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(ABSTRACT)

The paradigm of sustainable development has moved center-stage in the development
community and strategies for achieving sustainable development are proliferating. However, the
capacity of institutions to support sustainable development in non-industrialized countries has not
been adequately addressed. There is a need to solve the sustainable development problem
conceptually by linking strategy content and implementation issues with processes of strategy
formulation internal to institutions. This study investigated the hypothesis that the dominant
“technocratic" approach to strategy formulation, in which development problems are treated as
technical, apolitical problems, creates strategies that probably will not implement sustainable

development as intended.

The World Bank's Strateqy for Achieving Sustainable Developmentin Developing Countries

(1992) was applied to the international tourism industry by twenty-five persons from industry,
academia, non-government organizations and consultancies to identify implementation issues and
problems that might be attributed to use of the technocratic approach. The study found that the
World Bank’s strategy probably will not implement sustainable developrﬁent as intended due to
fundamental conflicts in assumptions about how sustainable development can and should be

achieved.

The findings of this study support the argument made in the literature that a change in



approach to strategy formulation is required. The findings also suggest that the proposed
alternative to the technocratic approach may not be sufficient, because it is little more than a
modification of the latter approach and does not resolve the fundamental contradiction between

"induced" and "sustainable" development. A more fundamental shift in the values governing
development may be required to adapt the modus operandi of development institutions to
sustainable developmentand resolve the value conflicts that continue to diminish the possibility of
consensus and action. Although this study provides knowledge of a limited scope, its findings and
recommendations may guide an improved perception of the complex problem of identifying

requirements for sustainable development and adapting institutions accordingly.
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CHAPTER 1

INTRODUCTION

In 1975 Robert Heilbroner argued that, over the course of the next century, humanity
would be faced with a transformational problem that was indefinite in its boundaries but "as
unmistakable in its mighty dimensions as a vast storm visible on the horizon." This
transformation would entail reconstructing the material basis of civilization itself, a task he said
would probably overwhelm our slender capabilities for planned adjustment to the future.

Almost twenty years later, a new paradigm for transformation has entered the
mainstream development community. "Sustainable development" responds to the problerﬁs
Heilbroner predicted would accelerate, which include rising consumption, population growth,
deepening poverty, damaging technologies and environmental degradation. This crisis is a
failure of vision, where an increasing percentage of people are unable to see the ecological and
social context of their own actions, while a decreasing percentage of people are observing and
respondingto ecological and social change. '

Sustainable development transforms the material basis of civilization through economic
development which enhances rather than bankrupts the natural, social and cultural resources of
current and future generations. Beyond tackling immediate problems such as water and air
poilution, sustainable development invests capital, intelligence, goodwill and labor to create a
productive and secure society that satisfies all sorts of profound needs (physiological, social,
psychological) of the human organism. At a broader level, sustainable development prevents
the capitalist system from damaging its own foundations, and enhances its problem-solving
capacities.

Whether or not sustainable development becomes an organizing principle for society
depends on how the race between our power to damage and our power to achieve balance with
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the environment is won (Harrison 1993). Timing is critical because our power to damage is
gradually eroding our capacity to turn around and achieve balance with the environment.
Waiting until the "point of absurdity" (Dubos 1979) before turning around to take a different
direction worked for previous attempts, struggles and adaptations throughout human history, but
may not be effective in achieving sustainable development. The "Hamlet syndrome" -- the
historical tendency to act only when circumstances force our hand -- must be broken if
meaningful transformation is to take place (Harrison 1993).

To this end, non-government organizations (NGO's) initiated a campaign in 1983 to
force multilateral development banks (MDB's) such as the World Bank to respond to
accelerating development problems with sustainable development strategies. These strategiés
have emerged, but the partnerships of ideas and people needed for their implementation are
fragile at best and efforts to work together often disintegrate (Hiller 1993). The problem is not

lack of knowledge of how to design sustainable systems. As Mollison (1990:506) argues:

"We know how to solve every food, clean energy, and sensible shelter problem in every
climate; we have already invented and tested every necessary technique and technical

device, and have access to all the biological material that we could ever use."

The most critical challenges are political and social in nature -- they arise from
conflicting priorities, identities and perceptions at all development levels, which create dynamic,
ill-structured development problems. As a result of these conflicts, the issue of sustainable
development — how it can be defined, what it means, and how it should be operationalized -- is
a topic of heated discussion among both researchers and practitioners.

