MOBILISATION, PARTICIPATION AND PARTNERSHIP BUILDING IN LOCAL
DEVELOPMENT PLANNING.

Experience from Loca Planning on Women's Conditionsin six Norwegian Communes.

Jargen Amdam, Prof. Centre for Commune Research.  VVolda College and Mare Research
Foundation. Norway. 15.5.95.

A shorter version of this paper wasfirst presented at the 8th Congress, Association of European Schools of
Planning, Istanbul, Turkey, August 24-27, 1994.

ABSTRACT

Six rurd communes in Norway participated in a Nationd Project “Commune Planning on
Women's Conditions” where participative methods were used to engage inhabitants in strategic
planning for loca development.

The planning process was organised in stages which corresponds with the basic stages of the
strategic planning and management modd. All six communes followed this process which
gtarted with education and training in planning methods and processes in autumn 1989 both a
nationd level (project leaders and project groups) and at locdl level (locd leaders
adminigrators, politicians, local organisations, etc.). This support was deemed to be significant
for the planning process by approximately 50% of respondents who completed an evauation
questionaire.

Thistraining was followed by a broad mohilisation of inhabitants where visons and srategies
were formulated and selected. All projects produced a strategic plan on women’s conditions
and a 4-year action programme, as expected. This process worked well in al communes, but
the palitica and adminidrative engagement in mass meetings, in group work and in hearings was
lower in Bremanger and Nesna then in the other four communes.

STRATEGIC AND MOBILIZING PLANNING

Compared to earlier types of drategic planning, modern public strategic planning recognizes that
there are other playersin the arena gpart from those of a predictable nature. Other ingtitutions,
private firms, communities etc. have their own strategies and will react to our Strategies and
actionsin more or less predictable ways (Amdam and Amdam 1990, Amdam 1992). Our
Srategies and tactics must be under continuous discussion and revision built on evauation of
effects of our own actions and whatever we may learn from actions and responses of other
actors. While broad strategies and goa's might be unchanged for along period, tactics and
actions must be changed continuoudly built on new learning and knowledge. Most often we must
act before we have afull understanding of what effects our action will have and we must change
our policy and actions according to continuous changes in our surroundings to fulfill as many of
our gods as possible. While project planning often only considers one subject and one specific
god in agiven schedule, modern public srategic planning tries to fulfill many conflicting gods



concerning subjects such as full employment, economic growth, environment etc. in a continuous
“battle’ (Amdam and Veggeland 1991). Modern public strategic planning is a neverending
planning process.

In the public domain every actor must themselves agree to whatever strategy and action they are
supposed to fulfill (Friedmann 1987, March and Olsen 1989). Negotiation, bargaining,
encouragement and mobilisation are our means ingtead of a commando. Our experienceisthat if
most actors in a society agree to and try to fulfill common strategies and tactics, successis more
probable than in a Stuation where important actors disagree and try to fulfill their own conflicting
srategies and gods (Amdam and Amdam 1990).

Our experience is from grategic planning on the loca and regiond level in Norway where
communes (municipdities) and counties are territories with a certain level of saif government
directed by directly eected political bodies. Our nationa government have encouraged them to
use grategic planning for loca and regiond development as well as sectord planning (hedlth,
welfare, industry development, tourism, communication etc.). On some occasions economic
support from government is not given without alocally decided strategic plan.

Contact with and research in peripherd communes showed that planning in the 1970'ies and
1980'ies (Kleven 1993, Amdam and Amdam 1990):

2?7 Mogt planners planed for higher authorities and for other planners, not for local
inhabitants, firms, organizations etc. Mot of the planning was done by outsde
consultants, with low participation from inhabitants and low engagement from political
and adminigtrative leaders.

?2? Mog planswere in fact not used by inhabitants, leaders, politicians etc. Plans were
moreimportant as a symbol for outsde interests, for the department of environment and
planning, for the county etc.

2?7 Mo practicd planning and implementation which functioned could be seen as aresult
of “Muddling Through” (Freidmann 1973) and “Garbage Can” (March and Olsen
1989) or some kind of socid mobilisation or negotiation (Friedmann 1987), not as
“rationd planning”. Some communes used the planning process to get agreement on
actions without proposing a plan for forma decison. The agreement between important
actors as property owners, locd interests, agriculture bureaucrats, politicians, etc. were
more important then aformad plan.

We developed the opinion that the rationa planning mode which planners used for continuous
planning aswell as project planning at the locd leve a that time was unsuitable for acomplex
and decentralized society like Norway (Amdam and Veggeland 1981). On the other hand, a
“closed” process, where only important actors were engaged, was not particularly democratic.

Our problem was reformulated to how to involve inhabitants, leaders of business and
organizations, civil servants and paliticians in the planning process and in the production of
plans, so that they dl will be“owners’ of aplan, support implementation of the plan and build
on this planning in their own decisorn making process.

A common problem in dl wedfare dates is the strength of functiond planning and sectord
politics compared to territoria planning and horizonta coordination of palitics (Friedmann and
Weaver 1979, Keane 1992, Stern 1992). Norwegian communes and counties are rather self-



reliant compared to loca authorities in other countries (Johannisson 1990), but dependant of
sectord authorities for meansfor loca and regiond development.

Communes and counties in Norway are increasingly given more responghility for welfare
production. Complex problems which the sate level can't solve itsdlf, is“decentrdized’ in the
hope that coordination are easier on locd level. New legidation for communes and counties
gives them higher freedom to sdect their own solutions in organization of service production.
But the road from “implementor” of nationd standards to “pathfinder” of own solutionsis
difficult. Communes and counties must be more sdlf-reliant, introduce more “learning by doing”
and learn both from success and failure. This neccities a“learning planning” and a continuous
development of their own community and organization (Hedey 1994).

Instead of reaction on initiatives from above, loca communities must themsdves teke initictives
and develop grategies and actions. Such grategies must include the total community to be
successful and mugt try to develop common visons to mohilize loca inhabitants, organizations,
enterprises etc. (Stéhr 1990, Johannisson 1990, Keane and O’ Cinnéide 1992). The planning
process and methods we introduce here try to do so.

While various short time tactics, projects, and tasks must be discussed more or less
continuoudly, our experience is that discussion of ard decisons on long-term and superior
Srategies are better done as a short and intensive mobilisation process (Amdam and Amdam
1990). If possible this process must be connected to the election of membersto aloca
governing body (commune or county council) or to other political processes where loca and
regiond development is the main issue. Based on theories of socid mobilisation and socid
learning (Friedmann 1973, 1987), and research on and experience from planning and
development work, we have named such planning processes str ategic and mobilizing
planning (Amdam and Amdam 1990, Amdam R. 1994).

Norwegian communes have an average Size of 9000 inhabitants and since our citiesaso are
communes, over 80% have less then 8000 inhabitants. This give a closeness between loca
paliticians, adminigrators and inhabitants, which isimportant for obtaining support for loca
development planning. Our communes and counties are free to introduce their own policy so
long asthisis not bresking any law or specific agreements between them and our government.
This mean that these local politica-adminigrative entities have dmost as much freedom asa
private development organization. They have loca politica legitimacy through direct dection.

