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Introduction

IT policymaking can be unexciting, frustrating, thankless ... but still vitally important to the institution. Most approaches to policymaking are informal and developed on the run. The resulting policies are of variable quality and value. This session will seek to establish some ground-rules for effective IT policymaking in a university environment. Topics covered will include raising awareness of the issues, definition of needs and context, consultation and feedback, corporate governance and promoting the policy.

IT policymaking is often reactive and pragmatic. The session will also touch on policy-making as a future-shaping tool. Future-focussed policymaking will foresee and respond to:

1.5 Intro

Globalisation and the information explosion are increasing policy interdependence. They are bringing to light new dimensions that cut across policy fields. The focus of concern of policy makers is shifting away from conventional questions of coordination, toward the management of cross-cutting issues, which transcend the boundaries of established policy fields, and do not correspond to the institutional responsibilities of individual ministries. 

Cross-cutting issues outstrip the conventional patterns of thought on which coordination mechanisms have traditionally been based. This poses a problem for the centre. Providing a strategic view of a problem area is part of the role of central bodies of government, both political and  administrative. But these bodies usually build that view largely on the basis of information and analysis emanating from line ministries. The challenge for the centre is to develop a holistic perspective on cross-cutting questions even though the ministries themselves have not perceived the full dimensions of the problem. 

Cross-cutting policies require organisational support that transcends institutionally-defined policy fields, while respecting ministerial portfolios. The traditionally vertical, compartmentalised structures of  government tend to limit information flows among ministries, and to impede coordinated action.  Coordination mechanisms are designed to overcome vertical structures, and to ensure horizontal  consistency among identified policy fields. How well can these mechanisms manage cross-cutting  issues that are difficult to circumscribe, especially in a highly interconnected policy context? 

Cross-cutting issues increase the need to integrate, rather than merely coordinate the policies of different ministries. The design of integrative mechanisms needs to strike a balance between competing objectives: strengthening the horizontal capacity of the governmental apparatus; ensuring that ministerial responsibilities remain clear; and, maintaining the centre's pivotal role in the strategic management of actions. The challenge is to find institutional linkages that correspond to the interdependencies inherent to cross-cutting issues.

1.1 Intro

School technology policy is framed by local, state, and federal policies, three very different influences. Given the competing nature of the policy influences and the fact that budgeting is usually a zero sum game, how does one form a rational technology policy?

Policy making involves guiding decision making over long time periods and wide areas of interest for leaders and resource managers. First (1992) ascribes three focused characteristics to policy making: 

1. Functioning from a strategic perspective 

2. Providing developmental guidance and clarification for major objectives 

3. Furnishing priorities for resource allocation. 

Policy, then, provides the steering mechanism that enables planning to take place. It is a first step in the process that enables the establishment, clarification, and setting of priorities among strategic goals and objectives. The tests of successful policy are an examination of the program accomplishments to determine whether the intended beneficiaries are truly profiting from the initiative; and a judgment about the fairness of the policy to all constituencies. How does systematic policy formulation contribute to the strategic planning process for school technology? 

Context

Higher education trends

Globalisation in higher educ (like breaking down of states0

2.5 The national grid for learning: A curriculum without walls? 
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Abstract:

The aim of the British Government's National Grid for Learning policy is to harness the power of information and communications technology (ICT) in order to create a 'curriculum without walls', where the riches of the world's intellectual, cultural and scientific heritage are available to all. Central to this vision are the assumptions that: all pupils will in the future have appropriate access to computers at home and at school; that there is a common conception between home and school as to what actually constitutes learning. In this paper the authors draw on preliminary findings from a 2 year study of how young people actually utilise ICT at home and at school to raise important questions about the realisation of the Government's policy objectives. 

The National Grid for Learning (NGfL) is the UK Government's particular version of this `future visioning'. Conceived and launched in a consultation paper by the Labour government within months of coming into office in 1997, the new policy was designed to capture the popular imagination with its democratic vision of using the Internet to open up a new curriculum where the `riches of the world' would be available to everyone. 

In its various policy documents (DfEE, 1997, 1998), the Government committed itself to an ambitious programme of publicly and privately sourced investment so that the NGfL would be fully operational before the next general election in 2002. The plans have included 700 million to be spent on connecting every one of Britain's 30,000 schools to the Internet, 59 million to develop on-line content and a further 230 million of Lottery money for the training of teachers in how to use the new technology. Other related initiatives include a `Virtual Teachers' Centre', a 50 million investment to provide on-line access to every major historical artefact in the country's museums as well as the free provision of laptop computers to nearly 10,000 teachers and headteachers. And, as a result of this massive investment, once it is fully operational, the Grid, it is argued, will revolutionise the curriculum as well as learning. It will, for example: 

· enable pupils, at school or from home, and other learners to work on networked facilities... 

· allow children to participate remotely in science experiments, for example those involving space technology... 

· help children doing history or geography homework to gain access to world-wide sources of data ... 

· open up new horizons for people at home whose curiosity had been aroused by a television programme... . (DfEE, 1997, p. 16/7) 

As the examples above demonstrate, the Grid is expected to transform the curriculum of the future: for pupils, teachers, parents and for `life-long

learners'. And it will do this by helping to dissolve the institutional boundaries that have traditionally surrounded different `sites' for learning (home, school and work) and the boundaries between those sites and other institutions (libraries and research centres) that can provide the resources for learning. 

Thus Davies and Edwards (1999, p. 273) are able to ask `Is it necessary to bound learning by predetermined slots of time? Do we really need to have young people in school all the time or could we find greater flexibility in both the where and when of learning?'. The answer of the NGfI. to such questions is to provide a vision of the learner freed from the constraints of time and space; through the Grid, learners will be offered a `curriculum without walls' (Bentley, 1998), tailored to their own needs and interests. 

But are these transformative visions realistic? Our reading of the literature on the `socialisation' of technologies would lead us to be cautious.

Humans have always had intimate associations with the devices and technologies they have created and no matter what the technology,

contemporary commentators have nearly always predicted that the consequences will be socially transformative. Nowhere is this more true today

than in relation to the impact of new informational technologies. The progressive invasion of the classroom, the living room and other public and

private spaces (bedrooms, shops, arcades) by television, computers, computer games, CD Roms, the Internet, etc. constitutes, many have

argued, a `techno-cultural revolution' (Robins, 1995, p. 30). Yet, if we are to learn anything from the historical study of the introduction of new

technologies (electricity, radio and TV into the domestic and other social worlds (Marvin, 1988; Furlong, 1995; Morley, 1992) it is that the way

in which technologies are accommodated into everyday living has been far more complex than initially predicted. This is because technologies

always enter into already existing socially constructed worlds; a fact routinely recognised by designers who take considerable care to design

technologies which are accessible and which resonate with the consumers they are trying to attract (Forty, 1986; Walker, 1989). 

And when we come to look at the home, we have to admit that we know very little indeed about how learners actually engage with new technologies as part of their routine social lives. We know little about how they learn to use new technologies; how they actually use them as `cognitive tools' (Wertsch, 1991; Salomon, 1993); the social context in which they use them at home and how they fit into their social lives more generally. 

It was in order to explore some of these complexities that the authors of this paper began a 2 year ESRC [1] funded study of children's use of

new technologies at home and at school. The research has included both quantitative and qualitative methods. It commenced with a survey of

855 10-11 and 13-14 year old pupils from eight schools [2]; from those respondents, 18 `high' and `moderate' ICT users were then selected.

These pupils and their 16 families (four were twins) then became the focus of a more detailed investigation over the course of nearly a year [3].

The final element of our research design involved group interviews with 50 young people who had identified themselves on their questionnaire as

low or ambivalent users of ICT. 

At the time of writing, our research is ongoing. Nevertheless, we would suggest that our findings already raise important questions about the way

in which the NGfI. will work in practice. In this paper we present what are preliminary findings in relation to just two key issues: `access' to ICT

at home and `learning' with ICT at home and at school. Both of these issues, we suggest, are central, if the new curriculum to be offered through

the NGfL is to become a reality. 

ACCESS TO ICT AT HOME: INEQUALITY RE-BORN 

We must accept that differential access to the information superhighway is likely to increase inequalities between learning in many different ways: socially, culturally and economically. (Selwyn, 1999, p. 162) 

Socially

Yet from existing studies of new technologies at school, we know that in reality, access is a far more complex issue than mere provision of facilities. Since the mid 1980s (Gardner et al., 1985; Hoyles, 1988) it has been recognised that in school, despite formal equality of opportunity, boys express more positive attitudes to computer use than girls, and boys are more likely than girls to dominate optional computer courses and computer clubs. 

