

4. Staffing

5. Related Groups and Mechanisms

6. Issues

Appendices:
- Carter Presidentiefl Reorganization Project
- Grace Commission

- Rivlin Commission

- Sharp Commission
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NATIONAL PERFORMANCE REVIEW

1. Organiz;'ition
2. Schedule
3. Project Plan - Task List
4, Staffing
s, Related Groups and Mechanism;.
6. Issues
Appendices:
- Carter Presidential Reorganization Project
- Grace Commission

- Rivlin Commission

- Sharp Commission ,



Reinventing Government Workplan - March 4, 1993

Week #1 - March 8
VP - Hill Visits, Texas Event
Staff: Begin review and cataloquing of existing government and
outside reports.
Receive OMB Management Staff briefing
Discuss and refine Organization Chart
Design Outreach mechanisms - to civil service, to public.
Interveiw candidates for Administrators
Designate liason persons for Communications, Political,
Congressional and Public Liason
Note - March 11 Senate Hearing

Waaek #2 - March 15

VP - Begin visits with Cabinet officers combined with Management
by walking around events.

Meet with outside advisors - Osborne et.al.

Staff: Continue review of existing reports.
Draft blueprint for review teams
Circulate draft to outside advisors for comments
Hire Administrator & Librarian

Week #3 - March 22
VP - Continue meetings with Cabinet officers, some Management by
walking around, Hill Vigits, Meetings with Auditors and GAO.

Staff: Along with the new Administrator interview and select
members of the agency teams.

Woek #4 March 29

VP: First Meeting with the agency teams re: their mission.
Do cne event that symbolizes what we are trying to do.

. Staff: Set up a system for reviewinglthe work of the agency teams
and estabklish a timetable for reporting.

April: Teams begin the agency review process
Communications, Political, Congressional and Public Liason
Plans in place.

May: Agency review process continues.

June: Internal first draft generated

July: Draft revised and any relevant legislation drawn up.
Congressional strategy and Communications strategy in place,

August: Final draft developed including relevant legislation and
executive orders.
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The broad heading of waste, fraud, and abuse can encompass
a wide variety of reform efforts. The President's Council on
Integrity and Efficiency estimates that if senior agency
gifigials simply managed better, the government could save $17.5
ion.

Three areas that we are familiar with are the government's
nge of contractors and consultants, weapons testing, and
streamlining government programs.

act [e) 8
Issues

* The federal government spent over $90 billion on service
contracts in FY30. This is nearly twice the $47.6 billion that
the government spent in FY80.

* A.large part of the $90 billion is spent on purchasing

‘"commercial activities“ like movwing lawns and maintaining

buildings. Hovwever, anywhere from $4 to $25 billion of $90
billion goes for "consulting services". No_one knows how much
2L 2L} e t B i o' i o J 1Y RBylemg-ic ” e S - Naither
OMB ' noxr the Congress knows exactly where the money is going.
The government's books are not in order. Senator Pryor has
referred to this $4 to $25 billion as an open money sack.

* The government has tried for fifteen years simply to
come up with a working definition of consulting services and has
been unsuccessful to date. : '

* The General Accounting Office and the Inspectors General

.at.DOE and DOD have found that these consulting service

L

contracts cost. anywhere from 20 to 40 percent more than if the
government used in-house workers. Not all of this work could be
done in-house, but on cost effectiveness grounds, much of it

should be.

* Another issue raised by the reliance on contractors is
the fact that they are being used to do sensitive "government®
work. For.example, DOE uses contractors to conduct the appeal
hearings if a DOE employee's security clearance application is

rejected.

Exampleg

* The Star Wars program (SDIO) allows contractors to help
run its contracts office. The contractors actually sit on the
source gelection board that makes the decision on which .
contractor will win the contract. SDI0 also spends thousands of
dollars for its contractors to travel all over the world.

Fl
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* Some agencies have allowed contractors to actually write
the congressional testimony of senior agency officials, often
without the officials knowing about the real source of their
testimony.

* EPA has contractors that draft many of its regulations.
It allows contractors to write official letters of enforcement
that get sent to private businesses. EPA also allows
contractors to help draft the rules under which it will award
contracts.,

* While the RTC will be coming forward with a ragquest for
$25 to $40 billion to finish the SsL bail-cut, it has still not
solved its internal management problems. RTC's contractor
problems are severe. It recently entered into a two page
agreement with one contractor for $25 million. The contractor
copied millions of pages of documents at 67 cents a page. The
going rate for copying is ahout 10 to 15 cents & page. The RTC
has over 95,000 contractors and has never been able to account
for its contract dollars.

*+ Lagt year, an OMB Swat Team reviewed a large sample of
federal contracts and found that the government could save
millions by doing a better job of managing contracts on the
front end and auditing them more diligently when they are
completed. s

Solutions

. * Create a line item for consultant spending. In a
February 10 press release regarding government waste, President
Clinton announced he was going to require itemization of
administrative costs, including consulting and contracting. .
Senator Pryor successfully amended the FY93 Labor Appropriations
bill creating a line item for consulting services. The law
kicks in for the FY$4 budget submission.

* (Create a Contractor Review Board. OMB can establish a
‘Board to review each agency's contracts. The review should be
an in-depth scrutiny, requiring the agency to justify the need
to hire more expensive contractors, particularly in light of the
tough badgetary climate.

*+ President Clinton can ask Congress to include sunset
provisions in any legislation creating a new program. The
period should be long enough for the program to get up and
running but short enough not to create yet another entrenched

bureaucracy.
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Neapong Teating

Iesuyes

* In 1983, Congress created the Office of QOperaticnal Test
and Evaluation {OT&E) within the Defense Department to force
some manner of impartial testing onto the services. The
creation of the office was vigorously opposed by the Reagan
Administration. OT&E has not been as rigorous as a "junk yard
dog" in ensuring completely independent testing as its creators
had hoped.

Solutions
!

* This is an area where President Clinton could ask vhy
this "fly before you buy" testing idea hasn’t been leaped on by
DoD as a way of both protecting the soldiers and sailors
affected by faulty weapons and protecting the taxpayer from
unnecessary spending. President Clinton could simply embrace
the concept and highlight its importance.

Streamlining
Insues

* In almost every area of government, there are multiple
programs and multiple agencies responsible for any issue. For
example:

- We spend $2.7 billion on export promotion programs. Ten

‘ different agencies have responsibility for export
promotion and the funds are not allocated on the basis of
any government-wide strategy.’

- DoD employees affected by downsizing and - base closures
are being prevented by the multiple bureaucracies from
taking advantage of all the programs designed to help
them. The Army, the Air Porce, the Navy, the Office of
the Secretary of Defense, DoD's Office of Economic
Adjustment, OPM, the Labor Department, the Commerce
Department, the Small Business Administration and the
Transportation Department all share some responsibility.

Solutions

* Begin, as Secretary Reich has already in training
programs, to streamline the overlapping areas. Some of the
overlap is within departments which may be slightly easier to
address first.

* In addition, suggestions have been made to re-arrange
locations 6f different functions; for example, fold the Arms
control and Disarmarment Agency into the State Department.



REINVENTING GOVERNMENT EVENT
WEDNESDAY, MARCH 3

WHAT WE NEED

1. Statement for Clinton Alan Stone
2. Statement for Gore Marla Romash
3. Fact Sheet on Audit, etc. ' Julia Moffitt
Bruce Reed
4. Congressional Support 1 Paul Weinstein
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NATIONAL PERFORMANCE REVIEW

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

The Texas Model

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

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

A National Performance Review !
At the national level, a Texas-style audit would look like this:

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 functional
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 layers of management, reduce duplication of effort, treat
taxpayers more like customers, and make government more responsive to the
people. Each team would review existing analyses of government practices and
past efforte 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 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 reorgamzatlon authority, which would give the audit greater
latitude to recommend sweeping changes. This legislation would not be crucial to
the audit's success, but it is vital to our long-term efforts to reinvent government.

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

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

The audit should be part of a broader Campaign to Reinvent Government,
which might include leglslatnon enabling us to unplement
* civil service reform;
* performance-based budgetmg* and
* "government enterprise zones" that would waive the ru]es for
managers at selected federal agencies.
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NATIONAIL PERFORMANCE REVIEW CHECKLIST

Talk to Counsel re volunteers (esp. Sharp)
alk to Eller/Watkins re 800 number
ecision memo for Rasco/BC

Organization?

: -- Members: VP? OMB?

—-— Work Plan; Groups -

_ -- Hill Advisors: sponsors?
Consult with Hill staffs plus Rosty, '

List of egregious examples to point to

Call 3»9 ve Ro ds
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801) 724:0328
February 23, 1953

To: Mark Middlat%n

From: Frank Thoﬁas

|
Re: DP's Contra&t Review Board Idea  FAX #456-6424
i

!

!

|

!
Mark, |
Pryor’'s letter to Panetta follows. The Senator thinks
it's an idea which has some merit in examining waste in
government. Letime know if you need anything on this end.

Thanks .
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The Honorable Leon Panetta
Director

Ooffice of Munagement and Budget
Old Executive Office Bullding
waghington, D. cl 20503

Dear MEN\DPa %

I am writihg to express my concerns about the government's
extensive reliahce on contractors and consultants. As you know,
I have looked at this issue for the past fourteen years. It
involves a number of 1ssues including cost, conflict of
intereat, waatd, and, the concept of inherently governmental
functions, As E result, there have been some initial steps
taken to address the issues of conflict of interest and who
should apprnpriaraly parform sengitive government functions.

However, diven the need for tough budget reductions, I
think it is necessary to reviaw the $90 billion the government
spends on aarvrce contractsa. Federal spending on these
contracts has actually doubled in the past decade and is the
fastest. growing area in government procurement. I believe that
tha Office of Management and Budget should establish a Contract
Review Board to take a hard, close look agency-by-agency of
every contract ‘awarded. The agencies should have to justify
each contract, axplain why it is necessary in these tough
budgetary times to continue to rely on a private sector
workforce, and consider more cost effective ways of getting the
job done. The Contract Review Board could include
representatives from the various agencies and the Inspectors
General. leen the President's goal of cutting administrative
costa by 4% ouor ths naxt four years, I believe timely action
by the Review Hoard would greatly aid that effort. I would be
happy to work with you to implement any Board recommendations.

Consistent with the effort to reduce government spending, I
believe we need to examine whether all new programe should
contain an autcomatic sunset provision which would require the
Congress to re-examine the effectiveness and the need for the
program after four or five years. This would allow the program
to get up and running but would not ba a blank check for the
establishment ﬁf yet another entrenched government bureaucracy.

1
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Pebruary 23, 1

i
|
i
!
!
The. Honozable Lgon Panetta
983 :
Page Two I

*.

| .
I would appreciate hearing your views on these suggestions
and look forward to working with you on these and other
matters. ;

Sincerely,

f

!

| L
| -~

E ' Dal Pryor

DP/kaw ;
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IN THE SENATE OF THE UNITED STATES

. KRUEGER introduced the (ollowing bill; which was read twice and referred
to the Committec on

A BILL

provide for a Special Assistant to the President to con-
duet a Federal performance audit and review, and for

other purposes.

Be it enacted by the Senate and House of Representa-
tives of the United States of America in Congress assembled,
SECTION 1. SHORT TITLE,

This Act may be cited as the "Federal Efficiency Im-
provement Act of 1993".

SEC. 2. FEDERAL PERFORMANCE AUDIT AND REVIEW.
(a) SPECIAL ASSISTANT TO THE PRESIDENT.—(1)

No later than 30 days after the date of the enactment



02-26-93 05: 167K

13
14
15
16
17
18
19
20
21
22
23
24
25

F2OM SENATOR KRUEGER T0 94581739 PB03/008

—y

-of this Act, the President. shall appoint a Special Assistant
to the President for the Improvement of IFederal LEffi-
ciency (hereafler in this Act referred to as the “Special
Assistant™) 1o serve within the Executive Office of the
President. The Special Assistant shall conduct the Federal
‘Performance Audit and Review descrtbed under subsection
(L),

-(2) The Special Assistant shall establish a staff of
no more than 200 persons, that shall be composed of Fed-
eral employees who are—

(A) selected by the Special Assistant based
upon experience and expertise in auditing or inves-
tigation of Federal programs and agency activities:
and

(B) detailed to serve on such staff—

(1) without reimbursement to employing
agencies;

(1) with the approval of the head of the
agency of each such emplovee; and

(iii) without interruption or loss of il
service status or privilege.

(3) No employee detailed under paragraph (2) may
remain on such detail after the date occurring 30 days

after the date of th: submission of the final report under

section 3.
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(4) The Special Assistant may secure divectly from
any Pederal department or ageney sueh information as the
Special Assistant considers necessary o carry out the pro-
visions of this Act. Upon request of the Special Assistant,
the head of such department or ageney shall furnish sucl
infurmation to the Special Assistant.

(3) The General Accounting Office and the Inspectars
General as defined under section 11(3) of the Inspector
Geueral Act of 1978 (5 U.S.C. App.) shall provide such
support services as the Special Assistant may require, in-
cluding the detail of employees and the furnishing of infor-
mation under paragraphs (2) and'(Q) to the greatest ex-
rent as provided by law. |

(b) FEDERAL PERFORMANCE AUDIT AND REVIEW.—
The Special Assistant, in conducting a Federal Perform-
ance Audit and Review, shall—

{1) examine any Federal program or activity of
an agency and make recommendations for improving
efficiency and effectiveness;

(2) review all applicable: reports, analyses, and
studies conducted by the General Accounting Office,
including the General Accounting Office 1992 wan:
sition series, to avoiq duplication of studies and se-

lect programs and activities to audit and review:
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(3) propose savings by restructuring imeentives
to motivate Federai:enmlo_\'ees:

(4) propose aétions to haprove the efficiency
and quabty of services delivered;

{5) propose aetions to restrucinre Government

organization to provide for long-term efficiency and

savings;
{6) study the Federal Government by funetion,
not by agency structure, to avoid an unintentional
bias in favor of the status quo;
(7) establish a special team to study Govern-
ment-wide issues such as procurement and person
nel;
(8) establish a telephone line for public com-
ment and hold regional public meetings to increase
public input; and
(9} study ways to improve the effectiveness and
to increase the independence of Inspectors General
in Executive agencies. |
SEC. 3. FINAL REPORT. -

No later than 6 months afler the date of the enact-
ment of this Act, the Special Assistant shall snbmit a final
report to the President and the Congress on the Federal

Performance Audit and Review conducted under this Act.

Such report shall include—
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{1) detmiled findings:

(2) recommended actions to be taken by the
President, including specitic ‘rescissions of budpet
authority to mmplement the recommendations result-
ing (rom the audit and review; and

(3} proposals for legislation to implement such
recommendations.

SEC. 4. RESCISSION PROPOSALS,

No later than 60 days after the submission of the
final report under section 3, the President shall submit
such rescissions of budget authority under title X of the
Congressional Budget and Impoundment Control Act of
1974 (2 U.S.C. 681 et seq.) as he determines necessary

to implement any recommendation in such report.
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AL MUDOR GRORTW, WRLIAM v, ROTH, Jo. DELAWARE
) Nam LIV, MICHIGAN TED ETEVEMS, ALASEA
Jint BASEER, TENMERSEE WILLLAM B. COWEN, MLaINg
%mem ' I"”&I‘_‘ B WJCWAN, W HANDTY R .
i e TSI W nited States Senate
. mmt'a. ATASF pIAECTDN COMMITTEE ON
FRANCLIN G POLK MINORTY STAFF DIRICTGR M CHFEF COUNSEL GOVERNMENTAL AFFAIRS
WASHINGTON, DC 20610-8250 éw
February 23, 1993 . ;Z;Z
| 7 ﬂf/’“
. /Lﬂxf”ﬁ/ 0’~/ Z7%
The Honorable Leon Panetta . fébxﬂ
Director

Office of Management and Budget )?M
0id Executive Office Building /ﬂ
Washington, D.C. 20503 ;

¥

Dear M \Pa a: .

I am writing to express my concerns about .the government's
extensive reliance on contractors and consultants. As you know,
I have looked at this issue for the past fourteen years. It
involves a number of issues including cost, conflict of
interest, waste, and the concept of inherently governmental
functions. As a result, there have been some initial steps
taken to address the issues of conflict of interest and who
should appropriately perform sensitive government functions.

: ,Howevar;ﬁgiven:thefneed:for:tough:budgéf:fﬁauctions,:1
«think=it-is-necessary-to-review -the-$§90-billion;the-government
«spends. on serv1ce contracts.““Federal*spending -on- 1:.h¢=_'se~-=L

fastggg_ggg!éggmareawln governmentIprocurement. I belleve that
the Office of Management and Budget should establish a:Contract_ =
Review .Board-to-take-a-hard; close~lcok-agency=by-agency-of
every-contract”awarded The agenc;es should have to justify
‘@ach contract, explain why it is necessary in these tough
budgetary times to continue to rely on a private sector
workforce, and consider more cost effective ways of getting the
job done. The Contract Review Board could include
representatives from the various agencies and the Inspectors
General. Given the Presldent's goal of cutting administrative
costs by 14% over the next four years, I believe timely action
by the Review Board would greatly aid that effort. I would be
happy to work with you to implement any Board recommendations.

Conszstent with the effort to reduce government spending, I
believe we need to examine whether all new programs should
contain an automatic sunget provision which would require the
Congress to re-examine the effectiveness and the need for the
program after four or five years. This would allow the program
to get up and.running but would not be a blank check for the
eatabllshment:of yet another entrenched government bureaucracy.

L 1
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Thae Honorable Leon Panetta
February 23, 1993
Page Two

I would appreciate hearing your views on these suggestions
and look forward to working with you on these and cther

matters,
Sincerely,
4 -
’
]
Da Pryor

DP/kaw ‘
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PENSION BENEFIT GUARANTY CORPORATION

A OFFICE OF THE EXECUTIVE DIRECTOR

€ -

=

a February 17, 1993

=y, Dear Bruce,

%; Thanks for taking time yesterday morning to

’,;:-" . discuss "reinventing government."

