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FOREWORD

The current upsurge of new thinking in the local government and town planning worlds has many facets. Among them are the search for more flexible processes of planning, the demand for more realistic methods of public participation, the debate over local government reform, the widespread experimentation with new management techniques and new systems of co-ordination between departments.
This conference touches directly or indirectly on all these issues.  Its aim is not only to introduce a new approach to local government decision-making, but also to report the results of an unusual experiment in which teams of officers from several different local authorities tested the approach 'live’ on six contrasting problems in such fields as town centre planning, recreational development and urban renewal.

The new approach, which had it origins in some fundamental research carried out in Coventry by the Institute for Operational Research, questions much of the conventional thinking about plans and planning. Its guiding philosophy is that of planning as the 'management of uncertainty', and its central technique is the Analysis of Interconnected Decision Areas (AIDA for short). Since the book resulting from the work was published last year*, it has been extensively reviewed both at home and overseas, with indications that the approach is seen as not only original but also potentially relevant to strategic decision-making in the public sector generally. However, it was clear that its practical usefulness to British local government would not be established without a process of systematic testing in a variety of different local settings.  It was for this reason that the LOGIMP - or local government implementation - experiment was launched in the spring of 1970, with a six-month grant from the Centre for Environmental Studies and a wide span of organisational involvement including the Institute for Operational Research, the Institute of Local Government Studies at Birmingham University and eleven local authorities in all, including Cheshire, Coventry, Hampshire, Hertfordshire, Teesside and the Greater London Council.

· 'Local Government and Strategic Choice: an Operational Research Approach to the Processes of Public Planning' by J.K. Friend and W,N. Jessop (Tavistock 1969)
Although the experiment was a short one, and its full impact on decision-making cannot yet be evaluated, many lessons have already been learnt from it and these will be discussed fully at the conference. Perhaps the main point demonstrated so far has been that a scientific approach to planning does not necessarily mean committing substantial resources to the building of intricate systems models: much can be done to help decision-makers in coping with those urgent, untidy problems whose uncertainties must be managed under the everyday pressures of the practical working organisation.

The LOGIMP experiment was initiated by the Institute for Operational Research, in association with the Institute of Local Government Studies at Birmingham University. The programme was financed through a grant of £5,230 from the Centre for Environmental Studies

Officers from the following local authorities played an active part in the programme:

Greater London Council 
London Borough of Barking 
London Borough of Havering

Cheshire County Council 
Hoylake Urban District Council

Hampshire County Council 
Fareham Urban District Council

Hertfordshire County Council 
St. Albans City Council

Coventry City Council

Teesside County Borough Council

The Institute for Operational Research and the Institute of Local Government Studies wish to express their appreciation to all these authorities for their willingness to participate in this exercise, and for their contributions to this publication.
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THE LOGIMP EXPERIMENT: A COLLABORATIVE EXERCISE IN THE APPLICATION OF A NEW APPROACH TO LOCAL PLANNING PROBLEMS

PREFACE by P.A. Eddison

"Friend and Jessop have done a basically constructive job, building around their observations a framework that supports improvements. One leaves the study with a wholesome and hopeful attitude toward the problems of planning for the future. American case studies tend to be destructive of their subjects and often breed cynicism in the believing reader."

This is an extract from the review in the Journal of the American Institute of Planners of the book, Local Government and Strategic Choice, the research for which brought to the forefront the tremendous contribution which operational research has to make to urban planning.

We have moved slowly from the era of the blueprint or the master plan into the phase of continuous review - a period when flexibility and adaptability are emphasised. What is happening is that we are coming round to recognising that uncertainty is the future, that no matter how glossy we make our plans, we cannot be sure what will happen.  More and more the perhaps unpalatable truth is dawning that one of the greatest certainties is that our plans will be wrong. It is good that this is now being recognised and that our preoccupation should be to devise new approaches and techniques for coping with uncertainty.

Taking up the momentum provided by John Friend's and the late Neil Jessop's work, this collection of papers and cases represents the fruits of an experiment in trying out some new approaches on real-life cases in an attempt to bring systems and rigour to bear on the problems to which uncertainty gives rise.

A good deal of the credit for this work must go to the local authorities concerned, who in a sense took a gamble in supporting something untested in the field. Without this far-sighted and courageous support, the experiment would have been impossible.

Perhaps this is the place to sound a note of caution. This was an experiment and, as in any other experiment, there is as much to learn from the failures as there is from the successes. No one involved in this exercise would pretend that we now have an instant solution to the problems of uncertainty. All we have done is to take one or two steps towards the management of uncertainty.

PART I
THE ORIGINS 0F THE EXPERIMENT
by J.K. Friend (I.O.R.)

The collaborative exercise which has now acquired the name of LOGIMP - after an internal project code representing an abbreviation of Local Government Implementation - was formally launched with a one-day seminar at the University of Birmingham in March, 1970, which was attended by just over thirty people in all.
Among them were teams of officers from local authorities in six different parts of the country - many of them town planners, but with a significant representation of other departmental interests.
The remainder of those present consisted of staff of the Institute of Local Government Studies at Birmingham (INLOGOV), and O.R. scientists from the London and Coventry offices of the Institute for Operational Research (I.O.R.).

The aim of the programme was to test the practical usefulness to the local authorities concerned - and hence indirectly to local government in general - of a new approach to local planning problems based on the Analysis of Interconnected Decision Areas (AIDA for short).  The purpose of the first day's meeting was to lay the foundations for what was hoped would be a process of continuing collaboration involving all those present over the following four months.  Firstly, representatives from the two Institutes talked about some of the basic features of the new methodology, and secondly, a representative from each of the local authority teams gave an exposition of one of their current planning problems, to which it was hoped that the methodology could be usefully applied.  The problems selected varied quite widely, both in scale and in emphasis - the phasing of traffic and other schemes in an historic town centre, the rehabilitation of an older residential area in a northern industrial city, the utilisation of a corridor of open land within the Greater London conurbation.

The prospect of testing the new approach 'on-line' to problems such as these was a stimulating one, even though we felt some apprehensiveness in view of the tightness of the schedule, the wide span of organisational involvement, and the unpredictability of the final outcome.
Above all, we were aware that we had adopted a rather unconventional approach to the testing of new aids to decision-making, whether in local government or elsewhere.  To explain how such a programme came into being, it is necessary to look back to the origins of the AIDA approach, and to the foundation of the Institute for Operational Research in 1963.

By the early 1960's, the practice of operational research, which had its roots in the war-time secondment of scientists to work on the operational as opposed to the purely technical problems of national defence, had become well established in Britain and elsewhere as a service to industrial management.  Although O.R. can he broadly defined as the application of scientific method to problems of decision making in any large and complex organisation, its increasing acceptance in industry had led to a rather more restricted understanding of its scope in some quarters, with particular emphasis on certain well-defined classes of problem arising in such areas as the control of production and of stocks.  However, a small group of leading members of the Operational Research Society - among them Neil Jessop, the then manager of an industrial O.R. group in Coventry - became increasingly conscious that the potential contribution of O.R. to broader issues of social policy and governmental decision making had so far been largely unrealised; and that this might be as much due to the slowness of O.R. scientists in adapting their approach to the special problems of decision making in the public sector, as to any lack of receptiveness among the decision makers concerned.

It was in order to surmount the barriers to successful application of O.R. to problems of social policy that the I.O.R. was set up in 1963, as a new unit of the Tavistock Institute of Human Relations - which, as an independent not-for-profit association carrying out research, consultancy and a certain amount of teaching in the social sciences, had recognised that such a unit could provide an important complement to some of its existing activities.
Neil Jessop was appointed as the first Director of the new unit, and his first task was to develop a programme of activities which could allow some of its initial aspirations to be fulfilled.  Informal discussions with officers of Coventry Corporation led him to the idea of formulating a long-term project to explore the contribution O.R. might be able to make to plannng and policy making in local government, which he saw as a microcosm of government in general in its problems of reconciling the demands of diverse public services.
 He was fortunate to find, in the Nuffield Foundation, a body which was prepared to make a substantial grant for four years of basic research in this field, and he was also fortunate in that Coventry City Council readily agreed to provide a field base for the research, giving the research tean access to all the information they could reasonably require on the planning problems then being faced within the city, and the processes through which decisions were reached.

Upon joining the I.O.R. in early 1964, I became immediately involved in the "Coventry Project" team as one of its two full-time members.  The other resident member was Dr. Paul Spencer, who had joined one of the other units of the Tavistock Institute as a social scientist but had since transferred to the I.O.R.  Neil Jessop took upon himself overall direction of the project, in view of its particularly challenging nature.

Our assignment was an unusually open one, and throughout the earlier years we were beset by doubts as to the directions in which we should develop our work, and anxieties as to what the final outcome might be.  From the start, we were conscious of the unusual opportunity we had been given to observe decision makers in action in the various committees of the City Council, and also to penetrate behind the scenes of the decision process, both in the departmental offices and in the private group meetings of the two opposing political groups.  Furthermore, the extended duration of our assignment allowed us to follow through several successive stages in the development of certain strategic issues, such as the review of the City's development plan, he future of secondary education and the search for a coherent transportation policy.  The potential contribution of O.R. in relation to such complex issues was by no means easy to assess.  I for one, coming to the project as a mathematician with some years of experience in 'conventional' industrial O.R., gradually found myself abandoning most of my preconceptions about the form that such a contribution might take.  It was only when the project was comparatively well advanced that we found ourselves beginning to develop any coherent 'models’ of the planning process as we observed it, and any clear views as to where the potential contribution of O.R. might lie.  An important influence on our thinking at this time came from another of I.O.R's early projects, concerned with the problems of communication in the building industry (1); it was through the opportunity to observe what happened in meetings of architectural design teams that the basic idea of the AIDA technique was born (2), and it was largely through a subsequent project on its application to engineering design (3) that the opportunity arose to pursue its practical implications in a more systematic way.
Because AIDA provided a systematic means of analysing complex decision problems with many related elements, we felt intuitively that it should also have relevance in the field of local authority planning; but the problems we encountered in Coventry were less well-defined than those of architectural and engineering design, and the processes of decision making were much more continuous and more diffuse. The way in which AIDA might be applied to this kind of continuing planning process only began to become apparent once we began to link the basic concept to some ideas about the analysis of uncertainty which were then emerging from our experience in Coventry, and some concepts relating to the value of flexibility in planning which had been simultaneously emerging elsewhere (4). 
In the final year of the project, Paul Spencer left the team on secondment to the research staff of the Royal Commission on Local Government in England, and it fell to Neil Jessop and myself to draw together the various threads of our work in Coventry for publication in book form. We had always hoped that the opportunity would arise to test any ideas we might have formed through practical application to current problems in Coventry, and indeed we had many stimulating discussions with officers and elected members in the more formative stages of our research.  In the final stages, however, it became apparent to us that we would have to devote all our remaining time and energy to the exacting task of preparing our work for publication; and that, for this purpose, the various ideas about methodology which were then beginning to crystallise might be best presented through the medium of a series of fictitious case examples, set in mythical town in a mythical city region but of course drawing heavily on our practical experience in Coventry.
The outcome of this final stage of the project was the book 'Local Goverrment and Strategic Choice' (5), the publication of which in April 1969 was tragically followed by the news of Neil Jessop's death.
His loss came at a time when there was increasing evidence that many of his original aspirations were being achieved, not only in the final conclusion of the Coventry project, but also in the expansion and consolidation of the Institute's other programmes of work, particularly in central government and in the management of the health service(6).

 (1) Higgin & Jessop, 'Interdependence and Uncertainty: A Study of the Building Industry', Tavistock, 1966.

(2) Luckman, 'An Approach to the Management of Design', Operational Research Quarterly, 1967, Vol. 18, pp. 345-358.

(3) Morgan, 'AIDA: A Management Technique for Design' to be published for IOR
(4) Gupta & Rosenhead, 'Robustness in Sequential Decisions', Management Science, October, 1968.
(5) Friend & Jessop, 'Local Government and Strategic Choice: an Operational Research Approach to the Processes of Public Planning', Tavistock, 1969.

(6) Activities in 1969 - and Plans for 1970, The Tavistock Institute of Human Relations, 1970

The publication of the book on our Coventry work was followed by some encouraging signs of interest both in the United Kingdom and overseas.  By that time, we had already had several opportunities to discuss our results informally with others working in the local government and town planning fields, and in particular we had developed a close relationship with the Institute of Local Government Studies (INL0G0V) at Birmingham University, which had recently set up a series of advanced courses in management for senior local government officers.  These courses provided an opportunity for discussion of the new approach to planning with officers of many different professions and types of local authority; but the possibility of joint working between the two Institutes in developing the practical application of the approach only arose when INLOGOV received a request from a County Planning Department for guidance in ways of tackling some complex problems of town centre redevelopment.  After a visit to this authority by IOR and INL0G0V staff, the idea began to materialise of setting up a participative programme of project work involving a small group of interested local authorities, combining an element of tuition in the basic methodology with an element of experimentation to discover something about the conditions for successful application of the methodology in practice.

