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giuesf Incentives, and Work-Related Attitudes

o he internal and externg] impetuses that arouse and direct effort—the
b Tneeds, motives, and values that push us and the incentives, goals, and
: objectives that pull us—obviously play major roles in motivation. Every
theory of work motivation discussed in Chapter Nine includes such factors

their work. All these topics are related (0 work motivation, but differ from
itin important ways. They are covered here separately not only because
they are distinct from motivation and motivation theory, but also because
discussing all these topics together would make for a very long chapter!
For a long time, the concepts of values, motives, ang incentives have
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Understanding and Managing Public O-mu:wm:o
s

management. Meier and O’ Toole (2001) conducted a survey of gy,
tendents of Texas school districts, as noted eardier, and asked them, 3
other things, about their frequency of contact with schogl board LQ..-.__..U...N
trators, business leaders, other superintendents, state legislators, ura::.f
Texas education agency. Meier and O'Toole regarded this measure of -
tact with important stakeholders and authorities as an indication o%—.ﬂ._.
superintendents’ efforts at managing external networks, which in wm re -
resents M, in the model just described, or the managers’ efforts to exp) 2
environmental opportunities and buffer the system from nas_.os_.:nﬂ_””
shocks. With a variety of statistical tests, they found that this measure of
network management showed a strong positive relationship 10 2 measy e
.o_.cqm»:mﬂ.:o:n_ performance-—the pass rates for the districts on standard-
ized tests that the state of Texas administers to all high school studens
each year, The statistical analysis included controls for importany ﬁiar_nm
such as resources {for instance, 1eacher salaries and class size) and con.
straints {such as low-income students and ethnic minority students). Mejer
and G'Toole further found that higher levels of networking were associ-
m.:..a_ with increasing impacts of resources on performance and a_nn_.nﬁ..:w
impacts of coustraints. They interpreted these results as evidence that the
managers who engaged in more external newwork management were better
able to exploit resources and mitigate constraints, While acknowledging
limitations of the measures of the variables, Meier and O'Toole presented
these results as a successful effort to analyze systematically the relation
between management activities and organizational performance, and 1o
demonstrate that the relationship is positive and that public management
does matter.

In still another analysis, Meier and O*Toole (2002, 2008} developed a
measure of managerial quality (on the part of the district supetintendents)
and showed that it positively relaies w ten different measures of educa-
tional performance. The managerial quality measure is the amount of a
supenintendent’s salary that is not accounted for by a set of variables that
tend 1o influence salary, such as district size, personal charactenstics such
as education, and others (that is, the quality indicator is the residual of
the regression of salary on the set of variables), Again, the results indicate
that public management influences organizational performance, and they
strengthen the evidence that high-quality public management has a posi-
tive influence on performance.

As indicated in the description of the models just presented, Meier
and O’Toole predict that stability and managers’ maintenance behav-
iors will enhance organizational performance. This prediction goes

Perip.
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against the grain of much contemporary thought in organization theory
and management thought. As described in Chapter Two, the trend has
moved strongly toward emphasis on flexibility and adaptiveness in orga-
nizations, rather than toward stability. Meier and O'Toole (2006) and
O'Toole and Meier (2003, 2011} suggest, however, that stability can have
impartant positive influentces on organizationat performance, through
avoidance of turnover and disruptions, enhancement of valuable expe-
rience, and other ways. They provide evidence 1o support this view by
using two measures of personnel stability {the tenure of the superin-
tendent and the retention of weachers) to represent the stability vari-
able in their model, They find that these variables relate positively o
organizational performance as represented by pass rates on the Texas
standardized tests and by ather indicators of educational performance
of the school districts.

Practical Lessons for Public Managers

O'Toole and Meier’s (2011, p. 276) model and research findings lead them
to suggestions about the roles and responsibilities of public managers.
Some examples (altered from the originals) follow.

