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ABSTRACT

The purpose of this research was to study the implementation of the
Aiberta Family Policy Grid as experienced by middle managers in the
Alberta government. The implementation of the Grid was a planned change.
The goal of implementing the Grid was to improve the government's family
policy-making system.

A conceptual framework was deyeloped. The framework was
comprised of seven elements proposed to facilitate a planned change in a
government context. The application of these elements to the
implementation of the Grid were considered possible facilitators toward the
implementation of the Grid in government.

A qualitative approach was employed to study the change process.
Specifically, the method of ethnography was used to capture the process of
implementation within the culture of the Alberta provincial government. Data
for this study were collected primarily by means of face-to-face unstructured
interviews. As well, some telephone interviews, documentary analyses and
participant-observations were completed. Face-to-face interviews were
conducted with 18 middle managers, as well as three senior government
officials and four other key participants not associated with a particular
government department. In addition, 14 telephone interviews were
conducted with front-line managers. Furthermore, members of the Premier’s
Council in Support of Alberta Families were interviewed periodically

throughout the study and some the Council’'s documents were analyzed.



Through the analysis of the findings, factors emerged to describe
what hindered the implementation of the Grid. Through further analysis and
comparison with the conceptual framework, five of the seven elements of
change emerged as most distinct in explaining the actual implementation of
the Grid. The Grid as the instrument of change also emerged as significant
to understanding implementation. The actual change process is described
in the discussion as, “implementation stalemated”.

Through additional analysis, two themes emerged to exglain overall,
what occurred to stalemate the implementation of the Grid. The first theme
was the power of senior officials. The participants explained that individuals
or groups need to have power if they are to lead or direct a planned charge.
in addition, the participants explained that power must be shared with the
front-line for a planned change for families to be realized. The leader and
change agent were not in power-holding positions in government and power
was not shared with the front-line, which helps to explain the implementation
stalemate. The second theme was the lack of congruence between values.
There was a lack of congruence between the values and assumptions of
senior officials in the current government and the values and assumptions
embedded in the planned change. The clash of values contributed to the
stalemate of implernentation. It is recommended that an authority structure
for families be established and a critical thinking approach to family policy-

making in government be encouraged.
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Chapte: One

Introduction to the Study

intr tion
The family is the single greatest influence on our lives, shaping who
we are, how we feel about ourselves and how we approach the
challenges of life. Government policies, programs and laws play an
important part in the lives of individuals and families. Policies must be
assessed to ensure that they encourage healthy family functioning
and strengthen the capacity of families to meet the needs of their
members...The Family Policy Grid provides a framework for
departments to use in developing and assessing policies affecting
families. (Alberta Premier's Council in Support of Alberta Families,

1992a, p. 1)

Over the last 30 years, Canadians have chosen family lifestyles that
have created diverse familial groups. These choices have resuited in later
marriages, smaller families, open adoptions, gay and lesbian families, child-
free families, the use of new reproductive technologies, an increase in
divorce and single-parent families, and so forth (Alberta Premier's Council in
Support of Alberta Families, 1992c; Eichler, 1988). The environment in
which these diverse familial groups live is also rapidly changing. This
challenging ecology for family life strains family well-being and creates the
nead for social support, which has significant implications for governments.

Several groups have been pressuring governments to act in more
systematic and direct fashions to meet the various needs of families (Edgar,
1988; Edwards & Snyder, 1988; Kamerman & Kahn, 1976 ).'These

demands have caused governments to speak out on family issues, articulate

commitment, and go beyond mere promises to act ort behalf of families.



In Canada, governments are acknowledging family stability and
family well-being as issues demanding some form of action (Kierer:, 1991).
in 1989, McDaniel noted that a central issue in every Canadian election has
been the needs of families, although the focus of the latest elections it
Canada has shifted to deficit issues. In the United States, family well-being
was listed as one of the top national priorities for the 1990's (Langley, 1991).
Although not a government, the United Nations recognized the need to act
for families by designating 1994 as the "International Year of the Family."
Thus, although deficit issues are the focus of most current governments, they
also have acknowledged their role in working with families. However,
governments have acted out this role in a variety of ways, which ¢ “*en have
resulted in unintended impacts, contradictory policies, and limited attention
to the diverse types oi families.

in 1992, the Alberta government developed a family policy framework.
This framework was a policy on policy-making or what Dror (1968) terms a
metapolicy. A metapolicy is unique in that it is an umbrella policy that
"astablishes overall principles and :ules for policy-making” (Dror, 1968, p.
164). With these principles and rules, a metapolicy establishes boundaries
while allowing policy-makers to adjust to novel problems and changing
political and social conditions (Dror, 1968, 1971). A metapolicy also outlines
the domain of issues, or what can and cannot be considered a policy issue
(Hinings & Greenwood, 1988). Furthi:inore, because a metapolicy is

designed to improve the quality of policy-making, it can be considered "the



most important level of policy sciences" (Dror, 1971, p. 280). The
government called its metapolicy the Alberta Family Policy Grid, also
referred to as the Family Policy Grid or the Grid. The Grid is illustrated in
Appendix A.

Specifically, the Grid was a statement cf eight principles that were to
be used to develop and assess policies affecting Alberta families and
increase the government’s sensitivity to how its policies impact on family
well-being. The Grid's central question is "will this policy be supportive and
encouraging toward Alberta families?” (Alberta Premier's Council in Support
of Alberta Families, 1992a, p.1). The intent was to bring all legislation,
policies, programs, and administrative activities of government in line with
the principles reflected in the Grid.

Statement of the Problem

The development of the Family Policy Grid was orchestrated by the
Alberta government. The Grid’s implementation was an example of a
planned change; it was "a conscious, deliberate, and collaborative effort to
improve how a system currently operates” (Bennis, Benne, & Chin, 1985, p.
4). The goal of this planned change was to improve the government’s family
policy-making system. The Alberta government determined that policy-
makers should assess all current and proposed government policies for their
impact on families in order to improve its policies for families and, ultimately,

provide better support to families. This goal, which was to be realized



through the implementation of the Family Folicy Grid, involved a significant
change in the process of government policy-making.

Implementing a major change in government is very complex.
Numerous factors exist within a government that can affect how a change
unfolds. Thus, this study was designed to discover and document the
process involved in implementing the Family Policy Grid within the context of
the Alberta provincial government.

R rch tion

One question was developed to track the implementation of the Grid
and document the change process: “What is the nature of the process of
implementation of the Family Policy Grid as experienced by middle
management?”

Initially, 1 wanted to take a broad perspective and interview senior
officials, middle managers, and front-line workers about their experiences
implementing the Grid. As the study evolved, it became apparent that
middie managers were most familiar and had the most experience with the
Grid. | made the decision to focus on middle managers, and thus, i
narrowed the research question by including “as experienced by middle
management.” The interviews conducted with senior officials and front-line
managers provided data that were compared with the data provided by the

interviews with middie managers.



Background to the Problem

The implementation of the Grid throughout the Alberta government
involved a complicated change process. Three factors identified in the
literature further complicated the process of implementation: taking
implementation for granted, the nature of government, and past attempts at
supportive initiatives for families.

Taki impl ntation for Grant

The policy implementation process is important because it translates
a policy into outcomes and impacts. However, to public administrators and
to some scholars, implementation is often a taken-for-granted process.
Public administrators may take policy implementation for granted because it
is commonly assumed that once a policy is developed, implementation will
automatically result (Fox, 1987). This attitude has lead to a conceptual
separation of policy development and implementation and has resulted in a
neglect of policy implementation (Golembiewski, 1987). In addition, pubilic
administrators may take implementation for granted because of the difficulty
of managing the numerous factors that affect the implementation process
and influence its eventual success or failure (Alexander, 1985). Taking
implementation for granted is evident in the management of the public
sector. Those trained in public management have a strong orientation
toward the development of public policy but :.ot toward implermentation

(Golembiewski, 1987).



Consequently, it is likely that individuals responsible for implemer;ting
the Grid would not have given a great deal of attention to the implementation
process, and they weuld not have had the experience necessary tt» manage
the factors that could affect its implementation. Thus, taking implementaticn
for granted in the past complicated the process and contributed to the
challenge of implementing the Grid.

Before the late 1970’s, many scholars also took the implementation
process for granted. Instead of studying implementation, policy studies
traditicnally concentrated on two domains: policy development and policy
evaluation (Fox, 1987; Golembiewski, 1987; Hoogerwerf, 1990).

The interest in implementation in the 1970’s occurred when
researchers, lead by individuals such as Pressman, Wildvasky and O'Toole
discovered that many policies failed for reasons related to their
implementation and not to problems inherent in the policies themselves
(Linder & Peters, 1990). The gradual increase in implementation research
since the 1970's has been developing into a significant body of research.
However, compared to the research on policy development and evaluation,
policy implementation research is still in its infancy. Itis evident from the
calls for implementation research in the 1990's tnat huge gaps remain in oL
knowledge of the implementation process (Linder & Peters, 1990).

Accordingly, the lack of research on implementation in comparison tc
development and evaluation complicated the implementation of the Grid.

The implementation research did not provide implementers with a clear



picture of how the implementation of a metapolicy, like the Grid, might occur
in the Alberta government or what factors might influence or derail this
process. Furthermore, since scholars typically concentrated on policy
development and evaluation research over implementation research, public
administrators may have also concentrated on policy development and
evaluation and thus, taken policy implementation for granted.

Consequently, taking implementation for granted created an overall
policy-making climate that did not encourage officials to invest time and
energy in this stage of the policy process. Therefore, taking implementation
for granted became both part of the background and an obstacle to
implementing the Grid throughout the Alberta government.

The Natur f vernment

The nature of government, characterized by its size, bureaucracy,
heterogeneity, and political features makes implementing any major change
complex. The size of government is believed to be one of the biggest
obstacles to implementing a change in government (Downs, 1967; Goodsell,
1983; Graber, 1992). As an organization increases in size, there is an
increase in its "specialization of functions, personnel and formal control
systems,” which act to constrain the facilitation of a planned change (Hinings
& Greenwood, 1988, p. 45). The number of departments as weil as divisions
within these departments makes coordinating and communicating change
very difficult. Thempson (1980) summarizes it best by asking, "What do you

do with the many hands in bureaucracy?" Furthermore, a large organization



usually has a large bureaucracy with strongly entrenched policies and
practices (Daft, 1992).

Government bureaucracy is characterized by: a) a high division of
labor, with each employee being assigned a specific and clear task io
perform; b) the standardization of work practices, which ensures that duties
are performed in a predictable, routine manner; c) the formalization of rules
and documentation, which describes, in written form, behaviors and
activities; and d) the centralization of hierarchically located authority, which
operates as a mechanism for supervision and control (Daft, 1992; Hinings &
Greenwood, 1988). These characteristics deter interdependency,
communication, and teamwork among and within departments. The strong
vertical barriers discourage sharing goals, management processes, and
decision-making. In contrast, the implementation of the Grid relied on highly
interactive, interdependent, communicative relationships. Under these
circumstances, the implementation of the Grid was bound to be a ditficult,
complex process.

Government is also a very heterogeneous organization, identified
through a number of very diverse departments that differ according to their
goals, specialization, resources, and power. The heterogeneity in
government means that each department basically pursues its own interests,
which are often incongruent with the interests of other departments. Wilson
(1972) concludes that the greater the diversity of an organization, the less

chance that an innovative change will be adopted. Furthermore, the



interplay between heterogeneity, or the pursuit of various interests, and
interdependence, or the pressure to have highly interactive relationships,
sets the stage for conflict (Langhorn & Hinings, 1987). Heterogeneity makes
it difficult to obtain agreement on the need for a change and how to
accomplish a change. Given the heterogeneous nature of government, it
was expected that the implementation of the Grid, in the Alberta government,
would be a complex process.

Furthermore, implementing a change in government is complicated
because the process is political. Implementing a change is political because
individuals with power choose among values to support, which in turn,
determines the priorities and direction of government. Simply put,
implementation of the Grid depended on how individuals with power
perceived the Grid and whiether or not they considered it a priority of
government. This political environment of a government can be an obstacle
of implementing a new policy. Therefore, the nature of government,
characterized as large, bureaucratic, heterogeneous, and political, can
create a relatively inhospitable context for a major change to policy-making
for families.

Past Attempts at Supportive Initiatives for Families

The attempts by governments to respond to the changes in families
over the last three decades, through initiatives and policies, have been less
than exemplary and have been criticized for failing to act on behalf of

families. For example, in the United States, the 1980 White House



Conference on the Family focused on Specific ISSUes O Caritein wiatuny,
but it was denounced because it failed to develop a workable policy
program (Steiner, 1981).

In Canada, provincial governments also have tried to show their
support for families. For example, Saskatchewan, New Brunswick, and
Newfoundland have created special government foundations, institutes, or
councils for families (Mayan, 1992). British ©~lumbia and Quebec have
both named a separate Minister responsible for families. Aiberta, British
Columbia, Manitoba, New Brunswick, North West Territories, Nova Scotia,
and Prince Edward Island have acknowledged families by specifically
creating a family service department or a family division within an existing
department (Mayan, 1992). Most provinces and both of the territories have
named Secretariats or Advisory Councils responsible for youth, seniors, and
women, and within the scope of their mandates, these secretariats and
councils are expected to act indirectly for families (Mayan, 1992). However,
in spite of all these Canadian initiatives, few have resulted in direct and
sustained support for families.

Quebec is the only province that has acted directly, with particular
success, to develop an initiative that supports families. The declining birth
and marriage rates, an increase in divorce and common-law marriages, and
an increase of mothers in the labor force prompted the Quebec government
to adopt a family policy for the province (Le Bourdais & Marcil-Gratton,

1994). In 1987, the Quebec government established a strong administrative



structure to act for families. A Minister responsible for the family was
appointed, a Secretariat on the Family was established to provide the
Minister with services required to implement family policy within the
government, and an Advisory Council on the Family was set up to act as a
liaison hetween the community and government and to formulate
constructive criticism of the initiatives proposed by government (Le Bourdais
& Marcil-Gratton, 1994). These administrative structures are still in place.

Since 1988, the Quebec government has proposed three action
plans. These action plans have resulted in changes to the minimum labour
standards for working parents and a birth allowance for each child born into
the family. ‘They have focused on a series of preventative measures dealing
with prenatal care, teenage pregnancy, violence in the family, adoption, and
new reproductive technologies. They have included strategies to reconcile
work and family and there has been an emphasis on involving municipal
and community actors in promoting a family orientation throughout the whole
of society (Le Bourdais & Marcil-Gratton, 1994).

The Quebec family policy is not without criticism. It has been primarily
criticized as a pro-natalist policy designed to promote procreation rather
than to provide support for individuals who become parents (Le Bourdais &
Marcil-Gratton, 1994). However, the progress the Quebec government has
made toward providing support for families is exemplary and cannot be

dismissed.



The International Year of the Family brought more attention to family
concerns and the need to provide support for {amilies. In 1993, the Canada
Committee for the International Year of the Family developed a document
entitled “The Need for a Policy on the Family in Municipal Governments.”
This document was recommended to municipal governments, but
implementation was left to the discretion of these governments. | contacted
two municipal governments in Alberta, and as of August, 1995, this
document has not prompted any action by these two municipal
governments.

The 1994 International Year of the Family sparked world-wide
meetings about families. The Canada Committee for the International Year
of the Family was involved in a wide range of activities that were directed
toward “increasing awareness of the contribution made by families to
Canadian society and enhancing understanding of the issues faced by
Canadian families” (Canada Committee for the International Year of the
Family, 1995, p. 1). In January, 1995, this Committee made two major
recommendations to the federal government regarding how it could provide
support for families. It called for the establishment of a Federal Secretariat
for the Family and a nongovernmental National Family Policy Organization
(Canada Committee for the International Year of the Family, 1995). The
Canada Committee for the Internationai Year of the Family was disbanded in
April, 1995, and the likelihood that these organizations will be established is

questionable.
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In 1995, the government of New Brunswick established a Family
< R

Policy Secretariat and in September, 1995, it released a policy framework
similar to the Alberta Family Policy Grid. It is too early to note the progress of
New Brunswick’s policy framework. Also in 1995, two governments, one in
Belgium and the other in Ireland requested members of the Premier's
Council visit to assist them in setting up Councils for the Family and to
introduce the Grid to their governments.

These examples demonstrate that governments have the desire to
develop strategies to deal with the needs of families. This desire is
encouraging, but it is only valuable if these plans and initiatives effectively
deal with the needs of families. A great deal can be learned from the
province of Quebec; for instance, how it established specific structures
responsible for families and targeted and addressed certain family issues.
However, to date. the family policy arena is haphazard and even
contradictory in the support it provides for families.

Both the need for and the obstacles to implementing initiatives for
tamilies is demonstrated by the past attempts and planned future attempts at
moving toward supportive initiatives for families. Past attempts demonstrate
how difficult it is for governments, which would include the Alberta
government, to develop and implement initiatives that will meet the needs of

families.
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Significance

The purpose of this study was to document and analyze the
implementation of the Alberta Family Policy Grid. In particular it focused on
the factors that affected the process of change and the implementers’
behaviour toward or away from implementing the Grid. The resuits of such
an inquiry have the potential of clarifying concepts related to and affecting
the implementation of family policies. Such conceptual clarification can
refine our theoretical understanding of the implementation process.
Understanding the factors that influence the nature of implementation is
important to a theory of policy implementation in general, but these factors
can also add, more specifically, to a theory of policy implementation in.a
government context.

In addition, such clarification should ultimately shape the manner in
which government designs policy initiatives. Policy-makers might be able to
better manage the factors that block implementation in a government
context. Policy-makers might be more likely to anticipate implementation
difficulties and incorporate both preventative and problem-solving strategies
into the implementation process. The specific delineation ot implementation
during a major change in government leadership will also be useful. The
likelihood is increased that policy-makers will be able to design planned
changes for families congruent with the culture and context in which they will
be implemented. Thus, the results of this research might make it easier for

policy-makers to manage a planned change in government.
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Finally, and most importantly, the results of this study might indirectly
benefit families. As scholars continue to conduct research on plarned
change and focus on improving policies for families in a government context,
there is a chance for greater awareness of family needs and the
development of strategies for :neeting these needs. As a resuit of
implementation research, policy-makers might become more sensitive to the
management of the policy-making process for families, which might result in
more direct and intended policy impacts on families. These activities by
scholars and policy-makers have the potential to benefit families.

Definition of Terms

For the purposes of this study, six key terms were defined.
Family Policy

A policy is designed when there is 2 problem to address or a
discrepancy between a current and desired state. A policy is a decision
regarding the pursuit of a desirad state or a specific goal or value
(Zimmerman, 1988). Family policy, then, is a decision regarding the pursuit
of a goal or value specifically related to families. The purpose of making
these decisions and of designing ramily policies is to improve the quality of
life in families (Zimmerman, 1992). Family policy should not be restricted to
one particular type of family, but it should address al!l forms of families across

the life-span (Kamerman & Kahn, 1978).



Family Policy-Making

Family policy-making is a comprehensive process that includes
developing the policy, implementing it and evaluating its effects. Improving
family policy-making includes improving the processes ot policy
development, implementation, and evaluation.
Implementation

The familiar definition of implementation is the act oi “carrying out” or
“nutting into effect” a policy; it is what occurs after a policy has been
developed (my emphasis) (Mazmanian & Sabatier, 1989). In this research,
implementation consisted of planning for implementation or “setting the
stage” for implementation, and it occurred while the Grid was being
developed. Implementation involved organizing who was to receive the
Grid, who was to implement it, when, and under what conditions. Therefore,
implementation in this study is defined as “setting the stage” for the
introduction of the Grid as well as the activities involved in putting the Grid
into effect after it was developed.
Government

The term “government” refers to the Alberta provincial government.
Although using this term is analytically convenient, it is important to note that
the term is not used to personify government. The term “government” is
used to represent the numerous individuals who make decisions and take

actions within government.
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The term “Senior officials” refers to the Premier, Cabinet Ministers,
Deputy Ministers, and Assistant Deputy Ministers. In some cases, the
Premier is referred to separately and in these cases, senior officials refers to
Cabinet Ministers, Deputy Ministers, and Assistant Deputy Ministers.
Middie Managers

The term “Middle managers” refers to the individuals with the
following titles: Executive Manager, Executive Director, Manager, Director,
Assistant Director, Consultant, and Policy Analyst.

Front-line Workers

The term “Front-line workers” or “Front-line managers” refers to the
individuals responsible for the direct delivery of services to families.

| Delimitations

This study focuses on one stage of the implementation process as
viewed primarily by middie managers within the Alberta provincial
government. In addition, input from senior officials and front-line managers
was gathered to clarify and contrast the comments made by middle
managers. This study does not include if and how the Grid was
implemented by nongovernmental agencies or community groups who
might have applied the Grid to their work. As well, the study focuses on
implementation alone. The impact of the Grid on family life was not
explored. The stages of development, evaluation, and impact are discussed

only as they relate to the implementation process.
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My Interest in th

| have aiways been fascinated by the relationships between and
among family members. These relationships are some of the most profound
and influential an individual ever experiences. However, the stresses
experienced by individuals in today’s families make it difficult for families to
establish and maintain healthy relationships and live and stay together. |
believe government has a role in making family life easier and better.

I am also intrigued by government. The responsibilities of
government and how government manages these responsibilities intrigue
me most. More specifically, governments have certain responsibilities to
their citizens, but what these responsibilities are and the extent to which they
are provided are open to debate. | welcome being part of this debate,
especially when it concerns governments’ responsibilities to families.

My fascination with families and interest in government led me to
complete a practicum placement at The Premier's Council in Support of
Alberta Families in 1991. During this time, the Council was developing the
Grid and planning for its implementation. In response to these activities, |
began to question if and how the Grid would be used and by whom. This
initial questioning, coupled with my belief in governments’ responsibilities to
provide support to families, compelled me to set forth to study the

implementation of the Grid.
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Chapter Two:
The Conceptual Framework:

Implementing the Grid in a Government Context

introduction

Skepticism about the effectiveness of government is a major theme
throughout the public administration literature. In general, this literature
suggests that government is said to be bent on maintaining stability,
determined to keep real power in traditional hands, and opposed to
meaningful change (Goodsell, 1983). However, government is not
immutable to change and these criticisms about government are argued
(Milward & Rainey, 1983).

To identify how a planned change might be realized in a government
context, a conceptual framework was developed. A conceptual framework is
a theoretical model that a researcher develops to show the relationships
among concepts for a particular study (Field & Morse, 1985). This
conceptual framework is a theoretical model that identifies the elements that
could facilitate the implementation of the Grid in the Alberta government and
how the three obstacles (taking implementation for granted, the nature of
government, and previous disappointing attempts at supportive initiatives for
families) to implementing the Grid might be managed. The elements are:
Naming a change agent, Securing leadership, Planning the change,

Convincing of the need for the change, Building commitment,
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Communicating, and Choosing incremental change. The conceptual
framework formatted by these seven elements was developed through a
review of selected business and publicradministration literature describing
planned change. The conceptual framework of policy impiementation is

illustrated best using a web figure.

Figure 2.1: The Conceptual Framework:
Elements to Facilitate a Planned Change
Webs are made up of a hub and strong support threads, or radii, that

extend from the hub. In this figure, the hub represents the element Naming a
Change Agent. The change agent is depicted in the hub of the web
because of its central and influential role in the implementation process and
its relationship with al! the other elements. A change agent is responsible
for directing and guiding a planned change, and thus, it is ultimately

responsible for the realization of a planned change.
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The radii represent the other elements necessary for facilitating a
planned change. The radii are interdependent and intricately woven to
create the web. The radii in the web represent the elements necessary to
initiate and maintain a planned change in government. The broken lines
between the radii represent the connectedness and interdependency
between the elements. Thus, through the change agent (hub), all of the
elements (radii), are dynamic and fluid and depend on each other to achieve
a real change. The following is a more detailed explanation of each element
in the conceptual framework.

The Conceptual Framework
Naming A Change Agent

A change agent is an individual or group, a “vehicle” (Kanter, 1984),
that is responsible for managing a planned change. A change agent has a
very important role. It is a change agent's ultimate responsibility to involve
others and work with others in crder 1o achieve the goals of a planned
change (Benveniste, 1989). A change agent plays many roles: designef.
pragmatist, catalyst, process helper, expert in organizational change, doer,
and so forth. (Conner & Lake, 1988; Mohrman & Mohrman, 1989). A change
agent must also respond to various verbal opinions that might support of
oppose the change. Furthermore, a change agent must not only introjuCe a
planned change, but it must monitor a change so that it is not simply started

and then abandoned.
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The Premier's Council in Support of Alberta Families, referred to as
the Premier’'s Council or the Council, was the change agent responsible for
directing the development as well as managing the implementation of the
Family Policy Grid. The former Premier established, appointed, and named
the Premier's Council.

Securing Leadership

Of the many elements in the literature considered to be important to
facilitate a planned change, one of the most mentioned is the role of
leadership (Gagliardi, 1986; Jacques, 1987; Mohrman, Ledford, & Mohrman,
1989: Nadler & Tushman, 1989; Tichy & Ulrich, 1984; Tushman & Romanelli,
1985). The roles of a leader and a change agent are different. The role of a
leader is symbolic; wheieas, the role of a change agent is to directly manage
day-to-day activities and events. The role of a leader is to envisioh or
embody the planned change (Kaufman, 1991). Leadership is needed in a
planned change to create a vision, build coalitions of people committed to
the vision, energize these people, and ensure that an organization's
capability to handle the change keeps in step with the demands of the
change (Belasco, 1990; Hinings, Brcwn, & Greenwood, 1991; Mohrman,
Ledford, & Mohrman, 1989; Nadler & Tushman, 1989).

Because implementation in government is so complex, it is necessary
to have leadership that will encourage individuals involved with a planned
change to move toward the change. Without leadership, implementers can

become weary of a change and lose sight of its purpose and vision. With no
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one to energize them or keep them on track, a planned change can go
astray.
Thus securing the appropriate leadership, for which a change agent is
responsible, is necessary for facilitating a planned change.
Planning the Chan

Planning a change, represented by a radius in the web, is important
because planning involves conscious, deliberate, and intended ways to
bring about change (Bennis, Benne, & Chin, 1985). Planning a change is
the translation of ideas into definite action (Schein, 1985). It is planning how
to approach issues and solve problems. Therefore, “planning has two
aspects: to forecast the future, thereby reducing uncertainty in the operation
of an organization; and to produce a set of objectives and an associated
pattern of activity to achieve them" (Langhorn & Hinings, 1987, p. 556).
Hence, planning a change is not adapting to a situation nor is it change that
occurs haphazardly; instead, it is the conscious application of social
knowledge to determine the best means to bring about a change (Bennis,
Benne, & Chin, 1985). Consequently, planning a change also involves
identifying who will be involved in and affected by a change and including
these people and informing them about the change process at appropriate
times and in appropriate ways. Planning is never finished. It is a continual
process of communicating, participating, learning, making mistakes and

responding (Benveniste, 1989).
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Planning a change is also political decision-making. It is
understanding and making decisions based on the political setting that
influences change in government. People often become disgruntled with
the policy planning process in government because they fail to recognize its
inherently political nature (Langhorn & Hinings, 1987). Therefore, a change
agent needs to continually recognize, plan, and make decisions about the
intended change based on the political setting of government.

Cenvincing of the Need for the Change

Another extremely important element needed to facilitate a planned
change in government is to ensure that individuals involved with the change
are convinced of the need or the reason for the change. Individuals must
consider the need or reason for the change as legitimate. Convincing of the
need involves explaining the idea and rationales underlying a change and
now the change fits with the organization (Hinings, Brown, & Greenwood,
1991). Individuals are convinced by accepting these ideas and rationales
as valid. Thus, convincing individuals is extremely important because “the
need for the change must be felt by the people whose energy is required for
the change to happen" (Barrett & Cammann, 1984, p. 10). The change
agent is responsible for convincing individuals involved in the change, in
this case, both senior officials and bureaucrats, of the need for the change.
Building Commitment

Building commitment in those individuals involved in a change is

another element necessary to facilitate a planned change. Ih government, it



is necessary to gain the commitment of senior officials and bureaucrats fora
planned change. The commitment of senior officials is important because
introducing a planned change in government is political. It is political
because power is used (Benveniste, 1989). Power is generaily found
among senior officials who have the greatest access to resources. Power is
used to favor certain groups and choose between certain values. Thus, the
power held by senior officials carries with it the ability to determine public
policy and the overall priorities of government (Benveniste, 1989; Garand,
1985; Goodsell, 1983; Grindle & Thomas, 1989; Kernaghan & Siegel, 1987).
This power might be used to implement a change or, on the other hand,
defend the status quo and cling to past practices.

It is important to have the commitment of bureaucrats because they
are the individuals actually responsible for implementing policies designed
by senior officials. According to some researchers, it is necessary to invite
those who will be receiving and implementing a change to participate in a
planned change in order to build commitment to the change (Drucker, 1973;
Jacques, 1987; Kirkpatrick, 1985; Medina, 1982; Reiner, 1987).

Thus, building commitment to a planned change is accomplished by
involving people in the decision-making and problem-solving processes. By
requesting opinions and inputs regarding a planned change, both senior
officials and bureaucrats may come to feel ownership of and responsibility
for the change, which significantly improves the chance of a successful

implementation (Benveniste, 1989; Greiner, 1967; Kanter, 1984, Kirkpatrick,
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1985: Medina, 1982). On the other hand, if individuals are not involved in
the planned change, they might feel it is unsuitable and resist and eventually
derail the planned change (Benveniste, 1989).

Becoming involved in a planned change establishes a sense of
ownership, responsibility, and commitment to a planned change and these
psychological connections help motivate the people who create the
mechanisms necessary to produce effective results (Kanter, 1984). The
merit of involvement in a planned change is that it generates concrete ideas,
shares power, connects people to the decisions that affect them, and brings
their knowledge to bear on the problem (Kanter, 1984). As a result of
involving senior officials and bureaucrats in the decision-making process,
decisions are legitimized (Benveniste, 1989). Consequently, a change
agent needs to create opportunities to build commitment to a change.
Communicating

Communication is "by far the most important element contributing to
the success" of a planned change (Lippitt, Langseth, & Mossop, 1985, p.
111). Communication can be defined as creating understanding (Kirkpatrick,
1985), and it should be considered the backbone to facilitating a planned
change.

Communication involves continually communicating with those
involved in the change as well as anyone else who is interested in the
change (Kirkpatrick, 1985). It includes imagining the possible changes in

structure, activities, and current work practices that might result from a
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planned change and then communicating these to others in order to prepare
them for the change (Hinings, Brown, & Greenwood, 1991). Communication
also needs to be interactive; implementers of the change must feel free to
ask questions and/or make suggestions to the change agent.

