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GENERAL OBJECTIV E 

The participan t wil l appl y Potentia l Proble m Analysi s 

to familiar projects and their activities. 

SPECIFIC OBJECTIVES 

The participant will -

(a) Becom e familiar with the concept of Potential Proble m 
Analysis (PPA) . 

(b) Describ e th e step s i n PPA an d appl y the m t o a  give n 
Potential Problem. 

(c) Fo r a set of activities in a project : 

- identify Potential Problems 

- segregate the crucial Potential Problems 

- apply PPA to these crucial problems 

- indicate ho w preventiv e an d contingen t action s fo r 

Potential Problems can be integrated with the plan. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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POTENTIAL PROBLEM ANALYSIS (PPA ) 

THEME OF THE CHAPTER 

PPA i s a  ste p i n Planning , normall y overlooke d o r 

avoided, bu t which adds a very high value and worth to the 

plan. 

PPA's main purposes are-

ia) T o bridge Planning and Implementation. 

(b) T o reduce deviations of Implementation from Plan. 

(c) T o reduce the uncertainty in outcomes of projects. 

PREREQUISITES 

(a) Thi s Chapter has to b e taken u p onl y after completion 

of Chapte r -  2  o n Planning , Chapte r -  3  o n Networ k 

Analysis and Chapter -4 on Decision Analysis. 

(b) Th e Tutor shoul d hav e sufficien t expertis e i n proble m 

solving, grading problems on the basis of frequency and 

seriousness of occurrence. 

(c) Additiona l expertis e i s require d b y th e Tuto r i n 

creatively designing a variety of remedial actions. 

(d) Th e participants should have experience in coping with 

problems in projects. 

PREPARATORY ACTIVITIES FOR TUTOR 

(a) Th e Tuto r shoul d hav e thoroughl y gon e throug h th e 

learning experience s o f th e Chapter , includin g 

assignments. 
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(b) Th e Tuto r shoul d hav e attende d certai n trainin g 

programmes on problem solving . 

INSTRUCTIONAL GUIDELINE S 

(a) Th e Chapter ha s been presente d i n suc h a  for m tha t th e 

learner ca n manag e t o lear n b y himsel f throug h 

understanding illustration s and attempting assignments . 

(b) Th e suggeste d tim e fo r learnin g thi s Chapte r i s 4  1/ 2 

hours. The suggested break-up i s an follows: 

S1. Activitie s Tim e i n hours 
No 

1 -  Th e whole learnin g package except 2  1/2 hour s 

Assignment-5 

2 -  Us e of OHP transparencies 6.1 , 6. 2 1/ 2 hou r 

and 6. 3 fo r summarising th e Chapter. 

Use of content update fo r enabling 1  1/2 hour s 

participants to identif y differen t 

potential problems and thei r 

categories i n projects. 

3. -  Assignmen t -  5 1  1/2 our s 

(c) Th e introductio n t o thi s Chapte r ma y b e brie f and " 

limited t o the link s thi s Chapter ha s wit h chapter s 2 , 

3 and 4, as elaborated below . 
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Chapter - 2 : 

(PLANNING) 

Chapter - 3 : 

(NETWORK 

ANALYSIS) 

Chapter - 4: 

(DECISION 

ANALYSIS) 

PPA should be done after identifi-

cation of resource s an d suppor t 

needs 

Potential problems emerge from the 

activity set for the project 

The project decomposition into a 

set of activities is key for any 

PPA. 

The adverse consequences analysis 

is in fact a PPA. 

(d) (i ) Whil e the participants are learning at their own 

pace, th e Tuto r wil l b e sensitiv e t o thei r learnin g 

needs and provide assistance as and when needed. 

(ii) Th e Tuto r ha s to  ensur e tha t th e participant s 

will b e abl e to  generat e creatively , preventiv e an d 

contingent actions for causes of potential problems. 

(e) (i ) Th e Tutor should see to it that not more than two 

groups work on a project liste d i n Assignment -  Five. 

Therefore, th e Tuto r ma y ad d t o th e list , othe r 

projects, if needed. 
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(ii) Th e Tutor may ensure the use of content update on 

'Potential Barriers in a Project' by the participants in 

attempting Assignment - Five. Further, guidance may be 

provided by the Tutor depending on needs. 

