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A C C O U N T A B I L I T Y I N P U B L I C A D M I N I S T R A T I O N :
A M A N I F E S T A T I O N O F T H E J A N U S M Y T H

A . I n t r o d u c t i o n

A m o n g t h e i s s u e s o n e fi n d s i n t h e c o n t e m p o r a r y l i t e r a t u r e

s u r r o u n d i n g A m e r i c a n p u b l i c a d m i n i s t r a t i o n , f e w r e c u r a s f r e q u e n t l y

and wi th as much prominence as

o n e o f t h a t s m a l l n u m b e r o f c o n c e p t s ( e . g

r e s p o n s i b i l i t y ) ^ t h a t c o n s t a n t l y d r a w s t h e a t t e n t i o n o f s t u d e n t s ,

c o m m e n t a t o r s , p r a c t i t i o n e r s , a n d s c h o l a r s o f p u b l i c a d m i n i s t r a t i o n .

B u t i n a s e n s e a c c o u n t a b i l i t y i s i n a c l a s s b y i t s e l f , f o r i t s

m e a n i n g , a p p l i c a t i o n s , a n d i m p l i c a t i o n s t o u c h o n e a c h o f t h e o t h e r s i n

s o m e c r i t i c a l w a y .

I r o n i c a l l y , t h e f r e q u e n t u s e o f t h e t e r m i n d i s c u s s i o n s o f

government opera t ions is o f ten as ign o f concern among observers that

t h e r e i s a l a c k o f a c c o u n t a b i l i t y i n t h e p o l i t i c a l s y s t e m .

Wa te rga te a f f a i r opened t he floodga tes and re l eased nea r l y fi f t een

a c c o u n t a b i l i t y . A c c o u n t a b i l i t y i s

b u r e a u c r a c y , e f fi c i e n c y .● /

f

T h e

years o f s to red-up concern about the accountab i l i t y o f the U.S.

p r e s i d e n c y . W h a t t h e p r e s i d e n c y w e n t t h r o u g h a f t e r N i x o n ' s

res ignat ion, the U.S. bureaucracy goes through at least once each

The Grace Commission^ is but thed e c a d e a t a l l l e v e l s o f g o v e r n m e n t ,

l a t e s t a n d m o s t v i s i b l e e x a m p l e i n a l o n g l i n e o f c r i t i c a l o f fi c i a l

repor ts and med ia exposes tha t have s t imu la ted in tense , bu t t yp ica l l y

s h o r t l i v e d , c o n c e r n f o r a c c o u n t a b i l i t y i n A m e r i c a n p u b l i c
a d m i n i s t r a t i o n .

T h o s e c r i t i c a l e x a m i n a t i o n s o f t h e a d m i n i s t r a t i v e o p e r a t i o n s

h a v e s e t t h e t o n e f o r t h e d i s c u s s i o n o f g o v e r n m e n t a c c o u n t a b i l i t y i n

t h e U n i t e d S t a t e s . T h e u n d e r l y i n g m e s s a g e o f e a c h s t u d y i s t h a t

a c c o u n t a b i l i t y i s l o w o r n o n e x i s t e n t a m o n g A m e r i c a ' s c i v i l s e r v a n t s .
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a n d t h a t o n l y t h r o u g h r e o r g a n i z a t i o n a n d r e f o r m c a n t h e p u b l i c

s e c t o r ' s b u r e a u c r a c y b e b r o u g h t u n d e r c o n t r o l . A s a r e s u l t o f t h i s

p e r v a s i v e o r i e n t a t i o n a n d t h e a t t i t u d e s i t p r o m o t e s , m o s t s t u d i e s o f

a c c o u n t a b i l i t y i n p u b l i c a d m i n i s t r a t i o n t e n d t o b e r e a c t i v e ,

n o r m a t i v e , a n d p r e s c r i p t i v e . T h e y t e n d t o b e r e a c t i v e r e s p o n s e s t o

s o m e s c a n d a l o r s t u d y t h a t i s e x p o s e d ( a n d e x p l o i t e d ) b y t h e m e d i a o r

s o m e p o l i t i c i a n ; t h e y t e n d t o b e n o r m a t i v e r e f u t a t i o n s o f

u n d e m o c r a t i c g o v e r n m e n t b e h a v i o r o r i n e f fi c i e n c i e s i n p u b l i c

p r o g r a m s ; a n d , i n t h e t r a d i t i o n o f t h e f a m o u s F r i e d r i c h - F i n e r d e b a t e s

of the 1940s^, they tend to prescribe the means and methods for
a c h i e v i n g g r e a t e r a c c o u n t a b i l i t y f o r A m e r i c a n p u b l i c a d m i n i s t r a t i o n .

I n t h i s p a p e r w e e m p h a s i z e a d i f f e r e n t a p p r o a c h , o n e b u i l t o n t h e

i d e a t h a t a c c o u n t a b i l i t y i s a f a c t o f a d m i n i s t r a t i v e l i f e f o r A m e r i c a n

p u b l i c a d m i n i s t r a t o r s r a t h e r t h a n a c o n d i t i o n t h a t n e e d s t o b e

d e v e l o p e d . O u r p u r p o s e i s t o p o s i t a f r a m e w o r k f o r a n a l y z i n g e x t a n t

t y p e s o f a c c o u n t a b i l i t y a n d t o e x a m i n e t h r e e c a s e s t u d i e s t h a t

i n d i c a t e w h e t h e r a u s e f u l r e s e a r c h a g e n d a f o r t h e s t u d y o f

a d m i n i s t r a t i v e a c c o u n t a b i l i t y c a n b e e s t a b l i s h e d b a s e d o n t h o s e

i n i t i a l a p p l i c a t i o n s . W e b e g i n b y d e fi n i n g a c c o u n t a b i l i t y a n d b r i e fl y

e x a m i n i n g i t s " d u a l i s t i c " e x i s t e n c e i n t h e A m e r i c a n c u l t u r a l c o n t e x t .

Nex t we desc r ibe two schoo ls o f though t on the sub jec t , the po l i t i ca l

w h i c h e m p h a s i z e s r e g i m e v a l u e s a n d t h e m a n a g e r i a l w h i c h s t r e s s e s

p e r f o r m a n c e v a l u e s . D r a w i n g o n t h o s e p e r s p e c t i v e s , w e d e s c r i b e a

f r a m e w o r k f o r a n a l y z i n g a c c o u n t a b i l i t y i n A m e r i c a n p u b l i c

a d m i n i s t r a t i o n a n d e x a m i n e f o u r m a j o r " a c c o u n t a b i l i t y s y s t e m s " t h a t

e m e r g e f r o m t h e d i m e n s i o n s o f t h a t f r a m e w o r k . S e v e r a l i n i t i a l

q u e s t i o n s c o n c e r n i n g a c c o u n t a b i l i t y a r e g e n e r a t e d , a n d t h e s e a r e

a p p l i e d i n c a s e s t u d i e s t h a t r e fl e c t t h e i s s u e s r a i s e d b y t h e c o n c e p t

»
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A fi n a l d i s c u s s i o n s u m m a r i z e s b o t h t h e fi n d i n g s o fo f a c c o u n t a b i l i t y ,

t h a t c a s e s t u d y a p p l i c a t i o n a n d t h e i m p l i c a t i o n s o f t a k i n g t h i s

a p p r o a c h t o t h e s t u d y o f a c c o u n t a b i l i t y i n A m e r i c a n p u b l i c

a d m i n i s t r a t i o n .

B . D e fi n i n g A c c o u n t a b i l i t y

T h e s e a r c h f o r a d e fi n i t i o n o f a c c o u n t a b i l i t y i s n o t a s

f r u s t r a t i n g a s , t h e s e a r c h f o r m e a n i n g s o f o t h e r f r e q u e n t l y u s e d t e r m s .

T h e d e fi n i t i o n s a v a i l a b l e t o u s , h o w e v e r , c o v e r a w i d e r a n g e o f

p e r s p e c t i v e s o n t h e t o p i c ,

T h o m p s o n t e x t b o o k i t w a s d e fi n e d i n a w a y t h a t s t r e s s e d t h e e x i s t e n c e

o f p r e c o n d i t i o n s f o r a c c o u n t a b i l i t y :

1

I n t h e c l a s s i c S i m o n , S m i t h b u r g , a n d

t h o s e m e t h o d s , p r o c e d u r e s , a n d

f o r c e s t h a t d e t e r m i n e w h a t v a l u e s w i l l b e r e fl e c t e d i n a d m i n i s t r a t i v e

d e c i s i o n s . I n a m o r e r e c e n t w o r k , E . L e s l i e N o r m a n t o n h i g h l i g h t s

t h e v i e w o f a c c o u n t a b i l i t y a s a n o n g o i n g r e s p o n s i b i l i t y i m p o s e d o n t h e

a l i a b i l i t y t o r e v e a l , t o e x p l a i n

a n d t o j u s t i f y w h a t o n e d o e s ; h o w o n e d i s c h a r g e s r e s p o n s i b i l i t i e s . ,

a c c o u n t a b l e a g e n c y o r i n d i v i d u a l :

i n t h e h a n d s o f t h e a c c o u n t a b l e p a r t y , b u t i n a d i f f e r e n t — a n d m u c h

e x t e n t t o w h i c h a n o r g a n i z a t i o n b e l i e v e s

that it is answerable for its actions to the people it serves."^
S h a r k a n s k y i s m u c h m o r e e x p l i c i t i n n o t i n g t h e l i n k a g e b e t w e e n

a c c o u n t a b i l i t y a n d p o l i t i c s w h e n h e a r g u e s t h a t t h e i s s u e o f

a c c o u n t a b i l i t y " g e t s a t t h e q u e s t i o n o f c o n t r o l , o r W h o r u l e s .

F i n a l l y , t h e r e a r e t h o s e w h o d e fi n e t h e t e r m t o i n c l u d e t h e

a n y s i t u a t i o n i n w h i c h i n d i v i d u a l s

m o r e p o l i t i c a l — w a y : t h e

I r a

m e a n s

a s s o c i a t e d w i t h a c c o u n t a b i l i t y :

w h o e x e r c i s e p o w e r a r e e x p e c t e d t o b e c o n s t r a i n e d a n d i n f a c t a r e

r e a s o n a b l y c o n s t r a i n e d b y e x t e r n a l m e a n s . . . a n d t o a d e g r e e b y
7i n t e r n a l n o r m s . .
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P e r h a p s e v e n m o r e u s e f u l t h a n t h e s e s i n g l e - s e n t e n c e

d e fi n i t i o n s o f a c c o u n t a b i l i t y a r e d i s c u s s i o n s w h i c h e l a b o r a t e t h e

c o n c e p t s i n t e r m s o f v a r i o u s

o f a p p r o a c h e s , e a c h h i g h l i g h t i n g a d i s t i n c t p e r s p e c t i v e o n t h e

H e r b e r t J . S p i r o , a p o l i t i c a l t h e o r i s t , v i e w s

H e r e t o o t h e r e e x i s t s a r a n g et y p e s .

s u b j e c t .

a c c o u n t a b i l i t y a s o n e d i m e n s i o n o f t h e m o r e g e n e r a l c o n c e p t o f

I n d e a l i n g w i t h r e s p o n s i b i l i t y , h e m a k e s a" r e s p o n s i b i l i t y ,

d i s t i n c t i o n b e t w e e n a n o f fi c i a l b e i n g a c c o u n t a b l e f o r a n e v e n t a n d

b e i n g t h e c a u s e o f t h e o c c u r r e n c e ,

o f fi c i a l a c t u a l l y c a u s e d t h e e v e n t — m a d e i t h a p p e n e i t h e r

i n t e n t i o n a l l y o r u n i n t e n t i o n a l l y - - h e o r s h e m a y s t i l l b e h e l d

F o r S p i r o , a c c o u n t a b i l i t y i s s y n o n y m o u s w i t h

G i v e n t h i s o r i e n t a t i o n , h e d i s c u s s e s t w o t y p e s o f

E x p l i c i t a c c o u n t a b i l i t y

e x i s t s w h e n t h e o f fi c i a l i s a w a r e o f t h e e x t e n t t o w h i c h h e o r s h e

R e g a r d l e s s o f w h e t h e r t h e

a c c o u n t a b l e f o r i t .

a n s w e r a b i l i t y ,

a c c o u n t a b i l i t y : e x p l i c i t a n d i m p l i c i t .

m u s t a n s w e r f o r a n a c t i o n , w h i l e f o r i m p l i c i t a c c o u n t a b i l i t y s u c h

k n o w l e d g e i s l a c k i n g .

S o c i a l t h e o r i s t A r a i t a i E t z i o n i t a k e s a f u n c t i o n a l i s t a p p r o a c h t o

t h e c o n c e p t v ^ h e n h e p o s i t s f o u r a l t e r n a t i v e c o n c e p t i o n s o f

a c c o u n t a b i l i t y . T h e fi r s t h e t e r m s a c c o u n t a b i l i t y a s " g e s t u r e " o r

s y m b o l .

8

T h e h a l l m a r k o f a c c o u n t a b i l i t y a s g e s t u r e i s t h a t i t i s p u r e

n o r m w i t h l i t t l e o r n o i n s t r u m e n t a l i t y a t t a c h e d ,

a c c o u n t a b i l i t y s t a n d s a s a

I n t h i s s e n s e ,

s u b s t i t u t e f o r a c t u a l a c c o u n t a b i l i t y "

as ameans fo r mob i l i z i ng o r educa t i ng popu la t i ons rega rd ing

o r

g o v e r n m e n t ' s r e s p o n s i b i l i t i e s i n s o m e c o n t r o v e r s i a l a r e a , e . g . c i v i l
q

r i g h t s . ^ I n E t z i o n i ' s s e c o n d c o n c e p t i o n o f a c c o u n t a b i l i t y, i t i s

r e g a r d e d a s a r e fl e c t i o n a n d p r o d u c t o f t h e p o l i t i c a l p r o c e s s w h e r e i n



t h e a c c o u n t a b l e o f fi c i a l i s e x p o s e d t o t h e d y n a m i c s o f i n t e r e s t g r o u p

I n t h i s f o r m o f a c c o u n t a b i l i t y , t h ep o l i t i c s i n a p l u r a l i s t i c s y s t e m ,

o f fi c i a l ' s p o s i t i o n

p h y s i c s d i a g r a m u p o n w h i c h v a r i o u s f o r c e s i m p i n g e .

i s a n a l o g o u s t o t h a t o f a b i l l i a r d b a l l i n a
n l O T h e t h i r d t y p e

o f a c c o u n t a b i l i t y i s f o r m a l a n d l e g a l i s t i c , a t y p e s i m i l a r t o S p i r o ' s

e x p l i c i t " a c c o u n t a b i l i t y t o t h e e x t e n t t h a t " m u c h i n k i s s h e d " t o

F i n a l l y ,1 1c l a r i f y t o w h o m a n d f o r w h a t t h e o f fi c i a l i s a c c o u n t a b l e .