Communication can exist in a variety of forms, including office
memos, weekly plans, and celebrations of successfully achieved milestones
in the planned change (Belasco, 1990; Lippitt, Langseth, & Mossop, 1985).
Communication, in its many forms, is important because problems can arise,
changes can be resisted, and rumors can be generated wihen people are
not kept fully informed throughout a planned change.

Considering the importance of communication, it is still "often
neglected in management, and administrators do not aiways devote the
necessary time to that task" (Jacques, 1587, p. 188). Therefore, it would be
expected that a change agent would create and maintain high leveils of
communication with every one involved in a planned change.

Choosing Incremental Change

Change can be either incremental or radical. Change that is
introduced on a small scale and implemented at times and places deemed
most appropriate by the change agent so that change eventually spreads
and is accepted throughout the organization is called incremental change
(Kimberly, 1981). In contrast, ragical change occurs in all parts of the
organization at one time. A change agent instituting a radical change does

not wait for the most appropriate times and places to introduce a change.
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Both approaches to change have merits, but generally, the choice ot an
approach is dictated by the circumstances of the planned change.

Choosing an incremental approach is most appropriate when the
planned change is to occur in a heterogeneous organization, such as
government. A change agent may be able to effectively manage various
departments’ interests and possible resistance to a planned change if it is
introduced in an incremental or slow and non-threatening manner (Kimberly,
1981). A change agent can introduce a change in the way and at the time
most appropriate to reflect the interests and needs of various departments.

Furthermore, the necessity for an incremental change increases as
the size of an organization increases (Hinings & Greenwood, 1988). A large
organization, such as government, is internally complex, and a change
agent needs to coordinate its time, resources, and knowledge in order to
implement a change (Benveniste, 1989; Quinn, 1978). If a planned change
is introduced across a large, internally complex organization simultaneously,
monitoring the change becomes extremely difficult.

In addition, incremental change within government “is the actual
mode of decision-making due tc the realities of political behaviour among
government departments" (Langhorn & Hinings, 1987, p. 557). Thus, the
politics of planning and decision-making that accompany a planned change
in government need to be managed with political “know-how.” Through
incremental change, a change agent can manage the complexity of change

by taking the time to think through alternatives and make political decisions
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in a “conscious.” “deliberate,” and “collaborative” manner (Bennis, Benne &
Chin, 1985). Thus, selecting an incremental approach allows a change
agent to carefully weigh political decisions about implementing a policy
change.

Finally, incremental change fits with all of the other elements
necessary for facilitating a planned change. By introducing a planned
change as an incremental change, a change agent can sufficiently and
effectively: plan the change, secure leadership, convince of the need for the
change. build commitment to the change, and consistently communicate.
The Inter ndenc f the Element

The conceptual framework depicted by the web figure presents seven
elements, discussed in the planned chang;:: iiterature, all of which are
interconnected and significant for understanding how the government might
facilitate the implementation of the Family Policy Grid. In order to facilitate a
planned change, it is necessary to understand how these elements are
interconnected and how they interact. For example, naming a change agent
is related to all other elements because the change agent is responsible for
planning the change and ensuring that all of these elements are employed
during a planned change (i.e., securing leadership, convincing of the need
for the change, building commitment, communicating, and choosing
incremental change). The element of securing leadership assists in
convincing of the need for change and building commitment to the change.

High levels of communication are also needed to convince others that the
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change is needed and to build commitmeni to the change. Furthermore,
planning for a change is futile uniess the plans are communicated.
incremental change describes how the entire planned change should
unfold. Incremental change works best in a heterogeneous, large, political
organization such as government and, as mentioned previously, fits with the
rest of the elements in the framework. These few examples demonstrate
how elements in the conceptual framework are interrelated and
interdependent and illustrate the organizational capacity necessary to
implement the Family Policy Grid in the Alberta government.

The conceptual framework was useful throughout this research
because it provided a guide for conducting the study. As a guide, it helped
to structure data collection and analysis, and served as a means to make
sense and find pattemns among voluminous data. As Yin (1981) suggests,
the difficulty of writing a research project may be reduced if the study is built
on a clear conceptual framework. Chapter Six, the discussion, is built
around the conceptual framework. The participants’ comments describing
how the elements were reveated during the implementation of the Grid is the

focus of this discussion.
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Chapter Three

Methodology

introduction

The aim of this study was to understand the nature of the process of
implementation from the perspective of middle management having various
experiences with the Grid. The research paradigm most appropriate for
studying this process was a qualitative approach.

A qualitative approach is used to explore the subjective experiences
of people in their everyday lives. The essence of a qualitative approach is to
understand the meaning or the interpretation people have of the rules,
issues, and behaviour of their culture (Field & Morse, 1985). This means
that problems are addressed from the emic perspective. In this research, the
emic perspective was obtained by asking individuals involved with the Grid
about their experiences implementing the Grid. Through analyzing their
experiences, the factors that influenced the Grid’s implementation could be
identified.

This chapte: “. scribes the qualitative inquiry into the implementation
of the Family Policy Grid. It provides a detailed account of data collection
and analysis processes and the ethical guidelines employed in this
research. It outlines how the ultimate goal to treat the data fairly, “to produce
compelling analytic conclusions, and to rule out alternative interpretations®

was accomplished (Yin, 1989, p. 113).
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A_Qualitative Inquiry into the Implementation of th ri

A qualitative approach is most appropriately employed when the
purpose of the research is to describe a phenomenon about which little is
known (Chenitz & Swanson, 1986; Field & Morse, 1985; Strauss & Corbin,
1990). Very little research exists on the implementation process of a
metapolicy across government.

Furthermore, because little was known about this topic, information
was gathered using an inductive approach. With an inductive approach,
“you are not putting together a puzzle whose picture you already know. You
are constructing a picture that takes shape as you coilect and examine the
parts" (Bogdan & Biklen, 1992, p. 32). The picture of the implementation of
the Family Policy Grid was slowly shaped as data were collected.

A qualitative approach is also appropriate when the research
question focuses, not on an outcome nor a product, but on a process
(Bogdan & Biklen, 1992). The research question in this study was aimed at
discovering the nature of the implementation process. It was not aimed at
concluding whether or not the Grid was implemented, instead, it was aimed
at understanding how implementation was unfolding and the factors that
affected this process.

It is also essential to use a qualitative approach when it is important to
capture the meaning behind behaviour. Behaviour consists of the actions
that are meaningful to those who perform the behaviour (Carr & Kemrmnis,

1986). The participants described how their thoughts and ideas were
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translated into daily activities and interactions (Bogdan & Biklen, 1992, p.
31). Capturing meaning is difficult because most often people are oblivious
to the taken-for-granted assumptions of everyday life that influence their
behaviour (Berger & Luckman, 1967). Why people choose particular
behaviours in certain situations is rarely examined.

In order to capture meaning, data were collected in the form of
feelings, behaviour, thoughts, insights and actions, (Bailey, 1985) not in the
form of numbers (Bogdan & Biklen, 1992). It was important to understand
how those working with the Grid in everyday life, made sense out of what
they were doing and why they were doing it.

Therefore, to fully understand implementation behaviour, the meaning
which participants gave to their behaviour, within the context of government,
had to be interpreted (Erickson, 1986). The ability to interpret meaning
allows behaviour to be made intelligible (Carr & Kemmis, 1986). Through
interpretation, an intelligible and workable understanding of the
implementation of the Grid, as it was experienced by the participants, was
revealed (LeCompte & Preissle, 1993). By presenting this "intelligible" and
"workable" interpretation, people who read this account may recognize and
thus, challenge some of the “taken-for-granteds” inherent in their behaviour.

Methods
Ethnography
Researchers have the choice among many different qualitative

methods to capture meaning. The method employed in this study was
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ethnography. “Doing ethnography” is writing about people and their daily
lives (Fetterman, 1989; LeCompte & Preissle, 1993). It is understanding
how people of a culture organize their behaviour, not by studying people,
but by learning from people (Argyris, Putnam, & Smith, 1985). Ethnography
is the process of focusing on behaviour to discover a group’s way of life or a
pattern of behaviour within their culture (Agar, 1980; Fetterman, 1989; Field
& Morse, 1985; Harris, 1968; Shimahara, 1988). Therefore, an
ethnographer looks for patterns of behaviour by theorizing and thus,
developing or confirming explanations of how a phenomenon exists
(Fettermar., 198" LeCompte & Preissle, 1993).

The method of ethnography was used to discover the extremely rich
organizational culture of the provincial government. The culture of the
government can be observed through the numerous symbols, ceremonies,
artifacts and even dress codes (Daft, 1992). For example, the most evident
example of culture can be observed each day when the legislature is in
session; the sergeant-at-arms carries the mace into the chamber, a short
prayer is said by the speaker and thus, the daily routine begins (Alberta
Teachers Association, 1994).

However, there are parts of a culture that cannot be observed. These
are the underlying values and assumptions that evolve into patterned sets of
activities, behaviours and social interactions (Schein, 1990). These patterns

can be used to interpret a culture. Thus, the point of employing ethnography



35

in this research was to explain how implementation of the Grid was
occurring within the culture of government.

Ethnography is not only a process, but is also a product (LeCompte &
Preissle, 1993). The ethnographic product is a “reconstruction” or
“interpretation” of a pattern of behaviour of those implementing the Family
Policy Grid (LeCompte & Preissle, 1993). Those in government reading the
ethnographic account should be able to recognize and relate to the
interpretation, thereby better understanding the family policy-making context
of government and possibly forming their own ideas for future action on
behalf of families.

Ethnography as a process leads the way to discovering a pattern of
implementation behaviour. This ethnography as a final product results in a
picture of the patterns of implementation behaviour as they occurred within
the culture of government.

llection

Ethnographers use documents, archival records, interviews,
observations, participant-observationis and physical artifacts to collect data
(Goetz & LeCompte, 1984; LeCompte & Preissle, 1993; Yin, 1989). Datia for
this study were collected primarily by means of unstructured, face-to-tace
interviews, as well as some telephone interviews, documentary analyses
and participant-observations.

Data collection was divided into three parts. The first part included

interviews and participant-observations with the Premier’'s Council and
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analysis of some of its documents. The second part included interviews with
participants from various government departments, with other key
participants both within and outside of government who had experience with
the Grid, and telephone interviews with front-line workers who delivered
family policies. The third part involved final interviews and participant-
observations with the Premier's Council, which concluded data collection.
Although the method of data collection in a qualitative study flows according
to the theoretical needs of the study, the data for this study were primarily
collected in this sequence, detailed in Figure 3.1.

Sampling.

A qualitative researcher seeks to understand a phenomenon.
Therefore, samples in qualitative research depend on appropriateness and
adequacy, rather than probability and size (Morse, 1986). When choosing a
qualitative sample, the researcher acknowledges that some members of a
group have different information than others due to their roles, status, past
experiences, and so forth ([Jouglas, 1976; Morse, 1986). Therefore, non-
probability or purposive sampling was involved in this study.

The participants were chosen “purposefully” based on their different
experiences or knowledge and according to the “"theoretical needs and
direction of the research" (Fetterman, 1989; Field & Morse, 1985; Morse,
1986, p. 184). Purposive sampling was also employed to review
documents. Documents that provided a background to the development of

the Grid and the plans for implementation were reviewed.
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Figure 3.1: Data Collection

Part One: Obtaining the Background to the Implementation of the Grid

Iinterviews
*Premier's Council Staff

Documents
*Premier's Council's Written Materials

Participant-Observations
«Attending meetings, social functions and working on site at the Premier's Council

Part Two: Hearing About Participants’ Experiences with the Grid

Interviews

Face-to-Face Interviews: Provincial Government Departments
Department A Department B...”

Stage 1 Senior Officials and Middle Managers Serior Officials and Middle

Managers

Stage 2 Other participants that addressed the theoretical needs of the study

Telephone Interviews: Provincial Government Departments
Department A Department B..."

Stage 3 Front line manager{s) Front line manager(s)

Part Three: Gathering Final Data on the Implementation Process

Interviews
*Premier's Council Staff

Participant-Observations
«Attending meetings at the Premier's Council

*Data collection continued until the process of implementation was captured.

Furthermore, a choice had to be made among the departments from
which to choose the participants. To make this choice, a certain type of
purposive sampling was employed called maximum variation sampling.
Choosing a maximum variation sampling strategy is appropriate to discover
a pattern within a very heterogeneous population (Patton, 1990). Because

the Grid was being implemented within the heterogeneity of government,
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across all of its departments, it was important to chose departments that
mirrored this heterogeneity.

Interviews.

Interviews were conducted using a general interview guide (Patton,
1990). The guide was developed by outlining the issues that were to be
explored and by writing some general questions. The interview guide
technique was chosen because it ensured that all relevant topics were
covered, while enabling the researcher to build a conversation by adapting
the interview to each situation and participant (Patton, 1990). Therefore, a
guide kept the interaction focused, making the best use of the limited
interview time available, while permitting individual perspectives and
meanings to surface (Patton, 1990).

Interviews began in March, 1294 and were completed in November,
1994. Six face-to-face interviews were conducted with staff from the
Premier's Council, three with senior government officials, and 18 with middle
managers from ten different government departments. Four other face-to-
face interviews were conducted with key participants not associated with
one particular government department, but that had experience with the Grid
and that addressed the theoretical needs of the study. Face-to-face
interviews totaled 25 and lasted approximately one hour, but ranged from
about thirty minutes to two hours. Six follow-up telephone calls were made
to some of the participants to ask further questions a~ 1 clarify some of their

responses.
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All of the 25 participants, except three, participated following my initial
request to be interviewed. The three participants were suggested by senior
officials who had taken my initial requests for interviews but declined to
participate. They indicated a lack of time and/or familiarity with the Grid.

In addition to the 25 face-to-face interviews, 14 telephone interviews
were conducted with front-line managers from the same ten government
departments, to discover whether the implementation of Grid had extended
to front line people who managed the direct delivery of services to families.
Overall, | found most of the participants to very well-spoken and expressive.

The Premier's Council categorized departments into three groups:
low, medium, and high. This categorization was based on the perceived
impact of the work of departments on families. For example, the low
category represented departments that were perceived to be low in the
degree to which their work impacted families and the high category
represented departments that were perceived to be high in the degree to
which their work impacted families.

The departments categorized as low in family impact were: Economic
Development and Tourism; Environmental Protection; Public Works, Supply
and Services; the Premier's Office; and Transportation and Utilities. Four
participants were interviewed in the low category.

The departments categorized as medium in family impact were:

Advanced Education and Career Development; Agriculture, Food and Rural



Development; Labor; Municipal Affairs; and Treasury. Four participants
were also interviewed in the medium category.

The remaining departments, categorized as high in family impact
were: Community Development; Education; Family and Social Services;
Health; and Justice. Thirteen participants were interviewed in the high
category. The final category was labeled “other”. Four participants were
interviewed in the other category. The participants coded as “other”
represented participants not associated with any particular government
department, such as MLA's (Member of the Legislative Assembly) and
people who were involved, formally and informally, with the Council. All
face-to-face interviews were tape-recorded and transcribed according to this
scheme. In addition, fourteen front-line workers were interviewed from low,
medium and high categories. Figure 3.2. summarizes the interview
schedule. It represents the departments, the number of participants from

each of the departments that were interviewed, as well as the positions they

held.
Figure 3.2: Interview Schedule

Positions Middle Senior Other Front-line

(Face-to-Face) | (Face-to-Face) (Telephone)
Departments
Low 3 1 1
Medium 4 6
High 11 2 7
TOTAL 18 3 4 14

TOTAL (Face-to-Face) 25 (Telephone) 14
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Field notes were written immediately after each interview. Field notes
included my percepticns of the interview setting. For example. the interview
setting was documented according to the amount of privacy and where the
interview was conducted. For instance, one interview was held in a coffee
shop, one on the balcony of an office building, and a few in very large.
formal board rooms. Field notes also included my mood, for example,
whether | was tired, overwhelmed, or enthusiastic. They aiso included my
perceptions of participants’ moods for instance, whether participants were
willing to participate, were uncertain of me, or were excited about sharing
their experiences. In addition, any non-verbal behavior that was significant
was recorded. For example, it was noted if a participant kept flipping
through the Grid, kept going through files or, as one did, kept calling a co-
worker to ask for assistance when responding to a question. |f participants
consistently used the same phrase or emphasized certain events, these
were also noted in the field notes.

Altogether interviewing a number of participants with varicus
positions both within and outside of government offered the opportunity of
exploring and detailing a variety of experiences regarding the Grid. This
research plan was intended to provide a comprehensive approach to data
collection.

Documents.

Documents come in many forms such as letters, reports, memoranda,

agendas, announcements, minutes of meetings, internal administrative
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documents and news paper articles (Yin, 1989). The documents analyzed
for this research were a selection of both public and confidentiai written
materials, from the Premier's Council, dated from. 1990 - 1995. These aided
in understanding the implementation of the grid as well as the family policy-
making context of government at the time of this planned change.

Participant-Observations.

According to Spradey's (1980) five types of participation-observation,
| was invoived in “moderate participation™ with th2 Premier's Council. In this
type of participation, the researcher "maintains a balance between being an
insider and an outsider, between participation and observation” (Spradey,
1980, p. 60). | attended meetings with the Premier's Council, gave input,
and accepted invitations to informal gatherings sponsored by the Council. |
also attended the Deputy Ministers’ orientation to the Grid, four meetings
with the Interdepartmental Committee on Family Policy and two meetings
with the Interdepartmental Subcommittee on Family Policy. Although |
attended these meetings and sometimes gave input, | was primarily an
observer and remained an outsider. 1 was never considered an assistant to
the Council, nor an employee of government.

I did not participate in nor observe Council activities while conducting
interviews in departments, but returned to conclude data collection when
interviews were complete. After each meeting or event, | wrote detailed field
notes of my observations and feelings (Spradey, 1980). All notes were

added to the database considered in the analysis. By becoming involved, |
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gained a better understanding of the issues, heard how certain decisions
were made, spoke informally with those closely connected with the Grid and
was given suggestici.. of other avenues to explore (Vanderpost, 1992).
Data Analysis

Data analysis is the actual process of determining pattemns of thought
and behaviour and is one of the most consuming features of ethnography
(Fetterman, 1989). It begins when the research problem is identified and
ends with the last word of the ethnographic account (Fetterman, 1989). The
data in this study came from interview transcripts, documents, and field
notes.

| first scanned, read, and re-read all of the interview transcripts and
other data to organize the complete set of raw data (LeCompte & Preissle,
1993). This initial stage consisted of "abstracting, integrating and
synthesizing” the raw data (LeCompte & Preissie, 1993, p. 236). From here,
the search for patterns and regularities were identified and then transformed
into factors and categories (LeCompte & Preissle, 1993). | followed this
approach to analysis in combination with my conceptual framework, which
provided a strategic guide for organizing, abstracting and theorizing.

The next step was to constantly re-think and re-assemble the factors
and categories by pulling apart the data, “matching, comparing, and
contrasting" (LeCompte & Preissle, 1993, p. 237). Factors and categories
were developed, broken down, re-developed, sometimes deleted and

sometimes regenerated. In this process, | asked the questions: "Which
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things are similar"? Which things go together and which do not"? Questions
were asked until links between the data were made and a coherent picture
of the process of implementation was developed.

I took one more step and moved from the description of
implementation to placing the data in the etic or external perspective by
analyzing or make sense of the context and identifying the factors that were
involved in the implementation of the Grid. Thus, this ethnography went
beyond being a description of interest to providing an analysis of the factors
influencing the implementation of the Grid (Fetterman, 1989).
Trustworthiness and Credibility of the Data

Many researchers have described the scientific nature of qualitative
research (Erickson, 1986; Goetz & LeCompte, 1984; Owens, 1982; Skrtic,
1985). In this literature, the appropriateness of the terms reliability and
validity to describe the rigor of qualitative research have been questioned.
The terms are deemed inappropriate by some researchers as they imply
method and measurement (Patton, 1990), characteristics not strongly
associated with rigor in qualitative research.

As a result, new terms have been chosen that more effectively
describe the rigor of qualitative research. Although not all authors are in:
agreement of the most appropriate terms to use, the ones chosen for this
study are trustworthiness and credibility as cited in Lather (1992).

These terms were chosen because they best describe how the quality

of a qualitative study depends on the methcdological skill, sensitivity, and
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integrity of the researcher to avoid as much error as possible throughout the
research process (Patton, 1990). Trustworthiness and credibility focus on
the accuracy between the raw data and the researcher’s interpretations,
determining "that the constructs are actually occurring rather than mere
inventions of the researcher’'s perspective" (Lather, 1992, p. 67). They focus
on the extent to which the ethnographic account recaptures the particigants’
experiences of implementing the Grid.

Several strategies were purposely and thoughtfully incorporated into
this study to make the data trustworthy and credible. These strategies
included: triangulation, participant checks, an audit trail, journal writing. and
peer review.

Triangulation.

Trustworthy and credible data came about, in part, by triangulation.
Both methodological triangulation and data triangulation were employed
(Patton, 1990). Methodological triangulation is the use of at least two
methods to study a single research problem (Morse, 1991). The rationale for
employing methodological triangulation is tha:. .:iferent methods reveal
different aspects of reality therefore, multiple methods can be employed to
obtain a complete picture of the phenomenon (Denzin, 1978). Interviews,
document analyses and participant-observations ensured methodological
triangulation.

Data triangulation is obtaining information from a variety of different

data sources (Patton, 1990). The cross-section of participants within the
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hierarchy of government (Senior officials and middle and front line
managers), in addition to members of the Premier's Council, and other key
informants, along with numerous documents, provided data triangulation.

By employing methodological and data triangulation, the information
given by one source and/or through one method was compared against the
information given through other sources and methods. This was done to
discard alternative explanations and confirm categories which resuited in an
extremely comprehensive and credible view of the Grid's implementation
(Fetterman, 1989).

Participant checks.

At appropriate times during and immediately after each interview, |
reiterated what | understood the perspective of the participant to be and
asked some clarifying questions. Furthermore, | telephoned a six
participants after their interviews for further clarification of their responses.
This allowed participants to make clear any unwarranted or misunderstood
interpretations and/or conclusions. This strategy added to the
trustworthiness and credibility of the study by ensuring that the
understandings | formed were those of the participants.

An_audit_trail.

An audit trail tracing data collegtion and analysis was kept. In my
audit trial file, | would document decisions that | made and why | made them.
For example, if | discarded a factor, | would make note of why | discarded the

factor. 1f | made a connection between factors, | would note how | rnade this:
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connection. An audit trail is similar to leaving a trail of cues. My audit trail
therefore provided me with a safeguard in the event that an outsider
questioned any of the decisions or connections that | made.

Journal writing.

Journal writing was a very effective strategy to enhance the
trustworthiness and credibility of this study. | kept a journal of my
impressions and perspectives related to the study. Through my journal, |
was able to see how my experiences related to my research. For example, |
was able to identify how my personal opinions about the current government
related to my research. | could also see how positive and negative times in
my personal life were interconnected to my research. For instance, changes
that accompanied the restructuring of my home department at the University
even affected my relationship to my research.

By reflecting and documenting my relationship to my research, | was
aware of and was able to guard against the possibility of my experiences
clouding what the participants shared about their experiences implementing
the Grid. If | ever felt this was happening, | asked for a peer review to “get
me back on track”.

Peer review.

| discussed and shared my data collection and analysis processes
with my three thesis advisors, friends and students that acted as peer
reviewers. Friends included four other graduate students, two within and two

outside of my home department. | also shared some of my data collection
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and analysis with students in three undergraduate classes for their
feedback. In all cases, the participants were not identified.

Peer reviews enhanced trustworthiness and credibility because
peers’ perspectives were brought to bear on the data, challenging some of
my interpretations, and all the while maintaining confidentiality of the data. |

found peer reviews one of the most helpful and thus, most used in assisting

me in data analysis.
Transferabilit f _the Stud

The reliability/validity-trustworthiness/credibility debate extends to the
use of the term generalizability and whether or not it is more appropriate in
qualitative research to speak in terms of transferability instead of
generalizability. | adhere to the term transferability since the patterns of
behaviour documented in an ethnography may possibly be used and
“transferred” to other settings (other departments and/or programs) and to
other people (in the same and/or similar positions). These people must read
and determine if the account “fits” with their experiences.

Therefore, the findings of this study which outline the factors that
influenced implementation and the nature of the change process may be
used as a template by other provincial governments in Canada that are
grappling with change processes for families. Most significantly, it may be
used as a template outlining the process of change by provinces like New
Brunswick that recently released a policy guide for families and to any other

province considering doing the same.
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Gaining Access

To gain access, each participant first received a letter from me,
introducing myself and describing the research study. A copy of this letter is
found in Appendix B. Each prospective participant was then telephoned to
further discuss the study and discover if they were willing to participate in the
study. More specifically, the participants were told the purpose of the study,
its usefulness, the nature of the questions and that the interview would be
taped and transcribed. We also discussed that participants' participation
was voluntary and that they cculd withdraw from the study at any time. It was
very important that the participants knew that | was not doing research for the
Premier's Council in Support of Alberta Families or for any other government
department. It was aiso extremely important that the participants understood
that | was not evaluating their progress in terms of working with the Grid.
Thirteen people out of the 38 people contacted for face-to-face interviews,
refused the invitation to be interviewed. Refusal to participate was primarily
based on a lack of time, a lack of familiarity with the Grid, and/or a lack of
interest in the Grid. As well, some individuals refused because they were
" apprehensive about discussing the provincial government in a negative
tone.

If a person agreed to the interview, they were immediately sent a
written consent form to give them ample time to read over the conditions.

The consent form is found in Appendix C. The participants signed the form,
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in my presence, before interviewing began. Interview tapes were destroyed
upon completion of this paper however, transcripts will be kept for a period
of five years. Names were removed from the transcripts.
The_ Interviewin elationship

My relationship with the participants was based on shared power,
rapport and reciprocity (Oakley, 1981). | ensured this by adopting the
learner role. | demonstrated that | was the listener and learner, interested in
gaining new insight and understanding through their experiences working
and implementing the Grid in the government culture.

| also managed the interview, at all times, with the most respect to the
participants. | was always on time, scheduled and re-scheduled interviews
at the most convenient times anc places for the participants, and arrived at
interviews with ample background preparation, ensuring that a participant's
time was well spent. | was also very respectful of participants’ schedules
and was conscious of completing the interviews in the time allotted to me by
the participants. | sent all participants a thank you card and gave them the
option of phoning me at any time to discuss the study. Upon completion of
this study, | also mailed a two-page executive summary of the final results to
each participant.

Although | approached the interviews in this manner, | was cognizant
of the political nature of the study and therefore, was extremely sensitive to
participants feeling at risk by being interviewed. | was afraid that the

participants, in order to protect themselves, would choose their responses to
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protect their senior officials and/or the integrity of government. | was
concerned that some participants would give answers that gave the
impression that implementation was going better than it actually was. |
managed this possibility by acknowledging their possible fears and
apprehension and explained what | would do to protect their responses.

Overall, | approached each participant in a warm and gracious
manner. | was truthful and always courteous. | believe | presented myself,
my home department, and the University with professionalism and integrity.
Confidentiality and Anonymity

In light of the political nature of this study, confidentiality and
anonymity were very important to the participants. Confidentiality of
participants was guaranteed because | was the only person having access
to the raw data. Anonymity was also guaranteed as no personal names or
names of departments were revealed. As previously explained, the
participants were given a code as low, medium, or high reflecting their
departments perceived impact on families. The participants given the code
of “other” held positions not associated to a particular department.
Furthermore, words or phrases were omitted from the participants’
comments if | thought they would identify the participant or to the
part'icipant's department. Thus, the participants were ensured of

confidentiality and anonymity.



Summary

It was very important to me, as a researcher, to have conducted a
study that was not only of interest to me, but also of interest to another group.
Therefore, this study was developed with the interest and assistance of the
Premier's Council. In return for the time and energy given to me by the
Premier's Council, making the research possible, | provided a document of
the Council's and the Grid's history and a comprehensive outline of the
research results to the former executive director and one staff member of the

Council.
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Chapter Four

Planning for the Change

introduction

Each policy has a history that begins before its implementation. This
history includes information about the precipitating conditions that produce
pressures for the policy change (Lundberg, 1984), as well as, the activities
that were involved in planning for the policy change These plans, however,
are not separate from implementation; instead, they set the stage for and
become an important and influential part of the implementation process.
Therefore, the implementation of the Grid did not begin with the formal
introduction of the Grid to Alberta government departments in 1992, but the
implementation process began when plans for the Grid’'s development and
implementation were being made in 1990. The activities involved in
planning partially indicated how the Grid would be received by people in
government, and consequently, how the implementation process would
unfold. This chapter provides a historical review of the preliminary steps that
were involved in planning for the implementaix:: of the Grid. This history
therefore elucidates and illustrates, in part, the element of Planning the
Change, which is one of the seven essential elements for facilitating a
planned change.

The Grid's history begins when the Alberta government began to

focus on the needs of families. It contains the activities and milestones that



led up to the introduction of the Grid to departments in 1992. The history
includes information about departments’ submissions of initial
implementation reports in 1993 and concludes with the disbanding of the
Council in 1995. The history is a presentation of data that were gathered
through face-to-face interviews and participant observations with members
of the Premier's Council and a review of selected documents, located in
Appendix D. An analysis of the history is provided in the summary of this
chapter. This history is presented as a series of significant events
surrounding the implementation of the Grid, and is depicted in Figure 4.1.
The Alberta Government’'s Focus on Families

Since the 1950’s, dramatic economic and social changes have
affected families and brought about new ways of living in families (Alberta
Premier's Council in Support of Alberta Families, 1990a). During the
1980’s, these changes resulted in a growing concern for the well-being of
families in many countries throughout the world, including Canada and the
province of Alberta. Pressure was placed on politicians to focus on families,
and over time, family well-being became a political issue.

The growing pressure in Alberta to focus on families was influenced
by specific events and activities. For example, the Quebec government
began to formally act on behalf of families using numerous initiatives as well
as designing a policy document entitled “Think and Act Family”. In the
United States, a policy document called “A Strategy for Strengthening

Families: Using Family Criteria in Policy-making and Program Evaluation”
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was also developed in 1988 to provide support to families. The Alberta
Family Policy Grid resembles some parts of Quebec’s document, *Think and
Act Family” as well as the United States’ “A Strategy for Strengthening
Families.”

