Stakeholders

CODOPN07-002

Department of Peace and Nonviolence

Model Project
Domestic Activities

To support the Colorado Campaign
Stakeholder Identification – Step 1
Adapted directly from 3SL CRADLE Reference Material as a part of the software evaluation effort initiated Jan 2007


( http://www.threesl.com/pages/reference/project/personnel.php )
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A Regional Model of the Department of Peace and Nonviolence is being created to demonstrate how the DoPN could be organized, who it will involve, how it will function, and its potential effectiveness. This project is using a structured approach that begins with identification of the Stakeholders of this new government sponsored agency. 

The scope of this project is limited to the Stakeholders involved in the “Domestic Activities” of the Department.  A similar document could be created that defines the Stakeholders affected by the “International Activities” of the Department.    A Stakeholder is any individual or group that is affected by the new Department.   
Ideally, all Stakeholders must be satisfied with the finished, delivered and operational Department (system). 

The following is a “developer-centric” view of the world that attempts to define the key stakeholders in this system development project.  We currently identify 5 major groups of Stakeholders 
· Clients / Owners 

· Operators 
· End-Users / Service Recipients 

· Sales / Marketing / Public Relations 

· Developers 



1. Clients /Owners (Taxpayers - Voters – Congress)
The new Department is being developed for Congress and will become part of the Executive Branch of the U.S. Government.    The Client is generally the source of the motivation to create the new Department (system).     They envision the need for and the utility of such a Department (system).     They envision that if such a Department were to exist, there would be overall benefits to the country as well as to individual Americans.   (The exact nature of these benefits has not been defined or quantified.   The DoPN model will help define these benefits. ) 
Taxpayers will be interested in assuring that their money is being used wisely.     Sales can point out the DoPN will easily “pay for itself” if it succeeds in reducing domestic violence by just 2% [The operating budget of the DoPN is set at about $8B annually.  The cost of domestic violence is estimated to be about $400B annually.  A 2% reduction in domestic violence will save the country $8B annually and offset the cost of the DoPN – a 3% reduction in domestic violence will provide a net gain for Americans.]    

Voters (particularly those who are Conservatives) are predisposed to think that existing Departments are already performing the proposed functions of the Department of Peace.   Sales can point out……
Republican / Conservative members of Congress are inclined to oppose the new Department because it is “another layer of government” that is “already being done by existing Departments”.   This just contributes to a bigger government.  Sales can point out…..


2. Operators (Executive Branch - Department of Peace - DoPN Staff – NGO Practitioners) 

The operator is the person, or group of people who are ultimately responsible for using / operating the system developed by the client. The Department (System) must be built to satisfy the aims of the operators while conforming to the constraints of the client. Even if the operators are people who work for another part of the client's organization, they might still have the option to decide whether or not to fully utilize the new product. 

The primary operator of this new Department (system) will be the Secretary of the Department of Peace and Nonviolence and his Staff.   Secondary operators will be personnel from partnering Departments.   In addition, there will be contractors/practitioners who are not federal employees involved in making the system function as intended.  



3. End Users (Service Recipients) 
The focus of the new Department shall be Peacemaking activities that reduce levels of violence(individual and collective) and increase opportunities (individual and collective).   

Service Recipients range from the President, to Congress itself, to partner Departments, to intranational organizations (i.e. business, educational institutions, faith-based organizations, State and Local government agencies, to families to individuals.   

The new cabinet level Department shall serve the President in domestic and international matters involving human rights, freedoms, and responsibilities.   The Department shall be responsible for assuring that the President is provided with constructive nonviolent alternatives that reflect the U.S. Constitution, democratic principles, and American ideals.   The Department shall advise the President on any government actions that might restrict individual and collective potential.   The President will be inclined to use the new Department because the Secretary is appointed by the President.

The new cabinet level Department shall serve and complement the partner Departments within the Executive Branch including the DoE, DoD, DoJ, DoL, DoS.  Conservative and Progressive and Green and… political pundits/party leaders must be satisfied  

Ultimately all Americans, the real owners of this system, must be satisfied 

· In the case of in-house development the roles of the client and the customer are often played by the same people. 

