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Over a half century of conflict and Israeli occupation has left Palestinian com-
munities in a state of underdevelopment with a significant and increasing need 
for economic development and poverty reduction. To be sure, current Israeli 
policies isolate Palestinian communities, support the expropriation of natural 
resources and productive lands, create barriers to transport and trade, hinder 
infrastructure and service provision, exacerbate internal and external political 
conflicts, and greatly hinder the improvement of people’s livelihoods. Although 
the Israeli occupation undoubtedly creates development risks that cannot ad-
equately be planned for, it is imperative that Palestine communities none-
theless take a proactive approach to determining their futures – one that is 
well-informed, transparent, participatory, and grounded in the values of local 
people. 

The improvement of participatory governance is considered to be a necessary 
precondition for improving the livelihoods of the Palestine’s population. Rec-
ognizing this need, the Ministry of Planning and Ministry of Local Government 
have partnered with donors to establish new planning infrastructure focused on 
the regional, or District, level. This began with the establishment of the Techni-
cal Coordination Committee on District Planning (TCC), the lead regional plan-
ning organization comprised of representatives from the Ministry of Planning’s 
Spatial Planning Directorate and the Ministry of Local Government’s Physical 
Planning Directorate. 

This was followed by the establishment of District Planning Units (DPU) for 
the Territory’s regional districts. These DPUs are the administrative structures 
tasked with implementing regional planning programs within each District. 
They are also meant to serve as coordinating institutions, bridging the opera-
tional gaps between local authorities and the national government. Area Devel-
opment Committees and numerous Sector Focus Groups provide information 
services and decision support to the DPUs. These stakeholder organizations 
represent the national government line ministries, municipal governments, vil-
lage authorities, civil society organizations, academia, and the private sector. 
They are also meant to represent the major development sectors of the Dis-
trict, which will undoubtedly vary between Districts. 

The integration and coordination of these institutions with public participa-
tion will become the backbone of regional planning in the Palestine. However, 
in order to be effective, this requires a strategic framework for planning that 



moves beyond ad-hoc decision-making to bring together the interests of di-
verse stakeholders, integrate their values with the best data available, and 
create strategies that are achievable, flexible, and broadly-supported.  

This manual is to serve as a guide for participatory District Strategic Develop-
ment Planning in Palestine. It provides readers with a step-by-step approach 
for creating a District Strategic Development Plan, including the participatory 
planning tools to implement it. The manual is not intended to be a rigid docu-
ment. It is intended to be utilized as a guiding framework that allows for the 
incorporation of innovations, greater participation opportunities, and more lo-
cally-applicable approaches to planning, while ensuring a level of consistency 
is maintained across all Districts in the Palestinian Territories. Although the 
process provided is a relatively simple one, ideally it should be implemented by 
experienced facilitators/planner with working knowledge of the District.



This manual serves as a guide for regional planning in Palestine. Its aim is to 
support the establishment of regional plans for each of the Districts in Palestin-
ian Territories. These District Strategic Development Plans (DSDP) will become 
the guiding strategies for regional planning in each District and will be imple-
mented by the newly-formed regional planning body, the District Planning Unit 
(DPU). 

As a pilot project, Jenin District was chosen as the first District to establish this 
regional planning infrastructure. It will also be the first District to implement 
the planning process outlined in this manual. Jenin’s experiences with this new 
approach to regional planning will be documented in detail and will later be 
incorporated into this manual as case studies. As the process is replicated in 
other Districts, more case studies will be incorporated into the manual, creat-
ing a “living” document that grows with input of experiences and learning. 

The participatory District Strategic Development Planning methodology out-
lined in this manual was designed to facilitate the establishment of broad-based 
plans that meet the needs of a District’s diverse stakeholders, while providing 
them with opportunities to actively participate in the planning process. It is 
based on the belief that that stakeholder participation in the planning process 
is the foundation for durable decision-making – a prerequisite for sustainable 
planning. If Palestine’s regions are going to have success and resilience in the 
long-term, they will require transparent and democratic governance, effective 
public institutions, the ability to resolve conflict constructively, and an active 
and engaged public. This will help to give elected officials information on how 
to effectively spend public funds, direct private resources to support these ex-
penditures, and give underrepresented groups a chance to receive attention in 
a meaningful, constructive way. 

The process presented in this manual is based on the concept of strategic plan-
ning. Strategic planning is a systematic decision-making process that focuses 
attention on important issues and how to resolve them. It provides a general 
framework for action and a transparent method  to determine priorities, make 
wise choices and allocate scarce resources (e.g., time, money, skills) to achieve 
agreed to objectives. This manual organizes the strategic planning process into 
a series of four basic questions: 



1. Where are we now?
2. Where do we want to go?
3. How do we get there?
4. Have we arrived?

Answering each these questions requires planning participants to go through 
a set of related steps. In total there are ten steps in the overall strategic plan-
ning process, each organized under one of the four overarching planning ques-
tions.  The process is illustrated below.

STRATEGIC PLANNING PROCESS

The overall strategic planning process is founded on the principle that com-
munity-based, participatory planning processes lead to more effective and ef-
ficient decision. As such, this manual includes mechanisms for broad stake-
holder participation in development planning and the methodology it outlines 
seeks to include all sectors of society, including women, youth, the elderly, 
and poor - all of whom offer unique and valuable perspectives into a region’s 
needs, values, and development priorities. 

© EPI



Participatory development planning is a holistic process that directly and 
meaningfully engages stakeholders at the village, municipality, and/or district 
level to:

 Establish a vision for the community’s future;
 Identify and choose action projects to achieve that vision;;
 Help ensure that projects and programs resulting from the strategic 

planning process are thought through, make sense, and are the best 
use of resources; and

 Help integrate and link all other plans, programs, and activities that the 
District’s communities have produced.

Participatory Development Planning in Palestine aims to address all key re-
gional planning areas, all of which are interrelated and interdependent, in-
cluding: public services; education; health; physical planning, transportation; 
infrastructure; business and entrepreneurship development; and, natural re-
sources and environment protection. 

Participatory Development Planning also aims to include a broad range of stake-
holders from the public sector (local, regional, national governments, educa-
tion institutions), private sector (corporations, small business, informal sec-
tor, banks, credit unions), labour (trade unions, labour unions), community 
and non-governmental organizations (community leaders, neighbourhood 
groups, religious organizations, women’s groups, poor and disadvantaged 
groups, environmental groups) and the general public (informal leaders). 

Consideration of all stakeholder interests through one unified process will help 
to create a holistic and integrated approach that can result in broad-reaching 
and sustainable development. This manual seeks to do just that – incorporate 
stakeholder participation with opportunities for broad community engagement 
into a planning process that is strategic, efficient, and consensus-based.

This planning manual is structured into four consecutive planning modules. 
Each one covers one of one of the four, overarching strategic planning ques-
tions – Where are we now?  Where do we want to go?  How do we get 
there?  Have we arrived? This includes information and activities on that are 
associated with each of the strategic planning process’s four phases. Each of 
the 10-steps associated with a particular module is colour coded accordingly.



Within each step of the 10-step 
process there are a series of 
tasks to be completed before 
moving on to the next step. Each 
of these tasks is described in de-
tail and many provide links to 
ideas, checklists, reminders, 
and other general informa-
tion. 

In some cases, a number of plan-
ning tasks are grouped together 
as workshops. These work-
shops are the core of stakehold-
er decision-making in the District 
Strategic Development Planning 
process. For each, a summary 
is provided that describes work-
shop participants, duration, and 
activities. In addition, numerous 
stages of the process suggest 
opportunities for broad public 
participation. As the level of 
community engagement and the 
tools used will vary according a 
community’s context and local 
values, the community engage-
ment tools are provided as ref-
erences rather than prescribed 
activities.
 
Icons and colour coding are used 
to differentiate between various 
activities, suggestions, and in-
formation. They are designed 
to make the information in this 
manual more accessible while 
allowing for smooth transitions 
from one task to the next.

Module One:
Where are we now?

Module Two:
Where do we want to go?

Module Three:
How do we get there?

Module Four:
Have we arrived?

Workshop

Meeting

Participatory planning 
tool

Deliverable

Idea

Checklist

Reminder

General Information



The table on the following pages, Planning Modules with Correlating Ac-
tivities, provides an overview of the manual’s structure, the participatory pro-
cess for District Strategic Development Planning.

PLANNING MODULES WITH CORRELATING ACTIVITIES

Modules Steps Tasks Tools for Participation
WHERE 
ARE WE 
NOW?

1. Planning to 
Plan

1.1 Form a core planning team

1.2 Get organized, get commit-
ment, build trust

 Project Planning 
Meeting

1.3 Design the planning process  Project Implementa-
tion Plan Meeting

2. Stakehold-
ers & Partici-
pation

 WORKSHOP #1: STAKEHOLDER ANALYSIS 

2.1 Identify & assess stakehold-
ers

#1 Stakeholder Identifica-
tion 

#2 Stakeholder Analysis 
Matrix

2.2 Form Stakeholder Group

2.3 Organize the DSDP Stake-
holder Group

#3 Stakeholder Terms of 
Reference

 WORKSHOP #2: PARTICIPATORY PLANNING 

2.4 Design and agree upon par-
ticipatory planning activities

3. Situation 
Analysis

3.1 Conduct a situation analysis 
for the District

 Data Review Stake-
holder Meeting

#4 Local Area Assessment
#5 Community Survey 

Sample
#6 Guidelines for Partici-

patory Rapid Appraisal 
Fieldwork

3.3 Create a draft Diagnostic 
Report

#7 Diagnostic Report 
Table of Contents

 WORKSHOP #3: ISSUES & OBJECTIVES

3.4 SWOT Analysis #8 SWOT Analysis
#9 Developing a Vision
#10 Working with Issues & 

Objectives
#11 Objectives Matrix for 

Facilitators
#12 Prioritizing Objectives

WHERE 
DO WE 
WANT TO 
GO?

4. Visioning 4.1 Establish a Vision

5. Issues & 
Objectives

5.1 Brainstorm and identify key 
issues

5.2 Convert issues to objectives

5.3 Organize objectives

5.4 Develop objectives perfor-
mance measures

5.5 Prioritize objectives



HOW DO 
WE GET 
THERE?

6. Alternatives 
Assessment  WORKSHOP #4: ALTERNATIVES ASSESSMENT

6.1 Identify development alterna-
tives

#13 Creating Alternatives
#14 Organizing Alternatives
#15 Evaluating Alternatives 

- Technical Analysis
#16 Evaluating Alternatives 

- Swing Weighting
#17 Evaluating Alternatives 

- Final Value Analysis 

6.2 Organize alternatives

6.3 Evaluate alternatives

6.3 Negotiate and agree on 
alternatives 

7. Action 
Planning  WORKSHOP #5: ACTION PLANNING

7.1 Action Planning #18 Action Planning Frame-
work

#19 Force Field Analysis

8. Strategy 
Development

8.1 Establish Implementation 
Plan

 WORKSHOP #6: MONITORING

8.2 Establish monitoring frame-
work

#20 Monitoring Framework

8.3 Identify & procure implemen-
tation resources (if neces-
sary) 

#21 Proposal Writing

8.4 Create draft strategy #22 Strategy Documenta-
tion 

 WORKSHOP # 7: STRATEGY REVIEW

8.5 Strategy review and valida-
tion

8.6 Final District Strategic Devel-
opment Plan

HAVE WE 
ARRIVED?

9. Project 
Evaluation

9.1 Document the Planning Pro-
cess

9.2 Perform Project Evaluation  Project Review Stake-
holder Meeting

#23 Evaluation ‘How To’

10. Adjust & 
Modify

10.1 Recommendations, Case 
Studies, & Best Practices



The following deliverables will be the required outputs of the DSDP process.

Task 1.2 -Project Planning Meeting Brief
Task 1.3 - Project Implementation Plan Meeting Brief
Task 2.2 - Stakeholder Analysis Workshop Report
Task 2.4 - Participatory Planning Workshop Report 
Task 3.3 - Draft Diagnostic Report
Task 5.5 - Issues & Objectives Workshop Report
Task 6.3 - Alternatives Assessment Workshop Report 
Task 7.1 - Action Planning Workshop Report
Task 8.1 - Draft Implementation Plan 
Task 8.2 - Monitoring Workshop Report 
Task 8.4 - Draft District Strategic Development Plan
Task 8.5 - Strategy Review Workshop Report
Task 8.6 - Final District Strategic Development Plan
Task 9.2 - Project Evaluation Report





Step 1: Planning To Plan 3

Step 2: Stakeholders & Participation 9

Step 3: Situation Analysis 17





Task: 1.1 Form core planning team
 1.2 Get organized, get commitment, and build trust
 1.3 Design the planning process

Participants: Technical Coordination Committee
 District Planning Unit

veloping regional planning infra-
structure in Palestine. It is com-
prised of staff from the Ministry 
of Planning and Ministry of Local 
Government. The TCC role is to 
design and supervise the imple-
mentation of the District plan-
ning process.

(2) District Planning Unit
A District Planning Unit (DPU) is 
a regional planning institution 
that coordinates and manages 
development planning activities 
at the District level. The DPU is 
the lead organization for manag-
ing and implementing the devel-
opment planning process.

District Development Planning Core Team

Without commitment from other stakeholders, well-coordinated organization 
and respected leadership a strategic planning process can stall before it starts. 
It is critical to establish a core group to spearhead the process before the ac-
tual planning work begins. This core team will be the leaders of the District 
Strategic Development Planning process.

The core planning team in each District will be composed of representatives 
from:

(1) Technical Coordination Committee on District Planning 
The Technical Coordination Committee (TCC) is the lead organization in de-



What to Look For

(1)  Ability
Request a detailed action plan from 
each applicant that provides information 
on specific tasks, schedules, and bud-
get needs to operationalize the planning 
methodology. Provide applicants with 
Terms of Reference accompanied by this 
manual.

(2)  Experience
Request a list of projects and activities 
previously undertaken that highlights the 
applicant’s experience in strategic plan-
ning, stakeholder participation/ decision 
support, and local/regional development 
planning. 

(3)  Local knowledge
Consider applicants with experience in 
or significant knowledge of the District.  A 
greater local knowledge of the area will 
help the planning team to have a better 
understanding of dynamics, networks, 
and relationships within and among the 
communities. 

It is important to recognize that the process of Participatory Strategic Development Plan-
ning requires agreement and cooperation among a wide range of stakeholders who might 
profoundly disagree on a number of key issues. If a structured group decision process is 
attempted under circumstances of hostility and disrespect the results can be alienation 
and confusion leading to a sub-optimal process at best, failure at worst. The role of the 
facilitator is critical in these processes. Their purpose is to create an environment for 
constructive and cooperative interaction and to maximize productivity of group work and 
participation. Because much of the success or failure of a District development planning 
process is dependent on the skills of the individual(s) managing or facilitating the process, 
sufficient resources should be put towards training someone or finding the most skilled 
and appropriate person to undertake this responsibility.

(3) Additional support
Although not always necessary, 
the core team may require ad-
ditional planning support to 
carry out the participatory 
strategic planning process. In 
many cases an experienced 
facilitator can improve the ef-
ficiency of the process. 

If it is determined that addi-
tional help is needed, the DPU/
TCC planning team should work 
together to establish a Terms 
of Reference (ToR) to garner 
proposals from applicant orga-
nizations. This ToR should con-
sider the applicant’s (1) ability 
to facilitate the participatory 
strategic planning methodolo-
gy, (2) experience in participa-
tory planning at the local and 
regional levels, and (3) knowl-
edge of and/or experience in 
the District. 



(1)  Get to know one another
Share past experiences. Discuss lessons learned from previous activities. 
Identify the strengths of individual members of the core team. Consider organizing a 
team-building exercise in an informal setting. You will be working together for a while 
so it is important that you get to know one another.

(2)  Get commitment
Discuss time commitments and potential schedule conflicts. It is important that the 
team is aware of times when members will be unavailable to schedule accordingly and 
to ensure that roles are allocated appropriately.

(3)  Discuss the project
A participatory process is only as strong as those who facilitate it. Discuss the proj-
ect and the planning area, but be proactive and focus on how to tap into community 
strengths and resources. It is important to stay positive and look for innovations and 
opportunities for success.

Once the core planning team has been established, it is impor-
tant that each of the team members has a clear understanding 
of his/her roles and commitments, as well as those of the other 
members. During the initial planning meetings, the core team 
members should take additional time to share past experiences 
and lessons learned, understand time commitments and potential 
schedule conflicts, and raise questions/concerns about the proj-
ect. Like a good process, a strong planning team is one that is 
up front and honest, open and transparent, and built on relation-
ships of trust.

During this task the core team should also discuss who the local champion of 
the process might be. The ‘champion’ is someone who believes in and is com-
mitted to the process. Typically this person is a respected and influential com-
munity member and has the ability to enhance mobilization and momentum 
at key phases of the project. The champion is often a community leader, but 
could come from any sector of society (politics, business, academia, religious 
community, etc.



It is important for the core team to be clear about the planning scope, process 
and expected results before getting started. Referring to the methodology out-
lined in this manual, develop a detailed project implementation plan for carry-
ing out a Participatory Strategic Development Planning in your District. 

(1) Review the Participatory District Development Strategic Plan-
ning Methodology in detail
Ensure that each member of the core team is familiar with the Participatory 
District Development Strategic Planning Methodology. Working as a team, de-
termine if there are any significant conflicts or threats to implementing the 
planning methodology in your District. Ask the core team these questions and 
make agreed-upon changes if necessary:

 Are all the steps appropriate in the context of your District? 
 Do opportunities exist for broader community participation? 
 How can the process be streamlined? 
 What should be changed to make the planning process more locally ap-

plicable?

A champion is often a community leader who believes in and supports the District planning 
process. This person can help to: 

• maintain momentum for the project 
• mobilize stakeholders for participation
• validate the planning process for the broader community
• ensure resources are available to the planning team
• drive the initiative at the political level

Finding a champion is not always an easy task. A champion cannot be assigned or created. 
This person must have a vested interest and personal commitment to the process to ensure 
that is moves forward. If am obvious champion does not immediately stand out, the core team 
can consider introducing the project and its goals to some of the District’s political and com-
munity leaders. 



(2) Establish Project Implementation Plan 
For each step of the strategic planning methodology, establish a 
Project Implementation Plan with specific roles and responsibili-
ties for completing each of the 10 planning tasks.  By creating a 
Project Implementation Plan, the core team will be better pre-
pared to carry out the process, address constraints as they arise, 
and monitor progress and resource allocations through every step 
of the planning process. To the greatest extent possible, the Proj-
ect Implementation Plan should include all the details for carrying 
out each of the 10-steps of the strategic planning methodology 
– including dates, deadlines, budget allocations, staff roles, etc. 
This can be organized in a task matrix, as illustrated on the fol-
lowing page.

When developing the implementation plans it is important to be aware of the 
additional time and resources required for civil society, private sector, local and 
national government stakeholder participation in the planning process. The 
Project Implementation Plan should contain, at minimum, the following:

 Milestones – What are the outputs of the planning process and when 
must they be completed?

 Tasks – What specific tasks and activities will be undertaken to achieve 
the milestones/deliverables? 

 Time Frame – When will tasks be initiated and when are they projected 
to be complete?

 Budget – How much money is available for each task?

 Roles – Who will be responsible for completing each task? Who will sup-
port the activities? 

 Alterations to the process – What changes have been made to the 
Strategic Planning Methodology?

 Documentation – Who will be documenting the process and its results?

 Potential conflicts and opportunities – What potential conflicts could 
arise that would hinder the planning process? What could support this 
process?



MILESTONE: Establish Stakeholder Group

Task Responsibility Time Frame Required 
Resources

Alterations to the 
Methodology

Documentation

Stakeholder 
Analysis Work-
shop

Core Planning 
Team

Oct 10-13 $3000
(room, 
food, mate-
rials, etc)

Experts from local 
university invited to 
workshop

Notes (DPU)
Reporting on pro-
cess (TCC)

Notes: Potential participation from University professors. Dependant upon cost. 

Task One: Getting Started

 Is there organization and leadership to support the participatory 
 planning process and prepare the plan?

 Is there commitment to complete and implement the plan?
 Has a core team been formed?
 Is there a champion of the process?
 Is outside expertise required? If so, has it been retained? 
 Are resources secured (funding, time, human resources)? 
 Have opportunities and constraints to the planning process been identified and 

addressed?
 Has a locally applicable process been established?
 Has a good problem question been formulated?



Tasks: 2.1 Identify and assess stakeholders
 2.2 Form a stakeholder group
 2.3 Organize the DSDP stakeholder group
 2.4 Design and agree on participatory planning activities

Workshops: Stakeholder Identification & Analysis
 Participatory Planning

Planning Tools: #1 Stakeholder Identification
 #2 Stakeholder Analysis Matrix
 #3 Stakeholder Terms of Reference

Participants: Core Team 
 Stakeholder Group

Stakeholder Identification 
& Analysis

PARTICIPANTS

Core Team  (TCC, DPU, facilitators)

DURATION

1 Day

ACTIVITIES

Task 1: Identify & assess stakeholders
Task 2: Synthesize Stakeholder Group

The core team will participate in a 
1 day Stakeholder Identification 
& Analysis Workshop to compile 
an inventory of relevant stake-
holders in the District and to 
assess their potential contribu-
tion to the District development 
planning process. Two strategic 
planning tools have been estab-
lished to support the facilitation 
of this workshop.

Stakeholder Identification can be completed in a two-hour brain-
storming activity using the worksheet provided in this manual as 
a reference. The list of stakeholders should be broad and diverse, 
but should include line ministries, Local Government Units, Joint 
Councils, Area Development Committees, Sector Focus Groups, 
national and local civil society organizations (CSOs), the private 



sector and other influential groups and people in the District. The list does not 
have to be elaborate, but should identify all groups and/or individuals relevant 
to the development of the region. 

 Have all relevant stakeholders been identified? 
 For each group, consider:
 - their stake in the issues (e.g., the urban poor);
 - their formal position (e.g., government authority);
 - their control over relevant resources (e.g., money, expertise),    

 and;
 - their power to promote, hinder or block implementation (e.g.,    

activist groups, lobby groups).
 What can they bring to the process (skills, knowledge, experience)?
 Is there a representative sample of sectors, institutions, and local area groups?
 Are traditionally under-represented groups involved, such as women’s groups 

and informal economy groups?
 Who has the skills, interest, political will, credibility and/or commitment to do the 

work that must be done?  Have they been invited to participate?
 Have parties who will likely need to be involved in implementation of any actions 

been invited? 
 How will ideas be communicated to local areas and how will feedback be han-

dled?

Building off the results of the stakeholder identification and analysis exercises, 
determine who should be invited to participate in the planning process as ac-
tive stakeholder group members. This is a very important task to consider as 
the stakeholder group will act as the primary analysts and decision-makers in 
the District planning process. Establishing a broadly-representative stakehold-

Stakeholder Analysis seeks to assess stakeholders’ potential in-
terests, contributions, and value to the planning process. This 
builds from the list of stakeholders identified in Planning Tool #1. 
This exercise requires two hours and should be completed during 
the same workshop as the previous.



er group will help to provide greater legitimacy for the project in the commu-
nity, help generate broader community awareness and profile for the project, 
and provide a good range of critical thinking skills. A broad-based stakeholder 
group will also help make sure a full range of issues are considered, help en-
sure that the interests of the wider community are accounted for, and allow for 
the establishment of a more broad-based strategy. 

In most Districts, many of the stakeholders identified in the previous activi-
ties can be accounted for through representation from the Area Development 
Committee (ADC) and Sector Focus Groups (SFGs). Together these groups ac-
count for the District’s local and village governments, national ministries, local 
line ministries, civil so-
ciety organizations, and 
experts from the major 
development sectors. 
The ADC represents lo-
cal governments, Joint 
Councils, and civil so-
ciety stakeholders en-
gaged in regional devel-
opment planning within 
the District. The SFGs 
represent sector line 
ministries, CSOs and ex-
perts in other develop-
ment sectors. Although 
the SFGs differ slightly 
from District to District, 
they generally account 
for the sectors illustrat-
ed here.

The District Strategic Development Planning Stakeholder Group should be 
comprised of (at minimum):

 representatives from the core team (TCC, DPU)
 the ADC
 each of the SFGs
 other identified key stakeholders not accounted for by these groups. 

Sector Focus Groups



When determining the DSDP Stakeholder Group it is important to be inclusive 
so that no major interests in the District are left out. However, stakeholder 
groups that are too large are less manageable and therefore less practical for 
active participation and good decision analysis. It is recommended that the 
DSDP Stakeholder Group have 20-30 participants. Groups larger than this can 
be accommodated. However, this requires significantly more time, resources, 
and facilitation support than often available. The following diagram outlines 
the standard representative organizations in the DSDP Stakeholder Group.

DSDP Stakeholder Group Organizational Diagram 



In order to ensure consistent stakeholder participation, it is important to inform 
the stakeholder group in regard to roles, responsibilities, and expectations for 
the planning process. To do so, establish a Terms of Reference for each stake-
holder to approve and sign. The Stakeholder Terms of Reference should pro-
vide detailed expectations for each stakeholder’s participation, including:

 activities to be jointly undertaken
 roles of the participants throughout the process
 standards for information gathering and sharing
 decision-making methods (including dispute resolution and review)
 resources to be provided by each partner
 agreements on how the outcomes of the planning process will be inte-

grated into the planning activities of the local area

These terms of reference should be formally agreed to by the members of 
the D Stakeholder Group and periodically reviewed. Asking stakeholder group 
members to sign a Terms of Reference will ensure that they are committed 
to the process, available to participate when they are needed and adequately 
informed about upcoming activities. 

Planning Tool #3 helps the core team establish a Terms of Refer-
ence for the stakeholder group by providing key questions to be 
answered in the ToR. Answering these questions by referring to 
the Project Implementation Plan will help to establish clear ex-
pectations from stakeholders while ensuring their commitment to 
the process when they are needed.

Conduct a workshop with the Stakeholder Group to discuss and agree on the 
DSDP Methodology, the draft Project Implementation Plan, and the Stake-
holder Terms of Reference. This includes the identification of opportunities for 
more broad-based participation. Provide copies of all documents (Methodolo-
gy, Implementation Plan, ToR) to each of the stakeholder group members prior 
to the workshop, allowing enough time for participants to become familiar with 
the details of each. 



Begin the workshop with a 
step-by-step introduction to 
the planning process, the par-
ticipatory tools it will utilize, 
and the decision analysis activi-
ties they will be undertaking. It 
is important that the group has 
a basic, but solid, comprehen-
sion of the planning process as 
they will be the ones reporting 
back to their communities and 
constituents. It is also recom-
mended that the core team 
present an overview of the 
draft Implementation Plan to 
the stakeholder group. 

