SPECIAL REPORT
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Now is the time to rebuild the federal public service.

he terrorist attacks on
New York and Wash-
ington on Sept. 11 re-
minded the nation just
how important the
federal public service
is in times of crisis. The
night after the attacks, President Bush said,
“the functions of our government con-
tinue without interruption. Federal agen-
cies in Washington . . . will be open for
business tomorrow.”

In the days and weeks following the
attacks, it became clear that not only would
government be open, it would take on a
greatly expanded role. Almost immedi-
ately, Congress and the Bush administra-
tion agreed on a $40 billion spending
package to fund recovery efforts and beef
up the defense, intelligence and security
agencies. The major airlines called for the
federal government to take over security
at the nation’s airports. The Bush admin-
istration created a Cabinet-level Office of
Homeland Security and members of Con-
gress began pushing for it to become a full

ABOUT THE SURVEY

This report is based on a nationwide, repre-
sentative telephone survey of 1,051 federal
government workers and 500 private sector
employees, conducted under the direction of
Princeton Survey Research Associates (PSRA)
and led by PSRA Vice President Mary MclIntosh.
Interviewing was conducted between Feb. 7
and June 1, 2001. The interviews averaged
20 minutes in length, and interviewers made
up to 20 calls to each sampled respondent to
attempt to complete an interview.

PSRA interviewed federal workers across the
workforce: 177 Senior Executive Service (SES)
members; 107 Presidential Management In-
terns (PMls); 213 General Schedule managers
and supervisors; and 554 GS employees. Most
of the PMIs came from the classes of 1997,
1998 and 1999. Likewise, PSRA interviewed

Cabinet department with a hefty budget
and wide responsibilities. Commentators
across the political spectrum acknowl-
edged that the United States was entering
a long-term crisis in which the size and
capacity of the federal establishment
needed to grow.

In order to serve the nation during times
of crisis or calm, a healthy public service
must pass five tests: It should be motivated
by the public good, recruited from the top
of the labor market, given
the tools to sustain high
performance, be rewarded
for a job well done and be trusted by the
people it serves. By these measures, the
federal public service is at risk.

The challenges facing the public ser-
vice are evident in a first-of-its-kind tele-
phone survey of 1,051 federal employees
contacted at home by Princeton Survey
Research Associates on behalf of the
Brookings Institution’s Center for Pub-
lic Service, which the author directs.
Given a rare chance to talk candidly about
their work without a supervisor looking

247 private business managers and supervisors
and 253 private rank-and-file employees. The
total federal government and private business
samples were weighted to reflect the actual
proportion of managers and nonmanagers in
each sector.

For results based on the total sample of
federal workers the margin of error is +3 per-
cent. The margin of error for federal worker
subsamples is 9 percent for PMIs; =7 percent
for the SES; +7 percent for GS managers; and
+4 percent for GS employees. For results
based on the total sample of for-profit busi-
ness workers, the margin of error is =4 percent.
Sampling errors, variations in how questions
are asked and practical difficulties in con-
ducting a survey by telephone can all introduce
error or bias into the findings.

By Paul C. Light

over their shoulders, these federal em-
ployees describe a civil service with both
strengths and vulnerabilities.

The survey clearly shows that the fed-
eral workforce has a core of deeply com-
mitted employees who serve the public
with pride:

} The vast majority of federal employees
are proud to tell their families and friends
that they work for the federal govern-
ment, describe their organizations as be-
ing trusted and are
largely satisfied with the
public respect for the
type of work they are doing.

)} Half of federal employees say their or-
ganizations are very good at helping peo-
ple, and substantial majorities say their
organizations are either very or somewhat
good at running their programs and de-
livering services, being fair in their deci-
sions and spending money wisely.

} The majority of federal employees say
they are given a chance to do the things
they do best, can describe how their job
contributes to their organization’s mission
and believe they are personally con-
tributing a great deal to that mission.

) Substantial majorities of federal
employees say the people they work with
are open to new ideas, willing to help
other employees learn new skills and con-
cerned about helping achieve their or-
ganization’s mission.

Unfortunately, these positive views are
tainted by persistent perceptions that the
federal government does not give its em-
ployees the tools to do their jobs well:

)} Substantial minorities say their organi-
zations do not have enough access to in-
formation, technological equipment and
training, and a majority believe their or-
ganizations do not have enough employ-
ees to do their jobs well.

) Four out of 10 federal employees rate the
morale in their agencies as somewhat or
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very low. Almost half say that their job
performance has little or no bearing on
their chances for promotion.

) Three out of five federal employees de-
scribe the hiring process in their organi-
zations as confusing, four out of five call
it slow and a quarter say it is not fair.
One-third of employees also complain
that their organizations do not do a good
job of either attracting or retaining tal-
ented employees.

