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Abstract

Monitoring and Evaluation of Policies from a Socio-Gender Per spective

Mari Osawa
University of Tokyo
osawa@iss.u-tokyo.ac.jp

This paper considers how to conduct policy evaluation from a socio-gender perspective, using a
conceptual framework of comparative gender analysis of social policies. It discusses what is social policy,
proposes to include industrial and economic policies as well as those conventional policy areas centered on
social security, health, and welfare services, housing, education, and so on in social policy studies.

It then introduces a gendered model of policy processes, after noticing some points to be checked in
analyzing policies comparatively on ingtitutional structure of policy-making and -implementing bodies
such as constitution, representation, internal democracy and grievance procedure. The policy process model
is a substantially revised and gendered one of the "model of welfare production”, which was thoroughly
utilized by Deborah Mitchell in her pioneering comparative analysis of income transfers based on LIS
database.

A subsequent section applies the model to analyze and characterize several income generation projects
more or less targeted to women in rural Nepal and Thailand. The projects were surveyed in 1997 in field
researches organized by Japanese National Women's Education Center and supported by the Ministry of
Education's Grant-In-Aid for International Scientific Research, in which the author participated as a leader
of Thai team.

The conclusion gives a list of check points in evaluating socia policies from a gender perspective,
while classifying policies to gender-blind, practical-gender-issue -responsive, and strategic-gender-issue-
responsive. The check points are relative urgency and importance of the policy in question (efficiency in
the widest sense), appropriateness (including the extent of gender-blindness) of policy issues recognized,
appropriateness of policy goals and objectives in the light of policy issues, appropriateness of policy
measures in the light of policy goals, adequacy of policy inputs, extent of leaking of policy inputs out of
policy targets (efficiency in a narrower sense), reducing of policy outputs by unpredicted side-outputs
(efficiency in a wider sense), reducing of policy outcome by adverse intra-household redistribution, extent
of the policy goals achieved in final outcomes (effectiveness), and sustainability of outcomes (effectiveness
in mid-to long term).
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M easur ement
Shun'ichi Furukawa Yoshiaki Hoshino
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Abstract

Governance has undergone a transformation to accommodate accountability and emerging role of
citizens in present day Japan. Knowledge-based governance (KBG) is a product of the changing nature of
governance, and the development of evaluation and performance measurement. As evaluation in the public
sector is being ingtitutionalized both in central and local government, management practices have been
geared toward knowledge-based management.

Following an explanation of KBG and its relationship with performance measurement, the background
of evaluation and performance measurement is described. Examples of current practices of knowledge-
based management and performance measurement in Japan's local governments can lead to a universal
governance model supported by an effective performance measurement/management system.

Although KBG remains to be demonstrated by further empirical studies, this model includes
management learning processes where people can identify and share their knowledge on objectives based
on three key terms. target, intention and outcome. Knowledge sharing and collaboration are the main
factors constituting this new governance, and knowledge is a key component as a competitive resource
leading to continuous innovations. The cases in Japan confirm that a knowledge-based strategy is aso
effective in the public sector.

I ntroduction

The purpose of this article is to discuss the changing nature of governance, the development of
evaluation and performance measurement in Japan, and to propose knowledge-based governance. First, the
conceptual framework of governance and knowledge-based management in the public sector is presented,
followed by an explanation of knowledge-based governance and its relationship with performance
measurement.

Second, the background of evaluation and performance measurement is described. Topics include
evolution of performance measurement, local government initiatives in the 1990s, and types of
performance measurement

Third, current practices of knowledge-based management and performance measurement as a
knowledge-ware are described. Finaly, the authors present a universal governance model based on these
examples. Knowledge sharing and collaboration are the main factors constituting new governance.

oooooooocoooooooib 0200200100 pp. 13-27
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1. Conceptual Framework

1.1 Governancein the Public Sector

OECD (1999) once proposed the establishment of 'Corporate Governance' to answer the question of
who owns a corporation and what kind of accountability should be expected by which stakeholders in a
company. Here, 'Corporate Governance' refers to a management system that realizes the optimum
relationship among corporate stakeholders, including shareholders, customers, suppliers, and communities.
Applying this concept to the public sector is undoubtedly possible. Analogously 'Government Governance'
answers the question of who owns government and of what kind of accountability should be expected from
which government stakeholders.

Governance refers to sustaining co-ordination and coherence among a wide variety of actors with
different purposes and objectives such as political actors and institutions, corporate interests, civil society,
and transnational organizations (Pierre 2000, 3-4) in most public and political debate. This article does not
elaborate on this, but tries to articulate more on management aspects of governance.

Stakeholders in the government are classified as follows: 1) Taxpayers, 2) Customers, 3) Principals of
Local Autonomy (or Volunteers), 4) Interested Citizens (resembling rent-seekers).

Japan's central and local governments are often described as traditionally paying more attention to
interested citizens than other aspects of stakeholders. The most remarkable example of this is the
continuation of construction projects, notably dams or land reclamation in spite of decreasing demand for
water and agricultural land. One explanation is that the government puts more emphasis on assistance to
the construction industry, in order to maintain its labor market, than on adequate responses to changing
customers' needs. There is, indeed, alack of ex-ante and interim evaluation to identify customers and their
real needs in these public works projects.

However, many people have begun participating in voluntary community activities, including
environmental protection and aiding disaster victims. The power of such volunteers has expanded
remarkably in recent years. They are interested in monitoring government from the viewpoint of programs
mission, and sometimes propose adequate action for governments to take. Emerging is ancther tendency
for citizens to be more sensitive to the wasting of taxpayers money as recent reports incessantly reveal
deplorable scandals. Three recent gubernatorial elections in traditionally conservative Nagano (2000),
Tochigi (2000) and Chiba (2001) Prefectures revealed this transformation of citizens orientation as
reformist candidates were elected

1.2 Knowledge-Based M anagement in the Public Sector

The concept of knowledge has been widely used in many disciplines. In management theory,
'knowledge creation' was once termed as a key to the distinctive ways that Japanese companies innovate
(Nonaka and Takeuchi 1995). The most common definition of 'knowledge-based management' is "to utilize
organizational knowledge created by individuals in product development and service/operational
improvement." Many companies have successfully applied it to organizational development, transferring
wisdom of long-serving employees to new entrants, and sharing information and experiences among
different organizational unitsin accordance with recent expansion of databases and the intranet.

'‘Knowledge-based management' in the public sector is defined as "utilizing organizational knowledge
created by citizens and government in policy development and service/operational improvement of
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government.” A thick wall has prevented citizens from acquiring timely and correct information held by
government. At the same time, information from citizens has not been correctly and fully transferred to
government. At most, a handful of people are invited to serve as members of a given government advisory
committee or a council and to give their opinions on a specific area. While this mechanism is a good source
of citizen input in the policy process, it is often unreasonably used to justify government policies and
programs.

This lack of interactive and precise communication has caused insufficient use of public opinion in
policy-making, and conflicts between citizens and government in the case of public works projects
mentioned above. Moreover, genuine information and knowledge sharing is scarce between central and
local governments. This is aso true for the central government where each ministry is reluctant to share
such information and knowledge to solve the problems which citizens raise. This information sharing is al
the more difficult in that compartmentalized inter-ministerial rivalries are salient in the central bureaucracy.
Local governments escape such institutional drawbacks by having a single chief elected by popular vote.

