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Excellence Through 
Management Leverage: 
An Alternative to 
America in Ruins 

Public institutions are in a state 
of crisis in their attempts to 
render basic services. The 
Pennsylvania Department of 
Transportation is a case in point 
that management performance is 
integral to a sound public 
organization. 

THOMAS D. LARSON 

I N 1981, the publication of a slim volume 
carrying the ominous title, America in 
Ruins, made the breakdown of public 

facilities and public services seem immediate 
and apparently inevitable.1 Many in the public 
sector hailed the book for the attention it 
brought to their problems. Citizens typically 
show concern for public facilities when their 
water is cloudy, when their toilets do not 
flush or when the roads are full of potholes. 

However, it is the lot of public works 
managers that when everything goes well 
they are almost invisible. Indeed, they should 
be invisible to their constituencies. 

Pat Choate and Susan Walter, the authors 
of America in Ruins, certainly brought visibility 
to the business of public works. In doing so, 
they popularized the term infrastructure.2 Over
night, this long, rather obtuse word became 
household talk. 

In a burst of corrective enthusiasm fueled 
by the specter of a ruined America, five cents 
were added to the federal gas tax. Discussions 
on a federal capital budgeting process began 
and Congress subsequently passed the Public 
Works Improvement Act, P.L. 98-501. This act 
established a national council on public works 
improvement that is just beginning to address 
the issues. 

Unfortunately, the threat of infrastructure 
breakdown, of public ruin, has not gone away. 
In high growth areas, the load on the infra
structure continues to increase. In stagnant 
growth areas, the infrastructure continues to 
age, and everywhere public expectations for 
greater return on their tax dollars continues 
to increase. Clearly a new input, a new dimen-
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sion is needed. 
While this may be viewed as a gloomy 

introduction, it is a realistic one. There are 
many explanations and excuses for public 
sector ills such as: 

• "People are just too unreasonable in their 
expectations." 

• "The media only looks for bad things and 
they never treat us fairly." 

• "People won't pay for what they want." 
• l'Public managers are not paid enough." 

The list goes on. 
Finding lasting solutions to the infra

structure problem is difficult in part because 
there is some truth in each of these conten
tions. However, when the public sector 
reaches out for help in overcoming such 
difficulties, a great deal of indifference is found 
from people, particularly that majority whose 
water is good, whose toilets flush, whose 
commute is manageable, and whose income 
level makes taxes for infrastructure a trivial 
matter. 

Public sector managers can shrug their 
shoulders at this continuing crisis of con
fidence in public institutions, or they can make 
it a special challenge. They can find creative 
ways to shoulder the burden. Public sector 
managers are citizens first, but they are also 
responsible professionals. There is no accept
able alternative course for them to follow than 
to pick up the challenge. 

Meeting this challenge is a matter of 
national well-being, indeed, of national 
survival. The task is nothing less than to 
provide the basic stuff of civilization, and 
thereby facilitate all desirable economic and 
social activity. In addition, services must be 
rendered at a manageable cost. The new 
national buzz·words, "international competi
tiveness," grant no excuse for failing to meet 
the challenge. It is an exceptional challenge to 
stay alive in the global marketplace in the 
face of widely divergent priorities and resul
tant costs among our competitors. Public 
sector managers must be aggressive partners 
in our national drive to regain world competi
tiveness as well as maintaining public prior
ities with regard to the environment and the 
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quality of life. For example, while the US is 
allocating billions to Superfund cleanup, tiny 
Taiwan, whose industries compete with ours, 
uses every avenue to cut costs, even throwing 
away their wastes as we used to do. One 
result of this policy is a total absence of 
potable public water supplies in Taiwan today. 

The fundamental concept of professional
ism - i.e., being engaged in an activity 
requiring specialized knowledge and charac
terized by conformance to certain technical 
and ethical standards - should cause profes
sionals to rise up and tackle the challenges 
we face. Professionals are privileged to have a 
vast store of technical knowledge, laboriously 
gained by predecessors. Synthesizing that 
knowledge and using it to the public's benefit 
in conformance with a code of conduct is 
professionalism made real. 

