
Speaking Notes 

PADM 5781 

Sept. 19, 2018 

Dr. Neubauer 

 

WHERE WE ARE 

 

 If you have not completed the first two assignments (or one of them) please put your 

work in the late box in GeorgiaView. 

 You have your midterm exam. Please put it in GeorgiaView on the due date. 

 We will not have class on the due date of the midterm. 

 

LAYERED APPROACH TO PROBLEM SOLVING 

 

What is the ultimate goal? What do we hope to achieve? Begin with, "To." 

---------- - 

What are the necessary sub-goals (CSFs)? What must we achieve to achieve the ultimate goal? 

Begin with, "To." 

---------- - 

What are necessary (high level) INTERVENTIONS or "INJECTIONS" necessary to achieve 

each of the CSFs? In other words, WHAT MUST BE DONE? Begin with a verb. 

---------- - 

How can these necessary things be done? 

---------- - 

What must be possess to do these things? 

--------- - 

How much money is required, and where is it going to come from? 

 

Our primary concern in this course is the Goal, the CSFs, the Interventions/Injections, and 

UNINTED EFFECTS (UDEs), and what can any additional Interventions that may be needed to 

mitigate (prevent or remedy) the UDEs. 

 

Every Intervention carries with it the risk of one or more UDEs.  

 

So we need to try to minimize the number of Interventions to avoid causing new/additional 

problems. 

 

 The "kicker" becomes when an intervention intended to help address one of the CSFs 

exacerbates what another aspect of the problem (or some whole new problem). 

 

(Trying to wean adult smokers off tobacco by making vaping products available may cause a 

new crisis among children.) 

 

It is COMPLEXITY and DYNAMISM that makes "wicked problems" difficult or impossible to 

solve. 

 



If a community does an excellent job helping homeless people, what is likely to happen? 

 

HOW SHOULD WE THINK ABOUT IDENTIFING GOALS AND CSFs? 

 

Think about ACHIEVEMENTS. 

 

What (ultimately) are we trying to achieve? 

 

What must be first achieve to achieve what we ultimately want to achieve? 

 

What achievements are "in scope." I mean, "to solve all the problems of mankind is beyond 

scope." 

 

Then THINK ABOUT ACTIVITIES/INTERVENTIONS/INJECTIONS. 

 

What can government DO? What are the CAPACITIES of government.  

 

Where and what are the LEVERS?  

 

Well, there are not too many levers (especially in a democratic nation). 

 

 Provide information -- inform, educate. 

 Provide incentives (reward) 

 Provide disincentives (punish) 

 Use the tax system 

 Use the criminal justice system 

 Shame 

 Work through businesses, churches, nonprofits, and other organizations 

 Work through people's belief system 

 Work through media and social media 

 

And when planning a policy intervention (either at the level of making policy statements or 

planning the implementation of a program) ANTICIPATE the likely unintended consequences of 

interventions. 

 

Identify interventions that may be helpful but may not be necessary and prune consider not doing 

them. 

 

Try to come up with policies and implementation plans that . . .  

 

Either hold things in check 

 

Make progress in the desired direction (based on the goal). 

 

Keep it simple. But it may need to be complex. 

 



ASHBY'S LAW OF REQUISITE VARIETY 

 

 "The thing that governments must have at least as many 'moves' as the system it 

governs.'" 

 

But maybe not. Consider Cellular automata patters. 

 

https://en.wikipedia.org/wiki/Rule_30 

 

Changing a single "switch" (rule) in a complex ITERATIVE SYSTEM may through the entire 

thing into a different "attractor." (See Chaos Theory.) 

 

Or consider a simple simulation involving grass, rabbits and wolves. 

 

http://www.shodor.org/interactivateJS/RabbitsAndWolves/RabbitsAndWolves.html 

 

"Tweeking" a single parameter while the system is running may (in time) lead to a different (and 

even stable) outcome. 

 

http://www.shodor.org/interactivateJS/RabbitsAndWolves/RabbitsAndWolves.html 

 

And also, regarding public policy, we are not necessarily trying to FREEZE a system in place. A 

stable systems is, generally, dead.  

 

SOCIAL SYSTEMS ARE NATURALLY DYNAMIC. We are not trying to "kill" them. We are 

trying to shape dynamic patterns over time and to keep systems from getting "too far out of 

wack."  

 

In economics, we probably cannot (and do not want to) prevent recessions. But we want to avoid 

ECONOMIC DEPRESSIONS.  

 

Public Policy is not like swatting flies. It is more like blowing glass or shaping pottery on a 

wheel. We need a systems understanding of things, patience, and the ability to anticipate the 

UNINTENDED OUTCOMES of our interventions. Sometimes the medicine may be worse than 

the illness. 

 

The following are some old notes, covering similar ground as above. 

 

 

  

 

 

 

 

 

 

http://www.shodor.org/interactivateJS/RabbitsAndWolves/RabbitsAndWolves.html


 

 

THE TOOLBOX OF GOVERNMENTS 

 

When a government attempts to change something in society it has a limited number of 

legitimate “tools” with which to work. 