In this paper | will build on our experience as externd agentsin loca strategic and mohilizing
planning, with specid emphass on the Stuation of women - commune planning on women's
terms. My caseis Sx rurd Norwegian commune with 2.000 - 7.000 inhabitants, the commune
as aterritory with inhabitants, firms, organizations etc. with their own interests and vaues, asa
socid entity with strong territorid tradition and identity (and conflicts) and as a politica-
adminigtrative unit with a specid responshility for locd development - the welfare communes.

An important part of this paper is comments on methods we have developed to increase
participation in locd strategic planning based on experiences from communes in the Norwegian
fringe.

WHY DOESA LOCAL STRATEGIC AND MOBILISING PLANNING PROCESS
FUNCTION WELL IN SOME LOCAL COMMUNITIESAND NOT IN OTHERS?
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Table 1 summariesthe opinions of local leadersin Sx rurd communesin Norway which
participated in a Nationd Project “Commune Planning on Women's Conditions’ where
participative methods were used to engage inhabitants in strategic planning for local
development. The project’ s goals were formulated as: “to give new priority and new
viewpoints to communal planning and administration. ... It isimportant that women
experience that they have influence on and play their part in decisions and planning and
that this lead to real change in the project communes’. (Amdam, Kleven and Sederda
1992).

Figure 1. Project organization.
THE NATIONAL PROJECT ORGANIZATION, COMMUNE PLANNING ON WOMEN'S CONDITIONS

RESPONSIBILITY: NATIONAL PROJECT

General project direction GROUP (Ministries)
Coordination of ministries'
goals, interests and resources

Project control
methods and themes.

Information and public Guid lanni
relation uidance - planning process
OVE-TEAM and implementation

Economic responsibility Evaluation - process and
results

Publication of evaluation
reports - textbook.

RESPONSIBILITY OVE-TEAM:
Education of project leaders,
groups etc. - planning process,

LEKSVIK RAMNES NESNA BRE- SUNNDAL GAUSDAL
MANGER

RESPONSIBILITY COMMUNE:

Prioritization of the commune's own resources for the project; project leader and project group, planning capasity
Organization and implementation of the project coordinated with other communal planning

Decision of commune programme built on women's conditions and an programme of action

Implementation of actions to be taken with regard to the project

Practical coordination and implementation of education, seminars, mass meetings etc.

Production of selv-evaluation reports coordinated with the OVE-team.

Engagement and representation from political organizations, women'’s organizations and the
commune administration was important, as well as representation from local communities. The
respongbility of each partner in this project organization is generdly described in figure 1. The
3-year project lasted from 1989 to 1991. This paper is built on an evauation of the project
(Amdam, Kleven and Saderdd 1992, 1993).

Why did the process function alot better in Ramnes and Leksvik then in Bremanger and
Nesna? (Seetable 1.) The answer to this question raised in our evauation is central to any
Srategy geared toward the involvement of the loca population and officias from relevant
organisations in such processes.



TABLE 1. RESULTS COMPARED TO EFFORTS. COMMUNE PLANNING ON
WOMEN’S CONDITIONS (%).

Commune: Ramnes  Leksvik Gausdad Sunnda Breman. Nesna SUM
Good Reaults: 63 59 41 26 24 13 37
Poor Reaults: 10 21 35 31 45 47 31
Don't know: 27 21 24 43 32 40 33
SUM: 100 100 100 100 100 100 100
N= 41 34 34 72 3 30 249

DIFFERENT CONDITIONS?
TABLE 2. STATISTICS RELATING TO PROJECT COMMUNES, 1990.

COMMUNE Ramnes Leksvik Gausdd  Sunndd Breman. Nesna
Population 3550 3500 6440 7620 4400 1800
Occupation %

Primary 11 17 21 7 18 17
Secondary 30 3 23 45 41 19
Tertiary 59 51 56 48 41 63
Unemploym. % (1993) 3 3 5 6 4 6

Emp. women % of tot: 44 44 4 42 40 45

% women in Commune

Council (1990): 28 28 30 27 27 41
Trave time to town

>> 10.000 inh, hour: 1 1 05 15 1 1

The six communes are located in different parts of Norway. Their populations differ from 1800
in Nesnato 7600 in Sunnddl; employment in services varies from 41% in Bremanger to 63% in
Nesna. Unemployment differs from 4% in RamnesLeksvik to 6% in Nesna. Thereisno
sgnificant difference between them (See table 2.) which can explain the resultsin table 1.

RESOURCESAND HELP FOR SELF HELP?

During the three-year planning process each commune got the same economic support (sdary
for aproject leader). A well qualified technica support group was established at nationd level
and each commune (including project leaders, project groups and local leaders) was given equd
support in the form of education, training, evauation and other inputs.



When the project started, most of the communes (except Leksvik) did not employ awoman as
project leader with education and training in project or commune planning. Instead they sdlected
to employ women with academic training as teachers or adminigrators living in the commune
and with broad local networks. This meant that they needed education in commune planning and
training as project leaders.

In cooperation with Volda College each project leader and one to three members of each
project group was taken up as students at an education programme for commune planners.
Education and training in new methods for commune and project planning were concentrated
into five week periods, three autumn 1989 and two spring 1990. This solution was very cost-
effective and aso created an arena where project leaders and project groups could discuss their
common problems and experience. Our eva uation shows that without thistraining and
education, project leaders “would have worked in darkness’ as one of them answered autumn
1991 (Amdam, Kleven and Sederdal 1993).

THE PROCESS?

The planning process was organised in stages as shown in Figure 2 and 3, which corresponds
with the basic stages of the strategic planning and management model (Amdam 1990, Martinos
1989, O Cinnéde and Keane 1990, O Cinneide 1994). All six communes followed this
process which started with education and training in planning methods and processes in autumn
1989 both at nationa leve (project leaders and project groups) and at loca level (locd leaders.
adminigtrators, politicians, loca organisations, etc.). The support on loca level was deemed to
be sgnificant for the planning process by approximately 50% of respondents who completed an
evauation questionaire. (Amdam, Kleven and Saderdd 1993).



Figure 2. The planning process: integration of women’s perspective in commune planning
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Figure 3. The strategic planning and mobilization process
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M obilisation - spring 1990.

Thistraining was followed by a broad mobilisation of inhabitants where visons and drategies
were formulated and selected (pring 1990). The goal for this period was to develop the
srategic part of the commune programme built on women's perspective. Each commune



arranged a“mass meeting” where work book one was used and with between 75 and 150
participants, over 50% women. Before the mass meeting alist of persons was set up. Leading
politicians and administrators and |leaders of local organizations were asked to join the mass
meeting together with women which the project group know were or could be opinion leaders
among women or in their loca communities.

The mass meeting concentrated on the Stuation in the commune in generd and for women more
specific. During group work strengths and faults were andlysed together with thrests and
opportunitiesin the future. At the end of the mass meeting each commune formulated four to
seven aress of importance for further sudies and planning to change the Situation for women.
An example was Bremanger where four strategies were identified (Amdam, Kleven and
Saderdd 1992, Bremanger commune 1990):

2?7 Women as socid caretakers
2?7 Women as employees
2?7 Women as socid individud
?2? Women as paliticians
Connected to the generd commune planning process four strategies were sdected:
2?2 Development of industry and employment
2?7 Communicaions
2?7 Consarvation of the environment
2?7 Women's perspective

Work groups were eected on commune level (at least 50% women in each group) and on
community level (mostly women) where actions were developed using work book two or other
crestive methods. Some of these groups worked with strategies specific for the commune
programme built on women’s perspective. The project leader or other project group members
were secretaries for these groups. This functioned well and the tight time scale were followed. A
seminar was held in each commune where each group presented its proposds. Built on this and
other materia, each project group devel oped during spring and summer 1990 a commune
programme built on women'’ s perspective with this content:

a The stuation for women and perspective for further development.
b. A vison for further development
c. Strategies for change

Strategies for commune development.