As a first step, it was agreed to hold a one day seminar in Birmingham, at which the basic approach could be explained and the idea of a collaborative experiment could be informally discussed.  This seminar was held on 15th December 1969 and was attended by senior officers representing 15 local authorities, including the Greater London Council and counties and county boroughs from various parts of England and Wales.  Meanwhile, an application for a research grant to allow the main experiment to be launched had been submitted by the IOR to the Centre for Environmental Studies.  In January 1970, news was received that the grant application had been successful, so that the planning of the collaborative experiment could begin in earnest.  But before describing the planning and progress of the experiment itself, it will be as well for us to describe a little more fully the 'strategic choice' approach to planning, and the basic characteristics of the AIDA method.
AIDA AND THE STRATEGIC CHOICE APPROACH

by F. Wedgwood-Oppenheim (INLOGOV)

The Strategic Choice approach to Planning

Plan makers are beset by the problems of uncertainty. These arise not only because they are concerned with the future which is difficult to control or forecast, but because there is much in the present that they do not know or understand, which affects the success and the viability of their plans for the future. Much of the uncertainty may never be apparent, both because few people are happy to talk about facts and figures which are expressed in terms of probability and margins of error, and because the reduction - or suppression - of uncertainty is seen as one of the roles of the plan. However, whether or not one is aware of the uncertainty it still remains.

As a result plans are often not implemented and even when they are, more often than not they are regarded, with hindsight, as having been poor plans. Given the uncertainties under which planners are expected to produce plans, this is not surprising.

Uncertainty can be dealt with in basically two ways. One can seek to reduce the uncertainty by various means of gaining a better understanding of, or control over, the sources of uncertainty; or one can build flexibility into the system so that the world planned for can adapt as necessary.
The awareness of this situation has led not only to considerable research including great concentration on the development of urban models in order to deepen our understanding of the urban system, but also to the emergence of new approaches to planning - to which the 1968 Planning Act gives recognition - designed to increase the flexibility and responsiveness of the planning process.

Our approach to dealing with the situation is to move away from concentration on the production of a plan and to focus more on current problems and the action which can be taken here and now. We regard planning as not so much concerned with the description of the a future over which there is only limited control - but with a firmer case for action which there is power to take now, Planning is concerned not so much with producing a plan as with gaining a  better understanding of the problems with which we are faced now and in the future, in order that we can make better decisions now.

This involves exploring a range of possible directions that could be taken in the future and exploring the nature of the uncertainties that inhibit our ability to choose a single plan with confidence. It involves deciding on what action to take to reduce uncertainty and what decisions should be made which will lead one in a desire direction whilst still maintaining a range of options for the future - options which will allow one the opportunity of taking further good decisions as uncertainties are resolved by the passage of time.

The rest of this chapter is devoted to a short, and therefore sketchy, introduction to some methods of implementing these ideas.  A deeper understanding of our approach can be gained by referring to Local Government and Strategic Choice where the use of these methods is developed in relation to three fictional case studies. It is hoped, however, that this chapter will provide a sufficient background to understand the approaches used in the six projects described in Part II of this publication. The projects in turn illustrate and explain the methods described here.

Structuring the Problem - the AIDA Technique
Planning implies making a number of interdependent decisions, or at least trying to understand decisions that may have to be made in the future.  AIDA, or "The Analysis of Interconnected Decision Areas”, has been developed as a means to help understand the effect of the inter-relationship between decisions. Each decision may be regarded as the choice of one of a number of options within an area of decision.  A planning problem can be structured by isolating its component decision areas, and representing them symbolically, as in the strategy graph, Figure 1. A decision area may cover any type of decision relevant to the problem.  It may be concerned with the use of a particular plot of land (as in decision area 1) or the location of a particular facility (as in decision area 2). It could relate to aspects of the design of a project, its timing (decision area 3) or the agency that carried it out.  It could be concerned with financial decisions such as rent level or increasing the level of rates.

FIGURE 1: STRATEGY GRAPH
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The links between decision areas in the strategy graph indicate that a decision cannot be taken in one decision area without reference to the decision taken in the decision areas linked to it.
The strategy graph can be expanded by making explicit the range of options possible in each decision area and the nature of the interdependencies. This is illustrated in the option graph in Figure 2. The problem is so structured that a solution to the problem must consist of exactly one option chosen from each decision area.  The lines drawn between options in an option graph are called option bars and indicate that the combination of options so linked is unacceptable. For instance, in Figure 2, the link between the option of starting in 1971 the housing development A (decision area 3) and the option of not making use of outside staff (decision area 1) indicates that the early start of the housing development could only take place if outside design staff were employed. An option bar may indicate a logically impossible combination; e.g. the option bars between Housing and Public Open Space on site X (decision area 1) and the option of site X for the school (decision area 2) indicate the impossibility of using  site X both for building a school and for another purpose.  More commonly, however, option bars indicate a statement of policy; for instance the bar between housing in decision area 1 and site Z in decision area 2 might represent the policy that if housing is developed on site X, a school sited at Z would be too far away to serve the new housing development. The dashed line between decision areas 1 and 4 indicates a weak option bar that one might consider removing by changing a policy; in this case it would probably mean releasing design staff from some other project being undertaken.
FIGURE 2  OPTION GRAPH
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In problems where decision areas are interconnected by many option bars it may be clearer to represent an option graph by a series of tables as in Figure 3.

FIGURE 3
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Each table indicates an acceptable combination of options in two linked decision areas by an asterisk, and unacceptable combinations by a X.  From an option graph it is possible to list all the acceptable solutions.  In a simple situation it is easy to do this manually and the solutions to the problem illustrated in the option graph in Figure 2 are tabulated below.  
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* Note that solution f is only acceptable if the weak option bar is removed, and is the only solution which does not involve using external design staff.

In larger problems it is useful to make use of a computer to search for solutions. In some cases the problem as first formulated may allow for no feasible solutions, in which case one may proceed by selectively removing one or more of the “policy" option bars to see what range of solutions this will make possible.

Evaluation

Much attention has been focused in recent years on the need for more systematic approaches to the evaluation of alternative plans, and there continues to be considerable controversy over the value of cost-effectiveness analysis, cost-benefit analysis and their variants. Such approaches have been most successfully applied to situations where only two or three alternatives are being compared, and their application to situations of multiple choice obviously becomes a rather more difficult matter.

However, it is a characteristic of local planning problems that they impinge on several different interests and so require evaluation in several different dimensions. One approach to the development of a set of measures for evaluation is through the identification of a set of agreed planning goals or objectives; another approach is through the identification of impacts on different sectors of the local community. These can be termed the goal-oriented and sector-oriented approaches respectively.

Whichever starting point is adopted, the aim must be to develop a set of effect measures which are both analytically useful and also 'politically rich' in that they adequately reflect the diversity of costs and benefits which the policy makers will want to take into consideration in their ultimate choice between alternatives.

Measures of effect may be of a number of different types:-

   e.g. cost to ratepayers or the impact on the rate poundage; 

number of people affected in various categories; 

subjective ordering or placing on a points scale for criteria which are not 
easily quantified.

Though the choice of effects to include in the evaluation is of considerable importance, less stress is placed on sophisticated measurement than is common in the use of analytical methods. The need for the policy makers to strike a balance between a number of criteria introduces a degree of approximation which may often make a lack of accuracy in the measurement of effects quite unimportant.

One method which may narrow the choice which has to be dealt with by the policy makers is dominance analysis. This involves the elimination of any alternative which has no advantages, on any of the criteria, when compared to some other alternative. This process leaves only those alternatives amongst which a choice involves expressing judgements on the relative importance of the various criteria.  However, the concept of dominance analysis assumes that measurements based on the chosen criteria can be made with some degree of certainty, and this is a situation which may not often obtain in practice.

In situations where there are a large number of solutions, the attention of the policy makers can be directed to a small number of the solutions which are most likely to include their own preferred solution, by attempting first of all to establish what value they place on the competing criteria, and expressing these in terms of weighting factors or trade-off rates. This enables the competing criteria to be combined in accordance with a view of their relative importance, and the solutions to be placed in a corresponding order of preference, however tentative this may be.  In orthodox cost-benefit analysis this amalgamation of criteria is usually achieved through a monetary measure, but this may not be very helpful if the incidence of costs and benefits varies widely between different groups.

The Management of Uncertainty

In many situations, it is difficult to arrive at a preference for a particular solution with confidence because the problem is hedged about by numerous uncertainties. These uncertainties can be divided broadly into three classes:

Class UE: uncertainties in knowledge of the external planning environment including all uncertainties relating to the structure of the world external to the decision-making system and also all uncertainties relating to expected patterns of future change in this environment, and to its expected responses to any possible future interventions by the decision-making system.

Class UR: uncertainties as to future intentions in related fields of choice including all uncertainties relating to the choices which might in future be taken, within the decision-making system itself, in respect of other fields of discretion beyond the limited problem which is currently under consideration.
Class UV: uncertainties as to appropriate value judgements including all uncertainties relating to the relative degrees of importance the decision-makers ought to attach to any expected consequences of their choice which cannot be related to each other through an unambiguous common scale - either because the consequences are of a fundamentally different nature, or because they affect different sections of the community, or because they concern different periods of future time." *

Uncertainties in each class can be reduced by appropriate actions. UE may be reduceable by further research and information gathering; UR by extending the field under consideration to include other current or future decision areas, possibly implying wider co-ordination with other decision-making groups; UV by obtaining "policy guidance" from a political body or by the use of methods of public participation.

Programmes of activity designed to reduce uncertainty in any of these directions can of course involve substantial inputs of scarce time, money and skills; so before embarking on any such programme, it is advisable to gain an understanding of the full range of uncertainties that affect the problem and to explore the likelihood that the resolution or reduction of each uncertainty would actually have a significant influence on the decisions finally reached.

In "Local Government and Strategic Choice", examples are given of the use of sensitivity analysis to place the different sources of uncertainty in perspective; but this is only possible in situations where all the assumptions entering into the evaluation can be made explicit.
In other less well-structured situations, a more rough-and-ready appraisal of the importance of different sources of uncertainty may still be worth while, and may help to highlight which courses of exploratory action are more "cost-effective" than others in reducing the overall level of uncertainty.

Robustness

When faced with uncertainty one can not only seek to reduce it but also seek to behave in such a way that one retains some flexibility to respond in an appropriate manner at some time in the future when the uncertainties have resolved themselves, either as a result of the actions taken to do just this or merely as a result of the passage of time.  There is often a virtue in keeping options open.
Keeping options open may sometimes imply taking no decisions at all for the time being; it may, however, sometimes imply choosing a particular course of immediate action partly at least on the grounds of its greater flexibility for future choice than other alternative actions.  Flexibility of itself is unlikely to be of much value unless it opens up a range of options which are likely to be attractive under different possible future circumstances; and the concept of robustness analysis developed by Gupta and Rosenhead (see footnote (4) in previous section) works on the assumption that the greater the flexibility which is retained to achieve solutions which appear reasonably good on the basis of current information, the more likely it is that the decision--makers will be able to respond in a desired way to future contingencies as and when they arise.

* Local Government and Strategic Choice, Chapter 5.

It may well be then, that the process of analysis through AIDA leads not to the immediate choice of a full solution over all decision areas, but to the choice of a set of actions (or action set) over only some of the decision areas, which is robust in that it leaves open a range of alternative 'good' choices in other decision areas.  For instance, the decision to choose location Y in Decision Area 2 of the problem of Figure 2 would, as the table of solutions shows, leave open three or possibly four full solutions which could be implemented at a later date, whereas the choice of either location X or Z would completely determine the courses of action to be taken in the other decision areas.  This additional flexibility would, however, have to be evaluated according to the attractiveness of the options made available in relation to any extra cost incurred.
The Process of Strategic Choice

Figure 4 attempts to summarise the main aspects of the AIDA approach in relation to an overall view of the process of strategic choice. The process is a cyclical one, which may involve progressive refinement of the analysis, reappraisal of available information, and reformulation of the problem to be tackled.
The initial formulation of the problem leads to a number of solutions from which a choice has to be made.  The initial attempt at evaluation may well be fairly unsophisticated. If, after examining the uncertainties inherent in the problem it is possible to be confident in the choice of a solution, the process ends there.  More usually, however, doubts remain.  If this is so one needs, on the one hand, to analyse the cost effectiveness, in terms of one's ability to come to a firm conclusion, of the various ways in which to reduce uncertainty. UE may be reduced by further survey and research activity; UV by various approaches to clarifying objectives, values and political pressures; UR by reformulating the problem and including a larger range of decision areas.  Having undertaken such activities one would need to return to the evaluation stage and go through the cycle again.

On the other hand, one may have to examine the need to make early decisions in the various decision areas, and the degree to which these would close useful options for the future.  It may be possible to take a limited number of urgent decisions, leaving the situation open for re-analysis at some future date when uncertainties have diminished and when there are new pressures for action.

