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Lecture 5: Stakeholders and wicked
problems from the perspective of the water
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ODbjective:

The participants will learn about:

A The relationship between stakeholders and wicked
problems.

A The governance approach as a key insight to
understanding the urban water policy issues from the

perspective of the water manager.
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V. Case study: Tijuana(MX)i San Diego(USA)

SU

"LTAI



Part |

Dealing with wicked problems
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What are Wicked
Problems?

According to Webber and Rittel (1973):

1. There is_no_definitive _formulation : The process of formulating the
problem and of conceliving a solution are identical.

2. They have no_stopping rule: the problem-solver d o e sknadvtwhen he
has done his job.

3.  Solutions are not true -or-false, but good -or-bad: judgments are likely
to differ widely to accord with their group or personal interests, their
special value-sets, and their ideological predilections.

4. There is no immediate and no ultimate test of a_solution : any
solution, after being implemented, will generate waves of consequences
over an extended period of time.

5.  Every solution to a wicked problem is afi o nshot o p e r a t theoen o
IS no opportunity to learn by trial-and-error, every attempt counts
significantly because the past decisions determine the future decisions.

SU

"LTAIN



What are Wicked
Problems?

10.

Do not have an enumerable (or an _exhaustively describable) set of

potential solutions : There are no criteria which enable one to prove that
all solutions have been identified and considered.

Every wicked problem is essentially unigue : There are no classes of
wicked problems in the sense that principles of solution can be
developed to fit all members of a class.

Every wicked problem can be considered to be a symptom _of
another problem : it can be considered the symptom of still another,
"higher level" problem.

The choice of explanation determines the nature of the problem's

resolution : the choice of explanation is arbitrary in the logical sense.
People choose those explanations which are most plausible to them.

The planner _has no right to be wrong : the aim is not to find the truth,
but to improve some characteristics of the world where people live.
valuations of his proposals are judged against an array of different and
contradicting scales.
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Stakeholders and Wicked Problems
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Who are Stakeholders?

According to Freeman and Reed (1983):

1.

Wide Definition: Any identifiable group of
Individual who can affect the
achievement of the organization
objectives or who is affected by them.

Narrow Definition: Any identifiable group

of Individual who can affect the
organization from a vital manner.
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Stakeholders and Policy Problem

Definition

People in poor
Neighborhoods:

Drinking Water
Access

Big Industrial
Companies:

City

Competitiveness

Experts on
Universities:

Climate Change

Big Farming
Companies:

Price of Food

Fresh
\WEIE
Scarcity

People in wealthy
Neighborhoods:

Recreational Use

Government
Opposition:

Failure of the
Water Authority

Government:

Supply sources
are depleting

Citizen
Organizations:

Big companies
are larger
consumers
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Stakeholders and Policy Solutions

People in poor
Neighborhoods:

Increase the water
network coverage

Big Industrial
Companies:

Increase the use
efficiency

Experts on
Universities:

Pro-Ecological use
of water

Big Farming
Companies:

Desalination

Fresh Water
Scarcity

People in wealthy
Neighborhoods:

Water Recycling

Government
Opposition:

Professionalize
Water Authority

Government:

Integrated approach
to water supply

Citizen
Organizations:

Technology to
reduce water
consumption

"LTAIN



Wicked Problems in the Water
Sector

A Water Urban vs Agricultural: global trend.

A Reducing water consumption reduces economic
growth and jobs.

A Maintaining the same water consumption affects the
environment.

A A state level measure avoids black markets in some
regions but creates incentives to non-compliance in
the future.
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How can we deal with Wicked
Problems

A Governance by Government
A Governance by Markets

A Governance by Networks
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Governance Modes
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What i1s Governance?

From the Greek, Governance Is:; to steer.

Regarding the water sector, Water
Governance Is more than governmental
action. It is about the Iinteractions between
political, administrative, economic and social
domains In order to steer water Issues
(Edelenbos, Bressers and Scholten, 2013).
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What is Governance by
Government?

I

Administrative

/ N

It is composed of a hierarchical rule-structured divided by jurisdictions
in which competencies are controlled with subordination of each office
to the respective higher one. The authority is based on law and the
control is applied by legal procedures (Weber,1978:956-1003).
SU
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Governance by Government

A Hierarchical Structure looks for efficiency.
A Maintenance of proper official records.