)} One-third of federal employees say they
are dissatisfied with the opportunities for
advancement, not because they do not
have the skills or credentials needed for

promotion, but either because they see lit-
tle room at the top for career civil ser-
vants or because they believe the system for
advancement is not fair.
)} Federal employees say a quarter of their
peers are not performing their jobs well.
One-fifth of federal employees blame that
poor performance on a lack of training,
nearly one-third say that the poor per-
formers are not qualified for their jobs,
and almost two in five say their organiza-
tions are not asking enough of employees.
Federal employees also blame Congress
and the President for much of what ails the
government. Two out of five say the Pres-

ident generally acts in ways that worsen the
management of their organization, and three
out of five say the same of Congress. Em-
ployees also have little good to say about the
Clinton administration’s reinventing gov-
ernment effort. Nearly one-half of those
who say their organizations have been rein-
vented in the past five years said the changes
made their jobs more difficult to perform.

Despite these frustrations, the federal
workforce fares pretty well in comparison
with the private sector. The matched sam-
ple of private employees also interviewed
for this report were more likely than the
federal employees to have joined their or-
ganizations for the pay and security, and
more likely to come to work each day for
the salary, not the nature of the work or a
desire to serve the public good.

The private sector gives its employees
three distinct advantages over govern-
ment employees in doing their jobs, how-
ever. First, workers in private firms are
more likely than federal employees to
view their senior leaders and mid-level
managers as competent. Second, private
employees are more likely to say their or-
ganizations have the resources and the
employees to do their jobs well. And
third, private employees believe their or-
ganizations are better at hiring, retaining
and promoting talented employees and
disciplining poor performers.

Opverall, the survey suggests that the
federal government has a much better
workforce than it deserves. It does too
little both to support its best employees
and to discipline its poor performers. It
spends too much time experimenting with
the latest management fads and too little
providing the information, technology,
training and staff needed to achieve the
government’s mission. In short, it asks too
many of its employees to do the nearly im-
possible day after day.

WHY THEY JOINED
The first and perhaps most important
characteristic of a healthy public service
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is that its members are motivated first and
foremost by the public good. To the ex-
tent the federal government builds a hir-
ing and promotion process that rewards
longevity over performance, however, it
will tend to attract employees whose first
concern is job security.

day?” 32 percent of survey respondents say
they are motivated solely by the pay and
compensation, 30 percent by the nature of
the work, 15 percent by the work ethic, 5
percent by the common good, 3 percent
by the chance to be with co-workers and
friends and 17 percent by a combination

A CALL TO JOB SECURITY
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That appears to be the case among many
federal employees. When asked why they
took their first job in government, federal
employees focus largely on security. Given
pairs of possible explanations to consider, 59
percent say a secure paycheck was a more
important reason for joining government
than doing something worthwhile, 65 per-
cent say job security was more important
than helping the public and 66 percent say
job security was more important than pride
in the organization they joined.

Not all employees say they came to gov-
ernment for security, however. Of the four
major groups covered in the survey—
members of the Senior Executive Service,
General Schedule managers, General
Schedule employees and Presidential Man-
agement Interns—SESers and PMIs are
much more likely to say helping the pub-
lic, the opportunity to make a difference,
doing something worthwhile and pride in
their organizations were the reasons for
taking their first jobs in government.

WHY THEY STAY

Having entered government for different
reasons, the four groups have very differ-
ent motivations for staying put. When
asked, “Why do you come to work every

of some or all of the above.

When separated into the four groups,
however, the SESers and PMIs are much
more likely than GS managers and em-
ployees to be motivated by the chance to
accomplish something worthwhile, by pride
in their organizations and by the common
good and are much less likely to focus on
pay and compensation. Forty-four percent
of GS employees and 25 percent of GS
managers say they come to work every day
either solely or partly for the pay and com-
pensation, compared with 20 percent of
PMIs and just 13 percent of SESers. Con-
versely, 36 percent of PMIs and 20 percent
of SESers come to work either solely or
partly for the common good, compared
with just 9 percent of GS employees and 17
percent of GS managers.

The PMIs emerge as the most idealis-
tic group of employees in the federal work-
force, in part because they are nominated
for the prestigious program based on their
commitment to public service. GS em-
ployees emerge as the group most con-
cerned about job security, in part because
they are the lowest-paid workers in the
sample. It is easier to care about the com-
mon good when you are fresh out of grad-
uate school than when you work in the

lower-paying jobs or the ones constantly
targeted for outsourcing and downsizing.

Once again, it is important to note that
federal employees are less security conscious
in their daily work than private employees.
Private employees are almost half again as
likely to say they come to work for the
compensation than federal
employees, and less likely
to focus on the nature of
the job and the work ethic.

