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WORKING SESSION AGENDA

“Development of a plan for research on the public policy process in Viet Nam and comparison with Japan”

1t July 2014 (Day 1)

08:45 - 09:00

Registration

Introduction of workshop participation and agenda

09:00 — 09:05
Department of International Cooperation, NAPA
Opening Speech:
09:05 — 09:15 IAsc.Prof.Dr. Luu Kiem Thanh, NAPA’s Vice President
Hanazato Nobuhiko, Chief Advisor of JICA - HCMA Project
09:15 — 10:00 Presentation 1: Overview of the policy process in Japan
Prof. Takada Hirofumi, GRIPS, Japan
10:00 — 10:30 Q&A
10:30 — 10:40 Tea Break
10:40 - 1110 Presentation 2: Overview of the policy process in Viet nam
Presenter:  Assoc.Prof.Dr. Nguyen Huu Hai, NAPA
11:10 - 11:30 Q&A
11:30- 13:30 Lunch
Presentation 3: Policy making in the Ministry of Agriculture and Rural Development: practice and solutions.
13:30 - 14:15 Presenter: Dr. Pang Kim Son ,General Director of Institute of Policy and strategy for Agriculture and Rural
Development, MARD
_ _ Comments and suggestions by representatives of Ministry of Home Affairs, Ministry of Planning and Investment,
Ll 184 Ministry of Agriculture and Rural Development.
Presentation 4: Overview of research on policy making in Vietham and comparison with Japan in the
14:45 - 15:15 framework of JICA-NAPA project
Presenter:  Asc.Prof.Dr. Le Chi Mai, NAPA
15:15 - 15:25 Tea Break
Comments on NAPA’s research plan:
15:25 - 16:25 - By Japanese’s experts
- By workshop participants
16:25- 16:50 Discussion on specifying policies to be studied
16:50 - 17:00 Closing
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2" July 2014 (Day 2)

Presentation: Suggestions for research on policy making in Viet Nam and comparison with Japan

09:00 - 10:30

Presenter: Prof. Matsunaga Masaei, GRIPS, Japan
10: 30 - 10:40 Tea Break

Discussion to specify the target, scope, method and hypotheses, time schedule and action plan for implementing
10:40 - 11:30

baseline studies
11:30 - 14:00 Lunch

Discussion to confirm the target, scope, method and hypotheses, schedule and action plan for implementing baseline
14:00 - 15:00 studies

Chair: Assoc.Prof.Dr. Le Chi Mai, NAPA
15:00 - 15:10 Tea Break

Discussion to confirm the target, scope, method and hypotheses, schedule and action plan for implementing baseline
15:10 - 16:30 studies (continuing)

Chair: Assoc.Prof.Dr. Nguyen Huu Hai, NAPA
16:30 - 16:45 Conclusion
16:45 - 17:00 Closing
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Policy-formulating process in the Japanese Government
July 01, 2014

Typical example of policy formulation process
1. Initiation of process

1) Generally starting with discussions on policy direction at Division level within a Ministry
What is a “Division”? = National Government Organization Act, Article 7
Such discussions are often lead by Director- or Deputy Director-level officials of the
Division.

2) Identification of issues in the existing systems

- Research and analysis on the present conditions that will be the basis for the
intra-divisional discussions is often conducted by the division responsible for individual
policies through various methods.

- Information inputs also come from policy-implementing agencies (national branch
offices, local governments, etc.).

* Requests for changes of the current system may be made by related business world
and organizations.

- Sometimes pressures come from politics or foreign actors.

2. Transformation of issues observed into policy drafts

1) Coordination within a Ministry for consensus
* Intra-ministry meetings: Bureau-wide or Ministry-wide, permanent or ad hoc, formal or
informal, among Director level or Deputy Director level, etc.
- One-on-one consultation and negotiation with key divisions

2) Coordination with outside of a Ministry
a) Advisory councils and/or research or study groups
Both are utilized not only to obtain constructive proposals from experts on the policy
in question but also to gain their understanding.
Advisory councils are generally more formal and authoritative, and sometimes
mandatory as provided for in the related Laws.

b) Individual consultation with interest groups
Many of interest groups are included in the members of such councils and/or study
groups. However, proposing Ministry is careful enough to make individual consultation
with key counterparts.
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c) Consultation with other Ministries
When a new policy overlaps with policies of other Ministries, or new policy can be
complemented with some policies of other Ministries, coordination is required.
If the new policy is to be decided in the form of a Cabinet Decision (explained later),
the proposing Ministry has to obtain consent from all other Ministries as a Cabinet
Decision shall be unanimous.

3. Decision as a policy of a Ministry

Decision-making authority : Minister
However, in many cases the authorities are delegated to Vice-Minister, Bureau or
Division levels.

4. Coordination with Ruling parties

A new policy needs to be explained to ruling parties before its implementation. If such a
new policy will be determined as a Cabinet Decision, it is required, as a practice, for a
proposing Ministry to obtain approval from ruling parties in advance.

In addition to this, proposing Ministry also makes briefings even to opposing parties.

5. Determination as a Cabinet policy

Cabinet Decision: Unanimity required

6. Process for legislation

When the new policy is actualized in the form of legislation, process of consultation with
other Ministries, 4 and 5 above will be made as a process for drafting a bill of such
legislation.

Cabinet Legislation Bureau conducts thorough examination of all bills drafted by
Ministries before they are presented to a Cabinet Meeting for a Cabinet Decision.

7. Policy implementation

The new policy is implemented by implementing agencies. Proposing Ministry
generally holds explanatory meetings of those agencies and related organizations on
the policy so that it can be put into smooth operation.

Related Cabinet Orders and Ministerial Regulations necessary for implementation of
the Law is prepared in parallel with drafting the Law, and is enacted in time.
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National Government Organization Act

(Internal Bureaus and Departments)

Article 7 A ministry shall establish a secretariat and bureaus in order to accomplish the
affairs under its jurisdiction.

(2) The secretariat and bureaus set forth in the preceding paragraph may, when
particularly necessary, establish departments.

(5) An agency, secretariat, bureau, and department --- may establish divisions and
offices equivalent thereto, and the establishment and the scope of the affairs under the
jurisdiction of such organs shall be specified by a Cabinet Order.

References:
(English)

Muramatsu, Michio and Ellis S. Krauss. (1984 ). Bureaucrats and Politicians in
Policymaking: The Case of Japan. The American Political Science Review, Vol. 78, No. 1,
pp. 126-146.

Abe, Hitoshi, Muneyuki Shindd, and Sadafumi Kawano. (1994). The Government and
Politics of Japan. University of Tokyo Press.

Nakano, Minoru. (1996). The Policy-making Process in Contemporary Japan. Palgrave
Macmillan.

(Japanese)

Shiroyama, Hideaki, Hiroshi Suzuki and Sukehiro Hosono (eds). (1999) Chié Shoché no
Seisaku Keisei Katei — Nippon Kanryousei no Kaibou (Policy-formulating Process in the
Central Ministries of Japan: Anatomy of Bureaucracy of Japan). Chio Daigaku
Shuppan-Bu (Chuo University Press).

Shiroyama, Hideaki and Sukehiro Hosono (eds). (2002) Zoku Chubé Shoché no Seisaku
Keisei Katei — Sono Jizoku to Henyou (Policy-formulating Process in the Central Ministries
of Japan, the Sequel: Its Maintenance and Transfiguration). Chto Daigaku Shuppan-Bu
(Chuo University Press).
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A Proposal for the Case Studies

July 1,2014

National Graduate Institute for
Policy Studies (GRIPS)

A. The Purpose of the Case Studies

* To clarify the ways to enhance the capacity of a
public organization to innovate policy solutions, or
solve policy issues more effectively, efficiently, and
agilely, and for that purpose,

* To identify factors that affect the effectiveness of a
policy, and then,

* To identify factors that need to be incorporated in
the capacity development framework to be realized
by the MPP Program

What is the focus in the Studies?