On March 28, 1988, the Alberta government released a document
entitled “Caring and Responsibility: A Statement of Social Policy for
Alberta.” This document proposed 11 principles to serve as the framework
for social policy in Alberta. It was to be used to review and refine existing
programs and to develop new programs and services for the well-being of
individuals. The Alberta Family Policy Grid was developed within the
context of the “Caring and Responsibility” document (Alberta Premier’'s
Council in Support of Alberta Families, 1990a). Specifically. the Grid
addresses the following principles:

“Government policies and programs must recognize the basic unit of our
society and the diversity of family structures and must support and
strengthen the role of the family in Alberta society,” and “Government
policies and programs should invoive, to the extent possible, communities
and community agencies in the development, delivery and evaluation of
services to families” (Aiberta Government, 1988, p. 12; Alberta Premier's
Council in Support of Alberta Families, 1992a, p. 14).

In addition, the growing concern for families became a topic of interest
to politicians. Politicians became personally connected to family issues and

were looking for ways to address support for families. As a result, the
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personal became political, and in 1989, the Premier of Alberta deliberately
put families on the political agenda. Thus, the interest in families external to
Alberta eventually led the Alberta government to take an interest in families.
The Speech From the Throne

The Speech from the Throne in February, 1989, formally introduced to
Alberta the government'’s focus on families. The Throne Speech outlined
five family initiatives: The Lieutenant-Governor's Conference—Celebrating
Alberta':. ©-z-:#:.@s; The Premier's Council in Support of Alberta Families;
Family Day Act; The Alberta Family Life and Drug Abuse Foundation; and
The Community Facility Enhancement Program. The initiatives relevant to
the Grid included: The Lieutenant-Governor's Conference—Celebrating
Alberta's Families, held in February, 1990, and the establishment of The
Premier's Council in Support of Alberta Families in March, 1990.

The Lieutenant Governor's Conference

The Lieutenant Governor's Conference—Celebrating Alberta's
Families
was held in Edmonton from February 19-21, 1990. The purpose of the

conference was to:
e build awareness and understanding of the family and its functions
in the 1990's;

e identify significant challenges that face families within the context

of a changing Alberta society;



e pnrovide an opportunity for debate and dialogue on family matters;
= urovide an opportunity to celebrate, enhance. and support the
family;

e and develop an Agenda for Action, through identification of a
series of key issues needing further dialogue and exploration, for
the Premier's Council in Support of Alberta Families iv discuss
move broadly with Albertans (Alberta Premier's Council in Support
of Alberta Families, 1990a, p. 7).

The coordinator of the conference, who later was named the
executive director of the Premier’s Council, and six staff planned the
Lieutenant Governor's Conference. Planning took approximately one year,
from February, 1989 to February, 1990. The conference was planned
according to three streams of activity: the development of discussion
papers, public participation, and informing senior level officials, politicians,
and experts.

First, conference planners identified topic areas that they felt would
stimulate conference participants to discuss the needs of families and to
investigate ways to meet these needs for families (Alberta Premier's Council
in Support of Alberta Families, 1990a). These topic areas included:
balancing work and family life, families and the community, supporting and
strengthetiing families, learning for living - strategies for promoting family
development, financiai health and families, health and families, families and

the education system, families and leisure, and families and the law.



Subsequently, nine study papers were prepared on these issues =nd sent to
participants prior to the conference. The list of the study papers is found in
Appendix E.

Second, conference planners identified that public participation was
crucial to the success of a change concerning the government’s interest in
families. Without public input, the planners stated that a vision for families
could not be created, and leadership by the Council could not be effectively
provided. Consistent with this philosophy, planners invited over 500
individuals from across the province to participate in the conference. The
individuals represented churches. schools, town/city councils, community
leagues, agencies, associations, and the pubiic at large (Alberta Premiei’s
Council in Support of Alberta Families, 1990a).

Third, planners invited numerous people in administrative and
political roles as well as people considered highly knowledgeable in
particular fields related to families to participate in the conference. Thirty
government departments, both provincial and federal, sent at least one
delegate. In addition, a number of Albertans from the provincial government,
the city governments of Edmonton and Calgary, and Alberta universities also
attended (Alberta Premier's Council in Support of Alberta Families, 1990a).

Invited participants to the conference joined one of nine groups to
study one of the topics presented in the previously created background
papers. The study groups identified issues related to their topic that were

then consolidated into 48 priority issues, which were collapsed into eight



themes, representing Albertans’ concerns regarding families. The eight
themes were developed into the Agenda for Action for the Premier's Council,
depicted in Figure 4.2 (Alberta Premier's Council in Support of Alberta
Families, 1990a).

One theme centered on ensuring responsive systems and policies
that support families. This theme was highlighted by the question "How
should the systems which impact families respond to changing realities and
ensure that policies support and strengthen families?" (Alberta Premiar's
Council in Support of Alberta Families, 1990a, p. 34). This theme was the
result of the discussion by individuals in one study group who identified that
the government needs some kind of system or Grid through which ali
government policies can be screened to determine if these policies are
family-friendly. They stated that “a Family Policy Grid must be established
against which public policy would be evaluated and refined to support the
family" (Alberta Premier's Council in Support of Alberta Families, 1990a, p.
20). Through this discussion, the idea for the Grid emerged.

The Premier’ ncil | rt_of Al

In March 1990, immediately following the Lieutenant-Governor's
Conference—Celebrating Alberta's Families, the Premier's Council in
Support of Alberta Families was established. The Council reported to the
Minister of Social Services. Its mandate was to act in an advisory capacity

with respect to government policies, programs, and services that might
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impact on family life in Alberta (Alberta Premier's Council in Support of
Alberta Families, 1992a). The premise from which the Council operated was
that policies must be assessed to ensure that &:ay encourage healthy family
functioning and strengthen the capacity of families to meet the needs of their
members (Alberta Premier's Council in Support of Alberta Families, 1992a).
The role of the Council was to advise the government on how its policies,
programs, and services might affect families in Alberta and to ensure that
attention was given to the needs of families in all public policies (Alberta
Premier's Council in Support of Alberta Families, 1992a).

Throughout its term, the Council had three chairpersons. Each
chairperson was an MLA (Member of the Legislative Assembly). The
chairperson was responsible for representing and speaking for the Council
and its initiatives. The Council also had a 12-member advisory board,
consisting of individuals from across the province. In September, 1990, the
Council, guided by its chairperson and board, began preparing for the
development and implementation of the Grid.

Pr ring for Dev nt and Impl i f

The Council prepared for the development and implementation of the
Grid through five main areas of activity. First, the Council organized the
Interdepartmental Committee on Family Policy, which played the main role
in preparing for the development and implementation of the Grid. The
Interdepartmental Committee on Family Policy was established by the

Council in the fall of 1990 to “assist with planning and coordinating family



policy issues across government” (Alberta Premier's Council in Support of
Alberta Families, 1992a). Specifically, the committee was to: “provide an
interdepartmental focus on families in order to facilitate effective planning
and program design and delivery across government; and provide input to
the process and outputs for the development and implementation of the

amily Policy Grid and to coordinate intra-departmental input to the
development and implementation of the Family Policy Grid” (Alberta
Premier's Council in Support of Alberta Families, 1992a, p. 33).

The Deputy Minister of each department designated an individual to
serve on this Committee. Therefore, the Committee had representatives
from each department who fulfilled the liaison role between departments
and the Council. In turn, these individuals became responsible for the
. implementation of the Grid in their departments.

The Committee was headed by the executive director of the Premier’'s
Council. Initially, Committee meetings were held every 2-3 months or when
issues needed to be discussed, meeting a minimum of four times a year.
The number of meetings per year decreased drastically from 1993 to 1995.
The Committee had constant, but not consistent representation from each
department. A person would attend from each department, but many times
this person would be a stand-in for the designated interdepartmental
representative.

Another committee, the Subcommittee of the Interdepartmental

Committee on Family Policy, was created out of the Interdepartmental



Committee on Family Policy to specifically assist with the detailed
development of the Family Policy Grid. It was a six-member committee that
was dissolved in September, 1991, when the development of the Grid was
complete.

The second area of activity was an inventory of family programs. The
Premier's Council sent a letter to all Deputy Ministers requesting them to
assess all of their programs, according to specified criteria, to detarmine
these programs relative impact on families. The Council reviewed the
Deputy Ministers’ responses and consulted with individuals in their
departments to develop a list outlining the programs in the provincial
government that affected families. The list is included in the document
entitled "Inventory of Provincial Government Programs Affecting Alberta
Families, 1991." This document was significant to the implementation of the
Grid. The Council suggested that departments use the Grid to assess the
programs listed in the inventory to determine whether they encouraged
healthy family functioning. The inventory was updated in 1993.

The third main area of activity initiated by the Premier's Council was
community consultations. Community consultations were conducted so that
the public could respond to the eight themes identified at the Lieutenant
Governor's Conference. They were conducted because the Council
believed that "people will commit themselves to a vision they build together

through dialogue and communication” and that “change depends on



investment in a new vision" (Alberta Premier’'s Council in Support of Alberta
Families, 1990b, p. 1).

Community consultations began on April 27, 1991 and concluded on
February 1, 1992 (Alberta Premier's Council in Support of Alberta Families,
1992b). Twenty-four forums were held throughout the province (Alberta
Premier's Council in Support of Alberta Families, 1992b). People unable to
attend community forums were invited to organize their own informal
discussion groups using a discussion guide developed by the Premier’s
Council. The Council received 204 discussion guide responses (Alberta
Premier’'s Council in Support of Alberta Families, 1992b). In addition,
people were invited to submit individual letters or briefs. The Council
received 75 written submissions (Alberta Premier's Council in Support of
Alberta Families, 1992b). Two additional forums were conducted by the
Council with input from Nongovernment organizations and from Indian and
Metis communities. In total, the consultation process involved approximately
3000 Albertans (Alberta Premier's Council in Support of Alberta Families,
1992b).

The Premier's Council compiled the comments from the various
sources into a document entitied “Albertans Speak Out About Families”
(Alberta Premier's Council in Support of Alberta Families, 1992b). This
document summarized the issues and problems Albertans wanted

addressed and/or solved in order to improve family well-being. Individuals



responsible for implementing the Grid were expected to use this document
as a base from which to make their policy decisions concerning families.

The fourth area of activity initiated by the Premier's Council was
general research activities. The research was coordinated by a member of
the Council who was hired, throughout the term of the Council, 1990-1995,
to fill a contract research position. One research study was specifically to be
used by individuals responsible for implementing the Grid. This study
focused on the structural, economic, and social conditions of Alberta
families, and the results were compiled into a document entitied “Alberta
Families Today” (Alberta Premier's Council in Support of Alberta Families,
1992c). This document summarized the conditions of families served by
government departments. it was intended to help individuals implementing
the Grid to make informed policy decisions based on the different structural,
economic, and social conditions of Alberta families.

The Council also set up an academic advisory committee as the fifth
area of activity. It sent letters 1o the presidents of Alberta universities, inviting
them to nominate a person(s) from their institution to form a group that could
provide input into the development of the Grid and that could interact with
the Council on issues of mutual interest. This academic advisory committee
included people from the universities of Alberta, Calgary, and Lethbridge
and one person from the Canadian Institute for Law and the Family. This
academic advisory committee met once, but when required, members of this

committee offered their assistance to the Council, on an individual basis.



inet Approval: The Family Policy Grid

After the Grid was developed and preparations were made for its
implementation, the Grid was submitted for Cabinet approval in October,
1991. It was approved by Cabinet on December 4, 1991.

The Deputy Ministers’ Orientation

The Grid was introduced to the province's Deputy Ministers at the
Deputy Ministers’ orientation on May 4, 1992. The objectives of the
orientation were to introduce the Grid, outline its purpose, encourage
commitment, introduce the pilot projects, and outline the expectations of the
Council regarding the implementation of the Grid. Very few Deputy Ministers
attended; instead, they sent alternates in their place.

One strategy for specifically introducing the Grid to departments was
through pilot projects. The Council tabled the idea of pilot testing the Grid to
all Ministers prior to the orientation and asked which of their Deputy
Ministers might be interested in participating. The departments that
participated were Alberta Health, Career Development and Employment,
and Culture and Multiculturalism. These departments piloted the Grid from
February, 1992 to March, 1992 and a member from each department
reported the results at the Deputy Ministers’ orientation. The reports
included a verbal synopsis of the process used, challenges encountered,
advice for other Grid users and for the Premier's Council, and opinions
about the Grid's usefulness. The reports on the pilot tests were, overall, very

positive.



Al the orentaton, atlenaees were maae aware o1 a uocuinent uiat
would help with the task of reviewing policies and writing initial
implemeniation reports that were due on November 15, 1992. Specifically,
the document outlined: the basic steps for applying the Grid, information
requirements, assessment procedures, and a suggested format for
implementation reports. Departments were to irclude in their initial
implementation reports: a general assessment of the review, identification of
the process used, description of the resulits, and the delineation of the
department's future plans for the use of the Grid (Alberta Premier's Council
in Support of Aiberta Families, 1991).

Departmental Orientations

Also at the Deputy Ministers’ orientation in May, 1992, the Council
offered to conduct departmental orientations to familiarize the members of
each department with the implementation process. Thirty-four departmental
orientations were conducted from June, 1992 to February, 1993. The
orientations covered an introduction to the Premier's Council in Support of
Alberta Families, its activities, a description of the documents that were
considered useful for implementing the Grid, and what was to be included in
the departmental report to the Council.

The Premier Resigned
On September 9, 1992, during departmental orientations, the Premier

resigned, and a leadership race began. On December 5, 1992, a Minister in



the former Premier's Cabinet was elected as Progressive Conservative
leader.
missi f Initial Implementation Reports

On November 15, 1992, during this shift in leadership, initial
implementation reports from departments were expected to be submitted to
the Council. After this date passed, the Council made reminder telephone
calls to those departments that had not submitted their reports. At this time,
four departments reported that the Grid would not be implemented because
they did not provide a service to famiiies. The Council had received most
reports by February, 1993, but it accepted reports until May, 1993, when all
departments, even those who stated that the Grid was inappropriate for their
use, had submitted a report. The content of these reports is confidential.

The Election

In June, 1993, a provincial election was held. The individual who
won the leadership race six mont:s prior to the election was elected Premier
and a provincial Progressive Conservative government was maintained.

Report to Cabinet

The Council summarized the initial implementation reports and
submitted a report to Cabinet in the fall of 1993. However, with the change
in leadership of the government, Cabinet had also changed. Therefore, the
Premier and Cabinet wh> received the implementation report were different
from the Premier and Cabinet who approved the Grid in December, 1991.

The Council managed this change in leadership and Cabinet by introducing



the Grid to the new Premier and his Cabinet through a written brief. The
current Premier then signed the Grid principles, demonstrating the
continuation of the Grid as part of government policy-making under his
leadership.
ngoing Implementation, 1 to 1

From 1993 to 1995, there was a great dea! of organizational change
occurring within government. The Council was lead by the same executive
director, but three different MLA's served as chairperson. Each
chairperson’s departure was due to a re-assignment to a different area ot
government. The reporting relationship of the Council was also moved from
the Department of Family and Social Services to the Department of
Community Development for a short time, but it was iater returned to the
Department of Family and Social Services. Restructuring in government
resulted in changes in staff. Some individuals who were directly involved
with the Grid were laid off or were re-assigned to different areas in their
departments and were given new responsibilities. In z.ddition, with the shift
in Premier, some of the Members of the Legislative Assembly changed,
some of the Ministers, Deputy Ministers, and Assistant Deputy Ministers
changed, the number of departments changed, some of the members of the
Interdepartmental Committee changed, and the focus of the government
changed. Change was, undoubtedly, the common theme.

Throughout 1993 to 1995, the Interdepartmental Committee met only

a few times. A year transpired before the March 10, 1994 meeting where



members discussed the status of the Grid's implementation and the next
steps to be taken in monitoring implementation. It was decided that the
Council would examine each department’s three-year business plan against
the Grid to ensure that each department was keeping families in mind. This
analysis occurred during the summer of 1994.

In January, 1995, the Premier's Council concluded that families were
not central in most departments’ three-year business plans. In response, the
Council sent letters to all Cabinet Ministers to remind them of the Grid.
Although the priorities in the business plans were not family related. in an
interview with the Council, a member reported that subtle changes were
occurring as a result of the Grid. Furthermore, this member stated that
because the Council acted quictuy and got the new Premier “on board” with
the Grid, the shift in leadership dia not have any delaterious effects on the
implementation of the Grid. In this interview, the members of the Council
who were most involved with the Grid reported that, overall. things were
going well with its implementation.

The Premier’'s Council was Disbanded

In March, 1995, the Council was told by its current Chairperson that it
would be disbasided as of June 30, 1995 because it had fulfilled its
mandate. As a result, the Interdepartmental Committee on Family Policy met
for the last time on May 3, 1835. A representative from each department was

present.



At this meeting, Committee members shared information on the
changes that had occurred in their departments since the Grid was
introduced, but the primary focus of their reports covered the time period
since the last meeting in 1994. They did not report on changes that were a
direct result of the Grid, but they described changes that occurred as a result
of down-sizing in their departments. For example, they described programs
that had been dissolved, positions that had been terminated, and mergers
that had taken place. Members discussed their concerns about these
changes and how these changes affected families. They identified the areas
where government should proceed with caution. The results of the meeting
were compiled into the Premier's Council’s final report. The contents of this
report are confidential.

A miember of the Council explained that there was a possibility that a
Caucus committee for families, made up of Members of the Legislative
Assembly, would be created to monitor the impact government has on
families, and thus, keep the Grid active. As of September, 1995, this
committee had not been created.

Summary

Documents, interviews, and participant observations were employed
to piece together this historical account of planning for the implementation of
the Grid. In addition to this description, the data were reviewed to draw out

salient aspects of the historical account.



The Premier's Council, named by the Premier as the change agent,
planned the implementation of the Grid in a very well-organized and
systematic manner. They employed many strategies, some of which were
mirrored in the conceptual framework, that set the stage for implementing the
Grid and eventually changing the family policy-making system of
government.

The Lieutenant-Governor's Conference was the first significant event
that tested the interest in a planned change for families. It was held to draw
attention to the Premier’'s Council, which was to be formally established in a
few days, as representative of the people of Alberta. Requesting experts to
develop discussion papers and requesting high profile community members
and politicians to attend the conference, was done to stimulate interest in
and legitimize the conference and thus, legitimize the outcomes of the
conference. The emergence of the idea for the Grid from a study group
validated the Grid since it came from the people of Alberta and not from
within government.

The process of community consultation, which occurred during 1991,
was planned and conducted to involve people in the family vision being
developed by the Council and build their commitment to the Grid. Thus, the
activities of the Lieutenant-Governor's Conference and community
consultation were important to establishing support to the Council and its

work on behalf of families by members of the community.



The: Council also put together a group f academic advisors and
printed the membership of this advisory group in an appendix in the Grid.
This group was available to assist the Council only if required. This did not
mean that the advisory group was active in providing input, but having these
individuals available added credibility to the Grid and to the work of the
Premier's Council from both within and outside of government. As well,
planning for the implementation of the Grid also included the preparation of
numerous research documents that were to be used as a base for making
decisions when implementing the Grid. By conducting research, the
Premier's Council became informed and thus, was able to present itself as a
credibie initiator of the change to members of the community and individuals
in government.

The: »2maining activities instigated by the Premier’s Council as the
change agent directly reflect the elements in the conceptual framework
because they focus on the activities planned, within government, to facilitate
the implementation of the Grid. The interdepartmental Committee on Family
Policy played a very important role in the implementation of the Grid. By
requesiing the Deputy Ministers of each department to designate an
individual to be responsible for implementing the Grid in departments, the
Council attempted to develop fzelings of responsibility and ownership and,
thus, commitment to the Grid from middle managers within government.

Another extremely important milestone in the imnlementation plan

occurred when Cabinet approved the Grid. This approval by the senior



officials in government bestowed an ottitial acknuwiedagrnent mnat ine arna
was part of the policy-making process in the Alberta government.
Furthermore, the approval by Cabinet, headed by the Premier, signified
leadership of the implementation of the Grid, whicn was important to
facilitating a planned change.

The Deputy Ministers’ orientation marked the formal introduction of
the Grid to the Deputy Ministers’ and their departments. It was held to
secure senior level commitment to the Grid, yet few Deputy Ministers
attended. They sent “stand-ins” to represent their departments at this
orientation, signaling a warning from very early in the process of
implementation that senior officials were neither convinced of the need for,
nor were committed to the inolementation of the Grid.

Pilot prcic ots playa™ a significant role at the Deputy Ministers’
orientation. Piic: ovnieiis were referred to as "peer modeling" by the
ssouncil. Pilot projects were important because individuals shared their
axperiences of implementing the Grid with individuals from departments that
would soon have the same task of implementing the Grid. Pilot projects
demonstrated that implementation had begun and that implementation was
expected from remaining departments. In addition, departme: .. | orientation
seminars were conducted to assist individuals in writing initial
implementation reports. Therefore, the Premier's Council planned the
change by incorporating activities such as the Deputy Ministers’ orientation,

pilot projects, departmental orientation seminars, and so forth, that would



build commitment to the Grid and would enhance the Grid's implementation
in the future. As well, through these activities, the Council was in constant
communication with departments regarding the implementation of the Grid,
which was also important to facilitating a planned change.

Furthermore, the Council ensured that all departments would
complete the initial implementation report by. again, drawing on the
leadership of the implementation of the Grid. Each department was
informed that a summary of reports would be submitted to Cabinet. Thus,
regardless if a department intended to implement the Grid or not, the C¢ incil
received all department implementation reports by May, 1993.

The change was planned and unfolded from 199C - 1993 in an
incremental manner. However, after the submission of the initial
implementation repc s, the Council was responsible for monitoring
implementation, simultaneously, in all departments throughout government.
This was & tremendous task. In addition, the period between 1993 and 1995
was chaotic in the provincial government; organizational change was rapidly
occurring. This made macnitoring implementation very difficuit. Individuals
who participated in intervic:3 for the research shared how implementation
of the Grid occurred during this time. A presentation of their comments are

included in the findings of this research in the following chapter.



Chapter Five

Findings

Introduction to the Findings

In this chapter, participants’ responses to the research question,
“What is the nature of the implementation of the Family Policy Grid"?
explained what, in reality, happened in the process of implementing the
Grid. The process is explained through several factors, identified by the
participants, which hindered or interrupted the implementation process.
Understanding all of these factors is important to appreciate how a planned
change unfolded in a government context.

Each factor in this chapter is represented by two or three participants’
comments that best describe the factor. Factors have been encompassed
into broader categories and put into sections that move from a macro
perspective to a micro perspective. For example, the first section captures
~ the participants’ comments about the contextual factors specific to the
provincial government that affected the implementation of the Grid. The
second section was guided by the conceptual framework as outlined in
Chapter Two and includes the participants’ responses about the elements of
planned change that they perceived affected the implementation of the Grid.
The third section includes the participants’ comments about the Grid as an

instrument of change.



The participants were identitied as members of departments
considered to be low, medium or high in family impact. These dssignations
were developed by members of the Premier's Council according to their
perceptions of how departments’ work impacted upon families. The
comments labeled as ‘other’ identified key participants who were involved
with the Grid, but were not from any specific government department. The
reason for categorizing comments into these groups was to determine
whether the participants’ experiences with implementation would differ
according to their association or lack of association with particular
departments. For example, it was expected that the participants from the
Department of Family and Social Services would experience implementing
the Grid differently than the participan . from the department of Energy or the
participants not associated with a particular department.

Surprisingly, there was little differentiation in the pa:ticipants’ views
based upon the groups of low, medium, high and other. In other words, the
participants from, for example, the Departments of Family and Social
Services, Energy, and those not associated with a particular department,
made comments very similar regarding the Grid. This was very unexpected.
These similar comments provide evidence of a common view of the Grid and
its implementation.

The participants’ recurring comments about implementation
intersected to create factors. Related factors were clustered together to

create categories and likewise, related categories came together to form
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sections. Each section concludes with a reflection on the categories and
factors within the section. Together, the information summarized in the
factors, categories and sections formed a detailed picture of the nature of the
implementation process at the middle management level. The presentation
of the findings begins with the first section, the Provincial Government.
The Provincial Government

In this section, the participants shared their opinions about particular
aspects of the Alberta government at the time implementation of the Grid
was unfolding. Their opinions became factors within the policy-making
context of government that influenced the Grid’s implementation.

This section inc*udes four categories: The Alberta Government

Culture, The Qrganization and Operation of Government, The Current

Government's Priorities, and_The Current Government's Values Concerning

Families. The categories move from participants’ general understanding of
the current government to more specific ideas about the current government
and then to the current government'’s values concerning families.

Albert vernment Cultur

A profile of the specific Alberta government culture at the time of the

planned change is created from the participants’ discussion of experiences
working within government. A culture consists of the rules created and used
by a group to organize its behaviour. Culture is mear:ingful because it
determines what is and is not considered appropriate behaviour. The

culture of the Alberta government is described by the following factors:
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Senior officials’ power determines prionities; Bureaucrats tollow senior
officials’ priorities; and Toe the line.

Senior officials’ power determines priorities.

The participants perceived that the Premier of the province dictated
the priorities of government. In addition, they perceived that other senior
officials in government, through their relationship with the Premier, could
influence the overall priorities ¢f government. For example, one participant
explained that if the head of the Premier’'s Council for Families was powerful
or has “his” work connected with the Progressive Conservative party, then
“the Grid can happen”.

High

In government the more powerful you are as a Cabinet
Minister, the more you’'ll have thir.)s done. People talk about
how powerful the Deputy Premier is in terms of getting what he
warnts, compared to others. So a powerful Minister who has
the ear of the Premier says, I'm sure | can get this from him. So
that's how it works.

High

In politics, various groups have to fight and that's the nature of
politics, you have to fight...to get the Premier's ear. So given
this time of =~  ~a resources, the Grid depends on how the
head of thi. ~il fights for the Grid...Even when this three
year busines. ..an was being written, all governments had to
go in front of Treasury to make their case, you know. You want
to preserve your department, and that's the nature of politics.
So that's how | think the Grid will work. If the guy who is head
of the Premier's Council for Families is very powerful in terms
of, let's say his work is connected in the PC party, then the Grid
can happen.

Other

There is a lot of stuff that goes on...and you just see, it's still so
much who you know...If you are a good buddy with another
Minister, that's how you get stuff put through. And it's not
representing what the people want.
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Bureaucrats follow senior officiais’ priorities.

It is evident by these examples that the priorities of government are
viewed as being decided across the senior official level of government,
mainly by the Premier and influential Cabinet Miristers. Following, the
participants further explained that these priorities are adhered to by
bureaucrats in their daily work.

The participants described senior officials as their “task masters”.
Senior officials directed their work and participants acted accordingly. Most
interesting is the participant's comment referring to the power of senior
officials over bureaucrats. This participant stated that “we are not all free
and equal in a hierarchy” and that ‘it is not just the power of our personalities
that persuades the others around us, there is another system operating”,
which is the system of senior officials’ power.

High

The civil servants have to do what the politicians desire. |f

there is a strong political will to do something, then the

bureaucrats are directed to do it. If it is not a poliiical
imperative at the time. then we have to focus on other areas
where there is a political imperative.

Other

ts so important that i-is (the Grid) be maintained at the senior

level of goveiniment. Because if 'm in middle management

and | get this family Grid...and | know that my task master's are
saying this is important, we want this assessment for reai and

in depth, then I'm going to work hard at making it. I'm

committed to it because the senior people | report to are
committed to it.
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Toe the line.

Another factor, Toe the line, is similar to Bureaucrats follow senior
cfficials’ priorities however, it adds another dimension to supporting senior
officials' priorities. The participants described that they must support what
senior officials’ support and do so even if this means disregarding or
ignoring their own values and belief=. Working in government means you
cannot disagree, “talk negatively”, nor make trouble. You must Toe the line
or you “don’t have a job”".

Low

The thing about government is, it's w.ity political. And you
pretty much have to toe the party lirn= ke it or not, or you don't
have a job. And that's really the bottom line...You have to
espouse the values that you're told to espouse, given the
hierarchy that we work with. Sc it vour particular Minister says,
| believe in traditional family values, then that executive director
is going to have to toe that line. | know that, everybody knows
that. Whether you would vote that way or whether you have
those ideological beliefs yourself, it's a whole different story,
but that's the reality. So if you're really going to try to work from
the inside you somehow, without being subsumed or sucked
into the vortex, have to be able to manipulate your way through
that type of jungle.

High
Given the way government works, even if you disagree with it
and you're told that it has to be done, you'll do it.

High
I've been told that any employee was not to talk negatively, not to
reflect negativeiy about what is going on in government.

Other

| don't like to use the word top down, but that's what we're
talking about. | will support and even vigorously support policy
initiatives that ! personally might not be committed to because |
am committed to the decisions of government. If there's some
policy decision | might not think is worth two bits, but if that's a
decision of government, then | vigorously support it, and | make
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sure others in the department vigorously support it. So you just
have to toe the line.

The Organization and Operation cf Government

The participants referred to three static characteristics of government
that affected the implementation of the Grid. These made vp the category,
The Organization and Operation of Government and were organized into the
factors: Size of government, the Bureaucracy of government and the
government as Heterogeneous.

Size.

The participants mentioned the size of government, the number of
departments and the number of people within each department as an
obstacle to implementing the Grid. They described that “‘government is big
and programs are spread out all over the place”, making implementation
difficult.

Low

Government is a large organization and like in any

organization, implementation of any kind is diffiguit.

High

One thing that is hitting home right now is how big government

is and how programs are spread out all over the place and how

do you do somethirg all together...it's a tough thing to do.

Bureaucr

The participants also described government as a bureaucratic
organization, mentioning specifically the hierarchy of government as

hindering the implementation of the Grid. As described by one participant,

there are “too many tiers to go up and down”.
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Low

| wrote the departmental report. It had to go through all the
various checks and balancing throughout the organizational
hierarchy. When...they were comfortable with what was written,
then it went from here tc there, to the Premier’'s Council that is.

Medium

To implement the Grid, government is perhaps still a little too
structured; there's so many different levels. What has
happened within our department is we've tried to flatten our
structure so that you're getting more work effort through teams
and coordinating those type of efforts. But | still see, within
other areas of government, there are just too many tiers of
people to go through, up and down, to get a policy like the Crid,
identified and then to implement it, there's certainly too many
steps to go through.

Other

When | think of government and | think of the bureaucracy in
trying to affect change in i, it's staggering. lIts like, | remember
someone describing government as being this huge ocean-
liner, and it has to make a turn, a real quick turn. And you don't
make a quick turn when you're an ocean-liner.

Heterogeneity.

The participants described the heterogeneity in government as a
further barrier when work is to be shared and implemented across
government. One participant explained that “it is hard to cut anything
horizontally across different activities and different functions to have it come
out where it makes sense and is balanced”. Heterogeneity is iliustrated
through comments revealing the many different departments in government
having various mandates and holding various interests.

t.ow

it is hard to cut anything horizontally across different activities

and different functions to have it come out where it makes

sense and is balanced...There are different departments,

different functions and different activities, and that's hard to do.

