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Preface

A Managerial Perspective

Unlike much of the material in public personnel management, this book empha-
sizes the role of the program — or line — manager rather than that of the person-
nel officer. It emphasizes accomplishment of public programs rather than technical
personnel activities, such as classification, or specific areas of law, such as labor
law or affirmative action. Yet, technical personnel activities, labor relations, and
affirmative action are dealt with in the book — but from the perspective of a pro-
gram manager. Although the book provides the necessary exposure to the techni-
cal and procedural side of government personnel management, those areas are treated
in the context of providing better services and of improving employee satisfaction,
not as ends in themselves. The book is intended to develop judgment and abilities
for managing people within a variety of programmatic, bureaucratic, and politi-
cal settings. and to develop skills and strategies for dealing with various experts
and other ‘‘actors’’ who might otherwise restrain a program manager’s range of
action.

A Case Approach

To serve these purposes, this volume relies largely on case studies, which allow
students to view human resource management as one part of a manager’s overal}
approach to delivering effective public services. Suggested readings provide some
basic managerial and behavioral concepts helpful in analyzing each case. (More
experienced audiences usually have less need for such readings.) The cases pro-
vide typical management problems set within their typically complex political and
organizational environments. Discussion and analysis of the cases by students and
professors provide the forum through which useful lessons can be gleaned.

Twelve of the fourteen cases are drawn from typical governmental personnel
situations. They deal with real and recent problems and were selected and written
with the concept of this book in mind. In addition, two cases are drawn from busi-
ness settings on issues for which good cases from a public agency were not avail-
able, or where the differences in tradition or approach suggest additional lessons
or techniques for public managers.
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In order for students to obtain the necessary technical knowledge, most of the
cases contain excerpts from applicable personnel regulations in areas such as clas-
sification, reduction in force, labor contracts, and the like — information too bor-
ing to be tolerated on its own. By making these technical issues part of the case,
students are forced to tackle them as they attempt to resolve the managerial prob-
lem. They thereby can become adept at understanding or influencing the impact
of these regulatory constraints on a manager’s options and obligations.

In resolving the case problems, students must also consider means of devel-
oping constructive working relationships with those who can influence their ability
to manage effectively — including personnel specialists, budget officers, union
leaders, political officials, and others.

In concentrating on the manager as the link between program goals and effec-
tive management of people, the book aims to help managers identify the mana-
gerial tools, personnel management strategy, and style appropriate to each pro-
gram, organizational, or political context in which they find themselves. Different
cases suggest different styles and judgments depending on the problems and op-
portunities at hand.

The book also recognizes that personnel decisions can be difficult to make and
implement, especially when the issues are complex, time is short, or pressure from
other quarters is strong. Thus, studying the approach in the first two chapters and
then working through the cases will help students develop better diagnostic abili-
ties, quicken their analysis, and add depth to their decisions in personnel matters.
Developing practical solutions is emphasized. Study of this book also offers a means
of developing criteria to guide decisions that must be made under severe or com-
peting pressures.

Organization of The Book

A personnel management problem rarely presents or resolves itself simply as a
‘‘compensation’’ problem or a ‘‘promotion’’ problem. Rather, management situ-
ations have many interactive elements and a variety of possible consequences. Yet,
from a learning standpoint some topic-by-topic focus seems necessary. Therefore,
although cases from other parts of the book may touch on some similar points,
each part of the book and each case focuses on a different aspect of personnel
management, without sacrificing the richness of the real situation depicted. The
lessons progress from case to case, solidifying and integrating management tools
and concepts, developing analytic and diagnostic abilities, and using the cultural
and technical knowledge from analysis of previous cases to work on each new
case.

The introductions and questions preceding each case are intended to highlight
the major issues. These introductions are brief, leaving to the student the process
of analysis and discovery. The cases present real situations in which the manager
had no assignment sheet — and so it will be for future managers.

This book will easily fill a quarter or a semester course covering the basic
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issues of public sector human resource management. This material is assembled
as a survey course in which a wide range of personnel management problems is
presented. Cases or readings may be added or deleted to fit the time available,
coverage desired, or other instructional criteria. Each case can be taught at a level
of conceptual or operational detail appropriate to the course, audience, or time
constraints.

Civil Service Reform

The Federal Civil Service Reform Act of 1978 and parallel state and local reforms
were taking place as this material was first developed and taught, and much of it
explicitly reflects post-reform issues. Thus, the advent of civil service reform mo-
tivated inclusion of the case on the ‘*Merit System Protection Board™’ and the ma-
terial on performance appraisal, an important and often confusing subject. The re-
maining material focuses on developing universal tools for analysis and problem
solving in personnel matters.

