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Introduction 

What I assume you know. 

-Basic hx of American policy. 

-Basic structure of American government. 

-Basic political/ideological approaches in American politics.

-General background of macro practice.

Social workers are ethically obligated to engage in policy practice.

NASW Code of Ethics.

Jansson, Ch. 2. 
Definition of policy

Confusion of levels:

-policy

-social policy

-social welfare policy 

Weaver definition:
Formal (written, explicit) rules that are used to guide practice. 

Legitimate rules – created by the formal legal or legislative process.

Difference between policy and entrenched ‘practices’. Policies are written.

Rules reflect underlying values.

Rules are the result of intense political process.

Other definitions:

Karger & Stoesz, p. 3 – policy – “the formal and consistent ordering of human affairs.” Pretty broad. 

Jansson – policies are “collective strategies that address social problems. p.9” Basically from Richard Titmuss. 
Too broad, includes cultural elements – non-written, non-explicit.

Karger & Stoesz, p. 3 Social welfare policy – “regulates the provision of benefits to people in order to meet the basic needs of life.”

Policy is pervasive in all areas of life, but maybe more so in social welfare. 

Look at pervasiveness of rules guiding our practice. What clients are eligible for. Our own work conditions and salaries. Social workers work in organizations. Licensing issues.
So policy has direct or indirect on individual problem. 

1. Direct – access to health care or mental health care. 

2. Indirect – live in a safe neighborhood. Have to care for elderly parents. 

For social work – ‘regulates the provision of rights and resources’. 

Place of policy in social work.  

Values/beliefs/norms – policies – social work practice practices 

Very loose connections among them – not clear one/one correspondence. Ambiguity as a helpful factor.

Values – more or less stated. Hidden. Ideologies – overt.

Importance of problem definition as reflective of values. 
Policies address problems – goal-driven. So the goals, programs, and practices are included in the problem definition.

SW has a particular set of values, embodied in Code of Ethics – increase social justice and represent populations at risk. Practically, means reduce inequalities of resources and rights.

Ch.2 covers numerous value principles that can and should be used to assess policies.

Karger & Stoesz, p. 6 – list 15 values.

Policies are developed through politics.

Importance of money and politics.

Add community and administration here. Link between policies and practices. Macro components that create or affect the context, environment, of individual or group work.

Practice – how much determined by policy? How much in turn influences subsequent policy? Why assessment is important.

P&L, p. 19. Policy affects practice by, among other things:

-goals of service. What you will be doing. Ex: child welfare. Mental health. 

-eligibility. Who your clients will be. Ex: runaway youth.

-services available. Ex: birth control.

-service philosophy/approach.

-profession. Who you work with/for. Ex: SR psychologist

Theories

Not much in course. 

Where do theories come in? Policy practice is not well guided by theory. Problem definition. Change in political system. Meso-theories.

-Theories of social provision. Ex: Rawls in text. Others.

-Theories of problem definition.

-Political change.

-Theories of implementation.

Social justice

Throughout the process – resources and rights are distributed equally in this society. So issues of social justice are at each step. What values reflect inequality? Especially in the realm of politics – how can power represent the powerless?

Gives a social work based value framework for assessing policies. And as policy practitioner, give direction – goals.

Scope and types of policies

Scope of a policy (1) – level of gov’t. From federal level to agency level. Ladder. Look at as source of the policy.

Scope of social policy (2) – very broad, includes tax, environmental, even war. Or more narrow, as ‘welfare’ ‘health’. I take a broad view here. War policy effects people’s everyday needs, as does environment.

Both kinds of scope – look at breadth of policy. How many people does it affect? Over what territory? How intensely, superficially?

Types of policy p. 12
Formal policies – legislation, court ruling, administrative guidelines

-mission statements – priorities. Goals, etc. Ex: MH focus on chronically mentally ill.

-rules and regulations – more micro

-budgets – control what really happens by controlling allocation of money. Underfunding or nonfunding is a control that may contradict stated policy. Mandated funding.

-court rulings – important, often overlooked. More prevalent in American society.

-tax policy.

-eligibility policies

Informal policy – actualized policy – policy-in-action - ‘practices’. Important topic, because actual front-line behavior is determined by explicit policy only to a limited extent. 1. extent varies – why and how? 2. what behavior is not constrained? Why? Why not? 3. What does determine behavior not determined by policy? Culture. Norms. Peer pressure.

Difficult topic for a policy textbook.

The context of social welfare policy practice is very complex. Many, many policies affect the lives of our clients and our professional lives. They interact. This is daunting. Need to specialize.

Policy practice 

= policy advocacy is practice congruent with SW code of ethics. Skill-wise, no real differences.

5 skills:

-value/ethical clarification.

-analytic

-political

-educational

-interactional 

Characteristics of policy practice

-start with a vision, based on social work values of social justice

-take risks

-balance planning with spontaneity/flexibility

-be assertive

-be persistent

-be pragmatic

-have multiple skills

-tolerate uncertainty

Who/when engage in policy practice?

-Outside of your regular job. Active in professional activities - NASW. Electoral politics. Direct class advocacy. Demonstrations. Give money. Join an existing organization – can modulate how much you participate.

-As a full-time front-line worker. 

-Understand the env of clients and take into consideration – policy-sensitive practice.

-Affect the circumstances of your clients. Policy-related services. Case advocacy. -Advocate for policies within your agency. This balance is what distinguishes sw from other professions.

-As an administrator. Agency policies. Represent interests of your class of clients. Encourage case advocacy among front-line staff.

-As a full-time policy advocate. Auspices – who you work for – is crucial. If NASW – for social workers, or for clients?


-lobbyist - NASW


-policy analyst – DCFS


-politician’s office - casework

-As a politician - run for elective office

Arenas:

-legislative – political office and propositions

-community-based organizing and involvement

-profession – NASW

-class advocacy – for your clients as a class

-case advocacy – individual clients

-agency – advocate for agency policies

Issues – not the same as arenas. Same issue can be addressed in each arena. Helps to connect issues across arenas. Overlap of interests of social workers and clients, and community, and agency.

Problems

-Is considered not ‘professional’

-But you have to dress better.

-Policy practice is not ‘real social work’ – seems removed from daily life of our clients. Because of ‘who’ you are working with.

-It’s open-ended. How to achieve balance? How much advocacy do?

-There is a lack of clarity re goals and effects. Ex: working for sw profession through NASW? 
-Personal preferences. Are some people better at it than others? Should some social workers be doing only clinical work?
-It feels over-whelming. Where to start? Constant guilt.

-It seems hopeless. Large-scale changes are infrequent and hard to come by. ‘Wicked’ problems – resistant to change. 

-It requires persistence. Postponement of gratification. 
-Many find the political culture unpleasant – lots of lying. Winning at any cost. How much of this to tolerate? Your colleagues are not necessarily social workers, and the culture you are working in is alien in many ways for social workers.

-Many social workers are uncomfortable with power issues.

-There is a wider scope of practice – wider range of skills, more uncertainty 

-It feels more compromising than we tend to like

Benefits

-However, can be more fun and interesting, more exciting than direct practice. Get to move around, deal with different people, do different things.

-More ‘heady’ atmosphere – hang with more important people.

-When have success, the rewards are greater. 

Critical Analysis for Social Workers

The importance – the use - of critical analysis. Gives us a deeper understanding of events, which enables us to intervene to prevent undesirable events.

Critical analysis is a process of evaluating the facts – concrete level, then ‘getting behind’ the facts – abstract level. What is ‘really’ going on here?

This is done all the time in real life. What are people really up to?

Congruent with the normal process of social work practice. Collect facts, then use those facts to explain what is going on, to predict future, and to intervene. Assessment/diagnosis.

The analysis – abstract level – is interpretative. Therefore is a ‘creative’ act. Requires thinking. Trial and error. Consideration of alternatives. Hard work. But cannot neglect the facts. Have to repeatedly go back to the facts for verification.

The critical part implies using the interpretation, which is derived from the facts, to make judgments about the quality or usefulness of what is being analyzed. Need to defend your judgment against alternatives. Critical means not accepting the intentions of the authors at face value. Look for alternative motives and ways of understanding.

There is no one right answer. If so, it is not an exercise in analysis. Yet you have to justify the analysis with recourse to both logic and the facts. Don’t have to arrive at one conclusion. Can point to one or more possible outcomes. Therefore, the success is not judged by the outcome (no right answer), but by the process – rigorously considering alternatives, and using the facts.

1.) Purpose. What is the goal, the end product of the analytic project? Why are we doing this? What are we trying to accomplish? What is the use of the product? Specific question.

2.) The facts. What are they? What is the source of the facts? How certain are we of the accuracy of the facts? What is the range of certainty? How much agreement/disagreement is there about the facts? What is not known? What is the importance of what is not known? What can we speculate about the facts that are not known? Look for patterns, not isolated incidents or pieces of information. Be skeptical.

3.) What are your own biases that are likely to influence your analysis? Both in accepting facts and in establishing explanations.

4.) What is the explanation for the facts? The theory? The interpretation? What are the concepts of the theory? What are the assumptions underlying the theory? 

5.) Check the theory against the facts. How well does the theory explain the facts? How thoroughly does the theory explain the facts? What ‘covert’ information is necessary to apply the theory? How well does the theory predict future events? How well does the theory therefore lead to an intervention?

6.) Consider alternative theories. Which best answers the above questions? Simple explanations are generally better than complex theories.

7.) What are the implications of the explanation(s)? 

8.) How can these implications – predictions – lead to interventions? Back to the use of the process.

Examples:

-painting

-everyday life

-professional assessment

-policy 

Policy Analysis Framework

Assignment

 SEQ CHAPTER \h \r 1Choice of a policy – student choice, per concentration. 

Policy - written, authoritative, as opposed to a ‘practice’.  
Existing or proposed - by someone.

Status of data varies. Evaluating after the fact? 

Retrospective analysis. Predictive analysis. Prescriptive.

Scope – can choose something more or less global. Will effect range and source of data used. “specific and discrete” K&S, p.36.

The final purpose of analysis - to determine the desirability of a policy. Do we recommend this policy? Why? Should it be changed? How?
Desirability - for whom? According to what standards? How can we measure this?

Requires research, esp for problem part. Especially re contemporary sources through the Internet. Legislative process, government data, policy organization briefs.
K&S, p. 36 – doing policy research.

