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INTRODUCTION

In recent years, the Department of Social Welfare (DSW) has operated in a policy environment which seeks to identify and control the social and economic imperatives contributing to increasing welfare expenditure. In addition to administering benefit payments on behalf of the Crown, there is an intention within the Department which is articulated in official documentation
 to contribute to the containment of government expenditure by working to minimise the social conditions which render individual citizens in need of welfare support. That means contributing not only to job creation, but also reducing those factors which promote the increase of family breakdown, family dysfunction and poor health amongst New Zealanders. 

The statutory environment in which the Department carries out its operational functions imposes limitations on the range of activities in which staff can be involved. Therefore, to meet the objective of influencing the social and economic environment, it is necessary for the Department to form strategic working relationships with a range of other key players. These include other central government agencies with operational responsibilities in critical areas of social and economic influence such as the Police, the Ministries of Education, Housing and Health, and the Department of Labour. There are also non-government organisations, voluntary sector agencies, service deliverers and local government agencies who play critical roles in this area. 

Working with the community through local government agencies has been a major focus for the Department within the Welfare to Well-being framework. A "Mobilising the Community" strategy has been developed within the Department with the vision, "That all communities are mobilised to empower their citizens towards making a positive contribution to society and ultimately to self-reliance" (DSW 1996a).

In January 1995, Margaret Bazley, the Director-General of Social Welfare, wrote to a meeting of Mayors from throughout New Zealand and sought their support to spearhead local Welfare to Well-being initiatives in their communities. Of particular concern for DSW is the issue of welfare-dependent communities. The term "welfare-dependent communities" is used by analysts within the Department to describe communities in which a significant proportion of the population (i.e. more than 20%) rely on the Government to provide their sole source of (legitimate) income on a long-term basis.

The Opotiki Territorial Local Authority (TLA) can be referred to as a "welfare-dependent community". DSW statistics show that 30% of the total population of the Opotiki district, over the age of 15 years, are currently long-term beneficiaries.
 In keeping with the Department's strategic direction to reduce welfare dependency, the "Opotiki Development Project" was initiated in January 1996 to " ... mobilise the Opotiki community to address issues relating to the high level of welfare dependency in their district, and to develop practical, long-term, sustainable initiatives which will lead to positive change" (DSW 1995).
 The project developed as a joint initiative with the Crime Prevention Unit (CPU) in the Department of the Prime Minister and Cabinet, and the Opotiki District Council (ODC). For the purpose of this paper, the author intends only to deal with the relationship between DSW and the Opotiki TLA community.

ROLE OF DSW 

It is important to identify the interests of DSW in this project, as distinct from those of the residents of Opotiki. The stated strategic goals of the Department relating to well-being, independence and self-sufficiency provide the framework for DSW interest in working with the Opotiki community to identify factors contributing to high levels of income maintenance in their district, and to determine the nature of support required to reduce this situation over the medium to long term. 

The DSW role in the Opotiki Development Project was to assist in reducing the high level of welfare dependency in Opotiki through mobilising the local community into creating sustainable employment opportunities for local residents. Independent of the community interest, the DSW aim for the project was to reduce the current level (30%) of welfare dependency, and thereby the level of government expenditure through benefit payments, in the Opotiki district within the next five years. The key objective for departmental officials was to contribute to the Department's strategic commitment to finding long-term solutions to long-term welfare dependency within the Welfare to Well-being framework. 

There are two specific ways that DSW was able to contribute to the Opotiki Development Project. The first was in the area of service delivery. The implementation of "customised service" (also referred to as "active assistance") by Income Support (IS), complemented in a practical way the work undertaken in the Opotiki Development Project. This is a programme whereby each benefit recipient is dealt with on an individual case-management basis to support their return to self-sufficiency as soon as possible. In addition, IS staff negotiated the release of one of their senior staff, located in the IS Opotiki district office, to work full-time with local iwi on developing Welfare to Well-being initiatives for their people. This recognised Māori as critical players in this project. IS statistics show that approximately 80% of the beneficiaries in the Opotiki district are tangata whenua; therefore local iwi have a key interest in the outcomes of the project. Māori interest and cooperation was crucial to the project's success. 

