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It is an objective fact that govern-
ment today is incapable of moving
at the speed of the information

age.
It is an objective fact that govern-

ment today is incapable of running a
lean, agile operation like the logistics
supply chain system that has made
Wal-Mart so successful or the recent
IBM logistics supply chain innova-
tions which IBM estimates now
saves over $3 billion a year, while
improving productivity and profits.

There is a practical reason govern-
ment cannot function at the speed of
the information age.

Modern government as we know
it is an intellectual product of the
civil service reform movement of the
1880s.

Think of the implications of that
reality.

A movement that matured over
120 years ago was a movement devel-
oped in a period when mail clerks
used quill pens and dipped them into
ink bottles.

The processes, checklists, and
speed appropriate to a pre-telephone,
pre-typewriter era of government
bureaucracy are clearly hopelessly
obsolete.

Simply imagine walking into a
government office today and seeing a
gas light, a quill pen, a bottle of ink
for dipping the pen, a tall clerk’s
desk, and a stool. The very image of
the office would communicate how
obsolete the office was. If you saw
someone actually trying to run a

government program in that office,
you would know instantly it was a
hopeless task.

Yet the unseen mental assump-
tions of modern bureaucracy are fully
as out of date and obsolete, fully as
hopeless at keeping up with the
modern world as that office would be.

Today we have a combination of
information age and industrial age
equipment in a government office
being slowed to the pace of an agri-
cultural age mentality of processes,
checklists, limitations, and assump-
tions.

AN INFORMATION AGE GOVERNMENT THAT OPER-

ATED WITH THE SPEED AND EFFICIENCY OF

MODERN SUPPLY CHAIN LOGISTICS COULD DO A

BETTER JOB OF PROVIDING PUBLIC GOODS AND

SERVICES FOR LESS MONEY. 

This obsolete, process-oriented
system of bureaucracy is made even
slower and more risk-averse by the
attitudes of the Inspectors General,
the Congress, and the news media.
These three groups are actually
mutually reinforcing in limiting
energy, entrepreneurship, and
creativity.

The Inspectors General are prod-
ucts of a scandal- and misdeed-
oriented mindset which would
bankrupt any corporation. The
Inspectors General communicate
what government employees cannot
do and what they cannot avoid. The
emphasis is overwhelmingly on a

petty dotting the i’s and crossing the
t’s mentality, which leads to good
bookkeeping and slow, unimagina-
tive, and expensive implementation.

There are no Inspectors General
seeking to reward imagination,
daring risks, aggressive leadership,
and overachievement. 

Similarly, members of Congress
and their staffs are quick to hold
hearings and issue press releases
about mistakes in public administra-
tion, but there are remarkably few
efforts to identify what works and
what should be streamlined and
modernized.

Every hearing about a scandal
reminds the civil service to keep its
head down.

Similarly, the news media will
uncover, exaggerate, and put the
spotlight on any potential scandal,
but it will do remarkably little to
highlight, to praise, and to recognize
outstanding breakthroughs in getting
more done more quickly with fewer
resources.

Finally, the very nature of the
personnel system further leads to
timidity and mediocrity. No amount
of extra effort can be rewarded and
no amount of incompetent but
honest inaction seems punishable.
The failure of the system to reinforce
success and punish failure leads to a
steady drift toward mediocrity and
risk avoidance. 

The result is an unimaginative,
red tape-ridden, process-dominated
system which moves slower than the

From Bureaucratic Public
Administration to Entrepreneurial
Public Management
Getting the Government to Move at the Speed
and Effectiveness of the Information Age 
BY NEWT GINGRICH
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industrial era and has no hope of
matching the speed, accuracy, and
agility of the information age.

The Wal-Mart model is that
“everyday low prices are a function of
everyday low cost.” The Wal-Mart
people know that over time they
cannot charge their customers less
than their costs. Therefore if they
can have the lowest cost structure in
retail, they can sustain the lowest
price structure. 

This same principle applies to
government. The better you use your
resources, the more things you can
do. The faster you can respond to
reality and develop an effective
implementation of the right policy,
the more you can achieve.

An information age government
that operated with the speed and
efficiency of modern supply chain
logistics could do a better job of
providing public goods and services
for less money. 

Moving government into the
information age is a key component
of America being able to operate in
the real time, 24/7 worldwide infor-
mation system of the modern world.

Moving government into the
information age is absolutely vital if
the military and intelligence commu-
nities are to be capable of buying and
using new technologies as rapidly as
the information age is going to
produce them.

Moving government into the
information age is unavoidable if
police and drug enforcement are to be
able to move at the speed of their
unencumbered private sector oppo-
nents who are engaged in organized
crime, slave trading, and drug dealing.

