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What is policy implementation planning 

and why is it necessary?

• Policy implementation planning concerns the detailed planning of 

how we would implement a policy once it has been approved. How 

can we actually make it a reality? 

• Policy implementation planning is often ignored or not taken 

seriously  with the focus being on policy formulation and approval. 

• Quite often, policy options contain smart solutions that would solve 

the key problem, but the actual implementation of the policy 

option may be very problematic, reducing likelihood of success. This 

is not always clear to decision-makers.

• Without proper policy implementation planning, your policy will 

likely not be implemented properly, on-time and on-budget, 

meaning that it will not achieve its envisioned results
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Implementation planning in the policy cycle 
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4. Policy 

implementation

2. Policy 

formulation

1. Agenda

setting

5. Policy 

evaluation

3. Policy 

approval

Policy implementation 

planning is part of the 

policy formulation phase.

However, not all 

implementation planning 

happens at the same time.

Since this is time consuming, 

we only want to do this for 

the policy option that was 

selected.

So we provide a preview of 

implementation 

requirements for decision-

makers to pick an option. 

Only after that do we make 

the full implementation plan. 



What is an implementation plan?

• An implementation plan is a document or set of documents 
that address the details of the implementation process 
needed to implement a policy.

• It will answer the question: how are we going to implement 
the policy?

• It contains the preparatory work that needs to be completed 
before the actual implementation work commences. 

• This preparatory work covers a number of different aspects of 
the implementation itself as well as a number of framework 
or supporting issues.

• The preparation of an implementation plan might take some 
time to do properly, but this is usually worth the time.
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What information is in an 

implementation plan?

A policy implementation plan includes a number of different 
elements:

1. Implementation approach (what is the implementation arrangement blueprint?)

2. Work-breakdown schedule (wat activities are we doing)

3. Implementation results framework (how do we measure if we are making 
progress?)

4. Timeline (how long do we have and when?)

5. Responsibility matrix (who does what?)

6. Resource allocation matrix (what resources do we need when?)

7. Risk management framework (what could go wrong and how do we respond?)

8. Management and coordination mechanism (how do we manage the process?)

9. Communication planning (how do we communicate progress and results?)
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Who is responsible for preparing the 

implementation plan?

• The ministry or agency that is in the lead in developing the policy 

concept is also in the lead in planning the implementation. 

• However, implementation planning needs to be done with the 

active cooperation of all organizations involved in the 

implementation. 

• These can be key stakeholders in government, such as other 

ministries but it can also be stakeholders outside government. 

• Only involve those organizations that really have to contribute to 

the actual implementation activities. 

• These key stakeholders of the implementation process need to 

formally agree to the implementation plan and their role in it. 
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Whom to involve?

• It is important that the lead ministry involves key stakeholders in 

preparing the implementation plan. 

• In particular, it should involve stakeholders who have to actively 

contribute to implementation of the implementation plan.

• This includes stakeholders which have to conduct activities, provide 

resources (staff, equipment, materials, funding), make key decisions or 

arrangements. 

• If these key stakeholders refuse to cooperate with your implementation 

plan, this will hinder or even stop your implementation process. 

• For these stakeholders, official approval of their role, timeline, etc. in the 

implementation plan is required. 

• This does not mean that key stakeholders need to formally agree with 

aspects that don’t concern them. The lead ministry is in charge.
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Who is responsible for implementing the plan?

• The lead ministry has the overall responsibility for the 

implementation process in accordance with the implementation 

plan. 

• The lead ministry needs to implement not only its own activities, 

but it is also responsible for process management. 

• However, for specific activities or components there maybe a 

different organization that is responsible, but only for that activity 

or component. 

• If such a non-lead organization fails to deliver their activity on time 

due to mistakes, they are responsible for this. However, the lead 

ministry is responsible for managing the response to the delay and 

it is responsible for getting the project back on track. 
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Why bother doing detailed planning?

• “Failing to plan is planning to fail.”

• Even though implementation planning takes considerable time and effort, 

it is normally considered worthwhile because of a number of benefits: 

– It makes it clear to all involved what they have to do;

– It makes it clear to all involved what their objectives and outputs are;

– It ensures everybody’s work in done at the right time;

– It ensures that everybody works cooperatively and to the same goals;

– It facilitates that the necessary resources are allocated (funds, staff, etc.);

– It allows management overview and rapid detection and action to emerging 

problems;

– It ensures that many risks are eliminated or that they can be handled 

appropriately. 
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The policy implementation should not be 

an black box 
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The government program should be a 

transparent box 
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Why is detailed work planning 

necessary?

• This is the level where all the details of the 

actual work will come together:

– People are allocated and charged with particular 

tasks

– Resources are allocated for specific purposes

– Activities and outputs are connected

– Coordination is planned at this level

– Key progress measuring will occur at this level 
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IMPLEMENTATION PLANNING IN 
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Policy implementation planning in 

Ukraine
• Policy implementation planning is not strongly present in 

the current rules of procedure of CABMIN;

• Implementation is either presented as something that 
needs to “just” happen or as something that needs to be 
monitored. It does not seem to be  something that needs 
to be planned. 

• No implementation plan template is provided in the 
annexes of the RoP for policy proposals.

• Some ministries may have developed their own 
template, but there seems to be a high degree of 
variation between ministry practices.
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Implementation planning in the 

Rules of Procedure of CABMIN

• Implementation planning is required in the 

RoP of CABMIN:

– Article 56.3 (Objectives, implementation 

monitoring (annex 10)

– Article 60 requires action plan for implementation

• However, it is not mentioned extensively and at a 

high level of abstraction. No annexes focus 

exclusively on implementation planning.
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Government of Ukraine 

types of planning documents

17
Rare?

Example: Government medium term plan priority actions 2020

Example: Government annual plan priority actions 2017  

Example: National Transport Strategy Drive Ukraine 2030

Example: Implementation of the AA/DCFTA

“On Approval of the Strategy for the Implementation of the Provisions of the 

European Union Directives in the Field of Postal Services and Courier Services 

(Roadmap)”, Cabinet of Ministers of Ukraine Order nr. 104, February 14, 2018.

Example: Action plan for the implementation of the AA/DCFTA

Example: Action plan for National Transport Strategy Drive Ukraine 

2030

Example:CABMIN order 2017 no. 974 ‘On approval of the concept on reforming 

professional training system for civil servants, local state administration heads, 

their first deputies and deputies, local self-government officials, local councillors”. 



Postal services case (Action plan on 

implementation of the AA/DCFTA)
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No Provisions of the 

Agreement/ 

Decision of the 

authority  

EU law act Direction Task Measures of the 

task 

implementation 

Scheduled 

time 

Responsible 

government 

authorities 

1801 ІV.,6.,5.,4.,109–

114, Annex XVII 

Directives 

97/67/EC, 

2002/39/EC, 

2008/6/EC 

Postal 

services 

Harmonization of national 

legislation with acquis 

communautaire in the sphere of 

postal services, in particular the 

implementation of the provisions of 

Directive 97/67/EC of 15 December 

1997, amended by Directive 

2002/39/EC of 10 June 2002, 

Directive 2008/6/EC of 20 February 

2008 concerning the introduction of 

the rules on: 

– the conditions regulating the 

provision of postal services, 

– provision of universal postal 

services, 

– funding of universal postal 

services on terms that guarantee the 

provision of services on an ongoing 

basis, 

– tariff principles and transparency 

of accounts for the provision of 

universal postal services, 

– establishment of quality standards 

for the provision of universal postal 

services and the introduction of a 

system to ensure compliance with 

those standards, 

– harmonization of technical 

standards, 

– ensuring the independence of the 

national regulatory authority 

To draft the Law of 

Ukraine “On 

Amendments to the 

Law of Ukraine “On 

Postal 

Communication” 

31 December 

2017 

Ministry of 

Infrastructure 

NCCIR (National 

Commission for 

the State 

Regulation of 

Communications 

and 

Informatization)  

(subject to its 

consent) 

To study the draft 

legislative act with 

EU experts 

To forward the draft 

legislative act to the 

Cabinet of Ministers 

for submission to the 

Verkhovna Rada’s 

consideration 

To provide support 

for the Verkhovna 

Rada’s consideration 

of the draft 

legislative act 

 



Typical action plan information

Planned Activity 
Period of 

execution

Responsible of 

implementation
Partners Expected result(s)
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The content of the basic 

tasks

The name of the 

event

Term of 

execution

Responsible for 

the execution of
Indicators of performance



Annotated example
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6. V.7.368, Annex XXXII Directive 

2001/14/EС

Rail transport Development of a regulatory framework 

concerning the equal access to rail 

infrastructure

To develop an organizational chart for 

equal access to rail infrastructure

31 October 

2022

Ministry of 

Infrastructure

State 

Administration 

of Railway 

Transport of 

Ukraine 

‘Ukrzaliznytsia’

Ministry of 

Finance

Ministry of 

Economic 

Development 

and Trade

Ministry of 

Justice

AMCU

To develop and approve the Rules of 

equal access to the rail transport 

infrastructure

To draft the Procedure concerning the 

equal access to the rail transport 

infrastructure in accordance with the 

provisions of acquis communautaire

To study the draft regulations with EU 

experts

To approve the regulations 

Many responsible 

organizations, but not 

specified here for what

A bit more detail here 

with measures on task 

implementation, but 

still a lot bundled.   

Other aspects of this 

directive in related 

rows above and below 

this entry

This is an overview document so a low- level 

of detail is allowable here,

but it needs detailed plans below this one



Example practice:

Operational plan Ministry of Finance (Q3 2018)

• This example shows a recent attempt to build a systematic 

framework towards more activity level planning. It allows 

better internal monitoring of implementation efforts. 
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№

Підстава

для виконання

№ і найменування 

завдання зі 

Стратегічного 

плану, або 

ініціативний захід

Найменування заходу зі 

Стратегічного плану
№ і найменування етапу заходу Виконавець

Співвиконав

ці

Встановлени

й строк 

виконання

Індикатор виконання (форма 

завершення заходу)
Актуальний стан виконання Ризики Департамент

1

Стратегічний план 

діяльності 

Міністерства фінансів 

України на 2018–2021 

роки/ Стратегіїя 

реформування 

системи управління 

державними 

фінансами на 2017-

2020 роки

Завдання 1.1. Впровадження 

середньострокового 

бюджетного планування

1.1.1. Аналіз можливостей 

запровадження бюджетної маржі та 

її застосування для створення 

резерву планування

1.1.1.1. Вивчення міжнародного досвіду щодо 

бюджетної маржі 
.04120 _ 8/30/2018 Матриця порівняння моделей бюджетної маржі

Вивчення досвіду Швеції, Франції, 

Великої Британії
0

04000

2

Стратегічний план 

діяльності 

Міністерства фінансів 

України на 2018–2021 

роки/ Стратегіїя 

реформування 

системи управління 

державними 

фінансами на 2017-

2020 роки

Завдання 1.1. Впровадження 

середньострокового 

бюджетного планування

1.1.1. Аналіз можливостей 

запровадження бюджетної маржі та 

її застосування для створення 

резерву планування

1.1.1.2. Розробка пропозицій щодо запровадження 

бюджетної маржі
.04120 _ 9/28/2018

Аналітична записка щодо можливості 

запровадження бюджетної маржі в Україні
- 0

04000

Частина І «Стратегічні заходи»

Операційний план діяльності Міністерства фінансів України на 2018 рік



IMPLEMENTATION APPROACH

Implementation plan section 1
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What is the implementation 

approach?

• The implementation approach is the overall 
concept for the implementation of the policy.

• It concerns usually the actual implementation 
phase as well as the policy maintenance phase 
(the service delivery phase)

• The implementation approach tells you what 
methods will be used to deliver the policy and 
with what instruments and what the required 
outputs and outcomes are.

• Usually this is already described fairly specific in 
the policy option. 
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The implementation approach links the policy 

option with the implementation plan.



Why is the implementation approach 

needed?

• The implementation approach is the 
foundation on which you develop your 
implementation plan.

• The implementation approach acts as your 
terms of reference for the preparation of the 
implementation plan. 

