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SUMMARY OF PRESENTATION MADE AT JICA 19 DECEMBER 1597

BY PAT HOLDEN, SENIOR SOCIAL DEVELOPMENT ADVISER

AN UPDATE ON PROGRESS iN ODA’S SOCIAL DEVELOPMENT WORK
ODA's Social Development Advisers are now well integrated into ODA’'s on-
going project work in all the sectors and are based in London and in ODA's
field offices in Africa and Asia.

Social Development Advisers now use various tools and instruments in order
lo ensure that peoples’ needs {men, women and children) are met in ODA's
activities. These tools include:

- The Logical Framework
- The Stakehclder Analysis
Process project design

- Gender planning techniques

- Rapid Appraisal methods
ODA has recently developed a goal statement ‘'To improve the quality of life of
people in poorer countries’ by contributing to suslainable development, and
reducing poverty and suffering’.
in order to achieve that goal we have developed a series of AIMS: encouraging
sound development policies, efficient markets, and good government, to help
people achieve better education and health and 1o widen opporluniiies,
particularly for women; to enhance productive capacity and to conserve the
environment; and promote international policies for sustainable development

and to enhance the effectiveness of multilateral development assistance.

The Social Development Department is currently working on four major
themes:

Direct assistance to poor and vulnerable people for greater
livelthood security. _ :

More positive assistance to women and girl's to enhance their
slatus.

Enhanced opportunities for very poor and marginalised
individuals through appropriate safely net provision.

- Protecting and strengthening social capital.
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Participation and participatory techniques now play a major role in ODA's
aclivities because itis recognised that this assists in making projecls more
effective and ensures sustainability. It also empowers people to manage their
lives. However, questions can be raised concerning the time we need to
invest in participation activities and its effectiveness. The Socia! Development
Division is canying out a Parlicipatory Learning Exercise to evaluate current
participatory processes and to disseminate best praclice.

Anew area thal has been ploneered within Social Development Division is
that of developing links with the Business Community; toengage theinterest
of the Commercial Sector in development and to work with them on socially
responsible business praclices.



The UK ODA's recent wosk on social issues

Dr.Patricia Holden : -
Senior Social Development Advisor. for Afnca!
Depuly Head of the Social Development Division

INTRODUCTION OF SPEAKER

Moderator: Thank you very much, everybody, for coming here. Today, we have
here with us, Dr. Patricia Holden from the Overseas Dewelopment
Administration of the United Kingdom.

She is the senior social development advisor for Africa, and deputy head ofthe
Social Development Division of the UKODA. Dr. Holden was f{rained in African
studies at Birmingham University, and also studied social anthropology at
Oxford University. She joined the UKODA in 1988 as a permanent staff
concerned with social issues in all aspects of aid programs. Today, she will
give us a leclure on UKODA's recent work on social issues.

As some of you may remember that about one year ago, we had another
seminar titled "Why Effective and Sustainable Aid Requires Social Analysis” by
Dr. Eyben, who is her colleague at the same division of the UKODA. The
summary brochure of the last seminar is available on your request. As the last
seminar was a great success, she will give us more updated, and further
discussion issues based on her own experience in the UKCDA.

The lecture will be approxmately an hour, and then we will have half-an hour
for the question and discussion session. Thank you very much.

Dr. Holden: First of all thank you very much for inviting me. | am veryhappyto
be here, and if's verygood that QDA is continuing its close relationship with
JICA and other Japanese agencies. | am very happy to have this opporlunity.
twould prefer that we didn't really think of this this afternoon as a lecture, but
more as a discussion which we can exchange ideas. {hope thatwe will have
a good amount of time for discussion.

BACKGROUND TO SOCIAL DEVELOPMENT IN ODA

What | am going to try and concentrate on lhis afternoon are some of the
practical ways in which we can take f{orward social development :n our
agencies.

Can lalso say thaticame here a week ago, the first time I'd ever been lo Japan,
hecause | was invited by Waseda University to give a paper on cullure and
development. imay also talk alitle bit about that if there is some time.



I've had a very interesting funch today discussing with people in JICA the way
in which the Japanese aid program works. !thought thatiwould talk to start off
with about the way in which ODA, the UKODA -- ODA here stands for Overseas
Dewelopment Administration of the UK -- when ltalk about ODA | am talking
about my organisation, CDA, jusl to avoid confusion. Andli thought {would talk
about where | fit in to the organisation and how we operale, because
somelimes this can help other people. '

The work of ODA is supervised from the central headquarters -- this is where
policy is formulated. But the aclual operation and the implementation of
programs takes place on a regional basis. We have an office based in
Thailand, which deals with South East Asia. We have offices based in the
Caribbean, Pacific, India, Bangladesh, South Africa, East Africa and Central
Africa. 1 think fve covered them all. Some bits of the world for historical
reasons, are still managed from the London office. The Latin Americaworkis
still managed in London, as is the Pakistan, and the West Africa region. So
that is how we are organised.

There are many different sorts of staffin the ODA, but there are two particular.
~ types that| would like tojust mention. Firstof all, there are the administrators.
I've put a pound sign under their name, because they are the ones who hold
the money. And they are the people who work directly on geographical desks
implementing projects. Ishould say at this point that what  am talking about
mainly here is bilateral aid. Like other agencies we conlribute to mutlilateral
aid and to non-government organisations, but today | am talking today about
bilateral aid. The administrators work closely with the technical advisors, and
within the headquarters, there are various technical advisory groups; natural
resources advisors group, an engineering advisors group, a health advsors
group, an education advsors group. These are what | call the technical
advisors. Butwe also have groups ofwhatlam calling ¢cross-cutling advisors,
thal is, their advice culs across theinterests ofthe technical specialists and all
of those involved in designing projects. These are economisis; social
development advisors, of which | am one, and institutional advisors. Allthese
different groups work together ininterdisciplinary ways in designing projects.
We have therefore developed a method of working which is interdisciplinary.

Now, how does this work in, a field office? The field office, will have
administrators, will have technical advisors, and have cross-cutling advisors.
When a project is going to be designed, groups of those technical and
cross-cutting advisors and administrators will come togetherinthe process of
planning projects.

Can lthen start by just reminding you of what we mean by social development.
Different agencies have different kinds of definition. My colleague, Rosalind
Eyben, | think, described lo you last year whal we meant by social
development. Bullwill justbrieflyremind you that when we talk about social
development, we are not, just talking about the social sectors. We are talking
about an approach to development in which we are looking at the social
issues. We are looking althe impact on people of whal we do. And we are
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doing this by analysing the social and cullural issues thatneed to be taken into
account, so that what we do is done effectively, and actually reaches the
people thatit is meant to benefit. We are lalking about a broad approach to
developmentwhich can be applied in all the different seclors. So thatas a
social development advisor, | may be invited tojoin a team that’s appraising an
education project in March. | may be asked to join an appraisal team that's
evaluating a road project in April. Social Development Advisers workin all the
different sectors, and we try {o bring this socia! perspective to development.
We have always Iried to work very closely with our economists colleagues,
because like them, we are also trying to make sure that whal we do is done
effectively and efficiently, Although there are somelimes differences in the way
we view problems, we are actually trying to work closelytogether with those
colleagues 1o come up with solutions that are agreeable to everybody.

Can fjust quickly remind you of the definition that Rosalind Eyben gave you last
year on social analysis. Socio cultural analysis examines other dimensions

of the impact of policies and projects. It identifies the various actors or

stakeholders, including donors, who are involved in or likely to be affecled by
aid policies and projects. It examines the distribution of impacis, both

economic and social, between different categories or groups of an affected

population, for example, men, women, migrants, indigenous people, rich, and

poor. Social analysis is particularly important for identifying the siluation and .
needs of those sections of society who lend to be less visible lo outsiders -

those people who are not seen unless you actually go cut of your waylo see

them.

Social analysis involves an investigation of aid recipients’ culiure. Hitis onlyby -
a process of shared understanding and respect for the knowledge, values,

and ways of doing things of recipient as well as donor, that sustainability can

be achieved. Itis a process which aims to help people take greater control

over their lives and toimprove their well-being as they define it. Thatis abrief

definition of what we mean by sociocultural analysis. '

Can lalso sayin terms of praclically working in ODA as well as working on the
bilateral program, we also have a social development advisor working on the
non-government organisation seclion. And we have also recently had
somebody assigned to the evalualion department. Now, that's quile
important, because itmeans that in the process of evaluating what we do, we
now have a full-time advisor who is working on that, and is therefore able to
evaluate whether our projecls were addressing social issues as well, |
should also have said for those of you who haven't heard about ODA before,
that most of the people who are employed as social development advisors are
social anthropologists, although there are also people who  are
demographers, human geographers, and we have somebody with a faw
background. We are gradually actually spreading the disciplinary base. Bul
we are slill providing people with training in social anthropology.

The particular areas that we have developed expertise in are areas which twill |
lalk aboutin a little more detail laler, but roughly speaking, theyare as Isaid,
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social analysis, gender equality, and here | always like to say that gender
equalily is really only part of our interest in people. When you are a social
development advisor, you are concerned with people, and people are
obviously made up of different groups -- men, women, children, disabled
people, refugees -- a whole variety of differen! categories and groups of
people. And whatyou are trying to do is to try and address the needs of all
those people. You are trying to look atwhat their particular needs are in any
parlicular siluation. Of course, we all know that women make up a large
proportion of the productive work force in many of the countries in which we
work, and therefore, it's particularly important, as well as considering issues
of equality and equity, that we should make sure that project effectiveness is
addressed by making sure that the needs of women, the roles of women are
properly addressed in whatwe do. lwould like to make it clear that when {am
talking about gender and gender equality, or women in development, | am
actually concerned with the whole question of people and not just the
question of women in isofation from the rest of the populallon and in the
relationships belween people in society.

Another area lhat we have become particutarly involved in, and may be of direct
interest to you, is that of poverty, and parlicularly, the area of direct poverty
assistance. | think we all know that the theory of development relies very
heavilyon the idea that economic growth will in the end benefit poor people,
and | don't think any of us deny the importance of economic growth or the
importance ofinvesting in economic growth in developing countries. Butthere
are also other things that we can do, and those are related to things we can do
directly working with poor people. And this is where social development
advisors have developed some particular experlise and interest -- those kinds
of projecls where we work directly with poor people atlhe grassroots, helping
them togetincome, helping them to getlivelihood security, helping them to get
access lo basic senices. There are some things we can do which directly
benefit them, and this is an area where we are pardlicularly concerned.

In assisting poor people or others in the development process, we've all come

“to recognise of recent years thata veryimportantarea is that of participation.
There is cerlainlya lot of discussion of thatword, and this is an area where
again we are seen as something of experts and if people want to develop
participalory appreaches, they come to us to advise them on that. But !would
hate tothink thatwe were the only people interested in parlicipation. Certainly,
evenybody in the organisation now has some responsibility for issues of
participation.

TOOLS AND INSTRUMENTS FOR-SOCIAL DEVELOPMENT
The first tool. Whathave we done in ODAto livand make sure that what we do

has a people focus? Well there are a number of different tools and
instrurents. The first one { want to mention is the logical framework.

LOGICAL FRAMEWORK



The first thing we have to consider when we are doing a project is what is the
goal; whatis the thing we are aclually trying to achieve. We do this for ali our
projects, Soitdoesn't matter whether it's a road project, or whether it's a health
project, or whether it's an NGO project. We first of all think about what the
overall goal is. The goa! for this page is to reduce poverty, distress and
suffering, and improve in a sustainable way the well being of conflict aﬁected
people, particularly women and children in Sri Lanka.

Once we have decided what our goal is, we can almost forget that. The waywe
try to do this in ODAIs lothink about this in a team way. Sowe tryto gettogether
the group of people who will be working on this project in the longer term, and
we getthem tosit around and think about what the goal of this projectis going
1o be, whatis it we are trying to get at the end of the day; what would we like to
see happen. We decide the goal is aboutreducing poverly, and then we say
that's our goal, we can forget that goal. How we are going now achieve ii?

The next levet at which we consider what we are going o dois a! the purpose
level.

You will see that we are also concerned with outputs. The outputs may be the
most important part of the project because the outputs are whal you are going
to be able to deliver. When you actually come to the end of your project, the
outputs are the things that youwill be able to see on the ground. Your goal will
be something thal you are siill interested in achieving, of course. Your
purpose, you have to keep in mind, 8ut your oulputs are the things which you
are going to have achleved

Sometimes assumplions are also risks. Whatwe lry to do is make sure that
there are not all that many assumptions. If you have a project which has a
reallylong listof risks and assumptions, what would your conclusion be? i
you had a lot of risks and assumptions, what might your conclusion be? Well,
don't do it, 1think, because there are too many risks and assumptions. Thisis
a very important tool, and what | want to say about this even you've seen it
before, is thatithelps o focus on what you are trying toachieve in terms of your
people focus, and it also is a very important tool in helping you to decide
whether your project has actually done what it set outto do, especially ifits goal
was lo aclually help people. Youmight want to dwell on or think about some of
the projects that you are involved in, and whether in fact, they might have agoal
which focused on people. If they don't have one now, how thai might be
developed in this kind of framework. |am offering you this as a sort of toof for
something you might tike to think aboul interms of the work that you are domg :
at the moment.

The second tool that I want to talk about, which has become more prominent
in our work is the stakeholder analysis. :

STAKEHOLDER ANALYSIS



in addition to having a logical framework, we also now have in our office
inslructions that every project proposal, every project document, should
- indicate whether some kind of stakeholder analysis has been done. How
many people are familiar with stakeholder, the idea of stakeholders? Some.
Not everyone.

Stakeholders are really anybody who has an interestin a partticular project.

We're trying to think in this exercise about all the people, all the groups of

people who mayhave an interestin this particular project. Whatwe dois we

divide them into primary -- those are the people who are the actual

beneficiaries -- and secondary -- those are the people who are usually the

implementing agencies. Ifwe were fothink about a water project. Who would -
be the primary beneficiaries?

Participant 1: Users of the water.

fr. Holden: The users of the water. Right. The aclual men, women, children
who use the waler would be the primary beneficiaries. The secondary
stakeholders are the people who are going to be concerned with the
implementation, who would be ourselves to start off with, the donors. Perhaps
the government, if the governmentis going fo have a role in providing those
water supplies. Perhaps a non-government organisalion may also be
inwlved. There will the user groups; commniunily groups are also primary
beneficiaries. We try to divide off the different soris of stakeholders and
analyse how they are going {o have an interest in the project.

‘Now, when we think about these stakeholders, some of them are going to
have a much greater interest in the project than others. The first thing you do
with a stakeholder analysis is youdo a brainstorming. You tryto think of alf the
different people who would have an interest in the projecl. Then you do
another analysis, and you think, well, some people are going to have more
interest in this project than others. You do some kind of analysis to see who's
golmore interest than others. There will be some people who hawe got an
interestin this projectbecause theyd like to stop it, because it's going fo be
something which they will find a nuisance, or will getin their way, or will cause
conflicls. Sometimes there are stakeholders who have got an interestin the
project, but a kind of negative inlerest. What you have 1o do there is to try to
work into the project, ways in which those people who've got a negative
interest, if you like, can be persuaded to have a more posilive interestin that
project.

Let's just think a litile bit aboul aroad type project. Could you mind givingme
a few of your thoughis?

Imagine that we have a road project. We are going to build a road in rural
indonesia.
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All right. We are having a road in Indonesia, builtin Indonesia. Let's do alittle
bit of brainstorming around the stakeholders. Who are the slakeholders -
that would be interested in aroad? Here we are, we are a donor. We are going
to build a road in Indonesia, in rural Indonesia. Who is going to have an
interest in thatroad?

Participant 2: One of the president's chitdren.

Dr. Holden: One of the president’s children, Right. Who else is going to be
interested in the road? Who else are the stakeholders in this road?

Participant 3: Bus company.
Dr. Holden: Bus company? Right.
Participant 2: The community that is served by the road?

Dr. Holden: Why are they are going to be interested in lhé road, those
communities? What kind of things are going to make them interested in it?

Participant 3: Carrying goods lo town?

Dr. Holden: Right. Transpoding goods. Anythingelse? [fyou are apoor rural
person, why might you want aroad? Youcan have agood time, yes. Youcan
go away. Gel out of your village, can't you? '
Patticipant 4: Can sell drinks?

Dr. Holden: You can sell drinks, yes.

Participant 5: People could have land.

Dr. Holden: You can gel to school. You might not be able to getveryclose to
school, butyou might be able o use a bicycle or something and getto school,
You might be able o get to a health centre. If you are really sick, you can get
some sort of transpor to that road to getmembers of your family to a hospital.

Participant 5: Landowaners.

Dr. Holden: The landowners, right. Anyone else might be interested in the
road?