Moving government into the
information age is a key component
of America being able to meet its
educational goals and save those who
have been left out of the successful
parts of our society. 

Moving government into the
information age is a key component
of America being able to develop

new energy sources and create a
cleaner environment with greater
biodiversity.

WE ARE DESCRIBING A FUNDAMENTAL SHIFT IN

THINKING, IN GOALS, IN MEASUREMENTS, AND

IN ORGANIZATION.

Moving government into the
information age is a key component
of America being able to transform
the health system into a 21st Century
Intelligent Health System.

This process of developing an
information age government system
is going to be one of the greatest
challenges of the next decade.

It is not enough to think that you
can simply move the new develop-
ments in the private sector into the
government.

As Peter Drucker warned 30 years
ago in The Age of Discontinuities, the
government is different. There are
much higher standards of honesty
and fairness in government than in
the private sector. There are legiti-
mately higher standards for using the
public’s money wisely. There are
legitimate demands for greater trans-
parency and accountability. The
public really does have a right to
know about actions which in a totally
private company would be legiti-
mately shielded from outside
scrutiny. There will inevitably be
Congressional and news media over-
sight of public activities in a way that
would not happen in the purely
privately held venture.

All of these factors require us to
develop a new model of effective
government and not merely copy
whatever the private sector is doing
well. That new model can be thought
of as Entrepreneurial Public
Management.

Entrepreneurial Public Management 
The term “Entrepreneurial Public

Management” was chosen to deliber-
ately distinguish it from “Bureaucratic

Public Administration.” We need two
terms to distinguish between the new
information age system of entrepre-
neurial management and the inher-
ited agricultural age system of
bureaucratic administration. 

The one constant is the term
“public.” It is important to recognize
that there are legitimate require-
ments of public activity and public
responsibility which will be just as
true in this new model as they were
in the older model. Simply throwing
the doors open to market-oriented,
entrepreneurial incentives with infor-
mation age systems will not get the
job done. The system we are devel-
oping has to meet the higher stan-
dards of accountability, prudence and
honesty, which are inherent to public
activity.

We have to start with a distin-
guishing set of terms because we are
describing a fundamental shift in
thinking, in goals, in measurements,
and in organization. Change this
profound always begins with
language. People learn new ideas by
first learning a language and then
learning a glossary of how to use that
new language. That is the heart of
developing new models of thought
and behavior.

Shifting the way we conceptual-
ize, organize, and run public institu-
tions will require new models for
education and recruitment as well as
models for the day-to-day behavior.

We must shift from professional
public bureaucrats to professional
public entrepreneurs. We must shift
from administrators to managers.
The metrics will be profoundly
different. The rules will be
profoundly different. The expecta-
tions will be profoundly different.

A first step would be for Schools of
Public Administration to change their
titles to Schools of Entrepreneurial
Public Management. This is more
than a shallow, gimmicky word trick.
Changing the name of the institutions
that attract and educate those who
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would engage in public service will
require those schools to ask them-
selves what the difference in curricu-
lum and in the faculty should be.

The President, Governors,
Mayors, and County
Commissioners should appoint advi-
sory committees from the business
community and from schools of
business to help think through and
develop principles of entrepreneurial
public management. 

THE INFORMATION AGE REQUIRES A CONSTANT

FOCUS ON TEAM BUILDING, TEAM DEVELOP-

MENT, AND TEAM LEADERSHIP. 

Principles of Entrepreneurial Public
Management

This is a topic that is just begin-
ning to evolve. Over the next few
years, it will lead to books, courses,
and even entire programs. Obviously
it can only be dealt with briefly in
this paper. 

The following is simply an intro-
ductory set of principles:

1. Every system should define itself
by its vision of success. Unless you
know what a department or
agency is trying to accomplish
(and has been assigned to accom-
plish by the President and the
Congress), you cannot measure
how well it is doing, how to struc-
ture the agency, or how to train
the employees so they can be an
effective team. Definition of
success precedes everything else.

2. Planning has to always be in a
deep-mid-near model. For
government, deep is probably ten
years, mid is about three years,
and near is next year. Unless the
agency plans back from the
desired future, it is impossible to
distinguish between activity and
progress. In Washington and
most state capitals, far too much
time is spent on today’s headline
and today’s press conference and
not nearly enough time is spent

preparing for tomorrow’s achieve-
ment.