(iii) I n th e Repor t -  Bac k sessio n th e Tuto r wil l 

promote interactio n an d commen t o n th e analyse s 

presented. 

(iv) Th e Tuto r wil l giv e sample s o f potentia l 

problems and the categories they belong to immediatel y 

after distributing content update, 

(f) Th e Tutor will use the OHP transparencies 6.1 , 6. 2 an d 

6.3 as per the schedule indicated earlier.. 

SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT - ONE: 

This i s a n open-ende d assignmen t an d coul d elici t a 

wide spectru m o f responses , mos t o f whic h coul d b e 

appropriate. 

SAMPLES - (a) Mod e of transport available could cause 

delays. 

(b) No t enough travel time provided for. 

(c) Queu e at ticket counter. 

(d) Cinem a hall is full. 

(e) Appropriat e seats not available. 
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ASSIGNMENT - TWO: 

This again is open-ended and the Tutor must be prepared 

for a variety of responses. Three sample responses are given 

below. 

(A) Potentia l problems 

The locatio n o f your residenc e ma y b e unfamilia r 

to some youth volunteers 

The volunteers may have other engagements. 

One late comer could delay the meeting. 

For Justification Tutors will look for rational reasoning. 

(B) Thi s depend s o n (A) . What i s suggeste d i s tha t th e 

Tutor deman d a  sens e o f specificit y fro m th e participant s 

when they amplify WHAT, WHERE, WHEN and TO WHAT EXTENT. 

ASSIGNMENT - THREE: 

This is to be done in groups. Tutor will please ensure 

that ther e i s ampl e participatio n o f member s i n th e 

discussion. Responses are likely to vary from group to group 

depending on conditions assumed by the groups. 

ASSIGNMENT - FOUR: 

Again this is a group assignment. Tutor will check for 

rationality i n approach and use of the step s worked ou t i n 

PPA. 
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ASSIGNMENT - FIVE: 

The Tuto r wil l giv e hi s observation s o n th e 

presentations o f th e variou s groups . Sinc e th e project s 

selected by groups will be diverse and the assumptions will 

be varying, it is difficult to suggest responses. The Tutor 

may ensur e tha t th e PP A mode l i s adhere d t o an d th e 

application is logical. 

REFERENCES 

1. 'Th e Rational Manager' by C.H.Kepner and B.B., Tregoe , 

McGraw Hill, New York 1965 

2. Instructiona l Package prepared by Education Management 

Centre, TTTI , Bhopa l fo r us e i n department s o f th e 

State Government of Madhya Pradesh, India, 1988. 

3. 'Solvin g Educationa l Problems ' b y Haveloc k an d 

Huberman, Praeger Publications, New York, 1978. 

4. 'Yout h Mobilisation for Development in Asian Settings' 

by UNESCO, 1978 
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CONTENT UPDATE - I 

POTENTIAL BARRIERS IN THE COURSE OF A PROJECT 

Difficulties and barriers manifest themselve s normall y 

as delays , conflicts , shortage s o r speakin g generally , 

problems. Man y o f th e barrier s ca n b e predicte d wel l i n 

advance. Either they can be overcome or persons can get well 

prepared to face them in the course of a project. 

These difficultie s ca n b e categorise d fo r simplifyin g 

assimilation and understanding. 

A. GEOGRAPHI C 

a) Lon g distance between places. 

b) Slo w transportation or difficult access. 

c) Isolatio n fro m othe r establishment s o r relate d 

agencies or support organisations. 

d) Difficult y i n contacting users or persons related 

to the project. 

e) Climati c conditions , persisten t difficulties in 

movement, work and contact. 

B. HISTORICA L 

a) Frequen t changes in leadership. 

b) Pas t projec t managemen t vastl y differen t than 

proposed system. 

c) Previou s experience with support agencies tends to 

create suspicion. 
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d) Administrativ e elite opposed to project. 

e) Structura l disorder due to poor leadership, team s 

etc. in the past. 