Do not have to follow this outline exactly. Depends on your assessment of what is particularly important for your topic and policy - matter of emphasis. 

Order could vary to flow better.

Combination of descriptive and analytic.

Descriptive – numbers mostly. Causes. History.

Analytic – what is really going on here? Have to look below/beyond the numbers. Speculative, but need to make the case. Not just suspicions.

-Intended, stated. Overt

-Intended, not stated. Hidden, covert.

-Unintended. Covert

Needs to be an essay. Logical, coherent, flowing. Leading to a conclusion. But headings recommended. 
Introductory paragraph presenting entire paper. Summary paragraph with final assessment.

Ch. 8 is useful for background, reminders and details re specific topics. Describes proposal rather than analysis, but presents details of specific questions that need to be asked.

K&S, Ch. 2 also very helpful. Emphasizes history, feasibility.

P&L, p. 35 – another specific outline. Fills in some of the topics.

Frameworks

Numerous available. This one is based on Gil – the basis for many of the others. 
I
Introduction. State the existing or proposed policy to be analyzed, its importance, and why you have chosen it.

Good to summarize the entire essay, including conclusion. Reader should not have to guess where the essay is going.

II
Define the social problem addressed by the policy.

My approach is that all elements of the policy lead from, or should lead from, the understanding of the problem. In this section, particular attention to descriptive as distinct from analytic. What kind of values are expressed by the policy?

Refer to problem definition lecture

A. What is the scope of the problem? 

B. What are the causes of the problem?

C. What are the underlying values expressed in this understanding of the problem?

Stated? Unstated?

D. How does the problem affect different segments of the population?

E. What is the state of knowledge regarding the problem? Is it sufficient?

F. What is the history of the problem, and of previous policy interventions?

III. Describe the policy.

a. What are the objectives of the policy? The intended effects of the policy?

K&S, p. 33 – good ways of evaluating policy goals.

b. Are there covert objectives? 

c. What unintended effects might be anticipated?

d. What causal and value assumptions regarding the problem underlie the policy?

Add to same topic above. No need to duplicate.

e. What resources or rights are allocated or changed by the policy? Who gains? Who loses?

In some ways, this is the most important part of the policy. The bottom line.

f. What is the scope of the policy intervention, i.e., how much of the problem is addressed by the policy?

g. How does the policy affect different segments of the population?

Above relates to extent of problem definition. To what extent does the policy address the problem? Scope. Causes. Sub-populations.

h. What groups other than the target group may be affected positively or negatively by the policy?

i. What effects might there be for social workers and other professionals?

IV. Describe the funding of the policy.

a. What is the amount and source of funding?

b. What is the adequacy of the funding, given the extent of the problem and the objectives of the policy?

V. Describe the administrative auspices of the policy.

a. At what level of government level was the policy proposed? Enacted?

b. Under what auspices will the policy be implemented?

c. Does the policy include a change of government level or auspices?

Move resources or power from public to non-profit? From one level of gov’t to another? 

VI. Analyze the political and economic forces that affected (affects, will affect) the development of the policy.

a. Who is in favor of the policy?

b. Who is opposed to the policy?

Force field analysis. How does it add up?

VII. Analyze the approval process.

a. What has the history been?

b. Why now?

c. What other problems has/can this policy be associated with?

VIII. Describe the implementation and evaluation of the policy.

a. Who will implement the policy?

b. Who will monitor the implementation of the policy?

c. To what degree is the implementation specified by the policy?

d. What is your assessment of the possibility of successful implementation of the policy?

e. How will the policy be evaluated?

f. Who will evaluate the policy?

g. What is your assessment of the quality of the policy evaluation?

IX. Describe the policy advocacy skills that were (will be) called upon to develop and implement the policy.

a. Which are the most important skills for this policy situation?

b. What consequences might there be from an inadequate application of skills?

X. Conclusion. 

a. What is the overall desirability of the policy?

b. To what extent does the policy reflect the social work imperatives of increasing social justice and addressing the needs of oppressed populations?

c. What are the essential contributing factors to the desirability, or lack thereof, of the policy?

d. How could the policy be improved?

Power and Money

Chapter is on power, but can’t be separated from money.

Money=resources of all kinds. 

“follow the money”

definition of politics – the struggle to control the means of allocating resources. 

And p. 289

Social workers have problems with power. We think that power should not be what matters. What is ‘good’ should matter, apart from power. To the extent that we operate in terms of power rather than ‘good’ (benefit), we feel that we are falling short. We feel that power is a necessary evil, and to avoided to the extent possible.

1. Issues of power cannot be avoided. We cannot achieve any particular goals – the ‘good’ – without using power. Power is a tactic, not a desired state of affairs.

2. More than that, however, power does not have to be seen as a necessary evil. Political theory that uses power as a way of describing a system that is ‘good’, beneficial, fair, meritorious. That society only works with a balance of power, political systems are designed to balance power – those that do so the best are the best political systems. Interest groups, etc. 

A just society is one that 

1. is in balance, so no one individual or group has too much power, and 

2. allows for flexibility in transactions of power, so it is a dynamic system; power can never be too concentrated.

So a political system is a system of regulating power in a fair way for the benefit of all (or most).

The ethical problem comes when achieving power becomes the goal; becomes unattached to another goal. So it is the evaluation of goals that is important and ethical, not the use of power.

Theory –

Power-dependence – A has power over B to the extent that A controls resources that B wants or needs

Political economy – individuals/institutions will adjust their behavior in ways that maximizes access to power and money.

Transactional system – assumes that power can be traded, bought, etc.

The limiting factor in using power as an analytic framework for understanding what goes on is that it is a rational system – define rational. But different from technical.

1. technical – costs, benefits, effects, etc.

2. rational – power, interests

3. cultural, values – non-rational

Ex: voting, etc. To what extent are people motivated by own best interests? Do people even know their own best interests?

So for theories of power to work – power, interests, resources need to measurable and specifiable. To the extent that they are not, the system becomes difficult. 

So degree of uncertainty in the system becomes a factor. Ex: make people think you have more power than you do.

The system requires choice. Individuals/institutions must have decisions to make re power allocations. If not – there is force = 1. no choice. 2. violence

Barter system, multiple sources of power, uncertainty re specifications and how other will choose – makes for an extremely complex system. Hard to understand and negotiate.

Sources of power – from Weber. Different structure than text.

-charismatic – your personal attributes

-authority – your position

-expertise – what you know

add

-legitimacy, symbolic – your cultural position. Ex: self-help, ‘been there’, experience, grass-roots. Based on American value of citizenship. MADD. NAMI

-integrity/credibility – the professional/personal traits you project. Reputation. Trustworthiness.

Look at how this plays out in clinical relationships.

3 means of exercising power:

-persuasion, get people to buy in, accept congruence of interests

-incentives, rewards

-punishments, threats

Increasingly efficient and effective

Tactics of exercising power:

-co-optation – way of persuasion.

-substantive power – advantage of vagueness

-procedural power – know the rules and use them

-process – 

timing

modeling  

persistence

low/high profile

how much compromise

-indirect power – shaping the context


-pr


-working through coalitions. Ex: interagency and professional orgs.

Details in text, p. 341-

Idea of moving into power vacuums.

The ‘system’ always leaves power pockets.

Vagueness built into legislation and rules

Uncertainty re what others know/have 

Areas that no one is interested in, underestimates.

Lot of front-line discretion – Lipsky, et al.

Other tactics that draw on these issues – discussed throughout the text, e.g., network, coalitions, unions

Within organizations – Exit, Voice, Loyalty 

Interests of self, organization, clients. Recognize that are separate. Assess degree of divergence – is it a problem. If so – exit, voice, loyalty. Whistle-blowing.

Social justice

Distribution of power over groups is not equal.

Maintenance of power over groups, over time is not equal.

Powerlessness.


How does the power elite maintain its monopoly over power?

Given all this, how do we ‘empower’ our clients?

Defining Social Problems

-Problem definition is a complicated and difficult process. 

-Its also enormously important because it’s the foundation of what follows - it gets built into the intervention and the results.

-Its also generally neglected. Why? Political, economic, and ideological advantages to ambiguity.

And professional advantages linked to solutions rather than problem-solving.

Professions tend to begin with the how, then apply to various whats. Solutions looking for problems. 

Are problems real? Or does their alleged existence reflect a political and/or cultural imperative?

Social problems are incredibly complex. Interact with other social problems. Solutions lead to other problems. Try to narrow and specify the scope to make it handleable. 

Social problems are too profound, ‘wicked’ to be solved. Reflect deep-seated conflicts in society that cannot and will not be resolved.

Typification
-We are making ideological value statements when we define a problem. We are contributing to a social process of assigning meaning, usually negative meaning, to a community, a group of people, to a group of organizations, etc.

-Its a labelling process, and unfortunately we all 'typify' the world around us. 

-Then these typifications get built into to our interventions and our organizations - become institutionalized.

-Issue of problems getting on the public agenda. Difference between a condition and a problem.

Condition - state of affairs which objectively and demonstrably exists, even if no one is paying attention or cares.

Problem - a condition which something needs to be done about. has become a political issue because resources are necessary.

-Each of the below considerations are important in each of these areas. 

What are the conditions? To what extent, and for whom, is this a problem? How are we ‘typifying’ populations, communities, etc?

Community, Geography
One of the choices which must be made is that of geographical boundary.

-Geographical distinctions. Community. Geographical (neighborhood) vs. functional communities.

-Geographical boundaries are frequently not clear, but often all too clear - river, railroad tracks, 

Demarcations of status changes. How boundaries define and enforce status differences.

-Current trend toward forcing geographical definitions - gated communities, street barriers, parking districts, etc.

-Institutional boundaries. There's an existing arrangement which splits the problem into geographical divisions. Catchment areas, city borders, etc. Tied to funding sources. 

But how real are these? Problems don’t follow catchment areas. 

To what extent are these inherited by you, and is that good or bad? How will they be enforced.

Relationship between geography and target population. A certain population within a certain area.

Target population
-How do we define who has the problem? - diagnosis and defini​tion problems. What are the criteria for inclusion? 

-How do we determine who has the problem? 

-Given these criteria, who decides, e.g., need professional or self-select. What skills, power needed to make the decision?

