Participatory Developmental Project Cycle Management for IWRM
Module 4: FOCUS ON CHOICE

Module 4

4

FOCUS ON CHOICE
By the end of the module participants will
Understand why there is a need for going through the process of making choices
Be able to conduct a resource analysis
Be able to formulate the immediate objective for their project
Be able to conduct a strategy analysis for their project
Be able to revisit their original stakeholder analysis in order to determine their
commitment
Be able to compare scenarios for their project
Be able to make a scenario selection and to prepare the short objective statement
for their project.

Unit 0:
Unit 1:
Unit 2:
Unit 3:
Unit 4:
Unit 5
Unit 6

Focus on Choice Introduction
Resource Analysis
Choosing the Immediate Objective
Choosing strategy options
Stakeholder Commitment
Comparing Scenarios
Choosing

Short lectures by facilitator and group work, followed by practical assignments in
period between Module 4 and 5
20 hours workshop time, 8 hours self study and 16 hours for practical field assignment
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Module

4

Unit

4.0

Focus on Choice
Introductory text
.

To reduce contamination of a lake, which is a recipient of
wastewater and filtration from households, industry, power
plants, agriculture and forestry, is a challenge full of complexity,
uncertainties and conflicts.

4
My notes

Maybe a biological damage assessment of the lake would
conclude that agriculture is the main cause when it comes to
reducing the fishing stock. Maybe the Ministry of Health would
focus on the content of heavy metals from industry in fish used
for consumption. The inhabitants may feel most bothered by
the smell from the sewage.
If the choice is made to try to decrease pollution from
agriculture, this may encounter strong resistance from
politically influential farmer's association. So a soft approach to
a gradual reduction of industrial pollution may be more
feasible, even though the overall impact may be smaller...

Choosing objectives and strategies for projects is
complex, because it implies weighing pros and
cons, expectations and fears, cost and benefits and
so on. All to often, when designing or redesigning
projects, the working methods tend to lead to
predefined choices or to choices reflecting the will of
the strongest participant in the group, without any
clarity as to the background for the choice.
The Choice Focus Area offers tools for structuring
the choosing process and making it as transparent
as possible. This is not to say that conflicts and
disagreement can or should be avoided. But
working with explicit criteria for choice can make
conflicts as well as agreements transparent.
Negotiations about what people accept as real
conflicts are then possible, rather than unstructured
fighting about apparent or only perceived conflicts.

Exercise:
Take 20 mins in your group to discuss the possible
areas of conflicts in relation to your projects.
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Module

4

Unit

4.1.

Resource Analysis
Introductory text
When designing or redesigning projects, the
resources available for the project are limited. These
limits may change during time or through skilful
interventions by the project staff, but they will always
remain limited.

4
My notes

Listing the resources expected to be available, and
the strengths and weaknesses of these resources,
helps us see how objectives and strategies match
resources. Alternatively, if necessary, we might
abandon the project if objectives that realistically
correspond to the resources are considered not to
be worthwhile.
Listing the resources touches upon the issue of
delineating what is or will be under the dominant
influence of the project and what is or will be outside
such strong influence of the project. This is not a
straightforward matter. It touches the issue of
project ownership as the following example
demonstrates

Exercise
1. Using the example on the following page
discuss where similar issues may arise in the
context of your project.
2. Prepare a group plan of action deal with
critical issues that may arise
3. Prepare plenary presentation [2.5 hrs]
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Module

4

Unit

4.1.

4

Resource Analysis
Introductory text
The mayor of Nathla, participating in the design of a
project aiming at reducing the pollution of Lake Nathla,
offers the staff of the Environment Department of the
Municipality as a project resource.

My notes

However, during the discussions, it becomes clear that
the staff will have to attend to their normal duties in
addition to project tasks, and that they can only be
expected to spend one day a week on the project.
To satisfy the Ministry of Agriculture, it is suggested that
the project is established as an independent unit
referring to a Steering Committee with representatives
from the Ministry of Agriculture (who chairs the
committee), the Municipality, and industrial and
agricultural associations.
Since the municipal staff will continue to refer to their
managers in the municipality, who may be less
enthusiastic about the project if it is outside their
organisation, they may turn out not to be the expected
resource. They are not under the direct control of the
project manager.
This does not necessarily mean that they should not be
considered as a resource. But if they are counted on, the
project may have to include carefully designed elements
that make it worthwhile for the municipality to give
priority to project tasks and release the staff from their
other duties.
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Module

4

Unit

4.2

Scenario Development
Choosing the Immediate Objective
Introductory text
The Scenario Development serves to describe
feasible alternatives - and not yet to choose
between them. By the term scenario we mean both
an objective and a strategy leading to the
achievement of the objective. The level of specificity
and detail to be included depends on the stage in
the project cycle and the decisions to be taken. In
the first working sessions in this focus area, the
scenarios may be fairly general: immediate
objectives may be directional and strategies
indicative. In the Action Design Focus Area, the
details have to be prepared, and it can be
necessary to switch back to the Choice Focus Area
if the detailed action design work reveals that a
chosen scenario is not feasible.