· In the case of the development of a broad ranging product there may be a number of people playing the role of customer. 

By design, the new Department is intended to serve “all levels of American society.”
End-Users / Service Recipients are affected by the Department in a variety of ways.  
The role of Congress (the client) is to pay for the development of the Department (product) and the role of the Executive Branch (customer) is to adopt, embrace, and operate the new Department of Peace. The role of the Service Recipients (users) is to apply the resources of the Department of Peace in their daily lives – to allow the Department to do its work (i.e. Peacemaking). 
The characteristics of the end-users can be used to define the usability requirements for the Department (product). 

There will be diverse “Service Recipients” (end-users) of the Department of Peace (system).  For example:

· The President and his Staff will use the Secretary of the DoPN for advice at cabinet meetings to assure that effective nonviolent / constructive alternatives are always available for consideration. The President and his staff will then have more options in their decision making process.  
· The Secretaries of Partner Departments (DoJ, DoE, DoD, DoS, DoL, DoHHS,….) will work with the Secretary of the DoPN through the Federal Interagency Committee on Peace and Nonviolence (Sec 301) to assure an integrated approach to their common concerns
· State and Local Government officials will use the DoPN resources through the Intergovernmental Advisory Council on Peace and Nonviolence (Sec 111) to promote intergovernmental cooperation and resource utilization.    
· State and Local government agencies will use the resources / services of the DoPN to compliment their current programs directed toward Safe Schools, Gang Violence reduction, Domestic Violence reduction, etc.

· The regional DoPN Offices (not defined in the current legislation) will be responsible for 

· early identification of all forms of violence (including local forms of structural violence where the demographics may be limiting the growth of a certain segments of the population, 

· analyzing the root causes,  

· understanding the Nation’s “Best Practices” for addressing key issues, 

· designing effective intervention programs that are Intergovernmental involving collaboration with partner Departments

· Local practitioners will look to the DoPN for Best Practices, and derive benefit from ongoing research into the field of constructive conflict management, nonviolence, and related peacemaking skills

· Local practitioners will be able to bid on the design and implementation of local intervention programs to address specific key issues that are identified by the regional DoPN office

· Local group and individuals will use the resources of the regional DoPN to report instances of potential interpersonal violence (DoJ and local law enforcement will continue to maintain their role in preventing crime, and prosecuting those who defy violate the law).   DoPN personnel will focus on the systemic / root cause of violence – and continue to ask the question, what are the environmental factors that contribute to our youth choosing to become delinquents, gang members, and violent criminals?  What can be done to reduce the number of youth who decide to become gang members? Etc.     

Such a diverse set of user groups will have widely differing knowledge and technological experience. There may also be differences between user groups that may influence system design such as: 

· Political philosophy and affiliation

· Faith-based differences

· Intellectual abilities/disabilities 

· Attitude to job 

· Attitude to technology 

· Education 

· Linguistic skills 

· Age group 

· Gender 
· Physical abilities/disabilities
Each end-user group can be prioritized indicating importance and precedence. Suggested categories of user are: 

· Key users: Users critical to the continued success of the Department. Requirements generated by key users are given greater importance. 
· Secondary users: Users of the Department, but whose opinion of it has no effect on its long-term success. key users requirements take precedence. 

· Occasional users: Users of lowest priority. They include infrequent, unauthorized and often unskilled users
· Disruptive users: people who misuse/distort/sabotage the Department (system).  Because the DoPN intends to reduce violent behavior in all forms, there will be a number of people who will become aware that there current behavior is not longer acceptable (e.g. bullies, intimidators, emotional extortionists, ….) and they will attempt to discredit/disrupt the operation of the new Department. 
If some users are considered to be more important than others, this should be documented because it could affect the design of the Department (system). For example, a large user group that asks for a specific service, must get want they asked for, or there may be a significant loss of good will as well as future utilization. 