Participatory Planning

PARTICIPANTS

Core Team and Stakeholder Group

DURATION

3 Days

ACTIVITIES

Day 1:  Participatory Strategic Develop-
ment Planning training 

Day 2:  Engaging the underrepresented
Day 3:  Broad participation; validation of 

process; Terms of Reference

Allow the group to comment on the process. If changes are suggested, discuss 
them as a group and make sure they are agreed upon before moving forward 
with revisions. These activities should take no more than one day.

Once the planning methodology has been presented and the draft Implemen-
tation Plan has been agreed upon, provide a workshop module on garnering 
participation from traditionally underrepresented groups of society. To engage 
the broader community effectively, it is important that the core team and 
stakeholder group has a basic understanding of the barriers to participation 
for women and other underrepresented groups (e.g. youth, informal, poor). If 
there is not adequate capacity on the core team to do so, outside help may be 
required. This should, however, be accounted for in the Project Implementa-
tion Plan.

The objective of this module is to identify approaches for promoting partici-
pation of these groups. Once opportunities have been identified and agreed 
upon, incorporate them into the draft Implementation Plan. These workshop 
activities should take one day.



On the third and final day of the workshop, carry out an activity to identify 
ways of engaging the broader public in the DSDP process. Working with the 
stakeholder group, brainstorm opportunities for broad public engagement and 

The Range of Public Involvement Options in Decision Making

determine which opportunities are achievable within the constraints of the 
project timeline and budget. This could be as involved as community work-
shops and open houses or as minimal as a communication strategy for inform-
ing the broader public. 



If any feasible and easily implementable opportunities are identified and agreed 
upon in the workshop, they should be incorporated into the draft Implemen-
tation Plan. Once opportunities for participation have been determined and 
agreed upon by the group, ask the stakeholder group to officially validate the 
process and their role in it by individually signing the Stakeholder Terms of 
Reference. Remember, the object of this workshop is validation. It should con-
clude with everyone agreeing on any changes to the Project Implementation 
Plan and signing the Stakeholder Terms of Reference.

 To introduce the stakeholder group to one another and to the core 
 team

 To introduce the stakeholder group to the planning methodology 
 and the implementation plan carry it out.

 To provide training in Participatory Strategic Development Planning 
 To sensitize the group to barriers of participation for the traditionally underrepre-

sented (women, youth, informal sector, poor)
 To identify ways to encourage and empower women, youth, the informal sector 

and other traditionally overlooked groups to participate in the planning process
 To determine and agree upon opportunities for more broad-based stakeholder 

participation 
 To get agreement over the planning methodology and Iplementation Plan; and 

to make changes, if necessary, to ensure that it is locally applicable
 To secure commitment of stakeholders for the planning process by agreeing to 

the Stakeholder Terms of Reference



Tasks: 3.1 Conduct a Situation Analysis for the District
 3.2 Create a draft Diagnostic Report

Planning Tools: #4 Local Area Assessment
 #5 Community Survey Sample
 #6 Guidelines for Participatory Rapid Appraisal Fieldwork
 #7 Diagnostic Report Table of Contents

Participants: Core Team
 Stakeholder Group 

A situation analysis explores relationships and organizational networks within 
the District and between the District, the Territory, and the rest of the world. 
It examines the capital base and how the area functions. It looks at current 
land use and patterns, transportation, solid and liquid waste management, wa-
ter supply and delivery, the local economy and trends, demographics, human 
health and welfare, socio-economic trends, the state of the environment and 
other data relevant to planning at the District level. Using both historical and 
current data, the situation assessment will provide baseline data to identify 
and prioritize important issues to be considered in development plans for the 
future. This requires a broad understanding of the District, the communities it 
encompasses, and the people and institutions that inhabit it.

To have a basic understanding of the region
Having a basic understanding of the District and its communities is impor-
tant to developing an effective regional plan. This requires identifying local 
strengths and building on them; realizing weaknesses and addressing them; 
supporting specific activities to take advantage of opportunities; and mitigat-
ing threats and adverse impacts.   

To differentiate facts from values
Throughout the planning process it is likely that there will be discussions that 
confuse facts with values. Facts are what are known, given assumptions and 
uncertainty (e.g., unemployment rate is at 12%; 20% of the families live below 
the poverty line). Values are what are important to individuals (making gains 
in poverty reduction is a very important issue). At this point of the process, it is 



possible to begin to differ-
entiate between facts and 
values. The situation anal-
ysis seeks to understand 
facts, and the assumptions 
behind them. As much as 
possible, it is important to 
maintain clarity and sepa-
ration between these issues 
throughout the process to 
avoid confusion, unnec-
essary conflict and delay. 
Later, in Step 5 and Step 6 
we begin to explore values 
by using facts as a basis -- 
asking what is more impor-
tant and why. 

 What information exists 
 about your District and its communi-

ties?
 What will this information be used 

for? 
 Will it help make decisions? 
 Is it possible to get a good set of ini-

tial data cheaply, through desktop 
studies and meetings with experts 
and knowledgeable people, and then 
fill key data gaps later? Or is a more 
comprehensive, participatory, com-
munity-based program necessary to 
collect new data?

The process of establishing a situation analysis can be as simple or complex 
as resources allow for. Some District planning projects will allocate time and 
resources to collect extensive data – from desktop studies to comprehensive 
Participatory Rural Appraisal activities and everything in between. However, 
not all planning processes allow for significant detail. Whatever level of detail 
is possible in your community, it is important to remember that the data col-
lection process should seek the best and most recent information available. 
Where budgets or human resources are limited, a situation analysis can be 
done quickly and efficiently to save time and budget for the analytical stages of 
planning. The following schedule of activities for Situation Analysis represents 
the minimum requirements suggested for Participatory Strategic Development 
Planning in Palestinian Districts. If additional resources are available, this pro-
cess can be expanded at the planning team’s discretion. 

(1) Clarify and expand upon data requested in the DSDP 
Methodology
As a core planning team, review District and village profile indi-
cators provided below and make additions where necessary. In 
certain regions, there may be some indicators that are particu-
larly relevant to that District. For example, rural Districts may 
have to pay particular attention to agriculture. Urban Districts, 



on the other hand, may require additional attention for zoning and develop-
ment permitting. Determine which indicators need to be included in the situ-
ation analysis and incorporate them into a database (e.g. Dev-Info1). Confirm 
the data collection areas with the Stakeholder Group. This can be done elec-
tronically to save time.  This will act as the foundation for all research regard-
ing Districts in Palestine.

Infrastructure & Development
Assets
Community technology
Any existing plans and programs

Land & Resources
Location (including maps)
Surrounding areas
Land use by type (residential, commer-
cial, agricultural, industrial, transportation, 
etc.)
Utilities and servicing (water, sewer, elec-
tricity, etc.)
Special use areas (e.g., agricultural land, 
environmentally sensitive areas, etc. )
Resources available (including uses)
Any existing plans and policies

Governance
Central leadership body
Other leadership bodies
Government relationships (area, munici-
pal, district, regional)
Programs, services, and policies
Staffing levels

Demographics
Population
Population growth rate
Age distribution
Gender distribution

Economy
Employment rates
Employment industries (sectors, 
seasonality)
Human resources inventory
Economic organizations
Any existing plans, policies and pro-
grams

Health
Statistics (diseases, mortality rates, 
substance abuse)
Programs and services
Any existing plans and policies

Social
Statistics (educational attainment, 
literacy, social issues)
Programs and services
Community organizations
Any existing plans and policies

Culture
History/culture of the local area
Role of culture in local area
Cultural assets and historical sites
Programs and services
Community organizations
Any existing plans and policies

1. DevInfo is a desktop database application for collating accessing, and tracking information on human development. 
DevInfo was originally developed under UN partnership in order to help track the Millennium Development Goals and other 
national priorities. The system organizes data by indicators, time periods and geographic areas with extensive metadata 
based on international standards. 



(2) Collect and re-
view research and 
analysis already com-
pleted
Identify, collect, and an-
alyze research already 
completed on the dis-
trict. Sources of infor-
mation may include past 
city and town plans, 
planning studies, mas-
ter’s theses from region-
al universities, govern-
ment, civil society, and 
private sector projects 
and programmes. 

 The data collection process should take 
 advantage of the best available information, even if it quali-

tative, within the resource constraints available. 
 Beware of data bias, which occurs when only the data that 

is already available is used to make decisions. Often infor-
mation is available for formal activities only, leaving informal 
activities and other vulnerable groups out of the process. 

 When hard data are not available, it is possible to use quali-
tative data, or descriptions. 

 Without restrictions, data collection could go on indefinitely 
and consume an entire budget. Not having a complete and 
comprehensive set of data should not stop the process. 

(3) Map the ongoing and planned interventions
Perform a review of development planning projects and literature occurring in the District. 
Review all relevant existing studies and documents from government, donors, civil society, 
academia, and the private sector. Request interviews to gather additional information if 
necessary. It is important to ensure that decision-makers are aware of other activities in 
the region to avoid replication and allow for program coordination and collaboration oppor-
tunities.

(4) Review and assess the current developmental policies, processes and struc-
tures
Through desktop studies, conduct an analysis of government policies and programs in the 
District. Compile information on the District’s legal and regulatory framework and develop-
ment permit process. This should include Sectoral National Plans, Medium Term Plans, land-
use plans, local bylaws, and other relevant policies

(5) Establish village/city and district profiles as well as targeted sector analyses
Working with members of the stakeholder group, collect data on capital (human, social, 
financial, physical, natural) at the District and village/city levels through secondary re-
sources, fieldwork, interviews and surveys. Prior to developing individual profiles, create 
a reporting structure that all localities will use in order to ensure cohesion among reports. 
This will allow for easier data integration and ensure that no significant community sectors 
are missed. When particular data sets are not available, be sure to identify gaps in informa-
tion when reporting. Refer to Key Situation Analysis Data Sets for general information to 
consider for inclusion in the profiles.



(6) Identify the current resources, assets, needs and potentials on 
the ground
Data collection, when appropriate, should not be limited to desktop research 
and top down information gathering. If determined to be an option, implement 
the process of community-based data collection determined in Step 2 to iden-
tify community resources, assets, needs, and potentials on the ground. Com-
munity-based data collection can be accomplished in a number of ways includ-
ing public meetings, open houses, community forums, surveys and a variety of 
Participatory Rapid Appraisal methods. Conducting workshops, focus groups, 
and interview sessions in locales within the District can provide high quality 
qualitative date and also help to identify additional on-the-ground needs. 

Three community-based data collection tools are provided for consideration 
below. 
 

The Local Area Assessment Interview Tool allows researchers to 
gather qualitative information from community members through 
direct, person-to-person interviews. The interviews are intended 
to be quick and easy to complete, often completed in five min-
utes or less. This manual provides a sample interview that can 
be implemented by one researcher in only a few minutes. It is 
designed to garner respondents’ opinions about the land use and 
development planning context of their communities. 

Surveys allow researchers to target larger numbers of people in 
order to gather information about their community. Surveys can 
reach the community in a variety of ways, including by mail, over 
the internet, door-to-door and distribution at meeting places and 
events, etc.  Surveys can vary greatly in scale and precision de-
pending on time and budget allocations. As respondent numbers 
increase, it is recommended to accompany the survey with cor-
relating database software for analysis (e.g. Dev-Info). The Com-
munity Survey Tool provides a sample survey for collection of 
both qualitative and quantitative data from a broad sample of 
community members. Numerous question formats are provided 
as references.
 



(7) Perform future projections, predict trends and set assumptions 
and scenarios (development framework)
Building off the information compiled during the data collection process, pro-
vide projections and scenarios for population, land use, economic develop-
ment, and other relevant development sectors relevant to the District and its 
villages/municipalities. Establishing this development framework may require 
outside expertise if it is not readily available among the core team and stake-
holder group. If this is the case, establish a panel of experts to develop land 
use/economic welfare/demographic projections and scenarios based on the 
data collected. This panel may be comprised of experts from the private, pub-
lic, academic, and civil society sectors with relevant experience in scenario 
assessment. Make sure that establishing an expert panel is within the budget 
of the project. This should be identified when establishing the Project Imple-
mentation Plan.

Draft a Diagnostic Report of situation analysis finding; including city and vil-
lage profiles, community-based Participatory Rapid Appraisal data collected 
(if any), policy analysis, scenario projections, and an assessment of gaps in 
information to be pursued in future processes. This report should be designed 
to be easy-to-read and accessible to all sectors of society, as it will serve as the 
foundation for future analytical phases of the planning process. Organize the 

Participatory Rapid Appraisal (PRA) is a way of utilizing imagery 
and dialogic community engagement techniques to gain an un-
derstanding of a community’s values or views on a particular sub-
ject. PRA programs consist of any number of community-based 
methods of data collection including interviews, focus groups, 
mapping, etc. PRA is generally a relatively fast and intensive pro-
cess that takes less than one month to complete. It is intended 
to be a process that is led by local people, for local people. The 
Participatory Rapid Appraisal Tool in this manual provides general 
guidelines and information about PRA and a number of common 
PRA tools. 



The Diagnostic Report Table of Contents Tool is provided to es-
tablish a general framework for data collection and presentation 
of situation analysis information. It is not intended to be followed 
rigidly. However, this tool highlights the main areas commonly 
addressed in regional planning profiles. Using the tool as a guide, 
make the changes necessary to be more locally specific. Include 
additional information if necessary but try to maintain a similar 
presentation format to what is presented. This will allow for bet-
ter central reporting and analysis with other Districts.

Once the draft Diagnostic Report is complete, provide copies to the Stake-
holder Group for review and feedback. If any changes are deemed necessary 
by the group, make them accordingly. Once complete, ensure that every mem-
ber of the Stakeholder Group is familiar with the document as it will be a vital 
component of the next project task – SWOT Analysis. 

Be sure to revisit the Dev-Info database to include all relevant data from the 
situation assessment process.

report according to structure established in Tool #7: Diagnostic Report Table 
of Contents.
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Module Two: Where do we want to go? is composed of two planning steps, 
Visioning and Issues & Objectives. These steps are completed over 3 days in 
Workshop #3: Issues & Objectives. 

Issues & Objectives

PARTICIPANTS

Core Team and Stakeholder Group

DURATION

3 Days

ACTIVITIES

Day 1:  SWOT Analysis; Visioning
Day 2:  Identifying Issues & Objec-

tives
Day 3:  Objectives Prioritization; 

Review

Workshop #3: Issues & Objec-
tives is comprised of three days 
of stakeholder activities that build 
toward the establishment of the 
District’s development objectives, 
the principal analytical tools of the 
planning process. 

Day One of the workshop begins 
with a stakeholder analysis of the 
District’s strengths, weaknesses, 
opportunities and threats to devel-
opment. This is commonly called a 
SWOT analysis and is followed by 
a group activity to formulate a vi-
sion for the District’s future2.  

Day Two engages the stake-
holder group in a series of ac-
tivities that (1) identify the core 
development issues the District 
is facing; (2) establish a list of 
development objectives for the 
District to pursue; and (3) or-
ganize these objectives for later 
analysis. 

During Day Three, the group will 
establish measures (or indica-
tors) for the objectives identified 
during Day Two. Using data from 
the Diagnostic Report, the group 
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Workshop #3 Activities

2.  Although SWOT is often considered part of the Situation Assessment process outlined in Module One, it has been in-
cluded in Module Two because of its inclusion in this stakeholder workshop.



will determine the District’s current situation as it pertains to each objective. 
The group will then consider the potential regional planning situation in rela-
tion to each of the objectives and determine how, in the context of the project, 
regional planning could positively affect each objective. With measures estab-
lished and agreed upon, the group will then rank the objectives. Finally, the 
stakeholder group will revisit the results of the previous three days to ensure 
that the final list of prioritized objectives is consistent with the vision deter-
mined on Day One.

Activity details for Workshop #3: Issues & Objectives are provided in the fol-
lowing Sample Workshop Schedule.

Time Activity Duration Tools

DAY ONE

9.00 Icebreakers and introductions ½ hr Tool #8 – SWOT Analysis
Tool #9 – Visioning9.30 Review & discussion of Diagnostic Report ½ hr

10.00 SWOT Analysis exercises 2 ½ hrs 

12.30 Lunch 1 hr 

13.30 SWOT Analysis cont. 2 ½ hrs

16.00 Visioning exercise 1 hr

DAY TWO

9:00 Review of vision statements 1 hr Tool # 10 – Working with Issues & 
Objectives
Tool #11 – Organizing Objectives

10.00 Brainstorm issues 1 hr

11.00 Organizing issues 1 ½ hrs

12:30 Lunch 1 hr

13.30 Cause-effects-outcome 1 ½ hrs

15.00 Linking objectives (means to ends) 1 ½ hrs

16.30 Issues to objectives group assignments ½ hr

DAY THREE

9.00 Review issues to objectives matrices 2 hrs Tool #11 (cont.)
Tool #12 – Prioritizing Objectives11.00 Establish measures for objectives 1 ½ hrs

12.30 Lunch 1 hr

13.30 Review measures ½ hr

14.00 Ranking objectives 1 ½ hrs

15:30 Review of vision, issues & objectives 1 ½ hrs



Tasks: 3.4 SWOT Analysis
 4.1 Establish a Vision

Workshops: #3 Issues & Objectives

Planning Tools: #8 SWOT Analysis
 #9 Developing a Vision

Participants:  Core Team
 Stakeholder Group

The workshop’s first activity –is perhaps the most important component of the 
assessment phase. A SWOT analysis seeks to identify the Strengths, Weak-
nesses, Opportunities and Threats of the District. Planning Tool #8 – SWOT 
Analysis provides more details on how to perform a SWOT Analysis.

Prior to the workshop, all members of the project Stakeholder Group should 
be provided copies of the completed Diagnostic Report. It is important that 
stakeholders are allocated enough time to become familiar with the docu-
ment, as it will inform their activities throughout the workshop. Consider giving stake-
holders at least two weeks to familiarize themselves with the material. This will also give 
them time to consult with their organizations and/or constituents.

When undertaking the SWOT analysis, frame the assessment by 
using categories the stakeholder group is already familiar with 
(i.e. types of capital, chapters of the Diagnostic Report, etc.). 
As each category is examined, remember that as a general rule, 
strengths and weaknesses are internal to the district (i.e., the 
conditions already exist) while threats and opportunities are typi-
cally external to the community (i.e., a nearby road that is not 
actually within the bounds of the District may pose an opportunity 
to improve transportation linkages, or threaten to take traffic and 
trade to another community).



FACTORS INTERNAL EXTERNAL

POSITIVE

Strengths
 
Positive characteristics or advantages:

 Favourable climate

 Fertile agricultural land

 Business friendly municipal govern-
ment

 Plentiful supply of water river

 High levels of education and literacy 

Opportunities

Factors that can improve, enhance develop-
ment: 

 Presence of international community

 Mineral deposits and potential for de-
velopment of extracting industry

 Spring waters

 Young labour force

 Development of the agri-industry

NEGATIVE

Weaknesses

Negative characteristics or disadvantages: 

 Weak institutional framework for re-
gional development

 Lack of partnership between govern-
ment and the private sector

 Weak physical infrastructure

 Lack of reliable power supply and 
power distribution system

 Non functioning waste collection 

 Unclear status of land ownership and 
property rights

Threats

Factors and situations that can hinder de-
velopment:

 Political instability and undetermined 
status of region

 Inefficient collaboration between local 
governments and central administration

 Lack of coordination in donor programs

 Lack of legal infrastructure and ambigu-
ity in property rights

 Unfair competition to local producers 
due to occupation

 Out-migration of skilled workers



The vision begins to answer the question “Where do we 
want to go?”  It is a snapshot of the desired future. It 
makes clear the core values and principles that are cen-
tral to what the District wants to become. The vision is 
informed by the current situation, but looks to a future 
where the planning goals have been met. Objectives and 
actions are then based on this vision, thereby connecting 
the vision to practical decision-making. 

Visions are an important way to harness the imagination. By imagining an ideal 
future, while considering the current reality, tension is created. As human be-
ings, we respond to this tension with an impulsive desire to close the gap. A 
clearly articulated vision statement provides a continuous point of reference to 
keep closing the gap and keep the process headed in a desirable direction.  As 
a general expression of values, visioning provides an opportunity for the local 
area to think in broad terms about the future. Developing the vision also pro-
vides the opportunity for dialogue, learning, relationship building, and aware-
ness-raising. Finally, insight from the visioning process supports development 
objectives - the decision-making framework (see Objectives in Step 5). 

When developing a vision it is essential to ask:  “What do we want the District 
to be like in the future?”  The timeframe for this future will need to be specified 
to help guide the process.  Often 3-5-10 year timeframes are selected to keep 
the vision realistic and to allow for successes to be measured; these also may 
reflect practical constraints imposed on the plan (e.g., a politician’s terms in of-
fice). Shorter time frames can be helpful because it is important to get tangible 
results on the ground and address urgent needs. 

However, constraining the period also tends towards reward-seeking and limits 
the ability to make long-term investments or achieve structural and institution-
al change.  Certainly, shorter or longer periods can be planned for, depending 
on the level of transformation or development hoped for. Often, a phased ap-
proach with both short term and some long-term visions is a good approach. 



Do not be afraid to integrate creative methods in vision development. For ex-
ample, in Guimaras, Philippines the lights were dimmed and participants were 
asked to close their eyes and actually envision in their minds eye the future 
they would like to see. Then they were asked to write down descriptive words 
that portrayed this vision. 

While a vision makes an effective way 
to begin a process (e.g., as an “ice-
breaker”), be careful not to use too 
much of the participants’ energy and 
time, or your budget, on this step. It 
is easy to get sidetracked here, and 
then not have enough resources or 
participant enthusiasm for the more 
concrete decision-making steps that 
are discussed in Steps 5-8. In some 
situations it maybe helpful to briefly 
revisit the vision after objectives 
have been clarified. Doing this helps 
to ensure that the planning objec-
tives are aligned with the vision.

In Horezu, Romania participants 
were divided up into groups and 
given a piece of paper in the shape 
of a pedal of a flower. Each group 
was asked to draw a picture of 
an aspect of their desired future. 
Some words were also allowed. 
The petals were combined to form 
a flower and as participants de-
scribed the pictures, notes were 
taken that led to the development 
of the vision for Horezu. Prior to 
this activity, children at a local 
school were asked to participate 
in the visioning by painting their 
vision of Horezu’s future. These 
paintings were shown to the par-
ticipants before the workshop be-
gan.

It is important that the District’s vision be grounded in the facts 
identified through the situation analysis and SWOT. This helps to 
ensure that the vision is both realistic and attainable. Be sure that 
everyone is familiar with the SWOT Analysis and feels comfort-
able with its results. This should not be a major undertaking as 
the visioning exercise will occur on the same day as the SWOT. 
If time constraints do not allow for this to happen, provide the 
group with adequate time to revisit the SWOT and any other work 
deemed valuable to the process. This may include the Diagnos-



tic Report, visions established by 
municipalities/villages, results 
from Participatory Rapid Ap-
praisal activities, and other plan-
ning documents created within 
the District.

Once the stakeholder group feels 
that they have a solid under-
standing of the SWOT Analysis 
(and other necessary informa-
tion), begin the visioning pro-
cess by asking participants the 
questions listed in Planning Tool 
#9. Be sure to provide the group 
with enough silent time to envi-
sion their futures. 

 Be both specific
 and general:
 being too abstract doesn’t 

have any 

 Be accountable: 
 have an open and transparent 

visioning processing

 Use the past as a resource:
 draw on history and tradition 

to determine how to face the 
future

Ask respondents to place their visions, in the form of descriptive words or 
phrases, on note cards. Have them read them aloud to the group, taping them 
to a wall or flipchart. If the stakeholder group is large, it may be necessary 
to limit responses to 3 per person. As they are placed on the wall, collect and 
group similar ideas or themes. Once the themes are agreed upon, ask for a 
volunteer from the group to ‘wordsmith’ one or two vision statements. Ask 
them to return with the statements on the following day. The group’s agree-
ment on the chosen statement will be a good segue into issues analysis and 
objectives formulation.

Vancouver, British Columbia, Canada
Greater Vancouver can become the first urban region in the world to combine in one place the 
things to which humanity aspires on a global basis: a place where human activities enhance 
rather than degrade the natural environment, where the quality of the built environment ap-
proaches that of the natural setting, where the diversity of origins and religions is a source 
of social strength rather than strife, where people control the destiny of their community; and 
where the basics of food, clothing, shelter, security, and useful activity are accessible to all. 



Once an agreed-upon vision statement has been established, it is important to 
keep stakeholders aware of it throughout the planning process. After the com-
pletion of Step 5: Issues and Objectives, it is recommended that the stake-
holder group revisit the vision statement to ensure that it does not contradict 
the final list of objectives. Keep in mind that a strong vision can be considered 
the culmination of achieving each of the District’s objectives.

 If possible, post a copy of the vision statement during all planning activities 
- both with the stakeholder group and in broad community participation activi-
ties. This will help to keep responses focused on the positive changes possible 
for the future.

Cajeme, Sonora, Mexico 
A municipality with a high quality of life and plenty of opportunities. A local area that is partici-
pative, democratic, honest, responsible, entrepreneurial and constantly looks for its integral 
development. A municipality in harmony with its environment, with a diversified economy and 
efficient services where the human dignity and the universal rights are respected.”

Santa Fe County, New Mexico, USA
Santa Fe County Government strives to be a responsive, cutting edge organization which 
has integrated the vision of its citizens, employees and elected officials. Santa Fe County is 
strongly committed to protecting and serving our cultural traditions, pristine resources, and 
diverse communities. Our administration is dedicated to the health, safety, and welfare of the 
public we serve and to ensure the quality of life and preservation of resources for future gener-
ations. Citizen involvement is an essential and integral component to the success of Santa Fe 
County government. Santa Fe County is committed to working collectively with constituents to 
solve problems confronting our communities as we move into the twenty-first Century.



Tasks: 5.1 Brainstorm and identify key issues
 5.2 Convert issues to objectives
 5.3 Organize objectives

Workshops: #3 Issues & Objectives (cont.)

Tools: #10 Working with Issues & Objectives
 #11 Objectives Matrix for Facilitators

Participants:  Core Team
 Stakeholder Group

Issues can generally be considered as the problems a District is facing. Al-
though on occasion issues can be positive, they generally reflect the weak-
nesses or constraints that a region is facing. For this reason, good issue lists 
are often forged from the results of a SWOT Analysis that is well-grounded in 
a comprehensive and up-to-date situation analysis. Issues are the backbone 
of objectives.

