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To my departed father, Joseph Martin Bernard, Jr., a man of boundless 

generosity and profound humility, who spent his life in service to 

his community. Never a paid public servant, he won tremendous 

love and respect because he always spoke what he believed.
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f o r e w o r d

We must be willing to make better choices. And we must 
embrace a new, more entrepreneurial, more collaborative, 

more performance- and results-driven style of leadership.
Things that get measured are things that get done. The ultimate 

test of any public policy is whether it works. Spare me your 
ideology. Does this work for me and my family? That’s the 
question states seek to answer by measuring all these separate 
but connected inputs, outputs, indicators, and outcomes because 
it is impossible to steer or speed a ship without a compass or 
controls. Therefore, we must set public goals, measure govern-
ment performance, and put our findings online for all to see. 
We have within our power as states, as communities, as indi-
viduals, the ability to achieve rising standards of living, bet-
ter-educated children, more affordable college, a more highly 
skilled American workforce, safer neighborhoods, a more resil-
ient homeland, healthier people, and a more sustainable balance 
with nature.

But none of this will happen on its own.
It is not a question of whether we are moving our states left 

or right, but whether we are moving our states forward or back. 
In this search for answers, John Bernard’s Government That 
Works: The Results Revolution in the States offers an important 
path toward a better future for our states. This new Information 
Age has given us the ability to measure with insight and accu-
racy never before dreamed of. But acting upon this intelligence 
will require all of us to embrace a new type of leadership.

Ideological, hierarchal, bureaucratic leadership — these are 



xiv    |    G o v e r n m e n t  t h a t  W o r k s

the old ways of organizing human endeavor. Our times call for 
leadership that is entrepreneurial. Collaborative. Accountable. 
Performance measured. Relentlessly inter-active. Leadership 
which is willing to open-source information in order to unlock 
individual community-based solutions — on a massive scale. 
Leadership which understands the power of human dignity and 
the strength of our diversity. With greater collaboration than 
ever before, we can use technology to create common platforms, 
facilitate and coordinate and catalyze thousands of individual-
ly responsible actions. Actions that can advance the common 
good of progress and prosperity for all.

 ~ MARTIN O’MALLEY (D)
  Governor
  State of Maryland
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f o r e w o r d

Government that works.
Now there’s something you don’t hear every day. And, 

yet, the insights and real-world examples that John Bernard so 
capably captures within these pages prove it’s not an oxymoron.

Government can work. Indeed, it must work. And, in states 
like Michigan, it does work.

Government That Works is an excellent guide on both the 
why and how of results-oriented government. Government 
exists to provide citizens with effective and efficient services. To 
do that, we must move from looking at inputs, such as budget 
dollars, to measuring tangible results for citizens.

I won my first election in 2010. As a career businessman and 
the nation’s only governor with a background as a Certified 
Public Accountant, I was struck by the lack of self-evaluation 
within state government. Whereas success in the business world 
demands long-term vision and meaningful benchmarks to guide 
the way, government too often operates in a polar-opposite 
universe.  

Billions of dollars were spent each year, and state programs 
came and went. But little attention was paid to gauging wheth-
er any of this delivered the best value for taxpayers. Even low-
er on the priority list was any real effort to keep our talented 
state employees engaged, enthusiastic and innovative. 

Michigan needed a reinvention, the heart of which had to be 
a culture change in which “value for money” and “real results 
for real people” became our yardsticks.

Job One was to tear down internal silos. We determined the 
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areas in which we wanted to measure our performance — such 
as economic growth and public safety — and organized our 
Cabinet into a group executive structure to enhance coordination 
between related program areas.

Next, I instructed Cabinet members to design scorecards that 
would convey their organization’s mission and objectives. Ac-
countability and transparency were not going to be mere buzz-
words. They would become words to live by.

We also created a Michigan Dashboard that would show 
everyone how state government actually delivers on key metrics. 
I conveyed the idea of a dashboard to the public in my first State 
of the State address. The address itself put the Lansing estab-
lishment on notice: The old ways of doing business are gone. 
We will focus on our 10 million customers across Michigan and 
use facts to make decisions. 

We didn’t play it safe. We selected meaningful metrics so each 
and every taxpayer could clearly see our accomplishments or 
failures. In every annual State of the State address since that first 
one, I have shared dashboard highlights as a “report card” to 
the people of Michigan.

In short, we reorganized government from one based on 
functions to one based on results.

We then turned our attention to our internal customers — the 
more than 47,000 state government employees. These frontline 
men and women too often felt disenfranchised when it came to 
recommending and implementing improvements that might 
deliver better results. 

Our “Good Government” initiative not only gave these ded-
icated, hardworking public servants a voice, it also empowered 
them to lead change. Each department appointed a “champion” 
who serves as the lead for driving government reinvention — or 
Good Government — within their respective departments.
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The response has been overwhelmingly positive, not only 
internally, but also across the entire state of Michigan as this 
initiative helps shift the way the general public views state em-
ployees.

Government leaders can measure results in many different 
ways, and this book provides a good guide to those options. 
Also, as you read the following chapters, you will see the im-
portance of culture change across government. Success comes 
only when you empower the capable and dedicated people 
working at all levels of state government. Entrepreneurship and 
innovation can happen in the public sector.

Government That Works shows how states serve as the “lab-
oratories of democracy.” As such, our states are leading the 
charge at bringing results-based leadership to the public sector. 
I greatly enjoyed reading this book because it helps define best 
practices that can benefit our entire country. As a governor, I 
am always looking at how we can make our state the best in 
the country. But, I am also looking for great ideas that I can 
borrow from other states and bring to Michigan. 

Government That Works gives us a firsthand look at some of 
the bold, creative changes sweeping America. It’s more than a 
good read. It’s a blueprint for success at every level of govern-
ment. 

 ~ RICK SNYDER (R)
  Governor
  State of Michigan
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a C k n o w l e d g M e n T S

Countless people made this book possible. Some provided 
inspiration, others helped develop and prove ideas, and 

still others shared the stories of their personal journey toward 
government that works.

My work with state government began when two forward-look-
ing agency leaders in Oregon, Colette S. Peters and Fariborz 
Pakseresht, engaged my consulting firm Mass Ingenuity to help 
them install our results-driven system of management. Their 
successes inspired many others around the country to follow 
suit. Thanks Colette. Thanks Fariborz. 

We owe a debt of gratitude to many other Oregon state lead-
ers as well, among them Patrick Allen, Lindsey Capps, Paul 
Cleary, Dr. Nancy Golden, Joni Hammond, Suzanne Hoffman, 
Ken Jeske, Dacia Johnson, Erinn Kelley-Siel, Mitch Morrow, 
Larry Niswender, Joe O’Leary, Dick Pedersen, Sarah Pope, Greg 
Roberts, Jack Roberts, Steve Rodeman, Clyde Saiki, Rob Saxton, 
Jim Scherzinger, and Jean Straight.