The second area of contribution for DSW was leadership, facilitation and initiation of the project - seeking to create the organisational environment in the Opotiki district within which new employment initiatives and economic growth could flourish. This role accommodates the restrictions imposed on staff activities. The specific outcome DSW sought was an agreement by the key stakeholders in the Opotiki TLA on: 

· the core issues contributing to welfare dependency;

· a range of feasible solutions; 

· suitable processes for progressing solutions; and, 

· a time frame for implementation (DSW 1996c) 

STRATEGIC FRAMEWORKS OF GOVERNMENT-COMMUNITY PARTNERSHIPS 

The rest of this paper works through three theoretical frameworks which are used to inform the project methodology and development. These frameworks, already in common use in private sector analysis, were adapted to this work because of their usefulness in examining key issues, highlighting critical relationships and processes, and raising important questions about the nature and structure of government-community partnerships. The particular theories found to be most useful in elucidating the context and processes of the Opotiki Development Project were: 

· environmental scanning; 

· inter-business networking; and, 

· negotiation processing. 

Not all theoretical approaches to management in the private sector are entirely transferable to the public service, and their use to inform the analysis of a government initiative such as the Opotiki Development Project must take account of contextual and other differences between public and private sector organisations. However, used with discretion, these theories were able to contribute to an understanding of the complexities involved in collaborative ventures attempting to address nebulously defined, and often controversial, social issues. As tools of analysis, they provided insights and a useful framework within which to examine the issue of welfare dependency in Opotiki. 

Underpinning the Opotiki Development Project have been two complementary, but separate, issues. The first is the identification of the socio-political and economic factors contributing to the high level of welfare dependency in the Opotiki district in order to evaluate the requirements of long-term change. Environmental scanning theory is a useful tool for this task. Models and theories derived from the work of John Thompson (1993), Albrecht (1994) and Stoffels (1994) are used in this paper to examine the environmental context of the Opotiki project. The second issue relates to an organisational perspective: i.e. how DSW, as the lead agency, can "add value" to the process of change, taking into account the legislative restrictions on service delivery. Theory relating to inter-business networking (Grahame Thompson et al.1991, Knoke and Huklinski 1991, Rhodes 1991 and Powell 1991) and negotiation (Dierickx and Koza 1991, Ellsberg 1975) are used to examine this issue. 

ENVIRONMENTAL SCANNING 

Environmental scanning is a tool designed to examine the forces impinging on a business or organisation. It has been adopted here to examine those environmental forces relating to the Opotiki community. These forces need to be taken into account in any process attempting to change the social and economic opportunities available to the people of the Opotiki district. 

John Stoffels (1994) describes the environmental scan as follows: 

The lowest level of environmental scanning is observation, by which the firm seeks to learn "what is". The highest level of scanning is prediction or synthesis, as the firm seeks to integrate signals of future events or conditions into a meaningful model upon which to build strategy. (Stoffels 1994:2) 

Stoffels' "lowest level" of observation offers, in the first instance, an appropriate method of laying down the groundwork for the Opotiki Development Project, and can be used to develop a coherent model of change to inform a strategy for social and economic development. The project focuses on the population of people located within the boundaries of the Opotiki Territorial Local Authority (from Ohiwa Harbour to Cape Runaway on the east coast of New Zealand). This provides clearly defined parameters within which key stakeholders, critical issues and appropriate models for change can be identified. In a theoretical sense, the Opotiki community itself can be conceptualised as the "client", and therefore the central unit of analysis. 

Setting out the key environmental forces impinging on the Opotiki community is a means of clarifying who the key stakeholders are, and identifying the interaction of key economic and social interests in the community. It also provides indicators of critical areas where significant change could take place. 

Johnson and Scholes (1993:80-81) have developed a basic model for depicting the way an organisation interacts with aspects of the environment. Their model places the organisation at its centre, and identifies a number of key influences (e.g. economic factors, demographics and socio-cultural issues) which impinge on the core. The level of detail provided in the model includes setting down the critical components of each key influence. 

