Lecture 12 (Feb 25th): Intro to Pubic Policy and Public Policy Making
What is public policy?

· A public policy is a complex phenomenon consisting of numerous decisions made by individuals and organizations in government
· The process can therefore be long, convolute, messy, and frustrating
· In this class, a Public “Policy is anything a government chooses to do or not to do”
· When we talk about public policies therefore, we fundamentally mean the actions and in-actions of the government. Public policies therefore involve a choice to be made by the government
· The choice is usually made by individuals staffing the various government departments and agencies
· Budget and finance officials in the ministry of finance on budget cuts and appropriations
· Public policy could therefore be a “negative or a non-decision”. This happens when a government decides to do nothing but maintain the status quo.
Introduction to the Policy cycle
· Agenda setting
· Policy formulation
· Decision making
· Policy implementation
· Policy evaluation
Merits of the Policy cycle
· It breaks down the complexity of the process into a number of stages and sub-stages so that each can be investigated separately or in relation to the others.
· It allows for numerous and complex cases to be analyzed in a comparative maner at each stage of the cycle
· We can know in a logical manner at which stage a particular policy is, and then determine its success
· It can be used at the local (agency), national (government), and international (UN) level for policy analysis
· It can also be used to determine what each jurisdiction is doing at any particular time
· Since different stage can be studied separately, it can be used to determine where resources/training are needed
Demerits of the policy cycle
· It can be misunderstood the mean that policy makers use a very systematic linear, and logical system all the time
· In reality , the policy process is non-linear, sometime impromptu and difficult to map out
· Is it a one size-fits-all approach? Magical bullets are few and non-existent
· There are no indications as to who and what drives the policy from one stage to the other and why.  Different actors and factor play different roles for different reasons
· For instance, what forces and drivers move a policy from adoption to implementation and why?
· As an analytical tool, it is very good, but not as an actual practical tool.
· In short, there are usually no linear progression of the policy process as implied by the ideal model
What is agenda setting?
· In order to better understand Agenda-Setting, answer to the following questions are critical
· Why do some issues end up getting government attention while others don’t?
· Why does government feel to respond or act on some issues while ignoring them?
· How come when some people, institution, and actions speak, the government listens while it ignores some similar concerns?
· At its most basic, Agenda-Setting is about recognition of a problem, issue, concern, or demand by the government.
· Problems are not objective, just sitting there waiting to be seen or recognized. Problem recognition is a socially constructed process
Policy windows and Agenda-Setting?
· John kingdom developed the concept of policy windows to explain agenda-setting processes in the US government
· A policy window is an Opportunity provided by circumstances and characteristics of  political institution that can lead to the opening and closing of windows of opportunity for entrance
· Four main types of policy windows can be identified in th literature
· Routnized political window: Here, the normal institutionalized procedures dictate predictable openings. Eg: the budget statement might indicate changes to the policy
· Discretionary Political windows: The behavior of individual political actors lead to predictable window opening.  Eg: Statement by the president, head of state, finance minister, foreign minister
· Spillover Problem window: related issues are drawn into an already open window
· Random problem window: Random events and crises open unpredictable windows
Challenges in Agenda-Setting:
· Public managers must have expertise and capacity to anticipate, identify and act upon the specific circumstance as and when the opportunity presents itself
· This is necessary because opened policy windows are scarce and short lived
· Wu et al, (2010) have identified five challenges public managers face in the Agenda-Setting stage.  These are:
· The increasing use of crisis driven agendas
· Prevention is better than cure, but most often politicians wait until its too late
· Agenda-Setting is mostly lip service opportunity by politicians to promise everything and anything to an expectant electorate
· Over-crowding of the policy agenda is a pervasive problem
· Agenda-Setting might be hijacked by the media or special interest groups with little concern for the holistic government priorities
Actors in Canadian Agenda Setting:

· Policymakers (PM<Cabinet, Ministers, Parliament, Bureaucrats)
· Government institutions (Central agencies, ministries/departments, courts)
· The media, social networks (Facebook, twitter)
· Think tanks (Fraser institute, council of Canadians) Civil society (MADD, Green Peace, Green space)
Policy formulation:

· After a government recognizes the existence of a public problem and the need to address it, policymakers need to decide on a course of action
· Deciding and formulating a course of action is the second most important stage in the policymaking process
· At it basic, policy formulation involves assessing the various options available for addressing a public problem

· It involves available options, narrowing them down, and selecting the optimal one
· It is therefore a cycle that involves defining, considering, and accepting or rejecting options in the policy formulation process
The Policy formulation process:

· Jones (1984) identified 6 broad characteristics of the policy formulations process
· It needs not be limited to one set of factors and actors and it may process even without a clear definition of the policy problem
· Formulation is usually done in a particular government institution and that institution might become synonymous with that policy
· It may occur without any support from inside or outside government for any proposal put forward
· There are turf-wars involved in the formulation process
· Several appeal points exist for those that lose out of the initial formulation process
· The process is not neutral.  There are always winners and losers
Players in the policy formulation/adoption process
· In any given political system, the role of actors is determined by and depends upn the nature of the political system and the specific nature of the policy problem
· The actors include:

· Senior elected and pointed officials (Cabinet ministers/bureaucrats)
· Legislatures and specific legislative committees through legislative overview and review
· The key government ministry, department or agency under hose jurisdiction the policy falls
· Central agencies whose regulatory snd supervisory roles extend to all governments ministries, departments, and agencies (Dept. of finance)
· International financial institutions (IMF/WB/WTO)
· Consultants, think tanks, NGOs
The Policy Implementation process

· “After a problem has made its way into the policy agenda, various options proposed to solve it, and a government makes a choice among various options, what remains is putting the decision into action
· At its core, Policy implementation involves putting into action the intents and decisions of government
· Breathing life into vague, unclear, and conflicting intentions and beliefs
· It involves the allocation or normative and empirical inputs:
· Normative inputs: Political support, coordination/collaboration between and among actors
· Empirical inputs: funding, personnel, time
· Policy implementation is inherently a political process
Actors/Activities in Policy implementation:

· Bureaucracy is the most important actor in the policy implementation process
· Departmental turf wars also play a big role in the policy implementation role
· Bureaucratic agencies at different levels of government
· Implementation is often expensive and long and requires continued funding which is neither permanent or guaranteed
· Manage expectations and budget for the unexpected
· Union, NGOs, and Civil society can enhance or constrain policy implementation
· What is needed is collaboration and networking among all stakeholders
· International financial institutions like the WTO/WB/IMF and the entire community and funding plays a big role
Operational capacity barriers
· Fund and resource limitation
· The shortage or unavailability of funds is a classical challenge in policy implementation
· Poor institutional memory and organizational expertise
· New challenges demand new ideas and expertise.  Some organizations just don’t have what it takes
· Lack of clarity in operational plans
· Mismanagement and funded plans
· Poor monitoring of overweight agencies
Lecture 13 (Feb 28th): Public administration and financial management
Continuation of the Policy cycle

· Last time we began looking at the theoretical and administrative conceptualization of public policymaking
· We examined the various stages in the policy cycle including:
· Agenda setting
· Policy formulation
· Policy adoption
· Policy implementation
· Today we will complete the cycle and look at policy evaluation and termination
The Policy evaluation stage
· After a policy has been chosen, adopted, and implemented, governments then have to assess how it is doing
· A part from the government, other actors or interested parties are also usually involved in their own assessments in order to support, oppose, and demand to change it
· Policy evaluation can therefore be defined as a determination oh how a policy has actually fared, once implemented, It involves an assessment o the means used, and the ends achieved
· After evaluation comes reconceptualization were the policy might be terminated, modified, or the status quo maintained
Actors in the evaluation stage
· Formal actors:
· Politician and bureaucrats in the government departments and agencies
· Depending on the political system, opposing political parties
· Policy analysis and audit units in individual government departments and agencies
· Informal actors
· Protests, demonstrations, boycotts, and strike actions by labor
· Think tanks, research institutions
· NGOs, and civil society organizations
· The media
Policy Termination:

· Policy terminations refers to the complete cessation of the whole policy, usually after evaluation
· Even though it seems like a very simple process, policymakers and implementers are often reluctant to take this option
· This is because the aforementioned difficulties associated with determining the success or failure of policies
· Furthermore, existing policies and programs often build a Beneficiary community who are prepared to use political, financial, and legal means to protect these policies
· Thus, even if a government program is very successful or has failed miserably, getting a consensus on how to terminate it is often difficult
· Mostly, terminations requires an ideological shift in government and society which is often scare/rare
Models and theories of Public Policy

· In order to better understand public policies, it is better to put it into context
· It if for this reason that policy analysts put theories and models for understanding policymaking into two categories
· The individual level
· The societal level
· Simplistic theories of public policy assume that both policy actors and nalysts are capable to a high degree of rationality that allows them to understand causal effects
· Smoking will lead to lung cancer
· More complex models won the other hand assume that neither policy actors nor analysts are capable of much rationality, especially with regards to causation
· Gun registration will not lead to lower gun violence on the streets
· Here, we will focus on both the micro (individual) and macro (collective) levels
Micro level models: The rational comprehensive theory:

