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In the Service Institutions (Excerpts from Chapter 14)

     Most innovations in public-service institutions are imposed on them either by outsiders or by catastrophe.  All basic innovations in the military in this century, whether in structure or in strategy, have followed on ignominious malfunction or crushing defeat.  The greatest innovative thinking in recent political history, America's New Deal of 1933-36, was triggered by a Depression so severe as almost to unravel the country's social fabric.

     The forces that impede entrepreneurship and innovation in a public-service institution are inherent in it, integral to it, inseparable from it.

1.   First, the public-service institution is based on a "budget" rather than being paid out of its results.  It is paid for its efforts and out of funds somebody else has earned.

     Any attempt to slough off activities diminishes the public- service institution.  It causes it to lose stature and prestige.  Failure cannot be acknowledged.  

2.   Second, a service institution is dependent on a multitude of constituents.  But precisely because public-service institutions have no results out of which they are being paid, any constituent, no matter how marginal, has in effect a veto power.

3.   The most important reason, however, is that public-service institutions exist after all to "do good."  This means that they tend to see their mission as a moral absolute rather than as economic and subject to a cost/benefit calculus.

     Preachers have held forth against the "sins of the flesh" for centuries, with uncertain results.  Yet, it does not persuade them to devote their considerable talents to pursuits in which results may be more easily attainable.  Because what they do is in pursuit of a "moral good."

     Once optimization has been reached (and the optimum in most efforts lies between 75 and 80 percent of theoretical maximum), additional costs go up exponentially while additional results fall of exponentially.  

     The demand to innovate and to do something else will be resented as an attack on its basic commitment, on the very reason for its existence, and on its beliefs and values.

     The labor share of gross national product in Western developed countries is around 90 percent.  Some countries, such as Holland, close to 100 percent.  Yet, most labor unions are incapable of even thinking about new challenges, new contributions.  All it can do if fight the old battles, for the "cause of labor" is an absolute good.

     Yet, circumstances have forced changes in some large institutions.  

     EX.  Some Catholic Parishes where everything that does not involve dispensing sacraments and ministering to congregations is done by lay professionals and managers.

     EX.  Beginning around 1975, the Girl Scouts of the USA, introduced innovations affecting membership programs and volunteers, the three basic dimensions of the organization.  It began actively to recruit girls for the new urban middle classes, that is, Blacks, Asians, Latins.  Girls need new programs and role models that stress professional and business careers rather than the traditional careers as homemaker or nurse.  Made being a volunteer for the Girl Scouts attractive to the working mothers.  The working mother who does not have enough time for her child represents another opportunity, so they started Girl Scouting for preschool children.

ADDITIONAL ENTREPRENEURIAL POLICIES FOR SERVICE INSTITUTIONS

1.   First, the public-service institution needs a clear definition of its mission.  What is it trying to do?  Why does it exist?  It needs to focus on objectives rather than on programs and projects.

2.   The public-service institution needs a realistic statement of goals.  Something that is genuinely attainable and therefore a commitment to a realistic goal.  "Our job is finished."

     Most objectives can and should be phrased in optimal rather than in maximal terms.

3.   Failure to achieve objectives should be considered an indication that the objective is wrong, or at least defined wrongly.  The objective should be economic rather than moral.  Thus, failure to attain objectives is a prima facie reason to question the validity of the objective -- the exact opposite of what most public-service institutions believe.

4.   Finally, public-service institutions need to build into their policies and practices the constant search for innovative opportunity.  They need to view change as an opportunity.

     The four rules outlined above constitute the specific policies and practices the public-service institution requires.  In addition, however, it also needs to adopt those policies and practices that any existing organization requires, the policies and practices discussed in the preceding chapter, The Entrepreneurial Business.