This model can usefully be adapted to feature the Opotiki community as the core unit of analysis. It is in the Opotiki community that changes are required to happen so as to effect the desired outcome – a reduction in welfare dependency. Therefore, it is appropriate to locate the "client" at the core of the model, in place of the "company" or the "organisation" (Johnson and Scholes use the term "The Enterprise"). Johnson and Scholes designed their model to accommodate such conceptual shifts without distorting its fundamental premise of the primacy of relationship flows and key environmental influences (pp. 79-81). 

This revised "client-focused" model shows how the Opotiki community interacts with various aspects of the environment. Figure 1 depicts 13 key environmental influences: 

· Six primary influences (identified as key stakeholders in the Opotiki Development Project): local government, central government, non-government organisations, business interests, public authorities, and Māori; and 

· Seven secondary influences (depicted inside the boxes on Figure 1): government policies, socio-cultural aspects, and legal, financial, economic, technological and demographic influences. 

Critical components of each of these environmental factors are identified in the model. The identification of primary and secondary environmental influences set out in Figure 1 provides a foundation for focusing more clearly on the component parts of the Opotiki project. 

Figure 1   Environmental Influences Model: The Opotiki Community
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A second level of analysis can be applied to this model of environmental influences, to begin to clarify the relationship flow between the component parts. This moves the environmental scan analysis forward from observation towards integration of information (Stoffel 1994:2). Figure 2 casts the model in a slightly different shape to highlight the nature of the influence each of the environmental factors may have on the Opotiki project. This can be described as a "managerial focus model" in that it sets out the relationship between the critical levels of analysis and highlights the key players to be taken into account when managing a process of economic and social change. 

The model shows more clearly the hierarchy of critical relationships as they relate to the central unit of analysis which is the Opotiki community. To develop any sustainable process of social and economic change, however, the locus of concern, or interest, which links the composite parts of the client group must be identified to establish whether impetus for change exists within the community. This is a fundamental and critical requirement for the success of any initiative to be established. Without common agreement amongst key stakeholders that change needs to take place, no motivation exists to provide resources, funding or expertise to the development of such an initiative. 

Figure 2   Managerial Focus Model 
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This further level of analysis also moves closer to what is required to reach the synthesis of analysis to which Stoffels refers. Figure 1 can be recast yet again, to depict the concerns and/or interests of the Opotiki participants. In Figure 3, "Locus of Concern/Interest", "beneficiaries" are placed at the centre of the model to highlight their place as the critical unit on which the issue of welfare dependency is focused. Analysis so far has identified each of the primary environmental influences (Figure 1) as key stakeholders (Figure 2) for the project, as well as part of the client group (i.e. the Opotiki community). It is important, therefore, that the concerns and interests of the key stakeholders and the "client" are depicted as two-way relationships, representing the interests of beneficiaries in the activities of the key stakeholders and vice versa. Interests and concerns are identified in the model by posing the question of the effect welfare dependency may have on the members of the stakeholder and client groups. Secondary level influences provide the framework within which these concerns and interests will be considered. 

Figure 3 shows clearly that all of the stakeholders in the Opotiki community have a vested interest in addressing issues of welfare dependency. The social and economic impact on the client group is significant with high demands for social services; negative influence on local business and Māori; and a noticeable cost for central and local government. Beneficiaries themselves experience a range of negative effects from long-term welfare dependency. Preconditions for change therefore, can be said to exist within the Opotiki community. 

Figure 3   Locus of Concern/Interest in the Opotiki Community 
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From the analysis thus far, a number of critical factors can be identified. It is useful to set these out at this point. They will contribute to the synthesis required to develop a 
"... meaningful model upon which to build strategy" (Stoffels 1994:2). The key factors to be taken into account include the following: 

· The Opotiki community exists within a set of environmental influences which are part of a broader reference system outside district boundaries. These higher-level environmental factors, such as government policy setting down benefit levels and entitlements, are difficult for a local community to change or influence directly. 

· Distinct "key stakeholders" can be identified as environmental influences. They have significant responsibilities within the community and their activities influence whether, and how, change can take place. Their activities also shape the nature and degree of the community "problem " to some extent. For example, central government resources and funding decisions affect the level of services available to the community. 

· Beneficiaries, while the key focus of the welfare dependency issue, are only one part of the client group. Their individual, or collective, contribution to any social and economic change process will be commensurate with their ability to influence the activities and behaviours of the other key stakeholders. 