Attached is a letter I wrote recently for the

o OMB team which covers some relevant issues.

o I will put additional thoughts in writing and

BN look forward to seeing you next Monday at 3.

'.;:‘. / '

N Sincerely,

i .

7 - . 0

3 . ' “Jo~ W“‘\o‘ .r(’k

. 4 fordon James L. Wolbarsht

gf-v-f " Deputy Executive Director

o et Glon, Camplall, and Chief Financial Officer
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JAMES L., WOLBARSHT
£111 JEFFRRION DAVIS IWY,
POST CFFICE BOX 15070
ARLINGPON, VA £22118

(7034 41R-3000
January 6, 1993

Joseph J. Minarik
Policy Director

!
Committee on the Budget
U.S. House of Representatives _
220 House Annex One

Washingtcon, DC 20515-6065
Dear Joe:

This letter follows up on our chat this morning. But first, a
reminder that I'm not seeking a job!

Having served in ten departments and agencies during three admin-
istrations of both parties over 23 years, it is hard not to have
a few well-intentioned thoughts as I depart town.

For the past two years I have served 'as Chief Financial Officer
of the Pension Benefit Guaranty Corporation, a billion-dollar
federal corporation with unauditable books when I arrived. My
time as a member .of the first "class" of federal Chief Financial
Officers has solidified my thinking on federal management issues.
They are both a big prcoblem and a big opportunity for the Clinton
Administration. '

The key issue, which strikes me as a critical one for Director-
designee Panetta, is that "management" has, for years, taken a
back seat to "policy." In the case of OMB, reference is often
made to the "silent M." It isn’'t understood or perceived as

important, despite its inclusion as "half" of the agency title.

Why should a "policy" director such as yourself or a Director-
designee such as Chairman Panetta care? The short answer is that
making pelicy is only the first step in dealing with any issue,

Without successful implementation there are no results.

In an enterprise as large as the U.S.'government, "management"
encompasses the range of mechanisms by which policy decisions of
the President are translated into action by the bureaucracy.

The American public knows that American government doesn’t work
smoothly ~-- and legislative/executive branch cooperation will
certainly aid in the initial stages of policy development. But,
in the end, those policies must still be handed over to some
large and unwieldy bureaucracies for implementation.
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OMB must be the focus for this cluster of issues. Having each
Cabinet officer try his or her own approach just doesn’t work!
Attempts by standalone CFOs, for example, to quantify activity in
program shops despite routine resistance does not result in an
effective outcome. .

Effective private CEOs (and successful public oneg) seek tested
approaches to develop strong financial staff functions which
become critical "eyes and ears"” for top management. It doesn’t
happen by itself. When it doesn’t in private business, firms go
bankrupt! In Washington, we just print more money.

In the context of the Clinton Administration, let me toss out two
thoughts:

1} The CFOs are the onl ede officials capable
of developing cost/benefit information with which
decision-makers can address programmatic trade-
offs in a resource-constrained environment.

2) If Mr. Perot received 20% of the popular vote (in
part} by demanding more business-like government,
what better {and what other tool} than the CFOs
as a focal point for buginess-like government in
the Clinton Administration.

I mentioned these thoughts to Congressman Jim Jones, the current
Chairman of the American Stock Exchange, whom you will recall as
Chairman of the House Budget Committee. He said that he
"certainly agreed with them." But some work needs to be done
during the Transition to make them become a reality. A visgion is
needed of what Chairman Panetta wants to bring to the Director
position in terms of improved federal.management -- before
appointments begin to be made. E

The "program sponsor" for the CFOs is the Deputy Director for
Management at the Office of Management and Budget, and his number
two is the Controller of the Office of Management and Budget.
These two political appointments are key to the entire program.
Obviously, who these individuals should be depends on the new
President’s {and new Director’s) vision of the jobs and his view
of the tasks to be performed by the incumbents.

Having watched several transitions in my own two decades in and

out of public life, I discern a recurring mistake when pogitions

are filled with good people before the requirements of the job
are carefuily defined. The result is what I like to call the
*right" people in the "wrong” job. Thig type of mismatch is

often fatal.
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Not all brilliant attorneys would be best suited to act as a
departmental General Counsel. Such legal positions can often be
more demanding of managerial ‘skill than of analytical prowess.
While some jobs are "think" jobs, and others are more like
"factory manager" jobs. Step One - the OMB transition needs to
develop a vision of what good federal management means and of
what good federal financial management means!

Beyond that basic, there is much to be done to ensure that all of
the CFOs are appropriately qualified to take on the tasks to be
demanded of them. Of this first "class" of CFOs (as with the
original group of Inspectors General} it has been opined by many
that the positions took on a variety of flavors in different
departments and agencies, and that the incumbents had widely-
varying qualifications for the job. Very true. Step Two - the
degignated Deputy Director for Management and the Contrecller need
to outline the type of gqualifications that they think appropriate
for incoming CFOs in federal organizations. More than the words
"good managers" are needed in the position descriptions.

This needs to be coordinated with Presidential Personnel, with
the Cabinet, and with the interested committees in the Congress.
There are related issues to be tackled such as whether non-
political CFOs should remain in some major departments. I must
tell you that this is a key debate which requires early
resolution. I could argue both sides for you ad infinitum: CFOs
and numbers are not political by nature...alternately that
effective CFOs must be inextricably linked to their Cabinet
officers and intimately involved in programs, etc. But someone
needs to study the issue and establish a template which supports
the new Cabinet in making good choices which will also provide
the kind of federal financial organization that 1 would hope that
the President will demand.

The OMB transition team needs to be designated to address this
issue and to provide guidance to Presidential Personnel and to
the Cabinet on filling the posts. The alternative is a series of
independent decisions made by well-intentioned folks with their
own distinct agendas. The result will be a team that is less
complete, less strong, and which can not provide the crosmss-
corporate (i.e., cross-executive branch) strength behind the OMB
Director and the President that could otherw1se exist. Why not
do it right from the start?

Parenthetically, I know of two separate proposals to the
Transition (both from former high-level Carter Administration
officials} to address the next stage of this approach through
training for the new top officials. Harvard’s Kennedy School has
run courses for years for national security officials. A number
of folks, including me, think that something needs to be provided
for the incoming officials on the management side of all agencies



f

Page Four

and departments. This program might include an update on all of
the statutory changes of the last 12 years including the Chief
Financial Officers Act, the Federal Managers Financial Integrity
Act, etc. Such programs should expand into ongoing professional
training and education for top financial and management officials
in the government. The OMB team should look at these propesals.

These are normally the types of issues that get bypassed in the
search for good policies during the first hundred (or so} days of
a new Administration. The Transition, to my understanding, has
only "policy” clusters. None exist on management issues or on
cross-cutting issues in the government. They certainly would be
part of any study of a major multi-national corporation. Why
should they not be addressed here? Likely most folks are arguing
for jobs based on their abilities at making "policy." What about

those whe can get things done? In the long run, the ability to

implement the President‘s poli choices will ad to the success

or failure of the Administration. That’s what good management is
all about.

There are some related points which I will mention only briefly
here. 1In an increasingly resource-constrained world, the
government needs to focus more on results rather than on
regources as at present. One reason for this misdirected focus
is certainly the lack of data on which to make better-informed
judgements. The CFOs can be key to shifting this paradigm in
Washington and in America, but they will need some centralized
support from OMB to effect such a change. Federal budgetary
accounting is cash based, and so arcane, that it is not well-
suited (if at all suited) to providing the kinds of information
that decision makers should demand.

The entire theme of quality in government has been barely touched
upon. This administration relocated the Federal quality effort
from the Office of Management and Budget to the Office of
Personnel Management. This one action speaks volumes about why
the "M" gside of OMB remained so weak on a comparative basis with
the "B" gide. The focus has been on rescurces, not on results,
in the way that it must be going forward. You surely can‘t
discuss "reinventing government" without considering quality.

And you can’t address quality issues across the government from a
small bureaucratic outpost,

A recent book by the Council on Excellence in Government entitled
the Prune Book, "The 45 Toughest Financial Management Jobs In
Washington, " would certainly stimulate the mind of whoever is
tasked tco address these issues. 1t identifies many of the key
ones, provides some background, and is notable to informed
readers by the issues that are not currently being addressed.
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My parting caution is a lesson I think I've learned from watching
Washington through five administrations and serving in three --
that once all the key people. are in place, it’s too late for such .
reflections. If the Clinton Administration wants to address such
matters, it must start very, very soon. .

While "people are policy," and picking good people is the
cornerstone of the effort, any boss wants to get the "right
people in the right jobs." This means first identifying the
tasks to be performed, in advance, and then picking people with
the right skill sets. This may be the immediate critical role of
OMB in the process. It must happen at different levels. The
skills needed to be an effective Deputy Director for Management,
at OMB may not be the same skills needed to be a good CFO. Has
anyone written the position descr1pt10ns° Has anyone given the
Director-designee any options in these areas?

For an organization to function effectively, the boss must also
" ensure the proper organizational structure and functional inter-
relationships which enhance the ability of the incumbents to
operate effectively. 1In short, do you want a disorganized group
Oor a precision ‘team? Has anyone considered the ability of a
properly-designed financial structure within the Executive Branch
to provide the same type of support to the ultimate CEQ, the
President, that the head of an ITT or Nestle might receive from
his financial organization? Has anyone written position papers
on how to implement such a concept within the beltway? The new
OMB transition team needs to get involved now. '

Enough from my scapbox. If you’d like to chat further or you
would like me to chat with someone else, give me a ring. I can
be reached at PBGC (202-778-8810) days or evenlngs at the -
letterhead number.

Joe, It‘s hard to get off a "good government" kick after two
decades. I‘d just like to see the concept addressed seriously.
I'd like to think that there’s a way to contribute the experience
{and mistakes) of two decades around here before I run off to
make some money.

Thanks for "listening." 'With best thoughts.

Sincerelx yours,

James .. Wolbarsht

attachment
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James L. Wolbarsht
Deputy Executive Director and Chief Pinancial Officer
Pension Benefit Guaranty Corporation

Mr. Wolbarsht is Deputy Executive Director and Chief
Financial Officer of the Pension Benefit Guaranty Corporation
(PBGC), a self-financing government corporation that provides
insurance for defined benefit pension plans nationwide. The PBGC
administers two insurance programs covering nearly 40 million
workers in 85,000 pension plans. i

As Chief Financial Officer he provides direction to and
oversight for all of the Corporation’s financial programs and
systems, ‘These include the areas of financial policy and
operations, financial planning and budgeting, premium operations,
information resources, executive information and reporting systems,
management controls, procurement and investment management. As CFO
he manages an administrative budget exceeding $100 million, annual
revenues exceeding $1 billion, and investable assets approaching
$6 billion,

Mr. Wolbarsht has more than twenty years of financial -
experience in both the private and public sectors, most recently as
President of DEFCON, Incorporated where he arranged several
international joint ventures. Previously he managed capital
budgeting and led the mergers and acquisitions group at General
Dynamics Corporation. He began his career as a planning officer
with Mellon National Corporation. _

On the public side he was Staff Director for the President’s
Commission on Industrial Competitiveness in the Executive Office of
the President. He has advised numerous federal agencies including
the Departments of State, Defense, Treasury, Transportation,
Commerce and the Environmental Protection Agency. He has served as
an expert on management for the U.S. General Accounting Office.

Mr. Wolbarsht received an A.B. with honors from Harvard
College and an M.B.A. from the Harvard Business School. He served
as a Lieutenant in the U.S. Navy and resides in Arlington, Virginia
with his wife and daughter.
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REINVENTING GOVERNMENT

thoughts by Jim Wolbarsht
updated February 22, 1993

As' President Clinton said in his State of Ehe Union megsage,
the American people do not have confidence in how their
government works. They expect better value for their money.

The American people will not make necessary sacrifices for
the good of the Country if they don‘t believe that their hard-
earned tax dollars are being well-spent,

The American public perceives the federal bureaucracy as being
reactive, inefficient, wasteful, sluggish, and unacccuntable
to the American people. In general, the public perceives a
"lack of responsibility" on the part of its government.

Having departments and agencies which "work” well is critical

to the success of the President, because making policy is only
the first half of his battle. Policy must be executed well to
have impact. The Public wants "results," not good intentions.

Every one of us has his/her own unsatisfactory experiences in
dealing with government. The real barometer of success in
in "reinventing government" will be a new public attitude.

The "sad" part of this problem is that all of our departments
and agencies are staffed by the same well-meaning workers who
are so disenchanted with government. This must mean that we
can change the environment and thereby change the results!

If we keep doing what we’ve always done, we’ll keep getting
what we’ve always gotten -- a government that does not "work"
uniformly well. .
By thoughtful application of new "human rescurce technologies"
government can expect to achieve the same positive results
that successful private firms have used to compete and "win"
in the global marketplace.

The White House needs to take the lead on this issue, because
it is a "cross-cut." The management side of OMB must play, as
must the Office of Persconnel Management (including its Federal
Quality Institute) and the Presidential Personnel Office.

It is necessary to get the Budget ,side of OMB working together
with the Managewent side, and very specifically in support of
this new concept. This has been much easier said than done.

One underlying theme should be "empowerment” of the workforce,
but the related concepts of "incentives and disincentives" to
behavior are critical. When "good" workers behave in dsyfunc-
tional ways, it is necessary to look at behavior motivators.
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Among the c¢ross-cutting federal systems that must be addressed
are persconnel classification, position management and the
federal acquisition regulations. These are complex topics.

A supportive effort would put new emphasis on improved federal
financial management. As Ross Perot stated in response to the
President’s State of the Union message, "the numbers are so
sgquishy" that it’s hard to tell how we’'re deing.

There is the obvious importance of creating department-by-
department financial statements that c<an be consolidated into
a real government-wide financial statement. It would be like
having a real household budget for the first time.

There is an equally critical need for "performance measures."
In a resource-constrained budget environment, the only way to
make other than "emotional" decisions on spending is to have

some type of quantification in support of decision-making.

This is very difficult in some programmatic areas. But it can
sometimes be shown that the high costs of prevention are far
less than the later spending necessary for the "cure." Cost/
benefit analysis is beneficial in making program tradeoffs.

These types of analysis will only be available through much
improved financial organizations across the government. The
Deputy Director for Management at OMB must step up to the role
of "program sponsor” for the Chief Financial Officers, and be
ready to provide support for them with their Agency Heads.

There are several key steps that need to be taken now. The

firgt is assignment of responsibility for "“reinventing” and
related themes to a senioxr official on the White House staff.
This needs to be someone who can effectively coordinate such
senior staff as the Director of Presidential Personnel and
the Director of the Office of Management and Budget.

The "champion" for this program needs to be in a position to
work across the Cabinet to ensure that successful initiatives
are quickly replicated, and that identified problems are
equally-quickly shared and resolved. Intra-departmental
communications will be critical to success.

As noted earlier, people are ancther critical key to success
of a "reinventing program.” As Task Forces are established
from different agencies, the participants need toc be those who
are in key roles within their own agencies and thereby able to
ensure support in the "field" thrcocughout the process. Both
career and political types need to participate throughout.
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The role of Presidential Personnel in conjunction with the
Cabinet and the designated program "champion" can not be over-
emphasized. Finding staff at the Assistant Secretary level
that is intellectually aware and emotionally understanding of
the tencr cof the "reinventing effort" will make a measurable
difference in the likelihood of success.

Tom Peters, author of many respected management texts, sub-
titled a recent volume "Handbook for a Management Revolution."
His point is that some types of change are not inherently
incremental, but guantum. Unfortunately, this is exactly
contrary to the way that bureaucracies normally work.

Change of any magnitude, let alone rapid change, is unsettling
to human beings. Being human, people tend te resist it, even
when they are "intellectually" in agreement. This affects the
potential success of a program, because inertia in the federal
bureaucracy is well-documented and the '"system"” hasg ocutlived
most prior efforts at reform.

The implication is that action must begin immediately and with:
enough wvisibility to signal that President Clinton is firmly
behind constructive change in the operation of the government.
Like any large and stakle (although not necessarily optimal)
system, the government is easily capable of defeating modest
efforts to overcome its inertia.

As the old saying goes, "when you’'re up to your behind in
alligators, it's hard to remember that your objective is to
drain the swamp." Given the exceptional demands of running a
government, it is far easier to get into a reactive mode than
it is to stay proactive and focused on longer-term results.

Initial efforts should be focused on problem identification.
This can be done by a task force of career staff on detail to
the project. But the civil service has existing values which
will preclude recognition of all issues that matter. There
tends to be a focus on "level of effort" rather than results."
This mandates the inclusion of external facilitators early on.

The second stage must develop implementation plans complete
with baselines and tracking mechanisms to determine progress.
Organizations targeted for change must be held accountable,
both at the political and the career level, to the extent of
rewriting performance standards to reflect new expectations.
Without this "incentive," a strong pressure to continue old
and dysfunctional behaviors will remain in place.

This entire effort should be initiated and designed to show
dramatic change by the end of c¢alendar 1%54. After that,
steps should be taken to institutionalize the program and
make it self-sustaining.
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SELECT COMMITTEE ON AGING {819} 3881948

DEPUTY MAJORITY WHIP AT LARGE

Congtess of the Wnited States
Houge of Repregentatibes

February 18, 13993

Mr. George Stephanopoulos
Director of Communications
The White House

1600 Pennsylvania Avenue
Washington, D.C. 20500

Dear George,

The President did a good job last night and I believe we are
off to a strong start.

To follow up on our conversation, I am enclesing the letter I
recently sent to the President regarding a formal or informal
commission on federal waste.

I hope that you will call on me if I can be of help in
addressing this critical issue.

Si ely

~

BART GORDON
Member of Congressg
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Congress of the Wnited States

THousge of Repregentatives

February 16, 1993
The Honorable William J. Clinton .
The White House :
Washington, D.C. 20500

Dear Mr., President,

I once again want to thank you for the invitation to
yesterday’s White House meeting.

While that meeting is still fresh in everyone’s mind, I want
to expand on the point I made yesterday concerning a presidential
commission on waste and mismanagement.

