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KEYNOTE: Niccold Machiavelli, the Preeminent

Public Administration Ethicist

It has b than five centuries since his birth, but Niccold Machiavelli
(1469 1;;1;)T:1;Zins the most quoted, most read, most interpreted, and most mis-

: . adviser who ever lived. By the time William Shakespeare
;I;derStQOd pUbh(E p f?;g ahe could assume that his audience would be familiar with
M:;i ililcllll‘f‘f dd?;ﬁlical 1f;pm;ation.Th.us Shakespeare could have his title character
velil's . &« : .
i ' . { that he could “set the murderous Machiavelli to
introduce himself as being s €V
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1.” Similar references to Machlavelh‘ ‘
. peare’s time and have continued ever

But it’s a bum rap. Machiavelli was really a ﬂi(]?ge guy. Indeed, hf-' s an e

plar as a public administratorkand policy analyzt. 01”('11 lntﬁl a family o ancir:
nobility but persistent impoverishment, he was educate L well enough to g, ™
civil servant and sometime ambassador for Florepce beginning in 1498, 4, ey
honest, truthful, and competent employee. But his was a patrgnage POsition (thern
being no merit system then), and he lost his job and nfaa'rly his life with 4 shif i;
the political winds of 1512. Thereafter, he eked out a living on a meager fy,, I

im by his father.

to this greatest desire was to go back to work for his beloved Florence, jy, 0
the control of the Medici family. So, like many a high-level political aPpointge |
out of power, he wrote a book (indeed several) to demonstrate his usefulpe -
potential employers. In his most famous private letter (dated December 10, 15 3,
quoted by biographer Giuseppe Prezzolini, he expresses hope that “if it [his by
The Prince] were read, they [the Medici] would see that for . . . fifteen years [ hyy

schoo '
the plays and literature of Shakes

"V\;‘/_hy ff“fhls man smiling? Princeton professor Maurizio Viroli titles his biography of Machiavell
fccolo’s S_rrffle.' aa?d then goes to great length —indeed, book length—to explain how the smile 11

this portrait is mc.ilcati.ve of the subtlety of his mind, But because the portrait was painted severdl

years after Machiavelli died, we may surmise that this is not necessarily his real smile. £ nigmatic

smiles are a halimark of old portraits. (Remember the Mona Lisa by Leonardo da Vinci.) Then

{e;nemze; the reason'that practically none of these old portraits have toothy smiles as i comman

bo ayr.] o - Until modern dentistry even the richest people had terrible teeth —not to mert"
reath. Sa it is reasonable to conclude that Niccold’s smile is more dental than mental.

Source: Wikimedla Commons,
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been studying the art of the state.” He even offers proof of his honesty as a past and
otential employee: “As a witness to my honesty and goodness I have my poverty”
(Prszolini, 1967). _ _

Because Machiavelli, despite constant efforts, never did get the government job
he so coveted, after working on his farm all day, he spent his nights working on the
most enduring books of political philosophy produced during the Italian Renais-
sance. The Prince (1532) and The Discourses (1531) were important political and
military analyses that led to the use of the term Machiavellianism to refer to cun-
ning, cynical, and ruthless behavior based on the notion of the end justifying the
use of almost any means. What Machiavelli actually noted in The Prince was that
a ruler would be judged by results—and through this—his methods will always be
judged positively. Machiavelli, as one of the first policy advisers, developed a set
of prescriptions and proscriptions for his prince that were designed to ensure that
the prince would flourish politically. Machiavelli offers a set of axioms and ideas
about obtaining power, holding on to power, and using power to gain advantage:

x Men should either be treated generously or destroyed, because they take
revenge for slight injuries—for heavy ones they cannot. [Potential
organizational or political rivals should be either made part of your team or

“destroyed”—fired or killed—because if left in place, they will, like asmake, T T

bite you in the rear when you least expect L
® Princes ought to leave affairs of reproach to the management of others, and
keep those of grace in their own hands. [The good news a leader delivers with
a maximum of publicity; the bad news is quietly announced by a’low-level ~~
assistant.] DR . T
w Itis necessary for him who lays out a state and arranges laws for it to
presuppose that all men are evil and that they are always going to act
according to the wickedness of their spirits whenever they have free scope.
[It is as James Madison, a reader of Machiavelli, wrote in The Federalist,
No. 51: “Ambition must be made to counteract ambition.” To this extent
the US Constitution with its system of checks and balances is reflective of
Machiavelli.]
® Princes who have achieved great things have been those who have given their
word lightly, who have known how to trick men with their cunning, and who,
in the end, have overcome those abiding by honest principles. [This advice may
sound familiar to anyone who has been deceived by a leader, such as when
President Richard Nixon said, “I am not a crook,” or when president Bill
Clinton told the nation, “I did not have sexual relations with that woman,”]

Iflying politicians have a patron saint, it must be Machiavelli, whf) wrote in The
rince, “It is necessary that the prince should know how to color his nature well,
and how to be a great hypocrite and dissembler. For men are so simple, and held so
Much to immediate necessity, that the deceiver will never lack dupes.” Machiavelli’s
ideal prince would not be a traditional man of honor; his word would not be his
ond. Machiavelli’s advice was “not to keep faith when by so doing it would be
Against his interest and when the reasons which made kim bind himself no longer
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64-65). This was the kind of thing that mad, Peag, j

-+ Machiavelli, 1532, pp- 64-65): i |
exist (N;lacthxllacl;e(l)ln,ly Was’ Machiavelli not a gentleman, but his books were ot fiy
suspect tha ) :

. ntlemen either. : Y
e fl?'r gZﬁf n his advice, disregarded the issue of nLorah?y apart from to,
| Machiav ’h o it was prudent or necessary fox: the prince to appear 1 b
circumstances whe [ because the lying was for the good of the

. 1 thica
moral. Yet this was essentially € rement of Plato’s noble lie from Bog,

. olli’s theory of lying was a resta | .
;titfe%ﬁalil;g:;g; ,Sin whi)::h he asserts that the guardians of a society may put foy |

maintain social order. o _

untrglff;f :facsissl)\?lzyéltl(i)avelli’s bqoks failed in their 1g1t1a} PHCIl'POS(e tOIgEt him ing,
a job and out of poverty. Whﬂ? his m3{1U§CflPtS c1rcfu atlt;' grxvzte g laamong h,s 7

friends, The Prince was not published until fgve years after his death. Only then dig
it become a sensation. Posthumously, Machiavelli has been a grear success. Much
like a modern rapper who becomes more and more famous as critics denounce s _3
vile lyrics, Machiavelli became notorious because he was dc?nounced by all three of
the major political factions of his time: the Roman Catholics, the Protestants, and
the Republicans. Because it was so widely denounced, The Prince became all the -
more widely read—or, rather, misread. Readers seeking to find evil found it. Bu: -
%  a more subtle and modern reading finds it less and less evil and-morerandmore
" practical. Machiavelli’s book of advice to would-be leaders is the progenitor ofl
“how-to-succeed” books that advocate practical rather than moral actions.

