PSCI 331 Context of Canadian public administration || October 1st 

a. Classical bureaucratic model 
b. New public management 

A. Classical model 

1. Max weber
· German sociologist 
· Late 1800s: studied bureaucracy as organizational form 
2. Weberian bureaucracy 
· Ideal type- model of perfect bureaucratic organization 
· Most efficient optimal arrangement 
· Seven fundamental characteristics
a) Hierarchy 
· Clearly defines vertical relationship between superiors and subordinates 
· One superior at top of each unit 
Purpose: 
· unity of command: top of superior’s orders relayed down through the ranks 
· efficiency: each subordinate overseen by one superior 
b) specialization of labor 
· each person responsible for specific clearly defined task 
· report to superior on performance of duties 
purpose:
· develop expertise in carrying out specific task 
· (expertise= knowledge and experience) 
· clear accountability 
c) merit based hiring and promotion 
· objective criteria for employee selection and promotion 
purpose:
· to ensure most qualified person is hired 
· to ensure expertise rewarded/nonperformance penalized 
· superior to patronage: selection/ promotion based on some subjective criteria (heredity, rewards, nepotism)
d) full time employment 
· employment in organization is employee’s primary source of income 
purpose: 
· strengthens loyalty to organization 
· control: tool for superiors to influence behavior of subordinate 
e) impersonality 
· impersonal rules structure interaction with clients 
· rules apply equally to all clients on similar situations 
purpose:
· control: bureaucrats cannot substitute own decision- making criteria for those set by superiors - limited discretion- can operate within set boundaries 
· consistency impartial and similar dealings with clients 
· certainty: increases client confidence in organization 
f) written records 
· records kept of decisions and rationale behind decisions 
purpose: 
· accountability: must document rules followed properly 
· continuity: new person can pick up where previous left off
· institutional memory- lessons from past practice sets a precedence 
g) separation of personal and professional life 
· bureaucratic organization is autonomous of employees 
· authority attached to office (position) not individual 
· bureaucrat can obtain no reward from position other than fixed salary 
purpose:
· objective, unbiased administration 
· authority is legal- rational- stems from law only 

· central feature is rationality: logical, systemic, impersonal- machine like 

Critiques 
a) too much emphasis on structure 
· portrays an organization as orderly machine 
· parts of machine are humans- own interests, needs, ideas 
b) too much emphasis on rules 
· encourages obedience to rules at expense of responsiveness to client needs 
· balance- how much discretion should be bureaucrat have?
· Scope of free decision-making authority 

B. new public management 
a) fiscal pressures 
· 1970s: growing budget deficits and debt 
b) Public attitudes
· 1980s-90s: poor public perception of government 
· Services ineffective; low quality 
· Slow; unresponsive to public needs 
c) Neoliberalism
· Ideological shift- opposition to major public spending 
· Commitment to reducing size and scope 
· Focus on core services 
· Lower taxes; deregulation 
d) Managerialism 
· Empower and motivate employees to achieve goals
· No rigid hierarchy- let the managers manage 
· Dynamic action oriented 


Core principles 
· Citizens centered service delivery 
· Citizens as clients- focus on service and choice 
· Emphasis on quality- value for money 
· Ensure public services are what citizens want 
· Ex- surveys, engaging stakeholders 
· Incorporate citizen input into decision making 
Managing for results 
· Agencies guided by clear organizational objectives 
· Focus on outputs to clarify priorities 
· Multiyear business plans; budget projections 

Performance measurement
· Classical bureaucracy- too much focus on process; rules
· New emphasis on outcomes; effectiveness
· Goals of continuous improvement 

Steering not rowing 
· Problem: monopoly stifles efficiency and innovation 
· No market disciplines 
· Solution; government sets priorities; services delivered by other agents 
· Private firms, not for profit 
· Make public agencies compete w private sector 
· To achieve higher quality; lower cost 
· Ex- x-rays done in hospitals or private clinics 
Autonomy and flexibility 
· Fewer rules; more autonomy and flexibility for managers 
· Greater discretion for front line staff 
· Cultural change- entrepreneur business like
· Earn revenue where possible (user fees) - reduce dependence on taxes
Critiques 
a) Nature of public administration 
· Fishbowl political environment – all eyes on mismanagement government its transparent 
· Emphasis on error- free operations- no risk taking. Cultural difference 
b) Citizens are not customers 
· Customer secures interests through market choices 
· Citizens secure interests through public demands
· Politicians respond- shift policy radically 



