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Blue Sky Thinking

Ideal Scenario

Purpose  To imagine an ideal scenario that recognizes and takes inspiration from past accomplishments and current strengths, using 

one or more of the following tools. 

THE IDEAL SCENARIO TAPESTRY

Define a focus for a vision and invite participants to list the elements of an ideal scenario (see 

Free List and Pile Sort). Collectively, create a tapestry made up of drawings of these elements 

on individual sheets of paper or a single drawing on a large sheet of kraft paper. If possible, 

use good quality art paper and pastels, intense color pencils or color ink so people can enjoy 

the drawing process. Participants may use real or imaginary life forms or scenes (such as 

animals, plants, landscapes, activities) to reflect their vision. Ask participants to explain their 

drawings to others and combine them into an ideal scenario tapestry.

TRUE OR FALSE

Define a general topic and invite participants to think of a true story about a great thing they have accomplished, and a false story about something 

they would like to accomplish in relation to the topic and that builds on their existing strengths. Share the stories in pairs or small groups. The false 

story must be told convincingly while others try to guess which they think is the true story, and which is the false one.

THE CARROUSEL 

Define a focus for a vision and divide participants into groups of 5 to 8 people for rounds 

of small-group discussion. Decide whether each group will develop a full vision/mission 

statement or focus on a different aspect of this statement. Ask each group to prepare an 

outline of key aspects of their vision or mission, and elect a spokesperson for the group 

and a skilled note taker. Provide a common timeframe for development of the outline. 

When ready, the spokesperson and the note taker from each group visits another group 

so that every group can hear a presentation of an outline, provide comments (recorded by the note taker), and borrow ideas to advance their 

own thinking. Another option is for participants to visit note takers and reporters. Other rounds of visits to some or all other groups can 

follow, time permitting. Once the visits are completed, invite each group to reconvene and improve its initial outline based on the comments 

and ideas received from other groups. The exercise ends with a plenary session where all groups present their vision or mission statements, 

with an emphasis on the ideas from other groups that helped improve their own thinking. Note that this method for small-group discussion 

(also part of the World Café) allows for effective sharing and rounds of improvements to ideas, and a shorter plenary.
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THE VISION CIRCLE 

Define a specific focus for the vision, and invite participants to sit in a circle. Begin by asking participants to quietly 

think about an ideal situation relevant to the focus, including the gains that might result, the individual and group 

strengths and accomplishments that would be part of it, and the factors that would make it work. Then invite 

participants to close their eyes and offer one or two details of their vision, starting with the words ‘I have a dream.' 

Others can join in whenever they are ready, without stopping to object or evaluate their own ideas or those of 

others. People can include the statements already heard and add new elements to the vision until the activity slows 

down naturally. The facilitator may ask questions about what the ideal situation looks like and ask if anyone has 

anything else they would like to add before the activity ends. Conclude with a brief discussion of what is exciting 

about the vision of the future, what feels possible and what was surprising in the visions shared.

THE TREE OF MEANS AND ENDS 

Define a situation and draw a tree trunk that stands for a core 

goal shared by the group. Begin by asking participants ‘What 

might happen if we achieve this goal?’ and inviting them to write 

each response on a card using key words or a short positive 

sentence. Use Free List and Pile Sort to consolidate the cards 

into piles, and place them above the tree trunk as though they 

were branches and fruit. If the piles are directly related to each 

other, show this by placing them above or below each other, 

arranging them as main and secondary ramifications. Use the 

same process to identify the means or ways to achieve the goal, 

starting with the question ‘What do we need to do or obtain to 

achieve our main goal?’ Include all necessary means but leave 

out any that people think will have undesirable effects. Place 

these below the tree trunk and arrange them as main and 

secondary roots to show their interrelationship. 

The Tree of Means and Ends is a mirror-image of the Problem Tree, 

which centers on a core problem (the trunk) and its first-level and 

second-level causes (roots) and effects (branches). If the group has already done a problem tree, they can reframe the core problem 

into a positive statement as though it had already been achieved, and convert the causes and effects into means and ends.