• Without an implementation approach, it 
would be unclear how to convert the policy 
solution into an implementation plan. 
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What to do if there is no 

implementation approach?

• There may not be an implementation approach 
available to use in preparing your implementation plan. 

• You should first make sure the implementation 
approach is not included or implicit in the policy 
concept or overarching action plan or road map or in 
EU law to be approximated.

• In case that there really is no implementation 
approach, you will have to discuss with the policy 
developers how they think the policy should be 
implemented. 

• If you are the policy developer, you will need to outline 
how the implementation approach would be.
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What information would you need from 

the implementation approach?

• Indication of overall objective

• Indication of required outputs

• Any politically important conditions or requirements

• Indication of policy instrument, delivery and  
enforcement mix

• Timeline

• Budget/resource availability

 Basically, answers to how, what , when, where, who, 
how much, etc.

27



Instrument, delivery and enforcement mix 

indicated by the implementation approach

• Policy instruments: the main tools used in the policy which 
can be categorized as:

– Money (tax, subsidies, tariffs, etc.) 

– Regulation (law, regulations, self-regulation, etc.)

– Advocacy (awareness, education, etc.)

– Direct provision (services provision by government)

• Delivery mix: which actors deliver the policy?
– By government directly (central/decentralized government)

– Through non government provision(NGOs, civil society private companies, public-private 
partnerships, INGO) 

• Enforcement mix: how are policies enforced?
– Criminal law

– Fines

– Exclusion

– Monitoring (by government, citizens, NGOs)

– Shaming

28



WORK BREAK-DOWN STRUCTURE
(INCLUDING TIMELINE) 

Implementation plan section 2+4
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WBS INTRODUCTION
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What is a work break-down structure 

(WBS)?

• The work break-down structure is a table that shows you the activity 

planning of the implementation work.

• The WBS is detailed and comprehensive and as such it provides the plan 

for the entire implementation work. 

• This is the document that will actually be used to inform and guide project 

and program managers during the implementation work. It is also used for 

determining implementation progress.

• The work breakdown structure (WBS)  is a core element of a good 

implementation plan. 

• The WBS is normally presented by a series of Gantt charts with 

accompanying texts to explain the various details. There are also 

professional software packages for project planning that use these.
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Using the work breakdown structure to 

plan other elements

The WBS provides the framework for the implementation phase 
but to be complete the WBS needs a few other elements:

1. Timelines: what time has been allocated to the activity before it has 
to be completed (also applies to the time to deliver project outputs 
and program results);

2. Responsibility: which organization (and person)is responsible for 
ensuring the timely and good implementation of the 
activity/output/result;

3. Resources: what resources are required to successfully complete 
the activity/output/result;

4. Dependencies: the WBS needs to show which 
activities/outputs/results are dependent on the completion of other 
activities, outputs and results before they in turn can commence 
and be completed.
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Example WBS structure

33

Nr.

Organization 

responsible Status

1 1 2 3 4 1 2 3 4 1 2

1.1

1.1.a Completed

1.1.b Started

1.1.c Pending

1.1.d Pending

1.1.e Pending

1.2

1.2.a Completed

1.2.b Pending

1.2.c Pending

1.2.d Pending

1.2.e Started

1.2.f Pending

Objective/Task/Activity January February Etc.

Output

Numbering of

activities and 

its parent

Descriptive 

name of the 

task or activity

Lead organization 

responsible for 

implementation

Quick reference

Status bar

Timeline blocks

(here subdivided 

in months with 4 

weeks)

Dependency 

arrow (shows 

activity 1.2.b 

needs 1.1.b to be 

completed)

Output from the 

activity (actual, 

process, or 

others)

Other columns can be added to 

show different information. The WBS 

contains a number of different 

information streams in one table.



100% rule for work planning

• The WBS should cover all the activities needed to deliver the project 
outputs and all the project outputs needed to deliver the program result. 
It should also contain all program results needed to achieve the policy 
objective. 

• This is called the 100% rule: it ensures that all activities, outputs and 
results needed to achieve the policy objective are actually included in the 
plan and will therefore be implemented. 

• If only 90% is included in the plan that means that there are activities, 
outputs and results missing from the plan, which will then not get 
implemented and which will cause a failure to achieve to overall objective. 

• This is often an issue in implementation plans that cover different parts of 
an organization or different organizations, as each organization just plans 
its own WBS and assumes that other organizations will cover the rest. 
Invariably this does not happen or is insufficiently coordinated, resulting in 
less than 100% of the needed work being done and the objectives not 
being achieved.
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Linked WBS structures

35

Work breakdown structures need to be linked and aligned across 

organizations and  government levels

This ensures that 100% of 

the implementation work happens.

Horizontal 

coordination

Vertical 

coordination

Multi-level

coordination



Preparing a WBS template

• Check if there is an official template for a WBS that you have 

to use. This will show you what columns there are and what 

information needs to be displayed. 

• If there is no official template, you will have to prepare your 

own WBS structure and decide what information you want to 

have in the columns. You will also have to determine what 

scale to show on the time line.

• When you need to work with others who need to use your 

WBS, you may want to check if then need some additional 

information columns in the WBS.  
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Unpacking steps to generate WBS items

37

1. How would you do this if you were responsible for 

achieving the task? What steps would you take to 

make this happen?

2. Can you break it down into big chunks, such as part 

results or subcomponents of the overall task?

3. Can you generate activities to achieve those 

chunks? 

4. Can you ask somebody else (internet, colleague, 

expert, implementer) for a second opinion?

5. Update your list to reflect the second opinion.

6. Check if you now covered all activities to stick with 

the 100% rule.

7. Do you need to cluster activities under a summary 

header to keep the WBS workable (but document 

what you are summarizing!)

8. Enter it into the WBS.

9. Number items!



WBS PREPARATION FOR THE CASE
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Step 1: Breaking down the overall task

• Case: Universal postal services legal approximation 
AA/DCFTA

• Lets have a look at item 1801 regarding postal 
services in Ukraine which have to be delivered in 
compliance with directive 97/67/EC.

• We will study in particular the issue of universal 
service provision in Ukraine. 

• This dossier has gone through the strategic plan, 
action plan and a roadmap stage. 
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Background brief about universal 

postal services
• Universal postal services are basic postal services that should be available 

to all Ukrainian citizens no matter where they live and such services 
should be both affordable and of high-quality.

• Often such universal services are too costly for companies to provide and 
under normal market conditions, universal service provision would not 
happen. This is exacerbated by the reduction in traditional postal service 
use due to technological innovation.

• Because the postal market is a free market, there are special rules for how 
government arranges universal postal service provision, including funding 
arrangements to compensate a provider of universal postal services. 

• Currently, Ukraine does not have a mechanism to compensate the national 
provider (Ukrposhta) that is tasked with universal postal service delivery. 

• Although current Ukrainian law mentions that such a mechanism exists, 
there is no such mechanism nor legislation or regulations that indicate 
how such a mechanism would look like. 

40



Action plan on implementation of the 

AA/DCFTA: UPS entry 1801

41

No Provisions of the 

Agreement/ 

Decision of the 

authority  

EU law act Direction Task Measures of the 

task 

implementation 

Scheduled 

time 

Responsible 

government 

authorities 

1801 ІV.,6.,5.,4.,109–

114, Annex XVII 

Directives 

97/67/EC, 

2002/39/EC, 

2008/6/EC 

Postal 

services 

Harmonization of national 

legislation with acquis 

communautaire in the sphere of 

postal services, in particular the 

implementation of the provisions of 

Directive 97/67/EC of 15 December 

1997, amended by Directive 

2002/39/EC of 10 June 2002, 

Directive 2008/6/EC of 20 February 

2008 concerning the introduction of 

the rules on: 

– the conditions regulating the 

provision of postal services, 

– provision of universal postal 

services, 

– funding of universal postal 

services on terms that guarantee the 

provision of services on an ongoing 

basis, 

– tariff principles and transparency 

of accounts for the provision of 

universal postal services, 

– establishment of quality standards 

for the provision of universal postal 

services and the introduction of a 

system to ensure compliance with 

those standards, 

– harmonization of technical 

standards, 

– ensuring the independence of the 

national regulatory authority 

To draft the Law of 

Ukraine “On 

Amendments to the 

Law of Ukraine “On 

Postal 

Communication” 

31 December 

2017 

Ministry of 

Infrastructure 

NCCIR (National 

Commission for 

the State 

Regulation of 

Communications 

and 

Informatization)  

(subject to its 

consent) 

To study the draft 

legislative act with 

EU experts 

To forward the draft 

legislative act to the 

Cabinet of Ministers 

for submission to the 

Verkhovna Rada’s 

consideration 

To provide support 

for the Verkhovna 

Rada’s consideration 

of the draft 

legislative act 

 

Not much information

here, basically the steps

From the law-making

Process.

This gives the legal 

objective:

Harmonize with these 

directives.

This is just content 

from the directives.



Road map on implementation of EU directives 

regarding UPS from FEB/2018

42

ACTION PLAN 

regarding the implementation of the Strategy for the implementation of the provisions of the directives of the European Union 

in the field of postal and courier services ("road map") 

Activity name Executors Execution term Expected results 
Performance 

indicators 

1. Drafting the Law of 

Ukraine "On 

Amendments to the 

Law of Ukraine "On 

Postal Communication" 

Мinistry of Infrastructure 

National Commission for 

the State regulation of 

communications and 

informatization (upon 

consent) 

April 

2018 

Harmonization of national legislation 

with EU legislation in the field of postal 

services, in particular implementation of 

the provisions of Directive 97/67/EU of 

the European Parliament and Council of 

15 December 1997 on common rules for 

the development of the internal market 

for the Community postal services and 

improvement of service quality, as 

supplemented by Directive of the 

European Parliament and Council 

2002/39/EU of 10 June 2002, Regulation 

(EU) of the European Parliament and 

Council No. 1882/2003 of 29 September 

2003, Directive of the European 

Parliament  and Council No 2008/6/EU 

of 20 February 2008 (hereinafter - 

Directive 97/67/EU of 15 December 

1997) regarding the implementation of 

rules on:  
 

the conditions governing the provision 

of postal services; 

 

provision of universal postal services; 

entry into force 

by the Law of 

Ukraine 

This came straight 

from the AA/DCFTA 

implementation action 

plan.

Revised 

time line



Road map entry on financing universal postal 

services (Feb 2018)

43

The Rules for the 

Provision of Postal 

Services, approved by 

the Resolution of the 

Cabinet of Ministers of 

Ukraine dated March 5, 

2009 No. 270 

Ministry of Infrastructure 

National Commission for 

the State regulation of 

communications and 

informatization (upon 

consent) 

—”— establishment of common rules and 

conditions regulating the provision of 

postal and courier services in 

accordance with the relevant provisions 

of Directive 97/67/EU of 15 December 

1997. 

—”— 

3. Developing and 

adopting normative 

legal acts: 

    

regarding the 

determination of the 

procedure for selecting 

and determinating the 

designated operator (s) 

of postal services; 

—”— —”— approval of the selection procedure and 

determination of the designated 

operator (s) of postal services in 

accordance with the requirements of 

Article 4 

Chapter 2 of Directive 97/67 / EU 

of December 15, 1997 

—”— 

regarding the 

determination of the 

order of financing 

universal postal 

services 

—”— —”—  the introduction of a mechanism and 

determination of a procedure for the 

financing of universal postal services on 

terms that guarantee the provision of 

services on an ongoing basis in 

accordance with Chapter 3 of Directive 

97/67/EU of 15 December 1997. 

