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F O R E W O R D 

During th e las t fe w years , th e Asi a Centr e o f th e 

Commonwealth Yout h Programm e ha s organized a number of short-

term regiona l course s fo r yout h wor k trainers . Th e mai n 

objective o f thes e course s wa s t o buil d a  cadr e o f traine d 

youth wor k trainer s s o that they were in a position to organise 

national and local-level training programmes for youth workers 

and leaders , o n mor e effectiv e lines . A s a n extensio n o f 

this objective and also as a response to the changing require-

ments o f member-countries , th e Commonwealt h Yout h Programm e 

undertook the task of developing appropriat e learnin g material 

on selecte d topics/area s fo r us e i n variou s yout h trainin g 

programmes. Thi s wa s a  par t o f th e institutio n buildin g 

focus o f th e Commonwealt h Yout h Programm e an d represente d 

diversification o f it s activities . O n it s part , th e Asi a 

Centre incorporate d thi s a s a n importan t componen t i n th e 

work pla n fo r th e yea r 1988-89 . Accordingly , th e Centr e 

invited suggestion s fro m member-countrie s o f th e regio n o n 

the areas/topics on which learning material could be developed. 

Project Management was identified as one such area. 

For th e tas k o f preparin g a  Learnin g Packag e o n 

Project Management , th e Centr e enliste d th e service s o f a 

group o f expert s fro m th e Educationa l Managemen t Centr e 

of the Technical Teachers' Training Institute , Bhopal, India. 

(The Institut e i s one of the leading educational institution s 

of th e countr y an d a  majo r functio n o f i t i s t o prepar e 

educational an d instructiona l package s o n variou s topics / 

areas). Th e expert s visite d th e Centr e severa l time s an d 

discussed th e content s an d forma t o f th e propose d Learnin g 

Package with th e Centre Faculty and also with a cross-section 

of yout h wor k functionaries , including trainers . The y spen t 

considerable tim e i n perusin g th e materia l availabl e a t the 

Centre's Library , especiall y Factbook s an d othe r report s 



prepared b y th e Diplom a Cours e participants . Thi s exercis e 

not onl y enable d the m t o understan d th e natur e an d rang e 

of yout h project s undertake n b y variou s governmen t an d non-

government yout h organization s i n member-countries, but als o 

helped them to identify the parameters for the Package. 

The Learnin g Packag e ha s bee n writte n i n simple , 

easy-to-comprehend form . I t opens with an Overview, followed 

by Introductio n (Chapte r I) . Subsequently , ther e ar e te n 

more Chapters, each dealing with an aspect of Project Manage-

ment viz . Planning , Networ k Analysis , Decisio n Analysis , 

Cost-Benefit Analysis , Potentia l Proble m Analysis , Proposa l 

Design, Organizin g fo r Implementation , Workin g i n Groups , 

Implementation o f Projects, and Projec t Evaluatio n -  in that 

order. Eac h Chapte r begin s wit h Genera l an d Specifi c 

Objectives an d ha s two parts: (i ) Trainer's Notes an d Guide-

lines; and (ii ) Self-learning Packag e for Trainees and Assign-

ments. Tw o chapter s have Content Update as part of Trainer's 

Notes an d Guidelines . A  se t o f 2 0 transparencies has als o 

been developed a s part of this Package. The format and design 

for th e transparencie s ar e provide d a t th e en d (al l dul y 

numbered). The trainers are advised to prepare transparencie s 

accordingly, fo r use i n the training programmes, as indicated 

under various Chapters. 

We hop e tha t thi s modes t contributio n o f th e Asi a 

Centre wil l provid e usefu l materia l fo r youth work trainers, 

specializing i n the area of Project Management . This Packag e 

is no t designe d t o provid e answer s t o al l querie s 

nor solutions t o all problems which one encounters in Project 

Management, bu t w e ar e confiden t tha t i t wil l enhanc e th e 

potential an d capabilit y o f trainers , intereste d i n thi s 

area. Of course, they would need to do supplementary readings, 

drawing fro m th e reference s give n unde r eac h Chapter . I t 

is expecte d tha t th e trainer s wil l b e abl e t o broade n th e 



'horizons o f though t an d action ' o f yout h workers , induc e 

appreciation o f Project Managemen t and develop in them skills 

related t o al l aspects o f Project Management . 

Even a t th e cos t o f emphasisin g th e obvious , we , 

at th e Asi a Centre , would lik e t o conve y ou r dee p sens e of 

gratitude t o the authors fo r bringing ou t thi s comprehensiv e 

Package withi n a  relativel y shor t perio d o f thre e months . 

Their enthusias m an d har d work could be a source of inspiration 

to anyon e engage d i n simila r efforts . W e wil l als o lik e 

to than k th e Principa l o f Technica l Teachers ' Trinin g 

Institute, Bhopal , fo r hi s consisten t suppor t an d guidanc e 

in completing thi s Package. 

Now, on to the Package 

May, 1989  Devendr a Agochiy a 
Chandigarh. Regiona l Director (Asia ) 
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GENERAL OBJECTIVE S 

The participant will: -

(a) Appreciat e the dimensions of Project Management. 

(b) Formulat e plans fo r the projects undertaken by him . 

(c) Fo r a  give n short-ru n project , prepar e a n activit y 

network. determin e projec t duratio n an d critica l path , 

free and total float s of activities i n the network . 

(d) Appl y Decisio n Analysi s t o decisio n situation s arisin g 

in familiar projects. 

(e) Appl y Cos t Benefit Analysis to youth projects. 

(f) Appl y Potentia l Proble m Analysi s t o familia r project s 

and their activities. 

(g) Sugges t relevan t improvement s o n a Project Proposa l mad e 

available to him. 

(h) Give n a  projec t descriptio n an d plan , devis e a n 

infrastructure fo r implementing th e project . 

(i) Appreciat e th e factor s influencin g th e development o f 

volunteer groups int o effective project teams . 

(j) Devis e appropriat e follow-u p measure s give n a  projec t 

plan an d certai n likel y problem s tha t ma y aris e durin g 

implementation. 

(k) B e abl e t o evaluat e th e effectivenes s o f projec t 

implementation. 
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PREAMBLE 

The Learning Package on Project Management is intended to be 

used i n a  variet y o f ways : a s self-learnin g material , a n 

accompanying tex t t o classroo m instructio n an d fo r distance -

learning with some modifications. Thi s could be a segment of a 

long-term programme like a Diploma o r the essence o f a short-

duration programme. A  schedule for a two-week skills-development 

programme is enclosed in this document for reference. 

The Learnin g Packag e i s organised i n eleven chapter s and 

each chapter also provides Instructional Notes and Guidelines to 

the Trainer/Tutor t o make a n optimum us e o f th e instructiona l 

resources in this package . Th e resources included are: 

Handouts, Content Updates 

Cases and Incident Descriptions and Illustrations 

A Variety of Individual and Group Assignments 

Checklists and Formats 

Models 

Overhead Projector Transparencies. 

The Trainer/Tutor is expected to employ these resources 

and ad d t o the m fro m hi s experienc e o f plannin g an d 

implementing youth projects. 
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ABSTRACT 

Skills associated with Project Management could assist youth 

leaders, workers, volunteers, and coordinator s i n ensuring 

that th e projects the y ge t involve d i n o r the y undertak e 

become successfu l mos t o f th e time . Sinc e man y o f these 

projects ar e shroude d i n ambiguity , uncertaint y an d 

complexity, ther e i s a  nee d t o us e a  wid e variet y o f 

techniques and skills in managing projects and programmes. 

This documen t highlight s som e o f th e mor e relevan t 

skills of Project Management. Th e skills included here are-

PLANNING AND 

DESIGNING 

PROPOSALS 

How plans are formulated in detail for 

projects? 

How information is used to make planning 

decisions? 

What are the components which constitute 

a project proposal? 

NETWORK 

ANALYSIS 

This is one way of presenting plans to 

facilitate implementation . A  numbe r of 

planning decisions are also simplified by 

this technique. Th e text in this case is 

restricted t o th e us e o f th e Critica l 

Path Method. 
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DECISION 

ANALYSIS 

COST BENEFIT 

ANALYSIS 

How are selection decisions made ? 

What are the stages in a rational decision 

making process? 

Any projec t undertaken would lea d t o 

certain Cost s an d Benefits . Ther e are 

methods of computing these elements. Th e 

analysis of Benefits and Costs leads to 

ideas abou t whic h project s shoul d b e 

undertaken. 

POTENTIAL 

PROBLEM 

ANALYSIS 

This i s on e of th e normall y missin g 

elements in Planning. I t incorporate s 

concepts o n what coul d b e th e problems 

associated with implementation? 

Can we prevent some of these before they 

could occur? 

CREATING 

INFRASTRUCTURES 

FOR IMPLEMEN-

TATION 

How are the youth workers to be 

organised for implementation? 

How could responsibilities be shared 

by them ? 
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WORKING 

IN GROUPS 

Group operatio n i s crucia l to project 

success. The manne r in whic h team s 

should wor k an d mak e creativ e an d 

effective decisions is highlighted here. 