My heartfelt thanks also go to Michael Jordan, Sarah Miller, 
and Barry Pack for becoming our partners in expanding our 
efforts across the great state of Oregon. 

Many people beyond the borders of Oregon displayed great 
vision and courage by joining the ranks of the results revolu-
tionaries. These friends and colleagues include Claire Allard, 
Rich Baird, Jon Clontz, John Fitzpatrick, Marcie Frost, Dr. Mary 
Alice Heuschel, Steve Hill, Trish Holliday, Rebecca Hunter, 
Wendy Korthuis-Smith, Julia Lanham, Phyllis Mellon, James 
Ross, Lisa Spencer, and Zak Tomich. 
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A number of agency leaders in Washington State also joined 
the cause. I deeply appreciate the insights and contributions of 
all these dedicated public servants: Teresa Berntsen, Brian Bon-
lender, Pete Dawson, Mark Feldhausen, Dorothy Teeter Frost, 
Marcie Frost, Bill Hanson, Pat Kohler, Susan Lucas, Dan Mc-
Connon, Dan Pacholke, Jim Warick, and Bernard Warner

I must also extend my deepest appreciation to all of the state 
employees, managers, and leaders around the country who 
ardently believe in the need for government that works. They 
include Melissa Aerne, Cyndee Baugh, Jeannine Beatrice, Sharon 
Beck, Jody Becker-Green, Jean Bergen, Jennifer Black, Perrin 
Damon, Darrell Damron, Joe DeCamp, Bob Gebhardt, Cathy 
Iles, Bryan Irwin, Hollie Jensen, Michelle Johnson, Nathan 
Johnson, Kari Leitch, Heidi Loveall, Sue MacGlashan, Julie 
Martin, Sharon Pette, Rebecca Stillings, Angela Toussaint, and 
Janet Zars. 

Russ Kuhn deserves special mention. He opened doors to 
many influential people in the world of state government, in-
cluding Governor John Hickenlooper of Colorado, who, as 
Chair of the National Governors Association, invited me to 
serve in an advisory capacity. His Delivering Results initiative 
provides a shining example of leadership in the campaign for 
more effective and efficient government. 

To the more than 50 people who granted interviews for this 
book, I can never fully express how much I benefitted from your 
insights. 

A couple of wordsmiths helped shape this book. The leader 
of my editing team and my longtime writing partner, Michael 
Snell, added value to every page. Thanks, Michael, for helping 
improve the clarity and the flow of my prose. Every writer needs 
a stern editor like you to support the work when it goes well 
and snarl when it doesn’t. Sincere thanks also go to Libby Ko-
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ponen, who painstakingly edited the whole manuscript. She 
brought to the project a keen eye for detail and a knack for 
spotting gaps in my logic. Libby did her work in a shepherd’s 
hut on the Isle of Coll, three hours by boat off the west coast 
of Scotland. Finally, I offer a hug of gratitude to my daughter 
Erin, an accomplished journalist, who helped edit and proofread 
the final manuscript. 

Thank you, Bobbi Benson, for your visual creativity, market-
ing savvy and continuous brilliance in the creation of the book 
cover and interior design. Your husband, Joe Bernard, my broth-
er, has always given me his calm and wise shoulder to lean on, 
helping me stay focused whenever my mind got frazzled. To my 
sisters Joan and Kathleen, who have always believed in me, and 
my other brothers, Jim and Ed, I love you and thank you for so 
many good memories.

I must also honor my wonderful team at Mass Ingenuity. I 
have never worked with a more talented group of people. Our 
consulting team contributed so much to this book: Ted Barber, 
Christine Barker, Beth Doolittle, Jim Clark, Jody Guy, Kelly 
Johnston, Barb Lloyd, and Tom Moore. Our support team, 
including Tim Dexter, Karen Grinnell, and Wally Glausi, kept 
us all on track. Aaron Howard and Kelly Ferguson, my business 
partners, played a critical role in shaping my thinking. But most 
importantly, I thank them for believing in me and investing a 
critical part of their careers in my vision for results-driven gov-
ernment. 

Special thanks goes to supporters David Giuliani, Beverly 
Stein, Fred King, Scott Harra, Clif Finch, and Isaac Kastama, 
each of whom broadened my perspective and offered a lot of 
wise counsel along the way.

No single person has been more bold in his support of my 
efforts to help move government to a results focus than my dear 
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friend and entrepreneur Mark Cleveland. His advocacy and the 
willingness to spend personal relationship capital on my behalf 
is second-to-none. You are an amazing man, Mark. Thank you.

 Paul Aljets conducted a tremendous amount of research, 
transcribed hours and hours of interviews, and worked side-by-
side with me on every aspect of writing, designing, and produc-
ing this book. I could not have done it without you, Paul. 

Thanks to Lou Lovas, whose love and support during the 
trying times of life that ensued as I wrote this book, kept my 
head in the game. I owe her more than I can say. 

When people ask how I developed my passion for improving 
government, I often say that I do it for the children. In my case, 
that’s my lovely adult daughters, Ryann, Erin, and Ashley, and 
my two grandchildren Sawyer and Emery, and their loving father 
Alex. And of course I do this work for the two most recent joys 
of my life, my eight-year-old twins, Jacqueline and Christian. I 
love you all so much. 
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I n T r o d u C T I o n

Joining the results revolution

“I hold it that a little rebellion now and then is 
a good thing, and as necessary in the political 

world as storms in the physical.”
~ THOMAS JEFFERSON

 

Were he alive today, Thomas Jefferson would vigorously 
support The Results Revolution in state government. 

After all, he championed the dispersal of power to the states 
and knew the newborn union would survive only with effective 
and efficient government, government that works. 

Ironically, the founding father helped write the Declaration 
of Independence in 1776 but did not participate in drafting and 
ratifying the US Constitution, the document that united the 
states under a federal government. During that crucial point in 
American history he was serving his country as the US Ambas-
sador to France, where he watched as that country entered its 
own revolution against a heartless, controlling monarchy. 

When Jefferson returned to the United States, he joined Pres-
ident George Washington’s cabinet as Secretary of State and 
almost immediately engaged in a contentious and famous argu-
ment with Treasury Secretary Alexander Hamilton over the debt 
the newborn United States had incurred financing the Revolu-
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tionary War. Jefferson maintained that the states must have their 
own, substantial power. The exercise of that power was essen-
tial to thwart establishment of a virtual monarchy by a burgeon-
ing federal government. In the end, he and James Madison 
formed the anti-administration party, a move that eventually 
led to our contemporary two-party system. 

Jefferson’s actions so angered Washington that the president 
was rumored to be ready to fire him when he resigned from the 
cabinet in 1793. The two men never spoke again. Jefferson 
continued his pursuit of states’ rights because he feared that 
centralized power would lead the United States down the same 
path that had ended in the French Revolution and the rise of 
Napoleon.