E t z i o n i a r g u e s f o r a f o u r t h v e r s i o n a c c o u n t a b i l i t y , o n e t h a t p r o v i d e s

t h e o f fi c i a l w i t h " g u i d a n c e " i n c a r r y i n g o u t h i s o r h e r t a s k t h a t g o e s

b e y o n d s y m b o l i s m , p o l i t i c s , a n d t h e f o r m a l o b l i g a t i o n s o f t h e l a w .

A t h i r d t y p o l o g y h a s e m e r g e d f r o m t h e o b s e r v a t i o n s o f t h o s e w h o

t r a c k t h e a c c o u n t a b i l i t y o f p u b l i c o f fi c i a l s - - " a c c o u n t a n t s " a n d

1 2

a u d i t o r s i n b o t h t h e n a r r o w e s t a n d b r o a d e s t s e n s e s o f t h o s e t e r m s .

D a v i d Z . R o b i n s o n o u t l i n e s t h r e e t y p e s o f a c c o u n t a b i l i t y d e r i v e d f r o m

t h e a c t i v i t i e s o f t h o s e o v e r s i g h t p r o f e s s i o n a l s . P r o g r a m

a c c o u n t a b i l i t y f o c u s e s o n t h e d e g r e e t o w h i c h a p u b l i c o f fi c i a l i s

f u l fi l l i n g h i s o r h e r p r o g r a m o r p r o j e c t g o a l s , h o w e v e r t h e s e m a y b e

d e fi n e d . P r o c e s s a c c o u n t a b i l i t y f o c u s e s o n " h o w " t h e o f fi c i a l i s

a t t e m p t i n g t o a c h i e v e t h o s e g o a l s ,

d e a l s a l m o s t e x c l u s i v e l y v / i t h h o w t h e o f fi c i a l i s i m p l e m e n t i n g o n e

s a l i e n t p a r t o f t h e p r o c e s s , t h e e x p e n d i t u r e o f f u n d s .

W e g e t a s e n s e o f w h a t a c c o u n t a b i l i t y e n t a i l s f r o m t h e s e

v a r i o u s d e fi n i t i o n s a n d t y p o l o g i e s , b u t a n a l y t i c a l l y t h e y l e a v e a

g r e a t d e a l t o b e d e s i r e d .

F i n a l l y , fi s c a l a c c o u n t a b i l i t y

1 3

N o d o u b t , m u c h i n s i g h t h a s b e e n g a i n e d

f r o m t h e s p e c i fi c c a s e e x a m p l e s t h o s e a u t h o r s h a v e p r o v i d e d t o

e l a b o r a t e o n t h e i r c o n c e p t i o n s o f a c c o u n t a b i l i t y ,

t h e r e s t i l l r e m a i n s t h e t a s k o f d e v e l o p i n g a f r a m e w o r k w i t h i n w h i c h

the cond i t i ons and dynamics o f accoun tab i l i t y can be sys temat i ca l l y

N e v e r t h e l e s s ,

5



s t u d i e d . A c c o m p l i s h i n g t h a t t a s k f o r t h e s t u d y o f p u b l i c

a d m i n i s t r a t i o n w i l l b e c h a l l e n g i n g b u t n o t a n a l y t i c a l l y i m p o s s i b l e ,

f o r t h e r e e x i s t s a c o n s i d e r a b l e c o l l e c t i o n o f u s e f u l m a t e r i a l r e a d y

t o b e u s e d f o r s u c h a p u r p o s e . W h a t i s m i s s i n g , h o w e v e r , i s t h e

p roper "a t t i t ude" among those who s tudy pub l i c admin is t ra t ion toward

a c c o u n t a b i l i t y . A s n o t e d a b o v e , a c c o u n t a b i l i t y i s c u r r e n t l y

a p p r o a c h e d i n r e a c t i v e , n o r m a t i v e , a n d p r e s c r i p t i v e t e r m s b y m o s t

s t u d e n t s o f g o v e r n m e n t a d m i n i s t r a t i o n . W h a t i s n e e d e d a t t h e o u t s e t

i s t o e s t a b l i s h a n a t t i t u d e w h i c h s t r e s s e s t h e c u r r e n t s t a t e o f

To a c c o m p l i s h t h a ta c c o u n t a b i l i t y i n A m e r i c a n p u b l i c a d m i n i s t r a t i o n ,

o b j e c t i v e , w e b e g i n b y d e s c r i b i n g a c c o u n t a b i l i t y w i t h i n t h e A m e r i c a n

c o n t e x t .

C o n t e x t i s i m p o r t a n t i n t h e s t u d y o f a c c o u n t a b i l i t y ,

t h e U . S . n o r m o d e r n d e m o c r a t i c n a t i o n s h a s a m o n o p o l y o n t h e c o n c e p t

o f a c c o u n t a b i l i t y o r i t s a p p l i c a t i o n .

N e i t h e r

E v e n t h e m o s t d e s p o t i c o f

d i c t a t o r s w i l l c l a i m t o b e a c c o u n t a b l e t o s o m e o n e o r s o m e t h i n g ( e . g .

G o d , h i s t o r y , t h e

a c c o u n t a b i l i t y i s p e r c e i v e d a n d a p p l i e d m a y b e a t t h e h e a r t o f

d i f f e r e n c e s a m o n g n a t i o n a l p o l i t i c a l s y s t e m s ,

d o u b t t h a t a c c o u n t a b i l i t y i s v i e w e d d i f f e r e n t l y i n t h e U . S . t h a n i t i s

B u t i t i s n o l e s s t h e c a s e t h a t

n a t i o n " ) . I n f a c t , v a r i a t i o n s i n h o w

T h e r e c a n b e l i t t l e

p e r c e i v e d i n t h e U . S . S . R . o r I r a n ,

d i f f e r e n c e s i n c o n c e p t i o n s o f a c c o u n t a b i l i t y e x i s t b e t w e e n t h e U . S .
1 4a n d G r e a t B r i t a i n . W h e n a l l i s s a i d a n d d o n e , t h e r e f o r e , a n y

d i s c u s s i o n o f a c c o u n t a b i l i t y m u s t b e b u i l t o n a n u n d e r s t a n d i n g o f t h e

p a r t i c u l a r c o n t e x t i n w h i c h i t i s a p p l i e d .

T h e A m e r i c a n c o n t e x t f o r p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y

c a n b e s u m m a r i z e d i n a v a r i e t y o f w a y s . T h e g e n e r a l d i s t r u s t o f
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g o v e r n m e n t a n d t h e h i g h l y f r a g m e n t e d s t r u c t u r e o f p o l i t i c a l

i n s t i t u t i o n s a r e t w o o f t h e m o r e o b v i o u s f e a t u r e s o f t h e s y s t e m .

T h e r e i s p e r h a p s n o m o r e c e n t r a l a n d r e l e v a n t f e a t u r e f o r t h e i s s u e

o f p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y t h a n t h e l o n g - s t a n d i n g

d i s t i n c t i o n b e t w e e n p o l i t i c s a n d a d m i n i s t r a t i o n ,

d i s t i n c t i o n e x i s t s i n f a c t , i t i s a n i m p o r t a n t f a c t o r i n d e t e r m i n i n g

h o w p e o p l e v i e w t h e r o l e s a n d o b l i g a t i o n s o f g o v e r n m e n t

a d m i n i s t r a t o r s .

W h e t h e r o r n o t t h e

T h e p o l i t i c s / a d m i n i s t r a t i o n d i c h o t o m y m a n i f e s t s

i t s e l f a s a d u a l s e t o f s t a n d a r d s u p o n w h i c h t h e f o r m a n d d y n a m i c s o f

p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y a r e b u i l t ,

m a n a g e r i a l s t a n d a r d s f o r a c c o u n t a b i l i t y a r e a r t i c u l a t e d s e p a r a t e l y

a n d o f t e n a p p l i e d w i t h o u t r e f e r e n c e t o e a c h o t h e r ,

t h o s e s t a n d a r d s i n e v i t a b l y i n t e r a c t , a n d i t i s i n t h o s e i n t e r a c t i o n s

t h a t t h e a c t u a l d i m e n s i o n s o f p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y

A n y f r a m e w o r k f o r t h e s t u d y o f a c c o u n t a b i l i t y m u s t

t a k e t h a t i n t e r a c t i v e d u a l i s m i n t o a c c o u n t .

P o l i t i c a l a n d

N e v e r t h e l e s s ,

b e c o m e e v i d e n t .

Given th is perspect ive, we advocate the imagery of the Janus

M y t h i n o r d e r t o f a c i l i t a t e a b e t t e r u n d e r s t a n d i n g o f a c c o u n t a b i l i t y

i n pub l i c admin is t ra t i on as we l l as o the r aspec ts o f Amer i can

b u r e a u c r a c y . J a n u s , t h e a n c i e n t R o m a n g o d o f d o o r p o s t s , w a s a

two- faced figure that was o f ten found above c i ty gates and ent ryways

J a n u s b i d f a r e w e l l t o t h o s e l e a v i n g a p l a c e a n d

S t r a t e g i c a l l y , J a n u s w a s i n a p o s i t i o n t o

v i e w t h e w o r l d f r o m b o t h w i t h i n a n d o u t s i d e t h e c o n fi n e s o f a c i t y o r

Func t i ona l l y, he s imu l t aneous l y r ep resen ted bo th t he sepa ra t i on

and l inkage be tween in te rna l househo ld mat te rs and ex te rna l wor ld ly

As an appropr ia te image fo r Amer i can pub l i c admin is t ra t i on ,

the Janus My th s t resses the d i s t i nc t i on be tween po l i t i ca l and

t o R o m a n h o m e s .

g r e e t e d t h o s e w h o e n t e r e d .

h o m e .

a f f a i r s .
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m a n a g e r i a l c o n c e r n s w h i l e d r a w i n g a t t e n t i o n t o t h e i n t e r d e p e n d e n c i e s

F r o m o u r p e r s p e c t i v e , a c c o u n t a b i l i t y f o r A m e r i c a n p u b l i c

a d m i n i s t r a t o r s i s r e fl e c t e d i n t h e J a n u s M y t h i m a g e r y , f o r i t i s a

m a n i f e s t a t i o n o f b o t h p o l i t i c a l a n d m a n a g e r i a l c o n c e p t i o n s o f

a c c o u n t a b i l i t y t h a t h a v e e m e r g e d o v e r t h e p a s t t w o c e n t u r i e s .

C . T w o V i e w s o f A c c o u n t a b i l i t y

I n p o l i t i c a l t e r m s , t h e q u e s t i o n o f a c c o u n t a b i l i t y f o r p u b l i c

a d m i n i s t r a t i o n d r a w s a t t e n t i o n t o h o w o n e l i n k s t h e t a s k s o f

o f t h e t w o .

a d m i n i s t r a t i o n t o A m e r i c a ' s r e g i m e v a l u e s . A s J o h n A . R o h r h a s

n o t e d i n h i s d i s c u s s i o n o f a d m i n i s t r a t i v e e t h i c s , " t o t h e e x t e n t t h a t

b u r e a u c r a t s g o v e r n i n a d e m o c r a t i c p o l i t y , t h e y s h o u l d s o m e h o w

r e fl e c t t h e v a l u e s o f t h e p e o p l e i n w h o s e n a m e t h e y g o v e r n ,

are those regime values? They inc lude many of the endur ing values

a s s o c i a t e d w i t h t h e A m e r i c a n R e v o l u t i o n a s w e l l a s t h o s e d e v e l o p e d a s

p a r t o f t h e A m e r i c a n p o l i t i c a l c u l t u r e f o r t h e p a s t t w o c e n t u r i e s .

T h e y a l s o i n c l u d e l e s s p e r m a n e n t v a l u e s t h a t t a k e t h e f o r m o f

i d e o l o g i c a l c o m m i t m e n t s . I n t h e b r o a d e s t s e n s e , t h e y m a k e u p w h a t

S a m u e l P. H u n t i n g t o n h a s d e s c r i b e d a s " t h e A m e r i c a n C r e e d ,

n a r r o w e r s e n s e t h e y a r e r e fl e c t e d i n t h e i d e o l o g i c a l c o m m i t m e n t s o f

t h o s e w h o a r e e l e c t e d t o p u b l i c o f fi c e .

The American Creed has been studied and described by many

a n a l y s t s , a n d w h i l e e a c h h a s u s e d a d i f f e r e n t s e t o f t e r m s t o l a b e l

t h e s e v a l u e s , t h e r e i s l i t t l e d o u b t t h a t t h e y h a v e a l l b e e n

d i s c u s s i n g t h e s a m e t h i n g . L o u i s H a r t z f o u n d t h e m i n t e n e t s o f a n

"irrational" Lockean liberalism^^; Daniel Boorstin saw them in the

c o n t i n u i t y o f p a s t v a l u e s r e fl e c t e d i n o u r c o n t e m p o r a r y

institutions^^; Walter Lippmann perceived them as the endangered

1 5 W h a t

I n a
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"public philosophy" of western democracies^®; and William H. Riker
s a w t h e m i n t h e " d e m o c r a t i c d o g m a " t o w a r d w h i c h A m e r i c a n s s t r i v e .

O n a m o r e e x p l i c i t l e v e l , S e y m o u r M a r t i n L i p s e t h a s p o s i t e d " e q u a l i t y

a n d a c h i e v e m e n t " a s t h e " t w o b a s i c A m e r i c a n v a l u e s " a r o u n d w h i c h t h e

1 9

2 0 H u n t i n g t o n ' s l i s t i s a b i t m o r e e x t e n s i v e :n a t i o n h a s d e v e l o p e d ,

l i b e r t y , e q u a l i t y , i n d i v i d u a l i s m , d e m o c r a c y , a n d t h e r u l e o f l a wf t

2 1u n d e r a c o n s t i t u t i o n .

O n a n i d e o l o g i c a l l e v e l , A m e r i c a n p o l i t i c s g e n e r a t e s v a r i a t i o n s

o n t h e A m e r i c a n C r e e d t h a t t e n d t o p l a c e d i f f e r e n t e m p h a s i s o n b a s i c

F o r e x a m p l e , a c c e p t i n g L i p s e t ' s v i e w o f A m e r i c a nr e g i m e v a l u e s ,

v a l u e s f o r t h e m o m e n t , o n e c a n a r g u e t h a t t h e c u r r e n t a d m i n i s t r a t i o n

i n W a s h i n g t o n s t r e s s e s " a c h i e v e m e n t " w h i l e t h e p r i o r o n e f o c u s e d o n

A l t h o u g h A m e r i c a n p o l i t i c s t e n d s n o t t o b e

i d e o l o g i c a l , s p e c i fi c p o l i t i c a l o r i e n t a t i o n s - - a l l v a r i a t i o n s o f t h e

A m e r i c a n C r e e d - - t e n d t o d o m i n a t e a t a n y g i v e n t i m e .