· At its core, it assumes tha for any problem, there is a rational and logical alternative or solution waiting to be discovered
· Under this approach, when an individual decision make is confronted with a problem
· You carefully draw up a list of goals, values, and objectives rooted to the problem
· You rank them based on a hierarchy according to their importance
· Carefully examine and consider all the alternatives for dealing with the problem
· This should enable you to weigh the consequences of each alternative by considering costs and benefits, merits and demerits of each
· Finally you settle on the alternative that will maximize your objective and values
· It suggests that for every problem, a set of alternative solutions exists.  All one has to do is to identify them, rank them, and choose the appropriate course of action
Criticisms of the rational model:
· It becomes useless in time of crisis when speed is of the essence
· 9/11, SARS outbreak, swine flu
· Most problems facing decision makers are poorly defined
· Youth unemployment, crime levels, poverty
· It also assumes that policymakers have no resource and time constraints
· Personnel, money, technology
· Many of the alternatives are not value neutral, they are based on value judgments ideological considerations
· Raking them is therefore not rational and objective
Public choice theory
· Also known as the rational choice theory, public choice theory is an attempt to directly apply economic principles to political behaviour
· It assert that when confronted with a problem, individuals are rational self-interest and utility maximizers
· Whether in public or private, individuals are not motivated based on altruism, social justice and the public interest, but rational self-interest maximization
· Faces with a problem therefore, you rank your goals and values according to your self interest and choose alternatives that will maximize their attainmen
· Politicians “strive to maximize votes, bureaucrats seek to maximize personal utility in public organizations and citizens attempt to maximize the receipt of government outlays”
Criticisms of the public choice theory
· Public choice theory has been subjected to an avalanche of criticisms in the public policy literature
· Stretton and Orchard (1994) have argued that public choice theory is fundamentally flawed on three main grounds
· First, it does not portray a deep understanding or appreciation of the concept of public interest which is a deep core value of the public service
· Second, it exhibits a basic misunderstanding of the concept of political and democratic autonomy with market liberation
· Third, it does not differentiate between needs and wants
· In short, public choice theory does not take into consideration the political, democratic, and public service values and ethics that are so central to the operations of the public service in any jurisdiction
The incremental model

· This approach does not look for radical changes, instead they seek small incremental changes to the statue quo
· They look for incremental change and not whole sale change by engaging in consensus building, bargaining, and negotiation between and among different stakeholders
· It does not seek an all or nothing approach, instead it enables policy makers to seek pragmatic, and moderate changes that do no upset entrenched interests
· It has been criticized as favoring the status quo and avoiding real chance which might be radical
Mixed scanning model:

· At its core, it is a mixture between rationality and incremetalism
· Here, you explore alternatives pertaining to the existing problem, rather than possible alternatives
· This model can fit your specific role in a organizations or within the political spectrum
· For instance, if you are in HR, you can limit your alternatives, same goes for finance, accounting, etc
· Also it enable the lower ranking officials to focus on incremental mean of decision making while senior level officials engage in more comprehensive scanning of alternatives
Garbage can model:
· Some critics argue that both incrementalism and mixed scanning assume too much rationality for policymakers
· This is why some theorist have argues that the policy process functions like a garbage can, in which sits a mix of both policy problems and solutions
· But it is not just a disorderly and unorganized garbage can, but one with policy streams, channels, communities, and windows through which policy flows, allowing some to get to the top and others withering away. 
· As such, policy outcomes ordinarily can be predicted by rational analysis because policymakers make policies as best they ca and then justify it
Policy analysis at the Macro (collective) Level: Pluralism
· The pluralist model suggest that individuals in a society join together to pursue goals and form groups or organizations to influence policymakers

· Canadian federation of students, Unions, MADD
· Pluralism suggest that there is an ongoing competition among groups in society, who all attempt to influence the policymaker to create policies that favor their interests

· It sees government as a neutral arbiter or referee for groups with equal opportunity to influence it toward appropriately democratic public policy

· An essential element is that power in the policy is evenly diffused, and no one group can monopolize the policy space

· In reality, Power is not evenly diffused, and government is not a neutral arbiter
Structural analysis
· Structuralists, also know as deterministic groups, argue that power relations in society are already structure into our systems of class, gender, race, ethnicity, and disability
· They are made up of Marxists, feminists, and cultural theorists who argue that this reality must be taken into consideration because it determines policy outcomes
· Marxists believe the capitalism will exploit the working class
· Feminists on the other hand believe that patriarchy is a major block to gender equality in society in general and the bureaucracy in particular
Lecture 14: New approaches to Public Service Delivery in Canada (March 4th)

Moving towards the virtual state

· Governments around the world are increasingly seeking to provide integrated, citizen centered service delivery that is: Efficient and effective, yet cheap
· The aim according to Kernaghan (2006) is to:
· Organize the delivery of services from the perspective of citizens rather than governments
· Deliver these services seamlessly across different government delivery channels of the internet, the telephone and service counter
· In other words, the government worldwide are seeking to create what is often referred to as an Integrated Services Delivery (ISD) system
· However, there are barriers, and solutions to ISD
· Our objective if to examine the concept of ISD in a holistic manner
What is integrated service delivery (ISD)
· According to Kernaghan, and ISD is a process of bringing and fitting together government services so that citizens can access them in a seamless fashion based on their wants and needs
· A seamless delivery system is “fluid, agilem integrated, transparent, and connected”. It provides “A smooth, virtually effortless experience for those who interact with it”
· It is aimed at ensuring a single window service system to provide and meet the needs of citizens by their preferred choice
· Phone, internet, walk-in
· We will start with the concept or E-government
Theoretical underpinning of ISDs
· The concept of Democratic government has become very prominent in all modern democracies
· It underlines the concept of:
· Transparency and accountability
· Public consultation and participation
· Access to timely, quality and full government information
· The move from passive to active citizenry
· Citizens are prepared, able and willing to participate in the democratic process, especially in  public policymaking
· They also want public organizations that are efficient, effective, and yet accountable, transparent, responsive, and democratic
E-Governance:
· According to UNESCO, E-governance involves
· new styles of debating and deciding on investment
· New ways of accessing education and new ways of listening to citizens

· New ways of organizing and delivering information and services

· The idea is to move beyond the passive information-giving to active citizen-involvement in the decision process through the use of ISDs
· Passive information giving is where onlu the government has and give information on critical public policies and issues
· Active information giving is where the citizens directly participate and engage in the policymaking and delivery process
· This is believed to be the core or essential benefit that introduction and the use of E-governance can bring to the society
Why E-Governance?
· According to OECD, E-governance aims to

· Enhance access to and delivery f government services to benefit citizens,
· Help strengthen government drive towards effective governance
· Increased transparency to better manage a country’’ social and economic resources
· The European Union also regards e-governance as “A way for the modernization of public administration bringing it closer to civil society and business through the use of ICTs”
· E governance is also expected to transform:
· Relations between the public authorities and civil society
· Functioning of the public authorities at all stages of the democratic process
· Provision of public services (Electronic public services)
Main components of E-governance:
· E-democracy: Interaction between government and citizens
· E-government: Improve interagency relationships
· E-business: Establish efficient relationships between the government and business enterprises
E-democracy:
· The term E-democracy refers to the processes and structures that encompass all forms of electronic interaction between the Government and the citizens
· E-democracy includes:
· Access to elected officials
· Availability and use of discussion forums
· Access to meetings and meeting documentation
· Electronic campaigning, online political financial contributions
· Voter registration, and ultimately online voting also known as E-voting
· It implies greater and more active citizen participation and involvement enables by ICT in the decision making process
Why E-democracy?

