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1. Introduction

Backcasting is a futures studies methodology; a field of research aimed at developing and assessing images of the future
[1]. These can be trend-based, as in the case of prognoses, explorative, as when companies use scenario planning to outline
strategies for their future enterprise, or normative, as when developing images of the future around one or more specific
targets [2]. Backcasting is a normative scenario approach which can be characterised on basis of two central elements: the
development of images of desirable futures, and the elaboration of pathways of transition connecting these futures to the
present [3]. As such, backcasting has been recognized as a fruitful approach to explore how a certain target could be met when

contemporary structures block the changes sought [2,4].
One of the main benefits of using a backcasting approach is that it stimulates the scenario developers to deliberate from

existing structures. Through a focus on the desired future state, rather than the problematic present, part of the socio-
technical path-dependency delimiting cognition can be evaded. This is also one of the reasons for why backcasting scenarios
typically are situated at least a couple of decades ahead, in this way facilitating the illustration of also major societal changes
even when these are not supported by contemporary trends.

However, few backcasting studies can be found which includes actors or a dimension of governance; neither in terms of
institutional structure nor in terms of process [5]. This paper aims at providing some proposals on how actors and
governance could be included as objects of study in backcasting studies. Not only could this contribute to socio-technically
more comprehensive scenarios, such an approach could also be used to open up contemporary practices of governance and
policy-making for discussions on alternative modes.

As presented here the ‘add actors’ approaches are to be seen as tentative and aimed at providing some theoretical
foundation and methodological considerations for such an endeavour. It should also be noted that the approaches presented
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here does not comprise guidance on how to develop a scenario but are to be used as a complement to already existing
approaches to create such.

This paper is organized in five sections. Backcasting is presented more in depth in Section 2. Section 3 gives a brief account
on governance. Section 4 comprises the main body of the paper and suggests four different but interrelated ways of adding
actors and governance to backcasting studies, exemplified through a scenario study in progress. In Section 5 the paper is
ended with a concluding discussion and an outlook for future research.

2. Backcasting

Since first developed in the 1970s backcasting has been used for different purposes, giving rise to a variety of
interpretations and practices of the concept. One first distinction to make is between result-orientated backcasting studies,
i.e. for which the resulting scenario constitutes the main aim, and participation-orientated backcasting, when the procedural
benefits of scenario development are in focus and prioritized over methodological stringency [6,7]. In participation-
orientated backcasting, involvement of stakeholders or other participants is a must, but also result-orientated backcasting
has increasingly been conducted through participatory approaches [8]. However, participation does not necessarily mean
that the participants get (or are forced) to inscribe themselves or others as explicit actors in the scenario per se. Therefore the
inclusion of actors in the scenario making process must not to be confused with the presence (or absence) of actors in the
resulting scenarios. Moreover, the actors in a scenario need not be the same as the actors of today.

The result-orientated backcasting can be further divided into target-orientated backcasting, in which the importance of
developing images of the future as target-fulfilling is emphasised, and pathway-orientated backcasting, in which the target is
seen as less important than developing pathways of transition. There is also action-orientated backcasting which can be seen
as standing in between the result-orientated and the participation-orientated approaches. In action-orientated backcasting
the scenario study is aimed at being used for developing some kind of action plan, typically for a pre-determined set of
stakeholders. Indeed, one and the same backcasting study can comprise more than one or all of these approaches and thus
these are not to be seen as mutually excluding.

2.1. Actors and governance in backcasting studies

While target-orientated backcasting can be said to focus on what could change, pathway-orientated backcasting puts
more emphasis on exploring how the changes could take place. However, all intended change depends on not only what and
how to change, but also change by whom. But a recent overview shows that the question of who could change has up to now
rarely been included in backcasting studies [5].

Depending on the aim of the study this can be a feasible approach; for instance when addressing energy efficiency
potentials from a strictly technical point of view. But as soon as the perspective is widened to include also potentials, the
realization of which is conditioned on e.g. the ‘behaviour’ of users or system managers, or policy measures, or potentials that
are dependent on other changes, the question of actors and agency steps in: Who should change their (or whose) behaviour?
Who should develop and implement the policy? Who are responsible for the other changes needed? The need for addressing
actors becomes even more evident if the aim is to use the scenario studies for any kind of real dissemination–e.g. for policy
recommendations or the development of an action plan. If the issue of actors and governance is not explicitly included in the
scenario, these dimensions become present in the scenario only in implicit terms. This typically also means that these are
retained according to the status quo. This paper argues that through including actors and governance as objects of study in
backcasting studies, these can be made explicit and also examined in a more open-minded and explorative way. Including
actors and governance in the backcasting study also holds the potential of making the scenarios more socio-technically
consistent and comprehensive (internal consistency) but also encourages evaluating the scenario’s feasibility in different
governance or policy contexts (external consistency).