FOLLOWING UP 

IMPLEMENTATION 

The implementation process requires the 

same extent of concern and managing as 

planning although th e processes may be 

different. 'Managin g Implementation' is 

the focus here. 

EVALUATING 

PROJECT 

Once a project has bee n completed, its 

impact has to be assessed . Approache s 

to evaluating impact and outcome s for m 

the basis of this chapter. 

This document is a Learning Package. It is not a text 

book. I t is an aid to Classroom Instruction. I t includes 

Tutor's Notes and Guidelines which would offe r suggestions 

to Tutor about the manner i n which this package coul d be 

integrated with other classroom activities. 

Certain chapter s i n thi s packag e ar e o f th e 'sel f 

instructional' category, in which the participant learn s on 

his ow n wit h som e guidanc e fro m th e Tutor . Som e othe r 

chapters require an exposition from the Tuto r wit h the help 
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of certain Audio Visual Aids. Eac h chapter contains a number 

of illustrations and assignments which link the concepts of 

the chapter with the activities of youth services and youth 

development. 

A variet y o f learnin g experiences , cas e studies , 

incidents, anecdote s an d challengin g assignment s hav e been 

included in the document. 

Tutor's Notes and Guidelines are part of each chapter 

of the Learning Package. It is not the intention of the 

authors to impose an y idea on the Tutor's scheme of action. 

The Notes and Guidelines are collections of suggestions and 

the authors would add that the Trainers/Tutors should freely 

modify any of the learning events and experiences presented 

in the package to suit the conditions in which they would be 

operating. 

Project Management i s a field of challenge and action. 

Learning i n this fiel d i s a continuou s activity . Thi s 

package shoul d b e treate d a s a n intermediat e slo t i n th e 

sequence of learning which is likely to occur in this sphere 

for participants. Muc h more will be learnt and probably many 

new idea s will be gathered fro m a  more significan t Tutor-

the world of field experience. 

7 



ASSUMPTIONS 

ABOUT THE LEARNER/PARTICIPANTS 

* He/sh e is a youth worker, or a youth Leader or a youth 

volunteer. 

* He/sh e is an adult. 

* He/sh e is familiar with the English language. 

* Previou s t o thi s developmen t exercis e he/sh e ha s 

undergone training in certain aspects of management and 

social work. 

* He/sh e i s familiar with different Teaching/Learnin g 

methods - individual assignments, group discussions, 

case studies, structured assignments. 

* He/sh e i s willing t o receiv e feedbac k o n performanc e 

from a Trainer/Tutor. 

ABOUT THE TUTOR/S 

* He/sh e possesses a wide experience of Youth Service and 

Welfare activities. 

* He/sh e i s familia r wit h th e wid e variet y o f 

instructional methods suggested in the package. 

* He/sh e i s aware o f th e manne r i n whic h th e Learnin g 

Resources included in the package can be put to use. 
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* He/sh e i s familiar with the content o f the different 

topics and techniques included in the package (If not,a 

programme ma y b e organise d t o provid e thi s 

orientation). 

* He/sh e ca n an d i s willing t o innovat e an d experimen t 

with certain additional learning sequences i n case the 

participants fin d i t difficult t o grasp a  topic o r 

component o f a  topic . (Fo r thi s he/sh e ma y hav e t o 

create, on the spot, some innovative learning sequence). 

* He/sh e is willing to use the Learning Package only as a 

guidance document and to encourage 'thinking and 

stretching of imagination1 beyond the boundaries 

apparent in them. 

* He/sh e can draw fro m his/her own experience to add to 

the illustrations and anecdotes presented. 
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SUGGESTED SCHEDUL E FO R A  SHOR T DURATIO N PROGRAMM E 

SESSIONS 9.3 0 A M T o 

DAY 

12.45 P M 2.00 P M To 5.15 P M 

ONE INTRODUCTION PLANNING PLANNING PLANNING 

TWO PLANNING PLANNING PLANNING NETWORK ANALYSI S 

THREE NETWOR K ANALYSI S NETWOR K ANALYSI S 

FOUR NETWOR K ANALYSI S NETWOR K ANALYSI S 

FIVE DECISIO N ANALYSI S DECISIO N ANALYSI S 

NETWORK ANALYSI S NETWOR K ANALYSI S 

DECISION ANALYSI S DECISIO N ANALYSI S 

COST BENEFI T 

ANALYSIS 

COST BENEFI T 

ANALYSIS 

SIX COST BENEFI T 

ANALYSIS 

POTENTIAL PROBLE M 

ANALYSIS 

POTENTIAL PROBLE M POTENTIA L PROBLE M 

ANALYSIS ANALYSI S 

SEVEN ORGANISIN G FO R 

IMPLEMENTATION 

ORGANISING FO R 

IMPLEMENTATION 

ORGANISING FO R 

IMPLEMENTATION 

ORGANISING FO R 

IMPLEMENTATION 

EIGHT WORKING I N 

GROUPS 

WORKING I N 

GROUPS 

WORKING I N 

GROUPS 

PROPOSAL DESIG N 

NINE PROPOSAL DESIG N PROPOSAL DESIG N IMPLEMENTATION 

OF PROJECT S 

IMPLEMENTATION 

OF PROJECT S 

TEN PROJECT 

EVALUATION 

PROJECT 

EVALUATION 

FEEDBACK O N 

PROGRAMME + 

ACTION PLANNIN G 

VALEDICTION 
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CHAPTER-1 

INTRODUCTION 

* Genera l and Specific Objective s 
* Trainer' s Note s and Guidelines 
* Self-Learnin g Packag e for the 

Trainees and Assignments 



1-0 

GENERAL OBJECTIVE 

The participant wil l appreciat e th e dimension s o f projec t 

management. 

SPECIFIC OBJECTIVES 

The participant will -

(a) appreciat e the need for project management. 

(b) describ e certain project patterns in reality. 

(c) lis t macr o skill s tha t ar e crucia l t o effectiv e 

management of projects. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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INTRODUCTION 

THEME OF THE CHAPTER 

Projects fo r yout h an d communit y welfar e ar e bein g 

continually planned and implemented. Some of them are quite 

successful an d som e other s no t s o successful . However , 

effectiveness of project planning and implementation of most 

projects coul d b e improve d throug h applicatio n o f projec t 

management techniques . This Chapter elaborate s o n th e nee d 

for projec t managemen t base d o n th e projec t pattern s i n 

reality an d suggest s a  lis t o f usefu l macroskill s fo r 

managing projects. 

PREREQUISITES 

(a) Th e participan t shoul d hav e som e experienc e i n 

project planning and implementation. 

(b) The Tutor should have managed a few projects. 

PREPARATORY ACTIVITIES FOR TUTOR 

(a) Th e Tuto r shoul d hav e gon e throug h al l th e 

Chapters of the Learning Package on Project Management. 

(b) Th e Tuto r shoul d b e prepare d t o illustrat e th e 

project pattern s i n realit y throug h practica l 

examples. 
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INSTRUCTIONAL GUIDELINES 

(a) The participant may be provided tim e to read the 

Chapter. 

(b) Th e Tutor will then have a discussion on the Theme 

of th e Chapte r wit h th e participants , usin g OH P 

Transparency 1.1. 

(c) Th e schedul e o f activitie s fo r 1  1/ 2 hour s 

suggested for this Chapter is given below. 

S1. Activit y 
No. 

1. Introductio n of Tutor and 
participants. 

2. Sel f - Learning from package 

3. Tuto r presents Project Patterns 
in Reality through OHP Transparency 
1.1 and discusses the salient 
aspects of the Chapter with the 3/ 4 
participants through narrating 
examples and inviting narrations 
from participants 

(d) One OH P Transparenc y 1. 1 o n Projec t Pattern s i n 

Reality ha s bee n provide d t o enabl e th e Tuto r t o 

initiate discussion on macroskills crucial to effective 

management of projects. 

Time in 
Hours 

1/2 

1/4 



SELF-LEARNING PACKAG E 
AND 

TRAINEE'S ASSIGNMENT S 
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INTRODUCTION 

Projects are specific time-bound schemes or programmes. 

They ar e undertake n wit h a n improvemen t o r developmen t 

motive. They can be of short or long duration depending on 

the goals of development conceived an d finalized . They are 

specific to organisations (communities can also be thought of 

as organisations) and are normally confined to a few sections 

of organisation life (specific in purpose)• 

Projects have to be managed to bear fruits and to result 

in positive developments . The managing o f project s ca n be 

conceived basically as PLANNING and IMPLEMENTATION endeavours. 

The spheres of youth and community development have been 

accommodating a  larg e numbe r o f projects i n recen t years. 

Unlike technica l project s lik e high-ris e buildin g 

construction, dam construction, developing parks and forests 

that dot landscapes and are easily visible, the projects and 

programmes concernin g yout h an d communit y lif e an d 

development are more 'abstrac t and ambiguous'. For example, 

an organized yout h group activity lik e a n 'adventur e trek' 

appears to result in only a few visible and many invisibl e 

outcomes. 
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Further i t mus t b e concede d tha t a t leas t i n th e earl y 

stages when yout h decid e t o launc h a  'self-help ' programm e 

for themselves o r fo r the communit y i n which the y liv e i t 

would be difficult to know precisely what could be the goals 

or ultimat e target s o f th e conceive d development . Anothe r 

distinguishing featur e tha t surround s yout h developmen t i s 

the uncertaint y tha t plague s projects . On e ca n neithe r b e 

certain tha t a  strateg y wil l succeed , no r th e outcome s 

acceptable to the proposed beneficiaries. 