· Backus grouped objectives of E-democracy in the following to categories
· Passive access related Objectives
· To provide citizens access to information and knowledge about the political process, about services and about choices available
· Provide citizens with information on the services available to them
· Active access related objectives
· To make possible the transition from passive information access to actives citizen participation by:
· Informing and representing the citizen
· Encourage the citizen to vote, participate and get involved
· Consulting and involving the citizen
E-government:

· Electronic government is the transformation of public sectors internal and external relationship through internet enable operations, to optimize government service delivery and governance
· E-government is therefore the development, deployment, and enforcement of the policies, laws and regulation necessary to support the functioning of an e-government
· Okot-Uman assumes e-government, includes two basic components
· Delivery of services to public
· Administration processes of government
· E-government implies dissemination of information and provision of public services through improve government process using ICT
E-government objectives
· E-government has the goal of satisfying immediate public’s needs and expectations and to simplify their interaction with various online service
· The use of ICT in government operations facilitates speedy, transparent accountable, efficient and effective interaction with public citizens, business and other agencies
· E-government also sets creation of fast, transparent, accountable, efficient, and effective processes for performing government administrative activities
· Usually, some significant cost savings in government operations are expected as its outcome
E-business:

· Electronic business refers to:
· The processes and structures that define the relationship between the government and the market
· The processes and structures that define the relationship between the government and the private sector
· It include the business-to-government relationship which refers to those services consumes by entrepreneurs, businesses, and corporation, for a commercial purpose
· These include:
· Filing statement of incorporation
· Obtaining business licenses
· Assistance with site locations
· Obtaining workforce information
Principles of E-government

· Openness

· It is required to ensure that stakeholders can have confidence in the decision making process
· It also helps with the general confidence in the management of public organizations
· Openness is achieved though meaningful consultation with stakeholders for full, accurate, clear information
· Integrity

· Integrity requires straightforward dealing and completeness
· It is bassed upon honesty, objectivity, and high standards or proprietyin the stewardship of public funds
· Effectiveness of the control framework and the personal standards and professionalism of individuals
· Accountability
· It is the process whereby public sector entities, and the individuals within them are:
· Responsible for their decisions and actions
· Including their stewardship of public funds
· All aspects of performance, and submit themselves to appropriate external security
Conceptualizing the Digital Divide
· Several scholars have examined the digital divide and its consequences in bother developed, and developing countries
· It is the difference between ICT haves and have-nots
· For mossberger et al (2003), the digital divide is a chain of multiple divides consisting of access, skills, economic and democratic divide
· Beyond this, we have power, cultural, social divides and inequalities as a result
· There is also the national, international, and even intercontinental divide
· It is a phenomenon with international dimensions
· It refers to a divide in technology
· A separation of the technological haves and haves-nots
· A difference in power relations, of access to knowledge, information, and content
The Digital divide in Canada
· Commonly understood as the gap between ICT haves and have-nots, it serves as an umbrella terms for many issues, including:
· Infrastructure and access to ICTs
· Use and impediments to use
· The crucial role of ICT literacy and skills function and information society
· There is no reason, a priori, to lump different ICTs in one group and expect similar patterns in their penetration either across groups of people over time
· Today, governments and business organization are in the midst of numerous initiaves to address ICT related inequities and reap “Digital dividends”
Global internet penetration
· 2006

· Not using: 82%
· Using: 18%
· Developed
· Developing
· China: 28%
· India: 6%
· Other developing countries: 66%
· 2011:

· Not using: 65%
· Using 35%
· Developed

· Developing
· China: 37%

· India: 10%

· Other developing countries: 53%

Lecture 15 (March 7th): Contemporary developments in Organizational theory

Objectives:

· We will examine the impact of organizational theory on Canadian Public Administration

· Specifically we will look at the impact of Org theory on

· Gender equity

· Participatory management

A question of Equity, A question of Fairness:

· The underrepresentation of women in the public sector was caused by obstables to equal opportunity, both in the government and in society at large
· By 1885 just 23 out of 4280 public servants were women, and more than one third of them were junior clerks in the Post Office department
· By 1937, the share of women in the public sector had risen to 18.7% and this number ballooned during the war years, reaching 35%
· But decline to 27% by the 1960s
· The situation was worse in Senior Levels of the public sector
· In 1971, just 14.1% of the officer positions were held by women whereas women made up 29.3% of the whole public service
Gender in the Public administration
· If we throw our minds back to the classical, structuralist, and humanist theories discussed earlier, issues of gender and race did not emerge
· Org theorists assumed away any difference between public servants 30 years ago
· Also, most of the theorists discussed were men and critical scrutiny of the Scientific Management even the Ideal Bureaucracy would also privilege a bias patriarchal, rational, and masculinity trait.
· They ignored the possibility of any other way of thinking, acting, and knowing such as intuition, emotionality, or non-rationality
· Similarly the Hawthorne experiments ignored the effect of gender or workers performance
· Org theory has been myopic
The Raging debate about Gender Equity in bureaucratic Practices
· Two main schools of thought exist on the impact of bureaucratic practices on Gender inequality

· The first school argues that bureaucratic practices like rules, legislation, and procedures are effectives at tackling gender inequality

· The other school argues that non-bureaucratic approaches and practices like cultural, social values, and norms are better suited
· We shall consider the merits and demerits of both debates from a more ope-minded and all above approach

What is Gender Equality
· The development of equal opportunity for both sexes has been historically connected to the wome’s movement
· As women gain their rightful fundamental rights (political, social, economic), hostilities between the sexes decreased to on of consensus
· The traditional liberal principal has been that everyone should be treated equally, this implies sex, race, ethnicity, and religion do not count for ones success in life
· This liberal idea has however, not led to equity for all and all over the world, attempts have been made to achieve equity through legislation, rules, and quotas
· Equality is not abut men, but about women
The Similarity Approach
· The similarity approach to gender equity is held by Liberal Feminists who argue that
· Women and men are basically similar
· Gender inequality is a result of individual cases of discrimination
· It occurs because of sex roles stereotyping in education, socialization, and the labour market
· They further argue that stereotypical thinking about women and the belief that men are better fit for managerial positions influence:
· Recruitment and selection to particular posts
· Affect career development
· In recent times, the justice and fairness argument has been extended to one of full organization of all available resources
· Here, social justice, fairness and equity in linked to a business case of affective resource utilization
The non-Similarity Argument
· This position is held by Radical Feminists
· They argue that gender inequality is not an issue of individual cases but the socio-economic power relations and the macro-level that are important
· They further argue that the state is not an ally in the fight against inequality in society, but a supported of the very system which sustain inequality: Patriarchal Society

· There is a fundamental principle of organization in the state which is the root cause of oppression: Male Privilege

· The solution is a new social order where women are not subordinated to men:
· Power relations should be the focus

Feminist attack on bureaucracy:

· Ferguson (1984), a radical feminist, argued that bureaucracy is by nature oppressive, controlling, and a promoter for inequality
· She further argued that bureaucracy:
· Is the scientific organiaion of inequality
· Is a political arena “In which the struggle for power, status, personal values, and/or survival are endemic”
· She advocates for an alternative organizational forma that emphasizes the facilitates the values of care and connection
· Because boys and girls are socialized differently, an alternative organization should promote the values such as supportive, non-assertiveness, and dependent
The royal commission on the status of women

· In Canada, this commission was set up to inquire and report on:
· Laws and practices under federal jurisdiction concerning the political rights of women
· The present and potential role of women in the Canadian labour force, including the special prolems or married women in employment
· Measures that might be taken unde federal jurisdiction to permit the better use of skills and education of women
· Laws, practices, and policies concerning the employment and promotion os women in the Federal civil service, crown corporations and agencies
· Federal taxation pertaining to women, marriage, anddivorce
Recommendations:

· The commission recommended among other things that the government issues a policy statement to all ministers, speakers of the senate/house of commons expressing its intent
· Ensure equality of opportunity in employment for women and the greater use of women power
· An information program be undertaken so that supervisors at all levels of government be made aware of the policy regarding its employment of women
· A women’s program secretariat be established in the PCO for promoting equality of opportunity for women 
· A women’s program co-coordinator be appointed to promote the objectives of the women’s program in each government department, agency, and corporation
Women and Gender Sensitive Policy Outcomes
· Is there relationship between women working within the public service and policy outputs of interest to women?
· In Canada, most studies indicate that women are more interested that men in Gender equality
· Studies have often made the point that a senior male minister might be more powerful and effective than a junior female minister uniquely charged with gender issues
· But there is a valid basis for suggesting a link between the presence of women in decision-making positions and the likelihood of gender sensitive policies
Other Aspect of Org theory

Management by Objectives:

· The father of MBO is Peter Drucker
· MBO rejects or refutes Weber’s notion os specialization and hierarchy in Org theory
· MBO argues that specialization and hierarchy can be over emphasized at the expense of the organizations overall efficiency
· “If you subdivide an organization into numerous specialized agencies, each with its own functions, then one agency may conflict with the goals of another”
· For example: the HR department may require by reducing hiring or firing some people, this might adversely affect other department that need more people
· Thus, if the Hr department does its work very well, will others suffer?
· The problem is the inability of the organizations specialized agencies to focus on the overall goals of the whole. The goal is MBO
Steps of MBO
· Consultation between top management and their intermediate subordinates to determine the Orgs broad goals
· Preparation of a statement by top management of the overall results expected in the upcoming year
· Meeting between top management and their subordinates to parcel out the response for these results to individual units
· Repetition of the process of parceling out the responsibilities
· Management review of this plan for consistency
· Year end review
Total quality management
· TQM emerged in the 1989s as a response to Japanese management techniques
· It is associated with the work of W. Edwads Deming who taught this technique to Japanese business leaders, especially in automobile sector after WW2
· There were 2 approaches
· In the American model, production focused on maximizing output and then employing a separate quality control group to detect and repair problems after the fact
· The Japanese model made each employee responsible for the quality of his segment of the work
· Thus, while it might tale a long time to build a car, the overall quality was better, resulting in cost savings for an organization in the longer term
· The undermining principle of TQM is :Get it right the first time
Lecture 16 (March 11th): Accountability for Whom and For What?
Feel Good Words/concepts

· Certain words and concepts are unique and belong in a class of words or concepts that we will refer to as  “Feel good words or concepts”
· They are feel good words because no one runs against them, no one ever opposes them and everybody loves them ever 
· Other feel good words/concepts include:
· Democracy, Fairness, Justice, Peace
· Accountability is one such feel good concept
Accountability, Accountability, Accountability Everywhere

· Accountability is a cornerstone of public governance and management because
· It’s the process whereby those who hold and possess public authority are held to account
· Accountability is also a fundamental concept in the Canadian Government and central concern in the public management arena
· That is why a great deal of elected officials are focused on increasing accountability
· Due to the sponsorship scandal the Harper government introduced the Federal Accountability Act
· That is also why a great deal of public managers’ attention has been focused on working with the accountability relationships attendant to public sector jobs
So what is accountability?