MISSION
MOTIVATION
Whatever their primary
motivation for coming to
work each day, the key
question for a healthy
public service is whether
employees care about
their organizations’ mis-
sions. On the one hand,
63 percent of federal em-
ployees as a whole say they can very eas-
ily describe how their jobs contribute to
their organizations’ missions, and 55 per-
cent believe they personally contribute a
great deal to helping accomplish their or-
ganizations’ missions.

On the other hand, significant gaps ex-
ist between the four groups. Eighty-four
percent of SESers, 78 percent of GS man-
agers and 72 percent of PMIs say they
know how their jobs contribute to their
organizations’ missions, compared with 61
percent of GS employees. In turn, 71 per-
cent of SESers and 66 percent of GS man-
agers say they contribute a great deal to
accomplishing those missions, compared
with 54 percent of GS employees and, sur-
prisingly, only 37 percent of PMIs. They
may come to work in the morning to
make a difference for their country, but
PMIs appear to leave at the end of the day
frustrated by their inability to do so.

These divisions among the various lev-

els of government occur throughout the
survey:
) Only 32 percent of GS employees and
PMIs say they have a lot of say over what
happens in their jobs, compared with 63
percent of GS managers and 81 percent
of SESers.



) When asked whether their organizations
encourage employees to take risks or try
new ways of doing their work, 43 percent
of GS employees and 51 percent of PMIs
answer not much or not at all, compared
with 26 percent of GS managers and 20
percent of SESers.

} When asked whether their co-
workers are open to new ideas,
19 percent of GS employees and
21 percent of PMIs say not much
or not at all, compared with 9
percent of GS managers and 3
percent of SESers.

) Nearly one-quarter of GS em-
ployees and PMlIs strongly or
somewhat agree that their work
is boring, compared with one-
tenth of GS managers and about
one-twentieth of SESers. GS
employees are twice as likely as
GS managers and three times as
likely as SESers to describe their
jobs as dead-end positions with
no future.

Simply put, many lower-level
federal employees do not feel
they could contribute to their
organization’s mission even if
they wanted to. While 60 percent of GS
employees say their jobs allow them to
make a lot of decisions on their own, only
32 percent say they have a lot of say over
what happens in their jobs. In contrast, 88
percent of SESers say their jobs allow them
to make a lot of decisions, while 81 per-
cent say they have a lot of say over what
happens in their jobs. Despite the rhetoric
about empowerment of employees in the
reinventing government and total quality
management reforms of the Clinton ad-
ministration and the first Bush adminis-
tration, many lower-level employees do
not believe they have the full authority to
do their jobs.

'SHOW ME THE WORK'

The survey results suggest a simple path to-
ward making entry-level federal jobs more
attractive to the nation’s most talented cit-
izens: Focus on the mission, not the secu-
rity. Despite their clear commitment to
making a difference when they joined gov-

ernment, the PMIs interviewed believe
they are not contributing in tangible ways
to the mission of their organizations. Far
too many are bored by their work and be-
lieve that they are not given a chance to
do the things they do best. These findings
help explain why retention rates among re-
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the most satisfied in all categories, and GS
managers fall in between the other groups.
All four groups, though, see significant
morale problems in government. Over-
all, 41 percent of those surveyed say the
morale of the people they work with is ei-
ther somewhat or very low.

Statistically speaking, it is im-
possible to determine what is
causing the low morale. It could
be the product of the constant
reinvention, sporadic hiring, pay
freezes and pressure to contract
out more and more civil service
jobs. It also could be the prod-
uct of the Bush administration’s
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cent PMIs are falling. According to a re-
cent Merit Systems Protection Board study,
69 percent of PMIs recruited from 1982
to 1989 were still in government after
three years, compared with 59 percent of
the PMIs recruited from 1990 to 1994. If
the trends hold, less than half of the PMIs
who entered government in the fall of
2001 will still be there in 2006.

Just 36 percent of PMIs believe their
jobs allow them to make a lot of decisions
on their own, and even fewer (32 percent)
say they have a lot of say over what hap-
pens in their jobs. That’s not the kind of
frustration that higher pay, student loan
forgiveness and better job advertisements
will solve. They are not saying “show me
the money,” but “show me the work.”

Given these patterns, it should not be
surprising that the four groups surveyed
have different levels of job satisfaction. GS
employees are the least satisfied with their
jobs overall. PMIs are the least satisfied
with their pay and benefits. SESers are
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proposal this year to give federal
civilians a smaller pay raise than
military personnel would get,
thus breaking with the long tra-
dition of pay parity between the
two workforces. But whatever
the reason, there is no question
that a substantial number of fed-
eral employees believe their col-
leagues are wearing out.