Determinants of Policy Effectiveness

A
4 N\
Outcome What Who How
. —
o?(;h:)t;’i:y — Good x Human X Good
ssue Prescriptions Capacity System

D

System defines the capacity of human resources.

* The system of a policy domain defines the
effectiveness of a policy, the agility of its realization,
and the capacity of stakeholders.

* The system of a policy domain differs from that of
other domains, and other countries, which explains
the varied performance of ministries and countries.

* Therefore, any attempt of administrative reform is
focused on the improvement of the “Policy Systems”.

* By clarifying existing policy systems, we can develop
measures to improve them. The MPP Program of
NAPA is one of the strategic measures.

Framework of the Studies

The most
critical stage

Grasp facts (realities) about the targeted policy

-

Set key questions to be analyzed, based on the observed
facts of targeted polices

‘ Comparative Analysis

Formulate hypotheses on the key questions, and
examine them through a series of comparative analyses

T

Propose factors to be focused on in the MPP Program

B. A Proposed Process of the Case Studies

Formulate working hypotheses

Select a policy to be studied

Describe the outlines of the policy
Reconstruct the processes of the policy
Analyze the policy system

Assess the needs of capacity development

NowvhswDNRE

Feedback to the curriculum and syllabuses of the
MPP Program
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Chart 1. Process of a Case Study

1. Formulation of Working Hypotheses

* The studies are to create hypotheses that are
plausible enough to be used as premises for further
actions on the improvement of the MPP Program
and others.

« Before starting study works, working hypotheses
need to be formulated to narrow down the scope of
studies, based on several basic questions, such as
followings.

O What determines the effectiveness of a policy?

OWhy does a public organization exhibit more agility
and innovativeness than others do?

Some Hypotheses drawn from Cases in Japan

* The intensity of initiatives taken by middle managers
and frontline operatives at the earlier stages of a
policy formulation enhances the effectiveness of the
policy more positively than other factors do.

* The motivation of staff members to solve a problem
is defined more strongly by their lifelong career-path
than by other temporary measures or remunerations.

* The behaviors of sectionalism are subdued by a set
of organizational arrangements that facilitate the
sharing of tacit knowledge beyond the
organizational boundaries.

1-1. Steps

* In respective selected policy domains, the working
hypotheses are tentatively set, and continually
reviewed based on observed facts gained in the
course of the study.

* Working hypotheses of three policy domains are
synthesized through comparative analyses on policy
systems.

* Positively reviewed hypotheses are examined in the
subsequent capacity assessment to clarify factors
that need to be focused in the MPP Program.

1-2.Proposed Basic Hypotheses

* The performance of a public organization is defined
by its organizational capacity that consists of the
capacity of its individuals members and internal
institutions that prescribe their behaviors.

* A public organization has a unique set of internal
institutions, conceptualized as a “policy system”,
which causes a difference from others in its
performance.

1-2. Proposed Basic Hypotheses (Cont.)

* The effectiveness of a policy is defined by its processes as
well as its contents.

* The processes of a policy, which are defined by a policy
system, affects its effectiveness more strongly than its
contents does, in the domain of a social technology that
is designed to facilitate a certain set of behaviors of
stakeholders.

* Factors in the processes of a policy are recommended to
be focused in the study.

* Working hypotheses specific to the policy are formulated
through deliberations among research participants.

AEDVERINE N O THEREIAN DB S IS 6% B R
21-3. "A Proposal for the Case Studies"




21. N=RA 5 A VB DIERNE N CTHERRI AN DB St % EH
21-3. "A Proposal for the Case Studies"

Chart 2: Basic Model of the Study Chart 3: Conceivable Working Hypotheses

2. Selection of a Policy 3. Outlining of the Policy

* In order to analyze causal factors that affect the * The basic information of the selected policy is
effectiveness of a policy, it is required to select a compiled from relevant documents and interviews.
policy whose impact, either positive or negative, has A. The Contents of the Policy
been known.

B. The Results of the Policy
* The selection of the specific policy is advised to be

done with practitioners who can participate in the
study because most of the knowledge required for
the study remains tacit.

Chart4. Stakeholders in a Policy Domain

ng of the Policy; Contents

® The situations that required the policy
Purpose ® The reason for which policy is formulated
® The expected outcome of the policy
c. Contents ® The solutions applied to realize the expected outcome
® The plan of actions that were designed for the solutions
® The resources of inputs for the actions
® The time-fi for the impl. ion of actions
d. Protagonists ® Individual(s) who took initiatives
® A group of anonymous “Policy Drivers” who played critical roles in
realizing the policy by solving practical problems
e. Stakeholders ® Organizations and individuals that implemented or participated in the
actions
® Organizations and individuals that were affected positively or negatively
by the policy

® Existing sets of tacit as well as explicit rules that affected the effectiveness
of the policy, i.e., laws, ordinances, programs, accepted precedents,
customs, etc. * It is presumed that the effectiveness of a policy is defined
by its compatibility with existing relevant institutions.
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3-2. Outlining of the Policy; Results

Facts to be described in the Item

a. Outcome The result of the policy: the degrees to which the purpose of the policy
was fulfilled

Unexpected result of the policy

The reasons for the result

The sustainability of the policy: whether the program of activities
introduced in the policy was sustained or not.

Long term effects of the policy in various domains of the society

The reasons for the above mentioned states

4. Recapture of the Policy Processes

* In order to realize a policy, we need to solve many
practical issues on the way.

* In order to solve each of these practical issues, we
need to go through a certain process.

* Therefore, the solution of a policy issue require a
bunch of interrelated policy processes that is
conceptualized as the “policy system” of the policy
domain in question.

4-1. Important Reminder

* In this stage, the policy processes that operated in
the domain of the selected policy are recaptured
objectively.

* This stage is the most painstaking in the entire study.
The significance of the study depends on the quality
of the works done at this stage.

* As what people are actually doing is different from
what they are supposed to do in a written rule, every
efforts should be tried to grasp the facts and realities.

* Subjective observations of stakeholders are not
necessary at this stage.

4-2. Policy Processes

* As the first step at this stage, all the major
intermediate outputs that were produced in the
process to achieve the outcome, the solution of a
policy issue, are listed-up.

* The sequence and interrelation of these outputs are
diagramed to illustrate the holistic picture of the
policy system in question.

An Outcome & Outputs

Descriptions of Outcome and Outputs
The movement of 3Rs reduced the volume of solid wastes dumped
to landfills.
The segregation of various types of solid wastes is observed by the
residents of pilot areas.

Local governments in the pilot areas establish their capacity to
collect the segregated wastes.

Business models were developed to recycle wastes.

A new appropriate technology was developed, that facilitate the
decomposition of organic wastes in a landfill.

Pilot areas were expanded based on the evaluation of tentative
results.

3Rs education was institutionalized in the national curriculum of the
basic education.

4-3. Major Activities in Key Policy Processes

* After mapping policy processes in the policy domain,
several key processes are selected for detailed study.

* All the major activities conducted in the processes
are recounted based on a standard format.

* The selection of the processes and the activities is
made based on the working hypotheses.

* As these information is usually not available in
documents, interviews with stakeholders are
required. It is advisable that some of key
stakeholders are invited to participate in the research
team with a view to acquiring their tacit knowledge.
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Format for Activities in Key Policy Processes

a. Stakeholders Organizer who planned the activity; Non-government actors also can
be organizers.
Stakeholders who were involved in the activities

°

o

® Brief outlines of the activity
® Venue of the activity

® Time-frame of the activity
()

d. Institutions

Organizational rules that affected the behaviors of actors in the
activity, such as related procedures and guidelines in the
(Rules applied in organization, decisions of the Minister in charge, practices and
the activity) mindsets prevalent in the organization, and so on; a shared practice
such as a decision-making style can be one of the most influential
organizational institution.

