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Abstract:

This seminar describes and reflects about the application, in
2003-04, of the socio-technical multicriteria approach for
strategic decision-aiding, developed at the Department of
Operational Research of LSE, to the participatory process aiming
at creating a long term vision for Puerto Rico 2025. Our process-
consultation intervention was done in collaboration with A.T.
Kearney, the consulting company contracted by the Government
of the island to develop the project. More than one hundred
stakeholders were involved in a Decision Conferencing process in
which the MACBETH and EQUITY methods were used to help
thematic groups in strategy assessment and prioritization.
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Conferencing in the project “Puerto Rico Visioning 2025”
(conducted by A.T.Kearney)
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Puerto Rico 2025 was a project commissioned by the
Government of the island

Background

m In December 2002 the Government of Puerto Rico invited consulting
companies to bid for a project aiming at developing a long term vision and
strategic plan

m A.T. Kearney won the bid by proposing a participative approach to long-
range planning to enhance the chances of multi-stakeholder participation
in strategy design and commitment to the implementation process

m MCDA was an important enabler of stakeholder participation, specially
during the phase of strategy assessment and prioritization

PR 2025 is an initiative to create convergence on a plan for
Puerto Rico’s future

Stated Project Objectives

m Operationalize the PR 2025 initiative

m Engage community and private sector leaders

m Provide for the participation of local experts

m Create database for reference during project and future use

m [nsure lifespan of the recommendations by anchoring project in the private
sector to the greatest extent possible




Ultimate aim is not a report, but mobilizing civil leadership
to overcome cynicism and short-term politics

PR2025 is NOT

Another inert study-report
An electoral platform

An initiative tied to a specific administration or
party

Simply an economic development plan, ignoring
social and environmental implications

A nice set of ideas, with no roles,
responsibilities and resources defined for their
implementation

Intended to address the status question
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A mobilizing vision and implementable plan for
the future

An initiative to create convergence on a plan for
Puerto Rico’s future

An inclusive program for the benefit of Puerto
Rico as a whole

A holistic plan for balanced economic, social
and environmental development

A blue-print for action, identifying and
establishing specific organizations to be
responsible for implementation

A plan to address Puerto Rico’s fundamental
needs, regardless of the political status




The Puerto Rico 2025 project was structured around four

phases of work
Project Phases

August — November 2003

EVALUATION/ASSESSMENT
* Where is Puerto Rico today?
“The need for action”

October 2003 — January 2004

VISION
* Where does Puerto Rico want to be
in 20257
“The fundamental objectives”
January —March 2004

STRATEGIC PRIORITIES
* What are the strategies that will mostly
contribute to reach the vision?
“The strategies”
April — May 2004

IMPLEMENTATION LAUNCH
* Transfer responsibilities to the
independent entity
“The Launch”
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Puerto Ricans are amongst the most happy people in the
world according to a study published by the British magazine
New Scientist

Puerto Rico has developed and exported to the world some
forms of unique cultural expressions

Craftsmen and artisans in Puerto Rico have developed a
unique style, producing high quality craftsmanship and
utilizing very diverse materials and techniques

Historical sites and colonial architecture in PR has few
parallels in the world

The ICP among other cultural institutions is opening new
museums and fine art centres across the island

Puerto Rico possesses a series of inherent strengths for film
production

In many cases, the influence and, to a certain extent, the
assimilation of American values has occurred at the expense
of the traditional Puerto Rican culture

Those who express pride about their traditional Puerto Rican
culture are often perceived as “anti-Americans”

The unique relationship with the US is not explored
adequately to leverage funding altematives, and to take
advantage of the market size in the US and the heritage link
with the Puerto Rican and Latino communities

Despite some inherent strengths for film production, Puerto
Rico is perceived in the motion picture industry in the US as a
location without adequate infrastructure and with higher costs
than other places in the US and LA for intl. productions

The fear of street criminality pushes the population away
from participating in cultural activities

The cultural activities offered do not always match the real
demand of the community that will benefit from it, due to the
lack of communication with the society in the planning
process

Opportunities

Threats

The exposure of youth to art expressions reduce the
probability of them incurring in risk-taking behaviour
Turn Puerto Rico into:

* An international music production centre

+ An international film production centre

+ The Latin America art capital

Puerto Rican culture is perceived in some US communities
as a second rate culture

Lack of an adequate inclusion of the cultural topic in the
education curricula at all levels can end up accelerating the
process of assimilation of external influences in detriment of
the local culture and values




Vision for Culture in 2025

Aug — Nov 2003 Oct — Dec 2003 Jan — Mar 2004 Apr — May 2004
Strategic alternative Transition and
Assessment Visioning development & implementation

prioritization launch

We are a people that, regardless of where we may be, appreciate those cultural values that
contribute to the development of solidarity, creativity, tolerance, and diversity.

