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Case ANALys|s: Pay In PuBLIc ORGANIZATIONS

This case considers the role that Culture might play in the implementation of structural reforms that link
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Pay as a Public Service Bargain
Christopher Hood's description of Public service bargains, or “reciprocal exchan
public servants and other actors in 3 political system”66 s ralated to Akerlof ‘s gj

Hood argues that public sector reforms often involve essential changes in the

bargain. Various Provisions of the merit systems at federal, state, and local levels
terized the public service bargain fo

ge relationships between
ft exchange idea.
nature of a public service
have traditionally charac-

of formal blame for operational failures.67

In other words, the public service bargain for these reforms involves

® policymakers giving up on assigning impossible
when these jobs are not done well;

* policymakers also giving up the practice of controlling executive agencies by controlling what they
do or what they spend rather than what they accomplish;: and

* public employees agreeing to devote their Creative efforts
highest outputs achievable with the resources appropriated to them.

jobs to agencies and then holding them responsible

Is Performance Pay Reform Worth the Price?
Viewed through the lens of ei

inds of reforms may stamp out
benefits from public service motivation in two ways:

Two examples of the clashes between contract incentiv

es and frontline work motivations can be found
in the job training and welfare-to-work literatures:

(Cont/'nued)
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rmance management and incentives, Carolyn Heinrich and Gerald

o In their retrospective of perfo
from the Job Training Partnership Act (JTPA) sites:

Marshke describe research findings

__the hiring of caseworkers in Corpus Christi, Texas, who exhibited strong preferences for
serving the disadvantaged, in line with a stated goal of JTPA to help those most in need,
likely lowered service costs (i.e., wage costs) in Corpus Christi. Alternatively, an emphasis
on client labor market outcomes in a Chicago area agency that was exceptional in its atten-
tion to and concern for meeting the federal performance standards appeared to temper

these public-service motivations . . . .

ectations strongly reinforced by administrators and in performance-
lient intake and service assignment decisions were more
eting performance targets and less
vices (the other basic goal of

With performance exp
based contracts, caseworkers’ ¢
likely to be made with attention to their effects on me
<o with concern for who would benefit most from the ser

the JTPA legislation).®?

e The implementation of contract incentives in a for-profit welfare-to-work office was analyzed by

Janice Johnson Dias and Steven Maynard-Moody:

To achieve low-cost rapid job placement, management sought to curtail staff attention to cli-
ents’ needs, but those efforts were never fully successful. Staff continually revolted, and this led
to a chaotic and hostile environment, not efficiency. This clash between cost-cutting managers
and service-oriented street-level worker was predictable, almost inevitable. Frontline staff were
hired for their devotion to client-centered service—they were social workers by either training
and/or orientation—yet at WorkOpts they were being asked to forgo their training and ethics
for an economic model that they maintain did not benefit them or their clients.”®

It remains to be seen whether public service values as a motivating factor influence the successful
implementation of performance pay systems (including the response of employees to the specific
incentives that are introduced, such as tying promotions and pay raises to student test scores). It also
remains to be seen whether the organizational cultures of different public organizations can accom=
modate and adapt to the changing public service bargains and gift exchanges represented by pay for

performance.

Discussion Questions

Chapter 5 included an excerpt from a 2014 Florida
state’s public schools. Similar reforms have been im

law that instituted teacher pay for performance in the
plemented or discussed in other jurisdictions.

1. What are the possible values and motives of individuals who choose 1o become K-12 public school

teachers?

2 What kinds of professional training do K-12 public school teachers receive?

3. What role do teachers' unions play in in the determination of how and what teachers are paid?
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4. Consider the concepts of gift exchange and the public service bargain in traditional teacher
compensation systems with their emphasis on credentials and seniority.

a. How would you characterize the way these concepts might be reflected in traditional systems of
teacher pay?

b. How would you characterize how these concepts might be reflected in o1 incorporated into pay-
for-performance systeimns?

5. When pay-for-performance systems are implemented for K-12 teachers:

a. do you anticipate selection effects or incentive effects like those described by Donald Moynihan?
Locate empirical evidence from research that can inform your analysis.

b. do you anticipate responses analogous to those described in the case in job training and welfare-
to-work offices? Or, based on your analyses of the previous questions, do you anticipate different
responses? Locate empirical evidence from research that can inform your analysis.

NOTES

I

0.

11.

12

13.

14.
15.

16.
17.
18.

About Larly Head Start! Ty Tlead Start Natonal Resouree Center, Tast updated September 30, 2014, hitps://ectke ohs.acl
Dhs govhstott svstem ehanre about chs,

130152 Human resources management” Head Start, accessed May 70 2015, httpy/,cclke.ohs.acthhs.go hsle/standards
happs/ 1300 130527 200 Tuman s 20resourcests 20management _htm. ‘

“Sll}‘p()l ting Gur \()llngt’\l Children: |‘.l|'|) Head Start l‘mgmmx m 2010, CLASP March 2012, h[tp;/’/\\'\\'\\:L‘In_sp_(yrglrusnur(cs .md-plll)lh.\(inn\
publication EHS Trend-Analvsis Final.pdi

Ibid.

“Home based Program Option, - Larly Head Start: National Research Center, Tast updated March 31, 2015, hitpar/eclke.ohs.adl
Hhsgovihslena systemfehsnre/poirhome based home himl

“Head Startand Farly Head Start Relationship based Competencies (or Staff and Supervisors Who Work with Families,” The National
Center on Parent. Famuly, and Community Engagement. june 6, 2012, httpa/seclke.ohs.acthhs.gov/hsle/tta systemitamly/foundationss
ohs rhepdt, 3

Ibid. 5, 13.

Woodrow Wilson. The Stady of Administration, Political Science Quarterly 2 (1887): 216,

John Didkinson, Admiuistrative Justice and the Supremacy of Taw in ihe United States (New York, NY: Russell and Russell, 1927, 2177,
John M. Gaus. “The Respansibility of Public Administration,” in The Fronticrs of Public Admmistration, ¢d. John M Gaus, Leonard D,
White, and Marshall . Dimock (Chicago, 1L: University of Chicago Press, 1936), 20- -4, 10; Anthony M. Bertelli and Faurence . 1ynn
Ir.. Mudisons Managers: Public Administration and the Constitution (Balumore, MD: Johns Hopkins University Press, 2000).
Bertellvand Tynn. Madisons Managers,

Herman Fer, "Admunistrative Responsibility in Democratic Government.” Public Adminstration Review 1. (1910): 336

Carl ]. Friedrich, “Public Policy and the Nature of Administrative Responsibility.” in Public Policy: A Yearbook of the Graduate School of
Public Administration, Harvard University, 1940, ¢d. Carl Friedrich and Edward Mason (Cambridge, MA: Harvard University Press,
19-40), 3 2L

John A Rohr, Jo R a Constitution: The Legitimacy of the Admizistrative Staie (Lawrence: University Press of Kansas, 1986), 181

Robert B. Denhardt, The Pursuit of Significance: Strategics for Managerial Success in Public Organizations (Belmont, €\
Wadsworth, [993), 20.

H. George Frederickson, The Spirit of Public Administration (San Francisco, CA: Jossey-Bass, 1997), 229,

Christopher Pollite, e Essential Public Manager (Maidenhead, UR: Open University Press, 2003), 133,

“Mission & Responsibilities,” United States Office of Government Ethics, aceess date January 7. 2015, http:/Awwwoge.gov About/ Mission
and-ResponsibilitiessMission - Responsibilitics.