Coordinated with this activity the commune planner and the commune plan group in eech
commune developed the strategic part of the commune plan during summer and autumn 1990.
Perspectives, visons, drategies and actions from the women’s commune programme were
integrated into the commune plan.



An example of avigon isfrom the commune plan in Leksvik (Amdam, Kleven & Sederdd
1992 p. 41, Leksvik commune 1991):

“ Commune planning on women'’ s per spective means:
27 that women shall participate in the planning process

27 that women’s and children’s interests shall have priority in the commune plan and
action programme

27 that women and children are the most important groups for further devel opment
in Leksvik commune

27 that all actions shall be evaluated and have priority according to women’s and
children’sinterests

27 that consequences from actions (in all sectors) shall not be negative for women
and children

27 that women shall have priority when the local development fund is allocated

27 that women’svalues and “ practical view” shall have priority in the commune
plan

27 that Leksvik commune as an organization and community, is a society where
women have equal possibilities for work, recreation, education and relief as

This vison was ambitious and difficult to introduce especidly in the commune saction
programme which traditionaly is dominated by sector activities and forma processes. The
project groups tried to influence the sectorid planning through direct negotiation and
communication and with some success. The project group in Leksvik concluded in its end
report that (Amdam, Kleven & Saderdal 1992 p. 41, Leksvik commune 1992): “Women's
per spectives have been of importance through women’s participation in the planning
process and by focus on themes and actions on which women are preoccupied. Thislead
to that the commune planning process more strongly focused on everyday problems and
opportunities. ”

The project leaders and project groups generdly felt that this activity was successful and that
their activity had high influence on the strategic part of the commune planning process. As
shown in table 3. the generad correation is that the higher knowledge an informant has about the
project, the higher is the opinion that the project has had influence on the commune plamning
process. Over 80% of our informants with high knowledge of this project have the opinion that
the project has high or some influence on the commune planning process, compared to only
16% of informants with smal knowledge.
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TABLE 3. THE CORRELATION BETWEEN INFLUENCE ON COMMUNE
PLANNING FROM THE PROJECT: “COMMUNE PLANNING ON WOMEN’S
CONDITIONS’ AND KNOWLEDGE ABOUT THIS PROJECT.

Knowledge about “the women's project”

Influence on commune planning High Some Little SUM

High 43.8 7.4 0.0 17.1
Some 37.0 45.2 15.8 38.2
Little 12.3 32.6 44.7 28.5
Don’'t know 6.8 14.8 39.5 16.3
SUM: 100.0 100.0 100.0 100.0
N= 73 135 38 246

Chi-sguare: 76, Significance level: 0.00 with six degrees of freedom.
Reference: Amdam, Kleven and Saderdal 1992, p. 89.

Animportant god in this period was to get participance from inhabitants, to inform them about
the process and to activate them to propose actions and projects. During a short period, spring
1990, commune planning and women' s perspective was tried put on the agenda of the
community through mass meetings, group works and more generd information using locd press
etc. Thisiseaser to do in smal communes then in big ones. In Nesna (1800 inhabitants) and
Leksvik (3600 inhabitants) over 1/2 of our informants was of the opinion that most of the
communes inhabitants have been reached, compared to only 27% in Sunnda (7000
inhabitants), the biggest commune.

4-year action programme - autumn 1990.
The godsfor this period were to:
2?7 Develop a4-year action programme built on women's perspective and
27 Integrate this action programme with sector programmes and
27 Through this process to influence the commun€e s 4-year action programme and budget.

Each project group developed their own draft action programme during autumn 1990. This
programme contained specific actions according to their own visons and strategies and how
they defined women'’ s perspective (see below). But the project groups lacked meansto
implement these actions.

Some actions could be done by loca action groups themsalves. Most of such actions were
implemented shortly after the mass meeting or the group work where the idea was formulated
and agreed on, if they had local “owners” and/or could be done by “dugnad” (“barn building”).

Other actions needed cooperation between the commune and aloca group, ie. economic
support from the commune or other public agencies or a cooperation where the commune were
responsible of some activities and aloca action group or organization responsible for other.
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Some actions coud only be done by the commune organization themsdlves or by other public
agencies.

Some of these actions needed further planning, which were easily understood by local actors.
Some others needed little planning and could be done by existing resources. The differencein
time-scale and thinking between loca action groups and organizations and public organizations
cregted alot of problemsin this phase. Small actions which loca groups felt could be easily
done, had to go through adminigrative and politica decision processes which was time-
consuming and which easily developed territorial or sectord defence. The project group should
have had some smal means for small actions at least as symbols for the importance of
participation.

I mplementation.

In generd the proposals from the project groups had little influence on the commune s action
programme for the period 1991 to 1994 and on the 1991-budget. During 1991 the project
leaders and project groups tried to build stronger politica and administrative rdationship and
networks, with variable success.

Related to their own strategic plan and action programme the project leaders and project
groups started further planning and implementation of specific actions during 1991. Most of
these actions were activities which needed cooperation between sectors and actions of
importance for women. Actions as change of when kindergarten opens and close so that
parents could ddliver and receive their children outside their work period etc. were implemented
through didlogue. Planning of new kindergartens, separation of cars from pedestrians,
renovation of public aress etc. were started and some of them implemented during 1991.

According to the opinion of our informants the project groups gave high priority to:

27 Participation of women in the planning process (41%) and in concrete planning activities
(28%) have been the most important activitiesin Leksvik, Ramnes and Bremanger.

27 Panning of actionson locd leve (inloca communities - 51%) have been important in all
COmmMuNes.

2?7 New methods for commune planning (43%) have been important in al communes,
highest in Ramnes, Gausda and Leksvik.

27 Actions for women (30%), highest in Sunndd, Ramnes and Gausdd.

27 Direct paticipation of dl inhabitantsin planning (30%), highest in Leksvik where the
project was closest integrated with the commune plan process.

27 Politica participation of women (28%), highest in Bremanger, Ramnes and Gausddl.
27 Panning education (23%), highest in Ramnes and Leksvik.

All projects produced astrategic plan on women's conditions and a4-year action programme,
as expected. Thereis little concerning the implementation of this process, in itsdf, which can
explan the differencesin results between communes.



METHODSUSED?

The methods used were mostly built on cregtive thinking where idea generation and idea
discussion are divided into separate stages asin brainstorming sessions (Amdam, Kleven and
Saderda 1992). We have developed work books, to help loca project groupsin their salf-
governed SP and M efforts (Amdam 1990) and these were used by al sx communes.

Figure 4. Process and stages using Workbook 1.