Dr. Hotden: Yes, itmaydevelop thatland. If you are interesled in forests, for
example, and you are a logging company, youmight be interested in thatroad
because you can then exltract the trees, right? if you are interested in making
a bit of money out of tourism, you might be really pleased to see a road
because you could then gef the tourist industry going.
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ifyou are doing asocial analysis of this road project, can you think of anything
that you would wantto look out for that might have a negative impact on the
people who are in that area? This is aclually getting a bit away from the
stakeholder analysis, butifyou ...

Participant 2: Lose foresls.

Dr. Holden: You Iéée ydur forests, yes.

Participant 4: The road might cut the city inlo two regions.
Dr. Holden: Yés. Anything else?

: ﬁarticipanl 6: Villagers may migrate to the cilies.

Dr. Holden: They may leave the village and that might notbe good thing. You
might be worried about road safety. Up to now, people had died from all sorls
of things, but now you have an additional fear of deaths from road accidents.
This is one thing we have come across in these kinds of projects. People
have been selling things by the side of the road orin an area, been selling
things and then found that once the road became widened or expanded or
developed, their opporlunities for selling things got less.

Environmenta! groups. Because they very often say you shouldn't have aroad
because il will damage the environment.

Participant 2: Maybe various levels of government as well.

Dr. Holden: Yes, various levels of government. Government people who are
going to maintain the road, right? | mean, govemment people who will
mainlain the road and communilies who may have to maintain the road wil!
also need to be involved. You can see, since you start thinking about the
stakeholders, you get long, long lisls very quickly.

What's the point really of all this stakeholder analysis? The point is thatwhat
we are lrying to do is determine who are the people we really need to work
closelywilh, who are the people we need to get on our side in order o make
the project more effective. That's why we try to do a stakeholder analysis. You
said the land owners, right? If the landowners are upset, then you have lodo
something about that. You have to have some kind of process of working with
. those people lomake sure that their parlicular interesls are known, and there
is some kind of resolution of that conflicl. Ifyou are going to have to prevent
people going in and logging, culing down trees, then you've gol to do
something else, perhaps work with the forestry deparlrnenl work with the
police, whatever, to stop that happenmg

‘Whatelse might you have to do? What about this President's child? What

have we gotto do there, | wonder? Is this going to cause us problems do you
think? Anyway, it's certainly a stakeholder thathas o oe taken care of. The bus
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company. There may have o be negoftiations with the bus company. You
know, if you are going to getinvolved with tourism, you are going to have to start
thinking about all those issues around tourism. And once you've gottourists
in your area, what is that going to do fo the people? Are their life-styles going
to be changed by having tourists.

The first thing abeut a road, which after all is just a piece of infrastruclure, is
that there are a massive number of social issues around the building of a
road. And the second thing is that there are ltarge number of stakeholders
involved, and what we have got to do is think about those slakeholders, and
think of ways in which we can try to resolve the differentinterests. Here, your
road project then, ends up by not only being about providing a road, which is
something thatyou canmeasure. Youwill be able tomeasure that, won'tyou?
Xamount of road built. People who like numbers and measuring will be happy
about that because you will be able to tell them that that road has been built.
But what you'll also have to do is indicate the people element; what kind of
things have been developed with people in order to make this project effective.
What work has been done with community groups? What work has been
done with environmentalists? What institution building has been done with
governments, non government organisations, in order to make that project
more effective? These are some of the things which you are going to have to
reflect in your project framework. _

This rather brief account of stakeholder analysis and the log frame is just {o
give you some taste for how you can use instruments like the iog frame and
the slakeholder analysis in order to concentrate on showing how you are
going to look at the social issues, how you are going to look at the people
aspects of development.

What are the other insfruments thal we can use? Another instrument thatwe
use is whatwe call a WID checklist, which is a checklist to check whether in
fact the project is meeting the needs of women. '

PROCESS PROJECTS

The kind of project thatwe have discussed is one which would have o look
very carefully atinvolving people in that project, § think we would end up with
whatwe would call a process project, that is, a projectin which you couldn’t
just decide that the objective was to build theroad, but thal there were awhole
fot of people and inslilulional elements thal were nol very predictable.

The thing about working with people, and emphasising the people aspecl of.
projects is that you can't predict how people will behave. Therefore, you have
to have flexibility in your project design so that you can say after six months, .
Well, we got thatwrong. Let's think of some other ways of doing things. We
don'tknow what's going lo happen in six months. We don't know if we are
going tobe able to organise that cornmunity group. We are going towork atit.
We are going to put technical assistance in there to work with people, towork
on organising the community, to do rapid appraisals. Butwe are not going to
necessarily know whether after six months that will work. it's a part of our
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project. It's an important part of our project. Butwe don't know whether it's
going to work. When that kind of situation arises, then we call i{ a process
project. It's a project in which we have to think carefully about the

processes involved rather than assuming thatjust because we think things
are going to happen, theywill happen. Thats another kind of instrument; the
process project.

O.K., let's think just alittle bit about what other tools there are that we can use,
the techniques and tools for collecting information on social issues. ll go
through these quile quickiy.

RAPID APPRAISAL TECHNIQUES

Well, we have the rapid appraisals techniques. These are lechniques for
collecting information from people themselves, directly from poor people,
using people to collect information about themselves. So instead of an
analyst going in from outside and analysing what the siluation is, this is a
technique which involves going into communities and getting communities
themselves to be part ofthis analysis, forthem to actually tell you whatiitis that
their lives are about, and for them to tell you through these various techniques,
what itis thattheir particular needs are, and trying to make sure that you get the
opinions and views of all different sections of the community.

We can also use the techniques of gender analysis; trying {ofind out what the
needs of men are, and the needs of women as well as the needs men.

Well, | just Wanted fo go through now some of the work that we have been
doing on poverty and social policies and systems, and then | think we will
break and | will lel you just ask questions. :

Lastyear, we had a major review of ODA. And the reason we had that major
review was because ODAhas tohave a mission statement and a setofaims.
We have o show how we are achieving those aims. We are now moving from
what we call an inpul driven organisation, thatis, an organisation concerned
with whatwe pulinlo projects, to being an oulputimpact driven organisation,
which means we are more concermed now in showing the impact of what we
do. In the past, we were more concerned with counting whatwe putinto the
project, and then forgelting it. Now we are concerned with what we are
achieving. On the ground in terms of improvement in people's lives.

We have come up, after atolof discussion, with amission staternent, which is
this: ODA's goal is to improve the quality of life of people in poorer countries by
contributing to sustainable devetopment, and reducing poverly and suffering.
So right at the centre of our mission statement, we have slated that reducing
povertyis a major objeclive. In the past, we mayhave notmade that entirely
clear. Butwe now have as our ceniral mission statement, thatwe are about
reducing poverly and suffering. Therefore, in order to do this, we have set
ourseives four aims which will in turn contribute to the achievement of that
mission statement, '
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ODA'S AIMS

The firstone is o ehcourage sound development policies, efficient markets,
and good government. And here the economists and the people who are
concerned with instilulional development and governmenthawe that as their
major objective. To help people achieve better education and health and
widen opportunities, particularly forwomen. People like myself are involvedin
developing that aim, which we want to call our human development aim. Third
one; to enhance productive capacity and lo conserve the environment; those
people who are concemed primary with productive capacity and the
environment, natural resources people and the engineering department are
working on how we can measure the impact of thataim. Andfinally, topromote
internationatl policies for sustainable dewvelopment and ic enhance the
effectiveness of multilateral development assistance. Mostbilateral agencies
like mine and like yours are very much concemed with contibuling to
muitilateral agencies. So thatis the objectave that is, trying toinfluence those
multilateral objeclives.

SOCIAL POLICIES AND SYSTEMS

Within that human development objective, social development deparimentis
concerned with four areas where we want lo concentrate our efforts and they
are: direct assistance to poor and winerable people for greater livelihood
securily, more posilive assistance to women and girls toenhance their status,
enhanced opportunities for very poor and marginalized individuals through
appropriate safety net provision, and protecting and strengthening sociail
capital.

SOCIAL CAPITAL

Adfairly new area for us is protecting and strengthening social capital. Social
capital can mean a lof of different things lo different people, but we are
focusing on those sort of activities within the communities which actually keep
society functioning and ticking over; societys glue, if you like. Those
organisations which help people lo organise, help people lo gel finances,
help people to stop conflicts, help people to getaccess (o land, help people
learn things. Woe are focusing on support to community groups, notbecause
theywill justhelp us in projectimplementation, for example, butbecause we
betieve that promoling and stengthening those kinds of communily
organisalions is an imporlant objeclive in itself.

DIRECT ASSISTANCE TO POOR PEOPLE

Let me just mention direct assistance topoor people. These are some areas
in which one can look at how to provide direct assistance o poor peopie. We
have alreadytalked about project design as an importantissue in assisting
poor people. Understanding poverty is something thatisn't just about income,
but is about access fo services, health, education, agricultural services.,
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Vulnerability, being aware that poor people are constantiy wilnerable. if they
have a poor agricuitural season, they may fali quickly into vulnerability.
circumstances change within that village, (ifthatroad is built and people teave
that village, you may suddenly find thatthe old men of that village, the women
and the children of that village have lo put in alot more labour; this might affect
their health. Al sorts of changing circumstances can affect people's
wilnerability and individuat well being. We also need to think about power
relations.  People remain poor, because of power relations, very often,
because theyare not allowed to get anyricher. Ethnicity. Gender dimensions.
One thing is, we have to try tounderstand poverty as being about a lotof things
and to tryto address that. Use participatory methods, which we've mentioned.
We have to work with instlitutions that are concerned with poor people, poor
people's own kinds of institutions; local savings and credit, etc., and direct
assistance in emergencies.

Whatkind of things can we address in our projecls? Areminder of what we

satd earlier. Use the process approach because it allows for flexibility. Use

social analysis. Use participatory methods. Use stakeholder analysis.

These are all things we can do in the project process ifwe want totry tomake
what we do more responsive {o the needs of poor people.

That's given you some flavour of the work that we are very preoccupied with at
the moment, youknow, how to actually develop those areas, how tomeasure
them, and how to present lo the world what we are doing, paricularly the
poverty issues. '

PARTICIPATION

Parlicipation is something that evenbody is talking aboul. We are doing
participation. Bultthere is quile alot of criticism of participation. And the kinds
of crilicism thatwe find within ODA are along the lines that, well itis all very well
having participation, but actuallyit much too slow. We wantto spend money.
We don't wani to spend a lot of time on participation. s itreally effective?
That's another thing we are often asked. Isitreally effective? Is itreally making
things any better? We are now using participatory methods increasingly, for
example, in the forestry projects where we know that environmental damage
is often caused because people themselves feel excluded, and therefore, it's
veryimportant that they should become involved in managing those forests.
Methods for helping people manage forests in a participatory way are now
quite prevalent in our wotk in the forestry seclor. Similarly, with wildlife
projects, we know again that where you are likely to get conflicts between -
wildlife, between animals and people, thatwe need to have methods in which
communilies can feel that they have a role in managing those projects. We
know in education that education projecls need the involvement of parents as
well as children and teachers, need the inwlvement of people in the
maintenance of communily infrastructure. Similarly with health. We have
projects in which we need to inwolve people in the management of hospital
affairs. You mayhave heard the UNICEF Bamako Initiative, in which people
provide conlributions towards the drugs in those clinics, and also made
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contributions towards the maintenance of buildings. We have recognised for
a long time that participation is important in maintaining. community
infrastructure. But we also now believe that people should parlicipate
because empowering people o manage their. own lives, giving people
choices, is extremeiy imporfant if we are to be successful in what we are
doing. Participation is something thal | lhmk a lot of people in ODA are
mleresled in and are trying to do.

We have sel out to do a fairly major learning study to send teams of
consultants to projects toevaluate how effeclive these parlicipatory methods

aciually are, and to come up with some of the answers around those

questions. |wanted totell you about that as something else that we have set

in motion this year and which a lotof people are interested in and which you

may be inlerested in seeing the results of in due course,

LINKS WITH THE BUSINESS COMMUNITY

And finally, another arca that lwanted to mention was that of trying to promote
links with the business community. This is something quite new, and there
are two areas here where we are interested in developing work. The firstone
is in terms of how canwe getpeople in the private sector in our own counlries
to be more interested in development and to make a contibution to
development. We have begun discussions wilh members of the business
community to see if they can become more involved., There are certainly
examples throughout the world of the business community providing social
infrastructure and training and things like that within communities in which
theyare working. So there is that whole question of how can you work more
closely with the private seclor, with the business commu mty

But one element of this which is perhaps more mleresimg right at the moment
because there is so much publicity about it in the press and quite a lot of
criticism is this whole business of conditions of workers, and particularly child
labour. A number of businesses in the United Kingdom, (and | saw
something in the paper here yesterday | think businesses here mayalso be
thinking along the same lines), are looking al ways in which theycan draw up
codes of conduct and practice in relation tothe products that they are selling in
their organisations. Again, we are frying to think of ways in which we can work
together with those businesses and 1o help them. We are concerned about
things like child labous. Businesses are also interested and concerned with -
issues like child labour and bad conditions for workers generally. What we
are again lrying to do is come into some kind of dialogue and discussion with -
those businesses to see if we can help in any way and work together with
them to try fo cut out some of the praclices which we all know to be so
unpleasant and which are actually not helping people. 1 mean, theymay be
helping them with some income in some instances. Again, | don'tthink any of
us wantto saythat all child labouris bad. We think there are some forms of
work for children which is notatall bad. Butthere are obviouslywhatwe call
hazardous forms of child labour, in which children are really working in
extremely unhealthy and very, very difficult conditions where we would wantto
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try to do something about it. And if we can work in parlnership with the
business community to trylo do something aboul those areas, then lthink we
would feel that it was rather an important part of our work.

For us this is quite a new iniliative. So far, all we've done is to have various
discussions in ODAwith members ofthe business community, to talk tothem
about how we can go forward on that and to express our inferestin working
more closelywilh them in all sorts of areas. We are verypleased that we've
started thal initiative, and again, if you have experiences of that kind of thing
that you could share with me today, that would be helpful.

QUESTION AND ANSWER SESSION -

Moderator: Thank you very much, Dr. Holden. From now, we would
like to move onto the next session.

Participant 4: | work for consulting company. | have two questions. Firstone
is about your example of log frame. My question is whal is the relation
between purpose and the project period because in some agencies like GTZ
of Germany, they consider purpose as an impact of outcome or oulpul.
Therefore, they usually, | believe thatthey usually use indicators, maybe three
years after lhe project or five years afler the project, something like that. fwould
like to know the definilion of purpose. Thaltis the first question.

And the second one is general. As for stakeholder analysis, can you tell me
who aclually make an analysis, and can you tell me briefly how we can do the
analysis. That's the second one. Thank you.

Dr. Holden: | think everybody probably has different definitions of purpose and
for us, it doesn't have any Kind ofrigid definition. itreally means what youare
hoping to achieve overall by the project, whatitis at the end of the project that
you hope that people will have achieved..

Dr. Holden: Iknow what you mean, yes. The purpose is thatthey should cope
better, and therefore, the purpose has to be something that can begin to be
achieved as soon as you starl. We don't in our syslem have to wail to the end
to see thatit has been achieved. The purpose can be something thal you are
trying to achieve right from the beginning, and therefore, as you go through the
project, you can be actually locking to see how far you are meeling your
purpose through your oulpuls,

Participant 4 How about after the prolect'?

Dr. Holden: Well, after the project, what we do in our system is to actuallydo an
evaluation. Onething to make clearis thal in our system, we have monitoring
you actually hope you will be able to manage within that projecl. The activities
are the things you do. So you get lower and lower. You will develop a
management infonmation system. That's an aclivity, 0.K? Now, in our system,
we monitor after about every six months, shall we say. Atthe monitoring stage,
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we are really looking atthe actlivities. How are the activities going? Probably,
after about a year orlonger, we do whal we now call, and this is new, an output
{o purpose review, which means we look atour outpuls and we look athow far
they are meeling the purpose. We are not waiting to the end. We are saying,
let's look at our outputs., Have we achieved any of those oufputs? Are they
actually doing what we thought they were going to doin terms of reaching that
purpose? Andif youlook at these, you'ilfind that you can do that. You canlook
at, let's say, the first oulpul, which is "a relief system offering effective and
timely input.” you would look after a yearto see if you actually had got in place
some kind of syslem that was doing this. And was that system aclually
enabling the primary and secondary stakeholders 1o cope betler? So youlie
in what you are doing atthis higher levelin the outputto purpose review, righ{?

Now, when the project is finished, that is when we do evaluations. We havea
separate deparlment in ODAthat deals with evaluation and they do it after the
project has finished. Inthal sense, we use the word evaluation a bitdifferently
from other organisations. Other organisations do evaluations as parl of their
ongoing project cycle, management of their project cycle.

