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Ameng the seven ecological faciors identified by John Gaus, which three do you consider
to be most critical in shaping Robertson’s performance! Why? Likewise, from the Arnstein
Mode!, what three factors are most critical to Robertson's effective performance? Why?

william Robertson: Exemplar of Politics and Public
management Rightly Understood

TERRY L. COOPER AND THOMAS A, BRYER

william Robertson presides over the City of Los Angeles’
Bureau of Street Services. The bureau today consists of
seven unique divisions that are charged with develop-
ing, constricting, and maintaining streets, sidewalls,
and trees throughout the city. In total, the city main-
tains a 6,500-mile street system, with approximately
1,000 miles of failed streets. The total budget for the
hureau is roughly §130 million annually, with a total
staff of approximately 1,300,

Robertson’s story is defined, in part, by his quick
advancement through the leadership ranks in military
and local government service. His story is further char-
acterized by his indeperdent-mindedness in work per-
formance and career choice, his educational learning
objectives without formal university education, and his
choices to follow lessons and advice from people
around him, including his mother. Throughout his mit-
itary and professional careers, Robertson has developed
and refined his general orientation to working with the
public: They shouldn’t be told lies, and honesty is the
best policy.

Robertson’s military service was marked by a rapid
rise through the ranks. He enlistec in the Marine Corps;
out of the 80 or so who were in each koot camp platoon,
two or three were promoted early, After being chosen for
advancement, Robertson was selected to lead a larger,
more diverse group of men. This was his first experience
leading a culturally and racially diverse group of people,
as he had grown up and attended school in a predom-
inantly white part of Los Angeles County. From there,
Robertson was charged with leading a sniper group and,
within two months, had his own squad in Vietham,

Rebertson believes the training and experience
he gained in his military service provided a greater
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education than he could have received in a college
classroom. For instance, Roberson reports that he
learned a sense of responsibility—primarily to his mil-
itary colfeagues, hut also lo the organization. This les-
son was applied recently during particularly bad winter
rainstorms in the City of Los Angeles, a story we will
return to later.

After completing his military service, Robertson
returned to the United States and took a job as a sales-
man with a textile company, Milliken and Company,
in South Carelina and Georgia. He worked there for
three or four years but found that sales was “not my
niche. i hated sales and didn't like lying to people.”
After this period, he returned to his childhood home of
Los Angeles and bought a truck. For three or four years,
he worked as a truck operator, driving through the
48 states. However, his independent trucking business
did not last long; his mother did not like him doing that
kind of work. At his mother’s prompting, Robertson
joined the City of Los Angeles’ Bureau of Street
Services,

Robertsan's service in the bureau, like his service in
the military, has been marked by rapid advancement. He
first joined the bureau as a heavy-cluty truck operatar.
After working for six menths, he was tapped o serve as
acting supervisor, a position he held for two years
beginning in 1986, After this period, Robertson took the
civil service test and placed at the tep of the list. He went
on Lo earn a street maintenance certificate at Los Angeles
Trade Technical College. As a supervisor, he did not
need this certification, but he chose to do so because of
his interest in learning. He hoped lo spread this interest
to other people in the organization, which has been a
challenging lask. According to Robertson, “eighty-five
percent of the workforce comes from the construction
trade, and aducation Is nol viewed as helplul in their
aclvancement.”
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This test achievement and certification gave him the
knowledge and lechnical requirements to serve effec-
lively as an emerging leacer in the bureau, In combi-
mation with his military seivice, which Robertson has
described as his college experience, he began his rapid
advancement without formal university education.

Robertson’s aclvancement put him in a variety of
positions with different responsibilities, including par-
ticipation in an effort to reorganize the bureau, which
coincided with discussion of the neighborhood council
system in 1998. He ultimately rose to become assistant
director of the bureau under the direciorship of Greg
Scolt, After Scott’s retirement, a new director was namel
but retired quickly as a result of health concerns, and
Robertson was subsequently promoted to director. This
last advancement was awarded to Robertson because
of his proven ability to get the job done, work with
competing inferests, and satisfy multiple needs. One
informant reported that he had been impressed with
Rohertson’s rise through the ranks and the way he had
oroven himself along the way. Thus, no national search
was conclucted for the director's position when Robertson
was there with all the necessary skills. In all, Robertson
went from heavy-cluty truck operator to bureau director
in 18 years. According to Robertson, “People wait this
long to become supervisor.”

