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"EVOLVING NEEDS I N  THE PREPARATION OF FUTURE 
LEADERS FOR THE FEDERAL SERVICE" 

When Dean Campbell wrote  m e  asking i f  I would address  your 

conference I h e s i t a t e d  f o r  several days be fo re  responding. We a t  

GAO have s t rong  convic t ions ,  based on in-depth f a c t f i n d i n g ,  about  many 

areas of t h e  Federal  management. But i n  t h e  area of Federa l  needs f o r  

f u t u r e  l eade r s  I must c l a s s i f y  myself as a layman. The hard f a c t s  are 
, -  

l ack ing ,  and even f o r e c a s t s  are no t  a v a i l a b l e  from t h e  Of f i ce  of ,- 

a Manageuent and Budget, t h e  Civi l  Se rv ice  Commission, o r  t h e  major agencies .  

I am encouraged, however, by cu r ren t  techniques be ing  developed by t h e  

CSC Bureau of Executive Manpower. 

D e s p i t e  t h e  l a c k  of d a t a ,  I concluded t h a t  as Comptroller General  

I would be  remiss n o t  t o  make a b e s t  e f f o r t  t o  syn thes i ze  our  i n s i g h t s  

i n t o  t h i s  problem and t o  t r y  t o  c o n t r i b u t e  some creative th inking  on 

t h e  s u b j e c t .  

THE NAPA REPORT--A MAJOR CONTRIBUTION 

The r e p o r t  of t h e  Nat iona l  Academy of Pub l i c  Adminis t ra t ion 

e n t i t l e d  "Meeting t h e  Needs of Tomorrow's Public. Service"  is a landmark 

document. While I had reviewed t h i s  r e p o r t  when i t  was f i r s t  publ ished 
n 

! ,  . 



i n  January 1973, a re reading  has Zmpressed me  with t h e  h igh  q u a l i t y  of 

t h e  p repa ra t ion  which went i n t o  t h i s  document, and wi th  t h e  sharp  and 

l u c i d  p re sen ta t ion  of t h e  material .  

The NAPA r e p o r t  conta ins  t h e  fol lowing s ta tement  which sets t h e  

theme of t h e  remarks I would l i k e  t o  o f f e r :  

"The p c b l i c  admin i s t r a to r  of tomorrow 
w i l l  be  s o r e l v  t e s t e d .  l1 

I n  back of t h i s  conclusion is a set  of f ind ings  and "informed 

specula t ion"  which grew ou t  of  t h e  DELPHI Exerc ise  i n  which many of 

us p a r t i c i p a t e d .  

As you w i l l  recal l ,  t h e  Exerc ise  s t r o n g l y  underscored a series 

of emerging t rends  which w i l l  make t h e  environment of t h e  pub l i c  

execut ive  i n  t h e  years  ahead d i f f e r e n t ,  and probably - more d i f f i c u l t  

than  t h a t  t o  which you and I have been accustomed: 

- -F i r s t ,  o rganiza t ions  w i l l  b e  h ighly  f l u i d ,  wi th  a 

f l a t t e r  s t r u c t u r e ,  s h o r t e r  cha ins  of a u t h o r i t y ,  g r e a t e r  

u se  of ad hoc t a s k  fo rces  and p r o j e c t  groupings,  g r e a t e r  

d e c e n t r a l i z a t i o n ,  and a r a p i d l y  diminishing impact of 

t h e  "boss," whose r o l e  w i l l  be  p r imar i ly  t h a t  of t h e  

adv i se r  and consu l t an t .  

b e  i n  a cons tan t  s t a t e  of change--forming and reforming 

around t h e  problems t o  be solved--and t h e  programs t o  

be  planned, implemented, and then de lega ted  f o r  ope ra t ion .  

A s  o r d e r l y  processes  of documentation and communication 

are reduced, a c c o u n t a b i l i t y  w i l l  become f a r  more d i f f i c u l t .  

Tomorrow's o rgan iza t ions  w i l l  
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--Second, t h e  work f o r c e ,  by v i r tue  of t he  above changes, 

w i l l  b e  more v e r s a t i l e ,  more h ighly  t r a i n e d ,  and more 

mobile. Ind iv idua l  employees, as w e l l  as organized 

groups w i l l  have more access t o ,  and impact upon, 

decisionmaking. There w i l l  be  less in t renched  t r a d i t i o n  

and less unquestioning l o y a l t y  t o  agencies  and organiza t ions .  

There w i l l  be ,  however, a growth i n  l o y a l t y  t o  p ro fes s iona l  

and peer  groups,  and t o  employee unions.  The r e p o r t  sugges ts  

t h a t  t h e s e  changes could c o n t r i b u t e  t o  a d e c l i n e  i n  t h e  

"publ ic  s e m i c e  eth'ic. I' 

--Third, as t o  admin i s t r a t ive  processes--the r e p o r t  found 

tendencies  both toward inc reas ing  f l e x i b i l i t y  and inc reas ing  

r i g i d i t y .  While more p a r t i c i p a t i v e  management moves i n  

t h e  d i r e c t i o n  of g r e a t e r  f l ex ib i l i t y - -on  t h e  o the r  hand, 

increased c i t i z e n  p a r t i c i p a t i o n  and i n t e r v e n t i o n  i n  t h e  

admin i s t r a t ive  process  may move i n  t h e  oppos i te  d i r e c t i o n .  

Because of t h i s  l a t t e r  t r end ,  t h e  r e p o r t  observes:  "AS is  

a l r eady  becoming t h e  case ,  i t  w i l l  b e  easier t o  b lock  a c t i o n  

than t o  push i t  through." New s tandards  of e f f e c t i v e n e s s  

and accoun tab i l i t y  w i l l  b e  needed. The r e p o r t  concludes 

by s t r e s s i n g  t h a t :  "There w i l l  be  a s i g n i f i c a n t  expansion 

i n  the  planning func t ion ,  t i e d  more c l o s e l y  t o ,  and wi th  

more emphasis upon program eva lua t ion  and assessment,  

program execut ion,  and a t t e n t i o n  t o  program purposes. ' '  



I w i l l  not  summarize t h e  f ind ings  i n  Par ts  I1 and I11 of t h e  

r e p o r t ,  except t o  ag ree  with what I know many of you must f e e l ;  

namely, t h a t  t he  repor t - - l ike  most such pioneering efforts--does 

a f a r  b e t t e r  job of dep ic t ing  t h e  immensity of  t h e  problem than 

i n  p re sc r ib ing  ac t ionab le  s o l u t i o n s .  