Thatis where | would say we are quite flexibte in the way we interpret. |think
the broad principle of a purpose, which is what you are trying {o achieve, and
oulpul, which is what you are actually going to be able to do within that project,
and the activities, which are the things you are going to do to achieve the
oulpuls, can be quite broadly interpreted. And it's more of a logical sequence
rather than a rigid way of looking at the world. Is thatclear? Is that abit clearer?

Oh, and you want lo know how to do a stakehelder analysis. Well, let me say
that anybody could do a stakeholder analysis. You could do a stakeholder
analysis here, before you start. You could do it with your colleagues. You
could then take it to the country where you are going to work, and that would be
more tricky. But it's probably more important. And you would certainly need to
gettogether as manyrepresentalives of all those groups thatwe discussed,
as possible, even if you could get representatives from villagers to come to
that stakeholder meeling. Again ittakes time, it's difficult, and itneeds people
with parlicular skills, who are good at facilitation and are good at bringing
peopie together. Itwill not be easy, of course. Youknow, the President's son
will come, and everyone will be scared to speak, right? Youneed people who
are good atmanaging those kinds of situalions. You then do the stakeholder -
analysis there. | mean, you could take itto the vitlage and you could get the
village people themselves o do a stakeholder analysis. Butwhat lam saying
is that these things require people with certain kinds of skills who have worked
in these situations. [t does mean, | think what's important for agencies like
ourselves is that you are gelting away from people with technical skills.

Al lunch time we were discussing JICA and saying that a lot of people
employed in JICA are technical people, but actually that's changing a bit. You -
now have people who've got more adminislrative type skills. Whatlam saying
about these methods is you aclually need people who've got these people

-20 -



skills, how they can manage, manage groups of people, and manage
conflicts, organise stakeholder groups, and that kind of things.

The answer is you can do it with any group, but you have to do it very carefully.
And you can'tjustdoitonce. You have to repeal it because the stakeholders
will change and it's a bit dangerous to think it's something that you can do and
then forgel.

Participant 7: | am an associate exped working for JICA. | have two
questions,

| think, anywhere, the social analysts are suffering from the legitimacy
problem, and [ am wondering if you have any explicit examples of projects or
programs lhatemployed social analysis and made some positive differences
so that you can convince the people who think that we don't need sacial
analysis.

Allunch we lalked a little bit about JICA's approach to social analysis and |
would appreciate if you could give some advice for JICA. Thanks.

Or. Holden: Well, | think the question oftegitimacyis a veryinteresting one. |
think things like the mission statement help with legitimacy because if
evenybody is seeking to achieve this particular goal, which is, say, poverty
alleviation, poverty reduction, then that gives you new legitimacy because
people, when they were not interested in poverty, for example, would not
bother to talk to you. But once the objectives change, then thal gives you
some further legitimacy.

In terms of projects, in the past we used lo look at the reason why projects
failed rathzr than at designing them better. The usual examples that youcan
give are the classic examples of the waler projects where water systems were
installed and don't work and have been left lo deleriorate because people
have notknown how lo maintain them. Theyhave been putin places which
people can'tgetto. infact, the classic examples from water projects are those
projects where people will traditionally get water from some kind of traditional
source. Awater project comes along, and the engineers, without consulting
people, will site their water project miles away from where the people live.
People think, Greatl Water! Theyleave their traditional sites, go to those
places, the waler system breaks down because no communily maintenance
has been builtin and the people are in the terrible siate. They have no water
and theyhave moved from where theywere before, or they then have to walk
milés to get back to their traditional sources.

We can pornt to the health clinics which have been built and which have gotno
staff, no drugs, which are providing things like family planning, which women
actually can't get because their husbands won't let them.

You know, ih_ere are all sorts of examples. Whalwe have tried to do is to get
away from that approach and toactually turaiton its head, and say, let's make
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sure we don't make those mistakes. Lets start from the beginning by
becoming involved right at the beginning of the project cycle and become
inwlved in the design right from the begmning so that these lhlngs are
addressed from the beglnnmg

Certainly, if you want advice, you've got to have people in positions ofinfluence
in the organisation who support social analysis. [t's not just legitimacy, butit's
also power. | can give you an example of how, we have achleved some
influence in ODA recently.

Well, eveiy project above 10 million pounds has to go to a projects commiiitee.
And the projects commitlee is made up of senior people in the organisation.
All those people ask questions about that project before they pass that project
for funding. Inihe past we had economists asking questions. We had senior
administrators asking questions. We had engineers asking questions. We
had the chief health advisor asking questions and the chief education
advisors, butnot social development. Now, as of this year, we gained our own
independent stalus as a division, and our Chief, who is Rosalind Eyben as
you know, now has the right to sit on that board. So that when those projects
go before thatboard, she can ask questions about whether the social issues
or ihe gender issues have been addressed, which means people have to sit
up and take note. I's about the arguments. It's about making the case for
social issues. It's about tning to reach the organisation’s overall objective.
And it's aboul power in the organisation in terms of seniority, getting senior
people involved. If all the senior people in an organisation support anissue,
then you can be successful. You have to work quite hard at that aspect of it.
And also you have to get people to believe thatitis important, and therefore,
they are willing to take on additional people to do it. We hawe increased our
numbers of social analysts because people in those development divisions
that I put up on the board wanted to have a social development advisor in their
group and were willing to lake their own money from their budget and buy one.

It wasn't just that ODA decided it would take on lots and lots of social
development advisors, itwas because the demand was there. Andbecause
the demand was there, people were willing, from their own budgets {opay for
a social deve!opment advisor to join their team. _

| think you have 1o work very hard at showmg thal you are useful, and you have
1o work very hard at showing that you've got these tools and instruments that
you can use, and you've got to work very hard at showing thatyou can do these
things, and these are things that you can measure, theyare th:ngs thatyou can
show tangible resulls for.

Partlcipant 2: | am lhe CIDAUJICA exchange officer. As part of the Teview
process you were lalking aboul, the commiflee that reviews the projects, do
they have specific tools that they apply? Like at CIDAwe have an analytical
framework that we apply to our project designs and there is a certain standard
analysis including the social dimensions and environment and WID orgender
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equity. 1am just curious of this review committee has some sort of standards
that they follow as well, or guidelines? :

Dr. Holden: Yes the logical framework and thlngs that| showed you. There
has to be an environmental appraisal, there has to be an economic appraisal,
institutional, and social, as part of the projecl, a logical framework, and
stakeholder analysis, arisk analysis as well as ali the other budgetary issues.
mentioned that. Every single

Pa'dicipant 2: Thanks. |justhaveone otherthing. [t's sometimes hard tosell
like the social dimensions aspect and that. In CIDA the women in
development strategy took a while to take hold.

Dr. Holden: It has been successful, hasn't it?

Participant 2: Ithas been. They've used various techniques, and one was the
power technique; rejecting project proposals that didnt address the gender
element well enough. Butnow they even have awhat they call the WID awards,
and they review projects and come up with nominees for special projects that
have been quite effective, or unils that have come up with certain innovations.
Somelimes the advocacy has to be within the organisation.

Dr. Holden: Yes, thanks. Thats useful. We don'thave that. Did people hear
-that? Some organisations like Canadian CIDA, have rewards for people who
do things for example, the W|D award?

Participant 2: In this case, we have a WID network within CIDA, and the
analysts,  guess thatadvise. And annually, there is no real prize other than
recognition, butthey may select sore projects thatwere particulariy innovative
as far as WID aspects go, or even an area within their organisation will come
up with gender analysis guidelines of their own to apply to projects and then
communicate that to the agency. That's possibly a belter way of gaining
support for it than what we used to do in the past, which was more or less
rejecting projects.

Dr. Holden: Yes. | think making the case for the usefulness of what you can
offer is the most important angle. Show people that you are useful. Youhave
to really try to show you are part of the team that's working on it, and show thal
you are all working towards how fo solve problems together and to make this
project more effective.

The worst thing that can happen to you is that when you get these projects
which have been designed and they come across yourdesk and it's far too late
to do anything, butyou can see all sorts of problems, then that's really difficult
because what you wanlto do is lo say, this is a lerrible project. lthas lo be
redone, But you know you are not going 1o be very popular if you do thal. You

- may have to compromise and just offer whatever advice you can at that stage

and suggest that actually it wouid be a good thing if you were asked to be
involved earlier than you had been,
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Butit's tricky, and I think, it's again a function of the number of people. Ifthere
are only two social analysts in an organisation, they can'tdo very much, Bul
once you have a lot of people and they are working in teams, then they can
certainly be more effective and they can be seen niore as team players, and
not just a couple of people who are always there ready to make trouble

if you don't do what they want you to do. How many people here are :nvolved in
social analysis?

Participant 5: Just at the beginning.

Dr. Holden: Just at the beginning. Could you teli us a llltle bit about what you
are doing?

Participant 5: Aclually | haven'tinvolved much; just beginning. ButiJoined as
a member of water resource development in Mongolia, and mytaskis justto
do some social survey and give some hygiene education to the people in
Mongolia. So justl wanted to know how people do this kind of work. | have
some sources from a document, and also collecling some experience
through internet. But still | didn't don't have much experience because my
profession is rather public health, not sociology orienled. Maybe, as a
consullant, itis agood time to just expand my experience and profession. But
lam just a beginner. | cannolgive you some examples or experience at the
moment.

Dr. Holden: Yes, thank you very much. Well, ! hope some of the papers i've
given you today might be some help. Plenty of agencies have probably got
information on social issues which can be shared with people.

Anyone else involved with social analysis? Anyone who would like to be
involved with social analysis? Not many.

Participant 5: Ihaveaques!ion Althe beginning, when you make a project,
technical advisors are inwlved to make a project planning. Ae lhey
consultants, or who are they?

Dr. Holden: As | explained there are now about thirty social dewelopment
advisors. So we've pretty well got enough for each of our major regions tobe
invlved at least in some way with project design. They can't do everything.
They oftenidenlify consullants toworkin the team on their behalfl. Thatis how
we work. Mostly with single consullants. We keep a fairly large list of
consuitants in ODAwho canwork on social issues. Youmay or may notknow,
butin the United Kingdom, there is quile a reasonable tradition of university
courses where people can learn lo do social analysis, For example, the
Universily of Swansea, Centre of Dewelopment Studies, and the London
School of Economics, Edinburgh University, Sussex University. Andlam sure
there are many universities in America where you can do social analysis.
Canada; there mustbe umvermhes where you can learn social development
skills. Yes?
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Participant 2: Many university offers courses ...

Dr. Holden: Yes. And of course other European countries, especialiy Holland,
like the ISSin The Hague, have for many years offered these kinds of courses,
Alotof counlries. 1am notsure about Japan. We had some discussion about
this at lunch time about development studies, and it seems thal there are
some things going on, but maybe more things might go on in terms of socia!
development courses in universities. Anybody here representing
universities? Anyone here from a universily? Anyone here did a development
studies course in university here? Yes? Where did you do it?

Participant 8: Not here. In Manchester. | am supposed to teach social
development and gender analysis at one of the universities from next year.

br. Holden: Alright! Do you want to tell éveryone about that?

Participant 8: | am working for JICA as a gender and development expert.
From nex year, | am supposed lo teach at one of the universilies on social
development and gender analysis. Butihaven'treally thought about how Ican
go. Thaf's whylam here today, since it's a very big issue, and | also want to
deal with the social policy analysis as well. Maybe in your paper loday, you
might have mentioned, but | haven't gone through, but | am very much
concerned wilh the social policy analysis in the developing countries because
unless we do these macro level analysis from the social perspective, it might
te difficult to come down atthe micro leveldealing with the poverly and gender
issues, and {wanled to ask you today about how the UKODA has been, how do
you say, whether they have been intervening the developing countries’ social
policies in one way or another, like social welfare policies, labour policies, or
some legislation issues, and land reform issues. Unless you deal with this
level, it might be very, very difficull to do the social analysis at the project level.

Dr. Holden: Yes, lagree. |thinkitis possible totalk about two different things
because you are somelimes designing projects where you can have direct
assistance 1o people like the water sector, like within the heallh sector.

But certainly it neglected the macro level, and the area that | work is Africa, so
itis possible o work on the social issues at the macro levelin Africabecause
of the adjustmenlt, structural adjustment process. And what we have been
doing there is using contribution to that adjustment process as a means of
quite often contributing o things like land reform issues or studies on
employment policies or studies on the social impact of adjustment. Because
we are a part of the what's called the Special Program for Africa, which is the
donor group that meets twice a year to discuss with the World Bank, issues
around adjustment, we've also been able to influence the process, | think, in
terms of rying lo get much more sensitive adjustment policies which look at
the social issues. Notjustthe socialimpact, butthe social issues in things
like what economisis like to call the supply response. if you want adjustment
policies to work, you have to consider how people will respond to those
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policies. InAfrica, it's particularly important tolook at how women will respond
because they are major players in the agricultural sector.

You can influence, { think, the whole discussion and dialogue on adjusiment
through these donor coliaborative meetings around adjustment.

But that's Afnca Idont;eallyknow how it works mAsna Ilhlnktheadjustment

process is not the same in terms of donor invoivement. | certainly meet

Japanese colleagues atthe SPA meetings, tknow that Japan is a big playerin

the SPAprocess. Butlam notsure that JICAwould be involved in that. Who

deals with adjusiment program aid in Japanese a:d’? Would itbe the Forelgn '
Ministry?

Yes, wedo. Inasense, we have always tried to address the social policy atall
these different levels. It tends to be more the work of our economist
colleagues. Bul as | said before, we do try lo work closely with them in
identifying some of these issues. Does that help?

| think social welfare is a big problem because most developing countries
don't have the institutional capacily to gither identify or do anything aboul social
welfare. | think it's an area that needs alot of attention and thought because
many social welfare is provided by the family. We all know, and you know
yourselves, I'm sure, that the extended family is a major form of social security
support. And if that disintegrales, as ithas done in smany countries, and you
also have things like an increasing number of older peaple in societly,
increasing number of younger people in society, then you have increased
unemployment in the formal sector anyway. You have a lot of social problems
which countries find very difficuily to deal with. 1think it's an important areato
look at, which we haven't looked at so much.

Any more?

Participant 3: Your organisation chart of ODA-UK, to me il is quite ideal
organisation compared with JICA's approach.

Dr. Holden: You mean, you like it?
Participant 3: Yes.
Dr. Holden: OK.

Participant 3: Well, astonishing, Anyway, you know, yes{erday. in Lima,
things happened. Do you know?

Dr. Holden: Well, | just heard,
Participant 3: Urban guerrilia?

Dr. Holden: Yes.
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Participant 3: O.K. They are asking for fourilems to President Fujimori. One
item is ODAof Japan goes toonly for government - related people. [t dldn tgo
to poor people. They are quite angry with CDA of Japan.

. Dr. Holden: Yes

Participant 3: This comes from everywhere in Asian countiies also. Grant
aid project, for instance, | knew one in Thailand, Ayuthaya. The project in
Bangkok, theymade about 7 or 8 years ago, Thai cultural cenire in Bangkok
along the Chao Phraya River, Northern Bangkok. That time, Thai people
aggressively complained. This is a coloniatl praclice. After thal, Ayuthaya
project was JICA actually. itis grant aid project, historic museum in Ayuthaya
River, JICAlearned the crilicism, so applied committee member set up, not
only professional level, local people combined, onlymaybe representalives of
local people. And theymade manydiscussions before project starling time.
This was completed successfully. That's grant aid project.

By the way, in JICA, Social Development Division, in headquarters, Shinjuku,
the regional project including 2 lot of social development analysis give lo
consuitant in JICA case. JICA case, one-year or two-year project study do by
the consultants. And consultants, if they don’t concern social development
analysis or if they neglect, projectis studied. After it's studied, some of the
elements of project will be picked uplater. We have a big problem against no
communication with direct community people. Participation is quite far from
the JICA's project, usually.

What do you think? | would like to know criticism in terms of community
parlicipation in ODAin Japan. Could you give us criticism please?

Dr. Holden: |think raised the imborlanl question of consultants and notdoing
things.