3. Every agency and every project
has to be planned with a clear
process of:

a. Defining the vision of success

b. Defining the strategies which   
will achieve that vision

c. Defining the projects 
(definable, delegatable 
achievements—see  below) 
necessary to implement the 
strategies

d. Defining the tasks which 
must be completed to achieve 
the projects

e. Turning to the customers, the 
experts, and the decision-
makers and following a 
process of listen-learn-help-
lead to find out whether your 
definition of success and defi-
nition of implementation fits 
their understanding. This 
process, properly used, turns 
every person into a consultant 
helping to improve your 
planning and your execution.

4. The process of defining and
managing projects will require
profound changes in the laws
governing personnel, procure-
ment, etc. Projects are the key
building blocks of entrepreneurial
public management. They permit
the senior leader to delegate
measures of accomplishment
rather than measures of activity. A
simple distinction is between
asking bureaucracies to engage in
cooking and asking someone to
prepare dinner for 12 people at 8
o’clock tomorrow night for $11 a
piece and making it Mexican
food. The bureaucratic public
administration request for cooking
allows the bureaucracy to report
on activities (we are cooking every
day, we are studying cooking, we
are having a cooking seminar)
without any metric of achieve-
ment. The process of defining

achievements and delegating
them is virtually impossible under
today’s personnel, procurement,
and spending laws. A clear exam-
ple of the difference can be found
by studying the division comman-
ders’ use of commander emer-
gency money in Iraq with the
Coalition Provision Authority
process. One division commander
told me they could use the emer-
gency money to order cars from a
local Iraqi and that Iraqi could
procure the cars in Turkey and
drive them to the local town faster
than they could process the paper-
work in Baghdad to begin the
process of purchasing through the
CPA. The Congress and the
President agreed to spend $18
billion rebuilding Iraq and ten
months later $16 billion was still
tied up in paperwork. Only the
commander’s emergency money
was being spent in a timely, effec-
tive way. The same experience
happened in Afghanistan, where
the United States Agency for
International Development could
not process the paperwork fast
enough to meet the requirements
of rebuilding Afghan civil society.
One commander said that in
rebuilding a society after a war,
“dollars are to rebuilding what
ammunition is to a firefight.” If
the ammunition for the war were
as constrained and slow as the
dollars in reconstruction, we
would lose every war. Getting the
system to move at the speed of
wartime requirements and at the
speed of information age processes
requires a totally new model of
delegating massively to project
managers who are measured by
their achievements, not by the
details of process reporting. This
will be the most profound change
in shifting from bureaucratic
public administration to entrepre-
neurial public management, and it
will require substantial change in
law, in culture, and in congres-
sional and executive leadership
expectations. To be sustained it
will also have to be understood by
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reporters and analysts so the news
media is focused on the same
metrics as the leadership.

5. At every level, leaders have to sift
out the vital from the nice. In the
information age, there is always
more to do than can possibly get
done. One of the keys to effective
leadership and to successful
projects is to distinguish the vital
from the useful. A useful way to
think of this is that lions cannot
afford to hunt chipmunks because
even if they catch them, they will
starve to death. Lions are hyper-
carnivores who have to hunt
antelopes and zebras in order to
survive. Every leader has to learn
to distinguish each morning
between antelopes and chipmunks
by focusing on success as defined
in a deep-mid-near time horizon,
then allowing that definition of
success to determine the
“antelopes” that really have to be
achieved in order for the project
to work.

6. An effective information age
system has to focus on the outside
world and “move to the sound of
the guns.” In the bureaucratic
public administration model—
which was developed at the cusp
of the shift from an agrarian to an
industrial society—the key to
focused achievement was to
define your silo of responsibility
and stick within that silo. As long
as you were doing your job within
that system of accountability, you
were succeeding even if the larger
system were collapsing or failing.
In the information age, this inter-
nally oriented approach is
doomed to fail. There are too
many things happening too
rapidly for people to be effective
staying focused only on their own
system. As Peter Drucker pointed
out in his classic, The Effective
Executive, effective leaders realize
that all the important impacts
occur outside the organization,
and the organization exists for the
purpose of achievements

measured only by outside occur-
rences. Since the world is so much
larger and so much faster moving
than our particular activity, we
have to constantly be paying
attention to the outside world.
The military expression of this
concept is the term “OODA-
loop.” In the modern military, the
winning side Observes a fact,
Orients itself to the meaning of
that fact, Decides what to do,
Acts and then loops back to
Observe the new situation faster
than its competitor. The winning
team is always more AGILE, and
AGILITY is a vital characteristic
for winning systems in the infor-
mation age. This process is char-
acterized by Dr. Andy von
Eschenbach of the National
Cancer Institute as the ability to
discover-develop-deliver as
rapidly as possible. However you
describe these capabilities, they
are clearly not the natural pattern
of administrative public bureau-
cracy. They have to become the
natural rhythm of entrepreneurial
public management if govern-
ment is to meet the requirements
of the information age.