1.3" Knowledge-Based Governance" and the New Public M anagement

Here let us propose the new term, "knowledge-based governance (KBG)," which combines the
concept of 'knowledge-based management' in the public sector with 'government governance.' This new
concept includes the process where both citizens and government learn from sharing
national/regional/community goals and targets and identifying the level to be achieved. Thus, KBG is
different from the currently popular concept called New Public Management (NPM), theorized and
formulated based on the results of public sector reform experiences in the last two decades in the United
Kingdom and New Zealand, to name afew.

Admittedly, there are some common principles between NPM and KBG. While NPM stresses the
introduction of competition for improving efficiency, KBG broadly refers to a competition with other
nations/regions/communities by involving collaboration with citizens. Following are three different
characteristics of KBG and NPM:

1) Types of citizens: While NPM often regards citizens as customers of services provided by government,
and entails the principle of competition in this service delivery, KBG regards citizens as a balanced
mixture of citizen's four aforementioned aspects.

2) Improvement target and what to change: NPM emphasizes improving services by quickly and
adequately responding to the needs of customers and/or by reducing cost. Hence, NPM presupposes an
attempt to change only government organization and individuals as a service provider to citizens; KBG
puts more emphasis on improving the partnership between citizens and government, and on solving
problems to achieve national/regional/community goals. It attempts to change not only governmental
organizations and civil servants, but also citizens themselves in order to realize knowledge and role
sharing for achieving common goals.

3) Principles of organizational improvement: The most representative principle of NPM is "management by
results by letting managers manage." Thus, NPM stresses separating planning and policymaking from
the executive function. An organization in charge of planning, strictly controls the agency (a unit of
executive function) based on evaluating the results of implementation and of cost-effectiveness. This
organizational principle expects the agency to improve service quality based on the contract between the
principal (planning entity) and the agency. In fact, one of the basis of NPM is contractualism (Lane
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2000); in contrast, the most representative principle of KBG is "cooperation between citizens and
government by sharing knowledge and goal s'targets." The overall process of policy formulation entails
dissemination of government information and public comments and engagement. This process is
followed by the accumulation of information as organizational knowledge. Thus, the KBG emphasizes
setting goals by sharing knowledge between citizens and government, rather than evaluating the level of
goa achievement. Additionally, the goals are more policy-oriented than the service levels which NPM
stresses.

In the past, national/regional/community goals were set during the budgetary process where
stakeholders were most interested in how much of an appropriation was made for a specific program or
project. This spending was equated with goals, established according to the major concerns of interested
citizens. This orientation led to a keen interest in the budget rather than performance measurement.
However, the shift from rent seekers' interests to balanced citizens has enabled setting outcome-oriented
goals, explaining to what extent a nation/region/community has realized their vision for improved
conditions. Their interest has been naturally expanded to the fiscal status of government, and the effective
use of taxpayers money.

1.4 Relationship with Performance M easurement

In establishing knowledge-based governance, it is imperative to introduce a tool called "knowledge-
ware," that derives knowledge from the people concerned, accumulates it, and is founded upon a system of
hardware and software. While database software is a tool that helps people to collect, store and process
information, "knowledge-ware" will serve as a stronger tool helping people to produce and share new ideas
and hypotheses. This "knowledge-ware" is related to citizen engagement practices in many communities
around the world, including consultation, citizens' jury, and citizen's panel. They are indispensable to
integrating social union (O'Hara 1998). There are such successful engagements in Prince William County,
Virginia, Joint Venture Silicon Valley Network in northern California, and Portland, Oregon. These are
typical examples of the strategic alignment of three components crucial to effective community
governance: citizen engagement, performance measurement, policy and implementation (Epstein, et al.
2000).

Three requirements for "knowledge-ware" are:
1) All citizens can use it easily as a common language;
2) It can be used in the policy formulation process; and
3) It can support citizens and government in sharing information.

Performance measurement is one of the optimum tools that meet these requirements. It supports the
system called "knowledge-based performance management” which includes not only evaluation of
government goals but also long-term and strategic common goals for citizens and government. Five
characteristics of this management are:

1) It founds evaluation on basic ideas of national/regional/community vision;

2) It enables policy to be formulated in the management process (Plan-Do-See), based on fiscal forecasts to
avoid future deficits;

3) It evaluates and identifies priorities of policies, programs and projectsin order to achieve final goals, not
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merely those of individual programs and projects;

4) Everybody concerned can discuss the vision, policies, programs, and projects, and develop new ideas by
setting targets through the evaluation thereof; and

5) The whole policy formulation process, ranging from setting goals to evaluation, maintains transparency
and responds to external auditing.

A key distinguishing feature of "knowledge-based performance management" is attaching great
importance to the concrete identification of goals, clearly worded objectives, prior to establishing
performance indicators. To identify concrete goals, citizens must thoroughly discuss the policy structure.
Throughout this discussion process, both citizens and government staff can share visions and goals, assign
aroleto achieve these goals, and find the optimal priority for policies, programs, and projects.

Policy structure design starts by setting the policy goals based on externa factors and fiscal
constraints. This process is followed by designing programs aimed at meeting policy goals. And, then
comes to establish a policy structure, which includes basic projects aimed at program goals. An example of
policy structure is shown in Figure 1.

Figure1l Exampleof Policy Structure

Policy Program Basic Projects Projects
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The next step is to analyze existing projects in order to identify each objective, and is followed by
examining what kinds of programs and basic projects relate to each project. And the final step isto evaluate
how each project has contributed or will contribute to achieving the program goals. The most important
knowledge creation through this process is an identification of objectives and goals. This is, indeed, the
precondition for setting indicators and targets.

Generally speaking, the Japanese are not skilled at identifying objectives due largely to cultural and
language characteristics. One cannot find a clear definition of "objectives for a program” in a Japanese
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Figure 2 Classification of Objectives
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language dictionary. This article therefore tries to establish a clear definition of objectives by providing
three factors: target, intention, and outcome (Figure 2).

1) Target/Subject: An objective contains targets and subjects. This should answer the question of what
objective is to be accomplished and what changes are to be made for successful activities;

2) Intention: Intention is the core function of objectives, and answers the question of how a target or subject
should be changed. It is classified into roughly two categories based on the type of change: preventing
unfavorable matters and a proper response subsequent to an unfavorable occurrence. It aso includes
encouraging people to choose correctly or to respond to the needs of others; and

3) Outcome: Outcome answers the question of what kind of policy structure the intention will contribute to.
For example, take a promotional project on environment protection. The target is ‘citizens and its
intention is to lead them to avoid activities which burden the environment. A final outcome is road
cleanliness and air quality maintenance. Adequacy of objectives would be lacking if the intention does
not result in the intended outcome.

Of course, objectives of public activities are not unchangeable, and need to be redesigned according to
environmental changes. Governmental organizations and individuals, however, tend to stick to
predetermined projects without regularly reviewing previously established objectives. This practice may
result in wasteful projects and huge debts. In brief, "knowledge-based performance management" is the key
to solving this problem by revealing contradictions in policy structure and objectives of existing projectsin
accordance with knowledge sharing among the people concerned.

