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Context  and Learning Outcomes

Models, Frameworks, Tools and Methods

A Systems Approach to Policy Design

Cross‐Jurisdictional Project Team Workj



D i i P bli P li d PDesigning Public Policy and Programs 

1/10th of an Executive Masters of Public Administration  1/10th of an Executive Masters of Public Administration  
(EMPA) Degree for (ANZSOG) ‐ a consortium of 10 
governments and 16 university partners;

 120 mid‐career public servants;  offered as a 4.5 day 
intensive in 3 different jurisdictions;

 Enhancing the importance of policy to managers and 
analysts; exploring connections between strategy, y ; p g gy,
policy, service delivery,  and outcomes.

P li   l i  i  ‘ bli   l ’   Policy analysis interrogates ‘public value’; 



Context
 Strong governments – can change policy
 Westminster – drift to Washminster
 Public service advisory system is more contestabley y
 Tension between analytical and political streams of advice
 Insufficient recognition that governments are dealing with 
‘wicked problems’wicked problems

 Poor alignment and collaboration across the public sector; 
can pre‐occupy public servants and make them less willing 
to  design options involving the private and community to  design options involving the private and community 
sectors; 

 Federalism brings competition between different levels of 
government.g



F k d F l Ad i ?Frank and Fearless Advice?



C L i O tCourse Learning Outcomes
 Building new skills to scope, frame and craft policy options Building new skills to scope, frame and craft policy options 
for simple and more complex problems;

 Understanding different models of and approaches to  Understanding different models of and approaches to 
policy analysis and advising,  and the merits of analyzing
complex policy issues from a wider  system perspective;

 Develop  understanding of the strengths and weaknesses of 
different policy frameworks, tools and methods and how 
they can enhance policy practice;

 Reflect  on the features which define ‘quality’ and ‘value’ in 
policy advisory work and create strategies to enhance p y y g
policy capability and performance.



Cross‐jurisdictional Project TeamWorkCross jurisdictional Project Team Work

 Problem /Opportunity definition
 Scoping and framing
 Options design
 Criteria (values, impacts, implementation and risk 
issues)

 Form outcomes matri Form outcomes matrix
 Gather evidence to support outcome projections
 If possible  contingent recommendations If possible, contingent recommendations
 Consider the pros and cons of the outcomes matrix
 Comment on the usefulness of different tools techniques Comment on the usefulness of different tools, techniques 

and approaches to policy analysis 



Course AssessmentsCourse Assessments
Individual Assessment 1 (20%) delivered on day one relating to:
comparing models of policy development;  or
reflecting on one’s advisory system; or
linkages between policy and management in your jurisdiction;

Two Project team presentations(15%): 

Day 2: 5% Short report back on scoping problem/opportunity and the use ofDay 2: 5%  Short report back on scoping problem/opportunity and the use of 
policy techniques (systems mapping, intervention logic, reverse 
brainstorming, causal mapping)

Day 4: 10% Presentation and Q&A on constructing the outcomes matrix

Project Team Report(3000 words) due 3 weeks later (25%)

Individual assessment 2 (40%) on one of four topics



Two Approaches toTwo Approaches to 
Problem Definition

Two ApproachesTwo Approaches

STATUS QUO

START WITH THE PROBLEM
What's wrong?

START WITH THE DEMANDS
ON GOVERNMENT

What options for change
are under discussion?

Generic options
f ll f t

Criteria are the
f th

Problem definition

What values are
b i d?

Who is promoting these options?
Wny?

follow from type
of problem

reverse of the
problem

Criteria How does the
status quo violate

being expressed?

Problem definition

these values?



End outcome:  Healthy body weightEnd outcome:  Healthy body weight

Dietary  Metabolism
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Howlett & Ramesh: Policy systemsHowlett & Ramesh: Policy systems 
and subsystems
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To be 
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group

Price does not 
reflect full 
social cost
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i liFraming Policy Issues
Market FailureMarket Failure
 Government Failure
 Community Failure? Community Failure?
 Social Capital
 Treaty Frameworks Treaty Frameworks
 Gender
 H  Ri ht Human Rights
 Frameworks relating to  particular outcomes
(  i   i l   i l  d  l l)( economic, social, environmental and cultural)



M d lModels
B d h  Al h  B id   d D i   l  R h  Bardach, Althaus, Bridgman and Davis, Howlett & Ramesh, 
Mayer, van Daalen and Bots (hexagon) Scott & Baehler(hexagon)

Wh t Ki d  f M d l?What Kind of Model?
‐ positive and/or normative?
‐ state‐centric or client‐centric?
   f     b   l i hi  b‐ a process focus or about relationships between
inputs, processes,  outputs and outcomes?

bCompare attributes:
‐ emphasis on outcomes?
‐role of stakeholders and non‐government actors/institutions?
‐relationship between analytical and political dimensions?