Rules of the state or superior organizations that affected the
behaviors of actors in the activity, such as related laws and
ordinances on administrative procedures, societal norms, customs,
and so on.

Required knowledge and skills of actors for the activity
Available manual(s) for the activity

Expected output(s) of the activity

Actual output(s) of the activity

The reason for the gap between the expectation and the result

5. Analyses of the Policy System

* Based on the results gained in the preceding task,
factors that affected the quality of major activities
are analyzed.

* The result of the analysis of respective policy
domains are synthesized in a comparative study, so
that common factors relevant to all the domains can
be distinguished from factors unique to a certain
domain.

¢ The results of these analyses may strengthen the

original working hypotheses, or require their
modification.

1. Four Stages of a Policy Process

* A four staged model called “SECI Model” is proposed
for the analysis of a policy process.

* The model is internationally applied to analyze
various innovation processes.

* By applying the model, we can effectively compare
various sorts of policy processes in different domains
as well as countries, and clarify their relative strength
in policy innovation.

* In recapturing a key policy process, major activities in
the process are identified for these four stages.

SECI Model

1st Stage: Identification of an Issue

®Why an action is needed on a perceived issue is clarified and shared among core
stakeholders.

®An “initiator” starts the process from this stage based on tacit knowledge gained
from a certain group of stakeholders. Then, he/she make a wider circle of
stakeholders empathized with him/her through various socialization processes .

®The role of initiators is performed by not only political leaders and public officials but
also various stakeholders including, academic, the media and foreign entities.

<Examples of Activities by Stakeholders at the Stage >

®A petition by a grouped of stakeholders

®A public hearing or a fact-finding by a public organization

®Agenda setting by political leaders

®A proposal by front-line operatives

<Examples of Working Hypotheses>

®How thoroughly tacit knowledge of concerned stakeholders are shared would affect
the effectiveness of policy contents.

®How deeply key drivers of the policy system are motivated at this stage would affect
the effectiveness of policy contents.

®A policy system that accommodates initiatives by a broader stakeholders is more agile
in responding emerging policy issues.

2nd Stage: Creation of the Concept

®What the action should be is clarified and shared among core stakeholders.

®This is the stage to externalize tacit knowledge of various stakeholders into the
concept of the action, which is regarded as the focus of an innovation.

®A basic concept to solve a seemingly unattainable goal could be created in a synthetic
process of varied knowledge and experiences of core stakeholders.

®A group of “Anonymous Drivers” who have been empathized with the Initiator(s) play
critical roles at this stage.

<Examples of Activities by Stakeholders at the Stage >
®Deliberations within the public organization in charge
®Coordination among concerned public organizations
®Deliberations by an advisory council

®Commissioned study by a consultant on facts

of Working Hy

®The quality of inter-organizational coordination affects the feasibility and
effectiveness of policy contents.

®The intensity of initiatives of middle management level officials affects the
innovativeness of policy contents.
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3rd Stage: Formulation of a Solution 4th Stage: Implementation of the Solution

®How the expected output is achieved is clarified at this stage.

®This is the stage to combine available information and data into a solution
(knowledge product) that can be a law, a budget proposal, an implementation plan of
a pilot project , and so on.

®Consultants can play a major role in the collection of data and information.

<Examples of Activities by Stakeholders at the Stage >

®Exploration of policy options

®Analysis of policy options by academics

®Ex-ante Evaluation

®Drafting and legislation of the law

<Examples of Working Hypotheses>

®The quality of adaptation process of precedents , both local and foreign, affects the
effectiveness of policy contents.

®The decided knowledge product is put into operation.

®This is the stage to internalize the created solution (explicit knowledge) into
behaviors of stakeholders (tacit knowledge).

®As a policy process is essentially continual, this stage will lead to the next round of the
policy process, the identification of issue(s).

®As those operationalize a policy are normally different from those created it, how the
policy can be internalized in the implementation domains is critical issue which
affects the effectiveness of a policy.

<Examples of Activities by Stakeholders at the Stage >

@®Instruction or outsourcing to implementing organizations

®0rganizational development of the implementation bodies

®Preparation of manuals for the frontlines

®Capacity development of stakeholders

<Examples of Working Hypotheses>

®Successful implementation at this stage leads to the next round of the policy process,
for further improvements.

®Implementation bodies of the policy participated in the preceding stages of the policy
system.

5-2. Policy System

* The Process of a Policy formulation and
implementation is a bunch of interrelated policy
processes, which is conceptualized as a “policy
system”.

* Each of the processes consists of activities that are
affected by common factors as well as exclusive
factors to the system.

* The complexity of a policy system in any given policy
domain requires not only strong political leadership
but also a strong autonomous bureaucracy, which is
a reason why a strong leader fails.

Chart 5 : Model of a Policy System

6. Capacity Assessment

* Based on the identified critical factors that define the
performance of a public organization in solving policy
issues, the current state of capacity of key individuals
and organizations are assessed to clarify potential
needs for the learning opportunities to be offered by
the MPP Program.

* The present state of capacity development
framework in public organizations is also assessed for
the same purpose.

6-1. Capacity Gap

* Regarding the identified common critical factors,
whether the current capacity of public organizations
and their individuals is enough for the required levels
is assessed.

* After setting a standard level of required capacity for
each of the major stakeholders; initiators, system
drivers, frontline operatives and others, the present
state of the corresponding capacity is assessed.

* Organizational capacity is also assessed.

* The assessment is made on those organizations and
individuals that were covered in the study, as well as
on some typical samples.
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6-2. Capacity Development Framework

* The present state of the capacity development
framework; both categories of On-the-Job and Off-
the Job, in a organization is assessed, in terms of the
identified critical factors.

* Findings gained from the assessment are combined
with those gained from the assessment on capacity
gap, in order to identify the potential needs to be
filled by the MPP Program.

Process of the Analyses

7. Feedback to Actions

* The results of the capacity assessment are taken into
consideration in the process of the review on the
curriculum of the MPP Program and the syllabus of
its major courses.

* Some of the results of the analyses are compiled to
create policy recommendations to the Government
for further researches and institutional reforms.

Xin cdm on
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June 2, 2014 GRIPS

Guidelines for Case Studies on the Policy Formulation in Vietnam

1. The Focuses of the Studies |

<Purpose>

¢ The purpose of the case studies is to clarify how the effectiveness of a policy is
affected by factors in its formulation process in Vietnam.

¢ The effectiveness of a policy is presumed to be affected by behaviors of officials in its
formulation process. The essential issue in a policy process is to facilitate behavioral
changes among officials toward a certain set of desirable directions. This requires
changes in institutions and capacity development frameworks, as the behaviors of

officials are subjected to them.

< Focus 1: Institutions>

¢ In a policy process, behaviors of concerned officials are affected by a set of
institutions that may include societal institutions such as statutes and norms, and
organizational institutions such as organizational rules in decision-making, and
personnel evaluation systems.

¢ Aninstitution may take a variety of forms, being not limited to an explicit one such
as a statute, but also a practice and a custom, such as a shared recognition among
stakeholders.

¢ The set of institutions that affects the behaviors of officials and concerned stake
holders in a policy process can be conceptualized as a “policy system”. A focus of the

studies is to clarify the policy systems in selected policy issues.

< Focus 2: Capacity Development Frameworks>

¢ The capacity of a public organization for solving policy issues is largely defined by
organizational institutions, and the capacity of individuals within the organization.
Another focus of the studies is to assess the requirement of capacity development of
officials concerned and its frameworks in policy systems.

¢ The frameworks of capacity development in an organization consist of two domains:
On-the-job training (OJT), and Off-the-job training (Off-JT). OJT is a broad concept

that includes not only learning by doing in one’s tasks, but also personnel
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management practices that contribute to the enhancement of one’s capacity. Off-JT
denotes various learning opportunities that are conducted outside one’s tasks. Two
domains complement one another to secure the level of capacity required of
individuals in a policy system.