D For Discussion: Why is Machiavelli still so critically important for understanding
the mechanisms of power in public policymaking and administrative practices!
What current public figures have followed Machiavelli’s example and bave written |

articles and books specifically so they could influence public policies andlor gain
public office? '

THE ORIGINS AND NATURE OF HONOR

Our modern . E
; concepts of honor have thejr origins in ancient Greece and Rome. The

classic example of h '
onorable public servi : SRR h
C ce was Lucius natus, the
Roman patrician who has become o o Quinctius Cincinnatus,

Integrity. In 458 Bc, when Rome
a farmer, was appointed dictator

ymbol of republican virtue and personal
\I;Vas l:hreatened with military defeat, Cincinnatu%
has it that he [ y the Senate to deal with the emergency. Lege?
16 days ;C ngil;i:illt{] abandoned his plow in midfield to take com?nang. Wichin
plow. Ever since politiiic neni;y, resigned from the dictatorship, and returned t0 hus
3 ans nave been Insincerely asserting how much they ye&”

to give up power
and return to ¢ m
theme in Americap political b farm, as Cincinnatus did. This is a vety str0%

politically indecent o publicl 1St0ry' Until the twentieth century, it was thous ;
O sit contentedly on theircify ust after political power. Politicians were expect®
were called to service, arms, metaphorically behind their plows, until thef

3 * . d
W genuine Cincinnatus figures o wor
Bonaparte, caljeq Washington “the C

ocl Gordon) in his 1814 Ode to Napo?!
{iCinnatus of the West.” Garry Wills writes
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'in Cincinnatus: George Washington and the Enlightenment (1984), [On Decem-
ber 23, 1783, at the end of the Revolutionary War, General George Washington]
“spoke what he took to be his last words on the public stage; ‘Having now finished
the work assigned me, I retire from the great theater of Action . . . I here offer
my commission, and take my leave of all the employments of public life.” At that
moment, the ancient legend of Cincinnatus—the Roman called from his plow to
rescue Rome, and returning to this plow when danger had passed—was resurrected
as a fact of modern political life” (Wills, 1984).

The example of Cincinnatus is still with us today. It is even unconsciously evoked
for a modern public that never heard of the ancient Roman. For example, Ronald
Reagan is quoted by E.G. Brown in Reagan and Reality: “One thing our founding
fathers could not foresee . . . was a nation governed by professional politicians
who had a vested interest in getting reelected. They probably envisioned a fellow
serving a couple of hitches and then looking forward to getting back to the farm.”
The modern term limits movement is at its core an effort to legislate Cincinnatus-
type behavior—to send them back “to the farm” (Brown, 1970, p. 51). Of course,
both Cincinnatus and Washington were not merely farmers. They both had major

; acsestates with slaves to do the heavy lifting. Modern political leaders not only, lack: ..

' %lﬁ'ﬁ“'ffs, but they also do not even have farms anymore. Having no honorable and "“"-"-;"1
luxurious place to which to retreat when recalled from public life, they fight all the

harder to stay in the game. TTTRANITR L Tl L T VEnmamy it

Shakespeare’s Marc Antony was. right. We -are_“all-honorable men”—and =
women, Qur culture inculcates us with concepts of honor from childhood-Much.of. .. <= -
our sense of honor comes from observing the actions of family and neighbors. The - -
rest comes from the media. Many people get their first conscious lessons-in honor -

from movies. Westerns directed by John Ford and others taught Americans the

“code of the West.” They taught you that one’s word was sacrosanct and thus was

not given lightly, taught you when an insult was so bad that it warranted violence,:...... ==
and taught you, above all, to protect the weak—all notions from medieval chivalry, == =

Later, space “westerns” such as Star Trek and Star Wars taught a new genera-

tion the intergalactic concept of honor, which, of course, was no different from the
medieval concept. Some things have not changed in a thousand years. Thus young
people still learn what it means to be honorable by listening to (and watching) the
sagas of their culture. Star Trek as a transmitter of notions of honor is just a mod-
ern version of the eighth-century Beowulf or the eleventh-century Song of Roland,
Honor has been and remains one of the core influences of human behavior. It is
often more important than life itself. The founders of the United States in the last
sentence of their 1776 Declaration of Independence stated, “And for the support
of this Declaration, with a firm reliance on the Protection of Divine Providence,
we mutually pledge to each other our Lives, our Fortunes, and our sacred Honor.”
Their lives were not sacred. Their fortunes were not sacred. But their honor was.

National Honor

Once reserved for the nobility, since the eighteenth century honor has become
increasingly democratized. As absolutist governments declined, national hono
(once solely the concern of individual monarchs) became a factor that influenced
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dist than President Woodrow Wilson felt the bﬂli‘

§s a ragma 13 § 2 i
whOle.Peof :S;II;OI: 191I6J he asserted that “the I}flf“)l:‘ls honlogrlls dearer thay
of pation? m?ort"yes than the nation’s life itself (\IXh son,'d 6, p- 28). Thy
nation’s c0 ; - ,citize nry, no less than a defenseless maiden, may espouse y,
collective democra n is more than melodramatic hyperhol,

3 : » This notio .
motto “death before dishonor Ives by surrendering so quickly

i , the French dishonored themselves by '
gﬂfﬁgggiﬂ;fﬁf gw spring of 1940. They were not willing to fight the Nagig ;,

che streets of Paris and see their bea'ut.iful city degt;roy;d. C}?ut the British, expecting
an invasion soon afterward, were willing to sacrifice London.

When Winston Churchill told thfe House“ of Commofnsdon ]l}ne 4, 1940
immediately after the Dunkirk evacuation that “we shall defend our island, Wh.at”
ever the cost may be, we shall fight on th_e beaches, we shall flghF on Fhe lanq[ng |
grounds, we shall fight in the fields and in the streets, we shall fight in the' hills,
we shall never surrender,” he meant exactly that. Indeed, he later wrote in his |
postwar memoirs, Their Finest Hour (1949), that “we were pr.epared to go to all |
lengths. T intended to use the slogan ‘you can always take one with you.”” Suicidal? |

Perhaps—but honorable all the same. When General Charles de Gaulle fled 10

England rather than surrender, he was asked.why he was there. He replied, “T am

here to save the honor of France.” There is still debate 'a'—f'),l;but whether he succeeded
or not. (At least he tried!)
The US involvement in the Vietnam War can also be viewed through the per-
spective of national honor. As the costs of the war became more than the American
public was willing to bear, the nation’s leaders struggled to find a way for the |
United States to leave Vietnam while maintaining its appearance as a Strong and
proud world power. Even when the chances of military success in Vietnam became -
remote, the United States continued to send troops into the field, as diplomats tried
to negotiate an acceptable peace. In 1973 President Richard M. Nixon addressed
a national audience that he had concluded an agreement to end the war and bring
peace with honor in Vietnam. Ultimately, it can be argued that Nixon’s agreement |
E(:;(I)Illlagi}llltt;:itr}:gez :1; e:1 Peeace nor ﬁfﬂ honor to the United States, yet the importanﬁﬁ |
United Seaten o i{; i;almrlxc:e of honor was essential to any plan that extricated the
As the United Seut Vo vo.i:ment mn Vlaetna.n'l.
issue of maintaining 5:1 ;Z (S;;aa lefmdown its military operations in Iraq in 2008, th;
the decision-making process on 3101‘ was once again playing a mgmf;cant role 5
presidential campaign then candide reénoval of combat troops. During Fhe ’
he would have American troo s0 atef arack Qb.ama was adamant thﬁlt i electee
him, Obama would not declari vig ¥ I.raq within 16 months. Like Nuxon bEfore
American honor while recognizin t}? r{- n Iraq, but instead attempted to prffsefl‘l’ )
US completed its final withdrawalg f y lrmFed success of our efforts there. Sl
of American military forces by the end of 2011

to be ethical. Honor goes to the essen<t ?