The debate rages to this day. Does the country need a strong 
federal government to take care of the nation’s citizens, or should 
that job fall to the states? Many people are grateful for Jefferson’s 
insight. Regardless of your personal opinion in the matter, you 
cannot argue against more efficient and effective state govern-
ment. Jefferson wouldn’t. Nor would I.

In 2008, I pitched a consulting project to Colette Peters and 
Fariborz Pakseresht, who had been asked by their governor to 
turn around Oregon Youth Authority. As I have done with 
leadership teams hundreds of times before, I routinely ran through 
all the reasons for using scorecards and engaging employees in 
process improvement. After all, I had sold our state-of-the-art 
management system hundreds of times before. Little did I know 
that this experience would be the spark of a new passion, pro-
pel me on a new mission in life, and change the direction of 
Mass Ingenuity, the consulting company I founded. 

I have always thought of myself as a management junk col-
lector, a backward way of saying that my real strength comes 
from being a systems thinker. I see management as a system. 
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The most effective leaders create and operate a system that aligns 
their people and resources in order to achieve their desired re-
sults. Think of the system that keeps a supersonic jet aloft. It 
drives toward a singular destination (results); it involves a lot 
of moving parts (employees, customers); it requires fuel to reach 
its destination (money), it has to be flown skillfully (the full 
engagement of the crew with the power to make decisions that 
keep the plane safe and on course), and it needs a good pilot 
(leadership). I was surprised and delighted to discover that Pe-
ters and Pakseresht were taken by the concept that management 
is a system. Their passion to deliver exceptional results to their 
customers, Oregon’s troubled youth, inspired me.

That deep connection to social good started me and my team 
on our current path. Today we are doing all we can to help those 
entrusted with the welfare of our states’ citizens transform their 
management systems in a way that fulfills their deep dedication 
to public service. 

Many from both inside and outside government have tried to 
introduce business best practices to government, but most have 
failed, largely because they could not fully account for the enor-
mous complexity of contemporary government. While the man-
agement system that drives a Fortune 100 firm functions like 
the power train in a supersonic jet focused on profits, a state 
government’s system works more like a complex series of warp 
drives serving not one result but as many as 50. 

When talking to people in state government I describe the 
structures and processes that have evolved over the decades as 
the equivalent of a series of violent earthquakes that have formed 
a city. It just happened; nobody planned it. The earthquakes are 
a metaphor for the fact that government’s basic organizing 
system is events, not goals. The event may be a disaster, an act 
of fraud or negligence, a lawsuit, a front-page news story, a 
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project gone bad, an emerging trend, or of course, legislation. 
Some force creates a reaction. Government today is the sum 
total of all the reactions over many, many decades. Governor 
Rick Snyder of Michigan calls it a “spaghetti bowl.” 

Most governors sense the need for a sea change in how gov-
ernment works. Department heads feel the endless pressure to 
get more and more done with what in all practical reality is less 
and less money. Middle managers are dealing with angry citizens 
every day because things take forever to get done and the left 
hand doesn’t know the right hand even exists, let alone what it 
is doing. Frontline public servants work in processes that might 
have made sense 20 years ago, but today are senseless. There’s 
waste everywhere, the goals are unclear, and nobody is happy 
about it.

But in fact across the nation an answer to the complexity and 
dysfunction is emerging. That’s why I wrote Government That 
Works: The Results Revolution in the States. The new organiz-
ing principle is results. The idea is simple: if we have a clear set 
of commonly held goals, and a set of measures that show prog-
ress toward those goals, government can organize its work 
around these goals. 

While you could dismiss my optimism and this solution as 
naive, I am among a growing number of people who see focus-
ing government on results as the most viable solution for re-
making our government. In this book you will meet many of 
them; their stories offer proof that The Results Revolution offers 
hope for us all.

The idea is simple, but the shift is not easy. That’s why it has 
taken a whole book to show you how to do it. In my previous 
book, Business at the Speed of Now (published by Wiley in 
2012), I documented the best management practices businesses 
can use to develop powerful, results-driven management systems. 
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In Government That Works, I extend those best practices to the 
complex world of state government, and mix in the emerging 
best practices being developed by results revolutionaries across 
the nation. In the pages ahead you will learn about these state-
of-the-art practices, practices that are delivering results that 
matter to this nation. All of these initiatives aim at improving 
everything from the waiting time for a driver’s license to the 
quality of education and child welfare. 

You will also meet many dedicated, hardworking public ser-
vants who have already joined The Results Revolution by put-
ting these and other best practices to work in Oregon, Wash-
ington, Colorado, Tennessee, Michigan, New Mexico and 
Maryland. I am sure there are many more results revolutionaries 
driving results in the other 43 states. 

Soon after I began pursuing my new passion to promote The 
Results Revolution in state government, I met Howard Behar, 
who had recently retired from his job as the number two exec-
utive at Starbucks. The Results Revolution had had some early 
successes in Oregon, and I hoped Howard would help by open-
ing doors to well-connected friends and colleagues in Washing-
ton state. Graciously, he spent 3½ hours listening to and chal-
lenging our vision for better government. At the end of the 
meeting he said something that took me by surprise: “John, I 
will support you in this work under one condition. You cannot 
stop once you get to three states; you have to keep going until 
you get to 15. If you do that, you will change the course of the 
nation.”

Behar’s words sent a huge warm electrical charge down my 
spine. I was stunned by the audacity of his vision. It took me 
nearly a year to fully embrace its boldness.  

I don’t accept that this nation’s good years are behind us. 
That’s not a legacy I want to leave my children, nor do I suspect 
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it is one you want to leave yours. America’s best years are yet 
to come. But that bright future is only possible with a govern-
ment that works. 

Revolutions are about people. People who care enough to 
take action to change the status quo.

We are the people. We are the change. And we have our work 
cut out for us.

Let’s begin . . . 



C h a P T e r  o n e

The results revolution
Delivering On the Promise of Social Good

“The best way to find yourself is to lose 
yourself in the service of others.”

~ MOHANDAS GANDHI 

Heather Adams went to work for the Department of Health 
Services shortly after graduating from the State Universi-

ty. Now, several months later, she finds herself in the middle of 
her first training session with over 80 co-workers from her di-
vision’s 38 branch offices. Discussion has turned to the issue of 
the highly variable workload in various offices around the state. 

Heather, eager to show off her recent education, offers a 
creative solution to the problem: “We could create a simple 
checklist app that would quickly identify people whose workload 
has gotten out of hand. Then anyone with some time to spare 
could jump in and help out.” 

That suggestion elicits a grimace from the discussion leader 
and a lot of eye rolling from the more seasoned people in the 
room. As Heather walks down the hallway to join a small-group 

1
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breakout a half-hour later, her colleague Bob Tomkins, a 22-year 
veteran of the agency, pulls her aside.

“Why the long face, kid?” he asks. “A little fatherly advice: 
you’re smart and you want to do a good job. In fact, you remind 
me of myself at your age. But you need to take it easy, keep your 
head down. Once you get used to the way we do things around 
here, you’ll see that it’s better not to mess with the status quo. 
Look around you. Most of these people have died inside.” 