The Administrative Executive 
A) Executive branch 
· Symbolic executive:
· Constitution- all executive authority vested in queen 
· In practices- exercised by cabinet 
B) Political executive 
· Cabinet chosen by prime minister 
· Formulate policy; introduce legislation; manage government 
C) Administrative executive/ public service 
· Machinery to implement executive priorities and plans 
The Public Service 
a) Central institution 
· Permanent entity 
· Many entities- departments, commissions, crown corporations, other agencies 
Legal foundations 
a) Enabling statute 
· Legislation passed to create new entity 
· Structure, composition, mandate, powers, procedures 
b) Subordinate legislative authority 
· Order- in- council; executive order made by cabinet
· Mainly used for appointments and regulations 
c) Contract or agreement 
· Ministers can create special committees or inquiries 
· Advisory- no authority to spend or regulate 
d) Administrative subdivision 
· Ministers can create new divisions or branches to address specific issues 

Machinery of government
1. Department 
· Primary administrative unit- personnel manage programs in service of political executive 
· By creating and managing programs 
· Created by statute; assigned to minister 
a) Relation to minister 
· Legislation- authorizes minister to direct operations; delegate responsibilities to officers (e.g deputy minister)
· Employees- support minister in execution of duties 
· Minister accountable to parliament for actions of department 
2. Crown agency 
· Unit established to serve specific policy purpose 
· Deliver services, regulate activities 
a) Rationales 
· Separate a policy function – public health agency 
· Establish arms- length relationship with minister
· Allow operational independence – parks Canada 
b) Crown corporation 
· Operates like business- owned by the government 
· Board of directors; management autonomy 
· Cabinet appoints board, approves business plan
· CBC – public owned broadcaster 
· Provides distinctively Canadian programming 
· Accountable to parliament through minister of Canadian heritage 
c) Regulatory agency 
· Enforces rules of behavior for individuals or firms 
· [bookmark: _GoBack]Limited mandate- enabling statute authorizes specific duties 
· Ex- pest management regulatory agency 
· Empowered under pest control products act 
· Regulates pesticide use by business and public 
· Accountable to parliament through minister of health 
Public service challenges 
1. Digital governance 
a) New technology 
· ICT has potential to improve public service – “e- government”
· E.g. standardization; information- sharing, “single window”
b) Implications for public service 
· Increased demands for knowledge workers 
· Communications analysis research and problem solving 
· Need controls to protect privacy and confidentiality 
2. Public service renewal 
· Many retirements in coming year s
· Closer attention to human resource management 
a) Leadership 
· Scarcity of experience- many senior managers retiring 
· Emphasis on training and mentoring 
b) Recruitment 
· Scarcity of talent – demand for educated skilled employees 
· Competition with other organizations to attract top candidates 
3. Accountability and transparency 
a) Accountability 
· Westminister model- minister politically accountable for all actions of department 
· Scandals- demands for more accountability of politicians and public servants 
b) Transparency 
· Dissatisfaction with secrecy in use of public funds 
· Demands for information about policy and decision making 

Ministerial responsibility October 29th 
1. Representative democracy 
· Authority conferred on elected officials to make binding decisions- public policies 
2. Cabinet- parliamentary government 
· Fusion powers 
· Authority exercised by political executive (pm and cabinet) 
3. Constitution 
· Fundamental rules of political system (written and unwritten) 
· Written, constitution act of 1867 and 1982
· Unwritten but generally rules of political behavior-  conventions 
4. Ministerial responsibility 
· Constitutional convention inherited from UK
· Cabinet responsible for all matters under jurisdiction of Government of Canada 
· Cabinet accountable to parliament for performance of executive duties 
· Indirectly accountable to citizens- through elected representatives in legislature 
· Implied penalties for failure to act as expected 