Rohertson’s leadership continues to be recognized
today. In 2006, he was elected president of the City of
Los Angeles’ General Manager's Association Chosen by
peers who head other departments in the city, Robert-
son hopes 1o Use his two-year term to break down walls
between departments and to focus on solving the city’s
problems collaboratively.

Politics with Integrity:
The Circle of Participation

Sherry Amstein’s ladder of participation {1969) depicts
the way in which citizen participation was typically
framed during the 1960s: as a zero-sum power strug-
gle between government and citizens. Providing more
participation was viewed as empaowering the people at
the expense of administrative and political power. As
one moves up the ladder from manipulation at the bot-
tom Lo citizen control at the top, citizens gain increas-
ing Increments of power as government gives it up.
From an administrative perspective, the dominance
of efficiency and technical skill gives way to cliizen
discretion.

We suggesl revising Arastein’s lacdlder to more ap-
prepriately reflect the movement toward the concepts
of collaborative governance and management by turn-
ing the vertical ladder into a circle. From the perspective
of coliaboration, encouraging citizen participation in
the public management process is not 2 zero-sum but a
positive-sum game. A public executive such as Robertson
can gain power by working with instead of against the
citizenry. Through collaboration, citizens can introduce
their particular knowledge and skills into the work of
managing the delivery of public services. The public
executive is in a key paosition to encourage this kind of
collaboration by employing the approaches reflected in
the steps of the circle of participation.

By further conceptualizing the ladder as a circle, we
can visualize an administrator standing not on a rung
of the ladder trying to work with citizens, employees,
elected officials, and other stakeholders through a single
approach, but rather on a platiorm at the center of the
locp. From here, the administrator can easily com-
bine strategies, such as manipulation and citizen control,
and move quickly from one strategy to another depend-
ing on the needs of a situation. Figure 3.1 illusirates the
circle of participation.

The stories recounted here show how Robertson has
employed these approaches to produce technically

Figure 3.1 Combining Strategies in the Circle
of Participation
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superior and responsive services for multiple stake-
holders. First, we relate stories of Robertson’s interac-
tions with citizens, particularly representatives of
neighborhood councils in the City of Los Angeles. In
these stories, we see how Robertson uses manipulation
to convert an angry crowd into one seeking ways to help
him acquire new resources for his bureau. We also see
how he is able to placate citizens through information
sharing and education, as well as how he partrers with
citizens to develop closer, more trusting relationships,
These relationships, once formed, allow him to con-
vince citizens to serve as champions for his bureau with
elected officials, which can be seen as a vital resource
in bureaucratic governance (Hill 195%1),

Next, we relate stories of Robertson’s interactions
with his subordinates. His actions here reveal the use of
partnership formation and delegation of power to obtain
desired autcomes for the city. We also see how he man-
ages relationships in times of turmoil and mourning
through the use of information sharing and therapy. Fol-
lowing these stories, we offer additional examples of
partnering and delegating power, though with a focus on
relationships with other city managers outside his bureau.

Cperating within the circle of participation, a suc-
cessful administrator is one who can use each of the
strategies identified by Amstein to meet the conditions
and demands presented by a multitude of slakeholders.
We show how Robertson successfully operates within
this circle through his actions and interactions in the
City of Los Angeles’ Bureau of Street Services, Basad on
our interviews and observations, we conclude that
Robertson does nat treat any single stakeholder group
with a single strategy. Rather, across stakeholders, he
relies on the entire toslbox of strategies to achieve his
desired outcomes of technically superior and responsive
service delivery.

Interactions with Citizens

In our interviews with Robertson and others, we
solicited stories about him that might reveal his char-
acter, metivation, and work style.’ Three stories provide
insights into his work with citizens through the Los
Angeles neighborhood council system. Citywide
neighborhood councils were incorporated inte the city
charter approved by volers in June 1999. Many city
department heads viewed this new institution for citizen
participation with some wariness and skepticism; it was
seen, accorcding to one official, as an initiative that asked

