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LEARNING LINE DESCRIPTION
The evidence-based public policy making learning line is focused on developing the capacity of civil 

servants working with the strategic planning, policy formulation and policy implementation functions of 
government.  The learning line is heavily focused on practical skills development to support civil servants 
in their policy-related work. The courses are fundamental/entry level courses that are suitable as an 
introduction to policy making knowledge and core policy making skills. The course covers most elements 
of the policy cycle with agenda setting except policy evaluation.

LEARNING LINE TRAINING METHODOLOGY

The learning line is built specifically for practical skills acquisition. For this reason, all courses use 
demonstration cases to show the steps in applying a skill necessary to produce quality policy related 
outputs. Skill acquisition is supported in the course by having the participants practice the introduced 
skills on their own policy case. The courses can be used in a modular fashion making different combinations 
of courses to meet the needs of a specific audience. The use of the case study as the main vehicle for 
practicing skills links the courses as the participants can use their own case in all courses and even develop 
their case practicing skills needed for different parts of the policy cycle.

OVERVIEW OF LEARNING LINE COURSES
The learning line consists of four courses in one 
integrated cluster:

1. Evidence-based public policy making (EBPPM 
(2.1)): The course is a fundamental level 
introduction to Evidence-based Public Policy 
Making that is aimed at developing the practical 
skills of civil servants to prepare public policy, 
based on thorough problem analysis and theory 
of change. There are three versions of this course 
2.1.A, 2.1.B and 2.1.C. 

2. Regulatory Impact Assessment (RIA (2.2)): 
this course is focused providing participants 
with knowledge about RIA and its role in policy 
development. The course introduced some 
techniques commonly used in RIA, which are 
then applied to a policy case. 

3. Policy implementation planning (PIP (2.3)): 
this course is focused on planning both policy 

formulation and policy implementation, 
training participants in applied project cycle 
management skills to ensure that requests for 
policy development and policy implementation 
results can be delivered. 

4. Strategic planning (SP (2.4)): this course gives 
an overview of strategic planning at government-
wide level as well as an organizational function. 
It covers concepts and skills related to strategic 
priority setting, scenario planning; decision-
making and budgeting processes. 

5. ToT EBPPM capacity building (2.5) (Non-
core): The learning line also includes a course 
on training trainers to train policy development 
courses. This course is not part of the core courses 
of the learning line but it supports this learning 
line and it facilitates sustainability of the learning 
line.
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COURSE DURATION OVERVIEW

4 days - Evidence Based Public Policy-Making, 
Policy Implementation       

1 day - Regulatory Impact Assessment   

2 days - Train the Trainer, Strategic Planning    

11/13 days in total

COURSE REQUIREMENTS

• Evidence Based Public Policy-Making  - no 
requirements

• Policy Implementation - EBPPM is required for 
this course    

• Regulatory Impact Assessment - no 
requirement, although it is recommended 
that the EBPPM course has been attended 

• Strategic Planning - no requirements

COMPETENCY FRAMEWORK

The learning line uses the OECD core competency framework to identify which competencies are 
strengthened by the various learning line courses. The OECD core competency framework is used as a 
stop-gap measure while waiting for the development of a specific competency framework for the civil 
service of Ukraine. 

Although Ukraine has a National Competency Framework in place, this framework does not specify what 
competencies would apply to the civil service. The OECD core competencies are quite general in nature 
and likely to be highly compatible with any competency framework that may emerge for the Ukrainian 
civil service.

All learning line courses include a section identifying which of the above competencies are 
strengthened in the course and how heavily each course is focused on a particular competency. 
This is represented by the following ranking methods:

0 No pips (0) Competency is not strengthened in the course

1 1 pip (+) Competency is marginally strengthened in the course

2 2 pips (++) Competency is moderately strengthened in the course

3 3 pips (+++) Competency is heavily strengthened in the course
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OECD CORE COMPETENCIES OVERVIEW (OECD, COMPETENCY FRAMEWORK 2014):

The pips do not designate the complexity of the competency development content and such complexity 
varies from course to course, irrespective of focus pips.
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LEARNING LINE COMPETENCY FOCUS

Nr. Course EBPPM RIA

1 Delivery related

1.1 Achievement focus +++ ++

1.2 Analytical thinking +++ +++

1.3 Drafting skills + (+++ course2.1.C) 0

1.4 Flexible thinking +++ +++

1.5 Managing resources 0

1.6 Teamwork & team leadership +++ ++

2 Strategic

2.1 Developing talent 0 0

2.2 Operational alignment 0 0

2.3 Strategic networking 0 0

2.4 Strategic thinking +++ +++

3 Interpersonal

3.1 Client focus +++ +++

3.2 Diplomatic sensitivity 0 0

3.3 Influencing 0 0

3.4 Negotiating 0 0

3.5 Organizational knowledge 0 0
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LINKAGE  TO OTHER LEARNING 
LINES

Learning line 1: 
this learning line forms the background for 
the EBPPM learning line. AA/DCFTA, European 
integration and legal approximation are all topics 
of relevance to EBPPM as these topics are a key 
reason to prepare policy and conduct RIA. It is 
possible to combine courses from learning line 1 
to EBPPM. 

Learning line 3: 
this learning line focuses on the reform of the 
public administration which can have a significant 
impact on how and when the various EBPPM 

learning line skills are used. In particular, the PAR 
learning line provides the internal bureaucratic 
context of the EBPPM. It is possible to combine 
courses from this learning line with EBPPM courses, 
especially for higher echelon civil servants. 

Learning line 4:
this learning line is skills focused and as such 
compatible with the EBPPM when the learning line 
4 courses are specifically applied to EBPPM topics, 
such as stakeholder consultation, negotiation 
between ministries in priority setting or policy 
development etc.

COURSE EVALUATION
The course currently does not include a specific 
evaluation framework. However, this can be 
added in accordance with the needs of the client. 
The following course evaluation methods are 
recommended for the courses in this learning line:

• Skills acquisition and mastery: skills acquisition 
and mastery can be determined in a number 
of ways:

1. Intensive: provide an individual participant 
with a new policy case to be developed with 
the skills introduced in the various courses. 
The degree to which the outputs show good 
application of the introduced methods and 
techniques form the input for the evaluation. 

2. Extensive: observation of the participant 
during group policy case work and asking 
questions during the application of the 
methods and techniques will form the basis 
for skills acquisition evaluation

3. Client centered: feedback from the client 
regarding the use of the skills, techniques and 
methods will provide information for skills 
mastery determination. This however requires 
that the participant is required to use the 
trained skills, techniques and methods in their 

work, which may not be the case.

4. Exam style: case analysis and policy option 
generation and explanation. The participants 
will have individual exams where they are 
presented with a case that they will have to 
prepare policy options for and for which they 
will have to pretend to give advice to their 
minister about the policy options. This will 
require application of most of the techniques 
and it can measure a degree of synthesis of 
the acquired skills. Variation of case focus 
will allow use of this evaluation method for 
different parts of the policy cycle and the 
corresponding course. 

• Participant suitability for policy work and team 
work: this can be observed during the training 
days during the policy cases the participants 
will work on as these exercises are all group 
exercises. Formal and informal observation 
methods can be used where positive and 
negative behaviors are identified and tallied 
or where triangulated impressions from the 
trainer and additional observers are used over 
time to build up a robust suitability profile of 
the participant.
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TRAINING COURSE OUTLINES
Course title Evidence-based Public Policy Making (EBPPM) Course code: 2.1.A

Key course information

Associated
Learning line

Learning line 2: 
Evidence-based Public Policy Making  

Course description

The course is a fundamental level introduction to Evidence-based Public 
Policy Making that is aimed at developing the practical skills of civil 
servants to prepare public policy, based on thorough problem analysis 
and theory of change. 
The course is hands-on in nature as focuses on practical rather than 
theoretical policy development knowledge and skills that are introduced 
by means of an example case. Knowledge and skills are subsequently 
practiced during the course as participants work on their own case. 
The course is updated regularly to reflect the context of the Ukrainian 
public administration, in particular the CABMIN rules of procedure. The 
course covers key tools, methods and techniques in line with the Better 
Regulation Toolbox 

Target audience

The target audience are civil servants from the center of government, 
central line ministries, agencies, etc. involved in public policy making, 
including state experts and DGs. The course may also be applicable to 
civil servants from lower levels of government if they have public policy 
development duties. 

Course duration The duration of the course is 4 consecutive days. 

Learning objectives

The participants will: 
1. know about the concept and theory of EBPPM;
2. know about the typical analytical, stakeholder consultation and 

decision-making process regarding EBPPM;
3. know how EBPPM relates to government priorities, the AA/

DCFTA, legal approximation, CABMIN RoP and the electoral cycle 
in Ukraine;

4. be able to use problem and objective tree analysis skills; 
5. be able to generate and elaborate policy options, including 

internal policy logic/theory of change;
6. be able to prepare basic logical frameworks;
7. (For course 2.1.C) be able to prepare basic policy papers. 
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Competencies 

This course supports the following competencies:
1. Analytical thinking (+++)
2. Achievement focus (+++)
3. Drafting skills (+) (+++ for 2.1.C)
4. Flexible thinking (+++)
5. Teamwork (+++)
6. Client focus (++)
7. Strategic thinking (+++)

Teaching methods

	 Presentation
	 Example case
	 Group discussion, Q&A
	 Group-based action learning (policy case)

Course evaluation
	 Participation in case development (individual)
	 Quality of case analysis (group)
	 For 2.1.C: quality of policy paper (individual/group)

Course prerequisites This course has no course prerequisites: it the fundamental, entry level 
course in this learning line.

Course variants Truncated version without the logical framework 
(3-day course) 2.1.B

Policy paper version, training participants to 
prepare a policy paper for their policy case (4-
day course with one training day per week, with 
extensive homework)

2.1.C

Course management information

Number of participants Recommended number is 15 to 20 participants, no more than 5 
participants per policy case group

Course  materials • Evidence-based public policy 
making presentation

Training equipment 
requirements

Flip-over sheets; differently colored, adhesive post-it notes; duct/masking 
tape to tape flip-over sheets to wall; sufficient floor and wall space for 4 to 
5 groups of participants to work on policy case analysis; beamer.