SOCIAL AND CULTURAL 

a) Conflic t amon g ideologie s abou t projec t (it s 

nature and need, its environmental impact) . 

b) Poo r organisationa l climat e fo r sharin g idea s 

openly. 

c) Inadequat e social harmony and good relations among 

project team members. 

d) Significan t cultural differences i n attitudes and 

values. 

e) Poo r interes t and , consequently , poo r attendanc e 

during project meetings. 

POLITICAL 

a) Dispute s among political groups or factions. 

b) Objection s to project by special interest groups. 

c) Lac k o f support , interes t an d understandin g b y 

political leaders. 

d) Certai n importan t politica l leader s oppose d to 

project. 

e) Poo r communication among political leaders. 

c. 

D. 
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f) Managers , administrator s an d worker s d o no t 

understand political realities. 

g) Politica l oppositio n t o outsid e technica l 

assistance. 

h) Chang e i n governmen t an d introductio n o f ne w 

policies, 

i) Politica l pressure fo r early results , expectation 

of accomplishment in too short a time, 

j) Fea r o f politica l an d powe r conflict s du e t o 

project. 

E. ECONOMI C 

a) Inadequat e financia l suppor t i n term s o f 

timeliness an d quantit y fro m interna l an d 

associated external sources. 

b) Inflatio n and cost increases. 

c) Unde r - estimation of costs. 

d) Mismanagemen t of funds. 

e) Significan t delays in delivery of funds. 

f) Sudde n alteratio n i n economi c condition s an d 

policies, rapid change in priorities fo r funding. 

g) Lo w priority for project. 

h) Economi c realitie s no t understood i n advance, not 

prepared fo r i n advanc e b y th e manager s o f th e 

project. 

i) Poo r economic advantage (fro m cost-effectiveness/ 

cost benefit studies). 
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F. PROCEDURA L 

a) Forma i authority to begin project was delayed. 

b) Ther e was a lack of clear lines of authority. 

c) Ther e was no clear structure for decision making. 

d) Ther e was too much decentralization o f decisio n 
making to different groups. 

e) Ther e wa s to o muc h centralization o f decisio n 
making. 

f) Ther e wa s not enough co-ordination of peopl e i n 
different roles. 

g) Ther e wa s a  lac k o f commo n understandin g o f 
project objectives. 

h) Ther e wa s a  lac k o f agreemen t o n projec t 
objectives. 

i) Outsid e technical assistance was faulty. 

j) Material s for the project were of poor quality. 

k) Material s fo r th e project were o f insufficient 
quantity. 

1) Material s for th e project were not ready or no t 
delivered on time. 

m) Ther e was a lack of skilled manpower to implement 
the project as planned. 

n) Th e departure and replacement (turn-over ) of key 
persons in th e projec t happened too quickly to 
preserve continuity. 

o) Th e project was implemented too quickly. 

p) Th e project was implemented too slowly. 

q) Ther e were too many rules and regulations. 



SELF-LEARNING PACKAG E 
AND 

TRAINEE'S ASSIGNMENT S 
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POTENTIAL PROBLE M ANALYSIS 

If a youth worker ca n act before a  proble m develop s 

rather than after the problem surfaces, he will find it more 

rewarding. Thi s could avoi d troubl e an d preven t problem s 

from occurring, or minimise their undesirable effects. Th e 

technique used fo r making this happen i s called Potentia l 

Problem Analysis. Th e basis here is the well known proverb 

- "A n ounc e o f prevention i s worth a  poun d o f cure" . In 

other word s i t require s a  certai n amoun t o f tim e an d 

attention t o tackle tomorrow's problems right today so that 

they d o no t assum e undesirabl e o r disastrou s 

proportions. 

While projec t leader s an d manager s ma y no t b e usin g 

this technique regularly in practice, there are instances of 

the use and application of this technique in certain spheres 

associated with day to day life. Fo r example -

a) Parent s get their children inoculated to prevent 

certain diseases. 

b) A  person contemplating a long journey by car takes 

some precautionary measures lik e checking tyre 

pressure, quantity of fuel, etc. 
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One reaso n fo r manager s neglectin g PP A i n thei r 

official work may be the normal human tendency to overlook 

the 'critica l consequence' of an action. Th e question 'what 

could go wrong?' is rarely asked or answered because of the 

faith placed i n plans. Everyon e appears convinced tha t a 

plan is eminently workable. Wha t could go wrong i s rarely 

included a s a  ste p i n planning . An d ye t peopl e wh o 

implement always mention that things have gone wrong, that 

things will continue to go wrong, and things will always go 

wrong. 