“I just want to see us deliver better results!”
Bob just shakes his head and mutters, “You’ll grow out of it.”
Heather could not believe her ears. She had taken this job 

because she believed this agency could make a big difference in 
the lives of the people it served, and she had seen almost imme-
diately that some rather simple and inexpensive changes could 
go a long way toward helping her co-workers deliver services 
more efficiently and effectively. Basically, Bob was telling her to 
sit down, shut up, and shrivel up inside. That was not in Heath-
er’s nature.

However, working in government was in her nature. As the 
daughter of a single mom who had engaged in the social unrest 
of the late 1960s and eventually became a career social worker 
for a county youth corrections agency in Washington state, 
Heather had seen firsthand the need for services that would help 
create stable living conditions for troubled young girls. Her 
mother’s passion to help others became a guiding beacon for 
Heather, who had worked hard to get her degree in public ad-
ministration at the University. 

An inspiring professor had taken her under his wing, encour-
aging her to master the latest technology and to develop her 
communication and leadership skills.

He told her, “We need more people like you in government.”
She had followed his advice, and now she felt as if she had 
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made the biggest mistake of her life. Why hadn’t she gone to 
work for Google?

While we have changed the names and details of this story to 
protect the “Dead Inside,” it really happened. In state agencies 
throughout the country, many Bob Tomkinses, once as energet-
ic and enthusiastic as the Heather Adamses of the world, have 
grown jaded as the bureaucracies that have taken over public 
institutions have steadily eroded their once-vibrant idealism. 

Studies such as the one conducted by James L. Perry (1996) 
reveal that public sector workers bring high ambitions to their 
jobs. They really do want to serve their fellow citizens. They feel:

•	 An attraction to public policy-making
•	 A commitment to public interest
•	 A belief in civic duty
•	 A desire for social justice
•	 An attitude of self-sacrifice
•	 A sense of compassion

How can a Heather Adams fulfill these desires? How can she 
avoid the “death inside” that Bob Tomkins suffered from after 
22 years of service? Fortunately for both Heather and Bob, a 
new breed of results-focused government leaders has begun to 
make sweeping changes in the way states serve their citizens. If 
their initiatives take hold around the country, we can look for-
ward to a level of governmental reform unprecedented in mod-
ern American history.

  

Joining the Revolution
A growing number of those who work in state government 

and their advisors outside of government are taking steps to 
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make meaningful and measurable progress toward solving our 
society’s most critical problems. Rather than sitting down, shut-
ting up and dying inside, they are passionately committed to 
installing practices that can actually improve education, create 
better jobs, ensure the safety of our communities, clean up and 
sustain our environment, update a decaying infrastructure, and 
make all government workers efficient and effective. 

Signs of change have been springing up in almost every state, 
from Alaska and Oregon to Tennessee, Michigan, Maryland, 
Washington, Colorado and Rhode Island. This new breed of 
leaders has been emerging in every corner of government, from 
the Department of Motor Vehicles to Child Welfare Services, and 
their ranks include both Heathers and Bobs, both elected and 
appointed officials, both Republicans and Democrats, both lib-
erals and conservatives, both political activists and conservative 
businesspeople, and even ordinary, everyday citizens. Going 
beyond the rhetoric of change, they have embraced the practical 
benefit of results. You can see it in such down-to-earth everyday 
practices as establishing clear measures and targets, creating 
scorecards, improving underlying processes, and posting results 
on government websites. It comes down to making government 
more accountable for results and truly respecting the people who 
make government work. You can’t spell “accountability” with-
out “count,” and you cannot hold yourself and others account-
able for results if you cannot measure those results. 

Football, basketball, academic tests, weight loss, job perfor-
mance, customer satisfaction, productivity, profitability, effi-
ciency, blood pressure, you name it — success in every human 
endeavor requires some means of keeping score. Keeping score 
ensures focus on a purpose, inspires innovation, and monitors 
progress toward a defined goal. 

State government focuses on critical goals in many areas: 
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education, health and public safety, the environment, and the 
state’s economy, among others. The measures of success a state 
adopts both reflect and greatly influence public policy direction. 
As we at Mass Ingenuity, the consulting firm I founded and 
where I serve as chairman, conducted extensive research for this 
book, we compiled more than 50 measures across all 50 states 
(available at www.resultsamerica.org). The measures range from 
high school graduation rates, to murder rates, to levels of obe-
sity and reliable access to food, to the number of people living 
in poverty, as well as the number of new-business startups and 
other measures of economic prosperity. 

The successful, results-oriented efforts underway around the 
country inspire everyone involved in government to learn, to 
raise the bar for best practices, and to join the movement. The 
movement depends heavily on the underlying motivations, ex-
perience, innovations, and engagement of the millions of people 
who work in government. They know that solutions to govern-
ment’s problems do not come about after some Big Bang explo-
sion of change, but through hundreds of thousands of incre-
mental, measureable improvements and innovations by the 
people who do the work: people like Heather Adams and that 
younger version of Bob Tomkins. The Results Revolution is 
rooted in releasing the talent, passion and energy of the people 
who serve in government.

A focus on measurable outcomes organizes logical thinking, 
engenders innovation, and reveals what works and what doesn’t 
work. Of course, results-driven government demands major 
changes in management practices to continually stimulate the 
vital, incremental cycles of improvements that eventually achieve 
The Results Revolution. Those changes in management practice 
begin with engaging the people who work in government and 
examining the processes with which government delivers results.
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Fixing the Processes
 As the editors of Governing (2013) magazine wrote recently, 

“Most public sector workers are amazing people who came to 
their careers in hopes of making a difference in the lives of the 
people in their counties, cities, and states.”

These bright-eyed Heathers want to help the needy, protect 
the environment, and ensure the welfare of children. What goes 
wrong? 

According to the editors, “Often what demotivates us are the 
same things that upset our customers — paperwork, red tape, 
long lines, endless bureaucracy.”

They go on to say that improvement efforts too often focus 
on money, communication, and training rather than on remov-
ing the obstacles that get in the way of delivering results: “The 
reason so few of those efforts truly motivate our peers is because 
we come with our motivation built in, it’s our work processes 
that beat it out of us, and until we remove the thorns, no amount 
of financial salve is going to help long term.” 

It’s a lose-lose proposition: the broken and waste-ridden pro-
cesses that rob public servants of the results they want to deliv-
er also rob citizens of the results they need. Only a results-driv-
en approach to government reform can create a win-win 
situation for both those who deliver services and those who 
benefit from them. That ultimately depends on process improve-
ment — the incremental improvement of routines people follow 
as they work. Who can best fix those processes? The people on 
the frontlines who do the work day in and day out. 