THE TALENT WAR
The second characteristic of a
healthy public service is that it aims for
the top of the labor market when it hires
new employees, not just for the top of the
pool that happens to be available. A healthy
public service recruits aggressively, pays
competitively and provides the kind of
work that talented Americans want.
While all segments of the public ser-
vice—federal, state and local—mneed to
promote themselves better, the federal ser-
vice has the biggest mountain to climb.
) Asked which careers offer the greatest po-
tential for their children and students, only
11 percent of parents and 24 percent of
high school teachers interviewed for a
Harris Poll in June 2000 said government
was the place to go. Fifty percent of the
parents and 75 percent of the teachers put
high-tech careers at the top, followed by
education, health care, finance, law, enter-
tainment, retail, construction, manufactur-
ing, social services and agriculture.
) Only 41 percent of 2,600 14- to 29-year-
olds interviewed by Princeton Survey Re-



search Associates in 1998 said that govern-
ment is a good place to start their careers.
Of those who did, local government was the
destination of choice by a margin of more
than 2-to-1 over the federal government.
) The federal government is running dead
last as the destination of choice for gradu-
ates of the nation’s top public policy and ad-
ministration graduate schools. Three-fourths
of the classes of 1973 and 1974 went to
government for their first jobs, compared
with just 49 percent of the class of 1993—
and the federal government lagged behind
the state and local sectors within the gov-
ernment category. Equally troubling, five
years into their first jobs, students from the
classes of 1973 and 1974 were much more
likely to still be in government than were
students from the class of 1993.

Unfortunately for government, today’s
labor market rewards rapid advancement
and the acquisition of skills and challeng-
ing work, not loyalty or endurance. Yet
nearly a third of federal employees are not
satisfied with opportunities for advance-
ment, and one-fifth feel the same about the
opportunity to develop new skills.

The federal government has one advan-
tage over the private sector, however. It has
a distinguished record of endeavor and
can claim great success in a host of areas

GIVING THEIR ALL
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that call young Americans to service today.
To the extent that talented citizens are
motivated not only by the opportunity to
join in the fight against terrorism but to
tackle other tough, important problems
such as protecting the environment, en-
suring civil rights, providing health care
to the elderly, promoting international
trade and reducing disease, the federal gov-
ernment is the place to be. (Go to
www.brookings.edu/endeavors for a list

SOMEWHAT SATISFIED
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of the federal government’s greatest
achievements of the past 50 years.)

The problem is that federal agencies do
little, if anything, to advertise the rewards
of public service. The Council for Excel-
lence in Government reports that stereo-
types of government employees as idiots
have ebbed recently with the exit of bum-
bling sitcom characters, such as the sneaky
postal worker Newman on NBC’s “Sein-
feld,” and the arrival of competent gov-
ernment officials on new programs, such
as NBC’s “The West Wing.” But only the
armed services have sustained advertising
campaigns that celebrate the benefits of
public service.

The federal government is particularly
inept in advertising its jobs. A surprisingly
large number of openings are never posted
publicly. According to a 1999 study by
the Office of Personnel Management, as
many as one-third of all job openings are
not publicly announced, let alone posted
on the agency’s USAJOBS Web site
(www.usajobs.opm.gov). And when jobs
are posted, agencies often use advertise-
ments that are nearly unintelligible.

Once government finds a willing re-
cruit, it is also notoriously slow in hiring
him or her. Asked to choose among ad-
jectives that describe the hiring process, the
vast majority of federal employees say the
process is both confusing and slow. By
comparison, private employees say their
hiring systems are faster, simpler and fairer.
So much for the notion that slowness is
somehow integral to fairness.

STANDING STILL

The federal hiring process has created a
slight but undeniable long-term decline in
the overall quality of the federal workforce.
Opverall, 31 percent of federal employees say
the quality of the senior people in their or-
ganizations has declined over the past few
years. Forty-two percent say it has stayed the
same and 24 percent say it has increased. The
perceived erosion continues throughout the
hierarchy, where 22 percent say the quality
of middle level managers has decreased, 52
percent say it has stayed the same and 24 per-
cent say it has increased. (It is important to
note that federal employees  Contined on page 42



FEDERAL VS. PRIVATE:
Whose workforce is better?

o find out how the federal work-
Tforce really stacks up against the
private sector, Princeton Survey
Research Associates polled both groups

earlier this year. So who better? It depends
on what you’re measuring.

WHY DO YOU COME TO WORK?

Uncle Sam clearly has the more moti-
vated workforce. A little more than 30 per-
cent of federal employees say their main
motivation in coming to work every day is
to pick up a paycheck, but almost half of pri-
vate employees say money is the motivat-

ing factor. Private sector workers are less
happy with their work, salary and benefits
than their federal counterparts, and they
don’t think they have as much opportu-
nity to accomplish something worthwhile.