· According to Aucoin and Heintzman, accountability regimes encompass the process whereby
· Citizens hold their Governors to account or their behaviour and performance directly through elections
· The representatives of citizens in legislative assemblies hold political executives and public servants accountable through mechanisms of public scrutiny and audit
· Political executives hold their subordinate officials accountable through hierarchical structures of authority and responsibility
· Among other things, courts and various administrative tribunals and commissions hold legislatures, executives pr administrative officers accountable to the law
· Accountability is based on a power relation, from a lower to a superior authority.

Theoretical Conceptualization of Accountability
· Citizens – Little accountability
· Parliament – Medium levels of accountability
· Government (Public Service) – Large amounts of accountability
Types of Accountability relationships
· According to Romzek and Ingraham, four main types of accountability relationships can be established in PA
· These are
· Hierarchical Accountability
· Professional Accountability
· Political accountability
· Legal accountability
· We will conduct detailed examination of these types of relationships shortly
Hierarchical accountability
· Hierarchical accountability relationships are based on close supervision of individuals who have low work autonomy
· Rules, regulations, organizations directives, and supervisors are examples of this type
· The command system of the military is a classic example of hierarchical accountability
· Organizational codes of conduct are other examples of this type of accountability
· Because of its strict adherence to rules, regulations, control, and supervisory authority, this type is referred to as Red-Tape 
· Thus, someone’s red tape is another person’s accountability and due process
Legal accountability
· Legal accountability relationships involve detailed external oversight of performance for compliance
· It is based on established mandates under which managers are obliged to work, such as legislative and constitutional structures
· Court reviews or police procedures, fiscal audits, and legislative oversight hearings are common examples
· The Auditor General’s annual audit reports to Parliament are a classical example o this type of accountability
Professional accountability
· Professional accountability systems are reflected in work arrangements that afford high degrees of autonomy to individuals
· These norms can derive from professional socialization, personal conviction, organizational training, and work experience
· Employees have the discretion to choose the appropriate managerial reponses and the organization defers their expertise and experience
· Employees are evaluated by whether their judgment was consistent with accepted protocols and best practices
· Lawyers, Doctors, Nurses all have these types of systems that are peer reviewed and monitored
Political accountability
· Political accountability relationships afford managers the choice of being responsive to the concerns of key external stakeholders
· Elected officials, clientele groups, general public…
· Managers who work under this type of availability are expected to anticipate the wishes of key stakeholders
· They have the discretion to decide whether and how to respond to key stakeholders concerns
· Emphasis on customer service orientations and responsiveness to client needs reflect this type of accountability relationship
Why accountability?
· The purposes of accountability are meant to serve are essentially threefold, although they overlap in several ways
· These are:
· The control for the abuse and misuse of public authority
· To provide assurance in respect to the use of public resources and adherence to the law and public service values
· To encourage and promote learning in pursuit of continuous improvement in governance and public administration
Accountability as control
· The control function of accountability lies at the heart of democratic accountability in all major constitutional models
· It seeks to ensure that the authoritative and coercive powers of the state are not abused or misused
· In all systems, an array of accountability processes and mechanisms serve to control the exercise of power
· There are those who argue that NPM models of “let managers manage” might not be able to accommodate control as accountability
Accountability as Assurance
· Citizens, legislatures, and government need to be assured that publc authority and state resources are used in ways that adhere to the aw, public policy and service values
· The constitutes major dimension of accountability precisely because
· It is not assumed that citizens can govern directly in respect to most matters
· Legislatures cannot govern simply by legislating

· Political executives cannot themselves govern without reliance on bureaucrats

· In the language of traditional political theory, a good deal of “indirect government” is inevitable in the modern state

· Thus, an effective system of accountability s necessary to provide assurance to principals that their agents are fulfilling their responsibilities as intended

· Otherwise there is an accountability deficit
Accountability as continuous improvement
· It’s a process whereby assessments of performance become demands or stimuli that promote improvement in policy, organization or management
· There is nothing automatic about this because:
· Assessments may be challenges
· What is learned may be ignored
· The political pressures on the system may not be sufficient to bring out improvements
· It is now fashionable to depict this third purpose of accountability as the most important, in large part because:
· Control and assurance are excessively preoccupied with the negative or inhibiting functions of “Blaming”
· Thus, accountability as continuous improvement is explicitly or implicitly set against accountability as control as an assurance, as a reform to accountability 
itself
Accountability and the NPM

· Accountability as continuous learning is accorded prominence among NPM advocates
· Only to the extent the public managers are permitted, even encouraged, to take risks or to be entrepreneurial
· The NPM de-emphasizes traditional accountability for inputs, while focusing on accountability for results, outputs, and 3Es
· To great focus on control or assurance can serve to undermine and diminish the capacity to improve both governance and public management
· But there is political capital to be gained in accountability as assurance and control:
· Opposition political parties, the media seek it, and civil society rally against it
The principle of ministerial responsibility

· The theory of ministerial responsibility states that the minster is ultimately responsible for all the actions and inactions in his department and must personally answer for them
· If the mistake is big enough, and can be personally directly linked to the Minster, he/she must resign the position ad the ultimate sign of responsibility
· In Canada, no minister has ever had to resign because of a mistake made by a subordinate
· Normally, when a subordinate makes a mistake the minister appears in parliament, answers to the mistake, and outlines measures to prevent future occurrences
The Bev Oda Affair

· Bev Oda was a member of the house of Commons and was later Minister for international Cooperation (CIDA)
· On July 3rd, 2012, Oda announced she was resigning her seat in the house of commons following public controversy about her spending habits
· She was dropped from cabinet the following day in a reshuffle
· Her crimes:
· In 2006 she incurred nearly $5,500in limousine fees at the 1006 Junos in Halifax
· In 2008, she was accused of hiding over $17,000 in limousine expenses billed to taxpayers
· In 2011, she admitted to directing one of her staff to add a handwritten annotation to an already signed memo in 2009 that resulted in a funding recommendation for KAIROS being ignored
· These costs were incurred at public expense
The doctrine of answerability
· In the Canadian system, the doctrine is a watered-down version of the doctrine of ministerial responsibility
· In some cases, Deputy ministers, heads of regulatory agencies, and Crown corporations have had to appear before parliamentary committees to answer for their actions
· Most of these sessions are held on camera and the purpose is geared more towards accountability and continuous learning and improvement
· This is to avoid blaming them, since theoretically, their ministers are accountable while they do not have a public face, role, and opinion
Lecture 17: Accountability, democracy and Public Admin in Canada
Institutions of Accountability in Canada

· Two main accountability offices or institutions will be discussed today for their strategic role in ensuring accountability in Canada
· These Are
· Auditor General of Canada
· Parliamentary budget office
· Together, these two have a mandate and legislative authority to hold the government and its departments and agencies accountable to Canadians 
The Office of the Auditor General: Brief history

· John Lorn McDougall was appointed as the first independent Auditor General of Canada in 1878 and the Auditor General of the day had 2 main functions
· To examine and report on past transaction of government
· To approve or reject the issuance of government cheques
· In 1931, parliament transferred the responsibility for issuing cheques to the Comptroller of the Treasury.  This drew a clear line between the duties of government and the auditor
· The government was responsible for collecting and distributing public funds
· While the auditor was responsible for examining and reporting on how the funds were handled
· The work of the Office began to move in its current direction in the 1930s, when the auditor General began to report on “non-productive payments’
· These were transactions that, while legal, provided no apparent benefit to Canadians
The OAG In contemporary times

· In 1977 the Auditor General act clarified and expanded the Auditor General’s responsibilities to include a broader mandate to examine how well the government managed its affairs
· The Act maintained the important principle that the auditor general does not comment on policy choices but does examine how policies are implemented
· In June 1994, the Auditor General Act was amended to provide for the production of up to three report per year in addition to the annual report
· In 2006, Parliament passed the FAA, which gave the AG the authority to conduct performance audits where any recipient has received more than one million dollars under a funding agreement
Functions of the Auditor General