¢ In the studies, the domain of Off-JT is focused on, in order to clarify specific needs
for programs of NAPA: a major provider of Off-JT programs for the officials of the

government.

2. Scope of the Studies |

¢ Three policies are selected for the case studies. Each case study consists of the

following three components.

A. Description of the Policy Contents and Results
B. Description of the Policy Process
C. Analysis of the Policy System

¢ In order to analyze causal factors that affect the effectiveness of a policy, it is
required to select a policy whose impact, either positive or negative, has been known.
A policy is not suitable for the study, if its result has not appeared yet.

+  Working hypotheses need to be shared by researchers to narrow down the scope of

the surveys.

|A. Description of the Policy Contents and Results |

+ In this section, outlines as well as the results of the selected policy are described.

¢+ Items to be described are listed in the tables below.

*+  Among the items, stakeholders and institutions concerned are the factors that need
to be explored further in the ensuing study of the policy process, as the key
determinants of the effectiveness of a policy. Therefore, researchers are required to
list up all the plausible candidates before narrowing down major ones that will be

studied in the next step.
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Table A-1. Outlines of the Policy

Ttems

Facts to be Described in the Item

a. Policy Issue

The situations that required the policy

b. Purpose

The reason for which policy is formulated

The expected outcome of the policy

c. Contents

The solutions applied to realize the expected outcome
The plan of actions that were designed for the solutions
The resources of inputs for the actions

The time-frame for the implementation of actions

d. Protagonists

Individual(s) who took initiatives
A group of anonymous “Policy Drivers” who played critical

roles in realizing the policy by solving practical problems

e. Stakeholders

Organizations and individuals that implemented or
participated in the actions
Organizations and individuals that were affected positively

or negatively by the policy

f. Institutions

Existing sets of tacit as well as explicit rules that affected
the effectiveness of the policy, i.e., laws, ordinances,
programs, accepted precedents, customs, etc.

* It 1s presumed that the effectiveness of a policy is defined by

Its compatibility with existing relevant institutions.

Table A-2. Results of the Policy

Ttems Facts to be described in the Item
a. Outcome ® The result of the policy: the degrees to which the purpose of
the policy was fulfilled
® Unexpected result of the policy
® The reasons for the result
b. Impact The sustainability of the policy: whether the program of
activities introduced in the policy was sustained or not.
® Long term effects of the policy in various domains of the
society
® The reasons for the above mentioned states
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Reference Note 1: Concepts of “Policy” and “Institution”

In this study, “policy” is defined as a course of actions to facilitate the creation or
alteration of a shared common framework that governs the behaviors of the concerned
actors. The outcome of a policy is a shared common framework, conceptualized as an
“Institution”, which emerges endogenously among stakeholders as the result of a set of
various interventional actions by the government. A law or an ordinance in itself is not

an institution but a tool to facilitate the emergence of an institution.

A society consists of multitudes of institutions. Almost all the aspects of our life are
affected by relevant institutions. Therefore, changes in a society, caused by both domestic
and foreign factors, require concurrent changes in concerned institutions or the
emergence of new institutions. Discrepancy between a change in a society and a change
in a concerned institution is perceived as a policy issue that requires the realization of a
policy. For instance, a demographic change would require changes in a wide range of
concerned institutions, such as systems for pension, elder care, and taxation, which are

perceived as policy issues by the society.

The scope of a policy is varied, depending upon the scope of a policy issue in question.
It can be designed to facilitate a change in a single institution, which takes a relatively
short period of time. On the other hand, it often needs to address a set of inter-connected
institutions simultaneously in a comprehensive manner, which takes a longer period of

time as well as involves many stakeholders and governmental organizations.

The effectiveness of a policy should be majored by the degrees to which the expected
state of an institution has been realized, and the impact of the institution toward the
original needs of the society. It is plain that a policy that failed to make an introduced
law or program widely accepted by stakeholders cannot be judged effective. On the other
hand, there is a possibility that a well realized institution based on a policy would not
lead to the solution of the originally targeted policy issue due to some errors in the

original policy design. In such a case, the policy also cannot be judged effective.

B. Description of the Policy Processes |
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+ In this section, the detailed processes of the selected policy are described in three
parts: firstly, policy processes, secondly, the sequence of stages and activities in
major policy processes, and thirdly, the details of major activities.

+ To solve a policy issue, or to achieve the outcome of a policy, several outputs should
be produced in the process. Each of these outputs is produced through a policy
process. Accordingly, a policy is realized by a bunch of interconnected policy
processes, which can be defined as a policy system as a whole.

¢+ Before the analysis on factors that affect the effectiveness of policies in a policy
domain, the structure of the policy system , and major activities in key policy
processes need to be clarified.

+ Asthereis a large difference between what are stipulated in written rules and what
are actually practiced, it is critically important to grasp the reality of the process,
which normally remains tacit and cannot be found in available literature. Therefore,
firsthand information is inquired of officials and stakeholders through well designed
interviews and questionnaire surveys.

¢+ Working hypotheses are referred to by researchers in designing their survey plan

with a view to narrowing down the scope of the survey.

B-1. Policy Processes and Policy System

+  Based on the outcome of the targeted policy, all the major outputs that were required
to produce the outcome are listed up. Examples of a policy outcome and its
intermediate outputs are shown in the table below.

¢ The interrelationship of the outputs is diagramed, together with external factors
that affected the outputs, to illustrate the policy system in question.

¢+ By examining their relative importance, several key outputs are chosen for detailed

studies to examine their policy processes.

Table B-1. Examples of Outcome and their Outputs

Descriptions of Outcome and Outputs

Outcome The movement of 3Rs reduced the volume of solid wastes dumped

to landfills.

Output 1 The segregation of various types of solid wastes is observed by the

residents of pilot areas.

Output 2 Local governments in the pilot areas establish their capacity to
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collect the segregated wastes.

Output 3 Business models were developed to recycle wastes.

Output 4 A new appropriate technology was developed, that facilitate the
decomposition of organic wastes.

Output 5 Pilot areas were expanded based on the evaluation of tentative
results.

Output 6 3Rs education was institutionalized in the national curriculum of

the basic education.

B-2. The Sequence of Stages and Activities

+ All the major activities that took place in the selected policy processes are listed up.
¢ Their temporal sequence is reconstructed according to the four stages, whose
examples are shown in the table below. The description on stages is summarized in

the following reference note.

Table B-2. Examples of Activities in a Policy Process

Stages Examples of Activities at the Stage

1st Stage: ® Agenda setting by the ruling party
Identification of the
Issue charge

Agenda setting by the Prime Minister or the Minister in

A public hearing by a governmental organization
A fact-finding survey on the current condition

A request by a group of stakeholders

A research by an academic organization

A proposal from the frontline operatives

A study mission to other countries and regions

A recommendation by a foreign government or an

international organization

2nd Stage:
Creation of Concept ® Deliberations within the governmental organization in

Deliberations within the ruling party

charge

Coordination = among  concerned  governmental
organizations

Deliberations in an advisory council

Dialogues between the ruling party and the government
Dialogues among stakeholders and the government

Public hearings by the government
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® Commissioned study by consulting firms

3rd Stage: ® Deliberations within the governmental organization in
Formulation of charge
Solutions ® Deliberations among  concerned  governmental

organizations

Adaptations of relevant good practices
Analyses on policy options by academics
Public hearing on policy options
Commissioned study by consulting firms
Ex-ante evaluation

Legislation by the National Assembly

Preparation of related Cabinet orders and Ministerial
regulations
® Budgeting by the concerned  governmental

organizations

4th Stage: ® Instruction to implementing organizations

Implementation of the Organization building and staffing of the implementing
Solutions body

Outsourcing of tasks for implementation

Procurement of service providers

Procurement of physical facility

Compilation of manuals

Capacity development of the frontline operatives

Capacity development of stakeholders including

awareness raising

Monitoring and ex-post evaluation

B-3. Details of Major Activities

¢ The following information and data are collected for each of major activities by
interviews and other feasible means. Questionnaires need to be carefully designed.