t tim indiv: )
be trusted with the public’s busisz only individuals perceived to be honorable c0%
ss. Of course, honor always has a context, an it1s
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" 4lways influenced by the prevailing organizational and political culture. Melvin M.
pelli, the American attorney, relates a story that illustrates this point. In the early
1950s Belli traveled to Paris to represent his client, movie star Errol Flynn, who
had a legal tangle with a French firm over the profits from a movie, When Belli
arrived, the French lawyer on the case advised him that there was nothing to worry
about: “We have given the judge 200,000 francs and the case is in the bag.” When
Belli wondered aloud what would happen if the other side were to give the judge
300,000 francs, his French associate became indignant and replied, “But Monsieur,
we are dealing with a respectable judge. He is a man of honor, He would not think
of taking from both sides” (Belli, 1976, p. 130). This French judge’s concept of
honor was quite unlike the apocryphal American judge who, after taking bribes
from both sides in a dispute, decided to try the case on its merits. Which judge is

more ethical?

Dimensions of Honor [~

Honor has many. dimensions. The most obvious and superficial kind is ex officio.

A g S

. ' . o . - .
tions on boards, commissions, cotincils, and so on because of another office they

accupy-For example, the mayor of a city. may be an ex officio member of the board
of trustees of a university in that city. Thus “honorable” is the form of address used

This is.the Latin phrase meaning “by virtue of the office.” Many people hold posi-

for many public officials, such as judges, mayors; and members of the US Congress, .|

Here honorable does not necessarily imply personal honor or integrity; it merely

signifies current (or past) incumbency. Consequently; even-after Richard M. Nixon

disgraced himself and was forced to resign as president in 1974, he was still for- {

asset, Indeed, when businesses are sold, they often sell for sums far in excess.of their

mally “The Honorable” in terms of formal address.

Honor is also a function of the outward perception of one’s reputation. Repu-
tation in business, whether of an iidividual or an organization, is a highly valued

book value because of their intangible goodwill or reputation in the community.
' and honesty. It goes beyond Benja-

' True honor begins with Wgc’rsonal integr—ity;w d honesty.
min Franklin’s famous admonition from his Poor Richard’s Almanac that “honesty

is the best policy.” Think how cynical Franklin’s statement is—it seems to have been
derived from Cervantes’s Don Quixote, anyway. Honesty is not worthwhile for its
own sake; it is simply the optimum policy——one choice from among many. But true
honesty, as opposed to policy honesty, is the essence of a person of hlonor. Such peo-
ple act with integrity. This is at the core of honot. Those who have integtity live up
to their stated principles, values, and most importantly, their word. A person whose
word is his or her bond gives the full faith and credit of his or her whole being to
keeping commitments. .

Sometimes this is almost frivolous, as it was when the legendary Abraham
Lincoln walked miles through the snow to return 4 book by a promised date. But
far more often one’s word is the coin of the administrative realm. Things happen
because one person tells something to another. This integrity of communication is
essential for the smooth functioning of organizations that, in essence, are merely
information-processing structures. This is why codes of honor {or integrity) first
evolved among the military. Because lives, indeed whole battles, depended on the

Goodwill m

" The reputation and

built-up business of
a company. it can
be generally valued
as what a company
would sell for ahove

- the value of its

physical property,
money owed to it, and
other assets,

Scanned with CamScanner




PN WE IS LTRM TFCALE A W
-

[RR¥ITLV] -

e

always inﬂuenqed by the prevailing organizationa} and political culture. Melvin M.
pelli, the American attorney, relates a story that iflustrates this point. In the eatly
1950s Belli traveled to Paris to represent his client, movie star Errol Flynn, who
had a legal tangle with a French firm over the profits from a movie. When Belli
arrived, the French lawyer on the case advised him that there was nothing to worry
about: “We have given the judge 200,000 francs and the case is in the bag.” When
Belli wondered aloud what would happen if the other side were to give the judge
300,000 francs, his French associate became indignant and replied, “But Monsieur,
we are dealing with a respectable judge. He is a man of honor, He would not think
of taking from both sides” (Belli, 1976, p. 130). This French judge’s concept of
honor was quite unlike the apocryphal American judge who, after taking bribes
from both sides in a dispute, decided to try the case on its merits. Which judge is

more ethical?

Dimensions of Honor |~

Honor has many dimensions. The most obvious and superficial kind is ex officio.
This is the Latin phrase meaning “by viretié"of the ffice.” Many people hold posi-
tions on boards, commissions, cotificils, and so orfli?gccause of another office they
occupy. For-example, the- mayor of a city may be an ex officio member of the board
of trustees of a university in that city. Thus “honorable” is the form of address nsed

for many public officials, suclyas jirdges, mayors, and members of the US Congress. |
Here honorable does not necessarily imply personal honor or integrity; it merely

signifies current (or past) incumbency. Consequently, even after Richard M. Nixon
disgraced himself and was forced to resign as president in 1974, he was still for-

mally “The Honorable” in terms of formal address. -
Honor is also a function of the outward perception of one’s reputation. Repu-
valued

tation in business, whether of am individual or an organization, is a highly
asset. Indeed, when businesses are sold, they often sell for sums far in excess of their

book value because of their intangible goodwill or reputation in the commugity, ~

True honor begins with personal integrity and honesty. It goes beyond Benja-
min Franklin’s famous admonition from his Poor Richard’s Almanac that “honesty
is the best policy.” Think how cynical Franklin’s statement is—it seems to have been
derived from Cervantes’s Don Quixote, anyway. Honesty is not worthwhile for its
own sake; it is simply the optimum policy—one choice from among many. But true
honesty, as opposed to policy honesty, is the essence of a person of honor. Such peo-
ple act with integrity. This is at the core of honor. Those who have integrity live up
to their stated principles, values, and most importantly, their word. A person whose
word is his or her bond gives the full faith and credit of his or her whole being to
keeping commitments.

Sometimes this is almost frivolous, as it was when the legendary Abraham
Lincoln walked miles through the snow to return a book by a promised date. But
far more often one’s word is the coin of the administrative realm, Things happen
because one person tells something to another. This integrity of communication ig
essential for the smooth functioning of organizations that, in essence, are merely
information-processing structures. This is why codes of honor (or integrity) first
evolved among the military. Because lives, indeed whole battles, depended on the
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: nd, it was imper.,.
, : the chain of command, Perative
f information sent up the Chz . If the wo .
accllrlil_CY (f}honesty be instilled. This is still true todﬁ}’ Ifffe A erd of an Office i
an ef{ ic On to be good, that officer has lost his or her effectiveness to p or
not Know ?

supeg(;'cond but more subtle meaning of integrity 1s integr ated strength oy ch

is said to have structural integrity. Ingiyig. X

ilding that holds together 1s sal : idl

ri‘%zr' ﬁiug}?gfcter, a5 demonstrated by an observable long period of acting yyy
who h

s

" iti it, “stability”— :

' integrity, are said to have gravitas, Or a§ the Br 1_1“15h PL“ lt;h Staare Zot mf*.lanang thy
n . . .
A politician must Thus those who have integrity have a sure Sf?llilse 0 'ﬁgn;t Ic'l(;mn:\)/ mzfgei ;i kn(}w
exhibit a certaln what their core beliefs are, and what they will or wi , atth
degree of gravitas
if he or she is to be pressure.
{aken seriously for '
high office.