WORK BOOK 1.
1. OPEN
FAULTS
2. CLOSE (WEAKNESSES)
3. OPEN
STRENGTHS
4. CLOSE
Presentation
5. OPEN
OPPORTUNITIES
6. CLOSE
7. OPEN
THREATS
8. CLOSE
Presentation
9. 5 AREAS OF
PRIORITY
Presentation and
discussion

Work book 1 - (Figure 4) isbuilt on the SOFT or SWOT method and is used to formulate
visons, gods, drategies-dternative development paths and preferred choice of strategy.
Through a process of brainstormsin groups of 6 to 8 persons and plenary presentation of their
conclusions, the participants themselves andyse and conclude on the strengths, weaknesses,
opportunities and threats to their own community. This work book was used at mass meetings
at locd leve (loca communities 200 - 1000 inhabitants) to which dl inhabitants were invited
(approximately 20% participated with highest participation in smal communes). This work book
was aso used at meetings at commune leve to which over 100 forma and informa |eaders of
locd communities, organisations, busnesses, dl members of the commune council and leading
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adminigtrators were invited. Through this process a basic understanding and acceptance of the
local stuation were reached and five to seven basic strategies for loca development were
selected in each commune (with dmost no opposition).

Figure 5. Process stages using Workbook 2.

WORK BOOK 2.
GROUP DEVELOPMENT OF STRATEGIES

DEFINING - PRIORITY
PROBLEM/AREA
BRAINSTORM

STRENGTHS

BRAINSTORM

FAULTS (WEAKNESSES)
VISION

GOALS

BRAINSTORM - PRIORITY OF,
AND FORMULATING

FIVE STRATEGIES

DETAILED PLANNING FOR EACH:

Product - service - what?

Market - forwhom?

Organization - financing - responsibility - how?
Consequensis - why?

Bottlenecks

More detailed projects - actions

COORDINATION

PRIORITY OF STRATEGIES AND ACTIONS
RESPONSIBILITY FOR ACTIONS

Work book 2 - (Figure 5) illugtrates the most commonly used method to further develop the
various srategies - the road from broad visions and goals related to selected priorities to the
formulation of attainable objectives and concrete targets and identification of projects related to
each strategy (O Cinnéde 1994). To carry out this exercise, 5 to 10 inhabitants were selected
on the basis of their knowledge and interests relating to the Strategy. Sometimes * competing
groups’ were established. The quality of this activity differed between groups, but the process
was deemed successful in al communes.

Development of strategic management plans. Based on these proposals and other studies
the project group in each commune produced a strategic development plan and two four-year
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action programmes - one programme for genera development of the local community and
another action programme based on women'’ sinterests and coordinated with the generd
programme.

Figure 6. Process stages using Workbook 4.

WORK BOOK 4.
CREATIVE PLAN DOCUMENT EVALUATION

Presentation of draft/plan in plenary - max. 1 hour.

STRENGTHS OF Brainstorm
THE PLAN In groups
30 min.
Brainstorm
FAULTS OF in groups
THE PLAN 30 min.
(Presentation - plenary - 30 npin. is recommended.)
Brainstorm
CHANGE in groups

IVE PROPOSALS | 30 min.
TO CHANGE THE
PLAN
Plenary-
Presentation and
discussion

Evaluation of proposals- work book 4 (Figure 6). Before political decison on the strategic
plan and the action programmes, hearings were held both at local and commune levels.
Summaries of andyses and proposas were published in loca newspapers and through folders
sent to dl families in the commune before the hearings. The main contents of the plans were
presented in the beginning of each hearing. Participants then were divided into groups of 6to 8
where they used work book 4 to identify strengths and weaknesses in the plans. A summary of
the analysis of each group was presented in plenum before each group formulated their five
proposals for change aso presented in plenum. Broadly agreed proposals for change were
included in the plans - and accepted by the commune council in ther find politica decison.



EXPECTATIONS AND ACCEPTANCE?

Nothing so far can explain the difference in success between Ramnes and Nesna. Some
explanation can be found in how the projects were established in each commune. Theinitiative
was taken from the top, involving six different departments coordinated by the Department of
Environment and Planning, as part of a nationd drategy. But the nationa god wasto give help
for sdf help so that the commune itsaf would be totaly respongble for the planning process and
the outcome of the process.

When Bremanger and Nesna were contacted by national bureaucrats and asked if they would
participate in this project, the impression that local political and adminigirative leaders got was
that the goa of this project wasto create local jobs for women. They also expected strong
economic support from the Government for job creation. Instead, the content of the project was
aloca drategic planning and management process with financid support in the form of haf the
project costs (Amdam, Kleven and Saderda 1993).

All sx communes were dso given only ashort timeto decide if they should participate and most
of them couldn’t have a debate in their commune council before the decision was taken. When
the nationa project started in autumn 1989, there was no common understanding at commune
or locd level of what were the goad's and means of both the nationa and the loca projects.

On Figure 3 is shown that the main content of the first stage in the planning processisto educate
and motivate important participants. They shal themsdlves produce ideas for organisation,
participation and processes which are built on in the development of a project plan. An
important part of this processis* Anchor Conferences’ and analysis of expectations. Through
this process, acceptance and ownership can be created among important leaders, local persons
whose opinion can lead to broad acceptance or rejection of the project in the loca community.
This process must be undertaken before the final decision istaken to start the strategic planning
and mobilisation processin full scae, not after that decision was taken asin this case.

When local leaders especialy in Bremanger and Nesna, but also in the other communes, finaly
understood the goals and means of the nationd project and the role of their own commune,
some of them rejected the project and alot of them did not commit themsdvestoit.

TABLE 4: POLITICAL ENGAGEMENT IN THE PROJECT

Commune Sunnda  Brema Ramnes Gausdd Nesna Leksvik SUM
Leaders 2.8 26 93 156 0.0 0.0 4.7
Active 33.3 237 605 250 176 66.7 38.0
Passive 43.1 579 209 344 676 33.3 42.4
Don'tknow 208 158 93 250 147 0.0 14.9

SUM: 100.0 100.0 100.0 100.0 100.0 100.0 100.0
N= 72 38 43 32 34 36 255

Reference: Amdam, Kleven and Sederda 1992, p. 117.
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In generd the project planning process, and the methods used, worked well in al communes.
The reason for alower politicd (and adminigtrative) engagement in mass meetings, in group
work and in hearings in Bremanger and Nesna then in the other four communes (Seetable 4) is
connected to their expectations and their lack of acceptance of the content of the project.

WOMEN’'SPERSPECTIVES?

An experiment like thiswhich lasts over years and with ambitious and generd gods, will include
at last two pardle processes.

27 anumber of actionswhich try to fulfill goas (see aove), ie. actionsrelated to the
planning process in each commune and actions related to the nationa project with four
levels: the nationa project group, the OV E-team, project leaders and project groupsin
each commune, and the commune organizetion.

27 anumber of discussons and formulations of notions which try to reformulate nationd
godsto thelocd Stuation. An important part of this discussion was what was meant by
“women’ s perspective’.

The initiative to this project did come from the Norwegian department for environment and
planning. This department aso employed the nationa project leader and it was responsible for
the experiment with economic support from other departments.

The reason for this experiment is complex. Each department shdl yearly produce anational
action plan for equality between genders within their domain. Planning have traditionally
been influenced by men, so actionsin thisfield were naturd for the department respongible for
locd planning.

