Introduction to Strategy in the Public Sector

Mark H. Moore

Purpose
This is a four class sequence distributed across two days. The purpose is to introduce a framework that has proved useful to managers as they consider how they might best deploy assets to create public or social value. The framework was originally developed for government managers, but has since been used successfully by non-profit and (to a lesser degree) for-profit managers. It has also proved useful to those who are trying to start a new enterprise, or evaluate a policy proposal’s feasibility. The framework is often called “the public value framework,” or “the strategic triangle.” The framework is intended to give you some guidance as you make strategic calculations about how to use assets you have to improve educational outcomes. 

Many of you had a brief introduction to this concept at the class that was presented as a “sample class” last Spring at the Orientation Day. We will take up the concepts merely suggested there in earnest in these four class sessions. We will come back to these concepts repeatedly throughout the year. Ideally, you can begin to make them your own, and make them do the work for you that they are intended to do: namely, to help you diagnose the educational environments in which you are operating, imagine actions that you could take that could increase the performance of the operational system you are trying to shape, identify the key risks that you will be taking in a proposed course of action, and give some guidance as to how the risks might be mitigated. 
Class 1: Understanding the Position, Mind, and Calculus of a Public Value Creator
You have been selected from a large candidate pool because you have demonstrated that you are one of those folks who have what I describe as “restless, value-creating imaginations.” No matter what position you find yourself in, you want to do something with that position – to make something happen, to have an impact, to create something that is valuable for particular individuals and your community as a whole. The field in which you have chosen to work is education. But the particular positions from which you can contribute the field are many and various. An important question is whether there is some way to think about the practical problem of producing a valuable social result that is (at least to some degree) independent of the position you occupy; or, more precisely, that could be useful to you no matter what position you occupy. If so, it would be important to learn these ways of thinking. We will explore this question by returning to the Case of the Librarian that we used at the Orientation Session last Spring. 
In preparation for this class (and the following), please read the following:

1) Mark H. Moore, “The Case of the Librarian”

Be Prepared to Discuss the Following Questions:

1) Is the Librarian a public manager? What makes her this? What resources are hers to deploy? What purposes does she seek to achieve? Who legitimates and values those purposes? 

2) What do you think the library’s “mission” is? What important public or private values is the library seeking both to advance, and to reflect in its operations? Has this changed over time? If you are not sure of the mission, how could you find out?
3) Do you think that accommodating the “latch key children” is part of the Library’s mission? Would an effort to create a program for the latch key children constitute an innovation? If so, what kind? 

4) As a government manager, what do you think the Librarian should do in this situation?

5) Now imagine that the librarian is managing a nonprofit, private library. What is different about her situation? Would your recommendation for action be similar or different? Why?

6) Now imagine that the librarian is managing a for-profit private library. What is different about her situation now? Would your recommendation for action be similar or different? Why

7) What are the critical skills that the librarian must rely on to sort out her situation regardless of whether she is a government, non-profit, or for-profit manager?

Class 2: The Public Value Framework
In this class, I will present the core ideas of strategic management in the public sector. This will be an interactive presentation that will draw heavily on the discussion from the class before. I provide some background readings below, and it would give you a leg up in being able to discuss and challenge the basic concepts if you had read them. But the most important thing to bring to the class is  to bring your close, skeptical attention to what is being argued, and your willingness to share your skepticism with one another.
Readings:

1) Mark H. Moore, Creating Public Value, (Cambridge, Mass. Harvard University Press, 1995) Chapters 1, 2, 3

2) Mark H. Moore, “On Creating Public Value: What Nonprofit (And For Profit!) Managers Can Learn from Government About Strategic Management” (Cambridge, Mass: Hauser Center, 2003)

Questions to Consider:

1) When someone tells you they are taking a “strategic” look at something, or acting “strategically” in dealing with a problem, what do you think they usually mean? What were the strategic parts of the Librarian’s challenge?

2) Do you think it is possible to manage strategically in government? What factors make it difficult or easy?

3) One connotation of the word strategic is “well adapted to the external environment.” What parts of  the external environment do for-profit managers learn to pay close attention to, and to carefully diagnose when imagining actions they might take? What parts of the external environment should government managers pay attention to, and carefully diagnose? How about non-profit managers?
4) What gives for profit organizations the legitimacy and support they need to operate? What gives government agencies the legitimacy and support they need? How about nonprofit organizations?

5) What exactly is the difference, if any, between public value and private value? How could we tell if we were producing public value?

Class 3:  Leadership and Innovation in the Public Sector
In this class, we will look closely at a public manager trying to help his community, the political executives who lead the community, and his own organization respond to a new and troubling circumstance. The official is the police commissioner. The troubling circumstance can be viewed in two somewhat different lights: on one hand, the community has been traumatized by two murders; on the other, the police have done what the police are supposed to do (catch the bad guys), but the community is still upset. The important question is what constitutes excellent leadership in this situation. 

In preparation for this class (and the following), please read:
1) Fighting Fear in Baltimore County (KSG Case 938.0)
2) Heifetz, Ronald A., Alexander Grashow, and Marty Linsky, The Practice of Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World  (Boston, MA: Harvard Business School Press, 2009).; pp. 13-40  “Run Experiments”and pp. 277-288 “The Theory Behind the Practice.” 
Be prepared to discuss the following questions:

1) What exactly is the innovation that Commissioner Behan seeks in this case? What innovation does he get?

2) What gives him the room to innovate? How much room does he have? What does he need to do to hold open the space for innovation?

3) Describe the particular actions that Behan takes to stimulate innovation in his organization. Do you think that all these steps are necessary and required? Could some have been done differently? Why do you think he chose this particular way of proceeding?

4) How important is the innovation that results from Behan’s efforts in Baltimore County? How much of the Department’s total assets should be devoted to the new aims, and the new methods of policing? How can he sustain the innovation and get it to the right scale within his organization? 

Class 4: Imagining How One Might Change a Broad Social Sector
In this class, we will consider the impact of Behan’s innovation in the wider field of policing.  We will use the idea of “strategy” to understand what the “traditional” strategy of policing had been in the United States, and the particular ways in which it was being challenged by Behan’s leadership, and the work that his department was doing. We will then consider various points of leverage that might be used to shift the dominant strategy of policing in the country. Finally, we will try to apply the lessons to education: to see if we can describe a dominant strategy of education in the United States, understand its strengths and weaknesses, and understand how it might possibly be changed. This last part is intended just to get our thinking started about our core work, which is to provide leadership that can change organizations, and change fields. 
Reading:

1) Mark H. Moore, The Evolving Strategy of Policing (Cambridge, Mass: HKS Program in Criminal Justice, _____)

Specific questions to consider and discuss are the following:
1) The United States has more that 17,000 independent police departments. This makes the United States very different from other nations in the world which have many fewer departments covering larger areas. Why did the United States decide to radically decentralize the task of policing? What strengths were associated with this move? What weaknesses?

2) Despite the fact that there are 17,000 independent units, most of them looked and operated in pretty much the same way in the mid-1970’s and mid-1980’s. They all seemed to follow the strategy described by Moore and Kelling as the “professional strategy of policing. Why do you think that was true? Was it good or bad that they were all pretty much the same?
3) What were the core elements of the professional strategy of policing? Were they coherent? Did they make sense? Why did this model survive and dominate the field?

4) In what important ways did Behan’s work challenge the professional strategy of policing? 

5) What are some processes that would cause the model that Behan developed to either fade away and die, or not only to survive in Baltimore County, but spread to other police departments? What can Behan himself do to increase the chance of his idea surviving and spreading?