3. Governance

Governance is an ambiguous concept which will not be elaborated in any depth here. To some scholars governance is but
a synonym to government or steering and is used to point out that there is a diversity of ways through which societal steering
can be done [9]. To others governance is interpreted as a specific type of steering, typically implying that there has been or
should be transference of steering power to non-state actors [10–12]. In either case governance can be understood as
comprising both structure and process. Governance as structure concerns which actors are included and how these are
organised, e.g. if the steering is done through hierarchical or horizontal organisations. This also includes how actors are
related; in one sense this is implied by the organisational structure and could be seen as a matter of course - without
relations there would not be any governance at all. But it is also important to remember that a relation can mean many things
and that – even in horizontal models of governance – not all actors are equals in terms of power. As a process, governance can
be understood as ‘‘the attempt to achieve a desired outcome’’ [12] including agenda setting, policy-making, implementation
and follow up. In this paper governance is used in a deliberatively wide sense meaning the steering and management of the

production of public purpose.
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4. Four approaches to add actors

In this paper four approaches to ‘add actors’ are presented and discussed. These are by no means aimed at comprising a
comprehensive or final account of possible approaches, but are rather to be seen as a first attempt to begin exploring this field
of inquiry. The four approaches are briefly introduced below, as is the scenario study through which this methodological
development has been undertaken and tested. Each approach is then further described and discussed in separate
subsections.

� In the stakeholder analysis approach the identification of actors stands in focus and is used as starting-point for exploring
the governance in the scenario. This is presented in Section 4.2.

� The social network approach highlights and emphasises the relational aspects of governance. This is presented in Section
4.3.

The stakeholder analysis and social network approach can be seen as bottom-up approaches; taken together actors, relations and
processes constitute different models of policy-making and governance. But these can also be explored the other way around, i.e.
through starting with a policy-making or governance model and top-down letting these decide which actors, relations, and
processes to include in the scenario.

� In the governance model approach, presented in Section 4.4, the representation of actors and governance in the scenario is
outlined according to a model of governance.

� In the policy and change approach the procedure is the same but instead takes its starting point in an understanding of how
policy and change making processes work. This is presented in Section 4.5.

Indeed, as will be shown, more than one approach can be used in one and the same scenario study, sequentially or iteratively.
Moreover, each of these approaches can be used to explore actors and governance from either a theoretical perspective
(i.e. testing the consistency of the scenario and its context in terms of a certain model of governance, or as a comparative study
explore different governance models), an instrumental perspective (based on theory and/or experience; which actors and
governance are needed to make change happen?) or a normative perspective (based on a normative starting-point; which kind
of actors and governance should be included?) As pointed out by Reed and colleagues [13] these perspectives are often merged
so as to underpin an opinion with arguments of all types; theoretical, instrumental and normative.

4.1. A scenario study of green mobility in Bromma, Stockholm, Sweden serves as example

The add actors-methodology reported on here is part of a meta-methodology developed to explore urban sustainable
development through creating a series of socio-technical goal-based scenarios. To exemplify how the different approaches to
adding actors in backcasting scenarios could be used, one of these scenario studies, focusing green mobility in the Stockholm
City District Bromma, will be used. The scenario study is briefly introduced in the following;

Bromma is a wealthy city district and a suburb of Stockholm, with an urban morphology of low density, and a high share
of privately owned apartments and villas. The multi-family buildings are primarily of a smaller scale, except for in the new
development area Annedal in which a more city-like urban morphology is being built. Most of the city district is within
20-min by bike to Stockholm City. Due to the low density of Bromma, public transportation and local service are not always
easily accessible through other modes of transport than by car [14,15]. The use of private cars is further strengtened by socio-
demographical facts such as income [16,17]. To explore how this city district could become less dependent on private cars a
focus group of mobility experts was asked to elaborate on a future formulated as:

‘‘Imagine you are being in 2030 and that private mobility practices in Bromma have changed so as to provide the same
services but with a minimum of energy-use? What changes have happened, and how and by whom were they brought
about?’’

The findings were complemented with literature studies and synthesized into a number of scenario elements, each
focusing on a certain set of changes. In Fig. 1 one of these elements, ‘Planning for Green Mobility’ is described briefly. This will
provide basis for exemplifying the different approaches to add actors presented in this paper.

For more detailed information of the scenario and the meta-methodology for developing this see the full report [18].
[(Fig._1)TD$FIG]

Planning for Green Mobility  

A major urban development project in Bromma is proclaimed as car-free. The new inhabitants 
provide an especially good opportunity for marke�ng more sustainable transport alterna�ves before 
travel habits have been se�led. Part of Bromma gets denser but to a large extent the suburban 
‘garden city’ character is kept, to provide also this sort of living close to the city core. 