· Legislative Auditing of the Federal Government
· It provides objective information, advice, and assurance that legislatures can draw on their scrutiny of government spending and performance
· Elected representatives need this independent reporting so they can effectively question or challenge the government on its actions
· Reporting to parliament
· The AG submits reports on performance audits to the House of Commons twice a year, in the Spring and Fall
· Quality assurance reviews
· Planning and performance reports
· Quarterly financial reports
· Client surveys and employee reports
Value for Money Audits

· The OAG of Canada’s (2000) Manual for Value-for-Money Audit is defined as
· A systematic, purposeful, organized, and objective examination of government activities
· It aims to provide Parliament with
· An assessment on the performance of policies and programs
· With information and recommendation to promote and answerable, honest and productive government
· And encourage accountability and best practices
· Its scope include the examination of:
· Environmental effect of governmental activities
· Accountability and transparency relationships
· Protection of public assets and promotion of good governance
· Compliance with rule of law (OAG, 2000)
Types of VFM audits

· VFM also refers to the 3Es (economy, efficiency, effectiveness)
· Efficiency: the highest output possible for the lowest quantity of input
· Economy:  The procurement of goods and services at the lowest possible cost
· Effectiveness: Refers to outcomes and the ability to meet set objectives and achieve the maximum impact
· The OAG has designed a number of VFM audit approaches including
· Program audits: A review of the whole or part of the operations of the department or agency
· Government-wide audits: Which focus on government wide issues or functional areas in a number of selected department
· Selectoral Audits: Which focus on program areas delivered by a number of entities
· Follow-up audits: Which reports on government actions in response to previous recommendation and observations of the OAG
Parliamentary budget officer

· The 2006 FAA amended the Parliament of Canada Act to create the Parliament Budget officer position
· Established the mandate
· Provided for the free and timely access to government data
· Defined the administrative authorities of the PBO
· The mandate of the PBO is to:
· Provide independent analysis to the senate and the House of Common on the State of the nation’s finances
· Provide the government’s estimates and trends in the Canadian Economy

· Estimate the financial cost of any proposal for matters over which Parliament has jurisdiction

· The PBO is provided with a legislated right of access to data that are necessary for the performance of the PBO’s mandate
Themes of responsible government
· We have already indicated that there is a difference between collective and individual ministerial responsibility
· According to Sutherland, three other related but analytically separable aspects of individual responsibility are possible
· These are:
· Legal responsibility

· Political responsibility

· Administrative responsibility

Legal responsibility

· The principle of legal responsibility is the means for allocating responsibility for acts of the crown and for the state’s presence over the whole range of its influence
· The way we think about this arises from the origins in the monarchy of the system of government
· Since the monarchy is not legally answerable in person, legal responsibility for acts of state are assumed by the crown’s ministers (advisers) and servants
· Thus the politician who is currently sworn head of a particular department of government, is the legal person to whom grievances can be addressed for current and past actions
Political responsibility

· The political responsibility of individual ministers can be thought of as the legal responsibility acted out in a daily political life in the House of Commons
· The minister serves as the bridge from the executive to the Commons and the Sole authoritative voice in the Commons on the acts of administration in that portfolio
· This principle gives to the politics around an issue a focus and a face, and has the impact of making it comparatively easy to get an item onto a political agenda by:
· Ensuring discussion and debate

· An avenue for the pressure of public opinion 

· And a forum for creating public opinion
Administrative responsibility
· Administrative responsibility of the minister in to instruct and guide the department to administer, implement and otherwise express the policies of the elected government

· The theoretical framework is built upon Westminster the pillar that free people are not ruled by democracy

· Which is what the Canadian situation would be in the absence of both ministerial guidance and a system of administrative law

The Al-Mashat Affair and Ministerial responsibility in Canada
· On March 30, 1991, Iraq’s ambassador to the United states entered Canaa as a Landed Imigrant
· He was Iraq’s familiar spokesman to those watching the war with his country
· The process from Mr. Al-Mashat’s first inquiries in Vienna to his arrival in his new country had taken less than a calendar month
· When his presence in Canada became known a week after his entry, the government claimed that the whole immigration process was exclusively handled by public servants
· This meant that
· The government’s responsibility had not been engages at the time the decision had been taken
· No had ministerial responsibility been signified by the silent compliance of the ministers
Acting autonomously

· A CSIS go-ahead was provided within a day and the government also declared that it was satisfied that there was no legal or technical flaw that could lead to its reversal
· In short, the only problem was the officials had acted autonomously, without any personal consultation with any minister
· The strategy meant that the problem in political terms was the failure of officials and aides to make certain that the Secretary of State for External Affairs, had become personally aware of the fire
· But Mr. Clark was the only judge of whether or not he had been aware, and thereby of whether he was responsible as the minister
Accountability and the Blame Game

· Here was an action of the crown, with the ministers on who jurisdiction it touched washing their hands of it at the same time they acknowledges it as afait accumpli
· Rather than accept ministerial responsibility for the decision, the three central political players: Joe Clark, Barbara McDougall, and the PM all disavowed the actions of their senior staff
· They attached the decision and blamed senior bureaucratic incompetence for the election
· The persons named were Mr. Raymond Chretien, a career public servant, and Mr. David Daubney, the Minister’s chief of staff
· Mr. Chretien is the nephew of the then leader of the liberal party
Where does the Buck Stop?

· During the inquiry into his affair, politicians also argued over the correct meaning and application of the convention on ministerial responsibility

· Should the Minister be held responsible over an issue that was not brought to his attention by junior officers

· The Affair had an adverse impact:

· The convention of public service anonymity began to decline

· It increased emphasis on service to the public

· Heightened media coverage of the public service left many public servants demoralised
Lecture 18: Human resources management in Canada
The Patronage and Spoils System of HRM

· Public sector employment and contracts were contingent on partisan support for the governing party
· Education, experience, and personal attributes were insufficient for gaining a job
· Public service was not professional, but the property of the government to be used for partisan gains
· The public service was not independent of the government and the route to the public service was support for the governing party
The merit principle and System

· “decision about hiring, promotion, demotion, and dismissal were to be based on a rational assessment of education, experience, competence, and professionalism rather than on past political or personal affiliation”
· It has two main related considerations
· All Canadians “should have reasonable opportunity to be considered for employment in the public service”
· All employment decisions must be based “exclusively on merit or fitness to do the job”
· The Merit system stipulates the processes, procedures and rules used to implement the merit principle
· Jobs have to be reasonably advertised so that interested candidates can see them
· Clear requirements and examination have to be spelt out
· In 1918, the Civil Service Commission was created to implement the merit principles
The Glassco Commission

· The Royal commission on Government Organization (Glassco Commission) was appointed in 1960 under J. Grant Glassco, a prominent business man
· Its aim was to inquire into the organization and methods of the departments and agencies of the federal government
· It investigated 23 departments, the armed forces, 21 statutory boards and 42 corporations
· It was to study and report on way and means to improve the personnel management system in the public service
· The commissioners visited the UK, and the US to study best practices that were prevalent at the time 
Let the managers manage

· The Catchphrase of the commission was the “Let the managers manage” 
· It said centralization, excessive mechanization and control over departments frustrate rather than promote sound management principles in the public sector
· It recommended that
· Departments should be free of inappropriate central control ans should be allowed to devise management methods suited to their needs
· The treasury board should be recognized to control and harmonize government operations
· Senior officials should rotate from department to department
· Most observers acknowledge that the Glassco reforms failed because

· They did not address the operations of the executive and Parliament
· They led to a growth of central agencies lacking effective control and unity
The Royal commission on Financial Management and Accountability

· Due to the failures of the Glassco commission, the Royal Commission on Financial Management and Accountability (The Lambert Commission) released a report in 1979
· It attacked what it saw as a serious malaise in management stemming from an almost total breakdown in the chain of accountability
· It found among others that:
· Excessive centralised controls reduced departmental initiative while confusing lines of responsibility
· Senior executives tend to be more interested in policy than program management
· Both financial and personnel management were fare from the rational system they were meant to be
· All accountability relationships in the public service have to be rigorously defined, implemented and evaluated
· The report received a cold shoulder in Ottawa and the Trudeau government rejected most of its recommendations because it was pro-business
The D’Avignon Report

· The special committee on the review of personnel management, also known as the D’Avignon Report was later released in 1979 to contrast the Lambert Report
· Compared to the Lambert Commission, this was better received in Ottawa partly because it did not make far reaching recommendations
· It:
· Narrowly concentrated on reforms to the public service appointment and promotion systems

· Stressed the need for greater consideration to be given to factors such as sensitivity to the public

· The ability of employees to interacts well with the public
Recommendations
· Nevertheless, the commission
· Strongly criticized the lack of representation of women, ethnic minorities, the handicapped, and aboriginal Canadians in the Federal public service