1. Collective ministerial responsibility 
a) Solidarity (decision making) 
· Oath- ministers pledge to act as single unit 
· Duty to keep cabinet discussions confidential 
· Publicly support policy presented to parliament or resign 
b) Strategic direction (policy)
· Ministers represent interests of departments/ regions
· Align department goals with governments objectives 
· Collectively determine policy and legislative priorities 
c) Operational direction (management) 
· Share oversight of government operations 
· Collectively responsible for outputs and outcomes 
d) Confidence 
· Legitimacy of executive power depends on confidence of legislature- majority support 
· Assumed unless denied through a confidence vote 
· Supply bill- any proposal requiring public funds 
· If confidence is lost government is obligated to resign 
e) Party discipline 
· Members of party are expected to vote with leader 
· Penalties for non- compliance- expulsion from caucus

2. Individual ministerial responsibility 
a) Responsibility 
· Minister vested with executive powers by PM and statute 
· Responsible for operations of department 
· Own actions and actions of subordinates 
· Past and present 
b) Answerability 
· Must answer to parliament for portfolio 
· Respond to questions provide information 
· Problems- explain corrective action; future prevention 
c) Accountability 
· Ministers resign if major error committed personally or by department 
· Resign is rare; 1. Problem reasonably foreseeable, 2. Negative political attention 
· Political tool for opposition to focus public attention 
Collective ministerial responsibility + individual ministerial responsibility= political executive held responsible for all decisions and actions of government 

Strengths and weaknesses 
1. Strengths 
a) Clear political accountability 
· Pm and cabinet politically responsible for all government policies and administration 
· Opposition holds government accountable for all actions
b) Strong government 
· Majority government able to act decisively 
· Party discipline unifies party; insulates members from influence of lobbyists 