Objectives are the basis for generating and designing strategy options and ulti-
mately form framework of the strategic plan. They answer the question “What 
matters?” and ask “What is important about District development?” They also 
define priorities for development, provide decision criteria for evaluating strat-
egy options and are the basis upon which actions are ultimately decided. Ob-
jectives guide the design of strategy options, they allow for evaluation of those 
strategy options and they provide a basis for making tradeoffs and building 
real consensus – the core of decision-making. After all, actions are taken to 
achieve objectives, so it is wise to be clear about what your objectives are. 

An objective is formed by converting issues and concerns into succinct state-
ments that describes a direction of preference (more-less) and a noun (e.g., 
“Promote Community Health” or “Reduce Poverty”). Identifying a full range of 
objectives helps to avoid making unbalanced or poor decisions. 



Setting objectives may take longer than expected, but it is important to take 
the time necessary to ensure that objectives are complete, concise, and con-
trollable. Well-constructed objectives will not only provide direction for deci-
sion-making but also a framework for monitoring and evaluating how well-cho-
sen actions fulfill the local area’s vision of the future (described in Step 9). 

Step 5 Issues & Objectives seeks to establish and prioritize objectives -- the 
building blocks of the District strategic plan. In order to establish objectives 
that are realistic and achievable, it is critical to link the objective setting pro-
cess to previous milestones in the planning process, particularly the situation 
analysis, SWOT, and vision. 

As described in the beginning of Module Two, the situation analysis informs 
the SWOT exercise. The results of the SWOT, particularly the weaknesses and 
threats, are then used to help establish a list of the District’s issues. With an 
organized and expanded list of issues, the process of converting them into 
objectives begins. Once measures have been established for these objectives, 
they can be ranked and prioritized to support future analysis of alternatives 
and strategy options. 

Day Two of the Issues & Objectives Workshop will begin with the identification 
of issues and will conclude with the creation of a broad wish list of objectives.

Planning Tool #10 is designed to help facilitate the stakeholder 
group’s identification of issues, the conversion of these issues into 
objectives, and the organization of a broad list of objectives. It 
provides references for completing the following two tasks:

Task 5.1 - Brainstorm and identify key issues
Task 5.2 - Convert issues to objectives

When identifying key issues, it is good opportunity to let the stakeholders ‘un-
load’ their thoughts and concerns about the District’s development in order to 
get everything out on the table. This should be a highly participatory process. 
The benefit of using brainstorming is that it is non-evaluative: anyone can 
contribute any idea to the list without being afraid of being ridiculed, or having 



Begin by organizing the issues into groups or themes (e.g. governance, econ-
omy, infrastructure, education, etc). This best done by a facilitator with input 
from the stakeholder group and can be done through open dialogue among the 
workshop participants in under an hour. Be aware that it is not uncommon for 
issues to be applicable to multiple themes. Under these circumstances, redun-
dancies may be acceptable. Otherwise, eliminate double descriptions.

his or her idea im-
mediately rejected. 
Exercises that en-
courage indepen-
dent thinking com-
bined with group 
contributions are 
often a productive 
way to initiate this 
task.

If issues were identified by respondents 
of earlier Participatory Rapid Appraisal 
activities, this is an opportunity to incorporate them into 
the process for further analysis. Be cautious, however, 
to not overburden the process by including too many 
issues. Focus on common occurrences rather than 
unique responses.

Examples of District development issues 



Once the issues have been organized into groups, the facilitator will lead the 
group through an analysis process that delves more deeply into the “Why?” 
behind the issues and helps to identify its causes, effects, and outcomes. The 
challenge for the facilitator will be to make sense of the ‘issues chaos’ by 
grouping ideas, putting higher level and lower level issues together, and sepa-
rating means from ends.

The facilitator will begin the activity by leading the group in a discussion to 
differentiate between symptoms and core causes – linking issues with their 
root causes. This begins by taking an issue and linking it backward to its core 
cause. Ask the group what causes the issue? When a cause is identified, ask 
them to identify what creates the cause they identified for the issue. Keep ask-
ing about the root cause until the question can no longer be answered. The 
results of the discussion should be recorded by taping note cards to a wall and 
drawing arrows between them, so that the multiple causes are organized un-
der the issue card. 

Once the core causes have been identified, then link forward to determine 
the issue’s effects.  Ask the group, “How do we know that this is a problem?” 
For any problems that are identified ask, “Why is it a problem?” Keep asking 
“Why?” until the group has exhausted the question. Write these answers on 
cards and post them on the wall, also linking them with arrows. 

By the end of this activity, the groups will have established any number of 
problem trees. A problem tree is simply a graphical arrangement of issues 
differentiated as causes and effects, linked by a core problem. Establishing 
problem trees helps stakeholders understand the context and interrelationship 
of issues, as well as the potential impacts of directing a strategy option toward 
a specific issue. An example of a problem tree is provided on the following 
page.

Once these problem trees are complete and the ‘raw’ core issues have been 
identified, they should then be grouped and restated as objectives. Referring 
to the problem trees, ask the following questions:

 Why is the issue important?
 How does it relate to District development?
 In tackling this issue, what is the desired outcome?
 What would be the desired end state?
 What would be the outcome if we cure the symptom or issue?



Restate these outcomes as concise objectives using action verbs that describe 
a direction of preference (more-less) and a noun that describes the object 
of importance (e.g., Encourage Employment Opportunities” or “Reduce Pov-
erty”). It is often useful to use participants’ exact wording to show how their 
issues are being incorporated into the analysis. The following table provides an 
example of how issues are converted into objectives.  

Adapted from Upgrading Urban Communities: A Resource Framework (World Bank)



Participants 
Comments

Grouped and restated 

as an objective  

Participants 
Comments

Grouped and 
restated as an 
objective  

 Deteriorated water 
system

 Bureaucratic water 
administration

 Few service connec-
tions

 No funds to maintain 
water infrastructure

Improve water quality  No  micro-credit for 
the poor, micro en-
terprises and small 
businesses

 There is no financial 
cooperative

 We need access to 
capital and credit

Improve access 
to financing

 Not enough garbage 
trucks.

 Garbage collection is 
poor. The dump-site is 
terrible.

 There is no recycling!

Improve solid waste 

management

 Government has low 
capacity

 Low tax revenues 

 LGU has no money 
to improve services 
or infrastructure

Improve local 
government ad-
ministration and 
governance

 There are no farm co-
ops.

 Local farmers and gro-
cers don’t work well 
together.

 The poor do not have a 
voice.

 Those working in the 
informal economy are 
not organized.

Improve local area or-

ganizations

 Too many street ven-
dors

 We need to address 
the needs of the 
poor

 Not enough jobs for 
the poor

 The poor have no 
skills

Reduce local 
poverty

Well crafted objectives are:

pecific:  They are not general – they state exactly what is to be 
  achieved.

easurable:  They can be evaluated easily.

ttainable:  They are achievable given the opportunities and constraints of your 
  environment.

ealistic:  They take current capacity into account.

ime-dated:  They are set within a clear timeframe.



Once a list of objectives has been identified, the next step is to organize them 
for analysis. This helps to ensure that the group doesn’t end up with a long 
wish list of objectives, a common downfall of many planning processes. Break-
ing apart the wish list entails grouping the objectives according to means and 
ends. Essentially, ends objectives describe what you are trying to achieve while 
means objectives refer to how you get there. 

Means objective: 
Improve solid waste management

Means objective:
Improve healthcare services

Ends objective: 
Improve community health

Means objective:
Improve transport infrastructure

Means objective: 
Simplify business registration 

Ends objective: 
Diversify the local economy

The process of organizing ob-
jectives begins by differentiat-
ing between actions and objec-
tives. Often times there will be 
numerous statements in your 
list that are not objectives but 
rather, actions. Actions are spe-
cific activities to be undertaken 
that could help to achieve an 
objective. It is the job of the fa-
cilitator to help the stakeholder 
group identify what objectives 
each of the actions are trying 
to achieve. This will help to 
ensure that no significant ob-
jectives are excluded from the 
final list. The following table 
provides an example of how a 
facilitator leads stakeholders 
from actions to objectives. 

NOTE: Although the end result of this exercise should either confirm or expand 
upon the list of objectives, be sure to write down the original actions and save 
them for future analysis. 



Facilitator: I see that the need for more garbage trucks has been identi-
fied, please elaborate.

Participant: The problem is the local government won’t buy more garbage 
trucks, we need more garbage trucks, I would say at least 
three.

Facilitator: Why is that important?

Participant: Garbage is lying all over the side of the road downtown. Ev-
erybody throws his or her litter onto the street.

Facilitator: Why that is important for the development of the District?

Participant: It is unsightly and an embarrassment. It scares business and 
people away from downtown. It is a waste of resources, as 
we don’t recycle anything. Besides, there are business op-
portunities in waste collection. It is also a health issue. You 
see, we need more trucks to pick up this garbage.

Facilitator: What I am hearing you say is that garbage collection or solid 
waste management in general, including recycling, is a prob-
lem in the downtown. If we address that, we will have im-
proved public health and be able to attract more businesses, 
tourist and residents to the city centre. One possible action is 
to purchase more garbage trucks. Is that correct?

Participant: Yes.

SAMPLE RESULTS

Means Objective: Improve solid waste management. (possible impact mea-
sures: amount of visible garbage/litter, leaching from dump-
site, recycling opportunities)

Ends Objective: Improve quality of down town to attract more business, tour-
ists and residents.

Impact Measure: 
(example)

Number of visitors and businesses to downtown

Related Ends Objective:
(i.e., shared benefits)

Improved public health

Possible Actions: One possible action to consider is the purchase of more gar-
bage trucks. ( see Step 6)



Once the final list of objectives has been determined, the facilitator will lead 
the stakeholder group in a discussion to determine the objectives hierarchy. 
This will help the stakeholder group identify common linkages among means 
and ends objectives. 

Begin by writing each of the objectives on a note card and discussing how they 
can be grouped according to common themes. This may mean organizing by 
development sector (e.g. health, education, economy) or by common ends 
(e.g. poverty reduction, improved governance, environmental conservation). 
Pose these questions to the group: 

 What is each of these objectives trying to achieve?
 What do they have in common?
 What is the end result of achieving these objectives?

Once the objectives have been 
grouped, the next task is to 
organize them into a means-
ends diagram. A means-ends 
diagram is a way of linking 
two types of objectives in a 
visual manner. Building from 
each group in the objectives 
hierarchy, write each ends 
objective on a note card and 
tape them in a column on the 
wall. Then write the remain-
ing means objectives on sep-
arate cards (preferably an-
other colour) and tape them 
in another column nearby. 
Discuss each means objec-
tive with the group by asking 
if it relates to one or more of 

 Promote the reduction of poverty

 Support entrepreneurship

 Preserve historical sites

 Improve safety and security

 Improve community health

 Promote investment 

 Encourage gender equality

 Improve education

 Protect culture

 Improve governance

 Diversify the economy

 Increase community collaboration

the ends objectives. If a clear relationship exists, draw an arrow from means 
to ends. Repeat this task with each of the objectives until all the linkages have 
been determined and the ends objectives have been validated.
 



As a segue to the third and final day of the workshop, the facilitator and/or 
core team will create matrices for each of the means objectives, as outlined in 
Planning Tool #11. This will require access to the results of the previous activi-
ties so it is suggested that this occur at the end of Day Two. These matrices 
will be presented to the stakeholder group the following day and will be used 
as frameworks for establishing objectives measures for later analysis.

Example: Means-Ends Diagram



Planning Tool #11 seeks to establish measures (or indicators) for 
each of the ends objectives. It is these measures that will allow 
stakeholders to assess and prioritize objectives for future analy-
sis of alternatives. To help facilitate the establishment of these 
measures, the facilitator and/or core planning team will create 
matrices for each objective – as shown in Planning Tool #11. Each 
matrix should be filled as completely as possible, with the excep-
tion for the Measures and Data Gaps columns, which will be de-
termined through group discussion on the following day. Matrices 
are best drawn on large format paper such as a flip chart.

Tasks: 5.4 Develop objective performance measures 
 5.5 Prioritize objectives

Workshops: #4 Issues & Objectives (cont.)

Tools:  #11 Objectives Matrix for Facilitators (cont.)
 #12 Prioritizing Objectives

Participants:  Core Team
 Stakeholder Group

A performance measure (e.g., # of jobs created) is directly linked to its objec-
tive (e.g., increased employment opportunities) and is impacted by the strat-
egy actions being undertaken (e.g., establish skills training program). Per-
formance measures are used to determine whether or not, or how well, an 
objective has been met. Performance measures also assist in decision making 
by providing a way to evaluate possible actions or strategies. Once a strategy 
has been chosen, these indicators will also support the monitoring and evalua-
tion (Step 9) of a project by helping to gauge if the strategy is actually achiev-
ing what was expected.
 
At times, it is challenging to determine measures for an objective. This is 
because there is either no data available (key data gaps), or because they 



can not be adequately measured using quantitative data and must use more 
qualitative measures. As illustrated in the table below, there are three types 
of measures: natural measures, constructed measures and proxy measures. 
Natural measures are used when a clear, quantifiable measure for an objec-
tive is readily available (e.g., number of jobs).  For other objectives, natural 
measures may not exist. For example, jobs in the informal sector are more 
difficult to measure because job rates are not officially recorded in the infor-
mal economy. In these cases, qualitative or quantitative constructed scales 
(high-medium-low) in combination with expert judgment can be used. Proxy 
measures may also be helpful. 

Three Types of Indicators

Natural

Measure

Often official statistics are kept on numerous development indicators and will reflect 

how well an objective is being met.

Example: number of jobs

Constructed 

Scale

When hard data is not available, constructed scales are useful. The data can be gath-

ered through surveys or structured interviews with experts in related fields or sectors.

Example:  High (describe) – Moderate (describe) – Low (describe)

Measures can be quantified on a 1-10 scale, with 10 = High and 1 = Low 

Proxy

Measure

Used when a measurable indicator is available that adequately reflects how well an 

objective is being achieved though it is only indirectly related to the objective.

Example:  Economic stability can be measured using migration statistics or housing 

vacancy rates because fewer people migrate from economically stable areas (or con-

versely more people migrate in) and housing vacancy rates are lower than in the more 

economically depressed areas that people may be migrating from.

Prior to the beginning of the third and final day of the workshop, 
the facilitator and/or core planning team shall post the Objectives 
Matrices created on the previous day. These matrices will provide 
the group with organized information on:

 Each ends objective
 Its related issues
 Its description and link to development

The aim of this activity is to complete the matrices begun by the 
planning team on the previous day. Specifically this entails 

 Establishing possible performance measures
 Identifying key data gaps that would inform analysis



Begin by breaking the workshop participants into working groups based on 
their experience or expertise in an area that relates to the objectives listed on 
each matrix. Stakeholders can be grouped according to development sector 
(e.g., water, economy, health, education, etc.), level of governance (e.g. local, 
national, private, civil society), land use (e.g., urban, rural, conservation, in-
dustrial) or any other appropriate combination. Provide each group with a one 
or two Objectives Matrices (depending on # of objectives) that are applicable 
to their areas of expertise and ask them to develop performance measures for 
each objective. This can be accomplished by posing the following questions to 
the group and asking them to record their responses to the matrices.

 How do we measure progress toward this objective?
 What indicators would be used to monitor this objective?
 If there is no natural way of measuring the objective, how can we deter-

mine progress toward it?

Ask each group to record their identi-
fied measures in the matrix, as well 
as any data gaps that could affect lat-
er analyses. Once complete, have a 
representative of each group present 
their findings to the workshop. Allow 
for dialogue among stakeholders to 
determine if any key measures may 
have been missed. Add them to the 
matrices if necessary.

Refer to the Means-Ends Diagram 
completed on the previous day, to 
ensure that the measures determined 
for each ends objective adequately 
represent the means objectives that 
link to it. 

For each ends objective, create a list 
of measures and write them on sepa-
rate sheets of paper. These sheets will 
become the primary tools for ranking 
and prioritizing objectives.

✔ Clearly linked to an ob-
jective.

✔ Clarify scale and impact 
of actions.

✔ Indicate content and di-
rection for future action. 

✔ Use information that can 
be obtained within the 
period of time defined by 
the plan (survey, statis-
tics, expert judgment).

✔ Responsive enough 
to be able to measure 
progress within the time 
period.



Question Rationale and Comments

Have issues been translated 
into objectives?

There may be hundreds of issues, but once the issues are 
analyzed, it should become clear that there are only a few 
core objectives the local area is trying to achieve. The is-
sues should be summarized into strategic groupings that are 
workable objectives, useful for analysis. A good summary 
of issues into objectives will go a long way towards having 
better dialogue, building better strategy options and reaching 
consensus.

Does each objective have a 
SMART indicator?

Specific 
Measurable 
Appropriate 
Realistic 
Time dated

Do the objectives take into ac-
count the relevant constraints 
and opportunities identified in 
the situation analysis?

For example, a stakeholder might propose an objective: “Stop 
globalization”. This objective is clearly out of the control of 
the stakeholder group. A better objective might be: “Take ad-
vantage of growing markets by supporting local businesses”. 
Supporting objectives could then define this and be clarified 
with indicators: “Reduce local income disparities” measured 
by household income levels. Many actions may be involved 
from tax code reform to targeted training for the poor.

Is each an important achieve-
ment in its own right or are 
some repetitive?

If the objectives are repetitive or overlapping, consolidate 
and clarify them, as much as possible. This will avoid double 
counting or unintentionally overstating an objective.

Do any objectives contain de-
tails that really belong in an 
action plan?

This question attempts to separate means from ends. For ex-
ample, reforming the tax codes is likely an action to achieve 
the objective of ‘promote efficient government (stream-
line).’

Once the issues have been grouped and organized into objectives, it is worth-
while to get an early sense of the stakeholders’ priorities. This is because once 
priority objectives are understood, there are typically opportunities to gener-
ate strategy options that are more responsive to what the stakeholders really 
care about and that will, therefore, be more broadly supported.  Focusing on 
objectives will help avoid much of the positional action-focused thinking that 
tends to polarize participants, limit creativity and stall so many processes. By 
focusing on objectives when differences arise, they can be better highlighted, 
tradeoffs discussed and new options developed. The key to prioritizing objec-
tives, even at this strategic level, is to understand what potential change might 
occur from the full range of strategy options. That is, the group needs to con-



sider how, in the context of the project, each of the strategy options or actions 
could positively affect each objective.

There are many ways to conduct a culturally and technically ap-
propriate strategic prioritization exercise. Regardless of how the 
prioritization is completed, one approach remains constant. Par-
ticipants are not simply asked to rank each objective in relation to 
one another. Rather they are asked to rank each objective accord-
ing to its potential for change. This means they will be ranking 
the potential transition from the current situation (see Diagnostic 
Report) to the best case scenario (see Vision). Once these mea-
sures are established, any simple workshop method of prioritiza-
tion can be used to have participants to rank the objectives they 
believe are:
1) most important, or 
2) should be addressed first 

This ranking of objectives can be done in a number of ways. If appropriate, pro-
vide individuals with six dots and ask them to place any number of the dots by 
whichever objective they feel to be the most important or requires the greatest 
urgency. For example, one participant may put one dot next to six issues while 
another may put six dots next to one issue. Once the exercise is complete, add 

Sample Simple Objectives Prioritization Worksheet

up the dots by 
each issue and 
rank the is-
sue groups in 
order of im-
portance. This 
understand-
ing should be 
based on what 
is important to 
them and the 
change they 
believe can 
be achieved. 
Limit the par-
ticipants to six 
marks. 



Other methods, such as the use of worksheets before group exercises, may be 
used to promote independent thinking. This allows participants to avoid being 
swayed by the group as in an open ranking. A worksheet exercise will offer 
insight for identifying what is important to the different stakeholders, where 
effort in designing District Strategic Plans should focus, and what key infor-
mation gaps exist. The example below provides an indication of a completed 
worksheet. The key point of the table is that the participants are focusing on 
the change that can be achieved with respect to the strategic objectives. The 
group can then focus their strategy options around the most critical strategic 
objectives.

Rank Strategic Objectives Current Situation Best Case 
(10 year vision)

1 Reduce poverty Current conditions. Approx. 
30% of families live under the 
poverty level with trend wors-
ening.

All families move out of pov-
erty

4 Improve economic resiliency Current conditions. Economic 
health dependant on one major 
employer.

Achieve highly resilient, di-
verse entrepreneurial economy 
that can survive hard times

2 Improve government capac-
ity and regulations

Current conditions. Slow, inef-
ficient, expensive

Proactive, productive and sup-
portive of both business and the 
informal economy

3 Promote decent jobs Current conditions. Over 10% 
unemployment rate, most jobs 
are not of low quality

Less than 5% unemployment 
rate, with most jobs of accept-
able quality

NOTE: Although the main focus of identifying alternatives is discussed in Step 
6, some initial indication of the range of strategy options and their impacts is 
required to determine potential impacts on objectives
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Module Three: How do we get there? is composed of three planning steps: 
Alternatives Assessment, Action Planning, and Strategy Development. These 
steps are completed over a series of workshops and meetings that represent 
the major analytical component of the District Strategic Development Planning 
process. 

Step 6: Alternatives Assessment will be undertaken through a 3-day Alter-
natives Assessment Workshop that seeks to (1) identify strategy alternatives, 
(2) organize the alternatives for assessment, (3) analyze the alternatives ac-
cording to the objectives prioritized in Step 5, and (4) apply structured deci-
sion support methods to the multiple objective development problems. The 
culmination of this stakeholder workshop will be a detailed list of prioritized 
alternatives for District development that are agreed upon by the stakeholder 
group to pursue with more detailed planning. 

Step 7: Action Planning will also be undertaken through a stakeholder work-
shop. The 2-3 day Action Planning Workshop will engage the stakeholder group 
in establishing action plans for implementing the alternatives agreed upon in 
Step 6. The exact length of this workshop will be dependent upon the number 
of alternatives determined to pursue. The end result will be a series of action 
plans that detail tasks and responsibilities for each alternative, as well as po-
tential threats and risks to implementing them.

Step 8: Strategy Development will consist of two stakeholder workshops. 
The first workshop will establish a monitoring framework for the DSDP. A strat-
egy review workshop will then be held to allow stakeholders to review and 
validate the draft District Strategic Development Plan.

The end result of completing each of the tasks associated with Module Three: 
How do we get there? will be a finalized, mutually agreed-upon, District Stra-
tegic Development Plan.

Activity Diagram for Module Three: How do we get there?





Tasks: 6.1 Identify development alternatives
 6.2 Organize alternatives
 6.3 Evaluate alternatives
 6.4 Negotiate and agree on alternatives

Workshops: #4 Alternatives Assessment 

Tools:  #13 Creating Alternatives
 #14 Organizing Alternatives
 #15 Evaluating Alternatives - Technical Analysis
 #16 Evaluating Alternatives - Swing Weighting
 #17 Evaluating Alternatives - Final Value Analysis

Participants:  Core Team
 Stakeholder Group

Development alternatives are 
the heart of strategic planning 
for District development. An 
alternative is simply an action 
or group of actions that, when 
implemented, can help realize 
the District’s vision and objec-
tives. All the previous steps 
in the process have been 
designed to allow the stake-
holders to identify good de-
velopment alternatives. This 
is perhaps the most tangible 
point in the planning process - 
where thinkers and doers con-
nect, where specific ideas are 
envisioned, and where those 
with the greatest promise are 
chosen.

In some cases, a District may create a 
strategy with only one or two objectives 
and a limited number of related actions 
that fall within the capacity and resourc-
es of the District. For many regions this is 
a good place to start. Working within im-
mediate constraints and realities, a Dis-
trict will be able to achieve results more 
quickly. Additional refinement and analy-
sis may be limited to simply prioritizing 
the actions.

Here, the challenge is to choose the limit-
ed alternatives that will have the greatest 
positive impact on the objective(s), with 
a focus on the high priority objective(s). 
So while the strategy is not as complex, 
it still requires the steps in the planning 
process to be completed.



 What activities would support the objectives?
 What measurable steps can we take to make progress?
 What resources are needed to achieve the objectives?

 • Financial
 • Human resources and skills
 • Political
 • Relationships and strategic partners
 • Technology
 • Communications and public information

 Are current resources sufficient?
 Should we re-organize how we use our resources, or will we have to find 

new resources?
 Who will lead/implement the activities?
 Who will be responsible for completing the work plans?

Alternatives Assessment

PARTICIPANTS

Core Team and Stakeholder Group

DURATION

3 Days

ACTIVITIES

Day 1: Identify & organize alterna-
tives 

Day 2: Evaluate alternatives
Day 3: Negotiate & agree on alter-

natives

The identification and assessment 
of development alternatives will 
be achieved through a 3-day Al-
ternatives Assessment workshop.

Day One consists of the identifica-
tion of alternatives by stakehold-
ers to achieve the objectives iden-
tified in Step 5. This is followed 
by the organization of alternatives 
into groups or strategy directions 
for further analysis.

Day Two establishes a consequence 
table in order to assess how well 
alternatives could achieve each 

objective. Stakeholders will then prioritize the objectives and provide weighted 
scores for each. The decision support tools provided will help each participant 
to establish a prioritized hierarchy of alternatives to pursue.



Day Three will be comprised of group activities to determine which alternatives 
should be pursued for further analysis. Through a structured decision support 
process, the stakeholder group will work toward the establishment of a set of 
well-defined, mutually agreed upon alternatives for inclusion in the District 
Strategic Development Plan. 

Activity details for Workshop #4: Alternatives Assessment are provided in 
the following sample workshop schedule.

Time Activity Time Tools

DAY ONE

9.00 Icebreakers and introduction of activities ½ hr

Tool #13 –  Creating Alternatives
Tool #14 –  Organizing Alterna-
tives

9.30 Review of previously completed materials 1 hr

10.30 Brainstorm alternatives 2 hrs 

12.30 LUNCH 1 hr 

13.30 Organize and describe alternatives 2 ½ hrs

16.00 Determine Technical Analysis team 1 hr

DAY TWO

9:00 Presentation of Technical Analysis matrix 1 hr

Tool # 15 –  Evaluating Alterna-
tives - Technical Analysis
Tool # 16 –  Evaluating Alterna-
tives - Swing Weighting

10.00 Technical Analysis review and feedback 1 ½ hrs

11.30
Identification of “dominated” alternatives; rede-
sign alternatives if necessary 1  hr

12:30 LUNCH 1 hr

13.30 Review objectives measures from Step  5 1 hr

14.30 Objectives ranking/weighting exercise 1  hr

15.30 Combining value weights with technical scores 1 ½ hrs

DAY THREE

9.00 Review technical scores and “top” alternatives 1 hr

Tool # 17 – Evaluating Alterna-
tives -Final Value Analysis  

10.00 Final value analysis 1  hr

11.00 Build consensus/detail alternatives 1 hr

12.00 LUNCH 1 hr

13.00 Build consensus/detail alternatives (cont.) 3 hrs



Tasks: 6.1 Identify development alternatives
 6.2 Organize alternatives

Workshop: #4 Alternatives Assessment 

Tools:  #13 Creating Alternatives
 #14 Organizing Alternatives
 #15 Evaluating Alternatives - Technical Analysis 

Participants:  Core Team
 Stakeholder Group

Planning Tool #13 provides stakeholders with opportunities to 
suggest their ideas (potential actions) for achieving the District’s 
objectives. It outlines the necessary tasks to facilitate stakehold-
er input that is knowledgeable, creative and well informed. Task 
#13 should be completed in less than 3 hours.  