A Non-personality means that the official has to be free from
personal involvement, emotions and sentiments.

A Specialization and specific sphere of competence.
A The leadership is because the formal position of authority.

A Control by strict rules in order to get uniformity and coordination.
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Governance by Government

{ON CONS

Extreme focus on procedures loses

Uniformity because the following
of the rules

Responsibilities are clearly defined

Technical qualifications of the staff

The bureaucratic machinery could
easily replace every person

the focus on goals

Neglected the human factor:

cold environment

Limits to innovation

Difficulty to adaptation
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What is Governance by Markets?

Administrati
ve

Implies key incentives on price signals (Bakker, 2010:26) and competition
among private enterprises in which fragmentation of authority is essential
because the check and balances (Ostrom, 1974:20,55 and 74) are important
to achieve quality of service which is based on the empowerment of the

costumer (Osborne and Plastrik, 1998:39).
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Governance by Markets

A The competition of many enterprises achieve efficiency
throughout the invisible hand (supply and demand).

A The price is the instrument of allocation of public goods.
A Decentralization and delegation of authority.
A Poly-centric decision making.

A Property rights and incentives in the context of selfish and
opportunistic behavior.
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Governance by Markets

{ON CONS

Promotes innovation Exclusion of the poor
Effective influence on behavior Concentrated structure of the market

Productivity Difficulty to price all
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What is Governance by Networks

Administrative

fHorizontal interactions by which various public and private
actors at various levels of government coordinate their
iInterdependencies in order to realise public policies and 2»
deliver public services.o(Klijn and Koppenjan, 2012:594). E
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Governance by Networks

A The networks need trust.

A It is based on interactions between public-private-social
stakeholders.

A Inter organizational connective capacity to solving problem
and finding opportunities.

A Co-operation between different stakeholders to face
complex problems.

A Communication is the basis.
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Governance by Networks

{ON CONS

Learning and Innovation because The co-operation is based on will
of sharing knowledge

Adaptation to new situations There is no stability

Inclusion of many perspectives Getting results takes time
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Summary of the 3 modes of
Governance

e

Structure

Process

Basis

Behavior

Hierarchical-
Centralized
Official Records

Specialization

Non-Personality

Poly-Center
Decentralized

Price and
Incentives

Competition

Self Interest and
Opportunistic

Dynamic Adaptive

Contracts

and

Agreements

Communication

Trust
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When can we use each mode of
Governance ?

Hypothetical Government Market Networks
Situation

Powerful Using the law and Open new Partnerships for
stakeholders the power of the markets through legitimacy and
against the state internationalization support

policy
Non - Enforcement by Increase the Sharing the
compliance monitoring costs for non- responsibility with
from the users behaviors compliance local groups
The bureaucratic Competition Co-operation
Increase the routines produce  among different between different

quality of standarized organizations organizations z

service outputs

<
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A Big Challenge

How can urban managers deal with the
urban water policy In the context of
Awi clpedbl|l eantlsibst ak e hol
pushing for their own vision and

|l nt erestso?
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Case Study:
Tijuana (MX) T San Diego (USA)

Note: The following information is based on a preliminary internet-based
research. This case study is being used in ongoing PhD research and will be
further elaborated.
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Water Supply in the Transboundary Region
of Tijuana (Mexico) - San Diego (USA)

The two cities have:

=
A Similar geographical and hydrological conditions E
A Different governance structures and processes

A Different institutional frameworks. SUSJ-



Water Supply In the Transboundary Region
of Tijjuana (Mexico) - San Diego (USA)

Tijuana (Mexico) | San Diego (USA)

Population 1,670,365 inhabitants 1,368,061 inhabitants
GDP per capita $10,119 dollars $33,135 dollars
Urban percentage 99% 100%
Colorado River 90% 85%
dependency
Shared Transboundary 10% 90%
Waters Agreement
Agricultural Use of the 87% 80%

Water of Colorado River
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The same drought different re -
actions

U.S. Drought Monitor (reroamnaY 26, 2018 oo

Valid 7 a.m. EST

&

v

Dirought impact Tynas:

~* Delineates dominant impacts
S= Short-Termn, typically less than

6 months (e.g. agricultune, grasslands)
L= Long-Term, typically greatar than
B months (e.g. hydralogy, ecology)
Intensify

[ DO ABnormally Dry

D1 Moderate Drought

D2 Severe Drought

D3 Extreme Drought

D4 Exceptional Drought

Author:
Brad Rippey
U & Departmant of Agriculiure

The Drowught Monitar focuses on broad-
BCEkE CONGRIONS. LOC Sl CONGIRINGS M
vany: Ses accompanyiag et surmnan for
Forewast steternents.

http://droughtmonitor.unl.edu/

Monitor de Sequia en México A
Mayo 15, 2015
Liberado el 18 de mayo de 2015

Intensidad de la Sequia:
DO Anormalmente Seco
D1 Sequia - Moderada
] D2 Sequia - Severa
Il D3 Sequia - Extrema
Il D4 Sequia - Excepcional

Tipos de Impacto de la Sequia:

~’ Delimita impactos dominantes

S = Corto periodo. tipicamente <6 meses
(p- ej. agricultura, pastizales)

L = Largo periodo, tipicamente 6 meses
(p. ej. hidrologia. ecologia)

CONAGUA 2015




Governance Structure in Tijuana (MX)

DIRECCION
GENERAL

Unidad de Auditoria Unidad
Unidad de Relaciones Unidad de
ublicas Planeacion

Subdirec

Governance by Government

™ One water authority for a metropolitan
zone (two cities and 1.7 million

inhabitants)

-
=

Subdirec
de Atend
a Usuario

de Ag
y Saneamif

Governance by Markets

S fral Using outsourcing to provide water
red K B B3 =d  services. There is a proposal to privatize
completely the water management of the

Humanos de Servicios | de Servicios Il de Red matriz y Proyectos
Departamento Departamento Departamento
deecursos de o de o de s P i
Financieros de Servicios lll de Servicios IV G OV ern an C e by N etW 0 I’k S

e [l e W . o .
e [ it S e s Using Public Private Partnerships to

Depar(t’amento De%artzamento De%altzamenm Depar(tjamenw d I - f
Infonn!ética de S:rvit?:s Vil de Se:vi:i:: VIl Electronfecénica eve O p n ew Wate r I n raStru Ctu re
Sub. Rec. Aux. Departamento Departamento
de Rentas Adsc. de Grandes e Control
a CESPT Consumidores de Calidad
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Stakehol derso Processe

A Manager of City Water Authority : Tijuana is facing a
drought and it is necessary to ask the people to reduce
water consumption. However, the city has enough water for
at least 10 more years.

A Bet for water desalination : plans point to build the biggest
desalination plant In America with enough capacity to
provide water to Tijuana and even export to San Diego. The
strategy Is focused on Public Private Partnerships in which
private sector build the Iinfrastructure in exchange for
managing the plants for 20 or 30 years.

A Scholars : environmental damage for sea animals and
negative effects in economic activities related with the sea.
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Governance Challenges in Tijuana (MX)

A Itis necessary to develop organized watchdogs in the civil society
to balance the different stakes in water governance.

A The strategy is to increase the water offer, however, the water
officials do not put enough attention on residual water treatment,
reducing water consumption or to fix the water supply
infrastructure that spoils considerable amount of water.

A The desalination plant could have environmental damage and
possible negative effects in the local economy.

A Water in private management represents a serious challenge for
equity and for water as a human right. In Mexico, there is a culture
of governmental dependency in some issues, one of this is water.
Some of Tijuana citizens do not have enough income to pay water
bills but at the same time there is no culture of water care.
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Governance Structure in San Diego (USA)

Governance by Government

Central body of regulation:
Environmental Protection Agency

Governance by Markets

Poly-center organization with many
different kind of overlapping authorities
and utilization of private water

Water Utilittes in California may be

organized as one of six general types:

Cities City Government (482) Governance by Networks

County Districts County Water Authority (129) Stable interactions between federal, state,
council and city level. Stress in the
proximity to citizens/costumers

Special Districts Board elected by voters (537)

Public Utilities Private Corporations (138) z
Mutual Water Private organizations owned by —
Companies their customers (1200) <
Mobile Home Provide water service to their
Parks tenants (467) SU



