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Introduction
One of the recommendations of the Needs Assessment Report elaborated within the project based on the findings elaborated on the basis with interviews with representatives of all the line ministries and review of the official documents was that: 

“A typical procedure of policy development and planning process should be elaborated based on the best practices of the ministries to ensure a uniform approach towards elaboration of policy documents. This would allow not only to streamline the process and eventually improve the quality of the policy documents, but also to provide necessary guidance in situation where there is high turnover of civil servants.

The typical procedure for elaboration of policy planning process should include steps starting from the decision to initiate the planning process and establishing an inter-ministerial council and working group until finalisation of the policy document and sending it for approval. Taking into account existence of the “Policy Planning Manual”, the typical procedure should focus only on procedural steps to be taken and not duplicating the things already defined.”

The typical procedure for drafting policy documents is intended as a supporting material in addition to the “Policy Planning Manual” and “System for Monitoring, Reporting and Evaluation of Activities of the Government” for the staff of ministries and institutions involved in drafting policy documents.  Once the Administration of Government decides on the approach towards updating of these Manuals, the references in the Procedure should be changed accordingly. Also, in case, the Administration of Government decides to merge all these manuals into one, they can decide to integrate this Procedure into them as well and thus create a single methodological advice to line ministries on policy planning.

The procedure is structured around the key steps that need to be taken during the process of drafting policy documents and the sequence of steps was created in order to resemble a typical process. There can always be deviation from the typical process, however, these deviations do not tend to occur so often, there the procedure is likely to be the same in 90% of time. 

The authors of the procedure tried to make it as simple and practical as possible, so that it does not complicate the work, but rather make it simpler and more streamlined. For this reason, the procedure can be helpful both for those civil servants that will be drafting their first policy documents, as well as those who already have a long experience in drafting policy documents – just to ensure that a joint understanding within the community of policy planners is built and later also implemented. 


Procedure
[bookmark: _Toc516243979]
(A) The purpose of the “Typical Procedure for Drafting Policy documents” (Procedure) is to establish a unified practice for the process of drafting policy documents (i.e. strategies and action plans, as well as other types of policy documents) as defined by the relevant legislative acts and the “Policy Planning Manual”.

General Provisions

(B) This Procedure determines the process and procedures (i.e. sequence of steps to be taken) for drafting policy documents and ensuring their harmonisation with higher-level national priorities and already existing policy documents, as well as roles that have to be taken by various involved participants.

(C) This Procedure is applicable to all policy documents, as well as their amendments and reviews prepared by the institutions of the Government of Georgia, with exception of the policy documents setting out Government Priorities (i.e. the Government Program) and those dealing with national security and defence policy areas.

Basic Principles

(D) Policy documents shall comply with Government priorities, comprehensive development strategies (e.g. Social Economic Development Strategy Georgia 2020, Basic Data and Directions (BDD)) and the international commitments undertaken by Georgia (e.g. National Action Plan for Implementation of the Association Agreement” (NAPIAA), UN Sustainable Development Goals (SDG)).

(E) Policy documents shall be harmonised with other policy documents that had been adopted by the Government of Georgia. If the harmonisation with these requires the amendment of already adopted policy documents, this shall be proposed along with the draft policy document.

(F) During the drafting of policy documents:

(F.1) The lead institution shall ensure that sector, sub-sector and cross-sector development planning issues are addressed by the least possible number of policy documents in order to avoid inflation of those.
(F.2) All relevant government institutions shall be involved in the planning process and provide support and cooperate with the leading institution to ensure the most comprehensive approach towards solving policy problems and sector, sub-sector and cross-sector development. 
(F.3) All relevant structural units of the ministry or institution shall be involved in the planning process and provide support and cooperate with the leading department in order to ensure comprehensive sectoral and sub-sectoral approach.
(F.4) All relevant non-governmental stakeholders shall be informed and involved in the planning process to ensure public involvement in the drafting process as early as possible to ensure assessment of the widest possible alternatives for sector, sub-sector and cross-sector development and solving policy issues.

Initiative for Drafting Policy documents

(G) Each ministry or institution responsible for certain policy sector or sub-sector has the right to propose drafting of policy document in order to set out short, medium or long-term development objectives or to address specific identified policy issues.

(H) The AoG can also propose drafting of policy document to the relevant ministry or institution, in cases when the implementation of Government priority or any previous decision of the Government is not addressed by any proposals, other initiative nor existing policy document. 