So the process of strategic choice is both cyclical in the short run and in the long term. The process of planning has no end.
Figure 4
Process of Strategic Choice
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THE PLANNING AND PROGRESS OF THE EXPERIMENT
by J.K. Friend (IOR)

Once the idea had begun to take shape, through informal discussion between IOR and INLOGOV staff, of a collaborative programme to test the application of the new approach to 'live' planning problems, several important decisions of principle had to be faced.
How should authorities be approached with a view to taking part, what sorts of planning problems should we set out to tackle, what should the time scale and structure of the programme be, and how should funds be sought?

Gradually, a pattern began to emerge.
Firstly, the potential interest of local authorities should be gauged through an initial seminar, which could be kept to a manageable size through issuing invitations only to some thirty or so local authorities with which we already had some personal contact, with perhaps a modest amount of external publicity beyond this group.  Secondly, the programme should be of limited duration - between four and six months - and we should have to seek out problems where reasonable progress might be achieved within such a period.  It therefore occurred to us that our focus should be on the problems of comparatively limited local areas where there were currently pressures for change, even though the definition of the problems faced might not be initially clear-cut.
 The 'strategic choice' approach would, as we saw it, be of most value in situations where there was a combination of urgency in taking certain immediate decisions and uncertainty as to directions of change in the longer term - a combination which we did not expect to be very difficult to find in practice.

So far as the structure of the programme was concerned, we envisaged that one of the main elements would be a direct involvement of staff from the local authorities concerned, with occasional assistance through designated advisers drawn from IOR, one of whom would be assigned to each authority.
  Each of these advisers would visit his designated authority roughly once a fortnight, to give what assistance he could and also to discover what practical difficulties were being encountered in using the approach. The advisers would themselves meet regularly to discuss methodological difficulties among themselves, and the programme as a whole would be structured around a series of seminars open to all concerned in the programme, in which different aspects of the approach would be expounded and information on progress and on snags encountered would be exchanged between the various teams.
Assuming four authorities in all would be involved, a pattern of activities was therefore proposed as shown in Figure 5.

It was expected that, between one visit and the next, the staff of each local authority would be able to put in a certain amount of background work on the analysis of its selected problem.
The amount of effort involved should remain entirely within the discretion of the authority, but would hopefully not be out of proportion to the effort that would have had to he devoted to that problem in any case had more conventional working methods been applied.
 Obviously, some compromise would have to be worked out between the established working processes of the authority and the processes of analysis envisaged in the AIDA/strategic choice approach; but it would clearly be unrealistic to try and specify in advance what the nature of this compromise should be.
Because of the localised nature of the problems being tackled, it was foreseen that planning departments would play a leading rile in the experiment; but representatives of other relevant departments would be encouraged to take part, as also would representatives of any district councils affected.

FIGURE 5
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One difficult decision was whether the local authorities concerned should be asked to make any financial contribution to the costs of the experiment.
After some discussion, this was agreed to be inappropriate at such an early stage in the development of the approach.
 The programme ought to be seen as essentially a mutual learning process, in which there was as much to be learnt on the research side as on the local authority side. A commitment of local authority funds would in many cases require more formal processes of approval than a commitment of staff time, and the need to justify the expenditure in advance through these formal processes might well jeopardise the experimental and collaborative spirit of the programme; at the very least, it could make it more difficult for us to get the programme off the ground at an early date.

Accordingly, the grant application submitted to the Centre for Environmental Studies was formulated so as to cover all costs on the research side based on an expected participation of four authorities, with a modest contingency allowance to allow some increase in this number if the demand was higher than expected.  In January 1970, as soon as news had been received that the grant application had been successful, details of the proposed programme were sent to each of the fifteen authorities which had been represented at the preliminary seminar the previous month.  Our hope was that this approach might generate the level of response for which we had been aiming; but we had little information on which we could judge what risk we stood of either generating a nil response on the one hand, or an embarrassingly heavy one on the other hand.

In the event, there were six authorities which replied expressing interest in sufficient time for a preliminary visit to he arranged, and a suitable problem to be selected, before the proposed date of the inaugural seminar in March. The series of preliminary visits provided an opportunity for free-ranging discussion of the implications of participating in the programme from the local authority point of view.
Often, the discussion would range over a variety of current planning problems faced by the authority, and a snap decision was required on which of these would provide the most promising basis for the experiment.

The set of six problems selected showed considerable variety, as will be apparent from the individual papers that follow.
 Even where there was a superficial similarity - as, for instance, between the central area problems of St. Albans and Fareham - there were some clear differences both in the nature of the immediate decisions faced and in the nature of the uncertainties to which they were subject.

The inaugural seminar on 25th March was essentially an occasion for introducing the various selected problems on the one hand, and for presenting certain key features of the methodology on the other hand. A spokesman for each local authority team spoke briefly on the nature of the problem they were currently facing; it was particularly striking that in every case an emphasis was placed on the difficulty of setting precise bounds on the problem to be tackled, and the many sources of uncertainty which would have to be contended with; these are points which rarely come across in published accounts of completed planning studies.  It was particularly encouraging that many of the people we spoke to seemed to find interest in the problems described by other authorities, even though these might be very different from the ones which they themselves had selected.
The topics selected for presentation from the research side at the initial seminar included firstly the general philosophy of the 'strategic choice' approach and secondly the particular aspects of the AIDA methodology concerned with problem formulation; the definition of decision areas and of options within them, the identification of linkages between one decision area and another, and the use of strategy and option graphs in obtaining an overall view of the range of alternative solutions that might be achievable. It was envisaged that at the second seminar the focus would be primarily on problems of evaluation, and that in the meantime each of the authorities might be able to make some progress in formulating their problem in AIDA terms; it was, however, emphasised that it was only to be expected that such an initial formulation might undergo considerable change as the programme proceeded and further information came to light.

By the time the second seminar came round, it was clear that some authorities had managed to progress a good deal further than others in the process of problem formulation.  This was of course not unexpected; there were considerable variations not only in the inherent complexity of the problems, but also in the availability of staff time within the various authorities and in the ease with which those concerned were able to adapt their working methods to embrace the new concepts.  Because the situation was essentially an experimental one, we on the research side did not feel able to give precise guidance in procedures for applying the AIDA approach; because of the flexibility of the method, many different starting points were possible and we could not be sure in advance which of these would prove best suited to any particular problem.

Inevitably, the structure of the second seminar differed from that of the first.  It was necessary first to recapitulate on the approach to problem formulation, referring to difficulties that had been encountered in certain particular authorities, and emphasising that there was no single recommended way of overcoming them: rather, several alternative approaches might have to be tried to discover which was most successful.  For instance, in some cases, it might pay to focus initially on a single critical decision area and work outwards towards other related areas, while in other cases it might pay to start with an overall view and then try to break the total network up into clusters to discover where the most critical areas of choice might lie.

Discussion of progress at the second seminar inevitably focussed an those local authorities which had had some early success in formulating their problems in AIDA terms, and the session concluded with some discussion of alternative approaches to the evaluation of solutions - emphasising that we had little new to add to the current body of techniques for dealing with multiple costs and benefits, except to stress the importance of looking at these in terms of impacts on different sectors of the community wherever possible, so as not to mask the social and political implications of the decisions at issue, and to uncover those aspects where some form of policy guidance should be sought.

The third seminar brought us to the mid-point of the programme in terms of time - and in retrospect, it formed something of a turning point in other ways as well.  Many of the authorities were still experiencing difficulties in the formulation stages, and it was only in two of the projects that progress could be reported in establishing a meaningful basis for evaluation of alternatives.
  In one instance, interestingly enough, it was only through focussing on the question of evaluation that it became possible to set a clear view of the way in which the problem itself might be formulated - illustrating the cyclic nature of the whole analytical process, and the dangers we faced in introducing its different aspects gradually over a series of successive seminars.

At this point of the programme, it was decided to place emphasis particularly on the key point of the analysis of uncertainty, leading on to discussion of the various alternative types of action that might be taken to overcome uncertainty.  The argument was developed that it is often an uncomfortable business to try and expose all relevant sources of uncertainty, but there could be positive advantages in doing so, for instance in so far as the competing claims for more research, more co-ordination and more policy debate could be brought into better perspective and abortive effect in any one of these three directions sometimes avoided.  The opportunity was also taken at this seminar to look ahead to the conclusion of the programme, to discuss how the activities of the experiment might be expected to influence the wider decision process, and to hold an open discussion of any other matters that might he causing anxiety within the various local authority teams.

The fourth seminar was held in the IOR office in Coventry instead of the INLOGOV offices in Birmingham; among other things, this made it possible to hold a brief demonstration, based on the St. Albans project, of the use of a computer terminal to sort rapidly through sets of alternative solutions and to throw up for inspection short-lists of promising solutions based on a variety of alternative assumptions.
This illustrated the potential power of the computer as an exploratory device to assist human judgement rather than as a generator of the 'optimum' solution under some predetermined 'best' set of assumptions.  The main theme of the seminar was that of flexibility of analysis, and this was linked with some discussion of the idea of robustness and the possible organisational constraints on the submission of a range of alternative proposals for action to policy-making bodies.

By the time of this seminar, some of the teams which had found difficulty in starting were beginning to report significant progress; in particular, the team from Cheshire were able to come up with some interesting suggestions of their own on the pre-planning of the analytical process when confronted by a comparatively broadly-defined problem situation where it was very difficult to know where to start and how much effort to out into different aspects of the whole.

The fifth and final seminar did not, of course, bring the programme neatly to a conclusion in that much work still remained to be done on several of the individual projects.
However, in almost all cases a good deal of momentum had been achieved, and a reasonable first appraisal could be made of the extent to which the experiment had influenced existing ways of thinking, and was likely to result in putting forward proposals to the respective policy-making bodies which would differ (whether beneficially or otherwise) from those which would have been arrived at using more conventional methods. A short questionnaire was distributed during the morning, completed by sixteen of the local authority representatives during the lunch hour, and analysed quickly during the afternoon so as to allow immediate feedback of the main results.  The results of the analysis are summarised in Appendix I. Also during the afternoon, a representative of each team was asked to sum up the team's general impressions of the exercise, and whether it was likely to have any significant influence either on the decisions ultimately reached in relation to the selected problem, or on the ways other such problems might be attacked in future.
From the research side, we were able to point to a number of valuable lessons which we had learnt from the experience of the preceding four months, and were able to indicate how it had helped us in formulating our future research priorities.

Thus we were able to bring the formal part of the experiment to a close - with a certain degree of surprise that we had managed to keep so close to the rather complicated schedule we had set ourselves, with a sense of gratitude to the various local authorities which had participated and with a hope that this first limited experiment might provide a firm foundation for the future development of the methodology as a practical aid to decision-making in local government at large.
THE SIX PROJECTS

The six project reports appearing in Part II provide a range of different viewpoints on the experience of applying the AIDA approach to local problems, as seen by planners and other local authority officers most of whom had no previous experience of the methods.

Because the six problems selected differ considerably among themselves, it may be that some readers will wish to concentrate their attention, initially at least, on one or two of them which relate particularly to their own interests.
To help in making such a selection, we here list the six projects (in a North to South sequence) with a few salient points of interest relating to each:

Teesside (South Bank)
An immediate problem of motorway alignment linking up with longer-term problems of redevelopment and rehabilitation in an older residential community, introducing a sequential approach to decision-making over time.

Cheshire (Hoylake) An application to a many-faceted problem of accommodating population growth in an area embracing three existing towns, introducing a systematic method for division of effort between different aspects of a comprehensive planning study.

Coventry (Pool Meadow) An example of a city centre development project which forms a single design entity but contains several different functional components, many of which are subject to external uncertainties which introduce design and costing complications.

Hertfordshire (St. Albans)
An example of contingency planning in the implementation of traffic and other related schemes in a town centre, making use of the 'robustness' concept and demonstrating the testing of alternatives on a computer terminal,

London (Dagenham Corridor)
A problem of recreational planning affecting three different authorities, in which the focus of analysis changes from a review of land use options to a consideration of problems of programming and finance.

Hampshire (Fareham)
An example of the problem of dealing with local pressures for early decision in an established town whose long-term future is uncertain pending the outcome of a regional planning exercise.
THE LESSONS OF THE EXPERIMENT

by J.K. Friend and F. Wedgwood-Oppenheim

From the outset, the LOGIMP programme was conceived in terms of a two-way learning process, in which we on the research side might expect to have just as much to learn as the local authority officers with whom we were collaborating. A series of first hand accounts of the exercise from the local authority point of view will be found in Part II, and a more general impression of their reactions can be obtained from a study of the questionnaire results reported in Appendix I. Neither the questionnaire replies, which were completed on the day of the final seminar, nor the various project reports, most of which were written some two months later, should necessarily be taken as a final evaluation from the local authority point of view; at the time of preparation of these papers, a certain amount of analytical work still remains outstanding, several of the decisions at issue remain to be finalised, and several of the authorities have plans to pursue the application of AIDA further in relation to other decision problems, some of which may offer a better test of its value than the problem originally selected.
Our object in this section is to add a few observations of our own to these interim assessments from the local authority side, with special reference to what we learnt about the conditions for successful application of the approach, the relative usefulness of different aspects of the method, and the priorities for further research and development work.

