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15.0 LEARNINGOUTCOME

After studyingthisUnit, you should beableto:

e  Understandthe meaningandsignificanceof policy monitoring;
e Describetheapproachestomonitoring;

e Explaintheconstraintsin policy monitoring; and

e Discussremedia measuresfor effectivepolicy rnonitoring.

15.1 INTRODUCTION

In the previous Unitswe havediscussed theroleof variousagenciesand problemsin thepolicy
implementation process. Effectivemonitoringcanensuretheproper executionaf policy withexpected
resnlts. Monitoringisan activity which occursinthe coursed implementingaprogrammeor a
policy. Theobjectiveof policy monitoringisto ensure, throughthepolicy implementation process,
that resourceinputsare used asefficientlyaspossibleto yiddintendedresults. Thestandardsthat
areused for both efficiency d resourceutilisation,andeffectivenessof policy implementationare
inherentin thepolicy-makingprocess. Themonitor hasto beableto gppraiseresourceuse, technical
activities, and policy implementationresultswith an amount of detail that permits himto make
changesor correctionswhen necessary, Asproper monitoringis necessary for expected resultsin
theprocessof policy implementation,wewill therefore,concentratein thisUnit onthe important
issues in policy monitoring. Theissueshdptoidentify condraintsand remedia measuresfor effective
policy monitoring.




Monitoring o Public Policy — 1 193

1152 MONITORIN G OF PUBLICPOLICY: MEANING AND
SIGNIFICANCE

In smplewordsmonitoring' isthe processof observing. Itisnotcontrolling. Policy monitoring
hascome to mean theprocess of observing the progressaf policy implementation and resource
utilisation, and anticipatingdeviationsfrompolicy expectations. Its implications arethat management
" takesstepstoensurethat dl activitiesrelated to policy implementation are completed within the

giventimeand budget. Monitoring can bedefined as''the processaf inducing actionfor adherence
toschedule™.

If monitoring showsthat aparticular policy activity isdeviating from planned parametersthen the
management may takerequired measuresto replanthat particular activity. But if thereisasignificant
varidion from planned parameters,it isimportant to anal ysethe source of deviationbeforedeciding
upon theremedial measures.

Policy monitoring in brief isbased on thefollowingfiveassumptions:
)  Policy/programme ismeasurablein termsd certainindicatorsor desiredobjectives.

i)  Personnel respongihility for theprogramme performance existsat dl level sin theorganisation.
i) Adequacy of timefor monitoringisensured.

Iv) Therearepropertoolsfor identifyingdeviationsfromprogramme performance. ,

v) Provisionexistsfor adjustments, which correct thedeviations from planned expectationsl
outcomes.

Thesignificancedf themonitoringof publicpolicy liesinseeingthat intended resultsareachieved
through theefficientusedf resources. Monitoringhel psin designing andimplementing systemsfor
the processes, which providejust theright amount of detail for adequatecontrol of policy execution.
Experience hasshown that effective monitoringcan ensurethe proper execution of policy with
desired resultsin theshortest amount of time.

Aneffectivemonitoringof publicpoliciesaidsin cost reduction, timesaving, and effectiveresource
utilisation. Thekey issuein monitoringisto create an information systemthat givespolicy makers
and policy implementers theinformation they need tomake timely decisions and policiesthat will
keep policy programmeperformance ascloseaspossi bletothe objectivesof thepolicy. Therefore,
it isimportant that monitoring and control processes should be given dueimportance and be
designedproperly.

15.3 APPROACHES TOPOLICY MONITORING

Variouspolicy monitoringmodels and approaches havebeen advancedf or thepurposedf securing
effectivemonitoringof policy implementation. Thesemode!smay perform differently accordingto
the evaluation criteriaemployed. Model eval uation then becomesthetask of listing theprosand
consof different approaches. A few approachesin relation tomonitoring of public policiesare
discussed here.

~15.3.1 Managerial Approaches

Managerial approachesto monitoringhavecometo form thedominant operational paradigmin the
implementation of publicpolicies. Themanagementadf thepublicsector has now adopted moreor
lessbusiness-likestyle, thetechniquesof whichwereoncethought of as private-sector methods.
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i) CPM and PERT

In thiscontext, two approaches, namely, i) Critical Path Method (CPM),and ii) Programme
Evaluation and Review Technique (PERT) havegai ned wide recognition not only intheprivate
sector but also inthe public sector.