‘Regime Values

Administrators with integrity understanc'l that they have a special mltl)ralh ob‘l‘lgatlion
to the people they serve. They take _sen_ously what John Rohr calls the gfgsﬂg
values” of their jurisdiction. In constxtumri’al'l&yémmﬁ these values are establishe
by the constitution, whether written, as in the United States, or unwritten, s in tﬁe
United Kingdom. To a person of honor, an oath to “dt?f‘en.d the Constitution of the
UniiédStates-@against-all-ene—mies--,‘--ferei_gn--_and-v-domes-tiq’f;}_lsr-gq:?elr_lguﬁE{ﬁf}fﬂ}‘ﬁ%;
according to Roht;the Constitution “is the moral fo qndiitxdﬁ"bf“;éthtc.s for bureau
crats” (Rohr, 1986, p.70). Those senior administrators who gain reputations fr
being ethical and honorable abide by a new-fashioned noblesse oblige. Originally
the “nobility obliged” by leading in war and demonstrated their honor and valorby
taking physical risks to prove their courage—to demonstrate on the field of honot
(a battlefield) just how honorable they were. _
Lacking a traditional nobility, republican governments give leadership ';Qles
to senior bureauctats and elected officials. Once in office, their fellow sz,eﬂs-
rightly expect them to take moral and career risks, parallel to the tradition;ﬂ risKs
of combat, to protect their fellow citizens, the regime, and their constl?“t’ogs'
And they must be heroic enough to risk not just their lives but their livelihoo
as well. Louis Brandeis, later to be an associate justice of the US Supreme Cou!r:e’
argued in the 1910 Glavis-Ballinger case that public administrators “cann®' ¢
worthy of the respect and admiration of the people unless they add to the ‘”m;
of obedience some Othfer virtues—virtues of manliness, of truth, of courag®
l‘;‘z;i“:g’;‘::i :g risk position, of the willingness to risk criticism, of the w}lle;l:;ic
¢ misunderstanding that so ofteq comes when people do the

_ ) that
said that managers are paid mosr: thet
. © 0

rke ; _ » to make decisions that can ¢ [

tfﬁelr ]olfs. Public managers live in ap even riskier environment. Not only ?eif

t cytti ke normal Mmanagement rigks, by they must also risk their careers

reputations, sometimes even thejr |jy e

_ es, to pr f the reg

simply a matter of honor. "1 protect the values o
All too often managers and em

never had it in the first place, L

lapses of honor and honesty are

¢ theY
ployees fall from honor—or it may be th? mo?

_ m
2pses take many forms. The two most €
Corrupti()n and lvinge

Scanned with CamScanner







196

CHAPTER 5 Honor, Ethics,W B

‘
PR AR Ao
s e pat

~-analysts predicted that President-Nixon-would-eventually-be forced from offic

kes a mockery of economic considerations. The fe,,

‘ : thyy 1
the rights of others to enter a fair gy, hay §

This kind of corruption ma
Mof §

greedily feed at the 'public trough deny |
economic compeF1t10rcll- . : bribery is an important element in any pofy
Of course, vte\lzfnents the salaries of various public officials. This s espeCiaul.
cal system.'l’t ,Supgr here public sector salaries are unreasonably low. Some py |
! Heer socleti:;ss agents, and building inspectors, for e;x.iample, would be unable, §
offt em"nc:l}f:?r standard’of living if it were not for such informal salary incremeny, 1
I;:calliﬁ:?c:nally, such income srgPPlement prograrts fo;esltall lthe need ffOf politigally 3
popular, precipitous fax hikes that vyould bring the legal wages o such officer,
A matic bribery allows business operators, dependen; |

to reasonable levels. Syste bnbr:y AP Petident |
zﬁ the discretionary powers of public officials for their livelihood, to stabilize the |
relationships essential for the smooth functioning of their businesses. After ], ]

many regulations that govern safety or conditions of business operation may notbe
universally applicable, reasonably enforceable, or econppncally feagble. Bribery's §
occasional exposure by the press serves to foster the political alienation of the elec- |
torate, which in turn encourages cynicism and reduces support for the democratic 1§
processes of government. While it is possible to quibble over: the particulars of any |
given instance or non-instance of bribery, its pervasiveness in too fiany communi- |
ties is generally not coﬁﬁféd‘éﬁeptfbyfthé--m'*cst'*nai—xsze-rﬂt—he;most;qoﬁmpt-.ﬁ(ib,ery%
is even an important and time-honored tool of foreign policy. Of course, the United §
States does not have to bribe a-foreign government-to influence its support oo @
some international issue. It can achieve the same effect by granting or withholding @
military or economic aid, TR S - |

Watefgéfe 77

A society’s humor is a good indicator of its political corruption. For example, ma |

because of the Watergate scandal once Johnny Carson, the most popular, Mo &
mainstream, and most middle-of-the-road of American comedians, started telliné #
jokes on his Tonight Show that were premised on the belief that the president & |
the United States was dishonest. The jokes were a bellwether because most Of
audience—that is, most of mainstream America—accepted the premise. Comedia®
do not lead public opinion, but they certainly reflect it. The same is true today ' §
Russia. New York Times columnist Thomas L. Friedman wrote that “corrapti®”
reaches right il_lto tl_ne leadership.” His indicator of this is the often told joke “abouf '
iégge\v:ﬁ: Icérlvesru:to Moscow frorp the countryside and parks his new cat ﬂagnd
tells the man r‘eLm 1E s Spassk}: Gate in Red Square. A policeman comes along ©
man 2 » 00K, you can’t park here. This is the gate all our leaders us¢:
nswers ‘Don’t worry. [ locked my car,’”

LYING FOR YOUR COUNTRY
The public official
the highest ranki
one head of state

5
s who have the greatest reputation for lying are am bassa-dgs !
ng of all diplomats, sent as the personal repfesentet} Vaberh
to another. Sir Henry Wotton (1568-1639), Queer b
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WHISTLEBLOWING
Protecting the Public's Right to Know

Whistleblowing refers to what lhaP.PenS when an emp l Oyef}liieudes thaf obliga,
tions to society come before obligations to an orgamz.ztlor}; hus, a whlstlf:biowcr
is an individual who believes the public interest overr1 f:s the interests of hig , he
organization and publicly blows the whistle On-—€XpOses—Corrupt, illegal, fraug. |
ulent, or harmful activity. Whistleblowers 11'1“011r SOCISW are not well Feceiyyg |
Children have long been taught not to be a gqucale}r - Whlstleblpwers run th
risk of being ostracized by their co-workers, losing their job, and being blackjg,
in their field. Two famous early whistle-blowers were A. Ernest Fitzgera| and §
Daniel Ellsberg. -