2. Background of Performance M easurement
2.1 Evolution of Performance M easurement

Performance measurement is related to the most recent administrative reform in central government.
However, efforts at performance measurement first started not in the center but the periphery where it was
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not legally institutionalized. The word 'evaluation’ caught the attention of policymakers after an endeavor
by Mie Prefecture, called the 'program and project evaluation system' introduced in 1995. This system tried
to measure the performance of each project undertaken by the Prefecture. Since 'evaluation' was associated
with the issue of accountability, which arose during scandals involving the mismanagement of public
funds, the concept spread quickly to other governments, both central and local. Interestingly the origin of
the concept was derived from Reinventing Government (Osborne and Gaebler 1992). A Tokyo consulting
firm, Japan Management Association, in charge of translating the book, was called in to assist with the Mie
governor's innovation. This entrepreneurial endeavor has influenced the central government's legislation of
1998 which reorganized the central bureaucracy (For an overall survey of these reforms, refer to Furukawa
1999).

Basically, each ministry is required to establish an office of evaluation. The new Ministry of Public
Management, Home Affairs, Posts and Telecommunications (created in 2001) is in charge of sustaining
comprehensive and objective policy evaluation. The results of such evaluations are to be disclosed and
reflected in the policy process.

Two factors that contributed to the emergence of the performance concept in local government were
accountability and decentralization. The most recent decentralization strategy of 2000 abolished the
Agency Delegated Function (ADF) system where governors and mayors elected locally by popular vote
were entrusted to implement national government functions under the control of competent cabinet
ministers. Decentralization also provides less central control. Since local governments already implement
most domestic functions, few specific types of devolution were included. Instead, reduction in central
intervention and involvement was emphasized, and a new rule for central-local relations was addressed.
More autonomy means more responsibility, which in turn requires accountability. This accountability
naturally entails more performance measurement of public programs. However, evaluating common tasks
requires an intergovernmental evaluation. This would be a predominant issue in Japan where the fusion of
function and finance is so remarkable. Requirements placed upon central ministries to undertake
performance measurement started in 2001 naturally necessitates the cooperation of local governments.
Measuring outcome would be a formidable task. A relevant network of performance information must be
established. This calls for knowledge sharing between different levels of government.

2.2 Re-evaluation of Public Works

Severa public works plans must be accompanied by cost-benefit analysis to justify the investment.
The traditional legidative requirement dating back to the 1950s includes toll roads, multi-purpose dams,
flood control, land improvement, and coastal fisheries, to name a few. Large and comprehensive regional
development programs involving various public works projects often have pre-evaluation. All of these are
implemented in the planning stage, and not disclosed for all. Criticism has led to institutionalized
re-evaluation beginning in 1998.

Ministries responsible for public works are predominantly influentia in politics because of the huge
budget and corresponding political funds resulting in a notorious integrative iron triangle. The allocation of
resources has particularly lost credibility in recent years due to scandals involving the arrest and
punishment of major political figures. These Ministries also require local governments to undertake the
re-evaluation of nationally funded projects, which have been stalled for many years. Separate commissions
are thus established in each prefecture to monitor and review the evaluation by the staff of prefectura
governments. The results are moderate; evaluation efforts have turned out to be less professional than
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hoped. Comparable expertise does not exist in the organization, and problematic projects tend to be
justified by such an unsatisfactory mechanism.

2.3 Types of Performance M easurement in Local Gover nment
Four types described here are not exhaustive, but represent frequently cited examples from loca
government. The practice at the central government level has just begun, and remains to be typified.

1) Program and Project Evaluation System

Mie Prefecture presents the first working model of such overall evaluative and measurement efforts.
Mie, located in the central part of the country on the pacific coast with a population of 1.8 million, started
an overall three-year endeavor to implement integrated management based on performance measurement in
1995. After six years, the interim results were remarkable. A consulting firm was called in to assist in an
intensive seminar for managers at all levels with the initial stage costing US$2 million. An evaluation of
more than 3,200 projects and programs was implemented over two years. Suggestions from staff were also
sought, and over 4,000 were received, with 85 actually being incorporated into the new budget.

There are five stepsin one evaluation sheet; each sheet must be filled out by the office in charge. In the
first year, 268 projects were abolished and 142 were restructured, with a savings of over US$50 million.
The second year, the corresponding figure amounted to US$30 million in savings.

The primary goal is not limited only to cost savings, but a transformation of the bureaucratic
organizational culture with the main concept being customer-oriented service delivery. Working level
bureaucrats are required to be involved in the eval uation process and budget requests. It included evaluation
of current programs, the prioritizing of programs to be incorporated into the budgetary process and staff
dlocation. A long-term comprehensive plan compiled in 1997 was a natural extension of such evaluative
efforts. Mie's success influenced other prefectures and municipal governments to implement this type of
management. To overcome difficulties incurred in the course of implementation, this evaluation system is
now being evolved into a more comprehensive 'policy enhancement system' beginning in 2002.

2) Inventory Management

A type of strategic management, called "Inventory Management" is an endeavor by Shizuoka
Prefecture on the Pacific Coast of central Japan, though the meaning is somewhat different from the
origina term. Initiated in 1994 as a part of personnel training, this management reform method has come to
be applied to the overall restructuring of government, in addition to cutting the number of staff through
consolidation, outsourcing, and the use of information technology.

Two characteristics are evident. The first is ‘organizational responsibility." Each organizational unit is
to document tactics in a systematic way, and to locate genuine goals and objectives of the organization.
This documentation includes the evaluation of results, and provides an analysis for management
improvement. The focus is put not so much on respective projects as understanding the goals and
objectives, which an organizational unit intends to implement. This focus leads to the second characteristic
of a'chain of goals and means.' Thus a tree-like structure is formed. A separate 'branch’ of means for each
unit reveals higher policy goals supported by lower ones. Higher goals are related by effectiveness and
efficiency measures attached to the lower ones. Resources input to structured means are also provided.
Then, the relevance of means to higher policy targets can be easily identified.

The strategic management was found instrumental in clarifying goals and objectives via a system of
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'target and measurement' of past accomplishments. More logical and productive discussions can be
expected with the budget office and each section in the organization. Overlapping can be readily rectified,
and consolidation follows. Out of 12,000 programs evaluated, 3,500 were deemed unjustifiable. The
management method developed over time to include evaluation, and the comprehensive nature of the
system led to the re-naming of a Target Oriented Policy-evaluation (TOP) System. In fact, it is intended to
assist top management in making decisions.

3) Monitoring Comprehensive Planning

The third type of performance measurement is related to the monitoring of comprehensive planning
which municipal governments are required to formulate by the Local Autonomy Law. The City of
Kawasaki, one of 12 major cities designated by Cabinet Order as being comparable to the status of a
prefectural government, has been using such a monitoring system. Accomplishments of programs included
in the plan are reviewed in relation to the targets, output, and outcome. The same examples are found in
smaller municipal governments as well as prefectures.

However, this use of performance measurement tends to take a low profile because the endeavor is
usually limited to the planning department, and turns out to be less effective than in the budgetary process.