¢+ As mentioned above, the focus of the study is to clarify institutions that affect the
behavior of stakeholders in any given activities. Also focused is the capacity required
of stakeholders in performing tasks in the activities. These two items need to be paid
particular attention in the course of interviews of actors.

¢ To assure a smooth conduct, practitioners involved in the policy process are

encouraged to take part in the study.
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Table B-3. Facts to be collected for major activities

Items Facts to be Described in the Item
a. Stakeholders | ® Organizer who planned the activity; Non-government actors
also can be organizers.
Stakeholders who were involved in the activities
b. Activities Brief outlines of the activity
¢. Occasion Venue of the activity

Time-frame of the activity

d. Institutions Organizational rules that affected the behaviors of actors in
the activity, such as related procedures and guidelines in the
organization, decisions of the Minister in charge, practices
and mindsets prevalent in the organization, and so on; a
shared practice such as a decision-making style can be one of
the most influential organizational institution.
® Rules of the state or superior organizations that affected the
behaviors of actors in the activity, such as related laws and
ordinances on administrative procedures, societal norms,

customs, and so on.

e. Capacity Required knowledge and skills of actors for the activity
Available manual(s) for the activity
f.  Output Expected output(s) of the activity

Actual output(s) of the activity

The reason for the gap between the expectation and the result

Reference Note 2: Stages of a Policy Process

<Concept of Policy Process and Policy Sytem>

The fundamental question in the Study is how a public organization can solve a policy
issue more effectively, efficiently, and agilely. In order to solve a policy issue, or realize a
policy, many sorts of operational problems should be solved in the process. As an
innovative solution is required for each of these problems, the process of a policy can be
regarded as a bunch of interconnected creative processes, instead of a single linear
problem-solving process. Accordingly, the policy system is defined as a set of
interconnected policy processes that are managed to solve a policy issue in a policy
domain.

It is assumed that observed differences among public organization in their
performances can be attributed to differences in the quality of creative processes in their

policy systems. So it is imperative to examine the structure of the processes, and how
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they are interconnected, if we intend to enhance the capacity of a public organization to
solve a policy issue.
<Stages of Policy Process>

Policy processes or policy systems are varied as they are defined by contextual factors
in respective sectors and the countries. Even within the same country, each policy
domain can exhibits a mode unique to the sector. For the comparative analysis of policy
processes and policy systems, we need a model. In this study, to clarify a policy process,
a four staged model is applied as a common tool for the analysis. While a three staged
model that consists of stages of identification, formulation and implementation is more
common in an analysis of a policy process, the four staged model may allow us to look
deeper into the critical bridging process between identification and formulation of a

policy. The description of the stages is summarized in the table below.

Table B-4. Outlines of the Four Stages

Stages Outlines of the stage

1st Stage: +  “Why” a policy is needed is clarified at this stage.

Identification of the | ¢ A policy issue or the necessity to make a policy

Issue intervention to facilitate a change(s) in an institution(s)
is identified by an initiator(s), which is empathized by a
wider circle of concerned actors.

¢ The role of initiators is performed by not only political
leaders and public officials but also various stakeholders
including the media and foreign entities.

¢ It is hypothesized that the effectiveness of a policy is
affected by the quality of this stage. Particularly, the
mobilization of tacit knowledge of the frontline is crucial

in a top-down policy initiative.

2nd Stage: ¢ “What” a policy should be is clarified at this stage.

Creation of Concept ¢ The outcome of a policy is clearly defined through various
occasions of dialogue and deliberations. The basic
framework of a policy is decided at this stage.

¢ This stage can be regarded as the focus of a policy
innovation. A basic idea to solve a seemingly unattainable
goal would be created in a synthetic process of varied
knowledge and experience of concerned stakeholders.

+ A working hypothesis of the study can be that the quality
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of the concept creation strongly affects the quality of the

created policy and its implementation.

3rd Stage:
Formulation

Solutions

of

“How” a policy function is clarified at this stage.

The detailed design of a policy is formulated based on
various existing documents and data. An output of this
stage can be a law, a decree, a budget proposal,
guidelines, an implementation plan of a pilot project, and
SO on.

Consultants can play a major role in collecting data and
information.

A working hypothesis of the study can be the quality of
adaptational processes of contextual knowledge affects

the quality of the created policy and its implementation.

4th Stage:
Implementation

the Solutions

of

At this stage, a decided policy is put into operation. If the
expected institution emerges, the policy is regarded
successful.

As a policy process is essentially continual, this stage will
lead to the next round of the policy process, the
identification of issue(s).

As those operationalize a policy are normally different
from those created it, how the policy can be internalized
in the implementation domains is critical issue which

affects the effectiveness of a policy.

The process of stages is not unidirectional. A policy at the third stage can go back to

the second stage or the first stage before moving to the fourth implementation stage, if

an intermediate output is found unsatisfactory.

The process of stages spirals upward, or a process can generate further processes on

identified issues in the original process. For instance, a pilot project is often required for

the formulation of a policy that needs a social experiment. In such a case, the pilot project

is regarded as the first four staged cycle of the policy processes, which is followed by

several ramified processes on identified issues or problems, before the final outcome of

the policy is realized. A failure of a policy often appears in these critical junctures for

evolutions, further policy processes being stalled due to varied reasons.

<Stakeholders in Policy System>

10
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The scope of stakeholedrs in a policy process varies according to contextual factors in
respective sectors and countries. While political leaders and officials in the government
traditionally play major roles as an individual and an organization, such individual and
organizational actors as business associations, community groups, the media, academics,
NGOs, social entrepreneurs, foreign & international donors, can be a major actor in the
system. As the emergence or the alteration of institutions, for which a policy is
formulated, depends upon the behaviors of those varied actors, it is critically important
to involve them in policy processes.

Taking the diversity of actors and their importance into consideration, this study still
needs to be focused on domains within and between key governmental organizations,
because of the two reasons: the major part of policy processes takes place in those
domains, and the purpose of the study is to improve capacity development programs
designed for public officials.

In any policy processes of a policy system, public officials at middle and front-line
levels of concerned governmental organizations play critical roles at the fourth stage as
well as the third stage. Without their deep commitment, any excellent concepts of a policy
cannot be operationalized. However, it is often observed that their incentives are
curtailed by many factors, such as too rigid vertical decision-making structures, and
unstable political leadership. A hypothesis is that the effectiveness of a policy is affected
by the mode of their involvement at the upstream stages of a policy process as well as
the endogeneity of the process from their perspectives. In other words, if they were given
more initiatives and discretions in policy processes, the effectiveness of a policy might be

enhanced.

<Roles of Leadership>

Consisting of many interconnected policy processes, and involving wide-ranging
stakeholders, a policy system may easily be stalled by a negative factor. Particularly, the
dynamics of spiral-ups and evolutions is prone to evaporate in a policy process.
Accordingly, the role of leadership is quite important to keep the processes moving
forward. The resilience and agility of a policy system can be attributed to the quality of
leadership in the system.

While a strong leadership is generally regarded vital for the purpose, it might
strengthen organizational propensities toward such maladies as sectionalism, and
micro-management that impedes policy innovations. Therefore, the mode of leadership
that effectively facilitate policy processes in a policy domain should be carefully

examined based on local contexts, and mainstreamed among leaders through relevant

11
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frameworks of capacity development, including both trainings of On-the-Job and Off-the-
Job. In this connection, the concept of “Phronetic Leadership” proposed by Professor
NONAKA Ikujiro and his colleagues presents a common platform to develop leadership

models unique to respective contexts.

(C. Analysis of the Policy System |

¢+ In this section, the clarified sequence of the policy processes and their major
activities are put into a comparative analysis to abstract factors that affect the

effectiveness of policy solutions.

C-1. Identification of Key Activities

+ To identify key activities in policy processes, a comparative perspective is required.