Income 

The most obvious way in which access to the NGfL will be influenced will be via income. That income influences ownership of home computers

is already well established (Murdock et al., 1992; Wheelock, 1992). In our study, 69% of our pupils reported that they had a PC at home, but

differences between income groups were clearly visible. When we compared upper, middle and lower income families we found that in upper

income families, 80% of pupils reported ownership; in lower income families, the figure was 53%. Yet, however well off they were, every one of

our case study families saw the purchase of hardware and software as a significant investment; something to be purchased only on an occasional

basis. 

Cultural Resources 

But differential access to the National Grid at home will not only be influenced by income; it may also be influenced by the cultural resources that a family can bring to bear. So, for example, in our research, one middle income family had a father who was highly computer literate; he owned

five computers: 

2.9 Competitive strategies for higher education in the information age 
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A few institutions have pursued aggressively a set of academic strategies designed to extend the reach of their instructional offerings geographically or to offer for sale new or repackaged products in different markets. Many colleges and universities are only now engaging in structured dialog about how emerging information technologies may be employed to enable such strategies. An important opportunity for (or threat to) US higher education is identified, strategies for exploiting this opportunity are identified, and potential policy issues associated with it are raised.

This chapter identifies an important revenue opportunity for (or threat to) U.S. higher education, identifies strategies for exploiting this opportunity, and raises potential policy issues associated with it. The perspective offered here is unabashedly economic and entrepreneurial. At the same time, my premises honor the fact that colleges and universities are businesses in the ordinary sense, and I am mindful of the fact that important issues of public policy are overlooked in pursuing an economic perspective. Some of the ideas reflected in the discussion will cut against higher education's cultural grain. The corresponding hope is that the business case for action is sufficiently compelling to stimulate serious dialogue in the academy about an area of growing importance.... 

In a 1995 speech, Vice President Al Gore stated, "The new marketplace will no longer be divided along current sectoral lines. There may not be cable companies or phone companies or computer companies, as such. Everyone will be in the bit business. The functions provided will define the marketplace. There will be information conduits, information providers, information appliances, and information consumers." Gore's bold but widely accepted vision raises the question of what role, if any, U.S. higher education will choose to assume in this evolving marketplace. After all, universities are both important providers and consumers of information, and the evolution of the mass market for information technology will not leave such institutions unscathed. 

The most important phenomenon in the evolving information technology marketplace is referred to as convergence. Convergence is the "accelerating trend of companies involved in broadcasting, cable television, computers, entertainment, and retailing businesses to form various combinations in order to gain competitive advantage in the huge new infotainment market" (Allen, Ebeling, and Scott, 1995).

The mergers and alliance-building activity taking place now is strategic in nature and is designed to align information creation (production), communications (distribution), and retail selling (the "set-top box"). 

The rush to merge, join, or enter a variety of joint ventures is based on a number of shared assumptions about the nature of evolving information technologies and about the mass market for interactive multimedia. Organizations that produce "information content" will generate annual revenues of $550 to $600 billion, which will grow 15 to 20 percent annually. These organizations include film producers, software developers, publishers, and others. Information (that is, educational) applications may be at least as important as entertainment in this evolving market. 

The most formidable competitors are expected to be strategic partnerships-especially between content providers and controllers of distribution channels. Among industry leaders, the key attributes for success are thought to be clear management vision, creative marketing, a risk-taking culture, and the right strategic relationships. 

Of the different stages of the infotainment value chain, control over information content has the highest relative importance. The requisite enabling technologies are available now. Therefore, the critical issues are business and regulatory issues, not technology issues. For U.S. higher education, the issues are predominately cultural, including those related to risk aversion, urgency, and the ability to assimilate change. Recent surveys confirm a strong interest in distance learning and related student services for residential use. What prudent conclusions, then, can be drawn about this "convergence" from these planning assumptions? 

The primary drivers of a changed outlook include the following: 

· Educational applications will be remunerative in the infotainment market. 

· The size and growth attributes of this market are likely to attract new and nontraditional competitors. 

· Innovative and entrepreneurial colleges and universities will enter into unusual alliances with nontraditional partners. 

· The failure to innovate and invest relatively early will foreclose competitive options for many colleges and universities. 

A more likely structural and behavioral model is found in the context of university extension operations. Many university extension operations and other academic institutions that cater to the needs of the working adult student have developed values, business systems, and capabilities that will be required in this new context: 

· Each class produces marginal revenue, at a marginal cost. 

· Instructional contribution can be (and usually is) a variable cost. 

· Different courses have different appeal in different markets. 

· Advertising can influence student choice. 

· Close study of market demand allows the development of curricula that can either maximize earnings or fulfill noneconomic policy objectives. 

· Unsuitable instructors are not "invited" back. 

· Big name faculty attract students. 

· Location and scheduling decisions have revenue implications and are treated as market factors for curriculum and program planning purposes. 

Asynchronous-learning technologies such as instruction via CD or broadcast or taped video or audio can actually mitigate the constraint of faculty availability, whereas synchronous-learning technologies (such as online "global" office hours) offer possibilities for customizing and personalizing instruction in ways that will likely increase the demand for faculty. 

2.10 Public policy implications associated with technology assisted distance learning 
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Hickman discusses public policy implications associated with technology assisted distance learning. Since public policy is ostensively designed to benefit society, it may also play a role in the future by helping higher education get organized.

Full Text:

For the last 800 years, one of the tenets of the "University" is that it is a collection of scholars assembled in one place to create knowledge in the various disciplines. Students admitted to the University are allowed to interact with the faculty and be "taught." Indeed, over the last 800 years only two main innovations have occurred in the way the university "does business." One was the introduction of the lecture method of instruction in the 16th century, and the other was the sustained use of overhead projectors to augment those lectures in the 1960's. Despite progressive legislation in the United States in the late l9th and early 20th centuries (e.g., the Morrill Acts of 1862 and 1890; and the Smith-Lever Act of 1914), the campus culture itself has remained largely intact and isolated. Today, universities are bound by procedures, regulations, and infrastructures that were designed for on-campus students, on-campus instruction, and a very tight geographic area. 

Universities are feeling enormous internal pressure to change. Students, once content to be passive participants in the learning process, are demanding increased flexibility in scheduling, location of courses, method of instruction, and all other aspects of accessibility and opportunity. With the advent of distance learning Internet instruction in particular-universities are finding that they aren't "the only game in town." On the other side of the coin, universities find that they are frequently bound by "service area" regulations from a bygone era that technology does not respect.

In the case of distant learning, the inventions and advances in technology have created opportunities, and have created them faster than public or institutional policy can adapt. Traditional paradigms regarding teaching and learning, the role of the student, and the organizational and funding structures are being challenged. Policies and guidelines, both public and internal, will be developed and tried. It is important to begin by focusing on the issues presented here to build a framework for effective public policy regarding distance education. 

Newcastle

Poor students

Definitions

Policymaking—the processes and systems for public official to make decisions and oversee the results.

1.3 PUBLIC POLICY 

is a general plan of action adopted by government to solve a social problem, counter a threat, or make use of an opportunity. A. All public policies are the means by which government pursues certain goals within specific situations.

Governmental approaches to solving problems can be divided into four broad types:

1. Some policies PROHIBIT behaviors that endanger society.

2. Policies can also PROTECT activities, business markets, or special groups of citizens.

3. Policies can PROMOTE social activities that are important to the government.

4. Public policies can PROVIDE benefits directly to citizens.

Definition of ‘policy’

Policy is a much used word, particularly in public administration and the political arena. According to the Oxford Dictionary, policy is an old word with a range of meanings, including:

· An organized and established system or form of government or administration (of a state or city).

· Political sagacity; prudence, skill, or consideration of expediency in the conduct of public affairs.

· The park or land lying around a country seat or gentleman's house.

· The polishing or refining of manners. 

· A document containing an undertaking to pay a specified amount in the event of a specified contingency.

· A device, expedient, contrivance; a crafty device, stratagem, trick.

· A form of gambling in which bets are made on numbers to be drawn by lottery.

But, in the contemporary sense and for the purposes of this discussion, policy is “a course of action adopted and pursued by a government, party, etc.; or any course of action adopted as advantageous or expedient”. 

The Oxford Dictionary definitions provides some ideas which may help IT policymaking become more attractive and interesting. Where ‘policy’ is a form of gambling, then:

· Originally, the policy writer or policy-maker was one who collects bets from those playing policy. These opportunities for additional income make IT policymaking more attractive already.

· Some were very good at policy-making: 1949 Collier's Gazette “Thousands of suckers are only making millionaires out of a few dozen policy kings” & “a mystique developed in which they were viewed as benefactors rather than as parasites.” This seems to bode well is a good thing

· 1843 J. H. GREENE ‘Exposure of Arts & Miseries of Gambling’  ……“These swindling shops are numerous, and are sometimes called policy offices”. So IT policy-makers may need to renovate their office space to fit this new theme.