Course developer
Arjen van Ballegoyen, Maryna 
Chulaievska, Marc van den 
Muijzenberg

governance_int@hotmail.com;
a4u.chulaievska@gmail.com; marc.
van.den.muyzenberg@gmail.com

Course trainers
Arjen van Ballegoyen, Maryna 
Chulaievska, Marc van den 
Muijzenberg

governance_int@hotmail.com; 
a4u.chulaievska@gmail.com; marc.
van.den.muyzenberg@gmail.com
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TRAINING COURSE DETAILS
COURSE TRAINING ARRANGEMENT

• This course is split between morning sessions 
in which theoretical information is provided 
about a particular topic, tools and techniques 
are explained by means of the demonstration 
case and afternoon sessions where participants 
work in groups on their own cases. The trainer 
supports the policy case groups by monitoring 
their progress and answering questions as 
well as providing advice. In this manner, the 
participants will gradually develop their case 
while practicing their techniques and tools. For 
course variant 2.1C. additional time at home 

or in the office is available to the participants 
to conduct this analytical work and the trainer 
can be available by email or office visits to offer 
support. 

• For 2.1.C the course is provided once a week for 
four sessions. This is a tight timeframe for the 
course load and it will require significant work 
outside training hours by the groups to prepare 
their policy papers. It is useful for the trainer to 
be available to the groups outside of normal 
training days.

COURSE EXERCISE DESCRIPTION

The course is organized around a policy demonstration case 

1. The participants are asked to form groups of 4 to 5 people

2. They are then asked to pick a central policy problem that the group will work on. The selected 
central problem should be approved by the trainer. 

3. The groups will write causes of the central problem on sicky notes and stick these on the flip over 
paper. 

4. The groups will organize and reorganize their problem causes until a solid problem tree appears. 
This happens with feedback from the trainer. 

5. The groups will have to determine and designate root/major and minor causes as well as what to 
exclude from the problem tree. 

6. The final problem tree is flipped into an objective tree. 

7. For each item in the objective tree several policy ideas need to be generated, to have no fewer 
than 20 policy ideas in total

8. The groups will pick or combine the policy ideas that they wish to pick for development into 
policy options.

9. The groups will present policy options to the trainer for feedback and review of internal logic. 

10. The groups would have to use that analysis to populate a logical framework. 

11. In case of course 2.1.C the groups will use the analysis to populate their template after which the 
trainer provides feedback on the policy papers.



15

COURSE EVALUATION

• This course is not normally evaluated in 
a formal manner. No exam is used to test 
participants on the knowledge part of the 
course materials. 

• Instead, groups are evaluated on the basis 
of the application of the introduced skills, 
particularly in terms of the correct use of 
the techniques and the thoroughness in 
applying the techniques. 

• The groups are also evaluated on the basis 
of their ability to develop alternative policy 
options that are fundamentally different 
from each other, especially using policy 
solutions that are not focused on legislative 

or awareness building instruments, but 
other instruments (such as use non-
government actors or financial instruments) 
or a combination of policy instruments.

• Individual participants are evaluated on 
their participation in the group exercise, 
their understanding of the techniques and 
their ability to adjust to comments/feedback 
of the trainer in a manner that reflects 
increased understanding of the material. 

• For course 2.1.C, the quality and 
thoroughness of the policy paper is a 
method for evaluation.

COMPETENCY DEVELOPMENT IN THIS COURSE

1 Analytical thinking (+++): the course is heavily focused on analytical thinking, introducing a 
number to techniques related to problem analysis, objective setting, option generation and 
the weighing of options. Furthermore, theory of change/chain of internal logic is introduced to 
ensure that policy options are directly related to the policy issue to be solved and that policy 
options have sound internal logic to make them effective in addressing the relevant policy issue. 

Achievement focus (+++): the course is focused at generating new and alternative policy 
options to solve existing policy issues. The discussion of internal logic of policy options further 
focuses participants on the need to develop solutions that are likely to deliver results for citizens.  

Drafting skills (+) (+++ for 2.1.C): drafting skills competency is strengthened by the attention 
during this course to present options for decision making with clear pros and cons to allow 
decision makers to make informed decisions. Course variant 2.1.C goes further in this competency 
as it practices both the drafting of SMART objectives as well as the writing of an actual policy 
paper in accordance with a template. 

Flexible thinking (+++): the participants are supported in developing flexible thinking by 
means of the extensive attention in the course to include different stakeholders to problem 
analysis and policy option generation to achieve a higher quality of results. The inclusion of 
different stakeholders enhances quality of policy options by including different points of view 
and more expert views into the process of developing policy options.  

2
3

4

This course supports a number of competencies, primarily from the delivery related competency cluster. 
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Teamwork (+++): the course stresses the need to include stakeholders from different 
organizations and sectors and to work cooperatively to come to better solutions to policy issues. 
Furthermore, the policy case analysis by the participants is done by means of group work and 
this directly builds team work. 

Client focus (+++): the course focuses on solving problems of citizens rather than focusing on 
the problems of government. The focus is on uncovering why citizens and organizations do what 
they do and to prepare policy options that address such reasons for the purpose of achieving a 
change in behavior. 

Strategic thinking (+++): the course strongly supports strategic thinking in that the participants 
need to consider how their proposed policy options will impact on society and predict the 
impact of the policy options on the policy issue. The participants are encouraged to consider 
the adaptive behavior of stakeholders, beneficiaries and affected organization in response to 
policy options and to already consider how to strengthen the policy options to limit unwanted 
adaptive behavior.

5

6

7
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INDICATIVE  TRAINING 
PROGRAMME

Time Topic Trainer/ facilitator

9:30 – 10:00 Registration 

10:00 – 10:15 Introduction and welcome word

10:15 - 11:30 

Overview of programme – aim and outputs 

EBPPM, policy agenda setting, problem analysis

Introduction of EBPPM and the problem tree analysis technique 
as a first step towards analysing a policy case.

11:30 - 11:45 Networking, coffee

11:45 - 13:00

EBPPM, policy agenda setting, policy paper template, 
problem analysis (cont.)

Introduction of EBPPM and the problem tree analysis technique 
as a first step towards analysing a policy case.

13:00 - 14:00 Lunch break

14:00 - 15:30

Participants use the problem tree technique on their own 
case

Practicing the problem tree technique by the participants on 
their own policy case.

15.30 – 15.45 Networking, coffee

15:45 – 17:00

Participants use the problem tree technique on their own 
case

Practicing the problem tree technique by the participants on 
their own policy case.

Day 1



18

Time Topic Trainer/ facilitator

9:30 – 10:00 Registration 

10:00 - 11:30 

EBPPM Policy – Objective tree analysis & policy option 
generation
Introduction by the trainer of the objective tree technique and 
the technique for generating policy ideas and selecting policy 
ideas to become policy option

11:30 - 11:45 Networking, coffee

11:45 - 13:00

EBPPM Policy – Objective tree analysis & policy option 
generation (cont.)
Introduction by the trainer of the objective tree technique and 
the technique for generating policy ideas and selecting policy 
ideas to become policy option

13:00 - 14:00 Lunch break

14:00 - 15:30
Participants use the objective tree technique on their own 
case
Practicing the objective tree approach

15.30 – 15.45 Networking, coffee

15:45 – 17:00
Participants use the objective tree technique on their own 
case (cont.)
Practicing the objective tree approach

Day 2
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Time Topic Trainer/ facilitator

9:30 – 10:00 Registration 

10:00 - 11:30 

Policy option elaboration and policy option logic
Introduction of the need to develop policy options and the 
manners in which to do so. Introduction of the chain of logical 
steps technique to determine and improve the internal logic of 
policy options. Introducing and applying the logical framework 
methodology to the example policy case

11:30 - 11:45 Networking, coffee

11:45 - 13:00

Policy option elaboration and policy option logic (cont.)
Introduction of the need to develop policy options and the 
manners in which to do so. Introduction of the chain of logical 
steps technique to determine and improve the internal logic of 
policy options. Introducing and applying the logical framework 
methodology to the example policy case

13:00 - 14:00 Lunch break

14:00 - 15:30

Participants use the chain of logical steps technique on their 
own case
Practicing the policy option elaboration and policy option logic 
techniques. Practicing the logical framework technique 

15.30 – 15.45 Networking, coffee

15:45 – 17:00

Participants use the chain of logical steps technique on their 
own case (cont.)
Practicing the policy option elaboration and policy option logic 
techniques. Practicing the logical framework technique 

Day 3
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Time Topic Trainer/ facilitator

9:30 – 10:00 Registration 

10:00 - 11:30 Performance framework & policy paper population
Preparing a performance framework for policy papers.

11:30 - 11:45 Networking, coffee

11:45 - 13:00 Performance framework & policy paper population (cont.)
Preparing a performance framework for policy papers.

13:00 - 14:00 Lunch break

14:00 - 15:30
Presentation and discussion of policy cases 
Presentations by the group and discussion and feedback by 
the group and the trainer.

15.30 – 15.45 Networking, coffee

15:45 – 17:00
Presentation and discussion of policy cases 
Presentations by the group and discussion and feedback by 
the group and the trainer.

Day 4
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reading materials 

to the training
Evidence Based 
Public Policy-Making
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WHAT IS THE PURPOSE 
OF THIS COURSE?

The ministries have to prepare policies to respond to the requests from the CABMIN and to implement 
the AA/DCFTA.

The basic principles of the formation and implementation of public policy  are determined in accordance 
with the Cabinet of Ministers of Ukraine (Regulation).

It should be noted that different terms are used in Ukraine: state policy  and 
public policy. In this course, terminology is used in accordance with the 
Glossary, developed jointly by the experts of the "Association4U" project and 
NAPA .

Paragraph 3-1 of the Regulation defines successive steps of the formation and implementation of public 
policy and factors that must necessarily have to be taken into account in this process.

Thus, ensuring the formation and implementation of public policy is carried out by the ministries through:

• studying сase in the relevant spheres;

• identification of socially important issues that need to be solved and their prioritization;

• finding the best ways to solve problems;

• development of concepts of implementation of the public policy in relevant spheres;

• planning of resources and events necessary for the implementation of the public policy;

• drafting legislative acts, other legislative acts, monitoring the implementation of adopted acts;

• monitoring and evaluating the results of the implementation of public policy, and developing on 
the basis of such evaluation proposals for its extension, correction or termination.