 

The crafting of public policies (and the design of programs to implement public policies) should 

be guided by an enlightened understanding of WHAT those tools are AND how they can be 

creatively combined to try to produce the intended change. 

 

The AFFORDABLE CARE ACT of 2010 involved a COMPLEX DESIGN of many coordinated 

actions by many agencies (at state and local levels of government), including, for example, the 

financial penalty for not having medical insurance. It is something of a MIRACLE to pass 

coherent legislation of such magnitude in today’s political climate. What makes sense probably 

cannot pass (politically) and what can pass is not likely to be effectual. 

 

Only parts of the use of the toolbox are exercised by elected leaders in the DESIGN OF 

LEGISLATION. Other parts are created through the creation of REGULATIONS by the 

administrative agencies. 

 

I am working now from a book titled, “Carrots, Sticks and Sermons.” 

 

Generally speaking, the goal of any policy is to change someone’s behaviors. 

 

“Market systems” work their own magic. But market outcomes often involve creation of 

NEGATIVE EXTERNALITIES,” meaning that someone is hurt but what happens “naturally” in 

the absence of government intervention. 

 

Some people take a LAISSEZ-FAIRE attitude toward things. 

 

https://en.wikipedia.org/wiki/Laissez-faire 

 

This approach can come in several “flavors.” 

 

Capitalism is kind of like Darwinism – the survival of the fittest.  

 

When people each pursue their own interests situations like the TRADEGY OF THE 

COMMONS can happen. 

 

https://en.wikipedia.org/wiki/Tragedy_of_the_commons 

 

When capitalism produces outcomes that are unacceptable for one reason or another, it is the role 

of government to step in and try to remedy some of the outcomes that capitalism can produce. 

 

https://en.wikipedia.org/wiki/Laissez-faire
https://en.wikipedia.org/wiki/Tragedy_of_the_commons


I believe the “natural” outcome of capitalism in the long term is a society of very rich families 

and very poor families, and no middle class. The feeds into the communist doctrine of 

revolution. Communism has its own problems. A lack of incentives to be productive results in a 

society of equally impoverished people. 

 

In a democratic society, what does government really do? 

 

Well, pulls some resources (money) out of the economy (people’s pockets) for its own purposes. 

 

Some of that money is used to try to implement public policies via, “carrots, sticks, and 

sermons.” 

 

Generally speaking, THE LEAST COERSIVE means by which public policy can be 

implemented (and people’s behaviors can be changed) should be used. COERSION is costly, 

difficult, and may ultimately undermine the perceived LEGITIMACY of the government. 

 

Governments dance on the line between being ineffectual and being illegitimate.  

 

A single policy cannot likely be implemented using only one kind of “tool.”  

 

A single POLICY GOAL probably needs to be DECOMPOSED into multiple parts (Critical 

Success Factors) and each CSF addressed by way of an artful combination of use of tools. 

 

The drug problem in the U.S. today is certainly a so-called “wicked” problem, meaning that it is 

complex and cannot be resolved with simple-minded solutions. 

 

And climate change is subject to denial because the only apparent solutions are not politically 

feasible.  

 

Governments have few tools at their disposal. 

 

“Carrots” – working through markets with financial incentives. Desired behaviors can be 

encouraged by giving people and organizations money “with strings attached.” It is more 

effective to attach strings than to simply give money.  

 

There may be other kinds of “carrots.” But basically, it usually boils down to money or goods or 

services in kind. It may be better to provide something specific because money can be used for 

other things than intended.  

 

But again, the rewards are usually financial and the means of doing this is usually through 

existing market mechanisms. 

 

“Sticks” – can be financial or may involve criminal penalties. May involved LAWS or 

REGULATIONS, which are really laws passed by agencies until or unless the elected leaders 

pass relevant laws that replace regulations. 

 



The reason why there are so many regulations is because governments attempt to do so many 

things. Every regulation had a purpose once upon a time; and probably a good/reasonable 

purpose. But the collective burden of them on businesses and corporations can be large.  

 

A regulation often involves the collection and reporting of information. And violations of 

regulations can have monetary or criminal consequences.  

 

I prefer “Communications” to “Sermons,” the either word will do. Sometimes people just need 

to be informed or persuaded. They may change their behavior if they learn something and not 

need either carrots or sticks.  

 

There are multiple ways to reach people with information. One way is to require LABELS be put 

on certain products. 

 

Another way can be public service announcements. 

 

Another way can be working through newspapers, and other mass media. 

 

Another way can be working through social media. 

 

But communication can be tricky because different kinds of people respond different to 

communications. A campaign to prevent forest fires and actually encourage some people to go 

out and start forest fires.  

 

And messages need to be modified to reach different target audiences. There are different 

languages, different media, and different ways to reach people with information or to try to 

encourage them to change behaviors.  