Broad issues

Change

2.17 The Unpredictable Certainty : Information Infrastructure Through 2000

National Research Council. Computer Science and Telecommunications Board. The Unpredictable Certainty : Information Infrastructure Through 2000. Washington, D.C.:

 National Academy Press, 1996. 

 http://www.nap.edu/readingroom/books/unpredictable/
DEFINING THE NATIONAL 

INFORMATION INFRASTRUCTURE 

Are there any dominant trends in the evolution of a global or national information infrastructure (NII) for which there is no specification, no overall plan, and no institutional mechanism for reaching consensus about what it is or what it should be? 

2.20 

If there is one urgent message heard from many presenters, it is that change is happening more rapidly, and there will be "the quick, or the dead." Higher education must rethink its own governance structure in order to speed decision making. Even though we don't know where we're going, we can't wait to find out. Therefore, each institution must grapple with its own rules, regulations, and bureaucracy to trade control for an environment that encourages and rewards entrepreneurialism pursued in the students' and institutions' interests.

Some suggests centralizing policymaking but decentralizing certain operations as a way of improving both accountability and the institutions' responsiveness to a rapidly changing marketplace. Policies should allow for experimentation and not be too prescriptive. 

2.16 Diversity, Change and Uncertainty 

There is no golden road to the incorporation of information technology into instruction. There is no agreement on the best practices, no universal understanding of what we may achieve, at best, with technology. 

Those new practices and values might, on the one hand, realize long-delayed goals, or, on the other hand, threaten the economic and social contracts that have sustained the university as an institution. 

2.16 Inevitability 

In public schools in the U.S., essentially every school has computers. We average about one computer for every 10 students. Already, more than 10% of the high schools in the country have a density of computers of over one for every three students. The number of computers in public pre-college schools is increasing at an accelerating rate of about one half computer per classroom per year. 

The number of undergraduate students who already own their own computers is around 70%, with 85% saying they either own or intend to purchase a personal computer during their undergraduate studies. With no policy to facilitate universal access, we are coming surprisingly close to it. 

On this background, the only remaining question is how well will we manage this transition: how quickly, how completely, how efficiently, how cost-effectively, and how deeply will we incorporate computers, digital communications and other information technology into the lives of faculty and students. 

Population divided between IT pros & cons

Reactive vs Strategic

The journey is as important as the destination

Facilitating strategic discussion and debate within the organisation

Opportunity for management to get in touch with constituents, via feedback and well constituted advisory groups

Evaluating policy effectiveness

Information gathering

Informed policymaking

Research

Policy cohesion

Vertical vs horizontal

1.5 Cross cutting isswues

Globalisation and the information explosion are increasing policy interdependence. They are bringing to light new dimensions that cut across policy fields. The focus of concern of policy makers is shifting away from conventional questions of coordination, toward the management of cross-cutting issues, which transcend the boundaries of established policy fields, and do not correspond to the institutional responsibilities of individual ministries. 

Cross-cutting issues outstrip the conventional patterns of thought on which coordination mechanisms have traditionally been based. This poses a problem for the centre. Providing a strategic view of a problem area is part of the role of central bodies of government, both political and  administrative. But these bodies usually build that view largely on the basis of information and analysis emanating from line ministries. The challenge for the centre is to develop a holistic perspective on cross-cutting questions even though the ministries themselves have not perceived the full dimensions of the problem. 

Cross-cutting policies require organisational support that transcends institutionally-defined policy fields, while respecting ministerial portfolios. The traditionally vertical, compartmentalised structures of  government tend to limit information flows among ministries, and to impede coordinated action.  Coordination mechanisms are designed to overcome vertical structures, and to ensure horizontal  consistency among identified policy fields. How well can these mechanisms manage cross-cutting  issues that are difficult to circumscribe, especially in a highly interconnected policy context? 

Cross-cutting issues increase the need to integrate, rather than merely coordinate the policies of different ministries. The design of integrative mechanisms needs to strike a balance between competing objectives: strengthening the horizontal capacity of the governmental apparatus; ensuring that ministerial responsibilities remain clear; and, maintaining the centre's pivotal role in the strategic management of actions. The challenge is to find institutional linkages that correspond to the interdependencies inherent to cross-cutting issues.

But governments now function under severe fiscal restraints, and the ethos of downsizing government has made the creation of large new organisations less acceptable politically. In addition, structures already  exist with partial responsibility for these issues. Creating new ones risks generating inter-ministerial conflicts. Governments need to seek more cost-effective ways to deal with cross-cutting issues, rather than creating new organisations, and spending more money. 

Generating interest in the debate and ownership in the outcome

Rather than just criticism after the event

2.19 "Thank you for taking the time to read this:" Public participation via new communication technologies at the FCC 
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Text

The Federal Communications Commission provides volumes of information about its processes on its web pages and invites the public to participate in rule making proceedings using electronic mail. Five FCC rule making proceedings-all of which generated significant response from the public via e-mail-were studied to determine the extent to which the e-mail comments were considered in the agency's decision making. Analysis of the rule making records reveals that while the Commission acknowledged receipt of the e-mail comments, there is little evidence that the comments were seriously considered by the Commission staff in making policy recommendations. 

Citizen involvement can instil participants with a sense of "ownership" in agency regulations, and this sense of shared control of government can be an important agency goal. The more diverse the participants, the greater the claim for legitimacy of a given decision - because a greater proportion of society is represented. An agency may thus regard public review of and comment on proposed rule makings as a means to facilitate acceptance of its decisions - while demonstrating its responsiveness to public concerns. Other goals could include education of the public about a given set of proceedings to develop consensus or to secure support for subsequent measures.

Although agencies are given broad authority to gather information from the public during administrative deliberations, procedural direction as to the extent, location, and methods of this undertaking is often vague and discretionary. Regulators interpret how and when citizen participation will be implemented. It thus permits agencies essentially to ignore some publics, while enhancing the opportunities for participation by others. For these reasons the theoretical underpinnings of citizen participation have been described as "something of an intellectual house of cards," and realistic assumptions about citizen participation and administrative reaction to that participation are lacking in the public policy literature. 

Treatment of public input varies substantially, depending on the proceeding. In one proceeding all informal comments containing relevant and "novel or significant ideas" received specific attention in the final report and order. In a second proceeding, all 11,300 informal comments were summarized in six paragraphs in an appendix to the report and order. In a third proceeding, the informal comments were read by staff members but received little analysis and no mention in the official documents adopted by the Commission. 

FACTORS FOR EFFECTIVE PUBLIC PARTICIPATION 

Researchers have identified a number of factors that impact the relative effectiveness of public participation. Among these, information and

information flow, level of preparedness, and timeliness are three important determinants. 

Information: 

Information remains an essential resource for citizens who wish to influence policy. Shared information gives citizens and policymakers a common language and knowledge base from which to begin discussions. 

Three categories of information - goal/opinion information, process information, and substantive information-- represent valuable resources for public participants. Successful public participation requires that citizens have access to all three types of information, sometimes simultaneously. 

Historically access to information for citizens and industry has been asymmetrical.

Preparedness: 

Citizens' ability to effectively participate in the rule making process depends in large part on their level of preparedness. For example, groups that exhibit a high level of preparation ("doing the homework") and present highly specific studies and solutions have a much better chance of being attended to by regulators. 

Timeliness: 

Public participation in rule making has been criticized as frequently occurring either "too early or too late in the process." If participation is encouraged too early, the public may not understand the full implications of their own proposals. If participation is invited too late, it may seem to citizens that they are being presented with a fait accompli - a plan concocted through consultation between administrative agencies and the dominant private interests. 

Moreover, the mere fact that comments were sought, hearings were held, or that views or opinions otherwise were expressed or communicated does not indicate a measure of the quality of public participation.

NEW COMMUNICATION TECHNOLOGY AND PUBLIC PARTICIPATION 

Computer-based communication channels like electronic mail, the Internet, and the World Wide Web offer citizens and government officials additional channels with which to address pertinent issues. The interactive nature of the Internet makes it a unique and powerful forum for such democratic discourse. Unlike traditional broadcast media, the Internet has no central control point. Users can become both producers and receivers of information; anyone with content to publish or ideas to exchange can do so from any point on the network.

Cross cutting issues and Unintended impacts

Impact on teaching and learning

2.18 Critical Issues in Evaluating the Effectiveness of Technology

The Secretary's Conference on Educational Technology: Evaluating the Effectiveness of Technology on July 12-13, 1999, in Washington, D.C., 

http://www.ed.gov/Technology/TechConf/1999/confsum.html

 by

 Mary McNabb, North Central Regional Educational Laboratory

 Mark Hawkes, Dakota State University

 Üllik Rouk, Policy Studies Associates

Where once the emphasis was on building and implementing a technology infrastructure, today it is on evaluating the effectiveness of its use in schools and classrooms. 

