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For a growing agency, innovation is desirable. For a
contracting one, innovation is essential for survival.

Robert D. Behn, as cited in Thomas (2002)



Outline

1 Cutback Management: theory and research

2 Efficiency and personalisation

3 The impact of the economic downturn on services



Outline

1 Cutback Management: theory and research

2 Efficiency and personalisation

3 The impact of the economic downturn on services



Outline

1 Cutback Management: theory and research

2 Efficiency and personalisation

3 The impact of the economic downturn on services



Cutback management

• managing organisational change to lower levels of
resource consumption and organisational activity (Levine,
as cited in Flynn 1989)

• emerged in the late 1970s and early 1980s in the USA
and the UK

• a period of cultural transition from a ‘do anything at any
cost’ era to an era of limits,‘do more for less’ mentality
(McTighe, 1979).

• a true boom in the research activity during/after the
previous recession
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The story of NASA’s Mission to Planet Earth

Downsizing Big Science: Strategic Choices, Lambright (1998)

• resistance: the agency stands up to
adversaries, dig in its heels, mobilises
the constituency and fights

• mitigation: cutbacks are expected and
planned for; damage control through
adaptation

• mixed : resistance / mitigation

When does the mixed strategy work?

“The mixed strategy is most viable only after mitigation has
been demostrated successfully through an adaptation of the
agency to the cutback environment” (Lambright, 1998).
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Cutback Management and Human Relations

Cutback, management, and human relations: meanings for
organizational theory and research, Curtis Jr. (1989)

Implications for human relations

“While the evidence points to more cutbacks in private than
public sectors, the academic and media accounts are more
focused on public settings operating within the domain of the
public’s right to know. . . (Curtis Jr., 1989)

• increased centralisation is typical for cutback crises,
including the creation of ‘emergency’ administrative
structures; the uses of power increase and the creation of
rumours flourish

• increased centralisation typically detracts from trust and
lowers morale (Curtis Jr., 1989)
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Keeping high morale when carrying out staff cuts

Frank Fairbanks, City Manager of Phoenix (Fairbanks, 2008)

How Phoenix managed to keep employees productive

• declare a hiring freeze early

• prepare an appropriate transfer and
retirement programme early

• cut promptly

• truly involve departments in preparing cuts

• discuss specific position cuts early with
unions

• mace counselling services available for
employees

• work hard to place employees

• encourage departments to welcome placed
employees
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Cutback Management: strategies that work

• Number One overarching theme: View downsizing as an
opportunity for innovation and improvement rather than
a threat.

• Number Two overarching theme: Experimentation and
Innovation are crucial in times of cutback crisis

• The following three strategies are reportedly significant
predictors of organisational improvement following
cutbacks

I systematic planning and analysis prior to downsizing
I gradual, incremental downsizing
I increased employee participation and involvement in

downsizing (Cameron, as cited in Thomas 2002 )
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• re-examine organisation’s mission (McTighe, 1979)

• re-examine marginal investments (McTighe, 1979)

• lessons from Australia’s public sector reform
I have sufficient time to inform employees
I establish exemption criteria before staff reduction
I balance voluntary redundancies with those targeted by

management
I place the emphasis on reinvestment and redeployment

(Holzer, Lee & Newman, 2003)

• increase co-operation with Universities; crisis imposes
extra pressure upon practice teaching staff that could be
supported by University faculty (Bocage, Myrna,
Homonoff, Emeline, Riley & Priscilla, 1995)
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John L. Gray, Chief of Police (Retired), Arlington, Washington

• convey hope

• be in touch

• stay connected to the
community

• prevent a siege or bunker
mentality

• reward creativity and
innovation

• look ahead for
opportunities

• make time for planning

• be a buffer

• build the agency’s
infrastructure

• refocus the mission

• stick to the basics

• combine and reduce

• do not punish the public

• make time to energize

• do not do it alone
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Efficiency and personalisation

DEMOS Report: Getting More for Less: Efficiency in the
Public Sector (Bartlett, 2009)

“The imperative now is to get more for less. But salami
slicing, or standardised across the board percentage cutbacks,
would be a false economy. Real savings will come from giving
people more control over their services, helping them avoid
dependency on the state, and giving them what they want
through greater collaborative working” (Bartlett, 2009).
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“The guide aims to encourage local authorities to continue to
use new ways of working that enable people to remain in their
own homes for longer and in more cost-effective ways.”
(Bolton, 2009).

• develop lean processes for the assessment of people’s
needs and access to services

• develop preventative measures that can defer or delay
people needing long-term services

• develop more cost-effective interventions that achieve
better outcomes at lower costs

• assist people to construct their own packages of care.
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• The impact of the economic slowdown on adult social
care: A report for the LGA (Chamberlain, Sanderson,
Curtis, Newbronner & Glendinning, 2010)
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