The policy processes are to be compared with other cases in Vietnam and Japan.

a  Activities that markedly affected the impact of the policy in a positive way
b  Activities that markedly affected the impact of the policy in a negative way

C-2. Analyses of Key Factors

¢ In a policy process, the behaviors of concerned stakeholders are affected by various
institutions: explicit as well as tacit rules, such as laws, customs, prevalent
management practices within the organization, and shared recognitions within a
group of stakeholders, which prescribe behaviors of officials and stakeholders.

¢ On the other hand, the behaviors of stakeholders are also affected by their own
capacity. The lack of capacity naturally restricts the scope of recognitions and
activities of individuals and organizations.

¢ Focusing on identified key activities, both institutional and capacity factors that

markedly affect the quality of activities are clarified.

a Institutional factors that strongly affected the effectiveness of activities

Capacity factors that strongly affected the effectiveness of activities

C-3. Analyses of Meta-systems

12
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+ It is assumed that a certain set of institutions affects behaviors of stakeholders in
wide-ranging policy domains. Such institutions can be interpreted to constitute a
“meta-system” peculiar to a sector or a country. Analysis on a potential meta-system
that affects the functions of policy systems might enable us to focus on critical factors
in policy systems.

+  With a view to probing into a meta-system, in this sub-section, common factors that
affect the effectiveness of policies across the sectors are clarified. Identified common
capacity factors are recommended to be addressed preferentially in the new MPP
program. The common institutional factors will be recommended to the government
for a further study by relevant organizations.

¢+ These analyses are to be supplemented by a capacity assessment that is conducted

separately by specially designed method of questionnaires.

a Institutional and capacity factors unique to the policy process
Institutional and capacity factors supposed to be relevant to the policy process in

general

3. Sequence of the Study |

*

The sequence of a case study is as described below. Figures in brackets denote

relevant sections of the guidelines.

3-1. Selection of a Policy for the Case Study

¢ In order to analyze causal factors that affect the effectiveness of a policy, it is
required to select a policy whose impact, either positive or negative, has been known.

¢ The selection of the specific policy is done with practitioners who can participate in
the study.

3-2. Formulation of Working Hypotheses

¢+  Working hypotheses are formulated through deliberations among research
participants to narrow down the scope of the study.
¢ The hypotheses will be qualitatively verified based on the results of the section 3-5

described below.

13
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3-3. Outlining of the Policy

(1) Study the contents of the policy (A-1)

¢ Information listed in the table A-1 is collected from relevant documents.

(2) Study the result of the policy (A-2)

+ Information listed in the table A-2 is collected from relevant documents.

(3) Identify the stakeholders of the policy (A-1)
(4) Identify the institutions that were concerned with the policy (A-1)
¢+ As information on these items might not be found in the relevant documents, they

are identified in the course of the following section 3-4.

3-4. Reconstruction of the Policy Processes

(1) Identify policy processes in the policy domain (B-1)

+ Based on the outcome of the targeted policy, all the major outputs that were required
to produce the outcome are listed up.

¢ The interrelationship of the outputs is diagramed, together with external factors

that affected the outputs, to illustrate the policy system in question.

(2) Identify major activities in key policy processes (B-2)
+ Activities in selected key policy processes are listed up and their relative impacts on
the effectiveness of the policy solutions are analyzed to determine major activities

that are stated in the next step.
(3) Study the major activities (B-3)
¢+ Information listed in the table B-3 is collected on each of the identified major

activities.

3-5. Analyses of the Policy System

(1) Analyze key factors in major activities (C-1 & C-2)
¢+ Based on the results gained from the preceding task 3-4, factors that affected the

quality of major activities are analyzed through a series of interviews and

14
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deliberations.
¢  The results of this task correspond to the working hypotheses described in the
section 3-2.

¢ This task can be regarded as the pinnacle of the entire study.
(2) Analyze a meta-system of policies (C-3)
¢+ As the analysis of a policy meta-system requires a comparative approach, the tasks

in this stage can be combined with the same analytical tasks on other policy issues.

3-6. Capacity Assessment

(1) Analyze capacity gaps related to the key factors

+ Based on identified key factors, capacity required of organizations and individuals
in the policy processes is analyzed.

¢ The present conditions about the capacity of key stakeholders are assessed to clarify

the gap from the level of requirements.

(2) Identify the related frameworks of capacity development
¢ The present conditions of On-the-Job & Off-the-Job capacity development
frameworks are assessed in terms of the capacity requirement identified in the task

mentioned above.

3-7. Feedback to the MPP Program

¢ The results of the capacity assessment are considered in the process of reviews on
the curriculum of the MPP Program and syllabus of key subjects.
¢ The results of the analysis on a meta-system of policies are compiled as policy

recommendations to the government for further researches and actions.

End

15
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Examples of Questions and Hypotheses to be analyzed in the Case Studies

(F) Observed Fact in a Study
(Q) Key Question to be analyzed
(H) Possible Hypothesis

(R) Possible Recommendation

|A. General Framework |

Determinants of the Performance of an Organization

(FA-1)

¢+ Some public organizations make better use of an opportunity than others.

¢+ Some public organizations are constantly more innovative, agile, and resilient
than others.

(QA-1)

¢ What makes a difference in the performance of public organizations?

(HA-1)

¢ The performance of a public organization is defined by its organizational
capacity that consists of the capacity of its individual members, particularly its
leaders, and internal institutions that prescribe their behaviors.

RA-D

¢ In order to cope with increasingly challenging policy issues, strategic actions
should be taken to enhance the capacity of public organizations, focusing on

capacity of leaders and internal institutions.

(HA-2)

¢ A public organization has a unique set of internal institutions, conceptualized
as a “policy system”, which define the processes of a policy and the behaviors of
stakeholders.

(RA-2)

¢ The policy systems should be identified and analyzed to work out any plans to

improve the performance of a public organization.
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(FA-3)

+ A well-established bureaucracy can secure the consistency and evolution of a
good policy regardless of changes in leadership.

(QA-3)

¢ How can a bureaucracy be strengthened without worsening the negative factors,
such as excessive sectionalism and formalism, which would result in
inefficiency and inflexibility?

(HA-3)

¢ The capacity of an organization is enhanced by improving its policy systems as
well as developing its human capacity.

(RA-3)

¢ The development of organizational capacity should be focused on the

improvement of existing policy systems in the organization.

B. Leadership |

Quality of Leadership

(F B-1)

¢ The quality of leadership is one of the most critical factors that define the
capacity of a public organization as well as its performances.

(QB-1)

¢ How can the quality of leadership affect the capacity of an organization?

(H B-1)

¢+ Excellent leadership maximizes the realization of the potential of resources in
an organization, which require a professional level of abilities.

R B-1

¢ Leaders should be encouraged to learn how to manage his/her organization.

(F B-2)

¢ Leaders exhibit different levels of mastery of leadership.

(Q B-2)

¢  What are required of a leader who can make his/her organization perform
better?

¢ What are required of a leader who can effectively facilitate necessary changes in
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an organization or a society?

(H B-1)

¢+ OQOutstanding leaders have higher levels of phronesis that consists of the six
abilities: make judgments on goodness, perceive reality as it is, create “Ba”,
articulate the essence, exercise political power, and foster phronesis in others.

(R B-2)

¢ Leaders should be encouraged to strengthen the six abilities of phronesis.

(F B-3)

¢ Outstanding leaders have common factors in their formative stages.

(Q B-3)

¢  How can leadership be trained?

(H B-3)

¢  Phronesis is nurtured through a mix of peak experiences and reflective
opportunities.

(R B-3)

¢ A career path for potential leaders should be designed to nurture their

phronesis.

Political Leadership and Bureaucracy

(F B-4)

¢ Anpolitical leadership is not always reliable in public domains.

(Q B-4)

¢ How can a leader ensure the sustainability of his/her achievements after
his/her term?