department officials to do more without aclditional fund-
ing. Robertson, however, enthusiasticatly embraced the
new neighborhood councils from their inception.
One of Rebertson’s general manager peers in another
departmeant told us that Robertsen attencls more neigh-
borhood council meetings than any other general man-
ager, usually at night and scattered over the 470 square
miles of the city. When we asked Robertson about this,
he agreed that it may be true. What is his motivation
for engaging in this time-consuming and sometimes
stressful practice? According to Robertson, it is impor-
tant for professionals in government to meet citizens on
their own ground to show that they care and that they
are willing 1o work with them to solve their problems
and respond to their concerns. He wants to move be-
yond simply telling citizens that he cannot do what
thay want or that he does not have the money in his
budget, Robertson believes that if he shows a genuine
interest in finding ways to respond to demands in
creative ways, or to offer interim sofutions, people will
accept that he cannot always do all they may want from
his department. They are more likely to trust him if he
shows that he takes their requests seriously and tries to
respond in some way, however limited that may be.
Robertson maintains that managers need to exercise
feadership in working with citizens and explains that
one thing he learned in the Marine Corps is that a good
leader cannot lead from behind. Leaders must be out
on the front lines with the troops. He tries to teach his
assistant directors, Ron Olive and Nazario Saueceda,
the importance of engaging with citizens in accom-
olishing the work of the department by insisting that
they join him on his visits with the neighborhood coun-
cils, Robertson similarly seeks to include lower-level
employees in meetings with the public in order tc men-
tor them and "to push our employees to confront their
fears of working with the public.” They see their boss
dealing with citizen hostility anc conflict, achieving
constructive ends, and building trusting relationships.
in this way, he models the cenduct of the *citizen
administrater” (Cooper 2006) for his subordinatas,

Combining Citizen Control
and Manipulation of Citizens

As Robertson engages with the neighborhood councils,
he explains that he views honesty as central. He listens
patiently to people’s demands, complaints, and sugges-
tions. He tells pecple what he can and cannot do and
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why. At times, he finds himself challenging ctiizens on
something they may have misrepresented. Sometimes
these responses become opportunities lo educate
citizens about how their government works, For ax-
ample, when he realized that citizens lacked essential
information about how street resurfacing is done, he
prepared a presentation titled “Professor Pothole Pre-
sents: Dverything You Always Wanted to Know about
Selecting Streets for Resurfacing in Your Neighbot-
hood Council.”

Robertson views this kind of honest exchange and
sharing of infermation as part of the process of em-
powering citizens. Along with honesly, he uses a lot of
humor and self-effacement. He never prepares speeches
in advance but rather tries to grapple with whatever is
presented to him at a particular time and place. Several
of our informants reported they had observed Robert-
son in these community situations and indicated they
had always been deeply impressed by his ability to
walk into a room full of angry people and leave them
at the end of the meeting thanking him and ready to
collaborate,

One informant even reported a standing ovation after
one such session, at which, according to Roberison,
another public official had earlier been looking for the
nearest exit out of fear of the hostile crowd. He ac-
complished this by being open and honest with the cit-
izens and speaking to them without using technical
language. He maniputated them by fueling anger and
disappointment about service delivery, but he chan-
neled this anger to create advocates for his bureau with
elected officials, This strategy paid dividends, as seen
in a second story.

In partnership with former Los Angeles mayor James
Hahn, Robertson developed a program that earmarked
$100,000 annually for each of the 87 neighborhood
councils existing at the time to allocate among the
services provided by the Bureau of Street Services. Fur-
thermore, instead of simply announcing this offer,
Robertson-organized seven meetings in dilferent areas
of Los Angeles to meet with neighborhood council
leaders to explain how this new program weuld work
and to get their suggestions. Robartson appeared at all
of these meetings and stayed until the end, even if it
was quite late and even if only a handful of people re-
mained. When asked why he had made this offer,
Rabertson said it was his way of showing the councils
that they are important and have a role to play in shap-
ing service celivery, Il was a step toward sharing power,
if even in a relatively smali way.

Partnership with Citizens

The third story concerns Robertson’s effort o find office
space for a neighborhood council that had none. The
city provides $50,000 annually to each council for
basic expenses, but that does not ge very far if a large
portion is expended on office rent, so some councils
try to obtain donated space. One of our informants
was a neighborhood council beard member who told
us that when Robertson learned that her council had
been unsuccessiul in finding free space, he took the ini-
tiative to locate a room for an office in one of his fa-
cilities in that neighborhood council area. When asked
why he had gone out of his way to do this, Robertson
explained that it was a way of showing respect for the
efforts of hundreds of citizens who work all day and
then take on responsibitities for their neighborhoods
during their free time, He viewed having office space
as on of the essential requirements for carrying out
their work and contributing to their empowerment,

Summary of Citizen Interactions

These three stories of Robertson’s interactions with
citizens reflect his ability to use multiple tocls in his
efforts to manage relaticnships with his stakeholders,
He uses the art of manipulation to calm a crowd and
turn their anger into power based on new information
that he provides about the lack of resources or other
constraints preventing his bureau from meeting their
needs. As he stated in the context of the Collaborative
Learning Project {see notel) and interactions with
neighborhood councils, “There is not a lot | can do
from this office, but | can help tell other people what
to tell other people to tell the mayor.” By wooing cit-
izens with office space, information, or increased say
in how street funds are allocated in a neighborhood,
Robertson creates acvocates for his bureau, An outcome
of Robertson’s activity is increased funds for the Bureau
of Street Services through the city's participatory buclget
process. Increased funds, in turn, help give citizens
what they want and expect.