(I) Prior to commencing drafting of policy document, the lead ministry or institution have to consult with the Administration of Government in order to determine whether a new policy document should be elaborated, or it is possible to amend or review an existing one in order to avoid inflation of the number of policy documents. Such consultation is not required in cases where the term of activity of already existing policy document is expiring and the lead ministry considers useful to produce a new policy document for the same sector or sub-sector for the next planning period.

(J) The Administration of Government have to respond to such consultations within two weeks after receiving request and issue a formal opinion either supporting such initiative or suggesting which of the existing policy documents could be amended or reviewed in order to avoid inflation of the number of policy documents. The Administration of Government in its opinion has to also advise which ministries or institutions should be involved in the preparation of the policy document as compulsory members. The Administration of Government can also advice on the non-governmental stakeholders which might be useful to be included in the drafting process. The Administration of Government should also provide advice which of the Government priorities resembles in the Government Program have to be taken into account while drafting the policy document, as well as provide other advice in regard to things that would have to be considered during the drafting process (e.g. international commitments, existing policy documents covering certain relevant aspects, existing performance indicators to be considered).

Institutional Framework for Drafting Policy documents

(K) Once the ministry or institution responsible for certain policy sector or sub-sector has obtained formal opinion of the Administration of Government, it needs to elaborate and submit to the Government a formal Decision on the Establishment of the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular planning document. Once the Government has taken the Decision on Establishment of the Inter-Ministerial Council, the ministry or institution responsible for certain policy sector or sub-sector issues a formal Decision of the Minister on the establishment of Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular policy document. Before signing the Decision of the Minister on establishment of the Inter-Ministerial Working Group, the leading ministry or institution need to acquire written consent from all the members of these bodies.

(L) The composition of the members of the Inter-Ministerial Council on Elaboration and Monitoring of Implementation and the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular policy document should depend on the complexity of the issue, however, it is advisable to include representatives of the:
(L.1) Ministry of Finance (regarding budget issues);
(L.2) Ministry of Justice (regarding regulatory approach);
(L.3) Ministry of Foreign Affairs (regarding European Integration issues);
(L.4) Administration of Government (regarding policy planning issues).

(M) Once signed, the Decision of the Minister has to be circulated to all of the officials and non-governmental stakeholders mentioned in it and published on the official internet web page of the lead ministry or institution.

(N) The purpose of the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document is to:

(N.1) discuss the current situation in the policy area that fall under its competence;
(N.2) review and prioritise problems that would be addressed by particular policy document, selecting only the most important problems that require Government interaction;
(N.3) review and agree objectives and performance targets set out by the policy document;
(N.3) review and agree upon alternative solutions available for 
(N.4) review and agree actions identified for achieving the set objectives and performance targets;
(N.5) regularly monitoring work performed by the Inter-Ministerial Working Group;
(N.6) review the final version of the policy document and decide on starting formal public and inter-ministerial consultation processes;
(N.7) regularly (at least semi-annually, if not quarterly) reviewing implementation monitoring reports before those are sent for information to the Government after implementation of the policy document has commenced and taking decisions on the needed corrective measures based on recommendations set out by the implementation monitoring reports.

(O) The purpose of the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular policy document is to:

(O.1) draft the policy document in accordance to the steps outlined within this Procedure;
(O.2) ensure involvement of relevant governmental and non-governmental stakeholders in the drafting process of particular policy document at the earliest possible stage;
(O.3.) regularly inform the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document on the drafting process, progress achieved, and next steps planned;
(O.4) submit the most important parts of the draft policy document for review and agreement by the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document and follow its instructions in preparing the next draft;
(O.5) prepare and agree on the final draft of the policy document to be sent for the formal public and inter-ministerial consultation processes;
(O.6) regularly (at least semi-annually, if not quarterly) prepare implementation monitoring reports on the process achieved in implementing the particular policy document after its adoption by the Government and include recommendations on any needed corrective measures to foster achievement of the set objectives and performance targets and submit it to the Inter-Ministerial Council for review;
(O.7) organise medium-term and ex-post evaluation processes (either performed by the Inter-Ministerial Working Group itself or by an external body) and inform the Inter-Ministerial Council and the Government on its results and recommendations;
(O.8) under the leadership of the Inter-Ministerial Council or the lead ministry or institution perform other tasks in order to ensure successful elaboration and implementation of the policy document and achievement of the set objectives and performance targets to further the development of the particular policy sector or sub-sector.