And you'd run into this problem no matter whether you're doing
it for family or any other group.
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High

Well it's (the Grid) virtually impossible to implement. One of the
things that we see in this government is...you attempt to
coordinate within a department but there are lots of structural
barriers between departments. And it takes a very great and
conscious effort for related people in different places to get
together and find out what's going on and to arrive at a ioint
direction. Now this government is atternpting to deal with that,
but | don't think they have been successful yet.

High

When we want to make a joint proposal, with another
department, we have two standing policy committees to go and
see. And ther they have to talk to each other and so it'sc a very
complicated thing even when you're sphere of interest is
similar. So when you get to something like the Family Policy
Grid. then you're saying. okay. everybody. get together and do
this. | mean, the mechanisms simply aren't there.

The Current Government's Priorities

The category, The Current Government's Priorities, provides a basic

picture of the direction and priorities of fhe current government. This
category is significant because, through participants’ comments, it describes
what was and what was not the current government’s priorities. The factors
in this category are: The Grid is not a priority; Eliminating the deficit is the
priesity; and Eliminating the deficit through down-sizing.

The Grid is not a priority.

The participants described that although they knew about the Grid, it
was not given attention because it was not a priority of the current Premier
and thus, not the main business of departments.

Low
| knew there was something on the Grid, but it wasn't given

much priority because it wasn't considered to be a top issue for
us.
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High

What you see with a change in government is a re-prioritizing.
And so this government has established some new priorities.
£nd when they say, well here's ten new priorities that you have
to work on and they never mention this one. You say, good, |
was never keen to do the Grid in the first place and now | don't
have to.

High

All the organizations in the Alberta government have been
involved in a re-conceiving of their basic business and the Grid
is outside of departments’ important consideration and
involvement.

High

People felt if our Deputy or our Minister said this (the Grid) is
important then we've got to follow through, but they didn’t. So
people looked at it, but did it as, let's get this exercise out of the
way and get onto the stuff that is really important.

High

| get the sense that this particular group of Ministers will back
off from putting out these overarching kinds of things, like, ‘you
should think of families' and all of that. It's now from a different
political era. They have a different set of priorities.

Eliminating the deficit is the priority.

The former factor describes that the Grid was not a priority, whereas,
this factor describes what, in fact, was the priority of the current government:
It was the elimination of the provincial deficit. The participants specifically
explained that the government’s plan took precedence over the Family
Policy Grid. Assuredly, the participants reported that the government was
“balancing the budget”, “saving money", and taking a “corrective stance in
regards to the finances of the province”, over the implementation of the

Family Policy Grid.



87

Medium
Right now, one can say that the deficit reduction thing is the
government’s main priority and also...commencing the three

year business plan is our priority now, so this (the Grid) may
not be of any good.

High

We do what w= can for families and it may not be the Grid. but
it's our attempt to try to serve clients. But when choices, when
nasty choices have to be made, it tends to be the imperative of
the day that matters. And today’s imperative is saving money.

High

I think there is certainly a different focus at this time because
the focus of the government at the moment is on taking a
corrective stance in regards to the finances of the province. So
that is their primary focus, not the Grid.

Eliminating the deficit through down-sizing.

According to the participants, the Alberta government engaged in
significant down-sizing strategies in order to accomplish their priority of
eliminating the deficit. The actions of down-sizing in departments, as
described by the participants, were conceptualized as sub-factors and
included: budget cuts, reduction in staff, department mergers, and re-
prioritizing. The participants perceived that these actions, in turn, affected
the implementation of the Grid in departments.

The sub-factors were not easily distinguished from one another since
the participants did not often isolate one particular activity of down-sizing,
but referred to two or more activities in a single comment, such as budget
cuts and loss of staff. Acknowledging this complexity, comments were used

to support the most clearly expressed sub-factor.
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significant aspect of down-sizing that ultimately affected the implementation

of the Grid.

Medium

Our difficulty right now is with the decrease in government
budgets, a number of our programs are certainly shrinking and
we just don't have the same availability of program funding to
do the Grid.

High

Departments have been in the midst of re-organization and re-
fccusing and have found it difficult to look at the Grid as a
document to guide policy because...the issue for us is not
going to be how to develop nolicies and programs that support
famities, but how to save policies and programs that suppocrt
families...so the Grid is just not do-able.

Other

The previous Premier was the one that was all families. And
then we have the new Premier come in and it's cut backs. It's
the king. And where's the Grid? Where's the wonderful Grid
that was supposed to be clocking everything that's going on.
And...this cannot be good for families.

Second, the: participants explained that a reduction in staff and less

people to do the same amount of work was a part of down-sizing. The

Grid left, so did the presence of the Grid in the department. The

implementation of the Grid was therefore, affected by the decrease in staff.

Medium

It would take probably the Premier's Councii to come back and
say, this Grid is still alive and you have to assign somebody
else to play a role in it...You get one person carrying it, and
that persons gone, so is the Grid.

Medium
From 1992, when the Grid was first implemented, to probably
this summer, we will have seen a sixty two percent down-size

reduction in staff meant, in many cases, that if the person responsible for the



in staff. And it was quite fortunate | guess that | was a survivor..
because if | had not been, who knows what would hav:
happened with the Grid?

High

Another thing that affects (the Grid) and that's the turn over of
staff, which gets rid of some people that perhaps were involved
with the Grid. Plus those who are left don't have a lot of time.
Your colleagues take a walk for one reason or another and you
must pick up his job too. There has not been the equivalent
reduction of function with the loss of staffing so that's going to

affect the time you can devote to something that isn't your
bread and butter.

Third, department mergers were another aspect of down-sizing. The
participants described how merging with another department had resulted in
confusion regarding who was working with and/or responsible for the
implementation of the Grid.

Low

We amalgamated with...and we physically merged with them in
the summer of 93. So that is important to know because that
affects the way things have happened, or should | say not
happened, with the Grid.

High

We were going to revise our...evaluation instrument so that
future program evaluations would keep the Grid principles in
mind. Now whether or not this has been done, | don't know,
because since the departments have amalgamated we now
have different evaluators...so they wouldn't necessarily be
familiar with the Grid.

Fourth, during the time of down-sizing, the participants explained they
were required {0 re-prioritize their department’s priorities and re-focus to
work toward these priorities. In the re-prioritizing process, the Grid was not

identified as a priority.



90

Low

In the environment today...there is fiscal restraint and shutting

down programs...So we are in a time to question what it is the

department does and what our purpose is. and that has a

different focus than a sociai portfolio.

High

What has happened to put a snag in anything that government

was doing is really the three year business plans and the focus

on the deficit. For government to take a look at everything its

doing, all of its priorities and re-line those with the view of

eliminating the deficit. So everything now has to be reviewed

in light of the three year business plans. So where the Grid fits,

| don’t know.
The Current Government's Values Concerning Families

In this category, the participants’ comments linked the current
government specifically to families and family issues, which developed into
an understanding of the current government's values ccencerning families.
This category is critical to capturing factors that affected the implementation
of the Grid. It delves deeper and moves beyond the government’s
association with the Grid to the government’s underlying values and
assumptions concerning families. This category thus, also forewarns of
government’s willingness and capacity to be involved with families and
make improvements to its family policy-making. The factors in this category
are: Families are not a priority, Families must be responsible for themselves;
Government should not be involved with families and Government takes a

traditior:al approach to families.

Families are not a priority.

The participants reported that the priorities of the current government

did not include the Grid, nor did they include families. The Grid and families



were overshadowed by the main priority ot deficit elimination. The
participants described that “the imperative of the day is saving money”. In
light of “cutting the deficit”, the participants explained that “families are not

necessarily a priority” and “families as a priority will not come up again”.

High

People have been caught in this deficit thing of cut, cut, cut and
it's really seeped into our thinking. And even though it is
hurting people and people who have families, people think it's
a good thing. Even though no one is sure of what's going to
happen. And they think that spending money on children and

families is a waste. And that's that, even though | disagree with
that.

High

In Saskatchewan, they innroduced some legislation about part-
time work and having proportionate benefits for part-time
workers. But that just wauldn’'t happen in Alberta, even though
it's supporting fant#ias and supporting women, who are a big
part of the pari-tiri¢ work force. They would see that as the
business community wouldn't be attrasseg 1 234 £wavince. So
they'd rather make it easier for that stctor 1o improve the
economy because that's their priority. It's not to help part-time
workers and women.

Other

Family is not a priority with this government, it's all economics.
And the people that are happy with this government are the
ones that are comfortable...and they say that the current
Premier is a good guy.

Families must be responsible for themselves.

A striking number of participants explained that not only was

government, through its deficit elimination, disregarding families, but also

stated that Families must be responsible for themselves. Family
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responsibility or self-sufficiency is one of the most expressive factors of the

government's values concerning families because it provides a large part of

the rationale behind the government’s decisions that affect families. Some
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of the participants believed that the idea of family responsibility would have
negative or hurtful impacts on families, while others were more uncertain

about the possible impacts.

High

it's government saying they shouldn't intervene with families,
that government should be at arm's length to families and it's
more of a cop out on government’s part. You know, they just
want to fcist everything onto families and say, you look after
your own.

High

Certainly government is pushing towards the family 1o take on
more responsibility for their own well-being...My guess is that
one of the ripples of this will be to strengthen family
relationships... Because you saw in the Edmonton Journal,
there's not too much support for the welfare system here in
Albeita. And what that means is there's more pressure for
people to support their family members or we'll have a growing
street population.

High

The focus of government has changed to saying the
responsibility is with the individual and the family to become
self-sufficient. Now, vou could say that the old system ensured,
for instance, that families with children were at least not out on
the streets. Whereas this new system says, if the parent is not
responsible -according to government terms, then he gets
thrown out...and that's the way it is, and that's their problem.
And that has an affect on families.

Other

The current Premier has recognized that families not only are
important but are increasingly important because, and he has
said himself, as government pulls out of more areas of financial
support, we are going to be relying on our families to pull
together. So we're saying, now you've come for help, where's
your family? What can we do to get you back together with
your family? Because we can't give you the money you need.
So | think the government is increasingly relying on families to
be pulling together and helping its members.
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Governmeni_should not be involved with families.

Adding to the comments related to the government'’s values on
families is the factor, Government should not be involved with families. The
participants articulated a range of opinions, from no involvement with
families, to involvement only if there was a problem in families, to more
analytical statements concerning if and when it was appropriate to be
involved.

This factor is the first, out of only two factors, that can be slightly
differentiated according to low or high departments. The participants in
departments with a low impact cn families clearly described that gcvernment
shouid not be involved in family initiatives. They shared the conservative
perspective of government that family is a private matter. The participants
from departments with a high impact on families questioned whether it was
appropriate to focus on families.

Low

Our Minister agreed (o support a government corporate
strategy for International Year of the Family...But it meets with a
surprising amount of opposition because people feel...this isn't
the role for the department and they think its a waste of
government money...Also, some people who don't have
families feel that...giving advantages towards a family isn't fair.

Low
The role the government has is basically just facilitating where
it might be a family...problem.

High

I think government has difficulty dealing with families, because
we have legislation which we have to administer and goals
and objectives we have to meet. And families are not part of
that.
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High

| think there is a need for government policies to be sensitive to
social and community issues, whether they are linked to family
or whether they are linked to any other group. So | don't think
we should be any mcre sensitive or involved with family issues
than we should be to all kinds of other issues.

Government takes a traditional approach. to families.

The participants specifically described the current government'’s
values as traditional. They described that the current government had a
traditional approach to families that was being translated into policies that
were “putting values on families” and “going against the grain” of individuals
who see family in a “broader”, non-traditional pe rspective. This factor, along
with the three previous factors, compietes the participants’ perspactives of
the values of the current government concerning families.

High

The government is putting values con families. They are
changing policies that force women to stay at home and look
after their children. They think that the family and society will
be better if women are home being mothers and having
babies, instead of having the policies that will enable them to
contribute to the economy if they choose, and then supporting
them in doing that.

High

Now a conservative government has their own idea of what is
family. If you want to see the ideas of the Cabinet Ministers,
just look through the Albarta Report! Just go through there and
these conservative ideas have the influence on government
policy...which might be against the grain of other people who
might want to see a much broader perspective of what a family
is .

Reflections on Implementation: The Provincial Government

The concept of culture and the category The Alberta Government

Culture is meaningful to this study on implementation because of the
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culture's profound influence on the participanis’' behaviour. The participants
described the cultural rules that directed the behaviour of people in
goverrment. These rules established the power of senior officials to decide
the direction of government. This is a top-down way of working and is typical
of most bureaucratic systems because it is based on authority and relies
heavily on a centralized structure for decision making (Kruschke & Jackscen,
1987). A top-down approach enables senior officials to maintain control of
decision-making.

The participants spoke with such clarity and certainty about the power
of senior officials that this ernerged as one of the first factors influencing
implementation. It was explicitly understood by bureaucrats that regardless
of what they felt was important, they had to comply with the priorities of
senior officials, even if the values underlying these priorities conflicted with
their own value systems. Therefore, senior officials’ power, embedded in the
culture of government, helps to explain the meaning behind bureaucrats’
choices to implement or not implement the Grid.

During the early stages of data analysis. | connected a large
proportion of the participants’ comments to the power of senior officials.
These interconnections suggested it was an all-encompassing facior. It took
a few monthsi of concentrated analysis to separate out the specific tactors
within this immense factor. When these factors were removed, the
remaining ones came together to descrive the participants’ experiences of

the culture of government.



96

The culture of government also became a reality in the interview
setting. It was apparent which participants were advised, through the power
of a senior official, to participate in the study and which participants chose to
participate and were truly interested in participating. The participants who
were advised to participate kept referring to the priorities of senior officials
and the direction of government. They kept looking outside of themselves, to
the external ervironment, for answers. For exampie, a comment would
begin with, “According to the direction of this department...”. These
participants were also more likely to get side-tracked and their tone was
generally more formal. Whereas, the participants who chose to participate
shared more of their feelings and opinions and their mood was warmer and
more informal. | found the differences in interviews frustrating at first and
tried to figure out what | was doing to cause such a difference between
interviews. After | became aware of these differences and how they were
manifested in the interview setting, | actually found, analytically, the
differences quite interesting.

Another category that appeared quite early in data analysis and also
describes the provincial government is the category, Th rganization and
Qperation of Government. The participants were very astute about
organizational characteristics and their impacts on planned change. They
clearly described the government'’s large size, bureaucracy, and
heterogengcity as hindering the implementation of the Grid. Their comments

furthermore, confirmed what the literature documents about these
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characteristics and how they impede planned change. However, these
characteristics of the government of Aiberta are no different than large
government organizations elsewhere and thus, any kind of plaree¢ cnange
within government is subject to them.

These characteristics of the organization and operation of
.- vernment were a significant part of the discussions in a public
administration class | was enrolled in at the time of analysis. For example,
one discussion focused on the size of government and how difficult it was to
pinpoint responsibility for an initiative to one person in such a large
organization. However, this problem is addressed through Ministerial
responsibility. Ministerial responsibility means that Ministers are
responsible for the decisions made and actions taken in their departments,
regardless if they were or were not aware of these decisions and actions.
Therefore, while the size of government and the other characteristics of
government stand as challénges to implementation, they should not be
considered as impassable barriers to a planned change.

The third category, The Current Government's Priorities clarifies that
the issues in government that are considered priorities are those that will be
realized. The Grid was not considered a priority, whereas eliminating the
deficit through down-sizing efforts was considered a priority.

For a long time during analysis, | put a great deal of energy into the
down-sizing factor. | tried to develop a sequence, starting with down-sizing,

that would explain why the Grid was not a priority. For example, because ot



dowri-sizing, there was no time to implement the Grid and thus it was not a
priority. However, | realized that i could turn the sequence the other way.
For example, because the Grid was not a priority, there was no time to
implement it and it was lost in the strategies of down-sizing.

After | had devised numerous sequences, none of which were sound,
| realized that many of these factors came together to explain the nature of
implementation and that a linear sequence of the factors affecting
implementation could not likely be determined. There was not one trigger
factor that affected implementation, but a multiplicity of factors that derailed
the implementation process. Therefore, | did not spend more time trying to
figure out a consecutive process of factors that affected implementation. [
found this to be a significant milestone in the analysis process.

The Current Government’'s Values Concerning Families were

revealed in the fourth category. The government’s values provide th=
rationale to justify its decisions affecting families. The main point gathered
from this category was that the implementation c{ the Grid, which proposed
to make family concerns central to government decisions, was in complete
discord with the values of government on families. The participants were
directed to align their actions with the government’s values concerning
families and thus, were directed away from implementing the Grid.

The {actors in this category were first encompassed under the idea of
government involvement in family life which was another one of the first

ideas to emerge in the data analysis. The idea went through many
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transitions before it was broken down into the factors describing this
category. | found working through and clarifying the idea of government
involvement in family life, which resulted in these factors. was one of the
most complex and thus, difficult processes that | experienced in data
analysis.

The factors within the four categories making up the section on the
Provincial Government formed a basis on which the participants determined
the amount of energy to allocate to the implementation of the Grnid. They
also depict the government context as delineated by senior officials’
priorities that did not promote, but discredited, involvement with families and
in family initiatives.

I found the analysis of this section to be the most intriguing of all
sections. It demanded that | dig through and examine the participants’
comments from various angles. Unearthing these factors was the most
challenging, but also the most rewarding part of the analysis. The analysis
involved in the following section was also interesting because participants’
comments are spécifica!ly connected to the elements of change in the
conceptual framework, as described in Chapter Two.

Th lement 1 n

The elements of change demonstrate how organizationat capacity
might have been created to facilitate the implementation of the Family Policy
Grid. In reality, the participants identified numerous factors related to these

elements that might have actually hindered the implementation of the Grid.
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The participants' comments appeared to illuminate four out of the
seven elements in the original framework. These were: Naming a Change
Agent, Securing Leadership. Building Commitment, and Communicating.
The other three elements not specifically referred to by the participants
(Planning the change, Convincing of the need for the change, and Choosing

incremental change) are included as part of the discussion in the following

chapter.
Naming a Change Agent

A change agent has been defined as an individual or group that is
responsible for managing a planned change. The Premier's Council was
the change agent responsible for managing the implementation of the
Family Policy Grid. This category therefore, is important because it captures
the participants’ opinions about the Council and their conclusions about its
ability to direct the implementation of the Family Policy Grid. The
participants’ comments were organized into three factors that describe the
nature of the Council as a change agent: The Premier's Council is a pet
project; The Premier's Council has no power; and The Premier’'s Council is
too traditional.

; il i t project.

In general, the participants described the Council in a negative,
cyitical or unfavorable manner. They described it as “unnecessary”,
“unhelpful”, “unwanted”, or as a political “pet project” of the former Premier.

Consequently, the Premier's Council as a change agent and its initiatives
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were not welcomed nor respected, which affected the implementation of the

Grid.

Low

Something about these councils in general...l figure its very
much a political thing. The former Premier brought the Council
for Families in because he believed that families were tike
bread and butter, or like mother-hood, and by bringing in this

wonderful council...he thought he would be doing the right
thing.

High

Certainly the Premier's Council was viewed by the community,
as well as within government, as a pet project of the former
Premier...So there's a tremendous amount of cynicism in the
province around the Premier's Council.

High

All it was, was a way to satisfy some politician's dreams.

The Premier's Council has no power,

In addition to being deemed as unnecessary or unwanted, the
Premier's Council was also described as having no influence, clout, or
power among departments within government. Because the Council had no
power within government, it did not have the power needed to influence
others to implement the Grid. As one participant stated, “the Council can't
really tell us to do this”.

High

A Premier’s Council usually doesn't fit into the power structure

because usually it's an advisory body to the Premier and the

Premier can decide whether to accept or reject that advise.

High

We are separate from the Council and the Council can't really
tell us to do this.
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| look at the Premier’'s Council and | wonder how much it does.
Its mandate is to advise government on how policies and
programs attacked families. But when they would rnake advice,
it was ignored. The government doesn’t have to listen to them.
So | start to question why we have it.

The Premier’'s Council is too traditional.

The Premier's Council was further described by the participants as
too traditional. It was seen as working from a traditional position, seeking
out traditional opinions, and publishing documents based in a traditional

perspective. Since the Council’s documents included the Grid and were

who did not share this view were deterred from implementing the Grid.

Low

There's this notion that women <should still be at home and
that's really what they should be doing. But if they're in the
workplace, then it's at their own peril. This idea is still alive and
well. And...some of the publications that have come out of the
Premier's Council have been highly questionable in terms of
these values. And in their research, their sample selections
were atrocious and they pretty much sampled people who
gave them traditicnal stuff. It was really problematic. So the
Grid hasn't been embraced.

High

We are a little more liberal than the perspective coming from
the Premier's Council.

ring L rsii

The element of leadership in the conceptual framework is
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considered to be promoting the traditional view of the family, the participants

emphasized as important to the success of a planned change. it is critical

because a leader is responsible for creating a vision and building coalitions

of people and energizing these people to become and stay commitied to the
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vision (Belasco, 1990; Mohrman, Ledford, & Mohrman, 1989; Nadler &
Tushman, 1989).

Four months after the Grid was formally introduced to departments,
the Premier under whom the Grid was developed, resigned. His resignation
brought about a new Premier with new priorities and a new concept of the
role of government.

The participants described, through four factors, how the change in
leadership was related to the implementation of the Grid. The factors are:
The leader’s priorities are expected to shift; The Grid and the Council
belonged to former Premier; and The future of the Council may e limited.

The leader’ riorities are expected t hift

The participants explained that when there is a shift in feadership or
even shifts within a department’s hierarchy there is generally a shift in
priorities. The effect is that “things are not handled in the same way or with
the same emphasis”.

Low

Not only when a government changes, but when you get new
Ministers and have shifts in Deputies or even Assistant
Deputies, you can have a shift in priorities. It's associated with
a lot of things: what's on the plate, what seems to be important,
what should be done now. And then there ire some things that
don't take the limelight, they are not handfed in the same way
or with the same emphasis.

High

Whenever you have a change in leaders, you have a change
of agendas and that's gonna have an impact on programs. |t
would be unrealistic to assume that the status quo would be
maintained. You know, you have a new leader. And even so
much as a change in a manager, even a low level manager,
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would bring about changes in the office just with procedures
and whatever.

The Grid and the Council belonged to former Premier.

The participants across all departments firmly described that they
associated the Premier's Council and the Grid with the former Premier. For
example, one participant stated that the Grid was “the former Premier's baby.
Out he goes, out goes the Grid".

Low

The Council and Grid were the former Premier's to begin with
and then it went no where. And that goes with any sort of pet
programs of prior Ministers, they go nowhere in...Cabinet.

High

Everybody saw the former Premier as the one who was
pushing family and Family Day and when he left, everyone was
wondering what would happen with the Grid and all of this.

High

| think that the former Premier tended to give families a higher
profile. Even just the simple matter of making a Family Day,
and talking about family things. He wouldn't let you forget that.
And so I'm sure that in those days we would have given some
attention to the Grid because we heard the Premier talking
about it...Whereas today, when we hear the Premier talk we
hear about deficit reduction. So this Premier does not pay
nearly as much attention to the Council as the former Premier,
who founded them did...So they seem like a department with a
fancy name.

Other

| was looking over the Grid last night and at the rationales
behind all the principles and it was very good, very balanced.
It just was not given the priority. It was the former Premier's
baby. Out he goes, out goes the Grid. That's kind of the way |
look at it.
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Because the participants associated the Council and the Grid with the

former Premier and understood that the Grid was not his priority, they
guestioned the new Premier’s intentions regarding whether he would

disband or maintain the Council. They didn't “know if it would be easy or

guessed that the Council's fuiure would be determined after the 1994
International Year of the Family concluded. As it happened, the current

government disbanded the Premier's Council on June 30, 1995.

Low
if the Premier's Council stays in existence and if they're
endorsed, things may happen...But who knows?

High

The current Premier sees himself as a grass roots kind of guy.
it isn't from sophisticated bureaucrats or from peopl!e in cities
that he considers that he has much support. And the Grid is a
grassroots, down-home kind of issue, and so | don't know it it
would be easy or hard for him to dispose of the Premier's
Council on the family, who knows?

High

It was the fail (7992) that we did this departrnental review. We
were in the midst of it when the forrmer Premier resigned...And |
remember sitting down and talking about whether we should
do the review or not...In fact we were wondering what's going
to happen to the Premier's Council on families. The only thing
that we thought was going to save them was International Year
of the Family. And maybe that's what did. | don't know, we
won't know till next vear.

Building Commitment

In the explanation of elements of change in the conceptual

framework, commitment to a planned change is considered extremely

hard for him to dispose of the Premier's Council on the Family”. They also
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important for a planned change to be realized. It is done by inviting those
whose support is needed for the change to become involved in the decision-
making associated with the planned change (Drucker, 1973; Jacques, 1987,
Kirkpatrick, 1985; Medina, 1982; Reiner, 1987). Building commitment to a
planned change gains support of a larger group to the change, which
legitimizes it, and increases the likelihood of its implementation (Kanter,
1984).

The change agent, the Premier's Council, was responsible for
building commitment to the planned change. The participants confirmed the
importance of having commitment to the Grid, especially senior officials’
commitment. This category is made up two factors: There was no senior
commitment; and The Grid was middle management’s responsibility.

There was no senior commitment.

The participants were unanimous in stating that senior officials’
commitment to a planned change is imperative for a change to occur. They also
agreed that there was no commitment to nor support by senior officials for the
Grid. One participant explained that overall, there was not the “understanding,
commitment and acceptance” of the Grid by senior officials in government.
Without this commitment to the Grid, the participants knew they could let “the
Grid slip™.

Low

With the Grid, the current Premier is floundering and if the Grid

is going to work, you've got to have the support from the

highest level. You need support...because you're not going to

go anywhere without it. You have to start from the top and get
the backing of the right people. So that goes for the Ministerial
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level right down through the departments...because that's the
way these things seem to work.

Low

The mandate from the Premier is such that thou will do this and
that and not Grid. So it's not taken seriously, there's not the
level of commitment needed...How do | say this. you know,
you're lucky to have a job. If you don't want it, then just get out.
It's inertia. It's this attitude that this (the Grid) isn't an important

essential management concern. And | guess that's the bottom
line.

High

The commitment to the Grid needs to be front and center at the
highest level. When there isn't something crucial in importance
to the Deputy or A.D.M.'s they will delegate involvement. In this
case, there was not an ideal understanding, commitment and
acceptance on the part of our senior people. So...to be
effective you have to have the commitment at the highest levels
so people in the department pay attention to it. If, for example,
the interdepartmental committee was made up of Deputies or
A.D.M.'s and they had been responsible for developing the
Grid and they said "Thou Shalt", there would have been a
different response by individual department members. They
didn't get the highest level people in our department to work on
the Grid report...I am not criticizing any of the individuals who
were involved, but that is just one more indication of the lack of
importance of the Grid.

High
I've never seen anything come through from the Minister

saying this should guide the department’s policies. It is just
recommended.

The Grid was middle man rs r ibilit

Since senior officials were not interested in, nor committed to the Grid,
they delegated the respcnsibility for the implementation of the Grid to middie
managers. The participants described that regardless of the efforts of middle
managers, without the commitment of senior officials, change would not

occur. One participant explained that “the big people” in the department, the
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senior officials, would never know if the Grid was or was not being
implemented. Another participant explained that middie management is
very competent, “but there is a lot more” involved when “we are talking about
change and implementing change”. “A lot more” to this participant was
commitment by senior officials.

High

It (the Grid) was left for people like me to make sure that it's
implemented or is reflected in what we do. But for our big
pecple, | don't think they will know if we do it or not.

High

Departments had a tendency to push the Grid off to the side
and assign it someone that didn't have a mainstream in the
department. -

High

| know that there was an attempt by the Premier’'s Council...to
involve the Deputy Ministers, but in our instance, like many
others, the meeting held for Deputies was attended by stand-
ins, middle management. ... Now that gets at, how critical is
this. But if its important, then that message needs to get across
to the top level...And its not that stand-ins are not representing
our department when they go to a mesting. But there is a lot
more when we're talking about change and implementing
change.

Communicating

The communication change element is often considered essential to
the success of any change (Lippitt, Langseth, & Mossop, 1985). The
Premier's Council needed to develop and maintain high levels of
communication throughout the implementation of the Family Policy Grid if
change to the family policy-making system was to result. This category is

therefore important in that it has simple, yet direct implications for the
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implementation of the Family Policy Grid. The category is described through
one factor: There was minimal communication.

There was minimal communication.

The participants explained that the Premier's Council was directing
the implementation of the Grid with minimal communication. For example,
the participants stated that the Grid needed to be “brought up from time to
time”, it needed to be “regenerated” and the Premier's Council needed to
“have more personal contact” with departments. The participants perceived
that the Premiei’s Council did not want to be “the police” in monitoring the
implementation of the Grid, thus communication between the Council and
departments was minimal.

Low

The Premier's Council could have more personal contact, more
speaking engagements.

Medium

We used to have more frequent Council meetings, but now it
has been almost a year since our last meeting. And so when |
discussed here about perhaps doing the business plan against
the Grid, it was like, what Family Policy Grid?...So | think the
Grid needs to be brought up from time to time...because its too
easy to lose sight of the Grid's purpose and | have a strong
suspicion that part of the Grid is already lost. And as time
passes, it will be relying on the Premier's Council to regenerate
this thing.

High
| know the Premier's Council didn't get all of the Grid reports in

on time, but that's okay, they don't want to be the police in that
respect.
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flection Implementation: Elements of Change

The participants were frank about their opinions of the Council as a
change agent. They believed the Council was the “pet” or token of the
former Premier to show the importance attributed to families by government.
They did not see the Council as having the power to affect change. it was
not seen as fitting into the power structure of government because it was an
Advisory Council, with a “fancy name” whose advice could be taken or
ignored. As well, the Council was seen as promoting a traditional view of
“the family” which was opposed to their more liberal view of families.

The newspaper media also reported the Council as traditional. For
example, in 1992, after a person very closely associated with the Premier’s
Council commented on the differences between single parent and nuclear
families, the Edmonton Journal described this person as disrespectful of
single parents and supportive of only the nuclear family. The backlash from
this article prompted this person to clarify some of the comments. This likely
added to the participants’ opinions of the Premier's Council as too traditional
and to their disregard for the Council as a change agent and thus, deterred
them from implementing the Grid.