--The poin t  i s  i l l u s t r a t e d  by the  s t o r y  of two pub l i c  

admin i s t r a to r s  who went bear  hunt ing .  One w a s  a highly 

aggress ive  systems ana lys t  who w a s  fo reve r  coming up wi th  

eva lua t ions  and ideas  on b e t t e r  ways of doing th ings .  

The o t h e r  w a s  a conserva t ive  l i n e  execut ive.  

The systems a n a l y s t  suggested t h a t  i n s t ead  of both going 

i n t o  t h e  f o r e s t  t o  hunt f o r  bear ,  they organize  t h e i r  

e f f o r t s  wi th  one doing the  hunt ing and t h e  o t h e r  s t a y i n g  

i n  t h e  co t t age  t o  s k i n  t h e  bea r s  and prepare  the  h ides  

t o  t ake  back home. Natura l ly ,  t h e  systems a n a l y s t  

o f f e red  t o  b e  the  one t o  go out  and s l a y  t h e  f i r s t  bear .  

Away he went, and s h o r t l y  he encountered a g r i z z l y  bea r  

who proceeded t o  charge him. The systems a n a l y s t  r a i s e d  

h i s  gun, took s teady  a i m ,  and f i r e d .  Unfortunately,  a l l  

t h a t  happened w a s  a "c l ick"  because he  had f a i l e d  t o  load 

h i s  gun. 

f lung  h i s  r i f l e  a t  t h e  b e a r ' s  head. Unfortunately,  t h i s  

d id  no t  s t o p  t h e  b e a r ' s  charge and t h e  a n a l y s t  executed 

h i s  u l t ima te  emergency maneuver by turn ing  and running 

By then t h e r e  was not  t i m e  t o  r e load ,  s o  t h e  a n a l y s t  
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madly back t o  t h e  co t t age  where h i s  a s s o c i a t e  w a s  

wa i t ing  t o  perform h i s  p a r t  of t h e  barga in .  The 

systems a n a l y s t  dashed i n t o  t h e  co t t age  and y e l l e d :  

"Here i s  t h e  f i r s t  b e a r ;  you s k i n  him ou t  whi le  I go 

back and hunt t h e  second." And away he ran .  

I a m  s u r e  t h a t  many of you must f e e l  l i k e  t h e  pub l i c  admin i s t r a to r  

s i t t i n g  back i n  t h e  co t t age  l e f t  t o  s k i n  a l i v e  b e a r  wi thout  p r i o r  

i n s t r u c t i o n  as j u s t  how t o  do t h i s .  

- - - - - - - - - -  

I would l i k e  t o  devote t h e  remainder of my remarks t o  examining 

t h r e e  ques t ions  and sugges t ing  answers from my own pe r spec t ive :  

A. What key s k i l l s  and percept ions  w i l l  f u t u r e  Federa l  

admin i s t r a to r s  need? 

B.  What are t h e  s a t i s f a c t i o n s  and c o n s t r a i n t s  which 

they should expect?  

C.  How can educa t iona l  i n s t i t u t i o n s  and agencies  at tract  

outs tanding  s tuden t s  and careerists? 

- A. KEY SKILLS AND PERCEPTIONS LEADERS 
OF THE PUBLIC SERVICE WILL REQUIRE 

The HAPA s tudy ,  t o  which I ear l ier  r e f e r r e d ,  supplemented by t h e  

conferences a t  A i r l i e  House and Belmont, have done a good job  of 

i d e n t i f y i n g  b a s i c  s k i l l  requirements.  There i s  v i r t u a l l y  unanimous 

agreement t h a t  t h e  key s k i l l s  which need t o  be  s t r e s s e d  are those  of 

planning,  a n a l y s i s  and evaluation--based on t h e  u s e  of s o p h i s t i c a t e d  

q u a n t i t a t i v e  techniques,  and employing mul t ip l e  d i s c i p l i n e s .  I 
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b e l i e v e  t h a t  l ea rn ing  of t hese  techniques should be  rooted i n  s p e c i f i c  

case  examples which c l e a r l y  demonstrate t h e i r  va lue .  This w i l l  r e q u i r e  

c a r e f u l  case  research ,  and t h e  p r e s e n t a t i o n  of cases--whenever possible--by 

those who themselves were involved,  o r  those  who can v i v i d l y  desc r ibe  t h e  

environment i n  which t h e  s tudy  and decisionmaking occurred.  

One of t he  r i c h e s t  sources  o f  such case materials--and one of 

t h e  most accessible-- is  t h e  corps of top execut ives  who l eave  Government 

a t  t h e  end of an Adminis t ra t ion.  

I n  1 9 7 1 ,  seventeen d i s t ingu i shed  l e c t u r e r s  spoke t o  t h e  GAO s t a f f  

during our  F i f t i e t h  Anniversary Year, on t h e  theme of "Improving 

Management f o r  More Ef fec t ive  Government." This series, which has  been 

publ ished,  i s  i t s e l f  a r i c h  source  f o r  a n a l y s i s .  

I would l i k e  t o  h i g h l i g h t  a few po in t s  made by s i x  of t h e  

speakers--George Shu l t z ,  J i m  Webb, Sandy Trowbridge, B i l l  Gorham, 

Bob Weaver, and Harlan Cleveland. I am doing t h i s  because t h e i r  views 

a r e  r e l evan t  t o  curriculum innovat ions.  

1. George Shu l t z ,  former Di rec to r  of t h e  Of f i ce  o f  Management 

and Budget, and former Sec re t a ry  of Treasury.  M r .  Shu l t z  

spoke t o  our  group whi le  s t i l l  Di rec to r  of OPB. I w a s  

p a r t i c u l a r l y  impressed wi th  h i s  re-statement of four  

t r a d i t i o n a l  func t ions  which t h i s  agency, as t h e  P r e s i d e n t ' s  

s t a f f ,  must perform: 

--Use of t h e  budget process  as a t o o l  f o r  understanding 

the  t o t a l  Federa l  e n t e r p r i s e  and f o r  t h ink ing  about 

i t s  p r i o r i t i e s .  
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--The need t o  g ive  a t t e n t i o n  t o  d e t a i l  and t o  follow-up--pro- 

bably among t h e  most neglec ted  t ra i t s  of p u b l i c  admin i s t r a to r s .  