The identification of strategy alternatives provides the 
planning team yet another opportunity to extend partici-
pation beyond the stakeholder group. As stated in Step 
3: Situation Analysis, there are numerous opportunities 
for gaining broad participation in the planning process, 
provided there are adequate resources available to do 
so. Open houses, community meetings, surveys, focus 
groups and Participatory Rapid Appraisal techniques 
(see Planning Tool #6) are just a few examples. They 
each provide opportunities to present the District’s de-
velopment objectives to the region while garnering the 
broader public’s ideas for addressing them. Be aware 
that broad public input of ideas will create a longer and 
more complex analytical process in later tasks.

The task of creating 
alternatives begins 
with a review of 
previous DSDP ac-
tivities. This should 
include the SWOT 
Analysis (and Di-
agnostic Report, 
if necessary) and 
means and ends 
objectives identi-
fied in Step 5. If 
time and resources 
permit, the project 
planning team can 
also provide the 
stakeholder group 
with an Innovative 



Practices Review. This report or presentation would introduce the group to suc-
cessful experiences, innovations, and best practices from other regions across 
the globe, helping to create more informed and knowledgeable stakeholders. 
Once the group is ready to move forward, the process of identifying strategy 
alternatives can begin.

The identification of strategy alternatives is based largely on the question:

What activities could be undertaken to achieve one or more of the 
priority objectives?

To do this, take each of the ends objectives separately and think about what 
could be carried out to achieve that objective. It is also possible to develop al-
ternatives targeted toward important means objectives (e.g. solid waste man-
agement, transportation infrastructure) or by development sector (e.g. health, 
education, agriculture). Regardless of means or ends, objectives should always 
be the focus of alternatives.

Similar to the process under-
taken to identify issues in Step 
5, use independent thinking 
techniques, brainstorming, 
and other tools for generating 
alternatives in an open and in-
clusive way. If the stakeholder 
group is large, it is often best 
to break into smaller groups, 
asking each to develop alter-
natives for a single priority 
objective.  Allow stakeholders 
with similar interests to group 
together so that they can focus 
on the same ends objective, 
means objective, or develop-
ment sector. The result should 
be a list of actions to achieve a 
particular objective, or multiple 
objectives if a sector approach 
is taken. 

Action generation is more effective when 
the stakeholder group has:

✔ Reviewed the Diagnostic Report 
and SWOT 

✔ Reviewed case studies and in-
novative practices from the other 
experiences

✔ Understood that the objectives 
should guide their thinking



Once a list of action ideas has been created, they must then be 
grouped, refined, and organized into strategy alternative. Plan-
ning Tool #14 provides suggestions for facilitating this process 
with stakeholders in a systematic and organized manner.

In some cases, a District will only have the capacity and resources for a single 
action. In these cases, the challenge will be to choose the one action that will 
have the greatest positive impact on the objectives. However, in most cases, it 
is likely that numerous action ideas will be put forward during Task 6.1. These 
should be sorted into strategy alternatives by stakeholders, considering the 
following questions: 

 Which actions are related? 
 Can these actions be restated in a way that summarizes several ac-

tions? 
 Are some actions identifying a higher degree of detail of other actions 

(think of a logical way to group higher level and lower level actions)?
 Do some actions need to occur before others can take place?
 Are there any actions that should be included in all alternatives or strat-

egy directions?
 Are there any easy-to-implement, quick start actions that can provide 

visible results in the short term?

There are two types of actions to be identified when organizing into alterna-
tives. 

 Common Actions. When packaging or combining actions, some actions 
may need to be a part of every strategy (e.g., the permanent establish-
ment of stakeholder committee, or a sector-specific strategy). 

 “Low Hanging Fruit” and Quick Starts.  Some actions may be ob-
vious and simple, easily-attainable, commonly-desired and universally 
agreed-upon. These “low hanging fruit” do not require more detailed 
evaluation. These actions can become pilot projects, or just simple proj-
ects that help to generate trust, motivation and momentum.



Strategy alternatives can be designed to positively impact more than one ob-
jective, or to minimize/avoid impacts among multiple objectives.  Some alter-
natives may address particular objectives more than others. And some may 
be limited in their effectiveness by constraints such as funding. But this will 
be clarified as the analytical process unfolds so it is not necessary to spend an 
abundance of time on organizing alternatives (2-3 hours maximum). The initial 
set of alternatives will eventually be refined as objectives are clarified and as 
more information about the possible consequences of an alternative is gath-
ered.  Creating good alternatives, like planning, is an iterative process, guided 
by the objectives and by new information. 

Once action ideas have been organized and grouped into strategy alternatives, 
they should be reviewed by the stakeholder group for clarity and validation 
before moving on to analysis. If the previous two tasks were undertaken by 
small planning teams, it is important to ensure that all stakeholders have a 
clear understanding of the strategy alternatives identified. If these tasks were 
completed with the entire stakeholder group, the facilitator should still confirm 
the results with the group at the end of the day.

Composition of Alternatives 



At the end of the Day One, the facilitator should provide an overview of upcom-
ing activities for Day Two. This should consist of a description of the alterna-
tives assessment process, specifically the technical analysis of alternatives, 
swing weighting of objectives, and prioritization of strategy alternatives. This 
should be followed by establishing a small team of stakeholders tasked with 
developing a consequence table for the following day’s activities. The facilitator 
may choose to take 2-3 volunteers from the stakeholder group to lead this pro-
cess. However, it is recommended that the core planning team identify these 
participants based on their broad knowledge of the District and their level of 
participation in the workshop. This will help to ensure that the group will be ac-
tive and informed in their efforts. In cases where time, resources, or capacity 
do not allow for adequate stakeholder input in preparing the technical analysis 
consequence table, it can also be completed by the core project team following 
the day’s activities. If this is the case, be sure to inform the stakeholder group 
that they will be given opportunities to revise the results of the analysis.

Complete Planning Tool #15 prior to Day Two of the workshop.

Working with a small group of 2-3 stakeholders, develop a draft 
consequence table that describes how each alternative could 
achieve each objective. Be sure to inform all stakeholders that 
this task is being completed by a small group to allow for more 
time to assess alternatives in greater detail with the larger group 
on the following day. Complete Day One activities only.

 
Tasks:  6.3 Evaluate alternatives

Workshop: #4 Alternatives Assessment (cont)

Tools:  #15 Evaluating Alternatives - Technical Analysis (cont)
 #16 Evaluating Alternatives - Swing Weighting

Participants:  Core Team
 Stakeholder Group



Day Two of the workshop should begin with the introduction of the conse-
quence table developed on the previous day. If completed by a small group 
of stakeholders, ask them to present their results to the larger stakeholder 
group. The facilitator should then walk the group through each box in the table 
to determine if there are any major conflicts or differences of opinion regard-
ing the alternatives’ ability to achieve the objectives. Although the objective 
of this review is to gain consensus on each of the scores, it is a good idea to 
reiterate that these scores will not determine which alternatives are chosen to 
pursue. This consequence table will act merely as a decision support tool for 
the upcoming values-driven analysis.

Once the matrix is adequately filled out and the group is comfort-
able with the initial scores, additional analyses can begin. This 
includes both technical and practical dominance analyses and po-
tential combinations of alternatives into new ones.

One type of analysis that can be performed first is called a “technical domi-
nance” analysis. This analysis will identify if a strategy option is dominated 
by others in terms of its ability to impact desired objectives.  Another type on 
analysis is called “practical dominance”. An alternative may be practically dom-
inated because, regardless of the level of support, particular constraints make 
it prohibitive to implement. This could include costs that go beyond the capa-
bilities of the District or alternatives that are already being implemented. The 
role of dominance analysis is to reduce the number of strategy alternatives to 
pursue with further analysis, streamlining the planning process for efficiency.

It is important to remember that there is rarely one single “best” alternative, 
especially when there are many unique objectives that a District is trying to 
achieve. Oftentimes strategies can be designed that combine multiple alterna-
tives in order to target multiple objectives, while garnering a broad range of 
support to ensure successful implementation. If it is evident that two alter-
natives can be combined into one with greater results, do so at this time. If 
necessary, expand the consequence table to reflect this change. At this point 
the stakeholder group should have a very clear idea of the consequences of 
each strategy option in order to make good decisions about which strategy to 
pursue, or to pursue first. 
 



Once the technical analysis has been completed, the stakeholder group is ready 
to examine    values tradeoffs and consensus-building options in greater detail.  
The information provided in the technical analysis matrix describes possible 
consequences of different strategies (facts or technical information) but does 
not indicate how important the different consequences are. For example, hav-
ing a “High” impact on reducing unemployment may be less important than a 
“Medium” impact on poverty reduction.  Planning Tool # 16 allows this type of 
value analysis to occur and creates a platform for dialogue on which consen-
sus-driven decisions can take place.  With this tool, an understanding of the ra-
tionale behind stakeholder preferences may be developed and the stakeholder 
group may successfully generate new actions, modify existing alternatives, or 
develop a different combination of actions into a better alternative that enjoys 
wider consensus.

Planning Tool #16 aims to incorporate each stakeholder’s values 
into the decision-making process through the ranking and weight-
ing of objectives. This swing weighting exercise helps stakeholders 
to restructure and detail alternatives, identify potential trade-offs, 
establish dialogue for negotiation, and build consensus regarding 
which alternatives to pursue.

The swing weighting of objectives and scoring of alternatives helps to lay the 
foundation for consensus-building dialogue that will eventually determine 
which alternatives stakeholders wish agree to pursue. As these exercises do 
not lead to decisions alone, it is important that all participants be aware that 
there are no right or wrong answers, only individual opinions and values that 
are as integral to the planning process as hard data and technical analyses.

The swing weighting process begins by revisiting the measures (or indicators) 
determined for each objective is Step 5. It is these measures that will allow 
participants to rank each objective’s potential change, so it may be necessary 
for the facilitator or core planning team to review them prior to the workshop. 
In doing so, the team should provide hard data that reflects the current situ-
ation for each measure. This information should be available in the Diagnostic 
Report completed in Step 3. In cases where hard data does not exist, proxy 
measures, descriptive measures, or constructed scales may be used. Remem-
ber that the goal is to illustrate the potential change in each measure over a 
particular period of time (normally the length of the vision – 10 years).



With the current situation established for each measure, ask the group to de-
termine what the potential change will be. This can be done through a simple 
facilitated discussion. Be careful not to get bogged down by this process as 
highly-calibrated measures are not necessary. If the core planning team feels 
that there will be significant differences in opinion that could hinder the pro-
cess, they may want to consider completing the measures portion of the ma-
trix without stakeholder participation.

Once the potential for change has been determined and agreed upon, ask 
stakeholders to rank and weight each objective according to the directions 
provided in Planning Tool #16. Provide each participant with a blank matrix to 
complete individually. Then ask participants to determine the scores of each 
alternative. Provide blank scoring matrices to support easy calculation and 
recording of scores. It may be necessary for the facilitator and core planning 
team to provide assistance during the scoring process to ensure that each par-
ticipant is doing it correctly. Finally, asks participants to determine which five 
strategy alternatives received the highest scores and mark them accordingly. 

Make a list of all the strategy alternatives assessed and write them on flip chart 
sheets on the wall. Provide each stakeholder with a note card and ask them to 
write their top five alternatives on it. Collect the note cards and for each alter-
native listed, place a check mark on the correlating flip chart sheet. Once each 
note card has been documented on the wall, total the number of checkmarks 
and rank each alternative accordingly. It is important to ensure that the stake-
holder group understands that this is not a final list of strategy alternatives, 
but merely another opportunity to pare down the list for further planning.

NOTE: Ideally 5-7 alternatives should be chosen to pursue with further plan-
ning. However this should be determined as a group. If the clustering of scores 
is relatively tight, more or less alternatives may be included. But be aware that 
more alternatives generally result in longer and more complex negotiations, as 
well as potentially greater challenges to achieving consensus.
 



Tasks:  6.4 Negotiate and agree on alternatives

Workshop: #4 Alternatives Assessment (cont)

Tools:  #17 Evaluating Alternatives – Final Value Analysis

Participants:  Core Team
 Stakeholder Group

 

Day Three of the Alternatives Assessment workshop begins with a review of 
the previous day’s activities. This includes an overview of the final list of alter-
natives chosen to pursue through consensus-building dialogue. It is important 
that each participant has a general understanding of what the strategy alterna-
tive is, what it aims to achieve, and how it impacts each of the ends objectives. 
Therefore it is recommended that the facilitator place the Technical Analysis 
consequence table in a visible place on the wall. This consequence table will be 
the primary reference point for consensus building activities. Once the alter-
natives have been reviewed, the stakeholder group should complete the Final 
Value Analysis worksheet provided in Planning Tool #17.

Planning Tool #17 asks participants which strategy alternatives 
they prefer and why. It seeks to determine which alternatives are 
more important to stakeholders and to what extent that are will-
ing to accept alternatives that do not fall within their top choices. 
This tool provides a starting point for launching dialogue aimed at 
building consensus over the alternatives (or combinations there-
of) to be included in the final plan. 

Once each stakeholder has completed their Final Value Analysis worksheet, the 
facilitator must collect their responses to use for discussion. This can be done 
with a show of hands or by asking participants to mark their results on flip 
chart sheets. The goal of this exercise is to show the group’s collective scores 
for each alternative. This will help to determine where further discussion is 
required. 



Once the stakeholder group has a general understanding of which alternatives 
are broadly accepted and which appear to be contentious, the process of de-
tailing the alternatives, making trade-offs, and building toward consensus can 
begin. 

When beginning negotiations, the best place to start is with broadly supported 
alternatives, if any exist. This will allow stakeholders to get comfortable with 
the analysis process before dealing with the more contentious alternatives on 
the table. At this stage, it is important that the stakeholder group understands 
that all alternatives require further analysis, even if they are universally sup-
ported by the group. The goal of the analysis is to create alternatives that 
affect the most objectives possible with the greatest possible results. This is 
undertaken by revisiting the Technical Analysis consequence table. 

Begin by reviewing the consequence table for a particular alternative. It is like-
ly that some of the alternatives have scored “HIGH” according to certain objec-
tives, while scoring “MEDIUM”, “LOW”, or some combination thereof, against 
other objectives. Since the goal of the analysis is to create alternatives that 
have the greatest impact on each objective, the group should seek to identify 
ways of converting each score to “HIGH” whenever possible. The following ex-
ample provides an example of this process.

Sample Final Value Analysis Score Sheet



Once an alternative has been adequately discussed and detailed according 
to the objectives, the facilitator should ask the stakeholder group if they all 
support the strategy alternative. If consensus has been achieved, ensure that 
the results of the negotiation have been well-documented and proceed to the 
next alternatives. If consensus has not been reached, it will be the facilitator’s 
role to bring the voices of dissent to the forefront in order to ensure that their 
opinions are heard.

The facilitator should continue to use principled negotiation skills, keeping the 
stakeholders focused on the objectives, as well as their interests, in the search 
for a strategy alternative that works. This includes keeping an open mind and 
searching for shared answers. The stakeholders must also be reasonable and 
willing to reconsider strategy alternatives while not degrading the process by 
introducing take-it-or-leave-it offers, threats, or other bargaining tactics.

The facilitator of the workshop will undoubtedly play a critical role in the suc-
cess of these negotiations. It is this person’s responsibility to keep the discus-

Sample Results of Negotiated Alternative



sions focused, empathic, and 
non-positional. Rather than fo-
cusing on outcomes, the group 
should remain focused on the 
objectives. Using this approach 
of interest-based negotiation 
will limit the positioning that 
can result in loggerheads and 
will helpto find creative solu-
tions that all stakeholders can 
live with.

The facilitator should help the 
group to identify conflict issues 
that may be hindering the ne-
gotiation process. Common is-
sues may include timing, cost, 
local capacity, information 
gaps, and other constraints. 
The following table provides a 
list of questions for facilitators 
to consider when leading the 
group through the negotiation 
process.

Action generation is more 
effective when the 
stakeholder group has:

✔ Focus on interests, not posi-
tions 

✔ Interests define the problem
✔ Focus on Interests, not posi-

tions
✔ Ask why, ask why not
✔ Use empathic listening
✔ Realize that each side has mul-

tiple interests
✔ Identify shared interests and fo-

cus on mutual options for gain
✔ Acknowledge their interests as 

part of the problem
✔ Put the problem before the an-

swer
✔ Look forward not back
✔ Be concrete but flexible
✔ Be hard on the problem, soft on 

the people

Adapted from Fisher and Ury (1991)

Re-Evaluate  In re-evaluating the alternatives, it is a good idea to further consider the con-
straints?

Re-Assess  What are the key constraints?

 How have these constraints affected the design of alternatives?

 Have the constraints limited or changed the decisions?

Information  Will more information really change the decision?

 What information is critical?

 Can an alternative be designed to address key data gaps and uncertainties?

Cost  What actions would you choose on a limited budget?

 For example, are 5 inexpensive soft-infrastructure projects (e.g., training) more 
beneficial to achieve District objectives than 1 expensive capital improvement 
project (e.g., a new road)?

 Can alternative sources of financing be found?



Capacity  Is there organisational capacity and expertise to implement the alternatives?

 If not, is capacity-building included in the revised alternative?

Timing  Urgency – Does an action need to happen right away? Is there a specific win-

dow of opportunity?

 Deadlines – Are there deadlines and how important are they?

 Phasing or Sequencing – Does one action need to happen before all others? 

Ideally, the end result of the negotiation process will be a set of detailed, ob-
jectives-driven alternatives that are mutually agreed-upon through consen-
sus decision. However, in some cases, the negotiation of certain alternatives 
will not end in consensus. The facilitator and core planning team must then 
determine when to suspend discussions. Within the constraints of this work-
shop, the stakeholder group cannot spend too much time on one particular 
alternative or they will not be able to adequately address the others. However, 
if there are negotiations that the group agrees should be pursued further, ar-
rangements can be made to extend the workshop or host another meeting at 
a later date. If this is not an option, ensure that concerns and oppositions are 
well-documented.

Once the alternatives are revised and the strategy directions are established, there is 
an opportunity to take the results to stakeholders not directly involved in the process for 
final review and comment. This can be accomplished through a number of mechanisms 
including open houses, community meetings, surveys, and PRA methods (see Plan-
ning Tool #6). This allows stakeholders to articulate and document areas of consensus 
and disagreement. Clear articulation of these preferences is especially important if the 
stakeholder group cannot reach consensus, but must submit a report to a government 
authority (e.g., Ministry of Planning). With information on why the stakeholder group did 
not reach consensus, the decision-makers will have important information needed to 
determine the final strategy for implementation. 



Tasks:  7.1 Action Planning

Workshops: #5 Action Planning 

Tools:  #18 Action Planning Framework
 #19 Force Field Analysis

Participants:  Core Team
 Stakeholder Group

Action Planning

PARTICIPANTS

Core Team and Stakeholder Group

DURATION

2-3 Days 
(depending on # of alternatives)

ACTIVITIES

Day 1: Establish action plans
Day 2: Risk management; review of 

plans 
Day 3: Completion of tasks (if nec-

essary)

Once a group of actions (or strate-
gy alternative) has been designed 
and agreed to by the stakeholder 
group, it must then be operation-
alized. It is one thing to get agree-
ment on a broad strategy, yet 
quite another to detail it, maintain 
the commitment, and secure nec-
essary resources. Action planning 
is simply a way to clearly establish 
what must be done, the date by 
which it will be done, and who will 
be responsible for doing the work.  
Action plans need to be “do-able” 
within the existing limitations of 
time, budgets, administrative ca-
pacity and political resources. 

Good action planning offers a chance to double check the strategy option to 
make sure the strategy is practical and can be implemented. Specifying tasks 
allows for clear budgeting and a realistic appraisal of the work ahead. Action 
plans also help avoid disappointment and build trust with participants as they 
help to ensure tasks are completed.

The creation of action plans will be achieved through a 2-3 day Action Plan-
ning workshop. Then length of the workshop will be determined by how many 
alternatives have been chosen to pursue.



Day One of the Action Planning workshop consists of clarifying the compo-
nents of the action plans, including tasks, roles, responsibilities, partners, time 
frames, resources, funding, and preconditions. If there are more alternatives 
than can be completed in one day of action planning, consider spreading these 
tasks over two days. 

Day Two of the workshop is devoted to establishing partnership guidelines and 
memorandums of understanding. This is followed by risk management and 
contingency planning activities.

The information collected during the Action Planning Workshop will be incor-
porated into action planning frameworks by the core planning team for review 
and eventually into the Implementation Plan and DSDP. 

Activity details for Workshop #5: Action Planning are provided in the following 
sample workshop schedule.

Time Activity Time Tools

DAY ONE

9.00 Icebreakers and introduction of activities 1 hr Tool #18 –  Action Planning 
Framework10.00 Review strategy alternatives and establish small 

action plan groups by stakeholder sector or inter-
est

1hr

11.00 Determine action plan tasks 1 ½ hrs 

12.30 LUNCH 1 hr 

13.30 Determine action plan tasks (cont.) ½ hr

14.00 Identify roles, responsibilities, and partners 1 ½ hrs

15.30 Determine the pre-conditions, funding, and time 
frames.

1 ½ hrs

DAY TWO

9:00 Small group review of completed activities 1 hr Tool #19 –  Force Field Analysis

10.00 Establish guidelines and memorandums for part-
nerships 

1 ½ hrs

11.30 Risk management and contingency planning 1  hr

12:30 LUNCH 1 hr

13.30 Risk management and contingency planning 
(cont.)

1 ½ hrs

15.00 Presentation and review of action plans 2  hrs



Tasks:  7.1 Action Planning

Workshop: #5 Action Planning 

Tools:  #18 Action Planning Framework

Participants:  Core Team
 Stakeholder Group

An action plan contains a description of the specific implementation tasks and 
activities necessary to implement the chosen strategy option. The key activi-
ties involved in action planning are as follows:

(1) Identify and/or clarify tasks and actions involved in the chosen strategy 
alternative.

(2) Determine who needs to be involved and specific roles and responsibili-
ties. 

(3) Determine the pre-conditions, funding, and time frames.

(4) Confirm implementation commitments of stakeholders.

(5) Identify risks, gaps and weak links in the action plan and how they will 
be addressed. 

(6) Stakeholder review, input, and revision

 

Planning Tool #18 provides a reference for establishing action 
plans for strategy alternatives. It highlights the necessary steps 
to be undertaken and includes an sample action planning matrix 
for documentation. 

The Action Planning Workshop should begin with a review of the strategy al-
ternatives determined in Step 6. The facilitator should then break the stake-
holders into small groups; each allocated one or more strategy alternatives to 



detail with action plans. As certain stakeholders will undoubtedly have greater 
expertise in particular areas, it is recommended that the facilitator allow par-
ticipants to choose which alternatives they want to work on. At this sget in the 
process, the facilitator and core planning team should have an understanding 
of stakeholder strengths, skills, and interests. Use this knowledge to ensure 
groups are balanced while promoting active input from the most informed par-
ticipants.

Once the groups are organized, provide each with documentation of their as-
signed strategy alternative(s) completed in Step 6. Also provide sheets of flip 
chart paper to document their results. The facilitator should maintain facilita-
tion support throughout the following activities.

(1) Identify and/or clarify tasks and actions involved in the chosen 
strategy alternative
The groups should begin with a detailed review of each strategy alternative to 
identify specific tasks or actions previously identified during the negotiation of 
strategy alternatives. If additional sub-tasks are needed, they should also be 
identified determined. If there is a clear chronological order to the tasks/ac-
tions, this should be determined as well. It is essential that all stakeholders 
understand the tasks involved in each action plan and the order in which to 
achieve them. This will help to determine who should be responsible for imple-
menting them.  While this is a relatively straightforward task, it requires effec-
tive communication to ensure expectations are well established right from the 
beginning. The facilitator should provide facilitation support when needed.

(2) Determine who needs to be involved and specific roles and re-
sponsibilities
Partnerships are an important outcome of a participatory planning process and 
should help lead toward participatory implementation.  An action plan is only 
as good as the structures put in place to implement it and its different respon-
sibilities will require different organizational structures and skills. Identify all 
the actors, organizations and individuals to be involved, as well as which tasks 
they are responsible for. As much as possible, record names, agencies and/or 
organizations and be specific.

The appropriate level of stakeholder representation, the methods chosen, and 
the extent of local participation in the implementation process will vary with 



each action plan. These factors will be determined, in part, by the organiza-
tions involved in the initiative and the resources available.  To help identify how 
organizations will interact during the implementation of action plans, ask the 
following questions:

 What partnerships, institutions, structures, or mechanisms are required 
to implement new programs, policies or projects?

 How must structures involve stakeholders and the public in the imple-
mentation of action plans?

 What mechanisms are necessary to ensure coordination between activi-
ties?

For each action plan developed, a different set of organizations and individuals 
may be involved in implementation.  The key is to coordinate and monitor of 
all these activities to ensure objectives can be measured and met. This coor-
dination will likely be done through a central organization, either the District 
Planning Unit or MoP/MoLG Technical Coordination Committee. Therefore it is 
important that the core team be active participants in the action planning pro-
cess and that the action plans provide as much detail as possible.

(3) Determine the pre-conditions, funding, and time frames
Without resources identified, secured funding in place and other preconditions 
met, the action plan will not move forward. It is therefore important to identify 
any pre-conditions that must be met before implementing an action or strat-
egy alternative. Pre-conditions may include political support, the completion of 
complementary activities, and more detailed action planning, to name a few. 

The next step is to determine funding needs. It is important to note that some 
actions may not require significant funding (e.g., strengthening existing orga-
nizations, enhancing communication and networking). However, most actions 
will require funding; and securing funding can often be a challenge. Some ac-
tions might have long-term time horizons and require corresponding funds for 
maintenance and operations as well as initial start-up costs. Partnership fund-
ing may also need to be established. The main goal here is to simply identify 
funding needs and potential funding sources. Tips for writing funding proposals 
will be discussed later in Step 8. Regardless it is important for each strategy 
alternative to have a budget. The budget may be small at first, with plans to 
procure follow-up funding from other sources.