Fig. 1. The scenario element ‘‘Planning for Green Mobility’’.

Adapted from the research report [18].
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4.2. The stakeholder analysis approach

Identifying actors to include in the scenario can be made either during the process of scenario development, or
afterwards. There are good arguments for the former; through an iterative identification of objects (What) and actors (Who)
of change, the scenario can gain in socio-technical consistency. Furthermore such an approach is fruitful for identifying also
social objects of change, such as social innovations and business models. Still an iterative approach will not always be
possible. It is also true that even when the actors are identified from start, a subsequent analysis can be useful to evaluate the
‘findings’ in terms of e.g. representativity or formative power.

To identify actors to include in the scenario there are a variety of methods used for stakeholder analysis. An extensive
overview and categorization of these has been done by Reed and collueges [13]. These methods can also be used to identify
stakeholders or other participants to include in the process of scenario development. Indeed these can be combined so that
the identification of actors in the scenario is done participatorily. A participatory approach holds potential benefits of e.g. an
increased stakeholder buy-in but could also be problematic. One problem which might occur in such an undertaking is
participants being reluctant to point themselves out as responsible stakeholders [19]. However, there are also similar studies
from which this kind of phenomenon has not been reported [20].

Before starting off a stakeholder analysis it is important to be clear about on how a stakeholder is to be defined in the
scenario study. One common way to define a stakeholder is as any person or organization that can influence, or is influenced
by, the situation at hand [13]. If using the aforementioned what-who analysis, all actors identified will be stakeholders in the
scenario. With such a definition as starting point the question arises whether all stakes (i.e. objects of change) in the scenario
should be included, and all the holders (i.e. agents of change) of these stakes? Even though such an all-inclusive exercise
might be doable, it may not be worthwhile. It is possible to delimit both the stakes and the stakeholders included. One way of
doing this in a structured way is through a stakeholder categorization. This is commonly based on aspects of influence and
attitude, i.e. whether the stakeholders are affecting, affecting and affected, or affected, or whether they are supportive,
neutral or unsupportive [13]. Stakeholder grouping can also be done based on which role the stakeholder plays in the scenario
(e.g. contractor, politician, or end-user) and on when in the process they are most active (e.g. the planning phase, the
implementation phase, or the end-use-phase) [21].

4.3. Stakeholder analysis approach - examples from the Bromma study

In the scenario study of Bromma the actors of the scenario were identified iteratively with the objects of change through a
‘‘what-who’’ iteration. Following this, the set of stakeholders to include in the governance network was to a large extent
already identified beforehand. In this way the scenario elements could then be further concretized through pointing out the
objects and actors of change resulting from the iterative what-who-approach (Fig. 2).

4.3.1. What-who table

4.3.2. Actor matrix

Here the framework for stakeholder analysis developed in William & Dair’s study on brownfield developments in England
[22] has been used and adapted. This framework distinguishes between five different groups of stakeholders based on when
in the development process each group is most active, and which kind of influence it can exercise (see Fig. 3).

[(Fig._2)TD$FIG]

Planning for Green Mobility: What-who table

Object (What) Actors (Who)

Bus stops, tracks, bus lane, park & ride City, SL, 

Transport habits –
Households 

sredivorp ecivreS ,droldnaL ,ytiC ecivres lacoL

Fig. 2. Result from the what-who analysis of scenario element ‘‘Planning for Green Mobility’’ presented in terms of objects and actors of change. Some of the

actors are ‘real’ in the sense of being already existing and seen as having the same agency in the scenario as today. Other actors, such as the GoSthlm

organisation are invented through the scenario study and can be seen as a social (institutional) innovation.

Adapted from [18].
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This way of differentiating between actors according to active phases also renders it possible to display the scenario as
process, in this case an urban development.

4.4. The social network approach

As all human interaction and co-operation, also governance depends on the existence, or creation, and maintenance of
well-functioning social networks. Drawing on governance theory [11,23,24] and social network analysis [25] it is argued that
it is the relations as much as the separate actors that make governance functioning. Social network analysis (SNA) makes a
point in emphasising that it is not only what flows in a network, but also the structure of the network that matters for the
network’s functionality [25]. The structure of a governance network can basically be described as how the network’s
inherent actors are connected to one another. This influence e.g. how easily flows are disseminated through the network and
thus the network’s resilience in case of stakeholder drop-outs or conflicts etc. It can also provide information on how open
and inclusive the network is [26]. The relations (or ties) of a governance network are dynamic and can be negotiated,
contested, formalized, implemented, dissolved, and also change over time. Further, relations can tell stories about coalitions
and conflicts. Elaborating the relations in a governance network can thus also be used as one first step into turning the snap-
shot-scenario into more of a process-scenario.