When designing and implementing a public policy it is necessary to take into account:

• strategic objectives, defined by the Program of activities of the CMU, other strategic and program 
documents

• socially important problems that need to be addressed;

• as well as the international obligations of Ukraine, in particular, stipulated by the Association 
Agreement between Ukraine and the EU.Gitio, sermandela
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METHODOLOGY  OF THE 
TRAINING

P This course is hands-on, during which we offer you to choose a topic directly related to 
the work of the state authority in which you work, is urgent and related to the implementation 
of the Association Agreement. 

P As a result of  Training, you will be able to prepare policy proposals.

P The trainer will use one case as an example to explain the methods. After clarification, 
the participants will use the methods presented for their cases / topics. 

P The course trainer will provide comments in accordance with the tasks performed. Ask 
any questions to the trainer and be prepared for the dialogue.

P After the preparation (training) phase, participants will be able to use course materials 
to assist civil servants from different ministries.
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ELECTION  AND STRATEGIC 
PLANNING CYCLES

WHAT IS POLICY?

Policy - in the context of public policy making 
process means some direction or method of 
activities selected among alternatives and 
considering given conditions to guide and 
determine present and future decisions.

Policies, when developed and supported by a 
capable public administration, are the best tools 
available to modern governments achieve results. 

Policies tend to include several components:

• A goal stating what needs to be achieved;

• An approach on how to achieve the goal;

• An approval from the decision makers 
that this approach will be the official way 
government will attempt to reach the goal;

• An implementation plan on how to make 
the approach reality (what are we actually 
doing);

• A monitoring framework to measure if we 
are getting things done on time to achieve 

the goal;

• Additionally, policies need a budget to 
make it happen and later to maintain the 
policy. 

Reasonable policy directs the Government to 
achieve results, because:

CABMIN needs to deliver results to the citizens to 
have a chance to be reelected, form government 
and stay in power; 

b) CABMIN needs to show results for the EU, IMF 
etc, in order to gain access to resources (financial, 
material, support)

Election cycles must be taken into account when 
formulating public policy.

The election cycle and the 5 year term in office 
determines how much time is available to achieve 
those results. 

Below is a logical matrix of the public policy 
formation in the context of the electoral cycle.

LOGICAL MATRIX
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The next prerequisite for a successful policy is that 
the ministries have to deliver the expected results.

CABMIN will look to the individual ministers and 
their ministries to prepare and implement policies 
to achieve the governments objectives.

Ministers are accountable to the CABMIN for 
delivering results in their policy area. The ministers 
will also be accountable to parliament for policy 
matters in their jurisdiction.

These are exactly the STAKEHOLDERS who need 
to work with at the policy development stage. 
The level of interaction, dialogue and mutual 
understanding between these stakeholders 
determines the likelihood of its approval and 
effectiveness of implementation.

Policy department staff in the ministries will 
be tasked with actually developing policy 
proposals, prepare implementation plans and 
monitoring the implementation of the policy by 
other departments of the ministry or even other 
organizations, in order to ensure it will achieve the 
policy objective.

Ministry civil servants have the public duty to 
“serve” their minister as good as possible, even if 
the minister is from a disliked political faction or 
lacks technocratic merits.

Below is a diagram of the relationship between 
strategic priorities and policy formation
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HOW  DOES LEGAL APPROXIMATION FIT IN WITH POLICY 
DEVELOPMENT?

Many of the government’s priority actions are 
aimed at adapting EU legislation.

Due to the considerable amount of legislation that 
needs to be adapted, there may be an impression 
that adaptation of legislation is only a problem 
of standardization, which requires changes to 
existing or new laws of Ukraine that are under 
development.

Because of this focus on adopting EU law, it is 
tempting to think that legal approximation is just 
a legal matter that require updating or making 
new Ukrainian laws.

However, legal approximation is actually a policy 
issue first and a legal issue second.

The Association Agreement provides for 
approximation of Ukrainian legislation to EU law, 
which is implemented through legal adaptation 
or approximation.

However, first of all, it is necessary to resolve the 
issue of policy availability, and only then proceed 
to the creation of rules.

In accordance with paragraph 3-1, rule-making 
activities are only one of the steps aimed at 
creating conditions for policy implementation. 
This approach is fundamentally important, 

because often, instead of policy-making, rule-
making activities are carried out, that does not 
lead to the expected result, because work is 
unsystematic, unreasonable, and not aimed at 
achieving a certain result.

The EU legal instrument foresees the achievement 
of final results in any policy area: movement of 
goods, provision of services, consumer protection, 
production, etc. That is, any document should be 
aimed at achieving a certain result. 

These results may include not only updating the 
legal framework, but also:

• updating of government action plans;

• reformatting the government;

• introduction of new and / or updating 
processes and procedures

• stable funding to support the new situation; 
etc.

Therefore, the adaptation of legislation can 
provoke a systemic reorganization in a particular 
area. In this case, the institutional system, the 
procedures for adopting and choosing policy 
options are becoming the basis for updating the 
legal system of the state.

Policy issues in legal approximation

The EU acquis prescribes end-results for policy 
areas in terms of service delivery, protection for 
consumers, producers, etc.

Such prescribed end results require not only an 
updated legal framework, but also:

• updated activities for government 
organizations

• possibly new government organizations

• new and/or updated processes and procedures

• stable funding to maintain this new situation

• etc.

Legal approximation therefore require a 
reorganization of the system for that policy area. 
What needs to be (re)organized and how are 
policy issues and the selected policy solutions are 
the basis for the updated legal framework.
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WHAT IS EVIDENCE-BASED POLICY MAKING?

Evidence-based policy development is focused on linking policy development to rational thinking, 
scientific insight, empirical research and evidence.

Evidence-based policy development is seen as a counter-balance to ideology or opinion-based policy 
development. 

Evidence-based policy development is aimed at increasing the chance of successful policies that deliver 
the intended results and impact.

Evidence-based policy making and the empirical cycle

The underpinning of evidence-based policy making is the partial application of the scientific method and 
the empirical cycle to the policy cycle:

Here are some examples of evidence-based approaches to policy formulation:

• Expert consultations (real-time modeling, policy logic);

• Interested government agencies (real-time modeling, policy logic);

• Consultations with the population / business (real-time modeling, policy logic); 

• Logical model / theory of changes (real-time modeling, policy logic, purpose and goals);

• Forecast of quantitative influence (real-time modeling, policy logic, purpose and goals);

• Forecast of quality impact (real-time modeling, policy logic, purpose and goals);

• Comparative policy research (all);

• Search / Pilot studies (policy implementation, evaluation of results);

• Study of the evaluation of policy effectiveness (evaluation of results, policy logic, purpose and 
goals);

• Empirical research (all).
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PROBLEM ANALYSIS
IDENTIFYING AND ANALYZING THE ACTUAL PROBLEMS

First of all, you need to identify the real problem and consider it in more detail.

During this phase, the main focus should be on analyzing problems and understanding the various 
subcauses of the problems.

Be critical to the problem. Sometimes the problem, as well as its causes and subcauses, may seem obvious, 
but with a closer look, the situation may look more complicated.

Think what is the real problem:

• abyss?

• lack of a bridge? or

• the impossibility 

• to move to the other 
side

If the CabMin, Minister or the media have already identified the “problem” and its “causes”, then an additional 
analysis will show whether the definition was correct.

When analyzing a problem, clearly distinguish its causes and symptoms, because the symptoms are 
manifestations of a problem that can not be resolved but will take up a lot of time and other resources.
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Like physicians, we must correctly identify the causes of the problem in order to find the right solution 
to overcome the problem. If the diagnosis is done incorrectly, then we will not be able to solve the main 
problem, waste time, human resources and money.

The formation of evidence-based public policy is based on scientific research, expert assessments, case 
analysis, comparative policy research and conclusions, in order to gain a better understanding of the 
problem, find effective ways to solve and necessary conditions for implementation.

The quality of the evidence base and its interpretation are the key to successful policy development. 
Political consultants should think well over potential sources of information such as official statistics, 
available internal studies, research of scientists, associations, analytical centers, etc., evaluation results, 
surveys, panel studies and other primary studies (where appropriate and possible), expert advice and 
testimony of both stakeholders and individuals which the project will affect. ICTs can play an important 
role in evolving policy-based policies, in particular in the form of large-scale use of data, modeling and 
prototypin.

Alternatively, it is possible to delegate the collection and evaluation of evidence to a specialized state 
agency that deals with research and analysis.
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USING THE PROBLEM TREE TECHNIQUE

Ministries are encouraged to use the problem tree 
technique. The problem tree technique is a simple 
but effective method for untangling a problem 
into smaller parts and to distinguish root causes 
of the problem.

The problem tree technique is easy to use in a 
group setting. Ministries can bring in experts 
from various ministry directorates, implementing 
agencies and stakeholders to participate in the 
exercise to get expert opinion and different points 
of view on the problem.

 The problem tree technique also makes it easy 
to switch from problem analysis to problem 
solutions.

Using this technique increases quality of the 

problem analysis 

The reason for using this technique is to encourage 
policy makers to consider all different aspects of 
the problem, expanding the depth and the width 
of the problem tree.

This wider and deeper problem analysis will 
eventually result in better policy options.

When applying the Problem tree method, you 
can use one of the ways that will help you to 
systematize your thoughts and see the logic of the 
problem:

• Stickers and Flipchart.

• Exel table.

• Software

COMPARING GOOD TO POOR PROBLEM ANALYSIS AND ITS EFFECTS
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Problem tree technique refresher

• Define the problem to be analyzed and write it down in a short sentence(“ Too many people in rural 
areas don’t seek medical aid when needed”)

• Use brainstorming to generate a list of underlying problems and causes that result in the overall 
problem;

• Write the list items on post-it notes and stick them randomly on a white board (or do this using 
software); 

• Organizing problems and causes into clusters of issues that belong to each other;

• Pruning the clusters to take out duplications; summarize & merge small related items; 

• Analyze the clusters to determine root and contributing causes as well as taking away irrelevant/
implausible  items

The effects of bad analysis on policy options

23

Never considered Never considered

Not uncovered

Policy ideas 
did not generate

Policy ideas 
did not generate

Policy ideas 
did not consider 
these variables

Central problem

Greater chance of ineffective, 
Irrelevant and old ideas

Problem tree 
analysis

Problem 
formulation

Objective tree 
analysis

Policy idea 
selection

THE EFFECT OF BAD ANALYSIS ON POLISY OPTIONS                    
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PROBLEM TREE EXAMPLE: BRAINSTORMING                         
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PROBLEM TREE EXAMPLE: REFINING & CLUSTERING
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In-depth problem analysIs

Now that we have all the items on the board and 
they have been organized, clustered and pruned, 
we can continue with a more in depth analysis.