We have the same problem in the sense that a lot of our projects are ... we
usually have abig role in designing and | think that's important. Butafter we've
designed, alotof our projects are then given to consultants toimpternent. And
I think the first thing that we have learned that you must do is the terms of
reference. Do you have terms of reference? Well, if you have terms of
reference that say that social issues must be developed ... if consultants are
involved with design, then youhave to say in thatdesign that they must look at
social issues. Theymust. Andthen if they don'l, they don't get paid. Thal's the
sanclion side ofthings, but if you are involving consultanis in the design, then
you can say that they should look at social and gender issues as part of their
contract. '

When they are aclually implementing, what is important, | think, in the
imptementalion is thal the project document is something that they slick toin
the implementation, and you have to make sure that they ... with the reviews
and the monitering, you can make sure that they do that,
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But  think if's also the expertise and the skilis. And we conlinue to have this
problem, that many of our consultancy companies that we use in the United
Kingdom, they may be rural development specialists, they may be
engineering companies, health organisations, and quite often don't have
people in their organisations that have these skills. And so, | suppose one
thing to do is try to encourage those companies to know more about these
things. This canbe quite difficult. AsI've said, the main way to doit is to make
sure thatthey are accountable for delivering against the purpose and the goal
because that what they have to do. And therefore, in order 1o achieve that
purpose and thatgoal, if thatinvolves community participation, they will have to
employ people in that organisation to do thatkind of work. But again, youcan
talk to consultants organisations. You may have to go and visit them and talk
to them, which we do sometimes. "

But it's mostly about accountability, for delivering what you have asked them to
deliver. And if it's very clear tothem that they have to deliver something which
achieves benefits for people and involves paricipation, then ! think that
consultancy company will respond by employing people who will be gender
specialists, will be participation specialists. It is really focusing on making
sure thal the project documentis tight and strong on these issues. All these
things require cffort at many different levels. Is that Q.K.?

Moderator: We don’l have mubh time left so this is the last question.

Participant 4: iI's not a question, but for your information, { would like to
mention a lifile bit about our system.

Before | joined the association, aclually doing the ODA sluff, | was an
environment impact assessment specialist in Japan. |think that the problem
we got when we are introducing participalory approach or logicatl framewaork,
the problem is same with whal we have with environment impact assessmenl
actually. Ithink there are three problems.

First one, we don't like transparency. In decision making process, nobody
knows in Japan. Even for huge project, we don't know who make decisions.
How can we do that in ODA? Butprobably, we can do that in ODA, but we can't
do in Japan. That's my standpoinl, Anyway, in Japanese environment impact
assessment, we excluded the social part or padicipatory approach part. We
only use the technical pait. We know the poliution. We know how much
damage we give o the emvironment, but we don't consider the social
environment, and also we don't consider about participatory part, or lo get
consensus. We don't do thatin Japan. In Japanese EIA it's only technical.
That is the first pomt :

And the second one is once we decide something, we don't wantto change.
Now JICA is introducing PCM, the same kind of method you are talking about,
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butit's very difficull because once we have the TOR or target group or whalever,
it's very difficult to go back. Thatis a second obstacle.

" And the third one is the wall between ministries. If we need effeclive project,
we can't deal only with industry or agriculture. We have to deal with poverty, or
public health, or whatever. But if they belong to different mlmstnes its very
difficult in Japan.

These three obstacles we are facing actually o introduce. Firstis decision
making process. l's not transparent in Japan. And the second one is, we
don'twantto go back. Once we decide something, we don‘twantto go back.
That's the second one. And the third one is the wall between ministries. That's
my comment on the situation that we have.

Dr. Holden: Right. O.K. Well thatwas interesling to hear. Just formyinterest,
if you don't mind if { just ask. Everybody has these problems in their
organisalion. [think this is true. Ours may be different but can somebody give
me any sense of whether they think, you know, there've been some significant
changes over the 12 months with respect tosocial analysis? Havetherebeen
some things which have changed or become different? No?

Participant 8: 1 am an agriculiural development specialist with JICA Now |
am requested torevise the manual for agricultural study. The main contentis
to include social aspecls in the study. That's a change.

Dr. Holden: That's a change, right. That's agricullural sludy?
Participant 9: Yes, agricuilurai development project.

Dr. Holden: OK. Right.

Participant 10: May | ask a question?

Dr. Holden: Yes.

Participant 10: Thank you very much. !knowlime has already passed so let
me just make something to say in shorter way.

There are so many criticisms including some constructive ways of opinions
too for the aid being done by Japan. There are so many things has been
raised, and | have no intention to denyit. Bul al the same time, Japan has
been ...well, lam not the personnel from the government. | am just belonging
lo JICA, one of the administrative staff. Butthrough the past experiences for40
years of the aid programs being conducled byJICA. those comments which
have been raised today to you is, if itis individual opinion, i's O.K. Butlhope,
{dare lo say, please take is as one ofthe Japanese opinions. { have gol a
different oplnlon
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| have no intention to argue with those people who have been showing some
differentideas against mine because of the shorlage of time. Bul anyhow,
Japanese are trying to make it better for doing belter aid, especially for such a
kind of very big issues, which you have also mentioned in connection with
ODA's activilies through the transparencies on the screen:

We are trying to find out so-called ways and means, or in your terminology,
tools and instruments, how we can manage to approach to the place where
aclually aid is needed. | don't say nothing has changed. Many things have
been changed. Of course, it might be rather slow in steps. We are considered
to be very quick tempered nationals, but at the same time, trying to keep the
traditions for a long time. Through such a kind of circumstances and
environment, we have been trying to change the ways and means of the axd for
the developing counltries as well as the policy itself.

As 1 just said, | am notthe representative ofthe Japanese government, just
one of the Japanese citizens. Butanyhow, such akind of efforts are tryingtobe
done.

As for todays topics, social analysis programs, we have been trying to
introduce it step by step. Say for example, such a kind of ODA's logical
frameworks, we have also introduced. Now, we are introducing something
like the logical frameworks into the formation of the prolecls as much as
possible.

We have been trying tom ake some difference of approaches, sayforexample
to the poverty, say forexample for the rural development, say for the fields of the
so-called primary health care, education, and so on. 1 myself, even though
sometimes |feel something irritating for making things better in quicker way,
that means, in other ways ittakes time. Butanyway, Japan and JICAis also
trying to introduce such a kind of way of thinking, atthe same time tools and
instrumenttoo, for the belterment to the direction which we are thinking we -
should have to go for that.

This is just as one of the JICA staff, | would like to mention it. Of course, thisis
also one of the Japanese cilizens opinions.

Now, want to make a question, if you don't mine. There are two things. You
have mentioned about human development. And under those four broader
items, there are so many individual issues included, including the poverty
eradication or lessening, and so on. {n conneclion with such a Kind oftopics,

how is ODA is thinking about the issue of the poputahon? This is one
question.

Another question is in connection with the business community. Business
community, you have mentioned. Commercial community, | don't know how
do you call it. That terminology sounds a liite bit peculiar for Japanese,
because business, ifitis literally iranslated into Japanese, itmakes a different
sense among the ordinary Japanese., But anyway, in connection with the
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business circles, how you could manage toinclude them because so far as |
understand through your explanation, nothing can be found from their
side. I mean to say the merits fo try to be involved in the activities of ODA.

Thank you very much, if you are very kind enough to reply to me.

Dr. Holden: Right. O.K,, the population. Yes, we are concerned. The main
emphasis we place on poputation apart from the vsual issues of too many
people, which is one issue, bul the main way we lry tolook at it is through the
health, from the health aspect; that people, particularly women, should be able
to exercise choice and should be able to have control over their fertitity. We do
have quite a large program of support to what we call reproductive

health, which is the whole area of men and women's health with relation to
reproduction, reproductive aclivities. We have quite large family planning
programs, which we again tryto design so that they are sensitive to people's
cullural needs as well as their health needs. We do have that as part of our
human development objective, quite a lot of emphasis.

In fact, health, in our organisation, our ODA, is health systems reform,
reproductive health, and HIVVAIDS. Those are our three areas of focus. We
don'l getinvolved with large scale medical facilities anymore or hospilals very
much. We are mostly focusing on those three areas.

The business community. | am sorry if | gol the wrong word. Whatshould |
have said? The commercial sector. Yes? No? Well, anyway, there are
cerlainly examples of some businesses who have cared about the community
in which they have worked. We have a tradition in Brilain of some companies
who try to care for the workers. Probablyin Japan the same. You've heard
about Cadbury's chocolate. Chocolate? Cadbury's? Fry's? Those chocolate
companies were founded on the basis of providing supporl and services and
communilies around those industries. There is some tradition of support.
And in some parls of the world, say for example South Africa, British
businesses have contributed quite a ot lo communily servces during the
apartheid regime. There is some tradition of businesses being involved in
what we might call phifanthropic activities. We are hopeful thatwe may be able
to persuade them to be even more interesled.

. But companies are already interested in this business of environmental. |
mean, companies have been interested in environmental labelling. Have you
had that here? You know, you can go into a shop like a big supermarket and
find products that have environmentally friendly products. Yes? Well, whatwe
are thinking about is things that could be said to be socially friendly products.
You know, this product has been produced without child labour involved or
something. Thatkind of thing, already some companies are responding and
do have codes of practice. Again we think we have some hope. We have
some hope on this that we can do something.

Can ljust say, because we are going 1o close now, Ithink. | would just like to
saythank you very much for sort of sharing your ideas and thoughts openly
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with me. lhope this meeting was not seen in anyway as critical. {twas meant
really as a very frank exchange between people ofthe issues around trying to
do social development, to do social analysis, and | verymuch appreciate the
opportunity to meet with you, and | hope we will be able to continue the
discussion. Should you need any additional papers or information, then
please feel free to contactus, Same as if we wantinformation from you, we will
be contacting yourselves.

Moderator: O.K. Thank you very much, Dr. Holden. The lecture was very
interesting and informative. And also we had fruitful discussions. 1think this
leclure today is certainly useful to think of our future aid program. Again, thank
you very much indeed for the leclure.
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Appendix 1

AIMS WORK OBJECTIVE -

. Develop inteilectual capitai around themes

L Share and disseminate good practice

. Monitor impact
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AIM 2: HUMAN DEVELOPMENT

Social Policies and Systems

. Direct assistance to poor and vulnerable people for
greater livelihood security

. More positive assistance to women and girls to
enhance their status |

. Enhanced opportunities for very poor and
marginalised individuals through appropriate
safety net provision |

. Protecting and strengthening social capital
CONSULTANT NOW WORKING ON HOW THIS

WORK CAN BE CAPTURED, MEASURED AND
REPLICATED MORE WIDELY
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DIRECT ASSISTANCE TO POOR PEOPLE

. Project Design

. Understanding of poverty as multi-dimensional -
not justincome but access, vuinerability, individual
wellbeing, power relations, ethnicity, gender
dimensions rights

. Participatory methods for collecting information
~and using it

. Working with institutions that mediate poverty:
Land, common property resources, savings and
credit

« - Direct assistance in emergencies
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PROJECT DESIGN

. Process Approach - allows for flexibility of
approach. Project has to be responsive to
peoples’ needs

. Social Analysis - identifying social issues routinely.
Now 29 SDAs

. Increasing use of participatory methods -
©  BAs In Civil Service Reform in Ghana
©  Malawi Primary Schools |
@  Police Project in South Africa

. Stakeholder Analysis in all project submissions -

identifies both primary (beneficiaries} and
secondary (implementing agencies)
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POVERTY AS MULTI-DIMENSIONAL

Collaboration with NGOs for innovative

approaches -

©  BRAC, Bangladesh

© NGO Botswana working with remote area
dwellers
Looking at peoples’ practical needs
(Natural Resource Management, Small-Scale
Enterprises)
Also addressing the role of rights in
improving access to development
opportunities

©  Looking at the role of information (radio etc)
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ENHANCING STAKEHOLDER PARTICIPATION IN AID ACTIVITIES

INTRODUCTION

PART ONE: DEFINITIONS AND ISSUES

WHAT iS STAKEHOLDER PARTICIPATION?
Stakeholders

Stakeholder participation
WHY STAKEHOLDER PARTICIPATION IS IMPORTANT

WHO PARTICIPATES?
Primary stakeholders

Secondary stakeholders

HOW CAN STAKEHOLDERS PARTICIPATE?
Key issues for partnership with primary stakeholders

Key issues for partnership with secondary stakeholders

THE APPROPRIATE DEGREE OF PARTICIPATION
Negotiating stakeholder participation in aid funded activities
Selecting the appropriate degree of participation

Costs and benefits
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~ PART TWO : PARTICIPATION IN PRACTICE

6.  POLICY AND PROJECTS
Policy reform
Ptojécts
The process approach

The project framework

7.  METHODS FOR ENHANCING PARTICIPATION
Monitoring and reviews
Diagnosis and studies
Training

Communication

B. CHECKLISTS FOR ENHANCED PARTICIPATION
Partnership with key seco'ndary stakeholders

Critical features for primary stakeholder participation
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INTRODUCTION

Extensive consultation within ODA, including workshops in London and
Kathmandu, showed that many stalf are convinced of the benefits of
participatory approaches, but also aware of some of the pitfalls and
constraints. Their experience is reflected in this Technical Note (TN), which
synthesises our own existing best practice. It also draws on guidance and
expetience from other aid agencies, including btlaleral donors NGOs and
the World Bank.

These agencies, like ODA, are still defining and developing appropriate tools
and methods for enhancing stakeholder participation, There is no biueprint,
The conditions prevailing in the secipient country, the Country Strategy, the
economic, social and institutional characteristics of the sector and the
professional resources available both in couniry and in Britain, must
necessarily produce a great deal of variation in possibilities and
opportunities. Although there is convincing evidence of the benefits of
participation in some specific sectors, including economic reform,
management of water resources, urban development and {forest
conservation, no development agency has as yel undertaken a-cross-
sectoral study of the costs and benefits of participation throughout lhe tife
cycle of an aid assisted activity.

This TN provides guidance, rather than prescription. Itis supplemented by
two guides for ODA staff on measuring participation and doing a
stakeholder analysis. Additional guidance may be prepared if there is
demand. In due course the Note will be revised to incorporate further CDA
and other doner experience in practising participatory approaches. Training
in participatory approaches to project cycle management is already under
way and will continue. '

Enhancing participation is key 10 our Good Government objective. The TNs
on institttional Development, Risk and the Process Approach, as well as the
Social Development Handbook are also relevant to some aspects of the TN.

Part One provides defmmons and descnbes the extent to whzch we can at
the moment answer the questions of why, when and how to encourage
stakeholder participation. It explains why participatory approaches are
important for a sustainable and effective aid programme. It describes how
to identify key stakeholders through stakeholder analysis and lists key
issues for partnership with these other stakeholders. A series of steps are
provided for negotiating participation of other stakeholders in ODA-financed
activities; and the extent to which participation is feasible, sensible and cost
effective is explored in relation to the type of aid and sector,

Part Two is concerned with specific practice in different kinds of aid
activities. It recommends an initial stakeholder apalysis at an early stage to
be incorporated in the Project Concept Note, and then further refined for the
Pyoject Submission, with revisions during annual reviews, Participatory
approaches are then described in connection with the process approach and
the project framework. Methods for enhancing participation during the aid
activity are identified; and the TN concludes with Checklists.
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; PART ONE: DEFINITIONS AND ISSUES
1. WHAT IS STAKEHOLDER PARTICIPATION ?

Stakeholders

1.1 Astakeholder is any person, group or institution that has an interest
in an aid activity, project or programme. This definition includes both
intended beneficiaries and intermediaries, winners and losers, and those
involved or excluded from decision-making processes.

1.2 Stakeholders can be divided into two very broad groups: those
with some intermediary sole - secondary stakeholders - and those ultimately
affected, primary stakeholders, who expect to benefit from or be adversely
affected by our aid. ODA is a secondary stakeholder, with its own
perspective, culture and agenda, ODA-related secondary stakeholders may
include consullancy companies, training institutions and British NGOs. In
a typical education project, other secondary stakeholders might include the
Ministty of Education, the Ministry of Planning or Finance, local
government, suppliers of text books, teachers’ training institutions, teachers
and their trade unions, and owners of private schools. Primary stakeholders
are potential schoo!chn!dren and their parents.

1.3 Stakeholders are groups of people who share a common interest, for
example “"the consultancy company”, “the project management®, "the
villagers®, "the local authorities” etc. But, within any of these, there are
sub-categories of stakeholders with differing interests which they may or
may not be prepared to subsume in the general collective interest. Analysis
might conclude that the concept of "villager" as a collective stakeholder is
quite meaningless because the various groups of people living in a village
have so little in common; some villagers might consider that they have more
shared interest with the representatives of the local authorities than with
their next door neighbours. Similar issues arise in formal institutions, such
as government ministries, Competition between departments or individuals
may be stronger than commitments to the institutions as a whole. There
may also be cross-cutting interests, such as on an ethnic basis, both within
the institution and affecting outside relationships. Care is therefore needed
in using terms like "recipient government® to recognise the variely of
interests invoived.

Stakeholder participation

1.4 Participation is often used to mean a number of different kinds of
activity and confusion may arise when the term is used without specifying
which is meant. For example:;

(i} a person can be said to participate by the very fact of agreeing to
interact, such as coming to meetings but remaining silent;
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(i) people may participate in management or implementation of a
project, through active involvement (such as in the operation and
maintenance of infrastructure);

{iii} people may participate in the governance of a programme of
project. This could include consultation about sector objectives and
setting the criteria by which project success might be measured.