--Acceptance of t h e  r o l e  of t h e  budget s t a f f  as t h e  

"whipping boy" who is  w i l l i n g  t o  accept t h e  burden of 

being unpopular i n  t h e  pub l i c  i n t e r e s t .  

--The need f o r  an agency w i l l i n g  t o  s t o p  programs and 

a c t i v i t i e s  t h a t  have f a i l e d ,  o r  which have f u l f i l l e d  

t h e i r  o r i g i n a l  purpose. 

The key message f r o n  George S h u l t z ' s  l e c t u r e  (which I have charac- 

t e r i z e d  only i n  p a r t )  i s  t h a t  t h e  old-fashioned a t t r i b u t e s  of execut ive  

management must no t  g e t  l o s t  i n  t h e  formulas o f  q u a n t i t a t i v e  a n a l y s i s  

and the  new r h e t o r i c  of behaviora l  science--and t h a t  w e  must f i r s t  

cont inue t o  t r a i n  our  next  genera t ion  o f  managers i n  t h e  most b a s i c  

t a s k s  t h a t  they a re  t o  perform. 

2 .  James E. Webb, former Adminis t ra tor  of t h e  Nat iona l  

Aeronautics and Space Adminis t ra t ion.  

h i s  experience i n  lead ing  t h i s  Nation t o  a success fu l  

J i m  drew upon 

landing on t h e  moon, wh i l e  meeting a t ime tab le  and a 

budget estimate e s t a b l i s h e d  yea r s  i n  advance. The 

burden of J i m ' s  message w a s  t h a t  success  i s  dependent 

upon t h e  most d e t a i l e d  planning,  c l e a r  r ecogn i t ion  of 

Murphy's Law ( i f  anything can go wrong, i t  w i l l ) ,  and 

most important ly  t h a t  "when an unplanned-for event  

occurs ,  t h e  immediate need is  t o  f i n d  out  what happened, 

t o  apply t h e  b e s t  a v a i l a b l e  knowledge and technology t o  

f i x  i t ,  and t o  thoroughly tes t  t h e  f i x . "  H e  went on t o  
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a t t r i b u t e  KASA's success t o  a psychology of n o t  b e i n g  

concerned w i t h  f i n d i n g  t h e  c u l p r i t  b u t  w i t h  s e e k i n g  t o  

s o l v e  t h e  problem and g e t t i n g  on w i t h  t h e  j o b .  

Most impor tan t  i n  J i m ' s  message, t o  m e ,  is h i s  c o n c l u s i o n  

t h a t  t h e r e  is  a need f o r  more r e s e a r c h  on l e a d e r s h i p .  

H e  s t a t e d :  

no g r e a t e r  need t h a n  t o  i n v o l v e  s c h o l a r s  from many 

d i s c i p l i n e s  i n  t h i s  r e s e a r c h ,  s c h o l a r s  who can o b s e r v e  

and a c c u r a t e l y  d e s c r i b e  what s u c c e s s f u l  s e n i o r  Govern- 

ment e x e c u t i v e s  do t o  produce s u c c e s s  and what causes  

them t o  f a i l .  We p a r t i c u l a r l y  need c l o s e  c o o p e r a t i o n  

between t h e s e  r e s e a r c h e r s  and o u r  b e s t  governmental  

e x e c u t i v e s  s o  t h a t  t h e  r e s e a r c h  r e s u l t s  can b e  t r a n s l a t e d  

"I b e l i e v e  t h a t  i n  Government today w e  have 

i n t o  nev and b e t t e r  t e a c h i n g  i n  o u r  g r a d u a t e  s c h o o l s . "  

3 .  Robert  C .  Weaver, former S e c r e t a r y  of Housing and Urban 

Development. I n  a most t h o u g h t f u l  p a p e r ,  Bob Weaver 

examined t h e  problems of managing urban  programs. P a r t i c -  

u l a r l y  relevant t o  t h e  t r a i n i n g  of o u r  f u t u r e  l e a d e r s  h e  

spoke on t h e  v a l u e s ,  as w e l l  as t h e  l i m i t a t i o n s ,  o f  

q u a n t i t a t i v e  approaches .  H e  warned of becoming over-enamored 

w i t h  approaches whose v e r y  mathemat ica l  c h a r a c t e r  "g ives  them 

a n  image of b e i n g  s c i e n t i f i c  and exact." Bob p o i n t s  o u t  t h a t :  

"Not only  i s  t h i s  a n  exaggera t ion- -s ince  w e  are s t i l l  l e a r n i n g  

how t o  u s e  them e f f e c t i v e l y - - b u t  a l s o  i t  i g n o r e s  many 

s i g n i f i c a n t  real i t ies .  Not  t h e  least of  t h e s e  i s  t h e  f a c t  
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t h a t  p o l i t i c a l  a s  w e l l  as a n a l y t i c a l  cons idera t ions  a r e  

involved i n  t h e  choice and pe rpe tua t ion  of pub l i c  programs." 

H i s  paper f u r t h e r  warns t h a t  our  i nc reas ing  r e l i a n c e  upon 

eva lua t ion  %ot only c a l l s  f o r  more s o p h i s t i c a t e d  approaches 

b u t  we a l s o  need t o  be ever conscious of i t s  p o t e n t i a l  f o r  

i n t e r f e r i n g  needless ly  wi th  opera t ions ."  H e  says  t h a t :  'Those 

who engage i n  eva lua t ion  are requi red  t o  walk a narrow path 

which avoids too g r e a t  a r e l i a n c e  upon mechanical measurement 

on t h e  one hand and recept iveness  t o  improved eva lua t ion  

techniques on t h e  o the r . "  

4 .  Alexander B .  Trowbridge, former Secre ta ry  of Commerce. 