Under thes e circumstances , when project s pertainin g t o 

youth lif e an d developmen t ar e pregnan t wit h ambiguit y an d 

uncertainty i t become s al l th e mor e necessar y t o pla n an d 

implement them with greater care and caution. I n other words 

Project Managemen t ha s t o b e undertake n i n al l it s 

profoundity and seriousness and cannot be treated casually. 

When youth or community developmen t project experienc e 

is examine d i t i s a  matter o f concer n tha t i n onl y a  fe w 

cases (probabl y th e les s abstrac t an d ambiguou s cases ) wa s 

success total and accomplishment to the fulles t extent. Most 

of th e othe r attempt s eithe r faile d o r ende d i n partia l 

fulfillment. Whe n correlatin g thes e less-tha n satisfactor y 

results wit h th e in-projec t experiences , a  curiou s patter n 

emerges, the substance of which is depicted on the next page. 
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Such experience s o r pattern s inevitabl y sugges t th e 

need t o emplo y a  rang e o f suitabl e technique s t o manag e 

projects. These techniques are required to 'enrich1 both the 

Planning and Implementation phases. 

The techniques and approaches associated with Project 

Management i n the Youth Developmen t spher e ar e no t fa r 

different fro m those that are used i n technical projects. 

But the MANNER i n which th e techniques ar e t o be employe d 

definitely is different. Secondly, the diversity is much more 

in the Youth and Community Development sphere and the scope 

for use of techniques increases. 

The Learning Package on Project Management introduces 

many useful techniques. It also extends the techniques into 

a variet y o f application s mainl y i n th e Yout h Club s an d 

Youth Services area. 



1-5 

THE CHAPTER S T O FOLLOW : 



CHAPTER-2 

PLANNING 

* Genera l and Specific Objective s 
* Trainer' s Note s and Guidelines 
* Self-Learnin g Packag e for the 

Trainees and Assignments 
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GENERAL OBJECTIVE 

The participan t wil l formulat e pla n fo r th e project s 

undertaken by him. 

SPECIFIC OBJECTIVES 

The participant will:-

(a) Justif y the need to plan projects. 

(b) Describ e the basic steps in the planning process. 

(c) Describ e th e applicabilit y o f plan s t o differen t 

situations. 

(d) Explai n how the process of planning and control are 

linked. 

(e) Describ e the barriers to effective planning and explain 

how they can be reduced or eliminated. 

(f) Give n a project, develop a plan for the project. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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PLANNING 

THEME OF THE CHAPTER 

Planning i s a fundamenta l ste p i n managing projects. 

This Chapte r i n effec t provide s a  descriptio n o f th e 

preparations one does before actually commencing actio n on 

the project . Almost al l th e othe r chapter s 'emerge ' from 

planning. 

Without appropriat e PLANNIN G i t i s difficul t eve n t o 

contemplate successful completion of projects. Thus PLANNING 

lays the foundation by: 

converting what has been a n ide a s o fa r int o a form 

which can be achieved in real life, 

providing the project with relevance, 

anticipating an d arrangin g i n order all dimension s of 

the project, and 

ensuring projec t succes s throug h identifyin g an d 

strengthening weak spots. 

PROJECT PLANNIN G i s itsel f a  macro-technique , 

enveloping a  numbe r o f micro-technique s lik e formulatin g 

objectives, activit y sets , etc . I t demand s a  variet y o f 

skills. This Chapter hopes to develop an appreciation in the 

mind o f the participant o f these skills . Comprehensiv e 

skills developmen t i s likel y t o follo w throug h rea l lif e 

practice of the skills indicated. 
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In th e yout h services , PLANNIN G become s mor e 

significant, give n th e ambiguou s natur e o f project s 

undertaken. Again , yout h service s ar e area s whic h ar e 

relatively ne w an d unfamilia r i n man y countries . Unde r th e 

circumstances in-dept h an d profound PLANNIN G i s a n absolut e 

necessity. 

PREREQUISITES 

(a) Wit h respec t t o thi s package , th e Chapte r o n 

Introduction (Chapter-1 ) is a prerequisite, which should 

have been completed. 

(b) Pas t experience i n PLANNING woul d hel p th e participan t 

learn this Chapter with comparative ease and 'relish ' 

(c) Th e Tutor would possess considerable PLANNING skills and 

experience. In other words the Tutor must have actuall y 

formulated a  numbe r o f projec t plan s befor e guidin g 

trainees. 

PREPARATORY ACTIVITIES FOR TUTOR 

(a) -  Stud y o f th e Chapte r an d completio n o f al l it s 

assignments. 

(b) -  Furthe r study from Reference -1. 

(c) -  Som e practic e wit h writing objectives, decompos-

ing objectives into activities. 

(d) -  Collectio n of a set of cases similar to the one 

given i n Assignmen t -  Five , a s replacement s fo r 

the case if desirable. 
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INSTRUCTIONAL GUIDELINES 

(a) (i) The Chapter follows a very familiar model: 

Project Objective s -  Activit y Set s -  Resourc e an d 

Support Needs Identification. 

(ii) Other component s (o r techniques ) mentione d i n th e 

model, bu t elaborate d i n subsequen t Chapter s includ e 

Decision Analysis , Cos t Benefi t Analysis , Potentia l 

Problem Analysis and Organising fo r Implementation. The 

Tutor nee d no t explai n thes e technique s i n detai l i n 

this Chapter. Their purposes alone may be stressed. 

(iii) Thi s Chapter , unlik e man y other s whic h 

follow, carrie s a fairl y balanced proportion of Self-

Instruction and Tutor - Instruction Component s fo r the 

participant. 

Self - Instruction Component: Start to Assignment - One, 

Defining curren t situatio n t o Assignmen t -  Four , 

Barriers t o Effectiv e Planning , Flexibilit y o f Plan s 

upto end of Chapter. 

Tutor -  Instructio n Component : Thi s is  th e se t o f 

Content Updates:-

I. Source s of Objectives 

II. Effectivenes s and Efficiency 

III. Overcoming Resistance to Change 

IV. A  Model of Planned change 
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(b) Th e suggeste d schedulin g o f activitie s fo r thi s 

Chapter fo r 7 1/2 hour s i s give n below. 

S1 Activit y Tim e in 
No. hour s 

1. Introductio n to Planning by Tutor using 1  3/4 
OHP Transparency 2.1, Self - Learning 
up to Assignment -One. 

2. Tuto r instruction on Content Update -I, 1 
Self-Learning up to end of Assignment-
Four. 

3. Tuto r instruction on Content Update -II 1/ 4 
through discussion, resolution of 
participant difficulties. 

4. Sel f Learning with Tutor's guidance on 1 
Barriers to Effective Planning, Tutor 
instruction on Resistance to Change and 
Planned Change (Conten t Updates -III and . 
IV) . 

5. Sel f Learning on 'Flexibility in Planning' 1/ 2 
and 'Plannin g and Implementation', 
Summarization through OHP Transparency 2.2. 

6. Assignmen t - Five 3 

(c) Th e Tuto r wil l introduc e th e topi c o f plannin g b y 

emphasising the need for plans and their purposes. OHP 

Transparency 2.1 should also be used. 

(d) Th e Tuto r wil l chec k a t frequen t interval s wit h th e 

participants thei r progres s i n th e sel f -  Learnin g 

components. 
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(e) (i ) The Tuto r wil l distribut e th e Conten t Update s a s 

per the schedule given above, allow the participants to 

go throug h th e Updates , discus s th e Conten t Update s 

with the participants through provocative questions and 

finally summariz e th e essenc e o f th e Conten t Update s 

using chalkboard or OHP. 

(ii) Fo r Assignment s -  On e t o Four , th e Tuto r shal l 

provide feedback to individuals on their responses, 

(iii) Fo r Assignmen t -  Fiv e whic h i s t o b e don e i n 

groups, th e Tuto r wil l hav e t o provid e continua l 

guidance to  ensur e th e comprehensivenes s o f th e grou p 

plans. The Tutor i s free t o substitut e th e given cas e 

with another appropriate case, if he so desires. 

(f) Two  OHP Transparencies have been provided. 

2.1 Fundamenta l issues in Planning 

2.2 Plannin g Model 

SUGGESTED RESPONSES TO ASSIGNMENTS 

Assignment - One 

Relevance -  Oka y 

Description of terminal - Incomplet e (Twent y youth is 
point 

fine, but time frame, nature 

of skills and the agricultu-

ral implements not specified) 
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Precise description -  Incomplet e (type of agricul-

tural implements and nature 

of repairing could be in-

cluded) 

Measurability -  N o 

A Restated objective could be : 

20 youth will be provided skills training on repairing 6 

most commonly used threshing equipment/implements within six 

months of project initiation. 