Another god for our planning department isvitalization of local planning. A lot of
experiments and nationa projects have been started by the department for this reason and this
experiment was one of them.

The planning department & so tries to democr atize local planning, through experiments, by
producing materid about democratic planning and by support to milieus which triesto develop
methods for a more democratic loca planning.

The women adminigtrators on nationa level engaged in this project, especidly the leeder of the
national project group, have been engaged in a Nordic movement which the last 15 years have
tried to develop women'’ s perspective on society planning and models for “the new everyday
life’. A programme for “to build and live on women's conditions’ had been developed by this
group. Thisactivity had created a network between departments and an ideologica programme
and undergtanding which this project is built on. This understanding had aso reached some of
the project communes. An example is the project group in Gausdd which sdected the gods
formulated in the Nordic programme as their own visons and gods.

All sx project groups have had as their generd god to integrate women's perspectivein
commune planning process, but thisis agenerd and diffuse god. This haslead to a continuous
discusson both on nationa and local level of what is meant by this god. “What is meant by
integrating women'’s perspectivein local planning?’ “What meaning did the nationa group give
to this notion?” “What did the communes mean?’
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The discussion about the content of “the women's perspective’ have been started both by loca
project groups, by part of the commune organization and by sceptica administrators or
politicians. Some persons felt it important to have distance to this project. It can be* dangerous’
to discuss the relationship between genders and the more genera “ power-stuation” between
men and women.

It might be that this Situation has lead to that most of the persons active in this project on locd
level have selected a“ careful” drategy and have tried to “generdisg’ this perspective. They
have interpreted the women'’ s perspective as equd to “perspective of everyday life’, “human
perspective’ etc. so at not to create unnecessary conflicts.

The OVE-team tried to dlaify this perspective by formulating four principlesfor loca
discussion, god formulation and action (Amdam, Kleven and Saderda 1992):

K nowledge about the objective conditions of life for women in the commune

One drategy isto map the actud living conditions for women in the commune. Such knowledge
isimportant for women to understand their own Stuation and for actions to change an unequa
Stuation. Our experience from the Sx project communes is that such research have not been
done. The reasonsfor thisare:

Lack of means. The project groups did not have resources and knowledge to do such
research themsaves.

Doubt. Would such research uncover the redl Situation for women and better then direct
representation of women in mass meetings and group work? Most project groups felt that mass
meetings and group work only for women, or where most of the participants were women,
would give a better description of the Situation for women and of possible actions.

Actions. The project groups tried to produce actions, not research.
During the planning process gods like these have been formulated:
27 Need for job creation for women
27 Support to women from the local development fund
27 Education and training for women
27 Traning of women in sdf-reliance and sdlf-employment

27 Better organization of everyday life -coordination between family and community life
and support both for men and women

27 Equd rightsfor women - education and employment

27 Equd rights and opportunities for women in different part of the commune -
employment and access to services as shops, kindergarten and education

“Women’sthemes’ asgoalsfor local planning

A more practica approach isto give importance to themes which women means are important.
What themes occupy women concerning the loca planning process? Aredl women occupied
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by the same themes - are some themes common for most women?? Are women occupied by
other themes then men? Are women more occupied by socid and family care and family-and
everyday- experience then men, which are more occupied by their employment? How can we
get knowledge about what themes occupies women and how can we integrate this knowledge in
the planning process? How can “women’s themes’ be put on the loca politica agenda?

Such questions are not typicd in traditiona loca planning because women have low
representation in loca politica councils and among loca adminigtrative leeders (in spite that over
60% of the commune' s employees are women) and because of low participation of women in
public debate.

To what degree isthe planning activity in this experiment built on women’ s themes? All projects
have been very active and creetive in setting women related activities on the planning agenda.
Women have dominated work groups, mass meetings etc. during the planning process. Many
brainstorms have been held only for women. Scenarios about the role of women in the future
society have been used in seminarsin al communes to motivate men and women to give
importance to a more equa development. The commune programme and the strategic part of
the communeplan have been developed in each commune through open discussion with
participation from both genders. Some themes are common as socia and family care,
employment, conditions for adults, the organization of everyday life and environment issues.
These themes have dso been integrated into sectora programmes and the communes action
programme. In some communes the communication with some sectors could have been better
and more must be done to produce practica actionsin the future,

Animportant part of the project activity was to introduce new methods for loca planning. Mass
mestings and group work using work books were one part of this strategy to increase
participation. Other methods as creative problem solving, analyses of expectations through
didogue in smdl groups and brainstorms were used (Amdam, Kleven og Sederdd 1991).
Mobilisation strategies were used, like:

27 Production of written materid to dl familiesin the commune and a systematic use of
local newspapers

2?7 Tdephone- to take a call to important women to motivate them to participate on a
mass meeting and asked them to cdl ten women themselves.

27 Faceto face contact with important persons like administrative leaders of sectors,
politicians etc. but dso house-calson locd level.

27 Egablishment of networks between loca organizations in problem solving and
implementation of actions

2?7 Mohilisation to specific actions, which isalot easer then to mobilize for generd
support.

27 Mobilize people to do something they are skilled to do.

?2? Mohilize “burning souls’. Every loca community have persons eager to engage
themsdvesin asocid Stuaion. Animportant part of mohilizing processesisto engage
such persons at an early stlage and to motivate them to join the process.
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Some of these methods like work books and crestivity methods were new to loca planning,
otherslike the mobilizing srategies were well known et locd level (“dugnad’ in Norwegian -
barn building) but new to loca planning. Our informants generdly felt that these methods should
be used in further loca planning (80%, lowest in Nesna 45% and Sunnda 55%).

“Women’s participation” in public lifeand all part of the planning process

How are women represented in loca palitics, the communes leadership and adminigiration, in
the planning process, in interest groups and organizations in the commune, in business, in locd
media? This structure is dominated by men in most communes. How to get equa participation
from both genders? The discussionsin the project groups have been dominated by two themes:

?2? How can we change and develop working conditions for loca politicians so thet it can
be possible and attractive for women to participate? Loca political work isnot
arranged for women with children or for persons which not easily can “escape’ from
their job or family. This theme has been put on the agendain most of the communes and
some actions have been implemented.

?2? How can we motivate women and prepare them for politica activities? Thishaslead to
education programmes for potentia locd politicians connected to the local eection
autumn 1991

The opinion in the project communes is that it was easier to get women to be on politicd lists
concerning the local eection in 1991 then before. The project groups opinion isthat thisisa
result of ther activity. But did this lead to more women in the commune councils and other
politica bodies?

Without changein “name-votes’ (1) the new commune councils in most of the project
communes would have had approximately equal members from each gender after the ection in
1991. The red Stuation is shown on table 5.

TABLE 5. PERCENT WOMEN IN COMMUNE COUNCILSAFTER LOCAL
ELECTIONSIN 1987 AND 1991.

COMMUNE 1987 1991 CHANGE
Bremanger 27 15 -12
Gausdal 30 24 -3

Nesna 41 35 -6
Leksvik 28 16 -12
Ramnes 28 28 0
Sunndal 27 27

All project communes 30 25 -5

All communes Norway 31 29 -2



Reference: Amdam, Kleven and Saderda 1992, p. 65.