This Note defines stakeholder participation as a process wheseby
stakeholders - those with rights {and therefore responsibilities} and/or
interests - play an active role in decision-making and in the consequent
activities which affect them. It encapsulates the second and third aspects
listed in the preceding paragraph: within this definition, greater or lesser
participation of the various stakeholders can occur at various over-lapping
stages in the delivery of aid. Enhanced participation of other stakeholde:s
in our aid programme requires a conscious and planned strategy by ODA.

2. WHY STAKEHOLDER PARTICIPATION IS IMPORTANT

2.1  The purpose of aid is to erhance the economic and social
development and well-being of recipients. This means fully taking into
account recipients’ views on objectives and how they are to be achieved.
it is a question both of principle and practice. The principle is that people
should be {fully involved in issues concerning themselves and the society in
which they live, And effectiveness and sustainability depend practically, in
part, on the commitment of interested parties {stakeholders}). Thus
participation is a central element in achieving aid objectives.

2.2 Participation contributes to the chances of our aid being'efiect'ive and
sustainable because: -

. it is more effective because, in drawing on a wide range of
interested parties, the prospects for appropriate project design
and commitment to achieving objectives is likely to be
maximised. :

U It is more sustainable because people are more likely to be
committed to carrying on the activity after aid stops, and more
able to do so given that participation itself helps develop skills
and confidence.

2.3 Evaluation findings from the [nstitutional Strengthening and NGO
Syntheses show that the most successful projects proved te be those -
where the project objectives coiresponded to the priorities of pariner
institutions and beneficiaries, and where the local institutions and
beneficiaries were regularly involved in decision-making at all stages of the
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projectcycle. Enhancing participation is an integral part of the Project Cycle
Management approach.

2.4 By enhancing stakehalder pa‘rticipation we aim to strengthen local
ownership of our aid activities - in structural adjustment programmes,
teacher training projects or parastatal reform, as much as community level
projects. 1t also means encouraging and helping our institutional partners
become more participatory and responsive to the other stakeholders,
-paiticularly their clients. And in this assistance we are more credible, and
therefore effective, if we practice the same principles of responsiveness,
transparency and accountability with our aid recipient partners

2.5 Participation should reduce the risk of failure. But it is not a
guarantee of project success. Achieving participationis noteasy. In any aid
activity there may be confhcung interests among recipients as well as
among others involved in the project or programme. It may result in
conflict, it can have significant costs in time and it means that institutions,
including ourselves will have to change the way they go about their
business,

3. WHO PARTICIPATES ?

3.1 The extent to which ODA resources in time, people and money
should be directed towards stakeholder participation should ideally always
be a function of the activity itself. In practice, the conditions prevailing in
the recipient country, the Country Strategy, the economic and social
characteristics of the sector and the professional resources available, both
in the UK and in the country, must necessarily produce a great deal of
variation between projects in this respect. Prescription as to the extent or
kind of participation in. relation to types of projects or sectors is not
possible. Nor is it desirable, bearing in mind that the eventual decision will
be based on a negotiated agreement with other stakeholders.

3.2 As there is no blueprint for participation, how do we reach a
judgement about whom we think should participate {remembering that other
stakeholders may have other views)? The universe of stakeholders is
potentially boundless. We can set parameters by deciding that only key
stakeholders should participate. Key stakeholders are those who can
significantly influence the project, or are most important if ODA’s objectives
are to be met. Both primary ‘and secondary stakeholders may be key,

3.3  Stakeholder analysis is & tool which helps us discover the key
stakeholders in any aid-assisted programme or project. It is the first step
in helping us decide, from our perspective, whom we believe should be
encouraged and assisted to participate.

3.4 Stakeholder anélysis aims to: .
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* identify and define the characteristics of key stakéholders;

* assess the manner in which they might a{fect o be affected
by the programmelpro;ect oulcome, -

* undersland the reiatlons between stakeholders, including an
- - assessment of the real or potential conflicts of interest and
expectation between stakeholders; : '

o assess the capacity of different stakeholders to participate.

The outside intervention by an aid agency, bringing additional resources into
an area, may in itsell create new stakeholder groups which previously did
not exist. Stakeholder analysis must be repeated at intervals during the
project cycle to ensure that the invelvement of such groups is adeguately
addressed and also to check whether the situation of original stakeholders
has changed.

3.5  Stakeholder analysis differs from /nstitutional analysis which is
concerned with looking at the approptriateness and effectiveness of
institutional arrangements and assessing the strengths, weaknesses and
development needs of individual organisations. Supplementaryguidancecon
how to do stakeholder analysis is available from the Seocial Development
Department. Institutional analysis is described in the TN on Institutional
Development, : ‘ ' '

Primary stakehotders

3.6 In most cases, other than in field visits during review missions, it is
untikely that advisers or administsators will come into direct contact with
primaty stakeholders. ODA-related secondary stakeholders, such as TCOs
or consultants will establish more sustained contact but even they will
generally be working through others in order to achieve primary stakeholder
participation. :

3.7 There are no particular sectors where primary stakeholder participation
is more needed than others. More important than sector is type of project.
Participation of primary stakeholders is essential in projects which are
expected to have a direct positive impact on defined groups of people.
included here would be slum improvement projects, rural health or
population projects, agricultural projects targeting small farmers, skills
training for the unemployed/landiess, small scale enterprise, rural water
supply projects, primary education and forestry conseivation projects.

Piimary stakeholder participation is also essential when they are to be
negatively affected by the project outcome, for example with the
construction of a road or airport which may require resettlement cr create
a potentially dangerous environment. Sometimes primary stakehotders, who -
believe their interests or livelihood is threatened by the project outcome,
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may win the support of secondary slakeholders, such as NGOs, a local
newspape: or a Member of Parliament.

3.8 anary stakeholders may patticipate in a project as individuals, for
example entrepreneurs in a small business promotion programme; and
information and consultation can take place an an individual basis through
‘the use of audio-visual materials, interviews and questionnaires. But if
participation is stronger than this, and involves a partnership between
primary stakeholders and the implementing agency - in a rural water supply
project, for example - then some kind of alliance or association will need to
be established by those sharing a common interest. This is sometimes
referred to as popular participation, replacing the earlier usage communily
participation which implied the existence of a homogeneous community -
often not the case.

Secondary stakeh.olders

3.9 As with primary stakeholders, stakeholder analysis will reveal those
who will benefit from the outcome and those whose interests are
threatened. The focus should be on those secondary stakeholders whose
influence can have a significant effect on cutcomes. Our daity work in ODA
involves a constant intercourse with other secondary stakeholders: UK-
based consullants, represeniatives of the implementing agency, the relevant
line ministry, the ministey of finance or planning, other donors who are co-
financing the project. Others may be equally significant in terms of project
feasibility but with whom we may have no direct relationship, for example
fundamentalist religious leaders in a Pakistan population project, trade
~unions in a railway restructuring project or factory owners in a vocational
training project. Our concerns for their participation may be mediated
through one of the other secondary stakeholders, such as the line ministry
or implementing agency. Out of sight should not mean out of mind.

3.10 In considering which secondary stakeholders we would like to
participate in our aid activily, our primary consideration must be their
potential for affecting the livelihoods and welfare of the activity's primary
stakeholders and to influence achievement of project objectives. The box
overleaf illustrates how negotiations between various secondary
stakeholders {including ODA} can strengthen the project’'s viability,
effectiveness and sustainability.

3.11 -Stakeholdér analysis may reveal different sets of stakeholders within
an institution, men and women for example. In the example provided in the
box below, ODA supported the views of the women staff members because
we believed this would further out objective of reducing poverly among the
primary stakeholders,
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PRIMARY ARD SECORDARY STAXFBOLOERS IR PROSEIRA

Primary stekeholders are pocr prople vho are actusl or potential mesberyr of Proshika.
People vary in che extect and oanner of their poverty, Prosbika's meabars are dravn froa
the ranke of merginal peasant houssholds and wrban slua duvellers, as well sy froo
landiess households. In all vhese categories, women's poverty Ls greater,

Froshits addresses this heterogensity (and tharefore possible conflicts of dateresc)
sscng the primary stakeholders by establishing separate groups, brsed on gender,
cccupation and sconcmic status.

Secondary Stakebolders fovclude Proshike epd ity dopors, governsent and ths local sad
national crganisations, such as other BSOs, and fundamentalist ocginlsatioans, sffccted
by Proshika’s agproach to developavot. Potential d{flerences batveen the doncrs have besn
sinfaised through agresment to common fund and eonitor the prograome. Governmant hay
sanctioned the programze through dts NGO Affalrs Buresv. - Proshike is managing ici
relaciens with fundazentalist organisations through the Associntion of Davalopment
Agenczies of Bangladesh (ADAB).

Proshike's fntarnal manegement style is open and stresses collectiva deciston making.
Decislon meking {s lers centrelized than chat of other Bangledesh No0s, for example BRAC,
Tvo major instlitutional challenges face Proshiks and teflect different stakeholdars’
concdrns. Fhrsy, the organisation hay to tetaln fts spprosch to soclsl and economic
developnent through evpoverment wvhile instilling the organizacionsl discipline, necassizy
to vun the expanded credit programze - & dlscipline which donors see »s cecessary for
their further support.

Second, Proshiks has to strengthen its gender and development goals, Men and women
zezbers of Proshika ave uregual sets of privary stakeholders because although there sre
sore voaents groups thao wen - snd the wozen's groups function batter -wozen are under-
represantsd in the higher-level wesetings of zesters at the union and district level, This
reflacts & simllar problen for pald staff ia Proshika, where despite efforts to redress
the Intalance between men and vomen in mansgement fositions, Prosbika s acill & "woman-
unfriendly” working tovironment., Uander pressure from Bangladeshi women activlste, 3
wonen's tosrdioaticn unit {3 balng esteblished to eddcess this dfrauce.

Adspted from PEC Submissica

3.12 Another example of possible conflicts of interest is in public
administration reform projects, which aim to improve the efficiency and
effectiveness of the civil service and thus benefit the primary stakeholders:
the citizens of the country. To achieve these benelfits, there may be a
requirement to reduce the size of the workforce to pay higher salaries {and
thus enhance motivation] to those remaining. Without careful planning,
there is the likelihood that staff faced with redundancy will resist reform;
this can be overcome with suitably designed compensation measures which
are designed in consultation with those potentially negatively affected by
the change. ' _ :

3.13 Systematic information exchange and consultation between
ourselves and other secondsry stakeholders contributes to reducing
misunderstandings and possible conflicts between them and ourselves, Our
own practice in this respect also signals to other secondary stakeholders in
the public sector the advantages of a more open style of government.
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4. HOW CAN STAKEHOLDERS PARTICIPATE 7

4.1 Stakeholder participation as a process whereby those with rights and
or mterests play an active role in decision-making and in the consequent
activities which affect them.  This section examines what is meant by
"active role” and describes the different kinds of roles that can be played
by a key stakeholder. Steps required for helping us decide the role we
would like for aurselves, and the roles we would like others to play, are
described in the next section (para 5.1}

42 From any stakeholder’s perspective, participation can be seen as a
spectrum mode] with a range of possibilities:

* ‘being in control and only consulting, informing or manipulating
other stakeholders;

. partnership {equal powers of decision-making) with one or
more of the other stakeholders;

* being consulted by other stakeholders who have more control;
* being informed by other stakeholders who have more control;
* being manipulated by other stakehoiders.

43 No one likes being manipulated. We should be aware of past failures
where participation was in fact an attempt to make people contribute jabour
of money in an activity in which they had no interest, and from which they
perceived they would receive no benefit. But the other parts of the
spectrum are all equally valid roles, selected on the basis of the specific
cecumstances. The manner of any. stakeholder’s participation may well
siift over the duration of the programme or project. This change in roles
wdl be a reflection of the dynamics of the project and will need to be
megotiated between stakeholders. It should not be assumed that all
stakeholders want to be at the top end of the spectrum. For example CDA,
il sufficiently confident about the competence of the other secondary
stakehoklers, might be content to be consulted or even simply kept
iformed. if, on the other hand, progress is slower than expected, we may
wish 1o shift from consultative status to becoming a fully fledged partner.
ur intentions and reasons for wanting this should be clearly signalied.

44 Partnership is the type of participation in which two or more
stakeholders share power equally in the management of the activity.
Partnership may be necessary for more effective and sustainable aid activity
but it will not work by simply wishing for it. {tis achieved by a conscious
and informed effort in design and implementation,
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4.5 Key issues for partnership with primary stakeholders

* Primary stakeholders may lack the political power or institutional
means for their views 1o be taken into account. Jhe principal.output
of a project’s first phase may be the development of representative, .
decision-making institutions, such as_user groups or village ot
neighbourhood committees. '

* They may also lack the appropriate information for effective
decision-making. Training programmes may be needed or agcess to
the_ media provided; there may be a case for providipg literacy and
numeracy skills. ‘

* Some primary stakeholders are more poweiful than others.
Targeted activities may be needed to include powerless groups such
as women, children or ethnic minorities. There is a strong pragmatic
case for supporting aclivities where poor people or women have the
onportunity to ephance their economic or social status while the rich
or more powerful do not perceive themselves as losers,

* Primary stakeholders may view the time and money costs of
participation as being too high compared with the benefits expected
from the project’s outputs, information, consultation, plapning and
management activities must be designed to respond to this challenge
or the project fundamentally restructured to teduce costs to primary
stakeholdars,

*  The fegitimacy of a particufar group’s participation may be
challenged by other primary stakeholders: for example, in a forestry
conservation project, the rights of nomadic cattle herders to
participate in joint forest management or the rights of women to sit
on a village water committee. We must decide whether_the good
government _or__human tighis - ptinciple involved is_sufficiently
important to insist on full participation despite any adverse impact on
the participation of others.

* Efforts at partnership may be undermined by the non-participatory,
hierarchical management structure of the implementing agency.
Communications may break down because the local-level,
community-based workers are aclively discouraged from being
themselves involved in project decisions. [n_such a case piiority in
a first phase of a project should be given _to_jnstitutional change
within _the main__ implementing__agency, _gather__than primary
stakeholder participation, ‘ : :

* Cerlain categories of secondary stakeholders seek to répresent the
interests of primary stakeholders, for example local NGOs who
sometimes have a management structure and values system not

-52-



conducive to primary stakeholder partnership. When we seek to
involve local NGOs in a project we may have to provide teaining and

- gonsultancy support for them, as well as for the main implementing
agency, (see box below) ' ' '

H CRATERIA FOR IDENTIFTIRG PARTICLPATORY RGOS

+ Participation is an objective of the RGO (wission stetement as well #s reports

i of sctusl practice) '

* Iterative planning, iuvvolving consultation with primary stakeholders, is used

) by the HCO.

* The pricary stekeholders have a positive pereeption of the NGO

* The BCO norvally estadlishes cost-sharipg arcangezents with teneflcfaries to
enhance ovaership and tustainabilicy

. Bottez up sccountability mechenires are in place ii
" * The NCO has a flat zmanigesent structure and bighly decentralited autkoricy

A Proporticn of field to haadyusvters staff is high

» Hea and wemen stafl exployed s¢ all wapagenent levels

+ Staff incentives and trslning support particifation. )

- Degree of *gridustion® of elient groups snd “tureover™ or withdraval of

intensive fleld attention over time.

Adapred frea World Bank®s Participatien Seurce Book

Section Eight provides a checklist of points for enhancing primary
stakeholder participation. :

4.6 Key issues for partnership with secondary stakeholders

* Aid recipient institutions, such a line ministry or parastatal, may
“usefully be seen as clients or customers. As in any well-run

business, we seek to stick close to the client and to involve them in

shaping the project outcome which they will eventually own.

* However, aid differs from business because the donor agency
provides resources and therefore may wish to call the tune. Uneqgual
power relations may affect the potential for partnership between
ourselves recipient institutions. We need lo_review our_own
behaviour and atlitudes to ensure_we _are not sending _out
inappropriate signals when negotiating with our aid partners,

* Conflicts of interest are likely to exist both between and within
stakeholder osganisations. These may not always be recencilable and
there may be reluctance with attempts to do so. But the project
design must easure lhat such conflicis are not "killer assumptions®,

* Nor does a participatory approach from ODA necessarily ensure a
full and open dialogue.r There may well be hidden agendas.
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orksnogs and_log-frame team_exercises_at an eg[ly_ﬂage in_the
project cycle may well help 10 teveal some of these agendas so that

we can consider how best to deal with. them in subsequent
negotiations on areas of disagreement,

* Technical Cooperation should be viewed as a two-way transfer of
skilis within and between primary and secondary stakeholders, rather
than expertise going from us to them. TC is a means to a joint effort
to address problems. We must take into to account and build on the
indigenous knowledge and skills available in the recipient institution.