In the analysis we try to identify:

• what the root or major causes are;

• what the contributing or minor causes are; 

• what linkages there are between causes;

• which other problems exist but which are 
irrelevant to (no effect) the main problem;

• which problems or causes are irrelevant, 
obsolete, minor or infrequent or just 
theoretical.  

How do we distinguish root/major and 
contributing/minor causes?

Root causes of a problem are those causes are 
either fully or to a very large extent responsible 
for causing the issue. If you take a root cause off 
the board, the problem either ceases to exist or it 
is significantly reduced in severity.  

Contributing causes are those causes that can 
amplify a root cause, making the problem even 
worse or it can independently contribute to the 
problem. However, the contributing causes is 
a relatively minor source of the problem and 
removing a contributing cause will not significantly 
reduce the problem. 

If it is the interaction between two causes that 
produces the problem and the problem would 
disappear when one of the causes disappears, 
then the interaction between the causes is a root 
cause.
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PROBLEM TREE EXAMPLE: PROBLEM ANALYSIS
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Macro view of the problem analysis

1

2

A number of observations were made during analysis:

3

The subcause of the lack of training on the 
market is not the main factor. Although there 
is a problem with the quality of training, 
informing ministries and disseminating 
information about trainings within the 
ministries about existing trainings, which, 
of course, reduces the level of participation 
of civil servants, however there is a certain 
number of trainings on the market and civil 
servants are informed, if not about all, at least 
about some of trainings. Because of this, this 
part of the problem tree can be eliminated as 
not important.

Part of the problem tree, which describes the 
lack of motivation for the civil servants to 
participate in the training, includes the poor 
quality of trainings, the wish of ministries to 
train civil servants during their holidays/non-
working hours, lack of personal motivation 
of civil servants, poor technical provision of 
trainings. 

The last cause can be excluded from the 
problem tree, since, as experience shows, 
that the lack of an airconditioner in the 
room, tight rooms, semi-premise does 
not significantly affect the attendance of 
trainings if other components are provided, 
such as: having a management order, a high 
level of a trainer or content of training.

Other reasons such as: the interest of 
ministries in training of civil servants during 
their holidays/non-working hours, the lack of 
personal motivation of civil srevants can also 
be removed if other reasons are overcomed: 
lack of HR-mechanism to support trained 
civil servants, the lack of Ministries order etc.

The lack of a HR-mechanism to support 
trained civil servants and the HR approach 
aimed at developing staff is considered 
an important problem and consists of two 
«branches» that demonstrate important sub-

causes of the problem. One of them concerns 
the lack of instructions from the ministries 
on the involvement of the civil servants in 
trainings. 

The second «branch» refers to the absence 
of personal wish of chairmen to allow the 
employers to participate in thrainings. Both 
«branches» areinterconnected. The second 
«branch» has practical and principle reasons/
causes, which are closely related to the 
problem of «low quality of trainings».

Micro view of the analysis (1) 

Sub-cause: Lack of motivation of civil 
servants to participate in the training

Branch «Low quality of trainings» 

The question “Why?”, which was posed in 
frame of the Problem tree, did not provide 
exhaustive answers. Although it is noted that 
there are no qualified trainers, it is not clear 
what this is about, and whether smb tried to 
train trainers?

We ask the question “Why?” in order to 
understand the real causes, for example:

• Trainer`s behavior with an adult audience 
is unprofessional. This problem may be 
due to the fact that trainers do not have 
the methodology of conducting trainings 
for an adult audience or they do not have 
experience with civil servants. 

• Trainers do not provide training with the 
necessary practical tasks useful for civil 
servants, although their behavior may be 
professional.

• Trainers are not trained in the field of 
public administration, which makes 
issues when they present material to civil 
servants in the context of civil servants’ 
daily activities. That means, the material 
may be interesting and with practical 
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tasks, but it is not applicable to civil servise 
or is laid out without taking into account the 
functional responsibilities of civil servants.

• At the same time, the training market is closed 
to free competition, so it’s difficult to attract 
the best Trainers.

For these reasons/causes, unprofessional behavior 
with an adult audience can become a key factor in 
the lack of motivation of civil servants to attend 
training; lack of practical tasks and training of 
trainers in the field of public administration make 
the situation even.

A closed training market can be a problem that 
makes competition between Trainers and their 
programs more complicated, and may lead to 
inefficient use of budget funds.

Micro view of the analysis (2) 

Branch «Low quality of training»

Unprofessional behavior of trainers is not an 
exhaustive answer. Asking “Why?” we get the 
answer: “Trainings do not meet the needs of 
ministries.” This may be key problem.

It consists in:

• The content of the training materials is 
irrelevant (eg not up-to-date/modern). This 
subproblem may be due to the fact that the 
institution providing training does not require 
updating of training materials, did not conduct 
an analysis of training needs, trainers do not 
use KPI during the preparation of training 
materials, or due to the lack of a monitoring 
and control system of the contents of the 
training materials.

• The training does not concern to the work 
of civil servants. Even in cases where the 
content of the trainings may be new, modern 
and interesting, training material may not be 
relevant to the daily work of civil servants; 
trainers may provide too much theoretical or 
too general information rather than develop 
certain skills etc. Civil servants often do not 
see how the training can affect their work in 

the future.

• The chairmen do not see the impact of training 
on the quality of the work of civil servants - 
their stuff. This problem may be due to the fact 
that chairmen were not involved in the analysis 
of training needs, they were not consulted on 
these issues, or trainers and Training centres 
were not informed about their opinion. Trainers 
also could not take into account requests from 
ministries and chairmen. The subproblem may 
again be linked to the lack of competition in 
the training market.

Micro view of the analysis (3)

Subcause: Lack of support mechanism for civil 
servants from the side of HR departments and 
HR development approach.

Certificates received by civil servants for 
participation in trainings can be recognized by 
the HR departments and have an impact on career 
development and occupation. 

However, the system approach does not exist. In 
addition, the HR departments are not engaged 
in the development of civil servants and the 
improvement of their qualifications/trainings. 
There is a law that requires civil servants to 
participate in trainings from time to time. 

However, there is no government decision 
that would oblige the ministries to improve 
the qualifications of civil servants (to organize 
trainings, to allow participation in trainings), there 
is no strategy for staff development at the level of 
the ministry, at the same time chairmen do not 
allow their stuff to participate in trainings. 

The reasons for this behaving can be divided into 
principles where chairmen do not believe that 
trainings may be usefull, and practical because 
managers were not trained as well, they do not 
want all staff absent during the working day, they 
do not see fast result from trainings.



39

THE FINAL ANALYSIS: THE HEALTHCARE EXAMPLE
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Does it require government to fix this?

Now that we know what the problem is, we need to determine if government is the appropriate organization 
to fix it. 

The government should not automatically assume that it should fix a problem:

• Policies take time to design, approve and implement and the problem may have disappeared before 
the policy is implemented.

• Other layers of government (provinces, regions, local) might be better positioned to handle a problem 
than the central government.

• Sometimes problems are better solved through the private sector (business) or NGOs or civil society, 
with or without government assistance.

What part of the problem analysis  needs to be in the policy submission?

• The problem (a very brief description);

• The key root causes of the problem;

• The key contributing causes of the problem;

• The dynamic of how the root and contributing causes create the problem (briefly). 

A brief section with the elements above will allow the CABMIN to have a good understanding of the problem 
that the policy options aim to address.

What aspects of the problem analysis  can be included in the annex?

• Historical aspects of the problem; 

• Detailed analysis of the problem;

• The problem tree picture;

• The problem causes that were discarded (and the reasons why);

• Why government needs to fix this problem (or not)

• The list of people consulted in the problem analysis;

• The process of analyzing the problem.
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GENERATING POLICY OPTIONS

WHAT ARE POLICY OPTIONS?

• Policy options are different solutions to achieve a policy objective. 

• A policy option is a well-researched preview of what the policy options can achieve, how it would 
achieve that and what is necessary to achieve that.

• Policy options are meant to provide choice to the CABMIN. 

• Policy options need further development after CABMIN approval before they ready for implementation.

GENERATING POLICY OPTIONS

Policy options can be generated by using the problem-objective tree technique and brainstorming with a 
group of relevant experts and representatives of involved organizations.

This will likely create many different possible solutions, exceeding in number the 2 or 3 solutions needed 
for a policy submission.

From this pool of possible policy options a selection has to be made, which will mean many of the possible 
policy options will not be further developed or even be discarded. 

Problem tree refresher: turning problems into objectives

We are going to pretend that we solve all the problems identified in the problem analysis.

We do this by taking a problem and rewriting it as if the problem was solved

    Problem: Low level of civil servants’ participation in trainings

   Result: High level of civil servants’ participation in trainings

What you have now is a problem-solving objective. This is the result we want to achieve for this problem. 

The next question now is “how do we do this?”
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OBJECTIVE TREE EXAMPLE: TURNING THE PROBLEM TREE INTO AN OBJECTIVE TREE
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HOW TO ACHIEVE THESE OBJECTIVES?

• Now that we have an objective tree, we have to focus on how we can actually achieve these objectives.
• Generating different options requires a combination of analysis and brainstorming.
• First, analysis will give you a better understanding of the objective, viewing it from different angles and 

identifying key aspects of a solution.
• A group of experts can use the brainstorming technique to generate different approaches to bring 

about the objective based on the initial analysis. 

An example for generating policy options

Objective is   - “High level of trainings for civil servants”

Analysis: What does this mean?

• Trainings meet reguests of Ministries, Trainings are delivered by trained/professional trainers.

• Trainings are developed according to TNA based on functional review of Ministries and Key Performers 
Indicators. Very important is to build communication of Training centres with Ministries as well 
communication inside these institutions.   

Analysis/Brainstorming: How can we achieve this?

• We may deliver trainings for trainers and involve chairmen of Ministries as well. 

• Content of Trainings will be developed due to the TNA in close cooperation with Ministries. 

• Trainings will be aimed to develop skills and competencies, not to give information. To achive this 
Training centres have to formulate clear request or even Guidline too trainers and to provide monitoring 
and evaluation of Trainings. 

• Topics of Trainings have to be modern, up-dated and usefull in the future.

• Chairmen of Ministries should participate in trainings as well.
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OBJECTIVE TREE EXAMPLE: GENERATING POLICY OPTIONS
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We have now generated a great number of different 
policy options. We only need to 2 or 3 policy options 
for inclusion in the policy submission. 