(P) The Decision of the Government on Establishment of the Inter-Ministerial Council and the Decision of the Minister on Establishment of the Inter-Ministerial Working Group has to clearly point out structural unit of the lead ministry or institution that will be responsible for ensuring secretariat functions of the Council and the Working Group, as well as will be performing the actual drafting process of particular policy document. 

(Q) All meetings of the Inter-Ministerial Working Group and the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document have to be documented by taking minutes of meetings. All the minutes of meetings should be publicly available on the official internet web page of the lead ministry or institution.

2.5. Steps of Drafting Policy documents

(R) After setting up the institutional framework, the lead ministry or institution with the assistance received from the governmental and non-governmental members of the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular policy document can start actual drafting process. 

(S) The first task of the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular policy document is to develop a detailed work plan for the drafting process, so that all involved members would be able to plan their involvement in the process and balance it with other work tasks. The detailed work plan for the drafting process should also include information on the resources needed. The detailed work plan should be presented during the first meeting of the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document to acquire its consent.

(T) During the drafting process of the policy document the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular policy document has to follow recommendations laid out by the Ordinance of the Government of Georgia No. 629 from 30 December 2016 on Approval of the “Policy Planning Manual”.

(U) Drafting process of policy document includes the following steps that have to be performed in this particular sequence:

(U.1) analysing the current situation in the policy sector or sub-sector targeted by the particular policy document and identifying already existing national and international commitments within it;
(U.2) identifying existing problems within the concerned policy sector or sub-sector and focusing on the key challenges that are causes of these problems. It is important that qualitative and quantitative evidence is provided for existence of the identified problems;
(U.3) prioritising problems to be addressed during the implementation of particular policy document within the framework imposed by existing Government priorities, international commitments, available human, financial and institutional constraints;
(U.4) setting out general and specific objectives, resembling the same structure as the selected priority problems, to be achieved through implementation of particular policy document within the set time constraints for their implementation;
(U.5) identifying the performance indicators to be used for measuring progress in achieving each and every of the set general and specific objectives;
(U.6) developing performance indicator passports for each and every of the identified performance indicators, providing historical and baseline data for the indicators, as well as setting annual (or exceptionally, bi-annual) performance targets to be achieved through implementation of the solutions identified in the policy document;
(U.7) developing actions to be taken to achieve the set objectives and performance targets, as well as possible alternative solutions (including their possible impacts and costs needed for their implementation) available to achieve those;
(U.8) performing analysis of available alternative solutions and deciding on the most appropriate ones to be selected for implementation; 
(U.9) elaborating set of actions for achievement of the set objectives and performance targets (including responsible institutions, implementation timeline and costs needed for carrying those out);
(U.10) understanding fiscal realism of the elaborated action plan and identifying potential fiscal gap between the available financial resources in short and medium term, and deciding on mitigating steps that can be taken in order to close the financial gap (e.g. less ambitious targets, longer implementation period, acquiring donor support);
(U.11) describing the institutional management and co-ordination mechanism for ensuring implementation of the solutions identified in the particular policy document;
(U.12) describing the monitoring, reporting and evaluation mechanism for following progress achieved in implementation of particular policy document and coming up with corrective measures (if needed) to fine-tune policy solutions and ensure achievement of the set objectives and performance targets;
(U.13) reviewing the draft policy document to establish whether the elaborated text makes up a logical and coherent framework for policy intervention and matches the basic quality recommendations as set out by the “Policy Planning Manual”. See Annex 1 for checklist of some basic planning quality related questions that can be used for this step.

(V) Taking into account that planning is an iterative process, the above-mentioned steps might need to be repeated several times until a coherent policy intervention is elaborated in a form of a thought-through policy document. In case, the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular planning decides to return to certain step of the planning process and make changes to some elements, it is important that it afterwards goes through all the rest of the steps in consecutive manner to make sure that changes made are resembled throughout all the sub-sequent steps and the policy document maintains a coherent and logically inter-related structure.

(W)  Once the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular planning thinks that the draft policy document is qualitative enough, it should proceed with carrying out the formal public consultation process.

(X) After carrying out the formal public consultation process and updating the draft policy document (if necessary), the Inter-Ministerial Working Group on Elaboration and Monitoring of Implementation of particular planning should present the final draft to the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document to get the permission for the lead ministry or institution to proceed with starting the formal inter-ministerial consultation process.