W i t h i n t h e c o n t e x t o f t h e A m e r i c a n C r e e d a n d i t s i d e o l o g i c a l

v a r i a t i o n s , p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y t a k e s t h e f o r m o f a

c o m m i t m e n t t o h a v e a d m i n i s t r a t i v e d u t i e s f u l fi l l e d i n a m a n n e r

i s s u e s o f " e q u a l i t y .

2 2

c o n s i s t e n t w i t h b o t h t h e t e n e t s o f t h e g e n e r a l c r e e d a n d i t s

p a r t i c u l a r p o l i t i c a l m a n i f e s t a t i o n s ,

e x p e c t e d t o p e r f o r m i n w a y s t h a t d o n o t v i o l a t e { o r w h i c h p r o m o t e )

O n s p e c i fi c i s s u e s , t h e y a r e

P u b l i c a d m i n i s t r a t o r s a r e t h u s

l i b e r t y , e q u a l i t y , i n d i v i d u a l i s m , e t c . ,

e x p e c t e d t o c a r r y o u t t h e i r t a s k s i n l i g h t o f t h e v i e w s o f t h e

c u r r e n t p o l i t i c a l l e a d e r s h i p ,

a c c o u n t a b i l i t y p l a c e s a p r e m i u m o n a d h e r e n c e t o p o l i t i c a l l y d e r i v e d o r

d r i v e n f o r c e s .

I n s h o r t , t h e p o l i t i c a l c o n c e p t o f

I n l i g h t o f t h e s e p o l i t i c a l e x p e c t a t i o n s , t h e p r o b l e m o f

a c c o u n t a b i l i t y b e c o m e s o n e o f e s t a b l i s h i n g t h e m e a n s a n d m e c h a n i s m s
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f o r m a k i n g c e r t a i n t h e p u b l i c a d m i n i s t r a t o r s a r e i n f a c t f u l fi l l i n g

t h e o b j e c t i v e s o f t h e A m e r i c a n C r e e d o r t h e c u r r e n t p o l i t i c a l

l e a d e r s h i p ,

h a s b e e n w i d e r a n g i n g a n d e x t r e m e l y s u g g e s t i v e , m u c h o f i t c a n b e

r e d u c e d t o t h e p o s i t i o n s t a k e n b y F r i e d r i c h a n d F i n e r i n t h e i r c l a s s i c

e x c h a n g e , i . e . t h o s e f a v o r i n g i n t e r n a l c o n t r o l s v e r s u s t h o s e f a v o r i n g

O n t h e o n e e x t r e m e , t h e i n t e r n a l i s t s b e l i e v e

t h a t o n e c a n r e l y p r i m a r i l y o n e d u c a t i o n , t r a i n i n g , s o c i a l i z a t i o n ,

p r o f e s s i o n a l i z a t i o n , a n d s i m i l a r m e t h o d s t o i n s t i l l t h e a p p r o p r i a t e

v a l u e s a n d p o l i t i c a l s e n s i t i v i t i e s w i t h i n t h e a d m i n i s t r a t o r t h a t a r e

n e e d e d t o p r o d u c e t h e d e s i r e d r e s u l t s .

e x t e r n a l i s t s b e l i e v e t h a t o n l y t h r o u g h c o n s t a n t a n d t h o r o u g h o v e r s i g h t

b y o u t s i d e a c t o r s c a n o n e b e c e r t a i n t h a t p o l i t i c a l e x p e c t a t i o n s a r e

I n e i t h e r c a s e , t h e d e b a t e i n p o l i t i c a l a c c o u n t a b i l i t y

f o c u s e s a t t e n t i o n o n t h e f o r m s o f c o n t r o l i m p o s e d o n A m e r i c a n p u b l i c

A l t h o u g h t h e d e b a t e o v e r t h e p r o p e r m e a n s a n d m e c h a n i s m s

e x t e r n a l m e c h a n i s m s .

O n t h e o t h e r e x t r e m e .

b e i n g m e t .

a d m i n i s t r a t o r s .

F r o m t h e m a n a g e r i a l p e r s p e c t i v e , a c c o u n t a b i l i t y f o r p u b l i c

a d m i n i s t r a t o r s i s i n t e n d e d t o m a k e c e r t a i n t h e y a d h e r e t o t h e

T h e m a n a g e m e n t o r i e n t a t i o np e r f o r m a n c e v a l u e s o f A m e r i c a n s o c i e t y ,

i s a l m o s t a n o b s e s s i o n w i t h A m e r i c a n s , p a r t i c u l a r l y a s i t p r o m i s e s

g r e a t e r e f fi c i e n c y i n g o v e r n m . e n t .

f e t i s h o f t h e b u s i n e s s w o r l d ,

o p e r a t i o n o f a b u s i n e s s t h e m o d e l f o r p o l i t i c s a n d p e r s o n a l l i f e .

T h e u r g e f o r t h e b u s i n e s s - l i k e o p e r a t i o n o f g o v e r n m e n t w a s a t t h e

h e a r t o f t h e m a j o r p o l i t i c a l a n d a d m i n i s t r a t i v e r e f o r m s t h a t h a v e

p r o v i d e d u s w i t h o u r m o d e r n f o r m s o f p u b l i c a d m i n i s t r a t i o n a t a l l

l e v e l s o f o u r p o l i t i c a l s y s t e m .

I n A m e r i c a e f fi c i e n c y i s t h e

o b s e r v e s A b r a h a m K a p l a n , a n d t h e

2 3

2 4 a n d i t w a s t h e e s s e n t i a l t h e m e
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u n d e r l y i n g W o o d r o w W i l s o n ' s c a l l t o s t u d y g o v e r n m e n t a d m i n i s t r a t i o n i n
2 51 8 8 7 .

W h i l e e f fi c i e n c y s t a n d s a s t h e c e n t r a l p e r f o r m a n c e v a l u e i n

t h i s v i e w o f a c c o u n t a b i l i t y , i t i s n o t t h e o n l y o n e s t r e s s e d .

E f f e c t i v e n e s s , o r g o a l a c h i e v e m e n t , i s a n o t h e r f r e q u e n t l y e m p h a s i z e d

v a l u e u p o n w h i c h m a n a g e r i a l a c c o u n t a b i l i t y i s b u i l t , a s i s t h e

i d e a o f " e c o n o m y " i n g o v e r n m e n t . T h e t e n d e n c y t o g i v e h i g h

p r i o r i t y t o t h e s e m a n a g e r i a l c r i t e r i a h a s b e e n b o t h c r i t i c i z e d a n d

praised,^® but in no case has anyone denied their practical
i m p o r t a n c e f o r p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y i n t h e U n i t e d

S t a t e s . " T h e p r o m i s e o f b u s i n e s s a d m i n i s t r a t i o n i s a l m o s t

i r r e s i s t i b l e t o t h e A m e r i c a n e l e c t o r a t e , " s t a t e s K a p l a n ; t h e " p l a i n

m a n w i l l s t a n d f o r n o n o n s e n s e : h e w a n t s t h e m o s t f o r h i s m o n e y.

I n c o n t r a s t t o t h e p o l i t i c a l a c c o u n t a b i l i t y s t r e s s o n f o r m s o f

c o n t r o l , m a n a g e r i a l a c c o u n t a b i l i t y c o n c e n t r a t e s a t t e n t i o n o n t h e

d e g r e e o f c o n t r o l h a d b y t h o s e t o w h o m a d m i n i s t r a t o r s a r e

accountable.^^ As in the political conception of accountability,
t h e r e e x i s t s a w i d e r a n g i n g d e b a t e o v e r w h a t a c c o u n t a b i l i t y s h o u l d

e n t a i l . A t o n e e x t r e m e a r e t h o s e w h o b e l i e v e t h e d e g r e e o f c o n t r o l

s h o u l d b e h i g h i n t h e s e n s e o f b e i n g c o m p r e h e n s i v e ( c o v e r i n g a l l

aspects of administration in detail), thorough, and constant^^; at
t h e o t h e r e x t r e m e a r e t h o s e w h o b e l i e v e i n a l o w d e g r e e o f

m a n a g e r i a l c o n t r o l , a l l o w i n g a d m i n i s t r a t o r s a g r e a t d e a l m o r e

a u t o n o m y a n d d i s c r e t i o n i n c a r r y i n g o u t t h e i r f u n c t i o n s ,

s e n s e , t h i s i s b u t a n o t h e r d i m e n s i o n o f t h e F r i e d r i c h - F i n e r d e b a t e

o v e r a d m i n i s t r a t i v e r e s p o n s i b i l i t y a n d a m o r e g e n e r a l m a n i f e s t a t i o n

of the c lass ic "Theory Xversus Theory Y" model pos i ted by Douglas

M c G r e g o r . I n a n o t h e r s e n s e , i t i s a m a n a g e r i a l v e r s i o n o f t h e
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g e n e r a l d e b a t e o v e r t h e r o l e o f a d m i n i s t r a t i v e d i s c r e t i o n i n t h e

R e g a r d l e s s o f i t s s o u r c e , t h e

c o n c e r n f o r m a n a g e r i a l a c c o u n t a b i l i t y p l a y s a m a j o r r o l e i n

d i s c u s s i o n s a b o u t A m e r i c a n p u b l i c a d m i n i s t r a t i o n .

3 2A m e r i c a n c o n s t i t u t i o n a l s y s t e m .

3 3

D . T h e F r a m e w o r k

G i v e n t h e s e t w o v i e w s o f a c c o u n t a b i l i t y , o u r t a s k i s t o c o n s t r u c t

a f r a m e w o r k t h a t w i l l b e u s e f u l i n a n a l y z i n g t h e r o l e a c c o u n t a b i l i t y

p l a y s i n A m e r i c a n p u b l i c a d m i n i s t r a t i o n ,

h i g h l i g h t t h e o v e r l a p p i n g t h e m e s o f b o t h t h e p o l i t i c a l a n d m a n a g e r i a l

v i e w s o f a c c o u n t a b i l i t y o u t l i n e d a b o v e . T h e s e a r e r e fl e c t e d i n t h e t w o

m a j o r d i m e n s i o n s o f F i g u r e 1 .

d i c h o t o m y s y m b o l i c o f t h e r a n g e o f c h o i c e s c h a r a c t e r i z i n g t h e d e b a t e

o v e r p o l i t i c a l a c c o u n t a b i l i t y , i . e . w h e t h e r c o n t r o l o v e r a c c o u n t a b l e

A l o n g t h e v e r t i c a l

d i m e n s i o n i s a s e c o n d d i c h o t o m y i n d i c a t i n g t h e r a n g e o f o p t i o n s t h a t

e m e r g e f r o m d i s c u s s i o n s o f m a n a g e r i a l a c c o u n t a b i l i t y , i . e . a h i g h

d e g r e e o f c o n t r o l v e r s u s a l o w d e g r e e o f c o n t r o l o v e r a c c o u n t a b l e

o f fi c i a l s .

S u c h a f r a m e w o r k s h o u l d

O n t h e h o r i z o n t a l d i m e n s i o n i s t h e

o f fi c i a l s s h o u l d b e i n t e r n a l o r e x t e r n a l i n f o r m .

W i t h i n t h i s f r a m e w o r k f o u r c o m m o n t y p e s o f p u b l i c

a d m i n i s t r a t i o n a c c o u n t a b i l i t y c a n b e d i s t i n g u i s h e d ,

e a c h o f t h e s e f o u r t y p e s c a n e x i s t a n d b e f o u n d a c c e p t a b l e i n t h e

T h e y r e p r e s e n t m o d e l s o f a l t e r n a t i v e

a c c o u n t a b i l i t y s y s t e m s t h a t m i g h t b e a p p l i e d t o p u b l i c

a d m i n i s t r a t o r s w i t h i n s p e c i fi c j u r i s d i c t i o n a n d o r g a n i z a t i o n a l

H o w e v e r , i t s h o u l d b e n o t e d a t t h e o u t s e t t h a t o u r c l a i m s

W e c o n t e n d t h a t

A m e r i c a n p o l i t i c a l s y s t e m .

c o n t e x t s .

f o r t h e s e f o u r a c c o u n t a b i l i t y s y s t e m s a r e t e n t a t i v e a n d l i m i t e d ,

t h e m o m e n t t h e y r e p r e s e n t a n a l y t i c i d e a l i z a t i o n s d r a w n f r o m t h e l o g i c

A t
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o f t h e J a n u s M y t h t h e m e o u t l i n e d e a r l i e r ,

a n a l y t i c m o d e l i s i n i t s a p p l i c a t i o n t o t h e r e a l i t y i t i s s u p p o s e d t o

p r o v i d e i n s i g h t i n t o .

T h e t e s t o f a n y s u c h

L O C U S O F F O R M O F C O N T R O L

E x t e r n a lI n t e r n a l

H i g h C O M M A N D O V E R S I G H T

D E G R E E
O F

C O N T R O L
R E S P O N S I B L E R E S P O N S I V E

L o w

F I G U R E 1
A C C O U N T A B I L I T Y S Y S T E M S

W h e r e t h e d e g r e e o f c o n t r o l o v e r p u b l i c a d m i n i s t r a t o r s i s

h i g h a n d t h e f o r m o f c o n t r o l i n t e r n a l w e h a v e a c o m m a n d

a c c o u n t a b i l i t y s y s t e m . P e r h a p s t h e b e s t k n o w n e x a m p l e o f t h i s

a p p r o a c h t o a c c o u n t a b i l i t y i s f o u n d i n t h e i d e a o f t h e

" A d m i n i s t r a t i v e P r e s i d e n c y a s s o c i a t e d w i t h t h e N i x o n

3 4 b u t i t s f e d e r a l h i s t o r y g o e s b a c k t o e f f o r t s a t

r e o r g a n i z i n g t h e f e d e r a l e x e c u t i v e b r a n c h f r o m t h e B r o w n l o w C o m m i t t e e

U n d e r l y i n g t h i s a p p r o a c h i s t h e c l a s s i c a l a s s u m p t i o n t h a t

a c c o u n t a b i l i t y i s f a c i l i t a t e d b y c e n t r a l i z i n g a d m i n i s t r a t i v e

r e s p o n s i b i l i t y t h r o u g h e s t a b l i s h i n g a u n i t y o f h i e r a r c h i c a l c o m m a n d .

U n d e r t h i s s y s t e m , i t i s t h e c h i e f e x e c u t i v e o f fi c i a l o f a n a g e n c y

w h o i s a c c o u n t a b l e f o r t h e a c t i v i t i e s o f h i s o r h e r o r g a n i z a t i o n a n d

A s t h e a c c o u n t a b l e p a r t y , i t f o l l o w s t h a t h e o r s h e

w i l l d e v e l o p a p p r o p r i a t e m e c h a n i s m s f o r d e fi n i n g a n d m o n i t o r i n g t h e

r e l e v a n t b e h a v i o r s o f o r g a n i z a t i o n a l s u b o r d i n a t e s .

a d m i n i s t r a t i o n .

o n w a r d .

i t s m e m b e r s .