At this stage, the policy options are not much more 
than basic ideas. Further refining and developing of 
the policy options is needed, but this takes time and 
effort. We only undertake this effort for a few select 
policy options that seem the most promising. 

This means that many of the generated policy 
options will be discarded after the selection process 
and remain undeveloped. But we should keep a 
record of the generated policy ideas as we might 
need those ideas in the future. 

Selection criteria

Selecting policy options in the beginning stages 
depends on separating the high-potential solutions 
from those that are not. 

A number of criteria that can be used to select/
discard options:

• Objective (on target/too far off target)

• Timeframe (acceptable/unacceptable)

• Complexity of the approach (doable/stretch)

• Logic (solid/questionable)

• Cost (Acceptable/problematic)

• Legal aspects (Manageable/problematic) 

• Stakeholder support (support/no support)

• Comparative differences in the policy option 
approaches (different/similar)

Which of these criteria are relevant depends on 
the background of the policy. Decisions to select 
or discard options are often made on the basis of 
limited information as none or few of the policy 
options have been researched at this point. 

With unlimited resources almost any policy option 
can be made to work, but in reality we never have 
unlimited time, money, influence, administrative 
and human resource capacity. Sometimes though, 
political leaders are willing to go out on limb on a 
ambitious policy option. 

Making sure that policy options are different

The purpose of different options is to provide real 
choice for the decision makers. There are many 
ways to make policy options significantly  different. 
Some examples:

•	 Timespan: short term/medium term/long 
term

•	 Problem solving: reducing or eliminating a 
symptom/structural change

•	 Finances: cheap option/less cheap/
expensive

•	 Approach complexity: simple/normal/
difficult 

•	 Territorial: rural/urban/both

•	 Legal consequences: requiring a law/
requiring regulation or decree/requiring 
nothing 

•	 Targeted population: All/specific group

•	 Policy effect: low/medium/high

POLICY INSTRUMENTS AND DELIVERY

• Policy instruments are the different tools 
and approaches that government has 
available when designing a policy. A rough 
categorization can be as follows:

• Policy through advocacy: informing, 
educating and persuading others to act in a 
particular manner; 

• Policy through money: using spending and 
taxation powers to shape activity; 

• Policy through law: legislation, regulation 
and enforcement. 

• Policy through direct government action: 
delivering services by government or 
government arrangement.

Delivery mix: In addition to determining the 
policy instruments used, the choice also has to 
be made which organization is delivering the 
service, conducting the activity or implementing 
the policy instrument. This can be a government 
organization but it can also be the private sector, 
NGOs or a combination thereof.  

SELECTING POLICY OPTIONS
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Many more such distinctions exist. The 
ministry is not required to use any of these: 
they should just propose the options they 
feel are the best. However, the ministry might 
characterize options as above, because it is a 
useful short-hand way of mentally organizing 
information.   

Policy development is a cyclical process that 
moves from problem definition to program 
evaluation, which in turn becomes the basis 
for the next stage of policy development. 
However, the lack of consensus reflects the 
real problem of flexibility, which in practice 
has no clear rules.

The basis of the solutions made should be 
specific principles.

The main sequence of steps in the policy 
cycle is:

Identifying the problem, the main causes 
of its occurrence and related needs in order 
to identify the grounds for public policy 
intervention (for example, in connection with 
the collapse of the market or government).

Formulating a political answer based on 
the results of a number of scenarios to 
address the problem and meet the needs 
and aspirations of stakeholders (citizens, 
businesses, public institutions, etc.), as well as 
evaluating options taking into account all the 
advantages and disadvantages of alternative 
approaches.

Choosing the desired solution, usually at the 
level of political or top management, when 
possible - based on the results of consulting 
with the stakeholders involved in the process, 
which will directly affect their results.

Implementation of the agreed policy and 
its monitoring as a means of management 
to monitor its effectiveness and measure 
progress with respect to the plan, including 
all deviations or unplanned outcomes.

As a result, evaluation of the policy to ensure 
its success in solving the primary problem 
and meeting the needs of the stakeholders. 

In the case of confirmation, such an 
assessment forms the conclusions for future 
interventions, and if this is not the case, then 
such an assessment determines whether the 
initial goal has been absorbed by subsequent 
events or recommends an alternative activity 
direction for policy development.

This traditional policy development model 
is presented below. It is commonly believed 
that this is an idealized vision of the political 
process and that this model is considered to 
be illustrative.

 In reality, the real situation is usually more 
complicated and sometimes chaotic:

PAdministrations are rarely starting to 
work from scratch. 

The policy-making initiative may have 
different origins: 

• the political commitments that were 
made during the election; 

• priorities of selected elected officials 
(ministers, mayors, etc.), obligations 
under EU directives and international 
agreements, 

• public pressure, crises, new approaches 
to old political problems, l

• obbying by think tanks and associations, 
and many others. 

This is the «basis» of identifying problems 
and policy formation within the existing 
set of ideas and proposals. When allowed, 
administrations may also want to challenge 
these assumptions in the interests of the 
firmness of politics, but in any case they 
almost always represent the initial parameters 
of policy making.

PAccording to the traditional model of 
policy making, it is a linear and coherent 
process, and administrations have enough 
time to implement each stage and 
contemplate the results before proceeding 
to the next stage. In practice, the stages 
of this cycle are interrelated, can occur 

1
2

3
4
5
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simultaneously, and often they can not be 
separated from each other. 

Selected officials at any level (supra-state, 
state, regional, or local) may need or apply for 
comprehensive and concurrent political advice 
- ready solutions to existing problems, including 
scenarios and recommendations on best 
practices, as well as policy proposals including 
the budget and the responsible authority. Policy 
decision-making can include a number of ongoing 
development issues - with goals, possible actions, 
and a desirable option (often with the search for 
new resources or information). 

PPolicy makers can make decisions without 
having to carefully consider all available options 
due to limited information or time constraints. 
In many cases, the decision is announced on the 
basis of political expediency or parliamentary 
schedules, and not by objective evidence. 

In the real world of unpredictable events and the 
round-the-clock news stream, decision makers are 
sometimes forced to make political statements 
quickly in response to new situations.

PThe  chain of hypothetical events in the 
political cycle is easy to disrupt - especially in the 
case of a government change. Even in a stable 
government, elected officials may retire at their 
own desire, retire or replace them before the 
policy is fully formed, realized or evaluated. Their 
successors may want to change policy direction. 
Evaluation often has little to do with the policy 
making process itself, or it is completely neglected, 
or results come late to influence changes in policy 
development.

PMonitoring is more widespread, but it is not 
necessarily systematic (using baselines, indicators 
and benchmarks). If the policy does not work, 
elected officials often find out about it through 
less formal channels such as public opinion, 
critical media and business lobby. 

So far, any of the stages of policy development 
- goals, implementation options, actual 
implementation - can be adjusted or even 
discarded.

Therefore, the policy making process itself can be 
careful or inadequate (and have all the transitional 
features). At the implementation stage, even the 
best intentions can generate a «bad policy» with 
unexpected and adverse consequences. 

Because of the variability of the circumstances, 
policy making will never turn into an exact science. 
In a dynamic world, public administrations need to 
make a difficult choice, they must find a way out of 
difficult situations and manage uncertainties that 
are the result of complex situations (see below). 
The policy is under the influence of exogenous 
factors, and its consequences can not be predicted 
precisely, which prompts the application of the 
principle of acceptance and adaptation. 

Administrations should focus on priority 
objectives and always keep them in sight ready to 
react to events in their emergence and the desire 
to adapt the short-term operational tasks and 
actions accordingly.
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A difficult choice involves 
conflicts of views 

and interests, lack of 
information, resources, 
potential, political will 
or time (for example, 

in the context of deficit 
reduction)

Complex scenarios are 
related to the scale 
of the problem, or 
with a complicated 

and risky process (for 
example, international 

negotiations)
The difficult situations 
are related to the wide 
distribution of powers, 

the high degree of 
interdependence and the 
unpredictability of some 
of the new characteristics 

(for example, climate 
chang

Public policy making can not be separated 
from a democratic mandate, therefore, 
policy development should reflect the 
interrelation between the policy priorities 
of elected officials (at the state, regional 
or local level) and «wise advice» of 
appointed officials (civil servants). Given 
the importance of a evidence-based policy, 
it requires a combination of clear strategy 
and policy leadership with balanced and 
professional advice from the administration.

When the policy options were generated, we 
selected from the entire pool only 2 or 3 promising 
options based, amongst other reasons, on their 
ability to deliver the initial policy objectives or 
something close to it. 

After preparing the policy approach for each 
option with some degree of detail and after 
some research and analysis, we should be able to 
determine more precisely what the refined policy 
objectives for the policy option would be. 

Each policy option will need a refined policy 
objective, specific for that policy objective. This 
should be included in the policy submission and 
not be longer than 5 sentences.

Policy options will be different in their ability to 
meet the policy objectives.

Remember, policy options are different solutions 
to the same problem.

Even though a policy will have a stated target 
objective (for example a 20% increase in access 
to medical care) to guide policy development, it 
is unlikely that all policy options will be equally 
able to meet this stated objective. Some will 
accomplish more, other less.

This is a normal result from having different 
solutions and it is the reason that the policy 
objective is not fixed until after the Cabinet of 
Ministers approved a particular option.

Policy options objectives are normally variations 
on a theme.

Determining policy option objectives

Steps in determining the policy options objectives:

• Review the stated policy objective to identify 
the key aspects of the policy (overall purpose 
and performance criteria);

• Compare the policy option approaches against 
the stated policy objective and determine the 
extent to which each approach can deliver the 
stated policy objective and if the performance 
criteria can be achieved (based on a calculation 
model or expert opinion);

• Record any differences between the stated 
policy objective and the likely results from 
each individual policy option;

• Draft the policy option objective by taking the 
original stated policy objective and changing 
words, phrases and numbers until it reflects 
what a policy can deliver. 

How to write a policy objective?

There are a number of steps in formulating a policy 
objective:

• Write down the purpose of the policy

• Review the background of a policy for policy 
objective elements;

• Ask the policy objective specification 
questions:

• What, how, when, who, where, how much/
many/often,etc.

• Combine everything in drafting the policy 
objective text. 