2. Weaknesses 
a) Excessive executive power 
· Political executive initiates most legislation 
· Majority government= “electoral dictatorship”
b) Constrains individual MPs
· MPs elected to represent interests of constituents but 
· Party interests dominant (party discipline) 
c) Instability 
· Minority governments vulnerable to confidence votes 
· Often short lives 
d) Symbolic? 
· Call for ministerial resignation is predictable response to controversy or crisis
· Politicized- tool for opposition to weaken government politically 
· Rarity of resignation fuels public skepticism 
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A. The Bargain 
1. Ministerial responsibility
· Ministers accept all responsibility for policy and management 
· Expect public servants to be politically neutral 
2. Political neutrality 
a) Constitutional convention 
· Standard behavior – ideal type 
· Public servants serve with loyalty and impartiality 
b) Loyalty 
· Faithfully implement decisions regardless of party 
· Be responsi8ve to governments political agenda 
c) Impartiality 
· Free from personal bias – objective and neutral 
· Provide straightforward advice based on best evidence 
· Don’t actively support or oppose policy decisions 
· Implement decisions of ministers even if contrary to advice 
B. Politics- administration dichotomy 
1. Principle 
· Strict separation of political and administrative activities 
· Dichotomy- two mutually exclusive spheres 
a) Politics 
· Elected officials make policy- choose course of action 
· Political decisions- who gets what, when, how 
b) Administration 
· Public servants implement policy 
· Technical decisions- program structure; rules of delivery 
2. Practice 
· Politics and administration intertwined 
a) Policy development 
· Public servants formulate most policy proposals 
· Ministers rely heavily on policy advice- authority of expertise 
· Choices made from limited set of alternatives 
b) Policy implementation 
· Policies often involve broad, ambiguous goals 
· Public servants create rules to structure programs  
· Discretion- individual choices affect policy outcomes 
Street level bureaucrats 
· Front line choices when interacting with clients – social workers – who receive benefits?
· Implementation may differ from cabinet intent 
c) Political interference 
· Ministers sometimes meddle in administration 
· Ministerial responsibility- tempting to micro- manage departmental affairs 
C. Merit 
1. Principle 
· Appointments based on qualifications
· Promotion based on performance 
a) History 
· Confederation: public servants appointed based on loyalty to governing party- patronage 
2. Practice 
a) Core public service 
· Public service commission – independent staffing agency 
· Competitive appointments- duties; qualifications; testing 
· Fairness: objective; no favouritism or political interference 
· Access: all have reasonable opportunity to be considered 
· Employee performance evaluated on common scale 
b) Senior appointments 
· Still manage patronage appointments 
· Heads of agencies and boards; crown corporations 
c) Political staff
· Minister has a staff of political advisors – partisan appointees
· Exempt from merit rules 
· Not permanent – lose position when minister exits 
D. Non- Partisanship 
1. Principle
· Refrain from publicly supporting party, person or cause 
a) Importance 
· Public must trust public servants are not influences by political affiliation 
· Ministers must trust policy advice is objective and impartial 
· Opposition parties must trust loyalty after change in government 
2. Practice 
a) Public service employment act 2003 
· Political activity allowed if it does not affect impartiality 
· Ex- campaigning, running in election etc 
· PSC investigates cases of inappropriate political activity 
E. Public comment 
1. Principle 
· Don’t publicly express views on government 
· Opinion on public policy 
· Suggestions for government reform 
a) Importance 
· Public comment is ministers responsibility as part of duty of answerability 
· Cabinet responsible for policy- focus of public attention 
· Critical comment undermines trust in objectivity 
b) Legal interpretation 
· Supreme court – restrictions are reasonable condition of public service employment 
· Penalties justified if comment breaches oath of confidentiality 
2. Practice 
· Few formal guidelines- act in good faith 
· Public servants limited to description and explanation 
a) Expectations
· Illeagal threats to health and safety 
· Whistle blowing- public exposure of wrongdoing 
F. Anonymity 
1. Principle 
a) Public servants 
· No independent personality- act in ministers name 
· Not directly accountable to legislature 
· Not personally identified with government policy 
· Advise ministers in confidence 
b) Ministers 
· Take all credit and blame for policy and management 
· Obligated to protect identity of public servants 
2. Practice 
a) Increasing visibility 
· Public servants consult on policy development 
· Interest groups; public consultation 
· Appear before legislative committees on behalf of minister 
· Access to information- documents may reveal recommendations of public servants
· Media attention 
· Ministers sometimes name and blame 
G. Security of tenure 
1. Principle 
· Permanence for good behavior and performance 
· Importance; incentive to serve loyally and impartially 
· Continuity in operations; institutional memory 
· Development of expertise 
2. Practice 
a) Challenges 
· Staff reductions for budgetary reasons not performance 
· Life long career is eroding more movement between jobs 
· Short term contracts contingent staffing 
b) Nee directions 
· Greater commitment to continuous learning 
· Focus on employability- skills development and training 
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The legislature and the public service 
A. Parliament and the public service 
1. Legitimation 
· Governments exercise power over citizens lives 
· Impose burdens (taxes, licensing, reporting) 
· Set ruled and enforce with coercion 
· Issue binding decisions to settle disputes 
· Authority based law approved by elected representatives 
· Legislation confers democratic legitimacy 
2. Policy approval 
· Central policy actors are cabinet and bureaucracy 
· Policy initiatives:
· Formulated by public servants 
· Adopted by cabinet
· Presented to legislature as bills 
· Legislation gives minister discretionary authority 
· Exercised by public servants- program and rules
3. Authorization 
· Departmental authority flows from enabling statute 
· New units- legislators debates structure, mandate, powers 
· Parliament must approve privatization of crown corporations 
4. Financial control 
· Parliament must approve all spending from public treasury 
· Debate appropriation bills- confidence vote 
· Opposition days- opportunity to argue what should be funded by government 
5. Scrutiny 
· Survailance of public service operations 
a) Purpose 
· Ensure laws are implemented 
· Discover waste and mismanagement 
· Consider changes to laws policies and programs 
· Promote accountability of public officials 
· Promote economy efficiency and effectiveness 