Critical Issue 1: 

The effectiveness of technology is embedded in the effectiveness of other school improvement efforts. Linking technology with core instructional objectives is what makes good, effective use of technology. Other elements in this vision include administrative procedures, curricula, classroom organization, teachers' pedagogical approaches, time and space designations, school-community partnerships, and logistical and social factors. 

Critical Issue 2: 

Current practices for evaluating the impact of technology in education need broadening. In order to understand changing evaluation practices, stakeholders from the policy level on down to the home, need information on how using technology changes teaching and learning, its organizational impact, and the outcomes that can be reasonably expected at different stages of technology's implementation. 

Critical Issue 4: 

Schools must document and report their evaluation findings in ways that satisfy diverse stakeholders' need to know. The difference in the data needs of policymakers and educators is particularly acute. While policymakers want to see data on the isolated effects of technology, educators need information that is tied to systemic practices. Policymakers tend to value summative reports documenting student achievement while teachers and administrators value formative reports documenting implementation outcomes in order to make sound decisions about their technology plans. Many kinds of data are important, but each fails to satisfy the other.

Critical Issue 7: 

Implementing an innovation in schools can result in practice running before policy. Some existing policies need to be "transformed" to match the new needs of schools using technology. 

Today's classrooms are expected to be technologically up to date. The same should be true for the policies that govern technology uses. When federal, state, or local district or building level policies do not keep up with classroom practices, innovative and effective practices can grind to a halt. To this end, educators have a leadership role in using evaluation information to shape the conversation around the kinds of policies that are most supportive in validating best practices that enhance the work of the school community.

2.3 

Today's interactive computer technology has become a major educational emphasis. Not being emphasized, however, are interactive technologies' attendant possibilities for active rather than passive, non-text-based communication, thought processes other than linear, and creative prospects for revolutionary/ evolutionary educational change.

2.13 Grading the policymakers' solution. 

Educational Researcher, 25(8): 43-45.

Investment in educational technology is urged upon policy-makers as the path to educational quality (Mergendollar, 1996).

Mergendoller, John R. (1996). Moving from technological possibility to richer student learning: Revitalizing infrastructure and reconstructed pedagogy. Section 4:

2.6 Pedagogy and policy in the age of the wired professor 
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A collaboration to create and deliver a distance learning module helping students improve Spanish language skills has unearthed some interesting results, including a technology gap where students without their own computers and Web access finished assignments with greater difficulty.

Sixty percent of the course participants reported that, as we expected, they improved their writing through this process. A significant minority of just over twenty percent, however, reported problems with access to computers and the Internet that hindered their completion of the assignments. In particular, the results identified a technology gap, where students without their own computers and the latest versions of Web browsers finished assignments with greater difficulty. 

But students who rely on the university's computer facilities without dorm room access find inconvenience rather than freedom. Even state-of-the-art campus computing facilities posses the inconvenience of location. Considering most students do their schoolwork at night, the need for computer access adds a safety concern with walking to and from the campus facility. As well, users encounter lines during "crunch" periods such as Sunday evenings, midterms, and end-of-semester, plus the unavoidable variation from one machine to the next. There's no place like home and there's no computer like a home computer, configured to user specifications and connected to a server. 

On a broad scale, educational institutions must pursue these pedagogical goals while honoring the best traditions of academic environments as communities. For this reason, policy implications must gain increased attention. Rapid growth in online courses raises a crucial ethical question centered on access to adequate hardware and software. In order that technology-infused courses become means for greater communication rather than marks of socioeconomic differentiation, institutions that feature courses where online assignments count towards the final grade must take steps to insure that students have up-to-date hardware and software. This issue of access requires that institutions decide what equipment students need, take steps to help them acquire it and then train them in its use. 

Skills and training

2.15 Being Fluent with Information Technology
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Between those who search aggressively for opportunities to learn more about information technology and those who choose not to learn anything at all about information technology, there are many who recognize the potential value of information technology for their everyday lives and who realize that a better understanding of information technology will be helpful to them. This realization is based on several factors: 

· Information technology has entered our lives over a relatively brief period of time with little warning and essentially no formal educational preparation for most people. 

· Many who currently use information technology have only a limited understanding of the tools they use and a (probably correct) belief that they are underutilizing them. 

· Many citizens do not feel confident or in control when confronted by information technology, and they would like to be more certain of themselves. 

· There have been impressive claims for the potential benefits of information technology, and many would like to realize those benefits. 

· There is concern on the part of some citizens that changes implied by information technology embody potential risks to social values, freedoms or economic interests, etc., obligating them to become informed. 

· And, naturally, there is simple curiosity about how this powerful and pervasive technology works. 

This requirement of a deeper understanding than is implied by the rudimentary term "computer literacy" motivated the committee to adopt "fluency" as a term connoting a higher level of competency. People fluent with information technology (FIT persons) are able to express themselves creatively, to reformulate knowledge, and to synthesize new information. Fluency with information technology (i.e., what this report calls FITness) entails a process of lifelong learning in which individuals continually apply what they know to adapt to change and acquire more knowledge to be more effective at applying information technology to their work and personal lives.

Fluency with information technology requires three kinds of knowledge: contemporary skills, foundational concepts, and intellectual capabilities. These three kinds of knowledge prepare a person in different ways for FITness. 

2.7 Training today's teachers for tomorrow's classrooms 
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If most school systems in the United States are either getting wired or making plans to get wired for the Internet (Levinson and Surratt 1999), how then shall today's teachers be prepared to deliver education in tomorrow morning's classrooms? Any response to this question is hazardous in view of the fact that technological change has increased at such an accelerated rate that proposals for pre-service and in-service teacher preparation in technology have a brief shelf life. Daunting though the task may be, one must take aim at such a dynamic, moving target and fire away. 

Most classroom teachers struggle to find time to develop authentic assessments, let alone consider designing Web pages for use with their students in their classrooms. Needless to say, these teachers were thrilled at the prospect of utilizing three hours one night a week to actually acquire skills and develop technologically enhanced student learning activities. 

As a preliminary step in assuring course quality, relevance and teacher ownership, the university instructional specialist suggested using a Web-based course management tool to conduct an online survey of the 29 teachers to determine their existing skill level. The results of the survey showed a broad range of capability from novice to intermediate skill levels. Nobody considered himself or herself an expert and no one knew anything about Web page development or how a personal Web site might be used in a classroom. Though many teachers were understandably intimidated and threatened by their own apparent technological deficiencies, there was general agreement that there was not a strong correlation between their deficiencies and their perceived intelligence. They just needed some time and patient assistance. 

2.20

Some underscored the importance of policies that encourage, support, and reward faculty in their efforts to learn the new technologies, research how best to use them, revise their courses, revamp their teaching  style, and focus on student learning. 

Financial consequences

2.20

Perhaps most difficult to change will be many long-standing practices in higher education. For example, growth has traditionally occurred through addition, not reallocation, and technology has been an add-on to current processes, not a replacement for them.

"On the synchronous side (left side of Figure 1), we're used to things like video conferencing and Web streaming, but that's still the conventional model. In the asynchronous domain (right side of Figure 1), you get into hypermedia (video, audio, text, etc.) - all the aspects of multimedia delivered over the Web. In addition to the basic technology, people have now added a layer that electronically matches content to learning styles, which makes the asynchronous side of the model much more powerful.

"The ultimate policy is budget. We are accountable to the public. If we cannot explain to the public how we are spending their money, we are facing a very difficult problem.

2.12 

In making educational choices, we need to distinguish between the use of technologies to distribute learning material to students and their use to allow interaction. We can, for example, use a computer network to distribute teaching material to distance education students or to allow schools to print materials, available through the Internet, for their students. The main consequence here is likely to be a shift of costs from the centre to the periphery, or from the teaching institution to the individual student.

1.1 One of the primary characteristics that determines policy is resource allocation. The entity controlling the resources frequently sets policies concerning use of the funds.
Equity

2.4 The broadband divide: A widening chasm in higher education? 
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In another move intended to bridge the digital divide, Congress offered tax incentives to telecommunication providers that deployed in under-served areas in 2000. Bills focused on different components of the divide, from providing tax credits for broadband deployment to purchasing computer technology and equipment to offering information technology training. The Broadband Internet Access Act of 2000, introduced in the latter part of the congressional session, appeared to have the best chance for passage.