One of the main questions which concerned us in launching the experiment was whether we should place our main emphasis on the AIDA technique in particular or on the strategic choice approach in general. Obviously, in a limited exercise of this kind, there was much to be said for concentrating primarily on the testing of specific techniques; but we were also conscious of the risk that there might be some practical problems to which the general philosophy of strategic choice and 'management of uncertainty' might be more relevant than the specific methods we had developed for handling related decision areas.  In the event, we tried to keep our options open by giving equal emphasis to the two related concepts of AIDA and of strategic choice, and by adopting the neutral code name LOGIMP to refer to the experiment as a whole.

In practice, there were some projects in which AIDA proved directly useful as a technique, in that the relationships between decision areas could be charted with reasonable confidence and a range of feasible solutions could be thrown up for further examination; but there were other projects where it proved difficult either to reduce the problem to tractable dimensions or to express the relationships between one decision area and another in an analytically useful way.  In the replies to our questionnaire, it is perhaps significant that people tended to see the value of AIDA not primarily as a technique but more as an attitude of mind; and in the various project reports there appears to be a consensus that the mere process of attempting to isolate decision areas served as a useful means of focusing attention on what we might call the 'dimensions of choice'.
Through this process, people could start questioning each others' assumptions about the choices available in a way which was not in itself related to any particular departmental perspective; and even without explicitly charting the relationships between decision areas, they had an explicit means of defining and re-defining the boundaries of the problem at different stages in their exploration of alternative solutions, asking themselves how far particular elements of the problem were controllable or uncontrollable, urgent or non-urgent, open or committed.

One obvious gap in the methodology which was exposed during the experiment was the lack of an effective means of dealing with the time dimension in decision making, in situations where it is not sufficient to consider merely 'urgent' as opposed to 'deferable' decisions, but also to consider different degrees of deferment over future time.  The idea of 'decision time sequencing' emerging from the Teesside project points to a need for further research into the development of the 'robustness' concept as a practical aid to decision making under uncertainty.

The experiment did not make a great deal of progress in the testing of evaluative methods.  The emphasis here was not so much on the introduction of any fundamentally new variants of cost benefit analysis, as on the explicit consideration of the uncertainties to which such evaluation can give rise.  Attempts were made in some projects to compare alternative approaches to evaluation based on the fulfilment of goals and on the identification of impacts on different sectors of community ('impact analysis').  The main conclusion was that these approaches could often converge in the identification of similar sets of practical effect measures; the 'impact analysis' approach could provide a useful discipline but could not often be pursued to the extent of direct numerical estimation of impacts on each of the sectors affected.

Much of the evaluation carried out during the experiment was of a fairly rough and ready kind - approximate costings, subjective ratings on points scales, rankings of preferences and 'evaluation by constraint', i.e. the process whereby additional option bars are inserted in the problem formulation in accordance with prior judgements on policy.  Lack of further progress in evaluation can partly be attributed to pressures on limited time, and partly to the recognition that the balancing up of different cost-benefit criteria must involve political as well as technical considerations; although there were some projects - such as the London one - which led to the posing of particular questions relating to the valuation of costs and benefits for a policy decision by elected members, the duration and scope of the experiment was not such as to allow a dialogue on such policy issues as an integral part of the programme. 
The questionnaire replies indicate a view that the analysis of uncertainties is the one area of the methodology which most requires further development.  The mere identification of uncertainties, and classification into the three classes UE, UR and UV, proved helpful in some projects, and there were one or two cases where a subjective appraisal of alternative actions to reduce uncertainty either cast doubt on the 'cost-effectiveness' of certain conventional survey procedures as a means of reaching more confident decisions, or else pointed to the value of outside consultations with other decision making groups.  Further progress in handling uncertainties is, we believe, likely not so much to lie in an attempt to derive any objective measurements, as in the use of procedures to reach consensus between different peoples' subjective judgements, and the systematic appraisal of alternative 'routeings' of issues through the decision making procedures of the local authority or group of authorities concerned.
 Again, this raises organisational issues which fell somewhat beyond the scope of this first brief experiment.  
The experiment served to confirm our general view of planning as a process of strategic choice, from which decisions tend to emerge incrementally and in which the question of what options to leave open is no less important than the question of what decisions to take here and now.
The concept of robustness - of selecting a set of immediate actions against a conscious appraisal of the opportunities and constraints that these imply in other areas of future choice - seemed to be highly relevant to all the selected problems, although we were conscious of the need for a good deal of further research to refine the basic concept, in particular in so far as it is necessary to take account of a range of time horizons as opposed to a single indefinite 'future', and in so far as the actions selected impinge on the future freedom of action of a variety of different agencies.

At the end of the experiment, several of the participants commented to us that they would have tackled the analysis very differently had they started out with as much experience of AIDA as they had now acquired. Much of the work may have indeed appeared abortive in retrospect, though it was probably an essential part of the mutual learning process in an initial experiment of this kind.  We on the research side had felt hesitant at laying down precise guidelines in advance on the procedure for applying the AIDA approach - and the tentative notes on procedure which we did issue during the first two seminars do not stand up particularly well to the lessons of subsequent experience.  it is perhaps doubtful whether the approach could, or should, ever be formulated in terms of precise procedural steps, particularly if AIDA is viewed as an attitude of mind more than a technique; to some extent, drastic revisions in the formulation of a problem may be part of the learning process which must be faced up to every time a new planning situation is encountered.
  However, the Cheshire project brings up the real practical difficulties of scheduling the planners' work programme where problem situations are complex but time and analytical resources are limited; and in the approach adopted by Cheshire to overcoming these difficulties, another important area of future research is illuminated.

It was encouraging to us that many of the respondents to the questionnaire felt reasonably optimistic about their future ability to apply the AIDA approach without assistance from 'experts'. However, the development of skills in this direction must take time, and the time needed to grasp some of the basic concepts was clearly a contributory factor in the difficulties experienced in several authorities during the earlier part of the LOGIMP programme.  It was also encouraging that most respondents seemed to agree that the AIDA approach was likely to lead to increased confidence when it came to the submission of proposals, and that on balance this gain in confidence would be achieved with little if any increase in the amount of time spent in analytical work.
For our part, we would hope that one of the eventual benefits of AIDA would be to bring about a redistribution of analytical effort towards those areas of analysis most likely to contribute to the selection of more discriminating courses of action.

Although the questionnaire replies give a clear impression of increased confidence resulting from the use of AIDA, we feel some caution in interpreting this because of the limited nature of the experiment, in which we could only collaborate directly with a small group of officers from each authority.  It would obviously take a very much more extensive process of testing to establish whether or not this increased feeling of confidence could be sustained through other stages and levels of the decision process, and whether it could make a significant impact at the level of the committee decision or the public participation exercise.  It is clearly important not only that the planners (using the term in the non-departmental sense) should themselves feel more confident in the results of their work, but also that the departmental heads, the elected members and the public at large should feel more confident that a reasonable range of alternatives had been explored, that all the assumptions entering into the analysis were open to inspection and modification, and that they could exercise real influence over the decision process without undue disruption of the groundwork that had already been done.
Because of this, we see the doubts expressed in the questionnaires about the effectiveness of AIDA in communication with members of the lay public not so much as a deterrent, but rather as a spur to further developmental work.

The problems selected for the LOGIMP exercise were all fairly localised ones, but several of them had broader implications and it was perhaps significant that several of the local uncertainties which arose were associated with the outcomes of regional planning processes.
Our experience elsewhere suggests that the philosophy of strategic choice, arid the idea of the 'management of uncertainty', are also applicable in the regional planning context and in the context of planning the internal development of specific public services such as education and housing; but further work will be necessary to establish th- validity of the AIDA approach in contexts such as these, as also to establish its possible relevance to the new physical planning procedures established under the 1968 Town and Country Planning Act.

The LOGIMP experiment itself has pointed clearly towards certain immediate research priorities; among them the treatment of the time dimension in AlDA, the 'job planning' problem identified by Cheshire, and the question of how lay people can participate realistically in the review of alternatives and the examination of the assumptions underlying them.
  The exercise has also pointed towards the need for further experimentation through more sustained project work in conjunction with individual local authorities; the short and intensive nature of the LOGIMP programme certainly helped to generate a rich variety of practical experience within a limited period of time, but inevitably it left the wider organisational implications of each individual project largely unexplored from the research point of view. Several of the problems selected had complex implications at the inter-departmental and inter-authority level, and the inability to involve all the decision-makers concerned in the experimental situation inevitably made it difficult to test the full potential impact of the AIDA approach.  It is the hope of both INLOGOV and I.O.R. that the experimental process started by the LOGIMP experiment will continue, and that the practical usefulness of the AIDA approach can thereby be further developed for the benefit of local government at large.  Our thanks must go to the Centre for Environmental Studies for making this first experiment possible, and the local authorities listed in Appendix II for their energetic co-operation in the experiment itself and in the subsequent preparation of this publication.
PART II

TEESSIDE: THE SOUTH BANK PROJECT

Points of interest in the case

The South Bank exercise dealt with a relatively clearly-defined problem situation, with relatively few areas of decision. However, these decision areas were intimately interrelated and were subject to considerable uncertainties, particularly with respect to future environmental conditions.

Decisions were required both immediately and at various stages in the future, and AIDA pointed the way towards a flexible set of immediate decisions.

The problem situation

South Bank developed as a settlement for workers in nearby iron works and grew rapidly during the second half of the nineteenth century. The current population is about 10,500. The proximity of the township to heavy industry has created a legacy of serious atmospheric pollution, heavy industrial traffic, dirt, land dereliction, and visual domination by industrial structures.

There is a preponderance of older housing, much of which is now classified as unfit for human habitation, and considerable clearance has already taken place. Over 1,000 out of 3,000 remaining houses will be cleared by 1974 and more subsequently. The remaining older houses unaffected by the clearance programme are potentially capable of improvement and retention for up to 30 years (Figure 1), but public confidence in the area is declining.

The main shopping streets are within the area where clearance will be carried out, and could be isolated from the rest of South Bank once the clearance was completed. (Figure 1) There are now too many shops for the population served, due in part to past housing clearance and in part to a decline in the role of South Bank as a district shopping centre.
Pressure for decisions

The problems of South Bank are aggravated by a Teesside structure plan proposal for an urban motorway passing through the north of South Bank, linking the heavy industry on the south side of the River Tees with the A19 and, via the A66, the A1. This motorway will not be constructed until about 1980-85. Two alternative routes through South Bank have been considered, a southern alignment passing straight through South Bank and severing the shopping and social facilities from the housing unaffected by housing clearance, and a northern alignment passing to the north of most of the facilities. (Figure 1) The uncertainty surrounding the motorway position caused concern among local householders and traders as to their future, and there was considerable pressure for a firm decision.

In addition, a housing clearance area was programmed for submission to the Minister before the end of 1970, and a decision was therefore required quickly on which adjacent shopping frontages to include in the Compulsory Purchase Order. This in turn required a decision on the Future location and extent of the local shopping centre, which further depended on the alignment adopted for the motorway.

There were indications that poor environment, large-scale housing clearance, and uncertainty over the motorway position might combine very soon to create a crisis of public confidence in the future of South Bank, and the Council were most anxious to clarify the situation as soon as possible. It was clear even before using AIDA that the decisions required were interdependent, and that no decision could be made in isolation,

Uncertainties

The crucial uncertainty facing us concerned the future level of atmospheric pollution in South Bank. Considerable efforts are being put into reducing atmospheric pollution, and the steel industry is tending to move down river from South Bank, so it is hoped the situation will improve substantially over a period of years.  However, this cannot be guaranteed, and conditions might stay at least as bad as they are now for some years.
Figure 1
[image: image7.png]STV A\ WV \\
R e

PRV O SR

AR S A

Fin

2%

SOUTH BANK - problem situation

Housing clearance

Shopping and social facilities
Alternative motorway alignments

Sound older housing
Heavy industry




The building of the motorway is a relatively long time away, so that changes from the projected growth of traffic, or progress in traffic engineering, might alter the timing or the alignment of the motorway.

Certain of the housing might be considered for housing improvement, but no detailed Teesside-wide policy for improvement has been formulated, and there was no experience in housing improvement at the time.

It was not possible with the staff resources available at the time to establish the attitudes of householders and traders towards the future of South Bank, particularly with respect to the impact of housing clearance on public confidence in the area.

AIDA formulation

Initially, the area of study was defined as the town of South Bank, bounded by industry, open land, and a trunk road. This definition served throughout. In identifying the decision areas it became apparent that several of the decision areas discovered depended considerably on the future level of public investment in South Bank, which in turn depended upon the anticipated future life of the town. It is not normally feasible to think in terms of an area having a finite "life", but because of the environmental conditions in South Bank it was considered essential to plan for the possibility of "writing-off" and clearing all or a substantial part of the town.  Accordingly, "life" was employed as a decision area. This served quite well in the initial formulations, until it was found to be incapable of sufficiently precise definition.