There is always a readiness to consider that only when 

problems occu r the y shoul d b e tackled . I n othe r word s 

opportunities for prevention are missed out and troubles are 

permitted t o result. Potentia l problem s (problem s no t 

prevented) ca n wreck , jeopardis e action s howeve r wel l 

conceived they are. Th e utility of PPA lies in preventing 

or reducing such problems and outcomes. 

Normally potential problems can be anticipated by just 

thinking on a project. But this procedure i s arbitrary and 

lacks focus. On the other hand, a more systematic approach 

would b e t o conside r th e componen t activitie s i n th e 

activity set (Refer chapter -2 on Planning and chapter -3 on 

Network Analysis ) a s th e primar y sourc e o f potentia l 

problems. I n thi s case , th e potentia l problem s tha t ma y 

arise i n th e performanc e o f eac h activit y ca n b e 

anticipated. 



6-3 

ASSIGNMENT - ONE 

Identify and write below Potential Problems (a t least three 

for 'GOING TO A MOVIE THEATRE TO SEE A FILM'. 

1. 

2. 

3. 

(Check with your Tutor) 
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Potential Proble m Analysi s ha s t o b e don e i n a 

systematic manner. Seve n questions lead to PPA -

1. WHA T COULD GO WRONG ? 

A plan is really a series of 'shoulds ' or 'performanc e 

points' at which some things planned are supposed to occur. 

After making th e plan a manager must go over this plan an d 

think of problems that might crop up. H e can find plenty of 

potential problem s i f he look s carefull y a t thos e element s 

where trouble starts so often. 

Sources of Potential Problems are -

(a) Whe n something new, complex or unfamiliar is tried. 

Steps to 'reduc e Drug Addiction' o r 't o make a  grou p 

of Adult s literate ' ar e comple x project s an d woul d 

contain a high proportion of Potential Problems. 

(b) Whe n deadlines are tight. 

Given on e week' s tim e to  hol d a  sport s mee t fo r a 

cluster o f communitie s ca n prov e t o b e a  tigh t 

deadline and will present numerous Potentia l Problems. 
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(c) Whe n a n action is critical or ha s effect s on othe r 

actions. 

Acceptance of a scheme by beneficiaries is critical to 

the success of various activitie s i n the scheme . I f 

acceptance i s low , Potentia l Problem s wil l surel y 

arise. 

(d) Whe n action s involv e more tha n on e person , function , 

or department. 

A sel f employmen t generatio n schem e ma y involv e 

numerous government and non government agencies . Th e 

more the agencies the more the likelihood of Potential 

Problems. 

(e) Whe n responsibilities are difficult t o assign, or lie 

outside the manager's area. 

Organising a blood donation camp involve s a number of 

functions, som e o f whic h li e outsid e th e yout h 

worker's skills and knowledge areas. Thi s would lea d 

to many Potential Problems. 

2. WHAT , SPECIFICALLY, IS EACH PROBLEM ? 

For each Potential Problem it is important to find out 

* What is it ? 

* Where will i t occur ? 

* When will it occur ? 

* To what extent or degree ? 
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ASSIGNMENT - TWO 

You ar e a  Yout h Worker . Yo u hav e fixe d a  projec t 

planning meetin g o f eigh t yout h volunteer s a t 7.3 0 p m 

tomorrow at your residence. 

A. Identif y three Potential Problems that may arise in the 

activity (Projec t planning meeting). 

(1) 

(2) 

(3) 
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B. Fo r any one of the Potential Problem s identifie d b y 

you in A, describe the problem as follows -

WHAT I S TH E PROBLE M ? 

WHERE WILL THE PROBLEM OCCUR 

WHEN IS IT LIKELY TO OCCUR 

TO WHAT EXTENT 

? 

? 

? 
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3. HO W RISKY IS EACH PROBLEM ? 