Fitzgerald%:vas a senior career executive who was tl}e Deputy for Managen, |
Systems in the Office of the Assistant Secretary of the Air Force, wh(? 1n 1968 tess.
fied before a congressional committee about cost overruns on the Air Force’s giay; §
C-5A military cargo plane. The Air Force, which had not acknowledged the cog §
overruns, stripped him of his primary duties of overseeing cost reports on the major §
weapof’systems- and, assigned him to essentially clerical tasks. A year later the Ai |
Force reorganized Fitzgerald’s office and abolished his job. Fitzgerald appealed the |

-~ Air Force action: After-almost four years of litigation, Fitzgerald was reinstatedto -
his original civil service position and given back pay. - '

In the case of Daniel Ellsberg, even greater stakes were involved. Ellsber; 3
was a former Defense Department employee who leaked the Pentagon Papes §
to the media. The Pentagon papers were an unedited and unexpurgated record
of the step-by-step judgments that brought American involvement in Vietnan |
to its peak point by the end of the Johnson Administration. A historian’s drean
because of the raw-data-involved, this essentially shapeless body of material W
destined to become a cause celebre when Ellsberg turned over 47 volumes o
;hese. oflfi;;alﬂy classified documents to the New York Times and the Washingtot

ost 1n . R o B

The Nixon Administration got an injunction to prevent their publicatio?
but the US Supreme Court would later dissolve the injunction in its ruling (N¢/ |
York Times v. United States [1971]) allowing the papers to be published. Ellsbert §
was then charged with espionage, but the case was dismissed when it was sho*? |
that the Nixon administration authorized a burglary to steal Elisberg’s med |
records from his psychiatrist’s office. The then chairman of the Senate Forti’|
Relations Comumittee, J. William Fulbright said of the papers: “Most of the mate
rial should not have been secret in the first pl i the hat”
that c from i place . .. 1 Stllll do not see "

at came from it, other than the fact that there is a violation of the law - - - ¢
disapprove of the leaking of the documents. b h e 1 disappr®” §
just as heartily of the abue of o ments, but at the same time o
L bovs Us l}’ e abuse of the classification power.” Ellsberg wanted t "
willing to ﬁ‘s)kl‘]?;;*::elimoasm ﬁ) !)e revealed to the American public. _Thu; h}fiste
at the highest levels, pose the incompetence (and deception) he believed © g

The Fi | o o ecion
b e L i g g o
Civil Service Reform Act was i O protect whistleblowers. "

Passed in 1978, it included provisions t© P |
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‘histl'eblowefs‘“"prim?‘r.ﬂy employer retaliation—-—famong 'its list of prohibited per-

wnnel actions. The Civil Service Reform Act defined whistleblowing as revealing

jsj(l)cgal actions, mismanagement, waste of funds, abuse of authority, or danger to the

ablic’s health or safety. o

These provisions were the culmination of a 20-year history of encouraging and
safeguarding publvic discl-osure. In 1958, Congress had passed a Code of Ethics of
Government Service, wblch exhorted ff:de.ral employees to expose corruption and
to place loyalty to the hlghest moral principles above loyalty to their agencies. The
impact of this was negligible.

Another step forward involved the Freedom of Information Act of 1966 which
provided for the public availability of information, unless the information falls within
one of the specific categories exempt from public disclosure. Exempt records are
those whose disclosure would impair rights of privacy or national security. Virtu-
ally all agencies of the executive branch of the federal government have issued reg-
ulations to implement the Freedom of Information Act. These regulations inform
the public where certain types of information may be readily obtained, how other
information may be obtained on request, and what internal agency appeals are
available. The Freedom of Information Act providéd-wouldbéWhistleblowers with
a statutory justification for exposing misconduct. After all, such disclosures were

——vindications of the public’s right to-know,— = = e e

Two years latér, in 1968, the US Supréme Coiirt gave whistleblowers some coric ™
stitutional support. The Court held in Pickering v. Board of Education that when ..
public employees® right to freedom of speech are in question, the special duties and. -

__ obligations of public employees cannot be ignored; the proper test is whether the
government’s interest in limiting-public employees’ “opportunities to contribute to
public debate is . . . significantly greater than its interest in limiting a similar contri-
bution by any member of the general public.” But in 2006, the Supreme Court nar-
rowed the freedom of speech principle for public employees in Garcetti v. Ceballos,

- ruling when they made statements as part of their work duties, their speech did not

exempt them from disciplinary action or even dismissal. - S ,_

In 2014, the Court ruled again on the matter of freedom of speech for public
employees. In Lare v. Franks, the court protected an employee who had testified in
a criminal prosecution case where a legislator had set up a ghost job position for
herself. The state legislator was ultimately convicted, but the public employee was
terminated from his employment. The court’s newest member, Justice Sotomayor,
wrote the short unanimous opinion that “the first amendment protects a public
employee who provided truthful sworn testimony, compelled by subpoena, outside

the course of their ordinary job duties.”

Protecting Whistlehlowers

But Congress has long recognized that there is more to protecting the public’s right to
know than simply guaranteeing freedom of speech. There has always been a special
interest in encouraging employees to disclose information about illegal and waste-
ful activities-—something more would have to be done to make employees feel safe
from retaliation. There were only a few anti-retaliation statutes in effect—basically
limited laws that made it illegal to take punitive actions against employees for such
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things as testifying before
provide comparable prote
Service Reform Act empo

with authority to reverse the It
had been the victim of retaliation.

Office of Special Counsel to prosecu
retaliation.

TABLE 5.2

Federal and Stafe VLaws oh WHiStlehlowing

Congress or for assisting in civil rights inveg
ction to whistleblowers for federal employeq the 1.0
wered the newly created Merit System Progecy; er

he removal, demotion, or suspension of employ, Oa |
Even more importantly, the act gy, ‘
te any official responsible for actg

gatio . ] ‘

on

hotizeg a;
of Unlayg,

alth Act (OSHA) protects employees from retaliation if they reveal safety

The Occupational Safety and He
and health issues, environmental hazards, other public safety problems--along with fraud or criminal acts iy
the workplace. Employers may not demate, cut wages or hours, or terminate employees who have lodged
= | whistleblowing complaints. While 0SHA covers mare than 60% of whistleblowing campiaints among private
..;._5, sector employees, there are 16 othemimﬁ@ﬁf;{g;ﬁgggg%g;whistIebldwing protections in other statues from Health
& | care (The Affordable Care Act) to Finance (Sarbanes-Oxley).
 Federal workers are covered by the Whistleblower Pratection Act of 1989 that amended the Chil__
Service Reform Act. These initial protections were upgraded with new legislation—the Whistleblower -
Protection Enhancement Act of 2012, | | .
States with States with Stateswith- .~ States with . No Laws
Laws Protecting Laws Protecting ~Laws Protécting ~ Laws Protecting - -
Both Public and Public Public Private Sector: -~ - ..
Private Sector Employees (All  Employees Employees
Employees Public) (State only)
California  Alaska "Alabama " North Daketa T Arkamsas”
Connecticut - ~ Arizona Colorado ' oe
Florida Delaware Indiana Georgia
Hawali Illinois Towa Idaho
g | Lovisiana Pennsylvania Kansas Maryland
+ | Maine ‘South Carolina Kentucky Mississippi
& | Massachusetts Utah Missour] Montana
Mfch;gan Oklahoma Nevada
Minnesota Washington New Mexico
Nebraska West Virginia North
New Hampshire - Carolind
New Jersey - South Dakot?
New York Texas
Ohio Vermont
Oregon. . . Virginia
Rhode Tetai “Wisconsi
mind
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since 1978, whistleblowing protections have grown considerably, Following
che federal model, at least 35 states have enacted their own statutes with various
Pwvisions protecting employees, _

And state courts often have found it unlawful, even without the existence of
atutory protections, for an employer- to terminate someone’s contract who has
nade a disclosure that serves the public interest. Congress has also enacted addi-
ional laws that provide whistleblowing protections—regardless of whether the
employee is in the private or public sector, to protect specific disclosures of viola-
rions in health care, work safety, environment, transportation, finance, etc.