The Federal Communications Commission (FCC) recently released its second report on the availability of high-speed and advanced telecommunications services in the United States. Echoing its first report, the FCC concluded: "Advanced telecommunications capability is being deployed in a reasonable and timely fashion."1 However, the report cited several categories of consumers who may never have access to advanced services if deployment is left to market forces alone: inner-city, rural, and tribal residents; low-income Americans; and minorities. This is an especially important issue for higher education professionals, who are becoming more reliant on broadband to deliver sophisticated instructional and research applications for their researchers and students anytime, anywhere. A major challenge for colleges and universities is gaining affordable access to the national highspeed networks via the local loop. 

Considering the number of people who do not have even "low-speed" access to the Internet, access to advanced networks may appear to be a trivial issue. But the situation of information "have-nots" will not improve if they are not able to skip a step in the Internet access paradigm. Instead of a digital divide, we must be wary of a broadband divide, particularly in higher education. Acting as facilitators for public discourse and research, those in higher edu-cation must have access to advanced networks. For as we come to expect the network to support the high-speed applications necessary for collaboration and learning, the type of access available-whether to the regular or to the advanced network-could determine our capacity to contribute and participate in society. 

Control

2.8 Will colleges and universities become cybercops? 
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As colleges and universities seek to provide ubiquitous Interet access and other network services for their faculty and students, service provider liability comes to the forefront as a major technology policy topic. Your institution will likely be presented with a liability issue sometime soon, if it has not already. 

In recent years some confusion has arisen about whether colleges and universities fall within the same category as commercial Internet Service Providers (ISPs). The precise answer to that question depends on the regulatory and legislative context. The line of analysis used by the Federal Communications Commission for ISPs is long and tortured and is influenced by a historical separation between enhanced service providers and telecommunication carriers (a model endangered somewhat by Internet Protocol telephony). Meanwhile Congress has for the most part defined ISPs very broadly. In general, colleges and universities appear likely to be swept in with other service providers in any legislation that seeks to affect ISPs. 

Two recent congressional actions showcase how colleges and universities may find themselves either (1) receiving beneficial protections from liability or (2) being increasingly drawn into the legal morass of this new communications medium. Both pieces of legislation define the category of network service providers broadly: colleges and universities that provide Internet services appear to fall within the universe of ISPs affected by the legislation. 

Service Provider Liability and the DMCA 

Title II of the recently enacted Digital Millennium Copyright Act (DMCA) includes infringement liability exemptions for online service providers (OSPs). The definition of "online service provider" in the context of the OSP copyright liability is extremely broad: "a provider of online services or network access, or the operator of facilities therefor." 

Specifically, the DMCA exempts a service provider from any legal liability for copyright infringement conducted by customers using its network as long as the service provider "does not have actual knowledge that the material or an activity using the material on the system or network is infringing" and, "upon obtaining such knowledge or awareness, acts expeditiously to remove, or disable access to, the material." 

The new law and regulations do not require service providers to monitor their networks for infringing material. The law requires only that the providers have a contact person and a mechanism in place to comply with "takedown" requirements on receiving written notification-from a copyright owner or the owner's authorized designated agent-that copyright infringement has occurred. 

Deputizing Internet Providers 

The somewhat passive designated role of service providers under the DMCA does not mean that future Internet legislation will follow similar lines. The recent reintroduction of legislation in Congress to render most forms of Internet gambling illegal may be the first of future Internet laws and regulations requiring service providers to take a more active role in assisting law enforcement. 

The Internet Gambling Prohibition Act of 1999 requires service providers to assist law enforcement within the realm of what is "technically and economically feasible." This not only would entail terminating accounts of subscribers found in violation of the act but also would require blocking access to Web sites or taking other measures designated by a court order. 

Conclusion

As Congress attempts to craft laws in response to social dilemmas wrought by rapidly changing technologies, it will likely continue to use sweeping and somewhat vague language. Unless that elusive "technological fix" is produced to render such laws unnecessary, service providers-including colleges and universities-will likely be expected to play some role in hindering illegal activities conducted on the Internet. The higher education community will not be the only population to benefit if Congress is well educated about the technical and practical boundaries faced by ISPs when they are expected to help enforce the law.

2.11 The National Grid for Learning: Panacea or panopticon? 
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Although not fully established, the National Grid for Learning (NGfL) initiative is already being presented by both government and industry as offering students, teachers and school extensive freedom and autonomy in their day-to-day work. Selwyn argues that the official discursive construction of the NGfL in this way, as a 'panacea' to educational problems, obscures vital issues of power and control that may only become apparent once the initiative is fully integrated at the classroom level.

Cyberspace is the embodiment or concretisation of a logic of control already existent in the power relations that define late capitalism and the modern welfare state. (Bradley, 1995) 

Indeed, if we are to recognise the Panoptic potential of the NGfL-at least to some degree-there is a need to explore the real social, material and cultural effects of such surveillance. There is clearly a pressing need for empirical confirmation and refinement of this particular account of the NGfL. Thus, it is possible to conclude with further questions that should be reflected in the agenda and design of future research into the effects of the Grid as it reaches classroom level. From this initial reading alone, it would seem pertinent that educational research should strive to address questions such as:

· To what extent do schools and teachers perceive a surveillance dimension to the Grid and how does this affect their use of it? 

· How does use of the Grid affect teachers' `off-line' practice-is it standardising or diversifying what is taught in classrooms? 

· What effect is the Grid having in centralising power towards the government and DfEE and away from local stakeholders in education? 

· How are the DfEE and other government agencies collecting information from the Grid and how is this information being acted upon (cf. Rafferty, 1999)? 

Image and reputation

2.12 We may also want to use a particular medium for broad social as well as narrower educational reasons. Television in the past, a website today, may be a significant part of the public image of an educational institution. 

Pragmatism based on implementation practicalities etc, 80/20

1.2 Architecture

Reilly asserts that the design of a technology, or its architecture, preempts any policy decisions made about it. This is true for roads and for computer security.

Examples

Filtering 

However, in many cases the filtering mechanism relies on a Web site to identify itself accurately. While this process works well when the Disney and PBS-like organizations select their category, it depends on the "bad guys" categorizing themselves as "bad guys." 

Copyright 

A group of Harvard law students and MIT students recently published a paper in which they noted that the Copyright Law "works well in real space, where there are physical obstacles to reproduction and distribution; it makes any transmission of data in cyberspace illegal by the letter of the law. When computers transmit data they make copies of the data which the [Copyright Law's] First Sale [Doctrine] prohibits." 

Password Protection

After a very lengthy discussion that explored how passwords might be "left around to be discovered by others," the committee created policy statements dictating that staff members could not write their passwords anywhere, neither on paper nor on electronic media. Eventually it became clear that everyone ignored this policy and stored their passwords in their Web browsers when they personalized them. 

1.5 Cross cutting issues

The emergence of cross-cutting issues has brought to light new interdependencies. These need to be managed holistically if governmental policy as a whole is to be effective. This entails, for example, 

· Identifying the full range of needs of policy clients 

· Avoiding duplication and incoherence

· Reducing the risk of negative cross-impacts among programmes

· Top-down vs bottom-up policy management - Policy coordination is usually conceptualised as a top-down process, typically led by the centre. Top-down management assumes that the top has enough information to produce policies that are mutually consistent at the delivery level. The  bottom-up alternative suggests that allowing ministries to negotiate among themselves might result in programme delivery that is better-adapted to the needs of clients. The bottom-up approach corresponds to the "empowerment" ideologies now being implemented by many governments. 

Effective IT policymaking

The process

Good policy does not just appear. It must be carefully constructed to meet the needs of the organisation, often in response to issues which have no precedent. Policy development should take advantage of the collected wisdom of the organisation and, to be effective, a policy must be widely accepted by the constituents. A systematic approach to policy formulation will enable policymakers to establish realistic policies in reasonable time frames.

1. Establish the policy agenda

Define the issues and the goals

Central to the process is the goal. Policy goals are influenced by stakeholders internal and external to the institution. External influences may be legislative or administrative bodies, state or federal governments or agencies, partner organisations and so on. External stakeholders may be in a position to dictate policy goals to which the institution must respond. More often, the goals will require interpretation within the university context.

Internal sources are likely to be the academics, students and other staff. Internal stakeholders may call for particular policy goals, but these may need to be verified, better articulated, and enhanced. Through the policy-making process they will be modified or discarded. 

Understand the context

University objectives

Firstly, policy is a tool of management. The IT policymaker must understand the goals of  the organisation, as articulated in strategic plans, budgets, other policies, or directly by key decision makers. Policy should guide behaviour towards the achievement of these goals.

The government agenda

Government is a key stakeholder in both higher education and IT sectors. Government’s agenda, formalised as policy, may influence or even dictate university policy. University policy which is aligned with government policy will be less susceptible to externally-imposed change, and so more likely to endure.