* There may be significant cultural differences in the way ODA and
other secondary stakeholders go about our business. Training in

cultural awareness and communication_skills_is necessary for ODA
staff and the consultants and TCOs who wotk for us.

Section Eight provides a checklist of point for enhancing partnership with
key secondary stakeholders

5. THE APPROPRIATE DEGREE OF PARTICIPATION
Negotiating stakeholder paiticipation in aid funded activities

5.1 The following steps can help us decide the role of ourselves and the
other stakeholders. The detail with which they are followed will obviously
depend on the type and size of the activity we are funding.

{1}  Identify the other stakeholders by means of a stakeholder
analysis.

{2}  Decide on the stakeholder role we ourselves wish to play in
the activity. For example, do we wish simply to prowde funds
and be copsulted about progress or do we want to be full
partners? Which circumstances, if any, would merit our taking
contiol?

{3}  Decide when and how we would tike participation by the other
stakeholders. For each stage in the activity key tasks should
be identified, with the respective role of each of the
stakeholders, including ourselves, spelt out,

{4) Drawupa part:c:panon matrix {see box at top of next page}
for each of the main institutional stakeholders {(and summarise
conclusions in Project Concept Note and first draft of logical
framework). The groups to be involved, from senior levels in
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donor and recipient institutions, down to primary stakeholders
at the consumer end, are entered in the boxes of the matrix.

{6)  Use this matrix as a basis for negotiation in workshops with
other secondary stakeholders and thereafter through
participatory appraisal and other methods with primary
stakeholders and agree on the role and responsibilities of each.

{6}  With other stakeholders revise matrix as necessary during
course of implementation.

5.2 The participation matrix should be seen as a dynamic tool which
provides a means for identifying potential areas of disagreement between
the various stakeholders. It does not literally have to be used in meetings
with government institutions or village commiltees but the underlying
rationale should be made transparent. Projects fail because the various
stakeholders have different and conflicting expectations about their roles.

PARTICIPATION MATRIX

nforn Consult Partnership Contro!

Kentification

Planning

Implementaton

Monioring and
Evaluation

5.3 Stakeholders have varying degrees of power and access to
information; some may fack the organisational basis for negotiation - indeed,
at the identification stage intended beneficiaries may not even be aware
that they are stakeholders in this aid activity. The participation matrix is
likely to be used at this stage for negotiations between ODA and perhaps
only some of the concerned formal institutions on the aid secipient side,
with informed guesswork about the possible type of participation from
beneficiaries and other institutions. But agreement as to how to include
these other stakeholders so that they can be involved, as appropriate, in
subsequent negotiations is essential. This may often mean aid-funded
activities to enable less powerful stakeholders to organise and equip
themseh 2s for negotiations.



Selecting the apptopnate degree of pamclpatmn

5.4 A country_strategy will be mfluenced by aid talks and othes
negotiations with senior representatives from the central poticy making units
of aid recipient governments. A wider range -of recipient and UK-based
secondary stakeholders could potentially be involved in this process. Dutch
officiat aid, for example, has established a process of inviting academics,
NGOs and consultants from both the Netherlands and the aid tecipient
country to provide information and to give their views on the key challenges
facing the country concerned and to make recommendations concerning
Dutch assistance. Representatives from other official donor agencies
involved in this country are also invited to attend to exchange information.

5.5 Generally, secondary stakeholders from regional or local goverament
or the private or voluntary sectors are not likely to be involved in any way
at this stage - nor will primary stakeholders in our aid programme, other
than through the normal democratic channels by which citizens influénce
governmenl policy.

5.6 Sector strategies should always be developed, implemented and
evaluated in partnership with key local secondary stakeholders. These
should include secondary stakeholder organisations representing the
interests of primary stakeholders. Setting up of special commitlees,
consumer councils or other arrangements may be needed to ensure the
views and needs of less influential primary stakeholders are included.

5.7 At any slage in the project cycle, different stakeholders may wish to
participate in different ways, depending on the discrete project activily. For
example, at the implementation stage, the teachers’ trade union may only
wish to be kept informed about the pragress of the school building
programme, while the parents’ representatives may wish for management
partnership in actual construction of the new schools, On the other hand,
the parents may wish to be kept informed in curriculum development,
whereas the teachers’ unions desire to be consulted.

5.8 In projects where there is only an indirect or limited impact on
specific local populations, we may decide that investment in primary
stakeholder participation in management or implementation of the project
is probably not cost-effeclive. The primary stakeholders may not even want
this, although we would normally seek to ensure that adequate information
and consultation procedures are in place. In such a case, primary -
stakeholders may only participate in the "governance® of a project. This
leve! of parlicipation could include consuitation about sector objectives and
the normative criteria by which project performance would be measured -
evaluation of impact (para 1.4). :
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5.9 All those in a parlicular stakeholder set may not wish to participate
actively for most of the time. A small and active primary stakeholder group
may want to be involved in day-to-day management of a project which
directly concerns the wider community, such as a water supply system:
others may prefer simply to have a high quality, reliable water supply
system at a reasonable price. However, these same people may feel that,
if some probtem arises during implementation, they shoulid have the right or
ability to have their voice heard.

Costs and benefits

5.10 The costs and benefits of participation will be differentially calculated
by all the stakeholders, primary and secondary. QDA has learnt that
participatory approaches early on may often save time later by uncovering
and overcoming problems which would otherwise hinder implementation.
But costs for secondary stakeholders, including ocurselves, may be high:
particularly the cost of delays in preparation and implementation arising
from the need to consult and negotiate with the other stakeholders.
Participation slows down disbursement and hinders necessary short-term
management activities. 1t may also take up scarce administrative and
advisory resources, Complete participation results in complele inertia. The
longer term benefits of participation must be calculated against the short-
term costs. A secentl Wosld Bank study indicates that participatory
approaches to project preparation correfated significantly with rapid
disbursement once the loan agreement had been signed. No one has as yet
looked at the costs and benefits of participation through the whole life-cycle
of a project. After the initial stakeholder analysis and preliminary
consultations, a selective approach is advised. Not all our aid activities can
or need be equally participatory.

5.11 The time factor may, however, be an excuse for organisations keen
to avoid participatory approaches, when they are aware that significant
stakeholders, if permitted to be involved in the decision-making process,
might strongly disagree with the line of action proposed, Narmada Dam is
a case in poin!,

5.12 There is no standard method available for calculating the costs
and benefits to ODA of enhancing stakeholder participation in relation to a
particutar sector, type of aid activity or aid recipient country. Such a
calculation must be undertaken on a case-by-case basis drawing on all the
information available and using the guidance in this TN, particutarly taking
into account the key issues summatised in paragraphs 4.5 and 4.6,
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PART TWO: PARTICIPATION IN PRAQIL__F.

6. POLICY AND PROJI:CTS

6.1 Evaluation studies are not yet able to indicate the form, scale and
depth of participation required in different contexts and in different types
of project, to achieve more effective development commensurate with the
costs. We are all still learning, and there are no "wrong™ or "right”
participation strategies. But we can provide sules of thumb and some tools
for planning and implementing a participatory approach. This and the
following section oulhnes these.

6.2 Thereis a specuum of possibilities from which we, as one of the
stakeholders, can choose. These are not mutually exclusive, The rofe of
ourselves and other stakeholders in an aid activily may variously move
backwards and forwards across the spectrum from - information to
patinership to control during the lifetime of the project. Various degrees of
patlicipation can be encouraged at all levels of aid activilies, and with a
wide range of institutional stakeholders. Spending departments will need
to consider the human and financial resource implications in practising
participation. Stalf training may be needed and skilled facilitators and other
resource persons identified for working with groups of stakeholders. Lastly,
while ODA has the right to make a judgement on the extent of participation
it wishes to include in a project, we should be aware that other
stakeholders may reach different conclusions. We should be prepared to
discuss their views.

Enhancing participation in policy reform

6.3 Al this leve! our aim should be to encourage broader participation and
consensus building in the process .of designing policy reforms. More
participatory approaches are necessary in order to negotiate reforms which
are both politically feasible and adapted to local circumstances: policies
need well-informed local adaptation, difficult to achieve if reforms result
from rushed, donor-led missions, proposing solutions from a standard recipe
"book.

6.4 At the macro-fevel {economic reform, poverty assessments, public
expenditure reviews) the work on the donor side is under World Bank
leadership; the main implications for ODA are to encourage the Bank to
enhance local ownership of policy decisions. Ensuring that institutional
stakehelders in the aid recipient country are the originators and owners of
their country’s policies, and publicly accountable for them, is a necessary
first step to more broad-based and poverty-focused participation in policy
farmulation. At this level, the relevant institutions are essentially the core
central ministries, such as Finance. Where policy making in government is
weak, hidden from view and not accountable, measures to strengthen -
processes of government may be appropriate, including encouraging greater
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openness on policy issues. Efforts may also be made to strengthen
capacity outside government to contiibute to healthy debate on policy.
Donors also have a key role in ensuring that the views of poor and
marginalised people are heeded, since these are groups least likely to be
heard through representative institutions. Indicators of local ownership
include whether the recipient government has a clear and consistent vision
and by comparing stated priorities with public expenditure patterns.

. Peogrezse Add Peyond Structeral A4justmaot .

*Sectorsl policles and programmes should be prepared by locsl stakeholdets. A
significant proportion of extsting investzent 2ssistance i for operationy that hava been
Largely prepared by foreign consultents with varyiog degrees of endorsizent frow
reciplent goveroments. The vezson for this heavy external involvement lier in the
1imited bunsn end financisal rescurces of reciplent countries to prepare operations that
wart the critoria of the donor sgancies vithin the time frase required by dooor sgencier,
Bowever tha result of the hsavy external fnvolvement is that doncr-funded programmes
often enjoy limived locsl owanership, and local stakeholders often stem less concerned
about success or faflure then their foreign sponsers®

from Stephen Denning {World Bank) Progrsamxe Ajd Beyond Styvctural Ad{ustmept

6.5 The box above argques the need to make people and local
organisations aware that they are stakeholders in aid-funded programmes.
Participatory approaches at the sector level can range from:

- donor consultation and joint ownership with central or
provincial government;

- consultation with and involvement of intermediate
organisations and other secondary stakeholders;

- systematic involvement of primary slakeholdergtoups in policy
making and strategy building.

Costs to donors are some loss of control over the contents of the poticy;
possible diminution of the technical quality {(although this is debatable); and,
possibly, increased expenditure of time and money. On the other hand, the
benefits are a greater sense of partnership; increased credibility; a country-
specific policy based on local knowledge and enhanced ownership; and
easier adoption of recommendations.

Projects

6.6 Participatory assessments for sector planning can provide some
guidance concerning primary stakeholders’ interests and priorities for project
investment. However it is still usually the case that projects are identified
by the donor agency and the concerned aid recipient institutions without
any detailed consultations with beneficiary or affected populations, in many
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cases this would be impracticable. For example, large-scale infrastructure
projects, such as an electricity supply project, would not normally involve
the direct participation of the ultimate beneficiaries in identification of the
project On the other hand, the scope for stakeholder participation should
always be reviewed at the design stage. Those directly affected, such as
people living on the site of 2 hydro-electric dam should be at the very least
consulted about the design of the reseftlement programme. j

6.7 Stakeholder analysis is_advisable for all projects and should . be
repeated at ed at intervals throughout the project cycle, A first attempt should be
made at the identification stage and summarised in the Project Concept
Note. The analysis will be refined and strengthened as further information
becomes available, We should first do an internal ODA exercise and then
seek to do a further exercise in partnership with recipient institutional
stakeholders. Subsequent participation, in project design orimplementation
of those affected by the project, will need to be decided as a tesuit of this
analysis. No prior assumptions should be made that this is a sectos or type
of project unsuitable for broad-based participation. For example, aid for
privatisation might be more effective if the participation of employegs was
encouraged through share ownership, because this would give everyone in
the enterprise the chance of a stake in the transition; and of consumers, if
analysis showed they were also key stakeholders.

6.8 A realistic time-scale for the proiect should be established in the
Project Concept Note. This is essential because of the long lead times
required for parlicipatory projects and to guard againsl pressure to
compress project preparation for quicker spending.

The process approach

6.9 Participation in projects with a process approach is likely to be more
significant throughout the project cycle because planning is iterative. For
locally specific, community-based projects, phase one might be to support
the development of local organisations by which peopte can make their
opinion known. Only then are specific project objectives and outputs
decided upon for implementation in the second phase. The box on the
following page provides an example from an agricultural projectin western
India. Note that the tevel and type of paslicipation is different for each
stage. . : i :

6.10 A similar approach will also often be appropriate in working with
formal institutions, such as ministries or parastatals, especially where-
orogrammes of institutional change are involved. For all such projects a
panticipatory appreach is important: ensuring, as far as possible, appropriate
consultation within institutions, with other institutional stakeholders, and,
as - appropriate, with primary stakeholders. This may raise issues of
participation for the institution which are of wider significance and
application. :



THE KRIBHCO PART]CIPATORY PLANNING AFPROACH:
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6.11 A project with a participatory process -approach s

characterised by:

* comprehensive assessment of sectoral and institutional
capacity jointly shared between key secondaty stakeholders;

* . mutual understanding and design of any support project or
© main project;
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* jointly-shared implementation and learning process between
relevant ODA (and other donors] and recipient counlry
implementing agency{ies);

* building of capacity at individual, institutional and passibly
' sectoral level;

* reviews and evaluation which include all key stakeholders,

including primary stakeholders, if these have been identified as
key; '

* the proiect being designed and implemented to ensure that
learning takes place for all key stakeholders, including the
donor; and '

* the project having a measurable impact, with indicators for

measurement identified and agreed by the key stakeholders. .

The Project Framework

6.12 Development of the Project Framework should invoive aid recipient
stakeholders. The Project Cycle Management (PCM) approach emphasises
the importance of participation of stakeholders in a *meeting of minds” to
agree the project purpose., At the start we will aeed to identify which
stakeholders we believe should be involved in the development of a
framework, while recognising that, in turn, these stakeholders may identify
others who should contribute to the process. The PCM approach can be
used most easily between donor and aid recipient institutions but the broad
elements of the approach should be used with all other interested parties.
ODA so far has little experience with developing a project framework with
stakeholders other than formal implementing agencies. However other
donors, such as the Germans (through GTZ), have reported that the project
framework approach can be used successfully with other stakeholders,
including those with minimal levels of formal education. Participatory rural
appraisal techniques (7.6) may assist in developing appropriate cross-
cultural frameworks.

6.13 in designing the project framewaork the principal stakeholders need to
be involved in agreeing objectives, outputs and activities; in determining and
weighting risks (assumptions); and in identifying indicators for measuring
progress. Stakeholders may well select different indicators. Minimally we
should expect to include some of our own indicatoss, some from the main
implementing agency and some from the primary stakeholdess. Experience
of several NGOs has shown that participatory processes using people’s own
indicators can generate quantifiable and time-bound indicators which relate
to outputs relatively easily. Although indicators of purpose and goals are
more difficult to develop in a participatory fashion, it is possible; and in fact
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debates with the other stakeholders on this issue have often started to
show up differential objectives not only between beneficiary stakeholders
but between them and the implementing agency, leading to a changed
project purpose. This may need careful handling if, for instance, approval
has been obtained only to appraise a project with the original purpose.

6.14 In proposing 1o other stakeholders the process by which the project
framework is agreed consideration must be given to how decisions are
made in that particular cultural and institutional context. The PCM
approach must be adapted to local circumstances and allowance needs to
be made for the time it will take praject partners to become accustomed to
this approach, Other planning methods should not necessarily be excluded
for certain stages of the project framework.