Both CPM and PERT approachesemploy theideaof managinglarge-scale policy programmes.
As ameansof addressing theissuesaf material and resourceusein themost efficient manner, the -
conceptsof CPM and PERT haveproved quiteuseful. Theserefer to theplanningof aparticul ar
programme, allocating peopleand other resources,and monitoringprogress. Theaim of CPM

and PERT istocontrol theexecutiond apolicy programme by controllingthe network of activities
and events which compose the stagesof policy implementation. The CPM isatechnique, which
aimstoidentify thoseactivitiesthat are critical tothesuccessfulimplementationd apolicy programme
on time. A network is drawn to show the starting period of the policy programme, and the
estimatedtime periodinvolvedin moving from onecritica activity toanother.

On theother hand, PERT isatechnique, which predicatesthat theduration o critical activitiesare
uncertain. Itinvolvesagraphicestimation of thetimeand resources necessary for policy execution.
This can be applied to anumber of efforts, rangingfrom ahousing project to thescheduling and
deployment of personnel. The PERT systemsare programmed on the basis of three types of
calculation of thisuncertainty: the most probableduration, theshortest forecast of duration, and
the longest forecast of duration. The PERT analysisis oftenusedin theimplementation of large-
scalepolicy programmes (suchas, rural development) wherethereis ahigh level of uncertainty
surrounding thecompletion of apolicy programme. Inthisway policy programime is monitored
and controlled through PERT and CPM approaches.

ii) PPBS

In additionto CPM and PERT approaches, Planning-Programming-BudgetingSystem (PPBS)
has been regardedasan impostant techni queassociated with policy analysis. The PPBSapproach
seeks to set clear goals, outputs, and valuesin the budgetary process, and to createasystem of
analysisand review in which the costsand benefitsof apolicy programmecoul d be cal cul ated
over several years. Thisapproach isbased on'the ideathat an organisation's activity can be
viewed asthe production of definedproducts or outputs. Costsand benefitsof each product can
bedetermined. The PPBSaimsat | ocating decisionsabout pesisd thebudget in thecontext of the
whole of the government spending strategy. The model isderivedfromtheclassical rational

approach, beginningwith theidentificationd gods, objectives, needsandproblems, and culminating
in monitoring, review,and feedback.

CharlesSchul iz , who is associated with the advancement of thismodel, observesthat PPBS
subjectsprogrammesto competition fromalternativeand moreeffectiveor efficient programmes.
Thus, thePPBSapproachaimsa establishinggod sand strategies, analysing their costs and benefits,
focusing on obj ectivesto beachieved, andmonitoring through an ongoingreview of results.

Asan approach, it also aims at exercisingcontrol on budget expenditures. However, it isargued
by somethat thePPBSissomewhat ill-suitedformonitoring; thePPBSsmply failed toliveupto
itspromise. Although the PPBS waslargely a failure, itsintroductionbroughtinto policy management
amore comprehensive approach to Cost-Benefit Analysis(CBA).

iii) Activity Bar Chart

For monitoring technical performanceof apolicy, theActivity Bar Chart canbemapped. Itisan
important devicefor monitoring policy performancessit projectsexpectationsfor policy results.
The Activity Bar Chart planseach technical activity by timeand deliverables. It showsthedates
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by which those deliverables should becompleted. For example, an Activity Bar Chart can be
developed for ahousing policy designedto replace urban slumswith low-cost housing.

15.3.2 Systems Approach

Monitoringisan operationd activity, which occursin the processof implementing agiven policy

. programme. The main objectiveof monitoring isto ensurethat resourceinputsare used in such
waysasto generatethe highest quality of policy outputs. An effectivemonitoring,therefore,requires
proper structuring. Here, structuring i n policy work can involveboth thestructuring of theorganisation
and structuring the policy programmeitsalf, and thecombiningd thesetwo structurestoprovide
aframework for integration. The structuring looks a implementation gaps as something that
should beanalysed in thecontext of a'system’, whichasawholeisinvolved in thedelivery of
policy programmes and services. Thesystemsanaystisconcernedin knowing how atotal sequence
of programme activities, and inputsand outputscontributeto the successor failure of apolicy
0d ivery programme.