An emerging school of thought in the development literature argues that the problem of
implementing sustainable development stems in part from an internal, institutional contradiction

3



(Rich 1990; Cernea 1991). That is, development institutions addressed their critics with the new
generation of "sustainable" strategies, but continue to formulate and implement them with the
inherited, "technocratic” approach. The problem is that the technocratic approach has helpe;i
create the very problems the new generation of sustainable development strategies attempts to
solve. The implications are that the internal operating methods of development institutions may
be undermining their ability to support sustainable development.

In the technocratic approach, technical experts attempt to engineer entire so‘cial
systems, after having specified the "one best way" of planning development interventions. The
assumption is that, by imposing order, these interventions will create the conditions for their own
success. This approach carried out the mission of development institutions created in the firét
decade after World War Il, which was to make former colonies economically as well as politically
independent (Esman 1991). Michael Cernea, a senior adviser in social policy and sociology with
the World Bank’s agriculture and rural development department, argues that this approach has
led to repeated failures in development planning, because development programs adopt an
apolitical stance which fails to recognize the centrality of people in development or to see
development as part of a larger social process. Development experts tend to be involved only
with things that can be analyzed precisely, which, as Economist Kenneth Boulding has warned,
usually means eliminating the most important problems.

Technical plans may result in an initial spurt of success. However, the risk of social
imbalance inherent in induced development is amplified when plans are made and resources
injected without regard for those expected to implement development policies (Cernea 1991:11).
Also, by giving primacy to single programs in single organizations, the technocratic approach is
unable to tap the creative initiatives that are present throughout society in multiorganizational
networks. The development legacy has shown that it is impossible to grapple with real problems
when things are looked at for themselves alone, and not in terms of the relationships they form

4



with everything else (Dubos and Escande 1979).
Probably because of its high-profile, the World Bank has, rightly or wrongly, been
singled out as a prime example of how the technocratic approach affects the ability of

institutions to deal with sustainable development. According to Rich (1990:306):

".the Bank has become an arena where the political, practical, and theoretical
difficulties of reconciling economic development with ecological sustainability are most
glaring. The Bank continues to stress its commitment to the environment, but deep
institutional and political contradictions prevent it from implementing reform in any
meaningful way. Unless these contradictions are resolved, they will continue to inhibit

real environmental change."

In addition to the technocratic approach, these contradictions include lack of internal
coordination; overruling of environmental considerations; career pressures (to move more
money more quickly); a lending policy that heightens pressures to exploit resources in an
unsustainable fashion; lack of accountability to civil society in borrower and donor countries;
and, lack of transparency in the planning process (Rich 1990). This study focuses specifically
on the technocratic approach, which directly shapes the content of the World Bank’s
development strategy.

The example of the World Bank's (1992) Strategy for Achieving Sustainable Development
in Developing Countries shows little sign that the institutional contradiction discussed above has
been resolved. This strategy was formulated as part of an overall effort to provide direction to
governments in the development of their private sectors. Although the strategy recognizes the
need to improve knowledge and make the development planning process more transparent, it
was not developed with specific industries in mind, has not been tested directly in industry, and
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shows no signs of being tested in industry (according to the World Bank’s 1992 Annual Report,
only 5 of the 222 projects approved by the World Bank in 1992 directly concerned industry).
There is little evidence to suggest that the World Bank's strategy can be implemented
successfully in industries which have the potential for promoting sustainable development in
non-industrlialized countries. This is important because industries such as sustainable tourism
are the engine of sustainable development, but also need support because their economics are
not robust (Younger 1994).

The technocratic approach is not confined to development institutions, but appears to
prevail at the sectoral level of policymaking. Tourism policy, for example, has traditionally been
developed in a vacuum. Although this problem has been recognized, continued use of the
technocratic approach has meant that solutions to the problem tend to be unrealistic. The
Hague Declaration of Tourism (1989) declared that tourism urgently needs to become part of a
broader policy framework. However, the proposed solution, that public authorities at all levels in
all countries take an active role in creating conditions for tourism development through the
provision of infrastructure, finance, marketing, etc, is not consistent with the realities of
development today. Particularly in developing countries, governments do not have the capacity
nor the resources to undertake this task, even though they are ultimately responsible (Berger
1986). Since the 1970’s development scholars have been much more skeptical about the utility
of the centralized state as the main motor of developmental change (Esman 1991).