Borgotti and colleagues [27] divide ties into four main categories, the first being similarities comprising e.g. location,
membership in clubs, or being of the same age and gender. The second category concerns social relations such as kinship and
other roles, as well as affective ties (e.g. likes, distrusts) and cognitive ties (e.g. knows about, sees as helpful). In the third
category is found interactions (e.g. talked to, had sex with) and the fourth category comprises flows of different kinds (e.g.
resources, knowledge, beliefs, personnel). Not all of these types of ties might be of immediate interest for the sake of
developing a governance network. However, the power of informal ties such as membership in the same club or being of the
same age and gender should not be underestimated. Moreover, adding informal ties to a governance network can render the
scenario narrative a bit more of zest.

4.5. Social network approach - example from the Bromma study

One way to use the social network approach is to explore and describe formative moments or other phases of special
interest in the pathway through snap-shot visualisations of the governance network showing which actors, in which
constellations, and with which types of ties, are active at that time. In the scenario study of Bromma the snap-shots were
created through using the SNA-tools Ucinet 6 and Netdraw [28]. Depending on the layout of the network, different

[(Fig._3)TD$FIG]

Planning for Green Mobility: Stakeholder matrix 

Tim
e 

Planning phase 

Direct and formal power to 
influence 

No direct formal power to 
influence 

company 

End-use phase 
(Using and managing the objects of change, or reluctance to them) 

End-users and managers, 
direct and indirect influence 

Residents, landlords, real estate managers, visitors, service providers, car 

Fig. 3. This stakeholder matrix shows the most active stakeholders for each phase of the unfolding of the scenario element in the Bromma scenario and their

role in the dynamic governance network.

Adapted from [18] and [22].
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characteristics are highlighted. In this example the ‘‘Circle’’ layout has been used. This layout is commonly used to visualize
which nodes are most highly connected in the network [29] (see Fig. 4).

In the Bromma study the social network approach has been used mainly as a tool for visualization. However, also its
analytical qualities can be used to gain further insights on different models of governance in terms of e.g. inclusiveness and
robustness.

4.6. The governance model approach

The governance approach can be used to either to develop a certain model of governance in a scenario, or as a way of
evaluating the scenario’s feasibility in different governance futures. For both of these purposes a more structured elaboration
can be supported through the use of a governance typology, one example being the typology developed by Pierre and Peters
[9].

Pierre and Peters [9] distinguish between five different models of governance, placed in a continuum from state
autonomy to increasing societal control; Ètatiste, Liberal-democratic, State-centric, The Dutch governance school, and
Governance without Government. The distinction is made based on a number of analytical dimensions concerning which
types of actors, processes and outcomes that are included in the governance model. These analytical dimensions comprise
e.g. goal selection, resource mobilization, inclusiveness and adaptability (Pierre and Peters [9], pp. 14–17) and other aspects
influencing how the governance is performed. Through formulating these aspects in terms of questions (How are goals
selected? How is accountability achieved?) these can be used as a reflective framework to further elaborate or explore a
representation of governance. Indeed one does not always have to go into detail, depending on the purpose of the study,
governance models can also be used in their more composite form.

For many of the models of governance it can be worth reflecting on whether to include any meta-governance in the
scenario study. Meta-governance is commonly put forth as a way of indirect steering, while still retaining the benefits of the
self-regulating governance network [30,31]. The assumed benefits of meta-governance are based on recognition of the need
for coordination of activities when aiming for an overarching goal, especially in complex and normative cases such as
sustainable urban development. Furthermore, the meta-governor can also be understood as having an important role as a
mediator of information, trust and other flows, through facilitating and improving the dissemination of these in the network
[26,27,31]. Drawing on Sehested [31] and Throgmorton [32] the metagovernor can also be seen as having a role as an
advocate for voice-less stakeholders such as nature or generations to come. From the perspective of governing sustainable
urban development it is easy to envisage the planning authority taking the role as meta-governor of the network(s).
However, formulating the question of meta-governance more openly allows for considering any actor to shoulder this role,
and to explore the pros and cons of different alternatives.

4.7. Governance model approach - examples from the Bromma study

In the Bromma study it was chosen to focus on a state-centric model of network governance [9] understood as ‘‘relatively
stable, horizontal articulations of interdependent but operationally autonomous actors, who interact through negotiations

[(Fig._4)TD$FIG]

Fig. 4. Snapshot picture of the social network of the governance of the scenario element ‘‘Planning for Green Mobility’’. Being intended as a basis for

discussion on which types of relations that connect different actors, no labels on these have been added to this picture.

Adapted from [18].
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