Sandy Trowbridge de l ive red  one of t h e  most provoca t ive  of 

t h e  l e c t u r e s .  He proceeded from a theme of t h e  growing 

pub l i c  d i s t r u s t  and d i s i l l u s ionmen t  i n  American i n s t i t u t i o n s ,  

inc luding  t h e  corpora te  bus iness  s t r u c t u r e  and " the governmental, 

r e l i g i o u s ,  educa t iona l ,  and s o c i a l  o rganiza t ions  of t h e  

United S ta t e s . ' '  The p r i n c i p a l  proposa l  r e s u l t i n g  from Sandy's 

paper w a s  summed up i n  t h i s  recommendation: 

"This need is  t o  create, t h e r e f o r e ,  a 
unique, independent I n s t i t u t e  devoted 
exc lus ive ly  t o  t h e  i d e n t i f i c a t i o n ,  
coord ina t ion ,  assessment,  and communica- 
t i o n  of a l t e r n a t i v e  n a t i o n a l  goa l s ,  
p r i o r i t i e s ,  and comprehensive p o l i c i e s  . I '  

Continuing,he went on t o  say t h a t ,  

T h e  new I n s t i t u t e  would conduct, sponsor ,  
coord ina te ,  and i n t e g r a t e  both research  and 
educat ion on n a t i o n a l  p o l i c i e s  and a l t e r n a t i v e s .  
It would be ,  i n  e f f e c t ,  a new management in fo r -  
mation system f o r  decisionmakers who are concerned 
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rzith bas ic  a l t e r n a t i v e  n a t i o n a l  d i r e c t i o n s  
and des t ina t ions- -whether  t h e s e  decis ionmakers  
are  i n  t h e  White House, Congress,  State  o r  
l o c a l  Government, c o r p o r a t e  management, l a b o r ,  
e d u c a t i o n ,  v o l u n t a r y  o r g a n i z a t i o n ,  o r  i n  t h e  
g e n e r a l  p u b l i c .  If  

The impress ive  Ressage i n  Sandy's  p a p e r ,  f o r  m e ,  i s  n o t  

t h e  o r g a n i z a t i o n  idea b u t  t h e  need which g i v e s  r i s e  

t o  t h e  i d e a .  

3 .  Y i l l i a m  Gorham, former A s s i s t a n t  S e c r e t a r y  of HEW, and now 

? r e s i d e n t  of t h e  Urban I n s t i t u t e .  B i l l  po in ted  t o  a 

s u c c e s s i o n  of over-promises and under-achievements i n  t h e  

p a s t  two decades because of i n a d e q u a t e  p l a n s  i n  many f i e l d s - - i n -  

c l u d i n g  employment, small b u s i n e s s ,  m i n o r i t y  e n t e r p r i s e ,  

:?ousing, p o v e r t y ,  hunger ,  environment ,  e q u a l  o p p o r t u n i t y ,  

crioe,  e d u c a t i o n ,  e t c .  I n  summing up t h e  needs t o  improve 

our  management, B i l l  s t a t e d :  ''We must d i s c o v e r  mechanisms 

t h a t  a s s u r e  t h e  s imul taneous  p u b l i c  d i s c u s s i o n  of  ways of  

a c h i e v i n g  g o a l s  a long  w i t h  t h e  e s t a b l i s h m e n t  of t h e  g o a l .  

Our e r r o r  h a s  been t o  p e r n i t  F e d e r a l  performance t o  f a l l  

s h o r t  of t h e  e x p e c t a t i o n s  formed d u r i n g  t h e  p r o c e s s  of 

s e t t i n g  t h e  g o a l . "  The s o l u t i o n s  h e  s t r e s s e d  i n c l u d e  b e t t e r  

p lanning ,  b e t t e r  fac t s  f o r  p l a n n i n g ,  and b e t t e r  feedback 

on  performance. 

6 .  Harlan Cleveland,  former Assistant S e c r e t a r y  of S t a t e ,  and 

Ambassador t o  SATO. 

Harlan ,  in surveying  t h e  needs o f  o u r  t i m e ,  stresses t h e  

importance of more g i f t e d  g e n e r a l i s t s .  H e  c i t e s  t h e  
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Gardner Report of 1957, which i n  i t s  conclusion s t a t e d :  

"The t r end  toward s p e c i a l i z a t i o n  has  
c rea t ed  among o t h e r  t h ings  an  extra- 
ord inary  demand f o r  g i f t e d  g e n e r a l i s t s ,  
men with enough a c t u a l  and techndcal  
competence t o  d e a l  wi th  t h e  s p e c i a I % s t s ,  
and enough breadth  t o  play more v e r s a f a l e  
r o l e s ,  whether i t  be  managers , t eache r s ,  
i n t e r p r e t e r s ,  o r  c r i t i c s . "  

This r e p o r t  went on t o  say :  

T h e r e  i s  a premium on men and women wi th  
a t a l e n t  f o r  innovat ion ,  f o r  i nd iv idua l s  
who can move beyond t h e  l i m i t s  o f  p re sen t  
fash ion .  . .We should educate  our  young 
people t o  meet an unknown need r a t h e r  than 
t o  prepare  them f o r  needs a l ready  i d e n t i f i e d . "  

Harlan f e e l s  t h a t  f u t u r e  execut ives  must have t h r e e  percept igns :  

- -F i r s t ,  t h a t  c r i s e s  are normal, t ens ions  are 
promising, and complexity i s  fun.  

--Second, t h a t  paranoia  and s e l f - p i t y  are reserved 
f o r  non-executives . 

--Third, t h a t  t h e  execut ive  must have a s e n s e  of 
r e s p o n s i b i l i t y  f o r  t h e  " s i t u a t  ion-as-a-whole. I t  

I have c i t e d  b u t  samplings from our  seventeen Anngversary 

Lec turers .  Their  re levance  i s  underscored by t h e  f a c t  t h a t  g ? c h  of t hose  

who spoke d i d  so  from a r e c e n t ,  f r e s h  pe r spec t ive  o f  t op  management i n  

the  Federal  s t r u c t u r e .  

- B. WHAT ARE THE SATISFACTIONS AND CONSTRAINTS 
FUTURE FEDERAL LEADERS SHOULD EXPECT? 

I f e a r  t h a t  good men are discouraged from seeking  Federa l  p o s t s  

because they f r equen t ly  l ack  an  apprec i a t ion  of t h e  h igh  personal  

s a t i s f a c t i o n  which t h e  s k i l l e d  and properly-prepared execut ive  can 

experience.  On t h e  o t h e r  hand, f a r  too many become d i s i l l u s i o n e d  
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with t h e  c o n s t r a i n t s  i n  t h e  Bureaucra t ic  System and l eave  be fo re  

they can a d j u s t  and s tar t  con t r ibu t ing .  I n  both cases, educators  

have an opportuni ty  t o  do a b e t t e r  job  of advance p repa ra t ion .  