T a k e n i n i t s m o s t
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ex t reme fo rm , t h i s accoun tab i l i t y sys tem p romo tes an au tho r i t a r i an

style of management in which much time and energy is devoted to making
ce r t a i n eve ry de ta i l o f agency ope ra t i ons i s go i ng 3 5j u s t r i g h t .

Where the degree o f accoun tab i l i t y con t ro l rema ins h igh , bu t

t h e f o r m o f t h a t c o n t r o l d e r i v e s f r o m e x t e r n a l ( o u t s i d e t h e a g e n c y o r

o rgan iza t i on ) sou rces , we have an ove rs igh t accoun tab i l i t y sys tem.

The mos t re levan t mode l o r example i s aga in federa l , bu t th i s t ime i t

is found in the relationship between Congress and the bureaucracy.
While Congress does not have the direct power to command federal

agenc ies , i t does have cons ide rab le leve rage over federa l

admin is t ra to rs th rough anumber o f overs igh t mechan isms. A l t h o u g h

Cong ress has gene ra l l y neg lec ted i s f unc t i ons i n t h i s a rea , i t does

have the capacity to establish an effective system of accountabil i ty
based on i t s powers to c rea te , fund , make reques ts o f ( i .e .

casework), audit, and investigate the work of government
a d m i n i s t r a t o r s . 3 6 B u t l e g i s l a t u r e s a r e n o t t h e o n l y e x t e r n a l

Any en t i t y o r g roup hav ing

s ta tus re la t i ve to the bureaucracy can approach

s o u r c e f o r o v e r s i g h t a c c o u n t a b i l i t y.

s o v e r e i g n

a c c o u n t a b i l i t y t h r o u g h o v e r s i g h t . O n e c a n s e e t h i s k i n d o f

a c c o u n t a b i l i t y s t y l e a s a n a l t e r n a t i v e f o r P r e s i d e n t s w h o s e e k t o

a v o i d t a k i n g " c o m m a n d . and one can argue that just such an approach

I n c e r t a i n p o l i c y a r e n a s

s c h o o l s e g r e g a t i o n , e n v i r o n m e n t a l p r o t e c t i o n ) , t h e c o u r t s c a n

b e r e g a r d e d a s p a r t i c i p a t i n g i n a f o r m o f o v e r s i g h t

Even pr iva te groups which c la im to represented

the public interest or common good can develop arole in this type of
a c c o u n t a b i l i t y s y s t e m .

3 7character izes the Reagan pres idency,

( e . g ● r

3 8a c c o u n t a b i l i t y .
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R e s p o n s i b l e a c c o u n t a b i l i t y s y s t e m s c o m b i n e a l o w d e g r e e o f

I t i s i n t h i s a r e a t h a t t h ec o n t r o l b a s e d o n i n t e r n a l m e c h a n i s m s .

i s s u e s s u r r o u n d i n g a d m i n i s t r a t i v e e t h i c s a n d a c c o u n t a b i l i t y

m e r g e

s e n s e o f o b l i g a t i o n o f t h e p u b l i c a d m i n i s t r a t o r . I t i s a t r u s t b u i l t

o n t h e b e l i e f t h a t p u b l i c a d m i n i s t r a t i o n a c c o u n t a b i l i t y c a n b e

i n s t i l l e d t h r o u g h e d u c a t i o n , t r a i n i n g , e x p e r i e n c e , a n d c o m m i t m e n t s t o

b o t h t h e p u b l i c i n t e r e s t a n d p r o f e s s i o n a l i s m . P a r t i c u l a r s t r e s s i s

p l a c e d o n t h e a d m i n i s t r a t o r ' s p r o f e s s i o n a l i s m , a n d i n m a n y c a s e s t h a t

m e a n s d e f e r r i n g t o t h a t o f fi c i a l ' s u n d e r s t a n d i n g o f w h a t h i s o r h e r

p r o f e s s i o n a l l y d e fi n e d o b l i g a t i o n s a r e . O n a p o l i t i c a l l e v e l , t h i s

f o r m o f a c c o u n t a b i l i t y t a k e s t h e f o r m o f e l e c t i n g a B u r k e a n " t r u s t e e "

— s o m e o n e w h o y o u . t r u s t t o a p p l y s o u n d j u d g e m e n t a n d a p p r o p r i a t e

m o r a l s t a n d a r d s o n a l l p o l i c y m a t t e r s . Y o u d o n o t c o u n t o n t h a t

U n d e r l y i n g t h i s s y s t e m i s a t r u s t i n t h e e x p e r t i s e a n d

i n d i v i d u a l t o l e g i s l a t e i n y o u r p a r t i c u l a r i n t e r e s t , b u t r a t h e r i n t h e

i n t e r e s t o f t h e c o m m u n i t y a t - l a r g e a s h e o r s h e s e e s i t . S i m i l a r l y ,

w e o f t e n a p p o i n t g o v e r n m e n t a d m i n i s t r a t o r s w h o w e b e l i e v e w i l l a c t

r e s p o n s i b l y o n b e h a l f o f t h e c o m m u n i t y ' s i n t e r e s t s , a n d u n d e r t h i s

s y s t e m v / e h o l d h i m o r h e r a c c o u n t a b l e o n t h a t g r o u n d s a l o n e .

F i n a l l y , w h e r e e x t e r n a l c o n t r o l m e c h a n i s m s d o m i n a t e b u t w i t h

a l o w d e g r e e o f c o n t r o l b e i n g e x e r c i s e d o v e r t h e a c c o u n t a b l e

o f fi c i a l , w e h a v e a r e s p o n s i v e a c c o u n t a b i l i t y s y s t e m ,

a p p r o a c h d e s c r i b e d a n d a d m i r e d b y p l u r a l i s t s , f o r i t p r e s e n t s t h e

p i c t u r e o f g o v e r n m e n t a d m i n i s t r a t o r s b e i n g a c c o u n t a b l e t o t h o s e t h e y

s e r v e o r s o m e o t h e r g r o u p w i t h a s p e c i a l i n t e r e s t i n t h e w o r k o f t h e

p u b l i c a g e n c y.

N a v a r r o h a v e e x p r e s s e d s e r i o u s r e s e r v a t i o n s a b o u t t h e v a l u e o f s u c h a

I n e i t h e r c a s e , t h e r e c a n b e n o d o u b t a b o u t t h e p o p u l a r i t y

T h i s i s a n

4 1 O t h e r o b s e r v e r s s u c h a s T h e o d o r e J . L o w i a n d P e t e r

4 2s y s t e m .
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o f t h i s a c c o u n t a b i l i t y s y s t e m w i t h i n s p e c i fi c p o l i c y a r e n a s ,

a g r i c u l t u r e , d e f e n s e c o n t r a c t i n g , e t c . .

E . M u l t i p l e A c c o u n t a b i l i t y S y s t e m s : I l l u s t r a t i o n s f r o m t h e
C o u n c i l - M a n a g e r F o r m o f G o v e r n m e n t

I n t h e c a s e s p r e s e n t e d b e l o w w e i l l u s t r a t e t h o s e v a r i o u s t y p e s o f

a c c o u n t a b i l i t y a n d t h e p o t e n t i a l f o r t h e d i f f e r e n t t y p e s t o w o r k b o t h

W e c h o o s e t h e c o u n c i l -

e . g .

t o g e t h e r a n d a t c r o s s p u r p o s e s t o e a c h o t h e r ,

m a n a g e r f o r m o f g o v e r n m e n t f o r o u r i l l u s t r a t i o n s b e c a u s e i n i t s

i d e a l i z e d f o r m i t s a d m i n i s t r a t i v e s t r u c t u r e i s f e r t i l e g r o u n d f o r t h e

v a r i o u s t y p e s o f a c c o u n t a b i l i t y ,

m a n a g e r f o r m o f g o v e r n m e n t i s a r e a l - w o r l d e m b o d i m e n t o f t h e

I t i n c o r p o r a t e s t h e d u a l n e e d s

I n m a n y r e s p e c t s , t h e c o u n c i l -

4 3p o l i t i c s / a d m i n i s t r a t i o n d i c h o t o m y ,

o f l o c a l g o v e r n m e n t u n i t s f o r p o l i t i c a l r e s p o n s i v e n e s s t o l o c a l

i n t e r e s t s a n d m a n a g e r i a l e x p e r t i s e i n t h e a d m i n i s t r a t i o n o f t h a t

r e s p o n s i v e n e s s .

A t i t s b e s t , t h e c o u n c i l - m a n a g e r f o r m o f g o v e r n m e n t r e fl e c t s a

b a l a n c e b e t w e e n t h e i d e a l s o f p o l i t i c a l r e s p o n s i v e n e s s a n d

p r o f e s s i o n a l m a n a g e m e n t ,

t y p e s o f a c c o u n t a b i l i t y i t i n v o l v e s w i l l b e c o m p l e m e n t a r y ,

c o n s t i t u t i n g a n o v e r a l l f r a m e w o r k f o r t h e p u r s u i t o f t h e p u b l i c

a g e n d a .

m e m b e r s ) a r e h e l d a c c o u n t a b l e f o r m a k i n g p o l i c y d e c i s i o n s a n d f o r

T h e c i t y m a n a g e r i s t h e t o p a p p o i n t i v e

o f fi c i a l i n t h e c i t y a n d a s s u c h i s h e l d a c c o u n t a b l e f o r t h e e x e c u t i o n

o f t h e p o l i c y m a n d a t e s o f t h e c o u n c i l a n d t h e d a y - t o - d a y m a n a g e m e n t o f

t h e c i t y .

W h e n i t i s w o r k i n g e f f e c t i v e l y , t h e v a r i o u s

U n d e r t h e s y s t e m e l e c t e d l o c a l o f fi c i a l s ( t h e c o u n c i l

h i r i n g t h e c i t y m a n a g e r .

A t fi r s t g l a n c e , a c c o u n t a b i l i t y i s s u e s s e e m t o b e f a i r l y

s t r a i g h t f o r w a r d u n d e r t h e c o u n c i l - m a n a g e r f o r m o f g o v e r n m e n t .
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A c t u a l l y, a c c o u n t a b i l i t y i s c o m p l i c a t e d i n f o r m a n d i t s d y n a m i c s i s

A s g e n e r a l l y s t r u c t u r e d , e l e c t e d

o f fi c i a l s d o n o t c o n c e r n t h e m s e l v e s w i t h d a y - t o - d a y a d m i n i s t r a t i v e

d e t a i l s , s u c h a s i n d i v i d u a l p e r s o n n e l d e c i s i o n s r e l a t i n g t o h i r i n g .

s o m e t i m e s d i f fi c u l t t o p r e d i c t .

sa la r ies , o r p romot ions ; i ns tead , they concern themse lves w i th b roader

po l i cy i ssues wh ich re la te to pe rsonne l , such as budge ta ry a l l oca t i ons

In pe r fo rm ing these tasks , t he counc i l

may ope ra te as i f i t we re unde r e i t he r a respons i ve o r ove rs igh t

sys tem o f accoun tab i l i t y. I n bo th cases t he l ocus o f con t ro l i s

s p e c i a l i n t e r e s t s " ) .

f o r h i r i n g , r a i s e s , a n d s o o n .

e x t e r n a l ( t h e p u b l i c a n d v a r i o u s

c i r c u m s t a n c e s t h e s e e x t e r n a l f o r c e s e x e r c i s e l i m i t e d a n d i n t e r m i t t e n t

I n s o m e

c o n t r o l o v e r t h e c o u n c i l ( e . g . t h r o u g h e l e c t i o n s ) , t h u s s e t t i n g t h e

s t a g e f o r a r e s p o n s i v e f o r m o f a c c o u n t a b i l i t y w h i c h d e p e n d s a g r e a t

d e a l o n t h e v a l u e s a n d c o m m i t m e n t s o f t h e c o u n c i l m e m b e r s . U n d e r

o t h e r c o n d i t i o n s t h e r e m i g h t b e c o n s t a n t a t t e n t i o n p a i d t o a l l a s p e c t s

o f t h e c o u n c i l ' s p e r f o r m a n c e , t h u s e s t a b l i s h i n g a n o v e r s i g h t s y s t e m .

B o t h a p p r o a c h e s t o a c c o u n t a b i l i t y a r e a c c e p t a b l e u n d e r t h e c o u n c i l -

m a n a g e r f o r m .

A s t h e c o u n c i l ' s d i r e c t s u b o r d i n a t e , t h e c i t y m a n a g e r i s s u p p o s e d

t o s e r v e a t t h e p l e a s u r e o f t h e c o u n c i l w h i l e p e r f o r m i n g i n a

p r o f e s s i o n a l a n d e f fi c i e n t m a n n e r ,

t h e c i t y c o u n c i l , t h e a p p o i n t e d c i t y a d m i n i s t r a t o r i s t h u s e x p e c t e d t o

o p e r a t e u n d e r e i t h e r a s y s t e m o f r e s p o n s i v e a c c o u n t a b i l i t y o r o n e

s t r e s s i n g o v e r s i g h t .

f u l fi l l h i s o r h e r d u t i e s i n a m a n n e r t h e c o u n c i l j u d g e s t o b e

a c c e p t a b l e , t h e n t h e c i t y m a n a g e r i s g e n e r a l l y s u b j e c t t o i m m e d i a t e

A l t h o u g h t h e r e i s a g r o w i n g t r e n d t o w a r d e m p l o y m e n t

I n h i s o r h e r r e l a t i o n s h i p w i t h

I n e i t h e r c a s e , i f t h e a d m i n i s t r a t o r d o e s n o t

d i s m i s s a l .
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c o n t r a c t s f o r a s e t p e r i o d o f t i m e , t h e g e n e r a l p a t t e r n i s f o r c i t y -

m a n a g e r s t o h a v e n o j o b s e c u r i t y,

managers who have been fired or who resigned under pressure probably

c o n s t i t u t e s a s u b s t a n t i a l p o r t i o n o f t h e m e m b e r s o f t h e p r o f e s s i o n .

In some instances that pressure resul ted f rom demands for greater

responsiveness from the manager; at other t imes i t emerges from the

counc i l s obse rva t i ons ( th rough ove rs igh t ) o f t he manager ' s
p e r f o r m a n c e .

