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I
Introduction — Changing patterns of governance require the development of practical approaches to the promotion of responsibility and the enforcement of accountability
II
What is integrated governance and what forces are driving the process?

III
What is the significance of shared leadership and shared power far the achievement of responsible behaviour in government?
IV
Can we shift away from an individualistic, blame-oriented approach to accountability and develop more of a collective, learning approach to accountability?

V
What are the mechanisms for the achievement of constructive, collective accountability?

A New Approach to Accountability

We need to rely less on an individualistic blame-oriented and punitive approach to accountability and move toward more reliance upon a collective, learning and remedial approach to accountability.

The proposed shift in our understanding and practice of accountability will require new theories, supportive leadership, cultural change and new structures/procedures.

In a cynical age which emphasizes blaming, achieving a new, more positive culture of accountability will be the most difficult challenge. The public insists that when something goes wrong, some individual or institution must pay a price.

Definitions of Governance

“Integrated governance describes the structure of formal and informal relations to manage affairs through collaborative approaches which may be between government agencies, or across levels of government and/or the non-government sector”. 
(Source: “Working Together: Integrated Governance,” Report prepared for the Institute of Public Administration of Australia, March 2002)

“Governance is the exercise of political economic and administrative authority to manage a nation’s affairs. It is the complex mechanisms, processes relationships and institutions through which citizens and groups articulate their interests, exercise their rights and obligations and mediate their differences”. 
(Source: United Nations Development Programme, “Re-conceptualizing Governance,” Discussion Paper 1997)

“Governance is the exercise of political power to manage a nation’s affairs.” 
(Source: World Bank, Governance and Development, 1992.)
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	Driver
	        Level
	Mechanisms
	Outcome

	Political imperative
 to meet 
increasingly complex needs


	        Government
	Cabinet

Social/Economic development Committees
	Community
expectations
are met

	
	
	
	



	Demand from government
Reduced resources

Need for innovative solutions


	        Senior 

        Management 
	Joint CEO 
meetings
Groupings /

Clusters 

of portfolios
	More effective use of resources



	Need for more cost effective and efficient program delivery
	        Program 

        management
	Joint programs 
and funding
IDCs


	Reduced 

duplications




	Community 
expectations and requirement to do 
more with less
	        Service 
        Delivery
	Joint service 
delivery
Networks


	Better use of resources and assessment of need
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Governance 
refers to an ongoing process in which individuals and organizations seek to discover and articulate goals, identify and select among means to achieve them, cope with uncertainty and controversy and mobilize commitment and support for actions intended to achieve a desired future condition.

· governance involves “steering” or direction selling

· governance is about setting goals

· governance is an adaptive process involving uncertainty, controversy and risk

· governance is usually an inter-organizational phenomenon

· governance involves conflicting interests and values and therefore requires conflict resolution

· governance is not a zero-sum game

· governance is a differentiated activity, taking place throughout society among and within the institutions of the public sector, private sector and “civil society”

· different types of governance structures within organizations and governance networks among organizations emerge over time

· three distinctive broad approaches to “steering” and coordination have been relied upon by governments: markets, hierarchy and networks

· in a democracy, issues of the rule of law, human rights, accountability and legitimacy have to be addressed in evaluating governance arrangements / processes.

Conditions Leading to Shared Leadership
and Collaboration
 Greater openness of governments to outside influences and greater interdependence among issues
 More emphasis on horizontality and coordination, both at the policy and the administrative level

 Better educated, knowledgeable workers, less deferential to authority

 Less reliance on authority and hierarchy, and greater emphasis on decentralization and empowerment

 An increased coordination challenge due to fragmentation arising from decentralization, contracting out, public/private partnerships, etc.

 Devolution and collaborative approaches to the conduct of federal-provincial

Joined Up Government

“Joining up is a mind-set and a culture. It is not a system or a structure. The concept of joining up recognizes that no one has all the knowledge and resources, or controls all the levers to bring about sustainable solutions to complex issues. The key to joined-up government is to learn about shared purpose, teamwork, partnerships and building relationships. Joined-up organizations are built around the knowledge and know-how of people. This differs from the organizational model of the past which was built around tasks, units and titles.”

(Source: Peer Review of the UK Cabinet Office, 1999.)

Components of Accountability
1. The assignment or negotiation of responsibility to a party or parties, including a mandate, authority and resources.

2. An obligation by the responsible party or parties to answer to the authorizing authority for the performance of assigned, responsibilities.