Assignment - Two 

The relevant dimensions are : 

1. Locatio n details, distances 

2. Climati c information 

3. Loca l resources availability 

4. Earlie r experiences in the context of development 

5. Preparator y actions taken 

6. Natur e of youth group and volunteers 

Assignment - Three 

Project Objectives : 

(a) t o asses s th e need s o f th e communit y throug h 

meetings wit h fou r categorie s o f peopl e (adul t 

men, adult women, youth, and children belo w th e 

age o f thirteen ) usin g questionnaires  an d 

discussion with representativ e group s within one 

month of initiation of the project. 
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(b) t o prepar e th e yout h grou p t o tak e par t i n 

community developmen t activitie s throug h a  one -

week trainin g programm e i n projec t managemen t 

within one month of the strengthening of the youth 

group. 

(c) t o obtain the consent of the community for a one -

year pla n o f developmen t activitie s throug h 

meetings wit h communit y leader s an d beneficiar y 

groups withi n 3  month s o f initiatio n o f th e 

project. 

Activity se t :  (th e activitie s ar e no t i n chronologica l 

order) 

1. Preparation of questionnaires 

2. Administration of questionnaires 

3. Meetings with categories of people for needs 

assessment (als o interests and problems) 

4. Analysis of data 

5. Finalisation of one - year plan 

6. Identification of representative groups 

7. Constitution of strengthened youth group 

8. Training of youth group 

9. Identification of community leaders 

10. Identification of representative group of 

beneficiary groups 

11. Obtaining consent for the one - year plan 
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12. Establishing rapport with the community 

13. Acceptance of youth group by community 

14. Identification of needs and interests of youth 

group through discussions 

Assignment - Four 

For the activity set suggested i n answer to Assignment 

- Three, onl y activitie s 1  and 8  may requir e manpowe r 

resources fro m outside the area of operation o f the youth 

worker. Th e natur e o f suppor t fro m externa l agencie s 

required would be 

- expertise in preparation of questionnaires/prepared 

questionnaires 

- training material 

- conduct of training by trainers 

However, the learners could include in the activity set 

activities which may require other kinds o f resource s and 

support from external agencies. The Tutor has to examine in 

such cases the learner' s respons e an d provid e appropriat e 

feed-back. 

Assignment - Five 

The Tutor may have severa l proposed project s (cases ) 

similar to 'Th e Farm Youth Programme of Malaysia' (b y Mr. 

A.H. Ahmed) . He has to use the case most appropriate to his 

trainee group. 
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Further, the Tutor has to examine the responses of each 

group and offer feedback. 
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CONTENT UPDATE-I 

SOURCES O F OBJECTIVE S : It i s importan t t o conside r ho w 

projects and consequently their objectives are derived. 

What are their sources ? I n what manner are these sources 

tapped? Ho w ar e then objectives identified and finalized ? 

The main source o f objectives are the projects themselves. 

The issue then becomes one of identifying project sources. 

Among the many sources of projects the more frequently 

encountered sources are: 

GOVERNMENT 

POLICIES, SCHEMES, 

THRUSTS,DIRECTIVES 

The Government, o n the basis of its 

development policie s an d 

considerations, initiate s certai n 

schemes an d programmmes . It  i s 

willing t o suppor t thes e scheme s 

through th e provision an d creatio n 

of various resource s lik e finance , 

infrastructures, manpower, technical 

assistance, etc. Projects arise from 

such schemes and programmes. 

YOUTH WORKER S 

GENERATE IDEAS 

AND SELECT ONE OR 

TWO TO BE PURSUED 

AS PROJECTS. 

This ma y b e b y a n individua l 

volunteer or by a group of youth 

workers. A  creative process is 

indicated here. (More about creat-

ivity in a subsequent chapter). 
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Here the persons to be benefited 

ask for a certain project or make 

a request for a certain development 

scheme, like fo r the provision of 

drinking water, or an access road. 

One crucial point that must be emphasized here is that it iS 

important that no project idea must be pursued by the Youth 

Group or 'planning agency' until it is certain that the idea 

is acceptable, in general, to the beneficiaries or : the 

population o n whom th e project i s suppose d t o hav e a n 

impact. A n agreemen t fro m th e beneficiar y i s a 

precondition to project planning. I t is a preparatory step 

that cannot be omitted. 

Sometimes ther e coul d aris e amon g beneficiarie s 

differences abou t th e natur e an d typ e o f projec t o r it s 

objectives that are to be pursued. Fo r example some might 

feel that drinking wate r provision is more important than 

a roa d o r vice-versa. Som e others might think that both 

these idea s ar e 'no t wort h it'  an d woul d lik e ' a smal l 

hospital' instead. 

When interests clash and decisions become difficult the 

selection of the project may get delayed. T o get out of 

this 'impasse',the youth worker has to resort to a number of 

techniques. Throug h thes e techniques the youth worker ca n 

clarify an d eve n 'market ' hi s decision s t o th e 

BENEFICIARIES 

REQUEST FOR A 

PROJECT 
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beneficiaries. Som e of the techniques whic h ge t explaine d 

in detail in this package at a later stage are -

DECISION ANALYSI S -  Making selection s betwee n option s 

or alternatives considerin g a  wide rang e o f criteri a 

or factors (Chapte r 4). 

COST BENEFIT ANALYSIS - Determining Benefit-Cost Ratios 

of differen t option s o r alternative s t o assis t th e 

selection process (Chapte r 5). 

One mor e techniqu e whic h coul d b e considere d i s 

briefly described below . Onl y a framework is provided here. 

The detailed approac h can be developed b y yout h workers i n 

the light of their experience. 
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Sometimes th e yout h grou p member s ma y disagre e amon g 

themselves abou t th e projec t o r it s objective s (o r abou t 

planning decision s subsequen t t o settin g o f objectives) . 

The aspect s associate d wit h collaboratio n o f membe r i n a 

group been elaborated i n Chapter 9 of this document. 



2-I-5 

In general project purposes ar e the main sources of 

objectives. Projec t purposes could themselves emerge from 

many sources. Onl y a  brief outlin e of these sources has 

been presented in this chapter with a reference to certain 

useful techniques that can assist the process of finalising 

project purposes . Som e o f thes e technique s hav e bee n 

elaborated in subsequent chapters since they have much wider 

applicability that merely being used for finalising project 

purposes. 
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CONTENT UPDATE - II 

EFFECTIVENESS AND EFFICIENCY 

Reddin defines these terms with clarity when he states 

that -

-EFFECTIVENESS IS DOING THE RIGHT THINGS 

-EFFICIENCY IS DOING THINGS RIGHT. 

Since i n thi s Chapte r th e concep t o f Plannin g ha s bee n 

initiated fro m th e formulatio n o f objectives , the ai m of 

this Chapter is also to develop EFFECTIVE plans. 

It is normal to expect that an effective plan will also 

be efficient. Bu t even weak and irrelevant objectives can 

be achieved in an efficient manner. Th e whole focus is to 

•DO RIGHT THINGS IN THE RIGHT MANNER'. 
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CONTENT UPDATE - III 

OVERCOMING RESISTANCE TO CHANGE 

A majo r obstacl e t o th e implementatio n o f project s 

enveloping innovations , new technologie s an d ne w policie s 

would b e th e resistanc e o f bot h peopl e withi n th e yout h 

group an d th e would-b e beneficiarie s t o suc h changes . 

Sometimes the resistance could be so strong that the project 

may be rejected a t the conception stag e itself . O n some 

other occasion s th e resistanc e woul d b e 'subtle ' an d 

hidden' an d woul d resul t i n sabotage' , 'delays' , and 

'unanticipated outcomes',when the project is in progress. 

In Communit y Developmen t an d Yout h Programme s 

resistance to change would be a normal feature and should be 

anticipated. 

SOURCES OF RESISTANCE TO CHANGE 

SINCE CHANGE IS 
NEW AND UNFAMILIAR 
THERE MAY EXIST 
AN UNCERTAINTY 
ABOUT ITS EFFECTS 
IN THE MINDS OF 
THE PEOPLE LIKELY 
TO BE AFFECTED 

SOME PEOPLE MAY 
RESIST CHANGE 
SINCE IT MAY 
DEPRIVE THEM OF 
CERTAIN EXISTING 
ADVANTAGES AND 
BENEFITS 

PEOPLE CONCERNED MAY 
BELIEVE IN CHANGE 
BUT MAY DOUBT THE 
FEASIBILITY OF THE 
CHANGE ATTEMPT 
INCORPORATED IN THE 
PROJECT 
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DEALING WITH RESISTANCE TO CHANGE 