The reality is that public employees like Heather encounter 
numerous obstacles as they walk carefully through bureaucrat-
ic mazes. They need ways to move from long-standing patterns 
of passivity to a strong desire to share their expertise and drive 
process improvement.
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Back in 1980, many dominant American manufacturers found 
themselves under fierce attack by Japanese competitors. Much 
of Japan’s success had come about due to the insights and efforts 
of one American, Dr. W. Edwards Deming, who helped advance 
General Douglas MacArthur’s efforts to rebuild Japan after 
World War II. Quality, preached Deming, would get Japan back 
on its feet. It did. What we’ve come to know is that Deming 
taught more than quality — he taught a new management phi-
losophy and system.

This new approach propelled Japanese electronics and auto-
mobile makers like Sony and Toyota to global dominance. In 
1980, NBC TV aired a provocative whitepaper called If Japan 
Can, Why Can’t We? That challenge so impressed American 
business leaders that they embraced America’s “Quality Revo-
lution,” a new focus that helped many American businesses such 
as General Electric and Ford Motor Company compete more 
effectively with their overseas rivals. Today, the management 
philosophy underlying the quality revolution has evolved into 
“Lean.” That approach argues that success requires a sort of 
organizational fitness, a “leanness” in which every employee 
focuses relentlessly on removing all waste from all processes 
— that is, on anything that does not add value for customers. 

The vast majority of successful companies apply these man-
agement principles not out of idealism, but out of practical 
competitive necessity.

Think about that. How can government do the same — deliver 
better results for customers/citizens? The answer seems obvious: 
by ridding its processes of activities that add no value. Seems 
easy enough, right? Well, it is, and it isn’t. Doing it takes more 
than the do-good intentions of public servants. It takes a lot of 
smart, hard effort at the grassroots level of government and 
dedicated effort by the men and women who do the work. 
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Otherwise, both those who deliver services and those who receive 
them will remain frustrated, dissatisfied, and disengaged.

engage the people Who Do the Work
“The biggest victims of bureaucracy are the employees them-

selves,” is a comment often repeated by Michigan Governor 
Rick Snyder(R). 

Working in government is enormously frustrating, and increas-
ingly public servants are often causally ridiculed in social settings 
for being part of the bloated bureaucracy. It’s hard for public 
servants to be engaged in a system with so many broken pieces 
and over which they have so little influence. It is a fact that busi-
nesses that suffer from the disengagement of their employees 
suffer severe financial consequences. Despite all of the differenc-
es between business organizations and government agencies, all 
organizations court the same perils when it comes to disengaged 
workers. In its 2013 report, the Gallup Organization’s ongoing 
State of the American Workplace study found 50 percent of 
American employees unengaged in their work; they just show up 
and never take the initiative to do work above and beyond the 
basic tasks they were hired to do. In addition to that 50 percent, 
another 20 percent actively attempt to sabotage performance. 

In my book Business at the Speed of Now (2012), I explored 
in detail the consequences and causes of this debilitating dimension 
of American work life. I concluded with the bottom-line obser-
vation that traditional management practices have failed miser-
ably at winning the hearts and minds of employees. Yet, largely, 
these practices continue to dominate public sector work life.

In contrast, engaged workers love their jobs, remain loyal to 
the organization, make fewer mistakes, suffer fewer accidents, 
experience less stress and burnout, and contribute to the orga-
nization’s productivity and profitability. Engaged employees are 
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far more open to change as well because they know they will 
have a hand in the change. 

Government employees will more likely deliver the results 
they and their customers expect if they are fully engaged in their 
work — and to be engaged, they must have a significant degree 
of control over their work processes. They must feel free to point 
out process problems and propose creative solutions, without 
fear of repercussions. Blaming people when a process goes south 
simply causes a break between managers and staff and reduces 
staff willingness to assume responsibility. Yet blaming people 
for things that go wrong is common practice in government. A 
focus on processes, and on collectively addressing gaps in pro-
cesses when they emerge, puts the energy into improving the 
process. The bottom line: a focus on processes rather than on 
people is better for people. 

When Dr. Deming tackled the economic revitalization of Japan, 
he cited fear as the predominant force in the vast majority of 
businesses. Many leaders and managers rely on fear to get and 
keep their people in line. Their underlying beliefs about people 
are both disrespectful and dehumanizing, and so is their treat-
ment of them. These managers view their people as parts of the 
machinery to get work done and intentionally use fear to hold 
them down.

But fear blocks initiative and creates dissatisfaction, disen-
gagement, and even rebellion. Results-driven leaders are learn-
ing to replace fear with respect, encouraging their people to fix 
the processes that make it hard to deliver the results both they 
and their customers desire. That means giving them the author-
ity to reduce or eliminate waste.

While for a long time management experts have espoused the 
connection between feeling safe and innovation, there’s a huge 
body of work that’s emerging on the human brain that backs 
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the theory with facts. Thanks to new mapping technology, sci-
entists now have a much clearer understanding of how both 
thinking and emotion shape behaviors.

FiGure 1.1: the thinking/emotional response to management systems from a neuroscience per-
spective helps explain the experience people in public service have when they work in two very 
different systems of management.

Using these ideas to make the transition from traditional 
public sector management practices to results-driven practices 
requires new thinking and will result in emotional engagement 
in the work environment. Engaging people in results requires 
moving people out of passive thinking into active thinking, 
which is no small shift. Teaching people to think about process-
es and waste, rather than simply doing as told, will engage the 
passion public servants have for serving the people of their state.

Go Lean or Go home
In the late 1980s, IBM quality expert H. James Harrington 

published Poor-Quality Cost (1987), a book that popularized 
the idea that poor quality processes and products cost an orga-
nization a lot of time and money. Harrington described both 
direct costs, such as prevention, detection and rework; and in-
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direct costs, such as business lost due to customers badmouth-
ing the company.

For many technical reasons, especially the complex math 
needed to support the argument, the “Cost of Poor Quality” 
movement never gained much traction, but its basic premise 
did. It may remain difficult to quantify the true costs, but on 
average, waste costs: 

•	 20-25 percent of revenue in manufacturing organizations
•	 30-40 percent of revenue in service organizations
•	 40-50 percent of budget in government organizations

This does not mean people who work in these organizations 
are wasteful morons; it does mean every organization can find 
and remove waste from its processes. 

Some common wasteful activities — so common that they are 
called “the seven deadly sins” — are: 

Seven Deadly Sins of Waste

1. Waiting – time lost re-handling and re-starting work as you wait for things needed to   
 complete it

2. inspecting – checking work to try and catch errors 

3. re-entering – putting information in one place that already exists in another

4. Searching – trying to find data, materials, reports or whatever else is missing

5. Moving – routing things or moving people from one place to another, staging work, etc.

6. reworking – doing work over again because it was incomplete or incorrect

7. Over-processing – doing work that serves no identifiable customer or purpose

FiGure 1.2: the seven deadly sins of waste create a vocabulary for understanding the opportu-
nities for improvement that exist within work processes.
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Now, the opportunity to improve results becomes clear: (1) 
Government officials and workers can find a lot of waste to 
reduce or eliminate; and (2) The people who can do it best are 
those who work the waste-filled processes day in and day out. 
That’s easy to say, but harder to do. 