CREATING A CITIZEN-CENTERED GOVERNMENT

USING THE POWER OF THE COMPUTER AND THE

INTERNET IS VITAL. 

7. When dealing with this scale of
complexity and change, people
have to be educated into a model
of doctrine so they understand
what is expected and how to meet
those expectations. We greatly
underestimate how complex
modern systems are and how
much work it takes to understand
what is expected, what habits and
patterns work, and how to relate
to other members of the team.
The more complex the informa-
tion age becomes and the faster it
evolves, the more vital it is to have
very strong team-building capa-
bilities so that people can come
together and work on projects

with a common language, a
common system, and a common
sense of accountability.
Developing this kind of common
understanding is what the military
calls doctrine. Every system has to
have a doctrinal base, and the
team members will be dramati-
cally more effective if they have a
shared understanding of the
doctrine of their team.

8. The better educated into doctrine,
the simpler the orders have to be.
The less educated someone is into
the common doctrine, the more
complete and detailed the orders
have to be. With a very mature
team that has thoroughly
mastered the doctrine, and
applied it in several situations,
remarkably few instructions are
required. In a brand new team,
the orders may have to be very
detailed. The entrepreneurial
public management system has to
have the flexibility to deal with the
entire spectrum of knowledge and
capability this implies.

9. The information age requires a
constant focus on team building,
team development, and team
leadership. It is the wagon train
and not the mountain man that
best characterizes the information
age. People have to work together
to get complex projects completed
in this modern era. It takes a
while to build teams. There
should be a lot more thought
given to changing personnel laws
so leaders can arrive in a new
assignment with a core team of
people with whom they are used
to working. Admiral Ed
Giambastiani of the joint Forces
Command (which has responsi-
bility for pioneering information
age transformation in the mili-
tary) has captured this distinction
in modern sophisticated team
requirements. He has a single
chart that shows the growth in
maturity toward truly interdepen-
dent teams. These teams are inte-
grated, collaborative, inherently
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joint, capabilities-based, and
network-centric. Entrepreneurial
public management will require
similar standards of sophisticated
organization and teamwork for it
to work at its optimum.

10. Information technology—
combined with the explosion in
communications (including wire-
less communications)—creates
the underlying capabilities that
should be at the heart of trans-
forming government systems
from bureaucratic public adminis-
tration to entrepreneurial public
management. The power of
computing and communications
to capture, analyze, and convey
information with stunning accu-
racy and speed and at ever-declin-
ing costs creates enormous
opportunities for rethinking how
to deliver goods and services.
These new capabilities have been
engines of change in the private
sector. They are at the heart of

Wal-Mart’s ability to turn “every-
day low price is a function of
everyday low cost” into a realistic
implementation strategy. They
are at the heart of the revolution
in logistics supply chain manage-
ment. They are this generation’s
most powerful reason for being
certain we can expect more
choices of higher quality at lower
cost. We have only scratched the
surface of the potential. The
Library of Congress now has a
digital library with millions of
documents available 24 hours a
day, 7 days a week for free to
anyone in the world who wants to
access them through the Internet.
It is possible for every school in
the country to have the largest
library in the world simply by
having one laptop that can access
the Internet. This is a totally
different kind of system for learn-
ing. NASA is now connecting to
schools to allow students to actu-
ally direct telescopes and search
for stars from their classroom.
This is an extraordinary extension
of research opportunities to young
scientists and young explorers.
The potential to use the
computer, the Internet, and
communications (again including
wireless) has only begun to be
tapped. The more rapidly govern-
ment leaders study and learn the
lessons of these new potentials,
the more rapidly we will invent a
21st century information age
governing system which uses
entrepreneurial public manage-
ment to produce more choices of
higher quality at lower cost. 

11. Creating a citizen-centered
government using the power of
the computer and the Internet is
also vital. The agrarian-industrial
model of government saw the
citizen as a client of limited
capabilities and the government
employee as the center of knowl-
edge, decision, and power. It was
a bureaucrat-centered model of
governance (much as the agrar-
ian-industrial model of health