On nationd leve the relaive representation of women in commune councils did not increase for
thefirgt time since world war 11, instead it changed from 31% to 29%. The relative
representation of women in the project communes decreased more than on nationa leve, from
30% to 25%.

We don’t know the reason for this change. One reason can be a reaction to the mobilisation
activity. The opinion of the project groups is that mobilisation of women was only one of many
mobilisation processes in each commune where various interest groups tried to influence on the
election. It is easy to cross out an unknown person in this process. The higher “vishility” of men
related to issues that voters felt important, could be the main reason.

Has this decrease of relative representation of women in the commune council aso influenced
on representation in other politica bodies? Apparently not, when the project started only two
communes had women as mayor (Ramnes and Leksvik), after the election in 1991, four of the
sx communes have e ected women as their mayor. All these have been engaged and activein
this planning project. The member of women in the executive committee is the same as before
or hasincreased (doubled in Ramnes and Bremanger to 40%).

Except the technica committees, amogt dl other political committees have 40% women or
more. A comparison between the Six project communes and al other communesin Norway
shows a higher representation (but not significant) of women in political committeesin the
project communes (Amdam, Kleven and Saderdal 1992, p. 67 & 140).

Members of these political bodies are salected by the commune council. We have reasons to
believe that higher knowledge and understanding among politicians, because of this project, are
amgjor reason for this change. This acceptance of the importance of women as paliticians have
not yet been accepted by voters.

“Feminigtic values’ as a perspectivein local planning

Women's values and god's are an important part of women's perspective in planning. This has
been discussed by the project groups related to questions like: Do women have a common set
of values based upon their experience as women thet are different from men’'svaues and
experience? What is meant by “meek vaues’? Do women represent such values? How, if thisis
true, can such vaues be afundamentd for loca planning?

It isacommon but problematic assumption that women share values related to socia care and
the care for “underdogs’ in our community; children, old and sick people, people with socia or
physica disability etc. These vaues aso include preservation of nature and life, and
development and preservation of socia network and partnership.

Not al women share such vaues and many men share them, but the project groups have found
it meaningful to ask these questions and to develop concrete actions related to them. Related to
this discusson the women's perspective in planning has been formulated as.

?2? Wholenessin planning, territorial aswell as sectora coordination
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27 Organizaion of everyday life

27 Vdue of humanity

27 Paticipation from al groupsin our society
2?7 Socid carefor dl in need

?

-~

Un-formal and open dialogue and cooperation
27 Crestivity and richness of idess.

THE ROLE OF PROJECT LEADERSAND PROJECT GROUPS?

Another explanation can be found in how the project leader and project group functioned. In
the successful communes, Ramnes and Leksvik, selection of project leaders and project groups
was given high importance. The Mayor in Ramnes worked only haf time as mayor. She was
elected as project leader on a haf-time bass. The chief adminigtrator (manager) was himsdlf
interested in locd planning and was eected as a member of the project group. In Leksvik the
mayor (also awoman) was elected as leader of the project group and the manager was
gppointed as amember of the group. The project group included important politica,
adminigrative and locd |leadersin the commune. The commune planner (a woman) was e ected
as project leader. The politica and adminigtrative leadership in both communes at once used this
project both as part of alocd development strategy and a strategy for the development of the
commune organisation.

Sunnda had problems at first with administrative acceptance of the project. Both the mayor, as
leader of the project group, and the project manager were the driving forces together with the
project group. Only after change of manager in 1990 did the process “take off”. In Gausdd at
firgt there was much conflict between the manager who was dected as both project leader and
leader of the project group and important politicians, who were eected as members of the
project group. Change of manager lead to a change of acceptance. In both communes it took
gpproximately one and a half years to establish and get acceptance of the project.

In Bremanger and Nesna the mayor and manager and other politica and administrative leeders
never committed themselves to the process. The project leaders and project group did good
work in mohilising inhabitants and loca organisations. Implementation of alot of actionsis
dependent on the commune organisation in the Norwegian context, so the lack of acceptance
lead to little integration of proposed actions. The project was one more state activity which the
commune carried out dutifully but unenthusiagtically (See table 6).



TABELE 6: WHO HASIN YOUR OPINION BEEN ACTIVE PROMOTERS OF THIS
EXPERIMENT?

Commune Sunndal Brema Ramnes Gausdd Nesna Leksvik SUM
Project leader 615 385 316 320 750 700 518
Project group 77 154 184 36.0 125 133 159
Communeplangroup 3.8 154 26 160 42 200 92

Mayor 9.6 7.7 50.0 4.0 42 16.7 169
Manager 0.0 00 105 240 42 133 17
Other 30.8 40.7 289 269 292 26.7 305

Reference: Amdam, Kleven and Segerdal 1992, p. 119.

EVALUATION

Our evauation isthat dl six projects functioned well asisolated projects. The project leaders
and project groups did a tremendous effort. They worked well regarding dl problems which
they could solve themsdlves like production of a commune programme on women's conditions,
high participation of women in this activity and cooperation with commune planners. The
vaidion is higher regarding the integration of women's perspectives in the commune planning
and politica and adminidgtrative acceptance of women'’s perspective.

Leksvik and Ramnes had high success according to the goals of the nationd project. This lead
to changes in the commune organi zation regarding themes like development of planning
Srategies, integration of women'’s perspectives in politics, planning and adminigration and the
use of new methods in planning. In these two communes we found the most engaged top
leaders (mayor, manager and sector leaders) and we can see that the combination of the role as
leader and ownership of this project have given results.

Gausda and Sunndal had some success but needed more time to reach their gods. Both
communes had adifficult sart and needed more time then planned to motivate their
adminigtration. Change of managersin Sunnda and Gausdd during the process lead to amore
positive atitude in their administration. We are of the opinion that alonger project period would
have given results equd to them in Leksvik and Ramsnes.

Bremanger and Nesna had meager success related to integration of women'’s perspectivesin
politics and adminigtration. Both mayors and managers were little engaged in this project.

If we relate these results to theories about coordination and mobilisation we can point to these
arguments:



Strategic and mobilizing commune planning need commitment from both mayor and
manager . Table 6. shows which persons or group our informants means have been active

promoters of the experiment. Very few informantsin Bremanger and Nesnaare of the opinion
that their mayor and manager have been active promoters.

Strategic and mobilizing commune planning need commitment from political and adminidrative
leaders. Table 7. shows high variation between communesin commitment to this project. It
show the absolute member of persons from different groups which have the opinion thet this
project has given high results compared to efforts, what we call “owners’. Bremanger and
Nesna have very few owners, especidly in the adminigration. Thiswill lead to adifficult
Stuation when gtrategies and actions developed through the project shdl be integrated into
sectord plans and when the commune adminigration shdl implement actions. Domain defence
and other resstance are alikely result as we have seen (Amdam and Mariussen 1991).

TABLE 7. THE NUMBER OF “OWNERS’ OF THE PROJECT.

Commune; Sundal Breman Ramnes Gausdad Nesna Leksvik SUM
Adminigrators 4 2 6 3 1 4 20
Politicians 9 4 17 10 3 13 56
Other 4 3 1 0 0 2 10
SUM 17 9 24 13 4 19 86

Reference: Amdam, Kleven and Saderda 1992, p. 98.