—”— 

4. Developing the 

proposals for amending 

or revision of the new 

Mininfrastructure 

Мinistry of Infrastructure 

National Commission for 

the State regulation of 

communications and 

within the term 

established by 

the Law of 

Ukraine "On 

Amendments to 

establishment of quality standards for 

the provision of universal postal services 

and the introduction of a system to 

ensure compliance with these standards 

entry into force 

by a normative 

legal act 



Assessing the overall task: 

what needs to be done regarding UPS

The task from the road map states that we have 
to do the following regarding financing UPS:

1. Develop and adopt a normative legal act

a) regarding the determination of the order of financing 
universal postal services:

– introduction of a mechanism ; and

– determination of a procedure;

– for the financing of universal postal services on terms;

– guarantee the provision of services on an ongoing basis ;

– In accordance with with Chapter 3 of Directive 97/67/EU of 15 
December 1997
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Analyzing these objectives and 

conditions in the road map
• There are a number of interesting elements in the objectives and 

conditions:
1. A mechanism is required to arrange for the financing of the universal postal 

services, which is essentially the financing approach;

2. A procedure is needed to use this mechanism, basically allowing 
government and other designated parties to use the mechanism;

3. The provision of universal services needs to be guaranteed and 
sustainable. Sustainable is important since the government has to arrange 
UPS indirectly through market parties, so this requires financial/market 
analysis and possibly negotiation. There are not allowed to be gaps in 
provision of UPS.

4. The EU directive allows some forms of funding arrangements but not 
others and such funding arrangements need to be fair, not distorting the 
market. 

5. All of this needs to be codified in a normative legislative act (which will 
need to be approved by the Verkhovna Rada, which is outside the direct 
control of government) 
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What conditions are in chapter 3 of Directive 

97/67/EU of 15 Dec 1997?

• Member States shall not grant or maintain in force exclusive or special rights for 
the establishment and provision of postal services. Member States may finance 
the provision of universal services;

• Member States may ensure the provision of universal services by procuring such 
services in accordance with applicable public procurement rules and regulations, 
including competitive dialogue or negotiated procedures with or without 
publication of a contract notice.

• If provision represent an unfair  financial  burden  on  the  universal service 
provider(s), it may introduce:

– (a) a mechanism to compensate the undertaking(s) concerned from public funds; or

– (b) a mechanism for the sharing of the net cost of the universal service obligations between 
providers of services and/or users.

• Where the net cost is shared in accordance with paragraph 3(b), Member States 
may establish a compensation fund which may be funded by service providers 
and/or users' fees, and is administered for this purpose by a body independent of 
the beneficiary or beneficiaries

• Member States shall ensure that the principles of transparency, non-
discrimination and proportionality are respected in establishing the compensation 
fund
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Step 1: stock-taking of the assigned 

tasks

47

• Standards and conditions are applied to all other tasks and can be included 

in the planning of each task

• Implementation of the content of the normative act is implied/assumed, but 

this does need to be planned



Step 2: Unpacking of “ Entry into force by 

normative legal act”



Step 2: Unpacking “Introduction of a 

mechanism” 



Step 2: Unpacking “Determining a 

procedure”



Step 2: Unpacking “Implementation of 

normative legal act”
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Step 3: generating activities 

• Now that the overall breaking down of the overall 
objective has been completed, the issue is now how to 
further break this down into activities.

• The activities could be made very small, detailed and 
discreet (switch on computer-> log-in -> open software 
program Word ...etc.), but this is not so useful.  

• Instead activities may be bundled in summary activities 
needed to e.g. complete part of whole of a process, 
part or whole of an output or half-product etc. 

• This will keep the WBS more relevant and it helps to 
keep the document from becoming too long.  
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Step 3 Generating activities for 

“knowing how the market functions cluster”
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“Knowing how the market functions“

Outsourcing?



Step 6&7( 100% check and reclustering activities for 

market analysis for introduction of a mechanism)
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In case the option was chosen to outsource the work to a research institute:

These items are too many and 

too much detailed for the 

overview WBS. This would be 

included in the terms of reference 

for the contractor.

Keep these, but more project 

management items are needed 

that are currently missing.

Not 100%

Outsourced!



Step 6 updated outsourced “market analysis” for 

“introduction of a mechanism”
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1. Detailed 

market 

analysis

5. Contracting expert or consultancy agency

3. Securing budget

2. Preparing Terms of Reference

4. Complete the procurement process

1. Formulating research questions

9. Review and comment on draft research report

8. Periodic progress review meetings with contractor

6. Securing access to information for contractor

10. Review final research report

7. Comment on research proposal of contractor

The list of activities is now reduced and refocused on outsourcing this activity. 

This has lead to inclusion of lots of detailed research work underneath the 

activities 1, 2, 7, 8 and 9. In addition, these activities are geared towards making 

sure that the contractor delivers the research and analysis needed by the government.

Outsourced!

New!

New!

New!

New!

New!

New!



Reclustering activities

• After breaking down a task or objective into a number of activities, 
it may be useful to review the list of activities and see what can be 
reclustered. 

• The reason for reclustering is that we want to avoid too many very 
small activities that will make the WBS too long to be used. 

• Do note that the small activities that are reclustered do not 
disappear and still have to be done. Rather they have been 
included in higher level, summarized activities.

• Detail that disappears from the WBS after clustering can be noted 
somewhere in a supporting document (activity 5.6 named X, 
includes sub-activities 5.6.1, 5.6.2, 5.6.3 etc.) 

• Detail that disappears may also reappear in a lower level WBS

• This way the WBS still adheres to the 100% rule. 
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Step 7: reclustering non-outsourced work
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To WBS of relevant policy team

(detailed)

Conducting market structure analysis

Conducting market trend analysis

Conducting market  competition

analysis

Conducting market pricing analysis

Conducting UPS market analysis

To overview WBS of department

(overview)



WBS example (detailed, insourced)
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• This WBS is a detailed version for use by the policy team when conducting 

all activities without outsourcing. 

• This is less suitable for management overview as the entire WBS, if 

completed in such a detailed manner, will be too long. 

Nr.

Organization 

responsible Status

1 1 2 3 4

1 Min Infrastructure Pending

1.1

1.1.a Pending

1.1.b Pending

1.1.c Pending

1.1.d Pending

1.1.e Pending

1.1.f Pending

1.1.g Pending

1.1.h Pending

1.1.i Pending

1.1.j Determining prices per service per provider Pending

1.1.k Analyzing price markup and profit analyses of providers Pending

1.1.l Analyzing assets and investment in the sector Pending

1.1.m Determining universal services availability in territory Pending

1.1.n Analyzing universal postal services costing Pending

1.1.o Universal postal service long-term financial viability. Pending

Determining degree of competition

Determining character of the market (oligopoly, monopoly, etc.)

Reviewing strategies of market parties

Determining impact of digitalization on postal services

Determining impact of mail order industry on postal services

Determining changes over time (volume, services, customers)

identifying market parties & services

Determine market shares per service

Determine service provision by actor by territory

Introduce a mechanism

Detailed market analysis

Objective/Task/Activity January



WBS example (overview, insourced)
• This version of the WBS is for overview purposes, normally for 

management oversight purposes.

• This version is fairly short but it still shows clusters of sub activities to 

allow somewhat detailed tracking.

• This could be useful for policy managers/directors or occasionally an 

interested state secretary. This is normally too much detailed information 

for ministers. 
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Nr.

Organization 

responsible Status

1 1 2 3 4

1 Min Infrastructure Pending

1.1

1.1.a Pending

1.1.b Pending

1.1.c Pending

1.1.d Pending

1.1.e Pending

Introduce a mechanism

Conducting UPS market analysis

Conducting market pricing analysis

Detailed market analysis

Conducting market structure analysis

Conducting market trend analysis 

Conducting market competition analysis

Objective/Task/Activity January



WBS example (outsourced, detailed)

• This version of the WBS is for outsourcing the work. 

• It is detailed for use by the policy team and policy team 

manager.  

• It does not cover the detailed work for the contractor. They 

have to make their own WBS. 
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Nr.

Organization 

responsible Status

1 1 2 3 4

1 Min Infrastructure Pending

1.1

1.1.a Pending

1.1.b Pending

1.1.c Pending

1.1.d Pending

1.1.e Pending

1.1.f Pending

1.1.g Pending

1.1.h Pending

1.1.i Pending

1.1.j Pending

Periodic progress review meetings with contractor

Review and comment on draft research report

Review final research report

Contracting expert or consutlancy agency

Securing access to information for contractor

Comment on research proposal of contractor

Preparing terms of reference

Securing budget

Start and complete procurement process

Introduce a mechanism

Detailed market analysis

Formulating research questions

Objective/Task/Activity January



Step 7: financing models for universal 

service provision 

6161

To WBS of relevant policy team

(detailed)

Conducting international comparison 

of finance models

Conducting deep analysis of high 

potential models

Assessing cost-implications of 

hi-po models

Suitability assessment of hi-po 

models for Ukraine

To overview WBS of department

(overview)



WBS example (detailed cluster 1.2)

• This WBS is the detailed version for this cluster 

of activities. 
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1.2 Models for financing UPO

1.2.a Pending

1.2.b Pending

1.2.c Pending

1.2.d Pending

1.2.e Pending

1.2.f Pending

1.2.g Conducting analysis to determine cost implications of various models Pending

1.2.h Projecting cost-benefit implications for Ukraine for various models Pending

1.2.i Pending

1.2.j Pending

1.2.k Pending

1.2.l Pending

Collecting and analyzing data.

Drafting and finalizing comparative research paper

Determining framework for measuring model suitability to Ukraine

Assessing suitability of various models for Ukraine

Determining ranking methodology to select high potential models

Data collection and deeper analysis of selected high potential models

Collecting cost-benefit information on high potential models

Determining comparative research questions and comparison framework

Drafting final assessment report of various models with annexes

Ranking model suitability for Ukraine



WBS example (overview cluster 1.2)
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1.2 Models for financing UPO

1.2.a Pending

1.2.b Pending

1.2.c Pending

1.2.d PendingSuitability assessment of high potential models for Ukraine. 

Conducting international comparison of finance models

Conducting deep analysis of high potential models

Assessing cost implicationf of high potential models

• This WBS is the overview version for this cluster 
of activities. 

• This gives a hint of the type of work that will be 
conducting without gong in great detail.

And so on for the remaining 14 clusters ….



RESULTS FRAMEWORK 

Implementation plan section 3
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What is the results framework?

• Every implementation plan needs to have a results 

framework. 

• The results framework is a hierarchy of objectives, outputs 

and milestones that allow decision makers to determine if 

progress is being made and if the policy is delivering what is 

intended.

• The results framework covers different levels: 

– High-level objectives and indicators that measure policy results and 

impact

– Mid-level outcomes that show immediate benefits of the policy 

implementation 

– Lower-level implementation outputs and progress milestones. 
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Results framework hierarchy
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Overview of different progress and results 

measures during policy implementation
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How the results framework is used 

during implementation?
Only with a performance measurement framework can goals be set and progress 

against the goals be measured. 

• By program management: the results framework is used internally by the 

management of the implementation program as a guide for their work. 

• By CABMIN: CABMIN uses the results framework to exercise oversight over policy 

implementation, to hold relevant ministers accountable and to take action in case 

of issues that require CABMIN level intervention.  

• By government (domestic): The results framework is used externally to inform the 

citizens and VR and to be accountable to the VR and citizens. 

• By government (foreign relations): to inform the EU and other international 

organizations about progress sin implementing AA/DCFTA. This would generally 

require collated progress information, at ministry or sector level.
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Result measurement during the policy 

maintenance phase
• Tracking the success of a policy to deliver the overall objective of the 

policy requires different performance indicators. Here the emphasis is on 

the ability of the policy to actually effectuate the envisioned changed for 

the citizens. 

• This is part of the policy evaluation process where active policies are 

reviewed for their effectiveness.

• Not all policies that were successfully implemented will automatically 

achieve the overall objectives of the policy. Sometimes the policy design 

was flawed or reality more complicated than initially thought.

• This type of performance measurement often requires analysis of 

statistical data gathered through various means such as surveys, records, 

reports etc.
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Multiple formats of the results framework 

are needed for different purposes

• As we have seen, there are different groups that will use the results 

framework for their specific purposes during the policy implementation 

process.

• It is therefore difficult to make one single format for the results framework 

that serves all these purposes.

• It is more advisable to make different formats of the results framework for 

specific purposes. These normally include:

1. An overview results framework for top management to enable quick 

communication of complex programs, high-level progress monitoring and 

high-level accountability.

2. A detailed, operational results framework for organizations and staff actively 

engaged in implementing the policy for detailed progress monitoring and 

project management.

3. Other formats which can be prepared as needed.
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Top level results framework

• This level of the results framework often consists of logical 
framework and a top level Gantt chart. 