· Both central and local government have significant interests in the issue of welfare dependency, and both have committed substantial funding and other resources to the Opotiki district. 

· Local tangata whenua are of primary importance. Almost 80 per cent of the unemployed people in the Opotiki district are Māori. 

· A number of common and inter-related interests exist among the key stakeholders. 

These key considerations suggest the approach required to construct an appropriate model within which to develop a strategy to reduce welfare dependency in the Opotiki district. The methodology must incorporate the interests of a broad range of stakeholders, recognising the primacy of the concerns of local tangata whenua and the significant financial and resource commitments of local and central government agencies. Theory relating to inter-business networks, as discussed by Thompson (1991), Knoke and Hulinski (1991), Rhodes (1991) and Powell (1991) provides useful insight into such a method of collaboration. 

INTER-BUSINESS NETWORKS 

The concept of inter-business networks involves a number of distinct organisations working together to achieve outcomes beyond the ability of any one party alone. In the business world, inter-business networks are commonly formed by small companies for the purpose of export activities, for example, resulting in a specific market advantage for all contributors. The application of this theoretical framework to the Opotiki project is similar. While welfare dependency has an impact on a range of key stakeholders in the Opotiki community, the ability of any single organisation to create long-term sustainable social or economic changes to alleviate the problem is limited. Combining the resources and expertise of key stakeholders is more likely to produce the comprehensive, integrated model required to inform a long-term strategy for the reduction of welfare dependency.

Walter Powell (1991:272) states that:

Networks ... are especially useful for the exchange of commodities whose value is not easily measured. Such qualitative matters as know-how, technological capability, a particular approach or style of production, a spirit of innovation or experimentation, or a philosophy of zero defects are very hard to place a price tag on... The open-ended, relational features of networks, with their relative absence of explicit quid pro quo behaviour, greatly enhance the ability to transmit and learn new knowledge and skills.

This view of the value of networks is particularly applicable to the situation in Opotiki where the anticipated value of social and economic change is difficult to measure and key stakeholders are not easily recognisable as a group with common, unifying market interests. It is the "relational features of networks" to which Powell refers above that must be relied on in any combined effort by the key stakeholders in the Opotiki community. 

The formation of a network for the purpose of joint action in Opotiki to address a common interest is premised on the expectation that the outcome of such action will produce specific, positive effects for each stakeholder. This is an identical expectation to that of private companies combining for business purposes. The only difference is that business-oriented initiatives are usually focused on a single product unit, e.g. small horticultural farmers combining to export fruit products to the Asian market. 

In the case of the Opotiki community, there is no unifying business interest, or single product to define the initiative. Rather, the nature of the network is what Rhodes (1991) refers to as an "issues network" (p 204). The inter-business network in Opotiki would exist in an attempt to address a range of social and economic changes in the anticipation that the combined outcomes will reduce welfare dependency and its associated effects. In the absence of scientific guidelines and reliable methodologies, such as could be produced for business interests (using techniques of market research, financial forecasts and production techniques research), a network of this order must progress by negotiating agreement to minimum outcomes (their nature and quality), an appropriate structure for operating the initiative, resource commitments, time frames and evaluation criteria. 

Members of an issues-based network are dependent on each other across the spectrum of skills, expertise and resources, as well as for maintaining a focus on the issue in hand. Such a network is naturally a difficult structure within which to manage change. In his work on networks, Rhodes (1991:204) provides some useful insights into the nature of an issues-based network. He describes them as having the following characteristics: 

· less integrated than other networks; 

· a large number of participants; 

· limited degree of interdependence; 

· stability and continuity at a premium;

· structure tends to be atomistic; 

· no single focal point at the centre with which other actors need to bargain for resources. 

Rhodes further argues (p. 203) that networks have different structures of dependencies which vary along five dimensions: 

1. Constellation of Interest - Interests vary by service or economic function, territory, client group and common expertise (or a combination of each). 

2. Membership - Differences in balance between public and private sector; political - administrative elites, professions, trade unions and clients. 

3. Vertical Interdependence - Degree of interdependence, especially of central or sub-central actors, for the implementation of policies from which they have service delivery responsibilities. 