· Proposed and endorsed affirmative action and employment equity programs to address these concerns

· The Trudeau government and subsequent government seized upon these latter recommendations

Ministerial Task Force on Program Review
· In 1984, the Mulroney government established the ministerial task force on Program Review under the leadership of the Deputy Prime  Minister, Eric Nelson
· It was made up of four of the most senior members of the Mulroney government
· Its aim was to:
· Review, assess and reduce government expenditure by “cutting red tape”
· Streamline organizations by elimination unnecessary bureaucratic procedures
· Introduce private sector business practices intro the running of government departments and agencies
Outcomes of the commission
· When he assumed office in 1984, Mulroney promised that he would issue public servants with “pink slips and running shoes”
· Program review was the main vehicle to achieving the major policy objective
· But by the time he left office in 1993, there was an increase of 13,000 more public servants.  Among other things:
· The Taskforce only realised $500 million in budgetary savings through the elimination of minor programs
· All department defended their budget levels and current programs
· The task force itself had neither the support of the Prime Minister nor the to push for further cutbacks
· The government then realised how hard it is to reform the public service
PS2000 1989

· The third and last of the Mulroney Government’s attempts at major organizational reform was PS2000
· It was designed and implemented to reinvigorate the public service by the turn of the century
· It was launched in 1989 by Mulroney and his Clerk to the Privy Council and Secretary to Cabinet with the intent that the public service would “heal itself”
· IT established 10 taskforces, each led by a Deputy Minister who were supposed to develop ways and means to:
· Simplify personnel policies
· Loosen central agency controls
· Increase managerial freedom of department managers and program delivery
· A 1993 Auditor General report said despite modest results, there was still skepticism in the public sector.  The Clerk of the Privy Council said it failed from a “culture of caution”
Program Review

· For most federal public servants in the 1990s, Program review was the most significant and painful of any federal reform initiative of the past century
· It resulted in:
· Major cutbacks in government programs
· 39,305 jobs losses, or 17.4% of public service commission over four years from 1995-1999
· Unilaterally imposed pay freezes, wage rollbacks, and the suppression of collective bargaining rights
· These events were collectively known as the “bashing and battering” of the public service
· The Clerk of the Privy council and the Secretary to the Cabinet (Jocelyn Bougon) in her 1997 report referred to this state of affairs as the “quiet crisis”
The Quiet Crisis

· The crisis was caused by
· The loss of talent through many years of downsizing
· A demographic skew after years of limited recruitment
· Many years of pay freeze
· And increasing interests in the private sector in acquiring the skills of public servants
· To address these concerns, the La Relève was launched and it sought to improve morale, program efficiency and effectiveness, and greater leadership skills among public servants
La Relève

· About 15,000 public servants from all departments and regions were consulted about their perceptions of the public sector
· The La Relève taskforce identified key challenged of the public sector as:
· Globalization, ICTs and changing attitudes towards traditional hierarchical institutions
· It called for more responsible and participatory management role for managers at all levels of government
· It also targeted changing demographics, representativeness and recruitment into the public service
· Student-work programs and co-operative education were also instituted to address the diversity and demographic realities in the country
The 2003 public service Modernization Act

· In November 2003, the latest federal human resources reform initiative was launches with the passing of the Public Service Modernization Act (PSMA)
· It represents the most significant reform in public service human resource management for more than 35 years
· I has four main goals:

· To modernize staffing though the new Public Service employment Act

· To foster collaborative labour management relations through a new Public Service Labour Relations Act

· The clarify roles and strengthen accountability for Deputy Heads and their managers

· To provide a more integrated approach to learning development for employees through the formation of the new Canada School of Public Service
Lecture 19: Representative Bureaucracy and diversity in Canadian PA
Objectives

· Some of the questions we will answer today are:

· What is meant by Systemic discrimination in the federal public service

· To what extent should the public service be representative of the population as a whole?

· What is meant by Managing Diversity in Canadian PA?
· The objective is to understand the barriers to representative bureaucracy, gender equity, and delivery in the Canadian PA

· But more importantly, our objective is to understand why these issues are important and deserving of out attention

Shameful Record
· “Shameful record” “Health Canada Guilty of Racial Bias” was the dramatic headline of the Toronto Star regarding a 1997 verdict on the Canadian Human Rights Commission

· The CHRC’s decision was on the discrimination of visible minorities in the Federal Department of Health and Welfare

· The CHRC characterised the discrimination in the department as systemic discrimination and concluded that:

· There was a significant underrepresentation of visible minorities in the department’s senior members

· Visible minorities were bottlenecked in feeder group leading to senior posts

· Their failure to advance into management could not “be explained by the lack of interests or lack of technical professional skills”
· Visible minorities were viewed by senior management as “culturally different” and “not suitable for managerial positions”
What is representative bureaucracy?

· The concept of representative bureaucracy is difficult to define in the scholarly work because of the ability to explain it in a variety of ways
· A very strict interpretation however would mean that “the public service be a microcosm of the total society in terms of a wide range of variables”, including
· Race, religion, language, education, social class, and region of origin
· Why Representative bureaucracy? Because:
· Public servants exercise significant power in the political system
· External controls of the bureaucracy are not enough to check bureaucratic power and thereby ensure bureaucratic responsibility
· A public service that is representative of the entire population will be responsible to the needs and interests of the general public
Theory of Representative Bureaucracy
· There are four main propositions on the theory of representative bureaucracy.  They state That:
· IF the values of the public service as a whole are similar to those of the total population, then the bureaucracy will make the kinds of decisions that the public would make if it were involved in the decision making process
· The values of public servants are molded by the pattern of socialization they experience before they enter the public service
· The values arising from this socialization will not be modified by prolonged exposure to bureaucratic values
· The values arising from this socialization will be reflected in the behaviour of public servants and, therefore, in their recommendations and decision
· Thus, various groups in the population ought to be represented in approximately demographic proportion so the public servants will be responsive to the interests of these groups both in policy development and program delivery
Critics of Bureaucratic Representation

· Critics question the notion that external controls are inadequate to ensure responsible administrative conduct
· It may lead to a dysfunctional public service because the values of individual public servants may be similar to the values of those groups in the population they are supposed to represent, no the entire public service
· Decision will be made by individuals who, by acting on behalf of groups they represent, would serve the interests of particular segments of the public rather than the whole population
· The lifelong process of socialization continues after entry to the public service in the form of re-socialization to the values of the services as a whole
· Thus, it is logically possible to have a representative public service that is no responsive and a responsive public service that is not representative
Equal Opportunity and Employment Equity

· Governments in Canada have adopted policies and programs to promote equal opportunity for the segments of the population that have historically been underrepresented

· The Federal government has therefore committed to improving the representation of certain “target” or “designated” groups like women, visible minority groups, the disabled, and aboriginals
· In the 1980, the term equal opportunity was displaced by the term Affirmative Action, which will soon be replaced by the term Employment equity.
· Both Affirmative action and Employment Equity are interchangeable and can be seen as means to the ends of Equal opportunity

· So what is Affirmative Action?
Affirmative Action
· Affirmative action can be defined as “​a comprehensive system-based approach to the identification and elimination of discrimination in employment”
· It also “makes detailed analyses to identify and systematically remove employment policies, practices and procedures which my exclude or place at a disadvantage to three target groups”
· Despite affirmative action, the government has stressed that the merit principle and process ought to be respected and upheld
· The government argues that the numerical goals being set are not popular
· But an estimate of “what can be achieved why systematic barriers are eliminated and some temporary special measures are put in place to accelerate training and development of experience”
Is Affirmative Action Reverse Discrimination

· The legal basis of affirmative action programs was laid in 1977 by the Canadian Human Rights Act
· It states that measures taken to redress historical imbalances in the participation of certain groups does not constitute Reverse Discrimination
· Reverse discrimination is discrimination against members of dominant or majority group in favour of members of minority or historically disadvantaged group
· The recommendation of the Royal Commission on Equity in Employment argued that
· Sometimes, equality means treating people the same, despite their differences
· Sometimes, it means treating them as equals by accommodation their differences
· Sometimes, to treat everyone the same might offend the notion of equality
· Ignoring differences and refusing to accommodate them is a denial of equal access and opportunity
· Is it discrimination
Systemic discrimination is the Public Service

· The term, systemic discrimination of Barriers, refers to as:
· “An employment policy, practice, procedure, or system that excludes, or has negative effect on the designated groups whether or not that effect was intended and cannot be justified as being job related”
· Some of the barriers might be cultural, social, religious, or even political and usually target a certain group unfairly
· For instance, preventing women from front line combat in the military is a form of systemic discrimination
The Representation of Francophones