• The logical framework is a good format for giving a complete 
overview of the program or project structure, particularly how 
the different levels of the results chain link into each other. 

• It is also good for presenting an overview of the different 
performance indicators and any assumptions. 

• However, it is not a particularly good format for measuring 
progress towards the objective , outcomes and outputs 
because the format is not convenient to display the activities.

• For this reason it is normally accompanies with an activity 
chart (Gantt chart) .
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Overview Gantt charts for top 

management

• A top level Gantt chart is normally linked through 

numbering to the different items in the logical 

framework results chain. 

• This top-level Gannt chart gives an overview of 

key, summarized activities and the progress 

towards it or their completion. 

• This allows top management (such as a minister 

or CABMIN) to be informed about critical issues 

without wasting time on minute details. 
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Preparing a logical framework

• The logical framework is a popular project management 

tool to write down a results framework. 

• This tool is increasingly used in the context of policy 

implementation because of its ability to represent 

complex program and project logic in one diagram.

• The logical framework is discussed at length in the EU 

Project-cycle management (PCM) handbook 2004:  
https://ec.europa.eu/europeaid/sites/devco/files/methodology-aid-delivery-methods-

project-cycle-management-200403_en_2.pdf
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The logical framework matrix
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Results chain Indicators Means  of 

verification

Assumptions

Overall 

objectives 

(Impact):

Purpose

(Outcomes):

Results:

Activities:



Bottom-up logic of the logical 

framework approach



A broad overview of the logical framework
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This level shows the activities undertaken by the program/project. 

These are needed to deliver the results.

This level addresses the objective for the 

citizens or country. The policy or program has 

to contribute to achieve this.

This level shows the direct effects from the 

policy/program implementation on the sector 

or service delivery. 

This level shows the outputs produced by the 

program/project. This is what we built, 

designed, implemented.  



A broad overview of the logical framework
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This is the key column 

for recording information 

about the hierarchy of results, 

including the objective break down 

items we prepared earlier.

This is the key column 

for recording indicators

of progress and results.

This is the key column 

for recording how we 

can objectively verify 

that indicators

have been  achieved.

This is the key column 

for recording external 

conditions that should 

or should not happen

for the project to succeed, 

part of risk management.



Example logframe for implementation of 

provision of UPS 
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Results chain Indicators Means  of 

verification

Assumptions

Overall objectives 

(Impact):

Citizens of Ukraine enjoy 

universal postal service in 

Ukraine (in accordance 

with directive of Directive 

97/67/EU)

100% of Ukrainian citizens 

have access to affordable 

universal postal services 

within their locality.

• Spot checks

• Number, location of 

citizen complaints over 

time -

Purpose

(Outcomes):

National provider provides 

UPS continuously across all 

localities in accordance 

with UPS regime.  

• Number of collection 

points across localities

• Frequency of collection

• Average delivery time

• Service provision and 

standards are consistent 

over duration of UPS 

license

• Spot checks

• Number, location of 

citizen complaints over 

time

• Definition of localities 

used by UPS provider to 

organize service 

delivery, is sufficient to 

cover all citizens 

Results: • Law approved, 

promulgated and 

implemented

• Sustainable financing 

method compliant with 

EU directive

• Fair and transparent 

procedure implemented 

by Min Infrastructure.

- Law published in Holos

Ukrayiny

- Range of companies 

competing for UPS 

designation

- Financial reports from 

UPS provider 

• Reports on UPS and 

prices by National 

Commission for the 

state regulation of 

communications and 

information 

• VK approved the law 

without making 

structural amendments 

changing design. 

Activities:
- - - -



Preparing an activity chart 

(Gantt chart)

• The Work Breakdown Schedule (WBS) we started to prepare 
in the previous section is actually the activity chart that we 
need to support the logical framework. 

• We had already begun to make different versions for different 
audiences and we will just continue with that. 

• Previously we had focused on adding the objectives and tasks. 
These are linked (or included) in the results chain column of 
the logical framework. 

• We now need to add results elements to this such as outputs, 
results and progress indicators.
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The WBS is an essential part of the 

results framework

• The WBS contains the lower part of the results framework, 
focusing on milestones and outputs.

• Each activity should have a corresponding output, whether a 
tangible or a process output.

• Tangible outputs can be something that has been built or 
produced, whereas process outputs can be papers, meeting 
notes, etc. 

• This means that the WBS contains a very big part of the 
results framework. 

• All the outputs and milestones mentioned in the WBS should 
together bring about the outcomes, results and objectives of 
higher levels in the logical framework. 
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How to populate the output column
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Nr.

Organization 

responsible Status

1 1 2 3 4 1 2 3 4 1 2

1.1

1.1.a Completed

1.1.b Started

1.1.c Pending

1.1.d Pending

1.1.e Pending

1.2

1.2.a Completed

1.2.b Pending

1.2.c Pending

1.2.d Pending

1.2.e Started

1.2.f Pending

Objective/Task/Activity January February Etc.

Output

• In the Gantt chart we need to complete the output column for each activity as well as 

their respective parent objectives. 

• The outputs indicate what has to be created, built, written, approved, etc. in order for 

the activity to have been successfully completed. 

• Activity outputs can also serve as progress indicators of their parent objective. This is 

because a given objective will have more than a few activities associated with it and 

all those activities together, when successfully completed, will result in the 

achievement of the objective.



Making outputs SMART

• Outputs (as well as outcomes, results and objectives) 
need to be SMART: 

– Specific – target a specific area for improvement.

– Measurable – quantify or at least suggest an indicator of progress.

– Assignable – specify who will do it.

– Realistic – state what results can realistically be achieved, given 
available resources.

– Time-related – specify when the result(s) can be achieved.

 These are again answers to how, what, when, who , how 
much, etc. 

 Some of these requirements will be in other columns of the 
Gantt chart, such at time and assignment. 
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Generating outputs

Generating outputs for activities can be done by asking 
a few questions:

1. What is the purpose of the activity?

2. What is supposed to have happened after successful completion of the 
activity? 

3. How do you know that it happened?

4. What is needed from this activity as input to the next activity?

5. What is the tangible evidence of what been accomplished?

• The result of these questions should be a key piece of evidence that 
proves that the activity has been successfully concluded. This will 
help implementors by informing them of what is required. 
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Postal services WBS outputs
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Nr.

Organization 

responsible Status

1

1 Min Infrastructure Pending

1.1 Pending

1.1.a Pending

1.1.b Pending

1.1.c Pending

1.1.d Pending

1.1.e Pending

1.2 Models for financing UPS Pending Report on alternative models of UPS and their effectiveness with recommendations

1.2.a Pending

1.2.b Pending

1.2.c Pending

1.2.d Pending

1.3 Developing policy options regarding funding model Pending Policy options paper for sustainable UPS delivery

1.3.a Pending

1.3.b Pending

1.3.c Conduct an impact assesment of proposed approaches Pending

1.3.d. Conduct required stakeholder consultations Pending

1.3.e Pending

1.4 Decision-making on options Pending CABMIN selected policy option for further development and implementation

1.4.a Pending

1.4.b Pending

1.4.c Pending

1.4.d Final decision by CABMIN Pending

Impact assessment report of policy options

Report on stakeholder options on policy options

Determination & categorization of high potential model approaches Comparative report on the selection fo high potential models

Cost-benefit analysis of high potential model approaches Cost-benefit analysis report on UPS models

Assessment of suitability of different model approaches to Ukraine Report on the suitability of UPS models to the Ukrainian postal market

Identification of international models for financing universal services Comparative international research paper on different models of UPS service provision 

Conducting a market competition analysis Assessment report on postal sector competition

Conducting a market pricing analysis Assessment report on postal service pricing

Conducting a UPS market analysis Assessment report of UPS market

Conducting a market trend analysis Assessment report on market trends

Objective/Task/Activity

Output

Introduce a mechanism Approved, EU compliant, funding mechanism for sustainable delivery of UPS.

Detailed market analysis

Conducting a market structure analysis Assessment report on the market structure

Economic assessment report of the postal market with recommendations

Develop alternative policy options regarding funding models Green paper report on possible policy options

Conduct a legal review of proposed approaches Legal assessment of policy options

Adjust/modify policy options Updated and adjusted policy option paper (white paper)

Prepare required forms and supporting documents for submission Submission file completed and officially submitted.

Ministry of Justice legal check Min Justice issued legal check decision.

Decision making process Submission processed through the decision making process as evidenced by 

CABMIN decision on policy options 

Outputs were added. 

These are (S)pecific. (M)easurable and (r)ealistic.

(A)ssingable and (T)ime-related occurs 

in different columns 



Finalizing the results framework

• The results framework and its performance indicators are only finalized 
after the WBS has been completed. 

• This is because the detailed planning done to prepare the WBS will 
generate insights that some of the initial targets, requirements or 
conditions stated when the policy option was selected might need 
modification.

• The modification needed after completing the WBS should be relatively 
close to the initial targets that were approved. Too big a change might 
change the nature of the policy options, requiring high-level discussion 
and approval.

• The lead organization for the implementation needs to prepare a final 
performance measurement framework that will also be used by the 
ministry and the SCMU to track performance. 
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WBS TIMELINE

Section 4:
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Estimating time requirements

• Once you have the required activities listed in the WBS, you will 
have to determine the necessary time to complete these 
activities against specification.

• It is very important to make realistic time estimates that also 
allow time for some mistakes and delay, which often occur. 

• Don’t assume that everything will go perfect; be a bit 
pessimistic. Remember Murphy’s law: 

“Anything that can go wrong, will go wrong!”

• If you plan too tightly, you have no time slack in the activities to 
absorb delays without immediately causing a delay in the overall 
time planning of the program. 
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How to estimate time requirements 

for activities?
• There are number of sources of information on the normal 

time requirements for different activities:

– Your own experience and estimations of if you would do such an 
activity yourself;

– Opinion of staff involved in preparing implementation plans before;

– Opinion of staff involved in actual implementation of similar policies;

– The opinion of stakeholders involved in the implementation of the 
policy;

– External experts with expertise in implementing such programs.

 Verify timelines with the organizations that actually 
implement the policy. Timelines need to be realistic.

 You will likely need their official approval before the 
implementation plan can receive final approval.
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3-point estimate for time planning

• In order to come to realistic time planning, a method often used is the 3-
point estimate. 

• This simply means getting three different estimates for the time 
requirements:
– One optimistic estimate;

– One most likely estimate;

– One pessimistic estimate.

• This can be calculated in two ways

Average: 

(Optimistic time+ likely time + pessimistic time)

3

Weighted (PERT):

(Optimistic time+ 4x(likely time) + pessimistic time)

6
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Sequencing and dependencies

• Once you determined how long an activity will take, the question now turns to 

how to sequence your activities. 

• Many activities will be part of a dependency chain. This means that they require 

the output of a previous activity as input in order for the activity to start.
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Activity  1 Activity 2 Activity 3 

A dependency chain:

Depicting a dependency chain in a Gannt chart:

Activity  1

Activity 2 

Activity 3 



Sequencing and capacity

• Sequencing is also dependent on the available implementation capacity.

• If activity 1 and 2 are implemented by different teams and there are no 

task inherent dependencies, they can be done in parallel. 

• However, if there is only one team to do both activities, it may not be 

possible to do this parallel as the team lacks capacity. In such case 

activities will have to be serial.  
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Activity  1

Activity 2 

Ample capacity :

Constrained capacity (but no dependency):

Activity  1

Activity 2 

(Parallel to save overall time)

(Serial due to constraint)



Critical path analysis

• Critical Path Analysis is an effective and powerful method 
of assessing:
– What tasks must be carried out.

– Where parallel activity can be performed.

– The shortest time in which you can complete a project.

– Resources needed to execute a project.

– The sequence of activities, scheduling and timings involved.

– Task priorities.

– The most efficient way of shortening time on urgent projects.

• An effective Critical Path Analysis can make the difference 
between success and failure on complex projects. It can be 
very useful for assessing the importance of problems faced 
during the implementation of the plan.
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CPA network diagrams
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Activity 7

Activity 1

Activity 2

Activity 3

Activity 4

Activity 5 Activity 8

Result 1
10 19

15

8 25

15 8

Activity 6
7

• Critical path analysis uses network diagrams to map activities and their durations. 