1. Explaining t h e  S a t i s f a c t i o n s  of Pub l i c  Serv ice  

L e t  me c i t e  several sources  of d a t a  which demonstrate t h e  a t t r a c t i o n s  

of top  execut ive  pos t s  i n  the  Federal  s e r v i c e :  

. Almost 1 5  yea r s  ago. t h e  Harvard Business School Club 

of Washington, D . C . ,  conducted a survey,  by ques t ionnai re  

and in te rv iew,  covering one thousand businessmen and top 

c i v i l  s e rvan t s ,  t o  d i scover  t h e  a t t i t u d e s  of those  who had 

served and those  who were s t i l l  se rv ing  i n  Government. 

Seventy percent  of t h e  bus iness  execut ives  who had served 

expressed t h e  view t h a t  t h e  experience had made them b e t t e r  

bus iness  execut ives ,  and t h a t  t h e i r  Government s e r v i c e  had 

proved t o  be  rewarding. The s tudy  recommended t h a t  educators  

develop more p r a c t i c a l  courses  i n  p u b l i c  admin i s t r a t ion  and 

t h a t  more funds and f a c i l i t i e s  be  a l l o c a t e d  f o r  research  i n t o  

pub l i c  admin i s t r a t ion  problems. 

--- 

. Ten years  l a te r  t h e  Brookings I n s t i t u t i o n  summarized t h e  

r e s u l t s  of i t s  Pub l i c  A f f a i r s  Scholarship Program, conducted 

between 1 9 6 1  and 1967,  and involving 96 p a r t i c i p a n t s  who had 

a 14-week t o u r  of duty i n  t h e  Federa l  s e r v i c e .  

assessment Brookings found t h a t  "general ly  speaking,  par- 

t i c i p a n t s  thought t h a t  t h e  Government execut ive  w a s  comparable 

t o  t h e  bus iness  execut ive  i n  pos i t i ons  of comparable respon- 

s i b i l i t y . "  Most thought well of t h e i r  Federa l  coun te rpa r t s  

I n  i t s  
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and h a l f  s t a t e d  t h a t  t h e i r  Government experience would 

he lp  them a t t a i n  advancement i n  t h e i r  f i rms .  

. P r e s i d e n t ' s  Executive Interchange Program. The most 

r ecen t  body of experience,  and one t h a t  o f f e r s  o p p o r t u n i t i e s  

f o r  very cu r ren t  research  is  t h e  experience of t h e  P r e s i d e n t ' s  

Executive Interchange Program. During the  p a s t  t h r e e  yea r s  

t h e  program has  graduated 100 men from indus t ry  who spent  

a f u l l  year  i n  Government--and 34 Federa l  execut ives  who 

spent  one yea r  i n  bus iness .  

t hese  groups has j u s t  been publ ished.  Among i t s  h i g h l i g h t s  

are t h e  fol lowing : 

An eva lua t ion  r e p o r t  covering 

- 81 percent  of t h e  p r i v a t e  s e c t o r  execut ives  repor ted  

t h a t  t h e i r  Federa l  experience had been "very bene f i c i a l . "  

Only 65 percent  of t h e  Government execut ives  s o  r a t e d  

t h e i r  p r i v a t e  s e c t o r  experience.  

- Government execut ives  approached t h e i r  in te rchange  

job  with more enthusiasm than  d id  p r i v a t e  s e c t o r  

execut ives .  However, a t  t h e  end of t h e  in te rchange  y e a r ,  

t h e  p r i v a t e  s e c t o r  execut ives  viewed t h e i r  job  oppor tuni ty  

more h igh ly  than d id  t h e  Government execut ives .  While 

t h e  Government execut ive ' s  experience d id  no t  measure up 

t o  h i s  i n i t i a l  expec ta t ions ,  t h e  indus t ry  execu t ive ' s  

' experience was s i g n i f i c a n t l y  g r e a t e r .  

I have spoken t o  and worked wi th  many men who have occupied top 

Federal  p o s i t i o n s  and re turned  t o  indus t ry .  Some have la te r  re turned  

t o  Government. There is  no more p r e d i c t a b l e  phenomenon than  t h a t  t he  
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i ndus t ry  execut ive who is  success fu l  i n  Government f i n d s ,  a f t e r  h i s  

r e t u r n  t o  t h e  i n d u s t r i a l  scene,  t h a t  h i s  work l a c k s  t h e  same scope, 

cha l lenge ,  and pub l i c  s e r v i c e  s a t i s f a c t i o n s .  

\%That i s  t h e  compelling f o r c e  a t t r a c t i n g  the  p u b l i c  admin i s t r a to r  

t o  s t a y  and do h i s  b e s t ?  

I n  add i t ion  t o  t h e  usua l  motivat ions o f  pay, s e c u r i t y ,  cha l lenge ,  

e t c . ,  I th ink  the  key i s :  concern f o r  those  who a re  served .  The Chi ldren ' s  

Bureau has been headed f o r  decades by men and women who deeply care about  

c h i l d r e n ;  t h e  Bureau o f  Ind ian  A f f a i r s ,  by men who t r u l y  b e l i e v e  t h e  

Indian  has been wronged. The Fores t  Serv ice  s i m i l a r l y  i s  managed by men 

who be l i eve  t h a t  t h i s  Nat ion ' s  f o r e s t s  are  an inva luab le  resource  t h a t  

must be  pro tec ted .  The Rural E l e c t r i f i c a t i o n  Adminis t ra t ion a t t r ac t s  

people who b e l i e v e  t h a t  t h e  farms deserve e lec t r ic  power and only t h e  

Federal Government w i l l  make i t  a v a i l a b l e  t o  them. 

---- 

What I regard as a c lose ly - re l a t ed  mot iva t iona l  f o r c e  i s  p r i d e  i n  

programs. I have observed t h i s  i n  m i l i t a r y  u n i t s  and c i v i l i a n  agencies  

as we l l .  The IRS ,  f o r  example, has always s t r u c k  m e  as a n  e n t e r p r i s e  

involved i n  much r o u t i n e  work, bu t  i t s  people have d isp layed  high p r i d e  

i n  being a p a r t  of what they c a l l  'The Revenue Serv ice ."  