The massive amount of literature on the topic of leadership
emphasizes the importance of leadership in a planned change. The leader
of the government, who took on the role of leader of the Grid, resigned
during the implementation of the Grid. Therefore, the participants reported

that the Grid was a priority particular to the former Premier, but not
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fundamental nor central to the priorities of the current government (The Grid
and the Council belonged to former Premier). They perceived that the new
leader’s priorities shifted away from implementing the Grid. As well, the
participarits questioned the current Premier’s intentions regarding the future
of the Council. By questioning the Premier's intentioﬁs regarding the fate of
the Council, the participants were also questioning the fate and necessity of
implementing the Grid. This questioning did not promote continued
involvement with the Council nor with the implementation of the Grid.

In addition, the factors regarding the change in leadership confirm the
power of the culture of government and senior officials’ abilities to make
choices to chart the direction of government. In this case, the current
Premier chose to change ths directiori of his government away from the
implementation of the Family Policy Grid.

The Securing Leadership category was one of the most frustrating
and confusing categories to sort out. The reason was that | first tried to
divide participants’ comments on the change in leadership into positive,
negative and neutral affects on the implementation of the Grid. However,
this did not describe anything about the prccess of implementation. | finally
realized that it was not the event of the change in leadership that | should be
focusing on; instead, it was important to focus on the participants’ opinions of
the former Premier and current Premier as leaders of the Grid's
implementation. Thus, the participants’ opinions were that there was a shift

away from the Grid with the new Premier, that the Grid was exclusively the
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former Premier's, and that participants doubted that the new Premier would
maintain the Council and the Grid.

The importance of commitment for any planned change was
commented on by an overwhe!ming number of participants. They
commented by explaining how senior commitment was crucial to a planned
change, but that there was a lack of senior officials’ commitment to the Grid.

Just prior to the start of interviewing in March, 1894, | remember being
particularly drawn to an article in a local newspaper. A senior government
official at the time was questioned aboﬁt the effects of deficit cuts on families
and the role of the Family Policy Grid. The official was quoted as not even
rernembering the Grid. | remember wondering if this would be a good
predictor of the participants’ experiences with senior officials’ commitment to
the Grid. Although no one specificaily mentioned this article, it was clear,
according to the participants that senior officials were not committed to the
Grid.

In turn, because senior officials were not committed to the Grid, they
delegated responsibility for implem entation to middle management. This
action further demonstrated their lack of commitment. Furthermore, because
middle managers adhere to the priorities of senior officials, middle
managers received the message that it was not important to commit special
energy or attention to the Grid. This attitude posed a barrier to the

implementation of the Grid.
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Communication also emerged as a very important factor influencing
the Grid. The participants described the exchange of information between
departments and the Premier's Council as minimal. As time went on,
meetings were less frequent and involvement on the interdepartmental
committee was waning. In addition, some departments did not have a
person designated as their contact for the Grid and did not “actually
participate in anything” regarding the Grid. The participants attributed the
minimal communication to the perception that the Council did not want to be
viewed as invasive or policing the Grid.

| However, it is important to realize perceptions of minimal

communication were voiced by the participants approximately two years
after the initial introduction of the Grid to departments. The Grid was
introduced in May, 1992 and interviews with participants occurred from
March, 1994 to November, 1994. According to the history of the Grid in
Chapter Four, the Premier's Councit was highly involved and communicative
with departments in 1992, when the Grid was released and initial
implementation reports were being written. Therefore, the participants’
experiences of communication with the Premier's Council confirms past
research. There is not only a need for high levels of communication during a
planned change. but this communication needs to be sustained over time
(Kirkpatrick, 1985).

The comments in the Elements of Change section are interesting

because they directly reflect the elements identified in the literature on
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planned change. All change elements could have either facilitated or
hindered the planned change. It depended on how the elements were
perceived and practiced or brought to bear on the implementation of the
Grid. The disregard of the Premier’'s Council, the past and current Premiers’
leadership of the implementation process, and the lack of commitment to
and communication throughout the Grid's implementation, acted as barriers
to implementing the Grid. In the following section, The Family Policy Grid,
participants’ comments more specifically address the Grid as an instrument
of change.
The Family Policy Grid

This section is very meaningful to the research because the findings
directly convey the participants’ opinions about the Grid as an instrument for
improving and securing supportive policies for families. In turn, the
participants’ opinions about the Grid as an instrument of change influenced
how the process unfolded. The participants’ opinions are shared through

the following four categories: A View of the Initial Process, The Initial

Implementation Results, The Usefulness of the Grid, and_A Critique of the
Grid.
i | Pr

After receiving copies of the Grid, each department was to begin
implementing the Grid by using it to assess department policies and
programs. Results were to be compiled in a departmental report. This

categody was developed through the participants’ comments about what was
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involved in or what happened during this initial process of implementation.
A view of the initial process is made up of three factors: Values and beliefs
are part of the process; Policies for families cannot be designed; and The
Grid implementation review was a one-time exercise.

Values and beliefs are part of the process.

“The participants described how their values and beliefs. particularly
related to family, became an intimate part of the implementation process.
The participants’ values and beliefs thereby influenced how they
understood and implemented the Grid. The participants stated that
depending “on the angle you take" or your “personal view point”, policies
and programs could have been considered supportive or non-supportive of
families.

High

When | reviewed the Grid, | was thinking of my life and reflected
my own personal values.

High

One of the issues with the Grid is that it is very easy for
departments to say, yes, our policies and programs do support
families because, depending on the angle you take on families,
you can do that.

High

| think in many instances there is a personal view point that
comes in. So all you can do is look at your programs, and look
at what you view the family as being, and try to integrate these
to produce valid answers for the department review.

Polici for ili nnot ign

Directly coming out of the previous factor, the participants described a

further problem that appeared in the initial implementation of the Grid. The
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participants acknowledged that individuals perceive families differently,
according to their own values. Thus, the participants stated that families
were “indefinable”; they did not believe one definition of the family could be
developed. Following, the participants believed that they were unable to
use the Grid to develop policies for families because policies cannot be
organized around an “indefinable” group.

One participant explained that because of the problems in defining
families, “it makes it difficult to do any thing with policy”. Another participant
stated that because of the various types of families “you're going to get shot
down” if you attempt to “do something with policy”. Because the participants
did not believe policies for families could be designed, they believed using
the Grid to assess and develop family policies was inapplicable.

High

| will have a different interpretation than what other people wili
have of what a family is. So it makes it difficult to do any thing
with policy because who do you listen to? Because no matter
what direction you take, you have people saying, no that's
wrong.

High

I've been around long enough to have seen various attempts at
organizing the work of government. And whenever you try to
organize work around an under-differentiated group of people,
you cannot do it. It's really the similar problem that the
disabled have. | mean people think the disabled are a very
coherent group, but they're not, all of them have very different
characteristics and needs. You can't organize yourself around
groups, you have to organize yourself around needs and
service requirements. And if there's no service requirement,
then get out of it.

High
A definition of family is not straightforward..We question
homosexual families, adopting children, single parents...and
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you don't know where government is coming from, whether
they are from the left or right...But to get a definition and do
something with policy with all of that, you're going to get shot
down, no matter what you come up with, you're shot down.

The participants overwheimingly described the process of

implementation of the Grid as a one-time, “let's get it over with” exercise.
They ;ompleted the initial Grid review, submitted it to the Council and no
further implementation was planned. They approached the review as “let's
get this exercise out of the way" and after the review, “it just went on the
shelf”. This factor directly demonstrates how implementation of the Grid was
not only hindered, but blocked by this one-time short-term approach to
implementation.

Low

It (the implemeniation report) basically said, we're already
moving in this direction, we're already doing these things. And
that was really the extent of it. So far there hasn't been any
follow-up and until it's actually requested, there won't be
either...Basically what we're saying is, we've done this and
we're not doing anything more until we have to.

High

People did it (the implementation review), but they did it more
as, let's get this exercise out of the way and get onto the stuff
that is really important.

High
Well, it wasn't much of an experience for me, probably took
about a 1/2 hour altogether.

High

| think the: policy Grid is gone, | really do. | mean it was a very
short kind of pencil and paper exercise. The report went to
Cabinet, ticketyboo. Good. Oh, we're doing fine. Pat
ourselves on the back. End of story. Please don't have this
come and re-visit us again.
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Other
| see all departments just being inundated with all kinds of
paperwork. And to me, it was just another report that you had
to go through...And | think that's really what happened, to be
honest.

The Initial Implementation Results

After going through the initial process of implementation, departments
were asked to submit their resuits from the process to the Council. This
category is extremely interesting because the results provide insight into the
relationship participants perceived their departments had with families.

The results emerged in the following three factors: We already fit with
the Grid: We already think about families; and Families are not our main
concern. Notably, these factors were some of the most pervasive in this
research.

We already fit with the C.:id.

One of the most prevalent facto.s resulting from the initial review of
policies was that participants, from across all departments, concluded that
they Already fit with the Grid. They believed they already “reflected the
values” and “did the things” requested in the Grid. Because they “fit quite
well with the Grid", the consequence was that further implementation was
deemed unnecessary.

Low

The implementation report wasn't rocket science. It wasn't

anything that was going to have a profound impact on the

organization. It basically said, we're already moving in this

direction, we're already doing these things. And that was really
the extent of it.
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Medium
We didn't have much difficulty with how we looked at the Grid
because our programs were mostly directed to families.

High

Many of our programs already reflected values that existed
within the document, so it wasn't a big deal...So the conclusion
from our report was that we really didn't have a lot of change to
make because we were focusing on the family perspective
already...So the Grid was just a check. It didn't produce any
startling revelations in terms of policy.

High

The Grid wasn’t really an issue because we weren't really out
of line in any of the areas. We didn't have to change anything.

We already think about families.

Aside from fitting with the Grid, the participants concluded that they
Already thought about families. They believed their departments were
concerned about families and were so even before the Family Policy Grid
was released. Again, the consequence of this perception by the participants

was that further implementation of the Grid was considered unnecessary.

Low
The fact is that in most of the things that we do, we felt like a
family situation was generally already tuken.

Medium
Even before the Family Policy Grid was implemented, we
always had a strong concern for Alberta families.

High

Our department has been kind of innovative over the years in
looking at how we can make a difference with families. We
recognized a long time ago that family support is very
important.
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iti r t r_main ncern.

Although the participants believed that they Already thought about
families, they did not see Families as their main concern. They
acknowledged that their work involved or affected families, but making
families their main concern was not their “purpose”; “their job” and did not
“capture what they do". The Grid, which directly involved departments with
families, was not considered to be an important part of their work and thus,
implementation of the Grid was not believed to be imperative.

Low

In the environment today...there is fiscal restraint and shutting

down programs...So we are in a time to question what it is the

department does and what our purpose is, and that has a

different focus than a social portfolio.

High

We're not here to support families. That's not our job. | mean,

if we support families in the process, well and good.

High

Our program doesn't deal directly with families..We had a

speaker in and he talked about working with families. So when

we started the project we didn't have...families in mind, but they

certainly are a byproduct.

h In f t ri

As recipients of the Grid, participants were expected to implement the
Grid to change the policy-making system for families. In response, the
" participants commenied on the usefulness of the Grid as an instrument to
improve this system and ultimately, to improve policies for families.

The participants' assessments of the usefulness of the Grid were

revealed through the labels they gave to the Grid. The following factors
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provide the labels and details of why the Grid was not considered a useful
change instrument: The Grid is an add-on; The Grid is just for show; The
Grid is good for others; The Grid is for senior officials; The front-line workers
are not familiar with the Grid; and The Grid is not needed.

The Grid is an_add-on.

The participants perceived that the Grid was an Add-on to the work
they were already doing. it was a “make work” project. Since “departments
are busy” and the Grid was not something that was considered imperative to
their work, they did not “spend a lot of time thinking about” the Grid. The
assessment of the usefulness of the Grid as an add-on turned participants
away from implementing the Grid.

Medium

Initially when the people were working with the eight principles,

there was this feeling that this is just a make work project and

they are not really going to see a result out of it. Departments

are busy and these sort of things are add-ons.

High

This is an add on. it is not most critical to our life and work and

well-being to spend a iot of time thinking about this.

High

| let my department know that they were going to have to allow

time in their work plans to build this (the Grid)in because it was

going to mean a review of all the programs...And there was a

lot of concern about that and about the ability to do that and the

add-on of, do we need an extra body to actually do that?

Th rid is just for W.
The participants further assessed the Grid as nothing more than a
political exercise. They described the Grid as a “joke”, “whitewash”, or

“pencil and paper exercise”. The opinion expressead in this factor was quite
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damaging to the implementation of the Grid. It demonstrates that
participants did not find the Grid useful, nor did they consider its
implementation seriously.
Medium
In a couple of meetings, people felt that, is this a joke, is this for
real?
Medium
The Grid was just for show. It was the former Premier that
wanted to show the importance of the family to the Alberta
government and thought the best way would be to set up a
special Council and do this Grid thing. It wouldr't necessarily
mean that anybody changed anything.
High
For our department, it became more of a pencil and paper
exercise...What happened is that it was an exercise between policy
makers at the senior bureaucratic level, all of who said that their

policies, of course, fit with Grid. So the Grid looks great, it looks
fantastic and its an easy whitewash.

The Grid is good for others.

The factor, the Grid is good for others , is the second, out of only two
factors, that can be differentiated according to departments. The participants
only in high depantments expressed that the Grid is good for others. In
assessing the usefulness of the Grid, these participants clearly explained
that the Grid may have brought about change, not in their own departments,
but in departments that were not commonly related to families. For example,
participants spoke of how the Grid was a “useful awareness raising tool” for
individuals in non-family related departments and could help to “open the
eyes” of individuals in these departments. These participants, therefore did

not find the Grid useful and thus, were not motivated to implement it.
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High

The Grid would nave been more helpful if it was applied to
other departments. The family perspective really had infiltrated
in our area, but it might be a useful awareness raising kind of
tool for other departments, just, for example, to make them think
about how they construct roads may have impacts on families.

High

The Grid was a particular challenge to departments that were
traditionally not, in any way, oriented to families. And | think
that was one of the best things that the Grid accomplished. It
started to open the eyes, even if it was in a small corner of a
department, to the fact that even if you were in..(a low
department ), things you were doing had an impact on families.
So the only positive thing about the Grid is that it probably did
raise the awareness at some level in some departments that
traditionaily are not for families.

The Grid is for senior officials.

In this factor, the participants expressed how tha Grid, developed to
change policies to be more supportive of Alberta families, was designed for
use only by senior officials. In contrast, the participants believed that
bringing about a change for families comes through the work of front-fline
workers, those involved in the direct delivery of services. As one participant
explained, he did his part, “now it has to go to the people, in...the programs
for it to really happen”. In addition, one participant explained that
implementing the Grid would be no problem because it did not challenge the
thinking of the senior officials responsible for implementing it. Therefore,
implementing the Grid was not meaningful, nor useful to participants
because it was not designed to reach front-line workers, where participants

believed change for families occurs.
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High

It (the Grid )shouldn’t be a government thing; it really has tc go
down to the field. I've done my part in terms of making sure
that our policy conforms with it. Now it has to go to the people
in...the programs for it to really happen.

High

Now | didn't have that much personally to do with applying it
(the Grid), it tended to stay more at the directors level.

High

The bottom line is, did this Grid make one bit of difference to
any family, any kids, anything, anywhere? Now | would
suggest the answer is no..It was designed for senior policy
analysts and because it was designed and directed that way.
there was no problem impiementing it, like it was designed for
the structure that actually implemented it. But if that document
was designed for families and talked about what really
happens to families, at the front level, then there would be
things that make it difficult to implement. So if you went out
today to any community agency that works in famiiy support
and asked them, have you seen any significant change in the

last years because of this Grid? | think you would have a very
difficult time finding anything.

Front-line_workers are not familiar with the Grid.

In keeping with my initial intentions of interviewing senior officials,
middle, and front-line managers, front-line managers were contacted about
their familiarity with the Grid. Front-line managers confirmed that the Family
Policy Grid was a document that was not designed for their use, nor open for
their feedback. Consequently, some front-line managers had heard about
the Grid, but none had seen nor worked with the Grid. One front-line
manager elaborated further to explain that any broad policy framework, like
the Grid, would not be used by front-line workers for delivering services. The
following is a selection of comments from front-line managers associated

with low, medium and high departments.
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Low
My area has very much to do with the family, but...nothing 1|

have seen is a result of this Grid and no person has been
directed to look after it.

Medium

| squeezed my head for awhile to find out what you were
eluding to in your letter and that tells you how light my
exposure to the Grid has been. | know what its about from

hearing about it, but | have not seen . So that is really all |
know.

Medium

| believe | read something about it in our last newsletter, but
that’s it.

High

| am aware of the Grid, but | don't know if anyone else would.
Just fike any broad government policy, we are not using it for
delivering services. As soon as you get out into offices, at this
level, frankly, many people would be saying, what Policy Grid?

They might have seen a copy of it. but its not for their hands-on
use.

High
Boy. you got me. | have no idea what that (the Grid)is. | usually
remember things that pass across my desk, but | don't recall

seeing it. But then again, | don't always read everything that |
get.

High

| know about it (the Grid) only because my office, awhile ago,

was situated close to someone who was on the Council's

committee and so we would chat about it, but that's all.

Th id is not n .

The participants felt they had no need nor use for the Grid as an
instrument to bring about change for families. This factor is best described by

the participant who simply stated that the Grid “would have been useful for

us if we identified that we needed it". Another participant described that
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people in the department did not see how it would make them more
informed or how it would impact their “day to day work”. One more
participant explained that they “couldn’t see a link between what needs to be
done and the Grid”. The participants’ feelings that they had no need for the
Grid countered their desire to implement the Grid.

Medium

The only thing that would impede Grid implementation...is
simply a lack of perception of how it would actually impact on
our day to day work...We don't relate to it on a day to day basis,
by any stretch of the imagination.

High

People wanted to get rid of it (the Grid ) as soon as possible;
they didn't see the value of it. So it wasn't a matter of
bureaucratic resistance to something that was worthwhile,
because that sometimes happens, the bureaucracy kind of
shuts down. It was more a sense of frustration that this was not
really something that can be helpfu:. «ither at the policy level or
with people.

High

I think it (the Grid) would have been useful for us if we identified
that we needed it. If we, to some extent, said that we need to
have this Policy Grid to inform our work...The people who do
the work are the ones that are saying...why would | need this?
Is this going to make my job easier? Is it going to make me
more informed? Is it really going to translate back to
families?...1 don'’t think so.

High
We really couldn't see how the Grid was going to be useful.

We couldn’t see a link between what needs to be done and the
Grid.

A_Critique of the Grid
The final category includes the participants’ comments that refer to

and critically describe the nature of the Grid. The comments point directly to
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how the Grid was written and how this affected its implementation. The
comments are developed into three factors: The Grid is too broad: The Grid
is too traditionial: and The Grid neglects an individual perspective.

Th rid is t br

The participants believed that government policy frameworks, and in
this case, the Family Policy Grid, are ineffective because of their broadness.
The participants described the Grid using terms such as: “all-
encompassing”, “broad”, “overarching”, and “sweeping"”.

One participant suggested that any document that tries to encompass
all situations is difficult to implement. Other participants stated that
frameworks like the Grid “don’t matter” to anyone and are too broad to
address “day to day” business. The participants’ understanding that the Grid
was too broad for their use discouraged them from implementing the Grid.

Low

Whenever I've seen projects like that (the Grid )try to be all
encompassing for all situations, there are problems in
implementing it.

High

It's like if this Grid is so narrow as to focus on a traditional view
of family, it becomes sejected out of hand because it's so
narrow. But because it's broad then it's a “so what” document.

High

| think that general policy frameworks like this (the Grid)
generally have little impact on program development or on
government direction. Like nobody thinks they matter to
them...My experience is that other factors tend to roll over these
things: they don't carry any momentum.
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is t traditional.

The participants explained that they disapproved of the Grid because
they saw it as too traditional or narrow. They saw it as coming from a
“conservative, right wing” perspective, which “offended a lot of people” and
such a perspective dissuaded them from implementing the Grid.

Low
The traditional values seems to he embedded in it (the Grid)
and it offends a lot of people.

High
We define family with a very large, modern definition, more modern
than anyone on the stupid committee who did the Grid.

High

This government is very much interested in families and
communities taking a tremendous amount of responsibility for
the support of each other and so the Grid has some of these
very conservative values incorporated into it.

Other

A lot of the principles show...the conservative, right wing. One
of the principles talks about how the well-being of society is
reflected in ... how strong the family is. And...there's all kind of
implications when you start talking about how strong families
are. It implies that families needing help are weak...If anything,
families that are going through crises and have to get help,
must have the courage and strength to do that.

The Grid n&:- - 3ts an individual perspective.

Closely associated with the Grid is too traditional is the third factor,
The Grid neglects an individual perspective. The participants commented
that the Grid “wasn’t effective or useful” partly due to its lack of emphasis on
the individual. More specifically, participants in high departments explained
their need to develop policies and programs in terms of the individual, which

was not congruent with the perspective in the Grid. They believed it was
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important to think of individuals first and write their policies based on

individuals. This perceived neglect of the individual perspective deterred
the participants from implementing the Grid.
High
"The family' is not necessarily the paramount social structure.
There are many dysfunctional families that support the
maintenance of the system and are destructive to the member.
So, that individual component wasn't really in the Grid. And for
a lot of our purposes, that wasn't effective for us: it wasn't
useful.
High
To have this Grid statement is not realistic. In our work, we first
have to think of the impact on the individuals we're supposed
to serve, and then maybe, somewhere down the line, the
impact on families.
High
There was concern with the focus on the family being more
important than the individual.

Reflection n_implementation: The Family Polic ri

In the category, A View of the Initial Process, the parti;:ipants revealed
a great deal about their perceptions regarding the process of
implementation. The participants described, in the first factor Values and
beliefs are part of the process, how individuals’ values and beliefs were
explicitly tied to anything involving families, whether it was implementing the
Grid, or defining families, or developing family policies. Closely related to
this factor was the participants’ perceptions that Policies for families cannot
be designed. These factors are some of the most discerning in this
research. They are rooted in the timeless debate of how to define a family.

The participants explained that individuals’ ditfering perceptions of family
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made it impossible to define family and therefore, also impossible to design
policies for families.

In addition, the participants made it very clear through the factor, The
Grid implementation review was a one-time exercise that although they
completed the initial implementation review, no continued nor future action
for the use of the Grid was planned. The decision to make the réview a One-
time exercise connects back to the culture of government. Since senior
officials did not choose the Grid as a priority of government and were not
committed to it, participants Followed senior officials’ priorities by focusing
on priority issues and ignoring the implementation of the Grid. Furthermore,
the Grid review as a One-time exercise was one of the most common factors
in this research. This demonstrates that the neglect of on-going
implementation of the Grid across government was pervasive.

Through the factor, One-time exercise, | recall the time just before |
began interviewing. | thought that due to the past neglect of implementation,
the participants may not have known how to implement the Grid. | thought
that they may have lacked the skills to impiement. Consequently, when the
Grid was given such a quick overview and determined to be a One-time
exercise, | was further convinced that the participants did not have the
“know-how" to implement. | then began asking the participants about their
ability to implement the Grid. This hypothesis was quickly dismissed after
each participant confidently stated that they could or that they had the skills

to implement the Grid.
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In the category, The Initial Implementation Results, the participants
reported the results of the initial review process. Their results included that
they already operated in a manner that reflected the Grid principles and
already thought about families; their prior concern and support for families
were separate from the Family Policy Grid.

As a conclusion of these results, participants did not believe they had
to change their policies to make them supportive of families. However, when
departments were requested to review their policies using the Grid, they did
not have to demonstrate how conclusions were reached. They did not have
to explain the pr.cess of how decisions were made and thus, did not have to
explain how they determined that they Already fit with the Grid and how they
Already thought about families.

| detailed in my journal a time when | became quite frustrated with the
comments that emerged into the factor, Already think about families. The
idea | was hearing was that thinking about or being aware of families was
satisfactory for change. | was frustrated because | knew that simply thinking
about or being aware of families was insufficient for change; rather,
deliberate actions are necessary to bring about a change in policy-making
for families. Furthermore, it was even more frustrating acting as a researcher
and not being able to explain to participants how | feit.

In addition, a surprise came in the third conclusion, Families are not
our main concern. It was expected that this factor would have been

differentiated according to low, medium and high departments, yet
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participants from all departments reported that Families were not their main
concern. Notably, the participants in high departments, those categorized as
being highly related to families, stated that Families were not their main
concern. This perception, which detaches departments from concern for
families has serious overall consequences for family policy-making in
government.

The main notion coming out of the category, Usefuiness of the Grid, is
that participants did not believe the Grid instrument could bring about a
change in policies for families. The participants believed The Grid was an
add-on or extra to their work that was truly important and that The Grid was
not need;d. These factors connect back to the factor on down-sizing.
During a time of radical change and new priorities, an extra “make-work”
project or a project participants had no need for was very likely considered
irrelevant. More importantly, the participants did not believe that this extra
work would bring about change for families. In addition, The Grid is just for
show demonstrates participants’ perceptions of the Grid as a showpiece or
facade and not as an instrument that could direct policy changes.

The negative opinions about the Grid were exacerbated further by the
third factor, The Grid is good for others, in which the participants in high
departments saw the Grid as valuable only to departments that were less
related to families. | was quite surprised when this factor emerged, not
because it was a confusing idea to grapple with but on the contrary, how

clearly the factor emerged. The participants were very candid and very
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pointed about others’ needs for the Grid. 1 felt that this view was quite
presumptuous, although | realized that it may be serving a purpose for
participants. Recommending the Grid to other departments may have been
a way to shift the responsibility and avoid the changes that would have
accompanied implementing the Grid.

The fact that the Grid was designed for senior officials proves to be a
very critical factor in this research. The participants asserted that the Grid
should not have been a document for senior officials, but should have been
used by front-line workers if it was to make a difference to families. The
participants proposed that because senior officials did not have to share any
decision-making with front-line workers, change would not occur.

The emergence of this factor prompted me to contact front-line
workers. Interviewing front-line workers not only contributed to data
triangulation, but by this point, also satisfied my growing curiosity about the
experiences of front-line workers. | contacted former participants and asked
if they could recommend front-line workers that may have been familiar with
the Grid. In telephone interviews with these individuals, | learned of their
unfamiliarity with the Grid. In addition, | realized that | had reached a point
where sampling participants was becoming redundant. Each front-line
person | spoke with recommended that | speak with someone else that
would be more familiar with the Grid. In all cases, the person they
recommended was a former participant. This confirmed that, undoubtedly,

the Grid was to be implemented without input from front-line workers.
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Through these factors in the category, The Usefulness of the Grid it became
remarkably apparent that the participants needed to understand how the
Grid would make a difference to families before they would take it and its
implementation seriously.

In theﬁ“aiist category, A Critique of the Grid, the participants described a
few characteristics of the Grid that influenced its implementation. First, the
participants believed The Grid was too broad or encompassing of all policies
so that implementing the Grid, for them, was meaningless. This factor was
teased out quite easily. The other two factors in this section, The Grid is too
traditional and The Grid neglects an individual perspective were, for a long
time, encompassed under the one factor Too traditional. It took more
interviews for me to hear how important participants believed the individual
perspective was to departments’ policy development and service delivery.
The participants believed they needed to think according to the individual
perspective to carry out their daily work. Thus, these last two factors were
separated after | could distinguish the individual factor hiding with the overall
traditional factor. This final section describing The Process and Results of

itial | ion, The Usefulness of the Grid, and A Critique of the Grid,
provided a comprehensive picture of the factors specific to the Grid that
affected its implementation.
Summary
This chapter includes the factors that emerged from the analysis of the

participants’ comments. They describe participants’ experiences
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implementing the Family Policy Grid in 2 government context. The factors
provide the meaning behind the participants’ decisions to avoid investment
toward implementing the Grid. The most distinct factors from these findings
that influenced participants’ decisions about implementation are explored in
the following chapter. These particular factors are linked with the elements
of change described in Chapter Two to best describe the nature of the

implementation of the Family Policy Grid.
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Chapter Six

Discussion and Implications

Introduction

There are times during the research process “when everything falls
into place” (Fetterman, 1989, p. 101). After months of thinking about the
problem and collecting and analyzing the data, everything can come
together to “form a coherent and often cogent picture of what is happening”
(Fetterman, 1989, p. 101). The discussion that follows highlights how the
findings in Chapter Five came together to form a picture of the
implementation of the Family Policy Grid in government.

The picture that emerged from the data depicts implementation as a
process that was stalled or frozen in place, in other words, “implementation
stalemated.” This title describes the process because even though
implementation began, it could not proceed or advance. Several factors
created barriers that stalemated the implementation of the Grid from very
early in the process. Thus, the factors provide insight into the meaning
behind the participants’ decisions to move away from implementing the Grid,
which resulted in the implementation stalemate.

The picture of this unique implementation process is sharply detailed
by contrasting it with the conceptual framework, outlined in Chapter Two.
This framewcrk was constructed using seven elements considered

necessary for facilitating a planned change in government. All seven
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elements were important and contributed to an understanding of how the
Grid was implemented in the Aiberta government. However, a great deal of
abstracting, integrating, and synthesizing occurred during the analysis of the
data and when the dust settled, the analysis revealed that five out of the
seven elements contributed most to explaining what happened and which
distinct factors intervened during the implementation process: Naming a
change agent, Securing leadership, Planning a change, Convincing of the
need for the change, and Building commitment.

In addition to a discussion of the five most salient elements, a
discussion of the Grid as an instrument of change is included. The
participants’ opinions of the Grid as an instrument of change also affected
and intervened in the implementation process. This discussion is important
because it specifically reflects the barriers associated with policy-making for
families and what participants described as blocks to developing supportive
policies for families in government. For clarification purposes, any reference
to “the elements” throughout the discussion includes the Grid as an
instrument of change. In other words, the policy instrument itself became an
element important to facilitating a planned change in a government context.

A further analysis of the elements revealed two main themes. The first
theme is the influence of the culture of government and the power of senior
officials. The elements encompassed in this theme are: Naming a change
agent, Securing leadership, and Planning the Change. The second theme

is a lack of congruency among value systems. The elements encompassed
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in this theme are. Convincing of the need for change, Building commitment,
and tne Family Policy Grid as an instrument of change. These themes
explain in the most succinct way what stalemated the implementation of the
Grid at the middie management level. They assist in understanding the
stalemate of the implementation of the Grid in a more discerning or artful
way. In other words, if asked to summarize what affected the nature of the
implementation of the Grid, the summary would include first, the power of
senior officials to determine the priorities of government and second, the
tack of congruence between the value systems of senior officials in the
current government and the planned change.

