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16.0 LEARNINGOUTCOME

After studyingthisUnit, you should beableto:

e Understandthevarioustechniquesfor monitoringpolicy;
e Explainthepolicy outcomes, and
e  Describethecorrectiveactionsfor effectivepolicy monitoring.

16.1 INTRODUCTION

In the previous Unit,.it was explained asto how monitoring o the processof implementation
providestoolsto policy makersand administrators for eval uating theway in which apolicy or
programmeis being delivered. I n implementation, thisinformation may be used to correct or
control the policy delivery processmoreeffectively. Animplementationstrategy needsnecessary -
control on staff, cost, and timing. The essence of a good monitoring system is speed of
communicationof dependableinformationon key result areas. Monitoringaf policy meansthat
policy programmes-are completedon schedule (timeperformance), and within the budget (cost
performance).Inpolicy monitoring thefollowingsix stepsareidentified:

i) Planning

Planningisintendedto establish expectationsagaing which theimplementer or policy maker monitors
policy delivery process.

i) Allocation

Allocationmeanstheapplicationd resourcestothepolicy delivery process.

i) Implementation

| mplementati onrefersto doing thetechnica work plannedinthepolicy ddlivery.
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Iv) Measurement

M easurement means observing performanceindicatorson all parameters (technical, time, and
cost) withaview to detectingdeviationsfrom policy delivery (planned performance).

v) Evaluation

Evauationisconcernedwith andysisof thefactorsassociatedwith differentlevel sof performance
o apolicy/programme delivery (plannedperformance).

vi) Adjustment

Adjustmentmeans taking corrective action to resolveany deviation, which may resultfrompolicy
delivery.

InthisUnit, wewill concentrateon techniquesof policy monitoring, policy outcomes, and actions
foreffectivepolicy monitoring

16.2 TECHNIQUESOF POLICY MONITORING

Monitoring has several aspectsin publicpolicy delivery. Itmay involve physical progressof the
implementation of policies (e.g. water and forest policies), productivity and profitability in
performance for publicsector unitsin thecoresector, and mai ntenanceof resourceassetscreated
to be monitoredsel ectively so that expenditurei s utilised purposefully. Primarily there arethree
areasin which policy monitoringhastoplay itsrole. They are:

i) Technica performance, includingtheuseof humanresources;

i)  Timeperformance;and N /

i) Cost (budget) performance.

Monitoringd theseareasinvolvesmany techniques,which areappliedinthe policy delivery process.

16.2.1 Techniquesfor Monitoring Technical Performance

Thereareseveral methodsand techniquesfor monitoringtechnical performance of apolicy delivery.
i) Technical Team

ThePlanning Department or Policy MonitoringDivisionin the Secretariat may beassigned the
work of observing thetechnical performance o thepolicy delivery. Thisdivision may hold the
technical Directors(Headsof thedirectorates)accountablefor policy delivery performance. But
theDepartmentHead may not bein apositiontodirectly oversee/observe policy performance,An
important rule i sthat thetechniquesof monitoringand theresponsibility for reportingthe resultsof
policy delivery performanceshoul drest withthe people(fiel dstaff) who aremost directly involved
in bringingout theresultsd policy implementation. A Steering Committeeisgenerally set up to
monitor theprogressaf publicpolicies.

ii) ActivityBar Chart

An Activity Bar Chartisagraphicway of showingthescheduledf policy delivery,For example,
theNationa Health Policy of 1983enunciated thelong-term demographic goal of thecountry,to
attain thetargetedreplacementlevel of fertility (or aNet Reproduction Rateof One) by the year
2000 at thelowest level of mortality. Thechart can provideinformation relatingto thelist of
objectivesto beachieved; calendar for thepolicy delivery; list of programmes/ activitiesto be
performedwith startingand endingdates; andlist of people(personnel) withallocatedfunctions
andresponsibilities.
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Thus, Activity Bar Chart is an important technique, whichindicatesthe deadlinesor period by
which each technical activity relatedto apolicy delivery should becompleted. It planseach
technica activity by timeand deliverables. Thisisoneplacewhereddiverablesbecomeimportant
instrumentsfor policy management. They aretangible results, which indicateperformance.
Sometimesthey areonly written reportsof tasks completed, and resultsdf thosetasks. Therefore,
onetechniqueof monitoring performancespecifications i sdetermining whether thedeliverables,
which were planned to bedelivered or completed by acertaindate, were actualy achieved besides
identifyingshortfdls.