4
My notes

Choosing the Immediate Objective
When selecting options for immediate objective, it is
important to allow participants to have their
preferred objective selected. The process must not
be exclusive at this stage.
As the normal rule, a project should work to achieve
one immediate objective only. If a project has
several objectives at this level, it may loose its
sense of direction or enter into conflicts about the
priority of different objectives.
The selected options for immediate objectives
should preferably be on different levels in the
means-end relationships established in the
Objective Focus Area. This will allow us to compare
the alternatives and identify the highest level at
which the project will be able to (nearly) control the
means to achieving the immediate objective.

Exercise
In your group work on discussing the possible
immediate objective for your project [2 hours]
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Module

4

Unit

4.3

4

Scenario Development

Choosing strategy options
Introductory text
My notes
The strategy outlines how to get to the future
situation. There may be several valid strategies
leading to the achievement of an objective.
Means-end hierarchies prepared in the Objective
Focus Area may indicate alternative or
complementary strategies. Experience from similar
projects is another source of identification of
strategy options.
If two or more strategy options are identified for the
same immediate objective, there will be two or more
scenarios - one for each combination of the
objective and a strategy. For example:
.

Two Scenarios
1.Immediate objective: Reduce industrial pollution.
Strategy: Strict enforcement of legislation, frequent
control
2.Immediate objective: Reduce industrial pollution.
Strategy: Economic incentives, advisory services.

Exercise
Discuss in your group what the scenario options for
your project could be. Prepare for presentation to
plenary [90 mins]
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Module

4

Unit

4.4

Scenario Development
Stakeholder Commitment
Introductory text

4
My notes

In the previous Unit (4.3) it was argued that an
immediate objective should be on a level where the
project management can control, to the degree
possible, the means to achieve the objective.
.
As discussed in Module 3, another important aspect
is whether a specific stakeholder or a group of
stakeholders will "own" the objective. Ownership in
this sense means commitment or active interest in
the achievement of the objective.
If no clear ownership can be identified, then it may
be a signal that the immediate objective is too highflying, i.e. beyond what anyone feels is his or her
interest in term of obligations or opportunities

Exercise
Review your original stakeholder analysis (Module
1) for your project and the discussions you had on
ownership in Module 3. Revisit and discuss who will
take ownership.
Prepare a plan of action on how you will go about
obtaining ownership [2hrs]
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Module

4

Unit

4.5

Scenario Development
Comparing Scenarios
Introductory text
The exercise of comparing alternative scenarios is
well known in project work, and specialised tools are
available that supplement or give input to the
overview analysis suggested here.

4
My notes

How do we compare the various immediate
objective and strategy options? That is up to
participants in the LFA process to decide. Often,
comparison areas like the following are used:
Cost in relation to benefits. For some types of
projects, an expected cost-benefit ratio for each
alternative can be calculated and compared.
1.
2.
3.
4.
5.

Conflict potential.
Conformity with important policy concerns.
Environmental impact.
Negative side effects.
Risks, uncertainties and sensitivity to
changes in the context.

When listing comparison areas, it is important to
balance specificity and the need to have a relatively
small number of comparison areas. Too many areas
will not enable overview.
The assessment of the scenarios in each
comparison area can vary between the participants.
Differences in assessments may often be clarified
through factual arguments.

Exercise
Using points 1-5 as a basis conduct an analysis of
your project and prepare an action plan for dealing
with potential problem issues you have identified.
Prepare for plenary presentation [3 hours]
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Module

4

Unit

4.6

Scenario Development
Choosing
Introductory text
After intensive work in other focus areas, and lengthy
debates about relations between problems and
objectives, and importance of stakeholders etc., it
may seem very undramatic to make the final choice
of project (or revised project) to be presented to
decision-makers.

4
My notes

This is an important feature of LFA. Both the
emphasis on brainstorming all opportunities and
barriers and the emphasis on ordering and clarifying
relation makes it possible to reach consensus where
consensus is possible.
But often, consensus is not possible, because
conflicts of interests or of values persist. LFA cannot and should not - be used to make conflicts disappear,
but rather to clarify their content, thereby making
compromises more feasible. As such, LFA can
prepare the ground for negotiation, but LFA is not a
negotiation tool.

The Acid Test on Clarity
Once a choice has been made, it is suggested that
the group phrase the chosen objective and strategy
in few, simple sentences. This serves to make it
clear to the participants whether they actually mean
the same thing in terms of the option they chose. If
they don't they can clarify their thinking. It also
serves as a description of the main thrust of the
preferred option for other stakeholders.
A short statement at this stage serves as a
summary of the work done so far, and can be seen
as the answer to the initial focus question. The
ability to formulate and agree on such a statement in
a clear and concise way demonstrates that the
participants have a clear idea of the option chosen
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Module

4

Unit

4.6

4

Scenario Development
Choosing
Introductory text
My notes

.

The Lake Nathla Project in Short
The objective is to reduce industrial and agricultural
discharges in Lake Nathla by financial incentives and
by the gradual introduction of regulative measures, in
as close cooperation with the polluters as possible.

Exercise
1. In your group agree on and prepare the short
statement for your project.
2. Prepare an action plan for the period
between now and Module 5 in particular in
relation to any areas for which you require
further information
3. Prepare for plenary presentation [2 hours]
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