The challenges are manageable, however. 
They can be met. In fact, the case of the 
Pennsylvania Department of Transportation 
(PennDOT) demonstrates that the obstacles 
are not unsurmountable. Not long ago 
Penn DOT, in the words of the· Engineering 
News Record, went "from an agency so infected 
with corrupt politics, graft, and inefficient 
management that it forfeits not only all legis
lative and financial support but the confidence 
of the public as well" to "one of the best 
managed and financed public works agencies 
in the country."3 This turnaround did not 
come by focusing on any of those many 
reasons or excuses for public sector doom and 
gloom. Rather, it came from a focus on man
agement. While the sole key to America's 
infrastructure problem is not just better man
agement, it is a much underrated force for 
improvement. The approach at PennDOT was 
straightforward: fundamentals, evaluation, 
agenda setting and execution. However, it 
was essential to construct a framework for 
thinking about and organizing these tasks. 

Fundamentals 
Any drive to greater achievement must begin 
with a strong, broad sense of direction, of 
purpose. For public sector managers, it must 
begin with a way of thinking about the public 
institution and public responsibility. There is 
a great story that speaks to the importance of 



having a longer, deeper view than is common 
to most managers. During the Jacksonian pre
sidency, Henry Clay was traveling home after 
a hectic session in Washington. President 
Jackson, not one of Clay's favorite people, 
was opposed to the use of public funds for 
expanding facilities, highways among them. 
Clay and a friend of Jackson's were riding 
along debating this then new public policy 
issue. Clay suddenly stopped the carriage, got 
out and put his ear to the ground. He knelt 
there in an acutely attentive pose. After a 
while, his friend asked, 'What are you listen
ing for?" Clay replied, "I'm listening for the 
generations of unborn Americans who will be 
coming down this road if we get the federal 
funds to improve it properly." 

Finding operational words, a proper met
aphor to provide a resolutely clear sense of 
purpose and direction to the public sector 
manager is of fundamental importance. James 
Madison, the intellectual among early presi
dents, does offer appropriate words here. He 
said, "Good government implies two things. 
First, a fidelity to the object of government, 
which is the happiness of the people. 
Secondly, a knowledge of the means by which 
that object can be obtained." The public sec
tor must listen, always listen, to citizens -
public sector customers - and from this lis
tening and professional evaluation, synthesize 
a vision of how to meet the public need, how 
to provide for the happiness of the people. 
Public sector managers are charged by Madi
son with nothing less than the responsibility 
of being effective professionals. In that capa
city, they must educate themselves and then 
guide the education of non-professional com
patriots on how the public interest can best 
be served. 

Evaluation 
Papers written under PennDOT sponsorship 
dissected the agency's very ground for exis
tence. One of the reports done under my 
direction was entitled, "New Directions for 
PennDOT."4 Dick Thornburgh saw it when 
he was campaigning for governor of Penn
sylvania in 1978. When he was elected, I was 
appointed Secretary of Transportation and was 
charged with curing PennDOT' s ills. 

Since PennDOT's ills were obvious and 
well documented, the task was almost as 
simple as evaluating someone with a sore 
throat, runny nose and cough as having a 
cold. Clearly, the matter of evaluation and 
diagnosis is typically more complex. However, 
there are hard performance indicators by 
which to judge progress towards public sector 
success: 

• financial performance, including measures 
of short- and long-term debt, cash flow, 
operating and capital budget and fiscal 
management practices; 

• system condition as measured by current 
comprehensive surveys and by evaluation 
against acceptable norms; 

• overall agency integrity; 
• legislative support, not only at budget 

time but also in program initiatives; 
• depth of talent; 
• motivated and energized work force; 
• use of technology; 
• perception of quality on the part of the 

citizen/ customer; 
• relationships with media; and, 
• peer evaluation. 