iii) Peer Review

Another techniquedf measuringtechnical performanceaf apolicy delivery dependson theability
of the group (peer review) to estimatethedegreedf technical completionat any pointin time.
Peersarecolleaguesof the programmeimplementingstaff, withmoreor lessthesamestatus. Itis
useful, especially toeval uatethequdity of work done. Thetechnica peersreview the purpose and
relevanceof thepolicy programme; al work done up to specificdate; technical problemsfaced,

and thepath to policy programme completion. The peer review dependsfor itseffectivenesson
the knowledge, capability, and attitudeof the peers.

iv) Third Party Technical Review

Thethird party technical review workslikeapeer review, but peoplein it are largely unknown to
those most intimately i nvol vedin the programme. sometimes, programmesponsors, or funding
agenciesor asteeringcommitteewantsto get technical performance monitoredby parties, which
have no interest or stakein the policy programme. Third party reviewis, sometimes, takenin
periodsd crisisintheprogramme. Butinlargeand complex policy programmes(forestry, health
and education), they can be planned to occur at periods that help and ensure adequate policy
control. Themain advantageof review by a third party istheobjectivity and expertise, whichit can
bringto theprogramme.

Each of thesefour approaches/techniques hasitsown meritsin monitoring technica performance
of policy ddivery.' But they arestrongest when usedin combination.

16.2.2 Techniquesfor Monitoring Time Performance

Thepurposeof monitoring time isto ensuretimely policy delivery. Timein thecontext of apolicy
delivery isplannedin theform of schedules.If one jndicateswhen programmesareexpectedto be
completed or actually delivered onthe Activity Bar Chart then he/she has auseful method of
monitoring timein relation to technical performanceof agiven policy. For monitoring time
performance, thesetechniquesarefoundto beuseful. In thisregard, onecould comparearesource
scheduleas well if onewanted to monitor the useof diversepeopleor other resourcesonthelines
of theActivity Bar Chart.

i) Resour ce Bar Chart

A ResourceBar Chartisauseful monitoringdevice, which helpsto assesstheimpact of schedule
delayson dl aspectsaof theprogramme. But theresource bar chart, asatechniquefor monitoring
timewill havedittle meaning until the data i sarayed so astoenableoneto compareactual performance
againstexpectedperformance. Any typeof resourcescan be arrayed againgt timein thechart and
then onecanfind out, for example, whether therehas beensomedelay in mobilising theconsultants
for policy manpower and management. Hence, this monitoringdevice hel psusto predict when
logi stics people have to make arrangementsfor consultants, etc. Mattersrelatingtodelay inthe
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arrival of the specialists can berecorde'din the Resource Bar Chart. Themonitoring teamscan
develop thechartsfor their own use.

i) Scheduleof Expenditure

Likeplanningpolicy delivery, itisposs bleto plan thescheduleof expenditurefor the programme.
For instance, once one has budgeted theindividual activitiesthe budgets can be aggregated by
output. Then thedivision heads can cal culatethemonthly expenditures expected throughout the
progratnme. Thus on the basis of activity-level monitoring data, the format permits the policy
management — authority / team to monitor the rate of expenditure for the policy delivery. The
graph or chart can be developed for the purposeof knowing therate of expenditureacrossal
objectives. It can show the amount of expenditurespent on aspecific programme.

16.2.3 Techniques for Monitoring Cost Performance

Monitoring cost performance isof critical iinportance to policy delivery. Aswith technical

performance, COst performance can bean important strategy for monitoring of policy delivery. It
helpsmanagement to takestepsfor timely completion of thepolicy programme. It is not enough to
monitor technical or time-performancealone. What if it takestwice aslong asplannedto achieve
thetechnical results? Nor isit enoughto realisetechnical results on schedul e, if significant cost
overruns were needed. Theprogramme hasto becarried out and completed withintime and cost
parameters. Some important techniquesin monitoring COSt performance arediscussed below.

i) Budgetasa Techniquefor Policy Monitoring

Thebudgetof thepolicy delivery can serveasatool for monitoring, if it iscompared to actual costs
as they areincurréd. However, itsmain shortcomingisthat detection of afinancial deviationmay
crop up too late todo anything abouitit. Thisisbecausethepolicy delivery budgetiscomprised of
aggregatedcost category totals. In other words, thosefiguresmirror estimates per category at the
end of thepolicy programme. Used asa techniquefor monitoring onewould haveto wait until the
end of the programmetosec how well one predicted theprogramme costs. It makestheprogramme
budget a better tool for acomprehensiveprogrammeanalysis.