-How many have the problem? Absolute numbers or rate? Both? Rate of what? Prevalence and incidence. 

-Population at risk - include them? Distinction between need and demand - perceptions of the target population. 

-Is the magnitude of the problem increasing or decreasing? Why? Forecast for the future?

-What are the characteristics of the people who have this problem? Age, gender, ethnicity, class status. Do what extent are these characteristics the result of discrimination? 

-What other problems accompany this problem?.

-What are the subgroups among the target population? How are they defined?

Causal explanations can vary by population or subpopulation. 

-What is the relationship between target population and geographical boundaries? Above

Prevention vs intervention programs and policies

Primary/secondary/tertiary prevention – decreasing populations. Above concept of at-risk.

Problems of prevention – not efficient because include too many people. Difficult to prove effectiveness through research. Long-term. Competes with need for immediate reactive interventions.

Distinction between residual and developmental/institutional approaches.
Power and resource structure underlying the problem
Who is this a problem for? Who says?

-Who has the power to define the problem?

-Who has alternative explanations, but without power?

-Role of professionals?

Who has the power to win the problem definition? What are their interests? Values?

Who controls the resources to create interventions?

Who openly has the power? Covertly?

History of the problem - Never think you are the first to think of a solution to a problem.

Need to understand the history of the problem on all of these dimensions. How has the understanding changed over time? 

The interventions - what has failed and succeeded in the past? How has the power structure shifted.

Agency-based practice, and professions  

-Define - this means you work for someone.

-Auspices determine problem definition and political details. In the real world, you don't start from scratch in an abstract manner.

-Under what conditions will agencies do this work? Why is this agency doing this intervention?

Why is something a problem?
-Then to the cause of the problem. What brought about this state of affairs, and what are you going to do about it? Obviously, your answer to this question is based on your problem definition and target population definition.

Who is it a problem for?

-welfare dependence

-teen pregnancy

-Basic format - rational cause and effect approach. distinguish between effect (the problem) and cause.

-cause/effect link

-multiple cause/effect links - may be alternatives, may be cumulative, may be sequential

-what are the values and beliefs underlying each cause/effect link?

Key – consider the problem separate from available solutions. This is hard.

Intervention policy addresses the relationship between cause and effect. What, why, and how?

Jansson, ch 7 goes over same material in his way.

p. 235 – causes of welfare dependency.

“slippery” “wicked” “messes” problems. Cannot be solved.
More or less structured along:

-how many decision-makers

-how many alternatives

-degree of consensus on values

-certainty re outcomes

Examples

-teen pregnancy

-poverty

-child protection

-immigration

-crime

-pollution

-legalization of drugs

Will always be here.

Problems are interdependent – enmeshed with each other. Solving one creates another.

Need and temptation to break down into smaller, doable problems.

More important – express a balance between counter belief systems. The real issue is where to find the balance, and this will inevitably be a source of conflict, as well as always be changing.

Need

Convert problems to need.

Need is relative. over time, location, point of view - who, framing of the problem.

Distinction between need and demand. 

relates to the issue of problem for who.

And whether people will seek help for the problem. 

And may be demand for something that is not a need. 

4 types of need
different values and beliefs incorporated in each.

p. 245

-normative - compared to same objective standard. Ex: poverty level.

who sets the norm?

definite cutoff point oversimplifies.

assumes everyone deserves a minimum, while above that differences are OK

-relative - compared to another group or community, rather than to an objective standard.

ex: school districts. flat rate tax. Parks

assumes that everyone 'deserves' the same.

-perceived - by consumers, residents/citizens, or professionals

felt need – by citizens. problem of everyone considering themselves 'middle class'

expert need - professionals - defined by expertise.

assumes prominence of individual self-definition.

-expressed - service utilization

demand. unmet needs.

assumes that behavior reflects need.

Needs assessment methods

Existing studies. Library research. 

Advantage – easy to access. Library skills

Disadvantages – measures. Geographical areas. Sampling – who?

Resource inventories. What’s out there. 

Advantage - Focus on real services.

Disadvantage – measurement agreement. Does not measure demand.

Service statistics. Who’s being served. Not being served – waiting list.

Adv – expressed need.

Disadv – what really measuring? And measurement of need?

Survey. Best. Regular community survey. Perceived need.

Who respondent speaking for?

Population – who is in community.

Sampling issues.

Public forum. Perceived need. Flake factor. Sampling issues.

Reminder

Need to assess and describe the state of the knowledge.


What are the key/essential facts?


Are they certain?


What is the range of uncertainty?


Are there alternative ways of quantifying the problem?


Is there agreement on them?


Who agrees/disagrees?


What are the value/political views expressed in the agreement/disagreement?


What important information is necessary but not known?

When evaluate the policy, you return to the information about the problem.

Building Agendas

Jansson, Ch. 6
From Kingdon, Agendas, Alternatives, and Public Policies

Same as establishing a condition as a problem – 

-a social process – refers to the social construction of a problem. Meaning. Social – inter-subjectivity

-a political process – the exercise of power.

At any one time, the political system is/can consider only a tiny fraction of the social problems that are out there. Which ones? Why? Why now?

The ‘agenda’ is already over-crowded. Why should your issue be more important than another? 

Tendency is to rely on one-time rational persuasion. ‘It’s clear that this is an important problem.’ This never works and is never enough. Reason the process is so difficult and frustrating.

March & Simons – theoretical underpinning. 

1. Define rationality and its limits. How are choices really made among so many alternatives? Satisficing. 
Ex: pick policy for assignment. 

2. Garbage can. There are 2 separate choices to be made. What is the problem, or goal? What is the solution? These choices come together – not randomly, but – haphazardly, somewhat unpredictably. The coming together produces a new thing. An accomplishment. Reality comes out of action.

Ex: welfare reform. The solution moved from one problem to another. Iraq war – solution in search of a problem. Privatizing SS – a solution in search of a problem.

Sometimes there are problems in search of solutions. Ex: too few thesis units.

‘Agenda’ consists of two different things – subjects, problems; alternatives, solutions. Separate processes for each.

Timing is everything (almost). “An idea whose time has come?” How? Why? Does it just happen? Or can we make it happen?

There are participants and processes.

There’s a positive/negative. Each participant and each process can be an impetus or a constraint.

Participants – see below – force-field analysis.

Processes 
Problem, policies (alternatives; solutions), politics. A separate and independent ‘stream’ of each. History of the problem and its solution. 

Stream – no beginning and no end. Neither problems or policies have origins. No originators. 

Not ‘where does the seed come from’ but ‘what makes the soil fertile’. Quote, p. 77.

Successful and unsuccessful. What direction are things trending? Has something run its course? Is the trend continuing or ending?

Change occurs when these three streams cross paths – come together. Window of opportunity.

Problems – already exist as conditions. How come to attention of stakeholders?

-Crises – focusing events.

-Change in important indicators – health, economy

-Feedback from programs – previous solutions. What’s working/not working?

Policies – ‘biological’ natural system. Proposed, bounced around, rejected, modified, combined. Successful policies – technically feasible, congruent with current dominant values, affordable, political support and/or opposition.

Politics – elections, political mood, interest group pressure. Power relations.

Problems and policies (solutions) exist well before there is any opportunity to address them, or get them on the agenda. That means a lot of work has to be done ahead of time. If just wait for opportunities, will not be ready. Also frustrating – opportunities may never come.

Ex: national health care – both well-defined problem and solutions. Sitting around waiting for the right time.

Windows of opportunity 

Bringing the streams together – problem is recognized, solution is available, political forces are favorable. Getting on the action agenda – decisions to be made.

Windows open infrequently, and for short periods of time. You have to be ready.

Open window – participants decide to contribute energy. More open to compromise.

Windows open primarily because of changes in the political stream, secondarily because of changes in the problem stream, seldom (but sometimes) because of changes in policy stream, e.g., change in technology. 

Political – change in administration, new term, any change in political or appointed office.

Depends on 

-capacity of system; everything has to go through the same few bottlenecks. Though the capacity does vary.

-how crowded the field is with potential agenda items. In quiet times, a problem can simply rise to the top of agenda because of lack of competition.

-complexity of issues. Specialized routine issues can move more quickly and efficiently, so more at one time, than large generalized issues.

Process – chart, p. 190.

With an open window, the task is coupling two or three streams. Quickly, energetically, through the application of power.

Predictable windows

-legislation renewal. Ex: welfare reform this year was a window that was ignored for the most part.

-larger swings from liberal to conservative, reform to quiet, etc.

Unpredictable are more random.

-court rulings

-Katrina

-economic depression 

Windows of opportunity interact with each other.

-establishment of principle. Ex: deregulation in one area opens up a window in another opportunity.

-establishment of trends. Ex: environmental issues. Anti-crime issues.

-alteration of the political stream. The influence of some stakeholders increases or diminishes from the previous coupling.

Window closes – 

-sufficient action taken. Sometimes merely symbolic, but felt to be sufficient. Ex: welfare reform 

-failure – leads to shifting of attention. Ex: Clinton’s health care. 

-events – crisis passes, administration ‘honeymoon’ passes. 

-another political change.

-no available solution.

Because of this process, sometimes the biggest changes occur the most quickly. More incremental changes depend less on windows. Ex: Bush and 9-11.

Windows opening and closing not clear agreed-upon occurrences. Opinions vary. Still great uncertainty and a need for judgment.

Here is where practice skills and knowledge come in.

Kingdon – policy entrepreneurs. His research shows can come from anywhere – government, private sector, grass roots, think tanks, etc. Catalyst. The person who has the imagination, energy, and knowledge (of the issues and alternatives) to put it together.
-one of our kinds of power. Expertise, power, legitimacy.
-use of culture, media

-political skills – being connected to Obama campaign early.
-flexible, creative – able to react to windows, to connect solutions to new problems.

-persistent – credibility over a long period of time. Most important.

Different roles – analysis, long-term media PR stuff, short-term political action.

2 problems remain:

Is this process random or predictable? If random, nothing you can do. Not so random. Institutional structures, players, etc. provide the context that allows for predictability.

Do individual actors matter, or the process just happens? It is all the result of individual action, though the results of particular individual action may not be predictable.

Institutional Context of Policy 

J, Ch. 4. Not talk about agency or community sections – other courses.

K & S, Chs. 6-9.