The initial formulations of a strategy graph and option diagram reflected our inexperience in the use of AIDA, in that decision areas were loosely defined, including such imprecise decision areas as "degree of further clearance", and option bars were used which were in fact subjective value judgements and therefore implied decisions on values. During the course of the LOGIMP exercise the strategy graph and option diagram were modified in the light of experience. Decision areas were more strictly defined to avoid ambiguity, and option bars were employed only where combinations were mutually exclusive, by virtue of being either strictly impossible or completely contradictory. The final form of the option diagram is shown in Figure 2. This formulation is defined for the refinement of AIDA known as "decision time sequencing" which will be discussed later.

At first certain apparently poor options were included, to try to ensure if possible that at least one course of action survived the option diagram. The merit of this is questionable. We found in using the strategy graph and option diagram that is was essential to think very hard about the nature of the problems we were dealing with, and about the precise nature of the decisions required. These diagrams were of great value in providing a clear visual expression of the structure of the problem and the ways in which decision areas were interrelated.

Reduction of alternatives for evaluation
It was found in fact that many alternative combinations of options were generated. Their number was reduced by a subjective process involving the deletion of certain of the "poor" options and the introduction of further option bars expressing social, financial, or environmental judgements.
Figure 2
OPTION DIAGRAM – IMMEDIATE DECISIONS
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The subjective flavour of this process disturbed our IOR representative. Therefore, as the strategy graph and option diagram were re-worked, the reduction process was tightened up by concentrating on only the areas where immediate decisions appeared to be needed.

It is accepted that the reduction process employed was not very scientific and was still highly subjective. It may be that one should not attempt to reduce the options to a manageable number but evaluate all combinations of options, but we did not have the means available to carry out such an extensive and complex evaluation.

Attempt at formal evaluation

The reduction process left us with a handful of alternative "solutions". It was found on inspection that except in relatively insignificant respects these could be represented by two "solutions", one employing the southern motorway alignment, the other the northern.

Considerable time and effort were put into attempting to employ a systematic process of evaluation, with varying degrees of success. When we attempted to identify criteria to represent objectives, it proved extremely difficult to discover relevant criteria for evaluation, and those that were considered generally proved incapable of quantification.  Eventually, we were forced back onto crude subjective measures of attainment of objectives, coupled with costing.

Similarly, our attempts at analysis by impact on different sectors of the community (impact analysis) foundered on the problem of expressing these effects in quantitative terms. Even if we had succeeded, we would have had to employ subjective judgements on the weightings of impacts on various sectors. In the end, we were able to do no more than have regard to the spirit of impact analysis by at least identifying the sectors of the community concerned and discussing what the nature of the impacts might be.

In contrast to these difficulties we found robustness analysis a most useful evaluation tool, expressing simply our initially rather vague desire to avoid commitment to an inflexible course of action.

Eventually, evaluation employed a combination of established and AIDA techniques, The established techniques used were comparisons in terms of cost, satisfaction of previously defined objectives, and conformity with Council policy. The AIDA techniques used were a very simple assessment of impact on different sectors of the community, and robustness analysis.
Flexibility

All the evaluation techniques favoured the alternative plan employing the northern motorway alignment, and involving restriction of other public investment in South Bank to housing improvement and a limited amount of housing redevelopment in the south away from the sources of atmospheric pollution.

In particular this alternative fared well in robustness analysis. It involved only a few essential immediate options, giving advantages of decision deferment in other decision areas; it kept open a wide range of potentially desirable options for future decisions, and was therefore capable of adaptation to foreseeable changes in environmental and financial conditions; and most important of all, it did not, through too great public investment, commit us to long-term retention of South Bank as a housing area.

Further work: the local centre

It was not possible during the period of the LOGIMP experiment to resolve the urgent issue of the future location of the shopping centre. The decision depends on the weight given to environmental and financial factors, and is made very difficult by the lack of quantitative information and such factors as noise, safety and amenity.

Further investigations are in progress to clarify this issue, and these investigations have been directed towards the aspects where the most significant differences arise and where clarification of unknown effects is most readily practicable.

Decision time sequencing

The South Bank exercise, dealing with a declining area, brought out forcibly to us the importance of the time element in decision-making, especially in the way a series of decisions were required over a period of time, The decision area "life" in our initial AIDA formulations was an attempt to cope with this factor. "Life" was clearly unsatisfactory as a decision area, and we and our IOR and INLOGOV representatives eventually evolved a modification of the first stages of the AIDA methodology christened "decision time sequencing".
The key feature of decision time sequencing, as its name implies, is that the dates at which decisions will be required are established in advance. These dates can be pre-defined programming dates, or they can relate to dates at which land will become available or to anticipated life of property.

A strategy graph is drawn in the usual way, and options within each area identified. Each decision area is then considered in turn and a "tree" of possible sequential decisions through the defined decision dates is prepared. The diagram shows clearly how a given sequence of decisions controls the options available in the future. e.g. Decisions on area of vacant land.
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This example illustrates the flexibility gain from decision deferment, and the way "no decision" can recur as an option, albeit because at certain dates there may be no choice.
Having prepared the "decision trees", an option diagram is prepared for immediate decisions. In the case of certain areas for future decision the only immediate option is 'no decision". One then reduces the number of alternatives for consideration and evaluates the surviving alternatives, using the "decision trees" as an aid in assessing the flexibility of given options. Once a preferred immediate set of decision has been established, one proceeds to the next decision date, preparing a further option diagram in the light of those decisions. This enables one to explore in detail the courses of action that will be available that date given the immediate "decision package".

With the aid of a computer one could theoretically explore all foreseeable decision situations at each future decision date.
We feel that decision time sequencing has significant possibilities in situations where decisions are required over a period of years, particularly in older areas and large-scale new developments such as new towns.
Summary

It can be reasonably claimed that any systematic approach to a complex planning problem will be beneficial, making the user approach the problem in a disciplined manner. Several of the benefits which we received from participation in the AIDA exercise can be attributed to the fact that AIDA is systematic.

However, we are satisfied that AIDA has considerably more to offer than discipline. The great virtues of AIDA are that it is a decision-orientated approach, and that it is based upon the premise that the future is ncertain and our decisions must therefore be flexible.
In any future use of AIDA in Teesside, we shall use the lessons gained from the LOGIMP experiment to build into project networks those elements of AIDA which seem applicable to the problem, and provide guidance on the way each sub-routine should be used. A Departmental seminar has recently been held on the use of AIDA in South Bank.

We feel that the from our experience to date, the strategy graph and option diagram are really valuable, both in the way they condition one to thinking in decision terms and in the visual display they provide of the structure of the problem situation, but we consider more work is required on the reduction of the myriad alternatives which survive the option diagram to a manageable number for evaluation.

The evaluation aspects of AIDA were least successful for us, except for the fundamentally important flexibility analysis. Perhaps further investigations will suggest means of better quantifying evaluation, but in the meantime we must settle for an uneasy alliance of quantification and value judgements.

A policy report on South Bank, submitted to Committee in July, recommended an immediate "decision package" and proposed further investigations towards decisions which would be required in the near future. The report was approved subject to the results of public participation, and an exercise has recently been carried out comprising a public exhibition and meetings with traders and other bodies. Reactions were tested in part by a questionnaire, analysis of which will provide a useful comparison between our attempt at analysis by sectors of the community and the expressed views of those of the community who completed questionnaires. The exhibition seems to have greatly reassured local residents. The preferred plan has been well received, a reflection, we hope, more on the quality of our planning than on our salesmanship.
CHESHIRE: THE HOYLAKE PROJECT

The Hoylake Situation

Hoylake is an Urban District area of some three miles square situated in a corner of the Wirral Peninsula. The former resort town has now become a commuter town of 34,000 people, with a high proportion of retired, managerial and professional classes relative to the national average. Some 60% of employed residents work outside the District - over half of these in Liverpool ten miles away. There are three distinct residential areas separated by open country, two of which contain large shopping centres with traffic congestion problems.

The Merseyside Area Land Use/Transportation Study proposed for this area, as part of the overall expansion of Merseyside, a population increase which would double the existing population. The County Planning Department set up a study to examine the feasibility of such an expansion, partly in the hope of decreasing some of the uncertainties surrounding the future physical development of the District. It was this study which was chosen as the example of policy making in practice in order to examine the usefulness of the AIDA approach.

A Strategic Problem

Early on in the Project we were faced with problems which seemed particularly associated with the Hoylake situation. Three problems in particular dominated the work:
First the total problem area contained a very large number of decision areas, each in turn containing a large number of options.

Second, and partly a reflection of the large size of the problem, many areas of uncertainty were attached to most of the decision areas. Uncertainties were of all three types - UV, UR and UE.
Third, we found it difficult to set limits on the size of the problem area by excluding decision areas through an analysis of option bars. Such an analysis seemed to demand an "all or nothing" treatment of the links between decision areas, whereas many links were a more subtle matter of degree of interdependence.
It was not at all obvious which decision areas to include and which to exclude.
Diagram 1 illustrates the grouping of decision areas and uncertainties,

These three problems together seemed to challenge the capacity of the AIDA techniques of option graphs and option bar diagrams to adequately represent the problem
Added to the difficulty of problem formulation was the fact that policy making exercises of this size demanded a large commitment in the way of staff time and therefore required careful work programming if deadlines were to be met.

These features of the problem - a large number of decision areas and options, a high degree of uncertainty, and complex links between options - can be said to be typical of sub-regional or strategic problems,  This type of problem also often raises the issue of the limited capacity of resources available to solve them.  We saw 'resources’ not only in terms of staff, time and money but also in terms of the techniques of analysis available - in this case AIDA.
The capacity of analysis techniques apparently set as severe a limit as did the availability of staff time.  The difficulty was how to analyse a large complex problem area without contravening the limits of total resources,

Alternative Courses Of Action
Two courses of action seemed open to us to solve this dilemma.  First -- and what might be called the conventional solution – we could impose constraints on the problem so that it was reduced to a manageable size.  In this case they would have to be fairly arbitrary constraints because of the initial lack of knowledge of the problem, This method in any case seemed unjustified since it would do little to decrease the apparent amount of uncertainty - on the contrary it would simply frustrate the very object of analysing the total problem area: that of increasing the knowledge of the problem.
Diagram 1. Groupings of Decision Aras and Uncertainties
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The second course of action was that presented by the AIDA approach. The method of exploring the problem in a series of cycles, each cycle providing information to give direction to the next, gives AIDA the capacity to tackle large problems without the need to start with the 'correct' formulation of the problem. The availability of the computer program increased this capacity by a saving in time. However our concern for the efficient use of time and staff resources still seemed to remain while the choice of a formulation was an intuitive one. In the Hoylake problem there still seemed a high risk of finding that important decision areas remained unexplored by the time of the deadline.

The action adopted

The need to build constraints on resources into the analysis took on two aspects. First the need to have more than an intuitive means of formulating the problem as a start point, so as to recognise constraints on the capacity of techniques. Second the need to recognise constraints on the time available.

Our ability to formulate the problem seemed to depend on the means to justify the exclusion of decision areas from the analysis. We expanded this means by expanding the AIDA criterion of 'interdependence' for the exclusion of decision areas, to embrace three more criteria. The four criteria together still aimed to express links between decision areas, whether simply expressed as option bars or more objectively measured according to some index of costs and benefits.

The four criteria of links between decision areas then became:—

1. The 'economic' links between decision areas as an index of the cost advantages of considering decision areas together. Planners have long recognised interdependence such as, for example, the economy of scale.

2. The degree of political commitment to action in particular decision areas. Politicians may label particular decision areas as 'high priority' or 'urgent'.

3. The amount of control possible over particular decision areas as an index of the practical justification for considering those areas.  In the extreme case there is little point in analysing areas of decision which lie beyond the powers of the Planning Authority to take action.

4. The lack of present knowledge of decision areas as an index of the 'research' advantages of considering those areas.
For example it is often essential to be able to explore the potential advantages of a change in existing legislation.

These criteria were applied not only to justify the inclusion or exclusion of decision areas from the analysis, but also to assess the relative importance of decision areas.  The idea was then to relate the degree of importance of a decision area with the level of analysis which would be attempted.  Levels of analysis were to vary according to the degree of sophistication, so that those decision areas deemed most important would be subject to the most rigorous analysis methods (and by implication attract the highest expenditure in resources).

As a result of the application of these criteria it became apparent that the group of decision areas based on housing was the most important followed closely by those based or transportation, and then shopping and education, and finally employment.

Diagram 2 illustrates the relationships between the individual decision areas.  In the trial run we found that it was not necessary to analyse a series of levels of decision areas because the total problem was within the capacity of one run of the computer program. The matching of decision area importance and level of analysis was however 'simulated' by differences in the quality of the cost/benefit data used.
The possibility of using a sequence of levels of decision areas remains if the program were not available and in any case will enable us to enlarge the analysis and the problem while still using the AIDA approach.
In addition we were able to test variations in the type and strength of links between decision areas by comparing the results of complete cycles of the analysis where each cycle made different assumptions about the links. 
The second aspect of resource constraints - that of available staff time - can, we envisage, be handled by use of the analyses of uncertainty, sensitivity and robustness.
Information supplied by these analyses is as much a basis for requesting more time for analysis, through estimates of the cost-effectiveness of further work, as it is a basis for an informed choice of solutions.  
Diagram 2. Formulation of the problem with decision areas, options and links
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A Strategic Method

Diagram 3 summarises the general procedure used in the Hoylake Project to overcome the initial problems in the application of the AIDA approach. Three aspects of that approach take on greater significance when dealing with problems of the strategic type.