For federal workers, Congress has now acted twice to strengthen and improve
the safeguards included in the Civil Service Reform Act of 1979, In 1989, it enacted
the Whistleblower Protection Act, which first created and entrusted a separate US
Office of Special Council (outside of the USMSPB) to enforce whistleblowing pro-
tection laws. The act allowed federal employees to appeal to the Merit Systems
Protection Board (MSPB) to seek redress for alleged acts of retaliation involving
previously non-appealable personnel actions, such as undesirable reassignments
and poor performance ratings. Whereas the CSRA listed protections. for whis-
tleblowing by enumerating various prohibited personnel actions, the Hiew 4ct gave
whistleblowers special rights of action or appeals, allowed them to seek injungtions
against what they felt were punitive actions, and lowered the burden of proof to

" the personnel action taken against whistleblowers, as opposed to having to demon-
- strateintent to retaliate. T o ST T
| More recently, in 2012, The Whistle Blower Protection Enhancement Act revis-
ited and strengthened some of the 1989 protections. The law simplified taking
punitive actions against supérvisors who were found to engage in retaliation and’
shifted the burden of proof to the organization to show-it -hadn’t retaliated in
personnel actions taken against whistleblowers. The right to contact and commu-
nicate with Congress was strengthened. Another provision eliminated the “first -
whistleblower Iooph‘o‘l'ie’”'“""whi‘ch“ had limited-protections-to just the employee who -
- first disclosed the issue—and extended them to other employees who reported mis-
conduct after the first reported instance.
But despite the existence of these many whistleblowing laws, whistleblowing

is not primarily a legal matter. The existence of legal protections alone will not

encourage employees to disclose information. Surveys by the Merit Systems Pro-

tection Board have shown that employees primary concern in confronting fraud,
waste, abuse is whether there is someone somewhere who will be willing to receive
this information—which is inherently “bad news”—and be prepared to help cor-

rect the problem. o

The MSPB revisited the state of whistleblowing in the federal government in a

2011 report and noted that not much has really changed in terms of employee per-

ceptions, While perceptions among employees (comparing surveys from 1992-2010)

show a decrease in “perceived wrongdoing”, there was no change in the percent

of employees (about one-third of employees who “believed that they had been

identified as the reporter of wrongdoing indicated that they subsequently experi-
enced or been threatened with reprisal.” The MSPB surveys showed the following

reasons that employees considered in making a decision to blow the whistle on

their employer.
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Accountability is the extent to which one must answer to higher authority—legl |
or organizational—for one’s actions in society at large, or within one’s particulasr §
organizational position. Elected public officials are theoretically accountable to |
the political sovereignty of the voters. In this sense, appointed officials—from fik |

- clerks to-cabinet secretaties—are less dccountable than elected officials. The former |

are accountable mdinly to their organizational supervisors, while the latter must §
answet to the people of their jurisdiction. - E '
. Admlfi;straﬁivé7'gcpguniébility"is"f}i'ét, aspect.of administrative responsibility by |
whichofficials are held answerable for general notions of democracy and morah
ity as well as for specific legal mandates. The two basic approaches to admins- &
t11'a9t(1)ve accountability were first delineated by political scientists Carl J. Friedri.ch |
x('espolr;liggf) a:d I";erman Finer (1 898-1969). Friedrich argued that administra?vf
iona] standt:rdzn e ednsured only internally, through professionalism or Pf;’ e:s
require extensivem (119 es, because the increasing complexities of modern po ‘C’u_ |
crats. Finer, on thfz tlﬁzreﬁfpeétxse and specialized abilities on the part of bull.'ea
maintained only externall a?h , arg}tl El:d Fhat .admlnxstratlve responsibility C‘\::uinu:r-
nal power or control wogid fi) o cgislative or populeﬁar controls, bfzcau; gwee! |
these two approachu 1 ultimately lead to corruption. The tension t?m s |
to find a balance betwcontmues today. Thus the challenge of accountablt heif
best professiona| ud ten completely trusting government officials to usel tse .
through legislatiye cfnlxnl o 0 the publlc’§ interest, and watching them % © ?hei}
ability to fun ction, foittees or executive review agencies that it inhibits |
ecau : .
how the hsxfk?iea:vif tﬁ @ democratic form of government, we need t0 conidli.
hat are the thin 1l democratic government and public administratio? wb[ic‘ ]
8s we do, must do, and indeed must avoid if we are to be PX
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. . cratorS in @ democracy rather than cogs in a despotic mechanism? Under
admmlsltjtarian communism of the former Soviet Union, the Russians had a word
che tot3 e who served the apparatus of state without question. They were called
for peoghiks _a term implying that the individual mindlessly follows orders. What
aPpafZZ from being apparatchiks in all but name?

0 'Sf he answer to this question is that public administrators in a democracy work
chin the rule of law—a governing system in which the highest authority is a body
hat applies equally to all (as opposed to the rule of men, in which the per-

sonal whim of those in power can decide any issue). The idea of the desirability of a

«government of laws, and not of men” can be traced back to Aristotle, The earliest
American reference is in the 1779 Massachusetts Constitution. John Marshall also
used this succinet legal description in Marbury v. Madison (1803): “The govern-
ment of the United States has been emphatically termed a government of laws,
and not of men. It will certainly cease to deserve this high appellation, if the laws
furnish no remedy for the violation of a vested legal right.” The rule of law and the
concomitant notion that no one is above the law have been continuously critical
concepts. When Ford succeeded Nixon (who was forced to resign because of his
illegal activities during the Watergate scandal), he told the nation right after tak-
ing the oath of office (August 9, 1974), “My fellow:Americans, our long national
nightmare is over. Qur Constitution works; our great Republic is a government of

W
Qf law £

" laws and not of men” (Ford, 1987, pp. 40-41). This was difficult for many citizens

" to reconcile with his pardon of Nixon one month later, and was viewed as a major -
RS e AN executive’s

" factor in Ford not being elected in the 1976 President’s race.

In democratic societies, we require our administrators to work within a system..... from the lsga
“consequences of &
-criminal act: This

of democratic accountability, respond to a complex system of checks and balanees,
and be subject to scrutiny by official auditors, by the' media; and by-community.-
“watchdogs and whistleblowers (as Finer advocated). But in the end, they are indi-
vidually responsible for their own ethical and honorable behavior (as Friedrich

believed). We often (but not always) remove from office those public administra-

““fors who seek to ignore their responsibilities to democracy. Occasionally, as in the -

“case of J. Edgar Hoover of the FBI, there will be public administrators in demo-
cratic societies who seem to be above the law. But they, too, will fall from power
in the end.