Project like this need a postive attitude to their principles and goals. Some of the important
actorsin the project communes had problems to accept the idess behind this project, commune
planning on women's conditions. Actors in especidly Bremanger and Nesna had the
expectation that this project should create employment for women, an expectation which might
have been cregted by the nationd project group in their first contact with the commune or when
the project was tried sold to politica bodies and the administration. Instead they got a project
which tried to modernise their planning process. Our opinion is that the nationd project group
used to little effort in the beginning of the process to orientate and creste knowledge and
acceptance on locd leve of the goas and principles of this project. Instead of giving the
commune time for political and adminigtrative discusson which could have darified such
problems, they were given very little time to decide if they should join this project or not. This
political decison was, in most communes, taken by the executive committee instead of the
commune coundil.

High participation is needed to create identity and owner ship to strategies and actions.
Thereisastrong correlation between participation in mass meetings, group work etc. and

ownership to this project. Both Bremanger and Nesna had problems when the project group
and project leader tried to engage administrators and palitidans in their activities during the
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project. One reason seams to be their attitude to the project; the project was not what they had
expected.

Related to theories about neverending strategic and mohilizing planning, we have tried to show
that mogt of the six communes succeeded in creating knowledge and acceptance in the
commune organization and among inhabitants through mass meetings, group work, information
activities etc. But commune planning is a neverending process and this project lasted only three
years (actually the nationd project group at first decided that the project should last only two
years, but this was changed through strong influence from the OV E-team). The project had
much influence on commune planning in this period, but will this effect lagt? Only evaduation in
the future can show. What we know isthat planners, adminigtrators and politiciansin the
commune can be “bearers’ of new knowledge. Only if they use this knowledge in their own
planning activity will this project have effects in the future.

Figure 7. The learning planning process as a spiral.
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Figure 8. The Norwegian local planning system
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THE STRATEGIC PLANNING AND MANAGEMENT PROCESSAS A
CONTINUOUSLEARNING AND COMMUNICATION PROCESS.

The case discussed above was seen as an “ignition” project where new methods and
perspectivesin loca planning were introduced as the beginning of a continuous salf-governed
local development process. Based on our interview with local leaders, we believe this process
will continue to function into the future in four of the Sx communes, but not in Bremanger and
Nesna (Amdam, Kleven and Sederdd 1993). As shown on figure 7, this type of planning is
seen as alearning process which develops from acircleto aspird:

The program must start with the motivation, education and training of leaders. If leaders are
not motivated for learning new work methods and not engaged in the planning process, they will
form obgtructions to change and to organizationd learning. Gradualy, motivation, education and
training must be extended to other membersin the organization or community.

The next step in the learning circle isto organize the learning process. One must decide who
dhdl participate and who shall be the teachers. After education, the third sage isusudly a
training period where new methods, new planning models, etc. are tried out in practical and
smple Stuations but without any great ambitions. What has happened this far must be
discussed and evaluated before sarting a new learning circle with higher ambitions. Wheat
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experience did the participants get from education and training? What functioned well and what
was not so good? What strengths and faults were found and what should be changed? How can
such methods and planning processes be used in the organisations everyday life? What
consequences will this have for both continuous planning and project planning processes?

The next circle conssts of repeeting the stages but with greater ambitions, new participants,
more redigtic problems, etc. In practice, discussion and eva uation are often the most important
dage in the learning cirdle. Too often we concentrate on what is functioning well and forget our
faults. Or we concentrate on faults and forget our strengths. Recognizing faults aswell as
srengths are the most important stages in learning processes and fundamentd to effecting
improvements.

Long time and short time partid planning processes must be coordinated into an integrated
planning system on locdl leve asin Norway, seefigure 8.

Loca development is dependent on many actors. Successful development from below requires
cooperation and partnership between loca inhabitants, local organisations, enterprises (market),
loca commune and state adminigtration (bureaucracy) and the locd politica leadership
(Commune council - democracy). Acceptance and cooperation are also needed from levels
above the loca community, from the county and state and (dependant on the Situation) from
different nationa organisations.

Our experienceis that mobilisation of inhabitants and locad organisations will function well only if
the process is accepted and promoted by loca politica and administrative leaders and leaders
of the most important local organisations. As shown above, a rgection from some or most of
these create a Stuation where a strategic planning and management process will not function
properly.

Idedlly the mohilisation processes should originate spontaneoudy on the basis of locd initiative.
In our case the research work has been organized by us as aresearch ingtitute in the form of an
offer to thelocd communities, communes etc to participate, i.e. the initiative has come from
outside but participation is voluntary. The aim isto develop new methods and processes that
will work independent of us. The intention isthat it is the participators in the process who
themselves define the objectives, develop the strategies and projects, and implement these. Our
roleisto give assstance in the process and training in the use of the work methods.

This and other experiments shows that this approach can gain wide approva and support, but at
the same time can gppear as athreat to key politicians, bureaucrats and planners who are
orientated toward traditiona routines and rationa planning (Amdam J. 1990, Amdam R. 1994).
It can seem to them particularly “dangerous’ that the process is open-ended, no-one knows
whereit isgoing to lead them. The process may aso conclude that the whole or parts of the
established loca power gpparatus is/are an obstacle to the desired development, which canin
fact lead to a greater polarization between the power apparatus and the rest of the system.
Maor conflicts have developed between the politica |eadership in the communes and clearly
adminigrationminded civil servants and planners who fed their positions threstened. In afew
cases the adminigrators have tried to establish rival activities that they themselves contral. In
particular some of them are afraid of riva projects and a different set of priorities than they
themselves desire.
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Thelocd politicians have experienced the processes as far |ess threstening than we had
expected. On the contrary, they have often expressed very positive attitudes to the experience
and method of working, which shows the clear political eement in the method/approach. We
have even experienced that politicians and civil servants have adopted these methods in thelr
own work with the planning of eg. hedth and social welfare activities, compulsory education,
planning in sports asociaions, voluntary organizations etc.

Much of the gpparent opposition to such methods has proved to be the result of alack of
understanding of whet this way of working redly involves. We therefore today make a point of
darting the work with a period of solid training, during which we in fact go through the various
sages “in miniature’ with the group of leaders, so that they can see on asmadl scdewhat is
going to happen before we start the mass mobilisation. In addition it isimportant to draft
detailed plans of action with clearly defined partid activities, time schedules, descriptions of who
ought to take part in the various phases, responsibility for reports, drafting documents, informa
and forma decisons etc, and that the leaders themselves are responsible for thiswork. Thereis,
of course, adanger that this can lead to them having too much control and influence, but this has
not been a problem so far.

In the commune planning we have managed to link the forma parts of such processesto the
legidation pertaining to planning, which is fortunatdy suitably vague as to what communes shdll
and shdl not do, the content of planning documents etc. The law is mainly concerned with rules
regarding land-use planning and processes necessary to make documents legal, matters which
are of little Sgnificance in the mobilisation processes as such.

On the other hand, the new approach has lead to the recruitment of enthusiagtsinto politicsand
the adminigration, and meant thet it is legitimate for them to “do their own thing”, aslong asthis
isin accordance with the overdl plan. This has resulted in the development of an effective
system for delegating respongibility for the implementation of programmes, an excellent system
of annua reports and aso the establishment of new working routines for politica bodies, with
less time spent on handling individua questions and more on process evauation, i.e. discusson
of the overadl present and future Stuation for amunicipa divison, ingtitution, neighborhood etc
which concludes with clear sgnds for reform if necessary.