Interestingly, the editors of Engineering 
News Record made a thorough evaluation of 
PennDOT in their 1979 story, touching on 
most of these indicators.3 Concerning fiscal 
condition, they said, "PennDOT is flat broke." 
On system condition, "The 44,700 mile system 
is in shambles." On integrity, "It is infected 
with graft." On talent, "Its bureaucracy deci
mated by furloughs can hardly function", etc. 
These editors, looking through a very small 
window, were able to do a remarkably 
accurate evaluation. The clear lesson for public 
sector professionals is this: The world will 
readily discern your performance; so tough, 
ongoing internal evaluation is a must. 

Agenda Setting 
J.P. Kotter, writing in the Harvard Business 
Review, states that half of management is 
setting an agenda.5 Jim Buerger, publisher of 
Travel Host National magazine, tells how a 
focused agenda is like having George Lucas' s 
Star Wars "force" working for you.6 Professor 
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Kenneth Boulding notes that planners lack 
credibility because the agendas they provide 
to decision makers lack richness and realism? 

Many seem to know or sense the power 
of an agenda. Few capture this power. At 
PennDOT, serendipitous events put this 
power, this force, in our hands. The "New 
Directions Report" mentioned previously · 
stated that maintenance must be a first prior
ity and proposed recommendations.3 It stated 
that the financial house must be put in order 
and proposed recommendations. An agenda 
touching on most of the performance indica
tors stated above resulted in an agency that 
was running strongly and with precise direc
tion long before the typical honeymoon period 
ended. 

Execution 
Successful execution of an agenda requires a 
few lucky leaps, and it always requires com
mitment, tenacity and hard work. PennDOT 
struggled with pavement management con
cepts for years. At a key juncture, a radical 
decision was made to detach a top flight team 
of field managers and central staff from all 
other duties . and assign them to the Secre
tary's office to decide whether or not the 
concept was feasible for Pennsylvania with its 
huge, non-homogeneous highway net and to 
codify a pavement management system. If the 
concept was feasible, then the team would 
stay sequestered until a Pennsylvania pave
ment management system had been devised 
and tested. 

The result was the Systematic Technique 
for Analyzing and Managing Pennsylvania 
Pavements (STAMPP). Pennsylvania now 
makes dollar allocation decisions within its $1 
billion maintenance fund using input from 
STAMPP and a more recently developed 
Bridge Management System. With the creation 
of this program, a sluggish bureaucracy was 
demonstrating, in Tom Peter's words, a "bias 
for action," an ability for crisp execution.8 

Successful execution requires endless attention 
to detail, periodically going all the way to the 
bottom of issues. Leadership, commitment and 
support from the top of the hierarchy are 
essential, but overall flexibility and the capa
city to take into account the long-term view 
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are equally important. 
Execution to provide for the happiness of 

the people demands good communication. 
Harland Cleveland, Director of the Hubert H. 
Humphrey Institute of Public Affairs, tells 
stories of his favorite leaders, one of them 
Paul Hoffman. According to Cleveland, 
Hoffman learned as a service station attendant 
that a kind word and smile would hold a 
customer at his gas station for minutes while 
the ignored customer would leave after 
seconds. Hoffman never forgot the lesson. If 
the water does not run when your customers 
turn the faucet on, there had better be an 
easily understood, previously communicated 
reason. 

Finally, execution, like truth and beauty, 
is partly in the eyes of the beholder. The 
media know that scandals and failures feed 
primary human appetites and sell their 
products. But these same people have so many 
column inches, so many TV minutes to fill 
every day. They will necessarily use material 
that feeds lesser human appetites - good 
news of public sector achievements - if it 
is prepared and served to them properly. 
Governor Thornburgh said it well and said it 
often, "You must not only do good, you must 
be perceived as doing good." 