Interactions with Subordinates

We have already described how Robertson mentors
his subordinates in his interactions with members of the
public. That anecdote illustrated how he pushes his
employecs to embrace the conflict that is inherent in
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the political process; in doing so, he ieads by example
and develops relationships with his subordinates using
the same tools in the circle of participation.

Two stories reveal how Robertson engages with his
subordinates using a variety of tecls, such as therapy,
partnership, and delegatec power. The first entails his
leadership during a set of resource-intensive, cata-
strophic, and deadlly storms during the 2005 winter
season; the second entails his public response to the
deaths of two Bureau of Street Services employees who
were murdered at a bureau yard,

Combining Partnership and Delegated
power with Subordinates

In the winter of 2005, Los Angeles was hit by a series
of heavy rainstorms that flooded streets, cletericrated in-
frastructure, caused devastating mudslicles, and opened
sinkheles on public roadways. Driving north-south just
west of downtown Los Angeles required drivers to nav-
igate a rushing bedy of water at the convergence of hill-
sides that are part of the urban landscape. Bureau
employees worked in 12-hour shifts to respond to
storm-related incidents.

Throughout this winter season, Robertson worked
without a day off and on the street with his crew. One
informant described seeing Robertson at this time
“drenched in water.” He worked alongside his em-
ployees in the rain, mud, and cold. His motivation to
ba out front in the storms—rather than in a central
office—was based on his desire to lead by example.

Robertson’s Marine Corps training taught him that
good leadlers cannot lead from the back; they need to
be out in front with the troops. By doing so, Robertson
saeks to accomplish two things: (1) to develop future
leaders for the burcau and (2) to make maore informed
decisicns about what the bureau needs to do on the
ground. In developing future leaclers, Robertson, again
recalling his Marine Corps experienca, knows that if he
falls, the organization needs to continue functioning
smoothly and without interruption. *If | die tomorrow,”
Robertson reflects, “Nazario will step inte my office,
and nobedy would know | was there.”

The second goal of being out in front with the troops
is to acquire the most up-to-date information that is ob-
served firsthand rather than information that is filtered
through a reporting mechanism. Information acquired
firsthand is grounded in the real experiences of his
crew, which include observations of the challenges of
accomplishing certain tasks.

In putting himself in front of his troops, Robertson has
grown to know his employees by name, and they know
him in the same way. One informant reported that
Robertson expects integrity from all bureau employees,
and he seeks to deliver the same. As such, a partnership
develops between superior and subordinate that builds
trust, ensures open communication, and facilitates mutua!
respect up and down the hierarchy. Given this orienta-
tion toward working with his subardinates, Robertson
was naturally devastated when two employees were
murderecl in February 2005 at ane of his yards.

Therapy and Information Sharing
in the Face of Tragedy

On Thursday, February 24, 2005, a ¢ity maintenance
worker fatally shot two employees at a city mainte-
nance yard. One employes was the workar’s supervi-
sor; he was the target of the attack, which followed a
clispute regarding work perfermance. The other em-
ployee was a fellow street worker, who likely was in
the wrong place at the wrong time. A third employee
found the bodies in the early evening of that same day.

The incident cccurred in the micdle of the winter
storms that had Robertson and all of his employees
working long days without much rest. The call came
with the news while Robertson was en route from
one worlesite to another. He quickly changed direction
and went to the scene of the murders. Privately, Robert-
san reflected on how he had other people to lean on.
He experienced a sense of guilt, asking, “What could |
have done differently to save these lives?” Publicly,
Robertson stressed to bureau employees that the most
impartant assets for the bureau are “the people who work
for us.” He emphasized that the bureauis a “family,” a
fact that he fel: he was able to talk about more openly
than other agency directors because he had come up
through the ranks.