· Barriers to equal opportunity or French-speaking people exist both in the government and in the francophone community itself
· After 1918, merit and efficiency were linked to formal education and technical qualification
· French language was not considered a component of merit or likely to enhance efficiency
· Similarly, written examinations and interviews for recruitment and promotion reflected Anglophone Values to the disadvantage of francophone values
· Finally, the French educational system was also seen as a barrier because its emphasises education for occupations like Law, Medicine, and Priesthood
· It ignored training and education for the technical, scientific, and commercial skills needed for appointment in the public service
The quiet revolution in Quebec

· In the 1960s, the so called Quiet revolution in Quebec focused national attention on francophone grievances about their inadequate participation in the public service
· The Glassco Commission reported in 1963 that they were poorly represented in the service
· Then in 1966, Prime minister Pearson promised that “linguistic and cultural values of the English and French speaking Canadians will be reflected through civil service recruitment and training”
· In keeping with the official languages act of 1969, the TBS established the official languages program to:
· Provide services to and communicate with the public in both official languages
· Enable public servants to work in their official language of choice
· Achieve the full participation in the service of members of both communities
The representation of Aboriginal peoples

· The underrepresentation of aboriginal peoples in the public service reflects deep seated systemic barriers to their representation
· This is because aboriginal people have been isolated culturally and geographically from the mainstream Canadian society
· Inadequate educational facilities and opportunities have made it difficult for them to obtain the academic qualifications needed for entry into the public service
· This is especially acute at the senior level of the public service where their numbers are anaemic
Effects of Discrimination of Aboriginal peoples

· As a result of their small numbers in the public service and their concentration at the lower ranks, they are not sufficiently aware of career opportunities in senior echelons
· There is no visible cadre of aboriginal public servants whose achievements they are motivates to emulate
· Furthermore, the stress on English and French public servants rather than aboriginal languages is a barrier
· Some aboriginal people also refuse to work for the government because they do no recognise the government as their government
· Measures to address these concerns are part of the broader effort to create a representative bureaucracy in Canada and must be lauded
Lecture 20: Values and Ethics of Public Administration and Administrators
Questions for consideration

· What are some of the ethics and values that govern the public service in Canada?
· What is the public interests and who defines it in Canada
· What does it mean to be a responsible public servants
· Today, we will examine some of the philosophical theories and reasons on ethics and morality
The responsible public servant

· By providing wall to wall coverage of questionable behaviours of elected and appointed public officials, the media help fuel cynicism about responsible public service
· Investigative reporting and access to information legislation have enabled the media to present detailed stories and scandals about the inner workings of the government
· ICT, especially the internet has also made it possible to keep a surveillance on the activities of public servants around the clock
· These stories and acts:
· Contribute to the loss of public confidence in the government
· Questions what responsible behaviour looks like 
Pressure from Guardian organizations

· Guardian organisations are institution that have judicial or quasi-judicial supervisory and regulatory authority over government and its agencies and departments
· These guardian organizations have also brought a lot of pressure to bear on public service culture.  Auditor General and comptrollers, the courts, ombudsmen, privacy acts
· Combined, they have all sought to erode the traditional public service values and compelled public servants to face bad choices between
· Effectiveness, efficiency, and economy
· Openness, fairness, neutrality and confidentiality
· Most of the revelation that shake the public’s confidence in the government are contained in the reports of the guardian organizations
Ethics of Neutrality and Structure

· An antidote to this confusion about how a responsible public servant should act is to argue that public servants are not independent moral actors
· Thus, the conflicting values confronting public servants becomes irrelevant because the responsibility of value choices can be transferred to the organizations they serve
· This argument states that public servants are ethically and morally right, it is the organization that corrupts them, or vice versa
· Two main distinct theories explain this attempt to absolve public servants of any moral responsibility. Ethics of Neutrality and structure
Ethics of Neutrality

· The theory of ethical neutrality states that “administrators are ethically neutral in the sense tha they do not exercise independent moral judgement”
· The ideal public administrator is a “reliable instrument of the goals or the organization, never injecting personal values into the process of furthering these goals”
· It states that public servants are inherently good, morally and ethically sound and that it is the organization that corrupts them
· Public servants therefore only project the values and ethics of their organizations and if these are questionable blame lies with the public sector
Criticisms of Ethics of Neutrality

· On problem with this theory is that public servants are not robots
· Also, they usually work in a leadership vacuum where they develop policy and build support for it
· Public servants are also independent actors, professionals in their chosen careers, capable of determining good from right
· Sometimes, some behaviours is a flagrant disregard or organizational rules, regulations, and codes of conduct
Ethics of structure
· It argues the ethics of neutrality argument by narrowing the moral responsibility of the individual public servants for the actions of government
· “Even the administrators have some scope for independent moral judgement, they cannot be held morally responsible for more of the decision and policies of the government”
· The basic premise underlying this ethic is that there are so many hands at work in the business of government so no one person can be held to account for a particular policy
· The complex structure of government blunts efforts to ascribe moral responsibility to any individual
Criticisms of Ethics of Structure

· It is often possible to pit out the specific acts of omission of individuals
· Within our cultural traditions, it is legitimate to hold individuals for a deed performed collectively
· In criminal law, if a group of people assult an individual, we do not back away from ascribing individual blame
· If both ethical neutrality and structure can’t isolate public servants from personal moral responsibility, then the need to determine right and wrong conduct becomes self-evident
· But is right and wrong self-evident and are they absolutes? It’s here that we consider
· Moral relativism and absolution
Ethical Relativism

· The notion of relativism states that there are no universally accepted rights actions
· The basic form of relativism occurs where two people, from two distinct cultures disagree about the acceptability of practices such as euthanasia, nepotism, and bribery
· Relativists argue that such arguments arise because there is no universally acceptable approach to ethical reasoning
· Ethical relativism is the position that there are no moral absolutes, no moral right and wrongs
· Instead, right and wrong are based on social norms and constructs
Merits of Ethical Relativism

· One advantage of ethical relativism is that it allows for a wide variety of cultures and practices
· IT also allows for people to adapt ethically as the culture, knowledge, and technology change in society
· Ethical relativism protect against the concept of the tyranny of the majority, by affording minority practices, culture and norms to also thrive
· Finally, it breeds tolerance, respect and even admiration for different cultures, norms, and practices
Criticisms of Ethical Relativism

· First,  it has been argued that the anthropological evidence supporting ethical relativism is often misleading
· It is not easy to demonstrate that individual societies, when faced with a common set of facts, are in conflict with what is right and wrong
· Second, the notion that an action is right merely because I believe so or the group or society of which I am a member endorses it does not stand up to close to scrutiny
· If it were, belief would become an impenetrable substitute for justification, thereby offending our most basic sense about moral judgement
· The third point centers on the issue of universal validity.  There is no form of ethical reasoning which can resolve all disputes between conflicting values
Moral absolutism

· Moral absolutism is the philosophy that mankind is subject to absolute standards of conduct that do not change with circumstances
· It seems to be universal among cultures that it is wrong to murder, steal, and lie
· These standards are universal to all humanity despite culture or era, and they maintain their relevance whether or not an individual or a culture values them
· Moral absolutism does not dictate which acts are moral and immoral, however, merely that absolute morality does exist
· The absolutes in moral absolutism come by their authority in several different ways
· Torturing innocents is absolutely wrong, and any reasonable contemplation of human nature would agree
· Divine command theory assets that the morality of an action is dictated by God
Criticism or Moral Absolutism

· A primary criticism of moral absolutism regards how we come to know what the absolute morals are
· For morals to be truly absolute, they would have to have a universally unquestioned source, interpretation and authority, which critics claim is an impossibility
· Another of the more obvious criticisms is the sheer diversity of moral opinions which exists between society in the world today
· This suggests that there cannot be a single true morality
· A consequentialist would argue that it cannot be right for a Moral Absolutist to be unprepared to kill a man in order to prevent the deaths of many others
Consequences and Duty: Teleologists

· Most ethical philosophers have approached the justification of ethical positions as teleologists of deontologists
· Also known as naturalists, teleologists defend an action as right by relating it to observable phenomena such as the

· Hedonistic satisfaction of desire

· Production of pleasure for the greatest number, and the fostering of historical progress

· The teological approach grounds ethical actions in human nature and the fulfilment of biological and social needs

· Thus, an action is right because of its propensity to produce desired results

· Teleological justifications focuses on consequences and outcomes
Utilitarianism
· Utilitarianism is the most common form of consequentialist ethical theory.  The basic thesis driving utilitarianism is:
· the right principle tends to produce, the greatest amount of pleasure for the greatest number of people
· The essence is to determine which course of action has the maximum net benefits for everyone affected by it
· The focus is one maximising the good of all
· The common thread is the identification of the right action and one`s duty with that alternative is to maximize good
· Criticism:
· It is difficult to use cost benefit analysis to address ethical dilemmas
· It does not also clarify whether very positive outcomes for a small number should outweigh an inconvenience for many
The Deontological approach

· Unlike teleologists, deontologists are reluctant to ground ethical decisions in observable phenomena
· Instead, they look outside nature for ethical assertions, and finding it in
· A priori laws and reason divine law and intuition
· For Deontologists, the nature of the act itself (lying) is far more relevant to its justification or condemnation than its consequences

· Two important features of the deontological approach are:

· Its reliance on overriding moral principles which are dictates by reason

· Its preoccupation with the rights of individuals

Lecture 21: Acting in the public interest
What is the public interest?