First the stage of problem formulation would seem to require more explicit consideration of both the political and research objectives of the analysis. These may be formalised in the four criteria described above and used in an explicit stage of 'Job Planning'. Together with the AIDA format of decision areas and links the criteria can be used to help define the limits of the problem and if necessary in addition generate a series of levels of analysis.

Second the analyses of uncertainty, sensitivity and robustness are essential extensions to the idea of evaluation, both to form a basis for decision and to plan the work.

Third, the decision to end the analysis is always a compromise between the benefits of more analysis in increasing the confidence for decision making, and the costs of more analysis in the use of scarce capacity in resources. Even where different levels of analysis are necessary a rational compromise can be achieved through the kind of procedure shown in Diagram 3.
Diagram 3. Work procedure used in the Hoylake Project
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Lessons from the Project
The Hoylake Project demonstrated to us that, given certain emphases, the AIDA approach represents a powerful technique for the analysis of the strategic type of problem. The approach is proving invaluable in three aspects of this problem in particular.

First large areas of uncertainty typical of this type of problem are explicitly treated so that the presentation of a choice of solutions and the choice of a particular solution is much more related to the realities of the situation. Strategic planning is not planning for certainties.
Second, presentation of information and recommendations to committees can be done with much more confidence, knowing that alternatives have been systematically explored. It would seem that the technical officer must be able to quickly and accurately respond to questions about choices and solutions if any meaningful dialogue with the politicians and the public is to develop. To this end the AIDA approach gives as much attention to the need to explore problems as to 'solve' them.

Third, in large problems of a strategic nature the AIDA approach is proving invaluable as a means of efficiently planning the work.  Many sub-regional projects, involving a great deal of staff time - particularly in the ubiquitous data collection exercise - would seem to lack the means for efficiently allocating staff effort towards the defined end of producing a decision. The AIDA approach provides the means to that end.

COVENTRY: THE POOL MEADOW PROJECT
Introduction

l. Pool Meadow is an area of land (approximately 7 acres) close to the city Centre, that has traditionally been used as a bus station, The site is just within the line of the Inner Ring Road and forms one of the two major pick-up and set down points in the city, the other point, Broadgate being adjacent to the main shopping precinct, The construction of a new bus station at Pool Meadow would not reduce the need to continue to provide services to and from Broadgate.

2. A team of officers at Coventry had been engaged on the project for some eighteen months prior to the commencement of the LOGIMP experiment and consequently a fairly detailed development for Pool Meadow had been drafted.
'AIDA' applied to Pool Meadow

l. In June 1969 plans were presented to the Planning and Development Committee of the Council indicating preliminary suggestions for the development of the Pool Meadow site, Between then and April 1970 these suggestions were reviewed and the scheme at present under discussion resulted.
2. Throughout the late sixties, the desire to develop the Pool Meadow site increased particularly as plans for the development of surrounding areas had been agreed (including a 5 star hotel and a polytechnics Hall of Residence),

3. An absolute requirement for the site was to maintain tradition by developing a new bus station on the site of a temporary one currently in use.  In addition there was increasing pressure for about 600 car park spaces to be allocated to this area in accordance with proposals in the City's Traffic and Transport Plan 1970.
4. However, a bus station inevitably proves to be an unprofitable development, and in an attempt to mitigate this, it was decided to produce an integrated scheme which would be financially and architecturally beneficial as well as meeting a parallel objective of introducing more commercial development into the City.

The original scheme included provision for the following facilities:

Feature

Offices

Shops and kiosks

Cinema

Entertainment Complex

Restaurant and Snack Cafe 
Public Toilets

Service Areas

Bus Standings

Waiting Accommodation 
Car Parking


Area: in square metres

25,877

     799
  1,067 
  3,302
  1,646

     432
  1,009
  8,845

     352 
18,192

_____
61,821

5. However, different features of the scheme were subject to differing degrees of uncertainty, for example:

(a) the bus station was the basic requirement although there remained some uncertainty as to layout;

(b) the offices were desirable but suffered uncertainty connected with imperfect market conditions as a result of the operation of the Central Government's policy on Office Development Permits;
(c) in connection with the Entertainment Complex there were uncertainties as to what sort of facilities to provide and also whether they would be primarily profitable or a service to the citizens;

(d) a further uncertainty affecting the scheme was that as of April 1970, no financial or economic appraisal had been undertaken.

6. The initial work resulted in the production of a strategy graph from the various documents for the scheme (diagram A).

Diagram A
[image: image13.png]



[image: image14.png](1)
(ii)

(iii)
(iv)
(v)

(vi)

(vii)

Feature
White Street Offices - Northem Office Block
Car Park

Pairfax Street Frontage Offices -
Southern Office Block

Fire Station Site Redevelopment -
Western Development -
Offices, Shops, Cinema

Entertaimment Complex
Bus standings

Bus Station Ancilliaries

Symbol
N.0.

C.P.

5.0.

W.D.
E.C.
B.S.
B.A.

To this list can be added a final element linking the Pool Meadow

development to the wider environment of the central area.

(viii)

Access system





7. From this it was then possible to introduce the nature and incidence of the basic uncertainties affecting the scheme, together with details of phasing (diagram B). Consequently the uncertainties such as those shown in diagram B that surround the scheme imply a need for flexible planning.
Diagram B
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8. The next task was to dissect the project into major decision areas in order to distinguish between those areas constrained by decisions already taken, and those in which a certain amount of flexibility stilI existed.

9.
It was found that eleven out of a total of twenty-one decision areas were still open for discussion, and in order to include the important aspects of each decision area, a more detailed analysis was carried out.

10.
Of course it was recognised that in some cases certain detailed decisions would still be open even though the corresponding main decision areas was constrained, For instance, it was considered that the requirement to provide facilities for the various forms of transport meeting the needs of the public was a constraint on the scheme. That was to say that in providing the scheme, the Corporation would wish inter alia to provide facilities for the following:
Coventry Corporation Buses 
Midland Red Buses

Private Operator Coaches 
Tourist Coaches

Taxis

However, the exact form and indeed the specific location of each within the scheme was still to be determined, thus strictly constituting a series of decision areas to be resolved.

11.  By selecting a particular set of options in the unconstrained decision areas it was possible to develop the analysis to a stage at which a financial appraisal could be produced. However, when this was done, not unexpectedly, the evaluation showed the scheme to be unviable (i.e. likely to produce too low a return on capital employed). However, it was possible to identify those components of the scheme where a low return on capital was forecast and by amending the set of options selected it was possible to increase the economic attractiveness of the scheme.

The benefits of using 'AIDA' on the Pool Meadow Scheme

1.  Undoubtedly, merely by defining areas of choice in decision making, those areas in which work should be concentrated are overtly highlighted, and the overall consequences of any decision are crystallised. It was also readily appreciated that in making a choice between options, the effects are not merely limited to that now closed decision area, but also constrain other closely connected decisions. This is particularly important in local authorities, where interconnected decision areas cut across departmental lines, such that a choice made by one department may close options previously open to other departments.  It was, nevertheless, interesting to note that those aspects of the AIDA techniques which emphasise the importance of interdepartmental cooperation had little impact here, as Coventry Corporation has had a long tradition of close inter-departmental liaison on project work.
2, In practice, it was found that this project tended to concern itself more with details of occupancy and use rather than points at the more strategic level, where the AIDA approach is perhaps at its most useful. Choosing a project whilst still at a more fluid level, it is felt, might well have provided more instruction and illumination about the usefulness of the techniques.

3.  The whole question of level of detail to which the general brief should be taken before detailed design work, (and indeed how far detailed design should be left open for the ultimate developer), and the value of AIDA and allied techniques in producing such a detailed written brief (for subsequent architectural design work) may well be worthy of further consideration.

4.  In conclusion, it would be reasonable to say that the 'AIDA' study has not so far directly influenced any of the major decisions taken on Pool Meadow. This is probably due to the thoroughness of the initial inter-departmental discussions, reinforced by the high standard of design work. However, the project did succeed in showing which of the decisions incorporated in the design work were unalterable, and which could be varied, should the final design prove unacceptable on financial or other grounds. This aspect of the work could, if desired, then be used as a basis for assessing several different 'outline written briefs' for further design work, incorporating a different mix of activities.

HERTFORDSHIRE: THE ST. ALBANS PROJECT

Planning Background

The St. Albans Town Centre Map and Report was adopted by the County Council and City Council in 1965. The plan is illustrated in the Diagram.
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This document provides a broad strategy and framework for future public and private development within the city centre. The realisation of the plan is envisaged to cover a period of 25-30 years and involves many different agencies.

The aim of this AIDA project was to formulate and assess alternative short term implementation programmes for the City Council which is directly responsible for constructing car parks, improving the secondary road network, providing cultural and other facilities and initiating or carrying out comprehensive development schemes. The formulation of implementation programmes needs to take account of limited financial resources available, the inter-relationship of proposals and the uncertainty of the action that will be taken by other agencies in the future.

The AIDA method of approach was used to produce alternative implementation programmes allowing for the uncertainties of timing and design of projects both under and outside the control of the council. These implementation programmes are based on the proposals of the adopted town centre map. Should these proposals at some time in the future be amended in a fundamental way, for example, the substitution of highway proposals eliminating the primary distributor, then clearly the implementation programmes would need reviewing.
The Application Of The AIDA Method

The analysis was sub-divided into three main parts which are now discussed in turn.

(a) Clarification Of The Problem
Since the adoption of the Town Centre Map the City Council have completed a multi-storey car park adjoining the cattle market site and the majority of the Civic Centre complex. The remaining proposals shown on the plan were considered and a list was prepared of those likely to be carried out over the next ten years. These proposals were then tested against the following criteria:

1) Whether the proposal had a direct financial effect on the council and/or

2) Whether the proposal had a timing effect on any future implementation programme of the council.

Those proposals not satisfying the above criteria were not considered further. This reduced the scale of the problem to the consideration of 12 proposals which are summarised in the following table.
Proposals likely to be carried out over the next ten years:

GROUP A


City Council
(1)


Pedestrianisation of St. Peter's Street, Chequer Street and construction of a rear service road.

Multi-Storey Car Parks

Bricket Road

Hart Road

Cathrine Street
Chequer Street CDA
Secondary Roads - East


Other Agencies (2)

First phase primary distributor (M.O.T.)


GROUP B

City Council

Secondary Roads - West

Cattle Market Redevelopment
Completion of Civic Centre
Pedestrianisation Market Place

The proposals within Group A are inter-related in timing while those in Group B have independent phasing or are programmed to commence before those in Group A. Every proposal excepting the first phase of the primary distributor has a direct financial effect on the City Council.
By looking at the proposals in this way, the problem was simplified, focusing attention on those projects which have a timing and financial effect - Group A (1) - or timing effect - Group A (2) - or financial effect - Group B - on the implementation programmes. The proposals within Group A are seen to form the core of the problem.

(b) Analysis of Key Proposals

It was mentioned earlier that the problem consisted of phasing choices rather than design choices. This is so but as some of the proposals of the plan are broad in conception it was found when considering their implementation that alternative design choices did exist. It was necessary to investigate these design options as the council would require recommendations on which alternatives should be adopted. Where the advantages of adopting one alternative clearly outweighed the others the latter were rejected. Where the choice between alternatives was not clear evaluation was undertaken. This involved the assessment of the cost and benefits likely to arise to the different sectors of the community affected and was measured in economic terms and/or on a point-scoring basis.

Timing options for each proposal were established by estimating the earliest/ latest starting date. This involved estimating the time taken to complete legal investigations, acquisition of land, the policy of the council and other relevant factors. In addition the inter-relationship of proposals constrains the timing options available and the establishment of these inter-relationships was helped by the drawing up of option graphs.

The main points of interest resulting from this analysis in respect of proposals within Group A are now discussed.

1) Chequer Street CDA

Two possible design options exist: the inclusion or exclusion of a library and a bus station. Time did not allow for the detailed evaluation of the benefits to be derived from including a library in the scheme and as the City Council's policy could not be anticipated, this option has been carried through to the final analysis. In the case of the latter option the evaluation showed that the inclusion of a bus station would help the economic feasibility of the CDA scheme, allow for the reduction in the running cost of the bus service and for the full pedestrianisation of St. Peter's Street.
The timing of the scheme is complicated by legal proceedings, acquisition of land and the fact that it is anticipated that the development will be undertaken on a partnership agreement with a development company, Thus the timing is not directly under the control of the council. This uncertainty in timing is treated as an option within a decision area. Three possible timing options were established: 1973, 1974, 1975. In order to meet any of these timing eventualities it was necessary to prepare alternative sets of solutions based on these options.

