
iiiii
MODULE 4:  Understanding the policy, political and decision-making processes



i ii ii ii ii i
MODULE 4:  Understanding the policy, political and decision-making processes



i i ii i ii i ii i ii i i
MODULE 4:  Understanding the policy, political and decision-making processes

CONTENTSCONTENTSCONTENTSCONTENTSCONTENTS

MODULE 4:
UNDERSTANDING THE POLICY,
POLITICAL AND DECISION-
MAKING PROCESS

Objectives 1

Session 6 2

Introduction to the policy development processes 2

Systems thinking and impact 2

Policy categorization 2

The policy-making process 3

Policy analysis 5

Policy intervention 5

Politics, laws and budgets 6

Political processes 8

The political arena 9

Rulemakers and timeframes 9

Session 7 10

Introduction to the decision-making process 10

The decision-making process 11

Decision-making models 11

Types of decisions 12

Resources 13

Entering the decision-making process 14

References 15

Information sheet 4.1 - Policy, public policy and 17
health policy

Information sheet 4.2 - How laws are made in a 19
Westminster System



i vi vi vi vi v
MODULE 4:  Understanding the policy, political and decision-making processes

Information sheet 4.3 -  Decision making models 20

Facilitator’s guide - Understanding policy 22
development processes

Exercise sheet 4.1 - Policy categorization tool 24

Exercise sheet 4.2 - Policy process assessment
check list 26

Exercise sheet 4.3 - Policy analysis check-list 28

Exercise sheet 4.4 - Policy interventions planning 30
framework

Exercise sheet 4.5 - Political system type 32
assessment tool

Exercise sheet 4.6 - Political arena assessment tool 34

Facilitator’s guide - Understanding decision-making 36
processes

Exercise sheet 4.7 - Type of decision-making 37
assessment tool

Exercise sheet 4.8 - Resource assessment tool 39

Exercise sheet 4.9 - Entering the decision-making 40
process tool



11111
MODULE 4:  Understanding the policy, political and decision-making processes

MMMMMODULEODULEODULEODULEODULE 4 4 4 4 4

UNDERSTANDING THE POLICY,
POLITICAL AND DECISION-
MAKING PROCESSES

ObjectivesObjectivesObjectivesObjectivesObjectives

Upon completing this session, the reader should be able to:

Understand and apply systems theory

Understand the policy development process, complete a
policy analysis and develop a policy intervention plan

Analyse political and legislative processes

Know how decisions are made

Understand the social and political dimensions of decision-
making

Know when and how to enter the decision-making process
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Session 6Session 6Session 6Session 6Session 6

Introduction to the
policy development

processes
When advocating, nurses and midwives must understand that
there will be competing priorities, existing policies and
legislation that will act as barriers, competition for scarce
resources, conflicting positions on the subject, and power
vested in others who will need to be influenced.  This session
will assist you to understand these forces, use them to your
advantage, and thereby advocate successfully.

The session will introduce you to “systems thinking” in relation
to policy development and analysis processes, as well as
political and legislative processes.

Systems thinking and
impact

The two basic types of system are closed and open.  Closed
systems are not influenced by their environment and do not
interact with it.  By contrast, an open system recognizes the
dynamic interaction of the system with its environment.

Today, when we call organizations ‘systems’, we mean open
systems; that is, we accept that an organization continually
interacts with its environment.  The health system is very
much an ‘open system’.

This is important to understand this as an advocate.  When
wanting to influence decision-makers, you need to
understand that they operate within an ‘open system’ and
they are influenced by many factors and players.  Your case
is not the only case.  You should be aware of the competing
influences on the decision-makers you are wanting to
influence.  The job of the advocate is to ensure that everything
influencing the decision-makers is understood and
considered when developing a plan of action to influence
them in the making of policy.

Policy categorization
There are important overlaps between social policy, economic
policy and health policy.  Social policy is concerned largely
with the maintenance and distribution of income, and the
provision of welfare services such as housing and transport
to specific target groups such as the poor.  While, in principle,
health policy has a narrower focus, for example in meeting
the health needs of a specified population, health insurance
policies may be designed to cater to the same target groups

SYSTEM
A system is a set of
interrelated and
interdependent parts
arranged in a manner that
produces a unified whole.

POLICY
is seen as ‘the continuing
work done by groups of
policy actors who use
available public institutions
to articulate and express
the things they value.’
(M. Considine 1994)
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as those catered to by the social welfare sector.  Similarly,
health policies may have very significant budgetary
implications for governments.  For further information see
Information Sheet 4.1 and Exercise Sheet 4.1)

Example

The elements of a policy include:

• the area affected, public hospitals, community health, public health;

• the objective or desired outcome, such as a reduction in hospital waiting
lists, reduction in  incidence of scabies; and

• the actions that have been, or are to be, taken, including the legislative,
financial and administrative mechanisms involved in the process of
implementation.

Exercise

Using the Policy Categorization Tool (Exercise Sheet 4.1), categorize
the following policy examples:

• Primary health care policy
• Food safety regulations
• Mandatory reporting of child abuse
• Drug use regulations
• Clinical privileging
• Professional regulations
• Course accreditation
• Programme evaluation

 The policy-making
process

It is important to understand the policy development process
so that as an advocate you can plan the type of input you
need in order to have an impact on the final policy.

Perhaps you have identified a need for a policy and want to
advocate for it to be put on the agenda.  Your approach will
be different to that needed if you want to be involved in the
formulation, adoption, implementation or evaluation phases
of the process.  So what are the phases of the policy
development process?  The five key stages in the health
policy-making process are:

• Problem identification and agenda setting, in which
policy problems are defined and the policy agenda set.
Here it is acknowledged that public problems will only
reach the political agenda if they are converted into
political ‘issues’. This usually occurs when an interest
group demands government action on a problem, or when
there is public disagreement over ways in which a problem
should be addressed.
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• Policy formation is the stage in which policies are
created or changed.  Policies are products of the political
context within which they are developed. It is useful to
understand policy formation as a social and political
process in order to conceptualize how policies are
formulated.