4) Benchmarking

Currently Japan's many local governments carefully consider benchmarking as an effective tool for
improving performance. However, means to accommodate relevant benchmarks, and to involve
stakeholders in the cultivation thereof, have been found extremely difficult in Japan where citizen
participation in the policy process has rarely been realized. Tokyo Metropolitan Government, the largest
local authority in Japan with a population of more than 11 million, is developing "Tokyo Policy Indicators,"
including the number of service facilities for the elderly, number of home-helpers, and the ratio of trash
recycling, to name a few. Such endeavors to incorporate the planning process have been more and more
popular in the last two years.

3. Knowledge-Based Per for mance Management in Practice

This chapter describes how Japanese local governments have changed their 'Government Governance.’
by reforming policy making methods and management in order to respond to the new structure of involving
citizens through the introduction of 'knowledge-based performance management' as a communication tool
with citizens and internal use in the organization.

As the preceding chapter has described, practices of performance measurement/management in
Japan's public sector are recent. As of the end of August 2000, 37 of the nation's 47 prefectures had already
introduced a performance measurement system. While only 5% of the 3,200-odd municipal governments
had done so; 50% of them are now planning to introduce the system within two to three years according to
the survey conducted by the Ministry of Home Affairs in August 2000.

3.1 Sharing Knowledge to Establish a Partner ship with Citizens
Quite a number of Japanese local governments have introduced 'knowledge-based performance
management' as an effective tool, not merely for internal budgetary control, but also to serve as an
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interactive communication system sharing information with citizens. The process of this interactive
communication is two-fold; establishing policy structure and monitoring/auditing performance reviews
conducted by local governments.

1) First, established is the 'Policy Structure' that describes relationships among policies, programs, and
basic projects by identifying objectives of policies (broken down into programs), and by setting goals
with performance indicators. In this process, representative citizens are often invited to participate. They
are expected to well understand the actual conditions in the city where they live. Their ideas can be
directly communicated to the government, too.

2) Second, representative citizens monitor and audit performance reviews conducted by local governments.

A non-profit organization once pointed out that a department in Mie Prefecture lacked the will to
improve its disaster preparedness program and necessary information for an effective evaluation.
Responding to this criticism, staff of the Prefecture entirely revamped the program structure, and re-
evaluated their performance by listening carefully to the opinions of the non-profit organization. The staff
learned much from this experience. The non-profit organization had more accumulated information, and
knowledge about the program than the government, and was willing to improve the current disaster
preparedness program in order to achieve the necessary goals. Thisis partly because representatives of non-
profit organizations have more professiona expertise than the staff of governments who are susceptible to
routine turnover every two to three years, the typical personnel reshuffle in Japan's public sector. The staff
in charge of the disaster preparedness program in Mie Prefecture now has a collaborative relationship with
non-profit organizations in setting goals for programs and projects, formulating an annua plan,
implementation, and performance review at the end of the fiscal year.

Another example is the City of Mitaka, in suburban Tokyo, with a population of 165,000. Mitaka has
been innovative in promoting itself as 'A City for Tomorrow," and is a member of 'Better Cities,’ an
association composed of eleven networked cities around the world supported by the Bertelsmann
Foundation, Germany. Perhaps inspired by successful precedents overseas and a tradition of its planning
process management, Mitaka tried to introduce comprehensive citizen involvement in 1999, possibly the
first case of its kind in Japan. It called for 380 voluntary citizens to draft an origina plan for the city. A
'Partnership Agreement’ was made between the 'Citizen Council for Mitaka Plan 21st' and the city
government. Ten working groups were formed. Based on the ideas of dedicated citizens consisting of
academics, professionals, and citizens interested in community affairs, a proposal was presented in October
2000, to form a basis for formulating a Basic Concept and Master Plan for the City. In the process of
discussions, Professor Kiyohara of Tokyo Institute of Engineering (one of three representatives of the
Council), clearly noted that the learning and collaborative process was a meaningful experience both for
the staff of the city and its citizens. The Mitaka endeavor would be expected to include a further evaluation
of programs. In fact, the city government has begun innovating management systems to include
performance measurement.

3.2 Sharing Knowledge for Prioritization and Transparency

'Knowledge-based performance management' was introduced in the process of setting priorities for
repairing or constructing roads by municipal government X. Formerly a double standard was prevalent. O
When a citizen's request was turned down due to low priority, he/she could influence the government
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through a politician to whom the citizen had access. Should that politician be a member of the National
Diet, it would be very difficult for municipal government X to decline the request. Here what countsis who
makes the reguest, rather than the concrete necessity of the repair or construction based on demands on
roads, for example. Such rule by person, rather than law, potentially wastes time in the handling and
changing of priorities. Furthermore, in such cases the repair or construction itself can be exceedingly
inefficient and ineffective.

One of the remarkable changes in introducing 'knowledge-based performance management' is that
both the results and process of performance review, as well as the criteria for deciding priorities, are
disclosed to citizens in a transparent manner. The government and its staff must abandon all double
standards so that every type of citizen can satisfactorily understand its action.

City government X in this case has already begun to develop a database system that everybody can
access and learn how requests are being processed. A series of improvements has resulted in approximately
a 30% productivity improvement for the repair department, and simultaneously a 10% reduction in
complaints from citizens.

3.3 Relating Knowledge to Organizational Restructuring and Performance M easurement

By introducing a 'knowledge-based performance management' system, the government staff can set
goals for policies, programs, and basic policies without being influenced by the current organizationa
setting. Examples of organizational restructuring at both the central and local level of government in Japan
often are a mere reduction of the number of divisions and departments. It does not take into consideration
the objectives or goals at the ‘policy level' vis—&viﬁthe concrete project level in line with policy structure
along which citizens needs are represented.

One typica example can be found in the performance measurement and program review of supporting
childcare in Ichikawa City, Chiba Prefecture, situated within the Greater Tokyo Metropolitan Area and
having a population of approximately 447,000. At the outset, all the division/department managers involved
with programs supporting childcare gathered for an intensive discussion meeting to identify the objectives
and goals of the program. Based on the basic principle of objective identification, they reached the
following conclusions:

1) Program Targets
- Parents who are involved in childcare or wish to be in the near future;
- Babies and children under seven years of age not old enough for school.
2) Intentions
- To do away with the anxiety of childcare;
- To make childcare consistent with jobs and/or other obligations ;
- To foster children with sound minds and sound bodies.
3) Outcomes
- Increase in the number of households with children;
- Increase in the number of children per household;
- Development of children with sound minds and sound bodies.

In a series of intensive discussions, all the managers had their first opportunity to find out how
programs supporting childcare were combined with policies contributing to the same goals and objectives.
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Although the central government regards this program as one effective method to reverse the nation's
serious birthrate decline, some participants mentioned that the relationship was doubtful. They asserted that
reducing childcare anxiety or making childcare consistent with jobs and/or other obligations, and a per
household increase in children were necessary to reverse the trends.

Participants poured over the survey results, inquiring to parents about their views of having a child.
Finally they reached an agreement to extend the program to include modifying the younger generation's
ideas on marriage and childbirth, solving housing problems, reducing educational costs, and so on. Then,
the city government established a new section to manage an extensive program called 'supporting family
policy." All the divisions and departments, including education, labor, and housing, report directly to the
new section in order to share knowledge concerning family support.