Direct linkages

In Australia, the Telecommunications Act, the Australian Broadcasting Act and the Information Privacy Act have all required direct policy response by universities in recent times.

Indirect linkages

The use of information technology in education is now a political orthodoxy, seen by many politicians and educators as the means of widening participation to those social groups traditionally excluded from learning. Indeed, technology-based education now forms one of the predominant global policy-scapes (2.1). This heightened awareness of technology in education has coincided with the renewed prominence of issues concerning the need for countries to foster patterns of sustained learning across the life span and thereby reduce levels of social exclusion in education and lifelong learning practices.

However government has growing concern over an emerging “digital divide”; a delineation between those who currently have access to IT (and hence access to education) and those who do not, in terms of age, socioeconomic status, race, and gender. Despite efforts to the contrary, the culture of information and communications technology remains firmly young, White, middle class, and male-precisely the narrow attributes of the traditional adult-learning base the government is so keen to move beyond (2.1). 

As a result, public IT policy is now linked with various social outcomes sought by government.

For example, the US federal government initiated the National Information Infrastructure (NII) policy in 1993, which precipitated similar policy drives throughout the rest of the world (2.1). The broad aim of the NII initiative was to connect public institutions, businesses and homes to the Information Superhighway. More recently,  President Bush's education plan entitled "No Child Left Behind" addresses the importance of technology in the classroom (2.2).

In the UK …. ???

In Australia … ???

University IT policy-makers should be aware of and monitor these interrelated  government agendas, and so frame institutional policies which are consistent with the government’s objectives. Developments in government IT policy can also provide advance warning of influences and trends  external to the university which, sooner or later, may need a corresponding university policy response.

Technology – what next?

Not much needs to be said about the dynamic developments in the IT industry. The constant dislocations generated by the advance of technology create both possibilities and problems for the policy-maker. While IT change remains the “unpredictable certainty”(2.17), there are some enduring themes - like convergence and flexibility.

University culture

Policies, and the methods used to formulate and implement them, are more likely to be effective if they are consistent with the culture of the organisation. In the university case, this often means more rigorous research and consultation is expected than would be the case in the commercial sector. The principles underlying the policy are also likely to be scrutinised by the university’s constituents, with a focus on issues like equity and academic freedom.

The institutional culture will reflect that of society at large, but not exactly. Universities, while leading in knowledge generation, often lag society in the acceptance of change and commercial reality. 

??? 

2.2 Although many observers recognize that market culture exercises a powerful role in shaping identities, it still comes as a shock when an increasing number of young people, when asked to provide a definition for democracy, answer by referring to "freedom to buy and consume whatever they wish, without government restriction." 

Do the research

Institutions must tackle the research that will lead to better understanding of the policy issues (2.20). Depending on the issue, we need to know things like:

· What students are actually doing (e.g., attending multiple campuses, ownership of PCs). 

· Better definitions for quality that capture student learning outcomes or competencies. 

· How best to use technology in the disciplines. 

· The total and lifetime costs of information technology. 

· How best to achieve productivity gains. 

· What the "new" higher education marketplace is, how it operates, and what  changes it might bring to higher education institutions. 

In the initial stages of formulating a policy is collected for two broad reasons:

(i) To articulate or validate the goals that drive the entire process. This could be factual data, but is often opinions. 

 (ii) To specify the current state and the target state. This type of data is more likely to be factual than the preceding type. 

The difference between factual data and opinions is an important one for policymakers (1.1). Factual data can be verified by sources independent of one individual or group. Factual data can be collected by analysing existing records or, directly, by making new observations. Opinion data may be collected through interviews, workshops, surveys and so on. Once relevant data has been collected, the goals can be verified and refined, providing the policymaker with a stronger basis for understanding what the current state is and what the target state should be.

??? start

Supporting the general goal of "schoolwide technological literacy," the policymakers may collect data on the target state:

· They may research existing law and higher level policy to discover current guidance. 

· They may send out questionnaires to similar schools throughout the state, region, and nation to find out what motivated the existing policies and

· the strength of the feelings for those policies. 

· They may conduct interviews with specific individuals who have special expertise in the area or whose opinion would be particularly helpful in the

· situation. 

· They may conduct focus group studies to find out opinions of teachers, students, or other affected groups. 

· They may conduct community forums to discover the community's feelings. 

Determining the current state is frequently easier, because one is trying to find "what is" instead of "what ought to be." To do this, one may simply go on a fact-finding trip-in fact, much of the data can be collected concurrently with the target state data. These data are dominated by factual data. Examples of the data and collection techniques may be: 

· Research of existing measures of accomplishment, such as standardized test scores, attendance, or discipline incidents 

· Surveys of the stakeholders (teachers, students) to determine current level of accomplishment, or a focus group to try to get the same type of information 

· Interviews with other stakeholders (principals, curriculum specialists, media specialists) to determine their perceptions 

· Observations of the use of technology in the educational process 

· Looking at existing records, such as equipment and facilities' records, 

??? end

Determine priorities

It is not unusual for the policymaker to identify the need for several policies in numerous areas, especially when working with more than one goals. The process for arriving at the needed policy is one of brainstorming solutions and setting priorities among the possibilities. Once the list of alternatives is generated, priorities within the list must be set according to some criteria. Criteria may include (1.1): 

· Size biggest gaps or the largest policy needs 

· Importance: the most critical gaps of policy needs 

· Number of person directly affected: the policy needs of the largest audience 

· Risk: the policy needs that carry the greatest negative consequences if they are not performed 

· Feasibility: policy needs that have the highest probability of being successfully accomplished 

· Cost: the lowest cost policy needs

· Political reality: the policy needs of the most powerful or most vocal group. 

2. Define the policymaking strategy

In some instances policymaking will be strongly lead by management, since the goals may be strictly imposed by government with little latitude, or the goals are unpopular and/or involve radical change. In these cases the strategy is likely to be top-down with strong linkage to the strategic objectives of the University. There will be more focus on the sensitive dissemination of information and handling of feedback and less consultation when developing the policy. In these cases education of constituents is critical: policy issues and context will need to be well researched and articulated. An awareness-raising program may be warranted, involving presentations, articles, a website and so on. 

In other cases, the policy issues arise from popular change at the grass roots - unplanned and ill-defined. Here a bottom-up strategy is favoured, with emphasis on early  consultation to understand the nature and extent of the issues. This strategy may involve surveying the University community, invitation to make submissions and brainstorming workshops. This policymaking, while reactive, may still achieve a strategic outcome if the policy brings changes which are better aligned with the objectives of the institution.

Many other factors may influence the policymaking strategy, such as: the institutional culture and/or the management style, the level of interest in the community, the time available for consultation and the likelihood of approaching consensus. Regardless of the predominant direction of the strategy (up or down), the policymaking process is still iterative. Policy statements generate feedback – feedback generates policy changes. 

Says who? (legitimacy)

The quality of the policy-making process is governed by the skills and knowledge of the participants, and by their authority to make determinations relating to the issues in question. If the participants have no legitimate authority then the resulting policy is less likely to be accepted by the University community. This must be considered when constituting a working party or developing a consultative process. It may be preferable to employ a  working group with the technical expertise to develop the policy content, overseen by a steering committee which guides and lends authority to the process. The steering committee may be an existing standing committee, if it exists, which has appropriate terms of reference.

Formal authority may be delegated by University management or by appropriate committees. This can be a challenge where no appropriate decision-making body exists. In this case policymaking is more likely to be seen as an autocratic activity of the IT Director, or perhaps the Vice Chancellor. 

This problem is compounded when cross-cutting issues are involved – eg IT policy changes which impact on teaching practices and vice versa. No one position or committee has coverage or authority over the full range of issues and policy responses. Here adhoc working groups are needed which transcend normal lines of management. As a result the policy consultation and approval process may be complex, involving  parallel components.

Informal authority also be influential; based on broad and long-standing recognition of and agreement with the opinion of an individual within the institution. The involvement of such ‘local experts’ should be sought.

Consider resource needs

The approach to policy making will be partly determine by the available resources. The extent and style of research, the strategies for consultation and evaluations, the modes of dissemination must be framed within the available budget. Some policy alternatives may require significant infrastructure, particularly IT systems, to implement. Thus, the scope of the policy may need to be reduced or progressed in stages, to fit within the university’s resource constraints.

In some instances, new policies generate tangible savings for the institution, eg Internet Access Policy results in reduced Internet traffic costs due to minimisation of inappropriate Internet usage. Where these savings can be demonstrated, a business case can be developed to attract funding for the policy-making exercise. This is difficult where a policy will generate dispersed savings within departments – which cannot be easily harvested to fund the central policymaking initiative.