• Adoption is the stage when the policy is enacted, or
brought into force, for example, by state or federal
legislation.  New or changed public policies are often
adopted by means of a decision of the cabinet, or indeed
of an individual minister, without any legislative change.

• Policy implementation includes the actions and
mechanisms whereby policies are brought into practice,
that is, where what is written in the legislation or policy
document is turned into a reality.  In this stage the content
of the policy, and its impact on those affected, may be
modified substantially, or even negated.  In analysing
this stage in the policy-making process, one needs to
examine how, when and where particular policies have
been implemented.

• Policy evaluation, the final stage in the policy-making
process, includes monitoring, analysis, criticism and
assessment of existing or proposed policies.  This covers
the appraisal of their content, their implementation and
their effects.  Moreover, evaluation is designed to help
governments to implement policies in an effective and
efficient manner.  (See Exercise Sheet 4.2)

Example

Problem Policy Adoption Policy Policy
Identification Formation  ImplementationEvaluation

Question raised in Parliament X
Discussion paper X
Service review X
Strategic planning process X X
Parliamentary inquiry X X
Call for submissions
Parliamentary bill X
Legislation X X
Implementation guidelines X

You will note that some of the above examples could fall into
more than one category so further investigation would be
needed to clarify which category is the most appropriate.

Exercise

Using the Policy Process Assessment Tool (Exercise Sheet 4.2),
determine where your issue would fit along the policy development
spectrum.
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 Policy analysis
In health policy analysis it is useful to acknowledge that there
are three broad levels of analysis, or emphasis, within which
studies can be carried out (Ham and Hill, 1984):

• micro-level analysis which is concerned chiefly with
identifying who makes decisions and how choices are
made within organizations;

• mid-level analysis which focuses on the health ‘policy
making process’ and the actions and mechanisms
whereby the agenda is defined and policies brought into
practice; and

• macro-level analysis where analysis, criticism and
evaluation of the existing health care system within its
economic, political and cultural context, is the principal
objective.

While it is useful to acknowledge that there are three broad
levels of analysis, you can carry out an analysis by applying
a broad spectrum of questions to the policy under question.

Exercise

Using the Policy Analysis Check List (Exercise Sheet 4.3), complete
a policy  analysis on a policy of your choice.

Policy intervention
It is now appropriate to look at how to plan policy interventions.
When planning policy interventions the following framework
of approach is suggested.  (See Exercise Sheet 4.4)
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Exercise

Using the Policy Interventions Planning Framework (Exercise Sheet
4.4), complete a plan to develop solutions for a policy issue you are
experiencing,

Politics, laws and
budgets

If policies are the outcomes of choices that entities make to
achieve their goals, then politics is the means to those ends.
The product of the two (policy and politics) is usually
legislation and the budgetary process that is required to
support implementation.

“POLITICS
means striving to share
power or striving to
influence the distribution of
power, either among states
or among groups within
states.” -- Max Weber

Example

Policy interventions to reduce rates of teenage pregnancies on the Island of Pohnpei

                Is it feasible?(Implementation)                                                 Is it plausible?(Design)

Resources          Activities        Strategy Objectives

———>Things needed———>      —>To do —>       —>If —>  —>Then

2) Community
clinic-based
educational
programme:

a. Curriculum
development
and procure-
ment  of
teaching
supplies and
equipment.

b.Legislative
statute
allocating
necessary
monies;

c. Centre and
outreach
worker training;

d.Memorandum
of understand-
ing with site
locations (e.g.,
existing
community
groups:
churches,
sports,
councils,
clinics,
women’s
clubs).

1)  Media
public
awareness
campaign:

a. Market
survey of media
sources
preferred by
teenagers.

b. Developed
media announce-
ments.

c. Legislative
statute
allocating
necessary
monies.

d. Memoran-
dum of
agreement
with the
media (e.g.,
radio station).

e. Evaluation
using pre/
post - KAP
surveys of the
representative
high school
population.

3) School-based
educational
programme:

a. Curriculum
development and
procurement of
teaching supplies. 

b. An inter-agency
memorandum of
under-standing.

c. Legislative
statute allocating
necessary
monies.

d. Teacher/
school nurse aide
training.

e. Pilot study site
to evaluate
programme, e.g.,
pre/post-KAP
test.

f. School
principal’s
endorsement and
parental release
agreeing to
student’s
participation.

1) Increased
preconceptual
education
programme:

a. School-
based
educational
programme.

b. Community
clinic-based
educational
programme.

c. Media
public
awareness
campaign.

1) Increased
preconceptual
educational
programme

2) Increased
rates of
prenatal care

3) Increased
rates of well-
baby care

Example
Objective:

To reduce the
number of
infant deaths
born to
Pohnpeian
teenagers to
15/1000 by
1998 and 10/
1000 by 2003.
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Politics is an activity whereby people achieve what they want
by exerting power and influence.  It involves conflict over the
distribution of scarce resources.  Schattschneider (1960)
states that “every conflict consists of two parts: the individuals
engaged and the audience attracted to the conflict”.

Example

Nurses in a community wish to mandate the vaccination of infants
against polio.  The individuals engaged are the nurses and midwives.
The audience in this case consists of two groups: government policy-
makers and the community (with parents who may or may not want
vaccinations mandated).

As can be seen in this example, once the audience becomes
involved it is never neutral; people take sides and influence
the outcome thereby expanding the scope of the conflict.  It
is important to remember that as long as the conflict remains
with the individual and does not engage an audience, the
political process is limited, if initiated at all.

Therefore nurses and midwives who set out to advocate for
a particular position need to understand the political
processes and the power bases that might exist within the
environment they will be operating.  They need to recognize
that conflict is an essential ingredient to success and that
success is dependent on how that conflict is managed.

Although policy and politics are usually associated with
government, there are four spheres in which nurses may be
required to advocate and therefore be involved in political
action (Leavitt and Mason 1998):

• Workplace: influencing workplace policy, procedures,
funding allocation decisions, and practice models.

• Government: influencing local, state and national policy
and legislation.

• Professional: organizations: influencing the setting of
standards, licensure, and credentialing.

• Community: influencing through engagement in
community activities such as environmental groups, child
care groups, etc.