On the other hand, private sector em-
ployees have better things to say about
their organizations” hiring systems, calling
them fast, simple and fair. Government

HOW SATISFIED ARE YOU?
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employees describe the federal hiring
process as slow, confusing and unjust.
Private sector employees clearly have a
higher opinion of their senior leaders than
federal employees do. And while federal
and private sector employees are equally
satisfied with their opportunities to ad-
vance and develop new skills, private sec-
tor workers consistently report a higher

DO YOU GET THE RESOURCES

level of support from their organizations.
Both federal workers and those in the
private sector have survived their share of
management reform efforts in recent
years. But private sector employees say
they have been “reformed” less fre-
quently—and that the efforts have had a
much more positive impact.
Surprisingly, federal and private sector

Taning  Infornaten Techrologizal  Ereugh
equipment empioyees

employees estimate almost identical num-
bers of poor performers in their midst—
roughly 25 percent. But private sector
employees are far less likely than federal
employees to say that their employers don’t
ask enough of poor performers. And they
are much more likely to say their organi-
zations do a good job of disciplining those
who don’t measure up.

HAVE REFORM EFFORTS

WORKED?

HOW IS YOUR DISCIPLINARY SYSTEM?




Continued from page 36 were not asked about
political and career leaders as separate groups
because the survey was designed for use
across the public and private sectors.)
Although private employees say there
have been similar declines in the quality of
their workforces, especially at lower levels,

the private sector is not facing the huge re-

anger at the polls, including that of the
growing ranks of federal retirees who will
be calling Social Security offices and get-
ting busy signals.

LACK OF SUPPORT
The third characteristic of a healthy pub-
lic service is that it has the tools and re-

WORTH STAYING FOR
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tirement wave that now confronts the fed-
eral government. The Congressional Budget
Office reports that three-quarters of the fed-
eral workforce is older than 40, compared
with just half of all employed workers in the
United States. One-third of all federal em-
ployees will be eligible for retirement by
2005, with even heavier concentrations in
high-impact agencies such as the Social Se-
curity Administration, where ordinary at-
trition and retirement will create vacancies
in well over half of the front-line jobs upon
which America’s retirees depend.
Congress has ample incentive to ad-
dress the retirement crisis. If there is one
truth in American politics, it is that front-
line service matters to congressional for-
tunes. To the extent Congress and the
President temporize about the problems
in recruiting and retaining a talented work-
force, they will likely feel the sting of voter
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sources to sustain and achieve high
performance. Highly motivated, talented
employees can succeed for only so long
without organizational support, nor will
they stay long in organizations that refuse
to provide the tools, technologies, train-
ing and structures that allow them to
grow. Unfortunately, by almost every in-
dicator, the federal government does not
give its 1.8 million civil servants the re-
sources to do their jobs well. Far too
many federal employees succeed in spite
of their organizations.

Although most federal employees are
either very satisfied (36 percent) or some-
what satisfied (42 percent) with the op-
portunities they get to develop new skills,
40 percent say the organizations in which
they work only sometimes or rarely pro-
vide access to the training they need to do
their jobs well. Once again, PMIs were

the harshest toward their organizations,
with just 10 percent saying that their or-
ganizations always provide needed training.

Federal organizations do much better on
providing access to information and basic
technological equipment. Three-quarters
of federal employees say their organizations
always or often provide the information
needed to do their jobs well, and 70 per-
cent say the same about technology. If there
is a digital divide between the top and bot-
tom of government, these employees do
not see it: 70 percent of GS employees, 71
percent of SESers and 72 percent of GS
managers say their organizations always or
often provide the technological equipment
to do their jobs well. Only the PMIs offer
complaints, in part because their assign-
ments sometimes involve rotations from of-
fice to office—which may leave them with
more limited access to effective technol-
ogy—and in part because they may have
higher standards for the kinds of technol-
ogy necessary to do their jobs.

But staffing is where federal employees
find the greatest fault with their organiza-
tions—and no wonder. The federal gov-
ernment has spent the last 15 years trying
to cut its civilian workforce, and President
Bush began his administration by imple-
menting the 36th hiring freeze of the past
half century. Although these hiring re-
strictions were later lifted, the administra-
tion has dedicated itself to putting tens of
thousands of federal jobs up for competi-
tion with the private sector.

There are many good reasons to out-
source federal work, not the least of which
are the faster, leaner hiring systems in the pri-
vate sector that allow agencies to procure
needed talent immediately. Nevertheless,
research on the true size of government
suggests that the number of service con-
tractors has grown by roughly 500,000 jobs
to 4 million over the past 15 years, even as
the federal civilian workforce has declined
by more than 400,000, to 1.8 million. It is
not clear whether these numbers reflect a
job-for-job switch, in part because the ex-
ecutive branch has never been asked to track
the movement. What is clear is that many
federal employees now work side by side
with contract employees who are doing
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jobs once performed by civil servants.