There are four kinds of performance indicators in knowledge-based performance management:

1) Targets/Subject Indicators

In the preceding case, there are three types: the number of households with children under seven years

of age, the number of fertile women, and the number of children under seven years of age.
2) Result Indicators (representing the extent of achieving intentions)

This indicator serves as the nucleus of performance evaluation along the policy structure.
Targets/Subject Indicators can be incorporated into this indicator. In the same case, three kinds of
indicators are:

o Number of households with no anxiety toward childcare per number of households with children
under seven years of age.
« Number of households involved in childcare consistent with jobs and/or other obligations per number
of households with children under seven years of age.
o Number of children under seven years of age with sound minds and sound bodies per number of
children under seven years old.
3) Outcome Indicators (representing outcome achievement)

Thisis not an indicator of program performance in a strict sense, but the program'’s contribution must

be measured against its outcome. In this case, three indicators are identified:

o Number of households with children

o Number of children per households

o Number of children, seven years old with sound minds and sound bodies, and enrolling in a school.
4) Contribution Indicators (degree of contribution of the program results to the outcome)

A significant function of thisindicator isto measure the degree of contribution of programs to a policy
in line with policy structure. It consists of two indicators of results and outcome. In this case, the
following:

o Number of households with no anxiety toward childcare per number of increased households with
children.

« Number of households involved in childcare consistent with jobs and/or other obligations per number
of increased househol ds with children under seven years of age.

Knowledge-based performance management has the unique feature of incorporating processes of
learning and knowledge sharing in setting the goals of policy, program, and project. Managers from all
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departments concerned participate in this process, where they can find the best objectives and indicators to
be achieved considering the characteristics of the community. Through this process they can learn how to
define their real mission and the degree of policy contribution in line with policy structure. They also learn
how to share a sense of seeking objectives, common goals and roles with all the people concerned,
including citizens.
Followings are some of the comments that managers made after completing the process:
« "| realized the importance of being reminded of our final goals and sharing them with citizens every
time we work."
« "l have never had a chance to discuss concretely the relationship between policy and program in my
section. But now | can doit, and | should have a clear understanding by practicing this system.”
 "We should have introduced this system earlier.”
¢ "| have learned the importance of a series of processes ranging from identifying the objectives to
reviewing the result of our activities."
« "All the staff should thoroughly learn this method, even if it takes much time."

Those responsible for achieving the goals are not always those who can measure it. A department,
generally called Public Communications, periodically conducts an extensive survey that reveals the actual
status and awareness of citizens, and shares their data and knowledge with other departments. The use of
results of the annua survey for performance measurement is not enough. Performance measurement
sometimes requires more specific surveys focusing on specific targets. For example, it is necessary to listen
to what kinds of anxiety parents have. Furthermore, more often than not, it is effective to use other means
such as regular medical examinations.

Up until now, the organization of Japanese local government has been designed for compatibility with
its central government counterpart. That is why their organization is too rigid to respond quickly and
properly to environmental changes. The program supporting childcare is one of the typical examples that
several departments should be involved in so as to achieve the goals. It is 'knowledge-based performance
management' that helps local government solve interdepartmental issues irrespective of the current
organizational structure.

3.4 Training and Adaptation Process

Assimilating to the process and concept of this type of management orientation and knowledge
sharing takes time and energy. In Mie Prefecture's case, in-house training has been implemented for the
past six years, starting with intensive brainstorming by department heads, with the help of a consulting
firm. This training continued targeting division heads and section chiefs. The initia total cost over the first
three years was US$ 2 million. The major component was to identify the goals and objectives of programs
aswell as output and outcome, which had often been neglected in the policy making process of government
where budget and planning concerns dominated. Shizuoka Prefecture has been continuously providing
training programs for managers and field officers to initiate strategic management with the help of
professors having expertise in private and public sector management. It took them five years. These two
representative local governments reinvented the budgetary process and reorganized the department and
division level, incorporating evaluation results. Similar endeavors are being made at various local
governments because evaluative efforts clearly reveal current constraints on more viable policy planning
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processes and organizational configurations.

Whether such management efforts have paid off or not poses another question. A simple budget-based
calculation resulted in significant and visible savings: over several billion yen for the examples cited in this
article. However, mgjor emphasis lies not so much on savings as quality improvement. While mere
monetary savings can be attained by a straightforward reduction across the board, only true knowledge-
based management under a new governance regime can strategically advance the capacity of policy making
and implementation in the public sector.

Conclusion and Future Issues. Toward the Universal Governance Model of Knowledge
Sharing and Collaboration

Throughout the course of this article, we have attempted to introduce the new concept of 'knowledge-
based governance' (KBG) supported by an effective performance measurement/management system. This
system is now transforming the existing organizational structure of local government as well as the
orientation and behavior of its staff. KBG is still evolving, and our conceptualization remains to be
demonstrated by further empirical studies of implementation in many governmental organizations.
However, we believe this model will become universal in the near future because it includes management
learning processes where people can identify and share their knowledge on objectives based on three key
terms: target, intention and outcome.

It is the learning practice that can associate the performance management system with those using the
system. Unless the learning process is involved, a sophisticated performance measurement system is but pie
in the sky. This is consistent with the traditional and currently 'universal' management system known as
Kanban.

Performance measurement in Japan is arelatively new term. Although some type of measurement has
been implemented in the public sector, it has lacked a solid institutional foundation. There is a clear
separation between the public and the private sector, despite famous private sector management
innovations, including TOM and 'kaizen." Recently, however, performance measurement in the form of
‘evaluation’ has emerged as an effective tool for administrative reform. Embodied in the new national laws,
it is now receiving much attention.

Knowledge is a key component as a competitive resource leading to continuous innovations. The cases
in Japan confirm that a knowledge-based strategy is also effective in the public sector. The new mode of
governance, KBG, will reshape the policy arena for the public sector in Japan. It entails knowledge sharing
and collaboration. Intergovernmental evaluation would lead to a relevant network of performance
information. This calls for knowledge sharing between different levels of government.

In addition to an institutional foundation, real professional expertise is needed to realize meaningful
and practical accomplishments. The local government is in a better position to adapt itself to KBG.
Citizens involvement at the local level would enhance more effective performance measurement.
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Abstract

Evaluating qualitative changes
based on a case of the quality-of -life improvement projects
for women in a farming village in the Republic of Paraguay

Yoko Fujikake
Ochanomizu University Graduate School
yoquita@yk.rim.or.jp
O
0

The aim of this paper is to trace how village women changed their consciousness and action and to
attempt to evaluate these changes, based on my field work from 1994 to 2001 on the process of how the
micro-level "quality-of-life improvement projects" were conducted in the farming village S in the Republic
of Paraguay.[]

Recently human-centered sustainable development is gaining importance as a means of promoting
people's empowerment in the area of development cooperation. However, since sustainable development
requires the changes of people's consciousness and action, and such qualitative changes are not easy to
evaluate, new methods of evaluation are now being developed.]

