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The lack of firm, explicit and practfca] management foundations forbmany of
our Nation's fede?a?, state, and']ocal_environmentai,health pnogfams has been
a11,too obvious in re;enf years. This‘weakness‘has been pinpointed and notice-
able during this "age of the environment", which began in the late 60;s‘and
wi]]'no doubt continue far into the‘future There is no Tonger any doubt that
the environment must be managed and will be managed The on]y rema1n1ng quest1ons
relate to Jhow“”and "by whom". Trad1t1ona1]y, tra1ned and exper1enced "env1ron- :

‘menta] healthers" have frequent]y not exh1b1ted the management know]edge and '
capab111ty to cope w1th or show ]eadersh1p regarding the‘new-found pub11c and -
po]i;icai preSSUres, prganizationaT trends;‘expanded program metHodo]ogy;»iegis_

.:1ative demands and mandates, broadened scope, and e901V1ng program goale. A1t
too frequent]y our‘environmenta] health 1eaden5'haVe been nfewed as negative

‘ohstructionists rather‘than cbnstrUCtivelleaders, and_have:exh{bfted”tenritOrjaT
defense‘medhanisms'in lieu of creating,;prdmoting, and’jnstifying effective.'
program and‘organizationaT conceptsdto meetvtne'pdblfc cTamor fon a quality'k
environnentA “Tnere go my peop]e and I am their 1eader”, hae batome a truism.

_ 1) Let's bury the notion that managers 1n the pub11c sector are 1nfer10r
to those in the pr1vate sector, a1though there are many who subscrlbe to that
point of view. The management 1nadequac1es‘and bureaucrat1c bung11ngs are as

great in private industry, business, professional associations, and voluntary ——
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groups as in government -- they are just more visible in government because of ‘ .
the necessity of public accountability. | v . | o f/i)‘
2). Government will respond to modern management techniques Jjust as well,
but perhaps not as fast, as private enterprise. Governmental managers have
additfona]‘hurdles and points of endorsement or approval -in order'to change
within the democrat1c process |
3)  Being a competent profess1ona1 manager does not depend on master1ng a
particular techn1ca1 system, but is based on understand1ng and systematically
applying the WOrk'of:nanagemeni in the areas of p]anning;_organizing, ]eading |
and controlling. This fs perhapsaone’of the most important and critical concepts
to master. Most "managers" have become managers after being-successfuT technicians;
and have frequently been "seiected out” because of tneir proficiency as technicians.
This system of’promotion to management ranks may not be the beSf; but is qoite |
common Those managers who cont1nue to ply their technical sk11ls and cont1nue
to act as spec1a11sts 1nstead of deve]op1ng skills in terms of p1ann1ng, organ1z1ng<::)'
leading, and contr0111ng may never master the management arts However, they may
cont1nue to be managers to the detr1ment of their agenc1es, programs, objectives,
personnel, and the public. A | o
4) A s1mp1e def1n1t1on of management is "getting things done.throogh>other
people". The manager who attempts to carry out_ever& function or review every
.detaij of his‘organizationis.fonction may find that he cannot see the forest for
the trees, and, in’fact does not have time to be a manager.
5) Managers shou]d be w1111ng to create, 1nnovate and propose new organiza-
tions or methods where needed instead of being slaves to trad1t1on and routine.
Many managers become to 1ntent on defend1ng tradition and their own territory

that they do not have time or talents to plan and promote necessary changes.



6) Managers must make every effort tQ recruit and retain the best talent
avai1able_eveh if this means recruiting pérsohne1 better qualified than_the top
manager. I have frequently observéd a management fear of such weT]—quaTiFied
personnel. |

7) Managers must_de1egate freely and effectively in order to have timevto
garry out the most important management functions. This also prevents the manager
,fkomtbccm1ng abottle-neck and 1mproves the functions, va]ue, and morale of sub-
@rd1nates | |

8) Decision;making may well be the most importantvmanagement function.