The recent announcements of White House staff cuts and
acrosgs-the-board reductions in departmental administrative costs
were important in terms of both substance and symbol.
Nevertheless, building credibility with the American people
requires even bolder action because the public does not trust how
the government is spending current resourxces.

That is exactly why I urge you to create a presidential
commiggion with the mission of "re-inventing" the federal
government from top to bottom.

This proposal warrants your attention because bureaucratic
mismanagement and waste will undermine your most important policy
initiatives. I am familiar with two programg where this painful
fact is especially true -- Pell Grants and Head Start.

Many elected officials and education experts understand the -
student loan default problem, but few realize that the Department
of Education’s management of the Pell program is even worse. The
Department cannot determine whether a single student who received a
Pell Grant ever graduated, got a job, or even atténded the first
day of class. Billions of dollars have been wasted.

Head Start-is one of our best programs, but we have scores of
bad-apple Head Start contractors -- misusing funda and failing to
provide service. Last year I found that the Department of Health
and Human Service’s administrator for children, youth and families,
the top Head Start administrator, does not even have direct .
authority over the regional offices which actually run the program.

It can take years to remove even the worst contractors from Head
Start. {

These two programs represent opportunity and hope to millions
of Americans, but they also represent places in our government
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The Honorable William J. élinton -- Page 2

where your new funding initiatives must be accompanied by
efficient, common-gense management.

You already have at hand some of the resources for a strong
commisgsion: key GAQO officials and inspectors general as well as
pro-Adminigstration business leaders who have already managed
difficult downsizing.

1

I would add Postmaster General Marvin Runyon to this panel.
While there is little doubt that he "breaks some eggs to make an
omelette, " Mr. Runyon has already shown fundamental change can
happen in the federal government management structure.

Unlike the Grace Commission or other such groups that have
made OVEISlght and waste recommendations in the past, your
commigsion should look for ideas to help needed federal programs
work better, not excuses %or killing programs en masse.

The commission would lalso provide a means of broad public
input -- a chance for Americans to see their own role in improving
the federal government.

I would very much like the opportunity to help you make a
presidential commission on federal waste and mismanagement a
reality and to see that the commission becomes a credit to your
service as President.

In closing, I want to add;that, Il make these recommendations as
one who places great trust dn’ your ability and judgement. I am
fully committed to doing” what I can to make your Administration a
resounding success.‘ e dﬁ i
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REINVENTING GOVERNMENT

thoughts by Jim Welbarsht
updated February 22, 1993
{

As President Clinton said in his State of the Union message,
the American people do not have confidence in how their
government works. They expect better value for their money.

. ' |
The American people will not make necessary sacrifices for
the good of the Country if they don’t believe that their hard-
earned tax dollars are'!being well-spent. ,

The American public perceives the federal bureaucracy as being
reactive, inefficient, wasteful, sluggish, and unaccountable
to the American people. In general, the public perceives a
"lack of responsibility" on the part of its government.

Having departments and lagencies which "work" well is critical
to the success of the President, because making policy is only
the first half of his battle Policy must be executed well to
have impact. The Publﬁc wants "results," not good intentions.
Every one of us has his/her own unsatisfactory experiences in
dealing with government. The real barometer of success in

in "reinventing governqent“ will be a new public attitude.

The "sad" part of this problem is that all of our departments
and agencies are staffed by the same well-meaning workers who
are sco disenchanted wlth government. This must mean that we
can change the environment and thereby change the results!

[
If we keep doing what we've always done, we’ll keep getting
what we’'ve always gotten -- a government that does not "work"
uniformly well. X

By thoughtful application cof new "human resource technologies"
government can expect to achieve the same positive results
that successful privatel firms have used to compete and "win"
in the global marketplace.

I
The White House needs to take the lead on this issue, because
it is a "cross-cut." The management side of OMB must play, as
must the Office of Personnel Management (including its Federal
Quality Institute) and the Presidential Personnel Office.

It is necessary to get the Budget.side of OMB working together
with the Management side, and very sp801flcally in support of
this new concept. Thls\has been much easier said than done.

Cne underlying theme should be "empowerment" of the workforce,
but the related concepts of "incentives and disincentives" to
behavior are critical. ‘When "good" workers behave in dsyfunc-
tional ways, it is necessary to lock at behavior motivators.



Page Two

|
i

Among the cross-cutting federal systems that must be addressed
are personnel classification, position management and the
federal acquisition regulations. These are complex topics.

|
A supportive effort would put new emphasis on improved federal
financial management. {As Ross Perot stated in response to the
President’s State of the Union message, "the numbers are so
squishy" that it’s hard to tell how we’re doing.

There i1s the obviocus importance of creating department-by-
department financial statements that can be consolidated into
a real government-wide financial statement. It would be like
having a real household budget for the first time.

1
There is an equally critical need for "performance measures."
In a resource-constrained budget environment, the only way teo
make other than "emotional" decisions on spending is to have
some type of quantification in support of decision-making.

1
This is very difficult 'in some programmatic areas. But it can
sometimes be shown that the high costs of prevention are far
less than the later Spendlng necessary for the "cure." Cost/
benefit analysis is beneficial in making program tradeoffs.

These types of analysis will only be available through much
improved financial organizations across the government. The
Deputy Directer for Management at OMB must step up to the role
of "program sponsor" for the Chief Financial Officers, and be
ready to provide support for them with their Agency Heads.

There are several key sEeps that need to be taken now. The
first is assignment of responsibility for "reinventing" and
related themes to a senior official on the White House staff.
This needs to be someone who can effectively coordinate such
senior staff as the Director of Presidential Personnel and
the Director of the Office of Management and Budget.

The "champion" for this?program needs to be in a position to
work across the Cabinet to ensure that successful initiatives
are quickly replicated, K and that identified problems are
equally-quickly shared and resolved. Intra-departmental
communications will be ?ritical to success.

As noted earlier, peoplé are another critical key to success
cf a "reinventing program " As Task Forces are established
from different agencies, the part1C1pants need to be those who
are in key roles within their own agencies and thereby able to
ensure suppcrt in the "field" throughout the process. Both
career and political types need to participate throughout.

|
|
|
|
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1
The role of-Presidentigl Perscnnel in conjunction with the
Cabinet and the designated program "champion" can not be over-
emphasized. Finding staff at the Assistant Secretary level
that is intellectually aware and emotionally understanding of
the tenor of the "reinventing effort” will make a measurable
difference in the likelihood of success.

Tom Peters, author of many respected management texts, sub-
titled a recent volume ,"Handbocok for a Management Revolution."
His point is that some 'types of change are not inherently
incremental, but quantum. Unfortunately, this is exactly
contrary to the way thit bureaucracies normally work.

Change of any magnltude, let alone rapid change, is unsettling
to human beings. Being human, people tend to resist it, even
when they are "intellectually" in agreement. This affects the
potential success of a pregram, because inertia in the federal
bureaucracy is well-documented and the "system" has outlived
most prior efforts at rgform.

The implication is that action must begin immediately and with
enough visibility to signal that President Clinton is firmly
behind constructive change in the operation of the government.
Like any large and stable {although not necegsarily optimal)
system, the government 1S easily capable of defeating modest

efforts to overcome its' inertia.
1

As the old saying goes,! "when you’re up to your behind in
alligators, it's hard to remember that your objective is to
drain the swamp." Given the exceptional demands of running a
government, it 1s far easier to get into a reactive mode than
it i1s to stay proactive| and focused on longer-term results.

Initial efforts should be focused on problem identificatien.
This can be done by a task force of career staff on detail to
the project. But the civil service has existing values which
will preclude recognition cof all issues that matter. There
tends to be a focus on "level of effort" rather than results."
This mandates the inclusion of external facilitators early on.

The second stage must develop implementation plans complete
with baselines and tracking mechanisms to determine progress.
Organizations targeted for change must be held accountable,
both at the political and the career level, to the extent of
rewriting performance standards to reflect new expectations.
Without this "incentive!" a strong pressure to continue old
and dysfuncticnal behav%ors will remain in place.

This entire effort should be initiated and designed to show
dramatic change by the end of calendar 19%4. After that,
steps should be taken to instituticnalize the program and
make it self—sustaining{
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THE DIRECTOR

MEMORANDUM FOR THE PRESIDENT

FROM:

SUBJECT:

|
EXECUTIV'lE OFFICE OF THE PRESIDENT
OFFICE OF MANAGEMENT AND BUDGET’
'iWASHlNGTON D.C. 20503

February 24, 1993 93FE)°24 Pg Iy

1
Leon E. PaneFta

Washington Pest 3) Article:
on 'Adminlstratlva Waste’"

"Clinton cautioned

This responds to your  request about the Post article (TAB A) and
the two pieces to which it refers, an article by James Colvard and a
memorandum to you from the Heritage Foundation.
|

The Colvard Article (copy a?d OMB staff assessment are at - TAB B)

Colvard was OPM'siDeputy Director during the second Reagan
term. He was a career civil servant respected for his:.
managerial skills! He argues:

Against across-the-board cuts in favor of
"differential judgments.'

For more flexible reduction-in-force (RIF) rules and
giving managers wider discretion to avoid the
imbalances in the workforce that occur if reductions
occur only by attrition.

1

The Heritage Memo (copy and{OHB staff assessment are at TAB C)

Author, Donald Devine, who was President Reagan’s first OPM
Director, is a figure generally disliked by employee
organizations. The Heritage memo recommends 10 actions in
two broad categories:

Immediate actions such as a freeze on hiring, 3
percent across-the-boarad administrative cuts, and a 25
percent reductlon in Executive Office of the. President
staff. 1

l
Changes in RIF procedures to give greater weight to
performance over seniority; strengthening controls to
limit the total number of Federal employees; greater
emphasis on and reform of contracting out of Federal
operations; and privatization.



Important Issues Raised

-y ———

|

Bhould we continue to use limits on the number of employees
as a-management. tool? The authors disagree. Colvard.
argues. for "managing to payroll." Devine argues that:
Reagan Administration hiring freezes and limits on the
number of employees were effective. The essential arguments
are: 1

Pro (limits on tﬁe number of employees)

- Hiring freezes and limits on the number of employees
seem to have powerful short-term effects and can
accelerate. redistribution of staff. For example,
after an initial hiring freeze at the beglnnlng of the
Reagan administration, the administration put strict
budget controls and limits on the number of employees
in what" it considered to be low priority programs. As
a result, total employment at.Agriculture, HHS and GSA
went down, wpile Justice, Treasury and VA went' up.

-—-  Limits on thé number of employees and other controls
such as limits on administrative costs are important
management tools when there is no capability to
measure program performance. In the staff’s view, the
current state of performance measurement in Federal
agencxes is uneven at best.

|

- The number of Federal employees is a political issue
and limits are a visible way of showing a commitment
to reducing the size of government,

I

Con' (do not placg limits on the number of employees)

- Controls on employment can lead to dysfunctional.
behavior including contracting out-when it is not
economical or sensible.

-—- The guality management movement (and authors like
Peters and Osborne} argue for more managerial
discretion and the elimination of input and procedural
controls in favor of managing for results. Several
other national governments and some States and
localities are trying performance budgeting. The most
successful thus far are at the local level; e.q.,
Sunnyvale, Ca}lfornla.



Porasible

What- should be done about thae RIF process? Both authors
and OMB staff agree that the process for reducing staff is
"broken."

- Without substantial reform of. RIF procedures, the.
workforce gets, on average, older, whiter, more. male,
and more expen31ve.

-=: Today’s procedurea (largely embodied in law) are-the
result of per51stent pressure by employee
organizations (1) to protect against arbitrary action;
and (2) to protect jobs.

ons to Address Conce aigsed

Have OPM consider!a legislative initiative, which would:be
highly controversial, to change the RIF process to avoid
the preV1ously descrlbed negative results. This will.
require developlng the "grand bargain” with Federal
employee unions proposed by David Osborne in- Mapdate for-
Change (pp. 271-272). Some union leaders, like John
Sturdivant of the{American Federation of Government
Employees, have made public statements that suggest they
may be receptive. ' x
Continue the work already underway to move to performance
budgeting: to manage for results, not to control inputs. and
processes. Efforts underway are development of performance
measures for commercial activities under the Chief
Financial Officers\Act and a legislative proposal sponsored
by Senators Glenn and Roth (S.20} that would mandate
broader tests of performance measurement and budgeting.. We
have not yet taken'a position on S.20.

In carrying out the across-the-board cuts in administrative
costs and in the total number of Federal employees as
announced on February 10, give cabinet secretaries as much
discretion as possible. For example, give secretaries the
maximum latitude on where to take administrative and
personnel cuts, consistent with supporting Presidential
priorities. {

Privatization includes selling off governmental assets and
enterprises and redefining the role of the Federal
government vis-a-vis the private sector. It is another way
of - reducing the number of.Federal.employees and raises
larger policy 1ssuea of what constitutes the Federal. role
and Federal- State-local relationshlps that are far broader
than managerial effic1ency Such issues are being treated
in the context of partlcular programs; e.qg., health care
and education. (Privatization was a high priority in
President Reagan’s second term, but, in reality, little:was
accomplished.)

I
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By Stephen Barr

Watmgron Prst St Wrier

President Clinton's proposal to
cut “administrative waste” at fed-
eral agencies and eliminate 100,000
“unnhecessary positions in the bu-
reaucracy” is not the most effective
way to rem in the govermment's
growth, a paper prepared by a spe-
cialist in public service contends.

“It is an illusion to suggest that,
somehow, there is a category of
work called ‘administrative’ which
is separately identifiable from the
missiofrrelated outcome effort of
an agency,” writes James E. Col-
vard, a senior fellow at the Center
for Naval Anaiysis and a member of
the board of trustees at the Nation-
al Academy of Public Administra-
tion,

Although  Colvard  basically
agrees with Clinton's objectives, he
calls the notion of an administrative

cut just another wayv of telling the

government to do more with less,

The ¢nly way to save money over
the long term is not by cutting back
on administrative costs but finding
ways to improve_efficiency ang te

internal rules in
federsa} offices, he writes.

“Current rules and regulations
are so compliex that they represent
barriers to effective action rather
than defining the boundary condi-

inton Cautioned on Cut

In ‘Administrative ‘Waste”

. tions under which actions can oc-
cur,” Colvard says.
That means, Calvard writes, that
“what the administration has to de-
cide is what things it will not do.”

Celvard's paper, to be published.

in the spring issue of Public_Man-

ager m mes Jlime
_when Clinton is cons:derm&how to
T2ct on some ,of his_campaign

pledges. During the campaign, Clin-
ton promised to cut 100,000 jobs in
the bureaucracyiby attrition, elim-
inate wasteful spending programs

and require federal managers to
achieve 3 percent in administrative
savings in every federal agency.

Ina memo to Cltnton..lhe.camr
vative H u en-
idpa* ss-the-

.hnaxudmjnjsmvm_c_ar%iug-
sted i o order a

drpeze on federal hiring 1o help

achieye higwork-forcaguts.

But Colvard, a former deputy di-
rector of the Office of Personnel
Management in the Reagan admin-
istration. argues that such "politicaliv
attractive approaches” are nothing
more than “delusions and snares.”

“It would be far better for the:

administration to' make differential

judgments about what government

By Bill McAllister

“lm Post Sraff Wrwer -

When the Postzl Service Board of
Governars convenes this morning

.at L'Enfant Piaza. there will be an

empty chair at tha tshla 2 rormiindsr

functions it values and what insti-
tutional forms it prefers and pro-
vide those—along with organization
size numbcrs-—-as strategic guid-
ance to agencies, Cohrard writes.

He says a
authority tg lay off wockers, be-
cause attrition may take too long.
Reliance on attrition also mezns
“the shape of the work force will be

ven by termuination decisions of
individual employees tather than
or'szaﬁonal peeds,” Colvard says,

n fact. Colvard recommcnds that
agencies have | i

g izing,” Whilc

that rules out a hiring freeze; Col-

vard thinks agencies would be in a -
better position to improve perform-’

ance if they managed.hy pavroll rath-
~2r than hy persanoel ceilings

Among his proposals, Colvar\

urges that the government’s retire-
ment rules be changed so that man-

i er. Such a
“bold initiative,” he says, would ai-
low the government “to maintain a
technologicaily current work force
that matches the changing needs of
the government and the demo-
graphics of fhe society.”_

Colvard acknowledg®% that civil
servanis—more so than Postal Ser.
vice and Defen<e Depariment em-
plovees—are governed by compiex
wark ruies designed to ensure fair
treaiment when it comes to layofis,
But ailowing work force reductions
to be shaped prnimarily by the senior-
ity system, he argues, would under-
cut gains made by women and minor-
ities.

Bush haped Ashley's vote would

tip the board against the lawsuit. But |

Ashley never'got to attend a board
reeting before Bush feft office.

The governors won an appeals
court decision of their right to sue

the board until their replacements
are~ confirmed by the Senate.
Ashley's recess appointment does

« 1ot require Senate confirmation and -

the-Postal Service has asked the
district court to rule-on whether
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Jamee E. ACOlvardn Prepared for In__ggplig_ngnggg;
Supmary l

There are. three main groups of Federal employees: the
military, the Postal.Service, and.the Federal Civil Service.

-=- The military operates under rules that-allow gquick and
rather precise downsizing.

-=-- The Postmaster General. has substantial discretion in:
downsizing' the. Postal. Service, and its homogeneity,
singularity, and. strong unionization can make change:
easier to accomplish.

~=  Any attempt-to downsize the Federal civil. Service: is:
driven more by administrative rules rather than
executive discretion.

Because of these rules, across-the-board. reductions in-the:=
workforce, while politically attractive, are delusional.and.
snares. Far. better-to target cuts' to specific- functions:.

Agencies should be given tactical discretion to use
reductions-in-force rather-than attrition. (Agencies should
also have discretion to hire selectively.)

--- Reductions achieved by attrition take too long to
realize and impede getting the changes that are
planned.

=~ The shape and skllls of the remaining workforce is:-
dictated by who decided to leave, rather than by
management.

-- Past general hirlng freezes have been uniformly
ineffective because different jobs have different
turnover rates, and a skills imbalance results.