A Framework 
Energy spent on fundamentals, evaluation, 
agenda and execution - where the specifics, 
the unique circumstances, are endless - must 
be directed. A framework for viewing the 
public sector management job, a framework 
under which any set of specifics may be better 
understood and better managed, needs to be 
established. Figure 1 shows such a framework 
in matrix form - the Excellence through 
Management Leverage (E-M-L) Matrix. 

Articulating a Vision 
Without vision there can be no change · in 
direction, no energized breakouts from the 
status quo, no new and innovative ways to 
meet public expectations with the net con
servation of resources. Various rituals and 
incantations have been used over mankind's 
history to induce vision. However, for public 
sector managers, an appropriate vision is most 



The E-M-L Matrix 

For 

Points of 
Management 
Access 

For 
Articulating 
A Vision 

Building An For 
Authorizing 
Environment 

Select 
Management 
Practices 

1. Learn the Business 
Train, Train, Train 

2. Understand Your 
Citizen Customers 

3. Set & Focus 
on an Agenda 

4. Make Things 
Happen 

5. Communicate 

6. Widen the 
Management Circle 

7. Be Ethical; 
Set Values 

8. Use Toughness 
& Pragmatism 

9. Be Flexible; 
Negotiate, Negotiate 

10. Work Hard 

FIGURE 1. The Excellence through Management Leverage (E-M-L) matrix. 

likely to come from the careful evaluation of 
present circumstances, from aggressive listen
ing to citizen/customers and from a testing 
process as programs are first advanced and 
then restructured to better match the market. 
Leverage is gained in articulating a vision by 
how managers utilize their abilities and how 

they shape their programs. 
As one example, PennDOT practiced what 

later came to be known as Managing By 
Walking Around (MBWA). Each senior man
ager spent one day each week in the field or 
at a work station as a way of listening. At one 
brown bag lunch session, a 29-year PennDOT 
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veteran told me of his frustrations. These 
frustrations largely stemmed from his lack of 
understanding of the revitalization of 
PennDOT. That listening experience helped 
shape a vision of how critically important 
internal communication is in a large public 
agency. That vision launched a department
wide communication effort that improved 
morale and productivity enormously. 

PennDOT Deputy Secretary for Planning, 
Harvey Haack, listened to local governments, 
the business community and legislators in 
creating a vision and consensus for a massive 
bridge restoration program that removed 
weight limits on all the major truck routes in 
the Commonwealth. The program became 
known as the billion dollar program for 
restoring a thousand bridges. This program 
was a strategically important investment in 
Pennsylvania's well-being. 

In overall program thrusts, PennDOT 
managers began thinking strategically and 
realized that PennDOT was involved in three 
very different businesses: 

• owning and operating huge transportation 
systems, 

• delivering licensing and registration 
services to some 8 million vehicle owners 
and operators, and 

• providing approximately $600 million in 
grants to a wide variety of constituents. 

This strategic view allowed PennDOT to shape 
24 major objectives for Governor Thornburgh' s 
second term and to develop programs for 
meeting these objectives with, to that time · 
unheard of, effectiveness. For example, as one 
objective PennDOT tailored a $67 million set 
of management information systems enhance
ments to serve each of its business groups. 
These systems were brought on line within 
the scheduled time and budget. Remarkably, 
they have a payback period of approximately 
three years. 

Building an Authorizing Environment 
If the words "Building an Authorizing Envir
onment" sound foreign, they can be thought 
of as the aggregate term for lobbying, building 
public support, gaining a customer following, 
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public relations, etc. The levers used to build 
this environment are the public as well as its 
laws and regulations. 

Public opinion and support are often 
determined by the media. It is easy to take 
the media - the institution that claims to 
represent, to speak for the public - as a 
natural adversary. But public sector managers 
fail to heed at great peril the relevant folk 
wisdom, "Don't fight with people who buy 
ink by the barrel." 