What is also clear is that federal employ-
ees do not believe their organizations have
enough employees to do their jobs well.
Opverall, only 15 percent of those surveyed
say their organizations always have enough
employees, 25 percent say often, 34 percent
say sometimes and 25 percent say rarely.
The complaints cut across the four em-
ployee groups, with PMIs only slightly more
likely than their colleagues to perceive a
staffing problem in their organizations.

Complaints about resources are not
unique to the federal workforce. Private
employees also complain about access to
information, technology, training and
under-staffing. But they are consistently less
likely to complain than federal employees
are, particularly about staffing. Whereas 59
percent of federal employees say their or-
ganizations sometimes or rarely have
enough employees to do their jobs well,
only 41 percent of private employees agree.
This finding may help explain why private
employees are more likely than federal
employees to see their senior leadership
as both competent and improving.

It may also explain why federal em-
ployees have little good to say about Con-
gress or the President. Sixty percent of
federal civil servants say Congress generally
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acts in ways that worsen the management
of their organizations, and 41 percent say
the same of the President.

On the whole, 94 percent of federal em-
ployees believe they are able to accomplish
something worthwhile at work, compared
with 88 percent of private employees. But
only 25 percent of federal employees say
they trust their organizations to do the right
thing just about always, compared with 35
percent of private employees.

RATING REFORMS
Achieving and sustaining high performance
requires an organizational structure that
allows innovations to move easily upward
and that calls for accountability for what
goes right and wrong to be placed on the
right levels and employees. Accountabil-
ity is nearly impossible, however, in orga-
nizations that 40 percent of federal
employees describe as having too many
layers—a percentage nearly twice as high
as that of private sector respondents.

Accountability is also nearly impossible
in organizations that are constantly re-
forming themselves to keep up with the
latest management fads. Just as too little re-
form can breed complacency, too much can
create turmoil and uncertainty.

Federal employees believe the reinvent-

ing government efforts of the last five years
have failed. Of the 73 percent who report
that their organizations have been reformed
or reinvented in the last five years, 49 per-
cent say that the changes have made their
jobs either somewhat or a lot more difficult.
The most damage was at the lower levels of
government, where 50 percent of GS em-
ployees say reinvention made their jobs
more difficult, while the greatest returns
came at the higher levels, where 60 percent
of SESers report easier jobs in the wake of
reinvention. So much for reinvention’s
promise of empowerment and efficiency
on the front lines of government.

When asked more specifically about the
major areas of reform that have dominated
the federal arena over the past decade, SESers
and high-level employees with at least 10
years of experience give low marks to sev-
eral key reinvention initiatives. Just 39 per-
cent, for example, say the effort to measure
government results has been very or some-
what successful, and only 43 percent give
positive ratings to attempts by agencies to
reduce their internal rules. Fifty percent
say the movement to improve financial
management has shown success, and a lit-
tle more than half say the same about
streamlining procurement regulations.

Efforts not directly tied to reinventing
government scored higher. Nearly 90 per-
cent of high-ranking officials say the gov-
ernment’s effort to improve information
technology has been very or somewhat
successful, and 67 percent say attempts to
reduce fraud, waste and abuse in federal
programs have achieved success.

REJECTING

REINVENTION




How Senior Executive Service members and managers at
the GS 13-15 levels with at least 10 years of experience

rate recent government reform efforts:

somewhat successful or not
successful at all

Very or
successful
Improve information technology 88%
Reduce fraud, waste and abuse 67%
Streamline procurement 54%
Improve financial management 50%
Reduce internal rules 43%
Measure government results 39%

The unenviable track record of rein-
venting government may help explain two
seemingly contradictory findings from the
survey. As already noted, federal employ-
ees do not believe their organizations en-
courage them to take risks. Nor do they
believe that the word “innovative” de-
scribes their organizations very well. But,
the vast majority of employees also be-
lieve that their fellow workers are willing
to help other employees learn new skills,
and say the people they work with are
generally open to new ideas.

These findings suggest that the Bush ad-
ministration’s effort to reduce the layers of
federal management may produce impor-
tant gains in performance. But the effort
thus far has two problems. First, it relies
on the same easily manipulated manager-
to-employee ratio that undermined paral-
lel efforts by both the Reagan and Clinton
administrations. Second, it has yet to include
the political layers of the hierarchy, which
account for between 25 and 40 percent of
the layers across the government organiza-
tion chart. Although Office of Manage-
ment and Budget Director Mitch Daniels
said in July that political layers would not
be excluded from the review, there is no ev-
idence yet that the Bush administration has
any more interest in reducing the number
of presidential appointees than previous ad-
ministrations had. To the contrary, the ad-
ministration appears well on its way to filling
every political slot available.