3. An obligation on the part of the authorizing authority to monitor performance and to provide guidance.

4. The bestowal of “rewards” and “punishments” to reflect the success or deficiencies in performance.

Figure 1
	Authority and Responsibility
	
	
	
	Accountability Mechanisms

	
	
	
	
	

	Elect Members of Parliament
	
	ELECTORATE
	
	Elections, the Media, pressure groups, etc.

	
	
	
	
	

	Support government and scrutinize performance
	
	PARLIAMENT
	
	Votes of confidence, Question Period, Estimates approval, etc.

	
	
	
	
	

	Propose legislative and spending priorities and manage departments
	
	CABINET/MINISTER
	
	Review of departmental performance, annual reports, etc.

	
	
	
	
	

	Provide policy advice and manage department on a daily basis
	
	DEPUTY MINISTER
	
	Corporate management process

	
	
	
	
	

	Ensure the implementation of programs and fairness in administration
	
	ASSISTANT DEPUTY MINISTER
	
	Program and Financial management processes

	
	
	
	
	

	Ensure the delivery of sound services
	
	REGIONAL MANAGER

PROGRAM MANAGER
	
	Reporting and supervisory quality relationships

	
	
	
	
	

	
	
	SERVICE MANAGER
	
	

	
	
	
	
	


Forms of Accountability

· Ministerial responsibility versus administrative accountability
· Formal, objective accountability versus informal subjective accountability

· Procedural/process accountability versus results/outcomes accountability
· Retrospective versus prospective accountability

· Blaming/punitive accountability versus diagnostic/learning accountability

· Internal versus external accountability

· Centralized versus devolved accountability

· Hierarchical accountability versus non-hierarchical (e.g. contracting out/partnerships)

· Accountability for actions (sins of commission) versus accountability for inaction (sins of omission)

· Top down accountability (answerable to politicians and citizens) versus bottom up accountability (answerable to customers and clients)

· Symbolic versus real accountability

The Four Parameters

Accountable Decision-Making
Principles, Procedures, Rules




Reflection and Judgement

The New Meaning of Accountability

“...accountability can no longer be defined primarily either as following the rules or as honest communication with one’s superiors. Rather, it now involves what might be thought of as the appropriate exercise of a navigational competence: that is, the proper use of authority to range freely across a multi-relationship terrain in search of the most advantageous path to success. This so-called steering mandate involves different relationships and trade offs from those defined by constitutional convention and classical organization theory.”

Source: 
Mark Considine, “The End of the Line? Accountable Governance in the Age of Networks, Partnerships and Joined-Up Services”, 
Governance: An International Journal of Policy, Administration and Institutions, 15, 1 (January 2002).

Six Key Accountability Questions Under

Integrated Governance

Who will be held to account?

Who will hold them accountable?

How and when will they be held to account?

For what will they formally be held to account?

How will credit/blame be assigned for performance?

What will be the consequences (rewards or sanctions) for whom?

Requirements for Effective Accountability Mechanisms in Collaborative Arrangements
 Clear roles and responsibilities

 Performance expectations that are balanced with capabilities

 Well defined management structure

 Appropriate monitoring regime

 Partner dispute resolution mechanisms

 Specific evaluation provisions

 Procedures to deal with non-performance
 Appropriate audit regime 
To Protect the Public interest

 Public access to information

 Citizen complaint and redress mechanisms

 Public consultation/feedback mechanisms

 Policies to promote pertinent public sector values

Source:
Office of the Auditor General of Canada, “Involving Others in Governing: Accountability at Risk”.      Ottawa, November 1999. p. 23.9

Practical Approaches to Strengthening Accountability
 Accept that the public does not see accountability as limited only to the legality of actions. For them accountability is also a professional, ethical and moral construct that results when public officials serve with a commitment to do the right things.

 Formulate a broad approach to accountability which goes beyond compliance with legal and financial rules to recognize implicit as well as explicit performance criteria.

 Treat accountability as a process to be continuously monitored and refined in the light of changing circumstances; not as a problem to be resolved once-and-forever.

 Approach accountability as part of a comprehensive strategic management process.

 Include accountability threats and opportunities when conducting scans of the external and internal environments of your organization.

 Develop “accountability maps” which identify the range of institutions and people both “inside” and “outside” of the organization to whom it is accountable in broad terms.

 Develop an accountability framework based on a matrix of designated responsibilities, accountability procedures and standards of accountability for different types of action by different parts of the organization.

 Leadership of the organization should promote a “culture of accountability” by accepting responsibility themselves, not scapegoating others for unwanted developments and, following whenever possible, a constructive rather than a blame-oriented approach to accountability.

 Base the development of performance measures upon consultation and ensure fairness in the appraisal of results.

Delegation of authority to make decisions and discretion to use professional judgement.
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