- The murders came guickly an the heels of ancther
tragic incident in which a street worker fell into a sink-
hole during the storms and died. His respense to this
incident was tc get out in front of any rumors that
might circulate about the death of the employee with
a full report about what had occurred. He gave all
employees—at all fovels of the organization—the free-
dom to seek counseling, take time off, or take any
other action necessary to heal, Coming from a street
worker’s background, Robertson actively discouraged
field crews from refusing counseling for fear of being
iabeled a “sissy.”
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Summary of interactions with Subordinates

Overall, in his interactions with subordinates, Robertson
seeks to lead by example and to develop strong, mu-
tually supportive relationships across all levels of the
organization, These relationships are defined by part-
nerships in which Robertson actively consults with his
subordinates, empathizes with them tc give opportu-
nities for reflection and healing, and informs them of
bureau policies without concern for rank. He empathizes
with employees as someone who came up through the
ranks and offers them opportunities to make their own
decisions for their own health and for the mission of
the bureau. Without this mutual respect, Robertson
believes that employees would have no incentive to
follow his leadership, thus limiting his ability to com-
municate to citizens that he is doing everything he can
given current resources to meet their expeciations. We
see similar cultivation of relationships across agencies
as well,

Interactions with Other Managers

Crises such as storms highlight the exemplary traits of
leaders that might ke overlooked in ctherwise normal
settings. The stories reported here with respect to sub-
ordinate interactions are set within the context of a cri-
sis situation, but Robertson’s behaviors and actions are
not restricted to crises. The importance of relationship
management for Robertson can also be seen in his in-
teractions with his general manager peers, Here again,
we ses behavior oriented toward partnership. In this ex-
ample, Robertson and his bureat: were delegated some
new responsibilities. It was hoped that the acceptance
of such new responsibility would allow the favor to be
returned at some future point if needed,

Partnering and Delegating Power across
Government Agencies

One example is the case of dealing with a servite prob-
lem that Robertson’s bureau could handle functionally
but that was under the jurisdiction of another depart-
ment, The same rains that had allowed Robertson’s
leadership qualities to shine in 2005 also allowed city
trees 10 grow at a faster rale than normal. Specifically,
older or heritage trees grew fastar than was typical, and
Department of Recreation and Parks employees had to
worlk fast to cut the limbs; however, some trees were

chopped in the wiong war. As they grew, the limbs
were weaker and threatened (o fall, causing possible
injury to person and property, Given this situation, a
request was made of Robertson by the general manager
of the Department of Recreation and Parks to provide
workers from his bureau to help trim the trees appro-
priately. Without hesitation, Robertson agreec,

Robertson reported the situation as involving a
choice. On one hand, he and the general manager
could wait for the city council to authorize funds to
petform the tree maintenance. Alternatively, he could
move forward without authorization, He chose the
fatter opticn and adopted a perspective that he feels all
city managers should adopt—citywide perspective that
is ot bound by departmental lines of jurisdiction, If the
two managers had waited for ¢ity counci! authoriza-
tion, clamage could have been done to person or prop-
erty from the falling limbs. By adopting a citywide
perspective and accepting responsibility for the qual-
ity of life of all aspects of the city, Robertson deman-
strated a manner of working collaboratively and across
boundaries.

Using Multiple Strategies
to Achieve Technical Efficiency

In addition to successfully managing relationships with
a diverse set of stakeholders, Robertson promotes tech-
nical efficiency. He uses the relationships he has ce-
veloped among elected officials and citizens to acquire
new resources in order to improve service delivery, For
instance, one technology that Robertson has success-
fully promoted is known as Cold In-Place Recycling,
which is estimated ic be 25 percent to 35 percent more
effective than conventional technologies. With this tech-
nology, road surfaces are reconstructed at a single time
with a single piece of equipment, which, Robertson
notes, is much less invasive in neighborhcaods.
Another example is the design-build process, in
which bureau engineers work in conjunction with
other workers to design and build a street project, with-
out depending on the longer design period required by
the Bureau of Engineering. By integrating both steps,
problems that emerge during the project building
process can be addressed on the spot by designers.
Despite earning viciorics with elected officials tc
acquire new technologies and attempt new processes,
Robertson recognizes that politics can interfere with
technical efficiency. For instance, he describes how
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the paving and maintenance of streets in the city’s
neighborhoods cannot be completely efficient when
decisicns about which streets get paved are made by
each of the 15 city council members rather than by
human experts or computer modeling, A more efficient
method would employ a grid system in which streets
in a well-defined grid are identified for maintenance
each fiscal year using an objective calculation system
that cehsiders road condition, road use, and other such
factors. Politics can rectify inefficiencies, however, and
Robertson urges neighborhood council leaders to select
contiguous streets for maintenance using their $100,000
allocation. In this way, he educates neighborhood
council leaders, acts honestly, and manipulaies them
to achieve the technical goals he sets for himself and
his bureau.