Within the idealized council-manager system, the city manager

wou ld opera te under one o f two types o f accoun tab i l i t y v i s -a -v i s

A s a p r o f e s s i o n a l a d m i n i s t r a t o r, t h e c i t y m a n a g e r i s

hired for his or her expertise in management of the day-to-day

municipal affairs. _In meeting those expectations, the city
admin is t ra to r may, in tu rn , opera te under e i the r acommand o r

r e s p o n s i b l e s y s t e m o f a c c o u n t a b i l i t y,

approach would l ike to see amanager act as the one who is

o f t h e c i t y ' s a d m i n i s t r a t i o n ; t h o s e w h o a d v o c a t e a r e s p o n s i b l e

approach see the manager exercising his or her best judgement in

hiring and managing the best staff possible and delegating appropriate
a u t h o r i t y t o t h e m ,

fits quite well into the council-manager model.

In summary, the counci l -manager form of government is able to

suppor t a l l four o f the accountab i l i t y sys tems in some form and

W h a t i s i m p o r t a n t t o n o t e a t t h i s p o i n t i s t h a t t h e r e i s n o t

I n f a c t , t h e n u m b e r o f c i t y

s u b o r d i n a t e s .

T h o s e w h o w o u l d u s e a c o m m a n d

i n c h a r g e

Ei ther approach, i f car r ied out wi th in tegr i ty,

f a s h i o n .

one system of accountability at work in manager-council governments,
b u t s e v e r a l ; f u r t h e r m o r e . it is possible (and perhaps even likely)
tha t those severa l sys tems wi l l no t a lways reflect the same va lues and

a t t i t u d e s . A s a r e s u l t . t h o s e i n v o l v e d i n a c o u n c i l - m a n a g e r
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ar rangement cons tan t l y face the cha l l enge o f work ing w i th in the

c o n t e x t o f m u l t i p l e f o r m s o f a c c o u n t a b i l i t y ,

s t r i k e a b a l a n c e a m o n g t h e d i s p e r a t e d e m a n d s g e n e r a t e d b y t h e s e v e r a l

a c c o u n t a b i l i t y s y s t e m s ; a l l t o o o f t e n t h e y a r e p r e o c c u p i e d w i t h t h e

consequences tha t resu l t f rom the confl ic ts and abuses wh ich too

e a s i l y e m e r g e u n d e r t h o s e c o n d i t i o n s .

F o r p u r p o s e s o f i l l u s t r a t i o n w e r e l y o n t h e r e c e n t e x p e r i e n c e s o f

t h r e e c i t y m a n a g e r s i n d i f f e r e n t m i d w e s t e r n c i t i e s ,

i l l u s t r a t e s t h e p o t e n t i a l f o r c o m p l e m e n t a r y i n t e r a c t i o n a m o n g t h e

d i f f e r e n t t y p e s o f a c c o u n t a b i l i t y ,

p o t e n t i a l f o r c o n fl i c t b e t w e e n t h e e x p e c t a t i o n s o f d i f f e r e n t s y s t e m s

o f a c c o u n t a b i l i t y a n d h o w t h a t c o n fl i c t c a n l e a d t o d r a m a t i c a l l y

d i f f e r e n t j u d g e m e n t s o f a n i n d i v i d u a l ' s p e r f o r m a n c e i n s p e c i fi c

T h e t h i r d c a s e s h o w s h o w a n a c c o u n t a b i l i t y m e c h a n i s m c a n

b e m i s u s e d o r e v e n a b u s e d .

I d e a l l y t h e y m a y s e e k t o

T h e fi r s t c a s e

T h e s e c o n d c a s e i l l u s t r a t e s t h e

i n s t a n c e s .

( 1 ) T h e b u i l d i n g i n s p e c t o r ' s s c a n d a l ;

O u r fi r s t c a s e i s t h a t o f K a n s a s C i t y , M i s s o u r i ( K C M O ) d u r i n g a

r e c e n t s c a n d a l o v e r b u i l d i n g i n s p e c t o r s m i s r e p o r t i n g t h e a m o u n t o f

t i m e s p e n t i n s p e c t i n g b u i l d i n g s i t e s ,

t r a d i t i o n o f p r o f e s s i o n a l c i t y m a n a g e m e n t ,

p e r c e i v e t h e m s e l v e s a s r e s p o n s i v e t o t h e i r c o n s t i t u e n t s t h r o u g h t h e i r

h o w t h e y v o t e i n c o u n c i l . T h e

c i t y c o u n c i l , i n t u r n , e x p e c t s t h e c i t y m a n a g e r t o b e r e s p o n s i v e t o

t h e i r p r i o r i t i e s , b u t h e m u s t a l s o t o a c t i n a r e s p o n s i b l e f a s h i o n .

T r a d i t i o n a l l y t h e c o u n c i l l e a v e s i n t e r n a l a d m i n i s t r a t i v e m a t t e r s

a l m o s t e n t i r e l y u p t o t h e p r o f e s s i o n a l a d m i n i s t r a t o r .

A d d i t i o n a l f a c t o r s e n t e r i n t o t h i s c a s e , p a r t i c u l a r l y t h e h i s t o r y

T h e c i t y o f K C M O h a s a l o n g

T h e c o u n c i l m e m b e r s

b a s i c r e p r e s e n t a t i v e f u n c t i o n s , e . g ● f
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of cor rupt mach ine po l i t i cs in KCMO and the genera l susp ic ion tha t

c h a r a c t e r i z e s t h e p u b l i c ' s a t t i t u d e s t o w a r d l o c a l g o v e r n m e n t . T h e s e

va lues gene ra ted ademand fo r g rea te r ove rs igh t o f t he ope ra t i ons o f

K C M O ' s c i t y g o v e r n m e n t . Spec ifica l ly, KCMO's past is marked by one of

the bes t known po l i t i ca l mach ines i n Amer i ca ' s u rban h i s to ry, t he

P e n d e r g a s t M a c h i n e . A d d t o t h a t h i s t o r y a g e n e r a l d i s t r u s t o f

government and the popu la r i t y o f inves t iga to ry repor t ing and you have

asituation that promotes some degree of oversight accountabil i ty by
t h e l o c a l m e d i a .

The c i t y manager a t the t ime o f the inc iden t ,
w e l l k n o w n f o r h i s

R o b e r t K i p p , w a s

quiet" management s ty le in which he delegated

considerable responsibi l i ty to his assistants and ci ty department
heads whi le accept ing the burden o f be ing respons ive ly accountab le to

t h e c i t y c o u n c i l . The respons ib le ass is tan t c i ty managers and

depar tment heads, in the meanwhi le , were expected to be in fu l l

c o m m a n d o f t h e a g e n c i e s .

Close scrutiny of events in KCMO at time of the building

inspectors scandal, including the actions of the local media. t h e c i t y

council and the city manager, show the four types of accountability
operating in concert to deal with amajor scandal about city

The scandal was brought to l ight when the Kansas City

Times/Star published the results of its investigation into abuses by

e m p l o y e e s .

c i t y b u i l d i n g i n s p e c t o r s . Evidence indicated that the bui lding

inspectors were overrepresenting the amount of time they spent
inspecting building sites, and in some cases they reported inspections
t h a t w e r e n e v e r m a d e . I n t h i s instance the local media was activating

A s a n e x t e r n a l g r o u p i t w a s

monitoring the behavior of city employees and had minimal control over

t h e o v e r s i g h t s y s t e m o f a c c o u n t a b i l i t y.
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t h e a c t i o n s o f t h o s e e m p l o y e e s .

T h e c i t y m a n a g e r i n t h i s i n s t a n c e i m m e d i a t e l y a s s u m e d t h e

r e s p o n s i b i l i t y f o r t h e a b u s e s , t h e r e b y a c c e p t i n g t h e r e s p o n s i b l e

A s c i t y m a n a g e r h e t o o k f u l l r e s p o n s i b i l i t ys y s t e m o f a c c o u n t a b i l i t y ,

f o r t h e m i s c o n d u c t o f c i t y e m p l o y e e s e v e n t h o u g h h e h a d d e l e g a t e d

a d m i n i s t r a t i v e r e s p o n s i b i l i t y t o t h e r e l e v a n t d e p a r t m e n t h e a d ,

a s k e d t h e c i t y c o u n c i l t o r e s i s t t h e t e m p t a t i o n t o s t e p i n a n d t a k e

r e s p o n s i b i l i t y f o r r e o r g a n i z i n g t h e d e p a r t m e n t ' s o p e r a t i o n s ,

c o m p l y i n g w i t h t h e c i t y m a n a g e r ' s r e q u e s t , t h e c i t y c o u n c i l i n K C M O

a d h e r e d t o i t s s y s t e m o f r e s p o n s i v e a c c o u n t a b i l i t y ,

a r t i c u l a t i n g t o t h e c i t y m a n a g e r t h e i r c o n c e r n t h a t t h e a b u s e s b e

remedied at once; and they made i t c lear to the manager that h is job

s e c u r i t y d e p e n d e d u p o n t h e p r o m p t a n d c a p a b l e r e s o l u t i o n o f t h e

p r o b l e m .

H e

I n

T h e y w e r e fi r m i n

M r . K i p p ' s a d m i n i s t r a t i v e a c t i o n i n v o l v e d i n s t i t u t i n g a c o m m a n d

s y s t e m o f a c c o u n t a b i l i t y i n t h e b u i l d i n g i n s p e c t i o n d e p a r t m e n t ,

r e o r g a n i z e d t h e i n s p e c t i o n d e p a r t m e n t s o t h a t t h e d a i l y a d m i n i s t r a t i o n

o f t h e f u n c t i o n w a s p l a c e d d i r e c t l y u n d e r o n e o f h i s a s s i s t a n t c i t y

The gu i l t y i nspec to rs were fi red o r suspended w i thou t pay

a n d a m o r e d e t a i l e d t i m e k e e p i n g s y s t e m w a s d e v e l o p e d .

The ac t ions o f the med ia , the c i t y manager, and the c i t y counc i l

in KCMO regard ing the bu i ld ing inspectors scanda l d isp layed the

complementary work ings o f the var ious accountab i l i t y sys tems,

a l l t h e p a r t s w e r e w o r k i n g a s t h e i d e a l w o u l d h a v e i t , t h e n e t r e s u l t

w a s t h e e l i m i n a t i o n o f f r a u d a g a i n s t t h e p u b l i c s a f e t y a n d i n t e r e s t .

The med ia func t ioned in an overs igh t capac i ty,

t o i t s r e s p o n s i v e s y s t e m o f a c c o u n t a b i l i t y v i s - a - v i s t h e c i t y m a n a g e r.

H e

m a n a g e r s .

W h e n

T h e c i t y c o u n c i l h e l d
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T h e c i t y m a n a g e r a s s u m e d r e s p o n s i b i l i t y f o r t h e b e h a v i o r o f h i s

s u b o r d i n a t e s a n d i m p o s e d a c o m m a n d s y s t e m o f a c c o u n t a b i l i t y o n t h a t

p a r t o f t h e o r g a n i z a t i o n t h a t h a d f a i l e d t o o p e r a t e a p p r o p r i a t e l y

u n d e r t h e p r i o r s y s t e m o f d e c e n t r a l i z a t i o n .

W h i l e t h i s e x a m p l e i l l u s t r a t e s t h e s y s t e m c a n w o r k e f f e c t i v e l y ,

e v e n i n t h e f a c e o f s c a n d a l , w e d o n o t s u g g e s t t h a t t h e p r o c e s s i s

S u c h c r i s e s i n a c c o u n t a b i l i t y c a n t a k e a t o l l o n t h e

I n t h e e y e s o f t h e c i t i z e n s o f K C M O , t h e c r e d i b i l i t y o f c i t y

w i t h o u t c o s t .

a c t o r s .

e m p l o y e e s w a s s e v e r e l y d a m a g e d a n d t h e n e e d f o r g r e a t e r o v e r s i g h t w a s

T h e m o r a l e o f i n n o c e n t c i t y e m p l o y e e s o u t s i d e t h e b u i l d i n gj u s t i fi e d ,

i n s p e c t i o n d e p a r t m e n t w a s s e v e r e l y d i m i n i s h e d b y t h e a d v e r s e p u b l i c i t y

F u r t h e r m o r e , i t i s r u m o r e d t h a t t h i sa n d g u i l t b y a s s o c i a t i o n ,

s c a n d a l w a s o n e o f , t h e l a s t s t r a w s t h a t e v e n t u a l l y l e d t o R o b e r t

K i p p ' s d e c i s i o n t o l e a v e t h e c i t y m a n a g e m e n t p r o f e s s i o n .

( 2 ) F i r i n g t h e a d m i n i s t r a t o r o f t h e y e a r ;

T h e r e m a i n i n g t w o c a s e s f o c u s o n i n c i d e n t s w h i c h p r e c i p i t a t e d

d e c i s i o n s b y t h e r e s p e c t i v e g o v e r n i n g b o d i e s t o s e e k t h e p r o f e s s i o n a l

I n o n e c a s e , t h e i n c o m p a t i b i l i t y

o f e x p e c t a t i o n s f o r a c c o u n t a b i l i t y w e r e s o s t a r k t h a t t h e

a d m i n i s t r a t o r w a s fi r e d o n t h e v e r y d a y h e r e c e i v e d a n a w a r d f o r

f r o m t h e l o c a l c h a p t e r o f t h e A m e r i c a n

I n t h e o t h e r i n s t a n c e t h e c i t y

m a n a g e r u s e d a t r a d i t i o n a l o v e r s i g h t a c c o u n t a b i l i t y m e c h a n i s m , a n

a u d i t , f o r p u r p o s e s u n i n t e n d e d b y t h e l e g i s l a t i o n , n a m e l y p o l i t i c a l

r e t a l i a t i o n a n d p e r s o n a l j o b s u r v i v a l

F o r a n i l l u s t r a t i o n o f c o n fl i c t i n g e x p e c t a t i o n s a r i s i n g f r o m

d i f f e r i n g a c c o u n t a b i l i t y s y s t e m s w e t u r n t o K a n s a s C i t y , K a n s a s ( K C K )

a n d t h e e x p e r i e n c e o f W . J a m e s M e d i n , t h e c i t y ' s fi r s t p r o f e s s i o n a l

a d m i n i s t r a t o r ' s r e m o v a l f r o m o f fi c e .

A d m i n i s t r a t o r o f t h e Y e a r

S o c i e t y o f P u b l i c A d m i n i s t r a t i o n .
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The c i t y o f Kansas C i t y, Kansas has a long h is to ry o f

h i g h l y p o l i t i c i z e d a d m i n i s t r a t i o n u n d e r t h e c o n t r o l o f t h e D e m o c r a t i c

P r i o r t o 1 9 8 3 , t h e c i t y f o r m a l l y o p e r a t e d

c i t y m a n a g e r .

p a r t y ' s p o l i t i c a l m a c h i n e ,

u n d e r a t r a d i t i o n a l c o m m i s s i o n f o r m o f g o v e r n m e n t w h e r e i n i n d i v i d u a l

c o m m i s s i o n e r s h a d a d m i n i s t r a t i v e r e s p o n s i b i l i t i e s f o r v a r i o u s c i t y

s t r e e t s a n d m a i n t e n a n c e , p u b l i c s a f e t y , p a r k s a n d

P q l i t i c a l p a t r o n a g e w a s a c o m m o n p l a c e a n d a c c e p t e d m a n n e r

o f d i s t r i b u t i n g g o v e r n m e n t c o n t r a c t s a n d j o b s .

f u n c t i o n s , e . g ● r

r e c r e a t i o n .