This chapter is organized according to each theme and the elements
of change through which each theme flows, and it concludes with
implications from the research. Furthermore, since a common
understanding of the stalemate of the Grid’s implementation was shared
among the participants in this study, the discussion and implications of this
research are not intended for individuals in any one particular government
group (low, medium, high, or other). Instead, the discussion and
implications are intended for individuals throughout government as well as
for anyone interested in policy-making for families, including scholars and

individuals in families.
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The Alberta Family Poli rid: Implementation St
Theme: Power of nior icial

The culture of government is made up of norms that govern the
behavior of people. The power of senior officials to determine the priorities
of government and dictate the behaviours of bureaucrats is the prevailing
norm within the culture of government. Senior officials use their power to
choose among issues, to establish priorities, and, in doing so, choose to
embrace different values. Therefore, understanding the power of senior
officials in government is fundamental to understanding all of the decisions
that are made in government and what contributed to the stalemate of the
Grid implementation process. The terms used throughout this discussion to
support this theme are senior officials’ power, power-holders, the power
structure, or, simply, power. The power of senior officials emerges as a key
theme in the discussion of each of the foillowing elements.

Naming a change_ agent.

The change agent has a very important role. It is responsible for
managing a planned change by involving and working through others to
achieve the goals of a planned change (Benveniste, 1989). It is the doer; it
gets things done. L ~

The participants in this study did not see the Premier's Council as an
effective change agent because they did not consider it, nor any type of
advisory group, as part of the power structure of government. The

participants knew that an Advisory Council was not a power-holder and that
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acting upon directions from an Advisory Council was not critical. Therefore,
it is astonishing, given the breadth of change expected by the
implementation of the Grid that an Advisory Council was named the change
agent. That is, an Advisory Council was given full responsibility for
implementing the Grid when it was known throughout government that an
Advisory Council does not have the power to bring about a significant
change.

Vanderpost (1992) discovered a similar situation in her study of the
implementation of the employment equity policy at the University of Alberta.
She notes that the most widely known, fundamental management principle
includes assigning responsibility for change to a person or group who has
sufficient authority to accomplish a change. In her study, implementing the
equity policy change was entrusted to an individual serving in an advisory
capacity without the authority to carry it through. Therefore, not only was it
commonly known by individuals in government that an Advisory Council did
not have the power to direct a change process, but this tias been
demonstrated in previous research. Entrusting the responsibility of
implementation of the Grid to an Advisory Council created, from the start, a
significant barrier to implementation.

Another very important point, aithough not as obvious, is that many of
the participants predicted a temporary life for the Council. Temporary
structures might lack any real power in government. As a temporary

structure, the participants stated that the Premier’s Council lacked power,
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which may have been another reason that participants saw the Council as
an ineffective change agent. Therefore, if individuals in government are
certain that a change agent is going to disappear within a few years, it
becomes easier to ignore or take minimal acticn: to appease a change agent
until the change agent and in all likelihood, its initiatives are terminated.
This part of the discussion raises a question: “What is the relationship
between the implementation of a policy and the permanence of the structure
responsible for directing the implementation of the policy?”

it appears that the lack of power of the change agent affected
accountability for implemanting the Grid. The reporting line from
departments to the Premier's Council did not warrant accountability because
the Council did not fit into the power structure of government. Answering to
the Premier's Council regarding the Grid was trivial in comparison to
answering to power-holding senior officials whose priorities did not include
the Grid. Since the accountability for the Grid was directed to the Premier’s
Council, there was no incentive for participants to explain the process they
used to implement the Grid.

It is evident that establishing an Advisory Council for a limited perioc
of time sends a clear message to a government’s bureaucracy: that is, i i~
not necessary to take an Advisory Council too seriously, and it is not
necessary to spend too much time on its initiatives. Thus, it appears that the
relative lack of power of the Premier's Council, the change agent,

contributed to the stalemate of the implementation of the Grid. In a culture
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where power-hoiding positions dictate the direction and priorities of

government, the significance of having a senior official as a power-holding

change agent responsible for a planned change cannot be overestimated.
ring | rship.

Securing leadership follows the discussion of Naming a change
agent because both elements deal with organizing individuals or groups
with power to facilitate a planned change. The role of the leader is symbolic;
whereas, the role of the change agent is the day-to-day manager of the
change. The leader envisions the change. The leader energizes people to
become and stay committed to the planned change (Mohrman, Ledford, &
Mohrman, 1989; Nadler & Tushman, 1989). The implementation of the Grid
tacked leadership in both the former and current governments, but for two
very different reasons.

The former Premier chose to take on the leadership role, but
interestingly, he could not energize his senior officials to become committed
to the Grid. He was unable to provide government with a vision of policy-
making focused on families and his senior offic:ais chose to ignore his
support of the Grid. There are three situations that may explain why senior
officials chose to ignore the former Premier’'s leadership of the
implementation of the Grid.

The first situation involves the Deputy Ministers’ orientation. This
orientation was designed to introduce the government’s Deputy Ministers to

the Grid, but it was primarily attended by middle managers, who represented
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their Deputies. The Deputy Ministers' lack of interest in the Grid
demonstrates that senior officials had very little interest in the Grid from as
early as its first introduction to government. Since the former Premier
resigned four months after the Deputy Ministers’ orientation, it is likely that
the former Premier’'s senior officials did not attend the orientatioﬁ because
they expected his resignation and were anticipating a shift in leadership. If
senior officials expected a shift in leadership, it would not have made sense
to put energy into a planned change that might be disregarded within a few
months.

The second situation that provides evidence that the former Premier's
leadership of the Grid was ineffective involves the initial implementation
reports. These reports were submitted within two to six months after the
former Premier resigned as a One-time exercise. After the Premier resigned,
the Grid was left without any leadership. This lack of leadership made it
possible for those responsible for implementing the Grid to shirk this
responsibility. By designating the initial report as a One-time exsrcise, they
made it clear that they had, by that time, decided not to continue
implementing the Grid.

The participants may have considered the Grid as a One-time
exercise because they stated that poli¢y frameworks, in general, are
ineffective for bringing about change. They stated that policy frameworks
are too broad and do not impact on day-to-day business: They “don’t matter”

to anyone. Consequently, the Grid might have been discussed as another
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policy framework that was ineffective for bringing about change. Thus,
senior officials may not have taken the Grid or its leadership seriously.

The third situation involves the senior officials’ view that the Grid was
a personal, idiosyncratic initiative associated exclusively with the leadership
of the former Premier. Participants viewed the Grid as well as the focus on
families and the establishment of the Council to be the former Premier’s pet
projects or personal priorities. Since the participants .considered the Grid as
a product out of the Premier's personalized focus on families, they did not
view it as an appropriate government activity. The senior officials did not
deem it necessary to put any energy into a policy framework that was
considered a personal pet project and would likely be disregarded in a few
months.

It is noteworthy that the former Premier’'s senior officials ignored his
leadership of the Grid. This is surprising since ignoring the wishes of the
most powerful person in the Alberta government is an extreme and an
exceptional circumstance. This situation reveals that the leadership of a
planned change, when the leadership of government may be shifting, is
tenuous. At the time of a shift in leadership, senior officials may hold more
power than the out-going Premier. Therefore, as senior officials get ready
for a new leader and new priorities, any decisions made or supported by the
out-going Premier could be questioned or put aside. If the decisions by the
out-going Premier do not seem appropriate and/or seem likely to be

changed by the in-coming Premier, senior officials might choose to ignore
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the decisions of the out-going Premier. In this case, senior officials chose to
disregard the Premier’'s leadership of the Grid which stalled the
implementation of the Grid.

After the former Premier resigned, the current Premier did not assume
leadership of the implementation of the Grid. Although the current Premier
signed the Grid, declaring it to be a part of the government's policy-making
process, it was obvious to the participants that this Premier would not act as
the symbolic leader of the planned change. It was evident that his
leadership priorities were focused on deficit-elimination strategies. Because
of the participants’ perceptions of the lack of leadership by both the former
and current Premiers the stalemate of the implementation process was
inevitable.

This situation reiterates the tremendou ;s amount of power held by
senior officials and demonstrates that this power might even be more
influential during a shift in the leadership of .. government. As well, it
demonstrates that the timing of a change is important. It is appears to be
pointless for a Premier to introduce or support a significant change in
government when there is an impending shift in a government's leadership.

nni th han

Senior officials’ power alsc explains an important part of the element
Planning a change. Planning a change involves conscious, deliberate, and
intended ways to bring about change (Bennis, Benne, & Chin, 1985). The

Premier's Council incorporated many activities into its implementation plan
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to set the stage for the implementation of the Family Policy Grid, as
highlighted in Chapter Four. For example, planning for the change involved
setting up the Lieutenant Governor's Conference, from which the Grid
emerged. As well, planning involved establishing the interdepartmental
committee, made up of middie managers, who were expected to handle the
implementation of the Grid in departments.

However, the participants stated that implementing the Grid or
assessing if and how policies supported families were activities planned and
designad solely for senior officials and/or policy-makers. and stated that this
plan was not enough to bring about a change in the family policy-making
system. The participants stated that to be serious about changes in family
policy-making it was important to include front-line workers in the
implementation of the Grid.

The participants emphasized the importance of involving front-line
workers because of front-line workers’ immediate relationships with families.
Front-line workers hear, first-hand, about the challenges and the needs of
families. Berman (1978) calls front-line workers “street-level bureaucrats™
That is, they are the individuals who are actually responsible for the direct
deliQery of services to families. Therefore, the participants stated that
implementation of the Grid needed to go beyond the senior and middle
management levels. The participants recognized the need for a more

comprehensive or shared approach to the implementation of the Grid.
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A shared approach to the implementation of the Grid would have
involved a working relationship between senior officials and/or policy-
makers and front-line workers in assessing if and how policies supported
families. In a shared approach, planning would have involved thinking
about how the change was to flow from the upper levels of government to
the front-line and, ultimately, to families, and would have allowed input from
front-line workers and families. This shared approach would have created a
system of checks and balances. Front-line workers would have been able to
monitor the decisions made about families by senior officials and/or policy-
makers. In addition, families in the community would have been able to put
pressure on government to use the Grid and would have been in a position
to monitor any changes resuiting from its implementation. There can be no
pressure from front-line workers or from families if they are not aware of a
planned change. Therefore, not involving or sharing the decision-making
power with front-line workers enabled decision-making for families to go
unchecked. This allowed senior officials to continue to dominate policy
decisions for families. It maintained the dominating top-down approach to
policy-making typical of most governments.

Therefore, although the idea for the Grid might have come from the
community and implementation involved the interdepartmental committee,
the participants perceived that this involvement was meaningless because
senior officials were still in control of and had absolute power over policy

decisions concerning families. Because the participants determined, after
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receiving the Grid, that implementation did not involve a shared approach
with front-line workers, they concluded that the Grid could not achieve its
stated objectives of changing the policy-making system for families. This
conclusion reached by middle managers contributed to the stalemate.
There seems to be little doubt that for a planned change to be successful in
government it is necessary to incorporate a shared approach among senior
officials and/or policy-makers and front-line workers. This observation raises
a questidn for future research: “How would the implementation of a policy
framework unfold if front-line workers were actively involved in its
implementation?”
Summary: The Impact of the Power of Senior Officials

In order to understand how to successfully implement a planned
change such as the Grid, it is necessary to examine the flow of the senior
officials’ power through three of the seven elements involved in facilitating a
planned change: Naming a change agent, Securing leadership, and
Planning a change. An examination of the senior officials’ role in
implementing the Grid reveals five components necessary to ensure that
senior officials do not hinder the facilitation of a planned change.

First, although the Premier’'s Council was not respected as a change
agent, Naming a change agent remains important in facilitating a planned
change. The participants made it very clear that the change agent needs to

hold a power position within the government to ensure that the bureaucracy



149

complies with the change. Consequently, in order to facilitate a planned
change, the change agent must hold real power.

Second, a change agent should be part of a permanent structure in
government. A pérmanent structure might fit into the power structure of
government and as a result, it would provide the change agent with the
power necessary for implementing a change.

Third, an accountability system should be built into a planned change
process. Reporting lines should be set up so that the individuals involved in
the change answer to a power-holder. Such a system would increase
accountability and make it difficult to stray away from implementation plans.

Fourth, a planned change should not be introduced when the
leadership of a government is in transition. In particular, change should not
be introduced nor led by the Premier or anyone closely associated with the
Premier when the leadership of government is shifting. At this time, senior
officials appear to have a large amount of power and the ability to ignore the
decisions made by the out-going Premier.

Fifth, front-line workers are the link between government policies and
those affected by the policies. In the participants’ opinions, decision-making
for policies that affect families should be shared among front-line workers
and senior officials and/or policy-makers. The inclusion of front-line workers
is necessary to ensure that a change does not become an easy “pencil and
paper” exercise for senior officials, and to ensure that decisions made by

senior officials are monitored by front-line workers and, by extension, the
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community. Therefore, a planned change for families should be directed by
a permanent, power-holding change agent, it should be shared with front-
line workers and the community, and should not be introduced when the
leadership of government is in transition.

Theme: Lack of Congruence Between Value Systems

The implementation of the Grid was stalemated because of a lack of
congruence between the value systems of senior officials in the current
government and the value system embedded in the p.anned change. There
was a lack of fit between what is (the values embraced by senior officials in
the current government) and what should be (the changes proposed though
the planned change). The situations that describe the clash are best
discussed using the elements, Convincing of the need for change and
Building commitment. In addition, a lack of congruence among value
* systems can also be distinguished in the discussion of the Family Policy Grid
as an instrument of change.

vingcin f n for the change.

The lack of congruence among value systems was apparent in the
element, Convincing of the need for the change. According to the literature
on planned change, the need for a change “must be felt by the people
whiose energy is required for the change to happen” (Barrett & Cammann,
1984, p. 10). Therefore, senior officials and others responsible for
implementing the Grid needed to consider it essential to their overall policy-

making for families. They needed to believe that the Grid was an important
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part of their total agenda. There are many examples demonstrating that the
participants were not convinced of the need for change and they did not
believe others were convinced of the need for the change.

The participants described how the values and assumptions of the
power-holders in the current government were antithetical to the values and
assumptions embedded in the Grid. Because the values held by the senior
officials were legitimized and protected by the cuiture of government, even if
the participants did not agree with the decisions resulting from this value
position, they had to toe this line. Consequently, the Grid's implementation
was stalemated.

More specifically, the current government’'s senior officials took a
traditional position on families. This value position maintains that families
and government should be distinct: that is, families should be responsible
for themselves. The underlying assumptions are that families can support
themselves and if they experience difficulty, they are simply not choosing to
support themselves. As a result of this position, it could be argued that
government should not provide, for example, particular health, education or
social services because people can turn to their families for this type of
support.

The traditional view supports the idea that families should assume full
responsibility for themselves, and government should remain disconnected
unless the case is extreme (Lerno & Kyle, 1991). Authors who have written

on this topic state that proponents of the traditional view believe that
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governments should not be involved in family functions (Kieren, 1994).
Proponents believe that family matters are private, and governments should
respect this privacy by not becoming involved with families (Spakes, 1983).

Through this treditional position, senior officials of the current
government did not embrace a direct or involved relationship between
government and family. Consequently, the participants of this study were
implementing the Grid in a context that expected a distinct separation
between government and family. The message being sent to implementers
of the Grid from senior officials was that families can and will be better off if
they look after themselves.

in contrast to the values of senior officials in the current government,
the Grid was based on the idea that government should be involved in a
direct and conscious relationship with families. The Grid was to change the
policy-making system so that families were at the forefront of policy-making.
It was to enstre that policies encouraged healthy family functioning. The
assumptions embedded in Grid were that families are the cornerstone of our
society, and government has a responsibility to support and make families a
priority. Another assumption embedded in the Grid was that government
has an impact on families: That is, families and government are not distinct.
Thus, the values and assumptions of senior officials in the current
government clashed with the values and assumptions embedded in the

Grid.
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The implementation literature adds to the analysis of this clash. Many
scholars propose that how an organization’s values and assumptions or,
more formally, its philosophy and mandate fit with a proposed policy will
affect the policy's implementation (Alexander, 1985; Berman, 1980;
Mazmanian & Sabatier, 1989). If philosophies are incompatible, then
implementation will not be supported (Love & Sederberg, 1987). This helps
to explain why the lack of congruency between senior officials' values and
assumptions and the purpose of the Grid stalemated its implementation.

Mazmanian and Sabatier (1989) employ a causal theory to describe
policy implementation. To them, a causal theory illustrates the cause, the
need, or the rationale for the policy. They state that if individuals accept the
causal theory the likelihood of the policy’s implementation will increase. The
“causal theory” behind the need for the Grid was that families are “the single
greatest influence on our lives, shaping who we are, how we feel about
ourselves and how we approach the challenges of life...Government policies
must be assessed to ensure that they encourage healthy family functioning”
(Alberta Premier's Council in Support of Alberta Families, 1992a).
According to senior officials of the current government, this causal theory
was not valid. They strongly supported familial self-sufficiency and
nongovernment involvement in families. Since the theory behind the Grid
lacked congruency with the government's values, it is not surprising that the

implementation of the Grid was halted. As well, the senior officials’ ideas
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about the relationship between government and families helps to explain
why individuals in government were not convinced of the need for the Grid.

The fact that the bureaucracy was not convinced of the need for the
change is apparent in its comments about the usefuiness of the Grid: For
example, We already fit with the Grid: We already think about families;
Families are not our main concern; The Grid is an add-on; The Grid is not
needed; and T+2 Grid is just for show. The overwhelming message as
illustrated = .;:se comments was that the participants did not believe they
had to change their policy-making in order to ensure support for families.
They did not think the Grid offered them anything new in their approach to
family policy-making, and thus, they were not convinced of the need for the
change. Therefore, making these assessments about the usefulness of the
Grid, the participants detached or distanced themselves from the task of
implementing the Grid; and in detaching themselves from the
implementation of the Grid, the participants adhered to the values of the
current government. This clash between the purpose of the Grid, to change
policy-making for families, and the current government’s belief that policy-
making for families did not need to be changed had an obvious resulit:
implementation stalemated.

The stalemate can be partly explained through the implementation
literature. For example, Mazmanian and Sabatier (1989) conclude that the
more behavior change required through the implementation of a policy, the

less likely it will be implemented. In addition, Coombs (1980) concludes that
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implemen:zlion may be affected simply because the new policy requires
adapiaucn. Therefore, it is likely that the participants found it easier to make
statements explaining that they did not need to change their policy-making
for families than to undergo the adaptation necessary to implement the Grid.
Thus, there was a clash between maintaining the status quo and changing
the policy-making system for families.

The chice to maintain the status quo is confirmed by comments
made by two participants. These two participants did not trust that all
departments fit with the Grid or thougnt about families. They explained that
their peers would claim a fit with the Grid because no one would conclude,
in a repart that was being submitted to Cabinet, the highest power-holding
group, that a department’s policies did not support families. These two
participants perceived the entire implementation process and reporn to
Cabinet as an in-house exercise for departments to “pat themselves on the
back,” to justify that their policies did support families, and, in effect, to
maintain the status quo. Consequently, any further implementation of the
Grid was stalemated. Since the participants stated, in various ways, that
they did not believe they had to change their policy-making for families, they
were very likely complying with the current government'’s value position that
government should have little involvement in family life. On the other hand,
senior officiaie and participants might have truly believed their policies
supported families and their relationship with families was sufficient and

satisfactory.
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It is possible that the bureaucracy and senior officials lacke.. ar
understanding about the relationship between government and families. it is
possible that those assessing the policies might not have realized that
policies have not only direct and intended, but indirect and unintended
impacts on families. A policy that may seem to be far removed from families
might have significant impacts on family functioning. The bureaucrats who
stated that their departments were not concerned with families might not
have understood the ripple affects of their policies on families. Furthermore,
the participants in high departments might not have fully understood their
departments’ relationships with families since they believed that government
should not be involved with families. Thus, the perceived impact of a
department’s policies on families might have been very different from the
actual impact.

This possible lack of understanding about the relationship between
departments’ policies and families helps explain why the bureaucracy was
not convinced of the need to change its policy-making for families.
Furthermore, ignoring the Grid sustains the current government'’s position
that government and families are distinct. Consequently, before changes to
government policies for families can be realized, individuals in government
must understand the relationship between a department’s policies and

families.
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Buildin itment.

To facilitate the implementation of the Grid, it was important for the
Premier's Council to involve senior officials and bureaucrats in the change
and by doing so build feelings of ownership, responsibility, and. ultimately,
commitment to the change (Drucker, 1973; Jacques, 1987; Kirkpatrick, 1985,
Medina, 1982; Reiner, 1987). However, senior officials were not committed
to the implementation of the Grid, and they did not consider the
implementation of the Grid a priority. The reasons for the lack of senior
officials’ commitment are numerous, many of which have already been
mentioned. For example, senior officials were not committed to the
implementation of the Grid because it was monitored by an Advisory
Council, the Grid and the Advisory Council were the Premier’s pet projects,
the Premier was resigning, and the Grid did not fit with their position on
families.

In addition, the lack of senior commitment had consequences for
commitment among bureaucrats. As reflected in the culture of government, it
is clear that the meaning behind bureaucrats’ behaviour is embedded in the
power of senior officials over bureaucrats. The participants acted according
to the directions of their power-holding senior officials, directions that did not
include implementation of the Grid; and as a result, implementation was
stalemated early in the process.

The most striking example, however, that explains the lack of

commitment among senior officials and bureaucrats is found by examining
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the values and assumptions underlying the current government’s priority of
deficit elimination. The assumptions underlying radical deficit elimination
are best described using the phrase, “extra versus essential”. It is possible
that senior officials and others were not committed to the Grid because
providing support for families may have been considered and “extra”.
Concern for families could have been considered a luxury at a time of
budget cuts, reduction in staff, and department mergers. Acting on behalf of
families might have even been considered frivolous. On the other tiand,
taking steps to eliminate the deficit might have been considered essential to
the well-being of individuals and essential for government survival aid the
future of the province. Two quotes from the media reflect these assumptions.
In response to the budget cuts to municipalities, universities, hospitals, and
schools, all of which affect families, the Alberta Report remarked, “When the
current Premier is done, Alberta will look like it did before Lougheed—fewer
services, no waste, a stronger work ethic and lower taxes” (“The once and
future province,” 1993). In addition, a person closely associated with the
Premier's Council stated that “a budget cut may directly make families suffer,
but less government spending is generally good for families” (Lisac, 1993).
These quotes reflect the idea that down-sizing strategies were
necessary for the survival of the province and that through these strategies
families would benefit. The “services” and “waste” being cut by this
government appear to have included the Family Policy Grid and its intended

purpose of ensuring that policies for families were encouraging, fair, and
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supportive. Thus, the assumptions about eliminating the deficit were
congruent with the power-holding senior officials’ view that families should
be self-sufficient. However, there was another ciash between the
assumptions of the current government, which considered support for
families as “extra” or nonessential, and the Grid, in which government
support for families was fundamental.

The literature on resource allocation helps to explain deficit
elimination strategies. The scarcity of resources makes it necessary to set
priorities and, accordingly, make decisions about where to allocate
resources (Cutt & Tydeman, 1980; Majone, 1989). As discovered, the
priorities of the current government did not include the implementation of the
Grid, and as a resulit, the necessary resources were not allocated to its
implementation. However, the literature points out that the necessary
resources, including human as well as monetary resources, must be
available for the implementation of policies to occur (Browne & Wildavsky,
1984; Cutt & Tydeman, 1980; Edwards, 1980; Majone, 1989; Mazmanian &
Sabatier, 1989; O'Toole & Montjoy, 1984; Scheirer, 1981; Van Meter & Van
Horn, 1975). If carrying out the dictates of a policy demands unavailable
funds, skills, time, or energy, then implementation will be hindered
(Mazmanian & Sabatier, 1989; Nagel, 1990), as was the case with the
implementation of the Family Policy Grid.

The literature that discusses commitment to a planned change and

the strategies targeted at building commitment in the implementation plan
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outlined in Chapter Four, led me to believe that Building commitment would
have been a particularly important and significant element to explain the
implementation of the Grid. | was surprised when another element
Convincing of the need for the change appeared as a better explanation of
the implementation process of the Grid. It is likely that because individuals
«1 government were not convinced of the need for the change, commitment
to the change could not be built. Although the elements did not unfold in 2
linear fashion, it is important to understand that if individuals do not accept
the “causal theory” or rationale and do not think the change is needed
building commitment is much more difficult and might even be impossible.
Thus, specific attention should be given to Convincing of the need for the
change in a planned change in government.

The Family Policy Grid: An instrument of change

The lack of congruence between the government's value system and
the value system embedded in the Grid also helps to explain the
ineffectiveness of the Grid as an instrument of change. The participants
considered the Grid in two ways. First, the participants did not consider the
Grid an effective instrument because it was a policy framework or
metapolicy. They explained that the broadness inherent in policy
frameworks means that frameworks “don’t matter” to anyone. As well, the
participants specifically explained that because the Grid was so broad they

relied on personal values and beliefs to make decisions about whether
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policies fit or did not fit with the Grid, which resulted in a very inconsistent
assessment of policies across government.

Consequently, because the Grid was perceived to be too broad and
too embracing of all policies, the Grid might not have challenged the
participants to ask precise or discriminating questions about pclicies and
how they affected families. As a result, most policies assessed through the
Grid could have been considered supportive of families. Therefore, the Grid
as a policy framework was too broad and too elusive to challenge the
participants to change their policies for families, which contributed to the
stalemate of its implementation.

The literature assists in clarifying why the Grid was considered to be
too broad or elusive and, ultimately, ineffective. Numerous researchers
have found that a policy's language is sometimes ambiguous or unclear
which affects interpretation and implementation of a policy (Coombs, 1980;
Edwards, 1980; Mazmanian & Sabatier, 1989; Nakamura & Smaliwood,
1980). Closely related to the ambiguity of the policy is the amount of
discretion involved in its implementation: The more ambiguous the policy,
the more discretion allowed in its implementation (Palumbo & Harder, 1981;
Rawson, 1981). The ambiguity in the Grid and tr;; great deal of discretion
involved in the process of assessing policies invited various interpretations,
which were based on various value systems. The ambiguity in the Grid did
not challenge the participants to change family policies and the family

policy-making system in government.
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Second, the participants did not consider the Grid an effective policy
instrument because they did not believe policies could be designed or
organized around families. They doubted or questioned the actual notion of
family policy. To the participants, family policy was more of a theoretical
concept than a practical process. In theory, family policies could be
designed, but in practice, because of the many family forms, participants did
not think that family policies could be designed. In contrast, the participants
stated that policies, including ones that affect families, needed to be
designed or organized around individuals. Again, values and perspectives
clashed. The family perspective that informed the Grid was incongruent with
the individual perspective the participants felt needed to be used in
designing policies for families.

More specifically, values and perspectives clashed because the
participants stated that the family perspective, which informed the Grid
regarding families was Too traditional and that The Grid neglected an
individual perspective. They perceived that the Grid’'s principles were laden
with “conservative,” “right wing” values of family. Thus, they believed that the
Grid was biased toward certain family forms and excluded other forms. They
criticized the Grid for putting the interests of the family over the interests of
individuals in the family. In contrast, they explained that in government it is
important to think of individuals first and write policies based on individuals.

This uncertainty about creating policies using a family perspective is
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mirrored in the literature. To date, the literature is full of debate about
whether to design policies using a family or an individual perspective.

Again, the position inherent in the Grid that policy should focus on the
family contradicted the manner in which government, including the current
government, has traditionally approached policy-making. Thus,
implementation was stalemated because the Grid was designed to guide the
assessment and development of family policies: whereas, the participants
did not believe family policies could be developed.

Summary: The Importance of Valu tem

When attempting a planned change such as the implementation of
the Grid, it is important to understand how the values of those involved in the
change can resuit in support or opposition to the change. especially in the
areas of convincing of the need for the change and building commitment.
Four points that highlight the importance of value systems to the facilitation
of a planned change emerged from this investigation.

First, there was a clash between the values of senior officials in the
current government, who supported the idea of familial self-sufficiency with
little government involvement with families, and the values embodied by the
Grid. Senior officials did not accept the causal theory that government has a
role in ensuring that policies encourage healthy family functioning, and thus,
they did not accept the purpose for the implementation of the Grid.

Second, the participants stated over and over, in many different ways,

that there was no need to change their policy-making for families. It was
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proposed, hcwever, that individuals in government might not have
understood how their departments’ policies affected families. They might
have been truly unaware and might have lacked the understanding of the
ripple affects and the indirect and unintended impacts of policies on families.

Third, the government’s commitment to deficit elimination meant that
people were committed to this priority and not to the implementation of the
Family Policy Grid. The assumptions and values underlying radical deficit
elimination were incongruent with the assumptions and values embedded in
the Grid. Support for families might have been considered an “extra” or
frivolous government activity; whereas, deficit elimination was considered
“‘essential”.

Therefore, it is clear that an approach to policy-making for families
must involve the examination of values as well as the relationships between
departments’ policies and families. As well, an approach to family policy-
making should not disappear with an organizational change, but should be
able to withstand organizational changes such as budget cuts, reductions in
staff, and department mergers.

it is also important to understand the Grid as the policy instrument in
order to understand why the implementation of the Grid was stalemated.
First, it must be remembered exactly what policy frameworks are: They are
broad guides to policy-making. As such, their interpretation and use is
based on various value systems. On the other hand, they are not

instruments to independently achieve large scale organizational change.
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Alone, the Grid instrument could not have changed the way the provincial
government managed its policy-making for families, especially when the
change was contrary to the direction of government. Therefore, the Grid as
an instrument was not in itself ineffective, but baecause change was solely
contingent on the implementation of a policy framework, implementation was
stifled. Clearly, an approach to policy-making for families that is not entirely
dependent on a policy framework is needed.

Second, full implementation of the Grid involved assessing and
developing family policies. However, the participants’ doubts or disbelief in
the possibility of designing family policies created a barrier to implementing
the Grid and contributed to its stalemate. Thus, a different way of thinking
about policy-making for families, without getting trapped in or confused by
the idea or concept of family policy, is also needed.

Communicatin nd Choosing Incremental Ch

The discussion of the previous elements have helped illustrate the
nature of the implementation process of the Grid in a government context.
The remaining elements, Communicating and Choosing incremental
change, also help explain why the implementation of the Grid was
stalemated. However, these elements did not emerge in the analysis as
particularly significant in explaining this unique implementation process.

Communicating did not emerge as a critical element as there were
very few links between the comments about communicating and other

comments that would have helped illuminate the process of implementing
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the Grid and why it was stalemated. Communication may have been taken
for granted by participants. The participants might have assumed the need
for constant communication during a planned change, and they might have
thought that mentioning communication was stating the obvious.