Roger Carrier, PennDOT district engineer 
in Pittsburgh, built his authorizing environ
ment masterfully by working with the media. 
Pittsburgh is a talk show town. Jack Bogut 
was king of the talk shows on Radio Station 
KDKA. Carrier identified and repaired the road 
Bogut used to and from work. Suddenly, 
PennDOT started receiving some positive 
exposure at a time when nobody was saying 
anything good about the department, espec
ially in Pittsburgh. 

Carrier decided that there had to be a 
stream of good news. So on one occasion, in 
order to create a "good news" event, he side
stepped state and federal rules and regulations 
and built a low-cost wall along an interstate 
highway to prevent routine flooding from the 
Monongahela River. This highway was one of 
Pittsburgh's major arteries. Citizens were being 
favored over red tape. The media loved it; it 
became "Carrier's Barrier." 

On another occasion, PennDOT opened a 
major section of the Central Pittsburgh 
Parkway. It had been under construction at 
great inconvenience to the public for more 
than a year. Since the opening fell on 
Halloween, Carrier and his crew were out 
there in costumes handing out candy bars as 
they rolled the barrels away. Again, the media 
loved it. 

Carrier always helped the media in his 
area fill time and space with positive, high 
public approval material. He was always avail
able, had his facts straight, worked for the 
pluses and accepted the minuses in his deal
ings with the media. He knew he had to have 
them on his side; he knew he needed their 
help to build his "authorizing environment." 

Interestingly, Carrier was no less skillful 
in using laws and regulations to build his 



authorizing environment. One of the lasting 
frustrations in Pittsburgh was that the road 
surface was, in many cases, owned by the 
state while the sidewalks, guidefences -
everything but the main pavement - was 
owned by the county. As a result, instead of 
fixing things, both sides made excuses. Carrier 
lobbied aggressively for several years until 
the law was changed and there was a parti
tioning. The state took overall responsibility 
for certain roads while the county took others. 
A long-standing basis for dissension, for poor 
performance and, therefore, for the erosion of 
the "authorizing environment" was removed. 

Empowering the Organization 
The third and final category at the top of the 
matrix shown in Figure 1 is "Empowering the 
Organization." Clearly, organizational capacity 
and execution are nearly synonymous and 
the levers here are people, budget and innova
tion. It would be difficult not to consider 
budget as the premier lever for empowering 
the organization. PennDOT used it aggres
sively. In five successive years, the department 
got passed five major budget measures that in 
the aggregate raised approximately $3 billion 
in new funds. Without this money, PennDOT 
could not hope to meet the transportation 
expectations of Pennsylvania citizens; it could 
not provide for this dimension of their cor
porate "happiness." Importantly, the budget 
process was tied to strategic management 
thinking. As previously noted, 24 major objec
tives were formulated following from parti
tioning the organization into business groups. 
PennDOT devised a budget hearing process 
that covered the entire organization and in 
1986 accounted for some 70 percent of the 
approximately $3 billion budget in tasks 
associated with achieving the 24 major objec
tives. To the amazement of the Harrisburg 
establishment, all 24 of the objectives had in 
fact been accomplished in eight years. 

The resource of people is an equally 
evident lever for capacity and for execution. It 
has three dimensions: hiring, training and 
motivating. PennDOT historically had had 
political and professional organizations 
operating in parallel - political for the main
tenance function, professional for the capital 

improvement function. In 1979, PennDOT 
announced that its county maintenance 
managers, who had been political appointees 
(typically made by county political bosses or 
their designees) would be selected on a merit 
basis. This move caused the governor untold 
anguish. There was an up-front taking away 
of privilege from the political forces, with 
nothing in return to compensate. There was 
no immediate quid pro quo in terms of 
improved conditions. Only after several years 
of the Governor taking heat from the county 
politicians did PennDOT start to demonstrate 
that, in fact, good government can be good 
politics. Even the most partisan politician 
would concede that the merit-selected main
tenance managers made a positive difference. 
In the end, new PennDOT management in
herited a professionalized civil service main
tenance work force. 