PRECONDITIONS 

YOUTH WORKERS 
LACK INFO-
RMATION OR 
POSSESS IN-
ACCURATE IN-
FORMATION ON 
COMMUNITY, 
CHANGE 

YOUTH WORKERS 
ARE UNCERTAIN 
ABOUT BOTH 
COMMUNITY AND 
THE CHANGE 
PROCESS 

RESISTANCE 
PRIMARILY 
DUE TO PEOPLE 
UNABLE TO 
ADJUST 

CERTAIN 
PRESSURE 
GROUPS ARE 
ACTIVE IN 
THE RESIST-
ANCE 

YOUTH WORKERS 
ARE POWERFUL 

APPROACH 

EDUCATION+ 
COMMUNICA-
TION 

PARTICIPATION 
+ 

INVOLVEMENT 

FACILITATION 
+ 

SUPPORT 

NEGOTIATION 
+ 

AGREEMENT 

-COERCION 
-FORCE 

ADVANTAGES 

ONCE PERSUAD-
ED PEOPLE WILL 
OFTEN COOPER-
ATE 

-COMMITMENT 
TO IMPLEMEN-
TATION 
-SHARING OF 
RESPONSIBI-
LITIES 

HIGHLY SUITED 
WHEN CHANGE IS 
UNFAMILIAR AND 
REQUIRES PEO-
PLE TO ADJUST 
CONSIDERABLY 

EASY WAY TO 
AVOID MAJOR 
RESISTANCE 

-SPEEDY 
-CAN OVERCOME 
ANY FORM OF 
RESISTANCE 

DEMERITS 

TIME-CONSUMING 
ESPECIALLY IF 
MANY PEOPLE 
INVOLVED 

COULD BECOME 
TIME-CONSUMING, 
CLASH OF INTER-
ESTS MAY DISTO-
RT PARTICIPAT-
ION 

-TIME-CONSUMING 
-RISK ORIENTED 

PROJECT OBJECT-
IVES MAY HAVE 
TO BE ALTERED, 
PURPOSEFULNESS 
OF PROJECT MAY 
REDUCE 

-NOT LONG LAST-
ING 

-ONLY SUITED 
FOR THE SHORT 
TERM CHANGE 
-CAN DESTRO Y 
RELATIONSHIPS 



2-IV-l 

CONTENT UPDATE-IV 

A MODEL ON PLANNED CHANGE 

H.J.Leavitt suggest s a  mode l whic h ca n hel p desig n 

change an d introduc e i t successfull y i n organisation s 

(including communities) . Th e mode l incorporate s fou r 

interdependent, interacting elements as shown below. 

The diagram indicates that in case it is contemplated 

that new objectives or new TASKS are to be undertaken, it 

cannot b e change d independently . Th e othe r thre e 

interlinked elements must also be modified correspondingly. 

They are: 

PEOPLE (Attitudes, Values, Motivation, etc), TECHNOLOGY 

(expertise, resources , etc ) an d STRUCTUR E (Powe r 

relationships, Authority , Leadership , etc) . This i s a 

necessary conditio n t o successfu l performanc e o f th e ne w 

tasks. 
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This implie s tha t whil e castin g plan s a  mor e 

comprehensive approach must be selected. Onl y introducin g 

new tasks in a plan is not adequate. Correspondin g changes 

in PEOPL E (Training , Participation , etc) , in STRUCTUR E 

(Leadership) an d i n TECHNOLOGY (Training , Resources, etc) 

must also be incorporated in the plan. 

It is beyond the scope of this package to elaborate 

these concepts. 'Managing Change' demands a  wide variety of 

skills and techniques which need to be presented through a 

separate package or programme document. 



SELF-LEARNING PACKAG E 
AND 

TRAINEE'S ASSIGNMENT S 
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P L A N N I N G 

Before th e youth worke r or youth leader can organis e 

and lea d his group, h e must make plans. Thes e plans will 

provide the purpose for which he will organise and lead. 

PLANNING is the basic process by which 

(i) goal s o r objective s for projects ar e selecte d (o r 

formulated) and 

(ii) approaches for achieving these goals and objectives are 

determined. 

In other words a plan provides purpose and direction to th e 

group undertakin g th e project . Thi s i s don e throug h 

obtaining answers to four basic questions. 

Irrespective o f th e natur e o r typ e o f th e project , 

PLANNING is a basic requirement in managing the project. I t 

should not be avoided for reasons mentioned later. Manager s 

who commit themselves to action without planning would soon 

find that they are wasting their time and their actions are 

leading to o r resulting in poor outcomes. Idea s that are 

* WHA T NEEDS TO BE DONE ? 

* WHE N DOES IT NEED TO BE DONE ? 

* HO W IS IT TO BE DONE ? 

* WH O IS TO DO IT ? 
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not accompanie d b y definit e way s t o utiliz e the m hav e n o 

practical effect. 

Planning provides many advantages. 

* Plannin g provides definite ways for utilising ideas and 

for putting them into practice. 

* Plannin g provide s mean s fo r committin g resource s to 

reach desired objectives (targets , goals). 

* Plannin g help s t o reduc e th e uncertaintie s associate d 

with certai n project s an d certai n activitie s i n 

projects. 

STEPS IN PLANNING PROJECT 

A. OBJECTIVE S OF PROJECT 

The objectives constitute the precise description 

of the anticipated outcomes of the Project. I n other words 

they are the terminal or end events of the project. 

Objectives are also referred to as Goals or Targets 

occasionally. 
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ILLUSTRATIONS: 

1. Fo r a project - Organizin g a Youth Peace March', th e 

objectives could be:-

"Four hundre d yout h woul d reac h destinatio n 'D' 

(terminal poin t o f march) by 4.00 p.m. o n Saturday , 

19th July after a Peace March and plant ten peace flags 

in the square at destination D". 

2. If , on the other hand, a project on 'Social Forestry' 

is considered, then there would be multiple objectives 

or terminal events like -

- "In eleve n hectare s o f waterlogge d lan d nea r th e 

water tank , a  variety of trees will be planted as per 

directions of the Forests Department, during the last 

week of December 1990". 

- "Each child in the village will assure survival of at 

least one planted fruit bearing tree in the garden of 

their house during the course of 1990". 

- "For each tree cut in the village, at least five new 

trees shall be planted within a week of the cutting of 

the tree". 

There are certain characteristics which objectives must 

possess. Tha t is when objectives are set (or written) 

these characteristics must be clearly projected in 

them. 
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CHARACTERISTICS O F OBJECTIVE S 

-The objective must be specific and precise (a ) 

(as opposed t o vague, broad) . 

-The objective must be measurable o r at leas t (b ) 

observable. It s achievement must be clearl y 

noticeable (Objective s are generally tangible) . 

-The objective mus t describe the termina l even t (c ) 

of the project (a s against a starting poin t o r 

an intermediat e stage) . 

-The objective must be relevant to or must (d ) 

clearly reflec t the purpose o f the project. 
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ILLUSTRATION 

Consider an objective -

'Four hundred youth would reach Destination ' D b y 4.00 p.m. 

on 10-7-89 after a Peace March and plant ten peace flags at 

the square opposite to 'D'. 

The presence of the characteristics i n this objective s 

could be explored thus: 

RELEVANCE - Yes. Th e purpose of the project was PEACE MARCH 

by youths and the objective reflects this. 

DESCRIPTION O F TERMINA L EVENT S -  The plantin g o f te n flag s 

after reachin g destinatio n 'D'  i s the en d activit y o f th e 

project. 

SPECIFICITY -  Th e descriptio n i s specifi c an d no t vague . 

There are also limits to which we ca n stretc h specificity . 

For example each of the ten flag s need not be detailed ou t 

in th e objective . Wha t i s importan t i s tha t anyon e 

interpreting the objective must derive the same meaning from 

it as any other . 

MEASURABILITY, TANGIBILIT Y -  Measure s o r 'Observabl e 

Indicators' include d i n th e objectiv e ar e destinatio n D , 

planting 10 flags. 
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ASSIGNMENT-ONE 

Given belo w i s a n objectiv e o f a  project . Tic k 

appropriately to indicate which characteristics are present 

in it. Restat e the objective to incorporat e al l the fou r 

characteristics mentioned. Chec k your conclusions with the 

Tutor. 

PROJECT - SKILLS TRAINING FOR VILLAGE YOUTH 

OBJECTIVE - Twenty youth will be provided skills training 

on repairing agricultural implements. 

Tick appropriately to indicate the characteristics possessed 

by the objective. (The tick must be placed in the box). 

RELEVANCE DESCRIPTION OF TERMINAL POINT 

PRECISE DESCRIPTION MEASURABILITY 

RESTATED OBJECTIV E 
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(B) DEFINING THE CURRENT SITUATION 

Consider the following description of the current state 

of affairs at a location in which a project is contemplated. 

The community is located near a posh and expensive locality 

of City 'C'. I t is one of the many slums around the area. 

There are about 12 5 familie s i n the community. O f these 

many are construction workers, scavengers and sweepers who 

are engaged in the most menial typ e of work. Ther e are 30 

young people living in this community. Th e youngsters ar e 

either employed or are studying in schools and colleges or 

unemployed. 

This description appears to include some quantitative 

and qualitative information which details out and provides 

some form of a picture of the starting point in the project 

or the current state of affairs. 