Effective government relations requires an understanding
of how government works and what drives government
decision-making.  The Western Pacific Region is diverse and
contains different forms of government, with different
legislative processes and structures.  As mentioned above,
effective advocates will research the system in their country
and be aware of how the processes work and where the
points and people of influence are.
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The law making and budgetary processes are two key political
activities for advocates to be involved in.  The mechanics of
each process may vary depending on the government
structures of a country.  It is important to investigate how the
system operates, at various levels, wherever and whenever
the advocacy effort is being undertaken.  Not all policy comes
into effect through the law-making process, but it is the ultimate
expression of a government’s intent.

Political processes
Any analysis of political processes should identify realities
and institutional relationships that are reflected in daily
events.  They need to be identified to assist in understanding
where, who and how to lobby to achieve your objectives in
policy development or reform.

When looking at the kind of political system that characterizes
the country, five elements (which are not fully distinct or
mutually exclusive) are taken into consideration:

• Consensus: Is there basic agreement on the most
fundamental rules of political life?  Is the political contest
played by those rules?  Is there agreement on who is a
citizen, and what the rules for achieving power are?

• Rule of law:  Are there basic legal structures for public
and private activities and interactions?  Are basic human
rights observed?  Is the rule of law applied equitably?  Is
personal security guaranteed by the state?  Does the
judiciary have integrity and is it independent?  Do similar
cases have similar outcomes?

• Competition:  Is there competition in the system?  Is
there competition through elections, in the media, and in
the marketplace of ideas?  Can people legally organize
to pursue their interests and ideas?  Is there competition
within government, including checks and balances
between branches of government?

• Inclusion:  Are there problems of inclusion and
exclusion?  Are any elements of the population excluded
(formally or informally) from meaningful political, social,
or economic participation because of religion, ethnicity,
gender, geography, or income status?

• Good governance: Is there adequate governance by
the state and by public and private sector institutions?
Are these institutions accountable, transparent, and
efficient?  Do political institutions work well?  Do they
deliver what they promise?
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Exercise

Use the Tool to Assess Type of Political System (Exercise Sheet 4.5)
to assess the political system you live and work in and summarize
your conclusion regarding the type of political system you have.

The political arena
Once you have assessed the type of political system you are
dealing with, whether it be in the workplace, government,
professional association or the community, the particular
entities that are responsible for the problem and proposed
solutions need to be identified.

A common mistake made by advocates is to start the process
by targeting the wrong people or person.  If you want to
change worker safety standards you need to target not only
your employer but also those who set the standards which
may be government.  If you want to influence the allocation
of resources to a new community development programme
you need to determine where the resource allocation
decisions are made.

Once you have identified the appropriate political arena, the
formal and informal functioning of the arena should be
analysed.  Questions to be answered in an analysis of the
political arena include:

• What is the entity’s structure?

• What are the stated mission and goals?

• What subgroups or committees have responsibility for
the issue?

• What are the formal and informal methods of
communication by the entity?

• What is the budget process? How might an individual
influence it?

Exercise

Using the Political Arena Analysis Tool (Exercise Sheet 4.6), apply it
to a particular issue you might want to pursue.

Rulemakers and
timeframes

The next stage involves identifying key players in the political
process, including the proponents and opponents of the
policy development or change you want to achieve.  The
goal is to identify who will support the reform, and which
political, economic, and social interests oppose the policy
direction.  You will have completed this list when you do the
stakeholder analysis in Module 2.  For further information on
the legislative process see Information Sheet 4.2.
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It is useful to find out the timetable of the events which influence
policy development.  For example:

• Typically, proposals are developed six to nine months
before the budget.  Advocacy in this early period should
target ministers and departmental officials.

• Three to six months before the budget, the proposals
are with senior members of government (Cabinet or a
Cabinet sub-committee).  They will be considering the
possible trade-offs between different sectors and within
sectors.  This is an important consideration in the health
sector where funds may be withdrawn from one area to
support another.

• Advocacy during this budget period should target Finance
and Treasury as well as key members of Cabinet or the
Cabinet sub-committee.

• Policy ideas that are not expensive (or that generate
revenue) are popular.

• For costly policies and programmes, potential budget
savings will have to be determined.

• In budget submissions it is important to have a
convincingly costed proposal.

Congratulations you have now completed the overview of
the contextual environment including values, traditions,
ethics, gender and risk.  You have an understanding of
systems theory and have a policy intervention plan.  You
have also investigated the political and legislative process
relevant to the issue you have selected.

Session 7Session 7Session 7Session 7Session 7

Introduction to the
decision-making

process
You now have some understanding of the policy, political and
legal processes in your region.  However knowing the
processes and accessing them to influence decision-making
are very different activities.  In the previous session you
developed a policy intervention plan, now you will be given
an understanding of the decision-making processes
themselves.

This session will introduce you to the decision-making
processes so as to assist you to access them in an effective
and efficient way.
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The decision-making
process

Individuals at all levels of an organization make decisions.
That is they make choices from two or more alternatives.
Although decision-making is typically described as ‘choosing
between alternatives’ that view is overly simplistic.  If we go
back to the previous session we are reminded that we operate
within a system and that the system is “a set of interrelated
and interdependent parts arranged in a manner that produces
a unified whole.”

If we apply this thinking to decision-making we understand
that there will be many economic, political, social and
environmental factors both formal and informal which can
have an impact on any decision-making process.

In Module 3 reference was made to the issue of gender and
the involvement of nurses and midwives in policy
development and decision-making.  Women are under-
represented in decision-making bodies in the political arena,
as well as in the private sector, in public services, trade unions
and non-government organizations.  This means that
women’s views as well as women’s special concerns are not
fully taken into account.

The empowerment and autonomy of women and the
improvement of women’s social, economic and political status
is essential for the achievement of both good governance
and sustainable development in all areas of life.

The traditional working patterns of many political parties and
government structures continue to be barriers to women’s
participation in public life.  Women have demonstrated
considerable leadership in community and informal
organizations, as well as in public office.  However,
socialization and negative stereotyping of women reinforces
the tendency for political decision-making to remain the
domain of men.  Similarly, the under-representation of women
in decision-making positions in the areas of art, culture,
sports, the media, education, religion and law have prevented
women from having a significant impact on many key
institutions including those in health.