• Add performance measures

FROM POLICY APPROACH TO POLICY OBJECTIVE
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POLICY OBJECTIVE DRAFTING EXAMPLE

ADDING PERFORMANCE MEASURES EXAMPLE
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Policy objective for policy option 1:

Improve the legal and regulatory framework of 
training services for Civil servants

This policy option aims to specify the Law on 
Public Service (2016) and make ammendmends to 
the Model Regulations of the NACS #438/28568, 
which oblige Civil servants to upgrade their 
qualifications/participate in trainings, but do not 
give them the right to choose training providers; 
establish that the chairmen, and not civil servants 
themselve, decide on participation in trainings of 
their stuff (civil servants); at the same time there is 
nor  nor the responsibility of the HR Services (HRS) 
and chairmen in case of non-performance of this 
duty.

The goal will be achieved through the introduction 
of changes to the above-mentioned Law and 
Regulation during 2019-2020 :

• Civil servants will be given the right to choose 
the providers of training services;

• PADO will be provided with a decision on the 

necessity of upgrading civil servants on the 
basis of the annual evaluation of the results of 
civil servants activity;

• The responsibility of the personnel 
management services and managers in the 
event of failure of civil servants by qualification 
is established;

• Mechanisms of financial and career promotion 
of advanced training are foreseen.

This option will provide for a mechanism for 
monitoring the work of human resources 
management departments and Chairmen to 
ensure the development of HR of ministries, 
in particular the participation of civil servants 
in trainings, as well as facilitate the access 
of non-state providers of training services, 
enhance personal motivation of civil servants. 
The presence of competition in the market 
will contribute to the improvement of training 
programs and trainers in the future for 3-5 years. 

POLICY OBJECTIVE FOR POLICY OPTION 1: QUESTIONS AND PERFORMANCE MEASURES
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Policy objective for policy option 2: 

Reorganizing Training market from the state to 
the private sector

In order to achieve this goal, relevant legislation 
of the CMU have to be adapted during 2019. They 
aimed to eliminate/get rid of state and municipal 
training providers from training market, and to 
simplify the system of accreditation, certification 
and licensing of private sector training centers for 
civil servants.

This option should increase the competition 
among trainers and training institutions from 0% 
to 100%.

This option simplifies the involvement of foreign 
trainers with best practices and knowledge.

This option eliminates corruption in state and 
communal structures.

This option takes off the tension between the 
key players of the domestic public sector of the 
trainings for civil servants as NACS and NAPA

POLICY OBJECTIVE FOR POLICY OPTION 2: QUESTIONS AND PERFORMANCE MEASURESPolicy objective for policy option 2: 
Questions and performance measures

This policy aims to transfer the market of training from public to private sector 
(to open training market of CS for private sector)

of CS of Ministries,                to increase competition in training market         to 100 % till the end of 2020, 

By adoption of the Cabinet of Ministers of Ukraine regulatory act, 
which will withdraw from the market of trainings

state and municipal service providers and will simplify the system of accreditation, 

certification and licensing of private sector training centers for civil service by the end of 2019

What?

Whо? How much? When?

How? 

Whom?

64
Whom? When?



52

Policy objective for policy option 3: 

Improvement of professional level of trainers/ 
Train the Trainers

The tasks to achive this goal:

• Training centers develop and implement a 
comprehensive training program for trainers, 
which will include: training for trainers 5 days 
duration monthly, an foreign internship once 
every two years, an internship of trainers in 
governmental bodies once every two years. 
The availability of such a program should 
be a condition for the licensing of training 
centers. Training centers provide for trainers 
trainings, foreign internship and internships 
in governmental bodies, as well trainers may 
provide it for themselve.

• Conducting by training centers free 
competitions for trainers after 2019; the terms 
of the competition are determined by the 
training centers;

• Implementation during 2019-2020 in several 
stages of a high level salery/payment  for 
trainers, depending on their demand in the 

training market, at least 4 times more then 
existing/current for PhD, PhDHab and without 
any formal titles; should be regulated at the 
level of the CMU; payment should be from the 
budget of the training centers;

• Engagement of foreign trainers to each 
training, carried out by training centers within 
their own budget;

• Engagement of civil servants to deliver 
trainings and those who have the education 
on public administration; carried out by 
training centers within its own funds;

• Development and implementation till 2019 
of monitoring and evaluation systems for 
trainers;  carried out by training centers in close 
coordinated with the NACS and  approval of  
the CMU;

• This option should engage the most qualified 
trainers who understand civil serviece and 
public administration, as well as foreign 
experts, which will ensure the dissemination 
of foreign experience of civil serviece during 
1-2 years on the market of trainings. This 
option will increase competition in the training 
market.

POLICY OBJECTIVE FOR POLICY OPTION 3:  QUESTIONS AND PERFORMANCE MEASURES
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Policy objective for policy option 4:

Improvement of cooperation with ministries

To implement this option, it is necessary to develop 
and adopt till mid-2019 a strategy on  Ministries 
HR development during next three years. The 
framework strategy should be developed and 
approved by the NACS during the first month, 
each ministry must approve its own strategies and 
submit it to the NACS and publish them within 3 
months;

According to this option training centers and 
the NACS develop and implement till the 
end of 2019 the monitoring and evaluation 
system for training programs and trainers. 

Participation of ministries (HRM departments and 
Chairmen) in the training content development, 
sharing information about existing trainings 
with CS should become mandatory for HRM 
departments and Chairmen, which will facilitate 
the participation of the CS in trainings and increase 
the interest of Chairmen on participation of their 
stuff in trainings.

This policy option will enable to develop within 
3 months after the adoption of the ministries’ HR 
development strategies, new training programs 
and update existing  programmes with practical 
tasks.

POLICY OBJECTIVE FOR POLICY OPTION 4:  QUESTIONS AND PERFORMANCE MEASURES
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POLICY OPTION REQUISITES
Ministry administrative capacity

Policy options will vary in the amount of manpower 
and time it will require to implement them. 

Such manpower and time needs can be incidental 
(only during policy implementation) but they can 
also be structural (policy maintenance).

Manpower and time are limited resources and 
complicated or intensive policy options may be 
difficult or impossible to administrate in reality.

For this reason, manpower and time requirements 
need to be considered. 

Budgetary needs of a policy option

For each policy option, the budgetary needs need 
to be included. This comprises:

Initial policy implementation cost: the capital 
investment budget and/or operational budget 
required to first implement the policy.

Policy maintenance cost: the operational 
and capital investment budget cost that will 
structurally be needed to keep this policy in place 
every year (salaries, maintenance, repairs, general 
expenditure, etc.)

An indication of how this policy can be 
financed: can it be partially or fully covered from 
the current budget allocation or is additional 
budget necessary and where could this come 
from?

Legal needs of a policy option

For each policy options, the legal requirements 
need to made explicit. This refers to new legal 
needs such as a new law, international treaty or 
regulation.

The section in the policy submission should briefly 
identify the key issue that requires this new law 
or regulation. (e.g. new authorities for a particular 
organization, etc.)

Not all policy options will always require a legal 
requisite to be implemented

This is important information because especially 
in case of required new laws, the implementation 
process can be very long due to the involvement of 
parliament. The CABMIN should be able to decide 
whether they want to pursue a policy option with 
such requirements or not.

Stakeholder agreement

Some policy options will require close cooperation 
with other government organizations or 
organizations outside government to be 
implemented.

A plan to identify the tasks, resources, contributions 
and results for which each stakeholder is 
responsible to provide or achieve should be 
prepared as a supporting document to the policy 
submission (a different plan might be required 
for each policy option, possibly with different 
stakeholders).

If these stakeholders are actively required to 
cooperate, the policy submission should have the 
relevant signatures of the stakeholders to signify 
that they agree to participation in the policy 
option in accordance with the plan.
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POLICY OPTIONS PROS AND CONS
Why do we need policy option pros 
and cons?

It is rare for a policy option to just have good 
aspects, most policy options have a mixture of 
good and less good qualities. 

Only by knowing what is good and what is bad 
about a policy option, can the Cabinet of Ministers 
make an informed decision.

Very often in policy making, the Cabinet of 
Ministers will need to make a trade-off, deciding 
which combination of good and bad they are 
willing to accept. 

It is essential for the ministry to be honest about 
the good and the bad aspects and not to leave 
out or exaggerate good or bad aspects in order to 
influence the decision of the CABMIN. 

How do we determine pros and cons?

Each policy option has strengths and weaknesses, 
which can be determined by comparison. There 
are two points of comparison: 

The policy option can be compared to the stated 
policy objective and any background requirements 
or prescriptions;

The policy option can be compared to the other 
policy options.

Comparative analysis
The same sort of categories used to select or 
discard policy options, can also be used to 
generate and compare pros and cons: 

• Achieving the objective (delivers the target/
delivers more /delivers less)

• Time need to implement (results appear 
quickly/results appear as planned/results will 
appear slower)

• Cost of the policy option (High/moderate/
low)

• Legal instruments needed (Requires a law/
requires regulations or decrees/mixture/no 
legal instruments needed) 

• Stakeholder support (ample support/
sufficient support/resistance)

• Complexity of the approach (easy to 
implement by the administration/moderately 
difficult but doable/very difficult to implement, 
requiring special attention)

• Likelihood of success (what is the expert 
opinion on how likely it is that the policy 
option would be successfully implemented) 

• Level of controversy (some policy options 
will cause political debate whereas others are 
more neutral)

PThe ministry has the right to indicate which of 
the policy options that it prefers. 

PThe ministry should give an explanation for 
why a particular policy option has its preference.

PThe explanation should draw on the 
conclusions and assessments provided in earlier 
sections of the policy submission, such as the 
background, policy options overview and 
comparative analysis.

PThe Cabinet of Ministers might still decide the 
pick another policy option that does not have the 
ministry’s preference.
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PROS AND CONS OF A POLICY OPTION 1

•	 Pro:

	 Increase CS motivation;

	 Increase accountability of HR departments, Chairmen, Training cemtres and CS; so CS 
training will be real not only formal/ on paper;

	 Further raise of competitiveness among CS, Trainers, Training Centers;

	 No needs in additional budget funds; 

	 Further reducing of corruption.

•	 Con:

	 Requires adaptation of new legislation;

	 It is difficult to overcome the resistance of the main Stakeholder;

	 Facilitate the withdrawal of funds from the budget into the private sector;

	 Increase the load on HRM department during first few years.