However on reading the para one may conclude that the 

information i s inadequat e particularly i f the project i s 

'TRAINING YOUTH FOR SELF EMPLOYMENT'. This conclusion i s 

logical sinc e on e mus t kno w ho w man y nee d th e 

training; what their aptitudes and interest s are; whether 

there is potential for small scale business and industry in 

the locality; and such other information. T o obtain such 

relevant information a set of preliminary search or surve y 

operations will have to be performed. 
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Now, i n the context o f the need fo r comprehensiv e 

information here is another sample -

PROJECT - A QUESTION OF MARRIAGE DOWRY 

The group first made a survey of feelings of the people 

about dowry. The y found that only people who had more money 

(the well to do) supported i t but about 70 % of the rural 

community did not want it. Bu t those who did not like dowry 

felt the y ha d t o follo w th e traditio n du e t o socia l 

pressure. 

Next th e grou p calle d a  meetin g o f th e peopl e wh o 

disapproved of the dowry system. A  discussion was held on 

the consequences of giving and taking dowry. Ou t of this 

meeting emerged a  consensus fo r a project of (a ) avoiding 

dowry (b) sharing marriage expenses in the community. 

70% o f th e villag e familie s agree d t o joi n an d 

contribute toward s the project under the guidanc e o f a 

special group 1 consistin g of a few youth workers and few 

village elders . Th e specia l grou p wa s give n th e 

responsibility for keeping the project concept alive and for 

community participation and contribution to each marriage. 
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In thi s sampl e a  se t o f preparator y step s hav e bee n 

described whic h provid e som e ide a o f th e preparator y 

activity tha t occurre d befor e th e projec t started . A s a 

matter o f fac t th e objective s appeare d t o ge t finalise d 

during the preparatory activity. On e noticeable facto r is 

that ther e i s a clea r lin k between projec t objective s an d 

the current situation. 

What are the dimensions that could be used to describe 

the current situation? A  set of dimensions are given below. 

One or more of them could prove adequate. Th e whole poin t 

is that jus t as objectives presen t a  clea r pictur e o f th e 

end of the Project', there must also be a clear picture of 

the beginning, i.e. the Current Situation. 

LOCATION, 
DETAILS, 
DISTANCES 

CLIMATIC 
INFORMATION 

LOCAL 
RESOURCES 
AVAILABI-
LITY 

EARLIER 
EXPERIENCES 
THE CONTEXT 
DEVELOPMENT 
OTHER 
ACTIVITIES 

IN 
OF 
AND 

POPULATION, 
SOCIO-
ECONOMIC 
CATEGORIES 

CATEGORI-
SATION OF 
PEOPLE ON 
THE BASIS 
OF INTEREST, 
NEED 

AGE DIFFER-
ENCES AND 
CATEGORIES 

POTENTIAL FOR 
DEVELOPMENT IN 
THE GEOGRAPHIC 
AREA 

PREPARATORY 
ACTIONS 
UNDERTAKEN 

NATURE OF 
YOUTH GROUP 
AND 
VOLUNTEERS 

GOVERNMENT AND OTHER 
AGENCIES ENGAGED IN 
ASSOCIATED FUNCTIONS 
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ONLY THOSE DIMENSIONS WHICH ARE NEEDED T O DESCRIB E TH E 

RELEVANT CURRENT SITUATION MUST BE SELECTED. RELEVANC E OF 

THE CURRENT SITUATION IMPLIES ITS LOGICAL LINKS WITH PROJECT 

OBJECTIVES. 
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ASSIGNMENT-TWO 

For th e give n projec t objective , yo u hav e t o selec t 

dimensions from above which would be relevant to describin g 

the current situation or starting point of the project. 

PROJECT OBJECTIV E - Youth group will assist members of th e 

community t o complete a small primary school play field b y 

the end of December 1989 through voluntary work. 

RELEVANT DIMENSIONS 

(1) (2) 

(3) (4) 

(5) (6) 

(7) (8) 
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(C) DEVELOPING AN ACTIVITY SET 

The figure in the adjacent 

space describes the two 

steps that have been 

elaborated so far in this 

Chapter on PLANNING. 

The gap between th e start and finish has to be bridged 

through a set of activities which shall help people involved 

to traverse through the project. 

The basic logic underlying this step can be explained 

as follows:-

(B) 

START 

(BEGINNING 

POINT) 

CURRENT 

SITUATION 

(A) 

FINISH 

(TERMINAL 

POINT) 

OBJECTIVE/S 

(i) A  set of activities are needed to move from start to 

finish. 

(ii) Thes e activities are linked with each other through a 

set o f dependenc y relationships . Som e action s 

follows others , som e preced e others , an d som e ca n 

occur simultaneously. I t is preferable to derive the 

logic i n pla n an d follo w thi s logi c durin g 

implementation. 

(iii) Unles s all these activities get completed the project 

will not end. 
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ILLUSTRATION 

Project Objectiv e -  Developin g a  youth grou p t o the 

point where it undertakes specific development activity like 

running an adult literacy camp. 

STARTING POIN T -  Communit y consist s o f 12 0 families ; 60 

Adults need functiona l literac y and ar e willing t o attend 

evening classes during summer; Youth group consists of eight 

volunteers. 

Resources availabl e -  Schoo l building ; printe d resource s 

from voluntar y agency ; traine r fo r yout h grou p fro m 

Government. 

ACTIVITY SET 
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The ILLUSTRATION present s a n activity se t which satisfie s 

all the conditions mentioned earlier. 

(i) Ther e are a set of activities from start to finish. 

(ii) Th e activitie s ar e linke d wit h eac h other . Fo r 

example (a ) is followed by (b ) , (b) by (c ) and so 

on. Only (d) and (e) are concurrent activities. 

(iii) Th e logi c o f th e sequencin g o r dependenc e o f 

activities is clear, since their order of completion 

will definitely allow the traverse from the START to 

the FINISH of the Project. Th e activity set is also 

relevant t o bot h th e projec t objectiv e an d th e 

description of the current situation. 
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ASSIGNMENT THREE 

A description of some functions of a youth worker is given 

below. Ca n you (a) decide the youth worker's objectives (b) 

construct an activity set for him, from the description. 

No communit y wor k ca n b e successfu l withou t a  soun d 

relationship betwee n th e worke r an d th e community . Th e 

worker use s hi s relationshi p fo r makin g th e yout h grou p 

accepted b y th e community . Fo r thi s h e ha s t o hav e 

comprehensive knowledg e abou t th e problems , need s an d 

interests of the community as well as the youth group. Th e 

worker constantly strive s fo r motivating th e communit y t o 

recognize youth potential. 

The youth worker also strengthens th e youth group. H e 

then prepares i t to take part i n community developmen t 

activities. Her e the consent of the community is essential 

and the youth worker waits till such consent is available. 

PROJECT-OBJECTIVES 

(a) 

(b) 
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ACTIVITY SET 

NB -  Th e activit y se t whic h yo u coul d deriv e fro m th e 
descriptions may prove inadequate to assist the youth worker 
accomplish the two objectives mentioned in the description. 
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Chapter-3 o n NETWOR K ANALYSI S wil l exten d th e 

discussion o f activit y set s an d incorporat e man y mor e 

necessary details. Fo r the purposes of this Chapter this 

brief introduction is adequate. 

(D) RESOURC E AND SUPPORT NEEDS 

Various kind s o f resource s -  MANPOWER, FINANCE , RAW 

MATERIALS, PRINTED INSTRUCTIONA L RESOURCES, VISUAL MEDIA , 

etc.- are needed fo r the performance of the activities in 

the set. Thes e are estimated in advance during planning for 

three reasons. 

-They ca n be procured an d made availabl e fo r each 

activity at the right time and in the right quantity. 

-In case resources are in short supply o r inadequat e 

then certain decisions like either reducing the scope 

of the objectives, or slowing down or postponing the 

project til l resource s ca n b e generated , hav e t o be 

taken. 

-Preventive and contingent actions for avoiding delays 

in resources availability can be thought of (discussed 

in detail in Chapter-6). 

The firs t reason is crucial for projects which require 

resources o f eithe r a  wid e variet y ( a 'clea n th e slum ' 

campaign o r 'establishin g a  smal l servic e centre ' woul d 

require multifarious resources) or in which resources from 

external agencie s ar e t o b e procure d (adul t literac y 
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programme ma y requir e print , audi o visua l resource s an d 

models whic h ar e prepare d b y certai n Governmen t an d 

Voluntary agencies) . Plannin g reduce s th e uncertainty i n 

acquiring such resources since we can anticipate in advance 

the nature and quantity of resources needed. 

On th e othe r han d th e secon d reaso n i s usuall y 

associated wit h lon g ter m projects , which woul d deman d a 

variety o f resources at regular interval s fo r a prolonged 

time span. I f a school building is to be constructed for a 

community or a child immunisation campaign is to be launched 

in a large number of villages and the project is likely to 

take about 2 years or more, the resources needed may not be 

all available at the very start o f the project . 

Sometimes yout h group s hav e t o depen d o n expert s o r 

expert support from other agencies, like a team of doctors 

for handling an immunisation programme, or a few engineers 

to help dig tubewells, or a group of experienced trekkers to 

guide an adventure trek . Her e agai n i t i s preferable t o 

fix up' the availability of the experts in advance. 

One very important resource is TIME. Targe t dates for 

project completio n an d approximat e duratio n fo r eac h 

activity in the set are included in the plan. Th e starting 

date i s normally fixe d b y working 'backwards 1 fro m th e 
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target dat e fo r completio n i f th e activit y duration s ar e 

known or can be estimated. 