Incremental change may not have emerged as a critical element
because it is difficult to articulate the phenomenon. Although research
suggests that incremental change is most appropriate in a large,
bureaucratic, heterogeneous, and political organizatior:, the participants
might have been less attentive to it. Again, they might have assumed that
this is how change often does unfold in government. Therefore, not
discussing the elements of Communicating and Choosing incremental
change does not mean that they were not important to facilitating a planned
change in government; instead, it suggests that other elements were much
more meaningful in explaining the implementation of the Grid.

Implications

The impiications are derived from a response to tne question, “What
has been learnad from this research on the impiementation of the Family
Policy Grid about government policy-making for families?” 1t was important
to me to go beyond the conclusions of this research and suggest potential
strategies thai could result in changes to the government family policy-
making system. Therefore, these implications are not presumed to be

strategies that can transform the entire family policy-making system; rather,
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they are my thoughts about a structure and process that could bring about a
more useful approach to family policy-making in government.

The implications are a response to the power held by senior officials
and the clash of value systems. Given the power of senior officials, it would
be invaluable to develop an authority structure in government responsible
for families. As well, given the possibility of a clash between value systems,
it would be beneficial to develop a critical thinking approach to family policy-
making.

An_Authorit tructur

The elements of the conceptual framework including Naming a
change agent, Securing leadership, and Planning a change, and the theme,
power of senior officials, help to explain the stalemate of the implementation
of the Family Policy Grid. The most important implication resulting from this
discussion is the necessity of establishing a permanent authority structure
that addresses and monitors action on family issues within the provincial
government. Recommending a permanent authority structure is not unique.
The Quebec government established an authority structure for families in
1987 and the Canada Committee for International Year of the Family (1995)
made a similar recommendation to the Federal government. However, the
need for a permanent authority structure did emerge directly out of the
findings of this research.

First, it is important, according to the culture of government, for any

structure {i.e., Agency, Council or Committee) to have a leader and a charnge
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agent with access to power. Second, it is important for the structure to be
permanent. A transitory structure can be considered nonessential and
ignored until it is disbanded. Furthermore, support for families is and will
continue to be an on-going issue; it is not something that can be fixed in one
to five years, which has been the usual duration of the Agencies, Councils
and Committees that have been established for families in the past.

The authority structure shouid consist of three parts. The first part
should include a Cabinet Minister for families who would head this authority
structure. This person would be the spokesperson and would take on the
leadership role, as described in the conceptual framework, working for
tamilies. Appointing a Minister ensures that a power-holding individual is
directly responsible for the relationship and initiatives between government
and families in the province.

The second part of this authority structure should include a permanent
Secretariat for Families. Its role would be to inform the Minister about the
needs of families and assess and monitor the impact of policies on families.
it would have the final say, in collaboration with the Minister, about
government policies that affect families. It would, according to the
conceptual franizwork, be the primaiy change agent. Departments would
report to the Secretariat, which would report to the Minister.

it would also be beneficial to set up an Advisory Council similar to the
Premier's Council in Support of Alberta Families as the third part of the

authority structure. The primary role of the Advisory Council would be
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educational. It would be responsible for researching family issues and
educating those internal and external to government on issues affecting
families. Community consultations would be a part of this research strategy.
Although it would be an arm of government, its role would also include
advising government on its proposed policy decisions for families. Thus, it
would provide specific recommendations on how government could support
Alberta families.

The idea for establishing an authority structure that is responsible for
families is the result of the experiences of individuals in the Alberta
government. The authority structure would be effective for changing the
family policy-making system because it would fit within the culture of
government. The Minister, or leader, and Secretariat, or change agent,
would have the power to make policy decisions for families that bureaucrats
would follow. They could not be ignored nor considered a pet project or
transitory group. The Advisory Council would be responsible for
researching, educating, and advising, and not for directing a change to the
family policy-making system across all of government. Establishing
reporting lines among the Minister, the Secretariat, and departments would
ensure that departments were accountable for their policy decisions
concerning families. In addition, it is important to recognize that all
components of the proposed authority structure are necessary for change.
Establishing one or two of the components without the other(s) is insufficient

to result in change in policy-making for families. As well, the Minister, the
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Secretariat, and the Advisory Council would also have to work together as a
cohesive structure and pursue the same priorities for a change to be
realized.

It was important for the government to estabiish the Premier’'s Council
in Support of Alberta Families, but there was a missing link that contributed
to the stalemate of the implementation of the Grid. A permanent, cohesive
authority structure embodying clear and power-holding leadership and
change agent roles, such as a Minister and Secretariat responsible for
families, was the missing link to bringing about changes to the family policy-
making system. Consequently, if a government is serious about changing its
family policy-making process, it should establish an authority structure
responsible for families.

A Process: Critical Thinking About Famiiy Policy-Making

The conceptual framework elements Convincing of the need for the
change and Building commitment as well as the Grid as the policy
instrument and the theme lack of congruence between value systems, also
help to explain the stalemate of the implementation of the Family Policy Grid.
The most important implication resulting from the examination of these
elements and this theme is the necessity to establish a method that targets
individuals’ values and targets basing policy decisions for families on these
values.

A method that would target individuals’ values is a c_:ritical thinking

approach. Critical thinking involves analytically reflecting on issues. It
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includes reflecting on the discrepancies between what is and what shoutd
be. It involves new ways of seeing and thinking about ourselves in the world
and what is important for the good of all citizens (Vaines, 1988). Critical
thinking is the basis for transformation or change. Transformation invdlves
addressing political systems, such as a provincial government, with the
intent to change how we live (Vaines, 1988).

Critically thinking about policy-making for families would include
peeling back the layers of the decisions made in the past for families to
discover the assumptions and values on which these decisions were based.
It would also involve an examination of the discrepancies between family
policies and which families these policies benefit. It would also include an
exploration of the beliefs from society on which many of our family policies
are based. iiowever, this is a long and involved process that needs to be
developed over time. At this point, only the first steps to critical thinking
approach in government are suggested. They are targeted at beginning to
modify the manner in which all individuals in governmernt including middle
managers, &s well as the proposed authority structure and tront-line workers
think about and act on pcilicy decisions for families.

These first steps include guestions that challeénge individuals in
government to reflect on the rols of government in family life. These
questicns involve reflecting on what needs to be changed for families arsd
why. More specifically, critically thinking about the basic role of government

includes individuals' perceptions of what is a “basic public service." What is
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it that government should be doing for its citizens? What should the role or
function of government be in relation to families? What are the basic public
services government should provide to families? Therefore, individuals in
government must decide the degree to which they believe the provincial
government should take a role in helping families manage such things as
iilness, unempioyment, disability, old age, and hardship.

These questions target individuals’ v2lues about government
involvement in family life. By responding to these questions, individuals in
government would become more aware of what they believe government
should be doing for families. Furtheu;more. they would also be more aware
of contradictions in values between what government is doing and what they
believe government shiouic b.- doing for families. ldeally, values and actions
should match. Fivissver. iz to the culture of government, middle managers
ard front-line workz:: nay not be able to act according to their values
~zarding the government’s role with and responsibilities to families.
However, if the recommended authority structure was established, a formal,
power-holding structure would embody the responses to these questions
and could base policy decisions for families on these responses.

Aft=r reflecting on the basic role of government in famiiy life,
individuals in government are challenged to think eritically abous issues that
sffect families. This shifts the focus from making families a priority, as did the
Grid, to making issues that affect families the priorities. For example, issues

that affect families are crime, poverty, taxation, and wife assault. More
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specifically, in the department of Municipal Affairs. an issue might be home
ownership; in Education, it might be business invblvement in curriculum
developmient; in Justice, it might be impaired driving: and in Transportation it
might be public safety.

Many issues are close to the hearts of people and their affects on all
types of families are undeniable. Thus, individuals are more able to identify
with issues and how issues affect families than with a document or
instrument. Identifying with these issues might foster thinking about what is
and what should be. Thinking critically about issues can enlighten
individuals and help them develop opinions about actions that need to be
‘aken and government policies that need to be established to 'affect these
issues. As a result, the issues affecting families might more likely receive
attention on the govc nment's agenda.

In addition, this critical approach should be applied by people in the
community. By addressing the questions about the role of government in
family life and thinking critically about the issues, people would be able to
identify for themselves their beliefs about the government'’s responsibilities
to families, which would ei:::%e them to better direct and monitor
government policy decisions for families. Although the community was riot
formally introduced in the discussion, all government decisions should be
made with strong input from thz community through advocasy. iobbying
community groups, and voting in elections. Government policy degisions for

families need to reflect the values important to the community. Thus,
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thinking critically about policy-making for families does not rely on an
instrument; instead, it relies on the views of individuals, both in government
and in the community, about the type of society in which they want to live.
More specifically, a critical thinking approach could be integrated into
the original conceptual framework which would enhance or make more
effective the seven elements discussed as necessary for facilitating a
planned change in government. A change agent, as well as a leader, would
need to be able to damonstrate and apply critical thinking to family policy-
making. In addition, a leader would have to endorse this type of thinking
and approach to family policy-making. In planning a change, it would be
important to plan activities that would encourage and guide individuals
through critical thinking processes about families and government change
for families. In turn, inviting individuals to participate in these activities would
involve them on a critical analytical level which would provide a holistic
approach to understanding and building commitment to a planned change.
in addition, to convince individuals of the need for or rationale behind a
change, specific opportunities to examine assumptions about government
involvement in family life would need to be included. Applying a critical
approach to communicating would include, for example, exploring values
related to government support for families, examining the use of policy-
making language and communicating about the planned change with
individuals who have and do not have power. Finally, a critical thinking

approach to family policy-making, as discussed, is not a quick and easy
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step-by-step process but a very involved, icerative, and complex process. It
takes time to uneaith assumptions, examine values and the many different
angles influencing family policy-making. An incremental approach to
change can accommodate critical thinking about family policy-making.
Thus, a critical thinking approach can be interwoven throughout all the
conceptual framework elements necessary for facilitating a planned change
in government.

In summary. an instrument such as the Grid may be useful as an aid
to change, but it cannot be the main thrust behind a changs:. As a result, |
am arguing that individuals at all levels of government as well as members
of the community become more conversant and well-grounded in their
values about governments' role in family life, the issues that affect families,
and the policy decisions that will affect these issues. Therefore, individuals
in the government should define for themseives what they belicve
constitutes the basic role and responsibilities of government in family life.
Furthermore, individuals in government should approach policy-making for
families by critically thinking about the issues affecting families and the
policies that would affect these issues. They must also consider the role the
community has to play in policy-making for families. Finally, a critical
thinking approach is not an esoteric, selective process but an approach that
can be interwoven throughout activities, such as it was in the conceptual
framework, to enhance the facilitation of a planned change. Although a

critical thinking approach cannot guarantee the result of supportive policies
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for families, it challenges individuals to grapple with questions that may
stimulate changes in policy-making for families.

Overall, an authority structure in government for families and a critical
thinking approach will not transform the entire family policy-making system.
However, this structure and a critical thinking process may be useful for
policy-making for families. These implications capture my thoughts about

what might forward government policy-making for families.
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A _Final Reflection
“And what is more important than knowledge?”, asked the
mind. “Caring and seeing with the heart”, answered the soul.
SSHaur

Through the past five years my mind, my heart, and my soul were
absorbed in researching and writing this dissertation. Throughout the entire
process, | gained knowledge about methodology and in the content areas of
family policy and provincial government. More importantly, | learned about
“caring and seeing with the heart”. | realized that knowledge is important but
caring and seeing with the heart completes the research process. It helped
me to hear participants and appreciate their experiences. It enabled me to
analyze the raw data in a more purposeful nanner and look beyond it to see
the real chaiienges in family policy-making in government.

| am completing this particular study with the understanding that
caring and seeing with the heart should not be removed from the research
process. It makes the rracess a valuable, worthwhile, and meaningful
endeavor. As a resu .5 experience, | am more committed to
researching family policy with the desire to bring real changes to improve

the quality of life for families.
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Executive Summary

The family is the single greatest influence on cur lives, shaping who we
are, how we feel about ourselves and how we approach the challenges of
life. Government policies, programs and laws play an important part in the
lives of individuals ard families. Policies must be assessed to ensure that
they encourage healthy family functioning and stiengthen the capacity of
families to meet the needs of their members.

The Family Policy Grid has been developed to:
1. heighten awareness of how government affects families

2. facilitate review of existing and proposed policies and programs to
ensure they have no unintended consequences for fumilies

. address the consequences of policies for families
. facilitate agreement on ohjectives of policies and programs for fumi‘ies

. facilitate a coherent policy approach to fumilies across government

[« I L B

. increase sensitivity at all levels of government on the importance of
supporting and strengthening families in all actions taken by govern-
ment

The Family Policy Grid provides a framework for departments to use in
developing and assessing policies affecting families. It was designed for use
by provincial departments cf government as a tool to assist them in re-
viewing legislation, policies, programs and administrative procedures of
government for their anticipated effects on families.

The Grid includes a statement of eight principles to guide policy and
program development designed to support Alberta families. These family
policy principles focus on family well being, family roles, family diversity,
family support, famiiy commitment and responsibility, family interests
and partnerships with families and others involved in meeting family
needs. The principles must be taken together as each is an interrelated
part of the overall family policy perspective. A rationale for each principle
supports and upholds the merit of the principle. Questions for assessing
the impact on families are also included. While there are many questions
which are included in the Grid, the significant question to ie asked is
“will this policy, law or program be fair, supportive and encourag-
ing toward Alberta families?”

Initiaily the strategy is to focus on major areas of government activity with

1 Family Policy Grid — The Premier's Council in Support of Alberta Families



respect to their impact on families. Ultimately, the intent is to bring all
policies and programs in line with the principles.

The Premier’s Council in Support of Alberta Families has been assisted by
departments in the development of the Family Policy Grid. The Council
has alse benefited from the review and input provided by an advisory
group of academics.

Through its approval Cabinet has declared its support for the Family
Policy Grid as the government’s statement of principles for strengthering
and supporting families. Departments are required to identify the extent
to which their programs reflect the principles of the Family Policy Grid,
areas for review or change, and any relevant initiatives which are pPlanned
or underway.

Further, ary relevant policy, legislation or program submitted for Cabinet
approval will include an assessment of the impact on families. The role of

the Premier's Council is to coordinate the preparation and annual update

of a government wide Action Plan in Support of Alberta Families.

Departments that are undertaking a review and evaluation of the efiec-
tiveness of government delivered and funded programs which have an
impact on families are asked to incorporate questions addressed in the
Grid as part of their review. Also, in their staff development plans the need
to increase sensitivity of staff to enhancing family well being must be
addressed.

The Family Pelicy Grid will also be made available to local government
egencies and cemmunity organizations for their information. adaption or
use.

2 Famiily Policy Grid — The Premier's Council in Support of Alkerta Families
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Foreword

1 take great pleasure in introducing the Family Policy Grid which was
approved by Cabinet on December 4, 1991. With .pproval of the Grid, our
government has given its commitment to enhancing fumily well-being
through sensitive and supportive public policies.

The Family Policy Grid was developed as a tool to assist government
departments in their ongoing assessment of the impact of current and
proposed legislation, policies, programs and administrative procedures on
Alberta Families. | have been encouraged by the enthusiasm and involve-
ment of those who worked with the Preszier's Council in the development
of this document. As a Cauincil, we are dedicated to continuing to work in
clese collaboration with all government departments in our efforts to
respond with sensitivity to the needs and aspirations of Alberta families.
This includes our continuing efforts to work toward n more coordimated
epproach to policies and programs across government in meeting (amily
needs.

Reflecting public perspectives in this process is absolutely essentinl. The
Council is committed to continuing its dialogue with the public .nd bring-
ing issues, concerns and recommendations of Albertans forward for atten.
tion.

The Grid does not provide us with answers. But, through application of the
Grid, important questions are raised for consideration and discussion and
a process initiated to focus attention on family well-being.

It was less than two years ago that the Lieutenant-Governor's Conference
— Celebrating Alberta's Families, proposed the development of a Grid.
Thanks to the dedicated efforts of many who had a role the development of
the Family Policy Grid, it is now available for your use. The Premier's
Council encourages its use, not only by government departments, but by
any organization which develops policies and programs that serve and
support families.

With your help and involvement, together we can build a future whare
families can thrive.

Stockwell Day. M.L.A.
Chairman
Premier's Council in Support of Alberta Families

3 Family Policy Grid — The Premiers Council in Support of Alberta Families
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Introduction

The Premier's Council in Support of Alberta Families was established in
March 1990 as part of several government initiatives to support Alberta
families. to ensure that families remain strong and that those in crisis
receive the support of a caring society. The role of the Council is to advise
the government on how its policies, programs and services may affect
family life in Alberta and to ensure that attention is given to the needs of
families in all public policies. One of its first tasks has been the develop-
ment of a Family Policy Grid which is outlined in this document. The
Family Policy Grid is a statement of principles against which to assess
policies, programs, legislation, and administrative procedures. It has been
developed to assist those who are involved in developing laws, policies and
programs, or measuring their outcomes. to become more sensitive to their
impact on family well being.

The Family Policy Grid has been developed in response to a recommenda-
tion put forward at the Lieutenant-Governor's Conference — Celebrating
Aiberta’s Families held in February 1990. This conference provided a
beginning to a process of obtaining a broad range of opinions and input
from across the province on issues of concern to families. The conference
provided the start to discussions with all Albertans about solutions to the
complex issues facing Alberta families today and into the future.

The Council has been assisted by the Interdepartmental Committee on
Family Policy in the development of the Family Policy Grid (see Appendix
A for Terms of Reference). The Council has also benefited from the review
and input provided by an advisory group of academics (see Appendix B).

Family Policy Grid

4 Family Policy Grid — The Premier's Council in Support of Alberta Families



Purpose

Nothing wedo as a
government is more
important than nourishing
and supporting Alberta’s
families in all their
diverse forma.

Policies must be assessed in
order to ensure that they
encourage the healthy
functioning cf families and
strengthen the capacity of
families to meet the needs
of their members.

Premier Don Getty
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The Family Policy Grid has been developed to:

1. heighten awareness of ways in which government
affects families

2. facilitate review of existing and proposed policies and
programs ir: order to ensure that they do not have
unintended consequences for families

3. address the consequences of policies for families

4.facilitate agreement on the objectives of policies and
programs for families

5.facilitate a coherent policy approach to families
across government

6.increase sensitivity at all levels of government on the
importance of supporting and strengthening families
in all actions taken by government.

The focus of activity will be initially on addressing the major areas of
government activity with respect to their impact on families. Ultimately,
the intent is to bring all relevant policies and programs of government in
line with the principles and values reflected in the Family Policy Grid." It
is recognized, however, that the process of initiating change takes time. It
must respect resource realities, the difficulties of achieving unanimity in
addressing value conflicts as well as the time recuired to develop the
desired awareness and sensitivity needed for implementation of the Grid.

* Wherever policies and programs are referenced in the document, it is
intended that legislation and administrative proceduvres be included.

5 Family Policy Grid — The Premier's Council in Support of Alberta Families
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Why a Focus on Families

The well being of society is promoted by the well being of individuals
within families. The family is the single greatest influence on our lives,
shaping who we are, how we feel about ourselves and how we approach the
challenges of life. It is essential for the transmission of social, cultural and
moral values. Families form our foundaticn and provide our stability as a
province. Although undergoing considerable transformation, the family is
unparalleled in its efficiency and success in meeting the needs of its mem-
bers. No institution can successfully replace the family. However, our
family and social lives are very different from what they were in previous
generations. There is general agreement that the times are economically,
socially and morally harder on families and particularly on children grow-
ing up today. Families have changed in response to changes in the society
and its institutions. The ability of families to adapt to the many changes
going on around them, however, attests to their resilience.

Government programs, policies, and laws play an important part in the
lives of individuals and families. Policies must be assessed in order to
ensure that they encourage healthy family functioning and strengthen the
capacity of families to meet the needs of their members. This will assist in
supporting families to effectively fulfil their role in the society. The vitality
of the province depends on the contributions made by families. For this
reason it is important to have policies which support and strengthen

families.
Family life remains an
appropriate area for The decisions and choices of family members have public consequences in

concern for government, if the same way that public policy choices and decisions have consequences
only because virtually all for families and their members. Respecting and maintaining this delicate
government action affects balance of the private and public domains of family life is a challenge for
families — directly or public policy. The focus of these efforts is intended to ensure that public
indirectly. policy supports family life and family well being without encroaching on
family privacy and without diminishing the responsibilities of families.
S. Kamerman & A. Kahn

Soctal Policy Researchers
Columbia Unicersity
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What is Family Policy

Family policy is defined as
what government does to
and for families in
particular those public
policies that are explicitly
designed to affeci the
situation of families with
children . .. individuals in
their family role . . . and
those that have clear
consequences for families
even though impacts may
not have been intended.

S. Kamerman & A. Kahn
Sovial Poliey Rescarchers
Columbia University

Overall, policies reflect the choices that are made in relation to societal
values and the determination of an agreed upon course of activn. Policies
are set at all levels of government including federal, provincial and munici-
pal. Clearly no modern industrial society can avoid policies that affect the
family. The real choice is between a deliberate, coherent family policy and
one of inconsistency and mischance. All policy sffects families directly or
indirectly in both positive and negative ways. Consequences of these
policies can be intended or unintended. If all aspects of government that
affect families are included, then familyv policy encompasses most govern-
ment actions. In the context of this document, family policy is defined as
“what government does to and for families in particular those public
policies that are explicitly designed to affect the situation of families with
children . . . individuals in their family roles . . . and those that have clear
consequences for families ¢ven though impacts m. not have been in-
tended.” (Kamerman & Kahn, 1989:

The government has a myriad of palicies and programs which have conse-
quences for families. They have been put in place at different points in our
history with varying goals and orientations. The focus of public policies to
date has been primarily in the context of helping individuals. Even social
policies for individuals ti.e., seniors. youth, children, adults) have not
always been designed in terms of the family unit. Family considerations
are not generally addressed in the normal process of palicy making. The
introduction of a family perspective and family well being as a standard by
which to assess social policies broadens the scope of social policy concerns.

While the focus of family policy can be broad or narrow, the primary value
that ranks first among other values is family well being. Analyzing the
impact of policies on family well being requires attention to both implicit
and explicit policies. Explicit family policies are those in which the goals or
objectives far families are deliberately structured. Examples of such pro-
grams are adoptions, family violence. child protection services, child care
etc. Implicit family policies are those that affect families although objec-
tives for families are not deliberately structured into them. Examples
include sports programs. parks design and curriculum development where
the specific goals of the program may not identifv objectives for families
but nevertheless have impact on them. Implicit family policies are more
difficult to understand as their effects on families are not as directed.
While these policies have consequences for fumilies. the effects may not
have been intended.

7 Family Policy Grid — The Premivr’s Council in Suppor: of Alberta Families
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What is Family

Nevertheless, in spite of the
difficulty of coming up with
a good cut-and -dried
definition of the family, if
we ask ourselves, or
anybody else, whc is their
family, most people will be
able to give a clear and
unambiguous answer. For
instance, they may say “my
family consists of my
spouse, my children, my
parents and Aunt Sally.”
Houwever, they may not list
Uncle Herbert, because
there is very little
interaction with him.

Margrit Eichler
Sovcredogist
Ontario Insttute for
Studies in Education

In any discussion of family, the question of definition arises. It is not an
easy question to address and is the subject of considerable debate and
discussion. It has been further complicated by realities of separation,
divorce, remarriage and surrogate parenthood. There are those who define
families according to structure, i.e., who is defined as part of a family or
not part of a family. How rigid or fluid the boundaries are reflects who is in
and who is out. There are others who look at families in terms of what they
do for their members and their contribution to society rather than in terms
of composition. Because of the variety of family structures that exist in our
pluralistic society and the challenge that this creates for defining families
in a meaningful way in terms of structure, families are defined here ac-
cording to their functions.

The following functions are generally viewed as those that families are
expected to perform:

* care and maintenance of family membe: s

* addition of new members, through procreation and adoption, and relin-
quishment at maturity

* socialization of children for adult roles (i.e., spouse, parent, worker.
neighbour, voter, community member

® social control of memburs

* production and consumption of goods and services needed to support
and maintain the family

¢ promotion and maintenance of family morale, motivation. and healthy
lifestyvles

Not all functions are undertaken by all families, however, the continuance
and well being of our society and all its institutions depends on these
contributions being effectively managed by families.

What is increasingly recognized in any discussion of the definition of
family is the diversity of family types and values. Families come with
different. traditions, cultures. socio-economic status, from different regions
of the province, with differing priorities and perspectives. Also, families
are not static throughout their life cycle. As a result, needs vary among
families and within a family over time. This creates complexities and
conflicts which must be reconciled and reviewed on a regular basis to
effectively respond to changing family needs.

8 Family Policy Grid — The Premicer's Council in Support of Alberta Familics
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What is the Family Policy Grid

It is essential when reading
or applying the Family
Policy Grid that the
principles are taken
together as each is an
interrelated part of the
overall family perspective.

The intent is to generate
discussion and review with
the central tenet of all
actions for families being
“first of all, do no harm.”

Premier's Council in Support
of Alberta Families

The Family Policy Grid provides a framework for departments to use in
developing and assessing policies affecting families. The Grid includes a
statement of eight principles (see pages 16 to 25) to guide policy and
program development designed to support Alberta families. The rationale
provided for each principle supports and upholds the merit of the principle.
Questions are included under “areas for consideration” to assist in making
an assessment of the impact of the policy or program being reviewed. on
families. It is essential when reading or applying the Family Policy Grid
that the principles are taken together as each is an interrelated part of the
overall family policy perspective.

As previously indicated, all policy affects families, directly or indirectly, in
both positive and negative ways. In order to protect families from unin-
tended consequences of policies as well as to shape and develop policies
that support family well being, we need to understand policies in terms of
their impact on families. A good understanding of families is also needed
so that both what is done by government, and how it is done, can be influ-
enced by the realities of family life.

The Family Policy Grid is not a remedy in itself, but a standard by which
laws, policies, programs and administrative procedures can be assessed.
The Family Policy Grid was designed for use by provincial departments of
government to assist them in reviewing legislation, policies and programs
of government for their anticipated effects on families. The Grid may also
assist municipalities, school boards, agencies and organizations to assess
their policies, programs and administrative practices to determine if they
are sensitive to and supportive of families. The intent is to generate discus-
sion and review with the central tenet of all actions for families being “first
of all, do no harm.” While there are many questions which are included in
the Grid, the significant question to be asked is “will this policy, law or
program be fair, supportive and encouraging toward Alberta families?.”

Through the Family Policy Grid, the government is declaring its intent to
promote the stability of Alberta families, and to consider families in every-
thing that is done by government.

9 Family Policy Grid — The Premier's Council in Support of Alberta Families
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How Will The Grid Be Applied

The Challenges

The Grid makes the value positions of the government more explicit, but it
does not make the task of choosing between alternative strategies and
outcomes any easier. Any analysis of legislation, policies and programs
with regard to their impacts on families requires application of value
judgements #na personal assessments.

The purpose is to foster discussion and assessment of the impact of current
and proposed approaches to policies and programs. The challenge is to find
agreement on the most effective strategies recognizing that consensus on
objectives is not always possible. Ambiguity and conflict can emerge when
there are diverse values and perspectives. However, the potential difficul-
ties of applying the Grid to the decision making process in departments
does not negate the value of doing so. Explicitly detailing the underlying
assumptions on which policies are based, with a renewed sensitivity to
family issues, will increase the likelihood of changes which benefit family
well being.

Applications

1. Review of Existing Policies, Legislation and Programs
The role of departments is to review policies and programs to deterr.ine
to what extent they reflect the principles i the Family Policy Grid. The
Premier’s Council is interested in determining where there is consis-
tency with the principles and where additional review or changes are
required. Also, identification of changes that are planned or anderway
to bring policies and programs more in line with the principles should be
included as well as the implications of those changes. Strategies and

I insist on the expression
“think family” because it
points to the engine of
government activity seeking
to adapt its policies to

family reality. recommendations may involve c.i1anges and/or initiatives in such
‘ areas as:
h‘l‘_g r" ": ffggzgl’:ggi’:e * administrative procedures ® coordination with other programs
to the Quebec Minister * legislation, regulations * pilot programs or projects
of Family Policy ¢ funding allocations ¢ education and awareness en-
¢ eligibility criteria hancement
¢ staffing and training ® research initiatives
¢ client accessibility ® program evaluations
¢ mechanisms for family in-
volvement

Departments are asked to ensure that consequences fox families ars
considered in current policies and progrims. Depariments gve respon-

10 Family Policy Grid — The Premier's Council in Support of Alberta Families



Albertans have the spirit
and strength to affect
positive change — the fact
that government set up the
Council indicates its
potential willingness and
commitment to lead and
participate in positive
cha:ge for families.

Stockwell Day. M.L.A.
Chairman, Premier's Council
in Support of Alberta Families

1.

sible for the identification of issues and accountable for the implementa-
tion of approved changes with the role ¢f the Premier's Council being
one of reviewing the government wide action plan and reporting on
progress to Cabinet. The initial assessment undertaken by degart-
ments will lead to a government wide action plan. The action plan is
intended to address major areus of priority for change. Ultimately, the
Family Policy Grid will be applied to all policies and programs in more
depth using the specific questions which follow each principle as a way
to review the changes that must be made to improve overall effective-
ness for families. Using existing departmental evaluation processes, any
policy or program can be assessed in terms of its impact on families by
addressing the questions proposed in the Family Policy Grid. The
questions included in the “areas for consideration” are intended to
stimulate thinking but are not program specific or all inclusive. In any
review undertaken, additional questions may need to be considered
within the context of the specific program.

Assessment of Proposed Policies, Legislation and Programs
Any proposed policy, legislation or program submitied for Cabinet
approval should be assessed using the Family Policy Grid. This would
include an assessment of the impact on families of i:nplementing the
proposed policy, legislation or program. Cabinet decisian would be
influenced in part by this assessment.

Ongoing Operations

A focus on overall family well being is critical in terms of the actions of
staff at all levels of the department. As such the Family Policy Grid
should form part of the values of departmental operations and become a
fundamental part of staff behaviours at all levels. This can be achieved
through communication of the principles to all s’aff and integration of
this information in educational ::nd awareness sessions.

The Grid can also be used by gavernment departments to help incorpo-
rate a family focus in evaluations that are undertaken of the effective-
ness of government funded programs.

Local Government Agencies, Organizations
The Family Policv Grid serves as a guide. not a blueprint, which can be
adapted to a variety of contexts to assess the effects of existing or pro-

11Family Policy Grid — The Premicr’s Council in Support of Alberta Families



1 believe in Alberta’s
families. I believe that their
strength and vitality is a
measure of an ability to
succeed in the future, and 1
believe that together we can
effectively help our families
meet any challenges in the
future.