b) Instruments 
· Question period – opportunity to publicly critique government 
· Standing committees- review department performance, investigate important issues 
B. Officers of parliament 
Defined: 
· Arms length officers to supplement ministerial responsibility 
· Scrutinize actions of executive branch 
· Investigate complaints; assess performance 
a) Independent 
· Powers defined in enabling statute 
· Report to parliament not to cabinet 
b) Power 
· Cannot coerce government to take action 
· Publicity surrounding reports gives agents influence 
1. Auditor general 
· 10 year term; appointed by governor general 
· On advice of parliament 
· Investigates and reports on use of public funds 
· Audits programs for economy, efficiency and effectiveness 
· Monitors programs implementation; recommends improvements 
2. Commissioner of environment 
· Appointed by auditor general 
· Audits governments environmental performance 
· Monitors departmental sustainable development strategies 
3. Privacy commissioner 
· Personal information protection and electronic documents act 
· Sets ruled for collection and use of personal information 
· Investigates complaints about privacy violations
· Power to compel evidence 
4. Information commissioner 
· Investigates denied requests under access to information act 
· Mediates disputes between complaints and government 
· May refer cases to federal court for review 
5. Commissioner of official languages 
· Official languages act protects right of citizens to receive services in either French or english 
· Protects right of public servants to work in either language 
· May refer cases to the federal court for resolution 
6. Ethics commissioner 
· Monitors behavior under 
· Conflict of interest code for members of the house of commons
· Conflict of interest and post- employment code for public office holders 
· Promotes ethical behavior in government 
· Meant to strengthen public confidence in government 
7. Public sector integrity commissioner 
· Confidential channel to dissolve wrongdoing 
· Investigates reprisals against whistleblowers 
· Promotes integrity among public servants 
· Goal is to enhance public confidence in government 
8. Commissioner of lobbying 
· Lobbyist – person paid to influence government decisions
· To increase transparency 
· Power to investigate and prosecute violations 
9. Parliamentary budget officer 
· Objective analysis of finances – reports to parliament 
· Calculates estimates cost of spending proposals in bills 

A. Deputy minister 
1. Position 
· Administrative head of department 
· Second in hierarchy under minister 
a) Linchpin 
· Connects public service with political leadership 
· Incorporates government priorities into departmental plans 
· Direct staff towards government objectives- policy and program development 
b) Reporting structure 
· Deputy minister reports to minister for all department functions
· Several assistant DM report to DM
· Associate deputy minister- deputy in waiting 

2. Appointment 
a) Discretionary 
· Appointed by PM (governor in council) 
· Discretionary appointment- outside PSC merit system 
· Pm may remove deputy- rarely arbritary 
· Permanent – reasonable expectation of tenure for good performance 
b) Selection 
· Long government service; appointed from within ranks 

3. Operational environment 
a) Politically- sensitive but not partisan
· Impartial, politically neutral administrator 
· Interacts regularly with political leadership 
· Aware of political responsibilities 
b) Peer group 
· Small network of 35-50 Dms and associate dms 
· Information sharing- horizontal policy collaboration 
c) Clerk of privy council 
· DM to PM secretary to cabinet; head of public service 
· Leader of DM peer group- directs efforts in service of government 
· Advises PM on DM appointments 