3. Formulate the policy

Having set the agenda and strategy, one or more policy responses are developed and the most appropriate selected for implementation. 

Raise awareness

The work of developing the policy often begins with awareness raising – re-visiting the issues, the policy goals and the context. Depending on the policymaking strategy selected this may involve a brainstorming workshop with the working party, a broad publicity campaign, developing a website, a series of University-wide presentations. The participants, thus informed, can then engage in the consultative process and offer high quality advice and comment.

The other purpose of this activity is to generate interest in issues which might not otherwise rise to our attention. Often IT policy issues are dismissed by the general community as too complex or ‘not applicable to me’ until too late when the consequences become real. In these instances early involvement may avoid costly or difficult  reverse engineering of a policy after implementation.

Agree on principles

The next important step in shaping the policy is to agree on principles; these help align the policy with the high-level, sometimes unstated, objectives of the stakeholders and the culture of the institution. Some principles are almost universal and will appear in many policy statements, for example:

Equity 

Universities are generally wary of technological change that it is not inclusive of all segments of the population that the University serves. The increasing use of IT in education often alters the institutional constraints on participation, sometimes for the better and sometimes not (eg the ‘digital divide’).

An equity principle considers how the policy impacts differently on groups within the University and how diversity and equity will be balanced. An equity principle might also talk of avoiding contributing to new barriers and to inadvertently preserving old ones. 

Focus on educational outcomes 

Each new policy and each change should be assessed by how  it contributes to the fundamental university goals, ie learning and sharing knowledge. Policies should focus on infrastructural, rather than peripheral, uses of technology by the learning and teaching community. 

Develop the policy options 

Having convened a knowledgeable and skilled working group which understands the policy agenda and agrees on fundamental principles – the work of developing policy options should follow easily. One or more brainstorming sessions will identify the broad options. These can be explored to understand the implications of each option, eg:

· Does the option fulfil the policy agenda?

· Does the option fit with the agreed principles (eg, does the impact falls unevenly on particular stakeholder groups)

· How might educational outcomes be affected?

· What is the financial impact of the option?

· What unintended outcomes might result from this option?

· How practical is this policy option? How would it be implemented?

A properly constituted working group will be able to answer such questions, at a high level, with reasonable confidence. If not, the group can request for advice – which may involve additional research. At the conclusion of the brainstorming phase a sense of ranking between the alternatives will emerge. The board options and their ranking should be reported to the steering committee at this point for their comment and advice.

One or more of the preferred options is then taken to a greater level of detail. The option(s) is developed into a full working policy, or at least the level of clarity necessary to understand fully how the policy would be implemented and its impact. This work may best be done by appropriate staff dedicated to the project, who obtain guidance from the working group from time to time.

Consult!

Once endorsed by the steering committee, the draft policy (or multiple options) is ready for consideration by the University community and other stakeholders. This consultative phase is key to the quality of the policy outcome and its acceptance.

As noted earlier, it is important that stakeholders are firstly well-informed regarding the policy agenda, particularly the issues which have necessitated the policy response. Building on this knowledge base, the proposed policy must be clearly articulated. Depending on the environment and the policy issues this may involve one or more of the following methods of information transfer:

· Presentations across the institution - by open invitation to staff and students; to management groups 

· Articles in University publications, in student body magazines (these can be paper or online)

· Direct email to constituents

· Web pages

Interacting with a community of 2,500 staff and 20,000 students can quickly become overwhelming for a small policy working party. Ever-present resource constraints mean care must be taken when devising consultation mechanisms, for example:

	Consultation mechanism
	Quality of consultation
	Resource implications

	Focus groups to workshop the policy issues
	High quality interaction within concentrated period; ongoing interaction difficult; timing is determined by policymakers; communication reach is limited by number/size of sessions
	High resource requirements



	Web site with policy information linked to online feedback 
	Provides a ongoing source of reference information about the policy; immediate availability of information to stakeholders; stakeholders can respond at their convenience;  allows anonymous feedback; participation depends on self-motivation of stakeholders; may discriminate against non-technical participants
	High effort initially to set up web site; moderate ongoing effort to support online feedback; efficiencies can be gained through techniques such as FAQs


The type and extent of consultation is a matter of judgement. In a risk management sense, the policymaker must ensure enough consultation has occurred so that the resulting policy is of a quality acceptable to institution management, and enough to gain the confidence of the stakeholder community. The consultation process should satisfy individual stakeholders that they have an opportunity to influence the policy direction, even if they choose not to participate.

As a picture emerges of stakeholder concerns, common themes can be identified and addressed. For efficiency this information can be widely circulated, eg as ‘Frequently Asked Questions’, to pre-empt repetition of the same queries.

Another approach to consultation is to undertake a trial of the draft policy so that stakeholders can better understand the issues and provide feedback from real experience. This is helpful when complex issues are involved, or where there is a high level of misinformation and anxiety regarding the policy. The downside of a trial is the perception by constituents that the policy is a ‘done deal’ and that the consultative process is a management sham.

In responding to stakeholder policymakers must remember that many policy initiatives result in winners and losers, although the net result should always be positive for the University. Thus the consultation process must deal sensitively with those who will be disadvantaged – by acknowledging their plight, explaining the overall benefits and promising to rely these concerns to management. Policymakers must be realistic and understand that those disadvantaged may not be convinced of the merits of the policy, and hence correspondence may need to be suspended after it is clear no new issues are being raised. Similar approach may be needed for those stakeholders who adopt a particular stance without real justification.

Harvesting feedback

To be of greatest benefit, the feedback must be analysed and presented in meaningful ways to the policymaking working group. To help analysis, feedback can be aggregated by the issue raised (and by sub-issue if necessary) and by the stakeholder group.

The working group must determine whether the information obtained via feedback warrants changes to the proposed policy. The feedback may uncover unintended consequences which must be addressed, or respondents may suggest valid improvements to the policy, or the feedback may highlight such widespread resistance to the policy that management lose heart. The aggregated feedback and any changes recommended by the working party are referred to the steering committee for endorsement. Depending on the extent of changes a further round of consultation with stakeholders may be needed. Regardless, it is important to keep faith with the consultation process and report back to stakeholders the aggregated feedback and 

4. Implement 

1. is the process by which policies are carried out.

Implement(?)

Once the policy is established, it must be translated into action. Technology planning begins the technology policy implementation process (see Figure 4). One of the important details that must be accomplished is the publication of the policy. As stated earlier, the more informed the stakeholders were kept during the policy formulation process, the easier the implementation will be. The policy will be articulated to all the stakeholders and the others who form the policy audience. 

Disseminating policy

Web site

Articles

Roadshow

Language and medium suits the audience

Enforcement

4. Evaluate 

2. is the analysis of public policy to see how well it is working.

Evaluation strategies

Structured feedback

User surveys

1.1 Evaluation 

Evaluation takes on two forms-assessing how well the policy development process worked and determining if the policy fulfills the goal. Evaluators use the terms formative and summative evaluations for these two processes (1.1). 

The policy formulation process is continuously subject to the formative evaluation process, if properly conceptualized. The circularity of the process requires that each element of the process be examined for consistency and relevance. One may see that if the process depicted in Figure 2 is completed at Articulate Policy, it leads back into another cycle of data collection, identification of resources, etc. The reason that the evaluation ring surrounds the entire policy formulation is due to the circularity of the process. It also serves as a reminder for policy formers to continuously evaluate each element in the process. 

Data collection should be reviewed by experts in research design. Likewise, each element should be reviewed for adequacy. Experts from within the system are recommended and most usually chosen because the nature of the evaluation subjects the evaluator to low amounts of bias risk (Worthen, Sanders, and Fitzpatrick, 1997). 

On the other hand, summative evaluators normally should be chosen from outside the system implementing the policy (Worthen, Sanders, and Fitzpatrick, 1997). Bias risks mount when evaluators from within a system are asked to recommend an adoption or continuance decision. That does not mean there is no risk of bias from an external evaluator, but that the risk is lessened. This evaluator looks to make a decision based on whether the policy fulfills the policy goals, what are its strengths, what problems were encountered, and what results were unexpected.

Ultimately, the summative evaluator must decide if the process would be used again and what changes should be made if it is used. 

Review

Periodic

Alternate routes

The process outlined above is not prescriptive. The process does not always commence from the same starting point, different policies may require emphasis on particular steps, nor is the process necessarily sequential. For example:

1. Policy-making could commence by collecting data to learn  as much data as possible about a circumstance prior to looking at policy alternatives. In this form, there are far fewer preconceptions about what the policy should be and, therefore, fewer alternatives to discount. 