The Administration’s objective should be to reduce
administrative costs through efficiency. To deo this:

-= Give managers more discretion to act.

- Reduce the level of internal bureaucratic regulation.

- Hold managers accountable for their actions.

-- Refrain from enacting new laws or promulgating new
rules every time an official fails to exercise
discretionary authority properly. Penalize the
individual, don’t over-requlate the system.

- Give agencies greater authority to offer positive
incentives.

Positing that fixed percentage administrative cuts can he:
made without affecting productive output is an erroneous.
notion. Administrative costs, however characterized, are:
not truly separable from mission or program costs, cCuts.in
administrative costs will affect the level of government-
services provided.



Defense has been granted several.special.authorities:to.
help. assure a-balanced. force as it:downsizes. including:
(1) a variable separatiom:initiative that: gives extra:
monetary incentives for-mid-level. officers and enlisted
personnel; and: (2) a-continuation;, for-a-limited. period
of . time, of certain benefits:available: to:active-duty-
employees, such-as medical. and commissary privileges-..

The Postmaster General. has substantial. discretion to:
accelerate employment reductions. in.the Postal. Service;
such as throughihis.ability to offer-up- to 6 months:
basic pay as a. separation incentive for employees
eligible for early retirement:

Federal civil. service employee reductions' are more:
dependent on-rules, (largely embodied in-law) that:
provide certain preferences for-veterans, handicapped.
persons, tenure, and, lastly, employee performance..
Such a framework limits managerial flexibility and:
agency discretion.

of ' hi ‘ free

The chief benefit - of hiring freezes has.been to
demonstrate to the public and to the bureaucracy that:
the Government is-serious about. setting an example of:
austerity.

Government-wide hiring freezes were approved by
President Reaganin 1981, and. by President:Nixon in
1971, but typically only for one to two months.

At the outset- of' the Defense downsizings in 1990, DOD.
imposed a civilian hiring freeze, hut' found almost-
immediately that it had to take a.more flexible
approach. Separations were concentrated heavily in
clerical and blue collar skills. There was a
substantial administrative burden in processing waivers
to the freeze. The freeze also "dried up" job
opportunities for military family members returning to.
the U.S.

Employment reductions actually achieved.through freezes
have not been substantial. because they have lasted. for:
only one.to two months. The initial hiring freeze- in-
1981 dropped employment by an.estimated 10,000-15,000"
jobs. Freezes have; however, been-the precursors for:
further selective employment constraints in particular:
agencies. For-example, the Reagan freeze in. 1981_led.
to" a-more formal.effort: to reduce: 75,000 FTE: in
domestic Federal. agencies from: 1982-1984. and:ghifts=in-

2T



staff from-agencies judged.to be:lower-priority (e.g:,
HHS and Interior) to ones.designated as high priority
(e.g. Justice. and. Defense).

Those agencies facing substantial. personnel cuts

may not be able|to.rely on- attrition alone to provide-
sufficient flexibility. Younger workers and those:in--
lover-paid. adninistrative occupations-have a higher:
attrition rate.! For example, the-annual. attrition-.rate
for- secretaries/typists:with 5 years of service or:less
has.typically been double-the average. attrition rate..
As a result, a "hard.freeze"  (no.replacements
permitted) or: a;low replacement rate.freeze (e g. one:
hire:- for every three departures) will.result in a.
significantly uqbalanced workforce.

on_the effectivenesslof incentives, current incentive

schemes do not work: '

Ratings of: employees under the broadly-based.pay for:
performance-program- for-middle-managers- have: been-
inflating steadily. Average:ratings:on a:five--
point-scale have increased from.3.88. in* 1985 to 4.11°
in- 1990. i

Major pay 1ncent1ve demonstration projects (at- Chinaﬁ
Lake, California and. at.McClellan Air-Force Base) have:
not- been successful on either-cost: or productivity-
grounds. At.cChina Lake, annual. salary costs are 2.
percent: highar than at comparable installations. At
McClellan, average salaries are running nearly 10
percent higher compared to control sites, There is: no
clear indication' that productivity at: these sites has:
improved to justify these. higher salary rates.

The exlstinq performance-based pay system (PMRS)
covering more than 150,000 Government supervisors and.
managers at- the GM 13-15 levels has been ineffective-:
because: (1) salary costs have increased with no
quantifiable improvement  in output and (2) employeeas-
have been dissatisfied with a system in which nearly
everyone receives a token increase each year.

Annual bonuses are provided to more than one-third of
the Senior Executive Service members. The average:
amounts are small and provide little, if any, incentive
for improved performance. All agencies annually give:
the -maximum tota% amount:.of bonus as permitted by law.

All recent legislative proposals have:-limited
managerial. discretion (e.g., they sweeten early
retirement provisions, but-let  the employee decide).

?

!
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: PYERe ) Downaizing, a Federal. Case:

Losing Weight and Keeping it- off

James E;H001vard

Citizens in all democracies seem convinced that thalr government is.
too large, and all successful U.S. polit;cxana in recent memory.

have run on the proposition that they will reduce the size of."
government.. Most of those elacted have not lived up to their =~

advertised intentions, not from lack of intent or- effort, but.

because this is a complex objective and good intentions are not-
enough to achieve it. Even when reductions are achieved they often

have uneven results in terms of improving.the quality and reducing-
the cost of government functions.

Three Fundamental Groups '

First, it.must be recognized that there are three fundamental.
groups of federal employees: military, postal service employees,
and career civil servants. Each operates under different rules and
regulatlons and has different power bases and clientele. Of these
three groups most major downsizing has occurred in the military,
particularly in periods following World War II and military actions:
in Korea and Vietnam.

The Military

The military operates under rules that permit downslzing to-
occur rather guickly and with a certain amount of precision as to
individual components and even specific individuals involved. The
challenge .of a military drawdown is to retain the right force
composition to deal with future threats that- will occur at
undetermined places and times and involve as yet undetermined'
opponents. .

Briefly stated, the objective is to reduce capacity without
losing capability when you don't know how much we will need and.
against whom we will uge it. This is never an easy task; it is even
more challenging given today's turbulent international scene. The
problem is exacerbated by the fact that military basee and units
such as national quard and reservaez are political pork within the.
area where they exist. Cutting a force in such a fashion that you
do not wind up with a hollow military requires clear strategic
thinking by the secretary of defense (Secbef) and.the joint' chiefs:
of staff (JCS). It also requires an objective and nonparochial role-
for the Congress. This is almost a political oxymoron. The current:
basa closure procedures insulate the Congress sufficiently to.
depoliticize that aspect of milltary downalzing. No such mechanism
exists to insulate the Congress in making decisions on national.
guard and reserve forces.

Our- previous. national. experiences- with. large. military-
drawdowns has.not been-good.. We have achieved.the reductions, but:
at great logs: of military capability. the objective-~ of.. reduced:
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capacity has been achieved, but not the objective of retained
capability. Two major reasons for' this have been a lack of

strategic thinking by the DOD and the. overruling of" military
judgments by political judgments.

Given the undefined threat it: is difficult te justify a:
categorical military need objectively. Thus decirions must be based:
on judgment--and in a democracy it is appropriate for political.
judgments to take precedence. An inversion of the power-
relationship between the pelitical and military is not needed, but __
informed political judgments must give-more weight to the advice-ofi.—--
professional military officers.

With'the current capability for strategic thinking that exists-
in the JCS, the. SacDef and chalrman- of. tha Senate Armed Forces
Committee it may be possible to overcome these <two major:
contributors to past mistakes as this administration downsizes the
military. We are a militia-oriented nation that has historically-
armed and fought when threatened and then guickly disarmed after:
achieving our military objectives. We tend to view disarmament as
a decision rather than a complex process. '

After 45 years of a significant standing military, and with
the current all volunteer force, the nation faces a challenge in.
reducing its military capacity unlike any it has faced before in’
ite history.

The Postal.Service

Downsizing the second group of federal employees, the postal
workers, presents different challenges. In their "status as
employees of a government corporation chartered by Congress 21
years ago, they are neither fish nor fowl. Run by a board of nine
presidentially-appointed and Senate-approved governors, the Postal
Service is more like a nonprofit corporation than it is a federal
agency. The recent fight between the board of "~ governors and
President Bush over the degree of autonomy the Postal Service has
in running its affairs highlighted the Postal Service's unique
status in the government.

The Postal Service has discretion that other agencies working
under the general civil service regulations doe not have. The
ongoing drawdown of 30,000 employees in the middle management and
support positions initiated by postmaster general Marvin T. Runyon
demonstrates that discretionary authority.

Due to their homogeneity, department singularity, and strong
unionization, the postal employees have always had more political
clout than other federal employees. In some respects this makes
their downeizing easier because it is based in political
negotiation and power brokering. The firat step is.to put in place
& postmaster general.with the vision of the administration and the-
skill to lay out: a‘corporate-plan and the will to follow it: The.
current postmaster general. seems to have the latter two attributes-
with the only question being whether-his vision-coincides.with that:

1
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of the administration. The Clinton administration is probably well.

equipped to deal with the postal. service since it~ is a political...
problem "and administrations. come into’ power by being good at

politics.

The Federal Civil Service ,

The third group, federal civil.servants, represent.a mixtures
of political problems and administrative- or management problenms..
The federal civil service is: controlled by a: set' of rulesu
established in law that contain very speclific. provisions for—
reductions-in-force, or workforce downsizing. Thus. control of the. . -
outcome of downsizing decisions becomes driven by administrative-
rules rather than executive discretion.

This is both good and. bad. Good. because. it: tends to insure:.
fair treatment to everyone: in the distribution of.negative rewvards;
i.e., downgrading or separation--bad.because.the.preponderance: of:
factors in the rules favor.seniority. An- emphasis on seniority in:
reducing the civil service augurs.poorly for gains of:recent-years:
in the hiring of women and minorities. It - also is' insensitive to:
current workforce needs since it is based on needs that existed 20
years ago when moat of the currently protected employees were.
hired.

The political aspects of downsizing the federal.civil service.
workforce have to do with the administration's decision about
~ whether it will make cuts across the board or differentially con an-
agency-by-agency basis. If it opts for. differential cuts it must
decide which agencies to cut  and which toe hold constant or to
increase. The politically attractive approaches of across~the-board
reductions to be taken from. administrative work and through
attrition are delusions and snares.

It' would be far better for- the administration to mnake
differential judgments about what government functions it:values
and what {nstitutional forms it prefers. These judgments should
then be provided--along with organization size limitations--as
strategic guidance to agencies. Even better than workforce size
numbers would be workforce payroll.ceilings. Managing the agencies
to payroll rather than perscnnel.ceilings allows the agencies to
factor in the quality of performance whereas personnel ceilings
place a premium on head count, not cost:ofpsrformance.

In addition to this strategic. guidance. the. agencies must- be
given tactical freedom and some:discretion to meet the objectives:
of the guidance. The discretion- must- include, for- example, the
authority to conduct' reductions-~in-force rather- than wait for-
attrition.

This is.critical for a couple of reasons. First; attrition may
take too.long to achieva the changes. the:administration- wants- in-
both the gize and character-of.the-federal.workforce:. Sacond, left:
only to attrition; the- shape.of. the-workforce:will bardriven- by
termination decisions of. individual. employees: rather: than-
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organizational needs. Turnover rates, for exgmple,‘arexhighest?
among secretaries and fire fighters, where daily availability of.
individuals to perform those functions are critical to:
organizations. Not filling a secretary vacancy while retaining the.
people the secretary supports is not  good management.

Reductions through attrition are thought to be more sensitive.
to employees, and this is true in the narrow view. But in the:
broader view, the interests of. all the citizens to whom the-
government hae a: responsibility are not- well served by the
resulting/inefficient organizations that come from downsizing only: -
by attrition.

Thus, agencies must have- the discretion to hire at the same:
time they are reducing. This balance of controlled. (as controlled:
ag it can be- under- federal.rules) reduction and selective hiring:
will maximize the leadership's.ability to.attain the workforce size
and composition goals. Discretion to hire also means there can be-
no federal. workforce hiring freeze while the downsizing is in:
process. Past genaral hiring freezes' have been uniformly.
ineffective for the reasons previocusly cited. T

Additional discretionary authority for the agencies nust.
include the opportunity to offer positive incentives, such asr
early-out- options with bonuses, to encourage attrition. Limited:
authority to grant such incentives has already been provided by,
Congress to the Department of Defense. Those and other carefully-
consldered positive options should be made available to all federal.
agencies that are asked to undergo significant downsizing,

The notion also exists that an administrative cut of sone
percentage can be made without affecting productive output. Thig.
may be politically attractive, but it is an illusion to suggest
that, somehow, there is a category of work called "administrative"
which is separately identifiable from the mission related outcome
effort of an agency. It further suggests that thi8 can be
incisively cut without pain. This is another way of saying "do more
with less." In other words we want the same level of government
services, but we want to pay less for it, so take it out of tha
"administrative' costs.

What the administration has to decide is what things it will.
not do. That is the only way in the long term to really save on
administrative or any other' kind of costs. The objective is to
reduce administrative costs. through efficlency and that comes by:
giving managers discretion to act:which means reducing the level of"
internal bureaucratic regulation in the government. The need to
obtain approval in advance and the attendant long decision chains
are major contributors to ‘“administrative" «costs. A major:
difference between government agencies and private corporations is.
the level. of. discretionary authority that the executives and.
managers have. An- organization' that- requires. pre-action approval.
will never-be as efficient-as:one that employs post-action-reviews.

| .
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In attempting to avoid mistakes, waste, fraud, and abuse the:
government has developed so many rules and regulatione that. it~
drastically slows decisionmaking. and.action and at the same time-
reduces. ‘accountability. It- would be. far: more efficient. and.
responsible to allow executives and managers discretion and to hold:
them accountable for their-actions through subsequent- assessmant:
If an objective of. the new administration is to reinvent government:
based on managing to outcomes, it.can only achieve that-objective.
through granting discretionary autherity to managers and executivess
throughout' the government.

s - T

The most-effective downsizing the Clinton administration co ”
achieve would be through downsizing the administrative overburden-
of government rules and regulation. The Congress can help by-
refraining from passing a new law forbidding categorical actions.
every time some executive agency fails.to:rexercise properly thair
discretionary authority. Appropriate action' against. the erring-
individual is the proper way to deal with' improper- exercise of*
authority. This requires a resolve, that-no previcus administration:
has had, to deal forcefully with poor performance and abuse of'
authority.

A.bold initiative that would have long-term positive effect in:
downeizing and shaping the federal workforce would be.to change the:
_optilonal retirement rules to be optional for the employer as well"
—as the employee. Currently when federal employees reach certain:
stages in their career=--e.g., have 30 yvears of service and are age.:.
55--they have an option to retire with an immediate annuity. It.is:
totally the employee's option. If the law were changed such that-
when an employee has reached a point of qualifying for an immediate
annuity {(and to make it a reasonable anniity they should have. a-
minimum of 20 years service) management has an option to retire the.
employee. This would allow government organizations to maintain a-
technologically current workforce that matches the changing needs:
of the government and the demographics of the socciety. This would
remove no current employee options, but rather give management- an-
additional one. (Editor's note: The employee would lose the option
to stay on if the superior decided otherwise.)

Bummary .

In summary, it is easier to talk about downsizing the federal.
workforce than to do it. While there is one vocation of  "public:
gervice," there are multiple communities of public servants., At:
least three of thosa workforces are sufficiently large and.
different that they regquire separate planning and thought.about re--
shaping and reducing them. -

The military component- supports the filrst requisite of the:
_constitution--to provide for the common defense. The mnmilitary
establishment. is always an attractive reduction target in time of.
peace with the allure of a. peace- dividend. Since the nation's:
sovereignty depends directly on the effectiveness ofiits:military-
forces, their-shaping and.sizing must:be done. with great: care-and-
objectivity:
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Because every citizen is a client of the postal service,
decisions about the service more directly affect:the polity on a.
short-term basis than any other- component of  the- government:
workforce. This, coupled with' the Postal; Service status as'a semi~
independent agency, makes the shaping and sizing of the service a:
political question. Wwhile actions concerning the postal service may.
be the most' volatile, it is the area with which any incoming;
administration has the most' experience and which it should best-
understand how to handle.

Both the military and. the postal service have rather singular: __~.
and clear missions. The bulk of the rest: of the federal workforce:
is career civil servants with a diversity of functions that range-
from some as old as the nation itself, as in the case of customs:
collections, to such contemporary' activities as disposing of*
nuclear waste and exploring outer- space.

This group of employees has the least political clout - and:
operates under the most administratively complex system. Due to its-
diverse nature, the most effective way of” dealing with- its shaping
and sizing is to make policy and priority decisions centrally
within the administration and then delegate execution, aloug with,
the discretion required to carry it out; to the agencies. This:
discretion must.be coupled with simplified administrative rules and.
controls which will allow managers and executives to be held.
accountable for their actions taken within the boundary conditions-
that the rules establish. Current rules and regqulations are so
complex that they represent barriers to effective action rather
than defining the boundary conditions under which actions can
occur.

Finally, the administration must have the will to discipline.
those who abuse authority and the- Congress must regsist- the
temptation to pass laws in the face of. lnapproprlate action that:
"protects against such acts for all time." "
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HERITAGE. FOUNDATION MEMORANDUNM.
""How to Cut:the Pederal.Bureaucracy"
BUMMARY AND ASSESSMENT’

The Heritage paper recommends-a.ten-point action plan to reduce-
Federal employment- and-improve-the responsiveness of.the Federal.

bureaucracy.

act. &

A hiring freeze would.be symbolically useful,. but.
probably unnecessary, to achieve. a. 100,000
reduction over: three-years, given-a:6-7 percent:.
attrition rate. Approximately 130,000 permanent:
employees: leave annually.

An underlying assumption of the action is that-all.
Government needs' trimming. However; since total.
freezes affect all. activities, including high:
priority and essential ones, most freezes can- be-
maintained for only a nmnonth or two.

The substitute for a-hiring freeze is to set'
specific targets by agency and let each decide.how
best to reach that target.