Sometimes, leveraging the connection between the opportu-
nity and the people who can best act on it takes more blood, 
sweat, and tears than moving a mountain. That’s because the 
public sector still relies predominately on management methods 
developed and perfected during the Industrial Revolution. The 
old era of mass production depended upon the frontline work-
er repeating the same process over and over again, putting 
Hexnut A on Brass Bolt B. Management viewed those workers 
as “hands” or “wrenches” — mere machines designed to perform 
one task over and over and over again until the factory whistle 
blew. Management did the thinking, engineering did the design-
ing, and accounting did the number crunching. Whatever your 
job, you worked in a silo, isolated from all the other silos.

These mass production management techniques created the 
great American middle class and amassed more wealth for more 
people than any management approach in the history of the 
human race. They worked. Their logic eventually permeated 
how we managed everything. For over a century, they got results 
for every sort of organization, from a mom-and-pop corner 
grocery store to the State Department of Education. 

However, we have moved beyond the age of mass production 
into the age of mass customization, in which the old management 
approach no longer works. Mass customization means deliver-
ing goods and services tailored to the needs of each unique 
customer. For government the net impact is that customer service 
expectations have gone through the ceiling and citizens compare 



t h e  r e s u l t s  r e v o l u t I o n     |    13

their service experience with government to their service expe-
rience at the Apple store.

Service has begun to replace manufacturing in the US econo-
my. As a result, manufacturing as a percent of US employment 
has declined steadily from 26 percent in 1953 to 8 percent in 
2013. Service jobs have grown exponentially, and service jobs, 
whether in corporations or government, must address a new 
breed of customers who demand, “I want it the way I want it, 
and I want it now.” Customers and citizens increasingly expect 
more from the organizations that serve them. 

Only more agile, efficient, effective, and customer/citizen-focused 
organizations can meet those expectations. Such organizations 
require new management approaches that treat workers as much 
more than replaceable cogs in great big machines. Lean manage-
ment offers the best path to that goal because it respects the desire 
and unleashes the ability of people to do their very best work.

Slice through Complexity
This brings us back to processes. Basically, government pro-

cesses provide the means whereby a government agency or de-
partment translates the laws passed by elected officials into the 
rules and regulations and procedures that deliver desired results. 
These rules, and in turn, the processes designed to implement 
them, tend over time to multiply to the point that they gum up 
the machinery of government. Rules pile on top of rules, and 
processes grow sluggish and unwieldy, until everyone inside and 
outside the walls of bureaucracy suffers. Workers die inside and 
citizens despair over a government that has turned into a tangled, 
convoluted, and often common-sense-defying mess. Simplicity 
has never been a goal of government, but it is a worthy one.

If you look closely at most government processes, you will 
quickly see the problem: a system bogged down with miscues, 
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non-value-added steps, unnecessary handoffs, and double- and 
triple- and quadruple-signoffs. For example, one state agency 
received new phones that came without an essential accessory, 
a stylus. To obtain the 30-cent stylus a manager had to call the 
assistant to the agency director, obtain an account number, and 
then send the director an email asking for permission to receive 
the stylus. Once approved, the email request went to the infor-
mation technology help desk, where someone finally issued the 
stylus. The cost of that simple transaction? Fifty dollars’ worth 
of time for each person who needed a stylus, all but wasted by 
the well-intentioned but ultimately misguided effort not to waste 
taxpayers’ dollars. It would have been far cheaper to have sim-
ply given every employee a stylus.

Another classic disconnect is contracts requiring more than 
a dozen signatures. In the end there is no real accountability 
because everyone sees that everyone else has reviewed the con-
tract, so they sign it without reading it. The lesson is that ex-
cessive signoff steps actually reduce accountability.

Popular in government is the belief “that’s not possible under 
statute.” This is more often than not simply untrue. But to get 
past that belief requires both different thinking and a different 
emotional response to the challenge.

The design of many government processes looks a lot like the 
Rube Goldberg device that used an intercontinental ballistic 
missile to pull the cotton out of an aspirin bottle. They didn’t 
start out that way; they just grew ever more complex as consci-
entious officials corrected mistakes, patched holes, and designed 
approval protocols to “cover their tails” if anything went wrong.

The state of most processes in government today could best 
be described as an accident. It would be akin to multiple people 
designing and building the parts of an automobile without ever 
sitting down in the same room together to talk about how the 
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pieces fit together. In a government process, a one-time error 
that occurred 12 years ago might have caused multiple steps to 
be added, and no one doing the work today has any idea why 
they take those steps. You don’t have to travel far to find a 
department where a form is automatically printed in duplicate 
while the standard operating procedure is to throw away the 
duplicate pages.

The only people who can simplify these processes in ways 
that will make them more efficient at delivering results are the 
very people who currently waste so much of their precious time 
dealing with them. They are in the best position to ask, “Why 
do we do this?” for every step in the process.

But one thing that is very different about the switch to Lean 
from most other changes in management, in particular for gov-
ernment leaders, is the need for leaders to both be trained and 
to personally engage in improvement activities. The reason is 
simple. Lean requires a new type of thinking and operates from 
a different emotional base. Until leaders have actually done this, 
they simply cannot understand the new results world. 

Only these trained, engaged leaders can improve societal 
outcomes and fulfill the passion that attracted them to govern-
ment work in the first place.

Improving Societal Outcomes
Those who join The Results Revolution do so because they 

want to improve societal outcomes. But what if working toward 
that goal means admitting that current practices fall far short 
of the mark? 

Oregon’s Chief Operating Officer, Michael Jordan, insists that 
you cannot solve a problem without making it public. He says: 
“Even if the results are poor, sharing the unvarnished truth 
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builds credibility. No one wants to show his or her dirty laundry, 
but failure is not a sin. Not asking why is the sin. People respect 
that you are willing to look at the problem.”

Jordan brought to public service a passion for turning policy 
into measurable results. You must, he believes, make the measure-
ments transparent to all concerned. When you do that, you stand 
a much better chance of aligning the interests of all stakeholders, 
discovering creative solutions, and fixing what’s broken. When 
you place measurements at the heart of the agenda, stakeholders 
can communicate and work together much more effectively. 

In Chapter Two, we will look at how Mark Williams, director 
of the New Mexico Motor Vehicles Division, brought people 
together in the way Jordan recommends. Williams has found 
that in dealing with the press he gets much more favorable 
coverage when he acknowledges fault. “When government makes 
excuses it is like a red flag to a bull,” he says.

“It’s a dance,” Jordan says about the relationship between 
politicians who set policies and the workers who must implement 
them. “When both partners are listening to the same music, it 
is a beautiful thing to watch, and when they are not, everybody’s 
feet hurt.”