• The diagram shows which activities are input to the next. This is referred to as a 

dependency.

These nodes 

represent 

activities

These numbers 

show activity 

duration (in days, 

weeks, etc.)

These lines 

indicate 

dependencies.



How do you make a network diagram? 

Beginning and end.

• What you are mapping in a network diagram are dependencies.

• A network diagram always has a beginning and an end. 

• The end is the output or result that will be delivered by successful 

completion of the activities. 

• The start point is formed by the beginning of the time period during which 

the activities are to be delivered. 

• In the network diagram, we normally place the first activity at the 

beginning of the time line for that output or result (t=1). If there are more 

than one starting activities, you add these below each other.
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time

1 ?

Activity 1

Activity 2
Result 1



How do you make a network diagram?

The middle. 

• Once you have the beginning and the end, you can add the middle 

segment. What you are mapping in between are the remaining activities. 

• What you are going to show are all the dependencies: which activities are 

input to the next? If there is a dependency, you connect an arrow from the 

activity that is required for the next activity.
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1 ?

Activity 1

Activity 2
Result 1

Activity 3

Activity 4

• Activity 1 here is input for activity 3, 

but not for activities 2 and 4. 

• Activity 3 is required as input to activity 4.

• Activity 2 is also required for activity 4, 

but not for 1 and 3

time



• Critical path identification is done by finding the sequence of activities that takes 

the most time. 

• This picture has 3 sequences: (1,2,5,8); (1,3,6); (1,3,4,7).

• We calculate the total length of each sequence by adding activity durations. 

(1,2,5,8 has a duration of 10+15+15+8 =48), (1,3,6 => 10+19+7=36),(1,3,4,7 => 

10+19+8+25= 62).

• Sequence 1,3,4,7 takes the most time and it is the critical path. It determines total 

project duration.

Identifying the critical path
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Activity 7

Activity 1

Activity 2

Activity 3

Activity 4

Activity 5 Activity 8

Result 1
10 19

15

8 25

15 8

Activity 6
7



Identifying specific activity slack 
• In order to determine the slack for particular activities in a dependency sequence 

that is not the critical path, we need additional information. 

• The additional information that is needed is are the following:

– Earliest possible start (ES) 

– Latest possible start (LS)

– Earliest possible finish (ES)

– Latest possible finish (LS)

• There is a convention for adding these numbers to each activity box
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Activity 1

ES Duration EF

Float LFLS



Forward pass

• A forward pass is a technique aimed to find the earliest start 

and finish times for each activity.

• A forward pass is done by starting at the start point and 

adding the duration of an activity to the next. 

• We start with the critical path activities and then move on the 

next sequence. 

• Don’t forget that we are talking about time units so moving 

from one activity to the next one in the sequence you need to 

add a +1 (the next day, or the next week etc.) For example, on 

day 10 when you complete an activity, you don’t start the next 

activity on day 10, but rather on day 11.
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Activity 7

Forward path
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Activity 1

Activity 2

Activity 3

Activity 4

Activity 5 Activity 8

Result 1
10 19

15

8 25

15 8

Activity 6
71 10 11

11

29

25 26 40 41 48

30 36

30 37 38 62

2. ES + duration -1 (11+15 -1 = 25)1. EF predecessor +1 (10+1=11)



Backward pass

• The backward pass is aimed at determining 

the latest possible start and finish times. 

• This is done by starting at the final activity on 

the critical path and working your way 

backward.

• This allows you to determine the latest 

allowable finish times of activities that make it 

possible to keep the overall project schedule.
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Backward path
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Activity 7

Activity 1

Activity 2

Activity 3

Activity 4

Activity 5 Activity 8

Result 1
10 19

15

8 25

15 8

Activity 6
71 10 11

11

29

25 26 40 41 48

30 36

30 37 38 62

62383730

29

62

6256

5554403925

11101

1. This is the start point for the 

backward pass. For activities in the 

critical path there is no slack so 

EF = LF. We take the LF of the last 

Activity in the critical path add it to 

end activities of other sequences 

and calculate backwards.

2. The formula is LF-Duration + 1= EF3. The formula is EF of predecessor -1= LF

4. This activity has to predecessors so we take 

the lowest LS as that is the constraint.



Total float
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Activity 7

Activity 1

Activity 2

Activity 3

Activity 4

Activity 5 Activity 8

Result 1
10 19

15

8 25

15 8

Activity 6
71 10 11

11

29

25 26 40 41 48

30 36

30 37 38 62

62383730

29

62

6256

5554403925

11101

14 14 14

00

0 260

• Total float is the amount of delay within sequences of activities that may occur 

without delaying the entire project. 

• This pertains to activities not on your critical path, since any slippage with critical 

path activities will immediately delay the project result. So critical path activities have 

a float of 0.

• Total float is calculated for each activity with the formula: LS-ES or LF-EF.

• Be aware that total float for a sequence is shared float: If you use up your float in the 

first activity, the remaining activities in the sequence will have no more float.



Free float 

• Free float is the float that a specific activity 

may have without affecting the earliest start 

of the subsequent activity. 

• Free float is calculated with the formula: 

• ES of next Activity – EF of current Activity – 1

• Not all activities will have free float. Critical 

path activities never have free float.
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Applying the free float formula

• In the example below we have no free float as all activities, when applying 

the formula have 0 float.

• However, the total float in sequence 1,3,6,result, with only activity 6 not 

on the critical path, could be considered free float as the total float only 

applies to activity 6.If result 1 had been an activity free float would have 

occurred.

104

Activity 7

Activity 1

Activity 2

Activity 3

Activity 4

Activity 5 Activity 8

Result 1
10 19

15

8 25

15 8

Activity 6
71 10 11

11

29

25 26 40 41 48

30 36

30 37 38 62

62383730

29

62

6256

5554403925

11101

14 14 14

00

0 260

FF=0 (26-25-1) FF=0 (41-40-1)

FF=0 (critical path) FF=n.a (no successor)

FF=n.a (no successor)

FF=n.a (critical path)FF=n.a (critical path)

FF=n.a (critical path)



Software can calculate critical paths

• When you have a lot of activities in your project, 

doing all this work with CPA and determining slack 

will take a lot of time.

• Project management software normally calculates 

critical paths and floats based on your Gantt charts. 

• There are a great many software packages for project 

management varying in complexity and cost. 
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Organizational capacity limitations

• In keeping your timelines realistic, it is very important to be 
realistic about the capacity of the organization involved to 
deliver the task in time. 

• Organizational capacity refers both to the overall capacity 
and speed of decision making of the organization (well-run 
organizations are better able to deliver tasks on time)

• But it also refers to the actual team or civil servant involved 
in doing the actual work. Maybe the person is 
inexperienced or very experienced but severely 
overworked. 

• In such cases, the capacity to deliver on time is limited and 
a more relaxed timeline is advised. 
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Pressure to compress timelines

• Invariably, you will receive pressure from your minister or senior 
management to complete the program quicker than you would prefer. 
There is always a political reason why things need to be done faster. 

• In order to respond to this pressure there are a few solutions:
– Remove some of the time slack in your program;

– Try to build in more parallel activities;

– Try to find alternative solutions to dependencies;

– Try to outsource entire activities (will likely require budget);

– Try to hire experts or skilled labor (will likely require budget);

– Try to lower quality requirements (in discussion with management);

– Try to break the policy into phases (in discussion with management);

– Try to refocus and cut out parts of the plan (in discussion with management)

• There is a limit to how much you can compress time requirements, and at 
some point decision-makers have to make decisions about the core 
content and approach of the policy. 
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WBS cross-checking

• Populating the WBS requires some degree of comparing and 

cross-checking. 

• For each WBS item you will have to determine if there are 

interdependencies, where activities are sequenced and one 

needs to be completed before another can start.

• For each item, you will also have to check whether the staff 

working on that activity is not already used on a different 

activity. This may happen for parallel activities.

• For each item we also need to check if required resources are 

available at the right time. 

 This makes the final step of WBS populating a bit of a puzzle.
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Steps to develop time planning

1. Identify and list activities;

2. Identify activity duration using PERT;

3. Identify activity sequence;

4. Identify activity dependencies;

5. Identify which activities can run in parallel;

6. (Optional) Draw a CPA network chart;

7. (Optional) Calculate ES/LS/EF/LF and floats;

8. Populate Gantt chart with activity time bars;

9. Let software conduct CPA with floats;

10. (Optional) Adjust populated Gantt chart to requirements 
(e.g. if less total time is available)
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Postal case (activity listing)

• The list of activities we have already ready

110

1

1.1

1.1.a

1.1.b

1.1.c

1.1.d

1.1.e

1.2 Models for financing UPS

1.2.a

1.2.b

1.2.c

1.2.d

1.3 Developing policy options regarding funding model

1.3.a

1.3.b

1.3.c Conduct an impact assesment of proposed approaches

1.3.d. Conduct required stakeholder consultations

1.3.e

1.4 Decision-making on options

1.4.a

1.4.b

1.4.c

1.4.d Final decision by CABMIN

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check

Conducting a market trend analysis

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Identification of international models for financing universal services

Conducting a market competition analysis

Conducting a market pricing analysis

Conducting a UPS market analysis

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches



Postal case 

(activity duration determination with PERT)
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1

1.1

1.1.a

1.1.b

1.1.c

1.1.d

1.1.e

1.2 Models for financing UPS

1.2.a

1.2.b

1.2.c

1.2.d

1.3 Developing policy options regarding funding model

1.3.a

1.3.b

1.3.c Conduct an impact assesment of proposed approaches

1.3.d. Conduct required stakeholder consultations

1.3.e

1.4 Decision-making on options

1.4.a

1.4.b

1.4.c

1.4.d Final decision by CABMIN

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check

Conducting a market trend analysis

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Identification of international models for financing universal services

Conducting a market competition analysis

Conducting a market pricing analysis

Conducting a UPS market analysis

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 5 wks;  PERT: 3.2 wks

Optimistic 3 wks;  Most likely 4 wks; Pessimistic 6 wks;  PERT: 4.2 wks

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 4 wks;  PERT: 3 wks

Optimistic 3 wks;  Most likely 4 wks; Pessimistic 5 wks;  PERT: 4 wks

Optimistic 3 wks;  Most likely 4 wks; Pessimistic 5 wks;  PERT: 4 wks

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 4 wks;  PERT: 3 wks

Optimistic 1 wks;  Most likely 2 wks; Pessimistic 3 wks;  PERT: 2 wks

Optimistic 3 wks;  Most likely 4 wks; Pessimistic 5 wks;  PERT: 4 wks

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 5 wks;  PERT: 3.2 wks

Optimistic 2 wks;  Most likely 4 wks; Pessimistic 5 wks;  PERT: 3.8 wks

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 5 wks;  PERT: 3.2 wks

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 4 wks;  PERT: 3 wks

Optimistic 1 wks;  Most likely 2 wks; Pessimistic 3 wks;  PERT: 2 wks

Optimistic 3 wks;  Most likely 4 wks; Pessimistic 6 wks;  PERT: 4.2 wks

Optimistic 1 wks;  Most likely 2 wks; Pessimistic 3 wks;  PERT: 2 wks

Optimistic 2 wks;  Most likely 3 wks; Pessimistic 5 wks;  PERT: 3.1 wks

Optimistic 3 wks;  Most likely 5 wks; Pessimistic 8 wks;  PERT: 5.2 wks

Optimistic 1 wks;  Most likely 2 wks; Pessimistic 5 wks;  PERT: 2.3 wks



Postal case activity sequencing and 

dependencies

112

1 Predecessors

1.1 1.1.a to 1.1.e

1.1.a None

1.1.b 1.1a.