4. Horizontal Interdependence - Interdependence between networks vary in the degree of horizontal articulation i.e. the extent they are insulated from, or in conflict with, other networks. 

5. Distribution of Resources - Control of different types and amounts of resources affect the pattern of the vertical and horizontal interdependencies. 

Russell Johnston and Paul Lawrence (1991:195) point out that such dependencies result in a "value-added partnership" held together by the critical understanding that "each player in the value-added chain has a stake in the other's success". The dimensions of dependency identified by Rhodes, while accepting the premise of partnership "adding value", provide additional insights into the complexities a network faces. They highlight the diversity and imbalances inherent in a model which seeks to draw together a group of organisations with differential access to skills, knowledge, expertise, resources, and ability to influence secondary environmental factors contributing to the issues of welfare dependency, such as government policy, legal frameworks, technological development and economic priorities. 

On the other hand, the strength of the issues-based network is two-fold: 

1. its ability to focus the attention of diverse interests on a critical issue of common concern; and, 

2. the dedication of combined resources to achieve outcomes of mutual benefit, otherwise not possible. In the case of Opotiki, the formation of an issues-based network is critical to any attempt to effect social and economic change to reduce welfare dependency. A network approach recognises the limitations on any one sector of the community to work independently to affect long-term, sustainable, and wide-ranging social and economic change. Such an approach also recognises the diversity of people affected by welfare dependency. 

DSW PERSPECTIVE 

Theory relating to inter-business networking also provides a framework within which to examine the question of the specific contribution DSW, as a key stakeholder organisation, can make to the Opotiki Development Project. While it is to be expected that DSW would be a key player in any network formed around the issue of welfare dependency, the nature of its contribution needs to be examined more closely. 

One of the features of the models set out in Figures 1 and 2 above is that central government agencies, listed as primary influences in the Opotiki environment, have a significant role in determining the critical components of the secondary environmental factors such as government policy. Influence at that level is an important consideration, particularly for its effects on the different dimensions of dependencies within a network, as identified by Rhodes. As Keohane (1986) points out, "processes of reciprocity or cooperation in no way insulate practitioners from considerations of power" (cited in Powell 1991:273). In the same vein, Rhodes (1991:207) provides a succinct statement of the qualitative differences between central government organisations and other network members. He argues that: 

Allied to the tradition of executive authority, central government cannot be treated as one more group; its role is constitutive. It can specify unilaterally, substantive policies, control access to the networks, set the agenda of issues, specify the rules of the game surrounding consultation, even call a network into being. Whilst it may prefer, and on occasion be constrained "to create a nexus of interests so that cooperation flows from a sense of mutual advantage" (Richardson and Jordan 1979:105) it retains the option of coercion. Through the substantial resources it controls, the centre has a luxury of choice between the many available strategies. (Emphasis in original) 

The cautionary note that Rhodes brings to the issue is realistic. For all that DSW can contribute as a partner to a network of key stakeholders, it is clearly differentiated from the others in the group by the nature of its vested interest in the outcome, and by the ability of the organisation to influence the nature and direction of any initiative undertaken. 

In the first instance, it was DSW and CPU officials who defined welfare dependency as a "problem". Whilst there has been an active choice made by the two organisations to work together with the Opotiki District Council and community members to identify an appropriate means to deal with the issue, officials operate with a consciousness of what Rhodes refers to (above) as "choice between the many available strategies". Furthermore, they work in the knowledge that other options (such as policy change, backed by statute if necessary) can be utilised if the model of cooperation for mutual advantage does not produce the desired outcome for the government within a set time frame. Other stakeholders are likely to be equally conscious of the power of central government agencies to alter the framework for cooperation. This brings with it some degree of uncertainty which must be worked around in the attempt to negotiate a commonly accepted model for developing a long-term strategy for social and economic growth. 

In some respects, the differential in the balance of power between stakeholders also dictates a leadership role for DSW in the Opotiki project. Having defined the "problem" and indicated an interest in combining resources with other interested parties to effect some significant change, it is incumbent on the department to draw the appropriate agents together and negotiate a process that will ensure change takes place, that is, to "call a network into being". 