Across-the-board administrative cuts that exceed
the Heritage recommendation have been announced.

Staff Assessment _

The Congress has included minimum staffing levels
or "floors" for certain agencies through
appropriation language. For example, the Congress
has stipulated that the Customs Service must
maintain not less than 17,871 full-time equivalent
positions in fiscal year 1993, of which 960 must-
be allocated to air-interdiction activities.
Continued use of the floors is clearly -
Problematic, particularly in those agencies where
employment: reductions - should be made.



A.total.freeze can only be. held for-a. limited. time:
-— one to two months (see:staff'concerns under:-
Action #1). It then becomes necessary to relax:.
the restrictions at- least: for some essential.
activities. The two principal. options' are:

. go back to "business as usual' 'where hiring-
proceads as resources permit; or-

I8 continue to apply a selective. freeze on those.
agencies with lower-priority programs.

Currently, OPM does not:have: the authorities or
experience ito deal. with:issues .of resource:
allocation and. constraint.

There.ig a broad consensus that. the current
process for reducing staff for-performance reasons
is essentially unworkable. RIFs under current:
rules result in a workforce that is more male,
white, older, and more expensive.

More flexible RIF rules would.give managers wider:-
discretion to avoid the imbalances in the
workforce that occur when reductions are only
taken through attrition.

—_—

; Re-est c ti

employment.
Staff Assessment

b3

OPM already maintains the data that permits
tracking: FTE. employment: by agency on a monthly
bhasis. The!data.are not-always current, however,
because of' delayed reporting by agencies.



It is not apparent-that existing limits on the number-:
of political appointees represent-a:significant-
constraint. The President:personally or. through his:
appointees has broad discretion in appeinting:

e~- More than-1,150 Presidentially-appointed,.
Senate confirmed. positions;

o 10:percent of the Senior Executive Service-or:
about 880 jobs;

.- About:1,800 positions of. arconfidential. or-
policy-advocating. nature (Schedule C:jobs)..
Technically, there:is:no. numerical limit-on-
these. jobs..

The 25 percent  EXOP cut- has already been
announced.

The Ramspeck Act permits appointments in certain-.
cases, principally from Congressional staffs to-
executive branch jobs, without going through the:
normal competitive process. Past GAO investi--
gations have found.few. instances. where the Act.was
abused.

There were a few celebrated cases at the end of~
the Bush Administration, but' they are the result:
of misuse of the Ramspeck Act. Congressional.
aides who had been appointed to political
positions in the Bush Administration left- those:
positions late last year and were re-~hired as:
Congressional employees for a few days so that:
they could be certified as Ramspeck-eligible.

K



Staff Assessment

The. Reagan administration: pressed. for:
privatization, such-as:selling- government- assets;.
under-OMB Director:-Miller: Privatization included.
both through. contracting:;out and. divestitura.:
actions. Those-efforts:met with-only limited:
success,

Examples: of. attempts:at:.privatization- during- the=-
Reagan administration include the. sale of  helium::.
production facilities; Alaska power; and loan:
assets.. More recently; the Energy Policy Act: of
1992. created: the. United: States: Enrichment-
Corporation; a-government-owned:corporation, to:-
manage the.government’/s:uranium:program:and:make:
recommendations: to:the-President:by July 1, 1995
regarding divestiture:of-assets..

Privatization raises. larger policy issues.
including the.role:of:the Federal government:vig—
a-vis the private sector and. Federal-State-local..
relationships..

gs5e e

There is general consensus that. the contracting:
out- process- is:; unduly cumbersone.and. that:
management:. of: contractors: is: weak in- some-
agencies. There is strong employee-organization:
and Congressional interest in contracting out:
rules.

OMB has had efforts underway since 1990 to improve
the contracting-out. process but, to date, has:had.-
little success in doing so. This lack of success:
has resulted from an inability to reconcile. the:
concerns of the. service industry, which itself: is:.
divided in how to-simplify the process, and.
employee organizations, who see-the process. as: a=
way of. protecting: jobs..

OMB. staff aresworking;on-a: proposal.to simplify-
procedures . for contracting out-activities and. to.
make overall contract:management: more effective:.



An-effort. is needed: to.overhaul the. appraisal_
systems-used by Government: managers with more-
emphasis on results expected. from: the employee:
and, where. appropriate, on'tasks. requiring
effective teamwork.

If performance. pay is. expanded.to.more categories:
of. employees, one recurring problem will. need:.to:.
be. addressed.. Data.show-that:for:those groups:
currently under one: set-of: performance pay systems
there: has been a.tendancy to inflate performance-~
ratings:so:that: more employees.receive performance
pay/bonuses.
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December 14, 1992 }

HOV|V TO.CUT I
THE FEDERAL BUREAUCRACY

We cannot pur people first and create jobs and economic growth without a
revolution- in- government. We must take away power-from- the entrenched
bureaucracies and special interests that dominate Washington....

I will reduce the White House Staﬁ" by 25 percent and challenge Congress 1o do
the same....[I will] eliminate 100,000 unnecessary positions in the bureaucracy. !
will cut 100,000 federal government positions through aurition ... .I will require
federal managers and workers r:'? achieve a 3 percent across-the-board
administrative savings in every federal agency: '

' Bili Clinton -
| Punting People First:
‘ A National Economic Strategy for America,

EXECUTIVE SUMMARY g
Thcm are few campaign promises that will become due earlier than your pledge o cut
100,000 federal government employee positions. Your commitment to reform——or your lack of
it—will be obvious to the American pcoplc from the very beginning. _

You have apparently modelled your transition and initial lcg'lsianvc strategy on the early
days of the Reagan Administration. You would be wise to examine that Administration’s strat-
egy on mducmg the size of the federal bureaucracy, 100, for it offers a tested means to achieve
your campaign pledges. That experience, and the lessons from other Administrations, suggests
a ten-point action plan for achieving your objectives:

Actlon 1: Institute on Inauguration Day a total freeze on federal hiring (except
political appointments), accompanled by a 3 percent across-the-board
administrative cut. This is the kind of blunt instrument approach nceded if
your goal is to be accomplished. Because it allows no exceptions, bureaucratic
gaming.cannot frustrate the achicvcmcnt of the bulk of your personnel
reduction target, allowing appropnatc adjustments to be made later, after most
of the targeted savings have bccn accumulated at the beginning.

l
|

Note: Nothing written here is 10 be construed as necessarily reﬂacrmg the views of The Heritage Foundation or as an attempt to aid or
hinder the passage of any bif bafore Congress.



How 10 Cut the Federal Bureaucracy

Actlon 2:

Actlon 3:

Actlon 4:

Action §:

Actlon 6:

Actlon 7;

Actlon 8:

Demand that Congress eliminate minlmum staffing levels In ait depart-
ments and agencles. A reduction program cannot be effective if large
areas of personnel are excepted from its control.

In the second phase of personnel reductions, Instltute. a modified

freeze. This more flexible hiring freeze should be planned for an unnamed
date at least six months in the future; and administered by the Office of Per-
sonnel Management. This will allow continued reductions but ones managed
in accord with the efficient use of personnel resources.

During the modified freeze, reform the Reduction-in-Force (RIF) regu-

lations to glve more welght to performance and less to seniority, and.

to limit bump-and-retreat rights. This change, designed to permit the gov-
ernment to retain its best employees, should be made part of an overall per-
sonnel reduction strategy.

Reestablish Office of Personnel Management (OPM) monthly account-
Ing of full-time equivalent (FTE) employment. Without accurate data pre-
pared on a regular basis and.some agency to oversee progress, the goal of
trimming the bureaucracy will soon be forgotten.

Demand from Congress the elimination of legistative limits on the
number and functions ot political appointees, and reduce the Execu-
tive Office of the President staff by 25 percent.. You will need to main-
tain and even increase the number of political appointees if the bureaucracy
is not to smother reform initiatives. It is political appointees who will deter-
mine whether or not the Administration will be successful. But the Execu
tive Office of the President is bloated by its own bureaucracy, and its
efficiency is impaired. Fulfilling your pledge to reduce it by 25 percent will
give impetus to other agencies and Congress to do likewise, and most im-
portant, will make the White House a more effective and efficient decision-
making body. ' . -

Reatfirm your commitment to the career service. A strong core of politi-
cal appointees still must rely upon a professional civil service to be effec-
tive. To achieve its support, you must protect the integrity of the carcer
service by such things as limiting “burrowing in” by political appointees to
career positions, and secking changes in the law to protect the service, in-
cluding the repeal of the Ramspeck Act.

Announce a major privatization and contracting-out inltlative, with the
responsibility for the Initiative transterred from the Office ot Manage-
ment and Budget to the Office of Personnel Management. States and
local governments have used privatization extensively to cut costs and im-
prove efficiency. The federal government lags behind the rest of the country
in the use of private firms and organizations to perform government opera-

i
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tons. To catch up, it needs a major new initiative that is effectively man-
aged.

Actlon 9: Modlfy existing contracting-out rules to provide full-costing of federal
government operations when-these are.compared.with private bld--
ders.. The-bidding process today requires would-be private contractors to
factor all overhead costs into bids, yet-allows government agencies to ex-
clude many items from their calculations. Loading the dice in this way often
deprives the taxpayer of the opportunity for more efficient service.

Action 10: Upgrade.the performance appralsal and- pay-for-performance sys-
tems, and extend performance pay beyond:managers.to:the general
work force. Better pay for better performance is at the heart of sound pri- - —==—-
vate sector personnel-incentive programs. The opportunity to do this is too
limited in a federal sector that needs constant attention to appraisals and re-
sulting rewards to overcome the disincentives of a rule-driven, play-it-safe
civil service system.

Opportunitles for Reform

If you take prompt and decisive steps such as these, you can-make significant headway into
cutting the overhead cost of government and toward making the federal work force function
more efficiently. The federal burcaucracy is a bloated target for management and budgetary re-
form. Personnel costs (wages and benefits) equal 15.5 percent of total domestic spending, and.
other administrative overhead adds 24 percent more, so even minor efficiency gains will trans:-
late into big savings. For example, federal retirement alone accounts for 4 percent of the budget..
While tougher options are possible, by simply limiting the cost of living increases to the maxi--
mum amount of the Social Security cost-of-living-adjustment (COLA) increase, it would be
possible to save $1 billion the first year, ard $20 billion over five years.

Of course, if you really mean to go beyond personnel savings and actually attack the deficit,.
the Administration of Ronald Reagan could give some additional guidance. After carefully tak-
ing out the cffects of interest and savings and loan bailout costs, Heritage Foundation scholars
Scott Hodge and Robert Rector have shown that the domestic spending Reagan targeted de-
clined from 14.8 percent of gross domestic product to 12.2 percent under his initiatives.” Cato
Institute scholar Stephen Moore documents that the growth rate of real government spending
under Reagan was one-third that of the next closest Administration since World War 1. Thus if
you are prepared to take serious actions and plan well, there is proof that you can achieve re-
sults.

But why, you might ask, should conservatives urge you to learn from the Reagan period, so
that you might successfully trim the federal government, allowing you to fulfill your campaign
promise and making it more likely that the federal burcaucracy will carry out your policies? For-
two reasons. The first is that by indicating exactly how you can carry out your campaign
pledge, and identifying actions you would have to take if you really do want to cut the bureau--
cratic overhead of the federal government, the American people will have a checklist on which

1 Robert Rector and Scott Hodge, "What George Bush is Not Being Told About Federal Spending, ", Heritage Foundation
Backgrounder No, 886, March 4, 1992, p. 2.
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to compare performance with rhetoric. If you are serious—or not—they will be able to tell
from your actions.

The second reason is that a serious threat to your strategy to reform government will come.
from inside the federal bureaucracy—as it did when Ronald Reagan came to power. It is the na-
ture of bureaucracy: Pressure will come from those who do not want a lean, efficient govern-
ment, but simply a large one. And it will come from those who will try to promote the old-style:
liberal “solutions” through bureaucracy and regulation that were rejected at the ballot box. It is
in your interest, as well as the interests of conservatives, to ensure that these forces are not suc-
cessful through omission. If you pursue these recommendations to make the federal bureau-
cracy work efficientty for you and these old-liberal policies are still pursued, then you will not
be able to blame any failures on bureaucratic intransigence, and the American people will be-
able to judge fairly that it was the liberal policies that were the problem. And if you do reform
the bureaucracy to make it carry out the policies of your White House, that also will provide an” ", -
efficient executive branch to enzble the next conservative Administration to correct the failed
liberal policies that were adopted.

LESSONS OF THE REAGAN ADMINISTRATION

The bad news is that cutting 100,000 federal jobs will be difficult. The unions and managerial
associations will protest vigorously, the career managers will resist having fewer subordinates
to spread the work and build their empires, and the political appointees will try to avoid the
hard decisions that will attract unwarranted press attention. The good news is that it can be done-
—Ronald Reagan showed how.

Then-Governor Reagan promised in the 1980 election to reduce the size of the bureaucracy.
Once in office he classified his goal as a decrease in non-defense full-time equivalent (FTE)
personnel of 75,000. The accompanying table shows that between 1981 and the end of the first
Reagan term in 1984, non-defense federal employment went down by 78,650, thereby exceed-
ing his goal. The decrease in number of employees, the “head count,” actually was 105,484, Sig-
nificantly, about 90 percent of the decrease had been achieved by the end of the first year.

Early, bold, and inflexible ac-
tion in the form of a total freeze Even As Civilian Military Personnel Are Cut,
on employment, followed later Non-Defense Bureaucracy Grows

by a more flexible, managed
freeze, allowed the target to be 100
achieved. i

It is also important to learn
from the shoricomings of
Reagan’s second term. By the
end of the second term, non-de-
fense employment totals had
edged back up nearly to the lev-
els under Jimmy Carter, al- -100
though defense civilian and 1981-1984 | 1984-1990 | 1990-1993
military totals had begun a
downward trend. The problem
was that the energy of the first B Non-Detense B Chilan Mitary

term had largely dissipated and Sowce: The Buaget of the Uried Sictex:

clear plans and goats were not The Ofice o Perorne Monogemert. Hatoge DoCht
set, so the natural forces of bureaucratic growth re-asserted themselves. The reductions
achieved in the core Great Society agencies generally held firm, but personnel grew in those
agencies that received less personal presidential attention.
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Setting Prioritles: What Reagan Did, What Bush Did Not~

While the two Reagan terms are instructive in their different ways, so is the Presidency of
your immediate predecessor in the White House. George Bush said he, too, would cut the bu--
reaucracy, but he never made clear beforehand what programs were to be targeted, even in the-
general terms of the second Reagan ‘Administration, Nor did he detail plans specifying how or:
to what degree this should be accomplished after he entered office. Consequently the domestic:
bureaucracy under Bush increased 24,283 (actually more if budget sleights of hand are cor-
rected) during his term. Conversely, through congressional pressure and to a great degree
against Bush’s desires, uniformed military personnel actually went down 275,079 and civilian-.
military employment decreased 69,928.

The important point about the data inthe table is the different patterns during the conserva.
tive Reagan and more moderate Bush Administrations. There are actually four patterns: - -

Pattern 1: Reagan and Bush both were taugh on fareign ald (A1D), government
engineering projects' (the Corps of Engineers and the Tennessee -
Valley Authority), Educatlon; the General Services Administration,
Heatth and Human- Services, and the Small Business Administra-
tian.

Pattern 2: While Reagan was significantly tougherin a second set of agencles -
~— Agriculture, Housing and Urban Development, Interior, Labor,
Office of Personnel Management, and the Panama Canal Commis-
slon — the Bush Administration heid up reasonably well, too..

Pattern 3: Both Administrations went weak In the knees In the face of Justice,
Veterans, the State Department, and the Unlted States information
Agency, presumably because of Joint Republican support of law
and order, veterans, and upholding the fiag abroad. -

Pattern 4: Where Reagan and Bush differed the most was over regulatory
agencies. Bush seemingly couid not say no — whether at the Envi-
ronmental Protection Agency, lit major cabinet departments (trea-
sury tax agents — perversely added to the budget as "savings“ to
Increase revenues; and commerce and energy overseers), or In-n-
dependent ("other") reguiatory bodles.’

Thus President Reagan, at least in the first term, cut positions across the non-defense spec-
trum, faltering only on positions refated to crime and America’s presence abroad, while Bush
let much of domestic government grow without any real overall plan. It is Reagan, then—set-
ting and sticking to his agenda and achieving it the first term before the interests affected co-
alesced—who provides the best model for a Clinton Administration success in cutting -
personnel.

2 William G, Laffer Il and Nancy Bord, "George Bush’s Hidden Tax: The Explosion in Regulation,” Heritage Foundation
Backgrounder No. 905, hily 10, 1992.
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The Polltics: Also Follow Reagan; Not Jimmy Carter

Although it was Ronald Reagan who actually cut the bureaucracy, J immy Carter prepamd the-
way for his successor's achievement. President Carter was elected on & platform to reform the-
bureaucracy, and in 1978 he pushed through to enactment the historic Civil Service Reform-Act
(CSRA) Without that reform, the Reagan Administration would not have been able; as Paul.
Taylor of the Washington Post put it, “to assgrt its policy control over the top levels of its bu--
reaucracy™ and thereby to carry out its goals.” The CSRA was crucial because it provided a
more flexible personnel management system, which allowed federal executives actually to man---
age.

The problem was that Jimmy Carter did not tell anyone that he had fulfilled his promise to re--
form the bureaucracy, and what it meant. He did not highlight his accomplishments, even to hls.___._
own managers, and thus received only the negativé news generated in the media from the .-
unions and others who opposed him. So the CSRA yiclded few tangible results under Carter; to~
a great degree time simply ran out on his term, By contrast, from day one, Reagan and his team:
used the tools of the CSRA and kept the issue of reducing the size of the government and in--
creasing its efficiency firmly in the news so that they could generate some countervailing sup-
port from a public that praised the news that burcaucracy was being mastered..