2) Car Parking

The future car parking requirements were estimated.
The relationship between car parking demand and supply varies in relation to the sequence of implementation of other proposals. The availability of car parking sites was investigated and the quantity of car parking spaces on each calculated.

The analysis showed that if the cattle-market and Chequer Street CDA car parks were completed it was likely only one additional multi-storey car park would be required up to 1977. The options available were of a siting and timing nature and took the form of either constructing Hart Road or Bricket Road or Cathrine Street multi-storey car parks or not constructing any. The earliest starting date for each car park was estimated.

It was found impossible to evaluate in explicit terms the value of these various options as the benefits of a shortfall or surplus of car parking spaces could not be assessed.

For this reason 10 options were carried through to the final analysis. The phasing of these alternatives has been assessed by assuming that in no one year would the short fall in car parking spaces be allowed to exceed 450 and then a more stringent limit can be used to decide the final solution.

3) Pedestrianisation of St. Peters Street

The two design options are either full pedestrianisation or partial pedestrianisation allowing the entry of buses. The evaluation of the alternatives indicated full pedestrianisation would be marginally the more favourable. This option has thus been included in the analysis.

4) Primary Distributor

The timing of this proposal has a significant effect on the implementation programme of the council, yet the timing is outside the council's control. Uncertainty thus exists in relation to its timing, though after consultations with the agencies responsible for the project, two possibilities were found to exist, namely commencement in 1974 or 1975. In order to meet either of these eventualities alternative sets of solutions were prepared.

5) The Secondary Roads East

The timing of this proposal is directly related to 4) above.

Each of the proposals in Group A (l) and B were costed. The proposals having the highest cost and therefore the most effect on the council's resources are the Chequer Street CDA and the construction of multi-storey car parks.  In the case of the former, it is thought that, once completed, the scheme will not have a detrimental effect on the rates, but in the case of the latter, the existing pricing of car parking spaces is insufficient to make these proposals self-supporting. The remaining proposals, if considered separately, have a relatively insignificant financial effect on the council.

(c) Preparation of Acceptable Solutions

The previous section highlighted the key uncertainties, namely the timing of Chequer Street CDA and the primary roads and the design choice of whether or not a library would be included in the former scheme. It was therefore considered necessary to prepare six sets of solutions based on the timing of Chequer Street CDA in 1973, 1974 or 1975 and the primary roads in 1974 or 1975 to cover any of these eventualities.

The implementation programmes to be prepared must, however, satisfy financial and car parking constraints. The financial constraints were established to be that the rise of costs on the rates should not exceed a total of £40,000 in one year, £65,000 over two consecutive years and £85,000 over three consecutive years. The purpose of this constraint is to ensure that the increase in costs do not rise rapidly in any one year. The figures mentioned correspond to approximately a 3d, 4½d and 6d increase in rates respectively.
The car parking constraint was assumed to be a short fall of 450 car parking spaces in any one year. This represents a deficit of approximately 18%.  If a more stringent constraint had been chosen, for example a shortfall of 200 spaces in any one year, this would have reduced the number of acceptable solutions.

These constraints, the financial cost of proposals, their respective design and timing options, were all used as data for the AIDA computer programme. The purpose was to establish the solutions which would be acceptable for each timing eventuality. Uncertainties have been treated as options within decision areas and the use of constraints has produced a short list of solutions reducing the need to evaluate numerous solutions on set criteria. The characteristics of solutions that were found to be acceptable for each of the above eventualities are now outlined.

1) Chqr. 1973 Prim. Dist. Rd. 1974

This combination produced the maximum number of acceptable solutions, 36 in all, twenty-two of which include the library. The average annual costs to the council are generally reasonable and in the majority of cases there is a surplus of car parking excepting in 1974.

2) Chqr. 1973 Prim. Dist. Rd. 1975

Eighteen solutions were acceptable, eleven of which include a library. The average costs to the council are slightly lower than in 1) above and car parking also shows a greater surplus.

3) Chqr. 1974 Prim. Distr Rd. 1974
Twenty-two acceptable solutions were found, twelve of which include the library. The annual costs in any one year are similar to 1) above but the car parking shows a greater deficit.

4) Chqr. 1974 Prim. Dist. Rd. 1975

Thirteen solutions exist, seven of which include the library. On the whole the annual costs are lower than 3) above, yet the car parking deficit is lower.

5) Chqr. 1975 Prim Dist. Rd. 1974

Fourteen solutions exist, eight of which include the library. The annual cost tends to be lower between 1972-74 than the other schemes, but higher in 1976. The car parking surplus and deficit tends to fluctuate considerably over the period 1973-1977.

6) Chqr. 1975 Prim. Rd, 1975

The nine solutions, five of which include the library, follow the pattern of those in 5) above, though are slightly more favourable on financial and car parking grounds.

The above sets of acceptable solutions provide a framework within which decisions can be made by the council. By 1974 the uncertainties in the timing of Chequer Street CDA and the Primary Distributor will be known and thus the need to undertake robustness analysis is reduced. Evaluation of the various alternative solutions can be undertaken once the eventual set is known rather than at this stage. The results do show, however, that it would be advantageous to commence Chequer Street CDA in 1973 but if this does not occur it will be necessary to construct one of the multi-storey car parks.

Conclusions

The study has produced alternative sets of implementation programmes to satisfy the eventualities that could occur and the constraints that exist. The St. Albans City Council have thus a framework within which decisions can be taken and the effects on the finances of the council and car parking needs can readily be seen. In addition the effects on the timing of other proposals or decisions they make can be established.

The AIDA method has proved a useful means of reaching the aims of the study. The method has been adopted and developed to meet the characteristics of the problem and uncertainties that existed and has proved in this study to be a useful and practical way of formulating and assessing future implementation programmes for the St. Albans Town Centre Map.

LONDON: THE DAGENHAM CORRIDOR PROJECT

The Dagenham Corridor is a strip of open land covering about 2.500 acres running north-south between the built-up area of the London Boroughs of Barking and Havering.  It is almost all within the Metropolitan Green Belt.  An appraisal of the area was presented in 1969 to the two borough councils and to the G.L.C. and this concluded that the Dagenham Corridor should be developed gradually as a major recreational open space in the Green Belt which would be an asset to the immediate region and to London as a whole. In particular, it favoured further investigation into the provision of a Metropolitan Park of at least 150 acres (for which a need was shown) and suggested that uses such as a golf course, playing fields and other recreational facilities should be encouraged.  It was envisaged that the area could be filled eventually with a wide variety of leisure and recreational facilities which would consolidate the open nature of the strip and upgrade its visual quality.

No attempt was made in the preliminary study to set out a programme.  After the three councils had approved the approach and suggested policies, however, the next steps were to define the objectives more precisely, to examine the priorities and to put forward recommendations for action.
With the goal of creating a major recreational open space in the Green Belt, certain objectives have already been suggested, These include the provision of a Metropolitan Park, a District Park, playing fields etc.. Sites for these activities have not been selected, however, nor have they been programmed for development at some specific time.  Looking at the Dagenham Corridor generally, twelve Decisions Areas were identified at the first stage of analysis.  Additional Decision Areas such as non-conforming uses at Collier Row Road and Whalebone Lane North have emerged subsequently and these will be incorporated into later cycles of the analysis.  
1.
Non-conforming uses, Crow Lane.

2
Non-conforming uses, Willoughby Drive.
3
Bretons Farm.
4.
Land north-east of Bretons Farm.
5.
Site for primary school.
6.
Realignment of Rainham Road.
7,
Area north of railway.
8..
Dagenham Corridor Road.
9,,
Future of Central Park.
10,
Level and type of recreational facilities to be provided.

11,
Future education needs.
12,
Resources available for development.
Decision Areas 1-7 are Localised Decision Areas and refer to choices available in relation to specific sites.  Decision Areas 8~l2 are Non-Localised Decision Areas and refer to the provision of facilities (8 and 9) and to policies (10, 11 and 12).
A first sketch of a Strategy Graph shows that there is a cluster of Decision Areas north of the railway and another cluster south of the railway.  The two areas were therefore taken one at a time and analysed separately. Ten option sets were obtained from the area south of the railway reflecting the combinations of uses which could be located on particular sites.  It was then seen that there were inter-connected decisions to be taken about the timing of the various developments. The options were therefore extended to take account of these and it emerged that 78 solutions were possible.
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Similarly, with the area north of the railway, timing options had to be brought in and, even after applying option bars between incompatible combinations, 104 solutions remained, the first analysis of seven out of the twelve original Decision Areas showed that the selection of a course of action had become more complex and that there were l82 option sets.

In order to reduce the uncertainty about which of the option sets was preferable, a process of evaluation was started.  Each Decision Area was considered in turn.

Decision Areas 1 and 2 (Crow Lane and Willoughby Drive) - removing the non-conforming uses is independent of the other decisions but would undoubtedly contribute to the goal of upgrading the visual quality of the Corridor. Costs have been estimated and the decision is a value judgement - how much should be allocated and when in order to clear these uses?

Decision Area 3 (Bretons Farm) - on the assumption that the Metropolitan Park is to be located in the Dagenham Corridor, the problem of deciding whether to site it here or to the north of the railway (Decision Area 7) can be resolved by further investigations into the physical suitability of each site. This showed quite clearly that the area north of the railway was preferable on all counts.
Decision Areas 4 and 5 (North-East Bretons Farm and Primary School) - a decision cannot be made yet but the study has shown that the other decisions are not dependent at the present level of analysis.
Decision Area 6 (Realignment of Rainham Road) - further investigation into the engineering aspects of the new line showed that one of the options (the north-south route) was superior to all the others, If this line is eventually adopted it will affect the consideration of Decision Areas 4 and 5.
Decision Area 7 (land north of railway) - this is the best location for a Metropolitan Park (see Decision Area 3).
Decision Areas 8 and 9 (Dagenham Corridor Road and Central Park) - the timing and line of the road cannot be fixed with any certainty at present.  If it is eventually built then it must be within fairly narrow limits because of several physical restrictions.  The obvious action is to ensure that expensive facilities, such as a swimming pool, are not sited in the area.
Decision Areas 10 and 11 (recreation facilities and education needs) these two Decision Areas were shown not to need extensive analysis since specific recreation facilities and a primary school were included in other Decision Areas.
Decision Area 12 (resources) - this Decision Area, although put into the original list and shown as being linked with all the others, hardly entered the analysis.  As the problem changed, however, from land use allocation options to timing choices, resources became critical. The rate of development and improvement is absolutely dependent on the resources made available. 

If the total area of 200 acres north of the railway is developed as a Metropolitan Park, about £10,000 per acre or a total of £2m. would be required.  An expenditure of about 1d. rate from both boroughs would mean a 20-year programme although the park could exist in an incomplete form quite quickly, Additional facilities to be considered might include a golf course (£100,000), a swimming pool (£130-350,000) and a sports stadium. (£300,000).  Some grants are available and an income in Havering is possible from gravel working although a decision has yet to be made whether this can be invested in the corridor. Both Barking and Havering must consider joining in the development and there might be a contribution from the G.L.C. Some facilities could be provided by private investment.
Summary

One cycle has been made through the analytical process. As the work progressed several changes took place in the problems as they were formulated.  First, the principal choices were seen to be ones involving resource allocation timing rather than land use options.  Second, some problems such as the apparent need to decide on education provisions and the line of the Dagenham Corridor Road just disappeared as it became obvious that a decision was not necessary for some time.
It finally became clear that some policy guidance was necessary before another cycle could  be made. Members must now decide whether to allocate resources for this project and what the priorities must be in the Dagenham Corridor.  For example, if Barking and Havering London Borough Councils wish to concentrate their initial efforts on removing the non-conforming uses then they must weigh against this objective the fact that investment in the Metropolitan Park would be delayed. 
In order to assist the committees, two alternative programmes will be drawn up and illustrated with sketch maps. One will show a development programme on the basis of a 1d. rate contribution from each borough which produces about £100,000 a year, The other will show the possibilities with a 2d. rate.  Members of all three authorities will no doubt wish to discuss together their joint responsibilities before coming to a decision.
Conclusion

To some extent the Dagenham Corridor project was not as fruitful as some of the other studies but the exercise as a whole has demonstrated that the AIDA techniques have considerable value. The existing, more conventional approaches, however, are not likely to be supplanted yet. AIDA provides a systematic approach in a field which is often not considered systematically; it highlights the priority decisions needed with the ramifications of those decisions; it draws attention directly to the uncertainty about the situation.  The methods, however, are not yet efficient at handling timing problems or at finding the best point in a complex problem at which to start.
HAMPSHIRE: THE FAREHAM PROJECT

The Problem Situation

Fareham is a town of nearly 80,000 population 13 miles from Southampton and 8 miles from Portsmouth; it serves as a Local Shopping Centre and as such suffers from close proximity to the two cities. The present Town Centre straddles the A27, a trunk road carrying considerable through traffic. It comprises approximately 300,000 sq.ft. of shopping floorspace, mainly local day to day goods.