U n d e r t h i s c o m m i s s i o n

f o r m o f g o v e r n m e n t t h e c i t y c o m m i s s i o n e r s w e r e o p e r a t i n g u n d e r a

T h e s e c u r i t y o f t h e i rr e s p o n s i v e t y p e o f a c c o u n t a b i l i t y s y s t e m ,

e l e c t e d p o s i t i o n s a n d t h e c o n t i n u a n c e o f t h e i r a d m i n i s t r a t i v e

respons ib i l i t i es depended upon the judgement o f the i r vo t ing

c o n s t i t u e n t s w h i c h , ’ i n t u r n , d e p e n d e d o n t h e i r a b i l i t y t o " d e l i v e r "

j o b s a n d s e r v i c e s . T h e l o c u s o f c o n t r o l w a s e x t e r n a l ( t h e v o t e r s , )

a n d t h e d e g r e e o f c o n t r o l o v e r t h e a d m i n i s t r a t i v e a c t i o n s o f t h e

c o m m i s s i o n e r s w a s m i n i m a l . R e g u l a r l y s c h e d u l e d e l e c t i o n s w e r e t h e

o n l y r e a l o p p o r t u n i t i e s f o r v o t e r s t o e x e r c i s e t h e c o n t r o l t h e y h a d

o v e r c o m m i s s i o n e r s .

W i t h t h e p a s s a g e o f t h e l o c a l g o v e r n m e n t r e f o r m m e a s u r e i n 1 9 8 2 ,

K a n s a s C i t y, K a n s a s a d o p t e d a c o u n c i l - m a n a g e r f o r m o f g o v e r n m e n t .

U n d e r t h e c h a r t e r r e f o r m e l e c t e d o f fi c i a l s w e r e t o h a v e b r o a d p o l i c y ¬

m a k i n g r e s p o n s i b i l i t i e s b u t n o a d m i n i s t r a t i v e d u t i e s ; t h e

a d m i n i s t r a t i v e r e s p o n s i b i l i t i e s f o r m u n i c i p a l g o v e r n m e n t w e r e

a l l o c a t e d t o a n a p p o i n t e d p r o f e s s i o n a l c i t y a d m i n i s t r a t o r ,

e l e c t e d c o u n c i l m e m b e r s w e r e s t i l l e x p e c t e d t o b e o p e r a t i n g u n d e r a

r e s p o n s i v e t y p e o f a c c o u n t a b i l i t y s y s t e m ; t h e i r c o n t i n u a n c e i n o f fi c e

a s a c i t y c o u n c i l m e m b e r w a s d e p e n d e n t u p o n t h e j u d g e m e n t o f t h e

T h e
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H o w e v e r , t h e d e l i v e r y o f c i t y s e r v i c e s w a s t o b e d o n e

n o n p a t r o n a g e " b a s i s .

I s s u e s o f a c c o u n t a b i l i t y a r o s e i n K C K w h e n t h e c i t y m a n a g e r

s o u g h t t o m a k e a m a j o r p e r s o n n e l d e c i s i o n , h i r i n g a n e w c h i e f f o r t h e

U n d e r t h e n e w K C K c i t y c h a r t e r t h e c i t y

a d m i n i s t r a t o r i s r e s p o n s i b l e f o r a l l c i t y p e r s o n n e l d e c i s i o n s , e x c e p t

f o r t h e c i t y c l e r k w h o i s a l s o a p p o i n t e d b y t h e c i t y c o u n c i l ,

e x t e n t t h a t t h e c i t y c o u n c i l g e t s i n v o l v e d i n p e r s o n n e l m a t t e r s i t i s

a t t h e b r o a d e s t p o l i c y l e v e l , s u c h a s d e t e r m i n i n g ( a s t h e y d i d ) t h a t

a l l c i t y e m p l o y e e s m u s t l i v e w i t h i n t h e c i t y l i m i t s .

I n e a r l y 1 9 8 5 t h e c i t y a d m i n i s t r a t o r i n i t i a t e d a s e a r c h f o r a n e w

fi r e c h i e f , a r e s p o n s i b i l i t y t h a t w a s c l e a r l y h i s e x c l u s i v e

p r e r o g a t i v e u n d e r t h e c i t y c h a r t e r ,

r e c e i v e d f r o m t e n i n d i v i d u a l s w i t h i n t h e K C K fi r e d e p a r t m e n t a n d f r o m

A l l c a n d i d a t e s v / e r e r e q u i r e d t o

t a k e a b a t t e r y o f t e s t s o n t h e v a r i o u s s u p e r v i s o r y a n d p r a c t i c a l

a s p e c t s o f fi r e fi g h t i n g .

T h e r e s u l t s o f t h e s e t e s t s c r e a t e d a c o n fl i c t b e t w e e n t h e c i t y

m a n a g e r ' s s e n s e o f r e s p o n s i b i 1 i t y a s a p r o f e s s i o n a l a d m i n i s t r a t o r a n d

t h e j u d g e m e n t o f h i s c i t y c o u n c i l i n t e r m s o f h i s r e s p o n s i v e n e s s t o

F r o m t h e c i t y m a n a g e r ' s p o s i t i o n , h i s

p r o f e s s i o n a l r e s p o n s i b i l i t y t o t h e c i t y a n d t h e fi r e d e p a r t m e n t

n e c e s s i t a t e d h e m a k e a d e c i s i o n t o h i r e t h e c a n d i d a t e w h o s e e m e d b e s t

v o t i n g p u b l i c ,

o n a m o r e p r o f e s s i o n a l .

fi r e d e p a r t m e n t .

T o t h e

A p p l i c a t i o n s f o r fi r e c h i e f w e r e

n i n e i n d i v i d u a l s o u t s i d e t h e c i t y .

t h e c o u n c i l ' s p r i o r i t i e s .

q u a l i fi e d f o r t h e fi r e c h i e f ' s p o s i t i o n ,

t h a t h i s c h o i c e f o r fi r e c h i e f w o u l d b e f r o m a m o n g t h e t o p t e s t

T h e c o u n c i l , o n t h e o t h e r h a n d , p r e f e r r e d p r o m o t i n g f r o m

T h e c o n fl i c t a r o s e w i t h t h e c i t y c o u n c i l

b e c a u s e t h e c a n d i d a t e s w h o r e c e i v e d t h e t o p e i g h t s c o r e s o n t h e t e s t s

T h e c i t y m a n a g e r d e c i d e d

s c o r e r s .

w i t h i n t h e d e p a r t m e n t .
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4 4w e r e f r o m o u t s i d e t h e c i t y .

F r o m t h e c i t y c o u n c i l ' s p e r s p e c t i v e , t h e c i t y m a n a g e r n e e d e d t o

b e r e s p o n s i v e t o t h e i r c o n c e r n s ,

r e c k o n w i t h s t r o n g s e n t i m e n t w i t h i n t h e fi r e d e p a r t m e n t t h a t t h e t o p

j o b w a s " a r e w a r d f o r y e a r s o f s e r v i c e t o t h e c i t y ,

fi t w e l l i n t o t h e t r a d i t i o n a l p a t r o n a g e v a l u e s t h a t h a d c h a r a c t e r i z e d

K C K ' s c o m m i s s i o n f o r m o f g o v e r n m e n t f o r d e c a d e s .

M a y o r d i s p u t e d t h e v a l u e o f t h e t e s t s u s e d t o r a n k t h e c a n d i d a t e s .

W h e n t h e c i t y m a n a g e r o f fi c i a l l y i n f o r m e d t h e c o u n c i l t h a t h e p l a n n e d

t o h i r e a n o u t s i d e a p p l i c a n t f o r t h e d e p a r t m e n t ' s t o p j o b , t h e M a y o r

q u i c k l y s o u g h t h i s r e s i g n a t i o n ,

fi r i n g o f t h e c i t y m a n a g e r t o b a s e b a l l m a n a g e r s w h o c o m e a n d g o , n o t

a l l c i t y c o u n c i l m e m b e r s s h a r e d t h e v i e w s o f t h e m a y o r a n d t h e

Counc i lman George Dunn sa id Med in

T h e c i t y c o u n c i l m e m b e r s h a d t o

4 5 T h i s a t t i t u d e

F u r t h e r m o r e , t h e

A l t h o u g h t h e m a y o r c o m p a r e d t h e

fi r e fi g h t e r s .

a d m i r a b l e j o b o f a t t e m p t i n g t o e l i m i n a t e p o l i t i c a l p a t r o n a g e .

M e d i n i s n o t s u p p o s e d t o h i r e a n y o n e j u s t b e c a u s e a c o u n c i l m a n o r t h e

m a y o r a s k s o r t e l l s h i m t o d o s o .

T h e s e d i f f e r e n c e s i n p e r s p e c t i v e s o n t h e t y p e o f a c c o u n t a b i l i t y

s y s t e m r e l e v a n t t o t h e h i r i n g o f a fi r e c h i e f w e r e t h e b a s i s f o r t h e

T h e c i t y

h a s d o n e a n

M r .

4 6

d i s a g r e e m e n t b e t w e e n t h e c i t y m a n a g e r a n d t h e c i t y c o u n c i l ,

c o u n c i l v o t e d ( 4 - 3 ) t o fi r e M r . M e d i n w h e n h e r e f u s e d t h e i r r e q u e s t t o

O n t h e e v e n i n g o f t h e v e r y d a y t h e K C K c o u n c i l v o t e d t o fi r e

M r . M e d i n , t h e K a n s a s C i t y M e t r o p o l i t a n C h a p t e r o f t h e A m e r i c a n

S o c i e t y o f P u b l i c A d m i n i s t r a t i o n f o r m a l l y p r e s e n t e d t h e i r a w a r d t o M r .

M e d i n f o r

r e s i g n .

A d m i n i s t r a t o r o f t h e Y e a r a t a d i n n e r t h a t h a d b e e n

s c h e d u l e d w e e k s i n a d v a n c e .

T h e a n o m a l y o f b e i n g fi r e d a n d h o n o r e d o n t h e s a m e d a y c o u l d
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o c c u r b e c a u s e d i f f e r e n t g r o u p s w e r e u s i n g d i f f e r e n t s y s t e m s o f

T h e f a c t t h a t a m a j o r i t ya c c o u n t a b i l i t y t o r e a c h t h e i r c o n c l u s i o n s ,

o f K C K c o u n c i l m e m b e r s t h o u g h t h i s p e r f o r m a n c e w a s p o o r e n o u g h t o

w a r r a n t d i s m i s s a l w h i l e h i s p r o f e s s i o n a l p e e r s t h o u g h t h i s p e r f o r m a n c e

w a s s o o u t s t a n d i n g t h a t i t m e r i t e d a n a w a r d p o i n t s u p t h e p o t e n t i a l

i n c o m p a t a b i 1 i t y o f e x p e c t a t i o n s b e t w e e n t h e s y s t e m s o f a c c o u n t a b i l i t y

e a c h g r o u p u s e d a s r e f e r e n c e p o i n t s . T h e l o c a l A S P A c h a p t e r u s e d t h e

s t a n d a r d s o f p r o f e s s i o n a l m a n a g e m e n t , o r a s y s t e m o f r e s p o n s i b l e

a c c o u n t a b i l i t y a s t h e i r s t a n d a r d f o r j u d g i n g p e r f o r m a n c e ,

c i t y c o u n c i l u s e d t h e s t a n d a r d o f r e s p o n s i v e a c c o u n t a b i l i t y i n t h e i r

j u d g e m e n t o f t h e c i t y m a n a g e r ' s p e r f o r m a n c e .

T h e K C K

E a c h g r o u p u s e d a

l e g i t i m a t e s y s t e m o f a c c o u n t a b i l i t y ; t h e f a c t t h a t t h e y c o u l d c o m e t o

s u c h d r a m a t i c a l l y d i f f e r e n t c o n c l u s i o n s a b o u t t h e p e r f o r m a n c e o f M e d i n

i n d i c a t e s t h e p o t e n t i a l i n c o m p a t i b i l i t y b e t w e e n t h e s e t w o t y p e s o f

a c c o u n t a b i l i t y .

( 3 ) T h e t r a v e l a u d i t ;

O u r t h i r d e x a m p l e r e v e a l s a d i f f e r e n t f a c e t o f a c c o u n t a b i l i t y ,

n a m e l y, h o w a n a c c o u n t a b i l i t y s y s t e m w h i c h i s s u p p o s e d t o f o s t e r

a p p r o p r i a t e b e h a v i o r c a n b e m i s u s e d f o r p e r s o n a l p o l i t i c a l p u r p o s e s .

T h e c a s e f o c u s e s o n t h e e x p e r i e n c e s o f t h e c i t y c o u n c i l a n d c i t y

m a n a g e r i n t h e c i t y o f C o l u m b i a , M i s s o u r i i n t h e s p r i n g o f 1 9 8 5 . T h e

c i t y m a n a g e r a t t h a t t i m e w a s R i c h a r d G r a y, w h o s e r v e d i n t h a t

p o s i t i o n f r o m O c t o b e r 1 9 8 0 u n t i l A p r i l 1 9 8 5 .

T h i s c a s e i l l u s t r a t e s a n i n s t a n c e w h e r e t h e c i t y m a n a g e r c h o s e t o

’ , u s e a n o v e r s i g h t a c c o u n t a b i l i t y m e c h a n i s m , a n a u d i t , f o r q u e s t i o n a b l e

p u r p o s e s . I n e a r l y s p r i n g o f 1 9 8 5 t h e c i t y c o u n c i l h e l d a p e r f o r m a n c e

r e v i e w o f t h e c i t y m a n a g e r . A t t h a t t i m e i t b e c a m e c l e a r t o M r . G r a y

t h a t t h e m a y o r w a s d i s s a t i s fi e d w i t h h i s p e r f o r m a n c e a n d w a s g o i n g t o

2 6



s e e k t h e m a n a g e r ' s r e m o v a l f r o m o f fi c e ,

a m m u n i t i o n t o u s e i n h i s s t r u g g l e t o k e e p h i s j o b , t h e c i t y m a n a g e r

o r d e r e d a n a u d i t o f t h e m a y o r ' s t r a v e l e x p e n s e s f r o m 1 9 8 1 t o t h e

T h e c i t y m a n a g e r ' s t a c t i c w a s c a l c u l a t e d t o t r i g g e r t h e

B y w a y o f g a t h e r i n g

p r e s e n t .

r e s p o n s i v e a c c o u n t a b i l i t y a r r a n g e m e n t t h a t e x i s t e d b e t w e e n t h e m a y o r

M r . G r a y h o p e d t o p r o t e c t h i s j o b a s m a n a g e r b ya n d l o c a l c i t i z e n s .

b r i n g i n g a b o u t - t h e m a y o r ' s r e m o v a l f r o m o f fi c e t h r o u g h r e c a l l o r , a t

t h e l e a s t , n e u t r a l i z i n g h i m p o l i t i c a l l y ,

m o t i v a t i o n b e h i n d o r d e r i n g t h e a u d i t , t h e c i t y m a n a g e r " a c k n o w l e d g e d .