WHAT You CAN CUT”

What is the federal
bureaucracy? When re- Federai Civil Service-Structure
porting federal employ- 1,990,000 Full-Time Employees
ment figures, the press
routinely includes the- A
~ independent Postal Ser- President \___
vice—which cannot m
be managed directly Octer Prsidential.
by the President—in Appolstmects
government employ- mmm
ment totals. Journalists: pPRT—
also do not tend to dis- ! GMA3 threngh 1S
tinguish between de- | T
fense civilian jl -
cmployment (which Schadube ¢
President Reagan 10 | e
wanted to expand to Ao | 1330000
win the Cold War) and 35000 | oyl
domestic civilian per- :
sonnel (which Reagan | Note: Toubsesof 1992 .
planned to cut). Some- | Souros: Ofico of Personned Mansgoment - ___Hesttoge bataChan:

times the uniformed military are included, and often they are not. A confusion as you prepare-
to assume office, President-elect Clinton, is that as candidate you did not make clear where you..
want to make reductions.

Clarity is essential because the civilian personnel system is immensely complex. As pictured..
roughly in the accompanying chart, it has many discreet elements:

3" Paul Taylor, “Frictions Crest in Civil Service in Reagen Ere,” The Washingion Post, January 19,1983, p. Al..
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1) Preslidential appointees, about 500 In number, who serve at the pleasure of the chiet-
executlve;

‘2)° Non-career Senior Executlves, totaling approxlmately 700, serving at the pieasure of
the agency head;

3) Career Senior Executlves, consisting of 6,000 or so Indlviduals; who are protected by:
Senlor Executive Service (SES) rules;

4) Schedule C non-career managers and policy makers, about 1,700 In number, servlng“
at the pleasure of the agency head;'

S) Career managers, numbering 120,000, who are protected by Clvil Service rules; '

6) General Schedule professional, admlnlstratlve. and clericat white collar workerg; ===~
totalling 1.3 milllon, who are protected by the Clvil Service rules;

7} Wage Grade blue collar employees, humbering 300,000, who also are protected;-

8) Specialized personnel schedules, who are 120,000 or 80 workers organized Into a-
dozen protesslonal schedules, such as Foreign Service, lawyers, administrative
Judges, public heaith and medical personnel; and.

8) The uniformed military, comprising 1.8 million employees, grouped In their own
systems..
It is important for technical and other reasons that you understand and decide which of these:-
categories is to be included in your target and which is not. The altemative is for reductions to
take place in haphazard ways—or not at all—in areas not in-accord with your wishes.

Can Defense Cuts Achieve the Goal?

Given the structure of the federal work force, you can hardly achieve part of your goal by k-
ing credit for Postal Service personnel reductions. For one thing, the Postal Service already is
taking steps to reduce its personnel. Some 30,000 management and staff positions are being
eliminated by Postmaster General Marvin Runyon, and so far an additional 17,000 postal em-
ployees have accepted an offer of early retirement. For another, the Service is now a semi-pri-
vate orgamz.auon in which you do not have the power to cut positions directly. The real
question for you is whether your personnel reduction goal can be met through rediicing defense-
alone, as many liberals clearly want.

Focusing on defense raises the question: How much is enough? Uniformed military employ--
ment already has declined by over a quarter-miilion and civilian defense personnel have been
cut by almost 70,000 from the Carter levels. However, as a candidate you also pledged to cut
uniformed personnel 200,000, so your promise of a 100,00 reduction in the burcaucracy pre-
sumably must be restricted to civilian workers. You could confine the 100,000 reduction to just
civilian defense employees, a significant portion of whom are now planned for downsizing
over the long run. But your pledge is not very meaningful in policy or management terms if it.
does not cover anything other than what is already planned, and nothing new for Democrats if *
it covers only defense. The interesting question is whether your pledge implies more.

HOW TO CARRY OUT YOUR PLEDGE ’

Bearing in mind the experience of previous Administrations, and the pitfalls and complexi- -
ties involved in reducing the federal bureaucrucy, the following ten-point action plan would be::
a sound strategy for achieving your goal.
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Action 1: Institute an immediate total freeze on federa! hiring (except political
appointees), accompanied by a 3 percent administrative cut.

In government mana gement, experience shows that most real progress is made by using blunt
instruments. A majority of the early success of the Reagan employee reduction policy was the:
result of the total frecze he placed on hiring before he even left the Capitol on Inauguration,

Day. As President, you must likewise act decisively and immediately if you are to be judged as
acting seriously. Placing a total freeze on federal employment thus should be among your first
acts. As a candidate you also promised a 3 percent across-the-board administrative overhead re-
duction, which should be made pan of the same package of measures durmg the first few days-
of your Presidency. '

A total freeze will allow you to build a “bank™ of cut work years that will permit you to. T
achieve your full target of reductions over a longer period through more rational management-
planning.

The frecze should be “permanent,” and it should exempt only the political employees you.
need to organize your new Administration. Permanent means in this sense indefinite, so that:
government officials cannot plan simply to delay hiring while proceeding to plan future hires..
The freeze cannot in practice remain total for too long without causing severe problems, but
that should not dissuade you from instituting the policy. The freeze will need to be modified
after six months or so, but the White House should not indicate in advance how it might be
modified or there will be bureaucratic gaming.

Actlon 2: Demand the elimination of minimum stafflng levels In all depart-
ments and agencies.

During the Reagan and Bush years, for instance, Congress placed minimum personnet levels
in several departments and agencies to protect certain programs. This is micro-managing at its
worst and an intrusion into presidential prerogative. You do have the advantage, however, that.
Congress might be more willing to end these limitations for an President of the same party.

Actlon 3: In the second phase of the freeze, institute a modified freeze,
administered by the Office of Personnel Management.-

A second phase of the freeze should be introduced after about six months. This should allow
exceptions for critical skills and to fill positions for essential functions. To keep agencies from
subverting the employment reduction function, the process must be managed centrally by an
agency with the expertise and clear focus upon personnel to make the policy a high priority,
and managed by an official strongly committed to your personnel reduction goals.

The temptation, of course, is to turn to the Office of Management and Budget (OMB)—close
by within the Executive Office of the President—to handle the exceptions process in a modi-
fied freeze. OMB has neither the needed skills nor will it have the necessary clear focus upon
the mission. The reason is that the budget, not management, necessarily dominates OMB's per-
spective. OMB only seriously analyzes the cost effects of personnel to specific programs and .
agencies, never to true staffing needs, much less to the overall objective of reducing the size of
the bureaucracy.

The Office of Personnel Management; by contrast, need not suffer from these deficiencies.
OPM has the knowledge—or can regain it—of agency operations needed to assess true require- -
ments: And through its special pay rates program; OPM can determine the need for specialized -
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skills and provide the means to solve them. Thus, under a modified freeze, all agency requests-
for exceptions should be made to OPM and that agency should be limited only by overall bud-
_get levels already allocated to the agencies by OMB.

Action 4: Duflng the modified freeze, reform Reduction-in-Force ('RIF)
regulations to glve more weight to performance.

Consideration shouid be given to whether phase two should include Reductions-in-Force
(RIFs) and furloughs to keep costs within budget. Although as a candidate you did say that the-
100,000 reduction would be accomplished solely through attrition, in practice it is not possible-
to achieve efficient overall work force management without some RiFs and furloughs.

If RIFs are used at all—and they must be for certain opcrauons if they are restructured— e
your OPM should review the Reagan Administration proposals to base employee retention. dure=-r
ing downsizing more upon performance than on the current seniority-dominated weighting pro--
cess, and to limit so-called bump-and-retreat rights, under which lower-level employees are-
routinely “bumped” out of the service by higher-level individuals with greater seniority who
are over-qualified (and overpaid) for the positions. Modifying this practice not only would lead .
to the better workers being rewarded and the work-product upgraded, but it would mean also
that women and minorities would not be dxspmpomonatcly affected by RIFs simply because-
they tend to have the least seniority.

By following the Reagan Administration work force reduction guidance emphasizing artri-
tion, but allowing some RIFs and furloughs, it should be possible to minimize the negative ef-
fects. Over 90 percent of the Reagan reductions were achieved by artrition—and many of these:
were moved to other positions through a newly instituted placement program. By contrast, dur-
ing the only other recent Administration to reduce the bureaticracy by any comparable size,
under President Dwight Eisenhower, almost 90 percent of the cuts were achieved by firings, A’
Democratic Administration could hardly follow the latter course—and it would be too expen-
sive. anyway—but it might well be able to follow the Reagan policy without severe employee-
reaction if it worked closely with the unions and employee associations.

Actlon 5: Reestablish Office of Personnel Management monthly accounting
of full-time equivalent (FTE) employment.

Not only is the government personnel system naturaily complex, the government tries further
to confuse the situation by the way it counts employees. At the beginning of Ronald Reagan’s
first term, there was no accurate count of total standardized work years in the federal govern-
ment-—a necessary basic measure to ensure that bureaucrats do not merely eliminate part-tim-
ers in response 1o higher-level orders while at the same time hiring back full-timers, effectively
increasing personnel when appearing to cut them. Even the data collected at that time were not
in a uscable form and were available only once a year.

Believe it or not, it took several months of enormous pressure to put the cmploymcm'figurcs
in a-form useful for work force management. The resultant data were extremely useful for mea--
suring agency performance and pressuring agencies to conform to presidentiat directives to re-
duce employment. Too useful. Regular employment reports are no longer produced.

Admittedly, they are produced once a year in the Budget (although somewhat inaccurately), but:
they are well hidden—this year on page 138 of the appendix. Fortunately, some of the earlier.
reports still exist and allowed us to construct the earlier table. Your Administration will have to.
re-create the Office of Personnel Management monthly report if you wish to monitor progress;..
and your Office of Management and Budget no doubt will resist doing this because OMB does-
not like anyone peering over its shoulder.

k
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A nunning measure of full-time equivalent (FTE) work years is indispensable to monitor:
progress. But that measure does have two political drawbacks. First, you will need 10 translate-
your goal to cut 100,000 into FTE terms to be meaningful, or only part-time positions are likely-

10 be cut and the actual number of positions climinated may be less than you desire: Politically,.
transiating 100,000 positions into FTE will make the total cut look smaller than you promised.:.
Alternatively, of course, you could hold firm to a target of 100,000 FTE positions and cut more=:
slots. Second, because standardized work years accumulate over time; it is necessary to make= .
the reductions carly in the year so that they are counted as a full-year persons, if you are to re=;
ceive full credit for the reductions that in fact are made:

Action 6: Demand elimination of congressional limits on the.number and..
functions of political appointees, and fulfill your promise to reduce-
the Executive Office of the President (rather than the much smaller: --=r-:_
and more difficult to cut White House.Office) staff by 25:percent..”

Political employees will make or break the Clinton Administration; as has been the case with
every other. Government management does not have the private sector. luxury of bottom-line-
profit-and-loss financial statements to measure its success. Government budget figures tell only -
what was spent last year, not whether the program or its staff were successful. In government;:.
the only real replacement for private sector financial statements is personnel management.

Managing and leading people is what efficient govenment is about, and even more so in thex
sprawling national bureaucracy. President and former Governor Jimmy Carter showed that it::
cannot all be done from the Executive Office of the President, like running a small state from-
the Governor’s mansion in Atlanta—or Little Rock. While the White House Office must play a-.
central role in planning, it would be more efféctive if that role were undertaken with a leaner:-
Executive Office of the President staff (which you wisely promised to reduce by one-quarter)-
and if the line-function Cabinet and top agency heads were brought more into the top manage--
ment team. Placing throughout the agencies political appointees who are dedicated to the Presi--
dent rather than their own personal or narrow agency agendas is the secret to control of both the:
management and policy process.

This in turn means that the Office of Presidential Personnel must make appointment deci-
sions upon loyalty first and expertise second, and that the whole governmental apparatus must -
be managed from this perspective. Picking appointees who are “best for the job™ merely in
terms of expert qualifications can be disastrous for a government genuinely commitied to
change.

The Office of Personnel Management must also play a critical part developing a team, manag- -
ing the Senior Executive Service (SES) system, and overseeing Schedule C positioning. Be-
cause they are 5o critical, political appointees need some special attention: they need
presidential access—limited depending upon rank and importance-—and they must be excused:.
from actions otherwise affecting the personnel process, such as freezes. In return, they can bet-
ter manage the morass that lies below them. '

Action 7: Reaffirm your commitment to the career Civil Service, such as by
urging repeal of the Ramspeck Act:

If political executives are appointed and well supported as they carry out the President’s mis--
sion, it is not necessary to subvert the career system. A new Administration understandably is:
worried that the opposing party will artempt to place many of its political appointees into the ca<:-
reer Civil Service. For this reason, Senator David Pryor, the -Arkansas Democrat who is chair-



n : How to Cut the Federal Bureaucracy

man of the Senate Government Affairs subcommittee on the Civil Scrvicc;.immcdiatcly after-
the clection warned Bush Administration political officials not to “burrow in” to the career bu--

_reaucracy.

But this view of the Civil Service should apply to the new Administration as well. The policy-
of the first-term Reagan Administration was to discourage burrowing in its by own officials as..
well as those of the previous administration. While the:1940 Ramspeck Act guarantees this to.
congressionat and White House staff for the carly days of this transition, the new Administra--
tion shoutd end this practice for the future and tighten provisions for other appointees.

The corresponding responsibility on the part of the new Administration is to reject profes--
sional career pressure to reduce the number of political appointees. For example; the National .
Commission on the Public Service, which consists of former career officials, has called for ap--
pointing political officials on “merit” only and to reduce the number from 3,000 to 2,000. Con-- .-
gress, 100, has begun to limit flexibility for political appomtecs, a situation a Democratic~-""==~—"~
President should be better able 1o rectify.

Recognizing both the protecied status of the career service and the legitimate role for politi-
cal appointees strikes the right balance: It'also shouid increase the likelihood that your broader--
proposals for governmental reform will be achieved..

Action 8: Announce a major privatization and contracting-out Initlative, with -
the responsibility for the initiative transferred from OMB to OPM.

Recent Presidents, as well as governors and mayors across the United States, have recog-
nized the benefits in reduced costs, efficiency, and improved management in the policy of con-
tracting work out to the private sector and other forms of privatization. The California-based .
Reason Foundation has identified $300 billion of federal asséts that could be put to more effi--
cient use in the private sector, while increasing federal revenues. Moreover, qne of your top
campaign advisors, David Osborne, has argued persuasively for the strategy.

Siill, no recent U.S. President, unlike the chief executive in lower levels of the government or-
national leaders in other countries, has given contracting-out and privatization the top-level at--
tention necessary to implement it widely, or provided sufficient incentives to prevail against the-
predictable resistance of career interests. The current U.S. program exists as 8 neglected back-
water within OMB and receives almost no support.

Reducing even 100,000 federal employees does not deal with the f)mblcm thatthe work
force is overpaid for most positions, has the most generous pension in the world, and operates
under a system that destroys incentives to work efficiently. While effort should be expended to
reform these remaining functions, the experience of the Reagan Administration is that reforms
will be limited and costs only marginally reduced without privatization.

The wise course would be a serious contracting-out and privatization program backed with
your strong personal support and assigned to a new agency to assure priority astention, opti-
mally to OPM. Years of expericnce at lower levels of government prove that strong leadership-
can be combined with sensible incentives to tum around or at least neuwralize employee resis-
tance. If part of the savings are given to the managers who recommend privatized services and.:
the employees who agree to shift with the function to the private sector, for instance, as well as
to those who remain to oversee the operation, it is possible to achieve employee support. As

4 - David Osbomne and Ted Gasbier, Reinventing Government: How the Entrepreneurial Spirit is Transforming the Public Sector
(Reading, Mass.: Addison-Wesley Publishing Company, 1992).
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President, you could implement the more or less moribund so-called FED CO-OP program—-

designed to give shares in the privare firms to those federal workers who assist in making the

ransfer. At the state and local level, Democratic mayors and governors have been in the fore-
" front of such privatization inidatives.

Action 8: Modify existing contracting-out rules to provide full-cost account-
ing of federal operations when these are compared with private
competltors.

Current federal law requires a competition between governmental and private bidders for-
functions that are considered for transfer to the private sector. Even if the governmental opera-
tion wins the compctmon, the result should be improved services as it restructures to be compct-
itive. To be a serious competition, however, it will be-necessary to include the totai LT
governmental cost—especially pension, foregone taxes, and other overhead costs. This is not
the case at present. The private contractor must include all indirect costs while the government-
does not, handicapping the outside bidder by as much as 30 percent, and denying the taxpayer-
the chance for more cfficient services. As President, you should modify the rules on contracting :
out to require the proper, fullcost comparisons to be made.

Actlon 10: Upgrade the performance management system and extend perfor--
mance pay to the general work force.

Even with a major privatization effort, many functions necessarily will remain within the gov-
emment, including oversecing contracted-out operations. But in contrast with the private sector-
work force, federal employees operate within a system that destroys innovation and efficiency.
The 1978 Civil Service Reform Act did create a more flexible management and performance-
oriented system, but such a rule-driven system needs constant upgrading.

An cfficient system depends on a fair and meaningful performance appraisal process, with
pay-for-performance consequences resulting from the appraisals. The Reagan Administration
understood this and implemented the Carter-planned appraisal system for all employees, and
performance pay for managers and executives, giving it high priority at least through the first
term. The basic tools stiil exist, but the system will require constant prodding to force execu-
tives 10 exercise their responsibilities. The temptation is to grade everyone equally and to flatten
out bonuses so that managers do not have to make the difficult decisions of telling some people-
they did poorly and to pay them less. Bureaucracies may run more comfortably when they do
not make such tough decisions, but they also run without energy or efficiency.

The Reagan Administration tried early to extend pay-for-performance from just managers to
the rest of the federal bureaucracy. Union and employee association pressure on friendly con--
gressmen stymied that reform. But the system cannot work optimally with the great majority of
the work force denied the chance to earn higher pay for good performance. If there are not mon-
etary consequences resulting from performance appraisals (or separations for very poor-perfor-
mance, for that matter) they lose their credibility and utility. Again, a Democratic
Administration might have better success from a more friendly Congress.