Look at via power perspective – sources and limits.

Add money.

This is mostly Federal model, which is typical, but in fact model varies across states, and especially, cities and counties.

3 sectors – government (public), voluntary (private non-profit), corporate (private for profit)

Government Sector

Executive/Legislative – Judicial??

Ongoing struggle among branches – recent hx of increased power of executive. Enormous growth in budget and staff in WH. Problem of ‘activist judges’.

Executive  

The manager of government, carries out policy. But in reality role is not limited to this. Degree of taking on additional powers is an issue. Ex: Ike

What are goals of executive? Get re-elected. Expand party power. Expand ideology. Change structure of government. Extend/limit power of government. Or just be a caretaker.

-Implements policy. How much power here? Ex: not spend money. Sabotage programs. Depends on how much the details are left to executive. On how careful the legislative oversight is. Very little – symbolic legislation.

Establishes regulations – details of implementation.

Controls bureaucracy, but often this is seen as problem. Sets up alternative decision-making streams. Ex: DOD

-Initiates legislation. Uses power to get control legislative agenda.

-Veto legislation.

-Initiate budget.

-Appoints other executives and judges.

-Public opinion – bully pulpit. Enormous access to media.

Appointees – executive/management entities – departments – are routinely headed by political appointees, not bureaucrats appointed from within. So expertise is limited, and replaced by political/ideological view.

Oversight/confirmation by legislative – limits choice, and slows down the process.

How deep into the organization does one use appointees? Varies. Has an effect.

Goals/constraints of appointees. Why were they appointed? Political reasons. 

Further the re-election of executive. Further the ideology and goals of administration. Obviously constrained because can be replaced. But to what extent have own constituency? Ex: Colin Powell.

Power limited by time – terms.

Often, however, can use power to implement own agenda. Where administrative policy is unclear or non-existent. Administration doesn’t care. Space to operate. Ex: DCFS. Ex: Todd Whitman.

To what extent be a good manager, and focus on agency below? Not much. Varies – CIA. Successful Sec of State ignore the bureaucracy.

Bureaucrats – civil servants. Not appointed. Long term. Experts. Org survivors.

How exercise power? 

-Time – stall until ‘crisis’/administration passes. How? Bureaucratic process.

-Provide clear useful expertise and knowledge. How much ‘fudge’ this information? Tell exec what they want to hear. If don’t, will be ignored. Ex: CIA.

-Establish covert connections outside of formal lines of command. With press, with executive, with legislators. Dangerous. What is goal? Whistle-blowers. 

Other models – city, county, school district, etc. Often non-partisan. District/at-large. Ex: SM – at-large, mayor from council.

So where are the areas that an executive can move quickly and decisively, given all these constraints? War. Regulation.

Importance of goals. 

Legislative

Generally 2 houses – why? One ‘closer to the people’. Shorter terms. To some extent functions are specialized, e.g., House allocates funds. Senate confirms appointments. But mostly duplicative – have to deal with both.

-Pass laws.

-Allocate money. Control budget.

-Confirm executive appointments.

-Administrative oversights. Committees – hearings, etc.

Legislative process is torturous – look at charts, etc. Usually unsuccessful. Last 20 years – 20,000 bills introduced, 10% out of committee, 5% became law. Many stops along the way, at each point the bill and will be changed, added to, etc. 

Incremental process – gradually and slowly move toward goals. Or sudden change, e.g., SSA, Civil Rights Act, 1986 Tax Reform.

Relationship between political party and legislative structure and power – a lot. Majority, minority institutionalized in structure. In Congress, all committee chairs are from majority party. Can manipulate the process.

Party affiliation source of power, but also constraint. How much go against your party?

Constant goal is to get re-elected. Again, term limits as an issue. And re-districting.

Very busy, very limited time and money. Have to raise money for re-election (becomes a separate source of power when can share this money.) Limited money for staff. Enormous demands on time. 

Difficult job navigating all of the political and policy issues. Decision-making re legislation – complex, difficult and unpredictable. All of the problems we talked about re rationality of choice. Limited choices, limited knowledge, uncertainty, symbolic, etc.

Become an expert on an issue. 

Become an expert on legislative process.

Co-opt or fight opposition – how looks in the press. 

How does vote look, apart from fairness of vote? Ex: Kerry. Problem – bills loaded with extra junk. At what point do you vote against it? 

Voting record over time – organizations keep track of this.

For political advocate – don’t take votes for granted. Process is very complicated and unpredictable. You never know all the other factors going into a voting decision.

Tax Policy

Gov’t makes and implements policy as much through ‘tax expenditures’ than through direct allocations. Deductions of all kinds. Child, home-owning, etc. Is a more hidden and less stigmatized way of making and implementing policy.

Gov’t Data Organizations

Non-partisan. Objective. Produce just the facts.

Increasingly politicized, unfortunately

Executive:

GAO – Government Accounting Office

OMD – Office of Management and Budget

Congressional:

CBO – Congressional Budget Office

CRS – Congressional Research Service

Internal Arrangements

What Dept – institutional structure – will have control over the policy? Power struggles are often about not particular policies, but where the policy will land – who will control it. Ex: Current struggle over CIA and intelligence. 

Process struggles. Re-organization. Ex: CIA, Homeland Security. Changing the rules. Ex: campaign finance. Laws governing development of unions.

Ex: DCF/Sheriff’s Dept in Florida

These can be important struggles. Though ostensibly not about the issue itself. Not discussed in text.

Institutional location reflects relative power of the bureau. Reflects the prestige. Culture – how things are done. Ex: FBI/CIA

Level of Government

Also not discussed much in text.

Fed, state, county, city, etc.

Tradition – state does education, county does welfare, federal does war, etc.

But within these traditions, there is considerable flexibility and room for conflict.

The higher the level of government, the more power, prestige, scope, money. So generally want to aim high, all else being equal.

Policy changes involve moving resources, power, decision-making from one level of government to another.

Social policies tend to exist at multiple levels. So one of the constant struggles is what is decided at what level, what is regulated at what level, what is controlled, what is spent.

Ex: Welfare at federal, state, and county level. SSA federal. TANF – federal/state/county, constant controversy over what is the best level.

Generally, what is the ‘best’ level of government? Issue of separating process from substance. What issues should be decided where? Where do we want local choice? Ex: Civil Rights. Gay marriage. Speed limit. Child welfare. National Guard

Outside Influence

Good description of lobbyists, p. 111. 

Below interact and overlap.

PACs – give money directly to politicians. Way of funneling money. Give to campaigns.

Lobbyists – focus on specific legislation. Not just directly – develop grass-roots campaigns, sometimes fake. General PR.

Think tanks  - produce information/reports/expertise to change the public and intellectual climate around an issue.

Revolving door among these outside organizations, government, and universities.

Sources of power:

-Money – direct, indirect. Junkets. PACs.

-Expertise, knowledge – take advantage of legislative staff limitations on time and expertise.

-Coalition-building – shifting per issue. Reputation/credibility is an issue

-Mobilize constituents. 

Social service lobbyists don’t have a lot of money, but can effectively use the other sources of power.

Difference between economic interest, public interest, ‘special’ interests.

Summary – So, in above process, what voices have the most power, and why?

Voluntary Sector

Hx. 

1850s, religious, moral – child saving

Philanthropy of Gilded Age. Not government supported

Professionalization in Progressive Era. 

New Deal led to decline in importance of voluntary sector because of increase in gov’t role. 

Rediscovered in 1980s by conservatives.

Currently – funding primarily from small donations, not major philanthropists. Gov’t funding important, but not biggest source of funds. Fees where possible.

The mix of funding varies across agencies. Some take no government $, some rely entirely on gov’t $.

Overall, not a huge component economically, but “rich socially”. Based on many small contributions and volunteers, so fosters community. Involves all citizens in social problems. Encourages pluralism. Develops civic society – seen as important segment of society – between individuals and the government.

Democratic, close to the will of the people. Individuals matter. So legitimacy.

Only way to address small social problems, and quickly. Ex: outreach to prostitutes.

Only way sometimes to quickly address issues of social justice.

Historically, has been the source of major social change. Ex: abolish slavery, abortion currently.

Large non-profits, e.g., Ford Foundation, have had major effects on social problems – poverty. Edna Clark McConnell Foundation – family preservation. Gates – international health. 

There are umbrella non-profit structures, e.g., United Way. Increasingly competitive and out of favor. Issue of re-distribution. UW decides where money should go, not the donors. But when donors give money separately, leads to less money for lower classes.

Problem – competition of issues. Advertising for solicitations for funds for particular cause or disease. No overall planning or structure; no rational matching of need with funds.

Social problems competing with arts, environment, international justice, etc. for funds. Social service just one part of voluntary sector.

Importance of tax policy. Charitable deduction that drives donating to a large extent.

Issue of adding faith-based to the voluntary social services sector.

Political clout of voluntary sector? Legitimacy, charisma. Not much (not enough?) lobbying, etc.

Corporate Sector

Role in social services:

-Site of services, especially benefits – retirement, health, etc. But also EAP programs, child care, etc.

-Site of struggles over social justice. Labor relations. Hiring policies, etc.

-Corporate giving. Scale of this is underestimated, and motive is suspect. However, a lot of money has been given. PR. Local. Decreasing somewhat because of internationalization of business. Ex: ARCO in LA.

-Lobbying, etc. Outside influence to effect policy. Tax, environment, health insurance, etc. Some corporations (not many) have taken the lead in social causes. Ex: affirmative action.

-Community at local level of small business. Elks. Uniforms for Little League, etc. Adds to social fabric and richness of society, as voluntary sector does. Considerable overlap here between small business and local non-profits. Similar contribution to civic society.

-Socially responsible businesses. Relatively new phenomena. Ben & Jerry’s (?). Chicago’s South Shore Bank. Can make money while doing good.

-For-profit businesses run by and for non-profits. Make money to do good. Ex: campus store. Now have to pay taxes, but still a competition issue for other businesses. Advantage from non-profit status. Ex: YMCA

-Combine business and service functions. Ex: Goodwill workshops.

Like non-profits, corporate sector has its umbrella organizations – Chamber of Commerce, National Association of Manufacturers.

And they have their own think tanks – American Enterprise Institute, Heritage Foundation.

Underlying profit motive in all of this. Makes progressives suspicious. But it’s OK.