Carter and his associatessuggest that asuccessful implementationsystem invol vesfour typesof
control, that is, i) coordination over time; i) coordination a particulartime; iii) detailedlogistics
and scheduling;and iv) defending and maintaining structural boundaries. It may beemphasised
that systems approach laysstresson attaining adequatelevelsof cooperation and coordination
within thepolicy programme by focusing ontheimportance of teamwork for effectivemonitoring.

Effectiveimplementation and itssubset monitoringdepend on certain el ements,such as, formulating
a strategy for themonitoring of the policy, and analysing what has happened in terms of what
should have happened accordingto the plan and implementingchange so asto make up for the
shortfalls in order to realisean objectiveor goal.

15.3.3 Formative Approach

1 According tothis approach, monitoring starts with ascheduleand works forthe success of a

policy programme when it isbeing implemented. It involvesan analysisof theextenttowhich a
programmeisbeing implemented and the conditionsthat promote its successful implementation.
Theimplementationstage, therefore, requiresformativeeval uation, which monitorstheway in
which aprogrammeisbeing administered or managed so asto providefeedback that may helpto
improvethe implementation process.

Monitoringof the processaf implementation providestechniquesfor eval uatingtheway inwhich a
programmeis being managed or ddlivered, Thus, thisinformationisutilised to correct or improve
the policy delivery processmoreeffectively. Thistakes theform of variouskindsaof centralised
Management Information Systems (M1 S) that can routinisethecollectionof information. The MIS
hasbeen grestly improved by the useof computers. It hel psan ongoingaccumul ation and organisation
d information, which can feedinto themanagerial decision-makingprocess. A core techniqueof
the M 1S approach to eval uation and monitoringisthat of using performance measurement asa
primary sourcedf information about theeffectivenessand efficiency of policy delivery. Thisisa
form of monitoring, which has come to a pre-eminent positionsince thelate 1970s, when there
wasagrowingdemandfor efficiency measuredby inputs and outputs, due to pressureson public
finances.

15.3.4 Performance Measurement Approach

PerformanceM easurement A pproachisapplied toknow about theeffectivenessand efficiency of
policy delivery. Measurementisakin tomonitoring. It meanswatching Performancelndicators
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(PIs) on al parameterswith aview to detecting theearliest availablesignsof any deviation: from
desired resultsor perfcrmance. Onceit isfound that someaspect o thepolicy i sdeviatingtoofar
from expected parameters then it isthe job of the policy implementing manager to exert some
influenceon that aspect or change the parameters. Generaly, someadjustment can be madein
resource utilisationor scheduling. Sometimes,anew technical activity may betakenin hand.

In thisapproach, Performance Indicators(PIs) can bedevel oped and used. Peter Jackson argues
that measures of performance can providean effectivesubstitutefor profitsso asto improve the
managementof schools, hospitals, loca government, and other services.Jacksonidentifiesanumber
d rolesPls can play in making for betterimplementation,such as, increasingaccountability; providing
abasisfor policy planningand control; supplyingimportant informationto monitor organi sational
activities;and identifyingthe basisof astaff apprai3al system.

Jackson believesthat well designed and implementedmeasurescan enhancethe val uefor money
(economy efficiency, and effectiveness) and haveapart to play in thedelivery of publicgoodsand

services.

Thecasefor PIs would maintainthat they haveanumber of advantages: they determineprogress
in moving towardsgoals; identify problemareas, and contributeto improving personnel management
overall. Thus, on the whole, PIs help toimprove thecapacity of the bureaucracy to control
organisations and people.

*15.3.5 Monitoring and Control Compliance

Thedelivery of public policy isunlikely and uncertain without monitoringcompliance. A good
policy,if itisto becarried out, therefore, must have effectivemeans of enforcement. Kenneth
Boulding distinguishes between three kinds of power, that is, threat, exchange, and love.
Enforcement through threatscan have productiveand integrativeconsequences(exerciseof power
by income tax authorities). Theusedf exchangepower may involvebargai ningto settleterms of
trade. The power of lovemay involvean apped toamord senseor asensedf citizenship. Itcalls
forcompliance on thebasisof socia and persona respongibility. Asamodel for adelivery strategy,
Bouldings’ classificationpointstowardsthemix of enforcements: threat, exchangeand love.