A stage for 
cultural events

Basic 
services

Unity in 
the hamlet

Improved 
health

People grow vegetables 
& keep livestock

Stable 
livelihoods

School in the 
village

Children 
educated

Privacy and 
security

Each family has 
its own house

Children get 
good jobs

Sense of 
awareness

A better       
life

Various job 
options

People are serious 
about the problem

Enhanced 
awareness

People know 
their legal rights

Landowners agree to give/
sell the land to the hamlet

Government 
supports hamlet

Land titles 
claimed

People unafraid of 
landowners

People are 
organized

People attend village 
Gram Sabha

Ends

Means

Blue Sky Thinking

Ideal Scenario

100

Siddesharwadi owns 
the village site

SAS
  Dialogue



Sabotage     

Purpose To identify and overcome habits, behaviors, 

established patterns, doubts, fears and 

other barriers to success.

Step 1 Define a plan, activity or project and ask 

participants to think of one or two things they 

or others could do to make sure it will fail 

completely. Record each sabotage idea on a 

separate card. Encourage creative responses 

and remind everyone that they are not 

committed to any of the sabotage ideas stated. 

Step 2 Share the sabotage ideas. Use Free List and 

Pile Sort to record individual responses on 

cards and organize them into categories.

Step 3 Review the results and transform the sabotage 

ideas into positive statements, strategies or 

factors of success.

ADAPT 

Distinguish sabotage ideas that are certain to block or destroy all possibility of 

success, from those that are simply irritants or disruptions that are likely to 

undermine enthusiasm, efficiency or enjoyment of the plan, activity or project.

COMBINE  

The Improvisational Theatre game But versus And can be a follow-up to Sabotage if one of the behaviors is to be 

too critical or to censor themselves or others prematurely. To start, identify a real plan or a fictional task such as 

planning a party or a group outing. Ask participants to contribute one idea at a time, starting each sentence with 

“Yes, but …” After a few minutes of planning, ask a different group of participants to plan the same task starting 

each sentence with “Yes, and …” Review and contrast the plans and how people feel about the plans emerging 

from the two groups.
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Purpose To visualize what can be expected if current trends continue and stakeholders’ actions do not change them. 

Step 1  Define the situation and make a list of the positive and the negative factors that are part of the situation. Focus on the most 

important factors.

Step 2  Create a table and insert the list of positive and negative factors in Column 1 (see example).

Step 3  In Column 2 indicate the importance or weight of each factor, using a scale of 1 (low) to 10 (high). Use plus (+) and minus (-) 

signs to distinguish the positive and the negative factors. 

Step 4  Discuss the main cause(s) responsible for each factor and current trends. Record key words to describe the main cause(s) in Column 3.

Step 5  In Column 4 indicate whether each cause is likely to have a stronger or a weaker impact over time, assuming no one tries to change the 

current trends. Use a value below 100% for a lesser impact, 100% for an impact that will remain the same, and above 100% for a greater 

impact. Determine the time needed for these expected changes. Plan to get more information to estimate future impacts, if needed.

PROJECTION TABLE

Current              

situation            

elements

A 

Weight 

- 10 to + 10

Main cause(s)

B

Future impact 

< 100% = lesser
= 100% = stable
> 100% = greater

A x B

Projection score Snapshot projection   

scenario

Positive elements

1.

2.

Negative elements

1.

2.

Projections     
Blue Sky Thinking
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Step 6   Calculate the Projection Score for each row by 

multiplying scores A (Column 2) and B 

(Column 4). Record the results in Column 5. 

The more positive the projection score is, the 

more reason there is to be optimistic. The 

more negative the score is, the more reason 

there is to be pessimistic. When there are 

several causes for a factor, calculate the 

Average Projection Score by totaling all the 

Projection Scores for the factor and dividing 

the total by the number of causes. 

Step 7 Review the result and summarize the situation 

that will result from the negative and the positive 

factors and the likely future impacts of their 

causes. Record the summary in Column 6.

Step 8 Create a diagram by drawing a vertical line that 

crosses a horizontal line of equal length. At each 

extreme of the vertical line write a value of +10 

for positive factors and -10 for negative factors. 

At each extreme of the horizontal line write < 

100% for weaker impacts and > 100% for stronger 

impacts (see sample diagram). 