Business has long recognized that their interests lie with strong, safe and affluent communities; with healthy and active customers; with infrastructure – transportation, communication, etc.; with educated workforce. 

At corporate and at community/small business level.

One more role in social services – direct social services for profit.

-Human services corporations. Profit motive in provision of social services.

Private practice a valued part of provision of social services.

Increased gov’t money in 70s began to get the attention of corporations. How can we get some of that money?

Mostly medical, nursing homes, day care, home care, corrections.

Sources of money:

-gov’t contracts.

-gov’t 3rd party pay – MediCal, GR, etc.

-private 3rd party pay – insurance.

-direct fees

This is the same as non-profits. What’s the difference? Does there have to be a difference?

Difference is addition of profit motive. Income is fixed, so if can lower costs, then make more money. Whereas non-profits with some income will spend all of it on care.

Can this be done without compromising care?

Balance Among the Sectors

Everyone agrees that all 3 sectors are necessary. Issue is the balance among the three in regards to scope and power.

There are strong beliefs and ideologies underlying the choice of balance. Role of gov’t in private life. Value of free market. Professionalism. Etc.

Gov’t sector. Bad: gov’t can’t do anything right. It’s always inefficient and ineffective. Is this true? Good: gov’t represents (or should) the direct will of the people. Is ‘objective’ in a way not possible for the other sectors. Necessary: there are some functions that are constitutionally limited to gov’t, e.g., law enforcement, removing children.

Voluntary sector. Good: small, effective, close to the people and the problem. Represents true expressions of altruism. Bad: too small to really deal effectively with major social problems. Alternative motives. Represents sentiments about problems rather than hard-nosed reality.

Corporate sector: Bad: profit motive is suspect. Can only make profit by reducing services. Good: Efficient because of business expertise, economies of scale, and profit motive. Tradition of private practice is respected and prestigious because reflects professionalism.

Problems:

-Preferential selection. Compare gov’t to both private sectors. Private can choose clients. Will always cream. Ex: LAMP, SR. Need to show success; need to make money. Ex: ERs. 

-Cost-effectiveness. 

Competition actually makes the situation worse, even for non-profits. Have to increase costs unnecessarily to compete. Ex: CAT Scan. Costs of advertising, etc. Looking good. 

Efficiency – how get lower costs. Pro – have incentive to purchase better, etc. Con – can only really lower costs by reducing cost of services.

Mostly by lowering staff costs. Underlying issue frequently is this one of unions and professionalization. Ex: current nursing staffing ratios.

-Choice for consumers. Relying on gov’t contracts and 3rd party payments does not give consumers any more choice necessarily. So competition often is not for clients per se, and the consequent empowering of consumers – more choice – does not occur.

-Contracting out. Gov’t uses the money they would spend on providing direct services, gives it to a private (non-profit or for-profit) organization to do the same services. What happens? 

Gov’t retains oversight function, needs to monitor services and make sure they get done. This is more difficult to do when monitoring outside people rather than own people. If don’t do it, get problems. If do it, don’t save $. Admin expenses actually go way up, though it may not look that way, because admin costs stay behind.

Again, how save money? Staff costs. Lower professionalism, lower salaries. 

Gov’t officials think they will be better able to control people and services. But political clout shifts from internal unions to outside organizations that can develop and wield considerable political clout. Ex: MH services in LAC.

Final thought. You need pluralism, competition, experimentation, entrepreneurial spirit. Can’t have gov’t unilaterally address problems. Will end up missing a lot. 

But what is the need for the profit motive? Isn’t there an efficiency motive in the voluntary sector, and the gov’t sector?

Policy Practice Skills

Introduction

Ch. 3

How to incorporate into paper.

Tasks/Skills
Sitting down - analytic - problem analysis, 
problem analysis
value clarification 

Walking around

Political – use of power
Interactional – people skills

J - 

-set agenda

-problem analysis

-proposal-writing

-enact policy – the big one

-implement policy

-assess policy

Iterative process

Not necessarily all done by same person.

Competencies – p. 88, Table 3-1. Resource for paper.
Styles – p. 87, Table 3-2
Getting yourself ready
Timing is everything (almost)

-Process  - takes a long time; time means change; change means lose control over the process – definition, facts, etc.

-Opportunity – what is a good time? Move now or wait?

Is this the right time for this proposal? 

-If so, is it a priority for me? For others?  Response to circumstances – move now.

-If not, how can we prepare the ground for a better time? How can we make the opportunity come around? Preparing, getting ready for an opportunity.

Long term or short term? Have to allocate time and effort to both. Have to be prepared ahead of time to take advantage of the opportunity. Yet doesn’t seem to be a time priority.

Big changes now, or incremental.

Goals/objectives

Essential to have clear goals in your own mind. Not necessarily articulated. Guide action in any situation – anticipated or unanticipated – run into someone at the grocery store.

Goals for multiple projects – because they will get interrelated.  Someone suddenly switches projects and wants to negotiate both together.

Both long and short term. 

So in any situation, long and short term goals of multiple projects may come into play. 

If activity or conversation becomes non goal-directed, anything is likely to happen.

Objectives – specific to a situation, any situation. 

Graduated objectives – from ideal resolution or most ambitious goal, to the minimum of doing no damage. Are you educating; planting an idea; want $; behavior – vote, etc.; want someone to do nothing – lay out; to speak with someone else; to commit themselves in public. These are organized hierarchically in your mind when you go into a situation. 

Assessing the environment – When? How? This is very difficult.

-scanning the environment.

-a lot of randomness and unpredictability. Very non-rational unscientific process.


-garbage-can model of decision-making. Solutions in search of problems.

-technology changes – makes new things possible, brings out new information.

-institutional context


-power relations


-process/rules, etc.

-facts, knowledge, information

-history – streams of problems and solutions. Successful and unsuccessful. What direction are things trending? Has something run its course? Is the trend continuing or ending?

-cultural context – fads, trends. Cultural change. Within professions.

Preparing yourself 
-Know yourself – values, style, available skills, strengths, weaknesses.

-Know the facts – better than anyone else. But be aware that this is never enough.

-Clarify the values. For self and for others.

-Frame the problem. Terminology. ‘Meaning.’ Way of talking about the problem. Extent and causes. The person that frames/defines the problem has the lead in the solution. Sometimes framing the problem is an achievement in itself. Long-term struggle. 

Persistence. Getting to right people and venues.

-role of extremists in framing the problem. Let them move the center in their direction without associating with them necessarily.

-Make it easy for others to adopt your framing and to accept the problem.


-anticipate objectives. Head them off, or be ready to address.

-have solutions, not just problems. Sometimes we make problems look hopeless as try to emphasize their importance.


-be available. Have answers and information.

-Know when to keep quiet. You can become a predictable pain – marginalize yourself.


-high/low profile. Choose venues carefully. Behind the scenes. Out in the open.

-Know what not to say.

-don’t overpersuade, oversell, overbribe, or overthreat

Activating – time to enact the policy.

-Again, timing. Respond to windows of opportunity.

-Couple with other issues.

-Separate from other issues.

-Sponsorship – symbolic

-Auspices – institutional context

Remember – importance of knowledge, of issue, context and players; degree of uncertainty; power and how to use it.

All of above depends on having knowledge – what’s going on with people, events, institutions, circumstances. Much more difficult to get knowledge than in working individuals, groups, or agencies. Need to be ‘plugged-in’, ongoing interactional skills.

How? – Changing rapidly.

Political Analysis
Ch. 11

Force-field analysis 

Participants – players

-Stakeholders, p. 81 - list. Who has a ‘stake’ in the process? Who cares? Actors in the process

-Example of process – p. 393

-Group of stakeholders – number, range, variance. 

-Position of each stakeholder. Intensity of each position. Mode of action of each stakeholder. 

-initiators – heavily invested, take the lead, high potential to effect the outcome, but stick neck – vulnerable to criticism.

-responders, amenders. Others have taken the lead, but amenders can have big effect.

-opposers. Just block. Is easy – can block at any point. Subject to criticism as obstructionists.

-bystanders. Withholding can be an important role. But these people have own tangential goals and beliefs.
-History of stakeholders – what can we learn from that?

-Degree of certainty about each of these things. How reduce uncertainty – get knowledge?

-How neutralize negative stakeholders. Get them to ‘sit it out’.

-What non-stakeholders should and can be brought in as positive stakeholders?

-Stakeholders exist and function in the institutional context already discussed, e.g., political leaders, bureaucrats, academics, grass-roots.


Where you sit determines where you stand. Does it? How to separate individuals from positions in organizations.

-‘Visible’ stakeholders – political leaders, grass roots (more powerful) – have a greater influence on the problem stream.

-‘Invisible’ stakeholders – academics, bureaucrats (less powerful) – have a greater influence on the policy (solution) stream.

-Possible positive or negative interactions between stakeholders. Personal history, and importance of other issues.

Establish an explicit strategy – plan for action. Based on above. Force-field analysis, agenda setting – timing, goals.

Have alternative strategies. Evolving and reactive strategies. But have a strategy.

You have a working group. Not alone. First step – establish coalition, larger worker group. What skills and power do we need?
Decide on tactics – style. How do this?

Communication Tactics
Ch. 9
Tactics vary – sometimes start with most ambitious, then scale back; sometimes start small, and build up. But always need the objectives.

1, Persuasion; 2, Incentive; 3, Threat

3 broad categories of tactics. 

As move from 1 to 3: 

-Become less effective. With 1, people are more committed to your point of view, and for a longer time.

-Become less efficient. 1 uses up little power, 3 uses up a lot – with less effectiveness.

-Become less friendly and more adversarial.

Therefore, always use 1 first, then 2, then 3. Poor tacticians ‘over-spend’ their power. And within tactics, be parsimonious, i.e., don’t over-persuade, don’t offer 2 incentives when 1 will do.

(Some exceptions when want to start off hard-nosed to make a point, then soften up; move from 3 to 1. Show ‘em who’s boss.)

Friendly/ Adversarial

Friendly – the other side basically shares your point of view. Use conflict-reducing tactics, stress commonalities. Win/win outcomes. Tactic 1

Adversarial – the other side is dead set against your point of view, and not likely to change. You win, they lose. Debate; negotiation. Tactic 2, 3

However, don’t assume you know the other’s point of view. Uncertainty of knowledge and context – previous lecture.