(H B-4)

¢ The sustainability of the achievements made by a leader depends on the
capacity of the organization.

¢+ Bureaucratic leadership secure sustainability of a policy under overriding
political leadership

(R B-4)

¢ Bureaucratic leaders should be allowed to take the initiative to develop the

capacity of their organization.



21. N—=A T A UIREOEENF CFIEREF~ DB S 1268 2 Bk
21-5. “Examples of Questions and Hypotheses to be analyzed in the Case Studies”

(F B-5)

¢+ Areform initiative by a political leader to change a bureaucracy often turns out
to be ineffective, resulting in superficial changes.

(Q B-5)

¢+  What makes the transformation of a bureaucracy difficult?

(H B-5)

¢ Tacit knowledge embedded in an organization, such as organizational cultures
and tacit codes of conducts, deeply affects behaviors of stakeholders (members
of the organization), being major impediments to a change tried from outside.

¢+ Bureaucracies are harder to change than private organizations as the results of
activities are more unclear in the former, which lessens incentives for changes

among stakeholders.

(F B-6)

¢+ Some public organizations are more dynamic in strengthening themselves.

(Q B-6)

¢ How can a bureaucracy be transformed substantially?

(H B-6)

¢ Some public organizations have an embedded policy system that facilitates
actions for changes among stakeholders including middle managers and
frontline operatives of the organizations.

(R B-6)

¢ A policy system that facilitates an endogenous process for change should be

developed in a public organization.

(H B-6)

¢ An endogenous process focused on the tacit knowledge of stakeholders
facilitates their proactive actions on reform agenda.

(R B-6)

¢ A reform initiative by political leaders should be internalized in the
organization so as to facilitate endogenous reform processes that include

various stakeholders.
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IC. Policy Systems |

(F C-1)

+ A well-justified policy, proposed by renowned experts, or verified by analyses,
often turns out to be ineffective in solving the targeted policy issue.

(QC-1)

¢ What determines the effectiveness of a policy?

(H C-1)

¢ The effectiveness of a policy is defined by its process as well as its contents.

¢ The process of a policy affects its effectiveness more strongly than its content
does.

R C-1)

¢ In formulating a policy, its process should be carefully designed and managed so

as to secure its effectiveness.

Systems for Innovation
(F C-2)

¢+ Some public organization are more innovative in creating policy solutions than

others.

(Q C-2

¢+ What determines the innovative capacity of a public organization?

(H C-2)

¢  The quality of activities to mobilize the tacit knowledge of stakeholders affects
the effectiveness of a policy; the socialization and externalization stages of a
policy system determine the effectiveness of a policy.

¢ The intensity of initiatives taken by middle managers and frontline operatives
at the earlier stages of formulation determines the effectiveness of a policy.

¢ A top-down initiative on a policy turns out to be futile unless the tacit
knowledge of major stakeholders: middle managers, frontline operatives, and
beneficiaries, are synthesized.

(R C-2)

¢ Policy systems in public organizations should be designed and managed to
mobilize the tacit knowledge of stakeholders in the process of a policy
formulation.

¢ Middle managers and frontline operatives should be encouraged to take the

Initiative in a policy process.
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(H C-3)

¢ A public organization with a fractal structure and distributed leadership can
cope with policy issues more innovatively, agilely, and resiliently than others.

(R C-3)

¢ A fractal structure should be tried in an attempt of organizational capacity

development.

(H C-4)

¢+ The sense of infallibility shared by members of a public organization makes
learning from lessons inactive and its system of evaluation ineffective.

(R C-4)

¢ Evaluation and organizational learning systems should be designed so that
organizational members share an incentive to seek out the real causes of

failures as well as successes.

Systems for Adaptation
(F C-5)

+ The adaptation of good examples of others is a basic way to create an innovative
policy solution.

¢+ Some public organizations are innovative as they are more adept at adapting
good practices of others into their own contexts.

(QC-5)

¢ What factors make a public organization more adept at the adaptation of
external knowledge?

¢+  What factors make a technical assistance by external actors less successful?

(H C-5)

¢+ Adapted external knowledge requires tacit knowledge of stakeholders for its
application to a practical issue in the local contexts.

¢ The localization or the adaptation of external explicit knowledge requires an
endogenous process since the indispensable tacit knowledge of stakeholders is
created in such a process.

(R C-5)

¢ A policy system should be designed as an endogenous process.

¢ Technical assistance by donors should be managed to enhance the adaptive
capacity of the host organization without undermining the endogeny of the

process.
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Systems for Open Innovation

(F C-6)

¢  Only a few ideas survive to be a policy among many that disappear without
gaining enough supports of stakeholders.

¢ The explicit knowledge created by academics is underutilized in the process of a
policy innovation.

(Q C-6)

¢  How can a public organization be more dynamic in solving its policy issues?

¢ How can a public organization utilize the vast knowledge accumulated by
academic circles, and no-governmental practitioners.

(H C-6)

¢ A public organization with a policy system that facilitates more initiatives from
a wider circle of stakeholders realizes an effective policy more agilely in
responding to an emerging policy issue.

¢ Aclosed policy system is less dynamic in setting agenda and creating innovative
solutions.

(R C-6)

¢ A policy system should be open to a wider circle of stakeholders who can offer

knowledge that is necessary for an innovation.

End
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1. Basic Model of the Study

The Fundamental Question in the Study
How can a public organization solve a policy issue more effectively, efficently, and agilely?
Or, How can a public organization enhance its capacity to innovate policy solutions?

A Policy Domain

Policy System Policy Solutions
Policy Issues

(The Processes of a Policy) (The Contents of a Policy)

A Basic Hypothesis The Focus of the Study The Impact of the Study
in the Study
To clarify the factorsin a Expeced to facilitate public
The effectiveness of a policy policy system which affect organizations to enhance their
solution is defined by its policy the effecivness of the policy capacity to innovate policy solutions
system. by strengthening their policy
systems

2. Basic Framework of a Policy Domain : A Proposed Model for the Studies

Emergence of Changes in Socio-
Local and/or Domestic

Feedback Flows

A Policy Domain f

Policy Solutions
Formulation, and Alteration or

Implementation Introduction of

/'
4
of the Polic 1 a Set of Rules
Internal Factors

Policy System
Policy processes on
Identification,

Policy Outcome
Solution of
the Policy Issue

Prescriptions for

a New Institution f

Emergence of
a New Institution

Related Institutions
"Meta-systems" of Policies
and others

Behavioral Changes of
Stakeholders*

Capacity Development
Frameworks

External Factors

Outcomes of Policy Solutions

* Stakeholders include those in the execution of the policy Solutions.
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3. Stages and Activities of a Policy Process : A Proposed Model for the Studies

1st Stage: Identification of an Issue

® Why a policy is needed is clarified and shared among core stakeholders.
® Tacit knowledge of an initiator is empathized by a wider circle of stakeholders
for actions, through various socialization processes .

<Examples of Activities by Stakeholders at the Stage >

® A petition by a grouped of stakeholders

® A public hearing or a fact-finding by a public organization

® Agenda setting by political leaders

® A proposal by front-line operatives

<Examples of Working Hypotheses>

® How thoroughly tacit knowledge of concerned stakeholders are shared would
affect the effectiveness of policy contents.

® How deeply key drivers of the policy system are motivated at this stage would
affect the effectiveness of policy contents.

® A policy system that accommodates initiatives by a broader stakeholders is
more agile in responding emerging policy issues.

4th Stage: Implementation of the Solutions

® The decided policy contents are put into operation.
® This is the stage to internalize created explicit knowledge into behaviors of
stakeholders (tacit knowledge).

<Examples of Activities by Stakeholders at the Stage >

® |nstruction or outsourcing to implementing organizations

® Organizational development of the implementation bodies

® Preparation of manuals for the frontlines

® Capacity development of stakeholders

<Examples of Working Hypotheses>

® Successful implementation at this stage leads to the next round of the policy
process, for further improvements.