After a long ideological battle in the development literature, in which primacy was given
either to “the market," “the state," or "development from below," a consensus is emerging that, if
development is to be sustainable, strategies cannot be developed in a vacuum. They must be
pluralistic in nature, based on the essential interdependence of governments, markets, and
voluntary action (Esman 1991). Institution-building must focus more on the complex and
demanding processes of shaping and maintaining multi-organizational networks (lbid). If
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sustainable development strategies are to be implemented, they need to work with the significant
actors and institutions diffused throughout society, including industries which have the potential
for sustainable growth. And for these industries to succeed as vehicles for sustainable
development on a large scale, they need to work within broader strategies for achieving
sustainable development.

It is already understood by specialists inside and outside the World Barik that the
technocratic approach has created repeated failures in development planning (Cernea 1991).
Research is now required to determine how the policies and intemal operating methods of
development institutions affect their ability to support sustainable development. This research
has been lacking because most of the attention has been given to assessing problems of life on
Earth and developing plans of action to solve them. Given the current difficulty in reaching
consensus on sustainable development, it appears important and timely to turn to the question
of how prepared institutions are to support sustainable development.

This study explored how the conventional, technocratic approach to development
strategy formulation inhibits the efforts of development institutions to implement sustaina'ble
development. This was attempted by applying the World Bank’s Strategy for Achieving
Sustainable Development in Developing Countries (the product of its 1992 World Development
Report) to the tourism industry (although the findings were not limited to this industry). Twenty-
five persons with direct experience and/or knowledge of tourism and development (from
industry, non-government organizations, consultancies and universities) reviewed a videotape
explaining the World Bank's Strategy. They explored, in in-depth interviews, the potentials,
obstacles and issues relating to tourism’s role in implementing the World Bank’s strategy. Using
a problem-structuring procedure from the field of social policy analysis, their responses were
analyzed to identify implementation problems and issues that might be attributed to use of the

technocratic approach.



1.2 Purpose

The purpose of a dissertation is to be useful in three broad ways. First, it must
contribute to knowledge. Second, the relevant policy arenas should find usefulness and
meaning in the study. Third, the study should be useful for practitioners (Marshall & Rossman

1989:31). This study will meet these criteria by:

1. Helping to solve the sustainable development problem conceptually, by investigating the
relationship between development strategy formulation, content and implementation.

2. Improving our understanding of barriers to the implementation of sustainable
development in non-industrialized countries and how institutions may adapt to a
changing development environment.

3. Providing a framework for guiding future research on the relationship between
institutions and their environment.

4. Providing data that may be useful in future studies on sustainable tourism, the policy

issues that surround it, and its role in the development of a given country.
1.3 Research problem

The future of sustainable development as an organizing principle is threatened by a
strategy implementation crisis, originating in part from a mismatch between the nature of
development problems and the approaches used to understand and formulate solutions

to them.



1.4 Guiding hypothesis

The technocratic approach to sustainable development strategy formulation creates

development strategy content that probably cannot be implemented as intended.
1.5 Guiding research question

What implementation problems and issues are anticipated for the World Bank’s strategy

that might be attributed to use of the technocratic approach to development planning?
1.6 Overview of Chapters

The objective of Chapter 2 (Literature Review) is to make the case that the World Bank's
strategy cannot be implemented as intended because the World Bank’s modus operandi is not
equipped to support sustainable development. This Chapter starts by building the conceptual
link between technocratic strategy formulation, strategy content, and strategy implementation--
showing how use of the technocratic approach has contributed to unsustainable development.
The proposed "people-centered” alternative to the technocratic approach (Cernea 1991) is
introduced and Section 1 concludes with the argument that formulation issues have been
overshadowed by the emergence of sustainable development and the promise of a
comprehensive solution. In Section 2 the World Bank's strategy is introduced to show how this
institution adapted to pressure for sustainable development from non-government organizations.
After exploring the theoretical usefuiness of broad sustainable development strategies (like the
World Bank's strategy) for industries like tourism, Chapter 2 concludes by identifying major
institutional contradictions (including use of the technocratic approach) that will probably inhibit
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the ability of the World Bank to support sustainable development with its strategy.

Chapter 3 (Methodology) articulates how the World Bank’s sustainable development
strategy was applied to the tourism industry to identify implementation issues that might be
attributed to use of the technocratic approach. Chapter 4 (Results) describes the results that
emerged from three stages of data analysis. Chapter 5 (Discussion) provides an overview of
significant findings, discusses major limitations and delimitations of the study, considers the
findings in light of existing theory, methodology and professional practice, and makes

recommendations for future research.