Decision-making
models

It is useful to have some understanding of the various models
of decision-making.  This will assist you when determining
how you should engage the relevant decision-making
process to achieve your intentions.  These intentions may
be to advocate for change as an external change agent or
by establishing yourself in a decision-making position.  For
information on decision-making models with an example and
exercise see Information Sheet 4.3.

DECISION:
a choice made from two or
more alternatives.

DECISION-MAKING
PROCESS:
A set of steps that include
identifying the problem,
selecting an alternative and
evaluating the decision’s
effectiveness.
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Types of decisions
Decisions can be located at points along a continuum from
structured to unstructured.  Unstructured decisions require
managerial judgement and consideration of unquantifiable
factors.  They may also require consideration of qualitative
factors, ethical judgements or simply personal taste; and may
even be the result of a decision-maker’s inability to fully
comprehend a structure in a complex situation.  An
unstructured decision may either be incapable of being
structured or may not yet have been examined in depth, so
may appear to the organization as unstructured.
Unstructured decisions can be characterized as: involving
trial and error approaches, intuition and common sense;
tending to be ad hoc; and are usually made at the middle
and top levels of management. It is also appropriate to
mention the widespread existence of non-rational decision-
making, often involving hidden agendas and objectives.

Structured decisions are often those which can be
automated, and where often a single ‘best’ solution can be
identified. Many problems are difficult to structure without
ignoring important qualitative features.

Decision levels can also be seen as existing on a spectrum
from strategic to operational.  Strategic decisions can be
defined as those concerned with deciding the objectives of
an organization, the resources used to attain the objectives
and policies governing acquisition, use and disposition of
those resources.  Operational decisions, on the other hand,
are concerned with ensuring that resources are used
efficiently in the accomplishment of the organizational
objective.

For example, in health services, strategic decisions may
include: allocating funds among programme areas, assessing
programme performance with respect to strategic objectives
(evaluation), and setting standards for operations.
Operational control decisions ensure that specific tasks are
performed in an effective and efficient manner: monitoring
daily operations and activities with respect to standards,
corrective actions, and scheduling.

It is useful to determine what type of decision-making process
you are entering.  Your response to the decision-making
process may depend on the type you are confronted with.
(See Exercise Sheet 4.7)
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Example

A decision was made during the departmental budget setting process
to reduce the budget of the health centre and reduce the nurse staff
levels.  This means that the decision was made at a strategic level and
through the structured budget process.

                     Structured

               X

               Operational                    Strategic

    Unstructured

The decision was both structured and strategic and therefore needs
both a structured and strategic response.

This example indicates that there would be no point
approaching the problem at an organizational level, but there
is a structure that you would have to understand and work
with.

Exercise

Using the Type of Decision-Making Tool (Exercise Sheet 4.7),
determine the decision-making type with which you may have to
influence.

Having determined the model of decision-making, the types
of decisions and the decision-making stages, you should be
in a position to decide how and where you need to have
some influence.  This will very much depend on the nature
of the influence or intervention you wish to make.  For
example, if you want to influence policy it will be the policy
making process; if you what to influence decisions regarding
resource allocation it may be the policy making and/or budget
process.  If you want to bring about lasting and mandated
change then it may be the legislative process.

You need to maximize your effort and resources (because
they are likely to be limited) so assess carefully what
resources you do have and when best to enter the relevant
process.  Timing is important.

Resources
You have completed a stakeholder analysis, you have
assessed the networks you need, and you may have
established or accessed a relevant support group.  So, who
can do what?  (See Exercise Sheet 4.8)



1 41 41 41 41 4
MODULE 4:  Understanding the policy, political and decision-making processes

Example

Using the example of the health centre, certain people and groups have been engaged in the
exercise.  Lets look at what they can offer and when.

Person/Group Skills/Interests Comments

Nursing staff Passion, knowledge of consequences Preferably get them to work through the
of current situation but do not have the professional association.
political skills and ‘know how’.

Local general Have an interest but no time and have Provide them with a letter to sign to the
practitioners other priorities. Minister and the Department Head

listing the medium to long-term financial
consequences.

Professional Have an interest and have indicated Develop plan of action with the
association  they want to use this situation as a professional association and a 

benchmark case, therefore they are timetable.  Will be available when the
prepared to put resources into it. time is right.

Staff of similar Have an interest, can provide additional Need to work together on the issue.
health centres supporting information; are prepared to

speak out through the media; and to put
a case to their local politician, the
Minister and Department Head.

Local member Has taken an interest; has other Need to provide her with relevant
of  Parliament priorities but if given the right  information evidence based consequences of

can be a political ‘in house’ supporter. current action and way forward.

Local media Have indicated they will publish an article Provide material for article at
if given the details. appropriate time.

Exercise

Using the Resource Assessment Tool (Exercise Sheet 4.8), complete
an assessment of the resources available to you and the action which
you need to take.

Entering the decision-
making process

As indicated before, the timing for entering the decision-
making process depends on the resources available.  If you
are doing it alone or with just a couple of colleagues you
may need a long term plan with entry at the beginning of the
process so as to build up credibility and ability to influence.
If you have an organization’s support, you may enter at any
stage in the process, but often the ‘big bang’ approach can
be successful.  What is meant here is that all resources are
put into impacting on a particular stage in the decision-making
process.  (See Exercise Sheet 4.8)
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Example

The health centre, which has had its budget cut and staffing levels reduced, has the support of the
staff nurses, staff of other similar health centres and the professional association.  The media and
the general practitioners in the area can provide support at the right time and the local member of
Parliament is prepared to provide support by influencing the Minister.  So when is the best time to
move on the issue?

Stage Entry point Comments

Agenda setting Second step would then to be to Resetting the agenda requires
reset the agenda.  constant vigilance and can be quite

time resource intensive.

Formation

Adoption

Implementation

Evaluation Enter at this stage. The decision to alter the budget
and staffing levels has been made
so an evaluation of the outcomes of
the decision needs to be made.

The issue, in this case, is to change the decision made regarding the allocation of resources and staffing
levels.  The decision has been made.  Therefore the need is to advocate for an evaluation of the
outcomes of the decision.