Step 9 In each corner of the diagram, describe the scenario obtained when the two considerations (positive and negative 

factors, on the one hand, and projected impacts on the other) are combined. 

Step 10  Using the results from the table, plot and write each factor in the diagram. Discuss how they are distributed. Pay 

special attention to factors that are likely to change a lot over time (extreme scores for future impacts).

TIP  Different stakeholders may weigh the various factors and the future impacts differently. When contrasting views are 

likely, do the Projections separately and then discuss together.

Projections     
Blue Sky Thinking

Stronger impact 
> 100%

“Things won’t be as good”
Positive elements will get weaker

Positive elements
+10

-10 
Negative elements

“Things will improve”
Positive elements will get stronger

“Things won’t be as bad”
Negative elements will get weaker

“Things will get worse”
Negative elements will get stronger

Weaker impact 
< 100%

100%
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Purpose To compare the positions that stakeholders take 

on a situation or action with their actual 

interests and the moral values they hold.

Step 1 Define the situation or action where stakeholder 

positions must be discussed. Decide whether 

participants should express their positions 

individually or as subgroups, and whether it should 

be done openly or anonymously.  

Step 2 Create a diagram by drawing a vertical line that 

crosses a horizontal line of equal length. Write 0 

where the lines intersect, and + 10 and – 10 at 

opposite ends of each line. 

Step 3 Ask each individual or subgroup to plot on the 

vertical line the extent to which the situation or 

action corresponds to the values they hold. Use 

+10 to represent a situation or action that matches 

their values perfectly, and –10 to represent one 

that fundamentally contradicts their values. 

Step 4 Ask each individual or subgroup to plot on the 

horizontal line the extent to which the situation or 

action supports their interests (financial, 

professional, political, etc.). These are the net 

gains or losses, expected or observed, that result 

from the situation or action. Use +10 to represent 

an action or project that brings high net gains, and 

–10 to represent high net losses. 

Knowing What Matters

Values, Interests, Positions (V.I.P.)

High 
gains

High 
losses

Teacher
Healer

?
Thief

Corresponds to my/our values

Contradicts my/our values

•
Proposal

-10
10

0

10

-10
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Step 5 Mark where the values from the two lines meet. This represents the position of each individual or subgroup.

Step 6 Discuss the results and explore how to improve or modify the situation 

or action so that it better matches stakeholder values or interests.

TIPS   Label the four corners of the diagram with the name of a well-

known profession, historical figure or life form (animal, plant, 

spirit) that best represents the position obtained by the 

combination of extreme scores in each corner.

ADAPT Anonymous floor mapping option. 

Create a large-scale version of the 

diagram on the floor using 

masking tape or ropes. Ask each 

participant to create the same 

diagram on a card and mark their 

position using their ratings on the 

two factors (values and interests). 

Then ask them to exchange their 

diagram with other participants 

several times so that it can’t be 

traced. End by inviting all 

participants to stand in the floor 

diagram at the location marked 

on the diagram now in their 

hands. Discussion of the 

distribution of positions can 

maintain anonymity.

Knowing What Matters

Values, Interests, Positions (V.I.P.)

Deforestation

Co-management
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Purpose To better manage a problem by becoming 

aware of what moral values are held and 

applying the lessons learned from 

successful actions that are consistent with 

those values. 

Step 1  Identify the problem that you find difficult to 

resolve. Describe the response or position that 

you’ve adopted to handle the situation and that 

you’re not entirely satisfied with. Record the 

problem and your response to it on a card using 

a few key words or a short sentence. Add key 

details on the back of the card.

Step 2 Identify why you’re not satisfied with the 

response or position identified in Step 1, 

and record the answer on another card. If 

the reason is a negative statement, find 

positive terms to describe the principle or 

value behind the reason. Place this value 

card immediately above the first card.

RESPONSE

No one should be 

allowed to extract 

wood for any reason, 

and those who do will 

go to prison. 

INITIAL PROBLEM  

Locals are cutting   

trees in the park.

VALUE 1

It is important that we 

protect the forest.

VALUE 2

We must protect the forest 

for those who need water.

!

Imagine if we did the same...