Funding conditions are likely to play a role in the timing of implementation. 
Therefore it is recommended that the identification of funding and other re-
source inputs be identified prior to determining time frames to ensure that 
actions are not delayed while waiting for implementation funds. Once funding 
and resource inputs have been determined, establish time frames for each ac-
tion and task. Be as specific as possible, while allowing for some flexibility be-
tween tasks. This will help in dealing with potential unforeseen circumstances 
during implementation without throwing the entire strategy off with delays. 
Time frames should be determined for each task in the action plan to provide 
as much structure to implementation activities as possible.

By the end of Day One, the stakeholder groups should have identified the spe-
cific tasks and actions needed to achieve each strategy alternative. The groups 
should also have determined who will be responsible for each task, how much 
each will cost, potential funding sources, and time frames for achieving spe-
cific milestones. It is the job of the facilitator and core planning team to then 
ensure that each group’s results are organized and well-documented prior to 
the following day’s activities. It is recommended that the results be recorded 
on the action planning worksheets provided in Planning Tool #18 - for use by 
participants on the following day.

Tasks:  7.1 Action Planning (cont.)

Workshop: #5 Action Planning (cont.)

Tools:  #19 Force Field Analysis  

Participants:  Core Team
 Stakeholder Group

Day Two of the Action Planning workshop should begin by breaking the stake-
holders back into the same small groups. Each group will start by reviewing 
the results of the previous day’s activities. Each participant should be provided 
with the action planning worksheets completed on the previous day. This will 
give the groups a structure for documenting their results, as well information 
about the specific strategy alternative they are working on. Once the work-



sheets have been clarified, and revised if necessary, proceed to the following 
two tasks. Provide facilitation support to the groups, when needed, to promote 
effective communication and provide mediation for conflicts as they arise.

(4) Reconfirm implementation commitments of stakeholders 
It is now important to ensure that all stakeholder commitments are confirmed 
and that agreements have been reached regarding the roles and responsibili-
ties necessary to complete project tasks. When stakeholders return to their 
organizations and constituents, they will need to have a clear understanding of 
(a) what they are committing to, (b) who they will be working with, (c) when 
it will be occurring, and (d) how it will be paid for. This clear understanding will 
prevent any confusion or miscommunication when seeking to generate further 
support from the people they represent. It will also ensure that partnerships 
and collaborations have been mutually agreed-upon and documented for ac-
countability. 

Confirming stakeholder commitments can occur in a number of ways. Com-
mon formal approaches included creating Partnership Agreements or Mem-
orandums of Understanding (MoA). However, it is recommended that these 
types of agreements be established with supporting legal expertise. The goal 
of this activity is not to establish formal and legally-binding agreements, but 
rather to identify the components that should be included in them. This will 
allow stakeholders to provide detailed reporting to their constituents following 
the workshop. Components of partnership agreements and Memorandums of 
Understanding are described on the following page.

 Once the stakeholder partnerships have been clarified it is important that they 
are well documented. Each partnership group should provide copies of their 
agreement terms to the facilitator and core planning team to ensure that there 
is a appropriate reporting of the arrangement and a sufficient level of third 
party accountability. The facilitator should be aware that detailed partnership 
arrangements are rarely established in the course of a workshop. Stakeholders 
usually must discuss the arrangements with their organizations and constitu-
ents for final approval. The facilitator and core planning team should be aware 
of all potential partnership agreements and subsequently follow up with each 
group as formal agreements are reached.



(5) Identify risks, gaps and weak links in the action plan and how 
they will be addressed 
Risk management and contingency planning is a critical component of the 
action planning process. Giving forethought to potential implementation chal-
lenges will ensure that roadblocks, loggerheads, and resource deficiencies can 
be adequately dealt with as they arise. Simply trying to force change through 
can cause significant problems. Stakeholders and staff may become uncoop-
erative if change is forced on them. Limited capacity or knowledge of key in-
formation may undermine a plan. And a lack of funding, leadership, or policy 
framework could bring the implementation process to a stand still. Refer to 
Planning Tool #19 to identify potential implementation risks and the necessary 
strategies to mitigate them. 

Mission of Organization
 Include brief descriptions of all participating organizations’ missions

 and their roles in the project.
 Describe the action that the partnership will promote (e.g. education program, 

healthcare, infrastructure, etc). 

Purpose and Scope
 Describe the objectives of the partnership and the principles behind the agree-

ment.
 Describe the intended results the organizations hope to achieve and the specific 

activities they will undertake. This should answer the following questions:
 • Why are the organizations collaborating? What benefits exist for the organi-

zations?
 • Who is the target population and how does it benefit?

Responsibilities
 Identify the initial point of contact. Include name, telephone number, and email 

address if possible.
 List the specific tasks allocated to each organization.
 List shared tasks to be completed through collaboration.
 Determine further meetings, workshops, and other planning activities to be un-

dertaken by the partnership

Terms of Agreement
 Clarify the length and time frame of the partnership.
 Include funding responsibilities, if applicable
 Determine when and how often the agreement will be reviewed.
 Identify terms, penalties, and liabilities for termination of the partnership



Planning Tool #19 provides a systematic way to consider the 
forces that influence an action plan, including how to strengthen 
positive forces, reduce negative forces, and change the direction 
of negative forces to positive forces. Force field analysis can be 
used throughout the planning process, but is crucial for evaluat-
ing Action Plans. 

Referring to the worksheet provided in Planning Tool #19, each group should 
identify the potential forces for change on their action plan(s). Examples of 
these forces may include support from political leadership, available and appli-
cable funding sources, concurrent programs with similar objectives, community 
and civil society support, and powerful stakeholders with objections, to name 
a few. Once the forces have been identified, the groups should then determine 
which forces require the highest priority. The ranking of forces should not be 
a time-consuming activity as it only helps to organize mitigation approaches. 
If disagreements exists about which forces demand the highest priority, it is 
reasonable to give multiple forces the same rank. 

The group should then seek to develop strategies for addressing these forces. 
These strategies can be determined by asking the following questions.

 How can these positive forces for change be strengthened?
 How can the negative forces be reduced, removed or changed from a 

negative to a positive?

Once strategies for mitigating risk have been identified and developed, they 
should be incorporated into the action plans and documented on the work-
sheets provided.

(6) Stakeholder review, input, and revision 
Once the action plans have been detailed and revised by the small planning 
groups, they should be presented to the whole stakeholder group for input 
and revision. This is important as there may be stakeholders that can provide 
insights into the action plans that did not actively participate in their devel-
opment. Each group should be provided with flip chart paper to summarize 
the results of their action planning activities. The sheets should include the 
information documented in the group’s action plan frameworks (Tool #18) as 
well as an overview of their force field analyses (Tool #19). Allow the groups 
to present their action plans to the larger group, allocating 10-15 minutes for 



each presentation. Provide an additional 15-20 minutes for the stakeholder 
group to make suggestions and recommendations for improving the plans. 
Ensure that all input is documented on the sheets so that the core planning 
team can record the results. It is important that all changes to the action plans 
are well documented as they will need to be incorporated into the final plans 
following the workshop.

At the end of the workshop, the facilitator should ensure that stakeholders 
have documented important information about their roles, responsibilities, and 
activities to be undertaken. Stakeholders will then be able to report back to 
their constituents in a more inclusive and informed manner. If there is not 
enough time to do so, ensure the stakeholder group that they will each receive 
detailed copies of the action plans, which the facilitator and core planning team 
will compile. It is important that the facilitator and core planning team has doc-
umentation of all the workshop results, including copies of team worksheets 
and the flip chart sheets. Before closing the workshop, it may be valuable to 
discuss with stakeholders the importance of reporting back to their institutions 
or constituents as soon as possible. This will help to ensure that issues which 
may arise are identified and addressed sooner rather than later.



Tasks:  8.1 Establish Implementation Plan
 8.2 Establish monitoring framework
 8.3 Identify & procure implementation resources
 8.4 Create draft strategy
 8.5 Strategy review and validation
 8.6 Final District Strategic Development Plan

Workshops: #6 Monitoring
 #7 Strategy Review 

Tools:  #20 Monitoring Framework
 #21 Proposal Writing
 #22 Strategy Documentation

Participants:  Core Team
 Stakeholder Group

An Implementation Plan is essentially the culmination of the action planning 
process and the compilation of actions plans into one cohesive document. 
The Implementation Plan will provide comprehensive descriptions of all tasks 
and actions for implementing the alternatives identified and ranked during the 
prioritization process. It will define the scope and goals of the strategy alter-
natives, the resources required, scheduled activities, activity durations, roles 
and responsibilities, and other key components of the action plans. It also 
establishes a chronology that highlights the order in which actions are to be 
undertaken.

The task of compiling the Implementation Plan belongs to the facilitator and/or 
core planning team. This responsibility entails collating the results from Step 
4: Visioning, Step 5: Issues & Objectives, Step 6: Alternatives Assessment, 
and Step 7: Action Planning into a detailed work plan that is well-organized 
and reflects each of the tasks required for implementing the strategy.

As one of the four primary deliverables in the DSDP process, it is important 
that the Implementation Plan contain certain key components to ensure cohe-
sion in reporting across Districts. The table on the following page provides key 
information sets that should be included in the Implementation Plan document. 
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The process of establishing the 
DSDP monitoring framework will 
occur during a one-day stake-
holder workshop. This workshop 
will bring the stakeholder group 
together to provide revisions and 
updates to the Implementation 
Plan, clarify the monitoring pro-
cess, establish indicators, and de-
termine protocols for reporting. 

By tracking perfor-
mance, monitoring en-
sures limited resources 
for District development 
can be put to “best-use” 
and that negative or un-
intended impacts can 
be identified and mini-
mized.  Furthermore, 
effective monitoring will 
sound the alarm when 
internal and external 
circumstances in the 
District have changed, 
when key opportunities 
are being missed, or 
when implementation of 
a project is no longer ef-
fective. Adjustments in 
action plans, changes in 
priorities, or a complete 
refocusing of objec-
tives can then be made 
to ensure the strategic 
plan remains useful over 

Monitoring means “to 
observe” or “to check performance”.  It is the con-
tinuous process of collecting information using 
objective performance measures (or indicators) to 
gauge the process or project. Monitoring measures 
progress and performance and seeks to identify 
successes or failures as early as possible. There 
are two common forms of monitoring.

 Compliance monitoring ensures that 
what was agreed upon is actually done 
(e.g., the District will upgrade the road). 

 Impact monitoring gauges the impacts 
of actions in relation to the objectives 
(e.g., the upgrade of the road benefited 
the movement of goods in and out of the 
village resulting in 10 new transit-related 
jobs).

The monitoring framework prescribed in the DSDP 
methodology is focused on impact monitoring. 
Compliance monitoring activities will be completed 
by the core planning team, using the Implementa-
tion Plan for benchmarking.

Monitoring

PARTICIPANTS

Core Team and Stakeholder Group

DURATION

1 Day

ACTIVITIES

Establish monitoring framework



time.  Ongoing monitoring should result in the gradual evolution and upgrad-
ing of the strategic plan, taking the District closer and closer to its envisioned 
future. When conducted regularly, it is a proactive management tool that pro-
vides timely, reliable, and valid information for adjusting and modifying the 
strategic plan (see Step 10). But often monitoring tends to be only about 
compliance, asking Are we doing what we said we would do? Sometimes it is 
only about results, asking Are we getting the outcomes we expected? How-
ever, if learning is also a core objective, the question not to forget is What can 
we learn by monitoring and how will this help us make decisions next time? 
Therefore, in each step of the DSDP process, there are objectives and outputs 
that require monitoring. 

The following sample workshop schedule outlines the activities to be under-
taken for establishing the DSDP monitoring framework.

Time Activity Time Tools

DAY ONE

9.00 Icebreakers and introduction of activities 1 hr Tool #20 - Monitoring Frame-
work10.00 Review and feedback on Implementation Plan 1hr

11.00 Review of performance measures from Step 5 ½ hr 

11.30 Clarification and expansion of indicators list 1 hr 

12.30 LUNCH 1 hr

13.30 Completion of monitoring matrices 3 hrs

16.00 Review and feedback on monitoring matrices 1 hr

Tasks:  8.2 Establish monitoring framework

Workshop: #6 Monitoring

Tools:  #20 Monitoring Framework

Participants:  Core Team
 Stakeholder Group

Workshop #6 Monitoring should begin with the facilitator and core planning 
team introducing the day’s activities and providing an overview of the planning 
process to establish the monitoring framework. Once the process has been 
clarified, the stakeholder group should be asked to provide feedback on the 
draft Implementation Plan. This feedback should include the identification of 



errors, necessary processes changes, and updates on the status of partner-
ships, planning activities, and the like. It is not necessary to spend too much 
workshop time on this activity. If time is short, additional feedback can be sent 
to the core planning team electronically.

The first step in developing a monitoring framework is the establishment of 
indicators. This list of indicators should expand on the performance measures 
established for each objective in Task 5.4. This performance measures are 
the baseline indicators as they are measurable, linked to the ends objectives, 
and determine how well a specific action is achieving the ends objectives. It is 
these objectives, developed in Step 5, that serve as the backbone of monitor-
ing activities. 

Monitoring indicators can measure a range of results, each of which is linked 
to the objectives. The monitoring measures may be more extensive than the 
initial decision making measures, as more information may be sought to re-
duce uncertainties about project impacts than was identified in the planning 
process. Some results for monitoring include:

 Outputs are concrete, tangible consequences of DSDP activities (e.g. 
10 km of roads repaved).  

 Outcomes are short-term impacts or effects that can be attributed, 
at least in part, to DSDP activities (e.g. greater use of new agricultural 
practices).

 
 Impacts are overall changes that are observable in the long-term (e.g. 

decreased poverty).  Impacts can be influenced by many factors exter-
nal to the project and are therefore more difficult to monitor

 Reach is the scope of who is influenced by the DSDP activities (e.g. 
involvement of the women, youth, poor, etc)

The establishment of indicators should begin with a review of the performance 
measures established in Task 5.4. The group should then be asked if there 
are any additional indicators that have come to light since the development 
alternatives and action plans were determined. As indicators are added, it is 
essential to identify which objective(s) they link to and where the data will 
be collected. This is critical to organizing the stakeholders to establish the 
monitoring framework while demonstrating transparency in data collection and 
analysis



Objective Indicator Source of Information

Diversify the economy  # of new jobs created

 # of new businesses estab-

lished

 Employment Statistics

 New licenses issued

Improve labour force skills  # of graduates from skills 

up-grading program that 

found employment

 Implementing institu-

tion

Increase economic self-reli-
ance

 Household income levels

 Employment levels

 Retention of local dollars

 Perception of self-reliance

 Income statistics

 Unemployment figures

 Local sales volumes

 Business and local area 

attitude surveys

Planning Tool #20 provides a reference for developing a monitor-
ing framework through the establishment of monitoring matrices 
for each indicator or performance measure. It also provides a list 
of questions to be answered when developing the framework. 
This tool requires approximately 3 hours to complete, depending 
on the size of the stakeholder group and the number of indicators 
identified.

The end result of Planning Tool #20 will be a set of monitoring matrices, each 
representing a specific indicator, and each providing information on the struc-
ture of the monitoring to be undertaken (how, what, when, where, who). Once 
the matrices have been completed, each group, representing each ends objec-
tive, shall present their matrices to the stakeholder group. This will create an 
opportunity for feedback and revisions, if necessary. It will also help to ensure 
that all stakeholders adequately understand and approve of the monitoring 
framework.
 

In is important to understand that monitoring is not conducted to find fault 
and be critical, possibly having adverse effects on an action (e.g., 
government or funding agencies stop the program).  It is a vehicle for 
accountability, and a management tool for improving processes and projects. Whenever 
possible, monitoring should occur in each step of the process, not only at the end.



Once the monitoring workshop is complete and the indicators and matrices 
have been agreed upon, it is the job of the facilitator and core planning team to 
document the results in a monitoring strategy. The monitoring strategy should 
summarize the results of the workshop, and answer all the questions posed in 
Planning Tool #20 - specifically who, when and how to review and update the 
DSDP. Once complete, provide copies of the draft to the stakeholder group for 
review and feedback. This will provide the group with documentation of the 
process and help to ensure that stakeholders are aware of the monitoring and 
reporting that will take place during project implementation.

This step of the planning process is not necessary in every context. However, 
if it determined through action planning that implementation resources such 
as funding, training, and organization development activities are required, this 
will be the time to start addressing these deficiencies. The reason for targeting 
implementation resources at this stage of the planning process is to ensure 
that the DSDP process maintains momentum between planning and implemen-
tation. This will help to prevent the DSDP from collecting dust while waiting for 
the necessary implementation resources. As there are unique resource needs 
to every action in every District, there are no prescriptive measures to achieve 
the results needed in a particular every situation. However, this methodology 
provides a planning tool to act as a reference for securing funding through 
proposal writing.

Planning Tool #21 provides stakeholders and the core planning 
team suggestions for developing funding proposals for District 
development activities that are lacking necessary implementation 
financing. This tool can be used by all stakeholders and does not 
require a workshop or meeting setting to be completed.



At this stage of the DSDP process, the core planning team and the District’s stake-
holders will have completed the analytical steps of the decision-making process. 
A stakeholder group was established to represent key interests within the District. 
A Diagnostic Report was completed that provides information on the District’s key 
development sectors as well as its human, natural, manufactured, and financial 
capital. A SWOT Analysis was undertaken to help stakeholders establish a District 
Vision Statement, a list of prioritized development objectives, and a set of detailed 
and mutually-agreed upon alternatives for inclusion into the plan. These alterna-
tives were then detailed through action planning and documented in a chronologi-
cal Implementation Plan. Finally, indicators and a framework for monitoring were 
established to evaluate actions and projects throughout their implementation. It 
is now the responsibility of the core planning team to compile this information into 
an organized document, the Draft District Strategic Development Plan. 

The best planning documents are brief and easy to use.  Both the general public 
and public-sector decision-makers should be able to use DSDP document to bet-
ter understand the District. If funds are being sought from senior levels of gov-
ernment or international sources, the DSDP document should be able to quickly 
provide information about and rationale for a particular action, as well as details 
on how the funds will be utilized. 

Each District is unique, reflecting the challenges and opportunities it faces. There-
fore each District Strategic Development Plan will be unique in content, but should 
nevertheless contain the same summary information as other Districts. This cohe-
sion will allow for easier reporting, more efficient information sharing and storage, 
and an increased ability to plan projects and activities across multiple Districts. 

Planning Tool #22 provides a general framework for the District 
Strategic Development Plan. It is not a specific Table of Contents 
to be followed to the letter, but rather an example of key struc-
tural components that should be included in the DSDP. The goal of 
this plan structure is to convey the District’s vision, objectives, and 
strategy directions in a clear and concise manner. It also provides 
documentation of the Implementation Plan, the Diagnostic Report, 
Monitoring Plan, and the methodology and activities of its participa-
tory planning process. 



Although this is not the last step of the planning process, it is the last step to be 
undertaken before completion of the District Strategic Development Plan. Before 
the DSDP is finalized, the core planning team should give stakeholders an opportu-
nity to review the document in detail. Once the final draft is complete, supply each 
member of the stakeholder group and select experts1 with both electronic and hard 
copies of the plan. Provide the reviewers with at least 1-2 weeks of review time 
before hosting a final workshop for strategy review and validation. 

1. Consideration should be given to establishing an Advisory Panel of experts in the fields of regional development, com-
munity and regional planning, and certain key development sectors. These experts could come from civil society, academia, 
government, and the private sector.  Although established by the core planning team, the Advisory Panel participants should 
be approved by the stakeholder group.

The following table provides a sample schedule for Workshop #6 Strategy Re-
view.

Time Activity Time

DAY ONE

9.00 Icebreakers and introductions 1 hr

10.00 Presentation of Draft DSDP – key components 1hr

11.30 Feedback on content of presentation ½ hr 

12.30 LUNCH 1 hr 

13.30 Small group feedback on Draft DSDP document 1 hr

14.30 Presentation of Findings ½ hr

15.00 Approval and validation of DSDP 1 hr

Workshop #6 will provide stake-
holders with an opportunity to 
present final feedback on the 
Draft District Strategic Develop-
ment Plan. During the one-day 
workshop the core planning team 
will present the draft plan and 
its key components. A facilitated 
feedback session will allow partici-
pants to offer final comments and 
suggestions.

Monitoring

PARTICIPANTS

Core Team and Stakeholder Group

DURATION

1 Day

ACTIVITIES

Strategy review and validation



Tasks:  8.5 Strategy review and validation

Workshop: #6 Strategy Review

Participants:  Core Team
 Stakeholder Group

At this stage in the planning process, the stakeholder group should have a clear 
understanding of the content of the Draft DSDP. They have all worked through 
the activities and analyses and have each been provided feedback and review 
opportunities at key milestones in the process. In most cases, there should 
be few significant changes to be made to the plan at this stage. Nevertheless, 
hosting a workshop for review and validation will allow the stakeholder group 
to make final comments and suggestions before approving the plan and finally, 
celebrating their accomplishment.

The Strategy Review Workshop should begin with a presentation of the Draft 
DSDP. This should cover the structure of the document, its key analytical com-
ponents, the final strategy directions, and the main projects and actions for 
implementing the plan. Participants should have a hard copy of the Draft DSDP 
to reference during the presentation. Following the presentation of the docu-
ment, facilitate a discussion to elicit feedback on the plan’s primary compo-
nents highlighted in the presentation. This should allow for feedback on the 
content of the document and ensure that the reporting of the DSDP process is 
consistent with the results of the planning activities.  

The stakeholder group should then be divided into smaller groups (5 or less) 
in order to provide detailed feedback on the draft DSDP. Members of the core 
planning team can facilitate these small group discussions and document their 
findings. The facilitators should walk their groups through the manual and al-
low participants to identify revisions. These revisions should be slight, so the 
discussion should be focused on language, formatting, and minor content revi-
sions. If a stakeholder voiced major content objections at this stage of the pro-
cess, ask them to document their objection in detail and submit it to the core 
planning team for review. It will be up to the core planning team to determine 
if this late objection merits further action.

Once the small groups have completed their reviews, provide each facilitator 
with a few minutes to present any significant changes identified and to pose 
questions to the group that will help to clarify and areas of confusion. These 



short presentation will keep the entire group informed of what changes will be 
made prior to printing the final plan.

As a last step before creating the final plan, the facilitator should ask the group 
if they each approve the DSDP for finalization. This can be done either formally 
(e.g. signing a statement of approval) or informally (e.g. a simple show of 
hands). If any stakeholders have objections, they should be offered the op-
portunity to formally oppose the plan in writing and informed that all formal 
objections will be reported and included in project documentation. With the 
Draft District Strategic Development Plan approved for finalization, the stake-
holder group and core planning team should take the time to celebrate their 
accomplishment.  

The core planning team will now be responsible of creating the final District 
Strategic Development Plan document. The final plan should be structured to 
be accessible, readable, and visually pleasing. Including high quality graphics, 
photos, and an aesthetic graphic interface will help make it more appealing to 
readers. It is recommended that the core planning team procure the services 
of a professional graphic designer in order to create a document of high-qual-

Once the draft DSDP has been approved by the stakeholder group, there is 
an opportunity to take the plan to stakeholders not directly involved in the 
process for final review and comment. This can be accomplished by hosting open houses, 
community meetings, presentations, and other forms of public consultation. This will allow 
a broad number of stakeholders to articulate their support or opposition to the plan and will 
help to identify potential areas where new conflicts could arise, inform implementation ac-
tivities, and provide the general public with a greater sense of ownership in the process. 



ity. When compiling the final document it is important to be aware of potential 
printing costs and budget constraints. The goal is to create a plan that is widely 
circulated and, of course, widely read.







Step 9: Project Evaluation 101

Step 10: Adjust & Modify 105





Module Four: Have we arrived? is composed of two planning steps: Project 
Evaluation and Adjust & Modify. These steps entail documenting and reviewing 
the DSDP process, performing project evaluations, and producing recommen-
dations for future District development planning activities. The primary tasks 
necessary to complete these steps will be completed by the core planning team 
and DSDP stakeholder group through a 2-day workshop

Step 9: Project Evaluation has two distinct tasks. The first is to document 
the planning process as a District planning case study. Each step of this pro-
cess will be illustrated including both stakeholder activities and tasks complet-
ed by the core planning team. The second task is comprised of both external 
and internal analyses of the DSDP process. The stakeholder group will provide 
evaluations during a Project Review Stakeholder Meeting.

Step 10: Adjust & Modify seeks to identify and document ways to improve 
the DSDP process. With input from stakeholders and the external evaluation, 
the core planning team will make recommendations for improving the planning 
process. These changes will be incorporated into the DSDP process as well as 
the documented steps of the District case study. This will help the DSDP pro-
cess to evolve through the incorporation of innovations, best practices, and 
lessons learned





Tasks:  9.1 Document the planning process
 9.2 Perform project evaluation

Tools:  #23 Evaluation ‘How To’

Participants:  Core Team
 Stakeholder Group

The process of documenting the planning process should be a relatively brief 
task. Each stakeholder workshop and project meeting will have already been 
documented in the deliverables requested in Steps 1 through 8. The core plan-
ning team will simply have to restructure the information for efficient report-
ing. As stated at the beginning of this manual, the DSDP process seeks to learn 
from its experiences in every District. This will help to improve its methodol-
ogy, add innovation, and allow Districts to learn from the experiences of those 
that previously worked through the process. The result will be a ‘living docu-
ment’ that grows with the addition of case studies, best practices, and lessons 
learned.

The first component of project documentation will include a ‘full cycle’ case 
study that summarizes the planning process as a whole, its main activities, 
end results, and significant lessons learned. This should also be a brief report 
(a few pages) that highlights key experiences and provides readers with a 
broad understanding of how the process unfolded in the particular District. 

The second component should provide slightly more detail to the documenta-
tion, structured according to each of the 10 planning steps. Each planning step 
should be documented as a individual case study, containing descriptions of 
the activities undertaken to complete it and the results. For the steps complet-
ed through stakeholder participation, these case studies can be summaries of 
the workshop and/or meeting reports (and PRA Report, if applicable). For steps 
that were completed by the core planning team alone, it will also be necessary 
to provide summary of the tasks completed. These case studies should also 
be brief, but will likely vary with each step. Remember that the goal of docu-
menting these steps is to learn from experience. So be sure to include unique 
approaches and lessons learned.



As stated at the beginning of the manual, it is recommended that individual 
planning steps are documented as the process unfolds. This will help to ensure 
that information is not lost over the course of the planning process.

With each step of the DSDP process now complete, it should be reviewed and 
evaluated to determine how it can be improved for future use. This will be ac-
complished through internal evaluations by stakeholders and the core planning 
team as well as an external evaluation to provide additional objectivity. 

The project evaluation process should consider four key themes of analysis: 
adequacy & effectiveness; efficiency; contextual review; and, adjustment & 
recommendations. These themes will provide specific information about par-
ticipants’ experiences with the planning process, how effectively the process 
was implemented, how it worked in a specific context, and how it can be im-
proved in other Districts. Gathering this information should be guided by the 
following questions.