A manage r canno t cop e o r bothe r wit h ever y Potentia l 

Problem. H e mus t eliminat e thos e wit h smal l risk s an d 

concentrate on those which are more threatening to his plan. 

To prioritis e betwee n Potentia l Problem s tw o question s 

or criteria become necessary : 

How serious will it be if it happens ? 

How probable is it that it might happen ? 

The adverse effects of a Potentia l Proble m o n plans ca n 

be considered to be the product o f SERIOUSNESS and PROBABILITY 

OF OCCURRENCE. 

Imagine a  projec t o r se t o f activities , fo r whic h te n 

Potential Problem s hav e bee n identified . Fo r eac h o f them , 

seriousness an d probabilit y hav e bee n estimated . Thei r 

products i.e. adverse effects, have been computed. 

It i s the usual practic e t o assig n seriousnes s value s 

from 1  t o 1 0 an d probabilit y value s fro m 1  t o 100 . Fo r 

example, i n cas e a  Potentia l Proble m ha s a  seriousnes s 

weight o f 5  and probabilit y o f occurrenc e o f 40 % then th e 

adverse effect would have a value of 5x40=200. 

Diagram A shows the adverse effects of each one of the 

ten Potentia l Problem s an d thes e effect s hav e bee n 

rearranged i n the order o f decreasing effec t i n Diagram B . 

Further action is also suggested in Diagram B. 
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Thus, t h e P o t e n t i a l Problem s i n an y p r o j e c t ca n b e 
c a t e g o r i s e d i n t o : 
(a) FATA L 
(b) DAMAGIN G 
(c) IRRITATIN G (Pinpricks ) 
Actions to  be contemplated o n each o f the categorie s are 
indicated in Diagram - B. 
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ASSIGNMENT - THREE 

The followin g Potentia l Problem s have been identifie d 

for a youth welfare project, "BLOOD DONATION CAMP". 

You are to : 

(a) Indicat e the seriousness and probability o f occurrenc e 
of each of the above Potential Problems. 

(b) Comput e adverse effects values 

S1. Potentia l Problems Serious - Probabilit y Adverse 
No. nes s o f occurr- effect s 

weight enc e valu e 

1. Donor s not adequate in 
numbers 

2. Donor s frightened 

3. Insufficien t space 

4. Surrounding s not hygienic 

5. Doctor s havin g limite d 
time 

6. Identifie d doctors do not 
turn up 

7. No t enoug h medica l 
equipment 

8. Inadequat e Funds 

(c) Dra w a  diagra m simila r to  Diagra m -  B  fo r th e 
Potential Problems. 

This assignment should be performed in groups of 5 to 9. 

CHECK YOUR ANSWERS WITH THE TUTOR. 
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4. WHA T ARE THE POSSIBLE CAUSES OF EACH PROBLEM ? 

The listing of causes fo r problems i s don e on the 

basis of experience . Probabl y som e of thes e cause s will 

never come into being to produce a problem. Bu t this should 

not stop the detailing of causes. 

5. HO W PROBABLE IS EACH POSSIBLE CAUSE ? 

Here agai n a  manager relie s o n hi s judgemen t an d 

experience. Fo r each cause the probability of occurrence is 

to be judged. Th e causes with high probability nee d more 

attention. I t is suggested that such estimates be done in 

groups. 

6. HO W CAN A POSSIBLE CAUSE BE PREVENTED OR ITS 

EFFECTS MINIMISED ? 

The bes t actio n i s t o eliminat e o r reduc e th e 

probability of occurrence of a Potential Problem. Thi s is 

generally referred to as PREVENTIVE ACTION. I n fact, there 

may be more than one preventive action for one cause. 

Remember, the preventive action tries to eliminate the 

cause. 
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7. WHA T I F DOUBT S ARIS E ABOUT SUCCES S O F PREVENTIV E 

ACTIONS ? 

In case a potential problem is too serious, a manager 

cannot be certain about the success of preventive actions. 

Then he has to do more than rely on preventive actions. Some 

'CONTINGENT ACTION' will also be needed. Contingen t action 

is lik e insuranc e o r 'fail-safe ' action . The y ar e lik e 

evacuating passengers through lifeboats on a sinking ship. 