Lessons and Values     
Knowing What Matters

VALUE 3

Everyone should 

care about other 

people’s needs.

VALUE 3

We must fulfill our 

obligations as forest 

guards.

LESSON LEARNED

Other problem: locals 

complain about the park 

entrance fees.

Response: We explored many 

options and thought of 

something new that would 

benefit everyone: using 

some of the revenues to 

improve local roads.  

LESSON LEARNED

Other problem: Last month we   

had to negotiate a new contract 

with the Forest Department. 

Response: We were patient and 

made some concessions that 

showed how much we care about 

the park and its mission. But we 

also gave them information to 

justify our position and we 

made some gains.
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Step 3 Discuss why the value identified in Step 2 is important. Ask in a different way, such as “Why does this matter?” or “What will happen if 

we all apply this value?” Record the new principle or value on its own card and place it above the other cards. 

Step 4 Repeat this process until a core value is reached, and place it at the top. If there are two core values that are relevant to the 

problem, place both of them at the top. 

Step 5  Identify at least one situation where the core value was applied with confidence and positive results. Describe what was 

done in that situation. If the description is vague, use the Laddering Down technique to make it more meaningful and 

detailed. Ask “Can we give an example of this?”, or “How can we tell this response was respectful?”, for instance. 

Step 6 Go back to the situation identified in Step 1 and imagine a response or position using lessons learned 

about how core values can guide actions toward positive results. 

TIPS  

If a value sounds too concrete or like a cliché, use the Laddering Up technique 

to make it more meaningful (see Active Listening). Ask ‘Why do we think this 

(name the value) is so important?’, ‘Why is this (name the value) essential in 

life?’, or ‘What happens when people have this (name the value)?’ These 

questions may help identify a higher value that expresses the participants’ 

fundamental beliefs. Participants will recognize values that are higher up the 

ladder when they express things that are deeply felt and are central to the image 

they have of themselves. Participants often view these values as self-evident, 

essential in life, and applicable to everyone. 

When using a ‘why’ question to identify values (such as ‘Why do we take this 

position?’), people may give answers that explain what causes something to 

exist or what their interests are. Respond with the why question again, 

formulated in a different way, until values are identified.

Facilitators that are not also stakeholders in the situation should not make 

comments or express judgments about stakeholder values. 

Lessons and Values     
Knowing What Matters
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Purpose To rank stakeholders’ goals in order of importance, and review disagreements or misunderstandings people may have 

about these goals.

Step 1  Define the situation and ask participants to list the key goals they have. Goals may be objectives, activities or the moral values 

that people hold. Define these goals clearly, using key words or a picture to describe the goal. Make two sets of cards, with one 

goal on each card.

Step 2 Divide the participants 

into two groups based on 

some significant 

difference relevant to the 

situation (such as men and 

women, planners and 

implementers, rich and 

poor, etc.). Ask each 

group to gather separately 

(perhaps in another room) 

and to rank the goals in 

order of importance from 

first to last (see Ranking). 

The most important goal 

should be numbered 1, with all scores written on the back of the card.

Step 3 Once the ranking is complete, ask each group to rank the same goals as 

they think the other group would have ranked them. This will produce 

two rankings, one of their own priorities, and another of the ranking 

they think the other group will have.  Write the second set of goals 

and scores on a different set of cards.

Step 4 Come together as a single group to compare rankings. This can be done by showing the order using the cards. First look for 

similarities and differences in actual priorities, and discuss the implications. Then look at each group’s understanding of the 

priorities of the other group, and discuss the implications. Members of each group may wish to discuss these issues among 

themselves before sharing their views with the other group, especially if there is a lot at stake.

Competing project priorities of men and women in Mehi, West Bengal

Options Ranking 
by men

Ranking 
by women

Dis-
agreement

Ranking by 
women for men

Women’s mis-
understanding

Ranking by 
men for women

Men’s mis-
understanding

Mixed cropping 2 3 1 3 1 5 2

Fisheries 1 4 3 2 1 2 2

Grain Bank 4 2 2 4 0 3 1

Road construction 6 6 0 1 5 6 0

Children’s nursery 3 1 2 5 2 4 3

Kitchen garden 5 5 0 6 1 1 4

All activities 8/18 10/18 12/18

Knowing What Matters

Disagreements and Misunderstandings
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Knowing What Matters

Disagreements and Misunderstandings

 Levels of disagreement combined with levels 

of misunderstanding produce six possible 

scenarios (see table). Identify the scenario 

that best reflects the findings of the exercise.