W h e n a s k e d a b o u t h i s

t h e m a y o r w a n t e d t o fi r e h i m a n d h i s r e q u e s t f o r t h e a u d i t w e r e

' I t w a s m y s u r v i v a l i n s t i n c t , ' M r . G r a y s a i d .r e l a t e d . ' T h e

s i t u a t i o n h a d b e c o m e , o n e o f u s w i l l h a v e t o g o .

fi n d a r e a s o n t h e m a y o r m i g h t g o .

T h e m a y o r o f C o l u m b i a r e s i g n e d t w o w e e k s a f t e r t h e a u d i t v / a s

T h e a u d i t o r

I w a s l o o k i n g t o

4 7t f 1

o r d e r e d a n d t e n d a y s b e f o r e h e w a s c l e a r e d i n t h e p r o b e .

c o n c l u d e d t h a t a l t h o u g h t h e m a y o r m a y n o t h a v e e x e r c i s e d t h e b e s t

j u d g e m e n t i n c h a r g i n g s o m e e x p e n s e s t o t h e c i t y, h e h a d d o n e n o t h i n g

t h a t w a r r a n t e d f u r t h e r a c t i o n . T h e c i t y m a n a g e r a s k e d t o t a k e a 3 0

d a y l e a v e o f a b s e n c e t o l e t t h e p u b l i c i t y c a l m d o w n .

T h e c o u n c i l u l t i m a t e l y h e l d t h e m a n a g e r t o a r e s p o n s i b l e s y s t e m

o f a c c o u n t a b i l i t y ,

h a d c o n fi d e n c e i n t h e m a n a g e r a s c h i e f a d m i n i s t r a t i v e o f fi c e r o f t h e

O n c e t h e c o u n c i l d e t e r m i n e d t h a t t h e y n o l o n g e r

c i t y , t h e y a s k e d h i m t o r e s i g n , w h i c h h e d i d o n M a y 7 , 1 9 8 5 . T h e

c o u n c i l c h a s t i z e d t h e m a n a g e r ' s a c t i o n s a s p r o m p t e d b y a n g e r a n d

m e a n n e s s . T h e y u r g e d t h e m a n a g e r t o " t h i n k a b o u t c o n t r o l l i n g [ h i s ]

t e m p e r , a n d t h i n k a b o u t p r o p e r w a y s t o d e a l w i t h t h e c o u n c i l .

A m o n g o t h e r t h i n g s , t h e C o l u m b i a , M i s s o u r i c a s e d e m o n s t r a t e s t h e

4 8
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p o t e n t i a l f o r u s i n g o n e a c c o u n t a b i l i t y m e c h a n i s m t o t r i g g e r a n o t h e r

I n t h i s i n s t a n c e t h e c i t y m a n a g e r u s e d h i s

a c c e s s t o a n o v e r s i g h t a c c o u n t a b i l i t y m e c h a n i s m ( a n a u d i t ) t o t r i g g e r

a r e s p o n s i v e n e s s a c c o u n t a b i l i t y m e c h a n i s m b e t w e e n t h e v o t e r s a n d t h e

I n t h i s M r . G r a y w a s s u c c e s s f u l , f o r t h e m a y o r r e s i g n e d w h e n

f a c e d w i t h t h e n e e d t o a c c o u n t f o r h i s a c t i o n s t o h i s c o n s t i t u e n t s .

H o w e v e r , M r . G r a y ' s a c t i o n s a l s o t r i g g e r e d a c o n c e r n f o r t h e

a c c o u n t a b i l i t y o f t h e c i t y m a n a g e r ,

p l a c e , t h e c i t y c o u n c i l d e c i d e d t h a t t h e c i t y m a n a g e r ' s a c t i o n s w e r e

i r r e s p o n s i b l e .

M r . G r a y ' s a c t i o n s s u g g e s t a n u m b e r o f i s s u e s r e g a r d i n g w h a t i s

T h e t r a v e l e x p e n s e s s u b j e c t e d t o a u d i t d a t e d

I t c o u l d b e a r g u e d t h a t i f t h e c i t y m a n a g e r h a d r e a s o n

t o b e l i e v e t h e m a y o r w a s c h a r g i n g i n a p p r o p r i a t e t r a v e l e x p e n s e s

a g a i n s t c i t y a c c o u n t s , h e h a d a r e s p o n s i b i l i t y a s a p r o f e s s i o n a l

m a n a g e r t o i n i t i a t e a n a u d i t l o n g b e f o r e 1 9 8 5 .

su ffic ien t reason to be l i eve the expenses were i napp rop r ia te , t hen he

w a s i r r e s p o n s i b l e i n o r d e r i n g t h e a u d i t f o r p e r s o n a l r e a s o n s w h e n h i s

I t i s c l e a r t h a t v a r i o u s a c c o u n t a b i 1 i t y s y s t e m s

were a t work in th is case, and tha t they worked we l l in the long- run .

H o w e v e r , i t i s a l s o q u i t e o b v i o u s t h a t i n t h i s c a s e i t w a s t h e m i s u s e

a n d e v e n a b u s e o f t h o s e a c c o u n t a b i l i t y s y s t e m s t h a t w e r e c e n t r a l t o

t h e e n t i r e e p i s o d e .

a c c o u n t a b i l i t y s y s t e m .

m a y o r .

A f t e r a s s e s s i n g w h a t h a d t a k e n

r e s p o n s i b l e b e h a v i o r .

b a c k t o 1 9 8 1 .

I f h e d i d n o t h a v e

j o b w a s t h r e a t e n e d .

F. S u m m a r y

The fou r accoun tab i l i t y sys tems pos i t ed i n t h i s pape r we re a l l

d e r i v a t i v e s o f t h e t h e d u a l i s m t h a t c h a r a c t e r i z e s A m e r i c a n a t t i t u d e s

a n d b e h a v i o r t o w a r d p u b l i c a d m i n i s t r a t i o n . T h e y a l l s h a r e a c o m m o n
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r o o t , a n d n o n e i s a n y l e s s j u s t i fi a b l e o r v i a b l e u n d e r h i s t o r i c a l a n d

I n d e e d , u n d e r i d e a l c o n d i t i o n s a l l f o u rc u r r e n t p o l i t i c a l n o r m s ,

t y p e s o f a c c o u n t a b i l i t y c a n e n h a n c e t h e l i k e l i h o o d t h a t t h e p o l i t i c a l

repesen ta t i on and manager ia l pe r fo rmance s tandards w i l l be sa t i sfied .

O u r K a n s a s C i t y , M i s s o u r i e x a m p l e i l l u s t r a t e s t h e a p p r o p r i a t e w o r k i n g

o f t h e f o u r t y p e s e v e n u n d e r c o n d i t i o n s o f o r g a n i z a t i o n a l s t r e s s .

Ye t , a s w i t h h u m a n s i b l i n g s , t h e s e a c c o u n t a b i l i t y s y s t e m s a r e n o t
t

n e c e s s a r i l y a b l e t o c o e x i s t w i t h o u t c o n fl i c t w i t h i n t h e s a m e

j u r i s d i c t i o n o r o r g a n i z a t i o n . P r o b l e m s s o m e t i m e s a r i s e f o r t h e

a c c o u n t a b l e p a r t i e s a n d t h e i r c o n s t i t u e n t s w h e n m u l t i p l e

a c c o u n t a b i l i t y s y s t e m s o p e r a t e a t c r o s s p u r p o s e s w i t h i n a

j u r i s d i c t i o n , a s i l l u s t r a t e d i n t h e c a s e s o f K a n s a s C i t y , K a n s a s a n d

C o l u m b i a , M i s s o u r i . , T h e r e a r e o b v i o u s l y s o m e i n h e r e n t c o n fl i c t s t o b e

f o u n d a m o n g t h e a c c o u n t a b i l i t y s y s t e m s ; j u s t a s E d m u n d B u r k e t o l d t h e

p e o p l e o f B r i s t o l t h a t t h e y m u s t c h o o s e b e t w e e n a d e l e g a t e a n d a

t r u s t e e , s o a j u r i s d i c t i o n o c c a s i o n a l l y m a y h a v e t o c h o o s e b e t w e e n

h a v i n g a r e s p o n s i v e a n d r e s p o n s i b l e b u r e a u c r a c y.

O u r i n t e n t i o n i n t h i s p a p e r w a s t o s u g g e s t t h e n e e d f o r m o r e

c o n c e p t u a l d e v e l o p m e n t , c l a r i t y o f t h i n k i n g , a n d p r e c i s i o n o f l a n g u a g e

w h e n d i s c u s s i n g a c c o u n t a b i l i t y i n p u b l i c a d m i n i s t r a t i o n . U s i n g t h e s e

c a s e s a s h e u r i s t i c d e v i c e s , w e s u g g e s t a t y p o l o g y o f a c c o u n t a b i l i t y

m e c h a n i s m s a s a fi r s t s t e p t o w a r d a n o p e r a t i o n a l t h e o r y o f p u b l i c

a d m i n i s t r a t i o n a c c o u n t a b i l i t y , o n e t h a t r e c o g n i z e s t h e J a n u s - l i k e

n a t u r e o f p u b l i c a d m i n i s t r a t i o n . W e a l s o i n d i c a t e h o w t h e i n t e r a c t i o n

o f a c c o u n t a b i l i t y m e c h a n i s m s c a n r e s u l t i n i n a p p r o p r i a t e b e h a v i o r .

O u r l a s t c a s e , t h a t o f C o l u m b i a M i s s o u r i , s u g g e s t s t h e n e e d t o b e

c a r e f u l i n t h e u s e o f a c c o u n t a b i l i t y m e c h a n i s m s t h a t a r e i n p l a c e t o

m i n i m i z e t h e c h a n c e s t h a t t h e y c a n b e m i s u s e d o r a b u s e d f o r p e r s o n a l
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g a i n .

O n l y s y s t e m a t i c

e x a m i n a t i o n o f a c c o u n t a b i l i t y s y s t e m s i n a c t i o n w i l l y i e l d i n s i g h t

i n t o t h e c o n d i t i o n s w h i c h g i v e r i s e t o p u b l i c a d m i n i s t r a t i o n

a c c o u n t a b i l i t y .

F r o m t h i s p o i n t m u c h r e s e a r c h n e e d s t o b e d o n e .

F u r t h e r r e s e a r c h w i l l a l s o b e n e c e s s a r y t o a n s w e r

s o m e o f t h e i n t r i g u i n g q u e s t i o n s a b o u t w h e n a n d h o w t y p e s o f

a c c o u n t a b i l i t y s y s t e m s c o m p l e m e n t o r c o n fl i c t w i t h e a c h o t h e r ,

m o v e f r o m a s e a r c h f o r s o m e i d e a l f o r m o f a c c o u n t a b i l i t y a n d t o w a r d a

c o n c e r n f o r t h e d y n a m i c s o f e x i s t i n g a c c o u n t a b i l i t y s y s t e m s w e w i l l

c e r t a i n l y c o m e t o a g r e a t e r a p p r e c i a t i o n o f t h e c o m p l e x i t i e s a n d

d i l e m m a s t h a t m a k e A m e r i c a n p u b l i c a d m i n i s t r a t i o n s u c h a f a s c i n a t i n g

a n d c h a l l e n g i n g t o p i c .

A s w e
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E n d n o t e s

^See J. Peter Grace, WAR ON WASTE: PRESIDENT'S PRIVATE SECTOR SURVEY
ON COST CONTROL (New York : Macmi l lan Publ ish ing Co. , 1984) .
i s s u e o f r e o r g a n i z i n g a n d r e f o r m i n g t h e f e d e r a l b u r e a u c r a c y h a s b e e n
a c h a r a c t e r i s t i c o f t h e 2 0 t h c e n t u r y , a n d e f f o r t s t o r e f o r m
s u b n a t i o n a l g o v e r n m e n t s g o b a c k t o t h e m i d d l e 1 9 t h c e n t u r y.
H a r o l d S e i d m a n , P O L I T I C S , P O S I T I O N , A N D P O W E R : T H E D Y N A M I C S O F
O R G A N I Z AT I O N , 3 r d e d i t i o n ( N e w Yo r k : O x f o r d U n i v e r s i t y P r e s s , 1 9 8 0 ) ;
a l s o M a r t i n J . S c h i e s l , T H E P O L I T I C S O F E F F I C I E N C Y : M U N I C I PA L
ADMINISTRATION AND REFORM IN AMERICA, 1880-1920 (Berkeley, CA:
U n i v e r s i t y o f C a l i f o r n i a P r e s s , 1 9 7 7 ) .

T h e

S e e

^The Friedrich-Finer debate represents the classic confrontation
b e t w e e n t h o s e w h o f a v o r e x t e r n a l c o n t r o l s t o a s s u r e a c c o u n t a b i l i t y
[ H e r m a n F i n e r , " A d m i n i s t r a t i v e R e s p o n s i b i l i t y i n D e m o c r a t i c
Government , " PUBLIC ADMINISTRATION REVIEW, 1 (Summer, 1941) : 335-350 ] ,
a n d t h o s e w h o w o u l d r e l y l e s s o n t h e u s e o f t h r e a t s , c o e r c i o n , a n d
b o t h e r s o m e o v e r s i g h t a n d m o r e o n m e t h o d s w h i c h i n t e r n a l i z e
a c c o u n t a b i l i t y i n t h e p r a c t i t i o n e r t h e m s e l v e s [ C a r l J o a c h i m F r i e d r i c h ,
" P u b l i c P o l i c y a n d t h e N a t u r e o f A d m i n i s t r a t i v e R e s p o n s i b i l i t y , " i n
PUBL IC POL ICY 1940 , ed i t ed by C . J . F r i ed r i ch and Edward S . Mason
( C a m b r i d g e , M A : H a r v a r d U n i v e r s i t y P r e s s , 1 9 4 0 0 : 3 - 2 4 ] . W e v / i l l
r e t u r n t o t h e a s s u m p t i o n s u n d e r l y i n g t h i s d e b a t e l a t e r i n t h i s p a p e r .

^Herbert A. Simon, Donald W. Smithburg, and Victor A. Thompson, PUBLIC
A D M I N I S T R AT I O N ( N e w Yo r k : A l f r e d A . K n o p f , 1 9 5 0 ) , p . 5 1 3 .