Lessons Learned

What emerged from our interviews with Robertson and
others who have worked with him as naighborhood
council board members, elected officials, general man-
ager peers, and subordinates is an image of a profes-
sional manager in the best sense who understands the
politics of adminisiering a very large city agency that
touches the lives of citizens daily. He never sacrifices
technical expertise for the sake of pacifying irate citizens
or politicians, and he pays attention to the ways in
which his power and knowledge can be put into the
service of the people of Los Angeles. He understands
that technical prowess alone will not serve the ends of
democratic governance, and so he sees the necessity of
building trust and ccllaboration with those he serves.
Robertson values partnership and knows that shar-
ing information in a nonpatronizing manner plays a
large part in achieving that goal. He exercises centrol
as the director of the Los Angeles Bureau of Sireet
Setvices but believes that contrel must be tempered. It
must be based on professional advice and information
but also must provide options and information to sup-
port citizen discretion. Consultation with citizens as
partners is important for the long-range good of the
department and the people of Los Angeles.
Robertson’s political side can also be seen in the
way he handles rules. In one interview, he opined that
although ruies are important, there are 100 many of
them. He maintains that an administrator in his position
mus: have the flexibility to get to the point of a policy
in any particular situation. He insists that he never

violates city policy, but he bends the rules if necessary
to get to the goal of the policy. He suggests that he “can
go political behind the scenes” if necessary but enly to
benefit the community, He is adamant about not deing
so just to make elected officials look good, nor o en-
rich his bureau’s coffers while ignoring the real needs
of neighkorhecds.

What about the legitimate uses of manipulation for
the sake of citizen empowerment? Can sucn a perspec-
tive be acceptable in democratic public administration?
Robertson explains that the manipulation of citizens is
more legitimate when it is used to open minds. He may
massage the emotions of an angry crowd in a commu-
nity meeting to get them to put aside tunnel vision, pre-
pare them to receive new information, or arrive at a
fresher point of view. Robertson may woo citizens to get
them to abandon a preconceived notion of the govern-
ment as the enemy in order to create a mere cellabora-
tive relationship. Robertson admits to engaging in this
kind of manipulation as a legitimate part of the politics
of administration. Is it? We think so, as leng as it can
stand the test of publicity. Full transparency about the
motivations for his actions must accompany his deci-
sions and behaviors, and we find this to be the case with
Robertson. To conclude, we offer the following lessons
for public administrators based on Wiitiam Rabertson’s
example:

1. Exemplary administrators pursue the interests of
their agency, as well as the people whom the
agency serves, by cultivaiing relaticnships with
different ciasses of stakeholders, including
citizens, elected officials, and administrator
colleagues.

2. Successful administrators are able to use multipte
political tools in the process of cultivating
relationships with stakeholders, including the art
of manipulation, placation, parinership, and other
forms of empowerment,

3. Respected administrators exercise thelr political
skills transparently and without bias,

4. Trusted administrators practice honesiy and
integrity while expecting the same from those
around them,

These are anly a few of the lessons that we feel read-
ers can identify in their own reading akout Robertson.
We hope our observations can be used as a starting
point to think more systematically about a normative
understanding of agministrative politics that is consis-
tent with democratic governance.
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Mote

1. As noted by cne of the peer reviewers of this ar-
ticle, one should reveal the flaws and weaknesses
of anyone who is presented as an exemplar, With-
cut showing “warts and all,” credibility suffers
because we are all painfully aware of the lack of
human perfection. We very much agree with this
point of view and aggressively attempted to draw
out this kind of material in our interviews. How-
ever, we uncovered little beyond some minor
complaints about favoring one part of his de-
partment over another. This may be one of the
methodological challenges of identifying living
administrators as exemplars,

I. What were the chief elements from John's Gaus’s administrative ecology that Robertson

B

drew on to tun the Los Angeles Bureau of Street Services? Explain why these elements
were critical to achieving his goals?

What was the role of stakeholders in supporting his work? Who were they? Which ones
were most influential? What strategies did he employ to gain their support? Can you
geueralize about the impact of such groups on administrative programs?