Prepared for The Heritage Foundanon by
Donald Devine

Donald Devine, former director of the U.S. Office of Personnel Management, 1981-198S, is author of Reagan’s
Terrible Swift Sword: Reforming and Controlling the Federal Bureaucracy from Jameson Books. He also is a..,
columnist, an adjunct scholar at The Heritage Foundation, and aWashmgwn political and management consultant.



Bruce,

Damus said that he was surprised as well that the assistant
archivist stated that the cuts would be no problem because the
benchmark used was authorized FTEs. In particular, he didn’'t
think that the detailed instructions from OMB for implementation
of the order had been finished and therefore the archivist wasn't
in a position to say exactly what would be required.

Damus' understanding is that OPM initially set the number of
employees for each agency/department based upon numbers provided
to them from each agency/department. It is therefore apparently
possible that some provided numbers to OPM based upcon authorized
FTE levels, rather than estimated or actual FTEs. While this is
not consistent with our intent, Damus says that because the
actual number of FTEs is a snapshot and changes day-to-day, the
significant bite for the agencies will be the loss of money to
pay for the reduced number of FTEs beginning in 1994. Contrary
to the impression created by the archivist, other agencies and
departments are viewing this as serious business - Damus has
heard from 10 or so departments/agencies who basically are
looking to get some sort of relief from the required reductions.

OMB is drafting a memo that is suppose to clarify what the
numbers are, where they are from, etc., The memo is expected to
be finished this afternoon and I will get you a copy.

Sl
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THE PROPOSED PERSONNEL REDUCTIONS WILL RESULT IN REAL SAVINGS

O

o

On February 10, 1993, President Clinton issued an Executive Order to reduce 100,000
Federal positions over the next three years.

The savings in Full-Time Equivalent (FTE) employment and dollars were reflected in the
President’s economic and budget plan, A Vision of Ch for America, issued on
February 17, 1993. OMB is implementing the President’s Executive Order in two ways:
funding and FTE.

FUNDING

- EY 1993. Savings from cutting staff in FY 1993 may be used for non-personnel
purposes during FY 1993 only. The President’s plan did not propose to rescind the
savings in FY 1993 because it would have offset to some degrce the positive impacts
on the economy of the President’s stimulus proposals

- FY 1994 -- FY 1998. Beginning in FY 1994, each agency’s funding request was
reduced by amounts derived from the FTE reductions (times average salary levels).
These dollar savings are real whether or not any agency’'s on-board staff was below
its 1993 base level of employment.

--  In total, agency requests were decreased by nearly $8 billion between FY 1994
and FY 1997, (See page 124 of the February 17th document.)

FTE

- All agencies (over 100 employees) were required to reduce their 1993 base level of
employment by 1% in FY 1993, 2.5% in FY 1994, and 4% in FY 1995.

-~ The 1993 base reflects the amounts appropriated for FY 1993 as opposed to
the levels of personnel actually on-board as of the date of the executive order.
To the extent these levels were higher than current on-board levels, the
immediate impact of the executive order on FTE in FY 1993 may be
mitigated. However, by FY 1994 and FY 1995 agencies will have to reduce
current on-board levels as the size of the required reduction increases.

-~ In total, the 1993 base FTE will be reduced by 152,800 FTE by FY 1997
(including Defense). (See page 142 of the February 17th document.)

--  OMB is putting into place a, tracking system to ensure that these reductions are
achieved.
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THE WHITE HOUSE
WASHINGTON
February 10, 1993

MEMORANDUM FOR THE HEADS OF EXECUTIVE DEPARTMENTS AND AGENCIES
AND EMPLOYEES OF THE EXECUTIVE OFFICE OF
THE PRESIDENT

SUBJECT: Government Fiscal Responsibility
and Reducing Perquisites

To promote Government fiscal responsibility by cutting the
perquisites and excesses of Government office, it is hereby
ordered as follows:

Section 1. Executive Dining Facilities

Executive dining facilities in the executive departments

and agencies and the White House Executive Mess will not be
pernitted hereafter to provide below-cost meals. The Office of
Management and Budget, after consultation with the agencies as
needed, will develop promptly a plan and issue any directives
requlred to recover the costs of meals served in these executive
dining rooms.

I strongly support the decision of those Secretaries who have
concluded that they do not need an executive dining room for

the conduct of their agencies’ business and have closed and
converted them to other uses. I therefore am requesting the
other heads of agencies to review their official needs and close
voluntarily executive dining facilities that are not essential
for the regular conduct of Government business.

Section 2. Conferences

The pubklic interest requires that agencies exercise strict
fiscal responsibility when selecting conference sites.
Accordingly, agencies are not to select conference sites without
evaluating the cost differences of prospective locations. When
agency representatives attend conferences sponsored by others,
the agency must keep its representation to a minimum consistent
with serving the public’s interest. The Office of Management
and Budget, after consultation with the agencies, will issue
further directives necessary to implement this requirement.

(}\WQ\; RAAs /K\Dtk k\‘ b



TO: Bruce Reed

FROM: Susan Brophy
DATE: February 19, 1592
RE: Legislation tg create reinvent government board

Howard asked ﬁe to

tell you that he would like you to

consult with Brooks, Dingell and Rostenkowski, in addition to the

Members you have listed!

Also, we both have
legislation to Congress

*Vaaia f‘-—ls

strong reservations about sending any
with the instructions that they be

required to give an up or down vote on the package. It is
extremely arrogant and would result in us losing votes as a
consequence because it is the perogative of the Congress to
determine the rules under which all legislation is considered.
Furthermore, we cannot ;egulre Congress to do anything. (That
whole separation of powers thing.)

The objection is not to the legislation, as long as it is
accompanied by exten51on consultation -- it’s the conditions you
propose to attach to the leglslatlon.

We are available to discuss this further if you wish.

Thanks.

]
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THE WHITE HOUSE
WASHINGTON
l February 10, 1993

MEMORANDUM FOR THE HEADS OF EXECUTIVE DEPARTMENTS AND AGENCIES
AND EMPILOYEES OF THE EXECUTIVE OFFICE OF
THE PRESIDENT

1
- SUBJECT: Government Fiscal Reaponslbillty
and Reducing Perquisites

To promote Government fiscal responsibility by cuttlng the
perquisites and excesses of Government office, it is hereby
ordered as follows:

Section 1. Executive Dining Facilities

Executive dining fac111t1es in the executive departments

and agencies and the White House Executive Mess will not be
permitted hereafter,to provide below-cost meals. The Office of
Management and Budget, after consultation with the agencies as
needed, will develop promptly a plan and issue any directives
requlred to recover the costs of meals served in these executive
dining rooms.

!
I strongly support the decision of those Secretaries who have
concluded that they do not need an executive dining room for
the conduct of the1n agencies’ business and have closed and
converted them to other uses. I  therefore am requesting the
other heads of agenc1es to rev;ew their official needs and close
voluntarily executive dining facilities that are not essential
for the reqular conduct of Government business.

Section 2. Conferences

i
The public interest requires that agencies exercise strict
fiscal responsiblllty when selecting conference sites.
Accordingly, agenc1es are not to select conference sites without
evaluating the cost dlfferences of prospective locations. When
agency representatives attend conferences sponsored by others,
the agency must keep|1ts representation to a minimum consistent
with serving the publlc s interest. The QOffice of Hanagement
and Budget after consultation with the agencies, will issue
further directives necessary to 1mplement this requirement.

(At s Tl
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TO:

FROM:

MEMORANDUM

BRUCE REED
MARK GEARAN

MACK MCLARTY

WASTE IN GOVERNMENT EVENT

22 FEBRUARY 1993

e S e S R M A TER W TR e e ek ek e e e A R M S N A W e e A B AR S S W A

Senator Bob Krueger called tbday to indicate his interest in the
upcoming event of the President on waste in government, and in
particular, his effort outlined in the attached ad.

I also attach the Dallas Morning News editorial on the subject.

Mack told Senator Krueger that we‘wquld consider how this might
be incorporated. ' '

Let me know what you think. ,

b
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You do the work and, like any successful company, it is the
fruntline, hands-on, dedicated employces who really make things
happen, We need leaden 1o set the course, but if the "system” is ruled
from the top down, if the system Is caughe up in passing the buck or if
the sysiem does not empower the frontdine emplayees, the system will
fail. That's the problem we now have with govemment in this couatry

YOU KNOW WIHERE THE WASTE 1S5,

And as 3 tanpayer, sy well 35 a federal employee, you are as angry
about it ag any average taxpayer. But who gets the blame when the
system covers up the waste? You do. There are fo many needs and 50
litstle money. The only way we can save programs that really help
peaple is 1o cut pot just some, but all the waste,

Only you can do that.

Don't let the system destroy worthwhile programs and produciive
jobs because of waste and fatr. Don't ek the taxpayers feel like they
can't get value for their doflars.

Your call will be towlly ¢confidential.
My name is Bob Krueger, and Fam the new LS. senator from
Texas. | eecently seplaced Senator Uoyd Bentsen, You don't have to
be in Washington long 1o understand that the problem is the system,
not the frontline employecs.

Thats why | am introducing legislatinn 1o reguire a full-scale,
"rake no prisoners’ kind of audit o expose the waste, But this time !
want the audit to be done by aggrassive fromline employces, not
high-oriced consullants or the big-shot bureaucrats In addition, gnce
your audit is complete, my bill will yive the exceutive office the
power W impound wasteful dullars,

You know where the waste is, and we need your experience to
expose specific examples of waste and mismansgement.

e do that, we will pass this kepidadon and stop the waste,

Cali t-800-856-6703 and help stop the waste.

Together we'll create a fat-Free government. The wxpayers will
thank you.

BOB KRUEGER / U.S. SENATE

I-800-856-6703

Puofor by (he Bob Kruager comealye.
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EDITORIALS

As he seeks to gather evidence for his proposed bill to
1 make wasteful government spending illegaf, Sen, Bob Krue. |*

7| _ger bas now set up a confidential government-waste Hot
line in Washington, D.C. *I want fo hear from the people
who know where the real waste is,” says Mr. Krueger's
taped voice ip answering calls.

Before anyone condemns 1-800-856-6703 as a campaign
gimaick, let’s see if it works. Those with a tip will have %0
seconds to give Mr. Krueger the facts. The senator’s staff
says 181 calls poured in between 4 2.m. and 2 p.m, Thursday.
One caller identified himse!f as a National Aeronautics and
Space Admlnistration employee who makes $70,000 a year, but “has 10 job description
'+ and does no work.” Another caller alleged that political appointees at the Energy De-

‘| partment had been givea more than $1 million in salary bonuses.

Time and sgain the experts have lold the Américan people that there is very little
waste that can be cut in government spending, and that the big-ticket items are de-
fense and the entitlements. Well, jet fighters, Social Security checks and so forth are,
in fact, the biggest slice of the budget pie, hut what’s that got to do with the price of tea
in China? Waste is waste, and wrong is wrong,

Alter an apparent flip-flop on the issue of gays in the military recently, Mr, Krueger .
¢ame under attack for lacking dackbone. That may or may not have been true. Still, he
has certainly shown he is willing to innovate in fighting waste in government. Fair-
nesy dictates that the citizens of Texas -~ indeed, all Americans — applaud him for
this.
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Transcript of John Chancellor’s Commentary
NBC Nightly News
February 4, 1993

John Chancellor: “If you've been dazed by the sound and fury coming from
Washington for the last two weeks, you may have missed the real story.
Washington is interesting again. It happens every time we get a new President.

“Good ideas are in the news. Senator Williamn Roth of Delaware is back with
his plan ta bypass the vested interests, and modernize the government: have a
commission make the tough cholces and send its recommendations to the President
directly. 1f he approves, modemization occurs automatically, unless both houses of
Congress vote to reject it. Call that the Roth Roto-Rooter plan to clean ouf old
government plumbing.*

“Another idea: instead of closing military bases now that the Cold War is

over, use parts of them as housing for the poor and homeless. Why abandon good
buildings?

“Surprising things are happening in Washington. Would you believe that
the Postal Service is running in the black - actually making a profit, and that the cost
of stamps may NOT go up this year?

“The new administration has told the Pentagon to come up with a list of
spending cuts totalling ten billion, eight hundred million. dollars, and do it by
Monday. If they start right now, that comes to a hundred and eighty million dollars
in cuts every hour, for the next sixty hours. Somebody in the Defense Department
said they’ll be sending out for a lot of pizza this weekend, which is alright. If they
can save one hundred and eighty million an hour, we can afford the pizza.

“Hallelujah, Tom! Washington is getting interesting again.”

*Emphasis added.



February 18, 1993

To Bruce
From Paul
Re: Campaign to reinvent government

Word on the hill is that the Senate Government Affairs
Committee is planning to hold hearings on reinventing government
bills on March 11. Looking at the political calendar, my best
guestimate 1s that we need to send Congress BC's bill no later
than the end of March 1f we want legislation this year. This
would allow for a markup sometime in May or June, and floortime
soon after. Final passage would occur sometime after the August
recess.

Attached are comments from OMB on draft #5. I talked to Bob
Damus yesterday who expressed OMB's concern that the scope of the
bill is still too great and that we should concentrate on
reorganization rather than civil service reform and State/Federal
relations. I told Bob we our open to their ideas, he said he
would get back to me after he talked with Rivlin and Lader.



: £ovaart

s " Y o By T e TR AL I . Oy K By wﬁ‘“"’tr :.\ . " ok wa AR
”*PP&”Wﬂ&_w%&W{ﬁﬁﬁ'W&ﬂmi_“- e L e T SR

C e 'u;!.—q

A : -
BN G
EXECUTIVE OFFICE OF THE PRESIDENT
QOFFICE OF MANAGEMENT AND SBUDGET
WASHINGTON, D.C. 20503
February 16, 1993
2 ALY - T

' 'MEMORANDUM FOR BOB DAMUS

FROM: ‘ j;ng{;;k Reeder

SUBJECT: "Campaign to Reinvent Government Act of 1993"

Per our earlier informal discussion, I continue ¢o have
serious policy concerns with the proposed bill, although ‘it has
been improved considerably to address some of the technical
issues raised earlier.

It seems to me that, in considering such a proposal, one
first needs to define the objectives. As I see them, they are
three-fold:

s to attack Federal organizational and management
problems that the traditional bureaucratic and
legislative processes are either unable or unwilling to
attack;

e to create a mechanism that will help develop first an
intellectual consensus and then a political critical mass to
assure that something really happens; and

¢ to devise a legislative mechanism that will make it very
difficult to ignore the product.

I fear that the bill in its current form is not likely to
achieve these objectives. If my sense of the chjectives is
wrong, stop reading here! Beoards and commissions are a time-
honored way of warehousing problems that no-one wants to deal
with. I am confident that that is not what the drafters intend.
Specifically --

¢ The scope of the Board’s activity is so broad as to raise
concerns as to whether it will be able to produce. Such a
broad mandate does not allow for action on matters that do
not regquire legislation in effect postponing the very
actions to reform government that we all seek. I would
propose limiting the Board to reorganization initially
{along the lines of S.2585).

® Constituting the Board as an executive entity, with no
congressional role in appointment or confirmation, assures
executive control. That can be good, but comes at a cost.
Notwithstanding the quality of its work, it will make it
harder to assert objectivity when the Board’s report is
presented. Further, it seems to me that it is highly



unlikely that the Congress will grant in advance fast-track
legislative action to the recommendations of a board over
which it will have so little influence.

¢ Conferring exclusive jurisdiction on the two named
committees is likely to provoke serious opposition for at
least two reasons: (1) at least one committee with
substantive jurisdiction is cut out (House Post Office and
Civil Service); and (2) virtually every major committee’s
jurisdiction could be affected. Unlike the base closing
commission (whose activities by the way, were wholly within
the jurisdiction of the two committees that created it), the
matters before this Board are not matters on which members
would prefer not to have to vote; e.g., closing bases in
their districts.

s

I would urge that we take this up with the Director as soon

he can spare the time. Depending upon his guidance, we may wish
to engage staff working on this proposal.

CcC:

Barry Anderson
Chuck Kieffer
Martha Foley
Walter Groszyk
Bernie Martin
Al Burman

Ed Mazur

Jim MacRae



February 19, 1993

MEMORANDUM FOR HOWARD PASTER, SUSAN BROPHY
FROM: Bruce Reed

SUBIECT:  Legislation to create a board to reinvent government

We have drafted legislation to create a board to rcinvent government by reducing
bureaucracy and eliminating unnecessary layers of management; to eliminate waste,
unnccessary spending, and duplication of cffort; and in general to make government more
responsive to the pcople it serves.

The President has agreed to the idea in principle, but we have not yet presented him
with the bill. If we decide to go forward, he will also need to think about whether he would
bring in a big-name politician to head this effort.

Our bill has been prepared in consultation with the staffs of Conyers, Licberman,
Glenn, and Roth, as well as with OMB. Glenn's committce is planning to hold hearings on
similar bills on March 11. They're cager for us to move forward.

Under our bill, the Board would be required to produce a report to the President with
its findings and statutory language needed to implement its recommendations. The President
would then have broad discretion to make changes to the report, after which he would send
the legislation to Congress. Congress would then be required to vote up or down on the
Board's report. Congress would not be able to amend the report, and debate would be
limited.

The Board would be established as an independent agency, and would be compriscd of
seven members appointed by the President. The Board would terminate 1 year after the date
of enactment of this act. However, the legislation provides the President with the authority to
extend the Board's term for an additional 6-month period.
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THE WHITE HOUSE

WASHINGTON

FEBRUARY 4, 1993

MEMORANDUM FOR THE PRESIDENT
FROM: Bruce Reed

SUBJECT: Campaign to Reinvent Government

DRNFT -
NEveR
G RMITIED
"4 BT

L. ACTION-FORCING EVENT: On Tuesday, February 9, you arc tentatively
scheduled to announce a series of executive orders and other actions designed
to streamline the Federal Government. We have prepared a working draft of
legislation to create a board with broad statutory authority to reinvent
government. This legisiation is entitled the "Campaign To Reinvent

Government Act Of 1993," and would do the following:

¢ Establish a board of 7 members, appointed by the President,
that would lead a campaign to reinvent government. The board
would have one year to conduct a performance audit of the
Federal Government. With your approval, the report and
legislation would then be submitted to consolidate, streamline, or
eliminate Fedcral departments, agencies, commissions, and
programs; devolve responsibilities from the Federal Government
to the States; implement civil service reform; and reduce red

tape.