6.156 The effectiveness of participatory strategies during project
implementation will be strongly influenced by how projects are monitored
and what information is documented. This requires indicators for progress
in participation, as well as the more usual indicators for achieving outputs.
The same participatory approach, described in the previous paragraph, can
be used to determine indicators for measuring this also. This will probably
not be possible unti! some time into the life of the project. However, we
may include at the very start some of our own indicators for measuring the
participation of other stakeholders {eg number of institutions/groups to be
formed, level of representatfon of different social actors, proportion of
population participating in project-inspired activities etc). A supplementary
guide is available on how 1o measure and assess participation, with
examplies,

7. METHODS FOR ENHANCING PARTICIPATION
Monito'ring and reviews

7.1 Mechanisms for parlicipatory monitoring need to be developed
during the project design stage in partaership with the implementing
agency. Monitoring should not be seen as an ODA "policing” activity.
Instead, monitoring should be seen as an integral part of the implementing
agency’s aclivities, supported by periodic joint reviews with ODA. The
extra time spent in developing key indicators of achievement with .
stakeholdess is an important investment in the success of the project,
teading to a sense of greater shared commitment among the various
stakeholders, Local intermediary organisations should be identified who
would be responsible to the implementing agency for much of the
monitoring, with ODA providing support and technical assistance as
necessary. :

7.2 Conventional periodic review missions often involve a large GDA
inter-disciplinary team and repsesentatives from a range of recipient
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institutions, joined in co-financed projects by representatives from other:
donors. Meelings often concentrate on senior bureaucrats in urban centres,
which means that the viewpoints of beneficiaries, representatives of local-
level institutions and of field workers are not taken into account. Because-
such review missions tend to be large, hierarchical and formal, even field
visits fai!l to establish any seal communlcallon with jumor ofﬂcnals and

primary stakeholders, o ‘

7.3  Possible strategles to overcome these problems include:

* designing review missions as a series of visits, rather than all-
inclusive single visit: one component cf such a review would
be a preliminary participatory field visit, using participatory
appraisal techniques {para 7.5},

* Avoiding large "and, for some stakeholders, intimidating
meetings where lower leve! sta{f or women beneficiaries may
be afraid to speak out. Smaller, more informal discussions may
help to elucidate more "truthful® opinions.

Diagnosis and studies

7.4 The aim of participatory diagnosis is to enable stakeholders to define
the problem and decide what needs to be found out in order to design’
solutions.  Participatory diagnosis means. that knowledge is not the
monopoly of the most powerful or informed stakeholders. Shared
knowledge is essential if stakeholders are to wortk as partners in project
implementation.

7.5 Of the various participatory research methods for development
piactice, the most commonly used is Participatory Rural Appraisal (PRA).
PRA is a method which allows local people living in urban {despite its
namel} as well as sural areas, to access, understand and share with others
the knowledge which is already present within the community. In many
situations PRA is a much more effective research method than the use of
large-scale surveys. PRA can be done at all stages of the project cycle but
it is not without its problems. Communities are not monofithic and people
may have very differing views on the issues and problems confronting
them. While those carrying out PRA will certainly be aware of the necessity.
to gain access to the views of less advantaged groups, such as women and
ethnic rnmonues, they may find this very difficult.

7.6 Itis not possible to carry out an in-depth anthropological study in-
each and every community affected by development assistance; knowledge
has to be gained and decisions leading to action reached fairly quickly in the
context of development aid. PRA certainly provides a better tool for coming
to sensible, locally acceplable decisions than top-down strategies which:
impose an outside view of the problems facing a community and which ask -
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queslions based on extraneous assumptions. But it must be borpne in mind
that the picture gained through PRA is necessarily an incomplete one, And
even PRA takes time and money.

7.7 Participatory approaches can also be taken in diagnostic wark on
formal institutions. Rather than having an essentially external assessment
of institutions and options for the future, the diagnosis and planning may
better be undertaken in a participative way. Methodologies include
combining traditional interviewing techniques with working groups,
workshops and group discussions. Activities may be aimed at developing
understanding of issues and various parties’ perceptions on them - or they
may have a more directly action-oriented purpose. Often an external
facilitator has an important role in helping s group work towards agreeing
objectives and a plan of action.

Training

7.8  Much in-country project-related training is tailor-made to the needs
of project staff and other stakeholders. Trainers should be encouraged to
use participatory approaches. Use of these methods encourages the
participants to become conscious and informed actors. It is a methodology
which can be used both in training on a particular technical subject and in
activities aimed at strengthening people’s capacily to organise themselves
and to change and strengthen their own institutions. The underlying
principles are equally applicable to large public sector organisations and to
village development committees.

7.9 These training methods are increasingly used to assist employees of
hierarchical stakeholder institutions develop the capacity to develop
partnership relations with the other project stakeholders - as for example in
joint forest planning and management. :

Communication

7.10 Participatory communication means listening as well as speaking, We
need to be aware of the misunderstandings which may arise as a result of
differences in experience, language and culture. We also need to recognise
the pelitical dimension to access to information: innovative methods may
be required to reach those who most need the information and who are
least likely to get it.

7.11 Participatory research methods can also be used for effective
communication with marginalised or politically excluded groups. Effective
methods may also be based on using indigenous media and cultural forms
such as street theatre, puppets, wall paintings, popular music and songs
ete, Other methods include study tours when stakeholders meet
participants in other projects and radio broadcasts with tistener feedback.
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Coseunicating with pensiocers sbout Land privatfeatics

ODA's »id to the forzer Soviet Unlon includes support to 3 pilet projaet foc
privatisation of state fares io Rizhniy Novgorod. The size of shaves to be distributed
in the privatisation process is related to length of services on the faru; prasfoners are
thecefore key stskehclders in the process. OPA looked at on-farm couzunications end
discovered that wany elderly pensioners wvere not aware of hov the privatisstion precass
would aflest them. VWhile Informaticn was freely avatlable st the farm sdoiniscrative
offices in the central vlllage, and public weetings wevre held, 1t way difficule for
elderly pensioners 1i{ving cutside the centrel village to have 2ccess to the informatien
provided fn this vay because of §1)-health and Jatk of transport. Consultants therefore’
reccenecded s mobile inforvation dissecication procedurs, visiting varicus locations st
pre-determined intervals throughout the restrueturing procers.

8. CHECKLISTS FOR ENHANCED PARTICIPATION

8.1 This seclion identifies some of the steps to be taken to enhance the
participation of other stakeholders in our aid-funded activities, The first part
relates to developing a stronger partnership with those aid recipient
institutions who act as intermediaries between ourselves and aid’s primary
stakeholders, particularly that institution {the sponsor) which has the main
interest and responsibility for implementing the project. Transpatent and
accountable partnershiprelations between curselves and ourinstitutional aid
partners are intrinsic to encouraging them to develop a similar relationship
with their stakeholders. The second part of this section summarises the
basic principles for primary stakeholder participation in aid-funded aclivities.

Partnership with the key secondary stakeholder({s)

8.2 Much of what follows is already being practised or being planned in
one way of another by different parts of GDA. Il represents a menu of
possible activities; they are not all appropriate in ali cases.

® Identify sponsor_institution: at project identification stage
ensure there is at least one stakeholder institution (or a
number of people within that organisation} really committed to
the idea of the project.

* Provide information: provide as much information about how
ODA functions as we seek to obtain about the functioning of
the aid recipient institution. Examples would include offering
to show a video or distribute pamphlets about the work of
ODA in that particular secter or country. Make it clear what
we can and cannot do in terms of our own rules and
procedures.

* A shared vision: attempt to involve a wide range of staff from
the sponsor institution. Seek agreement on the pro;ecl s goal
and purpose. :
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Technigues: learn about the project design tools of the
sponsor organisation. Introduce key secondary stakeholders
to participatory logicat framework planning. Draft LogFrame
in collaboration with other stakeholders and revise at regular
intervals during design and implementation stages, including
agreement on participatory indicators.

Project design: consider providing the opportunity for sponsor
and other key stakeholders to visit similar projects elsewhere
in the world; and also of establishing a pattein of exchange
visits between UK and their own country so that they come to
us as well as we go to them. '

Consultants: make full use of local consultants wherever
possible for project preparation; provide training in ODA
procedures as necessary. With all consultants (expatriate or
lacal} endeavour to ensure maximum continuity of personnel,

Stakeholder analysis: with the partner {sponsor} institution,
identify the other key stakeholders in the project and agree
how these can be involved in the project design.

Planning workshops: with the sponsor institution, and
assistance of a loca! facititator, organise a planning workshop
for all significant secondary stakeholders and representatives
of primary stakeholders; if necessary encourage a series of
preliminary workshops for different stakeholders. to ensure
everyone as an equal voice.

Participation matrix: use as described in 6.9 above and
summarise conclusions in Project Concept Note,

Risk analysis: with pariner institution and other identified
stakehoiders, identify and rank the principatl sources (including
ODA and the other stakeholders) areas and types of risk and
agree a risk management plan.

Process approach: identify which elements of project need a
process approach; ensure sufficient time and resources for
institution building for sponsor organisation and other
stakeholders.

© Project appraisal: seek agreement to include participation of
all key stakeholders who wish to be invoélved {including
representatives of relevant institutions of civil society and the
private seclor). _
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# Institutional appraisal: involve institutions as much as possible
in institutional appraisal; ensure consultants have suitable
approach and skills. Use task forces, wortking groups etc to
tap in-house knowledge and ideas and to develop ownetship.

* Conditions: identify with sponsor institution action and
decisions necessary for success and discuss futly any
condmons for our involvement.

' Proiectapproval consider inviting tepresenlative(s} from the
sponsor institution to parlicipate in final ODA approval
process.

‘ Appointment of TCOs: consider inviting a representative from

sponsor/pariner organisation to sit on selection board or take
short-listed candidates to be interviewed in the aid recipient
country.

Participatory aid to the bealth rector in Zaadie

Folloving inftial Interviens in Lendon, the five short-listed cindidastes vore fiown to
Lusskas for the €inal stage of the zelection process. After an inleisl beiefing by the
Hinistry teaz and the BHC, the candidacer vere taken avay by their laoblan counterparts
to spend 1-2 days at the {nstitutfoas they wvould B working at. This allowed the velavant
Project Hanageneot Groups. othar stakeholdsts, and the candidates to Lateract clossly
with each other. Subzequently an open “recinir style™ weeting war held {vith over 20
Ministry patticigants) vhere each candidate pade 3 20 minute presentaticn-on thelr
analysis of the situation they ctserved acd the stratagic agproach thay would vake to
addressing the project objectives. They vere also reguivred to make a perscnal statenent
about themselves, fccludicg thele wotivation to work ia Zacbla and why tie Zazblans
shculd be convinted that they had the expertise and perscnal skills co brlog edded value
to the continued foplementation of the health reforms. This was followed by a lively
guestion and answer sessfon, with scxe sharp interrogation frem the avdience.

Extract fron bealth adviser®s missfon pesert

* Menitoring visits: spending department to provide report in
advance of the visit on the extent to which ODA considers it
has been successful in delivering agreed inputs, in exchange
for a report from the sponsor institution about the extent to
which it has achieved agreed outputs. Write monitoring report
or aide memoire as joint effort with agreed joint action plan
and revised project framework.

# Evaluation: critesia for success to be mutually agreed in
advance {design stage) and also to include other stakeholders’
indicators, ODA’s performance to be included.

8.3 Critical features for primary stakeholder participation
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Institutional capacity: a project’s first phase may need to
focus on the developing autonomous institutional capacity to
give primary stakeholders adequate bargaining power vis-a-vis
other stakeholders.

Conflict management: negotiating systems mray need to be

developed for handling conflicting interests between different
groups of local stakeholders; the project management may
usefully funcuon as arbiter.

Iransgarency: all stages of project activities publicly visible,
including decision-making processes.

Access to information: adequate and tirnely access to pro;ect
information for all.

Accountability: agencies involved in project management and
implementation are procedurally and periodically answerable to
the people being directly affected or involved, as well as to the
citizens of the country in general

Meaningful choice: people, women as vvell as men, participate
in a.voluntary manner without being compelied or otherwise
ieft with no other choice.

Decision-making: institutional mechanisms established for
consulting people in defining the nature of the problem prior to
the goals and purpose of the project being irrevocably fixed.

No_"right answer": recognition that there may be multiple
solutions to a problem. The solutions of other stakeholders
may be as viable as our own and choice therefore depends on
negotiated agreement. The experts’ “best" may be the enemy
of the possible,
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GUIDANCE NOTE ON HOW TO DO STAKEHOLDER ANALYSIS

5

The Technical Note on Enhancing Stakeholder Participation outlines the
reasons and scope for participation. Effective sirategies for stakeholder
participation must be based on good analysis of individuals, groups, and
institutions with an interest in a project. The Technical Note states that
stakeholder analysis is advisable for all projects.

1 Iniroduction: What, Why, When, Who and How Much?

i.1  This guidance supplements the Technical Note on Enhancing Stakeholder:
Participation, and provides practical hinls on how to do stakeholder analysis, and how such
analysis can be used.!

1.2 The Technical Note on Participation explains why parlicipatory approaches aré important
for a sustainable and effective aid programmie. It describes how to identify key stakeholders
through stakeholder analysis and lists key issues for partnership with these other stakeholders.
A serjes of steps are provided for negolialing parlicipation of other stakeholders in ODA-
funded activilies and the extent to which participation is feasible, sensible and cost effective
is explored in selation to the type of aid and sector. The TN recommends an inilial
slakeholder analysis at an early stage to be incorporated in the Project Concept Nole, and
then further refined for the Project Submission, wilh revisions during annual reviews.

What is stakeliolder analysis?

1.3 Stakeholder analysis is the identification of a project’s key stakeholders, an assessment
of their interests, and the ways in which these interests affect project riskiness and viability.
It is linked to both institutional appraisal and social analysis: drawing on the information
deriving from these approaches, but alse centributing to the combining of such data in a
single framework. Stakeholder analysis contributes (o project design through the logical
framework, and by helping to identify appropriate forms of slakeholder participation.

Definitions

1.4 Stakeholders arc persons, groups or inslitutions with interests in a project or
programime. Primagy _stakcholders are those ultimately affected, either positively

! This guidanceis based on a draft commissioned from the Centre for DevelopmentStudies, Swansea.
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(beneficiaries) or negatively (for example, those involuntarily resettled). Secondary
stakeholders are the intermediaries in the aid delivery process. This definition of stakeholders
includes both winners and losers, and those involved or excluded from decision-making
processes.

1.5  Key stak e.hglde[s_ are‘lhos'f;_who can significanily influence, or are impottant to the
success of the project {according to ODA’s priorily policy objectives and project purpose).

Why do a stakeholder analysis?

1.6  Stakeholder analysis helps administrators and advisors Lo assess a project environment,
and to inform ODA’s negolialing posilion in project lalks. More specilically, doing a
stakeholder analysis can:

t draw out the interests of stakeholders in relation to the problems which the
project is secking to address {at the identification slage) or the purpose of the
project (once it has slarted).

' identify conflicts of interests between stakcholders, which will influence
ODA’s assessment of a project’s riskiness before funds are committed (which
is particularly important for proposed process projects).

¢ help to identify relations between slakeholders which can be built upon, and
may enable “coalitions” of project sponsorship, awnership and cooperation.

* help to asscss the appropriate type of parlicipation by different stakeholders,
at successive stages of the project cycle.

When should it be done?

1.7 Stakeholder analysis should always be done al the beginning of a project, even il it
is a quick list of stakeholders and their interests. (Most people do this already, il only
informally). Such a list can be used to draw oul the main assumptions which are nceded if
a project is going to be viable, and some of the key risks. Thus, stakeholder analysis will
contribute to the drafling of a log frame.

1.8  \Whenever log frames are re-considered during the life of a project, a stakeholder

analysis will be useful. This means that annual monitoring missions and mid-term reviews
should include stakeholder analysis as part of their tool-kit.

Who should do the analysis?

1.9 The tools and exercises outlined bejow can be used in a parlicipatory fashion, similar
to the Project Cycle Management (PCM) approach to log frames. Drawing up lists and
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diagrams in such a manner can share and clarify information quickly. Certainly, a team
approach is likely to be more effective than an individua) doing the analysis alone.

1.10 Howeves, stakcholder analysis often involves sensitive and undiplomatic information.
Many interests are coverl, and agendas are partially hidden. In many situations there will be
few benefits in lrying to uncover such agendas in public.

How much time should be spent?

1.11  The following seclion describes a basic methodology. The type and scale of the

projeclt, and the complexity of the issues, should dictate how much time al any slage of the
project cycle should be devoted to the task.
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2 How {o do a Stakeholder Analysis

2.1 There arc several steps to doing a stakeholder analysis:

N
(i)

(iii}

draw up a "stakeholder table";

do an assessment of each slakeholder’s importance to project success and their
relative power/influésnice;

identify risks and assumptions which will affect project design and success.

2.2 This section outlines the abave steps in a little more detail, providing some rules of
thumb and checklists.

S(akeholder Tables

2.3 To draw up a slakeholder table:

¥

identify and list all potential stakeholdess.

identify their interests (ovest and hidden) in rclation to the problems being
addressed by a project and its objectives. Note that each stakeholder may have
several interests.

bricfly assess the likely impact of the project on cach of these interests
(posilive, negative, or unknown).

indicate the relative priority which the project should give to each stakeholder
in meeting their interests (this refers to priorities derived from QDA’s policy
and project objectives).