Adequacy & Effectiveness
 Has the planning process been satisfactorily implemented?
 Did the planning process achieve its expected results?
 Have the resources been sufficient to carry out the process?
 Has the leadership and capacities of the individuals and the organiza-

tions been sufficient?

Efficiency
 Could resources have been used differently to produce better results?
 Could the same results have been achieved for less money or effort?
 Would a different approach produce the same results at a lower cost?
 Were resources managed in the most efficient way possible?

Contextual Review
 Was each step of the process implementable in your District? 
 What activities/tasks worked well in your District?
 What activities/tasks were not appropriate or applicable?
 What changes were made to the process to make it more locally appli-

cable?
 What opportunities for broad public participation were utilized in your 

District?



Adjustment & Recommendations 
 What needs to be changed to make the process better? 
 Is a complete review is necessary? 

The internal project evaluation should be completed by all par-
ticipants in the strategic planning process. This includes the 
stakeholder group and core planning team. Evaluations will be 
completed during a one-day Project Review Stakeholder Meet-
ing. This meeting will allow participants to provide detailed feed-
back about the planning process and its achievements/failures.

The stakeholder meeting should begin by briefly walking the group through 
each step of the planning process. The case study reports completed in Task 
9.1 should serve as a good reference. With each step, allow participants to 
comment on what they liked and disliked, what worked well or was less than 
successful. Ensure that each stakeholder activity is covered, including the par-
ticipatory planning and decision tools supporting the process. This should be a 
candid and open dialogue that allows stakeholders to make recommendations 
throughout. It is important the core planning team documents these findings 
in detail for inclusion in the final evaluation report. Recommendations should 
also be written on the wall by the meeting facilitator so that participants are all 
aware of the recommendations brought forth. 

Once each planning step has been adequately discussed, the stakeholders 
should be asked to complete an anonymous evaluation survey. Use Planning 
Tool #23 as a reference.

Planning Tool #23 provides examples of two stakeholder evalu-
ation surveys. Use the questions in these samples to develop a 
survey catered to the experiences in your District. This survey 
should seek to determine the planning process’ effectiveness, ef-
ficiency, and local applicability. It should seek to garner specific 
recommendations.

Once participants have completed the evaluations, their participation in the 
planning process will be officially complete. This is yet another opportunity to 
celebrate the achievements of the group. The core planning team should en-



sure that the planning process is concluded in a formal manner, acknowledging 
the efforts and support of each project participant independently as it is likely 
that many have volunteered their personal time to the DSDP process. 

After the meeting is complete, it will be the task of the core planning team to 
compile the information collected from the evaluation surveys and discussion. 
The core team will also be asked to complete its own evaluation of the planning 
process. Although more detailed and descriptive than stakeholder feedback, 
this evaluation should contain the same kinds of information. This should then 
be incorporated into a Project Evaluation Report that includes a summary of 
the stakeholder feedback and the case studies documented in Step 9.1. This 
will be the final deliverable of the DSDP process.

It is recommended that a strategic planning expert be brought on board to provide an ob-
jective evaluation of the planning process. This expert should have working knowledge of 
participatory planning methods, facilitation and decision support, and the region in which the 
activities took place. This task should be managed by the core planning team but without 
interfering with the independence of the expert. A Terms of Reference and competitive appli-
cation process will help to identify qualified candidates. This can be undertaken either before 
or after the internal evaluation process.



Tasks:  10.1 Adjust & Modify

Participants:  Core Team
 Implementing Organizations

Once the Evaluation Report has been reviewed, the lead organizations in the 
DSDP process (MoP/MoLG) will determine which recommendations should be 
incorporated into the revised approach. These changes will be made and the 
new case studies will be incorporated. This will help this manual to grow, 
evolving into a process that is grounded in the experiences and lessons learned 
of those who have used it.

Although the Adjust & Modify step is mentioned at the end of this manual, it is 
something that should be occurring throughout the strategic planning process 
- whenever new information arises or new priorities are identified. In addition, 
on a regular basis of every few years, the DSDP needs to be completely revis-
ited. At this time, the process will return to Step One... 

Strategic planning is an ongoing and iterative process. Be sure to take a moment to reflec-
tion what it means to reach this point in your planning process. Thanks to the ongoing efforts 
of communities, administrations, and personnel, significant results have been achieved and 
your District has made strides in determining its own future.





At this point of the process, a written Strategic Local Development Plan Doc-
ument should have been produced. This document should outline commit-
ment of resources and establish a clear path of action. But, beware! Strate-
gies most often become derailed here. Developing the plan is not the end 
of the process. 

The plan now requires both institutionalization and good implementation 
management. 

Institutionalization of the plan is the task of integrating of the planning pro-
cess and its outcomes into the institutions and organizations of the local 
government, District, or higher level of government. This means that the 
activities determined through the process will become standard and will be 
routinely applied in the day-to-day operations of organizations and stake-
holder groups. The following eight tasks identify the key components of plan 
institutionalization. 

Task 1: Strengthen stakeholder organizations to improve their effectiveness 
in planning, management, and coordination. Only where necessary, create a 
new organization to accommodate special requirements – technical or mana-
gerial – not covered by existing institutions.

Task 2: Change or adjust mandates of existing institutions in order to inte-
grate new functions and roles for planning and project implementation.

Task 3: Identify and task ‘anchor’ institutions to take the lead and provide a 
home base for specific sectoral activities or phases of the DSDP.

Task 4: Link the DSDP to established policy instruments such as annual bud-
geting, human resource allocation, sectoral work programmes, etc.

Task 5: Develop skills necessary to support and routinely apply the partici-
patory District Strategic Development Planning methodology (data collection, 
negotiation, facilitation, strategy formulation, action planning, monitoring and 
evaluation).



Task 6: Provide funds to support expenditure and equipment for capacity 
building and sustaining the framework, primarily through public budgetary 
provisions or allocations.

Task 8: Maintain knowledge support and a learning process, for example 
though documenting and evaluating lessons of experience and building col-
laboration with local research or consulting establishments. 

Too often, once plans have been produced, participants and leaders are mis-
led in thinking that they have finished the process. It is precisely this lack of 
follow-through that has frustrated so many participants and made cynics of 
so many citizens and residents.  The resulting poor implementation has other 
common causes:

 a lack of political will to act; 
 changes in organizational or 

political leadership before im-
plementation; 

 committed resources are not 
forthcoming; and 

 crisis management takes over 
long term development plans.   

Paying close attention to these is-
sues early in the planning, such 
as during Step 3 and Step 4, can 
increase the probability of success-
ful implementation. If the problems 
in the list above have been prop-
erly addressed, the main cause of 
poor implementation will likely be 
poor management.  Provided there 
is political will, interdepartmental 

✔ Are the partnerships that 
the strategy requires too 
complex?

✔ Are the deadlines realis-
tic?

✔ What is likely to go 
wrong? 

✔ Are we doing everything 
we can to minimize the 
risk? 

✔ Are there contingency 
plans in place for when 
things go wrong?

cooperation at the local government level, new or reformed organizational/
partnership structures, and committed resources, then the remaining key to 
successful implementation of the DSDP is management with strong project 
management capabilities. Managers must empower relevant organizations, 
nurture the core partnerships and provide incentives to individuals and orga-
nizations to proceed with action plan implementation.



The District Strategic Development Planning process has its own language 
and terminology. Many of the terms used require interpretation and negotia-
tion when applied in different institutional settings.  In recognizing that some 
of these terms are not universally understood, the following list provides an 
understanding to this terminology by describing commonly used words.

Action: 
A single activity as part of a strategy alternative or project. 
ex. “Build new road infrastructure for rural area X.”

Action Plan:
A result oriented, time bound and actor-specific plan negotiated among 
stakeholders within an agreed strategy direction.

Capital: 
Capital is economic and social wealth relating to or being assets that add 
to the long-term net worth of an area. It is a useful concept for because it 
implies that capital must be maintained and invested in; and can be drawn 
upon in times of need. There are four types of capital.

 Human Capital -The set of skills which an individual acquires, through 
training and experience, and which increases that individual’s value to 
society or in the marketplace.

 Social Capital - The organizational aspects of society such as networks, 
norms, and social trust that facilitate coordination and cooperation for 
mutual benefit. Includes information flows that provide social links and 
access to business, economic, market, social and environmental knowl-
edge.

 Financial Capital - The cash, monetary investments and monetary in-
struments used in a functioning economy.

 Manufactured & Physical Capital – The technology, machines, tools and 
factories of a functioning economy.

 Natural Capital – The resources, living systems and ecosystem services 
required for a functioning economy.



Civil Society:
A term used to distinguish a third sector of society, distinct from the market 
or the economy and the state or government. It is ultimately about how cul-
ture, market and state relate to each other. Civil society refers to the set of 
institutions, organizations and groups situated between the state, the busi-
ness world, the tribe (in some cases), the family and the individual. It spe-
cifically refers to forms of social participation and engagement and the values 
and cultural patterns associated with them. It often includes voluntary and 
non-profit organizations (e.g., NGOs, CBOs), philanthropic institutions and 
social and political movements. 

Community:
People living in a particular area with a common history or common socio-
cultural, economic and/or political interests.

Community (Local area) Based Organizations (CBO):
These are organizations based in and working in one or more local commu-
nities (neighbourhoods or districts); they are normally private, charitable 
(non-profit) organizations which are run by and for a local area (sometimes 
covered under the NGO designation).

Core Planning Group:
The core planning group includes the initiators of the planning process that 
are responsible for ensuring conditions are favourable to initiate and maintain 
the planning process. This group consists of the Technical Coordination Com-
mittee (MoP/MoLG), the District Planning Unit, and additional planning sup-
port, if necessary.

Decision Support or Analysis:
A set of procedures, methods, and tools for identifying, clearly representing, 
and formally assessing the important aspects of a decision situation.

Facilitator:
A person trained or experienced in leading a participatory process and facili-
tating group discussion, consultations, and meetings. He or she has the skills 
to apply the various techniques and tools that make joint activities more ef-
ficient and more participatory. 

Focus Group: 
A form of data collection where a group of people are asked about their at-



titude towards a particular product, activity, action, or project. Questions are 
asked in an interactive group setting where participants are free to talk with 
other members of the group.

Goals (aka targets): 
A specific, well defined end. 
ex. “Reduce the number of families living in poverty by 50% by 2015.” 

Governance:
Governance is not government.  Governance is a concept that recognizes 
power both inside and outside the formal authority and institutions of gov-
ernment.  Governance is defined as the ability to coordinate and promote 
policies, projects, and programs that credibly represent a broad range of 
interests (e.g., government, the private sector and civil society). Public in-
volvement, institutional development, transparency of decision-making pro-
cedures, interest representation, conflict resolution, limits of authority and 
leadership accountability are all issues of governance. 

Indicators: 
Measures of performance that provide operational definition to the multidi-
mensional components of objectives and assist with communication.  (Also 
see Performance Measure).

Institutionalization:
Institutionalization of the participatory decision making process is absorption 
and integration of the process principles, capacities, and products into the in-
stitutions and organizations of the local government, District, or higher level 
of government. It means that the activities of the process will have become 
normal and will be routinely applied in the day-to-day operations of organiza-
tions and stakeholder groups.

Issues:
Concerns that are related to, or affected by, a decision or plan.  

Non-Governmental Organization (or non-profit organization):
A term applied to a wide range of organizations that are not established by or 
operated by government.  NGOs are usually private, non-profit organizations 
(often include Local area Based Organizations).



Objectives (or criteria):  
Objectives clarify a direction of preference that can be traded off (a little 
more of this for a little less of that). They are decision or evaluation criteria. 
ex. “Reduce poverty.”

Open House:
Large group meetings that are open to the public and provide opportunities 
for the expression of interests, values, and opinions by a large group of at-
tendees.

Participation:
The active involvement of different stakeholders in a planning process which 
allows a spectrum of voices to be included in a final plan.

Participatory Rapid Appraisal:
A way of utilizing imagery and dialogic community engagement techniques 
to gain an un¬derstanding of a community’s values or views on a particular 
sub¬ject.

Performance Measure (see indicator): 
Measures or indicates how well an objective is being satisfied. 
ex. “The number of families living under the poverty line.”

Planning Question:
The question that determines the purpose of the planning exercise. It is often 
linked to the triggering event.

Stakeholder:
Individuals and groups that have an interest in, are involved with, or are af-
fected by, a policy or plan devised by government, community or business. In 
the context of participatory decision making, this word is applied to groups, 
organizations (formal and informal; pubic and private) and individuals who 
have an important ‘stake’ in the process of urban management and gover-
nance – regardless of what that ‘stake’ may be. Working Groups are often 
formed with stakeholders and experts in issue-specific strategy negotiation, 
action planning, implementation of demonstrations, projects, etc.

Strategy: 
A broad plan or approach.



Strategy Alternative (or scenario): 
Action or groups of actions that can be taken to achieve given objectives.  
Example – “Improve waste infrastructure by establishing a new dump site 
that will be maintained through a public-private partnership for domestic gar-
bage collection. Establish a District recycling facility and partner with CBOs to 
create composting programs in villages”. 

Value: 
The relative worth, utility or importance of something to an individual.

Working Group:
An issue-specific Working Group is a small body of stakeholder representa-
tives and experts who come together to address a cross-cutting issue of their 
common concern. The members possess mutually complementing informa-
tion, expertise, policy and implementation instruments and resources, which 
they bring together and use in collaboration within the framework of the 
participatory process.





MODULE ONE

Planning Tool #1 Stakeholder Identification 

Planning Tool #2 Stakeholder Analysis Matrix

Planning Tool #3 Stakeholder Terms of Reference

Planning Tool #4 Local Area Assessment

Planning Tool #5 Community Survey Sample

Planning Tool #6 Guidelines for Participatory Rapid Ap-
praisal Fieldwork

Planning Tool #7 Diagnostic Report Table of Contents

MODULE TWO

Planning Tool #8 SWOT Analysis

Planning Tool #9 Developing a Vision

Planning Tool #10 Working with Issues & Objectives

Planning Tool #11 Objectives Matrix for Facilitators

Planning Tool #12 Prioritizing Objectives

MODULE THREE

Planning Tool #13 Creating Alternatives

Planning Tool #14 Organizing Alternatives

Planning Tool #15 Evaluating Alternatives - Technical 
Analysis

Planning Tool #16 Evaluating Alternatives - Swing 
Weighting

Planning Tool #17 Evaluating Alternatives - Final Value 
Analysis

Planning Tool #18 Action Planning Framework

Planning Tool #19 Force Field Analysis

Planning Tool #20 Monitoring Framework

Planning Tool #21 Proposal Writing

Planning Tool #22 Strategy Documentation 

Planning Tool #23 Evaluation ‘How To’





Resources required Pen, copies of worksheet for partici-
pants, flip chart

Suggested time requirement 1 – 2 hours 

Rationale and Comments Having a complete listing of stakehold-
ers is the first step to pinpointing critical 
stakeholders, forming a Stakeholder 
Group, and identifying where and how 
stakeholders could participate in the 
process.

Procedure Ask core team participants to fill out 
the worksheet. Have participants read 
their answers until all are stated. Use 
a flipchart to record group responses 
and record these on a worksheet. 
Brainstorm additional stakeholders as 
a group. Be specific!

Key Questions List of Stakeholders

 Who might benefit or be negatively af-
fected (e.g. client groups such as the 
urban poor, policy proponents such as 
NGOs)?

 Who should be included because of 
their relevant formal position (e.g. gov-
ernment authority)?

 Who should be included because they 
have control over relevant resources 
(e.g., money, expertise)?

 Who has power to hinder or block imple-
mentation (e.g., activist groups, lobby 
groups, implementing agencies)?

Comments:                                                                                                                                         



Public Business and Labour
Local area and 
Non-Governmental

 Local governments 

 National governments

 Sector boards and au-
thorities (e.g. health, 
education, transporta-
tion)

 Zoning board

 Education institutions 
(technical schools, uni-
versities)

 Utilities

 International support 
(lending institutions, de-
velopment agencies)

 Small and medium sized 
businesses

 Large corporations

 Trade and Labour unions

 Banks, credit unions and 
other financial groups

 Chambers of commerce

 News media

 Business support groups 

 Professional associations

 Private utilities

 Private education 

 Think tanks

 Local area leaders

 Informal economy groups 

 Neighbourhood groups

 Local educational institu-
tions

 Local religious groups

 International development-
groups working locally

 Women and youth groups

 Minority, disabled and dis-
advantaged groups

 Environmental groups

 Cultural, historical and arts 
interests



Resources required Pens, copies of the worksheet, flip chart

Suggested time requirement 1 – 2 hours

Rationale and Comments This will help in assessing the stakeholders and 
developing a Stakeholder Group and public in-
volvement plan.

Procedure Use the list generated in Planning Tool 1 to fill 
out the matrix below. First, ask participants to 
fill out the worksheet. It may be a good idea 
to break the group into small working groups. 
Have participants read their answers until all are 
stated and discuss differences in the assess-
ments. Use both a flipchart and worksheet to 
record group responses.

Stakeholder Description of 
key interest

Description of 
key potential 
contributions

Partnership Assess-
ment 2

Is their involvement:

c Essential: process will fail 
without involvement

c Important: process is 
limited and implementation 
may suffer without it

c Minor: nice to have

Current Potential

Government:    
Municipal,  Na-
tional, Traditional, 
etc 

Private Sector

Civil Society 
Organizations

Other 

2 Consider the following issues when assessing stakeholders:
• their stake in the issues (e.g., the client groups such as the urban poor, policy proponents such as  NGOs);
• their formal position (e.g., government authority);
• their control over relevant resources (e.g., money, expertise), and;
• their power to promote, hinder or block implementation (e.g., activist groups, lobby groups, implementing agencies).



Stakeholder identification, capacity and interest process



Resources required Pens

Suggested time requirement 1 hour

Rationale and Comments Establishing a Terms of Reference (TOR) for 
the Stakeholder Group will avoid many potential 
problems and pitfalls.

Procedure Use this worksheet and its questions as a guide 
for the core group to develop a Terms of Refer-
ence for the Stakeholder Group. 

Use the answers from these questions to write a terms of reference that all stakeholders can sign.

 What are the basic tasks of scheduling meetings? Writing agendas? (e.g. Who will do it? How 
will the agenda be agreed to?)

 What activities are to be jointly undertaken?

 What are the roles and responsibilities of the participants throughout the process (e.g., provide 
leadership, come to meeting prepared, complete action items that result from meetings and 
workshops)?

 What information will be needed and what are the standards for information gathering and 
sharing? Will the project rely on work already completed and on the knowledge and experi-
ence of participants? How will this be gathered? Will additional research need to be conduct-
ed?

 What are the resources to be provided by each participant?

 What are the decision-making methods, including dispute resolution and review?

 What are the agreements on how the outcomes of the planning process will be integrated into 
the planning activities of the municipality? 

 What is the communication protocol? With other members? With members constituents? With 
the media? With public officials? 

 What is the protocol for letting new members into the process – when and how? 

 Have participants identified alternate representatives? 

3

3 Adapted from ICLEI, 1996. The Local Agenda 21 Planning Guide. Toronto.





Resources required Pens, copies of worksheets.

Suggested time requirement 15 min for worksheet. Discussion as needed – de-
pends if results are to be collected and analyzed.

Rationale and Comments This exercise is meant to provide a quick opportu-
nity for a common understanding of the local area.  
Where understandings are different, this exercise 
can help build awareness of different perspectives 
among stakeholders.

Procedure Have participants fill out worksheet.
Discuss results.
Possibly collect results, analyze and return analy-
sis to group for discussion.

Assessment Statement Rank Comments

1. Leadership in the public sector 
is diversified and representa-
tive of your local area (age, 
gender, wealth/poverty, cul-
ture)

Low    Med     High

2. Leadership in the private sec-
tor is diversified and represen-
tative of your local area (age, 
gender, wealth/poverty, cul-
ture)

Low    Med     High

3. Marginal groups are organized 
and have the capacity to par-
ticipate

Low    Med     High

4. Elected leadership is visionary, 
capable of forging alliances, 
able to build consensus and 
willing to share power to get 
things done

Low    Med     High

5. The citizens of your local area 
feel a sense of pride and at-
tachment

Low    Med     High



Assessment Statement Rank Comments

6. Local area members feel opti-
mistic about the future

Low    Med     High

7. There is a spirit of co-operation 
and mutual assistance in your 
local area

Low    Med     High

8. Your local area is self-reliant 
and looks to itself and its own 
resources to address major is-
sues

Low    Med     High

9. Your local area has a strategy 
for broad public participation in 
planning and decision-making

Low    Med     High

10. Your local area currently has a 
local development strategy or 
land use plan  to guide its de-
velopment

Low    Med     High

11. Citizens and stakeholders 
have the opportunity to be 
involved in the creation and 
implementation of the District 
development plan

Low    Med     High

12. Your local area adopts an ap-
proach that encompasses all 
citizens, regardless of wealth, 
power and influence

Low    Med     High

13. Your local area has identified 
and/or acted on opportunities 
for collaboration with other 
communities and jurisdictions

Low    Med     High

14. Your local area is willing to 
seek out resources to address 
identified areas of weakness

Low    Med     High

15. There is a strong belief in, and 
support for, education and 
skills training at all levels

Low    Med     High

16. There is a variety of active or-
ganizations that address key 
local service needs (planning 
and coordination, education, 
health, social services, infra-
structure, employment) 

Low    Med     High

17. Organizations in your local 
area have developed partner-
ships and collaborative work-
ing relationships

Low    Med     High



Resources required Funds for survey development and implementa-
tion, data collection, data entry and analysis. 

Suggested time requirement As needed.

Rationale and Comments A survey should be developed according to the 
context in which it is being implemented.  While 
one can solicit a great deal of information, the col-
lected information is worthless unless it is ana-
lyzed and used.  It is best to solicit responses that 
can be entered into a database (e.g. Dev-Info) 
easily.   To maximize the versatility of the informa-
tion collected, the opportunities and constraints 
of such data management systems in terms of 
data organization, standardization, and analysis, 
should be understood when designing and imple-
menting any survey. 

Procedure Distribute the survey to a representative sample 
of the community. Collect completed surveys. En-
ter the data in computer database and analyze. 

1. What is your opinion about your community regarding the following aspects (grade each as-
pect with a mark between 1 and 3, 1 standing for “very good”, 2 = “good” and 3 = “bad”):

1 2 3

Natural environment/surroundings

Utility service levels and equipment (eg. Water, sewage, electricity)

Land use planning and organization (well planned adequate services, transporta-
tion, etc.)

Level of equipment with/existence of public services (schools, hospitals etc)

Level of development of the local economy

Relations of co-operation with neighbouring communities (economic, cultural 
etc.)

Manner of administration of the town

2. From your point of view, do you consider your community to be:

 poorly developed  developed  very well developed



3. Do you believe that in 5 years the overall quality of life in your community could significantly 
change?

 for the better  will remain unchanged  for the worse

4. How do you assess the involvement of the administration in the development of the area?

 Is not involved at all Could be more involved  Is very much involved

5. Do you consider that in your community:
 
 • The common interest is always set above private interests
 • Private interests are set above the common interest

6. Does the administration encourage you to be a part of community life? 

 Yes   No 

 If “yes”, answer question 7
 If “no”, go straight to question 8

7. In what specific ways does the administration encourage you to be part of community life? 
(provide three examples of such ways/facilities)

 1         
 2         
 3         

8. In your opinion, what are the reasons for not being encouraged? (provide three examples of 
possible reasons)

 1         
 2         
 3         

9. In your opinion, what are the fields/areas that have major problems, in your community? (grade 
each field/area with a mark between 1 and 3, according to how serious  the problem is: 1 = 
very serious, 2 = serious, 3 = not very serious)

FIELD/AREA 1 2 3

Agriculture

Industry

Housing 

Traffic and public transport

4 Questions 8, 9 and 10 should not be filled in by local councilors or representatives of public administration, since their 
involvement on community life is self-evident, due to the roles and offices they hold.



Utilities services (water distribution, sewerage, waste disposal etc.)

Education

Healthcare and social welfare

Environment protection

Other fields you consider important (e.g.: culture, sports, tourism etc.)

10. Among the fields/areas that you believe have major problems in your community, for which 
have you perceived some interest on the part of the administration to find solutions to them? 

FIELD/AREA

Agriculture

Industry

Housing 

Traffic and public transport

Utilities services (water distribution, sewerage, waste disposal etc.)

Education

Healthcare and social welfare

Environment protection

Other fields you consider important (e.g.: culture, sports, tourism etc.)

11. Among the fields/areas that you believe have major problems in your community, in which 
case do you believe the administration should co-operate with the administrations of other 
communities in order to find solutions to those problems?

FIELD/AREA

Agriculture

Industry

Housing 

Traffic and public transport

Utilities services (water distribution, sewerage, waste disposal etc.)

Education

Healthcare and social welfare

Environment protection

Other fields you consider important (e.g.: culture, sports, tourism etc.)



12. Do you consider that right now there is such a tendency (towards co-operation)?

 Yes  No  I don’t know

 If “yes”, name the fields/areas affected by trends towards co-operation:   
             
 If “no”, go straight to question 13

13. In your opinion, what are the most important areas for your community to focus on, in its local 
development efforts? (Grade from 1 to 7, in order of importance)

FIELD/AREA

Agriculture

Industry

Housing 

Traffic and public transport

Utilities services (water distribution, sewerage, waste disposal etc.)

Education

Healthcare and social welfare

Environment protection

Other fields you consider important (e.g.: culture, sports, tourism etc.)

14. In your opinion, where should the local public administration find the resources required to 
encourage the community’s sustainable development? (Grade from 1 to 7 in the order of the 
impact on development)  (1= most powerful, 7= least powerful) 

The local budget

The regional budget

The central budget

The internal private sector (by attracting local investment)

The private sector outside the town

External funding (European Union, World Bank, other)

Other types of local resources (contributions in money and labour from the members of the 
community etc.)

15. What community do you perceive as a strong “competitor” for your community? 
             

16. Why? 
             



17. What community do you perceive as a suitable “collaborator” for your community?
             

18. Why?
             

19. Are there any current co-operation relationships with the latter? 
 
 0  Yes  No  I don’t know               
 
 (If “yes”, answer question 22; If “no”, go straight to question 21)

20. In what fields do these cooperation relations already exist? (provide 3 examples)
 •        
 •        
 •        

21. In your opinion, what does your community have to offer more than the neighbouring commu-
nities?

 •        
 •        
 •        

22. As a resident, what do you believe your community has special and different when compared 
to other communities and you would like to remain unchanged?