The plan must contain preventive actions and contingent 

action whenever necessary. Bot h these types of actions may 

require preparation. 

Preventive action s mus t occu r befor e th e likel y 

occurrence o f th e Potentia l Problem . Plan s mus t clearl y 

locate thes e action s i n suc h a  manne r tha t cause s o f 

Potential Problems do not arise. 

Contingent action i s normally contemplate d afte r the 

potential proble m ha s surface d despit e preventiv e action . 

This means preventive actio n ha s not worked. Th e use of 

contingent actions should be at the earliest and as soon as 

the problem becomes visible. I t should not be delayed till 

the problem has assumed disastrous proportions. 
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ILLUSTRATION - ONE 

A Partia l Potentia l Proble m Analysi s fo r a  projec t 

"TREKKING IN A GROUP OF 20" is given below. Amongs t the many 

serious Potential Problems, only three have been considered 

in this illustration. 

PROJECT : 'TREKKING IN A GROUP OF 20' 

POTENTIAL PROBLEM 'A' - Trekker s do not assemble at 
the right time at the starting 
point 

Causes 

Assembly time 

not convenient 

Information of 

assembly time 

inappropriate 

Dropouts 

Preventive 
Action 

Assembly time fixed 

after consultation 

with the trekkers 

Complete informa-

tion in simple/ 

graphic presenta-

tion (map), 

Frequent reminders 

or communication 

Keep substitutes 

ready 

Contingent 
Action 

-

Smaller 

group 
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POTENTIAL PROBLEM 'B' - Food not available 

at resting points. 

Causes 

Inadequate food 

stocks at 

resting points 

Breakdown 

in cooking 

facilities 

Preventive 
Action 

Food stocks 

to be 

carried 

Resting point 

equipped with 

solar/coal cooker 

Contingent 
Action 

Use of 

available 

fire wood 
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POTENTIAL PROBLEM 'C' - Trekkers fall ill during 
trekking 

Causes 

Inadequate physical 

protection against 

adverse weather 

condition 

Low resistance to 

adverse environ-

mental conditions 

among trekkers 

Polluted 

environment 

Preventive 
Action 

Communicate before 

trek about need for 

appropriate protective 

clothing 

Without necessary gear 

not allowed to trek 

Select physically fit 

trekkers only 

Avoid the trek, 

Select other time 

periods for trekking 

Contingent 
Action 

Keep an 

essential stock 

of necessary 

clothing 

Instructors 

trained in 

elementary 

first aid and 

simple medica-

tion, 

Carry stocks of 

medicines 

Stocks of 

medicines to 

be carried 
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ASSIGNMENT - FOUR 

An analysis of a potential problem i s given below . Yo u ar e 

required t o commen t upo n th e analysi s an d finalis e you r 

comments i n group s o f 5  t o 9 . Sho w you r analysi s to  th e 

Tutor. 

POTENTIAL PROBLEM :  Potential donors do not respond to 
requests for funds. 

Causes Preventiv e Contingen t 
Action Actio n 

1. Requests are 1 . Prepare a document Us e personal 
made only wit h details influenc e also 
through written abou t project 
communication 2 . Plan to meet 

personally to 
distribute document 

2. Too many requ- 1 . Start early to Influenc e 
ests from influenc e the donor dono r through 
voluntary units to  attach high othe r sources 
to some donors priorit y to your 

request 

3. No acknowledge- Presen t Giv e personal 
ment on previous evidenc e of the work assuranc e 
donations an d the fruits of 

investment in past 
projects of your 
organization. 

6-17 
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ASSIGNMENT - FIVE 

For any one of the following projects:-

(a) identif y a t least three critical activitie s an d fo r 

each one of them specify one potential problem. 

(b) perfor m a PPA on any two of the identified potential 

problems 

(c) presen t your analysis to the rest of the participants 

and seek their suggestions. 

PROJECTS 

1. Organisin g a skills training programme for youth. 

2. Organisin g a youth rally. 

3. Promotin g self-help programme among villagers for 

better utilisation of local resources. 

4. Settin g up a guidance and counselling cell for 

delinquent youth. 

The assignmen t is to be carried out in groups of 

5 to 9. 
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