1.7 Definition of Terms

Capital Productive wealth; resources one can use to generate income or additional

resources (Vogt 1993:29).

Construct Something that exists theoretically but is not directly observable (Vogt 1993:44).
Content Any of several research techniques used to describe and systematically analyze
Analysis the content of written, spoken, or pictorial communication (Vogt 1993:45).

Development ‘".connotes steady progress toward improvement in the human condition;
reduction and eventual elimination of poverty, ignorance, and disease; and

expansion of well-being and opportunity for all (Esman 1991:5).

Development Development economics is concerned "..with the economic, cultural, and
Economics political requirements for affecting rapid structural and institutional

10



Ecotourism

Hypothesis

Incentive

Methodology

Paradigm

Policy

transformations of entire societies in a manner that will most efficiently bring§
the fruits of economic progress to the broadest segments of their populations"

(Todaro 1989:8).

Responsible travel that conserves natural environments and sustains the well-

being of local people (Ecotourism Society 1993).

A statement (or conjecture about) the relationships among the variables that a

researcher intends to study (Vogt 1993:108).

Something that rouses or encourages a person to some action or effort.

The study of research methods, from general problems bordering on
epistemology to specific comparisons of the details of various techniques (Vogt

1993:139).

A scientific discipline’s general orientation or way of seeing its subject matter

(Vogt 1993:164).

Policy analysts are specialists or experts working inside and outside of the
political arena (Kingdon 1984).

"Policy analysis refers to the process of computation and arranging of data to
help political executives respond to the many demands of assorted interests in a
specific political context over a relatively short period of time" (House & Shull
1991:3).

11



"Policy analysis is a dynamic, multilevel process in which different methods
perform distinctly different functions. Because methods appropriate at one level
are inappropriate at the next level, questions of appropriateness cannot be
satisfactorily answered without first considering the level of the problem to which

a method is applied" (Dunn 1988:726).

Positivism A term introduced by Augustus Comte to refer to the empirical study of
phenomena, especially human phenomena. Most commonly and loosely today,
positivism refers to a belief, held by some people, that one can study
scientifically and/or quantitatively things that other people believe cannot be
studied in this way, such as religion, emotions, ideas, art, and morality (Vogt

1993:175).

Property right A legal right or interest in or against specific property (Webster’s Dictionary).

Regulation An authoritative rule dealing with details or procedure (Webster's Dictionary).

Social Any of several areas of study that focus on human interaction and culture
Sciences including sociology, economics, psychology, anthropology, political science,

history, and some aspects of geography (Vogt 1993:214).

Strategic Strateqy formulation is the set of decisions that determine the organization’s

Management mission and establishes its objectives, strategies and policies.

Process Strategy implementation refers to the decisions that are made to install new
strategy or reinforce existing strategy.

12



Subsidy

Sustainable

Development

Sustainable

Tourism

Development

Tourism

Strategy evaluation and control are the activities and decisions that keep the

process on track (Stahl and Grigsby 1992).

A grant of money paid to an industry or other cause needing help, or to keep
down the price at which commodities etc are sold to the public (Websters

Dictionary).

Economic development which enhances rather than bankrupts the ecological,

social and cultural resources of current and future generations.

The conscious design and maintenance of a tourism system which helps protect
the diversity, stability, and resilience of natural ecosystems and helps provide
food, energy, shelter, and other material and non-material needs in a sustainable

way (Jackson 1994).

A statement or group of statements about how some part of the world works--
frequently explaining relations among phenomena (Vogt 1993:232). Kurt Lewin's
phrase 'There is nothing so practical as a good theory" captures the belief of

most researchers (Ibid).

Travel for any purpose (for example business travel, pleasure travel, research,

education, religion, diplomatic affairs etc) between 1 day and 1 year in duration.
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LITERATURE REVIEW
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CHAPTER 2

LITERATURE REVIEW

Objectives

The objectives of Chapter 2 are:

To describe the emergence of "development" and the impact that the technocratic
approach has had on implementation of development strategy in the past.

To describe the proposed "people-centered" alternative to the technocratic approaéh
(Cernea 1991).

To describe the emergence of sustainable development (specifically, the World Bank’s
strategy) as a response to development problems.

To explore the theoretical need for broad, sustainable development strategies in the
sustainable development of industry.

To identify the institutional contradictions which may obstruct the successful
implementation of the World Bank’s strategy.