Exercise

Using the Entering the Decision-Making Process Tool (Exercise Tool
4.9), assess first what process you need to access and then at what
point in the decision-making process you need to enter.

You are now well on the way.  You are armed with a clearly
defined issue; you have the evidence to support your case;
you have some understanding of the policy, political and legal
processes in your region; you have an understanding of the
context in which decisions are made and you know how and
when to access the appropriate step in the process of
decision-making.
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IIIIINFORMANFORMANFORMANFORMANFORMATIONTIONTIONTIONTION S S S S SHEETHEETHEETHEETHEET 4.1 4.1 4.1 4.1 4.1

POLICY, PUBLIC POLICY AND

HEALTH POLICY

Policy is a deceptively simple term that conceals some very
complex activities.  Policy evolves.  As new issues arise,
e.g. AIDS, new fields of public policy emerge and develop
through stages.  Policy both evolves over time and goes
through iterations of stages as changes occur in the context
of the policy issue.  Policy is a purposeful planned attempt
to establish principles and programmes designed to address
perceived problems.

What is public policy?What is public policy?What is public policy?What is public policy?What is public policy?

Public policies are carried out in the name of the people as a
whole, and they affect the public interest. The term ‘public’
implies that a distinction can be made between these
activities and those of private individuals and groups
(Forward, 1974).

In the health field we are concerned primarily with government
policy-making, although private policies of organizations such
as the medical association, impinge heavily on the overall
policy-making process.

What is health policy?What is health policy?What is health policy?What is health policy?What is health policy?

Health policy includes actions or intended actions by public,
private and voluntary organizations that have an impact on
health.  The term also includes political parties’ policies that
may be translated into government action at a later stage.
Thus, policy may refer either to a set of actions and decisions,
or to statements of intent.

Policy-making is a competitive process, with the competing
interests of different groups involved in shaping the direction
that policy takes.  Policy results from ‘a synthesis of power
relationships, demographic trends, institutional agendas,
community ideologies (and) economic resources’ (Brown
1992).

PUBLIC POLICIES
are normally used when we
are dealing with those
policies for which
governments are primarily
responsible.

HEALTH POLICY
generally embraces courses
of action that affect that set
of institutions, organiza-
tions, services and funding
arrangements that we have
called the health care
system.
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Some interest groups involving themselves in the policy-
making process have a great deal more power than others
because of their political position and their ability to influence
the views represented in the mass media.  For example,
mainstream medical interest groups are usually listened to
by members of parliament and shape the public agenda more
strongly than other groups, and their opinions are reported
more often by the mass media.

It is the politicians, bureaucrats and powerful interest groups
who set the agenda and decide the framework and
philosophy of a policy.  Members of the public commenting
on a document are often in the position of trying to change
the policy after the framework has been set.

According to Lowi’s (1964) very useful typology, as adapted
by Salisbury and Heinz (1970), there are four distinct ways
in which public policies are perceived to affect individuals
and organizations:

Distributive: The provision of services or benefits to
particular segments of the population.  Distributive policies
are characterized by the relative ease with which they can
be adopted and implemented, since each policy can be
implemented more or less in isolation from other policies.

Regulatory: The imposition of limitations or restrictions on
the behaviour of individuals or groups.  An example in the
health field is legislation regulating the behaviour of registered
health professionals, such as medical practitioners and
nurses. Regulatory policies are reasonably specific and
narrow in their impact. They determine who is restricted and
who is given greater freedom.

Self-regulatory: Sought by an organization as a means of
promoting its own interests. Self-regulation may benefit an
organization directly or indirectly since being seen to be self-
regulatory may enhance the official credibility of the
organization. This self-regulatory principle can apply to peer
review policies as developed by a number of health
professions.

Redistributive: Deliberate efforts by governments to change
the distribution of income, wealth, property, or rights between
groups in the population.  In general, redistributive policies
tend to provoke strong disagreement between sections of
the population.  Redistributive policies are relatively difficult
to implement, and even more difficult to maintain, because
there are always parties who gain and parties who lose when
money and power are reallocated between groups.
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IIIIINFORMANFORMANFORMANFORMANFORMATIONTIONTIONTIONTION S S S S SHEETHEETHEETHEETHEET 4.2 4.2 4.2 4.2 4.2

HOW LAWS ARE MADE IN A
WESTMINSTER SYSTEM

Legislation is Legislation may come from different sources including
proposed ministers, their staff, from recommendations of

commissions, and from parliamentary committees.

The proposal is Government agencies and ministers will be involved.
refined

Public input may be sought through the release of
Discussion Papers.

It goes to Cabinet Usually Cabinet approval is needed for the proposal to
proceed.

Party approval is This is a good point of influence for advocates who
sought support your issue can request changes to the proposal.

The bill The bill is read a first, second and third time.
introduced

During the second reading, the bill may be debated
in detail and amendments are presented and voted
on.

Royal approval The Governor General (on the Queens behalf) gives
royal approval to the bill – it is now an Act of Parliament.

Many of the countries in the Western Pacific Region will have
a different system of law making.  However, this model
indicates the different stages in the process.  In each country
these different stages need to be identified so that the
advocacy effort can be effectively targeted.

Being involved in the budgetary process is a key activity for
advocates seeking policy and programme solutions to their
issues.  While the process may vary from country to country
there are two areas to investigate:

• What is the timing of the process (that is, when is the
most effective time to feed ideas into the process)?

• What are the costs and pay-offs for your proposed
solution (that is, in what economic terms can your solution
be sold)?
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IIIIINFORMANFORMANFORMANFORMANFORMATIONTIONTIONTIONTION S S S S SHEETHEETHEETHEETHEET 4.3 4.3 4.3 4.3 4.3

DECISION MAKING MODELS

Rational model: This is the classical, scientific approach to
decision-making which views the process as essentially
orderly and rational.  A problem is defined and isolated,
information is gathered, alternatives identified, and an end
is established.

Garbage can model: This describes decision-making
processes in organizations which are characterized by
ambiguity, where objectives are ill-defined or inconsistent
for individual decision-makers.  The model applies when
resource constraints are high and it encapsulates the
complex environment which surrounds organizational
decision-making.  This is often found in the public health
system and is very hard to affect.