® |mplementation bodies of the policy participated in the preceding stages of the
policy system.

2nd Stage: Creation of Concept

® What the policy should be is clarified and shared among core stakeholders.

® This is the stage to externalize tacit knowledge of various stakeholders into the
concept of the policy. With the expected outcome and frameworks being
defined, this stage is regarded as the focus of a policy innovation.

® A basic concept to solve a seemingly unattainable goal would be created in a
synthetic process of varied knowledge and experiences of core stakeholders.

<Examples of Activities by Stakeholders at the Stage >

® Deliberations within the public organization in charge

® Coordination among concerned public organizations

® Deliberations by an advisory council

® Commissioned study by a consultant on facts

<Examples of Working Hypotheses>

® The quality of inter-organizational coordination affects the feasibility and
effectiveness of policy contents.

® The intensity of initiatives of middle management level officials affects the
innovativeness of policy contents.

3rd Stage: Formulation of Solutions

® How the expected outcome of the policy is clarified.

® This is the stage to combine available information and data into a policy
product. The output of the stage is a law, a budget proposal, an implementation
plan of a pilot project, and so on.

@ Consultants can play a major role in the collection of data and information.

<Examples of Activities by Stakeholders at the Stage >

® Exploration of policy options

® Analysis of policy options by academics

® Ex-ante Evaluation

® Drafting and legislation of the law

<Examples of Working Hypotheses>

® The quality of adaptation process of precedents, both local and foreign, affects
the effectiveness of policy contents.

4. Stakeholders in a Policy Domain : An Example

Initiator(s) of the Policy System

Anonymous Drivers of the Policy System | MPP Progra

Frontline Operatives

I Supervising Bodies/Political Leaders ||

|

Concerned Public Org. |

The Target of

Il External Donors I

Il Academic Circles 1

Concerned Public Org. (Lower Level)

Advocators/Media

Driving Unit in the Organization l :I '@

Il Driving Organization

il Service Providers |

Targeted Groups
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5. Process of a Case Study of a Policy

2-1. Formulate 2—2.I(Eormulate
standard working working -
h hypotheses specific
ypotheses X
to the policy
6-2. Identify the
3-1. Study the related
contents of the framework of
policy capacity
development
4-1. |dentify
policy processes
3-2. Study the in the policy
results of the domain
policy
6-1. Anal
1. Select a policy 42, 1dentif 5-1. Analyze key nalyze 7. Fe-edback to the
for the case ; Y e i e capacity gaps curriculum and
and major activities in o TS related to the key syllabus of MPP
Y key policy L factors Program
3-3. [dentify the processes
stakeholders of
the policy
4-3. Study major
activites )
1 X
1
3-4. |dentify the 5-2. Analyze the :E;iﬁ;ﬂmendatlon !
institutions that metasystem of 1 :
. 1Government on
were concerned policies joovern 1
i i jinstitutional 1
with the policy H 1
l.reforms 1

6. Steps in the Analyses of a Policy System & Capacity Assessment

A-1. What was a major factor that affected the success or
the failure of the policy in question?

A-2. What was a key activity in the policy system, which was
related to the factor?

B. Questions on A-3. What was a major factor that affected the effectiveness C. Questions on

of the activity?

Meta Policy Systems Capacity Development Framework

B-1. What affected the activity positively
or negatively?

A-4. What capacity: ability and attitude, was required of C-1. Do officials in general possess the
officials who drove the activity? capacity?

|

A-5. How could the officials acquire the capacity?

C-2. How can an official acquire the
capacity in the existing learning
opportunities within and outside the
organization?

B-2. What should have been shared as a
code of conduct among concerned
officials to enhance the effectiveness of
policy solutions ?

C-3. What is required of the MPP Program
of NAPA in terms of the capacity?
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7-1. Conceivable Working Hypotheses on

The targeted policy issue has

a Policy Success and the Focus of the Study

been successfully solved.

The prescribed policy solutions

The prescribed policy solutions

Phenomena : ]
were appropriate. were implemented adequately.
A-1. The policy solutions were B-1.The policy solutions were C-1. Officials of the implementing D-1. The capacity of implementing
created based on correct sufficiently localized based on bodies and other stakeholders organization(s) : abilities of
Causes judgments and reliable data. specific local contexts and were motivated to implement the individuals & internal institutions,

Hypotheses

on
Root Causes

Key

Activities:
Examples

Effectiveness of Contents

realities.
Effectiveness of Contents

policy solutions.
Effectiveness of Process

was sufficient.
Effectiveness of Process

A-2. Those who created the policy
solutions had academic &
scientific knowledge necessary
for the policy .

Factors about Contents

B-2. Meticulous examinations
and coordination necessary for
the policy were carried out.

Factors about Process
<Policy System>

C-2. Tacit knowledge of
stakeholders were sufficiently
included in the created policy
solutions.
Factors about Process
<Policy System>

D-2. Preconditions for the
implementation of the policy
solutions were fulfilled.

Factors about Resources

v’ Assignment of foreign and
local advisers

v' Training of policy planners and
analyst s in specific fields

¥ Involvement of stakeholders in
the policy process

v Inter-organizational
collaboration

v" Social experiment

v Delegation of discretion to the
lower levels

v’ Facilitation of initiatives by the
middle management

v’ Establishment of organizations
v’ Training of frontline operatives

The Focus of the Study

The targeted policy issue has
not been solved.

The prescribed policy solutions

7-2. Conceivable Working Hypotheses on

a Policy Failure and the Focus of the Study

The prescribed policy solutions

Phenomena did not work as designed, though could not be implemented
they were properly implemented. properly.
A-1. The policy solutions were B-1.The policy solutions were not C-1. Officials of the implementing D-1. The capacity of implementing
created based on misjudgments sufficiently localized based on bodies and other stakeholders organization(s) : abilities of
Causes and wrong data. specific local contexts and were not motivated to implement individuals & internal institutions,

Hypotheses

on
Root Causes

Possible

Remedies:
Examples

Problem of Contents

realities.
Problem of Contents

the policy solutions.
Problem of Process

was weak.
Problem of Process

A-2. Those who created the policy
solutions had limited academic &
scientific knowledge necessary
for the policy .

Factors about Contents

B-2. Meticulous examinations
and coordination necessary for
the policy were curtailed because
of negligence .
Factors about Process
<Policy System>

C-2. Tacit knowledge of
stakeholders were not sufficiently
included in the created policy
solutions.
Factors about Process
<Policy System>

D-2. Preconditions for the policy
solutions were not fulfilled

Factors about Resources

v’ Assignment of foreign and
local advisers

v’ Training of policy planners and
analyst s in specific fields

v Involvement of stakeholders in
the policy process

v Inter-organizational
collaboration

¥ Social experiment

v' Delegation of discretion to the
lower levels

v’ Facilitation of initiatives by the
middle management

v’ Establishment of organizations
v Training of frontline operatives

The Focus of the Study
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A Model of a Policy Syste

A Policy system consists of many policy processes that
create outputs.

® |n order to achieve a policy outcome or a policy goal,
many issues (problems) should be solved on the way.

® As the solution of each issue requires a policy process,
a system to achieve a policy outcome is regarded as
the bunch of policy processes. Development

® The function of a policy system is defined by the
quality of policy processes in the system as well as
external factors caused by overriding meta-systems of
policies and the frameworks of capacity development
for stakeholders.

® The complexity of a policy system requires "Phronetic
Leadership" that effectively manage interconnected
policy processes , and facilitate the achievement of a
policy outcome.

Output C
Organizational

4th Stage 1st Stage
Full-Scale
Implementation
2nd Stage

m060n0-+4CO

1st

Pilot Projects

2nd
Output B
Social Technology
Development
Output A
Physical Technology
Development
1st

Initial Study

2nd "Meta-Systems" of Policies , Capacity Development Frameworks

External Factors that affect the function of a Policy System
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