But decisiohé must be made on the basis_of the best facts available at the time.
“Some managers are so cohcerned about dding the rightbthings that théy do nothihg --
~ they simply study the problem to death.;_Frequéhtly, there,is morevthan one good
~answer to the.prob1em,-- and the}mahager must make the deciéion in ofdér for his‘
- gprganization to get on with the JOb | , .»f | |
E@. 9) Cons1der1ng all reasonab]e a]ternat1ves 1ead1ng to reso1v1ng perce1ved
-problems somet1mes seems to be a ]ost art. A]ternat1ves to prob]em-so]v1ng may .
vary from consciously chooéing an alternative to doing nothing, througﬁ studying
“fresh and unusua] approaches, to 1mmed1ate1y gett1ng Tocked into s1ng1e solution
‘a]ternat1ves which lead to a pre-selected method of attempt1ng to so]ve problems. -
: The;pub11c 1egxslators and governmental managers are constantly faced thh .
question of 1dent1fy1ng and choos1ng a]ternat1ve solutions to prob]ems. Frequently,
we find that all réasonab]e a]ternatives have not been consfdered, and tﬁat,.in
fabt, we have by-passed the opportdnity to conSiderfaTT vfabfe a]ternative§ due
- to single solution decisions having already been mada by those'interésts which
stand to profit the most from the actlon, rather than the decision having been
made on the basis of prov1d1ng the greatest good for the 1argest number over the

longest per1od of time.
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Exahples: a) Being allowed the opportunity to vote on a flood control project
instead of consideking the a1ternativesvdf different types of 1and-use;
retarding populdtion‘growfh, developing recreational areas in the flood area,
or channeling'growth into more dense residential developments. |

b) Controversy over the location of a freeway 1nstead of rat1ona11y
cons1der1ng other a]ternat1ves of no freeway, changing land-use patterns,
_retardTng popuiation growth, or rap1d mass transportat1on o

c) The cont1nu1ng prob]em and controversy regarding the Nat1on s

| energy supp?y In this case-we are_repeated]y led_past the level of
_rea11st1ca1]y conéidering>the deve1dpment of énergy‘sources Other'than'thoée
desired hy the foss11 fue] 1ndustry 50 we cont1nua11y Tose the opportun1ty
to deve10p solar or other more v1ab1e energy sources
10) Deve]oang-mature, product1ve, effective, knew]edgeab?e.employees

and associates make the manager look good. Give creditiwhéfe éredit fs due. :

Utilize the brincipal’thai each bf;your emp?qyees_shouid know more about his ' <::)

specifiC'responsibi1ifies thah you do, or the orgahizatibn is a‘failure.

11) The duties of every level of management and each employee should be
specific and feasonab]y &iscréte. A manager's duties and responsibilities are

notvthe~sum total of that of his staff‘ A sefﬁous'mahagerial and’organiZationa1

' prob]em exists when more than one person in an organ1zat1on is perceived to have

the same respons1b1]1t1es in who]e or in part

Governmental agenc1es, programs, and efforts have literally mushroomed at
all ]eveﬁs of govefnment in-thé'fésflten to fifteéﬁ years. This has resulted in
a mu1tip]icity of new organizations and governmental activities being created
wiﬁhout sufficient planning in many cases. Citizens and Légis]atures have

sometimes been perplexed with the monsters that have been created. Agency



D)

personnel f1nd themselves adm1n1ster1ng programs and attempt1ng to. so]ve problems

in the absence of proper 1egts]at1ve guidance or policies. Managers are frequent]y
in a quandary as-to whether they should be'advocating the perceived needs of their
constituents, or simply reacting to available lTegislative direction. Lawmakers
have ‘created agenCies which are visualized as institutions to protect consumer

interests, but many of these same agen¢ies have evolved into inst¥tutions which

_seem %o protect the interests of those whom they are designed to ragulate.

0ther~agenc1es have presumably had ]egxs]at1ve mandate to protect and promote the
1nterests of a given industry or constituency, and some of.these agencies have been
saddled with a conflict of interest by being charged with efforts to‘prdtect the
consumer. Then still other'governméntal'organizations have seemingly Tost sight
of the;over-riding necessity for public accountabi]ity-and'opennesst Important

decisjons continue to be made in back rooms and behind closed doors in the absence

of the.lights of public opinjon.

~Fhe terms “goals, miésions,‘and objectives" are.frequently used somewhat

'interchangeab1y, without recourse to reaéonably clear definitions.

A goal simply indicates the "ultimate desired condition". Objectives are

specific landmarks to be achieved in attaining the goal. Therefore, a statement

' of a goa]" may be somewhat ethereal, nebu1ous, and even- unatta1nab1e, but 1t

7does provide an 1nd1cat10n of genera1 d1rectlon to wh1cn atl grogram obJectives

should be tied.