The next chapter on NETWORK ANALYSIS elaborates the use 

of time as a resource and related concepts in detail. 
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ASSIGNMENT-FOUR 

For the activity set you have finalized in Assignment -

Three, determin e th e natur e o f resource s neede d fo r each 

activity. Als o identif y suppor t fro m externa l agenc y 

required for activities. You r answers may be written down 

in the spaces provided. Chec k your answers with your TUTOR. 

INDIVIDUAL 
ACTIVITIES IN 
THE SET 

RESOURCES NEEDED 
MAN-
POWER 

FINANCE OTHERS 
NATURE OF 
SUPPORT FROM 
EXTERNAL AGENCY 
REQUIRED 
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THE OTHER STEPS IN PLANNING 

There ar e tw o additiona l step s (mor e tha n th e fou r 

mentioned) i n plannin g whic h ar e onl y t o b e briefl y 

mentioned in this Chapter. 

One step which normally makes it appearance after step 

C (Activit y Set ) o r afte r Ste p D  (Resourc e an d Suppor t 

Needs) i s known a s Potentia l Proble m Analysis . This ste p 

emphasizes th e nee d t o anticipat e i n advance , durin g 

planning itself , th e problem s tha t ca n aris e durin g 

implementation o f th e plan . A n analysi s o f thes e 

anticipated problems leads to the identification of actions 

which can prevent these future (o r potential) problems or 

reduce their impact. Thes e preventive actions are appended 

to th e activit y se t i n th e pla n a t th e righ t location s 

(before the anticipated proble m i s expected t o occur) . 

Chapter-6 of this document is totally devote d to POTENTIAL 

PROBLEM ANALYSIS. 

The othe r ste p i s a sor t o f fina l ste p which come s 

after (D). This step deals with developing infrastructures, 

and allocatin g specifi c function s to different members of 

the team which undertakes to manage the project. Chapter- 8 

on ORGANISING FO R IMPLEMENTATIO N extend s this concept and 

presents some illustrations. 
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BARRIERS TO EFFECTIVE PLANNING 
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FLEXIBILITY IN PLANS 

Certain project s associate d wit h Yout h Welfar e an d 

Development o r with Communit y Developmen t appea r ambiguou s 

and uncertai n i n term s o f achievement . Thi s i s becaus e 

experience i n these areas of work i s very thin ' and ther e 

are a  numbe r o f extraneou s (environmental ) factor s beyon d 

the contro l o f th e planner s o r implementer s whic h coul d 

intervene an d distur b progres s i n projects . Unde r th e 

circumstances instea d o f assuming tha t a  plan onc e made i s 

to be rigidly adhere d t o i n implementation , i t i s possible 

to think of a more practical alternative which i s indicate d 

below diagrammatically. 
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PLANNING AND IMPLEMENTATION 

A majority of past experiences i n the field of social 

development reveals that implementation deviates frequently 

from plan. Eve n though plans are formulated meticulously, 

with grea t care , implementatio n o f thes e plan s present s 

difficulties and gets distorted at times. 

It i s observe d tha t plan s ar e linke d wit h 

implementation, on e mad e fo r th e othe r t o occur . Without 

implementation th e objective s considere d i n th e pla n ca n 

never be accomplished. Thi s relationship also suggests that 

the mor e comprehensiv e th e plan , th e les s wil l th e 

implementation deviate from the plan. Henc e the first need 

undoubtedly i s fo r detailed an d thoroug h planning , takin g 

care not to miss an y step . (Remembe r that apar t fro m th e 

four steps, two more have been suggested in planning.) 

Many of these steps have been elaborated later in subsequent 

chapters. 
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ASSIGNMENT-FIVE 

A cas e descriptio n entitle d 'Th e Far m Yout h Programm e 

of Malaysia' (by Mr.A.H.Ahmed) has been provided to you. 

Participants, working in groups, will for a proposed simila r 

project (o r the project in the case assuming that it has yet 

to occur.): 

(a) Identif y the objectives 

(b) Provid e a brief description of the current situation. 

(c) Develo p a n Activit y set , an d deplo y Resource s fo r 

different activities. 

(d) Diagnos e thre e o r fou r factor s whic h wil l ensur e 

success of th e project. 
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C A S E S T U D Y 

THE FARM YOUTH PROGRAMME OF MALAYSIA 

by Mr.Abdullah Haji Ahmad (Malaysia ) 

BACKGROUND 

The Far m Yout h Programm e (F.Y.P. O o r th e "Belia s 

Paladang" in Malay) was launche d in 1972 with the objective 

of increasin g yout h involvemen t an d participatio n i n 

agriculture for: 

(a) employmen t especially self-employment; 

(b) developmen t of a new breed of young agro-entrepreneurs; 

(c) increas e in food production; and 

(d) growt h and development of agro-based industry . 

This programm e wa s introduce d afte r considerin g th e 

following: 

(a) Th e problem s o f yout h i n societ y especiall y th e 

youth i n rura l areas ; unemployment, lac k o f opportunitie s 

for self-improvement , th e stron g tendenc y t o migrat e to 

urban area s i n searc h o f job s i n factorie s withou t havin g 

adequate preparation, and 

(b) th e nee d fo r productiv e involvemen t o f yout h i n 

national development,an d give n to p priorit y i n view o f th e 

following: 

(a) i t is a self-employment programme; 

(b) a n effort to improve the rural standard of living; 

and 
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(c) i t ha s greate r capacit y t o creat e employmen t 

opportunities. 

PROGRAMME TARGET 

In Malaysia only rura l youths who are members of youth 

clubs ar e allowe d t o participat e i n th e FYP . Becaus e o f 

limited facilities , money an d staffing the programme canno t 

include those who are not in youth clubs. Thi s strategy i s 

adopted because: 

(a) befor e th e programm e i s actuall y implemente d o n 

the ground , th e yout h wil l hav e firs t t o b e organise d t o 

facilitate briefing on the programme by youth officers. I f 

they are already organized then contacts can be made through 

their clubs; 

(b) i t is good to involve youth clubs because i t will 

give the m a n opportunit y fo r participation a t planning an d 

implementation levels through their elected representatives; 

(c) a  sense o f responsibilit y fo r succes s o r failur e 

of th e programm e i s create d amon g yout h leader s throug h 

their participation; 

(d) channelin g of facilities and financial grants will 

be easier; 

(e) follow-u p action especially fo r evaluation o f the 

programme will be easier. 
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It i s hope d tha t yout h club s i n thi s rol e wil l b e 

catalystic i n causing a  faste r rat e o f agro-developmen t i n 

the rural areas. 

In this regard, the FYP is on record for the major role 

it has in bringing about and assisting in the development of 

the Gree n Boo k Programm e launched by th e Governmen t o f 

Malaysia. 

THE GREEN BOOK PROGRAMME AND THE FYP 

The Gree n Boo k i s a  majo r effor t b y th e Malaysia n 

Government to  organiz e thos e i n agricultur e wh o receiv e 

Government aids at the grass-roots on the on e han d an d th e 

Government agencies on the other fo r a better collaborativ e 

effort in bringing about accelerated agro-development. 

The Green Book Plan (Secon d Phase) was launched i n 1976 

at the beginning o f the Third Malaysia Pla n with a  revise d 

aim for higher achievements: 

a) t o increas e the incom e of farmer s a s a  means o f 

eradicating poverty; 

b) t o increase the country's agricultural productio n 

by stages; 

c) t o continue backyard gardening programm e fo r home 

consumption. 
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The launching of the Green Book Programme has assisted 

in the expansion of the FYP from a small programme with an 

annual budget of les s than half a  million t o a Five-Year 

Development Programm e wit h a  budge t o f $1 3 millio n 

Malaysian. Thi s certainly i s a remarkable success for the 

FYP. Thi s success is not entirely from the point of view of 

budgeting. It  i s also a result of the very achievements of 

the programme itself . Whe n the programme was launched in 

1972 it had only 131 youth projects with 34 4 youths fully 

employed bu t i n 197 4 i t had 52 7 project s employin g 3,80 4 

youths on it and by the end of 1975 there were 886 projects 

giving full time employment to 7,378 youths. 

ADMINISTRATION OF THE FYP 

The overal l responsibilit y fo r plannin g an d 

implementation o f th e programm e ha s bee n give n t o th e 

Ministry o f Culture , Yout h an d Sports . Fo r effectiv e 

implementation especiall y a t th e grass-roo t level , a 

committee system at all levels was therefore introduced to 

serve as a coordinating body between th e various existin g 

government agencies concerned for the channeling of services 

and monitoring the programme of implementation. Sinc e the 

launching of the Green Book Programme the Ministry officials 

directly supervisin g th e programm e wor k withi n th e 

administrative machinery of the GBP. 
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FINANCING THE PROGRAMME 

The financing of the Programme is a critical aspec t of 

planning. Th e money comes from the government. Bu t in view 

of the fact that money is provided fo r the services alread y 

assigned t o variou s Governmen t agencies , som e for m o f 

financing will therefore have to be advise d t o ensure tha t 

the programm e wil l no t suffe r becaus e o f uncertaint y 

regarding wh o i s to financ e wha t aspec t o f th e programme . 