¢ Require Congress to vote up or down, with no amendments
and limited debate, on the recommendations of the board.

¢ Assuming passage of the legislation, direct the Office of
Management and Budget, in association with the heads of all

affected agencies and departments, to implement the

recommendations of the board.

11 BACKGROUND/ANALYSIS: This legislation would give you broad authority
to cut spending, reduce bureaucracy, and climinate unnecessary layers of
management ~- and demonstrate that you will do everything in your power to
make government work better before you ask the middle class to work harder.
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The review board is based on John Sharp's highly successful performance audit
in Texas, and enjoys broad bipartisan support. Senators Glenn, Roth,
Lieberman, and Campbell have prepared similar legislation.

In proposing this legislation, you will need to decide who should head it. John
Sharp, Phil Lader, and David Osbome are obvious candidates. Warren
Rudman could be considered for one of the Republican slots.

[lI. RECOMMENDATION: We recommend that you announce next week that
you will be sending to Congress legislation to create the Campaign to Reinvent
Government.

IV.  DECISION:

Approve Approve as amended Reject No action



EXPLANATION OF CAMPAIGN TO REINVENT GOVERNMENT ACT OF 1993

Section 1.

Short Title And Purpose -- The title of this legislation is the "Campaign to Reinvent
Government Act of 1993." Its purpose is to reinvent government by reducing bureaucracy

and eliminating unneccessary layers of management; climinating waste, unnecessary spending,
and duplication of effort; and in general to make government more responsive to the people it
Serves.

Section 2.

DRefinitions ~~ This section sets forth the legal definitions to be utilized in this bill.
The term "Board" will be used to describe the entity charged with rcinventing government.
The term "Executive Agencies” means all agencies of the Federal Government.

Section 3.

Board_To Reinvent Government —— This section of the legislation creates the "Board

to Reinvent Government." The Board would be established as an independent agency, and be
comprised of seven members appointed by the President no later than 30 days after passage
of this legislation. The President is not obliged to consult with Congress on the membership
of the Board. Members can be from any political party, and there is no limitation on how
many members can be of same political party. The President is also responsible for
appointing a chairperson of the Board.

The Board will be charged with appointing a staff director. The staff director will be
responsible for the day to day management of the Board staff. The bill gives the staff
director broad discretion to detail employees from other agencics. These employees will be
detailed without reimbursement from the Board ~- so as to save on costs —— but without
interruption or loss of civil service status or privilege.

The Board will terminate 1 year after the date of enactment of this act. However, the
President has discretion to cxtend the Board's term for an additional 6-month period.

Section 4.

Board Report ~- Under this section, the Board is required to produce a report to the
President with its findings and statutory language nceded to implement its recommendations.

The Board is directed by the legislation to focus on ways to:

1) Consolidate, streamline, and/or climinate Federal departments, agencics, and
commissions, or any other type of government entity;
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2) Develop procedures for the substantive review, reauthorization, and
sunsetting of programs and regulations;

3) Define programs in terms of measurable outcomes; reward performance and
increase accountability in return for greater flexibility,

4) Reduce paperwork and red tape;

5) Improve the delivery of services of Federal departments and agencies to the
States more cffectively and efficiently.

The President will have 60 days to review the report and make changes at his
discretion, after which he is required to submit the report to Congress and make it available
to the public.

Section 5

Congressional Consideration Of The Report —— This scction requires that Congress act

on the Board's report. No later than 30 days after the submittal by the President to Congress
of the report, the statutory language of the report must be introduced in the Senate and the
House. The bill will be referred only to the House Committee on Government Operations
and the Scnate Committee on Governmental Affairs. Those committecs have only two
legislative days to act on the bill, after which the legislation is automatically sent to the
House and Senate floors for consideration. Debate on the legislation is limited to ten hours,
and no amendments will be permitted.

Section 6

Implecmentation ~— This section establishes that the Director of the Office of
Management and Budget (OMB) has primary responsibility for implementation of the
recommendations of the report.

Section 7

Authorization -~ This section provides a gencral authorization of such funds as
necessary for the carrying out of the requirements of this legislation.
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MEMORANDUM
® EOs
February 8, 1993
To: CBriice Reed- ! Bill Galston
Christine Varney. Steve Silverman
Michael Waldman David Dreyer
Paul Begala Ann Walker
PeceDee Myers Steve Rabinowitz
Anne Edwards Ann Walley
(anyone I might have forgotten)
Ce: George Stephanopoulos, John Podesta
Fr; Ricki Seidman

Meceting to Prepare for Wednesday’s Reinventing Government Event

BF gk - o .
Ay N ‘i There will be a meeting at 2:00 in Room 162 to discuss the event portion of
\ temorrow’s Cabinet meeting. Attached are draft copies of the executive orders and the
draft §tatement. Plcase come prepared to discuss these items and bring wnh you any
rer~materials necessary for the discussion (noted below).

Our agenda:

Ot oo . |

\0 ( 1) The proposed executive orders and how they should be described to the
0 ’\’(t” suiyblic. (For example, should we describe the administrative cuts as 11%

" ‘::.s.mﬁsm:"' V" rather than 3% annually?)

(2)  The President’s statement (Mike Waldman is adding language to the
current draft that puts this in the context of our upcoming economic reform
package)

(3)  props for the meeting and other visuals for TV and handouts for the press

(4) actions taken by Cabinet officers to cut perks

(5)  script for event, including timing of the public portion of the meeting and
press arrangements, which Cabinet members should be prepared to spedk

ete,
s
(6)  setting up background briefings for wires and nets 1. Ded. of Adamin. Costs
2. %ol cars
(7)  contacting talking head experts to provide supportive reactions 3. Exaeples: aslf cowsss,
Q“‘-‘Mt, Al ‘VNN.[

4. Mﬁt'ﬂ' Uy



If you have any additional items you wish to add to the agenda, call Collier at
x2520. Bring anyone from your department who is appropriate; if for some reason you're
not coming, please send a representative who can speak for you,



. . IRAPT
2 /g

FEBRUARY 8, 1993

MEMORANDUM FOR JOHN PODESTA

FROM: Bruce Reed BR_

SUBJECT: Reinventing Government Decision Memos

I am sending along decision memos for the executive orders
and Presidential memoranda you should have received from OMB:

. Executive Order to Reduce the Bureaucracy by 100,000
Executive Order tc Cut Administrative Costs

Executive Order to Reduce Advisory Commissions by 33%
Memorandum to Restrict Use of Government Aircraft
Memorandum to Reduce Use of Government Vehicles

. Memorandum to Reduce Varilous Perks

LN e DM

I have been working under the assumption that the White
House staff cuts would be announced on Tuesday, and that these
octher measures would be announced on Wednesday. Let me know 1if
that has changed.



THE WHITE HOUSE

WASHINGTON

February 8, 1993

MEMORANDUM FOR THE PRESIDENT
FROM: BRUCE REEDFL&L

SUBJECT: Executive Order Reducing the Bureaucracy by at
Least 100,000 Positions

I. ACTION-FORCING EVENT: You are tentatively scheduled to
announce reductions in the federal bureaucracy on Wednesday,
February 10, 1993.

11. BACKGROUND\ANALYSIS: This Executive Order seeks to satisfy
your campaign pledge to cut the federal bureaucracy by at least
100,000 positions through attrition, as a way to eliminate
unnecessary layers of management and improve productivity.

One of every six dollars we spend on domestic programs goes to
wages and benefits for federal workers -- not counting
administrative costs. Eliminating 100,000 positions in the
bureaucracy would save $3-4 billion a year by FY 1996,

This measure will reduce the government's civilian workforce of
2.2 million people by four percent over the next three years. It
orders OMB to issue detalled instructions directing executive
departments and agenciles with over 100 employees to achieve 25
percent of the cuts in FY 1993, 62.5 percent by the end of FY
1994 and 100 percent by FY 1995. At least ten percent of the
reductions would come from management (Senior Executive Service,-
G8-14 and GS-15). Independent agencies are requested to make
similar reductions voluntarily.

I11. RECOMMENDATION: This action will help fulfill one of your
most visible campaign promises. 1 recommend that you approve the
proposed Executive Order. -

IV. DECISION:

Approve Approve as amended Reject No action
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THE WHITE HOUSE
WASHINGTON

February 8, 1993

MEMORANDUM FOR THE PRESIDENT

FROM: BRUCE REEDBLP_
SUBJECT: Proposed Executive Order To Cut Administrative
Costs

I. ACTION-FORCING EVENT: You are tentatively scheduled to
announce reductions in executive branch administrative costs on
Wednesday, February 10, 1993.

II. BACKGROQUND\ANALYSIS: This proposed Executive Order is
intended to satisfy your campaign pledge to cut administrative
costs in the executive branch by three percent. The Order directs
executive agencies and departments to break out administrative
costs (to be defined by the Office of Management and Budget) as a
separate line item category in their budget requests to OMB. The
Order further directs that future budget reguests must reflect
reductions in the agencies' and departments' administrative
expenses of one percent in FY 1994, three percent in FY 1995, six
percent in FY 1996, and eleven percent in FY 1997 off the 1993
baseline. Independent agencies are requested to reduce their
adnministrative expenses by the same amounts.

OMB estimates that these cuts would save $2.4 billion a year by
FY 1997,

III. RECOMMENDATION: I recommend that you sign the proposed
Executive Order.

iv. DECISION:

Approve Approve as amended Reject' No action



THE WHITE HOUSE
WASHINGTON

February 8, 1993

MEMORANDUM FOR THE PRESIDENT

FROM: BRUCE REED B
SUBJECT: Proposed Executive Order Reducing Advisory
Commissions

I. ACTION-FORCING EVENT: You are tentatively scheduled to
announce reductions in unnecessary advisory commissions on
Wednesday, February 10, 1993,

II. BACKGROUND/ANALYSIYS: This Executive Order seeks to eliminate
unnecessary executive branch advisory commissions. There are
over 1,100 advisory commissions, approximately 700 of which have
been created even though they are not required by statute.

These commissions issue 1,000 reports a year, cost taxpayers
approximately $150 million per year, and are spreading like
kudzu, The State Department has an Advisory Committee of the
International Commission on the Conservation of Atlantic Tunas
and an Advisory Committee to the Inter~American Tropical Tuna
Commission. The Transportation Department has a Commercial
Fishing Industry Vessel Advisory Committee, a National Boating
Safety Advisory Committee, a National Offshore Safety Advisory
Committee, a Navigation Safety Advisory Council, and a Towing
Safety Advisory Committee,

This proposed Order directs the Office of Management and Budget
(OMB) to ensure that executive agencies and departments terminate
not less than one-third of those advisory commissions not
required by statute. Within 90 days after the date of the Order,
executive agencies would be required to submit to OMB: 1) a
justification for the continued existence or a recommendation for
the termination of each nonstatutory committee and 2) a
recommendation to Congress to continue or to terminate any
advisory committee required by statute. Agencies and departments
would be prohibited from creating or sponsoring any new advisory
commission except in compelling circumstances and only with the
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approval of the Director of OMB. Independent agenclas are
requested to comply voluntarily.

I1I. RECOMMENDATION: It is time to clean house in Washington. I
recommend that you approve the proposed Executive Order.

IV. DECISION:

Approve Approve as amended Reject No action
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THE WHITE HOUSE
WASHINGTON

February 8, 1993

MEMORANDUM FOR THE PRESIDENT
FROM: BRUCE REED Bvi-

SUBJECT: Restricted Use of Government Aircraft

I. ACTION-FORCING EVENT: You are tentatively scheduled to
announce reductions in government perks and privileges on
Wednesday, February 10.

II. BACKGROUND/ANALYSIS: This Memorandum limits use of
government aircraft to select officials (Secretary of State,
Secretary of Defense, Attorney General, Director of the FBI, and
Director of the CIA), and requires that they (1) use the
authority only when the particular circumstances require its use
and upon approval of the White House Counsel Office; and (2)
reimburse at full coach fare. This differs from current practice
which allows agency heads to decide for themselves what
represents "required use."

This action would make it explicit that you intend only a limited
number of officials toc have special access, and remove the
presumption that every trip by even that limited group must be on
government aircraft.

III. RECOMMENDATION: The memory of John Sununu is still fresh.
I recommend that you approve issuance of this Presidential
Memorandum. .

IV. DECISION:

Approve Approve As Amended Reject No Action




THE WHITE ROUSE
WASHINGTON

February 8, 1993

MEMORANDUM FOR THE PRESIDENT

FROM: BRUCE REED ?w&

SUBJECT: Proposed Presidential Memorandum Reducing Use Of
Government Vehicles By High-Level Government
Officials

I. ACTION-FORCING EVENT: You are tentatively scheduled to
announce reductions in executive branch perks and privileges on
Wednesday, February 10, 1993.

1I. BACKGROUND/ANALYSIS: The Presidential Memorandum would
reduce the use of limousines by high-level government officials

as follows:

Under current law, the President may designate six
Executive Branch employees and ten additional officers
for daily home-to-work transportation. In addition,
each member of the Cabinet is authorized to designate a
principal deputy to receive this "portal-to-portal”
service.

The proposed Presidential Memorandum would limit
portal-to-portal service tco Cabinet members, the
National Security Advisor and the White House Chief of
Staff.

The proposed Memorandum also directs each federal
department or agency to reduce the number of executive
motor vehicles (except armored vehicles) that it owns
or leases by 50 percent by the end of fiscal year 1993.

YII. RECOMMENDATION: Portal-to-portal service was one of the
most brazen abuses of privilege in the Bush Administration.
Reducing home-to-work service will demonstrate your commitment to
saving taxpayer dollars (without decreasing government
efficiency) and show that you're not going to let your
Administration lose touch with ordinary people. I recommend that
you approve issuance of this proposed Presidential Memorandum.

IV. DECISION

Approve Approve as amended Reject No Acticn



THE WHITE HOUSE
WASHINGTON

February 8, 1993

MEMORANDUM FOR THE PRESIDENT

FROM: BRUCE REED B;L
SUBJECT: Proposed Presidential Memorandum To Reduce vVarious
Perks

J. ACTION-FORCING EVENT: You are tentatively scheduled to
announce reductions in executive branch perks and privileges on
Wednesday, February 10, 1993.

II. BACKGROUND/ANALYSIS: The Presidential Memorandum would
reduce perks of Executive Branch employees in the following ways:

Executive Dining Facilities - The Memorandum directs departments
and agencies to recover costs for meals served in Executive
Dining Rooms, including the White House Executive Mess. It also
encourages Secretaries to voluntarily close dining rooms i1f they
are not essential for the conduct of government business.

Fitness Club Facilities - The Memorandum ends the practice of
paying for employees' membership at private health clubs (except
where an employee's official duties require maintaining physical
fitness). Agencies are directed to recover operating and
equipment costs from employees who use fitness rooms provided by
the agency.

Golf Courses - Government-owned golf courses would be opened to
the public (except where the Secretary of Defense designates the
course as exempted for security purposes in exceptional
circumstances). The Memorandum directs that the costs of
operation be recovered from users except in certain limited
circumstances.

Conferences - The Memorandum requires that decisions on
conference sites and employee attendance be based upon cost
effectiveness. The Office of Management and Budget will issue
further instructions necessary to implement this regquirement.

Medical Services - Agencies are directed, to the extent permitted
by law, to charge at least a nominal fee for medical services
provided to their employees by the Public Health Service. Certain
services, such as emergency care and occupational health
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REINVENTING GOVERNMENT EVENT
GALSTON DRAFT 2/8

Throughout my campaign for president I urged a federal
government that is efficient, non-bureaucratic, and responsive to
the people. In my Inaugural Address I called for bold,
persistent experimentation to address cur nation's problems. 1
am determined to use the full powers of my office to fulfill

these pledges.

Yesterday I announced my plan for significant cuts in the
White House staff. Today, through three Executive Orders, I am

extending this effort throughout the executive branch.

The first of these Orders will reduce the federal
bureaucracy by 100,000 or more -- not by firing, but through
attrition. The federal government is full of good people whose
efforts are being choked to death every day by a federal
bureaucracy that has been growing for too long. We owe the

taxpayers a better deal.

The second Order requires federal departments and agencies
to reduce their administrative costs by 3 percent a year. The
people's money ought to be used for the services the people

really want,.

*
-

The third Order:eliminates hundreds of outdated and



duplicative advisory commissions that have become business as
usual in this town. It's time to stop wasting the government's
time and the taxpayers' money.

These measures will restrain government spending and reduce
the federal deficit. But they're not just cuts for cuts' sake.
In recent years, Americans have learned how to do more with less.
If corporations can change to meet the challenge of global
competition, if governors and mayors can innovate to meet public
needs, then surely the federal government can begin to transform

itself as well.

We've learned that reducing layers of bureaucracy can make
organizations more flexible and responsive. We've learned that
modern information technology can bring government closer to the
people. We've learned that empowering individuals to make
choices can energize them and thelr government. We learned that
competition spurs innovation‘in the pgblic as well as private
sector. And now it's time to put these lessons to work to-

reinvent the federal government,

Today, I.am also issuing Presidential memoranda to limit the
perks and privileges that have driven a wedge between Washington
and ordinary people over the last 12 years. In my
Administration, White House staff won't take limos to work every
morning, and Cabinet members won't have a fleet of government

airplanes at their beck and call. This government belongs to the
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people who pay our way.

To me, leadership means not asking others to take tough
gsteps until you're willing to take them yourself. My plan for
jobs and economlc renewal will ask the American people to change.
But first, their government--starting with the President and the
executive branch--must do its part. That's what my orders this

week 'are all about.

They're just the beginning. In coming weeks months every
agency and department in my administration will reexamine the way
it does the people's business--and find ways of doing it better.
The reason is simple: We know who sent us here, and why. And

I'll make sure we don't forget it.