Contingency model: The contingency approach considers
organizational goals and structures as dependent
(contingent) upon technological and environmental forces
rather than as properties to be manipulated at will by
management.  This is often used as an excuse for not
proceeding with change.

Organizational process model: This model recognizes a
real difference between an individual decision-maker and
an organization, emphasizing the centrality of routines and
procedures in reducing the effects of uncertainty.  It is
important to understand the difference between individual
and organizational decision-making.

Incremental model: This approach suggests that there are
interrelated decision-making processes which may be
depicted as a sequence of steps, or series, comprising:

1. an identification phase;

2. an alternatives development phase, and

3. a selection phase.

This model is often used when introducing a new specifically
funded programme, technology or capital works.

Political bargaining model: Underlying this model is the
view that individuals, groups and organizations have self-
defined interests to protect.  When faced with a decision,
participants in the process focus on those aspects which
they perceive as affecting their own interests and,
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consequently, a range of linked issues compete for attention,
rather than a single strategic problem requiring a solution.
Again this model is often seen in the health system.

As previously stated, understanding the model of decision-
making you are involved with will assist you to determine
how you should engage the decision-making process to
achieve your intentions.

Example

Take a few traditional decision-making activities to which you can
apply the test, and ascertain what type of model you are dealing with.

Legislative Budget Computer Changing
change  process hardware work

Purchase practice

Rational
Garbage can
Contingency
Organizational
Incremental
Political

The interesting thing in this exercise is that some of the
decision-making is unambiguous and easily understood (e.g.
legislative change and equipment purchase).  Whereas
others are ambiguous and complicated and therefore not
very transparent (e.g. budget process and changing work
practices).
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FACILITATOR’S GUIDE –
UNDERSTANDING POLICY

DEVELOPMENT PROCESSES
Facilitator’s

preparation time:
60 minutes

Group exercise time:
90 minutes

Resources:
Exercise Sheets 4.1 - 4.6

Information Sheets 4.1 - 4.2

Butcher paper, white board or black board

Pens/pencils/paper

Instructions:
• The exercise is best done with no more than 20 people.

• Read Module 4, Session 6 and go through each of the
exercises.

• Familiarize yourself with the Exercise Sheets and
Information Sheets.

• Make sure you have enough copies of the Exercise
Sheets for each participant in your group and that you
have the resources you need, e.g. pre-prepared butcher
paper.

• Introduce the topic and explain the objectives of the
exercise.

• Make certain that everyone in the group has a full
understanding of the problem being considered.

• Using the Policy Categorization Tool (Exercise Sheet 4.1),
categorize the policy examples provided.

Primary health care policy

Food safety regulations

Drug use regulations

Professional regulations

Course accreditation

Programme evaluation
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• Then ask the group to decide what policy it will be working
with and what category it falls into.

• Use Exercise Sheet 4.2 to determine where the policy is
in the policy development process.

• Use Exercise Sheet 4.3 to help the group understand
the nature, intent and impact of the policy with which it is
dealing.

• Now go to Exercise Sheet 4.4.  This tool will assist the
group to develop the interventions necessary to have an
impact on the policy.

• Use Exercise Sheet 4.5 to assist the group to understand
the type of political system they have in their country.

• If the group represents an organization, then use Exercise
Sheet 4.6 to understand the nature of their organization.
This is not necessary if it is an informal group addressing
the problem.

This completes Module 4, Session 6
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.1 4.1 4.1 4.1 4.1

POLICY CATEGORIZATION TOOL

What is it?

Policy Categorization is a technique for determining the type of policy
one is working with and how that policy might affect organizations and
population groups.

Who uses it?

An individual or group.

Why use it

To understand the type of policy you are working with and the group/
s it might impact on.

How to use it:How to use it:How to use it:How to use it:How to use it:

• If working with a group, explain to them the objective of
the exercise.

• Describe the policy in one sentence and write it down.

Policy description: _________________________________

_________________________________________________

• Agree on which description bests fits the policy you are
working with.

• Then agree on whether the policy applies to an individual,
organization or a population group by placing a • in the
appropriate box.

Policy description Individual Organization Population

Distributive

The provision of services or benefits to
particular segments of the population.
Distributive policies are characterizsed by the
relative ease with which they can be adopted
and implemented, since each policy can be
implemented more or less in isolation from
other policies.
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Policy description Individual Organization Population

Regulatory

The imposition of limitations or restrictions
on the behaviour of individuals or groups.
Regulatory policies are reasonably specific
and narrow in their impact. They determine
who is restricted and who is given greater
freedom.

Self-Regulatory

Sought by an organiszation as a means
of promoting its own interests. Self-regulation
may benefit an organiszation directly or
indirectly since being seen to be
self-regulatory may enhance the official
credibility of the organiszation.

Redistributive

Deliberate efforts by governments to change
the distribution of income, wealth, property,
or rights between groups in the population.

Finally summarize the policy description and what person,
organization, or group will be  impacted ________________

__________________________________________________

__________________________________________________

_________________________________________________
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.2 4.2 4.2 4.2 4.2

POLICY PROCESS ASSESSMENT

CHECK LIST

What is it?

Policy Process Assessment is a technique for determining where a
policy is in the policy development process.

Who uses it?

An individual or group.

Why use it?

To plan your course of action for advocating change based on where
the policy is in the development process.

How to use itHow to use itHow to use itHow to use itHow to use it

• If working with a group, explain to them the objective of
the exercise.

• Describe in one sentence the policy you will be assessing.

Policy description: _________________________________

_________________________________________________

• Then agree on where in the process of policy
development the policy is by placing a •in the appropriate
box.

Stage of development

Problem identification and agenda setting:
In which policy problems are defined and the policy agenda set.

Policy formation:
Is the stage in which policies are created or changed.

Adoption
Is the stage when the policy is enacted, or brought into force.

Policy implementation:
Includes the actions and mechanisms whereby policies are
brought into practice.