2. Alternately, policy-making could be initiated by issuing a draft policy based on minimum research, recognising that policy formulation is circular process. Data are then collected to verify the original policy formulation, and adjust as necessary.

The result
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2.22 Why the computer is not dominating schools: A failure of policy or a failure of practice? 
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Text

The 'failure' of educational computing should not be solely attributed to deficiencies of practice. Rather, if a wider perspective is adopted, the foundations of educational computing, i.e. the policy and discourse behind the innovation, appear weak and inappropriate. 

From a theoretical perspective there is clearly a need to approach the area of educational computing in a different light and 'reconstruct' IT within educational policy and discourse with education rather than technology in mind. Education has tended to perceive IT crudely, solely in terms of hardware and software developments (Thomas, 1986), remaining ignorant (or disparaging) of the wider societal implications that new technology poses. Yet educational computing is blighted by this myopic view of technology and urgently needs to adopt a wider objectivity. 

Certainly, the computer should be treated as a serious development in education, but bearing in mind the structural transformations that other areas of society have undergone in order to adapt to new computer technologies is it practical (or indeed desirable) to expect schools to follow suit? 

We instead need to be theoretically sure of what is wanted from educational computing.

Finding appropriate forums for discussion, endorsement and authorisation

Cohesion in an increasingly interdependent, complex world

1.4 

A number of contextual factors, common to OECD countries and others, are making the improvement of coherence a more urgent task, and an increasingly difficult one. Chief among those factors is the nature of the change that is taking place in the domestic and international contexts. More than a simple transition from one more or less "stable state" to the next, the present period seems to be one of continuing, global change, of which the most visible manifestation is the shifting and breaking down of boundaries and conceptual categories. Governments are challenged to critically examine the rigidities in their policy-making systems, and to seek ways to make them more flexible. 

Pressures to strengthen coherence have been heightened by the public sector reforms which governments have undertaken in response to the new context, and especially in response to greater fiscal constraints. Reforms have aimed to find more efficient and cost-effective ways to govern, often  through transfers of operational control away from central bodies toward line ministries, and toward lower levels of hierarchy. These changes require adjustments to traditional co-ordination mechanisms,  in order to maintain a central capacity to steer policy developments in more decentralised systems. 

Over the past decade, the role of the state has been shifting from that of a dominant actor toward that of a strategic enabler and co-ordinator of other actors in public policy processes. 

While there are cogent reasons to strengthen policy coherence, there are equally compelling reasons to be circumspect. The pragmatic approach adopted by PUMA in collaboration with practitioners has led to a measure of caution concerning the extent to which coherence can, in practice, be strengthened. It has also raised the concern that excessive efforts to enhance coherence can result in a high degree of central control, and a consequent loss of flexibility in the policy-making system:

1.There is a gap between the need for coherence and the capacity to achieve it.

2.Governing in a democratic political system necessarily involves a degree of incoherence. Good policy making is less a question of avoiding contradiction than one of managing it. This implies that policy-making systems must increase their capacity to balance and reconcile divergent pressures. 

3.No single policy-making system can guarantee improved coherence.

4.There nevertheless exist good practices and "tools of coherence" 

· the need for a strong strategic capacity at the centre of government; 

· the need for organisational flexibility; and, 

· the need for effective information-gathering and processing systems. 

 5.The paramount tool of coherence is informed decision-making. The complexity of  contemporary policy making, and the virtual impossibility to be consistent in all matters at all times, are factors that have led many practitioners to the view that what matters most is not simply whether contrasted policies are being pursued, but whether they are being pursued  knowingly, or unwittingly. 

 The “Tools of Coherence”

· Commitment by the political leadership is a necessary precondition to coherence, and a tool to enhance it. 

· Establishing a strategic policy framework helps ensure that individual policies are consistent with the government's goals and priorities. 

· Decision makers need advice based on a clear definition and good analysis of issues, with explicit indications of possible inconsistencies. 

· The existence of a central overview and co-ordination capacity is essential to ensure horizontal consistency among policies. 

· Mechanisms to anticipate, detect and resolve policy conflicts early in the process help identify inconsistencies and reduce incoherence. 

· The decision-making process must be organised to achieve an effective reconciliation between policy priorities and budgetary imperatives. 

· Implementation procedures and monitoring mechanisms must be designed to ensure that policies can be adjusted in the light of progress, new information, and changing circumstances. 

· An administrative culture that promotes cross-sectoral co-operation and a systematic dialogue between different policy communities contributes to the strengthening of policy coherence.

1.3 

There are forces that pull governmental structure in different directions and make problems solving less coherent than it might otherwise be.  FRAGMENTATION of policymaking is the fundamental nature of government in America. Fragmentation results from conflict among branches or levels of government and from conflict within a single branch.

Responsiveness in a state of constant change, not moving from stable position A to B

Implementing cross-cutting policies. 

1.5 As policies become more interconnected, and as the policy context continues to change rapidly, there is a greater risk of incoherence arising among policies during their implementation phase, even among policies that seemed mutually compatible when they were first decided upon.

 To reduce this risk, governments need to be able to adjust policies as new information is generated in the course of implementation. In order to be responsive to the context, existing mechanisms to coordinate the implementation of policies (i.e., lead ministers, interministry coordination committees or secretariats) increasingly need to rely on direct feedback from actors outside of government, including the private sector, non-governmental organisations, the media, and special interest groups.

Imbed policy in the infrastructure deployment

1.2 DEVELOPING TECHNOLOGY POLICY 

The architecture had again obviated the policy. What had gone wrong? What common problem had not been recognized? Tara Lemmey, executive director of the Electronic Frontier Foundation, states that "in this emerging information driven society, architecture and technology [together form] policy." While she is speaking about social policy, Lemmey sees that the architecture will take control unless we "embed socially responsible policy in the technology [before it's deployed] as opposed to responding with reactive policies to counteract less responsible infrastructures." 

When developing policy for computers and computer networks, we must employ a model-based reasoning system. This requires an understanding of technology as well as an understanding of policy- and decision-making processes. Essentially, we are developing a model of the world in which the technology exists by defining, exploring, and understanding four aspects of technology before crafting policy: 

1. Identify Critical Issues 

Think about how technology, when functional, will work: What it will do, how it will do what it does, and what human-computer or

human-human situations are affected by it? 

2. Anticipate Vicarious Results (unintended or unexpected consequences of the policy) 

This process is similar to the one involved in identifying and researching the critical issues, but involves a deeper thought process. Here the thought process should include the secondary effects of the process

3. Explore the Range of Policies 

Identifying the full range of critical issues and vicarious results will greatly assist in putting all the possible policy decisions "on the table" for discussion. Each possibility must be considered in a fashion similar to the discussion of critical issues. 

4. Consider Stakeholders' Views 

Even though it's a fact of life that someone or some group will be displeased with a policy decision, it is imperative to hear their voices and carefully weigh their positions. 

Conclusion

2.12 Conclusions 

1. Need hard-headed choice between technologies: tough thinking is better than following fashion in choosing technologies. 

2. We are under-informed. We need to know much more about the actual benefits of technology use and the actual costs achieved. 

1. Put the educational questions first. A good slogan would be: `consider the curriculum and count the costs'. 

2.23

A configuration of government that is “highly responsive” will prefer predictive strategies - governing by anticipation on the edge of borderline risk-taking and of change management.  A “slow” public sector will choose an adaptive path - governing by polling and reacting to new agenda outbursts - or simply not recognise the need for change.  Nevertheless, it becomes a matter of time and of mounting opportunity costs.  Delaying fundamental change (“zero policy making”), in a world caught by the speed at which big mutations take place, is synonymous with missing the right moment in history and having to eventually face more costly alternatives.

II.
Learning to operate far from equilibrium

1 MACROBUTTON NUMBERING .

Theories of complex systems provide us with a powerful tool for interpreting change. In this light, government change is better understood in terms of “punctuated equilibrium”, i.e. long periods of policy stability which are interspersed with short spasms of instability and major policy leaps. In other words, this is a typically biological behaviour; one that explains evolutionary paths with alternating phases of incremental and radical change, i.e. the opposite to a purely mechanical continuity. 

2 MACROBUTTON NUMBERING .

This chapter looks at the features of a government operating far from equilibrium. This is a case – lower in probability but highest in change potential – where governments face sharp alternative paths and stark choices (“bifurcations”), and when a choice determines a significantly different future from that of the past. 

3 MACROBUTTON NUMBERING .

Learning to operate “far from equilibrium” demands higher-order crisis management skills; that is to say the capability to turn threats into opportunities, by taking advantage of imbalances to overthrow paralysing inertia. These same skills are important for avoiding excessive erosion of the social fabric when disruptive patterns of daily life prevail.

