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Globalization, New Public 
Services, Local Democracy:

What’s the Connection?

Two convergent Developments

• Globalization of production

• Slow shift from the social welfare state to service 
based solidarity

• Common feature is the breakdown of hierarchy 
as the instrument of collective problem solving 
and its replacement

• By search networks

• The explosion of this new organizational form 
has deep implications for local democracy
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this new organizational form

• has deep implications for local democracy
• Obligates different technical elites to justify 

themselves to each other and to the public
• Not least by providing rich information on 

performance that
• Allows citizen/clients to participate in new 

ways
• With uncertain implications for traditional, 

representative democracy

Time warning!!

• This slide is not a mistake
• It’s impossible to give you a sense of the 

connection between
• The common changes in public/private problem 

solving and
• The changes in local (let alone supra-local)  

democracy in 20 minutes
• But my hope is that you will gain more from 

seeing the connections among the parts of the 
argument than from detailed discussion of any 
one theme 
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From Vertical Integration to Iterated 
co-design

• The vertically integrated firm
– Centralized
– Closed
– Headquarters designs, the hierarchically ordered 

organization executes

• Efficient, but only in a stable world
• And stability, of course, is exactly what the 

world, and world markets, have not had for the 
last quarter century.

Globalization
(the early days of the current wave)
• Vertical disintegration
• The geographic separation of design from 

execution
• But this multiplied the problems of 

hierarchy
– Supply chain disruptions
– Design problems—design for 

manufacturability
– Tardy response to shifting markets
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The Toyoda Alternative 

• Reintegrating conception and execution

• Just in time production
– No inventory

– Errors have to be corrected when they occur

– The 5 why’s

• Iterated co-design
• Benchmarking

• Chunking

• Reconfiguring the original design

Pragmatist disciplines

• Routines that make you search where you 
would not normally search

• But keep you from getting lost

• Rule following means finding new rules 
when old ones won’t serve
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Search networks:
an alternative to hierarchy

• Search networks are networks that allow you to 
rapidly identify people or institutions that are 
solving (part of) a problem closely related to the 
one you are trying to solve

• Search networks are thus key to benchmarking--
finding solutions that inform your provision 
design

• And disentrenching faulty strategies, by showing 
that others in your situation are doing better than 
your own efforts suggest is possible

A shift in the notion of 
accountability

• In hierarchies, agents, who execute rules, 
are accountable to principals, who make 
them, or the goals from which they are 
derived

• But if the goals change during execution, 
and rules following entails rewriting the 
rules to “followed”, the accountability that 
accommodates flexibility takes the form of

• Peer review
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Globalization Today: 
Long distance, local effects

• New customer-supplier relations
• Suppliers at all levels have to be capable 

of iterated co-design and just in time 
production

• So globalization links groups or clusters of 
local suppliers over long distances to 
complementary groups or clusters

But “clusters” today are not
your grandfather’s clusters

• clusters as traditionally defined are groups of 
craft firms in the same or related industries that 
collectively supply fashionable consumer goods 
an machine tools.

• Their flexibility was based on tacit, hand, on 
knowledge of crafts, and informal goverance

• The new clusters integrate--somehow--these 
skills with the pragmatist formalization 
mentioned a moment ago

• We will return to the implications of this for local 
governance in a moment (time allowing)
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From the Welfare State to 
Service Solidarity

• In the traditional welfare state citizens are 
protected against the harms of market 
transactions by
– (nearly) fixed regulatory rules
– Transfer payments, via social insurance 

systems, from market winners to market 
losers

– Standard services to educate, heal, 
incarcerate, rehabilitate “typical” client 
populations

The Downfall of traditional social 
insurance and standard services

• Non actuarial risk
• Impossibility of matching payers to payees
• The failure of standard services in the face of 

more and more differentiated “clients”
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The detour of New Public 
Management

• Initial response to the breakdown of 
traditional public sector 
hierarchy/command and control was 
“privatization” in two senses

• Allowing private providers to bid on 
formerly public services

• Contractualizing public services, with 
elaborate goal setting, incentive systems 
etc.

The good side 

• Of this new public management (NPM) was to 
shake up encrusted bureaucracies and establish 
the ideas that performance--output--and 
performance monitoring are crucial and possible

• The bad side of NPM was to separate 
conception (goal setting) from execution 
(actually delivering services) in a way that 
produced many of the same disfunctions noted 
in the early phase of vertical 
disintegration/globalization 
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For example

• In order to have goals clear enough to write into 
a contract it was necessary to narrow them

• But once many different entities were pursuing 
many, tightly specified but distinct goals there 
was the problem of

• Reconnecting all the partial solutions then 
requires new forms of local coordination which

• Eventually lead to a re-evaluation of the idea of 
separating conception and execution at the top

But you already know this

• Lots of the presentations at this meeting are in 
fact devoted to examining and evaluating the 
operation of various forms of local networking 
that grow up as ad hoc solutions to the 
breakdown of the old model, and the partial 
successes and failure of NPM

• See, for one clear example, the comparison of 
Irish, Finnish and Slovenia experiences with 
decentralization at the regional/municipal level

• Here I want to focus on the emergent actors 
behind these behind these changes…
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The new public services, who 
provide