The Honourable
W. Helen Hunley

posed policies or programs. The questions put forward in “areas for
consideration” can be used by local governments to review their policies,
determine if existing programs should continue to be supported, critique

propesed policies, guide studies of the impact of programs or develop a
policy response to an issue or need.

An agency or organization may use the Grid &5 a guide to undertake a
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self assessment of programs offered, in assessing its response to commu-

nity issues or needs or in incorporating a family focus into its policies

(e.g., school board policies).

Use of the Grid in all of these ways should lead to an improved under-

standing of how to design and implement programs that are supportive of

family life.

Family Policy Process

How to manage changing needs
Public Input and Environmental

Scanning
J
( N\ [ N({C Y[ ) ( )
What are Vhatis What is What are What will
the velues thi'scope the family the options be done?
to guide of public impact of for
public ey policies? strengthen-
:i_.\olic.\: fo'\; 2 eglgng’ ‘ " nllg )
amilies? Qg families? amilies P P
The e Family Planning The Action
Family Inventory Impact Plan
Policy Assess-
Grid ments
\_ J J \ _J \U J L y,
4 -\
A How to effectively meet family needs
Coordination and Collaboration

\__

What are
the results

for
families?

Mozitoring
and

Review
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The Role of the Premier’s Council

Coordination

The role of the Premier's Council in Support of Alberta Families is to act in
an advisory capacity with respect to policies, programs and services which
may impact on family life in Alberta. The Council works with all depart-
ments of government to facilitate review of policies and programs in light
of their impact on families and to coordinate a plan of action on required
changes in legislation, policies and programs.

The importance of the coordinating role cannot be undorestimated, both in
terms of the need to integrate services for families and coordinating poli-
cies, legislation and programs affecting families in order to facilitate

consistency and congruence of family policies across government depart-
ments.

Over the past several years a wide variety of programs and services have
been developed to support and assist families. This has led to specializa-
tion which can, at times, result in fragmentation of service delivery and
creation of separate program eligibility criteria and funding streams for
services that may not always be integrated one with another. Families do
not necessarily fit into specific service categories. Their needs are interde-
pendent. Failure to meet needs of families in one area often exacerbates
their requirements in anothgr. The need for interdependent solutions to
family concerns are coming into much greater public focus. A major chal-
lenge for the Premier's Council is to facilitate a change process working
together with Deputy Ministers across all government departments and

Coop,y:
’d"‘aﬂ'a ”
Promote
Public Involvement Family
Well Being
enest
pducat™
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Albertans have values that
are important to them and
their families — we need to
do all we car to make sure
that government programs
and actions reflect
that reality.

Stockwell Day. M.L.A.

Chairman. Premier's Council
in Support of Alberta Families

203

the Interdepartmental Committee on Family Policy while maintaining
departmental accountability and authority f * implementing ch anges.

Public Involvement

The Premier's Council also has an important role in facilitating public
debate and discussion of issues. In the fall of 1988, the Alberta Govern-
ment adopted a statement of social policy for Alberta entitled “Caring and
Resaponsibility.” As one of its principles, the document states that “Govern-
mer.t policies and programs should involve, to the extent possible, commu-
nities and community agencies in the development, delivery and evalua-
ticn of services to families.”

The vhallenge for the Council is to facilitate public input by identifying
issues of concern to famili=s, reconciling competing perspectives, informing
the public and facilitating change, where required, based on this input.
Where changes are indicated in government policy, the Council will work
with departments to address public concerns. However, the government
mus: not take sole responsibility for action on all issues. Responsibility for
making required changes to support family well being must be a cocpera-
tive venture with families, communities, businesses, organizations and
agencies. As such, the role of the Coincil is enhanced by working in part-
nership with others in addressing priority areas that are amenable to
change.

Change depends on expansion of vision, on new ways of understanding an
issue. Policies of themselves, do not produce change. Public debate and
discussion of issues is an essential prerequisite.

Education/Awareness

In addition to its role in facilitating public input, the Council serves as a
source of information for all government departments on family initiatives
elsewhere, as well as research and demographic data about changing
family realities. This information is available to government departments
as a basis for planning and policy development. The Council is also compil-
ing data about government programs related to family integrity and
functioning, to assist in the identification and analysis of government
programs which address and support family functicns.

The Council provides orientation sessions and consultation to government
departments to assist them with the application of the Grid.

14 Family Policy Grid — The Premier’s Council in Support of Alberta Families
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The Family Policy Grid
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Principle 1

Government policies and programs recognize and sup-
port families as fundamental to the strength and stabil-
ity of society.

Rationale

* The well being of society is promoted by the well being of families. The
well being of the family unit, in turn, depends on the effective function-
ing of individual family members.

* Families have an important rcle in the society in:

¢ caring for and about each otl.er

* having and rearing children to create a new generation

¢ passing on social, cultural and spiritual values and traditions

 teaching life skills

¢ providing advice and guidance

s promoting a healthy lifestyle

* setting and enforcing rules, norms and appropriate behaviour for each
other

* providing food, shelter, clothing and other necessities through income
and employment

* encouraging personal confidence and motivation

* There is no effective substitute for the role that families have in nurtur-
. » . a8 we prepare for the ing, loving and caring for each other.

21st century, 1 believ-e that Families do not exist in isolation. The values, decisions and behaviours
the key to strengthening the - of family miembers both reflect and influence the larger social system to
social and economic fabric which they belong.

of Alberta he’, in .enaurz.ng * Family life is strengthened when the conditions in which families can
f"“‘ fhe f“""l?" in all its thrive are attended to through supportive public policies in areas such
diversity, remains a central as child care, health care, education, income support. environment,
and enduring force. housing etc.

¢ It isin the best interests of society that public policies recognize the
fundamental role of families in the strength and overall stability of
society.

Premier Don Getty

18 Family Policy Grid — The Premier's Council in Support of Alberta Families
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Areas for Consideration

* How does the policy or program support the autonomy and vitality of
families?

How is recognition and support for families demonstrated by the policy
or program? '

What efforts are made on behalf of families to support continuity and
viability of the family unit?

To what extent and under what conditione dues the policy or program
encroach on family privacy?

* What attention, if any, is given to the broad societal context and its
impact on families?

17 Family Policy Grid — The Premier's Council in Support of Alberta Families
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Principle 2

Government policies and programs support and supple-
ment the ability of families to fulfil their essential roles
and responsibilities

Rationale

No other agency on the

Recognizing that families rely on a supportive environment to thrive,
policies and programs should reinforce and support the desire for self
sufficiency and independence by families.

A primary objective of policies and programs designed for families
should be to support and strengthen families’ own ability to manage.
Any support and assistance that is provided by government to families
should not substitute or undermine the capacity of individuals in fami-
lies to support each other and to make decisions on their own behalf.
Interventions that substitute for families should only be made where it
is clear that the family will not be able to function sufficiently even with
support, in situations of serious risk of harm or at the request of the
family.

Government policies should enable families and members of families to
fulfil their roles and responsibilities with consideration given to the
differences in their needs and the personal supports available to them.

planet can teach human Areas for Consideration

beings to be intelligent, .
konest, generous and moral
as efficiently as the family.

Roy Bonusteel
Canadian Broadcaster and Author L]

In what ways does the policy or program meet the needs of families
without diminishing their self sufficiency and independence or inappro-
priately substituting for their role?

How does the policy enable families to maintain or enhance self suffi-
ciency and independence?

In what ways does the policy or program inform families so that they
can expand their choices and options in order to make appropriate
decisions on their own behalf?

Whenever it is necessary to impinge on family autonomy. what prin-
ciples guide program staff to make decisions on behalf of families?

In what ways does the policy or program demonstrate respect and
dignity for the strengths and capabilities of family members even where
there are difficulties?

How does the policy or program enhance narental competence? Are
there any aspects of the policy or program which diminish the parental
role?

18 Family Policy Grid — The Premier’s Council in Support of Alberta Families
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Principle 3

Government policies and programs demonstrate respect
for and understanding of the diversity of family life and
family needs.

Rationale

e Families vary greatly in their structure, some have children, some do
not, some have husbands and wives. others do not. Vanations also exist
in whether all members of the family live together or separately, who is

responsible for economic support and the extent of participation in
parenting.

Policies must take into consideration different types of family structure,
differences in the life cycle stages. different ethnic, cultural, racial and
religious background:, socio-economic differences and differing commu-
nity contexts.

Families vary in their experiences with each other ranging from emo-
tionally satisfyizg to abusive. Policies must take into consideration the
~onzequences of these differences in family interactions.

¢ Policies must be examined to ensure that they are based on assumptious

that reflect current realities. Acceptance of the reality of family change
will enable us to examine the consequences of this change and take into

... if any single word could acccunt changing family practices.
be said to characterize e Programs and policies must take into account the different effects they
families in Canada today, h'a\'e on different types of families. A policy or program which is benefi-
that word would be - cial for one type of family may have a negative impact on another.
DIVERSITY.
Areas for Consideration

Susan McDaniel ¢ To what extent do the underlying assumptions about families on which

" Socrolograt this policy or program is based, appropriately reflect an understanding

University of Alberta of the diversity (ie. structure, life cycle, values, roles and traditions) of

family life and family needs?

* How does the program effectively build on the strengths of ethnic and
cultural values and traditions? Are programs and services which are
offered. culturally sensitive?

How does the policy or program address the need to prevent families
and family members from being devalued and stigmatized?

* What efforts are made to support families who are vulnerable, disadvan-
taged. or at risk?

19 Family Policy Grid — The Premuer's Council in Support of Alberta Familics
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Principle 4

Government policies and programs seek to support and
strengthen families and to decrease the potential for
family crisis.

Rationale

* Government has a role in promoting awareness, knowledge and skills in
assisting families to meet their requirements, copz with ongeing
changes, manage events in their lives, strengthen relationships with
each other, and make healthy lifestyle choices.

¢ An investment in preventive strategies aimed at reaching families at
high risk can increase thie capacity of family members to manage their
lives and decrease the probability of problems from occurring.

* Investing in supportive, developmental, educational and preventive
services for families can reduce costly protective, remedial and treat-
ment service requirements.

¢ Prugrams and policies for families in crisis should help prevent & wors-
ening situation and help less: = the negative effects of a crisis on family
members.

* Economic and fiscal policies of government have a significant impact on
Caring for your young, or family well being.
your old or each other is
legitimate and important
work. The skills we learn in
caring for each other cre
important in prevention of . . . A L. .
problems for families, for e What kind of investment is madg in the provision o!: supportive, develop-
. . . mental, educational and preventive services for families in order to
individuals and for society. strengthen their own ability and capacity to manage effectively?

Areas for Coneideration

¢ What efforts are made and resources designated to prevent family
problems from occurring or increasing in magnitude?

Susan McDaniel * What kind ¢ commitment is made to identifying underlying factors that
Sociologist contribute .. family distress?
University of Alberta

20 Family Policy Grid — The Premier’s Council in Support of Alberta Families
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Principle 5

Governmer:t policies and programs recognize the
strength and persistence of family ties.

Rationale

* Family ties are very persistent even when there are difficulties as a
result of separation of family members from each other created by
events such as divorce. adoption, or intervention by Child Protective
Services. Policies should not inhibit the relationships that are desirable
and in the best interests of individuals in these families.

* When any one person in a family is receiving a service. there is usually
an effect on the entire family. It is important, therefore, to consider the
overall impact of that service on the family when dealing with any
member in it.

* The ongoing support and invclvement which kin networks can provide
are important in contributing to stability and continuity for family
members.

Areas for Consideration

* How are the changing situations and relationships in families addressed
Families depend upon so that consideration is given to the importance of family ties?

stability because first and  « How do policies and programs facilitate or enhance continuity in family
foremost chiidren are relationships?

conservative ... theyrelyon o \wha efforts are made to help family members stay connected? Are
the stable arrangements in there circumstances where this is not desirable? What criteria are used
their lives to allow them to to make these decisions?

flourish. * How does the program address and balance individual needs. the needs

of the individual in relation to his or her family and the needs of the
James Garbarino family as a whole?
Preswdent. Ertkscn Institute for

Advanced Study Childd Development * How does the policy or program address the impact of services provided
to a family member on the other family members?
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A loving family creates a
sense of belonging, of being
part of the past, of living
and growing in the present
and of the expectation of
grealer things to come. The
loving family assures us
that we can count on a high
degree of true affection,
which in turn, ¢nables us to
love ourselves and give love
to others.

Geneva Johnson
President and CED
Famuly Sertices America
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Principle 6

Govarnment policies and programs recognize and sup-
port the commitment and responsibility which family
members have for one another.

Rationale

¢ Families have a powerful influence on their members in determining
their life choices and opportunities.

* Policies and programs must support and strengthen the ability of fami-
lies to manage and fulfil their own functions including caring for and
supporting their own family members.

¢ Families need to be empowered by providing them with information,
choice and involvement in decision making to facilitate their commit-
ment and responsibility.

* Parents are legally responsible for the maintenance of their children.
Intervention by government to enforce payment obligations ensures
income to those rearing children of divorced or separated parents. This
also includes support obligations to spouses in the event of divorce or
separation.

* The importance of kin networks and the support they can provide needs
to be considered as part of the family system. The availability of family
members and the concern of extended kin are crucial to children s well
as to the life course of elderly people.

¢ Policies must be examined to ensure that they do not inadvertently
undermine family commitment and support by providing incentives for
living separately rather than together.

22 Family Policy Grid — The Premier's Council in Support of Alberta Families
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Areas for Consideration

* How does the policy or program consider the kin network as part of the
support system that may be available to the family?

¢ In what ways is the policy or program sensitive to the needs of family
members who are caring for those with special needs?

* How do policies and programs recognize the financial responsibilities of
family members to each other and for their dependents? Are there
disincentives for families to undertake their responsibilities for depen-
dents?

® Is there any way in which the program strengthens or weakens the
commitment and responsibility of family members to each other?

* How does the policy or program encourage the mutual support that
individuals in families can give one another?

* Does the policy or program work to enhance self help initiatives and
supportive networks (i.e., churches, neighbourhoods, volunteers, friends,
community agencies) to enhance fapnily commitment and responsibility?

* Does the policy or program ease or impede the decisions of families to
marry, divorce, separate, adopt, give birth, etc.?

23 Family Policy Grid — The Premier's Council in Support of Alberta Families



Even severely discouraged,
neglectful families are
likely to have actual or

potential strengths and
resources available to them
which can be mobilized for
modification of the neglect
situation.

Philip Popple et al.
School of Social Work
University of Tennessee
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Principle 7

Government policies and programs respect that family
members have legitimate interests in the decisions
which are made on their behalf.

Rationale

¢ Family members have legitimate interests in each other which are
based on emotional, biological and legal bonds. These interests must be
considered in decisions which are made with and on behalf of families.

* The ability of family members to help identify and provide solutions and
alternatives which are appropriate for them must be nurtured and
supported.

¢ Policies and programs must consider the importance of the involvement
of family members in decisions which affect them.

Areas for Consideration

* How are the needs and legitimate interests of the individual addressed
in decisions made on behalf of families?

* On the basis of what principles are decisions made when there are
competing interests (eg. best interests of the child)?

¢ Does the policy or program sufficiently reflect the need for information
on which family members can choose to exercise their legitimate inter-
ests?

* Under what circumstances does the policy or program respect or breach
confidentiality? .

24 Family Policy Grid — The Premier's Council in Support of Alberta Families



Promoting strong families,
helping them stay together
and cope with challenges
and stress are shared
responsibilities — a
partnership of individuals,
families, communities and
government in Alberta.

The Honourable
W. Helen Hunley

Principle 8

Government policies and programs recognize the value
of partnerships with families and with others involved
in meeting the needs of families.

Rationale

Coordination at all levels will enhance communication and effectiveness
in working together on behalf of families. This includes families, service
providers, professionals, community and government agencies, federal,
provincial and municipal governments.

Partnerships which include the family as an informed, active and
voluntary participant in programs and services which affect them are
more likely to be on target with their needs.

The needs of families can be complex and diverse in nature and not
likely to be well addressed by any one person or agency.

Family life can be enhanced through cooperation and the shared respon-
sibilities of families, professionals, community groups, private agencies,
employers. volunteers and government.

Families are better served when there is a coordination of efforts and
meaningful involvement by all those who have some role to play in
supporting them.

Areas for Consideration

How does the policy or program take into consideration the importance
of partnerships in meeting the needs of families?

How is the need for coordination at all levels addressed?

What consideration is given in the policy or program to the role of

volunteers, self help. relatives, friends, community agencies, churches,
ete?

How does the policy or program empower communities to meet the
needs of families?

What kind of measure« are taken to ensure accountability?

Are families involved in planning, implementing and evaluating policies
and programs? What opportunities are provided for such involvement?
What kind of information is given to families to help them fulfil their
responsibilities?

25 Family Policy 73rid == To:e Premicr's Council in Support of Alberta Families
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Glossary

Authority The power to control, command or act which is
defined by position, law or custom.

Autonomy Capability for independent action.

Collaboration Two or more stakeholders working together and
pooling their expertise and/or resources to achieve
or enhance the resolution of matters requiring their
mutual contribution.

Coordination Two or more stakeholders working in harmony
~oward a common objective while maintaining
accountability and responsibility within their
separate organizations.

Empowerment A process by which individuals, families, organiza-
tions or communities recognize and enhance their
capacity to master their own affairs and gain
greater access to and control over resources.

Family Crisis A family’s perception of an event or problem for
which regular problem-solving methods or existing
resources are seen as inadequate.

Events that tend to precipitate family crisis include
key times of change in the family life cycle, persis-
tent and lengthy stress, or unexpected events
causing a sudden shock to the family leaving it
temporarily unable to cope. The same event may
precipitate a crisis in one family and not ir: an-
other. In some families crisis may be an isolated
incident and in others it may reflect an ongoing
inability to function well.

Family Policy What government does to and for families in par-
ticular those public policies that are explicitly
designed to affect the situation of families with
children . .. individuals in their family roles . . .
and those that have clear consequences for families
even though impacts may not have been intended.
(Kamerman & Kahn, 1989)

26 Family Policy Grid — The Premier's Council in Support of Alberta Families



216

Family Policy Grid A framework which includes principles, rationale
and criteria to apply in assessing the impact of
public policies, programs, laws and administrative
procedures or: families, with the intent of identify-
ing approaches which support and strengthen the
well being of families.

Family Ties Emotional, biological, legal or other bonds between
or among family members which may be expressed
in a desire for commitment and/or continuity in
family relations.

Independence The ability to fulfil one's own responsibilities and to
meet one’s own needs. Programs may be specifically
designed to help achieve the necessary and desired
level of independence or may promote the capacity
for it. Independence does not mean isolation.

Interdependence Mutual dependence and sharing.

Kir Network Persons related by birth, adoption, marriage or
common law relationships who are a potential
source of identity, caring, commitment and support
for each other.

Partnership A relationship of two or more individuals or groupa
who together contribute to accomplishing a com-
mon objective within a climate of mutual respect
and dignity.

Public Policy The philorophy, principles and guidelines estab-
lished by the government which are intended to
guide the development and implementation of laws,
programs, services and procedures.

Prevention Actions to reduce or eliminate the occurrence of
problems or negative outcomes for people at risk.
Prevention usually involves identifying contribut-
ing factors and reducing their influences.

Program A planned set of activities or benefits, designed to
meet specific needs.
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Promotion The enhancement and optimization of healthy
functioning focusing on the acquisition of required
competencies and capabilities.

Responsibility Taking appropriate actions to fulfil one’s socially,
morally and/or legally expected role.

Self Sufficiency The capability of individuals or organizations to
supply the skills, knowledge and/or resources
necessary to meet their own needs or fulfil their
own responsibilities within the context of a sup-
portive environment.

Society The social and cultural patterns, economic and
political systems, and institutions within which
people of a particular time and place live and
interact.

Well Being The concept of well being involves a delicate bal-
ance among physical, emotional, spiritual, intellec-
tual and social health. Family well being is pro-
moted when members can identify and realize
aspirations, satisfy needs, and adapt to a changing
environment.
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Appendix A — Interdepartmental
Committee orn Family Policy
Terms of Reference

Purpose:

To provide an interdepartmental focus on families in order to facilitate
effective planning and program design and delivery across government.

To provide input to the process and outputs for the develcpment and
implementation of the Family Policy Grid.

To coordinate intra-departmental input to the development and implemen-
tation of the Family Policy Grid.

Responsibilities:

1. Demographics - to identify needs for demographic information; pro-
vide input and review the results of the data produced and assess
implications for family policy.

2. Principles and Values — to provide input to and review of the Family
Policy Grid which includes principles, rationale and criteria against
which to review policies. legislation, programms and administrative
procedures in government.

3. Baseline Data - to facilitate the ongoing development of profiles of

programs and services related to the integrity and functioning of fami-
lies.

4. Policy and Program Review — to establish appropriate internal
departmental mechanisms to address communication requirements
regarding tasks identified. solicit input and facilitate development of
departmental action plans in response to the Family Policy Grid.

5. Education and Awareness - to advise on strategies to increase
awareness of family policy perspectives in government.

6. Community Consultation - to facilitate responsiveness to community
issues and concerns reflected in the input received through community
consultation.

7. Policy Oriented Kesearch - to assist in identifying research needs on
family policy issues.
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Membership:

*Keith Walis
Jean Campbell
Gail Babcock
Shirley Myers

Howard Kushner

*Jeanna Baty
Bert Dyck
Ken McLean
Mary Coward

Merv Thornton

Dan Philips
Jay Litke

*Katrine McKenzie

Tom Bateman
Cynthia Lowe

*Catarina Versaevel

Jack Freebury
Ken Vincent

Judith Jossa-Stephen

Jane Simmons
Al Benson

*Dave Arsenault
Paulette Rodziewicz

Neil Murray
Diane Earl

*Stephen Tkachyk

Marie Riddle

AADAC

ACCESS Network

Advanced Education

Agriculture

Attorney General

Career Development and Employment
Consumer and Corporate Affairs
Culture and Multiculturalism
Economic Development and Trade
Education

Energy

Environment

Family and Social Services
Forestry, Lands and Wildlife
Health

Interde., s>tmental Task Force on Seniors
Labour

Personnel Administration Office
Public Affairs Bureau

Public Works, Supply and Services
Recreation and Parks

Solicitor General

Tourism

Transportation and Utilities
Treasury

Women's Secretariat

This committee is chaired by Sally Huemmert, Executive Director,
Premier’s Council in Support of Alberta Families.

*Members of the Interdepartmental Subcommittee on Family Policy formed
to assist with the detailed development of the Family Policy Grid.
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Appendix B — Academic Review

The Premier’s Council appreciates the time and investment given by the
following individuals from the academic community who reviewed the
Family Policy Grid and provided their input.

Maryanne Doherty -
Joyce K. Engel -
Gregory T. Fouts -
James Frideres -

Joe Hornick -

Dianne Kieren -
Kathleen McCall -
Marnie McCall -
Jason Montgomery -
Carol Morgaine -
Diane Pask -
Rodney Thomlinson -
Karl Tomm -
Charles Webber -

Margaret A. Winzer -

Family Studies, University of Alberta

School of Nursing, University of Lethbridge
Faculty of Social Sciences, University of Calgary
Faculty of Social Sciences, Univerzity of Calgary

Canadian Research Institute for Law and the
Family

Associate V.P., Academic, Uriversity of Alberta
Family Studies, University of Alberta

Faculty of Law, University of Calgary

Family Studies, University of Alberta

Family Studies, University of Alberta

Facult: »f Law, University of Calgary

Faculty of Social Work, University of Calgary
Faculty of Medicine, University of Calgary
Faculty of Education, University of Calgary
Facuity of Education, University of Lethbridge
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APPENDIX B
CONTACT LETTER

Maria Mayan

Department of Human Ecology
3-38 Assiniboia Hall
University of Alberta

T6G 3E7

Date

I am a family researcher at the University of Alberta and | am interested in
the relationship between government and families and most specifically,
government policy-making on behalf of families. My interest deepened in
1992 with the development of the Alberta Family Policy Grid by the Premier's
Council in Support of Alberta Families. My understanding is that the Grid is
in the process of implementation within our provincial government.

| am interested in learning how you or your department has responded, to
date, toward the implementation of the Grid. | am contacting you and others
throughout all of the provincial government. It is important that | learn about
the range of experiences of Grid implementation:  from departments with
numerous family programs to departments with few family programs; from
peopie newly or not #¢ -/l acquainted with the Grid to people who have been
aware of the Grid for - sonths/years; and from people who have had both
negative and positive experiences with the Grid. | can learn from these
numerous perspectives.

This study is part of my doctoral work at the University of Alberta. Your
participation in the study may not benefit you directly, but through your
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Alberta government, with the task of policy implementation. Furthermore, the
study may bznefit families by suggesting ways to improve the policy-making
process on behalf of families. | firmly believe in conducting research that is
practically relevant to certain individuals and/or groups. After | complete the

study, | will provide you with a synopsis of the results that you may find
helpful to your future work.

All of the information you provide will be confidential. Access to interview
transcripts will be limited to the researcher, the transcriber, and the
researcher's committee members. Your name and department will be
removed from your transcript and replaced with a number, making it
impossible to identify you or your department.

The Premier's Council in Support of Alberta Families has supported this
research in principle, but it is important to emphasize that | do not work for
the Council, nor for any other body in government, nor for any political party.
I am a Ph.D. student learning about the Grid and its implementation as part
of my doctoral studies.

| will be contacting you shortly regarding your participation and any
comments or questions you may have about the research. At that time |
would like to arrange for an interview with you that would be approximately
one hour in length. | am most grateful for your time and look forward to
speaking with you. If you would like to contact me, my telephone number is
492 - 5771 and my fax number is 492 - 7527.

Sincerely,

Maria Mayan
Ph.D. Candidate, Department of Human Ecology
University of Alberta
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APPENDIX C
CONSENT FORM
Project Title: A planned change within government: The
implementation of a metapolicy for families
Researcher: Maria Mayan, Ph.D. Candidate, 492 - 5771

Department of Human Ecology, University of Alberta

Co-Supervisors: Dr. M. Doherty-Poirier 492 - 3922
Dr. D. K. Kieren 492 - 5770
Department of Human Ecology, University of Alberta

Iinformation

The purpose of this research project is to understand the implementation of
the Alberta Family Policy Grid. One face-to-face interview, lasting
approximately 40 minutes will be conducted by Maria Mayan. One follow-up
telephone conversation may be requested if she needs clarification of the
information obtained during the interview; this will last no longer than 10
minutes. Interviews will be taped and then transcribed by a research
assistant. During the interview, questions will be asked regarding the
person's experience implementing the Alberta Family Policy Grid.

Interview transcripts will be confidential. An interview transcript will be given
a code, making it impossible to identify a person with her/his department.
For example, a transcript will be coded as either 'front line', ‘'middie
management' or ‘senior management’, according to each person's position
within government. The transcript will then be coded as 'low', ‘'medium' or
‘high', according to the level of involvement the department has with
families. For example, a transcript may be coded as 'middle/high’, meaning
a person in a middle management position in a department with a high level
of involvement with families. Therefore, personal names and department
names will not be used.
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Consent
This is to certify that |,

(print name)
hereby agree to participate in the above named project.

I understand that participatirig in this study may not benefit me directly but
the knowledge gained from this study may help others, both inside and
outside of the Alberta government, with the task of policy implementation.
Furthermore, my participation may benefit families by suggesting ways to
improve the policy-making process on behalf of families. There is nothing
that | nor Maria Mayan can foresee that would bring harm to myself or others.

I hereby give permission to be interviewed, and for the interview to be tape
recorded and transcribed. | understand that my name or other identifying
information will not be included on the tape, transcripts, or final report. |
understand that my name, address, and telephone number will be kept in a
locked drawer, separate from the transcripts and that this information will be
destroyed upon completion of the project. | understand that interview
transcripts may be kept and utilized for future projects. | undarstand that the
information | provide will only be discussed with Maria Mayan’s theses
committee members, and will be published in the form of a thesis and
journal article. | understand that | will receive a summary of the research
results.

| understand that participation in this study is strictly voluntary and | am free
to refuse to answer any question and | am free to withdraw from the study at
any time without penalty. | know that | may contact Maria Mayan or her co-
supervisors if | have any questions, now or in the future.

Participant's Name Date

Participant’ Signature Researcher's Signature
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APPENDIX D
DOCUMENTS REVIEWED

Alberta Premier's Council in Support of Alberta Families, (1989). Lieutenant
Governor's Conference on the Family. Conceptual Paper. Edmonton:

Author. (Contfidential Document)

Alberta Premier's Council in Support of Alberta Families, (1290). A
proposal for community consultation. Edmonton: Author. (Confidential

document)

Alberta Premier's Council in Support of Alberta Families, (1990).
Premier's Council in Support of Alberta Families. Edmonton: Author

Alberta Premier's Councii in Support of Alberta Families, (1990). The

Lieutenant-Governor's Conference: Conference Report. Edmonton:
Author.

Alberta Premier's Council in Support of Alberta Families, (1991).
Community Consultation Planning Resource Kit. Edmonton: Author.

Alberta Premier's Council in Support of Alberta Families, (1991). Alberta
Eamily Policy Grid...Guideli for D I tal Revi R ts.
Edmonton: Author.

Alberta Premier's Council in Support of Alberta Families, (1991). Premier's

Council in Support of Alberta Families: Discussion Themes. Edmonton:
Author. (Confidential Document)

Alberta Premier’'s Council in Support of Alberta Families, (1991). Speaking
out: Families and the Future. Edmonton: Author.

Alberta Premier's Council in Support of Alberta Families, (1992). Albertans
speak out about families. Edmonton: Author.

Alberta Premier's Council in Support of Alberta Families, (1992).
Community Consultation Report Qutline: Draft #1. Edmonton: Author.

(Confidential Document).

Alberta Premier’'s Council in Support of Alberta Families, (1992).
Community Consultation Update. Edmonton: Author. (Confidential

Document).

Alberta Premier’s Council in Support of Alberta Families, (1992). The
Alberta family policy grid. £ dmonton: Author.
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APPENDIX E
LIEUTENANT GOVERNOR'S CONFERENCE STUDY PAPERS

Dr. Susan A. McDaniel

Mary Weodbury
Dr. Lyle Larson
Michael W. Goldstein

Dr. F. June Morgan

Humanite Services Planning Ltd.

status ,
Dr. Joel Christie

Mary Woodbury

Dr. Jarmilia Horna

Peter Lown, M. McCall,
and Dr. J. Hornick

Families today: Change, diversity and
challenge

Balancing work and family life
Families and the community
Supporting and strengthening families
Learning for living

Alberta families; Financial health

Health and families
Families and the education system
Families and leisure

Families and the law