(Y) In case there are negative opinions on the draft policy document received during the inter-ministerial consultation process, the lead ministry or institution needs to gather either the Inter-Ministerial Working Group or the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document to discuss and agree on the way how to address those or to argument why no changes should be introduced before actual meeting of the Government of Georgia where the draft policy document would be discussed.

(Z) The inter-ministerial consultation process and submission of the draft policy document for adoption by the Government of Georgia should follow the rules set out by the Government Decree No.54 from 7 March 2013 “On Approval of the Rules of Procedure of the Government of Georgia”. 


2.6. Monitoring, Reporting and Evaluation of Policy documents

(AA) The monitoring, reporting and evaluation processes of policy documents have to follow the recommendations and standards laid out by the Ordinance of the Government of Georgia No. 628 from 30 December 2016 on Approval of the “System for Monitoring, Reporting and Evaluation of Activities of the Government”.

(AB) The lead ministry is responsible for continuous monitoring of implementation of the approved policy document and undertake actions, if necessary, to ensure timely and effective conduct of the foreseen activities. The members of the Inter-Ministerial Working Group or the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document are expected to support the lead ministry in the monitoring process and provide all necessary data.

(AC) The implementation monitoring reports and mid-term and ex-post evaluation reports after review by the Inter-Ministerial Council on Elaboration and Monitoring of Implementation of particular policy document should be published on the official internet web page of the lead ministry or institution.

2.7. Final provisions

(AD) Any questions related to drafting process of the policy document that are not covered explicitly by this Procedure or by the “Policy Planning Manual” should be addressed to the Administration of Government as the main responsible body for policy planning and co-ordination.






[bookmark: _Toc516243982]Annex 1. Check-List of some Basic Planning Quality related questions
This checklist of key planning related quality criteria was created to be used as a self-assessment tool during final steps of elaboration of the draft policy document.
The criteria laid down in the table below comprise the set usually used to check compliance of the policy document with the basic quality elements and to ensure internal coherence of planned reform. Please, note that the checklist does not cover content-related issues as those are sector specific.

	Policy document quality related question
	Yes
(if applicable, tick this column)
	No
(if applicable, tick this column)

	Does situation analysis include quantitative and/or qualitative evidence to support statements describing status quo in the particular policy area?
	
	

	Do identified problems that stem from situation analysis cover the issues raised either in assessments / evaluations carried out by the administration itself or by external (e.g. EC, SIGMA, World Bank, IMF) or non-governmental organisations?
	
	

	Are identified problems covered by either general or specific objectives or explanation is provided why certain identified problems will not be addressed?
	
	

	Do general and specific objectives comply with the SMART criteria? At least the specificity, measurability and time-bound-ness criteria?
	
	

	Do specific objectives cover key aspects of relevant general objective?
	
	

	Do performance indicators identified for measuring general and specific objectives allow measuring the outcome (end result) of the relevant objectives? Do they have baseline and target values?
	
	

	Do performance indicators have indicator passports (technical notes) elaborated and explaining technical nuances for their measurement?
	
	

	Are actions reform oriented, i.e. identifying only the major steps of a broader reform?
	
	

	Does a sum of actions identified under specific objective actually allow reaching it?
	
	

	Do actions have identification of the lead implementing institution and a clear deadline by which it has to be completed?
	
	

	Are actions costed, i.e. has at least additionally needed costs associated with its implementation assessed, clearly identified and the source where these funds will be coming from stated?
	
	

	Does draft strategy has a chapter that explains how it is linked with other policy documents (i.e. strategies, programs, action plans) that had been already developed in the policy area or cross-sectoral ones?
	
	

	Does draft strategy has a chapter that explains the management and co-ordination mechanism by which its implementation will be supervised both at political and administrative levels?
	
	

	Does draft strategy has a chapter that explains the monitoring, reporting and evaluation mechanisms, including institution that is responsible for carrying it out, frequency of reports, structures that will be reviewing these report, as well as whether and when will the mid-term and ex-post evaluations be carried out and whether it will be done by the public administration itself or it will be performed by some independent body?
	
	

	Are your draft strategy and action plan formatted according to the rules and regulations established at the national level?
	
	



image4.jpeg
grow expand compete




image5.jpeg




image6.jpeg
NI L
2 ] NS





image7.jpeg
&

British Embassy
Toilisi




image1.gif
@
IDA ISTrengthening
Governance
Worldwide




image2.jpeg
Empowered fives.
Resilient nations.




image3.emf
 

Empowering people for  change  