Genesis and Limitations

This material is largely a product of the four years 1 spent on the faculty of the
John F. Kennedy School of Government at Harvard University. It has been taught
to hundreds of graduate students, ranging in age from 20 to 61, at major univer-
sities. Some students had substantial work experience and some did not. Selected
portions have been used in special programs for in-service executives from various
state and local governments and from a plethora of program areas.

As I was leaving government in 1977, | consulted respected government man-
agers and observers to develop a list of the human resource issues and skills with
which a public manager ought to be most familiar. Lamenting the lack of good
curricular material, I wrote or supervised cases where resources were available and
where a manager and agency were willing to permit a case to be written. Inevi-
tably, resources cannot support all one’s ambitions, nor can a semester’s course
swallow them. However, a substantial portion of the original list is represented
here. As one consequence of time and resource constraints, the preponderance of
the cases are from federal agencies, a balance that could stand correction but that
has not negated the material’s value in teaching those students with state and local
interests. Rather than wait until a more balanced set of cases was available, | de-
cided to go ahead and publish this grouping. The purists may argue; in the mean-
time, students of management and those they manage can benefit.

Learning and Teaching

Learning with this collection comes not just from reading the words, but through
careful, head-scratching analysis and discussion of the cases; through a search for
realistic solutions; and through a systematic attempt by students and instructors to
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distill the lessons from each case and apply them to the next case and to reality.
Depending on experience and perspective, the lessons will vary in each class or
for each student, but study and discussion will advance each student’s thinking
and consequent ability to handle real situations.

Typically. the study of these cases and the underlying concept of management
has generated interesting. and often exciting, discussions on issues that, presented
in other forms. often seem either too abstract or too pedestrian. When personnel
management is related to the mission of a public agency or to the accomplishment
or aspirations of a given manager, personnel management becomes a vital and in-
teresting subject.

The course represented by this book has been challenging and fun to teach
and — if student evaluations are to be believed — challenging and fun to take. It
has demonstrated its practical relevance to managers in public agencies. That was
my intent when research on the first case was begun. It is my continued interest,
therefore, that this text contribute to the better training and awareness of public
managers in managing people. The public deserves it, public employees deserve
it, and managers owe it to themselves to gain the satisfaction of doing the best
possible job for themselves, for public employees, and for the public.
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Even well-developed policy ideas require implementation before they can serve a
useful social purpose. Most government activity is carried on through the efforts
of people. Therefore, the deployment, management, and motivation of human re-
sources are critical to the success or failure of a government program or func-
tion — as well as to the success or failure of an individual manager. Because many
of the formal and informal elements of personnel administration are not under the
direct control of an individual manager, personnel management is an especially
complex task in public agencies. Effective management of people is difficult enough
in any setting, but management within civil service rules and within political, la-
bor-management, and bureaucratic constraints is especially complex.

The object of the material in this book is to develop managers of public pro-
grams and functions. Through case studies, most of them depicting actual public
managers. the book takes an integrated view of managing people in the context of
program purposes and political and bureaucratic reality. The content, the order of
the cases, and the underlying analytic scheme reflect conceptual, technical, and
“cultural”” knowledge that will be useful in a wide variety of managerial situa-
tions. Where appropriate and illustrative, comparisons are made with the private
sector.



Problems and Opportunities in Managing People

The cases focus on issues such as motivation, hiring, firing, compensation,
performance evaluation, organizational change, and labor relations. While each case
highlights a specific topic or managerial technique, the combination of them pro-
vides an overview of the formal and informal workings of public personnel sys-
tems as viewed by a manager. Taken together, the case collection develops man-
agerial tools for diagnosing and resolving human resource problems in public
management. This material also highlights the important power relationships be-
tween operating managers and other, often unexpected, actors and institutions who
participate in the personne! management process. Overall, attention is focused on
methods by which a manager can use these techniques, tools, and power relation-
ships in the interest of program purposes, the organization, and its employees. While
a later chapter considers the need for change in the formal systems and in other
personnel management practices, the view of the book is that better results can be
achieved even within existing constraints.

The first chapter in Part 1 provides an overview that describes typical prob-
lems and opportunities for a public manager in human resource management. The
second chapter includes a conceptual framework that can be used to diagnose and
make use of each agency’s managerial environment as it affects the management
of people. By presenting a case study about a controversial promotion, the third
chapter in Part [ illustrates this environment and the manager’s role in it.