Training is seen by Edward Demming, 
the man credited with inspiring much of 
Japan's growth in productivity, as one of the 
most critically deficient areas of American 
management. He states that people do not 
perform well because they either do not know 
what to do or how to do it. PennDOT found, 
for example, after listening for some time, that 
department mechanics did not need the 
American flag and motherhood speeches they 
were getting from professional trainers. Rather, 
they needed the ability to quickly trouble
shoot electrical harnesses on department truck 
fleets. Control of training was then placed in 
the hands of a task force of doers and imme
diate improvement was noted - a return to 
relevant, effective training. 

Motivation is the third ingredient to the 
people lever, after selection and training. 
Frederick Herzberg, a pioneering researcher 
in human motivation, demonstrated that 
people are best motivated by believing in 
what they are doing and having enough to 
do. While one of the common excuses for 
poor performance in the public sector is over
work, lack of challenge, in fact, is a far larger 
problem. The goldfish story is apt in this 
regard. Goldfish in a small bowl stay small. 
However, the same creatures put in a larger 
bowl grow to be larger fish. Most workers 
respond similarly. Small, unimportant jobs 
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Getting It All Together 

Operating Arena 

FIGURE 2. Interaction of management func
tions: how the E-M-L matrix works. 

make for small, carping workers. Larger assign
ments and aggressive communication about 
their importance contribute to increased 
worker motivation and pride. 

Innovation is perhaps a less obvious lever 
for empowering an organization, but it is one 
of critical importance in today's rapidly chang
ing world. For example, PennDOT managers 
knew they had a large, complex organization 
to manage. They also knew they did not have 
the right information to do the job. Therefore, 
one of the 24 major objectives, a key area for 
innovation, was getting to the leading edge of 
management information systems. Other inno
vations included new concepts in fleet acqui
sition and maintenance, new communications 
approaches and the first ever pool purchase 
of 1,000 transit buses for 16 Pennsylvania 
transit agencies. The department produced a 
report entitled, "Innovation at PennDOT, 
Inventing Our Future," outlining the innova
tions it was undertaking and implementing. 
Innovation provides the future capacity to 
deliver the services the public demands and 
at reduced cost. 
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The heading, "Select Management Prac
tices," on the vertical column of the E-M-L 
Matrix shown in Figure 1 lists the tools for 
giving power to the levers. Their role already 
has been illustrated in several of the manage
ment leverage examples cited above. Consider 
a musical analogy. Each pianist has the same 
88 keys, or levers, at his or her disposal. 
Beginners play simple tunes; virtuosos, in 
addressing sophisticated variations on a 
theme, begin with simple uses of the levers 
but end up with highly sophisticated, complex 
uses, applying their skill to gain power and 
beauty. Effective managers do so using this 
framework. They pick and choose from the 
levers and use the management practices to 
produce virtuoso management performances. 
The number and the weight of the "X's" in 
the matrix cells depends on the composition 
being played, by the management thrust 
underway. 

Figure 2 shows how it all works. The 
manager works to bring his/her vision, the 
authorizing environment and organization 
capacity into congruency. Since it is an 
imperfect world, he or she never succeeds 
fully. But with careful work and using all the 
levers and practices to full effectiveness, an 
operating arena can be defined and expanded. 

The Public & Private Sectors 
Professor of Public Administration Wallace 
Sayre is quoted as saying, "Government and 
business are alike in all the trivial ways."9 

However, this viewpoint is only partially true. 
Taking the differences first, the time frame 

in government is certainly an issue. The 
typical time span of top public sector execu
tives is measured in months. For example, 
William Ruckelshaus came into office as EPA 
Administrator with a 30-day window for put
ting in place an auto emission control pro
gram, something that would significantly affect 
the economy of this country and, indeed, of 
the world. We hear about people with MBAs 
having a too short view of the corporate 
world. Almost any view in the corporate world 
is long term compared to what top public 
sector managers typically face. 