4. Responsibilities 
a) Advising minister 
· Primary source of information, advice, institutional memory 
· Policy advice- impartial; based on obkectives of minister and assessment of public interest 
· Administrative advice- expert on technical and legal issues of concern to department 
· Political advice- how policy might be received in current political environment 
b) Managing department 
· Minister may delegate to DM any powers set out in enabling legislation, except power to male regulations 
· Delegation of authority: 
· Creates accountability to minister 
· Created sphere of administrative autonomy for DM 
· Oversees administration of human and financial resources 
c) Management of government 
· Ensures implementation of policies set by Treasury Board and public service commission 
· Coordinates policy- making with other departments 
· Accounting officer- responsible for internal auditing of spending within department 
· Heads audit committee- evaluates relevance and effectiveness of programs every 5 years 
B. Role in political system 
1. Supporting collective ministerial responsibility 
· Aligns department priorities with government agenda 
· Supports minister at cabinet committee meetings 
· Ensures cabinet decisions are implemented 
· Administers government wide policies 
2. Supporting individual ministerial responsibilitiy 
· Works with minister to develop policy proposals 
· Manages department on behalf of minister 
· Defends department interests; seek resources
· Assembles materials for breifings- question period; speeches 
3. Answerability 
a) To parliamentary committees 
· Not directly accountable to parliment for policy- refers questions to minister 
· DM prvides background; explains policy 
4. Accountability 
a) To minister 
· Most important- minister must be able to trust dm 
· Accountable for daily management to department 
b) To prime minister 
· Through clerk expected to PMs wishes 
· Provides advice on cabinet mandate 
· PM occasionally contacts directly for information and advice 
c) To clerk of the privy council 
· Oversees DMs performance evaluation 
· Issues special administrative instructions 
d) To treasury board 
· Accountable for ensuring sound management of resources 
· Implements policy directives issued by cabinet 
e) To public service 
· Ensures department is compliant with hiring policies – merit principle 
Alternative service delivery 
1. Origins and definitions 
a) New public management 
· Intellectual political philosophy 
· Government- focus on policy not implementation 
· Steering not rowing- partner with other organizations 
· Business oriented – citizens as clients 
· Emphasis on performance 
b) Scaling back government 
· Direct provision expensive; slow 
· Alternative delivery to reduce costs; improve quality 
· Transfer responsibilities to reduce size of governments 
c) Citizens centered government 
· Citizens; low confidence in government 
· Demand quality services; responsive government ‘’
2.  Definition 
· Public sector restricting to:
· Improve service and effectiveness 
· Share governance functions 
a) Two related objectives 
· Find alternative ways of delivering public goods and services 
· Partner with private and non- profit sector 
C.  ASD mechanisms 
1. Electronic service delivery 
· Objective: convenient accessible services 
· 2000- major initiative to deliver services using ICT 
· Concerns- security and confidentiality 
2. Single window service delivery 
· Departmental services linked through one portal 
· Information jointly collected to inform program development 
· Service Canada – access to multiple services 
3. Co- location
· Agreements to jointly provide public service 
· Objective- intragovernmental coordination 
4. Special operating agency 
· Objective- management autonomy, flexible service delivery 
· Unit within department; framework agreement; reports to DM
· Fiscal autonomy; performance indicators 
· Delivers specific services 
5. Service agency 
· Corporate unit; arm’s length; reports to minister 
· Operational autonomy- own legislation; management (CEO)
· Flexibility- staffing, use of revenues, partnerships 
6. Public private partnership (P3)
· Objective: tap private expertise; share costs and risks 
· Cooperative venture between public and private partner 
· Meets public needs; shares resources, risks, rewards 
a) Build-own-operate- transfer (BOOT)
· Company finances designs and builds facility 
· Operates for period; transfers ownership to government 
b) Government owned company operated 
· Government owns facility 
· Private company contracted to operate 
7. Contracting out 
· Service delivery by private or non- profit organization 
· Cost savings- lower overhead; competitive bidding 
· Efficiency- specialization expertise 
8. User fees 
· Objective: generate alternative revenue 
· Citizens pay nominal fees for service 
· Raises revenue to offset cost of providing service \
· Can also influence behavior 
9. Privatization 
· Crown corporations sold to private sector
· Regulation to protect public interests 
Problems with altenative service delivery 
1.  Steering and rowing 
· Multiple ASD units complicates ministerial oversight 
· Partnerships complicate policy change 
2. Accountability 
· Autonomy and flexibility – free from red tape 
· May also weaken accountability 
· Who is accountable when something goes wrong 
3. Labour relations 
· ASD: flexible in HR management but… 
· Public employees lose security of tenure 
· Shift: long term employment to short term contracts
4. Savings and perfoemance 
· P3s transfer risk to private sector; backfires if partner collapses 
· Transaction costs: negotiating ASD arrangement costly 