 To measure levels of disagreement and levels 

of misunderstanding between the rankings 

and priorities of the two groups, create a table, 

as in the example. To assess levels of 

disagreement, total the differences between 

same-goal rankings of the two groups. Then, 

divide this number by the maximum difference that could have been generated by the two ranked lists. If values range from 1 to 6, then 

the maximum difference is 6 minus 1, 5 minus 2, 4 minus 3, 3 minus 4, 5 minus 2, and 6 minus 1, for a total difference of 18. Multiply 

the result by 100; this gives you the percentage level of disagreement. To assess levels of misunderstanding, use the same calculations 

by comparing the actual rankings of each group with the rankings attributed to them by the other group.

TIPS  

Use positive terms to describe each goal. This helps to focus discussion on competing 

priorities, and the values underlying these priorities. 

To show the order of priorities physically, ask members of each group to distribute cards among 

themselves and to form two lines facing each other, with cards in their hands, in the order of 

the groups’ priorities. Discuss the differences, and then ask one line to reorganize itself as they 

thought the other group would have ranked the goals. Discuss the misunderstandings of this 

group, and then reorganize again to discuss the misunderstandings of the other group. 

To compare the rankings of more than two groups, identify the two goals where people seem to 

disagree the most. Create a diagram by drawing a vertical line that crosses a horizontal line of 

equal length. Use the vertical line to represent one goal, and the horizontal line to represent the 

other. Write the lowest and the highest ranking numbers at the opposite ends of each line. Place 

each group’s name into the diagram where the group’s rankings on the two goals intersect.

SCENARIO Understanding Misunderstanding

Agreement

Scenario 1 

The parties agree 
and both know it

Scenario 2 

The parties agree 
but one doesn’t know it

Scenario 3 

The parties agree 
but don’t know it

Disagreement

Scenario 4 

The parties disagree 
and both know it

Scenario 5 

The parties disagree 
but one doesn’t know it

Scenario 6 

The parties disagree 
but don’t know it

 Men

1

Gr
ai

n 
Ba

nk

6

6

Fisheries

Women

1

 NGO
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Purpose To determine whether there is enough support from stakeholders to go on 

with a proposal or course of action, before any final decision or vote is taken.

Step 1 Identify or describe a proposal or course of action under consideration. Create a 

descriptive title or drawing, or identify an object that represents the proposal or 

course of action.

Step 2 Create an agreement scale to assess the level of support. The scale should 

consist of about 9 statements ranging from the most negative to the most 

positive response to the proposal or course of action. Use phrases and local 

expressions that are meaningful to the people involved. 

Step 3 Discuss whether participants should express their level of 

support as individuals, as subgroups or as a whole group. 

Also discuss whether they should express their level of 

support openly or anonymously.

Step 4  Ask each participant, subgroup or the whole group to 

choose the support level that best represents their 

response to the proposal or course of action, and to 

indicate their response on the agreement scale. 

Step 5  Review the distribution of marks on the agreement scale. Discuss 

whether there is enough support from stakeholders to go on with the proposal or course of action, and concerns reflected in the 

responses. If the level of support is not as high as the group wants or needs it to be or if key stakeholders reject the proposal, 

participants may wish to modify the proposal or course of action so that it can address concerns and has enough support to succeed. 

TIPS   When discussing the distribution of marks on the agreement scale, invite participants to express their concerns directly, 

or use role-play to anonymously raise concerns people may have. Give special attention to low levels of support that may 

come from key stakeholders.

SOURCE  Adapted from S. Kaner et al. Facilitator’s Guide to Participatory Decision-Making. New Society Publishers, 1996.