Moreover, it is impor-
tant to note that the Bush
budget has yet to set aside
any significant funding for
workforce investments
such as training, tech-
nology and additional
staffing. Nor has the ad-
ministration explained

Not too

1% how its confidence in ex-
21% isting recruitment and
299% promotion authgrmes,
such as loan forgiveness
38% .
for new graduates or sim-
49% plification of the pay sys-
58% tem, can be reconciled

with a budget that in-

cludes no new funding
for actually using those tools. Departments
and agencies must find the money for re-
cruitment, relocation and retention bonuses
on their own, which often means canni-
balizing training and technology budgets.
Agencies must take the risk that their man-
agers have the ability and motivation to use
simpler pay systems to reward high per-
formance rather than longevity.

APPRAISING PEOPLE

The fourth characteristic of a healthy pub-
lic service is that it performs its job well
and is held accountable for doing so. If em-
ployees are to be motivated by the chance
to accomplish something worthwhile for
their country, they should be held re-
sponsible for their performance, and, when
they excel, be rewarded and promoted.

It is hard to imagine how the federal
government could hold its employees ac-
countable for performance, however, given
its hyper-inflated performance appraisal
process and its broad reluctance to disci-
pline poor performers.

The problems with the performance
appraisal process are well known. Forbid-
den by Congress to use quotas, most fed-
eral managers do what comes naturally
and over-grade their employees. Between
1991 and 1996, the percentage of GS 13-
15 managers and supervisors who were
rated outstanding rose from 35 percent to
56 percent, GS 13-15 employees from 32
percent to 49 percent, and GS 1-12 em-

ployees from 27 percent to 39 percent.

If the Office of Personnel Management
has its way, however, no one will know
what the ratings are in 2010. The agency
stopped publishing annual employee per-
formance data in its 1999 Fact Book of
civilian employee statistics, ostensibly be-
cause it could not figure out how to pre-
sent data from the increasing number of
pass/fail systems in its appraisal statistics.

At about the same time, OPM released a
study called “A Quest for the True Story,”
which estimated that the true proportion of
poor performers in the federal workforce was
just 3.7 percent. Then-OPM Director
Janice R.. Lachance heralded the number as
proving “that the federal workforce is not a
sanctuary for the chronically bad employee.”

POOR PERFORMANCE PROBLEM
A much more troubling portrait of poor
performance emerges when federal em-
ployees are asked to give a specific estimate
of the number of their fellow workers who
are not performing their jobs well. On
average, the employees interviewed for this
report estimate that 23.5 percent of their
co-workers are not up to par. Only 5 per-
cent say that all of their co-workers do an
effective job.

Asked what might explain the level of
poor performance, federal employees and
managers are not particularly forgiving to-
ward either their organizations or the poor
performers. Only 16 percent say the poor
performers do not have the training to do
their jobs well. A littler more than 30 per-
cent say the poor performers are simply not

POOR PERFORMER

PERCENTAGE

Estimatad parcantage o0F ‘elow amployess
wh are nat perfarming thair jons wall:
o 2% 5%
RE. Y
B brox
12K
s
[ mrqoo

[ Dot o
dian’ anww




qualified for their jobs, and 37 percent say
their organizations do not ask enough of
those employees.

The four groups of employees surveyed
differ on both the number of poor per-
formers and the cause of the problems. Not
surprisingly, given their role in both ap-
praising and leading employees, SESers and

selves as average, and none say they are be-
low average. This is an example of the “80/20
rule,” in which 80 percent of employees in
almost any organization believe they are in
the top 20 percent of performers. Such is the
nature of self-assessment, which is why in-
dividual performance appraisal systems are so
difficult to manage and why quotas and

DELIVERING THE GOODS
Which secior is bas at;
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GS managers see less poor performance un-
der their command than GS employees and
PMIs do, and are more likely to blame the
poor performance they see on employees
who are not qualified for their jobs. On
the other hand, as the targets of criticism, GS
employees and PMIs blame poor perfor-
mance on the organizations. But whoever
is to blame, all four sets of employees see
much more poor performance than there
should be in a healthy public service.

Unfortunately, all four groups of em-
ployees share a belief that little can be done
about the poor performance problem.
Only 30 percent say their organizations
do a very good or somewhat good job at
disciplining poor performers, compared
with 67 percent who say they do not. The
PMIs remain the toughest critics of all,
with 80 percent saying their organizations
are only somewhat good or not good at all
at disciplining poor performers.

These ratings have to be balanced against
each respondent’s self-assessment. Fifty-eight
percent of respondents say they are doing a
very good job, and 39 percent say they are
better than average. Just 3 percent rate them-
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grading curves are so often used to trim the
natural instincts of managers to rate all em-
ployees above average.