Coercion

Threat, intimidation – may be physical. Demonstrations. Use as last resort. Can stiffen opposition, can mobilize other opposition who don’t like tactics.

Persuasion

Most efficient; most effective. Get buy in over long period of time. Use when recipients are friendly or potentially friendly.

Communication intended to move others toward your goal. Change opinion or behavior, bridge differences.

Not debate – not win by argument. Win by finding and building upon a common ground.

Move toward recipients psychologically.

Like much of social work - therapy, administration – leadership.

Everyday life – example of child.

Ethical problem – persuasion can work as well for falsehoods as for truths.

‘Deception’ invariably a part of the process. How do you deal with this? How maintain credibility – integrity?

Assess a willingness to be persuaded in recipient. Assess content and intensity of recipient’s stance. Behavior and outward signs. Behavior reinforces belief – has recipient committee self publicly?

1. Establish some common interest, belief, value, goal.

2. Then move the recipient to a new position building on the shared interest. Cognitive dissonance. Psychological imbalance. Change the frame

3. Reinforce, re-establish the new common ground. Reduce dissonance. Re-establish balance.

4. Repeat as necessary.

Frame is the structure of meaning in which we place a problem or issue. A set of associations. Category or problem.

These are inevitable – how we understand the world. Powerful. Hard to change – comfort comes from the frame. Emotional and cognitive comfort. 

A learning process, with you as the teacher.

Takes time – likely many occasions. Incremental process. Sudden conversion is possible, and is an exception to the incrementalness

Goal – shape response, reinforce response, change response. Behavioral change can be hard to get to.

We’re talking about communications. 


Message sent ---     (what’s going on in here?) ------    message received

Content – message.

Relational factors – meta-communications. Communications intended to give a message about the main communication. Usually to reinforce the credibility of the message.

-wink and a nod

-other facial – friendly, serious

-clothes

-body language

-moving around the room. Sitting next to people.

-voice inflection

-use of personal space

-touching

Rhetorical meta-communications. Provide a frame for the communication. We are here today to….

Some relational factors semi-permanent – image, etc.

Some particular to the specific situation.

Meta-communications have a flavor of deception, though intended message is usually to establish the honesty of the main communication.

Ex: apologies require considerable meta-communications to be established as credible.

Status of ‘facts’. Not above the action, though have their own kind of credibility. ‘Facts’ as meta-communication. ‘It’s a well-known fact.’. ‘official, new, science, journal’.

Gets complicated – network of goals, objectives, communications, and metas. Multiple things going on all the time. Inevitably some unintended.

Keep it simple.

How establish shared premises.

Receiver-oriented. Use recipient’s terms, language, thought processes. 

Solutions revolve around what they want, not what you think they need.

The ‘intrinsic’ value is of no use. Rather, how does it address their problems.

Situation-oriented. Consider particular social expectations. Seminar, cocktail party. Amount of time is always a consideration.

Set physical context – too few chairs.

Emphasize similarities. Through meta-communications – clothes, etc. Reduce authority barriers. Background experiences. Shared cultures.

Shared value premises.

At same time emphasize differences. You have to be ‘one step’ ahead. The expert. The one with knowledge. So shared similarities are a foundation, not the whole thing. Necessary to move to step 2 – cognitive dissonance.

Yes, but…..

Difficult balance, back and forth.

Some specific tactics
Down-playing

-omission

-diversion

-confuse – jargon, bureaucratese, influence language
Intensify

-flattery

-repetition

-association – concept, beliefs, people – spokesperson.

Negotiations

J, Ch. 9

Negotiation in larger sense – very global concept. Sociologists say that all of society is a ‘negotiated order’; relationships are ‘negotiated’. We are not considering negotiation at this level of depth and breadth, though it can be useful to look at similarities.

Ex: marriage; classroom

Unconscious, implicit, unstated / conscious, explicit, unstated / conscious, explicit, stated 

Within the 3 category:

Win/win – integrative. Foundation of consensus that has to be maintained. Low conflict. Less concealing, more openness.

Win/lose – distributive. My gains are at your expense. Negotiating a price. Less concern about the underlying relationship.

Fit into persuasion/incentive/threat
Same – goal is to change the behavior of someone else. 

Can be used in context of persuasion.

But is different in that does not assume or strive for congruence of opinion. 

Recognizes and accepts permanent differences. Resolution does not depend on disappearance of differences.

Because of rough equality of power, fits between incentives and threats. 

Incentives with constraints. It’s a way of operationalizing threats/incentives. How to make things work when persuasion is not possible because of entrenched differences of opinion, and incentives and/or threats are not desirable.

Agreement is provisional, time-limited, and conditional. Agreements can be abandoned or re-negotiated. As opposed to persuasion, which leads to more permanent changes of opinion.

Assumes a certain amount of power on both parties, as well as a rough equivalence of power. Have to have the ‘power to negotiate’.

However, there is interdependence between parties, and the need to recognize this.

This is often a decision to not use other methods – lawsuits, wars, etc. Incentives or threats.

Agreement to negotiate – recognize that both can/will benefit.

Agreement that there are opposing legitimate points of view and/or interests.

Agreement about the rules of negotiation, at least that there are rules.

Issue of trust – openness or concealment. 

Each party constantly deciding:

-how much to reveal

-how much to believe that the other party is revealing

Generally felt that being overly revealing puts one at a disadvantage.

However, too much concealing – no progress. 

Trust exists in integrative situations – no concealing, all options on the table.

Trust builds over time in distributive negotiations.

Rational process, by our definition. As close to one as we are likely to get. You have to define your options; have to be able to ‘value’ alternatives.

But there are also intangibles. Trust, losing, image, reputation.

How do you want to come out of the negotiations? How do you want your opponent to come out of the negotiations?

Especially when negotiations are periodic. 

Don’t make a ‘loser’ out of your opponent. If you do, the agreement will be more fragile – more likely to be broken. And subsequent negotiations with this opponent and with others won’t go so well.

Preparing 

Again – importance of goals and objectives foremost in your mind.

Dangers of not being prepared.

Know for yourself:

-Your goals and objectives, including intangibles. Outcomes


-Optimistic settlement point. Desired end. (Opening bid)


-Target point – will settle for. Will be satisfied.


-Resistance point – will not go below.

-Issues


-major, minor – prioritized


-linked? Packages of issues. 

-Administrative


-site


-agenda


-time frames, deadlines

Know about opponents:

-Their goals, objectives, settlement range

-Needs

-Resources

-History of negotiating behavior.

Factors effecting the process.

-structural context – institutional context. Labor, personnel, legislative votes, etc.

-negotiation normative context – specific to this instance of negotiations. 

General – expected rules of behavior.

Rationality – you expect the other person’s behavior to be rational. If not, then you can’t understand and respond. Overlap in valuing alternatives. Other person behavior and judgment is goal-oriented. Maximizes own outcomes.

Fairness – distributive – outcome will be ‘reasonable’. Procedural – rules a
re equally fair to both sides.

Specific. To a certain extent this is a shared understanding among participants re rules, goals, constraints, etc. Informed of course by the institutional context. To what extent is shared? Rules recognized and accepted by both sides.

-negotiation physical context.


-site – whose? Neutral. Ex: Korea


-furniture arrangement, etc. Ex: Vietnam

-participants.


-relative power and position


-mediator present?

-detailed structure of process – one-shot, repeated, sequential, serial, multiple, linked

-characteristics of negotiators


-personal – smarts, reputation, toughness, experience

-style – individualist – win/??. Competitor -  win/lose. Cooperator – win/win.

-who you represent – auspices. Established goals and constrains tactics. Have to convince your own side as well as the other side. 

-relative balance of power

-stakes – content, importance, intensity

-number and complexity of issues. Simple/complex. Easy/hard. Single/many

-necessity/urgency of the negotiations. Relative balance of these things.


-have to complete, or achieve a goal – political and/or time constraints


-ability/willingness to switch to other tactics, e.g., incentives, threats

-visibility of the process – public, or behind the scenes. Observers, audience. How much of a performance do you have to give?

-time constraints.

Process

Have pre-negotiation negotiations – consultations. Informal. Avoid sticky points.

Bargaining mix is the list of issues that are linked. The more, the greater the change for settlement, but more time and complexity.

Process of offer, counter-offer. Have to make a counter-offer. If not, then not negotiating. 

Settlement range is between target and resistance points of both parties. Need to overlap, but where? If not overlap, no point to negotiating.

Hide resistance point, but not necessarily target point.

Open with optimistic point. Open high? Probably – generally negotiators feel enhances their chances. Sends a message. But not too high – don’t look too serious.

If low, send message that are cooperative, but leave no room for counter-offers.

Don’t open with target point and then refuse to accept counter-offers. This makes everyone mad. Need a process.

Back and forth.

Ideological context – have to respond with a factual counter-offer, not just a ideological slogan – ‘socialized medicine.’

However, offer may involve ideological cover – what to name things, etc.

Final offer? When real? Make a substantial counter-offer.

Deadlines. 


Can be negotiated.


Deadlines force the action. No deadlines, no progress.


Party with no deadline wins.

Meta-communications throughout. Serious? Cooperative? Have necessary power? Believable?

Creativity

When are negotiations not negotiations? No deadlines.

-Vietnam

-Oslo

Debate

Ch. 9

How differ from persuasion and from negotiation. Not seeking agreement on a middle ground.

A form of persuasion, but not looking for common ground. Direct confrontation – attempt to persuade an audience.

Not negotiation, in that there is no back and forth toward a common goal.
Persuader, adversary, and audience.

Tactics, J, p. 301

-attack the values implicit in the proposal

-attack feasibility – expensive, doable

-attack trade-offs – costs in other areas

-attack motives – just doing this to get votes

-point out negative unintended consequences

-attack realism of stated chain of consequences

-attack use of specific analogies

-attack data and analytic assumptions

-attack vagueness

-attack models of human motivation

-will be rendered moot by other events or new technologies

-offer alternatives
Diagnosing an audience.

-how homogeneous in below factors

-how knowledgeable (expert audience)

-how concerned about the issue (apathetic audience)

-how hostile/friendly to fundamental value premises in the issue (hostile audience)

-context – what else is going on

Look at Table 9.1 – situations/tactics for paper

Coalition Building

Ch. 12 (not doing Ch. 13)
When doing policy/advocacy work – need established group.