1.1.c 1.1a, 1.1b

1.1.d 1.1a, 1.1.c

1.1.e 1.1a, 1.1.d

1.2 Models for financing UPS 1.2.a to 1.2.d

1.2.a None

1.2.b 1.2.a

1.2.c 1.2.b

1.2.d 1.2 b and 1.2.c

1.3 Developing policy options regarding funding model 1.3.a to 1.3.e

1.3.a 1.1 and 1.2

1.3.b 1.3.a

1.3.c Conduct an impact assesment of proposed approaches 1.3.a, 1.3.b

1.3.d. Conduct required stakeholder consultations 1.3.a, 1.3.b, 1.3.C

1.3.e 1.3.a, 1.3.d

1.4 Decision-making on options 1.4.a to 1.4.d

1.4.a 1.3.e

1.4.b 1.4.a

1.4.c 1.4.a and 1.4.b

1.4.d Final decision by CABMIN 1.4.c

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches

Identification of international models for financing universal services

Conducting a market competition analysis

Conducting a market pricing analysis

Conducting a UPS market analysis

Conducting a market trend analysis

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check



Postal case network diagram
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Postal case: Indicative Gantt chart population
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Nr.

1

1 1 2 3 4 5 6 7 8 9 10 11 12 13

1.1

1.1.a

1.1.b

1.1.c

1.1.d

1.1.e

1.2 Models for financing UPS

1.2.a

1.2.b

1.2.c

1.2.d

1.3 Developing policy options regarding funding model

1.3.a

1.3.b

1.3.c Conduct an impact assesment of proposed approaches

1.3.d. Conduct required stakeholder consultations

1.3.e

1.4 Decision-making on options

1.4.a

1.4.b

1.4.c

1.4.d Final decision by CABMIN

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check

Conducting a market trend analysis

Objective/Task/Activity

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Months

Identification of international models for financing universal services

Conducting a market competition analysis

Conducting a market pricing analysis

Conducting a UPS market analysis

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches



Kanban board for work planning within 

teams

115

• Kanban boards are used to show how 

products/outputs move through the 

various process stages.   

• It is a useful and simple technique that 

compliments formal planning with Gantt 

charts and CPA. It does not replace it.



Agile/scrum as the latest trend

• Agile working and scrums is a planning tool used primarily in software 

design. 

• The aim is to plan and implement quick iterative improvements to 

products rather than focusing on infrequent but big updates. 

• The agile methods shows better results in software development because 

of its ability to quickly get user feedback. 

• It is less useful for policy implementation as policy is not a consumer 

product and it has different characteristics, constraints and values.
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RESPONSIBILITY MATRIX

Implementation plan section 5:

117

Funded by 

the European Union 

Implemented

by a Consortium led by

GFA Consulting Group GmbH



Assigning responsibilities

• In order for the WBS to be implemented, 
individual objectives and activities have to be 
assigned to a particular organization. 

• Without an assignment of responsibility, it would 
be unclear which organization would be 
responsible for implementing that part of the 
WBS.

• In Ukraine, high level action plans normally 
identify both the lead organization and the 
supporting organization. 
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Adding responsibilities to the WBS

119

Nr.

Organization 

responsible

Supporting 

organization Status

1 1 2 3 4 1 2 3 4 1 2

1.1

1.1.a Completed

1.1.b Started

1.1.c Pending

1.1.d Pending

1.1.e Pending

1.2

1.2.a Completed

1.2.b Pending

1.2.c Pending

1.2.d Pending

1.2.e Started

1.2.f Pending

Objective/Task/Activity January February Etc.

Output

• In the Gantt chart, there are usually two columns to identify lead and supporting 

organizations.

• In high-level WBS, this normally lists organizations such as ministries, agencies and 

oblasts.

• However, lower-level WBS’s should list organizations relevant to that specific WBS 

and it will likely need a more specific and detailed overview of parts of the 

organization do what.

• For example, a WBS for a ministry should not just list the ministry, it should specify 

the department and units within the ministry that are lead and supporting.



The limits of the WBS regarding 

implementation roles

• So the WBS normally has a column that identifies which 
organization is responsible for an activity and which 
other organizations are contributing or supporting. 

• However, the WBS is often still not very clear. What does 
responsibility mean and what does it mean to contribute 
or support activities? 

• This ambiguity can cause a lot of problems where 
different organizations have different interpretations of 
their roles. 

• This can endanger policy implementation. 

120



Signing memorandum of 

understanding
• A commonly used practice to determine , negotiate and agree on the 

contributions and roles of various organizations in implementing a policy is 
to make a Memorandum of Understanding (MoU)

• The MoU puts on paper explicitly what each organization will do at what 
time and at what quality standard and what resources are made available.

• Each organization will have to agree to their part and sign the MoU so it 
becomes a binding document. This ensures that the organization commits 
to its role and that the decision to commit has gone through the decision-
making process.

• Although it is possible to make MoU somewhat vague in terms of the 
scope and scale of the commitment, this could later on become 
problematic as an organization refuses to commit the required resources 
as they have a more minimalistic interpretation of the MoU. 
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Preparing a responsibility matrix

• A responsibility matrix is aimed at reducing this ambiguity 
by more clearly and in greater detail identifying what roles 
organizations have.

• In the responsibility matrix you find an overview of the 
different WBS activities and a letter designation for what 
role each relevant stakeholder plays in the activity. 

• For each activity listed in the responsibility matrix, the 
specific roles in that activity can be further elaborated in an 
annex document. 

• Normally all stakeholders listed in the responsibility matrix 
need to know and agree to their roles in the various 
activities. 
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Responsibility matrix (overview) 

123

Nr. Activity name Ministry 1 Ministry 2 Agency 3 Oblast 1 Oblast 2 NGO x

1.1 S R/A C I I C

1.2 R/A S A C C I

1.3 R/A S C R/A I S

2.1 I C I C I R/A

Key stakeholders

Descriptive name 

& number of the 

task or activity 

(from WBS)

Key 

stakeholders

identified

Responsibility 

roles, letter 

designations

Non-government 

entities may also 

have to be 

included.



Responsibility roles

• RACSI method:
– R = Responsible (does the majority of the actual work)

– A = Accountable/Approver (gives the final approval)

– S = Support (provides resources to Responsible or input to 

work of responsible) 

– C = Consulted (provides feedback, information or     

expertise)

– I = Informed (receives information about progress)

• There are different, less used, roles that can be introduced giving 
you different methods (RACI–VS, DRACSI, etc.)
– V = Verifier

– S = Signatory

– D = Driver

 It is tempting to be more accurate and define additional roles, but it 
may become confusing…

124



Populating the responsibility matrix

• You first need to identify the stakeholders that you need to include 
in the matrix. 
– If a stakeholder analysis was done, you can include the identified 

stakeholders for the responsibility matrix.

– Without stakeholder analysis you just need to think which 
organizations you need to do something or approve something or who 
need to be consulted.

– Sometimes you need to be more specific, for example if different 
departments or officials within one organization are involved. It is wise 
to specify who the stakeholders are even within the same 
organization. 

• Secondly, you will need to assign stakeholders to activities (with 
help from the WBS)

• Thirdly, you need to assign roles and describe the specific roles for 
that activity. 
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Reviewing the assigned roles

• When reviewing an activity and its assigned roles be 
careful of the following:
– Too many Responsibles (more than 1): although it is possible to have more than 

one organization responsible, often this is not counterproductive. See if the activity 
can be split or if the specific R roles can be specified here) 

– Too many Approvers (more than 1): normally more than one to approve or 
authorize or decide is asking for problems. Try to avoid this by breaking down the 
activity further or by specifying what issues each A will approve/decide. 

– Too many Supporters (more than 3): you may need them but this also becomes a 
coordination problem. Do you really need all of them? Can you resolve 
coordination issues and burdens?

– Too many Consulted (more than 2): this is potentially a time sink and you may end 
up with many conflicting opinions. Try to prioritize which you really need. 

– Too few Informed (none): not informing may be tempting as it keeps other 
organization out of your business for a while, but you might need them later for 
something at which point the lack of information becomes an issue.  
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Postal case: assigning organizations
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Nr. Organization responsible Supporting organization

1

1 Min Infrastructure

1.1

1.1.a

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

National Commission on State 

Regulation in the sphere of Telecom 

and Information

1.1.b

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Legal Department; National 

Commission on State Regulation in 

the sphere of Telecom and 

Information

1.1.c

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; 

National Commission on State 

Regulation in the sphere of Telecom 

and Information

1.1.d

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; 

National Commission on State 

Regulation in the sphere of Telecom 

and Information

1.1.e

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; 

National Commission on State 

Regulation in the sphere of Telecom 

and Information

1.2 Models for financing UPS

1.2.a

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services MFA/embassies

1.2.b

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Legal Department; Department of 

accounting and reporting, budget 

financing

1.2.c

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; legal 

department

1.2.d

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Legal Department; Department of 

accounting and reporting, budget 

financing

1.3 Developing policy options regarding funding model

1.3.a

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; Legal 

Department

1.3.b

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services Legal Department

1.3.c Conduct an impact assesment of proposed approaches

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; Legal 

Department

1.3.d. Conduct required stakeholder consultations

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; Legal 

Department

1.3.e

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; Legal 

Department

1.4 Decision-making on options

1.4.a

The Directorate of State policy in the field of 

digital infrastructure for transport and 

postal services

Department of accounting and 

reporting, budget financing; Legal 

Department

1.4.b

MinJUs Department of interaction with 

public authorities; MinJus Department of 

public law;

 MinInfra Legal Department; The 

Directorate of State policy in the 

field of digital infrastructure for 

transport and postal services

1.4.c SCMU

1.4.d Final decision by CABMIN SCMU

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check

Conducting a market trend analysis

Objective/Task/Activity

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Conducting a market pricing analysis

Conducting a UPS market analysis

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches

Identification of international models for financing universal services

Conducting a market competition analysis



RESOURCE ALLOCATION MATRIX

Implementation plan section 6:
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Types of resources

• The best plan in the work will not be implemented 
without resources. 

• There are a number of different categories of 
resources:

– Financial resources: the liquid financial resources allocated to the 
implementation of the policy/program/project and from which 
procurement and other costs should be met.

– Human resources: the staff you will need during implementation, in the 
required numbers and including all necessary skill sets at the required 
time.

– Material resources: these are physical resources required for the 
implementation of the policy/program/projects, including equipment, 
construction materials etc. 
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Planning for resource needs

The government has a lot of different resources to its disposal that it has 
already paid for:

• Government staff: ministry and other implementing agencies pay their 
staff by means of the annual operational budget. 

• Equipment, facilities, utilities: these have already been purchased or 
rented by the government and these will merely have to be allocated to 
the project.

• Spare raw materials: any spare raw materials previously purchased by 
government might also be allocated to the policy/program/project 
implementation.

 In these cases, the implementation may not need additional liquid 
financial resources to pay for the for these items. Only those human, 
material or other resources that are not available in government but 
needed for use on the policy, program or project will need to be procured 
using the financial resources assigned to the policy, program or project.
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Allocating resources to project 

activities
• In the implementation plan, the required resources should 

be specified for each activity or clusters of activity and 
when and for how long exactly those resources are 
required (in time but also in the sequence of activities).

• The plan also needs to specify where these resources will 
come from and how availability will be arranged.

• This allows the implementation managers to ensure that 
the needed resources are available on time to avoid delays.

• Moreover, it becomes possible to determine from this the 
overall requirements of particular resource for the entire 
initial implementation phase.
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Resource allocation has opportunity costs

• Because many of the resources needed for implementation are often already paid 

for by other means, these are not a direct project cost. 

• However, staff, equipment and facilities allocated to a policy/program or project 

represent an opportunity cost.

• As these resources are now no longer available for to the government for their 

regular purpose or for other implementation work, the allocation of such 

resources carry an opportunity cost (if you use them for X, you cant use them at 

the same time for Y).

• The implementation plan therefore needs to indicate fairly precisely what 

resources are required: how many staff (expressed in full time employment (FTE)), 

how many of what group of staff, for how long and when and the same for 

equipment and facilities. 

• This represents a temporary or permanent reduction of spare resources and 

capacity for that the organization can not use for other projects.
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Policy maintenance resource cost

• Policy maintenance resource cost is the sum of all the resources required 
to maintain a policy after the initial implementation phase.

• Policies are often ongoing services or activities that the responsible 
organizations need to deliver structurally, on top of their current activities.