For proper implementati onand effectivefunctioning,Hood examinesand i dentifiesf our modesof
administrative enforcement and their effectiveness.

e Setaside/modify rules(governmentmay chooseeither to set therulesasideor to modify the
rules),

Spread theword (government may chooseto use publicity and persuasion),
o Pursueand punish rule violators(governmentmay chooseto use legal and police action),

o Makeitdifficultand impossibleto break rules (in thiscasetheenforcementmethodinvolves
making thegrassphysically difficult or inconvenient toget at in thefirst place).

Accordingto Etzioni, there arethree kindsof power that providea link between theenforcement
of publicpolicy andtheproblemsaof compliancewithintheorgani sationsresponsiblefor implementing
it. He believes that there are three basi ¢ reasons, which compel peoplein the organisations to
comply withrules, orders, disciplineor policies. Firstly,peopledoso out of asenseof agreement,
loveor morality. Secondly, they do so becauseof:fear. Thirdly,they may doso becauseitisin
their monetary or remunerative interest. Enforcement may, therefore, be the consequence of
i) normative (moral), i) coercive (alienative), or iii) remunerative(cal culative) power. A policy
may rely on coercision or monetary rewards/sanctions or it may ask peopleto exerciseamoral
choice. Keepingthewestern contextinview, Etzioni arguesthat effectiveorganisationsarethose,
which achieveabalanced mix between low levelsof fear (coersonanddienation); and highlevels
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o money (remuneration and caculation), and love(nonnativeand mora) involvements. In seeking
tomake surethat apolicy iscarried out effectively, implementation will require amix of different
enforcement modes.

iv) Individual Responsibility

With the rise of masscoinmunicationsand the useof campai gnsbased on technol ogy information
in areas of socia (health and education, women’s empowerment, and development) and
environmental policies, anincreasingemphasisis placed on individual responsibilityfor problems.
For example, campaignson forest conservationurge that wetakeindividual responsibility for
forestconservation.

154 CONSTRAINTSINPOLICY MONITORING

Effectivepolicy implementationrequiresadequate-monitoring. Policy programmesor activities
haveto be properly monitored in order to producethemaximum efficiency in resourceutilisation.
But quiteoften monitoringisconstrainedby many factorsand forcesoperating a theinternal and
external levels.First of al, problemsin monitoringrelatesto poor design of theimplementing
sysem with regardtoprovision d al detailstoenablegood monitoring. Second, timeisaconstraint
for policy monitoring. Too often theimplementing staff feel so pressed to achieveresultsthat they
takeshortcutsand try to avoid monitoringand control . Experiencehasshown that monitoringand
control when adequately designed and executed can generate the highest quality resultsin the
shortest possibletime.

Third,acommon constraintfor the policy implementation authority is theavailability of limited
correctiveactionsfor application whenever aprogrammeisfound to bedeviatingin some respect

from projected performance. For example,cost overrunsowingtofluctuationsin financial markets

often leavethe implementingauthority with thefeelingthat their implementation task isbecoming
difficult.

Fourth, apervasiveobstacleto policy monitoring isignoranceon thepart of themonitoringofficials
about its role and methods. It isoften observed that the monitoring staff and key personnel
associatedwith implementationof policieslack the requisiteknowledgeand skillsto monitor and
control policy programmeperformance.

15.5 REMEDIAL MEASURESFOR EFFECTIVE
MONITORING

i) Designing theMonitoring System

Theemphasisin monitoringisoncompletion of thepolicy programmeor policy activities(technical
performance) on schedul e(timeperformance), and within thesanctioned budget (cost performance).
Toenablethis, itisnecessary to define precisaly thespecificcharacteristicsof technical, cost and
time on the basisof which performance should becontrolled. Itisequally important to remain
sensitiveto deviationsin all threeelements— technical, time and cost performance. Itisnot
enough to watch cost performanceor schedulingalone. Activity Bar Chart, ResourceBar Chart,
and Cash Flow Projection tool scan be properly designed and devel opedfor monitoring policy
performance. Thesechartsand toolscan beused to assist considerations, when anoted deviation
isworthy of correctionand whenitisnot. Itisnot enoughto watchcost performance or scheduling

alone.Itispossiblefor a policy delivery to be on scheduleand within budget and still fumble on

god fulfilment.
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i) Communicatingabout Performance