Policy evaluation:
The final stage in the health-policy-making process, includes
monitoring, analysis, criticism and assessment of existing or
proposed policies.
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Examples

Problem Policy Adoption Policy Policy
identification formation implementation evaluation

Discussion Ppaper X

Service Rreview X

Strategic planning process X X

Parliamentary inquiry X X

Parliamentary Bill X

Legislation X X

Implementation guidelines X

The result of this exercise will assist you to determine at
what point in the development of a policy you need to
influence the decision-making.  This exercise will ensure that
you are focused and minimize the effort you need to make.
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.3 4.3 4.3 4.3 4.3

POLICY ANALYSIS CHECK-LIST

What is it?

Policy analysis is a technique for understanding the nature, intent
and impact of a policy.

Who uses it?

An individual or group.

Why use it?

To assess the strengths and weaknesses of a policy.

How to use itHow to use itHow to use itHow to use itHow to use it

• If working with a group, explain to them the objective of
the exercise.

• Define in one sentence the policy you will be analysing.

Policy description: _________________________________

__________________________________________________

• Apply each question to the policy and provide a response.

Questions Response

What is the present policy?

How, when, and why did the policy come into being?

What influenced policy -makers to adopt a particular
course of action, what were the objectives of the policy?

Who are the policy-makers?

Which, if any, interest groups do they represent?

What have been the stages and methods, including
organizational arrangements and structures, used in
the policy-making process?

What interested groups, if any, have been consulted
and what sources and kinds of advice have been
obtained?

Is the process of policy -making that has been adopted
the best we can hope for? How might it be improved?
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Questions Response

Is it good policy?

What has it achieved?

Would a different policy be likely to yield better
results? For whom?

Does the present policy need changing?

Is it feasible to change it and in what ways?

• Summarize your analysis

Strengths

_________________________________________________

_________________________________________________

_________________________________________________

Weaknesses

_________________________________________________

_________________________________________________

_________________________________________________

The results of this exercise will assist you to understand the
strengths and weaknesses of the policy and guide you in
developing appropriate strategies for minimizing the
weaknesses and building on the strengths.
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.4 4.4 4.4 4.4 4.4

POLICY INTERVENTIONS

PLANNING FRAMEWORK

What is it?

The Policy Interventions Planning Framework is a tool for developing
the interventions necessary to impact on the policy.

Who uses it?

An individual or group.

Why use it?

To determine the best course of action to take.

How to use itHow to use itHow to use itHow to use itHow to use it

• If working with a group, explain to them the objective of
the exercise.

• Describe the policy in one sentence and write it down.

Policy description:_________________________________

________________________________________________

• Take each column separately and brainstorm (Exercise
Sheet 2) the answers to the questions

• go left to right when carrying out planned solutions.

• go right to left when planning solutions.
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Is the policy feasible Is the policy plausible
              (Can it be implemented?)                      (Can it be designed to make sense?)

Are the needed Are there appropriate Are there good Are there defined
resources available? programmes and strategies? policy goals and

activities objectives?

Identify Describe Define Identify

• List describe and • Existing services that • Alternative means for • Measurable aims,
quantify essential could contribute to achieving objectives; based upon:
resources: strategy; • detailed problem
• personnel • Reasons for believing analysis;
• funds • Needed services that strategy is plausible • explicit priorities;
• data are conceivable to based upon: value conflicts and
• technology help implement the • research and constraints.
• plant and equipment strategy; evaluation;
• management/other • expert stakeholder Problems are negative

systems • Evidence about opinion; statements.
• leadership applicability of possible • logic and brainstorm-
• enabling legislation, services drawn from: ing;key assumptions Goals are positive

regulations, insu- • known research and about external factors statements.
rance, memoranda evaluation studies; (current, future) that
of agreement • experts/stakeholder could effect strategy Objectives are measu-

opinion; rable steps towards
• personal observation achievement of goals
and experience. and resolution of

problems.

• Check the results with the group for accuracy and then
document a summary of your findings:

___________________________________________

___________________________________________

___________________________________________

___________________________________________

Is the policy feasible Is the policy plausible
              (Can it be implemented?)                      (Can it be designed to make sense?)

Are the needed Are there appropriate Are there good Are there defined
resources available? programmes and strategies? policy goals and

activities? objectives?
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.5 4.5 4.5 4.5 4.5

POLITICAL SYSTEM TYPE

ASSESSMENT TOOL

What is it?

Political System Type Assessment is a means for determining the
type of political system you have in your country.

Who uses it?

An individual who wants to influence or understand the political system
in which they live.

Why use it?

To clarify the nature of the political system which you want to influence.

How to use itHow to use itHow to use itHow to use itHow to use it

• Answer the questions listed below

You will need to find the answers to the questions through
your own research by contacting any one or more of the
following:

• Library

• Internet

• Parliamentary official

• Local Member of Parliament

Question Response

Consensus

Is there basic agreement on the most fundamental rules
of political life?
Is the political contest played by those rules?
Is there agreement on who is a citizen, and what the
rules for achieving power are?
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Question Response

Rule of law

Are there basic legal structures for public and private
activities and interactions?
Are basic human rights observed?
Is the rule of law applied equitably?
Is personal security guaranteed by the state?
Does the judiciary have integrity and is it independent?
Do similar like cases have similar outcomes?

Competition

Is there competition in the system?
Is there competition through elections, and in the media?
Can people legally organize to pursue their interests
and ideas?
Is there competition within government?

Inclusion

Are there problems of inclusion and exclusion?
Are any elements of the population excluded (formally
or informally) from meaningful political, social, or
economic participation because of religion, ethnicity,
gender, geography, or income status?

Good governance

Is there adequate governance by the state and by public
and private sector institutions?
Are these institutions accountable, transparent, and efficient?
Do political institutions work well?
Do they deliver what they promise?

Summarize the results of your assessment

Strengths _______________________________________

_________________________________________________

_________________________________________________

_________________________________________________

Weaknesses ____________________________________

_________________________________________________

_________________________________________________

__________________________________________________

You will use this information when developing your change
management plan.
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.6 4.6 4.6 4.6 4.6

POLITICAL ARENA ASSESSMENT

TOOL

What is it?

Political Arena Assessment is a technique for analysing the political
nature of an organization.