Sometimes we purposely create public institutions that seem to have an “above
the law” status. Security organizations sometimes seem to have this characteristic,
best exemplified by the fictional British secret agent James Bond's “license to kill.”
Intelligence agencies have always had a certain mystical quality—perhaps because
they are so associated with fictional exploits. This even affects presidents. Arthur M.
Schlesinger Jr., in A Thousand Days (1965), quoted President John F. Kennedy: “If
someone comes in to tell me this or that about the minimum wage bill, I have no hes-
itation in overruling them. But you always assume that the military and intelligence
People have some secret skill not available to ordinary mortals” (Schlesinger, 19635,
Pp. 258-259). The review of the policies and activities of US intelligence agencies by
appropriate legislative review committees was not formally done by the Congress
until the 1970s, when reports of FBI and CIA abuses of their operating mandates
encouraged both houses of Congress to create committees that would systemati-
cally and formally watch over the intelligence operations of the executive branch.

Apparatchiks W
This Russian word
for a bureaucrat

is now used
colloguiaily to refer
to any administrative
functionary.

Pardon

granting of a release

may occur before or
after indictment or
conviction. The US
president’s pawer :
to pardon people
for federal offenses
is absolute except
for convictions in
impeachment cases.
A pardon prior to
indictment stops ali
criminal proceedings.
This is what happened
when President
Gerald Ford pardoned
Richard M. Nixon
in 1974 for all
offenses that he “has
committed or may
have committed or
taken part in while
president.” '
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CHAPTER 5 Honor, E

thics, and Accountaniity _ | r

Arbitrary B
Decided on the
basls of individual
judgments that do
net meet commonly
understood rules of
pracedure and hence
may not appeat
fustifiable to those
seeking to explain
them to others or
to veplicate them in

similar circumstances.

Case law m

All recorded judicial
and administrative
agency decisians,

hich are used in most of the world, have f, less

' stems, W . . . 0
Parliamentary sy , ght because prime ministets, who ultimately dire Pary,

i rsi
nity for comparable ove : ers, o
ggce agencies, lead hoth the executive and the legislative branches of gover,

More generally, howe.ver,_abuse of aui:hority in pub{l;c al.dkm!inistration isn ;nzz{‘
tral target for condemnation 1 da:emocranrf:l s?laeuesl gn a;l llde Y 1oute t ngran"
and dismissal. Yet, in many SOCICUES aroun L_e WOfd » to nold officia) office | X
a public administratos, is to be able to take ar itrary elcmons, to confer be“efits()
family and friends, and to be open to corrupt, unethical—even mhum.an--bﬁhavi '
So we must ask, what legal and lnstltutlon?.l arrangements, conventions, 4 "
cal values essentially distinguish democratic from despotic public administrat;(,nl;
In truly democratic societies—as oppos?d to those that are democratic i, namé
only—there is 2 framework of constltixtlonal, legai, ar}d procedural requiremey,
that subjects public administrators to rigorous monitoring and oversight by 2 dep,
ocratic legislature, independent courts, and other institutions at arm’s length froy
the government, This leads to the expectation on the part of public administrary,
that, for the most pait, they must work in the open, not only expecting, by alig
welgomir ,Ei;,-—?h%@i%{%iny of elected representatives and the others whose task it sy,
make pu[)ii’é“iiéf:’fjﬁ%tability work.

Constitutional and Legal Constraints | |
Like it or not, public administrators always work within some kind of legal frame-
work. In Europe, particularly in Germany, the legal setting-of public administa-|

tion is so all-encompassing that a senior official normally cannot be-appoined | -

without a formal law degree. In-other parts.of the world, a_law degree-is-usualy {-
not required, but some understanding of constitutional and administrative law i
For American public administrators, the Constitution serves as an invisible fere
surrounding their field of operation. Specific laws deriving from it delineate atl
regulate in finer and finer detail what public administrators can do to whom, i
when, and how, they can do it. .

David H. Rosenbloom states that there are three reasons why public admin
trators should understand the Constitution:

1. Public administration must have democratic policy very much at heart s0
that managerial and political approaches are taken that are compatible ¥
constitutional principles and values. ,

2. Many PUblifz administrators in America take an oath to support the Consti™

3. gggl,.and this may be more important than routine administrative functw;si'

Ic adnilnistrators may be personally liable for civil damages if they @
contravention to the Constitution. 93)
(Rosenbloomt v

. * - unde
it is no easy task to achieve the necessafy **

. . not
" ause its contemporary meaning extencs eratio®
the document, but also to case law and extensive intefP wi

gal, P hilosophical, moral, and political considerations 35 o 10
applied,

As Rosenbloom emphasizes,

standing of the Constitution, bec
to the letter of

erived from Je
law should pe
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public administrators in each polic‘y domain—health, civil defense, educa-
Jion, or whatever it may be—need to maintain an awareness that the Constitution
impacts W}_lat they can d_o by virtue of specific judgments and case law in the past,
or alternatively because in a general sense what they propose to do may be seen to
conflict with the Bill of nghts or some other fundamental constitutional precept.
For example, in Wood v. Strickland (1975) the US Supreme Court held that a school
board member (and by implication other public employees) is not immune from
Jiability for damages “if he knew or reasonably should have known that the action
he took within his sphere of official responsibility would violate the constitutional
rights of the students affected, or if he took the action with the malicious intention
to cause a deprivation of constitutional rights or other injury to the student.”

Obsessive Accountability

It was Napoléon’s foreign minister Charles-Maurice de Talleyrand who is usually
credited with first warning of “too much zeal” in matters of administrative affairs.
Yet it is an excess of zeal, in the form of obsessive attention to minor details, that so
i 0ften leads to incompetence in modern organizations. Some of this dysfunctional--
" “zealjs caused by aberrant personalities, but the real culprit is the formally man- ¢
dated zeal of governing rules and regulations. Much required zeal is good. No one t
" “ean argie with requirements for punctuality. But once organization-wide standard - -
procedures are established for major functions, there is an-inevitable tendency for- -
- minutiae to be covered as well. These minutiae then, quite literally, take more time
o thanthey areworth. o e
For example, in 1993 the US GAQ. (Now the Government Accountability -
- Office) reported that “each year the military spends some $20 milliot moving and
storing a half-million items worth less than the cost of processing.” Thus a US base
in Europe returns a few dollars’ worth of metal bolts or nylon cord to a Defense
" Department warehouse in Ohio. But because it costs $40 to process these small
~items, it would have been far less expensive to give or throw away the stuff, How- RN
- evet, there is no provision in the rules for disposing of unneeded items in this way. -~
Such practices would give too much discretion to individual employees. The formal
organization, in its zeal to prevent theft, mandates many such wasteful practices.
Peter Drucker maintains that organizations, most typically governments, that
are obsessed with accountability are inherently less competent than they might be.

New procedures are created in response to possible or previous abuses. Because
i 'Eﬁu lo LAND ;-Lnnmr‘ t-l-nnmnaluno :ﬂﬁnndlﬁlé nF t’\n;ﬂn‘ rmnnupﬂ:in b nmannIfi 1
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Realpolitik m
A German word,
now absorbed into
Engiish, meaning the
politics of realism;
an injunction not to
aflow wishful thinking
or sentimentality to
ctoud one’s judgment.
At its most maderate,
the word is used
to describe an overly
cynical approach,
one that allows little
room for human
alfruism, that always
seeks an ulterior
motive behind ancther
actor’s statements or
justifications. At its
strongest, it suggests
that no moral values
should be allowed to
affect the single-
minded pursuit of
one’s own self-interest
or patriotism. It alsp
makes an absolute
assumption that any
opponent will certainly
behave in this way.