. Can you point out the key factors in the Arastein Circle of Participation that Robertson

employed as a public manager?

Compare Case Study 1, “The Blast in Centralia No. 5,” with this case. Conirast how
geographical distances in both cases influenced the admiristrative decisions that were
made or not made. Can you generalize about the difficulties of undertaking eftective
administrative actions as the distances between the administrator and “the clientele”
increase”?

. Can you generalize about the difficulties of initiating effcctive administrative actions as

public differences over program goals intensify? How did this case compare with Case
Study 2. “How Kristin Died,” particularly in terms of stakeholder support versus divided
support for the goals of administrative action?

After reviewing this case study, would you modity Gaus’s ideas about the nature of mod-
ern administrative ecology? In your view, for instance, does he adequately identify the




Cooper. 2004,
ghborhood Par-
2rn Callfornia.
Jun, and Alicia
“in Community
Is in Los Ange-

Universily of

wvers of this ar-
wnd weaknesses
axemplar, With-
adibility suffers
e of the lack of
agree with this
ampted to draw
terviews. How-
id some minor
part of his de-
+ be one of the
entifying living

srtson
ments

1ones
n you

2tson

t how
. were
2ctive
atele”

ons as
1 Case
vided

‘mod-
fy the

Suggestions for Further Reading 95

importance of ethnic, racial, or gender differences? Media influence? Fragmented
governmental oversight? Likewise, would you modify the Arnstein Model in any way?

If so, how?

Key Terms

administrative ecology
physical techinology
social technology

Suggestions for Further Reading

Gaus spent much of his life thinking about the ecol-
ogy of public administration; therefore you would do
well to begin by reading the entire bock from which
the reading in this chapter was reprinted, Reflections
on Public Administration (Tuscaloosa: University of
Alabama Press, 1947). For an excellent summary of
current literature in this field, see chapter 4 in Hal
Rainey, Understanding and Managing Public Orga-
nizations (San Francisco; Jossey-Bass, 1997). In recent
years comparative administrative scholars are perhaps
the ablest group carrying on Gaus's investigations in
this area: see Fred Riggs, The Ecology of Administra-
tion (New York: Asia Publishing House, 1967) and by
the same Author, *The Ecology and Context on Public
Administration: A Comparative Perspective,” Public
Administration Review, 40, (March/April 1980),
pp. 107-115. As well as Ferrel Heady, Public Adminis-
tration; A Comparative Perspective, 6thed. (New York:
Marcel Dekker, 20C1). For an insightful retrospective
on the comparative movement, read Ferrel Heady, One
Time Arcund (Albuquerque: School of Public Admin-
istration, University of New Mexico, 1999), For other
recent comparativist writings, see Jami! Jreisat, Com-
parative Public Administration and Policy (Boulder:
Westview, 2002), Jon Pierre and B. Guy Peters, eds.,
Handbook of Public Administration (Thousand Oaks,
Calif: Sage, 2604); B. Guy Peters, Governing, 2nd ed.
(Lawrence: University of Kansas Press, 2001); Don
Kettl, The Transformation of Governance (Baltimore,
Md.: Johns Hopkins University Press, 2002), and Ali
Farazmand, ed., Handbook af Comparative and De-
velopment Public Administration, 2nd ed. (New York:
DDekker, 2001).