Levels of Support
Knowing What Matters
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Predicting the future

Impact and Feasibility

B
ar
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y

 f
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si
bl

e

Gourmet Tour

H
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hly
 feasible

Moderate 
impact

High impact

Moderately feasible

Low 
impact First 

Prospectors 

Tour

El Dorado 

Tour

Purpose To choose between several options using two criteria: the impact 

associated with each option, and how feasible each option is in 

light of favorable conditions (strengths, opportunities) and 

unfavorable conditions (weaknesses, threats). 

Step 1 Define the situation and make a list of the options 

under consideration. Each option should be 

concrete, distinct and clearly defined. Draw or write 

each option on its own card, with some details about 

the option on the back of the card or on a flip chart.

Step 2  Assess and indicate on each card whether the option 

will have a high (Impact ++), moderate (Impact +) or 

low impact (Impact -) on the situation. 

Step 3  Assess and indicate on each card whether the option is highly (Feasible ++), moderately 

(Feasible +) or barely feasible (Feasible -). When discussing feasibility, take into account 

the favorable conditions (strengths, opportunities) as well as the unfavorable conditions 

(weaknesses, threats) associated with the option (see Force Field).

Step 4  Create a rainbow diagram with three bands on a flip chart or with masking tape 

on the floor. In the smaller band, insert the cards of low impact options (Impact -). 

Insert the cards showing options of moderate impact (Impact +) in the middle 

band, and those of high impact (Impact ++) in the larger band.

Step 5  Divide the rainbow bands into three equal parts: one part to the left, one in the middle, and one to the right. 

Move the cards of highly feasible options (Feasible ++) to the right side of the diagram. Move those that are 

barely feasible Feasible -) to the left side. Leave the moderately feasible options (Feasible +) in the middle.

Step 6  Discuss the picture that emerges and priorities based on the level of impact and feasibility of each option. Also discuss 

ways to improve or combine the options to make them more feasible or achieve greater impact.  

TIP  The nautilus figure may also be used to visualize the impact and feasibility of ongoing or proposed actions (see Action Potential).
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Predicting the future

Action Potential

Purpose To compare strategic actions based on their potential impact and the effort already invested and required for each action.

Step 1 Define the situation (project, problem) and create a list of current or proposed actions to be compared for planning 
purposes. Write down key details about each action on a flip chart.

Step 2  Individually or as a group, rate the potential impact of each action — the extent (percentage level) to which 

each action can resolve the problem or achieve project goals. For more precision, use indicators to define the 
meaning of percentage levels on the scale. Record the reason(s) given for each Potential Impact on cards or a 

flip chart. If rating is done as a group, discuss each rating until participants agree based on consensus or a 

majority vote. Alternatively, calculate the average rating for each action. (Be sure to review in detail the Scoring 
Tips. They are critical to proper application of Action Potential.)

Step 3 Create a table (see example). Record the potential impacts in Column A, in descending order. List the corresponding actions in the left column.

Step 4 Create a graph on paper or a flip chart using spokes (or ribbons on the floor) to represent the different actions under discussion. 
Adjust the length of each spoke to reflect its potential impact, and organize the spokes in ascending order. Label each spoke with a 

title card, a drawing or an object representing the action.  A relevant metaphor can also be identified to represent the purpose of the 

exercise (see the Physa gyrina latchfordi snail in the park management example). 

Step 5  Estimate the actual level of effort already invested in each action as part (a percentage) of the total effort needed to realize its full 

potential. Record each Actual Effort rating in the table, in Column B. Mark each rating on the corresponding spoke, between the center 

(0% effort level) and the other end of the spoke (representing 100% of the effort needed to realize maximum potential). Draw straight 
lines between the marks to create a shape that defines the actual effort profile for each action.

Step 6 Total all potential impact ratings. Add another spoke to the graph, the longest, and record the Total Potential Impact at the end of this 
synthetic spoke (see example). Keep in mind that the total potential impact can surpass 100% and may be more than what is required.

Step 7 Multiply Column A by Column B ratings for each row, and record the results in the last column (A X B). Total these Action Potential 

ratings (where the effort invested in each action is weighted by its potential impact) and record the total at the bottom of the last 
column. Mark this Total Action Potential on the synthetic spoke.

Step 8   Review the results and reasoning that went into the rating process and discuss the priorities based on the scores. Also discuss ways 

to modify the actions to achieve greater impact, reduce the level of effort required, etc.