But if one hascost category budgets at theactivity level, then one can beginto detect financial
deviationsearlier in the process. For this purpose, asimple monthly statement can be prepared,
which can compare actual toplanned expenditures per cost category.

Another technique.called Performance to Eudget Statement adds the component of timeto the
monitoring of cost performance. [t computes asubtotal of actual expenditurestodate. Butit adds
an expected expenditureto completion of thepolicy delivery, whichiscal culatedonthebasisof an
averageexpenditureper unit of time. Asthe programmes.continue, onecan keep adding months of
real expenditures tothis,statement,

i) Cash Flow Projection

A similar technique called Cash-Flow can beused for monitoring finances of policy delivery. It
may bedone on thebasisof asingleactivity, an output or the programme asawhole. But this
technique al so accominodates the concept of income. The Cash Flow Projection combinesthe
parameters of cash (budget) and time, Itisuseful in situationsin which theauthoritieswish to
monitor expenditures in comparison toincomefrom donors (such as, theWorld Bank DFID
fundingfor specific projectsin astate). It may be stated that the Cash Flow Projection isoften
used becauseprogrammes generally arefunded on aschedul e of payments, whichisdesigned to
match the plan of expenditures. Thishel psin estimatingthecostsand actual incomeof thepolicy
programme.
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TheCashFlow Projection,in away, permits themonitoring staff to notonly assessthe costsand |
incomes but al so anticipatecash shortages, in aperiod when cash is scarce, even though the
fundingfor the wholeprogramme isgood enough.

Combining PerformanceCriteria N

In brief, dl threeareas—technical, time,and cost performance requireproper monitoringtoaveid
any deviationsfrom the planned policy delivery. Itisimportant to monitor dl threeof them
simulfaneously. Asalready emphasised in the preceedingdiscussion thet it is not sufficient to
monitor cost or time performance alone. Itispossible, for example, for aprogrammeto beon
scheduleand within cost and still drowned i n problems. Thegraph, properly devel oped,can show
what has been achieved and what remainsto beachieved. The plan can specify the percentageof
expenditureto beincurred in each month or quarterinafinancial year or duration of theproject.

Thechartisavery useful tool for monitoringaprogramme. It should present threedimensions-—
technical, time, and cost performance. Thechief difficulty in maintainingsuch achartliesin a
careful sequencing d thecombinationof work, time, cost, and their proportionsfor specified
periods. .

16.3 POLICY OUTCOMES

- Successful policy implementation depends upon an appropriatematch of threeelements, that is,
inputs, outputs, and outcomes. | nputsconstituteresources(personne , funds, and technol ogies)
that implementers useto generateoutputs. Theseoutputsaretheactual decisonsd the implementers.
" Theconcept of outcomesemphasi ses an what actually happensto target groupsintended to be
- affected by the policy. For example, one can raise such questionsas: How hashealth policy
- impacted on the actual health of society? How haseducation policy has expanded literacy or
. improved education? If theintended changes on thetarget groupsdo not occur, something is
wrong. Labour welfarepoliciesin India may becited toillustratethis point.

Laneand Ersson observe, “... outcome analysisin eval uationresearchcametoincludedl kindsof
results that were relevant to the understanding of policies, including outcomesthat had no link
whatsoever with apolicy but affected theeval uationof whether apolicy had succeeded or not™.
They emphasisethe needfor aclear distinction between outputs and outcomes. They opine,
""Outcomesare the thingsthat are actually achieved, whatever the objectivesof policy may have
been. Outcomesare red results, whetherintended orunintended, at thesametime outcomesare
nat government action.”

To anaysethepolicy outcomes, L ane and Ersson note, ““... impact assessmentsareundertakento
edtimatewhether or notinterventionsproducethe rintendedeffects. Theaim of impact assessment
istoshow how and why agiven policy hasworked at theexpectedleve theextentto which policy
goalsare met or fulfilled theclaimsof the government or publicagency concerned. Not only are
the answersto such questionscompl ex, but of ten thej ustificationsget enmeshed inpolitics.

Asin thecased policy-makingprocess, social andeconomicforcesarevaueswithinthepolicy
process, which act as variablesand may determine policy outcomes. Overtime, therefore, the
path of policy outcomesshould beset in the contextof amultiplicity of factors —political parties,
culture, political leadership, technol ogy, past and present policies, economicforcesoperating at
thedomestic andinternational level s, social demography,bureaucraticbehaviour and ingtitutional
arrangements.