Jordan’s career began in the private sector, where he worked 
for a power company. However, at age 28, a longing for a great-
er challenge pulled him into public service at the “entry level” 
as a city councilman in his rural hometown of Canby, Oregon. 
From day one, he relished the complexity of public service and 
the opportunity to figure out ways to make government more 
efficient and effective. Four years later, he was contemplating a 
run for mayor when the city manager’s position opened up. 
Driven by his interest in getting results, Jordan crossed over 
from volunteer politician to full-time city manager. It took guts 
for someone with so little experience in public administration 
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to make such a huge leap, but it led to 10 fruitful years manag-
ing a city of 9,000 souls. 

Looking back, he’s glad he seized the opportunity to extend 
his service to his community: “I love to build things, and it is 
enormously gratifying to look back and see the many good 
things that have manifested themselves from those years,” he 
says. Even today, from his much higher perch as Oregon’s Chief 
Operating Officer, he still sees making a long-term difference in 
one small town — keeping businesses operating and providing 
good jobs in Canby’s industrial park — as a highlight of his 
career.

Eventually, he left Canby to accept the job of first appointed 
Chief Operating Officer of Metro, the regional government for 
the Portland, Oregon, metropolitan area that is responsible for 
“creating a vibrant and sustainable region.” Jordan served in 
that role from 2003 to 2011 before accepting Oregon Governor 
John Kitzhaber’s invitation to become the State’s first-ever Chief 
Operating Officer. As COO, he oversees the day-to-day opera-
tions of Oregon’s executive branch.

Reflecting on the trajectory of his career from power compa-
ny worker to top public administrator, Jordan says he’s glad he 
moved from the private to the public sector: “In the private 
sector, the hardest thing we had to solve in a year was simple 
compared to the things we face every week in government. In 
government, we have to deal with the hopes, fears, and childhood 
baggage of everyone involved because as Americans we all believe 
we each know what is best.”

As in any organization, be it a lone-wolf start-up, a multina-
tional conglomerate, a small-town city council, or the United 
States Senate, the biggest challenges come not from the day-to-
day work but from all the sticky, gooey, messy, and sometimes 
crazy “people stuff.”
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“As a nation, we are a collection of individuals — it’s in the 
Constitution,” Jordan observes. “And as a result, we are incred-
ibly resistant to collective action. Yet, government is collective 
action.”

To resolve that paradox, public servants must believe in their 
hearts that the path to the best solutions runs right through the 
combined wisdom and experience of the full collection of stake-
holders. That’s a lot of people. That’s a lot of “people stuff.” 
But Jordan attests that without involving them all, you can 
never slice through the complexity of the work and come up 
with creative solutions that have the support of those who must 
live with them. 

Jordan makes the mandate clear: “In government we do have 
the power to convene, but that’s only the beginning of bringing 
policy and implementation into alignment for the collective 
good.” 

A convention of stakeholders does not make anything happen 
unless you engage them all in hammering out a common prob-
lem statement, and then aligning everyone around a desired, 
measurable result. 

“If you have effectively built consensus on the problem state-
ment, solutions sets and the desired result, then the community 
will return the authority power to you to implement,” he adds. 
“You become a tool of the collective.”

Great collective results are more than the sum of great indi-
vidual results. Measures create a line of sight between strategic 
goals and everyone’s daily work; employees can see how the 
work they are doing aligns with and supports the goals of the 
organization. Measures, as you will see in Part Two of this book, 
hold great sway in eliminating silos, driving communication, 
integrating processes and causing collaboration. Measures with 
improvement targets provide the impetus to collaborate.
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Too frequently in government circles in our work we hear the 
story of a cabinet meeting with a governor where the standard 
report from agency leaders is, “We’re doing the best we can with 
all the limits we’re facing. Funding from the last cycle was in-
sufficient. We have a study in place that will ensure that as we 
move forward we’ll achieve X. But this study will achieve such 
and such great things, etc.” And in one incident a governor, 
showing enormous frustration said, “The next person who talks 
about what they’re doing with a blue ribbon study I’m going to 
fire. You’re not here to spend all of your time doing studies that 
never seem to result in later results. You’re here to get those 
results NOW. If any of you aren’t up to that, I’ll replace you.”

Convene: Bringing together the people who do and/or benefit 
from the work

engage: Agreeing on the problem/opportunity, solutions sets 
and the desired measurable result

Implement: Delivering the solution set, monitoring the results 
(scorecards), and then reconvening the stakeholders to examine 
what has and has not worked 

FiGure 1.3: the results cycle demonstrates the cycle of improvement involving stakeholders in 
order to build a trusting relationship.

The Results Cycle
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One clear and urgent goal sits at the center of the opportuni-
ty to make government work: RESULTS. Results for the politi-
cians who set policies, results for the workers who must imple-
ment those policies, and results for the citizens who receive the 
fruits of the implementation of those policies.

In Jordan’s view, “This only works if implementation credi-
bility is built, and objective measures are the key to building 
credibility. Reviewing the progress with measures engages the 
community in asking, ‘Why is it working? Why isn’t it working?’”

Note the emphasis on engagement: shared responsibility and 
accountability for every stage of the cycle. If all stakeholders 
participate in defining the problem, developing the solutions 
and measuring successes and failures, they feel less tempted to 
play the blame game when results fall short of the mark. All too 
often, government workers accuse the politicians of creating 
bad policy, and policymakers bemoan the incompetence of the 
government workers who implemented it, not to mention the 
citizens, who think the whole bunch are complete idiots. En-
gagement creates a different cycle.

“The more power you give, the more power you have,” says 
Jordan, and that principle holds true for all three constituencies. 
Government has a strong tendency to concentrate too much 
decision-making authority at the top. There is no way to run 
large organizations effectively without having a means to assess 
accountability and to empower staff with sufficient and level-ap-
propriate authority. Measures create the performance framework 
necessary to appropriately frame delegation. Like in basketball, 
the scoreboard defines success. 

It’s easy to fall prey to victim thinking, warns Tennessee State 
Senator and emergency room physician Mark Green (R). Green 
authored the book, A Night With Saddam, A Special Ops Flight 
Surgeon’s Interview with Saddam Hussein on the Night of His 
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Capture and The Missions which Led To Their Meeting. As the 
physician on the scene during Hussein’s capture, Green admin-
istered the former Iraqi leader’s post-capture physical exam. 

“In medicine, we measure everything,” he explains. “Doing 
so focuses the team on the patient and not on the healthcare 
worker. The lack of measures in government allows political 
leaders to play a blame game with no way to verify whose rhet-
oric is accurate. With a government scorecard, politician’s in-
centives are aligned with the goals of ‘the people,’ and cooper-
ation becomes essential to their survival.”

Senator Green has gained national attention in his party 
partly because, like Oregon Chief Operating Officer Michael 
Jordan, he believes wholeheartedly in focusing on results. 