These ratings also have to be compared
with the private sector, where private em-
ployees estimated that 26 percent of their
peers do not perform their jobs well in
spite of the fact that nearly half also say their
organizations do a very good or some-
what good job of disciplining poor per-
formers. It could well be that the
perception of poor performance among
federal employees would be much lower
if the government had an agile disciplinary
process, or that the perception of poor
performance in the private sector would
be much higher if its organizations had to
work under federal rules.

Federal employees may rate themselves
highly, but they offer a mixed view of their
organizations’ performance. Fifty-one per-
cent say their organizations do a very good
job helping people, and 41 percent say the
same about running programs and deliv-
ering services. However, only 29 percent
say their organizations do a very good job
at being fair in their decisions and just 22

Halping paopia

percent say the same about spending
money wisely.

Asked which sector of the economy is
best at delivering services on the public’s
behalf, more than half of federal employees
say nonprofit organizations, for-profit busi-
nesses or state and local governments, rather
than their own employer. Only 32 percent
say the federal government
is best at helping people,
and a woeful 13 percent say
the federal government
does the best job of spend-
ing money wisely.

SEARCHING FOR
RESPECT

The fifth and final charac-
teristic of a healthy public
service is that it has the re-
spect and confidence of the
people it serves, including
the President and Congress.
That means the public can
tell the difference between
who makes the policies of
government—popular or unpopular—and
who carries them out. It also means that the
President and Congress must tell the truth
about the true size of government needed
to deliver the goods and services that Amer-
icans have come to expect.

By these and other measures, the fed-
eral service gets mixed grades from the
people and leaders it serves. Presidents
and Congresses long ago decided it was
better to hide the true size of the federal
workforce through contracts, grants and
mandates than to tell the whole story
about the number of people it takes to de-
liver the services provided by the federal
government. Politicians have also long
since decided they can get more mileage
by denigrating public service in campaigns
than by celebrating it.

Until recently, Americans strongly be-
lieved the federal government is not to be
trusted. Trust in government surges in the
wake of crisis, however, and reached its high-
est levels since the 1960s following Sep-
tember’s terrorist attacks. According to a
survey conducted by the Brooking Institu-
tion’s Presidential Appointee Initiative in



July, only 29 percent of Americans said they frusted the government in Washington to do w
always or most of the time. By Oct. 1, that humber had jumped to about 65 percent. Alth
almost always wears off over time, the recent gains do speak to an underpinning of reading
federal government when the nation is in trouble.

Moreover, there is no sign that America

Americans want more of virtually everything government delivers. Americans are much|
reinventing government over devolving or downsizing it.
In addition, 50 percent of Americans sayl they have a very or somewhat favorable viev

ernment in Washington,
and 69 percent feel that
way about federal workers.
Americans may not trust
the government as a
whole to do the right
thing, but they do feel fa-
vorable toward the insti-
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tutions and individual
employees that guard our
borders, deliver Social Se-
curity checks, monitor
food safety, protect the en-
vironment and take care
of the nation’s veterans.
Nevertheless, only 30
percent of Americans say
they would recommend
that their sons or daughters choose a governm

ers are motivated primarily by job security, salary and a steady paycheck. Of course, the la

is true of many federal employees.

Despite the mixed public opinions, half o
neighbors where they work, and 40 percent
long before the terrorist attacks of Sept. 11.)
satisfied with the public’s respect for the wor
n’t describe their organizations well, and 52 p
level of respect from family and friends.

A CALL TO ACTION
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Chairman Paul Volcker, issued a report desc
in neglect. The current personnel system w

have reduced their expectations of governir
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ent job over a private job, and the vast majority|
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n on the Public Service, chaired by former F¢
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built on research conducted in the 1930s, using data collected in the 1920s by scholars
Few of the promises made in 1978 to deliver a workforce as good as Americans des

ored, even as the bureaucratic sediment of g
for random job cuts and privatization incrg
listed as holding jobs that are commercial i
must be asking whether they’ll be pushed g
they will survive another round of downsiz

For the past 20 years, the federal governmy
other job. Perhaps it is time for the federal g

make sure that poor performers are either digciplined or invited to leave.

Merely tinkering at the entry level with

student loans, will not restore the public senvice to good health. Hiring incentives will n

ne reform effort after another continues to p
ase. In late 2001, the half of the federal wot
1 nature under the 1998 Federal Activities Iny
ut in the next five years. The other half mus
ing and contracting out.
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HOW THE OTHER HALF LIVES
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jobs into exciting opportunities, and a faster hiring process only hastens the day when talented recruits start look-

ing for a way out. Absent a broad effort to remove persistent barriers to high performance, the federal govern-
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act now to make sure that fe
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