We make the most of our cultural heritage and talent to become one of the main centers of
production and distribution of cultural goods and services.

We all enjoy access to a wide range of cultural assets and entertainment options that
make daily living more full, conscious, and satisfying.

In 2025 ...

— Cultural Heritage — Puerto Rico values, maintains, guards, supports, and benefits spiritually and
economically from its artistic, architectural, and environmental legacy.

— Cultural Production — The cultural production of Puerto Rico (theater, radio, cinema, television, music,
literature, dance, crafts, plastic arts, among others) is recognized for its excellence and has effective local
and distribution channels.

— Communications — We encourage the media to be socially responsible.

Entertainment — There is a wide range of cultural activities and entertainment for all, using different
programs and cultural institutions, mass communication, installations, and recreational areas.

— Values — We state and share values of inclusion, based on ethics, democracy, solidarity, respect for
man'’s dignity and human rights that support the integrated development of the individual and the
community for the enjoyment of life.

Beliefs and Traditions — Individuals, families, and communities cherish, maintain, guard, promote, and
benefit spiritually, socially, and economically from its festivals, traditions, customs, and beliefs.

The Puerto Rico 2025 project was structured around four

phases of work
Project Phases
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* Where is Puerto Rico today?
“The need for action”
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Economic

Strategies were developed, validated and evaluated
for 10 specific areas of concern

Areas of Concern for the Strategic Priorities Phase

Development

Social
Development

Culture

Infrastructure/
Environment

1

Innovation and
Enterprise

2

Competitiveness
and Connectivity

3

Income and
Opportunity

Public Safety

NH

Land Use and
Environment

The process of developing and prioritizing the strategies for Puerto Rico
mobilized more than 100 stakeholders
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The evaluation of key strategies was done according to
their doability and direct benefit to the specific sub-visions

Example of the Output Obtained in Each of the 10 Decision Conferences
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The incorporation of cross-effects to the outcome of the
decision conferences allowed the calculation of a
benefit/effort ratio for each strategy

Generation of the Benefit/Effort Ratios

POSITIVE
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The strategies were generated through a structured

approach
Process to generate the preliminary set of strategies
TASK 1: TASK 2: TASK 3: TASK 4
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This task defined the
main (fundamental)

objectives that would
be used in the Decision
Conferences as
weighting criteria

1.1 Guarantee that the

vocational skills needed

1.3 Develop the
Entrepreneurial attitude

learning attitude in all
members of society...

Each one of the
fundamental objectives
was then broken into
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helped explain and
frame the content
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The strategies, and
examples of respective
policy actions, were
developed for each
lever




To improve the understanding of each policy measure’s

scope, some potential actions associated to each measure

will also be provided during the validation workshop

FUNDAMENTAL OBJECTIVE MEANS OBJECTIVE

1 Reach leadership in the use of renewable
sources of energy and clean technologies

1.1 Increase large scale production of energy from

renewable sources

production of energy
from renewable
sources

Obj: Increase the share of
energy produced from
renewable sources/clean
technologies

DESCRIPTION OF POLICY EXAMPLES OF POTENTIAL POLICY ACTIONS
MEASURE

1.11 Plan to foster the
large scale

Implement new policy standards/targets (e.g. acts requiring energy producers and
importers to ensure that a certain percentage of all electricity supplied to the national
market comes from renewable sources by a specified date)

Provide direct incentives for potential suppliers of energy from renewable sources

depreciation)

(grants, long-term loans at reduced interest rates, feed-in tariffs, tax credits, accelerated

renewable sources more competitive (objective is to reflect the environmental costs
based on CO: content of energy sources or on electricity consumption)

Implement COz/other environmental taxes to fossil fuels in order to make energy from