A Grade 1 7  ca ree r  c i v i l  s e rvan t  i n  FAA expressed h i s  p r i d e  when 

t h e  FAA Adminis t ra tor  introduced him as t h e  man p r i n c i p a l l y  r e spons ib l e  

f o r  t h e  new airways l e g i s l a t i o n .  

can t e l l  my grandchi ldren I w a s  l a r g e l y  r e spons ib l e  f o r  t h e  most important 

par t  o f  a v i a t i o n  l e g i s l a t i o n  i n  a decade." 

adminis te r ing  s o c i a l  s e c u r i t y  once t w x e d  down t h e  presidency of a p r i v a t e  

insurance company paying more than twice h i s  Federa l  s a l a r y ,  on t h e  grounds 

"That means t o  m e , "  h e  s a i d ,  " tha t  I 

The man who w a s  r e spons ib l e  f o r  
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t h a t  "It j u s t  i s n ' t  as important as what I am doing." I suspec t  i t  is 

apparent  t o  you t h a t  I th ink  t h e s e  mot iva t iona l  f o r c e s  are real .  They 

cannot be turned on and o f f  as r e a d i l y  as a cash bonus o r  s tock  opt ions .  

Their  communication r e q u i r e s  thought and s u b t l e t y .  But they must be  

captured and exposed t o  s tuden t s  through such techniques as case s t u d i e s ,  

gues t  l e c t u r e r s ,  and work/school i n t e r n  programs. 

2. Const ra in ts  Which Must Be Expected and Accepted 
- -  - 

A t  a r ecen t  conference he ld  by t h e  Harvard Business School on t h e  

sub jec t  of how t o  prepare  a bus iness  execut ive  f o r  a t o u r  i n  Government, 

i t  w a s  c l e a r  t h a t  t h e  businessman does n o t  r e a d i l y  grasp t h e  Federa l  

decisionmaking processes ;  and t h a t  he quickly l o s e s  pa t i ence  wi th  i t .  

John Corson made t h e  key p o i n t  of t h e  conference--namely, t h a t  t o  work 

e f f e c t i v e l y  i n  t h e  Federa l  environment, one must no t  only understand 

t h e s e  processes--but,  more important ,  r e spec t  them as an  inhe ren t  p a r t  

of our philosophy of Government. 

This f a c t  may expla in  why many businessmen who come t o  Washington 

are not  no tab le  successes  and why they average less than  2 yea r s .  They 

b r ing  experience and c a p a b i E t y ,  b u t  they l a c k  an  understanding of t h e  

environment of Government. They are unable  t o  pu t  t h e i r  c a p a b i l i t y  t o  

work e f f e c t i v e l y  . 
What, then,  i s  d i s t i n c t i v e  about t h e  environment wi th in  t h e  

execut ive  branch? 

The uniqueness,  i n  my opinion,  can b e  bo i l ed  down t o  four  c h a r a c t e r i s t i c s :  

1. F i r s t ,  those  who work i n  top  management p o s i t i o n s  work 

i n  a h igh- r i sk ,  goldfish-bowl environment. I f  they are  not  

-15- 



themselves respons ib le  f o r  dec i s ions  t h a t  may a f f e c t  

many l i v e s  o r  many d o l l a r s ,  they are c l o s e  t o  those who 

do make such dec is ions .  And they are exposed t o  pub l i c  view. 

Take, f o r  example, t h e  young man who now serves  as Direc tor  

c f  t h e  Federal  Bureau of P r i sons ;  he is c l o s e r  t o  t h e  crime 

and drug problems than  a l l  save a very  few people.  

r i o t  of p r i sone r s  i n  one of h i s  i n s t i t u t i o n s  i s  n a t i o n a l  news. 

And a 

O r  t ake  t h e  head of t h e  A i r  T r a f f i c  Control  Se rv ice  i n  FAA: 

he knows t h a t  on t h e  e f f e c t i v e n e s s  wi th  which he manages 

t h i s  s e r v i c e  depend t h e  l ives  of many t r a v e l e r s .  A mid-air 

c o l l i s i o n  pu t s  him squa re ly  be fo re  t h e  p re s s  and a congress iona l  

i nqu i ry  . 

The r e s p o n s i b i l i t y  of e i t h e r  of t h e s e  two execut ives  is 

greater--and more s u b j e c t  t o  p u b l i c  exposure every day--than 

t h a t  of a Vice P res iden t  f o r  Operations of 2 p r i v a t e  company--who 

is  undoubtedly pa id  more than  e i t h e r  one. 

2. Secondly, they a l l  work i n  an environment marked by excess ive  

reviews and con t ro l s  over  resource  dec i s ions .  These c o n s t r a i n t s  

flow both from t h e  Congressional/Executive check and balance--and 

from t h e  d o c t r i n e  t h a t  has long been maintained i n  t h e  execut ive  

branch, and zea lous ly  nur tured  by t h e  Of f i ce  of Management and 

Budget--that i s ,  t h e  d o c t r i n e  of t h e  "P res iden t ' s  Program." 

The i d e a  t h a t  t h e  Pres ident  s h a l l  determine what l e g i s l a t i o n  s h a l l  

be  presented t o  t h e  Congress, and what p o l i c i e s  s h a l l  be  followed i n  
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implementing e x i s t i n g  and newly-enacted l e g i s l a t i o n ,  i s  obviously sound. 

But t h e  d o c t r i n e  of t h e  P r e s i d e n t ' s  program is  used by t h e  White House 

s t a f f ,  t h e  Sec re t a ry ' s  s t a f f ,  t h e  Of f i ce  of Management and Budget, t h e  

Civi l  Serv ice  Commission, and o t h e r s  t o  r e q u i r e  r a t h e r  a r b i t r a r y  l i m i t s  

on t h e  number of people  t o  be  employed, t h e  number of execut ives  above 

a c e r t a i n  rank, t h e  s t r u c t u r e  of t he  organiza t ion ,  t h e  r e l a t i v e  importance 

of p a r t i c u l a r  jobs ,  who may be  appointed,  t h e  times a t  which equipment 

may be bought, and the  d o l l a r s  t o  be  expended. 

The P res iden t  is  r e f e r r e d  t o  as t h e  ' 'general  manager," and i t  i s  

implied t h a t  t h e  execut ive branch is  similar t o  a p r i v a t e  corpora t ion .  