• The assumption is often that the organization will just deliver these 
services with their normal resources. 

• However, organization can get overloaded by over assigning them 
additional duties. They may not have sufficient human, financial or other 
resources to handle the cumulative workload and then either services and 
activities will not happen or the quality level decreases. 

• It may also have a negative effect on the quality and quantity of other 
services as the organization now has to divide resources further.
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Bottom-up resource allocation

• With bottom-up budgeting we determine the overall resource 
requirements of a policy during the implementation stage by 
calculating the total sum of the resource requirements of all the 
activities needed to implement the policy. 

• This is often referred to as participative budgeting. It has the 
benefit of allowing all relevant staff to have a say in budget 
formulation. 

• Government can require that all required resources are converted 
to a money cost in financial resources in order to manage overall 
budget allocations. 

• If there is no conversion of resource requirements to money values, 
the responsible organization (ministry) will have to tally the 
resources requirements in each category. 
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Bottom-up budget setting 
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• This type of budget formulation gives you a fairly good estimate of the total 

funding required as you identify for each activity what is needed to come up 

with a total number. 

• The down-side of this is that the budget is based on “wants”. This is what 

budget each manager would want for their activity and often this includes 

some budgetary slack, above what they really “need”. 

• This therefore has a tendency to lead to big budget requests that are 

unrealistic if left unchallenged.



Top-down budgeting 

• With top-down budgeting the government (CABMIN, Minister, etc.) 

can set an overall budget ceiling for the implementation of a policy. 

• The budget ceiling specifies that the implementing organization is 

not allowed to spend more than X amount of budget on the 

implementation of a budget. This is a budget control measure.

• Typically, the implementing organization is given the discretion to 

use their available, current resources as they see fit to implement 

the policy as long as they adhere to the budget ceiling. This is part 

of decentralizing/devolving budgetary authority.
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Top-down budget setting 
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• This type of budget formulation starts from what is available as determined 

by top-management followed by optimal distribution of the funds over the 

activities by the relevant organization and managers.

• The down-side of this is that the budget ceiling may be insufficient to 

implement the policy. 

• This therefore has a tendency to lead to smaller yet unrealistic budgets unless 

either negotiated or e.g. a refocus takes place from financial resources to 

available human resources.

Budget ceiling



Combining bottom-up and top-down 

budgeting

• In reality, both top-down and bottom-up budgeting practices are 

combined in a hybrid approach.

• The bottom-up approach yields a lot of useful information on 

resource requirements at different stages of the implementation 

that will be used in detailed resource planning.

• However, unrestricted bottom-up budgeting may quickly result in a 

ballooning overall budget, which is not possible.  

• In reality therefore, often the implementing organization will have 

to make do with what resources are available instead of what it 

would like to have.

• If resource allocation is too restricted though, policy 

implementation will either fail outright or fail over time. 
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Hybrid budget setting
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• This type of budget formulation is essentially a negotiation between wants, 

needs and available resources. 

• In this example the overall ceiling did not allow for all activities to get their 

“want” budget. Instead they were awarded some budget and as 

compensation additional staff was made available. 

• In GoU, the practice of using assistance from donor-funded project to plug 

resource gaps is well-established.



Resource management schedule
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Quantity per planning period Cost codes Cost per planning process Project total Annual recurring cost

Activities /inputs Unit Cost per unit Funding source Donor Govt.

Schedules like the one above are very detailed and this will be useful not only for 

forward planning but also for financial control and accounting purposes. 



Postal case budget allocation

• The key issue for budgeting purposes: Does the ministry/CMU choose to 

outsource part of the analytical work? 

• Outsourcing happens in reality: the Dutch government outsourced a study of 

UPS in the Netherlands to a German scientific research bureau.

• However, this will cost a significant amount of funding as this study requires 

deep sectoral knowledge and it uses specialist  economic and financial models. 

• If government decides to outsource, it will need to provide a significant 

budget , after which the ministry will procure the service through competitive 

bidding. 

• If government does not outsource, very little budget is required as the 

ministry will use its staff to do the analytical work. Some minor expenditure 

may be needed for international research etc.
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Postal case budget allocation in Gantt chart
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Nr. Financial resources

1 Bugdet

1 1 2 3 4 5 6 7 8 9 10 11 12 13

1.1

1.1.a

1.1.b

1.1.c

1.1.d

1.1.e

1.2 Models for financing UPS 100.000 UAH

1.2.a

1.2.b

1.2.c

1.2.d

1.3 Developing policy options regarding funding model

1.3.a

1.3.b

1.3.c Conduct an impact assesment of proposed approaches

1.3.d. Conduct required stakeholder consultations

1.3.e

1.4 Decision-making on options

1.4.a

1.4.b

1.4.c

1.4.d Final decision by CABMIN

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check

Conducting a market trend analysis

Objective/Task/Activity

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Months

Conducting a market pricing analysis

Conducting a UPS market analysis

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches

Identification of international models for financing universal services

Conducting a market competition analysis

• Deciding not to outsource, the ministry uses its own staff. as well as staff from 

other government organizations including embassies abroad. 

• Some budget is made available for Activity cluster 1.2 as relevant information 

may need to be obtained through purchase of specialized analytical reports 

prepared by commercial parties.



How do you determine staff expertise  

requirements?
• Staff requirements for a particular objective are dependent on the 

competencies, skills and knowledge related to those activities.

• It may also necessary for some activities to have representatives 
from certain organizations to ensure access to their expertise and 
know-how.

• For each activity, the activity needs to be assessed for key expertise 
requirements, by means of:

– Breakdown of the activity in sub activities

– Identification of key expertise needed for sub activity

– Identification of supporting expertise for each sub activity

– Aggregating expertise requirements per activity and task/objective

– Map job positions/potential team members against expertise 
requirements.

– Determine required time commitments.
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Example: conducting a market 

structure analysis
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Key aspects of this task: 

1. Identifying what postal entities operate in the Ukrainian postal market;

2. Identifying what services each provides including as percentage of their service package ;

3. Determine market share for each entity for each service area;

4. Identify market share per geographic location;

5. Determine market share fluctuations and trends for each entity in each service area;

6. Review/assess entity (anti-) competitive behaviors;

7. Determine market structure typology for each service. 

Breakdown:

Read the task and break it down into sub 

activities

Step 1

1.1.a. Conducting a market 

structure analysis



Example: expertise determination for 

activity 1.1.a
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Step 2: Expertise determination

Read each activity and determine what 

competencies and underlying skills, 

knowledge and attitudes are requirements 

to conduct these activities successfully. 

Key & supporting expertise needed: 

1. Key: research & general analysis. Secondary: 

postal market knowledge.

2. Key: research & general analysis. Secondary: 

postal market knowledge; basic math.

3. Key: research & general analysis. Secondary: 

postal market knowledge; basic math.

4. Key: research & general analysis. Secondary: 

postal market knowledge; basic math.

5. Key: research & general analysis. Secondary: 

postal market knowledge; basic math.

6. Key: research & general analysis. Secondary: 

postal market knowledge; competition law.

7. Key: research & general analysis. Secondary: micro 

economics.

Key aspects of this task: 

1. Identifying what postal entities operate in the 

Ukrainian postal market;

2. Identifying what services each provides including 

as percentage of their service package ;

3. Determine market share for each entity for each 

service area;

4. Identify market share per geographic location;

5. Determine market share fluctuations and trends 

for each entity in each service area;

6. Review/assess entity (anti-) competitive 

behaviors;

7. Determine market structure typology for each 

service. 

Policy staff from the Directorate of 

State policy in the field of digital 

infrastructure for transport and postal 

services can likely cover this.



FTE determination

• It is recommended to express human resource needs in full-time 

employment units (FTE). This allows you to accommodate cases where 

staff is not available full-time because of other activities. 

• FTE is normally considered 8 working hours per day, but this can vary.

• Counting such a staff member as full-time available would be inaccurate 

and lead to under–sourcing of the project. 

• It is also advisable to determine FTE needs of the project based on specific 

expertise or skills that are required for a particular activity. 

• Staff are not always interchangeable and people with particular expertise 

may be in short supply, requiring that the project planning pays careful 

attention to their availability. This can be covered through the normal 

annual budget of the ministry.
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Realistic FTE determination
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Number of employees needed 

for policy implementation

Effort in man days

Project duration in days

=
0.8

• Nobody is 100% effective every work day. During a normal work day, time is spent 

on less productive but sometimes still necessary activities such as administrative 

issues, bonding with colleagues , coffee breaks etc.  

• Even if you could adopt a very repressive management style to squeeze every drop 

of productivity from staff, you will not be able to maintain this for long as it will 

lead to very unhappy staff leading to decreasing productivity due to resistance or 

fatigue

• It is therefore safer to assume that 20% of every FTE will not be productive for your 

project (not including sick leave etc.). This yields the following formula: 



Typical staff complement size

• Different types of activities will have a typical staff complement to 
achieve them.

• Construction work may be planned around crews/teams and their 
combined capacity determines time planning.

• For analytical type work such as policy development, the default is 
normally one staff member.

• There are some benefits of assigning additional staff as this may 
increase the quality of the work as they can bounce ideas off each 
other, engage in constructive feedback, proof reading and other 
similar activities as well as dividing the work (especially when 
different staff has different skill sets).

• Overloading staff to an activity might not add to productivity or 
even decrease overall productivity due to the coordination burden.
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Human resource overview schedule
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Nr.

1 Policy (gen) Legal Finance Sector spec

1 1 2 3 4 5 6 7 8 9 10 11 12 13

1.1

1.1.a

1.1.b

1.1.c

1.1.d

1.1.e

1.2 Models for financing UPS

1.2.a

1.2.b

1.2.c

1.2.d

1.3 Developing policy options regarding funding model

1.3.a

1.3.b

1.3.c Conduct an impact assesment of proposed approaches

1.3.d. Conduct required stakeholder consultations

1.3.e

1.4 Decision-making on options

1.4.a

1.4.b

1.4.c

1.4.d Final decision by CABMIN

Human resources

Determination & categorization of high potential model approaches

Cost-benefit analysis of high potential model approaches 

Assessment of suitability of different model approaches to Ukraine

Develop alternative policy options regarding funding models

Conduct a legal review of proposed approaches

Identification of international models for financing universal services

Conducting a market competition analysis

Conducting a market pricing analysis

Conducting a UPS market analysis

Conducting a market trend analysis

Objective/Task/Activity

Introduce a mechanism

Detailed market analysis

Conducting a market structure analysis

Months

Decision making process 

Adjust/modify policy options 

Prepare required forms and supporting documents for submission

Ministry of Justice legal check

These columns address the determination 

of key human resources for each activity.

In this example, 4 categories of experts were identified:

• Policy staff (generalists): experts in policy making but not necessarily experts on the 

sector.

• Legal experts: staff with knowledge of the law and legislative preparation.

• Finance staff: staff with expertise in preparing financial calculations.

• Sector experts: staff with deep knowledge of the sector. 



Human resource planning schedule 

(individual staff assignment) 
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Activity number:

The number for 

the activity in the 

Gannt chart

Staff category Activity number Activity description Time duration FTE  needed Allocated staff % FTE

Policy (general)

Legal

Finance

Sector

Staff category:

The staff category

Identifier.

Activity description:

Quick 

characterization

of the activity 

Time:

How long the 

activity lasts

FTE needed:

How much FTE 

in this category is 

needed for this activity 

Allocated staff:

Which specific staff 

are allocated to the activity

% FTE:

How much % FTE the 

specific individual is 

available for this activity.
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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.
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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

153



Risk management elements

Risk management covers a number of steps:
1. Identifying risks: reviewing the implementation approach, work 

breakdown structure and other implementation plan documents 
might uncover risks where things might not proceed as planned.

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

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

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

5. 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?
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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: 

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

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

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

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

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

– 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 weaknesses are.

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



Updating risk matrices

• In order to be useful as a risk management tool, the risk 

matrix needs to be updated periodically or if important 

developments have occurred that are relevant. 

• Over time, some risks may disappear or reduce in 

likelihood or impact whereas new risk may appear. 

• Risk mitigation methods may also need to be updated to 

reflect lessons learned and developments.