• customized (combinations) of services to 
help individuals and families mitigate life 
risks

• What makes them new is that
• Defining and redefining what they should 

be is at least as hard as
• Solving the free-rider (financing) problem
• Indeed these services have to be “co 

designed” by client users

The Irish developmental 
Welfare state

• the development of services is the key to 
improving social protection for Ireland’s 
population in the coming years....  The principal 
requirements for widening participation today 
are of a nature which increases in social welfare 
alone are inadequate to address – e.g., access 
to childcare by lone parents, education and 
training for people with low skills.., the return to 
education of early school leavers .. public 
services and public places that are accessible to 
persons with disabilities, … 
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School reform as an example

• The old model was, in the US, consciously 
patterned on the mass-production factory

• Men in teacher's colleges designed courses, set 
out in textbooks

• Women in class rooms taught by reading the 
texts to students

• Who moved, year by year, from classroom seat 
to classroom seat like pieces on a slow 
assembly line

New Model School

• To respond to heterogeneous classes, 
with many students arriving without 
middle-class family support of many kinds

• Reforming school systems use standard 
tests to reveal shortcomings 

• in pupils’ learning strategies 

• And staff’s teaching strategies
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Put another way

• Testing permits benchmarking of performance--helps set 
improvement goals

• and helps identify and
• diagnose the source of the problems impeding 

performance
• Testing (regular performance measurement) in still other 

words helps
• Introduce the pragmatist disciplines
• Which generate, and are reinforced by
• New search networks

In yet other words…

• Testing (regular performance measurement) 
helps 

• Introduce the pragmatist disciplines

• that generate, and are reinforced by

• New search networks



13

A bit more concretely

• Mastering complex tasks requires idiosyncratic 
combinations of (different) bundles of general 
skills

• So in learning to read each kid combines 
decoding phoneme streams (phonics) with/while 
inferring the meaning of words in context 
(holistic semantics)--in her own way, and with 
her own problems

• Aim is to rebuild classes, schools and school 
systems by eliminating these “defects”

To address individual needs 
systematically

• The job of the teacher is to organize the 
classroom to identify and remediate each pupils 
difficulties

• The job of the principal or school master is to 
organize the school so that teams of teachers 
within and across grade levels help each other 
achieve this goal (new search networks)

• And the job of the district of system head is to 
organize the system so that principals have the 
authority and autonomy to do this (more search 
networks
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A new local politics of schools

• Teachers and school officials are accountable to 
each other--performance measures make this 
possible--

• And to the public, which in many states in the 
US can compare the extent to which 
demographically comparable schools close the 
achievement gap between rich whites and other 
groups

• There is often more involvement of parents with 
schools and schooling

But “politics” is not “politics”

• Parties do not know how to respond these 
changes, even though they have typically 
approved many of the enabling laws at the 
state and national level

• For republicans--to much government 
intrusion into a local matter

• For democrats--not enough attention to 
redistribution and the rights of the teachers 
unions, one of their key cliental groups
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Even NGOs are unsure

• Of how to react

• They are used to demanding inclusion--a 
seat at the table--from politicians and top 
administrators

• They have much less experience actually 
engaging at problem solving at the truly 
local level--in the institutions where 
problems are being fixed, or not

To this confusion add

• The confusion that comes from 
undertaking similar incrementally 
revolutionary reforms in areas as diverse 
as

• The police (community policing)

• Child protective services

• And eventually vocational and continuing 
training, job placement, and so on.
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And the (very large) separate 
reforms all begin to connect

• Restoring order in the schools can require 
help from community policing

• Just as community policing can require 
help from the schools

• Family protective services involve both 
schools and police, and the same goes for

• Treatment of substance abuse, and so on

And the “new clusters”?

• Economic development increasingly means 
providing individuals and firms with the 
capacities they need to participate in the search 
networks and pragmatic disciplines that connect 
workers to firms and firms to each other

• This means first and foremost rebuilding the 
governance mechanisms that determine which 
(new) public services will be available to provide 
the necessary support

• Even if we can assume that the general 
principles informing these mechanisms will be 
those of the new public services, actually 
defining them for purposes of economic 
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And then there are the courts

• In the US, and soon in the EU and perhaps Latin 
America (Argentina has already had an import 
case) many of these reforms have been 
compelled and monitored by courts

• The courts recognize that badly broken 
institutions violate constitional or human rights, 
especially when the state promises to provide a 
minimum of security though services that build 
individual or family capacity rather than 
redistribution

• The use of step-by-step, pragmatist disciplines 
means that courts can violations of right without 
prescribing remedies

In this way court intervention

• Also increases pressures for participation--
civil society actors are highly motivated to 
take part in the elaboration  and 
monitoring of the reform program

• But does so in a way that does not lead to 
any direct connection with the institutions 
of representative democracy
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So whither local democracy in 
the coming age pragmatist 

problem solving?
• Not traditional social dialogue -the actors 

are too fluid
• Not deliberative democracy--there is 

deliberation and preferences change, but 
the actors have their hands on the 
problems, and the changes come from 
learning about new possibilities, not 
reflection on just principles

If you know the answer to these 
questions, please 

email me at
cfs11@columbia.edu