This paper makes a qualitative study of 11 women involved in quality-of-life improvement projects
and analyzes the results of these projects. First, it illustrates how the specific results of these projects can
be categorized into "three types," which are derived by contrasting these specific results in light of the goal
of these projects set by the women in the early stage of the projects and by incorporating the viewpoints of
Moser's practical and strategic gender needs. One of the most significant findings is that as type 1 results
produce type 2 and 3 results and the three types interact with each other, the women begin to mention their
changes. Second, the paper reveals the process of the empowerment of the community women themselves.
Third, through an analysis of the discourse of the women's groups, | have extracted 12 items of the
empowerment index. Furthermore, the original goals of these projects have undergone transition in the
course of time from practical to strategic gender needs.(J

If we are to continue to pursue sustainable development and human-centered development projects,
we should explore the methods of evaluation considering people's quality changes, which can be revealed
by focusing on the three types of results as this paper has shown.
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Abstract

Current Development and Prospects of Performance M easurement

Ryo Sasaki Mimi Nishikawa Sheikh
International Devel opment Center of Japan International Development Center of Japan
sasakiryo@hotmail.com nishi01@giganet.net

Performance measurement has been widely introduced to Japanese public and nonprofit organizations
in recent years. It has been introduced not only by the Western aid agencies and international aid agencies,
such as USAID, Canadian SIDA, Swedish SIDA and UNDP, but also Japanese aid agencies such as JICA
and JBIC. Also Japanese domestic ministries and local authorities have eagerly introduced similar
monitoring systems based on performance measurement.[

Performance measurement has pros and cons. The pros include its simplicities: (1) No need to prepare
comparative groups and (2) No need to apply formal statistical judgment. Also (3) performance
measurement provides on-time information that can be utilized for rapid adjustment of the on-going
programs. On the other hand, performance measurement has the following cons: (1) It is difficult to
remove outside effect from the values measured by the performance indicators; (2) It provides only partial
information for decision-making; (3) It is an 'information production activity' and there is an underlying
cost.(]

New trends in performance measurement include mixed use of performance measurement and in-
depth evaluation; comparative performance measurement; theory-based performance measurement;
moving from measurement to management; and cost-benefit focused performance measurement.
Performance measurement has been developed based on operational needs of public administrators and on
request of accountability by taxpayers. Japanese public and nonprofit organizations are just at the initial
stage of introduction of performance measurement, and they are recommended to carefully but seriously
examine possibility of applying those new trends.
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Abstract

The Basic Study about Establishing Program Evaluation System
Linked with Comprehensive Plan of L ocal Government

Toru Sato[]
Toyonaka City Office[
kikaku@city.toyonaka.osaka.jp

a

Today a lot of Japanese local governments pay attention to public sector evaluation system.
Establishing public sector evaluation system increases the efficiency and effectiveness of government,
which is part of the impetus for implementing results-based government. [

The purpose of this paper is to consider how local government establishes program evaluation system
linked with comprehensive plan after the introduction of project evaluation system.d

There are three viewpoints in program evaluation. The first is the benchmarking, the systematic
comparison of one organization to another with the aim of mutual improvement. The second is the
effectiveness, the extent to which the outputs of a project meet the citizen's needs and expectations. The
third is the multi criteria analysis, setting priorities in the projects by means of comparing with some
projects from multi-criteria.OJ

Establishing program evaluation system linked with comprehensive plan requires two components.
One is the linkage with the master-plan structure. As the long-term policy document for local government,
the master-plan is both a statement of purpose and guideline of general direction to desired conditions. The
other is the linkage with the short-term action planning process which demands to compare with some
projects from multi-criteria.
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Per formance M easurement in the U.S. Public Sector:
An Analysis of Its Current Status and Future Obstacles

Hiraki Tanaka
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Abstract

Since the 1990s, the momentum for using performance measurement in the U.S. public sector has
been growing as a result of an increased focus on outcome indicators and citizen involvement in
government.  Performance measurement has become a commonly used tool in performance-based
budgeting, strategic planning, and devel oping performance management systems. It is also frequently used
to create baseline comparisons for implementing benchmarking in state and local governments.

However, despite the growing interest on the part of public officials, performance measurement is still
not well understood. Thisis mainly because the study of performance measurement has lagged behind its
implementation, and systematic and thorough research of this phenomenon has not yet taken place. The
role of scholars and researchers will be crucia in guiding the further dissemination, appropriate use, and
effective implementation of performance measurement. Concurrently, heads of public sector organizations
must provide leadership and incentive for better incorporating performance measurement into their
organizations' management systems.

1. The Current State of Perfor mance M easurement

1.1 Implementation by the Public Sector

Today, performance measurement can be seen at various levels of the U.S. public sector. At the
federal level, the Government Performance and Results Act (GPRA) was passed in 1993 and all executive
agencies are required to set goals for program performance and to measure results. They are also required
to prepare multiyear strategic plans, annual performance plans, and annual performance reports.

At the state and local levels, performance measurement is disseminated with much more diversity. For
example, Oregon, Minnesota and Florida are well known for having statewide performance measurement
processes, known as "benchmarking." Some cities, such as Phoenix, AZ, and Charlotte, NC, have been
using performance measurement in their budgeting processes for decades.

Unfortunately, because of the widespread variability in the ways performance measurement has been
put into practice, it is difficult to make clear generalizations about the status of performance measurement
in the U.S. as a whole. The most comprehensive survey was conducted jointly by the Governmental
Accounting Standards Board (GASB) and the National Academy of Public Administration (NAPA) in
1996.1 Of the respondents in this survey, 83 percent of the state departments and 44 percent of the
municipalities indicated that they have developed some type of performance measurement. Sixty-five

gooooooooboooooooito 0200200100 pp. 61-67
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percent of the state departments and 31 percent of the municipalities reported that they have developed
output or outcome indicators. A similar survey by Poister and Streib (1999) was conducted by surveying
municipal managers in cities with populations of 25,000 or more. Poister and Streib found that 15 percent
of the respondents reported that their cities used performance indicators in selected departments or program
areas, and 23 percent reported that they have centralized, citywide performance measurement systems.
Their findings are quite consistent with the results of the survey by GASB and NAPA.

Despite these surveys, one still cannot tell with confidence how many state and local governments are
using performance measurement and how they are using it. However, it is becoming clear that performance
measurement is more prevalent in larger jurisdictions. Poister and Streib (1999) also pointed out that it is
used more frequently in cities with the council-manager form of government than in those with mayor-
council systems.

Performance measurement is also becoming popular anong non-profit organizations. As Drucker put
it, "performance and results are far more important . . . in the non-profit institution than in a business'
(Drucker 1990, p.107). Among non-profit organizations, the United Way of America has been a leader in
developing performance measurement and spreading it to its partners (Hatry 1999).

1.2 Support from External I nstitutions

Although the development and practice of performance measurement in the U.S. public sector have
primarily been conducted by practitioners in state and local governments, support has been provided by
independent external institutions, such as the International City/County Management Association (ICMA),
the Urban Institute, GASB, NAPA, and the American Society for Public Administration (ASPA).

ICMA published a pioneering book as far back as 1938 (Ridley & Simon 1938), which suggested
ways to measure the performance of municipal services. Since then, ICMA has been playing a leadership
role, especially in providing information and assistance to municipalities. Most recently, ICMA
established the Comparative Performance Measurement Consortium in 1994, in which participating
municipalities (initially 34 and now 140 cities and counties) can share their performance information and
can compare it to that of similar jurisdictions. The Urban Ingtitute, with Harry P. Hatry as a leader, has
been providing instruction on how to develop and make use of performance measurement since the 1970s.
ASPA's Center for Accountability and Performance (CAP) provides information and materials on
performance measurement through its web site and by presentations at conferences.