To summarize the research problem.

These objectives are met in four corresponding Sections, as follows:

Section 1 describes how the concept of development emerged to transform developing

countries into developed countries, and how development strategy formulation methods evolved

to perform this task. The discussion then turns to the content and implementation of

development strategy, from its inception in the post-war era to the present day, and summarizes
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the major economic, social and environmental implications of the development record. The
theoretical link between strategy formulation, content and implementation is then made with a
review of research on the impact that the technocratic approach has had on the content and
implementation of development strategy. This argument is illustrated with a theoretical model of
tourism development planning, developed by this researcher from the tourism development
literature.

A review of the policy and development planning literature then explains why a change
in approach to strategy formulation is thought to be required, and outlines the major
characteristics of one intepretation of this "people-centered" approach (Cernea 1991). Section 1
concludes with the observation that, although a change in strategy formulation is thought to be
critical to the implementation of sustainable development strategies, in practice this issue has
been overlooked as attention has focused on sustainable development and the promise of a
comprehensive solution to today'’s crises.

Section 2 introduces and defines sustainable development, describes the World Bank's

(1992) Strateqy for Achieving Sustainable Development in Developing Countries and explores the

need for broad, sustainable strategies to guide the sustainable development of industry. The
emerging "ecotourism” sector is used as a case study to illustrate the potential usefulness of a
broad strategy for achieving sustainable development. Section 3 draws from the literature to
identify factors internal to the World Bank that may inhibit its ability to support sustainable
development as is intended by its 1992 Strategy. Section 4 summarizes the research problem

and restates the research question to which Chapter 3 responds.
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SECTION 1: DEVELOPMENT

The objective of Section 1 is to describe the emergence of "development® and the
impact that the technocratic approach has had on implementation of development strategy in

the past.
1.1 Introduction

The current environmental crisis is the third in a series of major crises in human history.
Sustainable development is the revolution responding to this crisis. Like the agricultural and
industrial revolutions that preceded it, the sustainable development revolution responds to rising
population, rising consumption, and damaging technologies.

The agricultural revolution took place after about 300,000 years of hunting and gathering
and was a response to a severe shortage of wild food resources due to population pressures.
Starting around 8,000 years BC, and continuiing for 10,000 years, forests were cleared.for
farming, construction and industry. Economic growth, coupled with a period of global warming
(which improved crop yields) led to higher wages and a rapid rise in population because people
married younger and had more children. Population pressure created a second major resource
shortage (this time of wood) and a huge potential market for consumer goods (Burke 1991).

The second, industrial revolution (England, circa 1750) solved the wood shortage
problem by switching from wood to coal. Among other things, the steam engine, Edison’s light
bulb and mass production of interchangeable parts (including military hardware) allowed
industrialists to exploit latent demand and secure access to raw materials. According to Ekins
(1993), the power of productive capital was legitimized by a period of social turmoil in which
Church and aristocracy were under pressure, by the scientific world view of Newton and
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Descartes, and by Adam Smith, who saw these wealth creators as the new saviors of society

(although he also said in The Theory of Moral Sentiments that individual conscience needed to

be embedded in a system of justice to restrain the excesses of self-interest). Industrial
capitalism generated the greatest productive power in human history (Berger 1986). By the
1850s scholars such as George P. Marsh (the founder of conservation) realized that man could
work huge changes on earth without divine intervention.

Industrialization kept pace because when coal became scarce, the West colonized
developing countries. This was made possible with transportation systems, telegraph, Western
management and military garrisons. This arrangement secured an unlimited supply of mineral
resources and created profitable markets for tea, coffee, rubber, palm oil and other commodities
in the West (Burke 1991). Production and consumption in industrialized countries accelerated
and resources seemed unlimited. However, these changes had only benefitted developed
countries. Though many non-industrialized countries eventually became politically independent,
they were still dependent on single-product exports and the fortunes of Western markets (Ibid).
For these countries, reality failed to catch up with the image of the capitalist horn of plenty
(Berger 1986). The concept of "development” emerged to help bridge the economic gap. A

brief history of developmentis provided below.

1.2 Development

Development was regarded as the modernization, industrialization and growth in gross
national product of developing countries through public investment and comprehensive national
planning (major dimensions of development are shown in Table 1). In the late 1940’'s and early
1950’s multilateral institutions emerged, such as the World Bank, the International Monetary
Fund, the World Health Organization and others. The conventional wisdom called for
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