Increase use through government purchases (to supply government consumption
needs from new generating capacity of energy from renewable sources)

IMPACT ON CURRENT ENERGY ISSUES IN PUERTO RICO: reduce over dependency on imported oil
and environmental impact of energy production
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As aresult, all strategies were scored in terms of their
direct contribution to the achievement of each of the
fundamental objectives

EDUCATION
I
) ! 1) }
Fg'l')‘j’::t}?,gtsal Quality  Access  Innovation Efficiency

Rating of the
strategy against
each fundamental
objective

Strategies

@ Strategy A
@ Strategy B
© Strategy C
@ strategy D
© Strategy E

through a consolidated qualitative judgment that considered
technical, political, institutional, financial and other issues

The doability of each strategy was evaluated in a similar process

STEP 1 STEP 2 STEP 3 STEP 4 STEP 5
ATy Pre-validation A
geg;'jfe'g:it\:gg of objectives x::_f'sal:':;s Pre-evaluation Decision
and and §trateg|es (one for each ar!d . Conferences at the
relimina with key ARG consolidation FeEUNEVEREH RS
P ry stakeholders — . of cross- CEEICER
development individual interest/ ffect A
of strategies LpCvicua panel) effects interest)
interviews
OBJECTIVES OBJECTIVES OBJECTIVES OBJECTIVES OBJECTIVES
« Identify objectives i+ Ensure thatno key '« Broad validation of i+ Provide an - Provide qualitative
within each area element has been objectives and opportunity for iudgments on the
based on left behind strategies to stakeholders of judg ) _
respective vision + Understanding achieve them one area of interest | level of contribution
statements which policies are -« Generate to evaluate how of each strategy to
« Develop already been alignment/ strategies from the objectives of
preliminary set of implemented common other areas might each area of interest
strategiesbased |« Understand understanding impact (positively . | Provide qualitative
on: restrictions forthe +  Within panel or negatively) its iud ‘;' th
— Assessment implementation of members regarding . Objectives j“u gmen ?, on the
— Vision some strategies objectives and doability” of each
— Benchmarks/ (regulatory, straltegie: to bhe strategy
experiences status,...) SEINEE e « Relative weighting of
decision - o
from other IS objectives within
countries each of the panels
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Decision Conferencing Process

Objectives and conditions

Characteristics

Conditions

« Generate a shared
understanding of questions/
issues under analysis (not
necessarily build consensus)

« Develop a sense of common
objective (but allowing
individual opinion differences)

« Reach agreement on actions to
follow

« 2-3 day workshop, or multiple
workshops

« Participants must represent the
diversity of perspectives on the
problem being analyzed

« The workshop process is
facilitated by a specialist
supported by a decision
analyst (to run the models)

* No fixed agendas

« No presentations

« Impartial facilitator

« Structured and
methodologically sound
modeling of judgments rejecting
arbitrary decisions

« Extensive use of supporting
technology to guarantee group
interactivity and fact-based
discussions

Application in the MCDA methodology

* Problem structuring phase — to establish the context for the problem and to exploit the fundamental issues;
to identify benefit factors; to determine weight factors; and, to evaluate impact of policy options against

benefit factors

* Option evaluation phase — to feed in value judgment models and to build numeric scales; to evaluate

options per benefit component (partial and global aggregation)

* Recommendation phase — to explore the decision model; to execute sensitivity and robustness analysis;

and, to develop final recommendations

21




FProductivity, Competitiveness and Connectivity |

4. Direct Benefit (contribution to achieve the area vision)
4|:|Maximize productivity and competitiveness

4|:|Maximize global integration

4[|Maximize the quality of life and aftractiveness as a location to live

] Doability

24
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Aug — Nov 2003 Oct — Dec 2003 Jan — Mar 2004 Apr — May 2004

Strategic alternative Transition and

Assessment Visioning development & implementation
prioritization launch
Positive score:
Percentage of other areas
with at least strong PO:II':I;;VE CROSS
positive cross-effects EFFECTS
. Ity
Negative score: (pena
Percentage of other areas NEGATIVE score)
with at least strong (213) : ADJUSTED |
negative cross-effects BENEFIT
i RESCALED J
b i DIRECT
. h L BENEFIT
! . L BENEFIT/
| Evaluated in the Decision . | EFFORT
Conferences RATIO
LL
L
e
DOABILITY | |
(EFFORT)
35
April 22-23