TIPS Use visual codes (colors, numbers, icons, etc.) to add other information on each action, such as its feasibility (see example) or the 

order in which it should be done. If actions need to be carried out in a certain order, the level of effort required for each action 

should be assessed under the assumption that prior actions have been completed. 113
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Predicting the future

Management Park  
User Complaints

A
Potential 
Impact

B
Actual 
Effort 

A X B
Action 

Potential
Feasibility

Information Campaign 50% 20% 10.0%

Due Process 25% 30% 7.5%

Quality 20% 30% 6.0%

Capacity Building 20% 10% 2.0%

Stakeholder Engagement 20%  0% 0%

C.R.M. System 15% 40% 6.0%

Norms 10% 20% 2.0%

Contract 5% 70% 3.5%

Total 165%  37.0%

Summary of this example: National Park staff 

decide to reassess the various strategies they use 

or could use to handle suggestions and complaints 

from park users more effectively. Three strategies 

stand out as priorities (see red arrows in the 

graph). The team estimates that engaging 

stakeholders in problem solving and establishing 

quality standards to be applied when delivering 

park services would resolve the problem by 40%. 

While the stakeholder engagement process has yet 

to be designed, the work involved in defining 

quality standards has already started (by 20%) and 

is easier to achieve (  ). A public information 

campaign about what the Park has to offer (and 

services not available) could also have a significant 

impact, reducing the problem by another 50%. 

However, much of this work (80%) remains to be 

done and may be a bit challenging (  ). 

Action Potential
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Purpose To evaluate different options based on the negative and the positive 

results expected from each, the value given to specific results, and the 

probability that these results will occur.

Step 1 Define a situation and make a list of the options being considered. The 

options should be concrete, distinct in some way, and relevant to the situation. 

Step 2  Create a table. List the options in Column 1. A choice between two options 

(such as ‘do’ or ‘do not do’) is the minimum you need.

Step 3  Discuss the negative result(s) that may be associated with each option. Using 

key words, record these results in Column 2.

Step 4  Give a value to each negative result, from -1 to -10; the -10 score (or 10 objects such as black pebbles) indicates the worst that 

could happen. This is Score A. Then, estimate how likely it is that each negative result will happen (the probability in 

percentage), based on current knowledge of the situation. This percentage is Score B. To be more precise, identify indicators 

that define the meaning of numbers and percentages on each scale. Record Score A and Score B for each option in Column 3.

Step 5  Multiply Score A by Score B (if using pebbles for Score A, reduce the number to a proportion equal to the probability 

percentage). This gives the total score for each negative result. Record the scores in Column 4.

Step 6  Discuss the positive result(s) that may be associated with each option. Using key words, record these results in Column 5.

Step 7  Give a value to each positive result, from 0 to 10; the +10 score (or objects such as 10 white pebbles) indicates the best that 

could happen. This is Score C. Estimate how likely it is that each positive result will happen (the probability in percentage), 

based on current knowledge of the situation. This percentage is Score D. To be more precise, identify indicators that define 

the meaning of numbers and percentages on each scale. Record Score C and Score D for each option in Column 6.

Step 8  Multiply Score C by Score D in each row (if using pebbles for Score C, reduce the number to a proportion equal to the 

probability percentage). This gives the total score for each positive result. Record the scores in Column 7.

Step 9 In Column 8 total the scores recorded in Columns 4 and 7. Review the result and decide which option is best. The higher the 

total number, the more reason there is to take that course of action.

Results and Risks
Predicting the future
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RESULT AND RISK ASSESSMENT TABLE

Options NEGATIVE POSSIBILITIES POSITIVE POSSIBILITIES

Total 

score

Negative result A. Value

B. % probability

Negative score

A x B

Positive result C. Value

D. % probability

Positive score

C x D

Ignore letter Tree harmed and dies. 
Neighbors are enemies.

10
40%

- 4.0 Harmed tree 
survives.

10
30%

3.0 - 1.0

Go to court Fruit lost and costly battle. 
Neighbors are enemies.