But i t  is  un l ike ly  t h a t  l a r g e ,  d i v e r s i f i e d  companies impose anything 

approaching t h e  reviews and c o n t r o l s  t h a t  are  imposed over t h e  much 

l a r g e r  and more d i v e r s i f i e d  execut ive  branch. Whatever t h e  reasons €o r  

t h e s e  c o n t r o l s ,  they are p a r t  of t h e  environment which t h e  Federa l  

execut ive  must both understand and r e spec t .  

3 .  Third ly ,  t h e  environment i n  which these  Federa l  execut ives  

ope ra t e  i s  one of multiple--and sometimes conf l i c t ing - - t i e s  

and a l l eg iances .  Formally, each i s  r e spons ib l e  t o  t h e  Sec re t a ry  

of h i s  department and through him, t o  t h e  P res iden t .  Realis- 

t i c a l l y ,  each must a l s o  b e  responsive t o  a Congressional Committee 

( o r  Committees) and t o  one o r  more i n t e r e s t  groups. The manager 

se rves  t h e  P res iden t  and h i s  Secre ta ry  w e l l  only i f  he maintains  

harmonious r e l a t i o n s  wi th  t h e  i n t e r e s t . g r o u p s  and t h e  Congressional 

Committees. 
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. .  

Hind you, I a m  no t  r e f e r r i n g  t o  p a r t i s a n  p o l i t i c a l  i n t e r f e r e n c e .  

The environment inc ludes  some of t h a t ,  b u t  no t  a g r e a t  dea l .  But 

decisionmaking i n  a democratic Government involves  t h e  con t inua l  

r e c o n c i l i a t i o n  of t h e  views of var ious  i n t e r e s t  groups and t h e  execut ive  

and l e g i s l a t i v e  branches.  

4 .  Fourthly,  most execut ives  ope ra t e  i n  a h ighly-spec ia l ized  

program environment, o f t e n  wi th  l i t t l e  p r i v a t e  s e c t o r  

countergarts. S p e c i a l i z a t i o n  is  requi red  by t h e  cha rac t e r  

of most programs, and i s  enforced,  i n  some measure, by 

t h e  i n t e r e s t  groups t h a t  look  over t h e  agency's shoulder .  

A graduate  of t h e  Harvard Business School who i s  a w e l l -  

equipped g e n e r a l i s t ,  may move from one company o r  depart-  

ment t o  another  i n  a success ion  of sales ,  f inance ,  and 

product ion j o b s .  

c a p a b i l i t i e s  will f i n d  only a few o p p o r t u n i t i e s  i n  t h e  Of f i ce  

of Education, t h e  Federal Aviat ion Agency, t h e  Bureau of Indian  

A f f a i r s ,  t h e  Nat iona l  Bureau of Standards,  o r  t h e  Defense 

I n t e l l i g e n c e  Agency. Each such agency has i t s  own family 

of program s p e c i a l i s t s ,  and f o r  a non-spec ia l i s t  t o  break  

i n t o  one of t h e s e  f ami l i e s  is  d i f f icu l t - -even  i f  he is  w i l l i n g  

t o  do ex tens ive  homework. 

But a man wi th  such r e l a t i v e l y  genera l ized  

I would s t rong ly  urge  t h e  use  of i n t e r n s h i p s  during t h e  graduate  

y p A  program. 

s e r v i c e  environment and t o  develop an awareness of s i t u a t i o n s ,  va lues ,  

and nuances of r e l a t i o n s h i p s  t h a t  are d i f f i c u l t  t o  exp la in  i n  a classroom. 

h t h e  NAPA study sugges t s ,  a per iod of 3 t o  4 months between the  first 

This can be  regarded as e s s e n t i a l  t o  understand t h e  Federa l  
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. .  

and second years  of a n  MPA program probably i s  a minimum t i m e .  However, 

i t  must b e  c a r e f u l l y  superv ised  and have t h e  f u l l  suppor t  of Federa l  

agencies. 

wi th  t h i s  idea .  

The CSC should work wi th  s e l e c t e d  schools i n  experimenting 

C. HOW CAN EDUCATIONAL INSTITUTIONS AND 
AGENCIES ATTRACT OUTSTANDING STUDENTS 
AND CAREERISTS? 

I b e l i e v e  w e  need t o  in t roduce ,  d e l i b e r a t e l y ,  more of t h e  competi t ive,  

en t r ep reneur i a l  approach by educators  and by t h e  employing agencies .  

I n  t h i s  connection I would l i k e  t o  make f o u r  sugges t ions :  

1. F i r s t ,  pub l i c  a f f a i r s  schools  are s u f f e r i n g  from 

under-financing, and must compete wi th  t h e  bus iness  

schools  f o r  t h e  b e s t  s tuden t s .  I b e l i e v e  t h a t  t h e  

pub l i c  a f f a i r s  schools  must f i n d  ways o f  doing what 

enl ightened employers do on co l l ege  campuses--that i s ,  

a c t i v e l y  r e c r u i t  t h e  b e s t  s t u d e n t s .  I suspec t  t h a t  

Federa l  agencies ,  and undoubtedly many S t a t e  and l o c a l  

Governments, will g lad ly  assist i n  these  e f f o r t s  i n  

t h e  f u t u r e .  

2.  Secondly, schools  of pub l i c  admin i s t r a t ion  which p l an  

t o  expand t h e i r  mid-career t r a i n i n g  programs must be  

more en t r ep reneur i a l  by going t o  o rgan iza t ions  of a l l  

s i z e s  t o  examine t h e i r  needs and t o  t a i l o r  t h e i r  

o f f e r i n g s  t o  meet those  needs.  A r ecen t  s tudy  by t h e  

Army Management Training Agency (AMETA) of  p r a c t i c e s  
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3 .  

i n  t e n  l a r g e  companies found a growing tendency t c  

reduce  t h e  u s e  of o u t s i d e  o r g a n i z a t i o n s  f o r  e x e c u t i v e  

development,  and t o  g i v e  p r e f e r e n c e  t o  i n t e r n a l  e x e c u t i v e  

development programs. AMETA found t h a t  in-house programs 

are b e l i e v e d  t o  have g r e a t e r  re levancy .  Mhile  t h e  g r e a t e r  

u s e  of in-house r e s o u r c e s  is  a n  u n d e r s t a n d a b l e  t r e n d ,  i t  

i t  r e f l e c t s  on t h e  inadequacy of e d u c a t i o n a l  r e s e a r c h  

and merchandis ing  by t h e  s c h o o l s  themselves .  I would 

s u g g e s t  t h a t  NASPAA c o n s i d e r  more case by case e f f o r t s  

t o  t a i l o r  t h e  c a p a b i l i t i e s  of u n i v e r s i t i e s  t o  meet t h e  

needs of t h e  major  F e d e r a l  a g e n c i e s .  