             

23. Name one positive aspect and one negative aspect with regard to your community, from the 
point of view of the following types of relationships:

Relationships of the residents of  your community

Within the community With the local administration With other communities

Positive 
aspect

Negative 
aspect

24. If you had the power to change something in your community, what would be the first three 
measures you would take?

 1            
 2            
 3            

25. Would you move to another community if you had the opportunity?    

 Yes  No

26. If yes, where?
             



27. Why ?
             

28. Do you believe that, after graduating from secondary school, the young people of the com-
munity should move to other communities?   

 Yes  No
 
 If yes, why?
             

29. For how long have you been living in your community?

 Less than 5 years   5 – 10 years   over 10 years

30. When was your residence built?
             

31. How satisfied are you with your life and with the life of your family? (assess, on a scale from 1 
to 5, 1 being the maximum value and 5 the minimum value)

1 2 3 4 5

32. In your opinion, how satisfied are the residents of your community with their lives? (assess as 
for question 38).

1 2 3 4 5

33. Where do you stand, compared to the other residents, in regard to average monthly family 
income?

 I have high income  I have medium income  I have low income

34. Gender: F M

35. Age
 

20 –30 years 31-40 years 41-50 years 51-60 years over 60 years

36. What is the last education level completed?

 primary  secondary  university  postgraduate

37. Your profession           
 Last and first name          
 Address            
 Phone, fax           
 E-mail            



Resources required Variable

Suggested time requirement Variable

Rationale and Comments Participatory Rapid Appraisal is a set of tools to en-
gage communities in planning processes through 
dialogue and graphic representation.  Able to reach 
large numbers of people in relatively short time 
frames, Participatory Rapid Appraisal can give com-
munities a sense of ownership of the planning pro-
cess through their active engagement. 

Procedure Participatory Rapid Appraisal techniques are too nu-
merous and detailed to list comprehensively. Every 
community is different and each context requires 
a unique way of approaching Participatory Rapid 
Appraisal. The information below provides some 
guidelines for implementing Participatory Rapid Ap-
praisal tools. It also references a number of resourc-
es for further information on commonly used tools. It 
is recommended that Participatory Rapid Appraisal 
activities be managed by Participatory Rapid Ap-
praisal specialists in close consultation with civil so-
ciety and community organizations.

1.1 Community Mobilization
Preparing with the community is an essential step to ensure active participation.  This may be done 
through the following steps:

 Coordinate with the village council to contact community leaders, and find appropriate ways to 
involve fully the community.

 Coordinate with active organizations in the village, women and youth centers and develop a 
mechanism for carrying out the Participatory Rapid Appraisal exercise. 

 Consult with community members regarding times and places for community interviews and a 
public meeting.

 Involve the community volunteers in creating awareness within the community.  This should 
include: explaining the purpose of Participatory Rapid Appraisal, stressing the importance of 
active participation, and advertising the time and place of Participatory Rapid Appraisal activi-
ties in their village. This may include: developing banners, distributing brochures and sending 
out invitations.



1.2 Gathering of Background Information
A checklist of background information should be drawn up before going to the village.  This will help 
to develop the village profile and to plan and facilitate the Participatory Rapid Appraisal activities.  

 Sampling is essential to ensure that the Participatory Rapid Appraisal results express the 
needs of the majority, to manage any conflicts, and to avoid domination by certain groups.

 It should be as representative as possible.

 The number of interviews should be determined according to the village population size. As 
an example, at least three group interviews should be done in each village. Ideally each group 
interview should represent 300-500 people.

 In the situation where there are separate meetings for men and women, a focus group discus-
sion should be conducted to reconcile any differences in priorities. Ideally, an experienced 
team member should conduct this. See the guidelines for focus group discussion in Annex 8.   

Sample size in relation to population size 

Size of Population Groups No. of Group Interviews

< 1000 3

1000- 4999 4

5000- 9999 6

> 10000 8

 Duration: One Day

 The Participatory Rapid Appraisal team should consist of 20-25 participants.

 This team should be split into 2 field teams, each headed by a field coordinator. 

 In turn, each field team should be divided into two village groups of 4-6 people.

 Field coordinators will be responsible for: assigning roles and responsibilities among the vil-
lage groups’ members; clarifying the Participatory Rapid Appraisal purpose with the team 
and determining the uses of the information from the Participatory Rapid Appraisal.  This will 
facilitate defining the main issues of the research, relevant information and its source, and 
designing the appropriate tools for data collection and analysis. 

4.1 Duration: 
2-4 days for each village, depending on the size of both its population and the Participatory Rapid 
Appraisal team.

4.2 Participatory Rapid Appraisal Activities:

 Review and summarize secondary sources. 

 Organize a village walk.

 Make community maps showing the location of, and accessibility to, various public services.

 Conduct group interviews. A list of key questions should be prepared as an example for the 
field team.



 Hold focus-group discussions.  

 Hold a public meeting.
 
4.3 Guidelines for public meetings:

 Preparation: 
 Analyze and consolidate data for presentation.
 Agree with community representatives on the time and location.

 Participants: 
 Include representatives of local service providers, NGOs active in the village, community or-

ganizations, relevant line ministries, and from the community.

 Plan of public meeting:
1. Explanation of the meeting’s objectives and setting ground rules.
2. LRDP presentation.
3. Presentation of information summary collected through community interviews and the other 

Participatory Rapid Appraisal tools.
4. Presentation of an outline of problems and requirements.
5. Workshop, using the pocket-chart exercise and suggestion box (use   drawings with illiterate 

people), to determine the needs and priorities.
6. Conclude with an overview and discussion of the results. 
7. Next steps.

4.4 Presentation of the Participatory Rapid Appraisal Results
The PRA findings should be discussed with the community leaders, community organizations and 
service providers to confirm the priorities, which were decided by the community members in the 
public meeting. The presentation should also be used to gather knowledge relating to the plans of 
the development agencies and service providers.    

4.5 Reporting
The fina report should be submitted to the planning team within two weeks of the fieldwork, and 
be subsequently distributed to appropriate stakeholders, particularly those who participated in the 
process. 

Semi-structured interviewing 
Semi-structured interviews are guided conversations where broad questions are asked that do 
not constrain the conversation - and new questions are presented as a result of the discussion.  A 
semi-structured interview is a relatively informal discussion based around a specific topic. They are 
best conducted in pairs with the person doing the interview and one the other taking notes.  The ini-
tial set of questions presented should be prepared, yet flexible, allowing for respondents to express 
their opinions through dialogue. Questions should be simple, and tested prior to the interviews.  
Interviews should take no more than one hour.

Focus group discussions 
The goal of focus group discussions is to collect general information about an issue from a small 
group of people through group discussion. A broad question  is given to a group of 5-10 people to 
discuss for one or two hours.  There is minimal intervention by the facilitator other than to make 
sure everybody has a voice.  The discussion is either recorded or detailed notes are taken for later 
analysis. Focus groups should be conducted in pairs  with one person facilitating the discussion 
and the other taking notes.
Community Mapping
Community mapping seeks to draw on the knowledge of local people to develop a map of the 



local area.  This is a good way of identifying who is currently and historically undertaking land 
use activities, where problems are occurring, and where improvements have been noticed. Using 
large sheets of paper draw the outline of the local area, including roads, towns, natural features, 
and/or property boundaries if necessary.  People can then add their information directly to the map 
through any number of mediums.

Questionnaires and Surveys
Questionnaires and surveys both seek to gain information from a large number of people in a struc-
tured way and according to specific questions. Questionnaires and surveys can be very simple to 
quite complex.  The terms questionnaire and survey are often used interchangeably. However, if a 
distinction is to be made, a questionnaire is a form of questions that people generally fill in, while 
a survey tends to include face to face or telephone interviews.  Unlike semi-structured interview-
ing, surveys follow a very specific and structured set of questions.  Questionnaires and surveys 
often require some expertise in order to make sure that they are worded correctly and can thus be 
properly analysed.  

Rich pictures
The rich pictures method is designed to allow participants to make pictorial representations of all 
the things they feel are important to a particular situation.  This helps those collecting data to see 
interactions and connections between different stakeholders and issues. Using a large sheet of 
paper and symbols, pictures and words, draw a rich picture of the situation you wish to address.  
It is often best to start by putting down all the physical entities, for example, people, organisations 
or aspects of the landscape that are important.  Then ask the group what key relationships exist 
between the objects that have been depicted.  This is best accomplished with 5-10 people and can 
take up to 2 hours.

Historical analysis
Historical analysis helps people to understand the history and background of a situation or issue.  
It is a valuable way of exploring how change has occurred in the past, why things are the way 
they are, and why different groups or individuals have the views that they do. Set up a large sheet 
of paper and draw a matrix. Put dates down the side and beside them put topics such as key lo-
cal events, key external events, influence of local individuals and groups, major changes (social, 
environmental, economic, political) and key trends.  With a participant group, fill in the table that 
has been created.  It is usually best to complete the trends for each time period as a way of round-
ing off the exercise.  This can take several hours but can be effective with larger groups.



Resources required Variable

Suggested time requirement Variable

Rationale and Comments All of the information needs identified in the De-
tailed Table of Contents below are important to 
developing a situation assessment Diagnostic 
Report for District Strategic Development Plan-
ning. However, limitations and constraints such 
as time and money, may limit in what way and 
how much of this information can be gathered. 
Be strategic about data collection. Review the  
Detailed Table of Contents and use it as a tem-
plate for your Diagnostic Report

Procedure 1. Review the Table of Contents listed below.
2. Secondary Source Data Collection – Docu-

ment and Literature Review.  Much of the 
data needed to gain an understanding of 
the District may already exist. Conduct a lit-
erature and document review to make sure 
you do not ‘reinvent the wheel’ -- get data 
that has already been collected.

3.  Primary Source Data Collection – Surveys, 
Focus Groups (public or experts), Direct 
Observation.  Develop instruments and 
questions for qualitative data collection. Be 
aware of time and resource constraints. 

 1.1 Purpose of Report

 1.2 Research methods 

 1.3 Challenges and information gaps

 2.1 Scope of Study Area

 2.2 Administrative boundaries

 2.3 Municipalities and villages



 3.1 Population and Life Cycles (fertility, mortality, migration, etc) 

 3.2 Demographics (age, gender, religion, socio-economic status, etc)

 4.1 Urban and peri-urban

 4.2 Rural and agricultural

 4.3 Commercial and Industrial

 5.1 Applicable government agencies

 5.2 Land use planning

 5.3 Physical planning and zoning

 6.1 Transportation

 6.2 Water

 6.3 Waste

 6.4 Energy

 6.5 Communications

 6.6 Policing and security

 7.1 Supply and needs

 7.2 Affordability

 7.3 Safety and stability

 7.4 Access to services

 8.1 Vital statistics

 8.2 Utilization of health services

 8.3 Infrastructure and service providers

 8.4 Human resources

 8.5 Expenditures and Costs 

 9.1 For women

 9.2 For youth

 9.3 For the elderly



 9.4 For people with disabilities

 10.1 Schools (primary, secondary post-secondary)

 10.2 Teachers and curriculum

 10.3 Literacy and participation rates

 10.4 Skills training and adult education

 11.1 Employment and labour

 11.2 Economic sector profiles

  11.2.1 Agriculture

  11.2.2 Manufacture and industry

  11.2.3 Retail and trade

  11.2.4 Tourism and hospitality

 11.2.5 Other

 11.3 Micro and small businesses

 11.4 Informal economy 

 11.5 Linkage, leakages, and supply chains

 12.1 Resources

 12.2 Living systems 

 12.3 Ecosystem services

 13.1 Arts and culture 

 13.2 Historical/archaeological sites

 13.3 Facilities and events

 13.4 Organizations

 13.5 Policy, planning, programs





Resources required Pens, copies of worksheets for participants, flip 
charts.

Suggested time requirement 2-3 hours.

Rationale and Comments A SWOT analysis is a summary of the key 
Strengths, Weaknesses, Opportunities and 
Threats (SWOT) of the local area in pursuing 
local development.  This information provides a 
base on which to build the strategy or plan.  For 
this reason, the SWOT analysis is perhaps the 
most important analytical tool to be used in the 
situation assessment phase.  

Procedure There are numerous ways to conduct this ex-
ercise as a stakeholder workshop.  The group 
can be broken into four working groups, for ex-
ample, each tasked with completing a worksheet 
independently in a certain amount of time.  Each 
group’s results are then discussed and integrat-
ed with the main group.  Alternatively, each par-
ticipant could fill out a worksheet independently 
with results summarized on flip charts at the 
front of the room.  A public survey could also be 
undertaken using the questions provided here 
as a guide.

STRENTGHS

Key Questions List of Strengths

Consider each category into which data collection 
has been organized (the four kinds of capital: natural, 
social/cultural, human/social, financial), and ask:

 What are the District’s strongest resources?

 What opportunities exist to maximize the strength 
of these resources?

 What resources could, with support or promo-
tion, become a strength?

 What are the District’s primary development op-
portunities?

List the top three strengths to build on.
· Where can the biggest changes occur?
· Which are easiest to address?

1.
2.
3.



WEAKNESSES

Key Questions List of Weaknesses

For each category of data analysis, identify weak-
nesses related to local development:

 What are the major liabilities that can limit 
achievement of District development?

 What are the District’s biggest weaknesses 
or problems (think back to what triggered the 
planning process)

 What problems are faced by citizens in dea-
ling with local government and other tiers of 
government?

 What are the needs and constraints that 
restrict the accomplishment of District de-
velopment initiatives (e.g. need for training, 
planning and management experience, go-
vernance, funding, etc)?

List top three weaknesses to minimize.
· Which are impossible to change (dismiss 

these)?
· Where can the biggest changes occur?
· Which are easiest to address?

1.
2.
3.

OPPORTUNITIES

Key Questions List of Opportunities

Opportunities relating to each category of analysis 
can be looked at in different ways.  

 What opportunities exist for maximizing, en-
hancing, or supporting existing strengths that 
have been identified?

 What improvements or support could identi-
fied weaknesses benefit from?

 What opportunities external to the District can 
be identified for each category?

List top three opportunities to exploit.
· Which are impossible to take advantage of 

(dismiss these)?
· Where can the biggest changes occur?
· Which are easiest to address?

1.
2.
3.



THREATS

Key Questions List of Threats

Threats refer to forces internal and external to 
the District area that threaten the local area’s re-
sources, opportunities, or values.  The purpose of 
this analysis is to identify threats and then plan for 
prevention, mitigation, or minimization of potential 
negative impacts.  

 What threatens identified strengths?

 What threatens realization of identified oppor-
tunities?

 What weaknesses threaten to become 
worse—under what circumstances?

List top three threats to address.
· Which are impossible to address (dismiss 

these)?
· Where can the biggest changes occur?
· Which are easiest to address?

1.
2.
3.





Resources required Flip chart, cards and pens/pencils for partici-
pants, tape.

Suggested time requirement 1 hour.

Rationale and Comments The vision process is important because it allows 
the participants to think about the issues of local 
development and to reach a level of common un-
derstanding. However, a tremendous amount of 
valuable initial energy can be wasted in a work-
shop on the vision process.  Use this process as 
an ice breaker, as a way to get a group going. 
Remember, the Vision is a reference point, not 
an analytical tool.

Procedure See steps below.

Step Task Estimated Time

1.
Review the SWOT Analysis and other work done previous-
ly. 10 minutes.

2.
Ask the participants to quietly think about what they would 
like the local area’s future to look like. Silence for 2 minutes.

3.
Ask the participants to think about aspects of this future 
(e.g., income, education, health, education, poverty reduc-
tion, etc.).

Silence for 2 minutes.

4.
Ask: What do you see that is different than now? 

Silence for 1 minute.

5.
Ask the participants to write down on separate pieces of 
paper descriptive words or phrases that capture this “local 
development vision”.

Writing for 5 minutes.

6.

Ask the participants to read their descriptions out loud.  If 
there are many ideas or it is a large group, ask each partici-
pant to read out their three strongest ideas.  Once an idea 
has been read out, post it on a wall that everyone can see.

25 minutes, depen-
dent on group size 

and output.

7.
Group similar ideas and discuss.

15 minutes.



Step Task Estimated Time

8.

Get agreement on themes and have someone from the 
group ‘wordsmith’ one or two vision statements for approval 
at later workshops/meetings. Do not try and finalize the vi-
sion statement in a group setting. If public participation has 
also been conducted, use that input in the writing of the vi-
sion statement.

To be completed be-
tween meetings/work-

shops.

9.
Use this exercise as a launching point into an issues-objec-
tives analysis.



Resources required Flip chart, paper cards and pens/pencils for par-
ticipants, tape.

Suggested time requirement 1 day.

Rationale and Comments Objectives are the core of a good plan. They pro-
vide the design criteria and the evaluation crite-
ria. They are what is important and what people 
care about. The list of objectives should be com-
prehensive and complete, but only include the 
core ideas which are essential to realizing the 
local development vision.  List only those ideas 
that the group can influence or have control over.  
Objectives should be measurable, operational, 
concise, and above all, understandable.

Note: It might be necessary for stakeholders to 
consult with their constituents, company or or-
ganization once a draft set of objectives is de-
veloped.

Procedure STEP ONE
Brainstorm issues related to District develop-
ment using the focus questions on the follow-
ing page. Or simply ask the group: “What are 
the key development issues facing our District?” 
Write one problem per one paper card, and dis-
play them on a board.

STEP TWO
Group similar issues under broad headings 
(e.g., Governance, Economy, Education).  Elimi-
nate double descriptions. Allow for limited ex-
planation by participants but do not encourage 
discussion.

STEP THREE
Assess and analyze the issues. Then integrate 
them into concise objective statements. Validate 
the objectives. Use the following assessment 
tools as needed:

 Ask “Why?” until the causal relationships 
are established.

 Use the C.E.O. Tool to create problem trees 
and establish objectives.



To develop a list of issues that take into account the reality of the local area, the following questions 
can be posed:

 Why do we want to undertake District development planning?

 What problems do we face in developing our District?

 What might be adversely impacted by development actions in our District?

 What can District development planning help address in our area that is important to us?

 What weaknesses need to be overcome?

 What are the threats to our District’s development?

 What are the contributing factors to the lack of development in our District?

Organize the list of issues identified through brainstorming into groups with common themes. This 
may mean organizing by development sector (e.g. health, education, economy, housing, infrastruc-
ture, governance, etc.) or by common ends (e.g. poverty reduction, improved governance, environ-
mental conservation). Do not spend too much time grouping the issues as this task is only used to 
simplify the following steps. Allow for limited discussion. However, this is not a time for debate and 
in depth dialogue.

Understanding the systemic cause-effect relationships, and the desired outcome, is critical to issu-
es assessment. This thinking helps to clarify the causes of current problems and the barriers that 
perpetuate the problems from desired outcomes, which are our objectives. 
  

 What is the existing problem? Link this problem backward to its core cause, distinguish-
ing symptoms from core causes. Ask, “Is this the root cause or is this an effect of a deeper 
cause?” until all the symptoms of the problem are clarified. Write answers on cards and post 
them on the wall, linking them with arrow. 

 Link forward from the problem. Ask, “How do we know that it is a problem?” and “Why is it 
a problem?” Keep asking “Why?” until you have exhausted the question. Write answers on 
cards and post them on the wall, linking them with arrow.

  

 Review the final results of Steps 1-2. Are these your desired outcomes? What would be the 
desired end-state? What would be the outcome if we cure our symptom? 

 Restate desired outcomes as a concise objective.



Resources required Flip chart, markers, and pens/pencils for partici-
pants, tape.

Suggested time requirement 2-3 hours

Rationale and Comments Establishing objective matrices will help to visu-
ally organize objectives and their correlating is-
sues, descriptions, and linkages to the develop-
ment context. They will also provide participants 
a means of identifying performance measures 
for each objective as well as potential data gaps 
that could impact future planning and monitor-
ing.

Procedure STEP ONE
At the end of the second day of the workshop, 
the facilitator and/or core planning team should 
compile the data collected into matrices, draw-
ing a matrix for each objective on individual flip 
chart sheets. Each matrix should be filled out 
in its entirety – except for the final two columns 
(Possible performance measures and Key data 
gaps).

STEP TWO
Break the stakeholders into small groups accord-
ing to experience, expertise, geographic area, or 
the like. Provide each group with one or more of 
the matrices and ask them to identify potential 
performance measures and data gaps. Groups 
should fill out the remaining columns in each of 
the matrices. If any strategy options have been 
identified or discussed that relate to the objec-
tive, place them in the bottom row of the matrix 
for later analysis.

STEP THREE
Each group shall nominate a representative to 
present the matrices to the workshop for review. 
Allow participants to provide feedback, adding 
additional measures if necessary. Be sure to 
leave the matrices on the wall for use in the pri-
oritization exercise to follow.



Objective Issue Description 
and link to 

development

Possible 
performance 

measure

Key data gaps 
that would help 
inform planning

Government 
business 
permitting 

Inefficient, cor-
rupt and expen-
sive business 
permitting sys-
tem that deters 
new businesses 
and pushes en-
trepreneurs into 
informal sector

Promote efficient 
and supportive 
permitting system 

Level of business 
satisfaction (busi-
ness survey)

Number of new 
business permits
(government 
records)

What systems 
work in other juris-
dictions?

Related possible actions or strategy options for use in determining alternatives & priorities
1. One stop shop concept
2. Municipal satellite offices



Resources required Pens, copies of worksheets for participants, flip 
charts, tape.

Suggested time requirement 20 minutes.

Rationale and Comments Objectives are the core structure for any plan. 
They define priorities for local development and 
are the basis upon which actions are ultimately 
taken. Before strategy options can be designed 
and discussed it is necessary to find out what 
is important to key stakeholders. Prioritizing ob-
jectives allows the stakeholders to think more 
broadly about the problem at hand.  By being 
asked to consider all the objectives, participants 
move away from just thinking about their own 
objectives or solely about the specific actions 
they want to see take place. Prioritizing objec-
tives should help to focus the next steps in the 
planning process, creating better strategy op-
tions and getting stakeholders to think more 
broadly about local development. All of this will 
help form consensus. It will also help identify 
early on where conflict may occur so that it can 
effectively be incorporated into the process.

Procedure
(cont’d on following page)

 Write each ends objective on a large format 
piece of paper. Under the objective provide 
the list of measures previously developed. 
Hang these sheets in alphabetical order at 
the front of the room. (see Planning Tool 
#11: Objectives Matrix for Facilitators)

 Read through each ends objective and 
correlating measure with the group. Ask 
the group to provide input on the potential 
change in each of the measures, based on 
the scale of the vision statement (e.g. 10 
years). 

 Remind all the participants that they are 
ranking objectives because objectives (if 
well constructed) reflect what is important 
to them and why they are undertaking the 
planning process. 



Procedure
(cont’d)

 Remind the participants that rankings are 
not final and there are no right or wrong an-
swers.

 Read aloud the objectives and the short 
description of potential change that could 
occur through the implementation of the 
strategy or plan (based on measures).

 Provide each participant with six Dots. 
Ask the participants to come to the front 
of the room and put their Dots next to the 
objective(s) and the potential change they 
feel is most important to promote through 
the strategy or plan.  

NOTE: If there is a concern for strategic voting 
you can ask them to first write down on a piece 
of paper where they would place their Dots, 
hand in the paper and then put their Dots on the 
wall. Otherwise the facilitator can provide each 
participant with a worksheet for them to fill out 
before ranking its objectives. This will allow for 
more confidential voting in cases where power 
relations are significant.

The results can be discussed in the group set-
ting immediately, or taken away and analyzed 
for discussion at the next meeting.



Resources required Pens, cards and large felt pens for participants, 
flip charts, tape.

Suggested time requirement 30 minutes for brainstorm; 30 minutes to 2 hours 
for discussion. 

Rationale and Comments Identifying strategy options by designing and 
choosing the best action or group of actions, 
is the heart of strategic planning. Creating the 
best actions are the ultimate means to achiev-
ing the local area’s objectives – they are what 
all the previous steps in the process have been 
designed to allow the planning group to do. Be 
creative and open-minded.

Procedure Follow steps described below.

 
1. Consider the SWOT analysis and review priority objectives for the local area – review the 

results of the previous workshop.
2. Consider ideas and innovative practices from all sources: personal, professional, academic, 

etc. 
3. Ask each participant to write down actions they believe will have the biggest impact on priority 

objectives. (If you have cards, ask participants to write down one idea per card.)
4. Go around the room and ask each participant to read their idea. Write each down on a flip 

chart in front of the room   or tape participant’s cards on a wall in front of the room.
5. Do not allow any discussion of alternatives until all ideas have been written down. Even silly 

and absurd ideas are accepted.
6. Ask participants to continue to add ideas to their lists as they get new ideas. (These may be 

generated from the ideas of other participants – ideas build on ideas.)





Resources required Flip charts, notebooks and pens suggested. 

Suggested time requirement 1-3 hours

Rationale and Comments This can be done as a group exercise with strong 
facilitation. However, it can also be done in a 
small group specifically assigned to complete this 
task, and then take back to the larger group for 
refinement and validation. The actual grouping 
will largely depend on what makes sense to the 
group.

Procedure Follow steps described below.

In a workshop setting, or as a small group:
1. Review the list of participant’s ideas and identify if there are common actions that are likely to 

be a part of every strategy (e.g., organizational issues such as creation of a sector commit-
tee). 

2. Review the list and identify any obvious, simple actions that are easily attainable, commonly 
desired, universally agreed upon and that can be implemented quickly. These can be referred 
to as “Low Hanging Fruit” and Quick Starts. Some “low hanging fruit” do not require more de-
tailed evaluation. 

3. Group ideas/actions by common themes or strategy directions. Usually a strategy direction 
contains specific suggestions (purchase a dump truck in October) as well as broad actions 
(develop local health strategies) that can be grouped together.

4. Once the actions are grouped, refine the strategy directions by considering:

Timing 

 Is there an order to the actions? Should some actions happen in advance of others?

 Are any actions mutually exclusive or is it a matter of when the actions are done (i.e., if you do 
an action does it necessarily mean that you cannot do another action)?

Multiple Objectives

 Can these actions be designed to contribute to other objectives (e.g., economic diversity, pov-
erty reduction, improved literacy, environmental sustainability)? 

 What is the opportunity cost of not implementing this action?

 Will the action improve quality of development making the local area better, not just bigger 
(quantity of development)?

Sustainability

 What are the long-term effects? How will it impact future generations?

 Is there waste and pollution? Can this waste be reused or recycled? Can it be minimized?



 Are their issues of fairness that will need to be addressed? 

 Will this action have undesirable or inequitable impacts (consider the marginalized, poor, 
youth, children, women, local businesses, the environment)?

Public Costs and Finances

 What public services are required and how will these be paid for?

 What is the likely effect on finances, both revenues and long-term costs?