Learning a Lesson from New York City
A December 30, 1990, New York Times editorial described 

the crisis playing out in one of the world’s greatest cities: 

New York City is staggering. The streets resemble Cal-
cutta, bristling with beggars and sad schizophrenics tuned 
in to inner voices. Crime, the fear of it as much as the 
fact, adds overtones of a New Beirut. Many New York-
ers now think twice about where they can safely walk; 
in a civilized place, that should be as automatic as breath-
ing. And now the tide of wealth and taxes that helped 
the city make the streets bearable has ebbed . . . Safe 
streets are fundamental; going out on them is the simplest 
expression of the social contract; a city that cannot 
maintain its side of that contract will choke.

These deplorable conditions contributed to the 1993 election 
of tough-on-crime Rudy Giuliani to Mayor of New York. Almost 
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at once, Giuliani took aim at street crime in his beloved city 
with a refreshing, results-oriented solution. He based his program 
on facts, accountability, transparency, and the engagement of 
the city’s employees and the citizens. It worked.

Between 1990 and 2012, New York City saw across-the-board 
crime reduction never before seen in the United States:

•	 Murder down by 81.5 percent
•	 Rape down by 53.8 percent
•	 Robbery down by 79.9 percent
•	 Felony assault down by 56.1 percent
•	 Burglary down by 84.3 percent
•	 Grand larceny down by 60.8 percent
•	 Grand larceny auto down by 94.5 percent

The following two charts demonstrate the steep decline in crime 
that New York City has enjoyed. Because the scales are dramat-
ically different, we separated out rape and murder to help bet-
ter visualize the reductions in those two types of violent crime.

FiGure 1.4: new York city’s most violent of crimes, rape and murder, have continued to decline 
in no small part demonstrating compstat’s effectiveness.
source: new York city Police department
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The results-driven approach in New York began when May-
or Giuliani and NYPD Commissioner Bill Bratton discarded 
rhetoric in favor of reality. The roots of that approach sprang 
from the subway system. Transit police officer Jack Maple had 
developed the habit of sticking pins on a map to show where 
crimes had been committed. He then used these facts to predict 
where future crimes would most likely occur. Officer Maple set 
in motion what turned out to be one of the best examples in 
modern government of effective process management.

“I called them the Charts of the Future,” explained Maple. 
“On 55 feet of wall space, I mapped every train station in New 
York City and every train. Then I used crayons to mark every 
violent crime, robbery and grand larceny that occurred. I mapped 
the solved vs. the unsolved.”

FiGure 1.5: new York city’s other crime statistics have also declined remarkably since compstat 
was instituted.
source: new York city Police department
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The transit police recruited Bratton to cut crime in the “caves” 
(New York City subways). After Maple showed Bratton his 
charts, the department used that data and Maple’s analysis to 
cut felonies in the caves by 27 percent and robberies by 33 per-
cent between 1990 and 1992. In 1994, Mayor Giuliani appoint-
ed Bratton to head NYPD, with Maple his second-in-command. 

Today, the system relies on detailed crime statistics to predict 
when and where crimes might occur so authorities can take 
action to prevent them. Those stats include weekly crime com-
plaints, arrests, summons activity, written reports about major 
cases, crime patterns, and police activities, all recorded on a 
map of the city. 

They came to be called the CompStat (computerized statistics) 
system and were developed into a statistical software package. 
But CompStat is much more than that. It reflects an underlying 
management philosophy not unlike the one embodied by Lean. 
In the pages ahead, we will apply a similar comprehensive, re-
sults-driven system of management to government. It includes 
all of the organizational and behavior elements that affect results. 

As Heather MacDonald, a John M. Olin Fellow at the Man-
hattan Institute reported in a 2010 article, “The crime analysis 
and accountability system known as CompStat, developed by 
the New York Police Department in 1994, is the most revolu-
tionary public-sector achievement of the last quarter-century” 
(MacDonald, 2010).

She goes on to note that CompStat had driven down crime in 
New York by an astounding 77 percent. Police officers who 
participated in the program went on to run police departments 
in other parts of the United States, and they used the same ap-
proach to get similar results. Even other government agencies 
around the country have adopted the CompStat model to ana-
lyze hard data and to hold managers accountable for results in 
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everything from enhanced public health to decreased reliance 
on government handouts and road repairs.

Applying the New Management Philosophy to Government
Washington Governor Jay Inslee (D-WA) adds his voice to 

the chorus for change: “Holding ourselves accountable for results 
to the citizens of Washington isn’t politically expedient,” he 
says. “But it clearly is the right thing to do.” 

Governor Inslee offered this view to the state’s agency heads 
in the fall of 2013 as he began rolling out one of the most com-
prehensive sets of results-oriented measures in the nation, less 
than a year into his first term. 

Other state governors have also heeded the call to action, 
among them: John Kitzhaber (D) of Oregon, Martin O’Malley 
(D) of Maryland, Peter Shumlin (D) of Vermont, Lincoln Chafee 
(D) of Rhode Island, Mary Fallin (R) of Oklahoma, Sean Parnell 
(R) of Alaska, Susana Martinez (R) of New Mexico, Nathan 
Deal (R) of Georgia, Gary Herbert (R) of Utah, Mike Pence (R) 
of Indiana, Bill Haslam (R), of Tennessee, and Rick Snyder (R) 
of Michigan. Enthusiasm for results does not follow party lines; 
it follows the line of common sense. It follows a straight line 
from the governor’s office through each and every state agency 
to the citizens who have voted the governor into office. 

In the quest to select measures for results, these and other 
governors have set their sights on serving their state’s citizens 
more effectively and more efficiently. If every state joins the 
cause, and if the cause finds its way into the federal government, 
the United States may finally deliver on the promise of a gov-
ernment capable of meeting modern society’s needs.

While business measures results in terms of productivity and 
profitability, governments at all levels must measure hard-to-quan-
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tify variables, such as the quality of life, liberty, and the ability 
to pursue happiness. Compared to the complexity of government, 
business looks quite simple. But those immersed in complexity 
can often learn from simpler models. Wise governors know they 
can’t let complexity excuse underperformance, and that to ensure 
high performance, they must find practical, sometimes simple, 
ways to quantify the degree to which state workers deliver ser-
vices to the people. 

The results revolutionaries understand that without measur-
ing effectiveness, you’re just wandering in the wilderness, hop-
ing you will reach the right destination.

A close look at the states that have joined the results movement 
reveals that all of them are essentially pursuing the Seven Goals 
of Good Government:

• GOAL ONE: The best-educated people
• GOAL TWO: The most innovative and prosperous

economy
• GOAL THREE: The safest place to live, work, and raise

a family
• GOAL FOUR: The most responsible sustainability

practices
• GOAL FIVE: The healthiest and fittest people
• GOAL SIX: A second-to-none infrastructure
• GOAL SEVEN: A government respected for its efficien-

cy and effectiveness

In the chapters ahead, we will examine the ways in which a 
new, results-oriented philosophy and management system can 
help state governments — indeed, governments at all levels — to 
deliver on these vital goals. 