was a doctor-centered model and
the agrarian-industrial school
was a teacher-centered model).
The information age makes it
possible to develop citizen-
centered models of access and
information. The Weather
Channel and Weather.com are a
good example of this new
approach. The Weather Channel
gathers and analyzes the data but
it is available to you when you
want it and in the form you need.
You do not have to access all the
weather in the world to discover
the weather for your neighbor-
hood tomorrow. You do not
have to get anyone’s permission
to access the system 24 hours a
day, 7 days a week. Google is
another system of customer-
centric organization that is a
model for government. You
access Google when you want to
and you ask it the question that
interests you. Google may give
you an answer that has over a
million possibilities, but you only
have to use the one or two
options that satiate your interest.
Similarly, Amazon.com and
eBay are models of systems
geared to your interests, on your
terms, when you want to access
them. Compare these systems
with the current schoolroom, the
courthouse which is open from
8:00 to 5:00, the appointment at
the doctor’s office on the doctor’s
terms, the college class only
available when the professor
deigns to show up. Government
is still mired in the pre-
computer, pre-communications
age. A key component of entre-
preneurial public management is
to ask every morning what can be
done to use computers, the
Internet, CDs, DVDs, telecon-
ferencing, and other modern
innovations to re-center the
government on the citizen.

12. A customer-centered, citizen-
centered model of governance
would start with the concept that
as a general rule, being online is

THE CONGRESS AND STATE LEGISLATURES

SHOULD BEGIN HOLDING HEARINGS ON THE

DIFFERENCE BETWEEN A GOVERNMENT RUN

ACCORDING TO THE INFORMATION AGE PRINCI-

PLES OF ENTREPRENEURIAL PUBLIC MANAGE-

MENT AND A GOVERNMENT RUN ACCORDING TO

THE PRINCIPLES OF ADMINISTRATIVE PUBLIC

BUREAUCRACY.

NEWT GINGRICH
FOUNDER OF THE CENTER FOR 
HEALTH TRANSFORMATION
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better than being in line. It would
both put traditional bureaucratic
functions on the Internet, as is
happening in many states (paying
taxes, ordering license tags, etc.),
but it would also begin to rethink
major functions of government in
terms of the new Internet-based
system. The information age
makes possible a lot more citizen
self-help as defined by the citizen’s
needs. If learning is individual-
centered and adapted to the needs
of each person, and available when
they need it and on the topics of
skills they need, then how would
that learning system operate? If
prisoners out on parole were
monitored by wireless information
age technology to ensure they
were going to work, taking their
classes, staying out of off-limits
areas, etc., then how would the
new model parole system operate?
If migrant children could be
connected to an online, videocon-
ferencing and teleconferencing
learning system so they had a
continuity of learning experience,
how would that process operate?
These are just some examples of
how a citizen-centered new model
would be different from using
information systems to improve
the existing agrarian and industrial
era delivery systems.

13. One of the key side effects of
information technology and ubiq-
uitous communications is the
development of much flatter hier-
archies and much greater connect-
edness across the entire system. In
private business, the military, and
in customer relationships, there is
a much flatter system of informa-
tion flow. The power of knowl-
edge is to some extent driving out
the power of the hierarchy. A
networked system seems to oper-
ate very differently than the pyra-
mid of power which has been
dominant since the rise of agricul-
ture—with a few at the top giving
orders to the many at the bottom.
Increasingly, who knows is defin-
ing who is in charge.

Entrepreneurial public manage-
ment will have a much more fluid
system for shifting authority based
on expertise and on identifying
what knowledge needs to be
applied so the right informed
person can be brought in to make
a decision as accurate and effective
as possible. Bureaucratic public
administration decided who was
in the room by a system of defined
authority without regard to
knowledge. Entrepreneurial
public management will define
participation in the decisions by a
hierarchy of knowledge and expe-
rience, rather than a hierarchy of
status and defined authority.

14. There will be a radical shift
toward online learning and online
information. In the information
age, people need to know so much
in so many different areas and the
knowledge itself keeps changing
in a rapidly evolving world—it is
impossible for the traditional
classroom-based continuing
education system to keep up with
modern reality. The combination
of videoconferencing, online
learning, mentoring, and appren-
ticeships will presently create a
totally different system of profes-
sional development and continu-
ing education. Governments will
shift from flying people to confer-
ences and workshops towards
having videoconferences. They
will also shift from courses built
around the teacher’s convenience
and occurring inconveniently in
time and place toward ongoing
learning opportunities that can be
accessed 24/7 so people can learn
what they need, when they need,
and at their own convenience.
This will increase the learning
while decreasing the cost in terms
of both time and money.

15. Personnel mobility will be a major
factor in the information age and
will require profound changes in
how we conceptualize a civil
service. The information age
creates career paths in which the

most competent people move
from one challenging and inter-
esting job to another challenging
and interesting job. A government
civil service that required a life-
time commitment was both guar-
anteeing that it would not attract
the most competent people and
guaranteeing that it would not
have the flexibility to bring in the
specialists when they are needed.
A new system of allowing people
to move in and out of government
service, to move from department
to department as they are needed,
to accumulate and take with them
health savings accounts and
pension plans, to build up senior-
ity with each passing assignment,
and to be able to rise without
continuous service as long as their
experience and knowledge has
risen—these are the kind of
changes that will be necessary for
an entrepreneurial public manage-
ment system to attract the kind of
talent it will need in the informa-
tion age. It may also make sense
for different governments to agree
to count experience in other
governments in assigning status
and pension eligibility, so people
could move between governments
as well as within them.