In the early 1960's a C.D.A. scheme for about 20 acres in the Town Centre was approved. This scheme was enlarged in 1965 when the Urban District Council commissioned consultants to prepare a non-statutory Town Centre Map to form the basis for statutory control of development, and provide a guide to development and redevelopment by Local Authority and Private Owners. This is intended to be developed in the form of a shopping precinct to the rear of existing shops and to be combined with Central and Local Government Offices, Health Clinic, Library and Car Parking. The current Town Centre Map, which was based on the consultant's proposals, was adopted by the Local Planning Authority in 1968, although it was recognised that circumstances were changing and further revisions would be necessary in due course.

The South Hampshire Sub-Region is at present the subject of a major study under the guidance of the South Hampshire Plan Advisory Committee which was set up by Southampton and Portsmouth City Councils and Hampshire County Council. The Sub-Region's population, at present 874,000, is growing by 12,000 per annum, and the Advisory Committee has recently published its first thoughts in the form of four alternative strategies — on how this growth could be accommodated.

The Present Problem

It was recognised that a full revision of the Town Centre Map would need to await the outcome of the South Hampshire Study's Structure Plan exercise for the wider Sub-Region, and this would not be available until about 1972.  It was equally clear that some decisions would be required in the very near future, and that these must be taken in the face of the wider uncertainties. Typical of these are:

1. The requirement for the Highway Authority, in this case the District Council, with the County Council's co-operation to submit road proposals conforming to the Ministry of Transport's Circular 1/68, and the need for these to be based upon land use and population forecasts. This meant that decisions would have to be made on the extent to which the shopping floorspace and central area employment would be permitted to expand during the 1970's;

2. A parking policy is considered necessary to clarify the position on such items as visitors parking provision on private developments. It would also be necessary to decide on the amount of public parking to be provided and define sites for public car parks and their accesses.

Points from the Analysis of the Problem

In the initial stages, an attempt was made to draw up strategy graphs and AIDAgrams showing all the decision areas, and relationships between them, involved in planning the future development of the town centre. The consideration of options and option bars at this stage, although of some educational value, was probably over elaborate and time consuming.  The reasons were that there was a lack of necessary information and that the team found it very difficult to examine a broad range of topics simultaneously. As a result, there was a feeling that some options and bars put in were probably unrealistic. However, the strategy graph did indicate the main dimensions of the problem. 
In the second stage, the approach used was to consider one decision area at a time and to expand the analysis to include other decision areas only when it became clear that a decision could not be taken concerning the initial decision area in isolation. In each instance, the decision area initially considered was one that was regarded as particularly urgent. 
One such decision area related to two alternative alignments of a new road. A listing of the advantages and disadvantages of the two options for comparison, mainly in qualitative terms, followed by a discussion of their importance, revealed general agreement that the choice was between the lower cost of one option and the potential for town centre expansion associated with the other alignment.

The following listing of the uncertainties that were felt to cloud the choice was obtained:

1. The South Hampshire Plan and the potential for town centre expansion**;

2. Effects on residents between the two alignments;

3. Effect on alignment and cost of new junctions*.

The asterisks indicate the importance that was attached to these uncertainties. Since no clear choice could be made between the two alignments, it was decided that consultation with the South Hampshire Planning Team concerning the range of possible expansion of the town centre was necessary.

This consultation revealed that, although four alternative plans were being examined, the range of options open to Fareham Town Centre was limited. Having established rough estimates of the land that might be required for town centre development, an examination was made of the availability of land for development. This was an attempt to determine the importance of the development potential of the land associated with the road alignment. However, this part of the work ran into difficulties in estimating the availability of land, and in matching this with the estimated office and parking needs (the South Hampshire consultation revealed that the existing shopping floorspace, with present commitments, would be sufficient for some time yet). Nevertheless, some indication was obtained of land which should be retained for future needs.

Another urgent decision area that was examined was the short-term parking policy - the need for flexibility in the 'introduction' of sites to meet demand, the provision of multi-storey parks and the capacity of the road system to serve the Centre are inter-linked problems which were analysed with the assistance of AIDA. A report on this subject has recently been presented to Fareham Urban District Council.

General Comments

Fareham Town Centre Map was chosen for the purpose of this experiment because the District Council and the County Surveyor had expressed their intention to complete the circular 1/68 submission within the 4 months of the IOR programme. In practice, the period allowed was too short for the complexity of the problem, and the number of different authorities and, departments involved. The AIDA system has however provided a more systematic approach to the study and the future programme of consultations.

The circular 1/68 submission was not in fact completed in the time available and this highlights a very real problem in applying the AIDA method. Team work is very important to the success of the method and, in Fareham's case, apart from the District Council, several departments and outside bodies are involved, each having its own priorities. The lesson to be learned is that unless all parties can reach agreement on the priority of a study the full benefit of an AIDA type approach will not be felt.

Another lesson was that it is not always necessary to approach a complex situation from the overall angle; indeed, this may well be a major stumbling block to making progress. The second stage of the Fareham study concentrated on the more urgent parts of the problem where information was available and decisions could be made in relative isolation. This allowed progress to be made whilst gradually building up the overall picture.

The final difficulty with the study was that, within the South Hampshire Strategy context, there were insufficient constraints to produce a clearly defined land use pattern for the town centre using AIDA techniques. This problem is still being considered and attempts to define further constraints are being made, e.g. the land use compatibility table which seeks to narrow down the alternatives subjectively by indicating possible combinations of "good neighbours" (see fig.1).
Figure 1
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The Fareham experiment is continuing within the Department but there is still difficulty in getting all interested parties involved; however, it is hoped to produce a draft document for confidential consultation by the end of the year. The current position of the South Hampshire Structure Plan makes it likely that only amendments to the policy set out in the 1968 plan will be made at this stage.

The experience gained within the Department completed it is hoped the technique.  However, it is too early yet to say what sort of project location, as these will depend on the Department's programme. 

Figure 2
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APPENDIX I: ANALYSIS OF QUESTIONNAIRES 

completed at seminar on 14 July 1970

From an IOR/INLOGOV point of view the results of the questionnaire were encouraging. Some of the replies had an element of surprise and this has given the exercise an added value.

A summary of the answers is given below. Each question, or sub-question, was so phrased as to allow any of five answers ranging from A (a very positive reaction) to E (a very negative reaction) with C representing a neutral reaction. An entirely arbitrary decision was made to assign scores of +2, +1, 0, -1, -2 to ratings of A, B, C, D, E respectively. All the ratings below are averages over the 16 respondents, and must lie between +2 and -2.

Some helpful points were written onto the questionnaires, and these have been noted although they are not recorded below.

Question 1 - This asked about the long term usefulness of the seminar sessions teaching theory, the discussion of "your" project at the seminar, the discussion of the other projects and the visits of the IOR staff to "you", "your team" and "your authority".

The average ratings were:








Use to you
Your team
Your authority


Theory


+ 1.0

+ 1.0

+ 0.1


Discussion (yours)

+ 0.8

+ 0.8

+ 0.1


Discussion (others)

+ 0.8

+ 0.4

+ 0.1


Visits



+ 1.3

+ 1.1

+ 0.6

With the exception of one authority everyone reckoned the visits were the most useful.




Question 2 - This asked about the extent to which the
 different parts of the AIDA approach needed further development.







Rating




Formulation



1.0




Solution



0.9




Heterogeneous options*

0.3




Evaluation



0.1




Robustness measurement

0.2




Handling uncertainty

0.8



* e.g. coping simultaneously with land use, timing, resource options. 
The low ratings indicate the greatest need for development. The emphasis on uncertainty is interesting and significant - at least one member of each LA rated it D or E.
Question 3 -
This asked about the applicability of AIDA as a technique for solving planning problems, as a means of forming an attitude of mind towards planning and as a means of communication.

Rating
Your problem
In general


Technique 

0.9


1.2


Attitude

1.7


1.4


Communication 
0.6


0.6

Question 4 - This asked about the effectiveness of AIDA as a technique for communication with planners, others in the authority and the general public.

Rating *




Planners 

  1.3




Local Authority 
  0.6





Public


- 0.8

Question 5 - This asked how easy it would be for '"you" to apply the AIDA approach in future without "expert" assistance.

The average rating was 0.6. There were two authorities where no one rated the ease as greater than C. These were the two authorities who thought they were least successful in meeting their targets (question 11).

Question 6 - This asked about the applicability of AIDA to strategic problems, detailed local problems and timing/sequencing problems.

Rating



Strategic 



0.6



Detailed local 


1.6

Question 7 - This asked to what extent it was thought that a better solution to the problem in hand had been, or would be, reached. with, the AIDA approach rather than a. conventional one.

The rating was +0.9. Only one authority gave it a negative rating.

Question 8 - This asked whether the AIDA approach required more or less time than a conventional one both for the problem in hand and in general. 
Rating




Current problem

- 0.4




In general


- 0.1

Question 9 -  This asked whether the AIDA approach had changed people's idea of how much survey work might be necessary for planning proposals.

The rating was + 0.1, but there was considerable variability between the different authorities' replies.
* 
Negative signs imply AIDA would require more time.

Question 10 - This asked whether the respondent would expect to be more, or less, confident as a result of using an AIDA approach.

The rating was + 1.6; there were no D or E (i.e. "less confident") replies.

Question 11 – This asked to what extent progress targets had been met for the projects in hand.

The rating was - 0.4.

Question 12 - This asked the extent to which projects had suffered from difficulties that were due to insufficient time, AIDA being inapplicable, too many interested parties or not enough IOR assistance.

Rating**



Insufficient time
..
..
0.2



AIDA inapplicable
..
..
1.0



Too many parties
..
..
1.0



Insufficient IOR help
..
1.1

Question 13 - This asked for relative priorities for future IOR work in this area to be given to running a similar programme with other participants, developing the methodology further and continuing with the existing problems in greater depth.

Priority rating



Similar programme
..
..
0.1



Develop methodology ..
..
1.5



Continue current projects

0.6

There were sharp differences of opinion with respect to running a similar programme; respondents nearly all fell into one of three equal groups A. C and E. Those who were less satisfied with progress towards targets (question 11) rated continuation with current projects significantly higher (1.8).

Question 14 - This asked whether it was considered useful for there to be IOR participation in the discussion of results with others in the authority.

The rating was + 0.7***
** 
The higher the rating, the less this difficulty was met. 
*** 
A positive rating is affirmative. 
APPENDIX II:
LIST OF PARTICIPANTS


The following organisations and individuals played an active part in the LOGIMP programme:


Greater London Council


Department of Planning and Transportation


D.C. Gill

Joint Directors: B.J. Collins. CBE FRICS PPTPI 



E. Osborn

         P.P.  Stott



 



Cheshire County Council


County Planning Department
B. Farnsworth

Director: J.F.H. Collins, Dip Arch, SP Dip, ARIBA, MTPI
R.S. Brackley

Hampshire County Council


County Planning Department
B.D. Stearn

County Planning Officer: A.D.G. Smart, MA, ARCS, MTPI     
P.T.Whitehead
F. Cubbage

Hertfordshire County Council


County Planning Department
J.W. Bailey

County Planning Officer: L.C. Kitching, MBE, M'TPI, MIMunE  
K.J. Fletcher


M.N. Grimshaw

Coventry City Council


City Treasurer's Department
J.M. Oatridge

City Treasurer: A. Morton, FCA, FIMTA, MICM


Department of Architecture and Planning
A. Gurney

City Architect & Planning Officer: T. Gregory CBE, FRIBA, FRICS, MTPI
Teesside County Borough Council


Department of Planning and Development
A. Wright

Director: B. Fairbank, OBE, 'N PI, CEng, AMBI
G. Eltringham

Borough Treasurer's Department
T. Newton

Borough Treasurer: J.B. Woodham, BSc, FIMTA


London Borough of Barking


Borough Engineer and Surveyor's Department
J. Dean

Borough Engineer, Surveyor and Planning Officer: 

M.E. Outterside, CEng, FIMunE, MIInstHE
,

London Borough of Havering


Planning Division
W. Furness

Chief Planning Officer:  F. Chadderton, BEM, MTPI
D. Vicary

St. Albans City Council


City Surveyor's Department
J. McKenna

City Engineer, Surveyor and Planning Officer:
R. Hurley

A.S. Moody, CEng, MICE, FIMunE, AMTPI
A. Mellors

City Treasurer's Department


City Treasurer: R.E.G. Pringle, FIMTA
S. Fisher

Fareham Urban District Council


Department of the Engineer and Surveyor
A.R. Short

Acting Engineer and Surveyor: C.N. Benoy, CEng, MICE, M1MIunE, AMTPI


…………………………………………………………………………………………


Birmingham University


Institute of Local Government Studies
P.A. Eddison

Director: Professor Henry Maddick
F. Wedgwood-
 
Oppenheim

Institute for Operational Research


(a Unit of the Tavistock Institute of Human Relations)

Director: John Stringer


London Office (56 Hallam Street, W1)
M.C.J. Elton


J.M.H. Hunter


D.E. Millen

Coventry Office (4 Copthall House, Station Square)
J.K. Friend


P. Hornby


Ms. G.M. Overton


A. Sutton


C.J.L. Yewlett
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