GASB, whose primary mission is to establish and improve standards of accounting and financial
reporting for state and local governments, has been further pressing these ingtitutions to report service
efforts and accomplishments (SEA) to elected officials and to the public. The objective of SEA reporting is
to provide more complete information about a governmental entity's performance than can be provided by
traditional financial statements. GASB has also been utilizing a significant grant from the Sloan
Foundation to conduct projects addressing the needs of state and local governments with respect to
developing performance measurement. These projects include the establishment of a comprehensive and
useful performance measurement clearinghouse on the Internet, a survey of state and local governmental
entities (mentioned earlier), and the publication of case studies of performance measurement effortsin state
and local governments. GASB's case study publications, currently comprised of twelve state and local
cases, are the most comprehensive ever done, and fourteen more cases will follow. 2

Basic information on the use of performance measurement in all state governments and the 35 largest
cities can be obtained from the Government Performance Project conducted jointly by Governing



Performance Measurement in the U.S. Public Sector 63

Magazine and Syracuse University's Maxwell School.3 Other than the above-mentioned institutions, the
Sloan Foundation and the Pew Charitable Trusts have been helping a number of projects by providing
grants to encourage the creation and use of indicators of municipal government performance.

State and local governments have relied on significant external support, but they are not the only ones
who have benefited. Practitioners in governments have shared their information with external funding
institutions and with counterparts from other jurisdictions. There is no doubt that formal and informal
collaboration among external institutions and public officials has contributed to enhancing the
understanding and the use of performance measurement in U.S. state and local governments.

2. Current Issues

2.1 Recent Changes

Performance measurement in the U.S. public sector has at least three decades of history, and,
reflecting other public sector changes which have taken place during that period, the foci of performance
measurement have also been changing.4 For example, until the 1980s, the main focus of performance
measurement was on the efficiency of government services, that is, measuring the number of clients served
by a given number of government employees. Today the main focus is on the effectiveness and quality of
government activities, that is, the degree to which performance objectives are being achieved. Thisis the
reason that the importance of measuring outcomes, as opposed to outputs or inputs, has recently received
so much emphasis.

Another recent change is the increased stress on the importance of citizen involvement in performance
measurement processes. There are two models used in viewing citizens in relation to government; citizens
as customers of government services, and citizens as owners of the government (Schachter, 1997).
Regardless of which model are used, either view leads to the recognition that citizen involvement is
essential in the process of performance measurement. Currently various efforts are being made by state
and local governments to involve citizens; using citizen satisfaction as an aternative outcome indicator;
and consulting citizen focus groups to abtain input on outcome indicators and the quality of government
services.

Although it is not a new idea, using performance measurement as a tool for effective budgeting,
planning, and management has become more popular recently. Performance-based budgeting, which
incorporates performance measurement as a critical component of a budgeting system, is used in 47 of 50
states (Melkers & Willoughby, 1998). A number of state and local governments have begun using strategic
planning processes to strengthen their planning and management capacity, and have been making use of
performance information in this course of action. Performance measurement is also regarded as a crucial
element of more broadly defined performance management systems. In performance management
systems, a variety of government activities, such as resource alocation, employee evaluation, and
contracting out of governmental activities are managed using information obtained through performance
measurement.

Finaly, thereis a growing interest in "benchmarking." In performance measurement, current levels of
achievement on key performance indicators are compared to desired levels (often described as "goals').
Benchmarking refers to an approach for systematically setting, and determining processes for obtaining,
those performance goals. This method was transferred from business practices, and Oregon's "Oregon
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Benchmarks," Minnesota's "Minnesota Milestones," and Florida's "Florida Benchmarks" are renowned for
applying benchmarking to setting statewide priorities.

In benchmarking in the private sector, the desired levels (goals) of performance indicators are often
compared to the "best practices' or the performance of other businesses. For example, Motorola
benchmarked Domino's Pizza and L.L. Bean looked to Xerox (Keehley, Medlin, MacBride, & Longmire,
1997). Similar methodologies can be utilized in the public sector. Recently, comparisons across state and
local governments are becoming popular. The ICMA Comparative Performance Measurement Consortium
is an effort to respond to this trend. The consortium was made up of 34 city and county managers (now
140) as members in 1994, who identified a need for accurate, fair, and comparable data regarding the
quality and efficiency of service delivery to their citizens. ICMA is helping the consortium members to
coordinate their work, share performance information, identify desired outcomes of service delivery, define
indicators, and to collect data. The North Carolina Local Government Performance Measurement Project
initiated in 1995 is another similar effort to provide a comparative basis for local governments to assess
service delivery and costs, although the project is restricted to the North Carolina area. I1n addition to such
consortium efforts, national recognition awards such as the Malcolm Baldrige National Quality Award, the
Carl Bertelsmann Prize, and Rutgers University's Exemplary State and Local Awards Program (EXSL)
provide reliable definitions of best practices to state and local governments which conduct benchmarking
(Keehley et al. 1997).

2.2 Perceptionsvs. Reality

In spite of its current popularity in the public domain, there are till many indicators that reflect
confusion and ambivalence regarding performance measurement.

First of all, while it is one of the most frequently used terms in today's public management, it is also
among those least understood. One widely supported definition by Harry P. Hatry describes performance
measurement as "measurement on a regular basis of the results (outcomes) and efficiency of services or
programs’ (Hatry 1999, p. 3). However, this definition begs the question of clearly distinguishing between
"outcomes" and "outputs,” a task which has proven problematic for many. Even among the scholars of
public management, a consensus on the definition of performance measurement has yet not been created.
The current state of imbalance between the popularity of this term and a clear understanding of its
meaning, paralels the fact that the implementation of performance measurement has outpaced
corresponding study in thisfield.

Secondly, while performance measurement is one of the few issues that can expect bipartisan support,
this does not mean that it is easy to put into practice. Both contestantsin the latest presidential election are
associated with performance measurement. President George W. Bush has been famous for deploying
performance measurement in the Texas state government when he was the Governor, and Vice President Al
Gore led the National Performance Review (NPR), in which the use of performance measurement was
emphasized based on the principles of the customer-driven and results-oriented government. Under the
Clinton and Gore Administration, GPRA, which requires federal agencies to measure the performance of
their activities, was passed with bipartisan support. However, there are still a considerable number of
executives in local government who do not take performance measurement seriously. Additionally, many
government employees are skeptical, fearing an increase in responsibility and potential punitive actions as
a consequence of poor assessment. Even when there is no obstacle to the initiation of performance
measurement, how it can successfully be developed and used is hardly clear. While ideological conflicts
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may not be a problem in most cases, organizational obstacles and logistical and technical difficulties can
be.