16. Outsourcing is inevitably going
to be a big part of the informa-
tion age. Virtually every success-
ful private sector company uses
outsourcing extensively. The
ability to create competitive
pressures and shift to the best
provider is inherent in the
outsourcing model. Applying
these principles to the public
sector will both save the taxpayer
money and improve substantially
the quality and convenience of
services provided to the citizens.
It is also simply a fact that in
many of the most complex
developments of the information
age, the public sector bureau-
cracy simply cannot attract the
expertise and build the capability
to manage the new systems
effectively. In these cases,
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outsourcing is the only way to
bring new developments into the
government.

17. Privatization is a zone that needs
to be readdressed in Washington
and in the states. At one time,
the United States was a leader in
privatization, but now we have
fallen far behind many foreign
countries. There are a number of
opportunities for privatization
which would help balance the
budget, increase the tax rolls of
future contributors to govern-
ment revenue, and increase the
efficiency of the services delivered
to the citizen. The Thatcher
model of selling some of the
stock to the beneficiaries of the
services dramatically reduced
resistance to privatization in
Britain. A similar strategy of
developing an economic incen-
tive so that those most likely to
object instead conclude that
privatization is a good thing for
them personally would lower the
resistance and increase the
opportunity to move naturally
market-oriented entities off the
government payroll and into the
market, where they belong.

18. For activities where privatization
would be wrong, there is a pattern
of public-private partnerships
which should be examined. The
Atlanta Zoo was on the verge of
being disaccredited because the
city of Atlanta bureaucracy simply
could not run it effectively. Mayor
Andrew Young courageously
concluded that the answer was to
create a public-private partnership
with the Friends of the Zoo. The
city would continue to own the
zoo and would provide some
limited funding, but the Friends
of the Zoo would find additional
resources and would provide
entrepreneurial leadership. The
Friends of the Zoo then recruited
Dr. Terry Maples, a brilliant
professor from Georgia Tech and
a natural entrepreneur and sales-
man. With Terry’s leadership and

the Friends of the Zoo’s enthusi-
astic backing, ZooAtlanta rapidly
became a world-class research
institution and a wonderful
attraction both for the families
from the Atlanta area and for visi-
tors from around the world.
ZooAtlanta went from being an
almost disaccredited embarrass-
ment to an extraordinary example
of a public-private partnership.

Other zoos around America have
had similar experiences with new
entrepreneurial leadership bring-
ing new ideas, new excitement,
and new resources to what had
formerly been a government-run
institution. The government
retains ownership of the zoo, but
the daily operations are under the
control of the entrepreneurial
association that raises the money
and provides strategic guidance.
The result is far more energy and
creativity and a great deal more
flexibility of implementation than
could ever be achieved with a
purely public bureaucracy. This is
the model that should be applied
to creating a truly national zoo in
Washington, where the National
Zoo has suffered from the prob-
lems of a neglectful bureaucracy.
This is also a model of the kind of
activities which could be used in
many other areas. When some-
thing can’t be privatized or
outsourced, the next question
should be whether or not a
public-private partnership might
be useful in accomplishing the
same goals with fewer taxpayer
resources and more creativity,
energy, and flexibility.

19. As a general principle, proposals
that (1) dramatically improve
applying logistics supply chain
management, go paperless, and
adopt a quality-metrics system

and/or (2) outsource or privatize
should be viewed by third party
independent experts with no
financial interests as well as by the
agency to be changed. As a
general rule, government agencies
or department leaders faced with
improvements that will shrink
their workforce or shrink their
budget will be reluctant to say yes.
There are no incentives and
rewards in government for down-
sizing and modernizing. The
senior leader and the legislative
branch need third party opinions
as well as the in-house review and
the vendor’s proposal to ensure
that the maximum improvements
are being implemented.

20. We must create pressure for
modernizing government at all
levels by requiring federal and
state governments to benchmark
best practices every year and
agree to pay no more than 10%
above the least expensive, most
effective program. This approach
would create continuous pressure
to have government programs in
each state constantly adapting
toward better outcomes at lower
cost. This approach might entail
providing a bonus to the state
which has the best program in
the country. It would also create
an annual rhythm of benchmark-
ing and data-gathering which
would revolutionize how we
think about government.
Benchmarking would also make
very visible the cost of recalci-
trant government unions and the
cost of bureaucratic resistance to
modernization. 