Who uses it?

An individual or group.

Why use it?

To understand the nature of an organization that has the issue or
problem.

How to use itHow to use itHow to use itHow to use itHow to use it

• If working with a group, explain to them the objective of
the exercise.

• Describe the issue/problem in one sentence and write it
down.

Issue/Problem ___________________________________

_________________________________________________

Name of organization ______________________________

_________________________________________________

Questions Comments

What is the entity’s structure?
E.g. Public/private

For profit/Not for profit
Religious/Non sectarian
Local, State or National Government

What are the stated mission and goals?
E.g. Values clarification (see Exercise Sheet 21)
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Questions Comments

What subgroups or committees have responsibility
for the issue?
E.g. Where are they located?

When do they meet?
What are their terms of reference?
Who is the contact point?

What are the formal and informal methods of
communication of the entity?
E.g. What is the chain of command

Are there public reports available?
Is there an informal network and way of operating?

What is the budget process? How might an individual
influence it?
E.g. How much money is available?

Who makes the decisions?
When are they made?

• Check the results with the group for accuracy and then
document a summary of your findings:

_________________________________________________

________________________________________________

________________________________________________

________________________________________________

You will use this information when developing your change
management plan.
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FACILITATOR’S GUIDE –
UNDERSTANDING DECISION-
MAKING PROCESSES

Facilitator’s
preparation time:

60 minutes

Group exercise time:
90 minutes

Resources:
Exercise Sheets 4.7 - 4.9

Information Sheet 4.3

Butcher paper, white board or black board

Pens/pencils/paper

Instructions:
• The exercise is best done with no more than 20 people.

• Read Module 4, Session 7 and go through each of the
exercises.

• Familiarize yourself with the Exercise Sheets, Information
Sheets, and Skill Sheets.

• Make sure you have enough copies of the Exercise
Sheets for each participant in your group.

• Make sure that you have the resources you need, e.g.
pre-prepared butcher paper.

• Introduce the topic and explain the objectives of the
exercise.

• Make certain that everyone in the group has a full
understanding of the case study being considered for
stakeholder analysis.

• Begin with Exercise Sheet 4.7, which will assists the group
to determine what type of decision-making process it will
be entering.

• Then use Exercise Sheet 4.8 to assist the group to
determine the level of resources available to assist when
accessing the decision-making process.

• Now go to Exercise Sheet 4.9, which will help the group
assess when in the decision making-process they should
enter to advocate for change.

This completes Module 4, Session 7
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.7 4.7 4.7 4.7 4.7

TYPE OF DECISION-MAKING

ASSESSMENT TOOL

What is it?

The Type of Decision-Making Assessment Tool assists you to
determine what type of decision-making process you are entering.

Why use it?

To determine what type of response you need to plan when entering
the decision-making process.

When to use it?

When you need to know be clear about how to enter the decision-
making process.

How to use itHow to use itHow to use itHow to use itHow to use it

• Write down the details of who made the decision and what
process was used to make the decision.

• Determine as to whether the decision was structured or
unstructured.

• Determine whether the decision was operational or
strategic.

• Place a mark in the quadrant that best describes the
decision.

Statement  ______________________________________

_________________________________________________

          Structured

    Operational     Strategic

        Unstructured
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Unstructured decisions require managerial judgement and
consideration of unsupported evidence.  They may also
require consideration of qualitative factors, ethical
judgements or simply personal taste; they may also be the
result of a decision-maker’s inability to fully comprehend a
structure in a complex situation.

Structured decisions are often those which can be
automated and where often a single ‘best’ solution can be
identified. Many problems are difficult to structure without
ignoring important qualitative features.

Strategic planning decisions can be defined as those
concerned with deciding the objectives of an organization,
the resources used to attain the objectives and policies
governing acquisition, use and disposition of those resources.

Operational control decisions can be seen as the process
for ensuring that resources are used efficiently in the
accomplishment of the organizational objective.
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.8 4.8 4.8 4.8 4.8

RESOURCE ASSESSMENT TOOL

What is it?

The Resource Assessment Tool assists you in determining the level
of resources you have available to assist you when accessing the
decision-making process.

Why use it?

To determine who is available to assist with the task of infiltrating
and influencing the decision-making process.

When to use it?

When there is a need to assess the level and type of resources you
have available to you before infiltrating the relevant decision-making
process.

How to use itHow to use itHow to use itHow to use itHow to use it

• Complete the exercise with a small group of interested
colleagues.

• Explain what you want to achieve by doing the exercise.

• Refer to the results of your stakeholder analysis and
relationship building.

• List the people/organizations from these exercises who
can assist you access the decision and influence the
decision-making process.

• List the skills each have and their level of interest in
assisting you.

• Make comments on what you may need to do to assist
them to support you.

Person/Group Skills/Interests Comments
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 4.9 4.9 4.9 4.9 4.9

ENTERING THE DECISION-
MAKING PROCESS TOOL

What is it?

The Entering the Decision-Making Process Tool assists you to
assess when in the decision-making process you should enter to
advocate for change.

Why use it?

To determine when your advocating will be most effective.

When to use it?

When you are ready to advocate for change and need to determine
when it is the right time to take action.

How to use itHow to use itHow to use itHow to use itHow to use it

• Complete the exercise with a small group of interested
colleagues.

• Explain what you want to achieve by doing the exercise.

• Using the results of the Resource Assessment exercise
you know what resources you have available to you and
take this into account when determining the appropriate
entry point.

Stage Entry point Comments

Agenda Setting

Formation

Adoption

Implementation

Evaluation
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Example

Stage Entry point Comments

Agenda setting Second step would then Resetting the agenda requires constant
be to reset the agenda. vigilance and can be quite time resource

intensive

Formation

Adoption

Implementation

Evaluation Enter at this stage. The decision to alter the budget and
staffing levels has been made so an
evaluation of the outcomes of the decision
needs to be made.



4 24 24 24 24 2
MODULE 4:  Understanding the policy, political and decision-making processes



4 34 34 34 34 3
MODULE 4:  Understanding the policy, political and decision-making processes



4 44 44 44 44 4
MODULE 4:  Understanding the policy, political and decision-making processes