T h i r d l y ,  I f e e l  t h a t  t h e  c o l l e g e s  and u n i v e r s i t i e s  

should  b e g i n  t o  make i t  p o s s i b l e  f o r  o u t s t a n d i n g  per- 

formers  i n  t h e  p u b l i c  service t o  e a r n  advanced d e g r e e s  

based upon t h e i r  own r e c o r d s  of on-the-job achievement.  

The very  r e c o g n i t i o n  of t h e  a t t a i n m e n t  of o u t s t a n d i n g  

per formers ,  and t h e  a c c o r d i n g  them of academic recog- 

n i t  ion--wil l  encourage t h e i r  p a r t i c i p a t i o n  as p a r t - t i m e  

f a c u l t y  i n  s c h o o l s  of  p u b l i c  a d m i n i s t r a t i o n .  This  should  

b e  a g r e a t  b o o s t  t o  t h e  image of t h e  u n i v e r s i t i e s  among 

p u b l i c  a d m i n i s t r a t o r s  and a n  assist t o  t e a c h i n g  programs. 

I n  s h o r t ,  I a m  u r g i n g  more l i b e r a l i t y  i n  t h e  g r a n t i n g  of 

advanced d e g r e e s  based  on cr i ter ia  and q u a l i f y i n g  s t e p s  

which assess achievement on t h e  j o b .  B i l l  C o l l i n s  a t  

American U n i v e r s i t y  i s  t r y i n g  o u t  a p r o f e s s i o n a l  d o c t o r a t e  
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degree--a d e g r e e  f o r  persons  a l r e a d y  on t h e  j o b .  We 

could u s e  more of t h i s  t y p e  of i n n o v a t i o n .  

4 .  F i n a l l y ,  i n  r e s p e c t  t o  c o m p e t i t i o n ,  I b e l i e v e  t h e  t i m e  ' 

i s  a t  hand when t h e  Civil  Service Commission should 

l i b e r a l i z e  the  a u t h o r i t y  t o  h i r e  d i r e c t  from c o l l e g e  

campuses, and t o  a l l o w  a g e n c i e s  t o  compete f o r  t h e  b e s t  

t a l e n t  t o  m e e t  t h e i r  needs.  This  i s  n o t  on ly  impor tan t  

t o  make agency manning more r e s p o n s i v e ,  b u t  a l s o  t o  make 

i t  p o s s i b l e  f o r  t h e  new g r a d u a t e  t o  have a g r e a t e r  

v a r i e t y  of j o b  o f f e r s ,  and t o  avoid  t h e  s t e r i l i t y  of 

t h e  mass examinat ions.  

CONCLUS IC& 

The e x p e r i e n c e  of t h e  p a s t  t h r e e  y e a r s  by ASPA, NAPA, and NASPAA 

i n  coming t o  g r i p s  w i t h  problems of improving t h e  p r e p a r a t i o n  of 

f u t u r e  l e a d e r s  f o r  t h e  p u b l i c  s e r v i c e ,  h a s  been f r u i t f u l .  Perhaps 

t h e  t i m e  has now come t o  s t a r t  s o r t i n g  o u t  t h e  numerous i d e a s  which 

have b e e n  i d e n t i f i e d ,  and t o  l a y  o u t  c o n c r e t e  and s p e c i f i c  p l a n s  of  

a c t i o n  i n  which each of  u s  can p a r t i c i p a t e .  The g e n e r a l  needs are  

q u i t e  clear,  b u t  t h e  s p e c i f i c  s t e p s  are  s t i l l  t o  b e  i d e n t i f i e d .  I 

s u s p e c t  t h a t  from t h e  d e l i b e r a t i o n s  of t h i s  c o n f e r e n c e  w i l l  emerge 

i d e a s  l e a d i n g  t o  s p e c i f i c  a c t i o n s .  

- _ - _ - - _ - - -  

I began my remarks by d e s c r i b i n g  t h e  predicament  i n  which w e  

managers p u t  you e d u c a t o r s  as b e i n g  analogous t o  a s k i n g  you t o  s k i n  
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a l i v e  bear .  L e t  me conclude wi th  another  anecdote which acknowledges 

t h a t  what I have s a i d  does no t  so lve  your problems. 

This f a b l e  concerns t h e  grasshopper and the  a n t s .  Once upon 

a t h e  a young grasshopper l i v e d  through t h e  spr ingt ime and summer- 

t h e  of h i s  l i f e ,  b u t  as f a l l  began t o  approach he  became worried 

t h a t  he might not  su rv ive  t h e  win te r  when t h e  ground f r o z e  and the  

snow f e l l .  H e  searched around f o r  someone t o  g ive  him sound advice,  

and f i n a l l y  went t o  t h e  a n t s .  The a n t s  medi ta ted f o r  several days 

and then  c a l l e d  i n  t h e  grasshopper and gave him t h e i r  s o l u t i o n .  It  

was--when t h e  ground f r o z e  and t h e  snow f e l l  he  should t u r n  himself 

i n t o  a cockroach and crawl i n t o  a w a r m  basement t o  spend t h e  win ter .  

This s o l u t i o n  pleased t h e  grasshopper g r e a t l y  and he  went back t o  

h i s  p lay .  

When f i n a l l y  t h e  ground f r o z e  and t h e  snow began t o  f a l l ,  t h e  

grasshopper r e a l i z e d  he  had no t  asked t h e  a n t s  how t o  ca r ry  ou t  t h e i r  

s o l u t i o n ,  s o  he  went back and asked f o r  f u r t h e r  i n s t r u c t i o n s .  The 

a n t s  s t e r n l y  g l a red  a t  him and s a i d ,  "We gave you the  s o l u t i o n .  You 

w i l l  have t o  work out  t h e  minor d e t a i l s  yourse l f . "  With t h a t  I w i l l  

leave the  minor d e t a i l s  t o  t h i s  group f o r  f u r t h e r  d e l i b e r a t i o n .  
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