These 20 principles are examples
of the kind of thinking that will be
required to move from a system of
bureaucratic public administration to
a system of entrepreneurial public
management. It is one of the most
important transformations of our
lifetime and without it, government
will literally not be able to keep up
with the speed and complexity of the
information age.

THERE WILL BE A RADICAL SHIFT TOWARD

ONLINE LEARNING AND ONLINE INFORMATION.
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The Legislative Role in Developing
Entrepreneurial Public Management

The Congress and state legisla-
tures should begin holding hearings
on the difference between a govern-
ment run according to the informa-
tion age principles of entrepreneurial
public management and a govern-
ment run according to the principles
of administrative public bureaucracy.
For the legislative branch, the
changes will include:

� Replacing the current civil service
personnel laws with a new model
of hiring and leading people. This
should include part-time employ-
ees, temporary employees, the
ability to shift to other jobs across
the government, and the ability to
undergo training and education
on an individualized, 24/7
Internet-based system.

� Radically simplifying the disclo-
sure requirements which have
become a major hindrance to
successful people coming to work
for the federal government.

� Adopting rules in the Senate to
minimize individual Senators hold-
ing up Presidential appointments
for months. The current process of
clearing and confirming
Presidential personnel should be a
national scandal because it disrupts
the functioning of the Executive
Branch to a shocking degree. There
should be some time limitation (say
90 days) for every appointment to
reach an up or down vote on the
Senate floor (this is separate from
judicial nominations—that is a
different kind of problem). The
current Senate indulgence of indi-
vidual Senators is a constant wound
weakening the Executive Branch’s
ability to manage.

� Creating a single system of security
clearances so once people are
cleared at a particular level (e.g.,
secret, top secret, code word), they
are cleared throughout the federal
government and do not have to go
through multiple clearances.

� Writing new management laws
that enable entrepreneurial public
leaders to set metrics for perfor-
mance and reward and punish
according to the achievement
level of the employees.

� With appropriate safeguards,
creating the opportunity for lead-
ers to suspend (and, when neces-
sary, fire) people who fail to do
their jobs and fail to meet the
standards and the metrics.

� Working with the major depart-
ments to reshape their education
and training programs and their
systems of assessment so they can
begin retraining their existing
workforce into this new frame-
work.

� Developing a new set of goals and
definitions for the role of the
Inspector General position, and
refocusing those professionals into
being proactive partners in imple-
menting the new entrepreneurial
public management approach,
including in their own offices.

� Designing a new salary structure
that reflects the remarkable diver-
sity of capabilities, hours worked,
level of knowledge, independent
contracting, part-time engage-
ment, etc., that is evident in the
information age private sector. 

� Passing a new system of procure-
ment laws that encourage the
supply chain thinking that is
sweeping the private sector.

� Developing a new model of
Congressional and state legisla-
tive staffing to ensure that
enough experts and practitioners
are advising legislators at the
federal and state level so they can
understand the complex new
systems that are evolving and
that are transforming capabilities
in the private sector.

� Transforming the Congressional
Management Institute so it is
playing a leading role in develop-
ing the new legislative version of

entrepreneurial public manage-
ment (some states have similar
institutions).

� Transforming the General
Accounting Office, the
Congressional Research Service,
and the Congressional Budget
Office into institutions that
understand and are implementing
the principles of entrepreneurial
public management.

� Developing a system for educating
new members of Congress and
new congressional staff members
into these new principles.

� Creating an expectation that
within two years, every current
congressional staff member will
have taken a course in the new
method of managing the govern-
ment in an entrepreneurial way.

� Rethinking the kind of hearings
that ought to be held, the focus
of those hearings, and the kind
of questions that government
officials ought to be answering.

� Designing a much more flexible
budget and appropriations
process that provides for the
kind of latitude entrepreneurial
leaders need if they are to be
effective.

� Establishing for confirmation
hearings the kind of questioning
that elicits from potential office-
holders how they would work in
an entrepreneurial management
style and apply these questions
with special intensity to people
who come from a long back-
ground of experience in the
traditional bureaucracy.

With this set of changes, the
legislative branches will have
prepared for a cooperative leadership
role in helping the executive branch
transform itself from a system dedi-
cated to administrative public
bureaucracy into one working every
day to invent and implement entre-
preneurial public management.
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Newt Gingrich, former Speaker of the
U.S. House of Representatives, is
founder of the Center for Health
Transformation. He also severs a
special advisor to AMGA’s Results-
Based Payment System (see below).
<newt@healthtransformation.net>

Editor’s Note: This article was written
June 22, 2005. The author has indi-
cated that this article represents a work
in progress and may be amended in the
future. 