Managers (school district adiministrators) engage in networking with
external stakeholders, such as school board members, local business lead-
ers, state legislators, other district administrators, and the ste education
agency. The more they engage in such networking, the higher the perfor-
mance scores for their districts.

The nerworking can provide benefits through gains in wechnical knowl-
edge or through enhanced political and public support.

On the other hand, newworking has diminishing marginal retarns.
That is, more and more networking can Jead o smaller amounts of grain.
Managers need 1o recognize that a some point, more networking is not
necessarily a good thing. This makes sense, because the model reminds us
that managers have (1o manage inward and downward, as well as upward
and outward. If a manager spends too much time talking o people outside
the organization, it can cut into time needed for wking care of the people
and conditions inside iv.

Demands from members of the manager’s network often come from
members who are better established and beuer endowed. Managerial net-
working can tend 1o benefit advasaged cliemele more than disadvantaged
clientele, so managers need 1o be sensitive to this tendency.




380

Understanding ang Managing Pubiic OSE._FE.E

Managerial capacity, in the form of Appropriate and gyvey, €Xtra g,
of stdl resources, can enhance the benefits of neworking, ang can Qmm_u
the organization better able 1o deal with external shocks angd ::nx_umnnnn
problems tin come from outside the organization, Building S....:umnz.“
capacity fivolves trade-offs, however, because investing in it cap Temi, n_.“.
rent levels of production, )

Stability of front-line workers enhances productivity, especially fo, Pro.
grams that affect disadvantaged clieniele, Stability of Mmantagemen, alsg
enlances performance, As the model suggests, managers face a..m.:n:mnm
in rying to balance Hexibility with stability, but must do sg ina way tha,
creates conditions with sufficient stability 1o support the managers ang the
members of the arganization in geuing their work done,

Some of the biggest payoffs for performance come from ghe n.nqn_o_u.
ment of human capital, or the skills, abitities, and effective auitudes and
bebaviors of the people in the organizaions, Leaders and managers neeg
to find ways 1o invest iy luman capiwi by geting the right people iy place
and supportiig their developmen,

Some limitions of Meier and O'Toole's madel are evident. Theijr find-
ings represent schogl superintendents anel school districts, which may dif
{er from other public managers and public management settings. There
have, however, been successful applications of the model with other pop-
ulations, such as kny enforcement administrators ﬂzmn__o_mos.nwc:w and
O'Toole, 2004). The measures of the vidab|es have variouns limitattons, For
example, do pass rates on standardized tess adequately measure organ;-.

zational performances Nevertheless, the explicitness of the O'Toole-Meier -

model and their empirical tests sharpen these questions and make them
silient for furthey researclt. Their stream of analyses represents an original
Pattern of sustained, explicit, systematic analysis of major issues in public
management, and in particubar of whether public management “matters.”
Their research provides strong evidence that it does magter and provides
evidence of why and how,

Even with all jis descriptions and references, this chapier docs not
fully cover all the research and examples of effective public sector lead-
ership and management. Chapters Thirteen and Fourteen provide more
discussion of the leadership of cltange and of high-performance public
orgamzations, Sull, the theones and studies reviewed here provide valu-
able contributions o the analysis of organizational leadership and 1o the
long-term challenge of dex zloping a coneeption of public management
that recognizes the skills and practices of the many effective managers of
public organizations.
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Instructor’s Guide Resources for Chapter Eleven

Discussion questions S R—
ics for writing assignments or )
M.w%m_mnu Exercise m"mno:mmnmz:m Fiedler's Theory of Leadership .
“ Class Exercise 6: Considering the _um:._-n"om_ ,_V_‘_wnm._ of Leadership
Discussion: The Case of the Vanishing Volunteers
“ M””M Discussion: The Case of Joe the _..mqr Ao_m |oe the Very Capable ferk)
+ Case Discussion: A Funeral in the Public Service Center

o Key terms
[ ]

Available at www.wiley.com/college/rainey.
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