Pros and cons of a policy option 2

•	 Pro:

	 Increase competition among coaches and training institutions from 0% to 100%; it leads to 
the improvement of curricula/training programmes, their updating, etc .;

	 Simplify the engagement of foreign trainers with advanced experience and knowledge;

	 Eliminates corruption in state and local/communal bodies;

	 Relieve tensions between key players of the domestic public training sector the NACS and 
NAPA.

•	 Con:

	 The NACS and NAPA do not support such changes; this may lead to the fact that the goal in 
general may not be achieved;

	 Lack of developed market of training services in the private sector.
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Pros and cons of a policy option 3

•	 Pro:

	 Highly qualified trainers;

	 Increased salary/payment for trainers;

	 Increase in the number of foreign trainers;

	 Increase the number of CS and Trainers with diploma an dor Certificates on Public 
administration;

	 Developed monitoring and evaluation systems of trainers;

	 Raising private funds in the training sector.

•	 Con:

	 Lack of Trainings for trainers and trainers for trainers;

	 Outflow of funds from the public sector to the private sector;

	 Overload of the NACS;

	 A sharp increase in the cost of salary/payment for trainers; therefore, requires additional 
budget expenditures.

Pros and cons of a policy option 4

•	 Pro:

	 HRM departments and Chairmen are involved in the development of trainings content, they 
know about the content of the training, they are interested in them;

	 HRM departments and Chairmen share information with CS on available training for the CS;

	 Improvement of cooperation will facilitate a qualitative TNA, consultations with stakeholders;

	 Transparency and access to the information about available trainings on websites of the 
NACS, ministries and training centers;

	 Can be implemented rather quickly.

•	 Con:

	 Requires additional budget funds;

	 Overload of HRM departments and Chairmen;

	 Does not provide the introduction of a free training market, ie competition;

	 Does not solve problems systemically.
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POLICY LOGIC

A good policy approach requires a strong 
logic

A key quality indicator of a good policy option is its 
strong logic.

The logic of a policy option has to be convincing. 
The policy option has to make sense. A policy 
option makes sense if the activities and actions 
undertaken in the policy approach work together 
in order to realistically achieve the policy objective.  
One step has to lead to the next; each step is a link 
in the logical chain.

Policy options with a strong, realistic logic have a 
much greater chance to successfully deliver the 
policy objectives. The policy option becomes more 
robust. 

A strong logic makes it easier to write a convincing 
policy submission, that can win the approval of the 
CABMIN. 

A strong logic makes it easier to prepare a detailed 
implementation plan for the policy option selected 
by the CABMIN. 

So what is policy option logic?

Much of what we have discussed before regarding 
the problem analysis and generation of policy 
options was concerned with analysis and logic. 

The policy option logic shows the logical chain 
connecting the issues with the causes and 
subsequently how we can influence these causes 
and how we would do that.
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Common mistakes in logic

“Oh, we didn’t consider that”

This is a sign that the policy developers did not 
take sufficient time and effort to think through 
their policy. They skipped logical steps or failed 
to thoroughly analyze the issue. Policy making 
is serious stuff and it requires full attention and 
maximum effort. 

“Of course this is right and that is wrong”

This is a sign of jumping to conclusions. The policy 
developers made an assumption that they knew 
how or why something is, without testing it. They 
might be right, but if they are wrong the policy 
will not be effective. Don’t just assume you know, 
make sure. 

“Somebody else will do that”

This is also an assumption. The policy developers 
assume another organization will do this, so they 
don’t have to do anything with this. This might be 
true, but if the other organization doesn’t do as 
assumed or does it differently, the policy will be in 
trouble. Don’t just assume you know, make sure. 

Policy option logic is often not shown 
explicitly

The logic of policy options is not normally 
addressed explicitly in policies. There is no section 
named “Logic”.

It can only be detected implicitly in the problem 
analysis and policy approach.

Nonetheless, the policy option logic is important 
and the SCMU will review the problem analysis 
and policy option approach for implicit logic.

You can detect logic by looking for sequences of 
logical steps, often indicated by chapter or section 
headings, the inclusion of problem and objective 
trees and the use of marker words and phrases 
such as: “because of”, “therefore”, “to accomplish 
this” etc.

Policy logic: FORMULA

The problem is […] because of […]_therefore 
the solution is […] , so we achive that […]_to 
accomplish this:

• Policy option 1

• Policy option 2 

• Policy option 3 
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LOGICAL FRAMEWORK

POLICY APPROACH AND LOGIC

Once you have the internal logical sequence of a policy option, conversion to a logical framework is 
relatively easy.

This is because the logical framework is nothing more than a hierarchy of logical steps that flow from the 
actions at the bottom to the goal at the top. 

The indicator column of the logical framework will have to be populated with indictors of progress 
(milestones) and of completion, which will be needed for reporting to the ministry and CABMIN. This can 
easily be derived from the policy content.

The means of verification will be used for verification by the ministry and likely the SCMU. This is essentially 

evidence of performance.

LOGICAL FRAMEWORK MATRIX
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BOTTOM-UP LOGIC OF THE LOGICAL FRAMEWORK APPROACHBottom-up logic of the logical 
framework approach



62

POPULATING THE LOGFRAME
CHAIN OF LOGICAL STEPS

Populating the logframe

94

Issue Causes
(direct)

What 
influences 
the causes?

(indirect)

How do we 
plan to 
address

these causes

Result: Implemen-
tation

planning

Implemen-
tation

activities

Chain of logical steps

Flipped to objective Flipped to objective +
performance indicator
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REGULATORY IMPACT ASSESSMENTS

How can we make draft policies 
better?
What does “better” mean?

• More effective (delivering the policy objective 
and goal)

• More efficient (reducing resource 
requirements)

• Fewer negative effects (don’t create problems 
elsewhere)

• More just (avoid unjust and unfair treatment 
of one group compared to another)

• More predictable (create stability with few 
needs for change)

• More coordinated (linking policy efforts of 
different ministries)

• More corruption proof (reduce opportunity 
for corruption)

• And so on….

This means we need to think ahead about the 
impact of the draft policy

Impact assessments
Impact assessments are an important method 
to increase the quality of your policy proposals 
during policy development.

These impact assessments are ex ante: we are 
trying to predict what the effects are of the policy 
once it is implemented. Based on what we learn, 
we can then improve our policy proposal or we 
can pick the most optimal policy option.

We can try to determine the impact of a proposed 
policy on anything that you want to focus on: 
businesses, citizen groups, privacy, environment, 
etc. 

We can also focus on the comparison of the cost 
of a policy option with the benefits for society if a 
policy option is implemented. This provides more 
detailed information for decision-makers.

What is a regulatory impact 

assessment?
Regulatory impact analysis is a type of impact 
assessment 

“RIA is a systemic approach to critically assessing 
the positive and negative effects of proposed 
and existing regulations and non-regulatory 
alternatives.” (OECD)

It is a process with certain tools and methods that 
need to be applied during policy development or 
policy review. 

There is not one way to do RIA properly. Every 
government decides for itself how it wants to 
organize RIA and what key activities and outputs 
come from the RIA process. But there are common 
elements.

Spread of RIA practices across 
governments
The foundation of RIA came in 1946 with the 
Administrative Procedure Act in the US. RIA was 
formalized in the USA during the 1970 for inflation 
impact assessment.

Over time, this instrument was adopted by many 
countries within and outside the OECD with 
different applications and focus areas.

The scope of RIA kept increasing and it is now 
often used to label a package of quality enhancing 
measures applied to regulatory efforts.

 The EU covers RIA in the “Better regulation” 
guideline and toolbox.

(Regulatory) impact assessments 
resources
There are many resources regarding RIA:

• http : / / ru lemak ing.wor ldbank .org/r ia -
documents

• http://www.oecd.org/gov/regulatory-policy/
ria.htm

• https://ec.europa.eu/info/law/law-making-
process/planning-and-proposing-law/impact-
assessments_en
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Ukraine legal framework

Ukrainian legislation calls for RIA:

• Law of Ukraine on the ‘Principles of State 
Regulatory Policy in the Area of Economic 
Activity’

• Rules of Procedure of CABMIN in articles 
50.1 and 52.3.5 calls for an examination of 
regulatory impact.

• Annex 4,8 and 9 of the CABMIN rules of 
procedure also reference the RIA.

However, in Ukraine RIA seems not to be used 
often (~3% of key legislation) 

Why are RIAs used?

Why does government spend time, effort and 
cost on conducting RIA?

Better policy development will increase the 
chance of better policy results;

Centre of government may use RIA to check 
quality, impartiality etc, of policy proposals 
prepared by ministries (principal-agent issue);

Centre of government may use RIA to push for 
policy alternatives;

Centre of government may use RIA to push 
horizontal policy issues or special priority issues; 

Government may use RIA to counter outside 
political pressure to  select an option; 

Government may use RIA as a risk management 
tool to get information on what citizens, 
businesses etc., are impacted by proposed policy.

Government may use RIA to signal improved 
policy development processes and decision-
making to VK, citizens, EU and other international 
partners.

Who conducts the RIA?

RIA is conducted by the organization and the 
department preparing the policy options. 

RIA aspects may need cooperation with other 
departments in the ministry or it may require 
cooperation with other ministries in case it is a 
cross-cutting policy issue. 

The responsible organization /ministry may 

outsource parts of the RIA, but the overall 
responsibility remains with the ministry.

Limitations on RIA use

RIA processes take considerable effort to be 
completed and there may be limitations to its use 
despite its quality enhancing effects:

Government staff trained and experienced in 
completing RIA processes and its key components 
may be limited in number;

Outsourcing parts of RIA require funding that may 
not be available

The overall time required for a full RIA may not be 
available. 

For these reasons, governments often scale their 
RIA efforts with more extensive RIA processes used 
only for key initiatives and simpler RIA approaches 
for more common use. 

Requirements for organizing RIA

To properly conduct RIA in a systematic, high-
quality and consistent manner, requires a number 
of things:

• An officially approved guideline for 
government on how and when to conduct 
a RIA, including specific guidance on the 
CBA and other techniques;

• Trained staff at the ministries who know 
how to conduct RIA in accordance with the 
guideline;

• Time and resources for the ministries to 
conduct RIA

• Centre of government institutions (SCMU) 
able to review submitted or requested 
RIA;

• A decision-making mechanism to decide 
on the results of the RIA to select particular 
a policy option.

So what are common elements in RIA?