• Updating risk matrices is fairly burdensome and often it 

is just done pro forma, but this negatively affects 

subsequent decision making. 
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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 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.
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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.

161



Using risk matrices

Risk matrices are used in several ways:

• During strategic decision-making, risk profiles can be reviewed and 
result in go-no go type of decisions.

• During implementation planning, an initial risk assessment can 
inform changes to the implementation plan to reduce overall or 
specific risks.

• During implementation, planned risk mitigation activities can be 
carried out to avoid the risk from materializing or to reduce the 
impact of the risk when it occurs.

 For all these uses, the risk matrices need to be up-to-date and 
accurate.
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Example, postal case

Risk identification:

1. Ukrposhta fails to compete successfully and its financial position 
becomes too weak to deliver UPS;

2. None of the private parties, including Ukrpostha, are interested in 
receiving UPS obligations due to transparency requirements;

3. Ukrpostha fails to implement proper Chinese walls, risking that UPS 
compensation ends up support Ukrposthta in general, becoming illegal 
state aid;

4. Ukrpostha behaves and is treated as a state company in violation of 
open postal market;

5. Financial package not sufficient to entice parties to bid for UPS;

6. Government does not pay for or can not afford UPS financing regime;

7. UPS provider lacks infrastructure and logistics apparatus to provide UPS 
against specifications;

8. Verkhovna Rada does not approve legal framework.
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Risk placement postal case
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Impact

Likelihood

Low 

High 

High 

1

2

3

4

5
6

7

8

4 risks in the red quadrants, 

meaning that this policy will 

likely fail. Most of these have 

to do with the threat of 

insufficient budget. 

If sufficient budget is made 

available, some risks are made 

less likely or they are removed 

from the risk matrix.

If sufficient budget cannot be 

secured, the policy may need to 

be changed around a low cost 

alternative. 
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Implementation management 

mechanism

• All implementation efforts, but especially complicated 
implementation efforts involving multiple organizations, 
require an implementation management mechanism.

• The implementation management mechanism is a 
management structure and hierarchy that provides clear 
decision-making authority to make decisions regarding the 
implementation efforts.

• This hierarchy will, at the lower levels, be focused on the 
operational implementation efforts, whereas higher levels 
deal with more strategic issues such as conflict resolution and 
the realignment of the implementation efforts in response to 
emerged risks or changed circumstances.
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Typical implementation management 

mechanism
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Steering group 

Program manager

Project manager Project manager Project manager

Component 

leader
Component 

leader

Component 

leader

Component 

leader

Component 

leader

Component 

leader

Component 

leader

Component 

leader

Component 

leader

Minister(s)

CoM

Implementation 

management structure

Broader administrative 

context



What is in a project management and 

coordination document?

• It is worth it to prepare a document to detail the project 

management arrangements in clear and precise wording: vague 

languages and omissions could seriously impede policy 

implementation.

• The arrangement should at least cover the following:

– Which organizations are included?

– What project management arrangements exist and what is their remit?

– What are the voting/decision-making procedures?

– What is the meeting schedule?

– What are the management arrangement procedures for, e.g. replacing 

representatives, circulating minutes and submitted documents, dispute 

resolution, reporting templates& frequency; etc.

– Which organization supports project management activities?
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Project management needs support 

capacity

• Project management activities need dedicated 
organizational capacity in order to be carried out on time 
against required standards.

• Convening operational and steering meeting committes, 
setting and circulating agendas, taking meeting notes and 
implementing decisions are key activities that require 
dedicated staff to conduct. 

• The same applies to critical project management activities 
such as WBS updating and progress reporting are activities.

• Normally the lead organization takes on these duties and it 
assigns specific staff or organizational unit to handle these 
activities. 

169



Progress monitoring and reporting

• The results framework should also include a section 
covering how and by which organization performance 
will be measured and verified. 

• The framework should address how progress or lack 
there of is reported to the various overseeing officials 
and organizations:
– Who makes the official report?

– How should the report look and what information needs to be in it?

– How often is reporting required? 

– What is the process for reviewing and approving the progress report?

– What is the process for deciding on corrective measures in case of lack 
of progress or other serious issues?
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Adding a WBS progress status bar

• In the WBS there is often a status column included. 

• This status bar is to provide a quick overview for 

decision makers on the status of activities. 

• It is often color-coded with traffic light colors to 

facilitate information transfer. It allows managers to 

quickly focus on problematic (red) items as well as 

ascertain what has been completed.

• This status bar would be updated to reflect the 

current situation. 
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Common difficulties with the status bar

• There are a important decisions to make with a status bar:
– Defining status segments(how many, what colors?)

– What does it mean? (legend)

– Do you add percentages or verbal labels to clarify? Which ones?

– If you add percentages, what are they based on?

• There are a number of issues/temptations with status bars:
– It is tempting sometimes to add more colors to be more precise, 

especially because the gap between segments can be too big. 
However, try to avoid adding too many colors as it will be confusing.

– Too few color segments can lead to no changes in reporting over a 
long time even if progress is made: this may cause readers to ask what 
is happening.

– Impressionistic status bars, not clearly based on a measurement 
system, will be vulnerable to pressure or temptation to overstate 
progress.
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Status bar examples
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24% completed

Extended color-coded status bar

Simple color-coded status bar

Percentage completion status bar

• Pending

• Ongoing

• Delayed

• Halted

• Ahead

• Completed

Label-based status bar Segmented color-coded status bar



WBS status bar
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1.2 Models for financing UPO

1.2.a Pending

1.2.b Pending

1.2.c Pending

1.2.d Pending

1.2.e Pending

1.2.f Pending

1.2.g Conducting analysis to determine cost implications of various models Pending

1.2.h Projecting cost-benefit implications for Ukraine for various models Pending

1.2.i Pending

1.2.j Pending

1.2.k Pending

1.2.l Pending

Collecting and analyzing data.

Drafting and finalizing comparative research paper

Determining framework for measuring model suitability to Ukraine

Assessing suitability of various models for Ukraine

Determining ranking methodology to select high potential models

Data collection and deeper analysis of selected high potential models

Collecting cost-benefit information on high potential models

Determining comparative research questions and comparison framework

Drafting final assessment report of various models with annexes

Ranking model suitability for Ukraine



COMMUNICATION PLAN

Implementation plan section 9:
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The purpose of strategic communication

• Strategic communication supports the aims and efforts of the ministry and 
government by means of deliberate messages.

• For top-level government, communication about policy implementation is 
often a political activity where communication supports political objectives.

• That means that government may need a particular communication message 
to:

– build and maintain confidence & support (citizens, VK, oblasts other public entities);

– exert pressure on reluctant parties

– showcase that government is making good progress; 

– give support to stakeholders,

– be accountable to the citizens and verkhovna rada;

– be a transparent government and provide information;

– deflect criticism; 

– shift blame for lack of progress, etc.

 Strategic communication is the tool for this need.
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What is a communication plan?

• A communication plan contains the overall 
communication strategy and implementation plan 
regarding this policy initiative. 

• It is a strategic plan in that it needs to connect to the 
priorities of the ministry or government and 
systematically support policy implementation 
communication. 

• It is a flexible, indicative plan with initial planning 
followed by finalization of content of the messages, 
which dependent on government needs and 
implementation process.
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Communication plan content

• The communication plan would include the following:

– Overall description of the policy and its implementation process and its 
linkage to government priorities.

– Background information on the policy; objectives, outputs, which 
organizations are involved, who are beneficiaries, where does it take 
place, overall timeline. 

– The communication calendar with communication moments and for each 
moment:

• Description and process purpose of the communication moment;

• Target audience and identification of audience interests;

• Likely government purpose for communication moment;

• Identification of key stakeholders to government (for later engagement by comms 
department)

• Potential communication conflicts and issues (part of risk management)

• Proposed, indicative roll-out of communication moment, with resource and time 
implications.
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Communication moment identification

• A key part of the plan will be to identify communication moments, which 

are notable points in time when something has or will happen for which 

communication may be needed.

• You would have to look at the various relevant calendars and identify 

possible communication moments such as periodic meetings, reporting 

moments, elections and implementation milestones. 
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Preparing a communications calendar.

• Once possible communication moments are identified, a determination 
has to be made which of these to use and for what purpose.

• An initial plan can be prepared by the communications department in 
cooperation with the policy unit responsible for policy implementation.  

• This will help the communications department in the initial selection of 
relevant communication moments and likely purpose of those moments 
and this can be converted to an integrated communication calendar for 
this policy.

• The communication calendar and its indicative plan allow the 
communications department to spring to action when communication 
moments are about to arrive (~ 3 months in advance).

• Note that other policies and ministry activities may also have a 
communications calendar so the communications department may be 
quite busy at peak times. This is why planning and preparation should 
start early.
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Communication calendar

• An integrated communication calendar would prioritize communication moments 

and drop less important ones that occur at the same time.

• However, different communication moments may focus on different audiences and 

often with specific purposes (budget process and AA/DCFTA for example) making it 

necessary to keep communication moments even when they are crowding each 

other. 

• The calendar above could be the basis for the work planning of the 

communication department.
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Communication moment coordination

• Once a communication moment looms in the near future, the communication 

department springs into action and starts preparing the communication 

implementation plan for that specific communication moment. 

• The communication department now will have to discuss with key decision 

makers if and how to use the communication moment. The communication 

department will need to liaise and coordinate with the following:

– Responsible policy team;

– State secretary;

– Minister if necessary;

– SCMU communications department if necessary.

• This coordination is necessary to get the latest and accurate facts and to get 

the political needs for the communication moment. Armed with this feedback, 

the communication department will need to make a draft roll-out plan.
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Message objectives

• Since each communication moment needs to serve the needs of 
top government, it needs to be clarified for any communication 
moment what the purpose of the message should be. 

• Broadly there are a few types of messages:
– Factual: the purpose is simply to share information about the facts to the 

intended audience. 

– Selling: the purpose is to convince audience of progress made, often to keep 
momentum or signal success.

– Spinning: the purpose is to show information in a different light in order to 
make the audience think different about a development, often done to deflect 
blame, avoid failure or deny set-backs. 

– Hybrid: a combination of the three above often works more effective to 
achieve the purpose of government.

• It is the choice of top-level government how it wants to use a 
communication moment, the communication department needs to 
make it happen. 
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Message and roll-out plan discussion with 

key counterpart

• The comms department would need to prepare several draft messages 
and present this to top management for discussion and finalization.

• It is likely that the comms department will get specific feedback from top 
government  management regarding the message

• The comms department will also need to provide a proposed roll-out plan, 
which includes plans regarding such as:
– Target audience(s): which organizations /groups are targeted specifically?;

– Communication format: what is the communication format (sit-down 
interview, Q&A, social media, speech, presentation, documentation, etc.)?

– Location: where does the communication/media moment occur?

– When does it happen: time and date of communication moment or series of 
communication events?

– Training/rehearsal: is media training or a rehearsal necessary and if so what is 
the proposed plan?

– Risk management: what are the various risks and how have these been 
mitigated?

– Next steps…
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SCMU communication control

• There always needs to coordination with SCMU 
communication moments. 

• The communication efforts involving the Prime 
Minister and government’s strategic priorities take 
precedence over the communication efforts of 
ministries and lower-level entities. 

• The communications and information department of 
SCMU would ensure that there is no conflict or 
overcrowding of the communication moments of the 
PM.

• SCMU will also ensure unity in the messaging regarding 
key policies regardless which entity discusses them.
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Postal case 

• In the universal postal case, the state secretary of the ministry of 
infrastructure feels that the most important moments are 
AA/DCFTA reporting and the moments in the build-up to elections. 

• SCMU agrees that both these moments are important, especially 
because this is a service for citizens and achieving good universal 
postal services can be used during election campaigning. 

• SCMU determines that if this policy implementation is successful 
and on time, the minister of infrastructure should highlight this 
during the election campaign. The PM may refer to it but he will not 
mention this in detail. 

• Regarding AA/DCFTA reporting, this is done mainly through 
progress reports for the EU and other international partners rather 
than communication with citizens. 
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THE END!

For further questions & feedback contact Arjen van Ballegoyen at

Arjen@psc2.nl  
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