Theoutcomesin health, education,economy, and so on may be viewed asformedby an array of
inputsandforces, of which* policy" isonedf themostinfluential of forcesat work on real-world
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problems. At an analytical level, the profileof theseforcesusually dependson theframework
being depl oyed, which tendsto emphasi seoneor more of thesefactors ashavingadetermining or
dominant roleininfluencingthe outcomesd publicpolicy. Theextent and quality of influenceof
suchforceswould differ betweencountriesdue to differencesin culture, demography, and soon
as well as between particular policy sectors. In view of thecomplexity of theanaysis about the
influenced thevarioussocia conditionsandeconomic forces, ahistorical approachtotheanalysis
aof policy problemsand policy outcomesisto bespecially recommended.

16.4 EFFECTIVEPOLICY MONITORING MECHANISM

Policy monitoringisaf critical importance totheimplementationprocess. Itisthe heart of public
policy management. Ensuring proper implementation of policiesrequires proper monitoring.
Monitoringlikeall other aspectsof policy management requires asignificantlevel of effort. Investing
in monitoringisadirect investment in policy management. Followingare somewaysand means of
enhancing thecapacity of policy monitoring;

i) EffectiveMonitoring Communications System

Policy monitoring involvesapplicationaf several techniques. Thesein return help monitoring data
programme/policy status, deviationsfrom plannedprogress, corrections and plansto policy delivery.
They are also major componentsof communication for policy delivery. A good monitoring and
control system requiresamonitoring communications System, which works efficientlyfromthe
activity level of the programme to planning/policy-making level. Monitoring system should be
based on electronic dataprocessing so that it addressesevery level of policy managementina
minute, preci se,and accuratemanner,

ii) EnhancingAdministrativeCapacityfor Monitoring

Theprocessaf monitoring requiressome level of effort on thepart of personnel whoareparticularly
skilledin theprocess. It requiresskillsin planning and rel ated administrativeactivities.

iii) DesigningStandard Monitoring I nsruments

For effectiveprogrammemonitoring,it isimportant to design standard monitoring systemsfor the
process, which providegood detail for good control of the policy delivery. Besides, performance
criteria, standardsand datacoll ection proceduresmust be established for each of thefactorstobe
measured.

iv) Delegation of Authority

Authorityisacritica element in the processof implementation. |t providesthedirection and control
in achievingresuilts. For effectivepolicy monitoring, itis necessary to del egate(heauthority asfar
down theorganisation aspossible.

v) HoldingMonitoringM eetings

Toensureeffectivemonitoring,itisimportant to hold regular meetings to review theprogressof a
programme. Meetings should bewell planned and regular, K ey personnel should be encouraged
for meaningful contributions,and presenting/monitoring relevantdata.

vi) Involvementof theStaff

Oneof themost important characteristicsd timely monitoringistheinvolvementd al programme
staff. In other words, therolefor theprogramide in-chargeisto ensurethat the programmestaff
isadequately skilled and motivated to monitor thepel-formanceof policy delivery under their
jurisdiction.
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16.5 CONCLUSION

Thepurposedf this Unit wasto explain and analysethevarioustechniquesin policy monitoring;
policy outcomes; and measuresfor effectivepolicy monitoring. Thefirst section of thisUnit began
with adiscussion about various techniques, such as, techniquesfor technical performance,time
performance, and cost performance. Assuccessful policy implementation dependsto alargeextent
upon an appropriatematch of inputs, outputs,and outcomes. T hisissuehas, therefore, been dealt
in detail. In thelast section, the variouscomponentsad an effectivepolicy monitoringmechanism
have been described with afocuson enhancing the capacity for policy monitoring. In thiscontext,
important waysand meanslikeeffectivemonitoring communication system,administrativecapacity,
designing standard monitoring instruments,delegation o authority, holding monitoring meetings
and involvement of staff are highlightedas very significant.

16.6 KEY CONCEPTS

Costvariance : The budgeted cost of the work performed lessthe actual cost of thework
performed.
Monitor : Tokeepwatch in order to take remedial action when progress does not

correspond to theplans.
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16.8 ACTIVITIES

1) Describethevarioustechniques for monitoring performance. Suggestthebest suitabl etechnique
on the basisof exampl es.

2) Whatare policy outcomes? Onthebasisof your experience, explain variouscorrectiveactions
intheprocessof policy monitoring.