“Pay for performance” (P4P)—today’s health catchphrase—is a
valid, attractive concept that is gaining broad-based attention and
support. It is an excellent start toward achieving a more comprehensive
quality- and performance-enhancing reimbursement system, one that
goes beyond present “pay-for-service or -transaction” parameters. The
need for changing government to reward innovation is more broadly
approached in the accompanying article by former Speaker of the
House Newt Gingrich. 

AMGA’s new Results-Based Payment System (RPS) initiative is
directed toward constructing a more encompassing healthcare reim-
bursement system that amplifies upon the goals of the fledgling P4P
efforts underway. P4P efforts are focused on establishing a link
between payment and evidence-based clinical protocols, a laudable
goal that will greatly improve medical care delivery through incentives.
However, the goal should be set higher.

That was one of the initial conclusions from the first meeting of the
RPS Steering Committee (see members listed below) on April 26,
2005. Among the impressive gathering of healthcare delivery experts,
there was a general consensus that the end of the rainbow is a results-
based payment system where “results” encompass a broad array of
measured factors: quality, efficiency, appropriateness, patient involve-
ment, innovation, etc.

For example, payment under P4P is linked to adherence to estab-
lished clinical protocols (e.g., give an aspirin in the emergency room
for patients with chest pain). Under RPS, however, payment would be
based on those same protocols plus additional considerations such as
the patient’s participation and whether the protocols actually made any
difference (therefore, results-based) in the ultimate outcome of the
patient’s care. 

Stated simply, the P4P healthcare protocols represent a stan-
dardized “check-off list” developed for common disease states and
assumed patient outcomes. Providers are rewarded if the care
complies with the protocols, no matter the actual outcome. This
raises the concern about P4P that it may produce only a variation of
the flawed, transaction-based payment system that we are trying to
correct.

In contrast, an RPS system would provide rewards or incentives
to providers who achieve or improve health care delivery with regard
to efficiency, timeliness, quality, appropriateness, and  other factors.
Use of this approach is more expansive than the initial P4P para-
digm that can focus too narrowly on a protocol “checklist” of proce-
dures while missing crucial measures outside the checklist’s
parameters. 

Establishing this more encompassing payment system will be a
difficult undertaking, as can be seen from the animated discussions
now taking place in order to identify first-order measures for imple-
menting P4P. Measures are one of the many areas to be examined by
the RPS Steering Committee as it defines, develops, and considers the

form of a results-based payment system.
In summary, P4P serves as a well-intentioned introduction to the

ultimate goal of linking quality to reimbursement and is an intermedi-
ate step bridging the health transformational gap toward a results-
based payment system. 

In addition to the RPS Steering Committee Members listed below,
AMGA is actively educating—and enlisting the contributions of—vari-
ous stakeholder groups. The members of the Steering Committee are
as follows:

• Charles Beever, M.B.A., Vice President and Partner, Booz
Allen Hamilton 

• Robert Berenson, M.D., Senior Fellow, Urban Institute 

• Carolyn Clancy, M.D., Administrator, Agency for Healthcare
Research and Quality, DHHS 

• Jay Crosson, M.D., Executive Director, The Permanente
Federation 

• Alain Enthoven, Ph.D., Marriner S. Eccles Professor of Public
and Private Management, Stanford Institute for International
Studies 

• Paul Ginsburg, Ph.D., President, Center for Studying Health
Change 

• Margaret Gunter, Ph.D., President and Executive Director,
Lovelace Clinic Foundation 

• Uwe Reinhardt, Ph.D., James Madison Professor of Political
Economy, Woodrow Wilson School of Public and International
Affairs, Princeton University 

• Stephen Shortell, Ph.D., Dean, School of Public Health,
University of California at Berkeley 

• Barry Straube, M.D., Acting Chief Medical Officer and Director,
Office of Clinical Standards and Quality, Center for Medicare and
Medicaid Services, USDHHS 

• John Wennberg, M.D., Director, Center for Evaluative Clinical
Sciences at Dartmouth, Professor of Community and Family
Medicine (Epidemiology) and of Medicine, Dartmouth Medical
School 

• Gail Wilensky, Ph.D., Senior Fellow, Project Hope 

• Nicholas Wolter, M.D., Chief Executive Officer, Deaconess
Billings Clinic 

For more information on AMGA’s Results-Based Payment System
Initiative, contact Samuel Lin, M.D., Ph.D., Consultant for Medical
Affairs, AMGA, (703) 838-0033, ext. 330 or <slin@amga.org>.

Results-Based Payment: Beyond Pay for Performance
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