• Problem analysis

• Generation of options
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• Stakeholder involvement

• Cost-benefit analysis or cost-effectiveness analysis

• Multi-criteria analysis

• Risk analysis

This results in an evidence-based, thoroughly analyzed set of policy options with a preferred option for 
consideration by decision makers. 



66

MULTI-CRITERIA ANALYSIS
What is multi-criteria analysis?

Multi-criteria analysis is a method to compare 
different policy options on a number of criteria 
considered important to decision makers.

This method allows a more systematic and 
structured way of comparing alternatives. 

The result is a ranking of the policy options, with 
the highest ranked option scoring highest on 
most criteria.

This method is often done in addition to a cost-
benefit analysis. 

Two ways of scoring and comparing

Standard MCA: focuses on criteria performance 
scores whether ranked, scored or weighed. This 
method is easier and more straightforward to 
understandю

The outranking method: focuses on ranking 
policy options by looking at the preferences of 
the decision-makers, as indicated by the weights 
assigned to the various criteria. 

This method is non-compensatory, meaning 
that good performance on one criteria does not 
compensate for poor performance on another 
criteria. 

This method is good for more complicated 
comparing of policy options, for example when 
political support or opposition for a particular 
criteria is significant and policy makers want to 
accommodate or avoid this. 

Steps in a multi-criteria analysis:

1. Establish the decision context. (What are 
the aims of the MCA?)

2. Identify the options (what options will 
you compare?)

3. Identify the criteria (what criteria will you 
use to compare the options?)

4. Describe the expected performance of 
each option against the criteria (how good 
is performance on the criteria?)

5. ‘Weighting’. Assign weights for each of the 
criteria to reflect their relative importance 
to the decision. 

6. Combine the weights and scores for each 
of the options to derive and overall value. 

7. Examine the results. 

8. Conduct a sensitivity analysis of the 
results to changes in scores or weights.

Ranking, scoring and weighing

In MCA you can choose to rank option performance 
on a criteria. For example, you can assign ++, +, +-, 
-, --  or 1 to 5 stars, etc.

 You can also choose to score them, for example 
on a scale of 0-100. Scoring allows you to do more 
accurately compare or even make composite 
scores.

Weighting can be adopted in case some criteria 
are more important than others. 

The outranking method requires scores and 
weights.

Example MCA grid (standard, criteria 
performance-focused,  not scored and not 
weighted).
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Example MCA grid (standard, criteria performance-
focused,  not scored and not weighted)

110

This is quick to make but less easy to determine which is the best because there 
is no information on what criteria matter most and they are not comparable. 

Source: Multi-criteria  analysis:  a  Manual,  Department  for  Communities  and  Local Government, London, 2009

Nr. Candidate name

Attended 
EBPPM 
course

English 
language 
fluency

Time 
availability

Previous 
training 
experience

Years of 
experience in 
civil service

Opportunity to 
teach EBPPM to 
civil servants Total score

1 A 100 100 100 100 33 100 86,6
2 B 100 100 66 100 66 100 84,7
3 C 100 100 100 100 33 100 86,6
4 D 100 100 100 0 100 0 75
5 E 100 66 33 100 33 0 48,05
6 F 100 100 66 33 100 0 69,8
7 G 100 100 100 0 66 0 68,2
8 H 100 33 33 100 66 100 63,05
9 I 0 100 33 100 0 100 53,25

10 J 100 33 100 100 100 100 86,6
11 K 0 66 33 66 100 100 63,05
12 L 0 100 66 0 66 100 64,7
13 M 0 66 66 0 100 100 64,7
14 N 0 100 66 100 66 100 74,7

This is quick to make but less easy to determine which is the best because there is no 
information on what criteria matter most and they are not comparable.

Source: Multi-criteria  analysis:  a  Manual,  Department  for  Communities  and  Local 
Government, London, 2009

EXAMPLE MCA GRID (STANDARD, CRITERIA PERFORMANCE-FOCUSED, NOT SCORED 
AND NOT WEIGHTED)
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EXAMPLE MCA GRID (STANDARD, SCORED AND WEIGHTED)

The weighted scores make it easy to compare criteria and overall scores. Good scores on 
one criteria may compensate a mediocre score on another criteria. 

Source: EU better regulation toolbox tool 63135

Example MCA grid (standard, scored and weighted)

The weighted scores make it easy to compare criteria and overall scores. Good scores on one 
criteria may compensate a mediocre score on another criteria. 

111

Notice that the weights add up to 100. Weighted scores

Nr.
Candidate 
name

Attended 
EBPPM 
course

English 
language 
fluency

Time
availability

Previous
training
experience

Years of 
experience 
in civil 
service

Opportunity 
to teach 
EBPPM to 
civil servants Total score

1 A 100 100 100 100 33 100 86,6
2 B 100 100 66 100 66 100 84,7
3 C 100 100 100 100 33 100 86,6
4 D 100 100 100 0 100 0 75
5 E 100 66 33 100 33 0 48,05
6 F 100 100 66 33 100 0 69,8
7 G 100 100 100 0 66 0 68,2
8 H 100 33 33 100 66 100 63,05
9 I 0 100 33 100 0 100 53,25

10 J 100 33 100 100 100 100 86,6
11 K 0 66 33 66 100 100 63,05
12 L 0 100 66 0 66 100 64,7
13 M 0 66 66 0 100 100 64,7
14 N 0 100 66 100 66 100 74,7

Weighing
factor 20 25 10 20 15 10 100
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RISK MANAGEMENT

Why include risk management in the 
implementation plan?

Things go wrong!

It is common for implementation processes to 
run into difficulties that impact implementation 
with delays, cost over-runs or even the complete 
halting of an implementation process.

It is unrealistic to assume the best circumstances 
will occur when implementing a particular 
policy and therefore not spend effort on risk 
management.

It is equally unrealistic to just assume that risks 
if they occur will “somehow be managed”. 
Maybe the negative impacts can be managed but 
this will cost time, money and effort whereas with 
a plan the risk might have been avoided. 

Good planning requires that some thought has 
been put into anticipating where things might go 
wrong and how to respond in such a case. This will 
be done not only at the implementation planning 
phase but also during actual implementation. 
This increases the chance of successful 
implementation.

What are rIsks?

Risks are potential developments that may hinder 
or stop or otherwise have a negative effect on the 
implementation of policy. 

Risks can come from outside developments, but 
they may also occur due to internal issues or as a 
result of decisions.

Risks have not actually happened yet: they may or 
may not happen. If they happen, they may have 
different levels of negative impact.

Risk = likelihood of occurring x severity of impact

rIsk management elements

Risk management covers a number of steps:

Identifying risks: reviewing the implementation 
approach, work breakdown structure and other 

implementation plan documents might uncover 
risks where things might not proceed as planned.

Risk impact determination: or each risk, what 
is the impact on the implementation process? 
What are the consequences if this risk actually 
materializes?

Risk likelihood determination: how likely is it 
that a risk emerges? Is it probable? Remote? 

Risk assessment: combining impact and 
likelihood for each risk to generate a risk matrix;

Risk mitigation planning: can we avoid the 
emergence of the risk altogether by doing 
something? Or can we limit the impact if the risk 
emerges by taking measures? What are those 
measures?

Identifying risks

There are many ways to identify risks, although it 
is not easy to be comprehensive:

• Risk breakdown structure: this takes the 
WBS and examines for every activity what may 
go wrong there.

• Broad scope mnemonic methods for 
brainstorming, such as PESTLE: 

o	 Political - What are the political 
factors that are likely to affect the 
business?

o	 Economic - What are the economic 
factors that will affect the business?

o	 Sociological - What cultural aspects 
likely to affect the business?

o	 Technological - What technological 
changes that may affect the 
business?

o	 Legal - What current and impending 
legislation that will affect the 
business?

o	 Environmental- What are the 
environmental considerations that 
may affect the business?

Talking to implementation experts: 
implementation experts may know what 
commonly goes wrong or where design 
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weaknesses are.

Learning from similar previous programs: try to 
understand and prevent what went wrong before. 

Risk likelihood varies 
Not all risks are equally likely to happen. A range 
could include:

• Rare

• Unlikely

• Possible

• Likely

• Almost certain

Risk likelihood is an estimation of the chance 
that something may or may not happen. It is 
not possible to predict the future, but we can 
categorize these broadly.

Experienced staff who have handled similar 
projects or programs may be a source of decent 
estimations, but best to use a mixed group to get 
estimations to reduce bias.

Risks have different levels of impact

Not all risks will have the same impact when they 
occur. A range could include:

• Insignificant

• Minor

• Moderate

• Major

• Catastrophic

Other ranges are possible, also quantified ranges

For each risk we have to categorize what impact 
the risk would have on the implementation of the 
policy.

Categorizing can be done with qualitative analysis 
or in case of complicated or high-stakes policies 
and projects with quantified methods.

MAPPING RISK IN A RISK MATRIX

 Identified risks (blue dots) are plotted into the 
matrix (3x3 here).

Risks in the green area are not a serious threat to 
the implementation process. 

Risks in yellow are in practical terms the biggest 
threats as these can significantly affect the 
implementation efforts. These risks need to be 
carefully managed and contingency plans need 
to be put in place. 

Risks in red are such great threats that this might 
require the redesigning of the implementation 
plan or the implementation approach. These risks 
might represent fatal flaws in the implementation 
design. 

Risk mitigation measures

Rather than just waiting passively for a risk to 
materialize or not, we can adopt measures to 
reduce our exposure to risk. We can attempt to:

    -           Risk acceptance: decide to take the 
negative impact of the risk if it occurs

-       Risk transfer: ensure we don’t take the risk if 
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it occurs, but rather somebody else or some other 
organization 

-            Risk limitation: try to reduce exposure 
to the risk, either by reducing its likelihood or its 
impact

-             Risk avoidance: ensure the risk is eliminated, 
the risk never triggers.

Some risk mitigation methods

Risk transferring: using contractors, contracting 
out to other organizations, outsourcing to 
different levels of government, outsourcing to the 
private sector.

Risk limitation: standardization, contingency 
planning, risk buffering, performance monitoring, 
coordination and control methods, reducing 
(political) decision moments, earmarked budgets. 

Risk avoidance: redesign of the implementation 
plan, canceling the policy, changing the policy 
content to bypass the issue, specific measures to 
eliminate a particular risk.

These are just some generic examples of risk 
mitigation. Many more exist depending on the 
particulars of the policy and its associated risks.
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