· Public servants receive conflicting messages regarding their duty to act in the public interest
· They are required to establish what the public interest is and to safeguard it
· They are to adhere to the ethic of neutrality

· To remember that determining the public interest is the job of elected politicians, not public servants
· Most governments statues, regulations, guidelines, and other documents entreat public servants to aggressively seek out the public interest and to safeguard it
· The employee code of conduct for the city of Edmonton notes that “By providing clear standards of employee conduct, that guidelines aim at safeguarding the public interest”
· A conflicting message to public servants is that while serving the public interest is a primary duty, its determination is the concern of elected politicians
· Due to the Westminster system of Government in Canada, the public interest is determined by Cabinet ministers
Theories of public interest: Abolitionist
· According to J.E Hodgetts, an abolitionist, the public interest “slippery, mercurial, and possessed of the qualities of the chameleon
· According to Abolitionists, the public interest is a “mind stuff, appropriately discussed by writers of fiction who spun fantasies, but with no place in reality”
· They emphasize group interest in politics by stating that “there is no such thing as the public interest, rather there are only the various interests of many publics?
· Public choice theorist have joined in this argument by stressing that all political actors, including public servants act in their own rational self-interests
The Preservationist View of Public interest
· The preservationists define the public interest as a:
· “Spur conscience and to deliberation”
· What people “would choose if they saw clearly, thought rationally, acted disinterestedly and benevolently”
· Preservationists view people as “social beings who form association, including political associations for a better common life and not simply for private benefits 
· Thus, the gold standard for which a “public policy should be evaluated is whether it will contribute more to the common good than alternative policies”
· IT should be an ethical standard by which the actions and inaction of elected officials and public servants should be evaluated
Finding a common ground
· Finding, defining, and preserving the public interest is a core duty and responsibility of the public sector
· IT is normative, and abstract, but powerful equalizer in the making, implementing and evaluating of public policies
· It can be elusive, usually embedded in ideology, political expediency, and electoral calculus
· Any real act or even perception of not working in the public interest, whatever it might be, has real political and administrative consequences
· Finally, it is a “feel good” concept
Confidentiality and Privacy

· Virtually all government require their public servants to safeguard secret and confidential information
· This implied principle of confidentiality and privacy raises some very important questions in liberal democracy
· How does one justify keeping vital information from the public and from other participants
· Does a public servant have a positive duty to provide information, separate from reactive obligations of freedom of information legislations?
· Is it ever appropriate to mislead the public by providing false /distorted information?
· These are some of the questions we will attempt to answer
The principle of confidentiality

· The duty not to disseminate secret and confidential information obtained in the course of one’s work is recognised and enforced by oaths of secrecy and Criminal Codes
· Overall, the common law has established significant duty of confidentiality on employees
· The duty is recognised and complemented more specifically with respect to government employees in the oath of secrecy that they will take when joining the government
· Most federal, provincial, and municipal government in Canada demand that employees take an oath of office that included an undertaking to maintain confidentiality
· Employees usually swear not to disclose or make known, without due authorization, any matter that comes to their knowledge as employees of the public service
Arguments For secrecy

· What arguments can we muster for and against the presumption of secrecy which seems to dominate public administration in Canada? 
· The system of responsible cabinet government won’t work unless cabinets, committees, ministers, and supporting staff are allowed to work in secrecy
· The views and roles of public servants must be kept in secrecy to protect their anonymity and political neutrality
· Details of criminal investigation can’t be made public to the criminals since fairness and equity might be at stake
· The decision making process leading to an adjustment of interest rates or the devaluation of a currency must be kept secret until the government is steady
· By the same logic, a government can’t negotiate successfully with unions and other government if its position is known
· Secrecy is therefore a paramount condition for the business of government
The case against secrecy
· There is a powerful argument to be made against secrecy in a liberal democracy like Canada
· Secrecy gives power to those who hold the information and removes t from those uninformed
· Without sufficient and timely information, citizens lose their capacity to both influence public policy making and scrutinise the actions of government
· Widespread public participation and accountability are both essential elements of a healthy democracy, and all depend on the presence of quality and timely information
· The relationship between information and meaningful participation for instance is important is important for an electorate ready to cast their votes  intelligently
· Providing information to citizens and groups to participate reduces the distrust of government and increases it efficiency
· From this perspective, secrecy is anathema to the system of constitutional democracy
Conflict of interest

· Conflict of interest is one of the most common forms of ethical conduct in the public service in Canada
· IT is certainly the type that is best known to the general public and that arouses the most controversy outside government
· Conflicts of interest are pervasive in society and they affect business and voluntary organizations as well as government organizations
· For our purposes, three main questions are of concern to us
· What is conflict of Interest?
· How can a real conflict of interest be distinguished from an apparent potential conflict?
· Why should we be concerned about conflicts of interest?
What is a conflict of Interest?

· A conflict of interest can be defined as “a situation in which a public official has a private or personal interest sufficient to influence or to appear to influence the objective exercise of his or her official duties”
· A conflict of interest is also said to exist “when the private interest of an individual are at variance with his or her official duties and responsibilities to the government”
· Conflict of Interest guidelines for the government of Saskatchewan defines it as:
· An interference with the objective exercise of his or her duties to the public service
· A gain or an advantage by virtue of his or her position in the public service
· You can’t define it, but you know when you see it”

Variations of conflict of interest

· There are several complications in trying to define the public servants duty to avoid conflict of interest

· First off, there are many variations of conflict of interest

· Public servants are therefore genuinely perplexed as to whether certain activities constitute conflict of interest

· A second complication is that the interpretation of conflict of interest varies from one government, departments, and from one public servant to another

· A corollary is that opinion as to what constitute conflict of interest change over time

· A final complication is the difficulty of distinguishing a real, an apparent, and a potential conflict of interest
Real conflicts of Interest
· Three prerequisites have to be established for a real conflict of interest situation
· These are:
· The existence of private interest
· That is known to the public holder
· That it has a connection with his public responsibilities sufficient to influence him
Apparent conflict of interest

· An apparent conflict of interest is one deduced from appearance of wrongdoing, not actual wrongdoing
· Here, appearances matter a lot
· It “exists when there is a reasonable apprehension, which reasonably well informed persond could properly have, that a conflict of interest exists
· Thus, a public servant who awards a contract to a private firm that employees a relative of his may appear to be involved in a conflict of interest even if no wrong is done

· A procurement official who procures goods from a friend or relative, even if no wrong is done, might be involved in an apparent conflict of interest

Potential conflict of interest
· A Potential conflict of interest on the other hand Is one which may develop into an actual conflict
· The potential conflict exists as soon as the public office holder can foresee that he has a private economic interest that may be sufficient to influence a public duty or responsibility
· For example, a public servant who is in a position to influence the fate of a grant application from a firm in which he holds shares, has potential conflict of interest
· A regulator who approves a drug or any other product from a a company that he has an interest in might be a potential conflict of interest
Categories of Conflict of Interest

· Self-dealing:  A public servant that awards a contract to a company that a family member/friend owns
· Accepting benefits:  This includes bribery or benefits of nominal value
· Influence Peddling: Soliciting benefits from individuals/organizations for the exercise of one’s official authority or influence on their behalf
· Using government Property: Public employees should not use, or permit the use of, government property of any kind for activities not associated with the performance of his official duties
· Using confidential information: The use of secret confidential information for personal purposes
· Moonlighting: The activity in which a person engages outside normal working hours for additional remuneration
· Post-Employment: Using information and contacts acquired while I government to benefit oneself when they leave office
Haydon v. Canada [2000] 2 F.C. 82
· This case concerns t a reprimand that was administered to two drug evaluators within Health Canada because:
· They granted a media interview in which they criticized the drug approval process in their department
· Both employees had previously tried to raise, with their supervisors, their concerns about the safety of the drug approval process, but their concerns were not heeded
· Eventually, they granted a television interview to publicly voice their concerns
· Following that interview, both were reprimanded for breaching the duty of loyalty owed to their employer
· An important issue for the Court was the fact that the applicants had previously raised their concerns with their supervisors before they went public
The Verdict

· One of the issues before the Court was whether the duty of loyalty was a reasonable and justifiable limit on an employees freedom of expression guaranteed under the charter
· The Court stated “As a general rule, public criticism will be justified where reasonable attempts to resolve the matter internally are unsuccessful”
· The Court found that the issue of the safety of growth hormones was a “legitimate public concern requiring public debate” and that :the common law duty of loyalty does not impose questioning silence”
· The applicants therefore were successful in having the discipline administered against them revoked