Many projects fail through lack of end-user participation. This can be because the required degree of participation was not made clear. When people have to make a choice between getting their everyday work done in a customary fashion versus contacting the Department of Peace for assistance in finding a more effective non-violent option, the traditional work practice will probably be used. 
At the outset of the project, state the level of the participation needed for the Department to be successful.   State the type of contribution (e.g., training, personal risk, investment of time or money, etc. ) required from each category of end-user for the Department to be successful.



4. Sales/Marketing/PR (Congressional Co-sponsors, DOPN Campaign Staff & Volunteers)
The “sales” function is critical at the beginning of this effort as well as after the Department is up and running.  The “sales” focus begins by garnering support from the American taxpayer/voters and sufficient member of Congress to initiate the development of this new department.   After the Department is established, the sales focus moves to those who will be responsible for operating the Department and the end-users.   
The process of persuading uninformed and skeptical members of Congress (client) that a potential new Department (system) meets their needs is the role of the “co-sponsors” and the DoPN grassroots Campaign. 

The process of informing the U.S. public (taxpayers and voters) that the proposed Legislation (a contract) be created to establish develop this new Department (system) and that this new Department will be “value- added” for the United States is the role of the DoPN Campaign.   

Ironically, the DoPN Campaign is a grassroots movement made up of a diverse cross section of Americans, who are advocates of the new Department.  These same Americans are the ultimate “owner” who will pay for its establishment and ongoing operation.   These same Americans may at times also be direct “Service Recipients” but undoubtedly they will be indirect “Service Recipients”

The “sales” effort becomes somewhat easier when it is realized that reducing levels of violence domestically and internationally is good for Conservatives and Liberals.   

The “sales” effort is to inform Americans that the cost of violence is hurting our ability to compete in the global environment – that we can reduce the $400B cost of violence – that there are alternatives, etc. 

The “sales” effort is made difficult by a number of factors, including:

· Violence “sells” and creates wealth, job opportunities, fame, prestige, power for a significant number of Americans.     As the World Heath Organization points out, domestic/interpersonal violence costs Americans over $400B annually.   That $400B of taxpayer money goes into the violence industry.   

· If domestic violence were to be significantly reduced in the US, it would have a significant impact on our society:

· the media would need to find other forms of “news” to report

· the “entertainment business” would have to find other topics to attract consumers of their products 

· Emergency health care services & facilities would have less business

· Law enforcement officials would have fewer crime scenes to investigate

· The Judicial system would have fewer court cases to prosecute perpetrators of violence.   There would be fewer people incarcerated and less need for prisons

· Human Services organizations would have fewer clients – the victims of violence.  There  would be fewer people whose lives / families were disrupted / traumatized by acts of acts of violence

There would be less need for “restorative” services – counseling, coaching, mentoring,          


5. Developers 

The Developers develop the Department (system).  They interpret the requirements, develop and verify models, and implement that interpretation of the model in a real functioning way.  


Footnote:   
In a free society, individuals, groups, and the Nation as a whole can choose to act violently or nonviolently.   Acts of violence are those actions that limit the ability/opportunity of a person (or people) to reach their potential.  A person (or a society) that chooses to act violently becomes prematurely weakened and hastens its own demise.   For example, substance abuse is considered a form of “self-inflicted violence” that limits the ability of a person to reach their full potential.    A community that fails to provide appropriate educational opportunities for its youth is acting violently – this form of violence is referred to as “structural violence.” 

The Department of Justice does a good job in identifying, preventing, identifying and dealing with forms of physical violence.   The Department of Health does a good job in dealing with the physical trauma of violence.   The Department of Peace and Nonviolence will focus on the root causes of violence and systemic change.  

There are several empirical observations that will be employed by the new Department:


Violence begets violence   
           (i.e. violence tends to escalate if human behavior stems only from the reptilian portion of our brain.   Fortunately, we have options and can choose to act nonviolently in many if not most situations.) 
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