Theroleof routinecommunicationsfor policy performanceisinvauable. Policy progression,
deviationsfrom planned progress, correctionsand plansfor completion are key components of
policy communications. Every person involved in the policy programme requiresongoing
communications & variouslevelsof detail. Higher level management(Secretary/Director of the
Departtnent concerned or Planning agencies) requiressummary reportswith afrequency on the
statusof policy implementation. Operational membersdf the programmealso requiredetailed
information. The objective of communications isto keep peopleinformed so that they areon the
sghttrack, and provide feedback to thoseinvolvedin the policy. Further, regular meetings to
review policy progression must beheld a dl levelsin theorganisation.

iii) MonitoringProgress

Theobjective of monitoring and control isto ensure, throughthe policy implementation process,
that resourceinputsare used asefficiently as possibletoproduce thehigh quaity of policy outputs.
Policy managers must compare thetime, cost, and technical performanceof the policy to the
budget,schedul e, and tasksdefinedin the policy programme.This shouldbedonein asystematic
manner at regular interval sand not in ahaphazardway. Any significantdeviationsfromtheplanned
performance (technical, cost, and time) must bereported immediately,as theseanomalies affect
theviability and successaf thewholepolicy programme.

Further, based on theinformation below, it is necessary to updatethe policy regularly. It must also
reflect the current statusof the policy and any changes that become necessary becauseof new -
information, on budgetary or timeconstraintsor other unexpectedcontingencies.

iv) linprovingCapacity of theM onitoringStaff

Effectivemonitoringlargely dependsupon theability, commitment, and attitudeof themonitoring
staff. The process of monitoring requires somelevel of effort on the part of peoplewho are
particularly skilled in the process. Itrequiresskillsin planningand accountingaswell asgeneral
management. Themonitoring staff need to be delegated the requisiteauthority to monitor and
control. Key functionariesshould bemade responsiblefor meaningful contributionsto monitor
and control decisions.

v) Taking CorrectiveActions

Policy monitoring and control system, throughitsreportsand meetings, should helpin taking or
recommendingcorrectiveactionswhen thereareany deviationsfromthe plannedresults. There
aregenerally threetypes of actions, whichcan beinitiatedor taken:

e Correctionand Improvement: When thepolicy programmecontinuestosignal merit, a
correctiveaction usually entailsareallocationof resources (staff, money or time).

e Replanning: Replanning of thepolicy programmemay beundertakentoreduceor increase
thesizeof thepolicy programmein termsdf staff, budget or timeschedule. Replanting means
changing peoples’ expectationsabout thepolicy results.

e Cancdlation: Cancellationisthelastresortof action. It meansthecancellationof thewhole
policy programme. Sometimesthisisadvisable,particularlyin instances of major crises.

156 CONCLUSION

Thediscussionin thisUnit bearsoutthat monitori ngi stheheartof policy management. Itsobjective
istoensure, through the policy programme implementation, that resourceinputs (like people,
money, material, and equipment) are used asefficiently aspossibleto generatethe highest quantity
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and quality policy outputs. Monitoring, likeall other aspectsof policy management, requiresa
significantlevel of coordinated human effort. Monitoring of policy programmeis, therefore, a
direct investmentin public policy management.

15.7 KEY CONCEPTS

ActionPlan . A plan that describeswhat needsto bedone, when it needstobe
completed, a what Ievet; andin which direction.
Control ;A processfor assuringthet actual performancemeetsexpectations.

Itimpliesthat al actions/ behaviourswithinlimits beadjustedtoa
pre-fixedpolicy outline.

Cost-benefitanalysis  : Ananalysis, often stated asaratio, used to evaluatea proposed
courseof action.

Deliverables :  Theclearly definedresults,goodsor servicesproducedduring policy
implementation. -

Efficiency . Itisusedtodenotetheoutput/input ratiodf an organisationd unit.
It meanstheamount of effort requiredtoproduceagivenlevel of
effectiveness.

M anagement A system used tochart activities and dataand to track progress .

I nfor mationSystem and information flow in apolicy programme, whichisusually
computerised.
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159 ACTIVITIES }

1)  Definemonitoring andexplaintheobjectivesandkey factorstobemonitored.

2) Discusstheconstraintsin policy monitoringandidentify theremedial measures for effective
monitoring.

3) Outline thevarious approachesto policy monitoringand pointout thelimitationsof each of them.

4 It issaid that implementation requiresamix of differentenforcement modes. Explainand
elaboratethestatement.