^E. Leslie Normanton,
R e c o n n a i s s a n c e ,
G O V E R N M E N T: I N D E P E N D E N C E V E R S U S C O N T R O L , e d i t e d b y B r u c e L . R . S m i t h
a n d D . C . H a g u e ( N e w Yo r k : S t . M a r t i n ' s P r e s s , 1 9 7 1 ) , p . 3 11 .

P u b l i c A c c o u n t a b i l i t y a n d A u d i t : A
i n T H E D I L E M M A O F A C C O U N T A B I L I T Y I N M O D E R N

^This definition is offered in the glossary of Thomas Vocino and
J a c k R a b i n , e t a l
H a r c o u r t B r a c e J o v a n o v i c h ,

C O N T E M P O R A R Y P U B L I C A D M I N I S T R A T I O N ( N e w Yo r k :
I n c . , 1 9 8 1 ) , p . 4 5 3 .

● r

^Ira Sharkansky, PUBLIC ADMINISTRATION: AGENCIES, POLICIES, AND
P O L I T I C S ( S a n F r a n c i s c o , C A : W. H . F r e e m a n a n d C o . , 1 9 8 2 ) , p . 1 2 .

’^Jerome B. McKinney and Lawrence C. Howard, PUBLIC ADMINISTRATION;
BALANCING POWER AND ACCOUNTABILITY (Oak Park, IL: Moore Publishing

1 9 7 9 ) , p . 3 0 .C o ● r

8 S p i r o ' s d i s t i n c t i o n i s a c t u a l l y t h r e e - f o l d , f o r h e a l s o i n c l u d e s
o b l i g a t i o n " a s t h e t h i r d d i m . e n s i o n . H e r e g a r d s o b l i g a t i o n a s a

c o m b i n a t i o n o f b o t h a c c o u n t a b i l i t y a n d c a u s a l a t t r i b u t i o n . S e e
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Herbert J. Spiro, RESPONSIBILITY IN GOVERNMENT; THEORY AND PRACTICE
( N e w Yo r k ; V a n N o s t r a n d R e i n h o l d C o
1 4 - 1 5 .

1 9 6 9 ) , c h a p t e r I I , e s p . p p .● t

^Amitai Etzioni , "Al ternat ive Concept ions of Accountabi l i ty; The
Examp le o f Hea l t h Admin i s t ra t i on , " PUBL IC ADMIN ISTRATION REVIEW, 25 ,
n o . 3 ( M a y / J u n e , 1 9 7 5 ) ; 2 7 9 - 2 8 1 .

1 0 I b i d 2 8 1 - 2 8 2 .p p .● f

1 1 p p . 2 8 2 - 2 8 3 .I b i d ● 9

1 2 I b i d 2 8 3 - 2 8 5 .p p .● f

^^David Z. Robinson, "Government Contracting for Academic Research;
A c c o u n t a b i l i t y i n t h e A m e r i c a n E x p e r i e n c e , " i n S m i t h a n d H a g u e
(eds . ) , THE DILEMMA OF ACCOUNTABIL ITY IN MODERN GOVERNMENT, pp .
1 0 8 - 1 1 3 .

1 4 S m i t h ,
in Smith and Hague (eds.) , THE DILEMMA OF

A c c o u n t a b i l i t y a n d I n d e p e n d e n c e i n t h eS e e B r u c e L . R .

C o n t r a c t S t a t e , "
ACCOUNTABILITY IN MODERN GOVERNMENT, pp. 5-8 .
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P U B L I C A D M I N I S T R AT I O N R E V I E W, 3 6 , n o . 4 ( J u l y / A u g u s t , 1 9 7 6 ) , p . 3 9 9 .
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1 6 L o u i s H a r t z , T H E L I B E R A L T R A D I T I O N I N A M E R I C A ; A N I N T E R P R E T A T I O N
O F A M E R I C A N P O L I T I C A L T H O U G H T S I N C E T H E R E V O L U T I O N ( N e w Yo r k ;
H a r c o u r t , B r a c e a n d C o . , 1 9 5 5 ) .

1 7 Dan ie l J . Boors t in , THE GENIUS OF AMERICAN POLIT ICS (Ch icago , IL ;
T h e U n i v e r s i t y o f C h i c a g o P r e s s , 1 9 5 3 ) .

1 8 Walter Lippmann, ESSAYS IN THE PUBLIC PHILOSOPHY (New York; New
A m e r i c a n L i b r a r y , 1 9 5 5 ) .

»

^^William H. Riker, DEMOCRACY IN THE UNITED STATES, 2nd edition
( N e w Yo r k ; T h e M a c m . i l l a n C o . , 1 9 6 5 ) .

2 0 Seymour Martin Lipset, THE FIRST NEW NATION; THE UNITED STATES IN
H I S T O R I C A L A N D C O M P A R A T I V E P E R S P E C T I V E ( N e w Y o r k ; W . W . N o r t o n a n d

1 9 7 3 ) .C o ● f
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2 1 S a m u e l P. H u n t i n g t o n , A M E R I C A N P O L I T I C S : T H E P R O M I S E O F
DISHARMONY (Cambridge, MA: The Belknap Press, 1981),
v i e w o f t h e a l t e r n a t i v e s t o t h e l i b e r a l A m e r i c a n C r e e d , s e e T h e o d o r e

i n T H E R E A G A N P R E S I D E N C Y
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3 2 - 3 6 .
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2 3 A b r a h a m K a p l a n , A M E R I C A N E T H I C S A N D P U B L I C P O L I C Y ( N e w Yo r k :
O x f o r d U n i v e r s i t y P r e s s , 1 9 6 3 ) , p . 3 7 .

2 4 S e e S c h i e s l , T H E P O L I T I C S O F E F F I C I E N C Y.

2 5Wo o d r o w W i l s o n , " T h e S t u d y o f A d m i n i s t r a t i o n , " P O L I T I C A L S C I E N C E
Q U A R T E R L Y, 2 , n o . 1 ( 1 8 8 7 ) .

2 6
O n v a r i o u s c o n c e p t i o n s o f e f f e c t i v e n e s s , s e e R o b e r t C . F r i e d ,

P E R F O R M A N C E I N A M E R I C A N B U R E A U C R A C Y ( B o s t o n , M A : L i t t l e , B r o w n a n d
1 9 7 6 ) , p p . 5 5 - 7 8 .C o ● f

2 7 E c o n o m y " i n g o v e r n m e n t a d m i n i s t r a t i o n i s t h e c e n t r a l t h e m e i n
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n o . 6 ( N o v e m b e r / D e c e m b e r , 1 9 8 4 ) :

P O L I C Y : A C R I T I Q U E ,
P r e s s , 1 9 8 3 ) , w i t h R o b e r t E .
E f fi c i e n c y :
P U B L I C A D M I N I S T R AT I O N R E V I E W, 4 4 ,
5 1 2 - 5 1 7 .

t

2 9 O n t h e g e n e r a l n a t u r e o f m a n a g e r i a l c o n t r o l , s e e P e t e r F.
D r u c k e r , M A N A G E M E N T: TA S K S , R E S P O N S I B I L I T I E S , P R A C T I C E S ( N e w Yo r k :
H a r p e r a n d R o w, P u b l i s h e r s , 1 9 7 4 ) , c h a p t e r 3 9 .

3 0 Fo r some ana lys ts , t he ques t ion o f con t ro l i s the p r inc ipa l one
in the des ign o f pub l i c o rgan iza t ions . See Vic to r A . Thompson ,
W I T H O U T S Y M PAT H Y O R E N T H U S I A S M : T H E P R O B L E M O F A D M I N I S T R AT I V E
COMPASSION (Universi ty, AL: Universi ty of Alabama Press, 1975), p p .
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1 6 - 1 7 .

3 1 S e e t h e a r g u m e n t s o f t h o s e i n t h e " N e w P u b l i c A d m i n i s t r a t i o n "
movement, part icular ly Michael M. Harmon, "Normat ive Theory and
P u b l i c A d m i n i s t r a t i o n : S o m e S u g g e s t i o n s f o r a R e d e fi n i t i o n o f
A d m i n i s t r a t i v e R e s p o n s i b i l i t y, " i n T O WA R D A N E W P U B L I C
ADMINISTRATION: THE MINNOWBROOK PERSPECTIVE,
( S c a n t o n , PA : C h a n d l e r P u b l i s h i n g C o

e d i t e d b y F r a n k M a r i n i
1 9 7 1 ) , p p . 1 7 2 - 1 8 5 .● r

3 2 C o m p a r e , f o r e x a m p l e , P e t e r W o l l , A M E R I C A N B U R E A U C R A C Y ( N e w Yo r k : W.
W. No r t on and Co . , 1977 ) , w i t h Theodo re J . Low i , THE END OF
LIBERALISM: THE. SECOND REPUBLIC OF THE UNITED STATES, 2nd ed. (New
Y o r k : W . W . N o r t o n a n d C o . , 1 9 7 9 ) .

3 3 On the p rob lems o f exe rc i s ing manager ia l accoun tab i l i t y, see
H e r b e r t K a u f m a n , A D M I N I S T R AT I V E F E E D B A C K : M O N I TO R I N G S U B O R D I N AT E S '
BEHAVIOR (Washington, DC: The Brookings Inst i tu t ion, 1973) ; a lso
Michael Lipsky, STREET-LEVEL BUREAUCRACY: DILEMMAS OF THE INDIVIDUAL
IN PUBLIC SERVICES (New York: Russell Sage Foundation, 1980), chapter
1 1 .

3 4 See Richard P. Nathan, THE ADMINISTRATIVE PRESIDENCY (New York:
John Wiley and Sons, 1983), esp. pp. 3-11.

3 5F o r a p r a c t i t i o n e r ' s p e r s p e c t i v e o n h o w t h i s a u t h o r i t a r i a n i s m
develops and its consequences, see Donald E. Walker, "When The Tough
Get Going, The Going Gets Tough: The Myth Of The Muscle
Administration," PUBLIC ADMINISTRATION REVIEW, 36, no. 4
( J u l y / A u g u s t , 1 9 7 6 ) : 4 3 9 - 4 4 5 .

3 6
See Lawrence C. Dodd and Richard L. Schott, CONGRESS AND THE

ADMINISTRATIVE STATE New York : John Wi ley and Sons , Inc . , 1979) ,
C h a n g e s i n C o n g r e s s i o n a l

in MAKING BUREAUCRACIES WORK, edited by Carol H.
and A lan H. Bar ton (Bever ly H i l l s , CA: Sage Pub l i ca t ions , 1980) ,
6 5 - 8 7 .

e s p .
c h a p t e r 6 ; a l s o J o e l D . A b e r b a c h ,
O v e r s i g h t , W e i s s

p p .

^^It is difficult to characterize the Reagan administration since
it is st i l l in office, but the scenario that has been fol lowed began
wi th the "Reaganizat ion" o f the bureaucracy and the development o f
White House strategies to oversee the implementation of the Reagan
agenda th rough the ac t i ons o f po l i t i ca l appo in tees . Thus , Reagan has
not ac tua l l y " taken command, " bu t ins tead has es tab l i shed power fu l
overs ight mechanisms that constant ly checks on the work of
subordinates who are actually doing the job. This approach explains
in par t Reagan's wi l l ingness to put up wi th the James Wat ts o f h is
administration and his abil i ty to weather the storms created by their
actions. Relying on oversight rather than command, Reagan gets what
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h e w a n t s w i t h o u t h a v i n g t o p a r t i c i p a t e , t h u s a v o i d i n g a n y e x p l i c i t
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a l s o i n t e r e s t i n g t o c o n s i d e r t h e " h i d d e n - h a n d " l e a d e r s h i p a p p r o a c h o f
E i s e n h o w e r i n l i g h t o f t h i s t h e s i s ; s e e F r e d I . G r e e n s t e i n , T H E
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i m p a c t s t a t e m e n t s . S e e H o w a r d B a l l , D a l e K r a n e , a n d T h o m a s P . L a u t h ,
C O M P R O M I S E D C O M P L I A N C E : I M P L E M E N T A T I O N O F T H E 1 9 6 5 V O T I N G R I G H T S A C T
( W e s t p o r t , C T: G r e e n w o o d P r e s s , 1 9 8 2 ) , c h a p t e r 4 ; a l s o S e r g e Ta y l o r ,

M A K I N G B U R E A U C R A C I E S T H I N K : T H E E N V I R O N M E N T A L I M P A C T S T A T E M E N T
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E r r a t a : T o b e c o r r e c t e d i n n

f ^ c c o u n t a b i i i t y i n P u b l i c A d m i n i e t r a t i o n

T h e f o l l o w i n g s h o u l d b e s u b s t i t u t e d o n p . 3 :

B. Defining flccovmtabiliiy

The search for adefinition of accountability is not as frustrating as the search for Minings of other

frequently used teres. The^ definitions available to us, hoeever, cover awide range of perspectives on the topic.

In the classic Sieon, 9eithburg, and Thoepson textbook it eas defined in away that stressed the existence of

preconditions for accountability: ’those eethods, procedures, and forces that detereire ehat values will be
3

reflected in ada in is t ra t ive dec is ions.* In a»ore recent work, E. Leslie Koreanton highlights the view of

accountability as an ongoi^ responsibility iaposed on the accountable agency or individual: *a liability to reveal,
4

to explain and to justify ahat one does? hoa one discharges responsibilities. ...* Another source defines in a

way that also places auch of corcept in the hands of the accountable party, but in adifferent —and auch acre

political —aay: the ’extent to ahich an organi2ation believes that it is ansaerable for its actions to the people
5

i t s e r v e s . ’ Ira Sarkansky is auch acre explicit in noting the linkage between accountability and politics when he

argues that the issue of accountability ’gets at the question of control, or »io rules.’

aho define the tera to include the ’aeans’ associated with accourAability: ’any situation in ahich individuals aho

exercise power are expected to be constrained and in fact are reasonably constrained by external aeans ... and to

adegree by internal noras. ...’

&

Firally, there are those

7

T h e f o l l o w i r i g s h o u l d b e s u b s t i t u t e d o n p . 2 7 :

that the aayor aas dissatisfied with bis perforaance and was going to seek tte aanager's reaoval fnm office. By

way of gathering aawmition to use in his struggle to keep his job, the city aanager ordered an awJit of the aayor's

travel experses froa 1381 to the preserrt. The city aanager's tactic was calculated to trigger the responsive

accountability arrangeaent that existed between the aayor ard local citizens. Hr. Cray hoped to protect his job as

aanager by bringing about the aayor's resrovai froa office through recall or, at tt» least, neutralizing hia

politically, ifrten asked about his aotivation behind ordering the audit, the city aanager ’acknowledged... that he

would be 'less than honest' if he said that reports that the aayor wanted to fire hia and his request for the audit

were not related. 'It was ay survival instinct,' Hr. Gray said. 'The situation had becoue, one of us will have to
4 7

go. Iwas looking to find areason the aayor aight go. » »
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