If you’re in an established group, you want to be part of an even larger group.

Why? – power in numbers. What kind of power? Legitimacy, resources, skills.

Start a new coalition, or work within an existing one?

Is an existing coalition effective? If not, can you work around it? Sometimes existing coalitions take up space.

Permanent or temporary coalition? 

Big or small?

For or against?

Key to a successful coalition is finding the balance between centralized power and direction, and decentralized freedom of action.

Types of coalition

-permanent. (networks)

-paid membership


-standing voluntary political coalition


-interagency collaboration

importance for front-line staff or others as a way of advocating for things that can’t advocate for as part of your job.

-temporary – around a specific issue. Comes and goes.


-if temporary, depends to a certain extent on ongoing relationships.

Negotiating membership


-applying for membership. 

- What resources, skills, etc. are needed? What negative things do certain members bring?

-Broad or narrow. Narrow –easier to reach consensus and work together. Broad – more credibility. Unexpected partners. Can say you’ve gone beyond the usual.

-Who gets in? Why? Criteria. Who decides?


-nature of membership. What does it mean to be a member?

-what obligations – tasks, risks, resources, skills are you expected to bring?

-issue or representativeness. Who is a member? An individual or an agency? Do/can you commit your agency? Endorsement of goals and tactics.

-staffing? Who?

Leadership – authority is the issue, in a context without direct authority.

Steering committee. Who’s on it? How establish credibility, authority? How much decision-making authority? How much have to go back to members?

Need up-front agreements re:

-info/data/analysis – policy brief. Statements of purpose and policy. Need agreement on these.

-overall strategy 
-tactics. What tactics acceptable? Agreed up as effective?
-sharing of information. Frequently the most important practical benefit of a coalition.

-resources. Who contributes what, and how much?

-tasks/skills. Who do you need? Lawyers? Analysts? Power brokers? Who does what? Testifies? Talks to press? How much agreement on goals vs. tactics among these people?

-share credit

Effective coalition leadership:

-assigns above within the context of an overall goal and strategy, ensuring that everything is covered.

-coordinates tasks, making sure that flow of communication, information, and resources is happening.

-ensures accountability. Follow up to make sure things are getting done. This is difficult 
because being done without direct authority.

Running Meetings

Tropman/Brody

Calculate the total salary/hour of group members – value of the meeting.

-Coordinating

-Distributing work

-Team building

-Reporting information

-Studying a problem

-Generating ideas

-Making decisions

-Ratifying decisions

-Monitoring

-Reinforcing values and mission

-Socializing

Every meeting has multiple subtexts reflecting outside relationships, power issues, history, personal problems, etc. that pervade the organization.

We try to leave these aside. Requires good leadership and good followership.

Consider other ways of communication – phone, e-mail, etc. Are these working?

Informal groups. Larger issue of decision-making and where and how it takes place. 

Membership

Problem-knowers – front-line staff, including administrative

Solution-knowers – creative people – professional, expertise

Resource controllers – knows what the available resources are

Decision-makers – have authority

Successful meetings – preparation. The time of the meeting is not when the work is done.

There should be a written ‘charge’ for the meeting. An authorization. Purpose, membership, election of chair, etc. 

Do not use meetings to address problems of individuals or of particular departments – avoid a topic where a number of the members of the meeting are bystanders – not involved in the topic.

Issue – sometimes deal with individual issues with general discussion or rules.

Of course not confidential issues, such as personnel issues, etc.

Have an agenda.

Stick to it. Cover everything, and nothing else. Stay on time.

Agenda should indicate if decision is necessary. ‘approval’ ‘election’, etc.

Should indicate attachments.

Docket – annotated agenda – explanations. Needs to be read ahead of time.

Start on time

End on time

Rule of halves – items for agenda are submitted no later than midway between meetings.

Rule of three-fourths – material for the meeting goes out at this point between meetings.

Rule of thirds, or bell shape. During meetings, not between. 

First third – easy things, announcements, etc. 

Reviewing the minutes – not an opportunity to re-hash the previous meeting. Let objectors propose new language.

Announcements – brief, non-controversial. If require discussion or decision, should be on the agenda. Do at the beginning of meetings. 

Middle third – hard decisions. Begin with easy decisions, because success builds. 

Everyone is there during the middle. Typical meetings often start with the hard things. Gives a chance to warm up, get focused. 

Last third – easy things, discussion. For discussion only. Brainstorming.

Procedure 

Robert’s Rules of Order

Can be complicated. Usually someone is designated as an expert to consult re the rules.

-Only one subject to be considered at a time.

-Each proposition is due a full and free debate.

-Every member has equal rights.

-The will of the majority must be carried out.

-The rights of the minority must be preserved.

Decision-making

First, be specific about force of decisions from the group. Which decisions are left to the boss, even after discussion. Issues of outside power coming into the group.

You want general buy-in so that implementation will be endorsed and not sabotaged.

Unilateral – generally by the group leader. May be appropriate for routine or minor issues. Sometimes ‘executive decisions’ are already made and brought to the group for endorsement. Want to avoid – ‘I’m going to do this because I have to, and your opinions don’t matter.’ If this occurs, is a violation of above – being clear about power issues going into the meeting.

Handclasp – two members agree and leave everyone else out.

Clique – a small group decides and leaves everyone else out.

Baiting – ‘now, we’re all agreed, right?’ Puts others in the position of having to challenge and disagree. Others are passive or intimidated.

Majority rule – generally seen as fair, though if close, the decision can be resented by the minority.

Consensus – result is acceptable to everyone. Not necessarily complete agreement. Maximum input. Maximum buy-in. Better understanding and commitment. Why agree? Don’t care a lot – defer to those who do? Bank good will for your own issue?

Generating ideas 

Should be carefully separated from decision-making or other meeting functions.

Brainstorming

Purpose is to get as many ideas on the table as possible. Takes advantage of back and forth among members – bouncing ideas around.

There are formal ways of doing this – nominal group technique, etc.

Set a time limit.

Limit size of group.

Limit to one topic.

Record all responses.

Be spontaneous.

Don’t judge responses.

Be sure and follow up. We’ve all been through brainstorming sessions that don’t lead to anything.

Minutes

Focus on content, esp decision, not process – words.

Parallel the agenda.

Reports – don’t include unless necessary – there is a decision to be made. Don’t routinely have a list of reports from usual suspects. Very time-consuming. 

Have written reports attached. 

Crystallizing of a decision. (Need work here). Issue of vocalization back and forth. Representing and sticking to own point of view, or brainstorming. Issue of ego.

Non-decisions. Vague decisions. 

No food during the meeting. Afterwards as a reward.

Size – difficult to make decision with more than 6-10 people. Use larger groups for announcements or discussion only.

This is hard to do with staff/faculty meetings.

Chair

Administers the group – preparation between meetings. 

Physical setting and arrangement. 

Run the meeting.

Have own opinion and goal, or unbiased mediator? 

Don’t expect to control the outcome. Limit options ahead of time to those that are acceptable to you. 

Call on people – get maximum input.

Restrain those who talk too much.

Member

Followership – just as important as leadership.

Dominant member – others afraid to disagree with.

Ignorer – brings other work and ignores the proceedings.

Groupthink – self-censorship for perceived benefit of the group.

Issues of outside power – individual agendas. Is a member trying to impress the boss? Working for a promotion? Trying to make someone else look bad? 

Share responsibility to make things run properly and on time. Don’t dump everything on the chair.

Be prepared.

Participate.

Remain open-minded and open to consensus.

Respect group decision.

Balancing views – speaking for self, for others – outside elements, or throwing out ideas to facilitate process.

Volunteer for assignments

Staffer

Not a decision-maker or contributor – keep your mouth shut.

Works for and with the chair. May be a collaborator in planning.

Resource person. Info needed. 

Physical arrangements.

Executive

Like the ED at a Board of Directors meeting. Not a staff person, but also not a decision-maker. Will execute the decisions.

Present what is going on professionally. Source of info for the Board.

Alerting the Board to policy issues.

Make a case re a course of action. Not necessarily unbiased, but not the decision-maker.

Ongoing work with Board members between meetings. Partner.

Develop and educate the Board.

Dealing with Board sensitivities.

Liaison between Board and staff.

Roles

Leader/follower. Members can and should take responsibility. Behavior as model. Synthesize material, rather than just own point of view. 

Process/task. Moving too fast? All points of view heard?

Devil’s advocate

Interpersonal advocate

Boards of Directors

Advisory boards

Me – represent the community. Provide legitimacy. Give political clout. Enhances interorganizational functioning.

Use of the Media

Focus on TV, but generally applies to other media as well.

Radio

Newspaper

TV – scheduled or not

Overall purpose – to understand completely and be able to articulate/persuade your point of view. So is not just limited to TV – pervades all aspects of job.

Once you go there – let the media in, you have opened up any number of doors. Is it worth it?

What the damage is done, there is no getting it back.

Ahead of time. Who do you work for? What is your position? Advocate, expert, student, client?  Authority/expertise/legitimacy. This can effect some of how you come across. Are you an expert – academic? Student – earnest and committed? Client – passionate, personal?

Who is your audience? What portion of the public?

Basic idea – the journalist is not your audience. You are speaking through/past/around him/her to a larger audience. But at the same time, you are having a ‘normal’ conversation with the journalist. So have to do both at the same time. Look like you are having a conversation with the journalist, while actually communicating with 

Difference from clinical, job or other interviews.

Basic interview process - 

A Answer the question.

B Bridge to your key message. Build on keywords in the question. P. 96, Stewart – bridging phrases. 

C Conclude explaining what your key message means. P. 97, Stewart, concluding phrases.

Before

Dealing with nervousness

Relax

Breathing

Don’t judge yourself

Dressing

Look like a leader, expert, whatever. 

Would it be a good interview with the sound off?

Navy blue suit the standard – everyone looks great.

Not too busy.

Not new clothes.

Not bright – gets exaggerated.

Not white shirts.

Not red

Be comfortable.

No distracting jewelry or other accessories

Wear makeup if offered.

Men – button your coat. Covers up a lot.

Take your glasses off.

Warm up – exercise voice.

Drink water, but not too much. Not chilled. No coffee or alcohol.