Serving eight years at PennDOT and so 
establishing something of a corporate culture, 



I could establish the kind of trust relationships 
with a large number of people that allowed an 
aggressive push in moving an agenda. Typi
cally, public service executives do not have 
the luxury of an extended period of contin
uous service and it is the public's loss that 
this type of extended leadership must be 
foregone too frequently. 

Another difference is in the whole area of 
public exposure. The public and the media are 
especially interested in the performance of 
public sector executives since the executives 
are managing the delivery of public services 
and are spending public money. It is not an 
understatement to say that unless public 
sector managers are willing to have an investi
gative reporter looking over their shoulders, 
they may well be doing the wrong things. 
This situation is very different, of course, from 
the private corporate world where privacy is 
very important to success on many occasions. 
Therefore, inevitable exposure on the public 
side is a real difference. 

A third difference is in mission. Govern
ment missions are typically too broad. Peter 
Drucker, one of America's leading business 
consultants, has said that one of the six deadly 
sins of the public sector is the too grandiose 
view of what government should· do. Gordon 
Chase, Health Commissioner for New York 
City, used to ask, 'Who did we make well 
today in New York City?" Now that kind of 
an objective is operational and measurable, 
while improving the health of America's popu
lation is a grandiose issue that is impossible to 
grapple with. In the private sector, there is 
the bottom line, the dollar sign. Public sector 
managers struggle to find specificity that is 
still saleable in dealing with public sector 
issues. 

Turning to similarities briefly, Peter 
Drucker' s noted difference of grandiose versus 
specific management objectives does not have 
to be so. PennDOT developed a very specific 
set of objectives; it had management by objec
tives; it had a strategic management process 
that gave managers specificity. It is possible 
to be specific in government and to get things 
done by virtue of that specificity. 

Another similarity comes from the whole 
business of management practices. Clearly, 

the ten practices that are shown in the E-M-L 
matrix are basically similar in importance, 
whether in the private or public sector. Many 
of these practices are mentioned in a variety 
of private sector oriented management texts. 
Certainly Tom Peters' list for attaining excel
lence has many parallels with the list in the 
E-M-L matrix.10 Thus, good management prac
tice is good management practice, whether on 
the public or the private side. 

Finally, there is great similarity in people. 
The people at PennDOT are remarkably 
similar to people in university, private sector 
and military settings. There are good and bad 
individuals at about the same mix. Hiring, 
training and motivating good people have 
roughly the same importance, whether in the 
public or private sector. 'We have unions to 
deal with." 'We have civil service." "We have 
too much bureaucratic recalcitrance and so 
can't get the job done." These are in fact just 
excuses. There are positive ways to treat 
people so they become a motivated work 
force providing for the "happiness" of the 
people. 

To sum up, then, one can dwell either on 
public-private differences or focus on the 
similarities. The framework, the levers and the 
practices would work in either context. What 
is important is to have a vision and a strategy, 
and to follow through aggressively in the 
application of that strategy towards achieving 
measurable, citizen/customer driven objec
tives. 

Public sector management is an important 
business. It represents roughly one-third of 
our economy. What public sector managers 
do is to provide the lubricants to a civilized 
society, a society in which private, social and 
economic aspirations can be realized. And 
finally, the public sector is not a place where 
the benefits of intelligent management are 
lost. On the contrary, the public sector fields 
are ripe for harvest using the tools of en
lightened management. It is possible to 
achieve public sector excellence through man
agement leverage. 
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its director until 1979. He served on the advisory 
committee that recommended the formation of the 
Pennsylvania Department of Transportation and was 
appointed the first chairman of the state's Transpor
tation Advisory Committee. He continued to serve in 
this advisory role until his appointment as Transpor
tation Secretary. He holds bachelor's, master's and 
doctoral degrees from Penn State. He has also done 
post-doctoral work at Oklahoma State University 
and received special transportation training at the 
Massachusetts Institute of Technology. 
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