general environment
wishes and ideas
catastrophe

Biographies and autcbiographies offer some of
the finest observations on the interplay between social
ferces and public administration, and the most out-
standing ones are Louis Brownlow, A Passion for
Anonymity (Chicago: University of Chicago Press,
1958). Robert Caro, The Power Broker: Robert
Moses and the Fall of New York City (New York:
Random House, 1974); Leroy F. Harlow, Without
Fear or Favor: Odyssey of a City Manager (Provo,
Utak: Brigham Young University Press, 1977);
Thomas K. McCraw, Prophets of Regulation
(Cambridge, Mass.: Harvard University Press, 1984);
David Stockman, The Triumph of Politics: The Inside
Story of the Reagan Revolution (New York: Harper
& Row, 1986); Bob Woodward, Maestro (New York:
Simon & Schuster, 2000); David Kessler, A Question
of Intent (Washington, D.C.: Public Affairs Press,
2001), Wesley K. Clark, Waging Modern War (Wash-
ington, D.C.: Public Affairs Press, 2001); Deborzah
Shapley, Promise and Power: The Life and Times of
Robert McNamara (Boston: Little, Brown, 1993,
Daniel Patrick Moynihan. Miles fo Go (Cambridge,
Mass.: Harvard University Press, 1997), as well as
several biographies in Jameson W. Doig and Erwin
C. Hargrove, eds., Leadership and Innovaiion (Bal-
timore, Md.: Johns Hopkins University Press, 1987)
and in Norma Riceucci, Unsung Heroes (Washington,
D.C.: Georgetown University Press, 1995), There are
several classic social science studies of this subject,
including Philip Selznick, TVA and the Grass Roots.
A Study of the Sociclogy of Formal Organization
{Berkeley: University of California Press, 1949);
Herbert Kaufman, The Forest Ranger-—~A Study in
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Administrative Behavior (Baltimore, Md.: Johns
Hopkins University Press, 1960}, Arthur Maass, The
Army Engineers and the Nation's Rivers (Cambridge,
Mass.: Harvard University Press. 1951); Milton D.
Mortis, rmigration: The Beleaguered Bitreautcracy
{Washington. D.C.: Brookings Institute, 1985):
Martha Derthick, /p in Snoke {Washington, D.C.:
CQ Press, 2002} and Paul Light, Ariful Work: The
Politics of Social Security Reform: (New York: Ran-
dom House, 1983). For an excelleat set of ingighttul
cases at the local level, read James H. Svara and as-
sociates, Fucilitative Leadership in Local Govern-
ment (San Francisco: Jossey-Bass, 1994); and James
M. Banovetz, ed., Managing Local Government.
Cases in Decision Making, 2nd ed. (Washington,
D.C.: ICMA, 1968).

You should not overlook the rich case studies
available through the Inter-University Case Program
{ICP) (P.O. Box 229, Syracuse, N.Y. 13210) as well
as the John F. Kennedy School of Government Case
Program (Kennedy School of Government, Case Pro-
gram. Harvard University, 79 JFK Street, Cambridge,
Mass. 02138), most of which explore and highlight
various dimensions of administrative ecology. The
first ICP case book, Harold Stein, ed., Public Admin-
istration and Policy Development: A Casebook (New
York: Harcourt Brace Jovanovich, 1952), containg an
especially goed introduction by Stein focusing on this
topic. Also, cases available through the Electronic
Hallway (hallialk @u. Washington.edu) are well worth
examining.

Three short but useful pteces that should be read
as well are Herbert G, Wilcox, “The Culture Trait of
Hierarchy in Middle Class Children,” Pubiic Admin-
istrarion Review (March/April 1968), pp. 222-32;
E. E. Emery and E. L. Trist, “The Causal Texture of
Crganizational Envitonments,” Human Refations, 18

(February 19653, pp. 21-32: and Augustus McGarity
11, “Administrative Bcology™ School Administrator,
64 (April 2007), pp. 40-43.

Of course, the maost profound ecological Umpact on
public administration in recent decades has come
from technological change, A useful overview of
these institutional effects can be found in Jane E,
Fountain, Building the Virtual State {(Washington,
D.C.: Brookings, 2001); Manue! Castells, The Rise
of the Network Society (Oxford: Blackwell, 19963
B H. A, Frissen, Politics. Governance, and Technol-
cgy (Northampton, Mass.: Edward Elgar, 1999); as
well as a fine case study, Barry Bozeman, Govern-
ment Management of Information Mega-Technology,
{Arlingten, VA.: PricewaterhouseCoopers Endow-
ment for the Business of Government, 2002).

Certainly must reading for comprehending the
whole cultural-social milieu within which American
public administration operates remains the two
volumes of Alexis de Tocgueville, Demaocracy in
America(New York: Vintage, 1943). or for that mat-
ter, several of the other historical treatments of the
American Experience: James Bryce, The American
Commonwealth, 2 volumes (New York: Macmillan,
1888); Richard Hoefstadter, The American Political
Tradition (New York: Vintage Books, 1948); Michael
Kammen, People of Paradox {New York: Vintage
Books, 1972); Henry Steele Commanger, The Empire
of Reason (New York: Doubleday, 1977); and Samuel
P. Huntingtor. American Politics: The Promise of
Disharmony (Cambridge, Mass,: Harvard University
Press, 1981), as well as his The Clash of Civilizations
cnd the Remaking of World Order (New York: Simon
& Schusier, 1996},

For a theoretical look at why culture matters, read
Tawrence B, Harrison and Samucl P. Huntington, eds.,
Culture Matters {New York: Basic Books, 2000).