The greatest chadlengein the future is whét role the planners are to play in thiswork. We
experience that some planners, especidly those who are frusirated over their own methods and
their lack of results, eagerly adopt the new approach and become skilled |eaders of the
processesin their own communes. Many planners seem content to spend their time working on
minor questions. In such cases the mayor or treasurer (chief financia officer) have lead the
processes and have in fact dso had to draft documents, because the planners have not
understood what is happening and what role e.g. documents should play - not asfind plans, but
as status reports on how far the devel opment work has progressed.

Similar reactions have been registered from bureaucracy-minded civil servants and politicians -
ether in the form of withdrawa from the process or even some formof sabotage. Norwegian
communes are today in the throes of changing from being implementers of sate paliciesii.e. their
role as adminigtrators, to being themselves responsible for developing service and socid care
programmes on the basis of local needs, i.e. arole as pathfinders. (Baldersheim 1987). Policies
and means will to afar greater degree be based on help to help onesdlf rather than standard
solutions (Strand 1978). We see a clear correlation between the ability to be activein
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mobilisation processes in which they are involved and the ability to meet the chalenges offered
by this changing role. As dsewhere in society, some communes will lead the way, otherswill
straggle dong behind them. Perhaps the best results will be achieved by those who act quickly,
but not too quickly, i.e. when the teething troubles in such methods have been overcome.

Ancther factor isthelocd culture. Some loca communities enjoy along and pogtive tradition of
voluntary community projects and mobilisation and of daing things themsdves. In these
communities this method of working is simulaing and results in a more sysemétic and effective
approach, because the local development work is better coordinated and the purpose becomes
more gpparent. In these communitiesit is natura for them to ask what they themsalves can do
and what they can achieve in co-operation with their superiors, with enterprises etc (Amdam R.
1994).

On the other hand are the communities where the initiative has to come from “the lord of the
manor” or where they are used to everything coming “from above’. Instead of their own activity
and their own projects, they concentrate on making demands of the commune, of the State, of
enterprises etc, an atitude which often breeds conflicts instead of co-operation and

devel opment.

The mohilisation srategy presented here is without doubt most successful in the firgt type of
community. In fact, it can even be dangerous for the locd community to adopt it if the
community is*of the demanding sort”, unless & the same time grest emphasisisplaced on a
“culturd change” and on conscioudy using mohilisation to this particular end. In such acasethe
role of the planner will not only be that of the leader of the process, but aso that of the agent of
change, which makes new demands and raises new problems, not least on the question of
values.

CONCLUSIONS

The aspirations of alearning strategic planning and management process must be redistic and
try to concentrate on opportunities and threats which the participants themsaves recognise as
important and managable. Over-ambitious targets and lack of support from local leaders are the
main bottlenecks. Strategic planning and management are time consuming. Much time and effort
are needed to gain the acceptance and support of important partners in the development of
drategies and actions and in the implementation of these. Redlistic expectations and ambitionsin
the beginning of the planning process are fundamenta. Without acceptance and redism the
process is better postponed or rejected. Related to this and other cases (Amdam and Amdam
1990), | will point to the following experience:

Community

Locd drategic and mobilizing planning must include the whole community: Inhabitants,
organizations, enterprises, adminigtration, political boards and other interests in the territory.
Identification of the territory and its borders will also decide what participants and interests must
be included in the planning process. Mohilisation of inhabitants and interest groupsis
fundamenta for successful change (Stéhr 1990). Inhabitants and interest groups must
themselves decide the content of the planning process included visions, strategies and actions.
Locd identity and common understanding of crises are agood beginning.



Initiative

In our pilot project the initiative was taken both from communes and from above. In the last
casesthe first sep isto transplant thisinitiative to loca actors. We have shown that if important
actors as mayors and chief administrators are not active promoters of such initiative, successis
unlikely. Local development agents are needed and these persons must integrate into the local
community and loca networks (Stéhr 1990, p. 4) to “create’” more “owners’ of processes,
methods and perspectives. The mayor and/or the chief administrator are often key individuas
for change as shown here and in other successful casesin Scandinavia (Johannisson 1990).
These “socid entrepreneurs’ must have the development of the total community astheir god.

Organization

Locd drategic and mobilizing planning is dependent of the commune organization in Norway,
snce inhabitants have a strong territorid identity to the commune as a community, a political
entity and a service producing organization. The commune has aformd and ared responshility
for locd development. But the commune must build partnership with other local organizationsin
the private sector (banks, enterprises, farmer and labour unions etc.), voluntary organizations
and important public agencies. A project committee with representatives from important
organizations is often needed. To activate and/or change existing organizations with devel oped
network and partnership isa lot easier then to develop new organizations, often in competition
with exigting ones.

Process

The planning process must function as a continuous learning process. Our cases are mostly
projects with a definite time- scale but which hopefully will initiate a continuous sdf-governed
planning process. Such processes must start with activities that can be successful to create
believe in the process and to give participants salf- regpect and trust. High ambitionsinitialy can
eesly destroy inititives.

Education

Education and training of project leaders, project groups, participants etc. are tremendousy
important. This education must be directly related to the planning process and the local Stuation
to give knowledge, understanding and self-trudt. If possible the loca community (the project
group etc.) itself must organize this process and define what need they have of education and
traning.

Arena

New ad hoc and permanent arenas for communication and didogue are an important activity for
cregtion of new understanding, visions and strategies, and for development of more democratic
processes. Mass meetings, creative problem solving groups etc. are means we have used with
high success. A new loca community house, which can be used by dl kind of local interest
groups, can strengthen local networks and creste a meeting point between inhabitants where
local issues can be discussed. It isimportant to use loca schools and local community houses
for mass meetings, group work etc. in the planning process to give them new activities.

Participation



Participation must be planned according to the god of different processes and projects. If the
god isto have broad participation in development of visons and srategies, al inhabitants must
beinvited. But, if we like it or not, some inhabitants are more important then others-they can
have “veto-power” etc. Such persons must be personaly motivated to join mass meetings and
group work where participation from them isimportant. Groups must be constructed so asto
escape personal conflicts, or managed by experienced process leaders. Ad hoc groups with
sective participation are useful to develop rdationship with business, organizations,

devel opment agencies etc.

Agenda

Our experienceis that participation and processes must be well planned, while participants at
mass meetings, project groups etc. must develop their own agenda. Some guidelines according
to themes etc. are acceptable, but participants must fed and trust that their own activity is
important for development of visions, Strategies and actions.

Note 1.

Each voter has some influence on what persons shdl represent her in the commune council.
Each palitica list mugt have as many names as persons in the commune council. Mot parties
have decided that their list shdl contain as many women as men. A voter will select one of dl
possible lists when she votes, which gives each party arepresentation proportiond to “list-
votes’. But avoter can cross out as many names on alist as she like and instead write the name
of persons on the same list or from another list (but only once for each person). If aparty get
“lig-votes’ for five members dected to the commune council, “name-votes’ on this party’slist
or other lists decide which persons are sdlected from this party.
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