Jaunch and Glueck (1988) have developed a model for clarifying the zone of interest any given company has in relation to key environmental forces. This model is referred to as a "focal zone". It provides an opportunity to set out the degree of "company" (DSW) interests for each critical environmental force. Figure 4 uses the Jaunch and Glueck model to depict the focal zone for DSW in relation to the Opotiki project. "Interagency" and "customers" have been added to the relevant environmental forces to indicate the specific interests of DSW. 

Figure 4   Focal Zone for DSW
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The primary interests of DSW are to elicit the support of other key stakeholder agencies and Māori, taking account of the socio-cultural environment in Opotiki, to gain the necessary support to effect change.

In this initiative, the customers themselves (i.e. welfare beneficiaries) are only marginally more important than other framework influences such as government policies and economic premises. Those beneficiaries who can be drawn into the inter-business network (including Māori), to work together to address welfare dependency issues will be integrated into the initiative, but progress will not depend on their individual, or collective, cooperation. In this sense, beneficiaries as a group are being acted upon. The success of the initiative is dependent on the social and economic changes being relevant and significant enough to change the behaviour of beneficiaries (i.e. move off benefits and into a position of financial independence), but they are not seen as key players in making the change happen. 

Figure 5   Focal Zone for DSW and the Opotiki Community 
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Figure 5 shows clearly the differences between the interests of DSW as an organisation trying to lead a process of change in the Opotiki community, and those of the community itself (See Fig 2), in addressing the issue of welfare dependency. For the community, key issues revolve around Māori (including the settlement of Treaty of Waitangi claims), the socio-cultural environment of Opotiki, the behaviour and situation of beneficiaries and the ability of the inter-business group to manipulate economic opportunities to benefit the Opotiki district. 

With these clear differences between the priority of interests, the critical issue from a management point of view is how to integrate the different perspectives into a comprehensive and practical model for facilitating social and economic growth. As lead agency for the project, and in the spirit of cooperation, DSW officials have the responsibility to negotiate with other key players to reach agreement on a robust and feasible model which best meets the needs of the Opotiki community. The work of Dierickx and Koza (1991) and Ellsberg (1975) provides useful insights into how negotiation processes might best be handled. 

NEGOTIATION PROCESSING 

The process of negotiation undertaken in the Opotiki Development Project was an informal one. Each of the key stakeholders made their interests and concerns known to the Working Group which took responsibility for ensuring the range of positions were accounted for in the development of the initiative model. The Working Group drafted an initiative model which was then presented to key stakeholders. The model was readjusted and refined by the Working Group according to the reaction and feedback from stakeholders, until agreement was reached by all parties (See O'Neill 1997, in this issue). 

This process allowed sector interests to be accommodated. For example, greater account was taken of the social development of the Opotiki district as a result of the input and negotiation of the interests of Māori, community development officials (particularly Internal Affairs), the education and health sectors. This is a considerable shift from the original emphasis of the Working Group on the priority of economic development. Similarly, the procedures agreed to in establishing local infrastructure to support the project were largely a result of the input from local Māori and community interests. Dierickx and Koza (1991:232), drawing on the work of Jemison and Sitkin (1986), point out the critical importance of the negotiation process itself:

Many deals are concluded in a very short time span, negotiations are conducted at arms' length, and line managers play second fiddle in the negotiation process to professional dealmakers and the companies' top brass. These are, of course, exactly the type of circumstances in which adverse selection is likely to occur. In contrast, mergers or acquisitions that do work out are often those where companies have had the opportunity to observe each other's "quality indices" in a large number of repeated dealings (e.g. in a buyer-supplier relationship) over a considerable period of time. Furthermore, because of this history of prior dealings, parties tend to be more open and forthcoming during the negotiation process. 

As shown in the discussion on inter-business networking and environmental scanning above, motivation for change exists within the Opotiki community. Statistics from the 1996 Census demonstrate definitively that relative to other districts in New Zealand, the Opotiki community experiences a range of social and economic disadvantages. The critical prerequisite for amicable negotiation exists: agreement that social and economic change is required. Given this basis, there was no need for DSW to use its position of influence with the secondary environmental influences (such as government policy), to manipulate the negotiation process through coercion. 