Study up on interviewer

What is point, context, message of this interview. 

Why you now? Window of opportunity. What is going on that this is now an issue.

Be prepared on substance
-key points, messages, sound bites. From frame/narrative. Which is from your persuasive intent.

Can be said in 30 seconds, and contains 3 key points.

Make it memorable if possible – sound bit, catch phrase, analogy.

A stunning fact.

-detailed substance. Be an expert on all details of the topic. You will likely never use this material, but might, and need to be ready.

-practice. Take tough questions.

Journalists are not your friend. Quote, p. vi, Stewart

What does the journalist want? A ideological point of view? Entertainment? Simple public service?

They have many tactics for getting info from you – pretending to be your friend, getting you angry so you don’t think straight. 

Journalist is very cynical and skeptical. Assumes you are lying.

The journalist/interviewer is not your audience. He/she is using you, and vice versa. What does the journalist want? You don’t necessarily know. Don’t need to figure it out. Don’t need to outsmart the journalist. 

You cannot control the journalist. You can only control yourself and your answers. If you set it up as a struggle over control, you will lose.

However, the interview on the surface has to follow general rules of politeness, respect, etc. You’re pretending you are talking to the journalist. 

Questions you might get:

Personal

Controversial

Repetitive

Technical

Hypothetical

Other news

Interviewer tactics

-the dummy

-the what-if

-new best friend

-machine gunner

-shrink/interpreter

-silencer

-the expert

-the jester

-the enemy

On radio and TV – will completely ignore you while you are talking. 

Testimony – you may be completely ignored.

Responding

Treat all journalists the same. Student newspaper = NY Times.

Treat journalists courteously – return phone calls. Provide requested information. 

Don’t lie.

Don’t say ‘no comment’ 

Don’t go ‘off the record’ or on ‘background’

Show passion and enthusiasm.

Don’t be defensive, stand your ground.

Don’t be afraid to say ‘I don’t know’.

Use every opportunity to reinforce your message.

Only mention positive – no point to be ‘even-handed’. 

What you want to achieve is ‘being in the moment’. Not unprepared, but not nervous and over-prepared. Having a serious conversation by an informed person.

On TV – be careful of all microphones before, during and after.

Look at the interviewer, not the camera.

Smile. A blank look comes across as sullen; a slight smile comes across as confident.

Don’t interrupt interviewer or other guests.

Keep hands clasped, can use sometimes.

Silence – don’t get sucked in.

Don’t get rattled by your own mistakes

Don’t try to be funny.

Don’t try to be hip.

Body language

Don’t slouch

Don’t gesture too much

Sit up – forward in the chair. Lean forward 15 degrees.

Don’t bite lip, or clench your jaw.

Don’t lick your lips.

Pay attention to body language when you are listening as well as when speaking.

Let you head move naturally. Nod. 

Again, how would the interview look with the sound off.

A Answer the question. No more than 10 seconds. It might be an interesting and important question, but don’t get sidetracked or sucked in.

B Bridge to your key message. Build on keywords in the question. bridging phrases. 

-What’ important to remember is…

-I want to add…

-Even more importantly….

-You should also remember….

-There is more to it than that….

-What I want to make sure you understand is….

-You make a good point, but the main consideration is…

C Conclude explaining what your key message means. concluding phrases.

-That is why we believe….

-When we look at all these facts…

-As I said….

-What that means is….

-The most important point is….

Use of time

You have no control over this. You may have too little or too much time. And you don’t know when. So need to start with key messages. Repeat them. Be prepared to elaborate when necessary if getting too repetitive. Be prepared to conclude.

Don’t try to squeeze in one more point or reminder at the end. 

Unexpected interviews

-refer to someone authorized to do interviews.

-take time to set up a room or setting.

-have key message points. 

Writing a press release

-headline

-subheadline

-news – clear, action words

-a quote

-contact info

-boilerplate info about your agency.

Press kit

-keep it simple – less is more

-basic overview of agency

-bio of senior management

-news clip or press releases

-brochure/catalogue

-Web link

Implementation

Ch. 14
Policy is passed/established – now what?

Implementing a policy is a different task than passing a policy, though there is some degree of continuity.

There’s a disconnect between the establishment of policy and the carrying out of policy. This can be very frustrating – why we have to pay attention to it. 

Policies can be passed, then never carried out – death penalty in Ca.

Policies not passed can be carried out.

Policies can change extremely – to extent of different goals.

Some change is inevitable, and if monitored can be feedback to improve policy.

Context – to what extent a continuation of the passing policy. Time frame – how much change immediately or over time.

Demographic, political, economic, ideological context.

There’s a new process beginning with the passage of legislation. A political process. Everything we learned about the process of establishing policy applies again. Starting over. Power & $. Institutional context. Strategy and tactics.

Political power – continuation of the force field alignment, stopped, or changed. Do people continue fighting through the implementation process.

Nature of the policy. This was established by the political process. We have seen how ambiguity, broad goals, etc. are necessary to get the political support to establish the policy. Now we have to live with the mess.

-intangible goals. Symbolic. Ex: flag-waving. 

-unclear objectives – objectives yet to be established within the goals.

-unrealistic objectives – welfare reform. Assumptions flawed.
-contradictory objectives – competing priorities. Ex: child welfare.

-complexity – simpler tasks encounter fewer barriers to implementation. Ex: bank reform

-amount of collaboration – how many institutions involved.


-# and sequence of tasks

-intensity – how much change in rights and resources. The more the change required the more difficult to implement.

-controversy – how much attention is paid. Who cares?

-resources available

Establishing regulations. Depends on what bureau has responsibility – why this is so important.

Most policy leaves considerable discretion to the setting of:

-specific procedures and criteria. 

-funding priorities and balance. 

-Funding mechanisms – who gets the $ and for what? Contracting out?
-auditing mechanisms

-monitoring and evaluation. – oversight.
-authority structure

Ex: EPA. Forestry.

Whole political scramble at this point. Frequently more important – lobbying, etc.

Theory - Idea of coupling – loose or tight. From org theory. Based on systems theory. 

Empirical work from school system – teachers keep on doing whatever they want, in spite of different policies.

In some ways extension of garbage can approach. If problems and solutions do not closely match each other, or the political stream – ambiguity and vagueness result.

Though loose coupling seems a negative, it’s important to understand its benefits – why it is there.

Implementation flow. In institutional context. Policy body – department/bureau – interagency groups/coalitions – org – supervisor – front-line workers – consumers.

Front-line workers – discretion. Ex: teachers.

Consumers can effect. Ex: - Safe Haven.

Point of view changes as move through the process.

Top-down – policy passers are interested in how successful their policy is in achieving its goals.

Bottom-up – implementers encounter the policy as just one more constraint or opportunity to pursue their own goals.

Issue is how tightly coupled at each step of the process.

Application of authority.

Monitoring – collection and reporting of info.

A learning process. Degree of integrity. Are participants willing to honestly consider implementation issues and modify the policy accordingly, or are views driven by ideology and power apart from honest consideration of the facts?

After implementation – reality on the ground. Clients different, etc. Relations with other orgs – interorg relations change.
What is the policy after it has been implemented? What kind of thing? This is why we start with a written policy. 

Evaluation
Ch. 14
We’ve seen how the existence, extent, and nature of the evaluation process is built into the original policy establishing and implementing procedures.

Who evaluates? Who has statutory oversight? Outside evaluator? Internal evaluator? Who oversees the oversight agency? How ‘serious’ is the oversight/ evaluation.

Legislative oversight? Report back to Congress?

Contracts. Between who and who? Often, government monitoring contracts to non-profits.

Ideally, the evaluation – the end of the process – is also the beginning of a new process. The analysis done at the beginning is a form of evaluation.

Feedback loop – implementation experience through evaluation.

Positive or negative. Reinforce or impede.

 SEQ CHAPTER \h \r 1Politics of accountability

ambiguities of research added to the political context.

Historic interest in evaluations, current interest in cost-benefit analyses.

 SEQ CHAPTER \h \r 1Utilization of findings-

always ignored anyway.

Ex: DARE

Ex: HeadStart

Ex: Riverside GAIN

Who uses - program staff, administrators, funders, academic pop.

Issue is ‘who cares’ - notion of stakeholders.

 SEQ CHAPTER \h \r 1Purposes/types of evaluation.

Basic distinction is between summative/outcome and formative/process.

Then add the idea of cost.

Diagram – same as implementation diagram

-inputs. Intended goals. Difficult to evaluate if no specific goals at beginning.

Can be all costs and resources. Usually clients as measured at beginning of program.

-throughputs. Services. Implementation Problem in specifying - black box problem. 

Formative/process evaluations. Look at throughputs.

Qualitative - interview, observe, analyze what is going right and wrong.

Quantitative - track and measure services provided - idea of units of service.

Summative/outcome evaluations. Look at goal attainment.

Three kinds of goal attainment: require clear specified measurable program outcomes - and all outcomes must be specified. This is very difficult, if not impossible.

-outputs - what comes out of program, as measured.

Ex: education - SAT scores

Ex: Safe Haven - # of babies abandoned

-outcomes - what comes out of program as change from inputs. In order to specify, need to subtract inputs.

Ex: education - pre/post tests.

Ex: Safe Haven – # of babies compared – not available.

-impact - control for extraneous variables - experimental designs, need control group, intended to control for extraneous variables so that we can say that the treatment caused the outcome. Again issue of black box - regarded as extraneous, but controlled

-adequacy of performance. Compare to earlier community needs assessment. Outside of agency. Avoid this approach. Overestimates the ability of any program to effect community, has no possibility of controlling for extraneous events.

-cost-efficiency - cost per throughput.

-cost-effectiveness - cost per outcome

-cost-impact - cost per impact

-cost-benefit - total cost to society of program compared to not doing the program. (Generally not compared to other programs.) Involves a lot of uncertainties. 

Issue of capturing all aspects. Ex: leisure time of welfare recipients, time spent with children. 

Issue of point of view. Issue of over time - need to discount. 

Ex: LINK-UP

Want to combine qualitative and quantitative measures.  Look at outcomes while also looking at qualitative processes.

Involvement of stakeholders - especially front-line staff. The process of thinking about evaluation issues can be very helpful - outcomes and how to measure them. And opportunity to talk about and think about what is working, not working.
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