(Sce page seven for an example of a stakcholder table.)
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Identifying the stakeholders and creating a list

2.4 Stakeholders can be listed and categorised in various ways. One starting point is to
divide a list inte primary and secondary stakeholders. Box 1 provides a quick checklist to
help draw up a Jist. : -

2.5  Primary stakcholders are those people and groups ullimately affected by the project.
This includes intended beneficiaries or those negatively affected (for example, those
involuntarily sesettled). In most projecis primary stakeholders will be categorised according
1o social analysis. Thus, primasy stakeholders should often be divided by gender, social or
income classes, occupational or service user groups. In many projects, calegories of primary
stakeholders may overlap {eg. women and low-income groups; or minor forest users and
ethnic minorities). :

2.6  Secondary stakeholders, including ODA, are intermediaries in the process of

delivering aid 10 primary stakeholders. They can be divided into funding, implementing,

monitoring and advocacy organisations, or simply governmental, NGO and private sector

organisations. In many projects it will also be necessary to consider key individuals as

specific stakeholders (eg. heads of depariments or other agencics, who have personal interests

at stake as well as formal institutional objeclives). Also note that there may be some informal
groups of people who will act as intetmediaries. For example, politicians, local leaders,

respected persons with social or religious influence.

2.7 Within some organisations lhere'may be sub-groups which should be considered as
slakeholders. For example, public service unions, women employees, specific calegories of
slaff.

Box 1: Checklist for Identifying stakehiolders
* have ali primary and secondary stakeholdersbecn listed?
have atl_polcnlia!sup;iouersand opponentsof the project beenideatified?

has gender analysis been vsed Lo idemtify differenttypes of female stakeholders(at
both primary and secondary levels)?

have primary stakeholdersbeen divided into userfoccupationalgroups, or income
groups? '

have the interests of vulnerable groups (especially the poor) been ideatified?

are there any new primary or secondary stakeholderstbatare likely lo emergeas a
resull of the project? '
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Drawing out stakeholders’ interests in relation to the project

2.8  The resulting list of stakeholders forms the basis of a tabulation of each stakeholder's
inteiests in the project, and the project’s likely impact on them.

2.9  Box2 provides another checklist to help think about the possible interests which a
stakeholder has. By going through this chcckhsl interests for each stakeholder in the initial
list can be drawn out,

2.10  ‘The likely or actual impact of the project on these interests should also be assessed
(only in simple terms). Expected project impacis on various stakeholders’ interests can be
classified into posilive, negative, uncertain and unknown,

2.11 A secent draft stakeholder table for a proposed private sector population project in
Pakistan provides an illustration (see example 1). This shows how each slakeholder has’
several interests, The proposed project will have a positive impact on some of those interests
- but not all. The table also identi{ics the relative priorities to be given 1o each stakeholder,
according to ODA policy and project objectives.

Box 2: Checklist for drawing out inlerests
Interests of all types of stakeholdersmay be difficull to define, especially if they are "hidden”, or in
contradictionwith the openly statedaims of the organisations or groupsinvolved. A rule of (thumbis to
relate each stakeholderio eitherthe problems which the projectis seeking o address {if at an carly
stage of the project}, or the establishedobjeclives of the project {if the pl’OjCCl is already under way).
Interestsmay be drawa out by asking: _

* ‘what are the slakeholder’s expectationsof the project?

* what benefits are therelikely to be for the stakeholders?

* what resources will the slakeholderwish to commit {or avoid commilting){o the project?

*+ what other interests does the stakeholderhave which may conflict with the project?

* how does tbe stakeholderregard others in the list?

Informationon sccondary stakeholdersshould be available from institulionalappraisals; informationon
primary staketioldersshould be available from social analyses. Especiallyin the case of primary

stakeholders, many of the interestswill have to be defined by the personswith the best "on-the-ground”
experience. Double check the interests being ascribed to primary groups, 10 confirm that they are
plausible,

-9 -



Example 1: Stakeholder table for a proposed prwate sector populallon project,
Pakistan (simplified and adapted)

Secondary Stakeholders | Inlerests Potential Relative
project priorities of
impact interest

Ministry of Population * Achievementof targets {+) .

Wellare * Conlrol over funds & aclivities ) 3

* Avoid liability for any negative .
reaclionsto contraceplivepromotion | (-)

Pharmaceutical * Sales volume ' (+)

companies, & * Profils (+/) = 2

distributers * Public image (+})

ODA * Institulionallearning (+)

* H & populationobjectives (+) . =2
* Short-termdisbursemeots ()

* Conserving stalf inputs M

* Avoid liability for any negative

reactionsto contraceplive promotion | (-}

Primary Stakeholders

Lower-middie income * Reproductivechoice (+}

gIOUDS * Cheapercontraceplives -1 =]

Women * Reproductivechoice (+) :

: ! Enhancedhealth (+) =1
* Stalus (-/+)

"External® stakeholdess

Islamic clergy * Social and religious influence (+4) 4

Traditionalbirth * Private incomes ) 5

altendants

Explanatury note: As a private sector project, the Ministry may perceive a loss of control over

resources. Several of the secondary stakeholderswith posili\c interestsin the project are wary of the
social and religious influence of the clergy on public opinion {(and thereforetheir image). The clcrgy
are identified as a stakeholdergroup posing potentialrisks to the project. :
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Assessing the Influence and "Importance” of Stakeholders

2.2 Key stakeholders are those which can significantly influence, or are important to the
- success of the project. Influence refers 1o how powerful a stakeholder is; "importance” refers
to those stakeholders whose problems, needs and interests are the priority of ODA's aid - if
-these "important” stakeholders are not assisted effectively then the project cannot be deemed
a "success".

2.13 By combining influence and imporlance using a matrix diagram (see example 2),
stakeholders can be classified into different groups, which will help identify assumptions and
the risks which need to be managed through project design. Before outlining this matrix,
ways of assessing influence and imporiance are suggesied.

- Assessing influence

- 2.14  ]ollugnce is the power which slakeholders have over a project - to conirel what
decisions arc made, facilitate its implementation, or exert influence which affects the project
negatively. Influence is perhaps best understood as the extent to which people, groups or
organisations (ie. stakeholders) are able to persvade or coerce others into making decisions,
and following certain courses of action.

2.15 Power may derive from the nature of a stakeholder’s organisation, or their position
in relation to other stakeholders (for example, line ministries which control budgets and other
departments). Other forms of influence may be more informal ({or example, personal
conncclions to ruling polilicians). It may also be necessary to consider stakeholders whose
power, and therefore influence, will increase because of resources introduced by the project.

2.16  Assessing influence is often difficult and involves interpretation of a range of factors.
" By way of example, some of the factors that may be involved ate illustrated in box 3 below.

I Box 3: Variables affecting stakeholders’ relative power and influence

-} Withia and belween formal organisations For informal interest groups and
primary stakeholders

Legal hierarchy {commandand control, budgetholders) | Social, economicand political status
Authoiity of leadership(formal and informal, Degree of organisation, consensus and
charisma, political, familial or cadre conneclions) leadershipin the group
Conteo! of strategic resources for the project (eg Degree of control of stralegic resources
suppliers of hatdware or other inputs) significant for the project
Posséssion of speciatist lmcmledgc {cg. engincering Informal influence through links with

{ stafl) _ other stakeholders

| Negotiating position (s{renglh in relation to other Degree of dependenceon other

| stakeholdersin the pm;ec{) ‘ stakeholders
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Assessing importance to project siccess

2.17 lmpertanse indicates the priority given (by ODA) to satislying stakeholders’ aceds and
interests through the project. Importance is likely to be most obvioiis when stakeholder.
interests in a project converge closely with ODA’s objectives. In general terms, these
objeclives are defined by the PIM System, but in telation to a project, can be taken from the
logical framework’s goal and purpose. '

2.18 Importance is distinct from influence. There will often be stakeholders, especially
unosganised primary stakeholders, upon which the project places great priority (eg. women,
resource poor farmers, slum dwellers, ethnic minorities etc). These stakeholders may have .
weak capacity to participate in the project, and limited power to influcnce key decisions. A
checklist for assessing "importance” (o the project is provided in box 4.

2.19 The matrix example overleaf, for a proposed population project, shows that satis{ying
the interests of women and lower-middle income couples (unorganised primary stakeholders)
is of high imporlance to the success of the project, even though they are weak in terms of
their influence (see also the stakeholder table in example 1).

2.20 Conversely, the Islamic clergy also appear in this matrix example as a stakeholder
group with a high degree of influence on the project, but whose interests are not targeled by
the project. '

Box 4: Checklist lor assessingwhich stakeholders are important for project success

When assessing importancelo project success, use these "checklist" questions, the answers to which
niay already be suggested by the informationexisling in slakeholdertables:

* which problems, affecting which stakeholders, does the project séek to addressor

alleviate?

for which stakeholdersdoes the project place a priorily oo meeling their needs,
interesls and expectations?

which stakeholderinterests converge most closely with policy and project objectives?

Combining influence and importance in a mairix diagram

2.21 Importance and influence can be combined by using a matrix diagram. This is done
by positioning stakeholders in relative terms according to the two broad criteria in a two by
two malrix (similar to a graph with vertical and horizontal axes). This exercise in positioning
will indicatle relative risks posed by specilic stakeholders, and the potential coalition of
support for the project. These findings will inform projecl negotiations and design.-
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Example 2: Maltrix classification of stakeholders according to relative influence on, and
importance to, a proposed private sector population project, Pakistan

High imperiance

A B Stakeholders (*)
*5
4 +9 (Secondary)
3 1 Ministry of PopulationWelfare
' 2 Pharmaceulicalcompanies &
distributess
‘t 30DA
] {Primary)
D C 4 Lower-middle income groups
5 Womean
(External)
6 Istamic clergy
7 . 7 Traditionalbirth attendants

Low importance Low influence High influence

Explanalory note: implicatiens of Importance / Influeace analysls of the Pakislan example
preject

Boxes A, B and C are the key stak¢holders of the project - those who can sigoificantly
influence the project, or are most importantifl QIXA’s objectives are (o be met. The
implications of each box are summarisedhese:

A Stakeholdersof high importanceto the project, but with low influence. This imptics that
they will require special initiatives if their interests are lo be protected.

B Stakeholdersappearinglo have a high degree of influence on the project, who are also of
high importancefor its success. This implies that ODAwill need o construct good working
relationshipswith these stakehelders, to ensure an effeclive coalition of supportfor the
project.

C Stakeholderswith high influence, who can therelore affect the project ontcomes, but whose
interests are nol the target of the project. This conclusion implics that these stakeboldersmay
be a source of significant sisk, and they will need careful monitoring and management.

D Stakeholdersin this box, with low influence on, or importanceto project objectives may
requirelimited monitoring or evaluation, but are of low priorily. They are unlikely to be the
subject of project activities or management.”

-83-



- Drawing out Assumptions ard Risks Affecting Project Design and Participation -

Identifying assumptions and risks about stakeholders

2.22  As stressed in the Jogical [ramework approach lo planning, the success of a project
depends partly on the validity of the assumplions made aboul its various stakeholders, and
the risks facing the project. Some of these risks will derive from conflicling interests.

2.23  Process projects are often panticularly affected by stakeholder interactions and
responses to project activities. Planners must therefore identify (and assess the importance
of) the most plausible assumptions about each "key" stakeholder which are necessary if the
project is to be successful. This implies that most key stakeholders should appear in the
fourth column of the log frame,

2.24 By assessing the irifluence and importance of key stakeholders, some risks emerge
fromy the matrix diagram (see example 2). In general, tisks will be evident from those
stakeholders in box C which have high influence, but interests which are pot in line with
project objeclives. These key stakeholders may be able to "block” the project, and if this is
probable, the risk may conslitule a “killer assumplion®.

2.25 In order to gé systematically through the assumplions and Tisks which need to be
specificd for cach stakeholder, the checklist in box 5 may be useful. Further guidance on risk
analysis is provided in Annex 1 of the chhmcal Note on The Managemenl of Risk in ODA
Aclivities. :

Box §: Checklist for drawing out assumptions about (and rlsks derlving from) stakeholders

* what is the role or responseof the kcy stakeholderihat must bc assumed il the project
is to be successiul?

are these roles plausible and realistic?

are there negative responseswhich can be expected, given the i mleresls of lhc
stakeholder?

if such responsesoccue what impact would they have on the project? .

how probable are these negative responses, and are they major risks?

*

in summary, which plaumble assumphonsaboulstakeholderssupporlor tbreatenthe
project?
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2.26 (_)nce these risks and assumptions have been taken into account, stakeholder analysis
" may also contribute to the first column of the {ramework - the hierarchy of ebjeclives. In
~ parlicular, outpuls and activities should reflect the expanded and refined analysis of risks.

2.27 For example, necessary assumptions for project success may include the need for
outputs such as the building of relations between project sponsors, establishing or
strengthening the arrangements which (a} are required for a wider coalilion of support, and
(b) will enhance the capacity of primary stakeholders (including women) to participate more
effeclively. If such outputs are required in order to atlain the purpose and goal of a project
{given the risks and assumptions identified), this will imply a revised set of activilies to altain
- these outputs. In this way, the findings of stakeholder analysis fits into the "...i{ -- and --
then..." causality of the PCM approach to ptoject design.

Hdentifying appropriate stakeholder participation

2.28 Defining who should participate, in what ways, at what slage of the project cycle,
" contributes to a well designed project.

- 2.29  The Technical Note on Enhancing Stakeholder Participation recommends the use of
a matrix to clarify the roles to be played, at each stage of the project cycle, by all key
stakcholders including the ODA. Such matrices can be used as a basis for bilateral
negotialions between ODA and individual stakeholders. In many situations, it will be useful
to draft a participalion matrix (and i necessary underiake bilateral negotiations) before the
togical framework is finalised. More guidance on using the participation mateix is included
in the Technical Note. '

2.30 Stakcholder analysis can contribule to the process of deciding how the key
stakeholders are to be included in the project. Note that “key" refers to high importance,
high influence, or both,

2.31 The matrix can be drawn up for individual stakeholders in turn, but a2 summary matrix
can also be conslructed. A hypothetical summary matrix for the population project is shown
below as example 3.

2.32  Key stakeholders with high influence and importance (o project success are likely to
provide the basis of the project "coalilion of supporl", and are potential partners in planning
and implementation. In example 3, this coalition of support includes both the Ministcy of
Population and Welfare and the pharmaceutical companies.

2.33 Conversely, key stakeholder$ with high influence, but with low imporlance to project

success may be "managed” by being consulted or informed. The Islamic clergy are shown
in example 3 as one such key stakeholder group.
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population project, Pakistan

Example 3: Draft "summary participation matrix" for the proposed private sector

Evaluation

* Pharmaccutical
companies
' TCQs ! PIU

¢ Ministry of P&W

==
Type of
participation Inform Consult Parinership Confrel
Stage in cycle
* Pharmaceutical * ODA
Identification companics * Ministry of Popn
& Welfare
.!—o . J . '
Clergy? Women's groups ODA
Planning * HeallhNGQOs *Ministry of P&W
*Pharmaceutical
{ _ compariies
*ODA * Clergy? * Ministry of P&W | * TCOs/ PIU
Implementation ' ¢ HealthNGOs
* Women's groups
* Pharmaceutical
companies
* ODA * Ministry * HealthNGOs * External
Monitoring & * Women's groups | consultants
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3 Using the Findings of a Stakeholder Analysis

3.1  Findings from a stakeholder analysis arc already recorded in the tables and matrix
diagrams, and the risks and assumptions arising from the analysis should be included in the
log frame. In addition, the analysis should have contribuled to a participation matrix that is
used to explain project design. These records of the analysis are the basis for revision later
on in the life of the project.

3.2  In more concrete terms, the findings of a slakeholder analysis need to be included
{(with different amounts of detail) into (a) the project concept note and (b) the project
document. It will also be appropriate to include analysis in annual moniloring reports and
reviews.

The project concept note

3.3 The main findings of a stakeholder analysis should be included in the project concept
note. Such a summary needs to be brief, because (a) of the nature of concept notes, and (b)
the analysis will probably be revised as the project design develops, interests change, and
more information becomes available.

3.4 The main findings of a stakeholder analysis can be presented in a table adapted from
the original listing - showing only the key stakeholders and their interests. Assumptions being

made about stakeholders (and any associated risks) will appear in the fourth column of the
log frame. An extended narcative is pol necessary.

The project document

3.5  All project documents will need more detail than the concept note, drawing on both
the stakcholder analysis and any revisions-arising oul of appraisal,

3.6  PEC submissions are likely to require more delail of key secondary and primary
stakeholders - their various interests, and their relative influence and imporlance. This
information should appear in summary form in the Social and Institutional Seclion of the
project document. :
3.7  The main text should cross-reference with:
* a specific annex, in which the findings of the analysis should be clearly
presented in a stakeholder table, matrix diagram, and a narsative oullining
each key stakeholder’s influence and importance;

* the logical framework;

* the participation matrix, il appropriate.
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