If necessary, return to the group and refine the grouping further. Get additional feedback and con-
firm. Planning Tool #15 Evaluating Alternatives – Technical Analysis



Resources required Pens, cards and large felt pens for participants, 
flip charts, tape.

Suggested time requirement 1-2 hours for initial evaluation; 1 to 2 hours for 
evaluation and discussion. 

Rationale and Comments Before evaluating strategy options against 
stakeholder preferences or values (see Tool 16), 
all the consequences of the proposed alterna-
tives on the group’s objectives need to be estab-
lished, to the best of the group’s ability and the 
available resources. A consequence table, or 
objectives by alternatives matrix, is a good way 
to organize this information and allow for a tech-
nical evaluation of the alternatives. It also allows 
for the alternatives and potential tradeoffs to be 
identified, reviewed, discussed, and consensus-
building options to be developed. 

Procedure Follow steps described below.

1. Review alternatives proposed.
2. Review objectives agreed to.
3. Working with a small group of stakeholders, determine how well each alternative has the po-

tential to achieve each objective. Place a score between 1 and 5 in each corresponding box in 
the consequence table where:

 
  5 = HIGH
  4 = HIGH/MEDIUM
  3 = MEDIUM
  2 = MEDIUM/LOW
  1 = LOW
 
 A score of 5 indicates that an alternative will significantly impact an objective; a 3 suggests that 

the alternative may indirectly impact an alternative; and a 1 is likely to have no impact whatso-
ever. For simplicity’s sake, use only whole numbers. Colour code for simplicity, if necessary.

4. On the following day, review and validate the information in the consequence table with the 
entire stakeholder group. In circumstances that require clarity or differences of opinion exist, 
ask the following questions: 

  What are the likely impacts of this project or action on the objectives – how are indicators   
 affected? 

  What are the key uncertainties or key information that is missing?



  Are there studies or additional work that could be done to provide key insight/information   
 into how the alternatives impact the objectives?

5. If it seems likely that the group cannot agree on a particular score in the consequence table, 
find a middle ground for the time being. Let the group know that the scores will likely change 
as the analysis moves forward with swing weighting

6. See if any of the alternatives are ‘dominated’. If one alternative scores the lowest for every 
objective then it is technically dominated. 

7. Cross out technically dominated strategy options or strategy options the group agrees it does 
not want to pursue.  Also cross out  ‘practically dominated’ strategy options that the District is 
incapable of pursuing due to constraints (e.g. developing a sports stadium may have the big-
gest and most positive impact, and be agreed to by all participants, but if it is too expensive it 
is ‘practically dominated’ by the constraint imposed by limited resources).

8. Re-assess alternatives and develop new, better options based on the evaluation if neces-
sary.

9. Ensure that the group understands that this is only the beginning of analysis, and that the 
scores of each alternative are only a component of the assessment process. Do not get 
bogged down trying to achieve consensus during this step. 



Resources required Pens, copies of worksheets for participants, flip 
charts, tape.

Suggested time requirement 2-3 hours

Rationale and Comments Important and complex decisions, with more 
than one objective, can benefit tremendously 
from structured thinking. This includes sepa-
rating facts (technical information including un-
certainty and risk) from values (preferences). 
This exercise describes a simply way to applied 
structured decision making to a multiple objec-
tive development problem.

Procedure 1. Develop objective weights
2. Develop technical scores for the impacts
3. Combine the weights with the technical 

scores
4. Add up the combined scores to determine 

which strategy option is most preferred
5. If the results don’t seem appropriate, dis-

cuss possible reasons why and come up 
with solutions. Also, reconsider your objec-
tive weights and discuss.

6. Use process and insight gained to come to 
an agreement on a strategy option.

A. Begin as a group by developing a worksheet that identifies the ‘worst’ and ‘best’ impacts to the 
objectives from the strategy options. This information will come from the measures identified 
in Step 5, as well as data from the Diagnostic Report. Descriptive and proxy measures can be 
used alongside specific measurements. Use the template on the following page as a guide.

B. Remind all participants that they are ranking objectives to identify why they are undertaking 
the planning process. Alternatives or actions are only a way to have an impact on what is im-
portant, as indicated in the objectives.

C. Remind the participants that rankings are not final and there are no right or wrong answers.
D. Ask each participant to read over each of the general descriptions of the possible ‘worst case’ 

impacts and the possible ‘best case’ impacts for each objective.
E. Provide each participant with a blank worksheet similar to that found on the following page 

(Sample Objectives Prioritization Worksheet).
F. Ask the participants to rank the impacts to the objectives by first placing a 1 in the “Rank” box 

associated with the objective they would like to move from ‘worst-to-best’ first, thereby indicat-
ing the change in the objective that is most important to them, not the objective itself. Then 
place a 2 next to the objective they would move from worst-to-best second. And so on until 
they have ranked all objectives.

G. Ask each participant to place a 100 in the “Weight” box next to the objective they ranked as 



most important.
H. Ask each participant to think about the relative importance of the next highest-ranked objec-

tive (#2) as compared to rank #1, and place a number that reflects this importance (e.g., if it is 
half as important it would receive a 50, if it was nearly as important it might receive the same 
weight or a 99.)  Then consider each of the other changes to the objectives as compared 
to each other. Continue this until all objectives are ranked. These are the “value” weights 
– distinct from the technical data in the indicators.

Rank Weight Objectives Worst Case Best Case

#1 100 Reduce poverty Current conditions. Ap-
prox. 40% of families 
live in poverty level; 
trend worsening.

Less than 15% (stabi-
lized trend) of families 
live above poverty level

#4 30 Improve community 
health

Medium. Infant mortality 
rate at 10%. High rate 
of cancer and heart dis-
ease.

High. Government able 
to provide basic ser-
vices and business and 
social support.

#3 33 Improve agriculture Poor agricultural pro-
duction; few reachable 
markets outside of Dis-
trict.

12% increase in local 
business revenue.

#2 70 Reduce 
unemployment

200 new jobs annually, 
most of which are low-
skill and low-wage.

900 new jobs annually, 
most new jobs are con-
sidered decent.

STEP 2
Rank each objective ac-
cording to its potential for 
change from the worst 
case to best case.  Do 
not to rank the objective 
alone, but rather its po-
tential for improving de-
velopment of the District

STEP 3
Weight the relative im-
port-ance of the change in 
each objective. Give the #1 
ranked objective a weight of 
100. Weight the remaining 
object-ives with a score be-
tween 99 and 1.  Objectives 
with the same value can re-
ceive the same score.

STEP 1
Consider the change that 
the alternatives could 
have on the objectives. 
The worst case repre-
sents no change or the 
current situation. The best 
case reflects potential re-
sults if all alternatives 
were pursued.

Once the value weights have been established they need to be mathematically combined with the 
technical data represented in the indicators. Use the example below as a reference for combining 
scores. Provide participants with a blank scoring worksheet and ensure that there are enough fa-
cilitators to provide support for the mathematical process.



If the results don’t seem appropriate, discuss possible reasons why and come up with solutions.
Also, it may be appropriate to reconsider your objective weights and discuss. The point of this pro-
cess is not to determine the “right” answer, but it is a way to gain insight into the decision and open 
avenues for negotiation and agreement on creative strategy options. 

In the example above, note the importance of including value weights, provided by participants, 
in addition to the technical scores, provided by experts. Without the value weights the technical 
scores alone show three relatively equal alternatives. However, once value weights are added, 
Strategy Option C is by far the most preferred.

2. Multiply this by the 
technical score from Step 2

3. This gives you the 
weighted score

1. Use the value weight 
from Step 1

4. Add the weighted scores to get a Total 
Weighted Score for each Alternative

     Alternatives

Ends 
Objectives

Value 
Weight 

from Step 1

Alternative B

· ___________

Alternative C

· __________

Alternative X 

(combination of B 
& C)

Reduce 
poverty

100 100 x 1 = 100 100 x 5 = 500 100 x 3 = 300

Improve 
community 
health

  30   30 x 5 = 150   30 x 3 = 90   30 x  4 = 120

Improve 
agriculture

  33   33 x 4 = 132   33 x 1 = 33   33 x  2 = 66

Reduce 
unemployment

  70   70 x 3 = 210   70 x 5 = 350   70 x  4 = 280

TOTAL 
WEIGHTED 

SCORE
(Total 

Technical 
Score in 
brackets)

100+150+132+210=

592
(13)

500+90+33+350=

977
(14)

300+120+66+280=

766
(13)





Resources required Pens, cards, and large felt pens for participants, 
flip charts, tape.

Suggested time requirement 1 hour 

Rationale and Comments Before evaluating the chosen alternatives, all 
of the consequences of the alternatives on the 
objectives should be established and a conse-
quence table used to display the results. Once 
the consequences are well understood and the 
swing weighting exercise is complete, the par-
ticipants should be asked which alternative they 
prefer and why (i.e. why the specific impacts on 
objectives of certain actions are relatively more 
important).  New and better alternatives can then 
be developed based on value tradeoffs between 
participants.

Procedure 1. Review proposed alternatives.
2. Review how proposed alternatives will im-

pact the District’s development objectives 
(use consequence table and discussion).

3. Ask each member of the group to show their 
level of support for each alternative by scor-
ing the alternative using the scale below in 
the completed worksheet on the following 
page. 

4. Once a good understanding of each partic-
ipant’s values is achieved through scoring 
and discussion, the group should investigate 
ways to improve upon the most favoured al-
ternatives or to combine alternatives to bet-
ter reflect the group’s individual preferences. 
Everyone may not end up completely satis-
fied, but a better alternative should result 
– hopefully one that enjoys the support of 
the group. 



Score Level of Support Definition
B

L
O

C
K

0 Block
You cannot support this alternative.  Minimum needs 
are not met.

A
C

C
E

P
T 1

Accept with major 
reservations

Far from ideal but you can live with it, if necessary, in 
view of trade-offs between objectives.

2 Neutral
This is acceptable although pros and cons roughly 
offset each other.

E
N

D
O

R
S

E 3
Endorse with minor 

reservations
Good balance between objectives, but you have some 
concerns that you would like to record.

4 Fully endorse
This alternative balances objectives appropriately and 
achieves important outcomes given the information 
available at this time.

Description of alternatives 
must be provided. 

Ask participants to fill in 
columns.

Brief Description of 
the Alternative 

Score Comments



Resources required Pens, cards, and large felt pens for participants, 
flip charts, tape.

Suggested time requirement 1 day 

Rationale and Comments Action planning frameworks and worksheets 
describe in detail the actions to be undertaken 
as components of the chosen strategy options.  
They provide a logical and clear layout for under-
standing each action: who will do what, when, 
and why. 

Procedure Follow the steps for action planning and then 
use the action planning worksheet to document 
results. The resultant action plan should detail 
the tasks/actions listed in the strategy alternative 
chosen by the group.

Step 1. Identify and clarify additional tasks/actions involved in the chosen strategy (Step 6).

Step 2. List the actors, organizations and individuals that need to be involved in each action and 
which tasks they are responsible for. Name names and be specific.

Step 3. Specify the resources required to complete the action (e.g., people, finances, equipment, 
information), confirm funding, and make sure any other pre-conditions are met.

Step 4. Specify time frames for each action, including financial and other resource inputs.

Step 5. Reconfirm  implementation commitments of stakeholders (establish partnership agree-
ments, create memorandums of understanding, and identify future action plan workshops and 
launch events).

Step 6. Identify risks, gaps and weak links in the action plan and how they will be addressed (e.g., 
actions or tasks for which there is no clear lead person/organization, no funding, or a lack of other 
key resources, capacity limitations etc.).



Strategic Action: 

Description:

Lead Organizations:

Supporting Organizations:

Ends Objective Impacted: Rationale & Discussion

Supporting Means Objectives: Preconditions

Risks & Assumptions  (see Planning Tool #19)

ACTION PLAN

Tasks Roles and 
Responsibility

Time Frame Budget (Potential) 
Funding Sources

Task 1:

Task 2:

Task 3:

Task 4



Resources required Pens and worksheet.

Suggested time requirement 2-3 hours. 

Rationale and Comments It is well known that simply trying to force change 
through may cause its own problems: stakehold-
ers and staff can be uncooperative if change is 
forced on them or limited capacity or knowl-
edge of key technology may undermine a plan. 
Force Field Analysis is simply a systematic way 
to consider the forces that influence the Action 
Plan, including how to strengthen the positive 
forces, reduce or remove the negative forces 
and change the direction of negative forces to 
positive forces. Force field analysis can be used 
throughout the process, but is well suited for Ac-
tion Plan evaluation. 

Procedure 1. Identify the forces that may impact your ac-
tion plan.  

2. Rank them in order of importance
3. Develop strategies to address these forces 

and help promote positive plan implementa-
tion.



a) Review the forces for change you identified above. How can these forces be strengthened?

b) Review the forces against change you identified above. How can these forces be reduced, 
removed or changed from a negative to a positive?

NOW REVISE YOUR ACTION PLAN!

A
C
T
I
O
N

P
L
A
N

Rank Forces for Change Forces against Change Rank



Resources required Pens, matrix worksheets, flip charts

Suggested time requirement 3-4 hours

Rationale and Comments Monitoring is the continuous process (daily, 
monthly, annual) of routinely gathering infor-
mation on all aspects of a project or program. 
It should be a collaborative process with all the 
stakeholders involved in some aspect: collec-
tion, evaluation, review, etc. It is used to:
• Inform decision-making on project imple-

mentation;
• Analyse the current situation;
• Identify problems and find solutions;
• Discover trends and patterns.
The monitoring program should regularly collect 
data on the performance measures determined 
for the objectives Step 5.  In some instances 
(especially where the use of expert judgment or 
proxy data is indicated as the measure) there 
may be time and opportunity to collect data for 
additional performance measures. 

Procedure 1. As a stakeholder group, identify monitoring 
indicators. Refer to the objectives perfor-
mance measures identified in Task 5.4

2. Break into small groups and provide each 
with one end objective and its correlating in-
dicators.

3. For each indicator, ask each group to devel-
op a monitoring matrix sheet similar to the 
one on the following page. 

4. Specify the data source, collection frequen-
cy, and documentation format, and the terms 
of results communication, storage, and ac-
cess by completing the Monitoring Matrix.

5. Use the key monitoring questions below to 
ensure all bases have been covered.

 

In most cases, quantitative (statistical/number) indicators will best convey information about the 
state of economic, social or environmental conditions.  However, subjective or qualitative indicators 
may also be used to enhance understanding of local impacts of economic development initiatives.  
In other cases, specific data will need to be gathered or a number of indicators analyzed together 



in order to track performance accurately and to understand the trade-offs involved in pursuing a 
particular economic development strategy.  New data collection programs may need to be estab-
lished.

By choosing indicators that are used in other jurisdictions or areas of government, monitoring can 
become a useful tool for comparisons and establishing causality.  Comparisons between similar 
communities or Districts helps to establish whether changes can be attributed to planned initiatives 
or are a result of external factors; establishing greater objectivity.  Standardized indicators also al-
low for maximum use of already published data, minimizing the need for additional data gathering 
and information management.  

Developing a monitoring program requires assigning responsibility for regular data collection and 
analysis.  It will often make sense for those stakeholders who have been involved in the planning 
process to continue to be involved in the collection of data and reporting of results to the committee 
and to the larger community.  Involvement can vary. For example, stakeholders can: 

 a) have a direct and substantive role (contributing funding, ideas, information); 
 b) supportive and technical role (research, data collection, information analysis), and 
 c) promotional role (lobbying, campaigning, advocating).

Project managers responsible for specific action plans may also be responsible for monitoring and 
reporting results.  Involving local residents or volunteers in monitoring and evaluation is another ap-
proach that can serve to capture local perspectives on District development initiatives and involve 
the communities in (re)directing action plans and development objectives.

When should we monitor?
The timing for monitoring will differ with each project and the nature of the objectives being moni-
tored and the indicators being used.  For instance, monitoring can occur: 

 • Daily
 • Monthly

 • Annually

 • Within or between project phases 

Some projects may lend themselves to monthly monitoring, because indicators are gathered on 
a monthly basis.   A more thorough performance evaluation may then occur on an annual basis 
until the end of the project’s lifetime, when a final evaluation may be performed.  Other longer-term 
objectives may be more appropriately monitored on a yearly basis with an evaluation at the end of 
5 years.  Ongoing monitoring is a reflective process:  the results obtained from monitoring are fed 
back into the plan, influencing its future design and direction (e.g. new knowledge may cause action 
plans to be rethought in order to meet objectives).  

A final, but often overlooked, aspect of an effective monitoring effort is the establishment of capacity 
and procedures for the documentation and communication of results.  There are several important 
questions regarding documentation and communication: 

 How will the monitoring process be documented and communicated? 

 What happens to the data? 

 Who gets access to it?



 How will it be communicated? 

 How will the results be used and by whom?

Although documentation may seem costly or burdensome, answering the questions above and 
establishing the resources to document and share monitoring data will provide savings and ben-
efits when the plan is implemented, evaluated, and revised in years ahead.  A documentation 
program can be used to make reporting consistent and reliable.  Since a great deal of information 
is gathered during the implementation of projects, a documentation program (guidelines, format, 
frequency, etc.) can ensure that this information is available for future analysis, assessment and 
planning exercises. Results should be regularly communicated to assess responses and to encour-
age awareness of, involvement in, and support for District development initiatives.  This feedback 
will in turn become an important in the evaluation process and help stakeholders to adjust or rethink 
the strategic plan.

 Has a monitoring framework been completed using the original objectives? 

 Are there other monitoring specific objectives? 

 What uncertainties are being addressed through the monitoring program?

 Have performance measures (indicators) for monitoring been agreed to?

 What is the source of data? 

 Who is to do the monitoring, data collection and evaluation?

 How often is the data to be collected?

 How will the monitoring process be documented and communicated? 

 What happens to the data? Who gets access to it?

 How will it be communicated? How will the results be used and by whom?



Manager or Staff Responsible:

Performance 
Measure 

Correlating 
Project 
Objective

Baseline 
Measure 
(current 
situation)

Period 1 Period 2 Period 3

Data source 

Data collection frequency

Data collection methods (e.g. 
business survey, community 
survey, labor statistics)

Parties involved and 
responsibilities (collection, 
management, evaluation)

Documentation format

Results: storage location, 
communication plan, and 
access



Resources required Proposal guidelines from funding organization, 
if available

Suggested time requirement As needed. 

Rationale and Comments The work you have done to this point should pro-
vide all the information you need to prepare a 
proposal. It will simply need to be adjusted to 
meet the needs of each funding agency or lend-
ing institution. It is important to plan ahead and 
increase the chances for getting the requested 
funds. 

Procedure  The basic first step before writing your proposal/
grant would be to: 

• define your project; 
• identify the right funding sources, check eli-

gibility criteria; 
• contact the funders; 
• acquire proposal guidelines; 
• know the submission deadline; 
• determine personnel needs;
 
Once you are ready to writing the proposal, put 
yourself in the position of the person or organi-
zation that will be evaluating it, be concise and 
to the point. If possible, keep it 5-7 pages or less 
is recommended excluding attachments. It is 
important to indicate that the community has a 
strategic plan in place and the necessary plan-
ning work has been completed. 

Follow the guidelines of the funding organization 
or lending institution or use the outline below.

The cover letter which introduces your organization and proposal and makes a strategic link be-
tween your proposal and the mission and grant making interest of each finder to whom you apply. 
 
II. Organizational Information 

 Brief summary of organization history; 

 Brief summary of organization mission and goals; 



 Description of current programs, activities, service statistics, and strengths/accomplish-
ments; 

 Organizations working to meet the same needs or providing similar services if they exist at all. 
Explain how your organization differs from these other agencies; 

 Organizational (structure, partners, number of board members, full time paid staff, part-time 
paid staff and volunteers).

 The situation, opportunity, problem, issue, need and the community that your proposal ad-
dresses; 

 How that focus was determined; 

 Who was involved in that decision-making process?

Specific activities for which you seek funding; 

 Who will carry out those activities? (If individuals are known, describe qualifications); 

 Your overall objective(s);  

 Actions or ways that will accomplish your objectives; 

 Time frame in which all this will take place.

 How the proposed activities will benefit the community in which they will occur, being as clear 
as you can about the impact you expect to have; 

 Long term strategies (if applicable) for sustaining this effort.

 How will you measure the effectiveness of your activities; 

 Your criteria (measurable) for a successful action and the results you expect to have achieved 
by the end of the funding period; 

 Who will be involved in evaluating this work (staff, board, constituents, community, consul-
tants); 

 How will evaluations be used?

Spell out the cost to be met by the funding source and the method used to determine costs in the 
following categories: 

 Personnel; 

 Fringe benefits; 

 Supplies; 

 Travel; 

 Equipment; 

 Consultants and technical support

 Other (postage, telephone, printing etc.).



 Be sure to check each funder’s guidelines. Generally the following is required:

 Financial statements from your most recent completed fiscal year, whether audited or un-au-
dited; 

 Organization and/or Projected Budget; 

 Partnership funding, with amount, being solicited, pending or already committed. 

 List of board members and their affiliations; 

 Letters of support; 

 One paragraph description of key staff, including qualifications relevant to the specific re-
quest. 

 A copy of any legal documents current status.





Resources required As needed

Suggested time requirement As needed. 

Rationale and Comments This tool provides a general framework for doc-
umenting the District Strategic Development 
Plan. It is not a Table of Contents that should 
be followed to the letter. It serves merely as a 
reference to be aware of key structural compo-
nents that should be included in the DSDP. The 
structure should highlight the District’s vision, 
objectives, and strategy directions in a clear and 
concise manner that is accessible to the general 
public. It should also provide documentation of 
the Implementation Plan, the Diagnostic Report, 
Monitoring Plan, and the methodology and ac-
tivities of its participatory planning process. 

Procedure Use the outline below as a reference for struc-
turing the draft District Strategic Development 
Plan, while ensuring each of the listed compo-
nents are included.

1.1  Background
1.2  Purpose
1.3  Participants 
1.4  DSDP Methodology
1.5  Structure of the plan 
1.6  Schedule of Amendment

2.1  Overview 
 2.1.1  Vision Statement
 2.1.2  District Development Objectives 
 2.1.3  Overview of Planning Principles, Goals and Policies 
2.2  Strategic Direction (or Development Sector)
 2.2.1  Introduction 
 2.2.2  Objectives and Measures for Success 



 2.2.3  Action Plans
2.3  Strategic Direction (or Development Sector) 
 2.3.1  Introduction 
 2.3.2  Objectives and Measures for Success 
 2.3.3  Action Plans
2.4  Strategic Direction (or Development Sector) 
 2.4.1  Introduction 
 2.4.2  Objectives and Measures for Success 
 2.4.3  Action Plans

Appendix A – District Diagnostic Report
Appendix B – DSDP Implementation Plan
Appendix C – Monitoring Plan
Appendix D - Results of Public Engagement Activities

Capital Regional District Strategic Plan - Canada
http://www.crd.bc.ca/about/documents/strategicplan_web.pdf 

South East Queensland Regional Plan - Australia
http://www.oum.qld.gov.au/?id=29 

Truckee Meadows Regional Plan - USA
http://tmrpa.org/regional_plan_16.html 

Ashburton District Development Plan - New Zealand
www.ashburtondc.govt.nz/.../6A68E28B-0694-4225-B3C4-D78AC6845FB8/21885/C04
16752SDDevelopmentPlan180705.pdf 



Resources required Pens, paper, flip charts

Suggested time requirement 3-4 Hours

Rationale and Comments Evaluations should be undertaken in a collabor-
ative way by the implementing agencies and the 
project stakeholders. External experts can also 
lend new eyes and experience. The goal should 
be to improve the project and promote learning.

Procedure Establish a participatory evaluation survey to be 
completed by project stakeholders. Use the fol-
lowing examples as a reference.

Evaluation Statement Agreement Level Comments

E
F
E
C
T
 I
V
E
N
E
S
S

The planning process was satis-
factorily implemented.

Low    Med     High

The planning process adequately 
achieved its expected results

Low    Med     High

Sufficient resources were orga-
nized to carry out the process.

Low    Med     High

The leadership and capacities of 
the individuals and organizations 
involved were sufficient.

Low    Med     High

The partnerships and networks 
formed will be sustained and 
strengthened.

Low    Med     High

The adverse impacts, both antici-
pated and unexpected, were ad-
equately addressed. 

Low    Med     High

E
F
F
I
C
I
E
N
C
Y

The resources could not have 
been used differently to produce 
more effective results within the 
estimated costs.

Low    Med     High

The same results could not have 
been achieved for less money or 
effort.

Low    Med     High

A different approach would have 
produced the same or better re-
sults at a lower cost.

Low    Med     High

Resources were managed in the 
most efficient way possible.

Low    Med     High



Evaluation Statement Agreement Level Comments

C
O
N 
T 
E 
X 
T 

Which activities/tasks worked well 
in your District?

What activities/tasks were not ap-
propriate or applicable?

What changes were made to the 
process to make it more locally ap-
plicable?

What opportunities for broad pub-
lic participation were utilized in 
your District?

A
D
J
U 
S 
T

What needs to be changed to 
make the process better? 

Is a complete review of the pro-
cess necessary?

I believe that the activities and deliverables completed were useful and should be included future 
District Strategic Development Planning processes.

      1 = strongly disagree
     2 = disagree
     3 = neither
     4 = agree
     5 = strongly agree

Step 2 - Stakeholders & Participation 1    2    3    4   5

Workshop #1 Stakeholder Analysis 1    2    3    4   5

Workshop #2 Participatory Planning 1    2    3    4   5

Step 3 - Situation Analysis 1    2    3    4   5

Data collection process 1    2    3    4   5

Diagnostic Report 1    2    3    4   5

SWOT Analysis 1    2    3    4   5

Workshop #3 Issues & Objectives 1    2    3    4   5

Step 4 - Visioning 1    2    3    4   5

Visioning exercise 1    2    3    4   5

Step 5 - Issues & Objectives 1    2    3    4   5



Identifying Issues 1    2    3    4   5

Issues to Objectives 1    2    3    4   5

Objectives Prioritization 1    2    3    4   5

Step 6 - Alternatives Assessment 1    2    3    4   5

Creating Alternatives 1    2    3    4   5

Organizing Alternatives 1    2    3    4   5

Evaluating Alternatives -Technical Analysis 1    2    3    4   5

Evaluating Alternatives –Swing Weighting 1    2    3    4   5

Negotiation of Alternatives 1    2    3    4   5

Step 7 - Action Planning 1    2    3    4   5

Force Field Analysis 1    2    3    4   5

Step 8 - Strategy Documentation 1    2    3    4   5

Implementation Plan 1    2    3    4   5

Monitoring Framework 1    2    3    4   5

Final DSDP 1    2    3    4   5
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