A suggested goal tied to environmental programs might be ”1nsuring an environ-

' ment‘thatfwi11 confer optimal health, safety, comfort, and well-being on this and -

future generations".

Another important and basic factor in many environmental agenc1es and pragrams
is the statement of a mission. Simply stated, a mission is a statement indicating

an agency's const1tuenqy or clientele. For examp]e, an envindnmental.agenCy should

—.5*



have a mission of consumer protection and public service. Certain types of ‘
agéncies Such as-an agriculture department have a mission of pfomoting and //i)
protecting a given»industry} Conflicts of interest occur when such missions are
mixed,*With the resultant "fox in the_henhouse" syndrome. If_js patently impossible
to-have a mission of consumer protection coupled with a mfssion of protecting and
prqmoting a given induétry-or other special interest group. These situatipns do
exist and continuous]y'result in the public being defraudediinstead of being |
protected.} _ o |

| Inasmuch as many environmental agencies have notvfu11y deQépoed thé Cohcept
of a mission, these agenciés.have been ready prey for those busfnesses_and industries
which they aresempowereditolregu]ate,v This hasifreéuent1y resulted inrthe.regu-
‘1atfng agencies actua11y.protecting or even prompting the interests.of those they
are éharged_with regulating. | '

Without clearly defiﬁed goa1s and missioﬁs,vthe public is:being.cqnfuéed‘and

defrauded. - For example, consumers have evefy_rigﬁt to be indignant or-wor§e, whenv<i:)
they observe the U. S. Food and Drug Administration'fesponding more tp the desires |
of the food and drug industries than to the expressed needs of the consuming
- public. | : : \ | | | |

The lack -of clearly enunciated goals and missions has frequently 1ed'1awhakers' 
to attempt to solve the brob]em-by éreating still another agency -- agaih;’possib1y
without articulating the necessary goals and missions. Aiéo, the Tack of such
agency goals and missions‘havaeen partia11y’responsiblewforhundesirabie prograﬁ
fragmentation resulting in-unnecessary cohfusion,,controyersy,»ineffectiveness,
duplication, and expenditure. Even policy-setting boards andvcommissions cannot
properly function without,the assignment of an overriding statement of direétion
~and advocacy in terms of goajs.and missions. At still another.level, program
, managefs havé*eVery riéht to beﬁ;onquQd and cannot do»prqpef p]énning bF;ijettiQes.:

or management by objectives in the absence of assigned goals ‘and missions.
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Equally as onerous is the situation wherein an agency having a clear legal
mandate of public service and consumervprotection is saddled with a board or
commission loaded witH specia] interest groups; such as representatives of poliuting
industries. This poses another conflict of 1nterest which defrauds and effecL1ve1y -
d1senfranch1ses the citizenry. - |

ﬁ%vén Taws and regulations must be viewed with skepticism to determine if they
are.ﬁ%a]1y designed to provide for'rapid'énd equitable resolution of alleged
violations, or if they are so couched in hazy definitions and procedural defays
as to serve the purpose of protect1ng the poliuter.

Another management concept worth understand1ng is that of program scope and

'program-problem relationships. -A "program" may be defined as a rat1ona1 grouping

of methods:or activities designed to solve one or more problems. An environmental

o "proﬁ%ém" may be defined as "a reasonab]y discrete env1ronmental factor hav1ng an

‘1mpact on man's hea]th safety, comfort, or we]] be1ng".

Program scope is usua]]y defined by a governmental body such as the Congress,
a legislature, a board, council or commission, However, in order to understand
the VaIUe‘of and need for having major environmental health and“environmenta1
protection régulatory programs-managéd within a single agency,_if is imperative

to understand program-prob]em définitions and inter-relationships. Much of the

‘recent environmental program fragmentation at federal, State, and local levels
might have been prevented if enyironmenta1 program managers, citizens, and

‘bo]itica] leaders had a working concept of these relationships.

Another management component which demands understanding is that of program

‘methodology. Program methods constitute programs and are simply specific methods

of solving or abating one or more environmental problems. Historically, such
methods tended to be rather narrdw and 1imited in scope, and thereby in ineffectivef_'

ness. One method, namely, that of "inspection”, was so frequént]y utﬁTiZed_aTmost
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