The possible threat of utilising the option of policy change which would negatively affect the Opotiki community was implicit in DSW's obvious interest in the level of welfare dependency in the district. All parties are aware of this, and even though the threat was not invoked, it formed part of the fabric of how parties regard political realities underpinning the Opotiki project. Ellsberg summarises this position when he says, "To be effective... threatened punishment need not be certain, only 'sufficiently likely'" (1975:348). 

The grounds on which negotiation could take place in Opotiki were more positive, however, given fundamental agreement between parties on the need for change. Attention could be focused on process, analysis and appropriate structures to facilitate change. The success of the negotiation was dependent on the ability of the primary negotiator (DSW) to build a relationship of trust with other key players. To do this, DSW had to demonstrate a willingness to ensure that the priorities of the department did not overshadow or take precedence over community interests. As Freund so aptly puts it (1975:10), "credibility based on an evident sincerity is the most important single asset of a good negotiator". 

Most important in the Opotiki situation, therefore, was the need to recognise that the time frame within which the negotiation would take place would tend to be much longer than a typical business transaction (initially estimated by officials to take four months, it in fact took nine months to complete). Demonstrating commitment to the project was the most effective way to build a relationship of trust with the key players in the Opotiki community and to convince local people that the department has a long-term interest in their community. This could only be achieved by the continual presence of officials in the community, discussing, listening and working with key stakeholders. 

In many respects, the analogy from the business sector of a "joint venture" is appropriate to the process of setting up and working within an issues-based inter-business network. Dierickx and Koza (1991:233) set down the advantages of joint ventures: 

First, the joint venture produces incentives for both ... to honestly reveal the value of your respective assets... Second, a joint venture produces remedies for the opportunism inherent in contractual arrangements... The joint ownership rights also allow both ... to mutually monitor and control, helping to steer the management of the joint venture away from opportunistic policies. Third, the joint venture allows for piecemeal approximations of the value of the respective parents' contributions... Thus, a joint venture may be viewed as a joint experiment to learn about the quality and capabilities of each other's assets, and to mutually exploit that knowledge. 

The "joint venture" analogy is a useful one, as it highlights the type of negotiation process DSW had to lead in order to achieve successful outcomes in relation to the Opotiki project. At all times, the parties had to be open about what they had to offer to the initiative, their respective boundaries in terms of resources and expertise, and their expectations in relation to both the short and long-term outcomes. Furthermore, as discussion unfolds, DSW officials needed to draw together the details of the various concerns and interests of the community and negotiate with all parties their integration into a workable model for change. This process was critical to the overall success of the Opotiki project. 

CONCLUSION 

The discussion set out in this paper highlights the complexities of central government relationships with local communities. Each party may have the same general sense of what they would like to achieve in terms of social and economic development, but their view of what are appropriate processes and approaches to resolve the issue can vary considerably. The theories relating to environmental scanning, inter-business networking and negotiation contribute to an understanding of the range and depth of issues involved in government-community partnerships. They highlight key methodology and process considerations which need to be taken into account in order to develop an appropriate model for future social and economic development. 

This project demonstrates that issues such as welfare dependency must be dealt with cautiously and with patience. Progress depends largely on commitment by both central government officials and local community members to work together, recognising their relative differences and believing that their collective resources can be utilised to meet the desired outcomes of both parties. This requires a realistic commitment to community consultation, and a willingness to suspend the pursuit of short-term parochial goals in order to obtain long-term, sustainable economic and social growth. 
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OPOTIKI COMMUNITY








� See Ministerial Briefing Papers for DSW (1996).


� "Welfare dependency" refers to long-term (sometimes intergenerational) reliance on Government income support. This is distinct from those people who obtain financial support for short periods (usually less than one year, but this varies according to the nature of the benefit received) due to unusual, or temporary, circumstances in their lives.


� This percentage calculation excludes recipients of New Zealand Superannuation.


� The details of the project are set out in "The Opotiki Development Project" by Rose O'Neill, in this issue.


� Until July 1997, the author was the Opotiki Development Project Manager. During that period she was employed as a Special Advisor in the Strategic Policy Division of the Social Policy Agency. She has since left the Department.