Thirdly, many loca officials do not see a clear and direct relationship between performance
measurement and their own work. They tend to view it only as atechnical tool. Performance measurement
is often used in relation to budgeting, strategic planning, program evaluation, reporting to stakeholders, and
auditing. These activities are usually conducted by specialistsin each field, and performance measurement
is planned, developed, installed, and maintained mostly by experts in accounting, budgeting, or quantitative
analysis. However, the efficiency and effectiveness of every activity in alocal government can be targeted
by performance measurement, so it is important to note that it can potentially affect all its employees.
Every employee is able to benefit from identifying problems with their job and increasing productivity and
effectiveness.  Once installed, performance measurement can become a common tool for everyone in a
local government.

Finaly, in spite of individual governments' efforts and support from external institutions, it is not yet
clear whether the practice of performance measurement has resulted in positive outcomes. In other words,
no one has yet been able to measure the "performance”’ of performance measurement. This lack of
knowledge about the consequences of performance measurement opens the door to criticism that most
performance measurement practices ssimply imitate previously successful practices, and thus have not born
significant fruit (Roy & Seguin 2000). Gauging the performance of government activities is so difficult
that there is no effective argument for or against this criticism as of yet. Past research efforts have mostly
been devoted to providing information on performance measurement and encouraging its use. Developing
objective ways to assess performance measurement practices will be the next task for scholars and
researchersin thisfield.

3. Conclusion

Performance measurement is not a new idea, but since the 1990s, with an increased focus on outcome
indicators and citizen involvement, the momentum for applying it to state and local governments has been
growing. There are also emerging issues such as the use of performance measurement in performance-
based budgeting, strategic planning processes, performance management systems, and as a vital part of
efforts to provide a comparative basis for implementing benchmarking in state and local governments.

In spite of the growing interest among public officials, however, performance measurement is not well
understood. This is mainly because the study of performance measurement has lagged behind its
implementation, and a systematic approach to this issue has not been structured. Answers to important
questions which practitioners face have not yet been found, such as; how long doesiit take to build a mature
performance measurement system; what is the cost of building and implementing it; what kind of resources
do we need other than money to build it; what type of performance measurement system is appropriate for
specific purposes; and finally, what are the actua benefits of implementing performance measurement?
These are questions that individual state and local governments are unable to answer and require the
attention of scholars and researchers at academic institutions.

Nevertheless, the ultimate responsibility for initiative lies with state and local officials. A government
must build specific knowledge and develop specific techniques, as well as develop its evaluation capacity,
in order to successfully introduce and implement performance measurement. Evaluation capacity usually
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refers to human capital (skills, knowledge, experience, etc.) and financial/material resources (Boyle,
Lemaire, & Rist 1999). However, organizational factors such as leadership and organizational culture are
also extremely important aspects of an evaluation capacity. Leadership plays a critical role, particularly in
the initial stages. Because the actual benefits of implementing performance measurement are so vague in
the beginning, the strong will of aleader is necessary to generate momentum.

Performance measurement is not merely atechnical tool; it represents away of thinking which implies
that decision-making and management in the public sector should be based on factual evidence. Aslong as
it is understood as such, there is no doubt about the importance of performance measurement. For further
dissemination, more appropriate use, and more effective implementation of performance measurement, the
role of scholars and researchers will be crucial. They should establish systematic approaches for the study
of performance measurement and provide the public with solutions to existing problems and practical
suggestions for implementation. At the same time, public organizations must develop their evaluation
capacity, in particular their leadership and organizational capacity, to better incorporate performance
measurement within their management systems.
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Notes

1 GASB recently conducted a less comprehensive, but more detailed survey and published its resultsin O
O November 2001. The result of both the earlier and the latest surveys are available at the following web
O site: http://www.rutgers.edu/Accounting/raw/seagov/pmg/project/index.html.
2 GASB'scase study publications are available at the following web site:

O http://accounting.rutgers.edu/raw/seagov/pmg/index.html.
3[Results of the Government Performance Project is available at the following web site:

O http://www.maxwell .syr.edu/gpp/index.htm.
4 Itiswidely recognized that the original use of performance measurement in the public sector dates back
O to the late 1960s when the Johnson Administration introduced Planing, Programming, and Budgeting O
0 System (PPBS) into the federal government.
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Abstract

The Development Process and Prospects of
the Mie Prefectur e Performance M easurement System

Jiro Umeda
Mie Prefectural Government
umedaj @pref.miejp

Six years have passed since the inception of the Mie Prefecture Performance Measurement System
and it has now entered its seventh year. Currently, this system serves as the model for evaluation systems
implemented by local government.

This system was created as the basic tool for the administrative reform of Mie Prefecture which
fundamentally involves a people-oriented administration as its objective. The analyses of its formation and
development processes have revealed that the basic nature of this system is affiliated with performance
measurement, one of the evaluation types that are currently under debate.

The efficacy of this system has been gradually manifested in the reform attitudes of civil service, the
creation of people-oriented policies, and hence the culture of the prefectura government bureaucratic
system. While the system will retain its basic nature, it is expected to further improve, being accompanied
with two main concerns: effective coordination of various components of this system, and enhancement of
citizen participation and collaboration to be incorporated into this system inherently oriented toward
internal management.
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Abstract

Performance M anagement Strategy
at the Ministry of Land, Infrastructure and Transport

Kazuhisa Shibuyald
Ministry of Land, Infrastructure and Transport(]
shibuya-k2bj@mlit.go.jp

O

While Japanese Government is introducing "policy evaluation" system on the whole, Ministry of
Land, Infrastructure and Transport has adopted the unique system called "Performance Management
Strategy". It consists of Performance Measurement, Program Evaluation and Policy Assessment, and they
are related each other in the "policy management cycle". The Ministry's purpose to introduce this unique
system is to establish "Management by Objectives" in every policy area. While many people think "project
evaluation" is essential, the Ministry thinks differently. It seeks mission-oriented and results-oriented
management system. To achieve that, we need "business strategy" or "Strategic Plan" like in the GPRA.
And to establish a strategy, we need performance measurement at first. The Ministry puts emphasis on
"Learning and Growing" on the first stage of implementing this system.
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Abstract

Theoretical Framework of JICA Evaluation Guideline:
Some I ssues in Developing the Guideline

Koichi Miyoshi Yuriko Minamoto
Japan International Cooperation Agency Independent Consultant
Miyoshi.Koichi @jica.go.jp yminamoto@mvd.biglobe.ne.jp

O

JICA's Guideline for Evaluation clarifies its policy for evaluation and presents a set of project
evaluation methodologies. JICA aims at establishing an evaluation system from ex-ante through ex-post
evaluation, and considers evaluation as an internal management tool for improving its program and project
performance. The basic methodologies of project evaluation are DAC's five evaluation criteria (relevance,
effectiveness, efficiency, impact and sustainability), and program theory of evaluation utilizing the Project
Design Matrix (PDM). O

In addition to that, the Guideline emphasizes assessing implementation process in order to analyze
both constraints and contributing factors of project performance, which provides useful information on
feedback. The idea for evaluation that the Guideline is in line with is the concept of learning organization,
securing feedback and accountability and improving JICA's decision making process as well as planning
operation.d

Some issues that should be discussed further for clarification are those related to the participatory
evaluation, the feedback mechanism, the process evaluation, and the program evaluation. The Guideline
itself will be open to the public through JICA's web site, and will be revised in accordance with the lessons
learned from evaluation studies and the discussion with the wide range of stakeholders.
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