- 8
70%

- 5.6 Win battle. 8
50%

4.6 -1.6

Sign agreement Lose fruit. - 8
100%

- 8.0 Neighbors are 
friends.

10
90%

9.0 + 1.0

Summary of this example: Your family receives a letter from the neighbor. In the 

letter the neighbor demands the right to have 50 percent of all the mangoes falling 

from the tree that your grandmother planted on the edge of your family farm about 

sixty years ago. You have one week to sign the agreement. If you do not agree, he 

threatens to cut off all the branches that are hanging on his side of the property, and 

possibly dig up all the roots on his side, as well. You know that if he does this, it 

would probably kill the tree. You must now decide how to respond to their letter. You 

are considering three options: signing the letter, ignoring it, or going to court in the 

hope that the judge will reject the neighbor’s demands. Source: Adapted from Means, 

Katherine and Cynthia Josayma, with Erik Nielsen and Vitoon Viriyasakultorn, 

Community-Based Forest Resource Conflict Management: A Training Package, Volume 

1, Section 4.4, http://www.fao.org/DOCREP/005/Y4300E/Y4300E00.HTM, and Volume 

2, Activity 32, FAO, Rome, 2002, http://www.fao.org/DOCREP/005/Y4301E/

Y4301E00.HTM.

Results and Risks
Predicting the future
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What If

New 
government

More funds and 
same government

No more funds

Same 
government

More funds and 
new government

No more funds       and new government

No more funds         and same government

More funds

Predicting the future

Purpose To develop a plan to monitor risk factors and adjust 

activities accordingly. 

Step 1  Define a plan, project or program and make a list of key 

factors that may have a high impact and are difficult to 

predict.  

Step 2 Review the list and select the two factors that may have 

the highest impact and are the most difficult to predict. 

Use Ranking, if need be.

Step 3  Create a diagram by drawing a horizontal line that crosses 

a vertical line of equal length. On the horizontal line label 

two opposite outcomes for one of the factors (such as 

‘No more funds’ versus ‘More funds’). 

Step 4  On the vertical line, label two opposite outcomes for the 

other factor (such as ‘A new government’ versus ‘The same 

government’).

Step 5 In each corner of the diagram, write (or draw) the scenario 

obtained when the possible outcomes are combined. 

Step 6  Discuss the expected impact of each scenario and record 

this using key words in each corner of the diagram.

Step 7 Review the result and identify what kind of information is needed 

to track the two factors and the expected impacts, when and how 

it can be obtained, and who will be responsible for doing this. 

Over time, adjust broader plans in light of the information 

collected (see Process Manager and Process Design).
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Critical Path
Predicting the future

Purpose To plan the shortest route to completion of a project, by distinguishing the 

tasks that need to be completed in a sequence from those that can be 

done in parallel to other tasks.

Step 1  Define a plan of action and list the activities that are part of the plan. The activities 

should be concrete and distinct from each other. Write a few key words for each 

activity on its own card and describe the activity briefly on the back of the card.

Step 2 For each activity, determine the earliest date by which it could start and estimate 

the time it will take. Record the information on the activity card.

Step 3 Identify the activities that must be completed sequentially, before other tasks can begin. Distinguish these from tasks that can 

be done at any time, as parallel tasks. Organize all the activity cards in the order that would take the shortest time, taking into 

account both parallel and sequential activities. 

Step 4 Create a critical path diagram based on the organized cards using a code for the key information. For example, use numbered 

circles to show the start and finish of each activity. Draw arrows (from left to right) between circles to show the activity that 

needs to be completed before another can start. Write the time needed to complete the activity above each arrow. Above each 

circle track the cumulative time it will take to complete the project. 

Step 5 Review the result and adjust the amount of time dedicated to different stages of the plan of action. Plans can be completed in shorter 

periods of time by investing more resources (human or financial) in some stages or reducing the scope of some activities. Postponing 

activities that are not part of the critical path is another option for managing time-sensitive plans.

In this diagram, the 

critical path involves 

three sequential stages 

that must be completed 

on time if the proposal is 

to be done in 4 weeks: 

the Concept Note (1 to 

3), the Draft Proposal (3 

to 4), and the Full 

Proposal (4 to 6).
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