~ experience, they are viewed as barriers-to-managerial effectiveness—which mug 3§

~academy before-they can-operate-effectively—<and-survive—in-a real-world s |

* The public rightly expects an executive to be accountable for the actions of the sub

:on is quite rational, Consequently, ,,,. -
: = fear such corruption s 4 s BOver
entire polity. To dant high costs cannot and should not be elimj,

nmc
” ] T 4
1 “TAC and ltS atteﬂ " . at E
bu::\;a;}ﬁcl,e t}:; high costs of accountability can never be totally climingreq b |

; itl s s S ]
of the dysfunction of its associate(.i Pr(,’cedu.r € caa: dbr;i] g:{‘;%{";tdrgu;:h mig a”ﬂm |
frequently has organizations bending, ignoring, e ‘the o uli t}gu‘ ationy ; X
interests of good management. The d‘ISCI"EtIOﬁ otV gti ions dfiny o t_-
executive may be restored by. the macbu}atlon‘s of a l'mh :1‘ ve; Operatiyes, y; .
the flexibility deemed essential f_or mission ac(;:qn}p 18 Jrﬁent hxs %E,ma“y. d?nied X
line managers, it is almost invariably obtained informa yd roug adm‘“‘Stram.(.:
finesse. This is an idea that has not only l?een derflonstrate 1m countless EMpirigy
studies, but also sanctioned and rf?vered in Arpe_ncan popular culture, The Matiy
has a tremendous appetite for movies apd telew.m.;mn programs abopt war and o, §
violent escapades. As any aficionado with sufficient exposure to this genre of eny, |
tainment can explain, you cannot have a successful military operation withey, §

ot according to Hollywood’s version of Worl; 1

scrounger in your unit—at Jeast n :
War IL A scrounger was that member of the team who was assigned to obtajy 18
the essential requirements of the mission that could not be obtained through . |

cial channels. Tt hardly mattered what methods the scroungers used £0 secure e
needed supplies as long as they succeeded—and there were no officiaFeomplss;, |
When mandates from on high reflect neither administrative wisdom ne

be overcome. There is even significant evidence that otganizational superiors dis f
courage subordinates from reporting fully just-how they have accomplished their §
missions because of concerns for formal or legal culpability. According to public §
administration scholar Herbert Kaufman, executives “may resort to the strategy §
of discouraging feedback about administrative behavior because they privately i
approve of the behavior they know they should, according to law and moralty §
prevent” (Kaufman, 1975, p. 65). Thus rookie police officers are told by their more |
experienced associates that they will have to forget what they learned at-the polict |

ation. Any new public manager must suffer through an on-the-job acquisition 2 f
administrative realpolitik. They learn by the unfortunate consequences of violatit 1
norms that are discovered only when they are breached.

Avoiding Accountabhility

ordinates he or she has selected, whether or not the executive had actual knowle# |
of the actions. It is based on the belief that the selection of subordinates a1 .ic ‘
monitoring of their behavior is an executive responsibility. Nowhere 15 Pfi{m"v;
ritual or Machiavellian feigning more apparent than in the periodic assumptio” .
full responsibility by an organization’s chief executive, Although one of the advi? ﬁ
tages of delegating a problem is the ease with which the cunning leader can 8 ;J
the blame for the situation if it sours, modern executives are seldom so crud¢ » 1
lay blame. The appropriate tactic is to assume full responsibility for the sit™? 10
Paradoxically, in assuming full responsibility, the executive is seemingly 7€ ,eve‘w
it. Political scientist Murray Edelman observed that whenever this ritual s € f:haf

all of the participants tend to experience “a warm glow of satisfaction and ¢ = 8
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pe"spmlSibﬁity l}:as_ been l:;lssmrne'ill and can be pinpointed. It once
- message that the incumbent is the leader, that he n '
he should be followed” (Edelman, 1967, p. 79), Irlkrezrivl;f,hffoljvzxk:flri i(})li‘;?i)tiaini that
~ tohaveno substanc:e. It “emphatically does not mean that the chief executive . '(l}ivlfs
penalized for the mistakes of subordinates or that the latter will not be pen IW1 d 3
This is the tactic that President Richard M. Nixon employed wﬁenahljef'. t
addressed the_ nation concerning the Watergate scandal in the spring of 1973 Jﬁe
boldly proc-laimed thz.it all of the possibly illegal actions of the White House .offi~
cials were his responmbil'ity and that he fully accepted that responsibility, Certainly,
Nixon did not mean to imply—at that point in time—that he should be punished,
for the transgressions of his underlings. Nor did Ronald Reagan in 1987 when he
took full re:sponmbihty for the Iran-Contra affair, Bil] Clinton, during an August 17
1998, television address to the nation, took ful] responsibility for lying to his wife,
* his cabinet, his staff, and his nation about his affair with White House intern Mon:
ica Lewinsky. But his hopes that this would be enough to stop an impeachment
inquiry were short-lived. Government officials of lesser rank are no less sophis-
ticated with their manipulations of the ritualistic and symbolic aspects of their
offices. Of course, the risk they take is that the legislature will investigate the situ-
ation ‘ihOl‘Ollght}(,ﬁIlOl{%l}i to expose any wrongdoing.

again conveys the

LEGISLATIVE OVERSIGHT

While constitutional and legal frameworks themselves amount to a passive exercise
of democratic control over the discretion of public administrators, thete is no sub-
stitute for active control through energetic elected representatives. The main reason
the US Congress (or a state legislature or a city council) monitors the activities of
executive branch agencies is to determine if the laws are being faithfully executed. .
After all, the president has the constitutional obligation (given in Article 2, Section 3)
to “take care that the laws be faithfully executed.” Congressional oversight is
designed in our system of “checks and balances” to check that he does.

Hearings

Oversight takes many forms. The most obvious are the annual congressional hear-
ings on agency budget requests, in which agency activities have to be justified to the
satisfaction of the Congress. Both the House and the Senate hold budget hearings.
But only the Senate holds hearings on the conflrmatlﬂn of major appointees such
as cabinet secretaries and Supreme Court nominees. '

Any member of Congress can instigate an mvestigation. Many (?f these inves-
tigations are small matters concerning the interests Qf a slngle constituent (see the
following section on casework). But if something mgmffcant ‘iums U}i) W(})ll‘thy gf
a larger inquiry, an appropriate commuttee or subcommittee a waljlrs has the rig :1:
to initiate a further examination. The oversight function is primari Yflmple‘;;_e'?t‘;
through the process of hearings that often call for sworn te;’t;‘mgiﬂy rtz:m otficials,
through consultancy reports, and through the pu_bllcaélo}? OI in (ings. o?f‘lmltteeﬁ
that have investigated scandals such as Watergate an i{e ran- Jo_ntraha a%if,.tan
issues such as whether gay people should be permitte ft:; SEve In fhe n;;;n‘zﬁ
illustrate how important and central a role this aspect of democratic gove
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