Bardach’s ModelBardach s Model 

Define
Problem

Tell Story

A bl Select

Decide

Assemble
Evidence

Select
CriteriaConfront

Tradeoffs

ConstructProject
Options

j
Outcomes





Mayer vanDaalen and BotsMayer, vanDaalen and Bots
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The Systems Approach 
 Encourages linking interventions to outcomes;
 Fosters option design involving government and other 
actors and institutions;

 Allows option design to create hypotheses  involving 
ti  ‘l i ’competing ‘logics’;

 Encourages a focus on outcomes and on linkages 
between outputs and outcomes;between outputs and outcomes;

 Fosters the design of policy processes which are ‘fit for 
purpose’;p p ;

 Discourages exclusive focus on state‐centric options.



POLICY CO-PRODUCTION

*Strategic conversation
*Working across government

Policy  Roles & 
Functions

Longer-term 
future focus; 
setting agendas

ENVIRONMENT 
SCANNING

RESEARCH & 
EVALUATION*Forecasting

Working across government 
and with non-gov’t actors to 
clarify issues, set agendas, 

find better approaches
*Partnerships

*Deliberative democracy
*Summits

*MonitoringSCANNING EVALUATION*Forecasting
*Alert to long-term trends 
and potential changes in 
society, economy, etc
*Future-oriented briefings, 
BIM’s & equivalents
*Suggest directions for 

*Monitoring 
*Systematic review of 

existing research
*New research

*Ongoing evaluation
*Goal clarification

*Learn from past and apply 

*Put gov’t priorities into action
*Tailor bright ideas to local settings

*Make new and existing 
k

gg
policy development

p pp y
to future

*Scope problems and 
opportunities
*Search for new and better 
id (bl ki k)

OPTIONS 
ANALYSIS & 

IMPLEMENTATION 
ANALYSIS & 

*Eyes and ears of minister
*Anticipate problems and

programmes work
*Find and manage risks

*Find and fix design flaws
*Retrofit policy arguments to 

chosen policies 

ideas (blue skies work)
*Clarify roles of gov’t and 
non-gov’t agents
*Test policy ideas by
projecting outcomes, 
analysing logic

DESIGN DESIGN
Anticipate problems and 

opportunities and alert key 
people to them

*Short-turnaround briefings
*Contributions to speeches, 

press releases, parliamentary 
questions, etc

RESPONSIVENESS TO POLICY 
ENVIRONMENT

Detail FocusBroad Focus

Present and near-
term future focus; 
enacting agendas



CRAFTING IN DIFFERENT 

STRATEGIC RESPONSIVE OPERATIONAL

POLICY WORK DOMAINS

Build strategy, frame 
policy choices, undertake 
research and develop‐

  i i  i

N
CT

IO
N
S Formulate, test, refine,  

and design programs,
supply just‐in‐time 

Prepare programs, roll 
them out, learn, improve 
delivery and effectiveness, 

feed back to policy ment, anticipate issuesFU
K
S

information and advice
feed back to policy 

designers

Role of government analysis, trend 
analysis, futures thinking

Options bank withdrawals, policy 
cross‐breeding, assessment of 

options against criteria, risk analysis 

Learning from process evaluations, 
bee keeping, systems for feedback 

from target populations, risk 

O
LS
 &
 T
A
SK

Market and government 
failure spotting  option 

Pilot testing, dialogue‐
based crafting of 

p g , y
and mitigation planning

g p p ,
assessment

Organisational 

EC
TE

D
 T
O
O failure spotting, option 

spotting using system maps, 
learning from outcome 

evaluations

based crafting of 
options, forensic 
analysis of current 

policy

analysis and 
strategic 
thinking

SE
LE

Systems thinking, strategic conversation, intervention logic, evidence review, scenario writing



AUTHORISING DOMAIN Pressure 
group politics 
& networks of 

Policy transfer 
systems

Westminster
Washminster

& networks of 
influencePublic 

intellectuals’ 
influence 

Parties, campaigns, 
electionsResearch

networks

f
networks

PUBLIC 
VALUE 
DOMAIN

EXPERT 
DOMAIN DOMAIN

Client 
networks

Families, 
friends, 

Research 
networks Informal 

Front‐line staff 
networks

churches, 
clubs, 
communitiesProfessional 

associations 

Informal 
practice‐
sharing

The Compass 
with Systems

OPERATIONAL DOMAIN
associations 
(e.g., social 
workers)



Cross‐Jurisdictional Project Work
 Promotes learning about how to select and apply models, 
frameworks, tools and methods to analyze policy issues in 
different  jurisdictional contexts;j

 Develops appreciation of the design and crafting elements 
of policy work, as well as the importance of the information 
and evidence base to analyse options and provide advices;and evidence base to analyse options and provide advices;

 Provides greater  scope for encouraging dialogue and 
debate on options;
E     k  hil   i     id  i f ll Encourages group work while trying to avoid pitfalls;

 Develops communication skills and ability to critique
the analysis of others.the analysis of others.



Adding Value to Policy Analysis  
and Advice

Claudia Scott & Karen Baehler

Sydney, University of New South Wales Press

Available on Amazon.com  ($40.95) and can be 
searched (free super‐shipping)