STEP 1 STEP 2 STEP 3 STEP 4 STEP 5

Develop
preliminary set of
strategies to
bridge the gap

Breakdown
approved vision Validation Decision Strategic
statements into workshops — Conferences at Decision

specific panel of experts the panel level Conferences
objectives

between the
current situation
and the future
vision

2 workshops

Several individual 10 panels 10 panels with
] interviews with — < with — <« with — < stakeholders —
experts experts experts from all 10

expert panels
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The Puerto Rico 2025 project was now in the last stages of
the Strategic Priorities phase
Project Phases
August — November 2003
- - We are were

EVALUATION/ASSESSMENT
* Where is Puerto Rico today?
“The need for action”

October 2003 — January 2004

VISION
* Where does Puerto Rico want to be
in 20257
“The fundamental objectives”
January — April 2004

STRATEGIC PRIORITIES
« What are the strategies that will mostly
contribute to reach the vision?
“The strategies”
Mareh — June 2004
T

IMPLEMENTATION LAUNCH >

* Transfer responsibilities to the
independent entity
“The Launch”

37

Puerto Rico 2025
Strategic Decision Conference

The primary objective was to consolidate
the results of the 10 area decision conferences

into a coherent and integrated strategic plan

.
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Puerto Rico 2025
Strategic Decision Conference

39

Benefit/effort ratios for each
strategy in each area of concern

Competitiveness
and Connectivity

Culture
Strategic
Education Decision
Conferences
(April 22 and 24)
Income and Group analysis
Opportunity

across the ten
areas of concern

Integrated Strategic
Packages
(implementation plan)

PACKAGE 1: Immediate Term
PACKAGE 2: Short Term
PACKAGE 3: Medium Term

PACKAGE 4: Long Term

IIII H
md
x
‘e
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OUTPUT ON THE FIRST ROUND OF OUTPUT ON THE SECOND
AREAS’ WEIGHTING WEIGHTING ROUND
WITH MACBETH

o Edit Weights
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Equity model that supported the discussion on the
packages of strategies for implementation

=Four prioritization packages
were created:

= immediate (included
those strategies to be
pursued if only 10% of the
total effort is to be put
forth),

sshort-term (included
those strategies to be
pursued if only 30% of the
total effort is to be put
forth),

*medium-term (included
those strategies to be
pursued if only 70% of the
total effort is to be put
forth)

=and long-term (included
those strategies to be
pursued if 100% of the
total effort is to be put
forth).

Equity Model : First Output

T L
igWaAFry Eml ~& “F kS TENER - il o=
s foes B tr i E -

Short-term package Medium-term package

Immediate package
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Adjusted-benefit / doability charts

= |n order to check the strategic panel’s consistency with that of the expert panels
an adjusted-benefit doability chart was shown for each area.

e ™
PRODUCTIVITY, COMPETITIVENESS AND CONNECTIVITY
100 L SOE
[] Long-term strategy
® 122
g Medium-term strategy
132
® 16 o 154 @ Short-term strategy
& 1.1.
o - . .
< 1.5 ® 153 . Preliminary immediate strategy
[ 115
T 50 E. T3 1: Strategy that moved
9 M from the long-term
5 to the medium-term
< ® 151 package
01.4.1
Strategy that moved
RN @ 1.3.1 from the long-term
to the short-term
package
0
0 50 100
L Doability y ”
Fine-tuning prioritization packages (continued)
Bs b e e ks imies moim
O E@@F e m @l v - GPE W e rKor| TR .
b wmome | % ]
FIE

Rearranged medium-term package

Rearranged short-term package
—'-d et /
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Strategic Decision Conference

2nd day agenda: Identify from the
short-term package the
immediate strategies

Saturday, April 24th




Immediate package
Bt 1 ...
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Aug — Nov 2003 Oct — Dec 2003 Jan - Mar 2004 Apr — May 2004
Strategic alternative Transition and
Assessment Visioning development & implementation

prioritization launch

Culture | Culture
Education
Social Health

development

Public safety

Utilities

Infrastructure

| environment Transport

Land Use and Environment

Competitiveness, Productivity
and Connectivity

Economic

development Opportunities and Income

Innovation and Enterprise

~
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