In thi s respec t th e Ministr y o f Culture , Yout h an d Sport s 

undertakes to provide the following: 

a) Subsid y i n the form of an initial grant for those 

who are starting the project. Onl y part of the total cos t 

of starting the project will be provided; 

b) Buyin g o f tractor s an d othe r agricultura l 

implements for the projects; 

c) Subsidie s to assist those who wish to expand their 

projects. Subsidie s ar e onl y give n o n th e basi s o f th e 

working paper provided; 

d) Initia l grant s fo r agricultura l relate d projects , 

such as processing of agricultural produce. 

Since on e o f th e aim s o f th e FY P i s t o creat e self -

employment fo r th e youth s b y developin g agro-base d 

businesses, th e Ministr y wil l als o hav e t o financ e al l 

projects o f suc h natur e undertake n withi n th e Programme . 

The othe r aspect s o f th e FY P project s wil l hav e t o b e 

financed by the other agencies. 
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GENERAL OBJECTIVE 

The participan t wil l fo r a given short-ru n project , 

prepare a n activit y network , determin e projec t 

duration an d critica l path , fre e an d tota l float s o f 

activities i n th e network . 

SPECIFIC OBJECTIVES 

The participant will -

(a) Identif y activitie s tha t constitut e project s i n 

which he would be involved. 

(b) Develo p dependencies between the activities on the 

basis o f logi c an d translat e a  se t o f 

interdependent activitie s int o a  networ k usin g 

relevant norms and rules. 

(c) Fo r given or assumed activity durations, determine 

Earliest Star t an d Finis h Time s an d Lates t Star t 

and Finish Times for each activity in the network. 

(EST, EFT, LST AND LFT). 

(d) Fro m the information available in (c ) above,locate 

Critical Path, determine Fre e and Total Float s of 

activities. 

(e) Give n a  networ k wit h complet e informatio n a s 

described abov e i n (d ) , lis t ou t th e precis e 

implications o f Critica l Path , Fre e an d Tota l 

Floats an d othe r suc h informatio n i n th e 

implementation of the network. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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NETWORK ANALYSIS 

THEME OF THE CHAPTER 

Network Analysi s i s a  techniqu e associate d wit h 

Planning. I t i s normally employe d afte r th e objectives an d 

current situatio n o f a  projec t hav e bee n finalised . Th e 

activity se t whic h i s necessar y t o travers e fro m curren t 

situation to objectives can be presented diagrammatically in 

the form of networks. Such networks are very useful for : 

scheduling project in detail 

specifying and providing resources 

following up on project progress. 

Amongst th e man y technique s availabl e fo r networ k 

analysis, th e on e chose n i n thi s Chapte r i s know n a s 

CRITICAL PATH METHOD (CPM) . 

PREREQUISITES 

(a) Thi s Chapter has to be take n up onl y afte r completio n 

of the Chapter on Planning (Chapte r - 2) . 

(b) Bot h th e Tuto r an d th e participant s must-b e familia r 

with the self-learning mode. 

(c) Th e Tuto r shoul d hav e sufficient expertis e i n : 

(i) decomposing a  projec t objectiv e int o an activit y 

set, and 

(ii) establishin g th e inter-dependenc y betwee n 

activities through logic. 
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(d) Th e participant s shoul d hav e experienc e i n managin g 

youth programmes. 

(e) th e Tutor should be familia r with : 

- guiding self learnin g of participant s 

- conductin g individua l an d group assignments. 

PREPARATORY ACTIVITIES FO R TUTO R 

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

Learning Experience s o f th e Chapte r includin g 

assignments. 

(b) Th e Tuto r shoul d hav e studie d Reference s 2  an d 3  an d 

solved som e sample exercises. 

(c) Th e Tutor shoul d hav e prepared an d analyse d a t leas t 3 

networks fo r projects managed by him . 

(d) Th e Tutor should kee p i n mind the specific instruction s 

provided i n the Chapter at various places. 

INSTRUCTIONAL GUIDELINE S 

(a) Th e Chapte r consist s o f 1 1 unit s an d 1 6 exercises . 

Instructions to users (i.e . participants) ar e set fort h 

at the beginning o f the Chapter. 

(b) Th e whol e Chapte r i s i n th e Self-Learnin g mode . Th e 

expected tim e fo r learnin g th e topi c i s 1 0 1/ 2 hour s 

(minimum). The suggested break-u p i s as follows : 
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S1. Activit y Tim e in hours 
No. 

1. Unit s 1 to 4 2  3/4 

2. Us e of OHP Transparency 3.1 1/ 4 

3. Unit s 5 to 8 3 

(c) Th e Tutor will lin k this Chapter with th e appropriat e 

stage in Planning and also briefly mention the purposes 

of network analysis ( 5 to 10 minutes). 

(d) (i ) The Tuto r wil l kee p i n min d th e instruction s to 

participants give n i n the Learnin g Package . While th e 

participants would learn at their own pace, he will be 

sensitive to learning needs of participants and provide 

assistance as and when need arises. Assignment Answer s 

may be distribute d b y th e Tuto r al l a t onc e whe n th e 

participants start learning or as and when require d by 

the learners. 

(ii) The Tutor will take special care in ensuring that 

the participants learn the significance and application 

of certain difficult concepts such as dummy, total and 

free floats , decomposition o f projec t objective s int o 

activity set. 

4. Unit s 9 to 11 (except 
Exercise - Sixteen) 2  3/4 

5. Us e of OHP Transparency 3.2 1/ 4 

6. Exercis e - Sixteen 1  1/2 
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(e) Th e Tuto r ha s t o guid e th e participant s i n completin g 

Exercise -  Sixteen which i s a group exercise. The Tuto r 

is welcome t o modif y o r chang e th e projec t titles . H e 

has t o ensur e als o tha t th e grou p answe r i s 

satisfactory. 

(f) Th e Tuto r wil l us e th e OH P transparencie s 3. 1 an d 3. 2 

as pe r th e schedul e presente d earlie r t o reinforc e 

learning an d t o clarif y an y difficultie s o f th e 

participants. 

(g) Sinc e thi s i s a  self-learnin g package , i t i s no t 

essential t o have a concluding plenary session . 
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ANSWERS AND SUGGESTED RESPONSES TO EXERCISES 

EXERCISE - ONE 

(i) Even t representing end of an activity is allocated 

a higher numeral than the event for the beginning 

of the activity. 

(ii) Activitie s ar e represente d b y letter s o f th e 

alphabet. 

(iii) Mor e than one activity may start from an event. 

(iv) Mor e than one activity may end at an event. 

(v) Activitie s B and D may be performed concurrentl y 

(i.e. at the same time).They are known as parallel 

activities. 

(vi) Even t numbers are not repeated. 

(vii) Activit y names are not repeated. 

The participant may proceed to the next unit if he has 

identified at least two of the above conclusions. 
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EXERCISE - TWO 

ACTI- STAR T EN D DEPEND S ACTI - STAR T EN D DEPEND S 
VITY EVEN T EVEN T O N VIT Y EVEN T EVEN T O N 

A 

B 

C 

D 

E 

F 

EXERCISE 

1 

1 

1 

2 

3 

4 

2 

4 

3 

5 

6 

7 

THREE 

J, 

-

-

-

A 

C 

B,K 

G 

H 

I 

J 

K 

-

4 

5 

6 

2 

3 

-

6 

7 

7 

4 

4 

-

J,B,K 

D 

G,E 

A 

C 

-
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EXERCISE - FOUR 

(a) The networ k 

should end with 

only one event. 

Network should 

end wit h onl y 

one event and an 

activity should 

have it s en d 

event numbered 

higher than its 

start event. 

(b) 



An end event of 

an activit y 

should b e 

numbered higher 

than it s start 

event an d tw o 

activity lines 

may not cros s 

each other. 

There shoul d 

not b e tw o 

nodes havin g 

the same number 

and criss -

crossing o f 

activity lines 

should b e 

avoided. 

3 - v i i i 

(c ) 

(d ) 
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EXERCISE - FIVE 

EXERCISE - SIX 
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EXERCISE - SEVEN 

The Tuto r wil l collec t th e suggestion s fo r improvin g th e 

match betwee n th e activitie s an d th e objectiv e fro m th e 

participants, scrutinise them and present to the participant 

group the acceptable suggestions. 



3-xi 

EXERCISE - EIGHT 

SYMBOL 

A 

B 

C 

D 

E 

F 

G 

H 

I 

K 

L 

DEPENDS ON 

A 

A 

C 

B 

B,D 

F 

B,D 

E,G,H,L 

F 

K 

The network for this project is given below. 
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EXERCISE - NINE 

The set of activities fo r the Drug Addictio n Campaig n i s 

given below. 

A Devisin g Illustration for newspaper 
advertisement -

B Writin g the accompanying text for illustration 

C Makin g half-tone blocks A, B 

D Sendin g blocks to newspapers C, E 

E Negotiatin g contract for press advertising 

F Designin g poster 

G Printin g poster F, H 

H Contractin g for printing poster 

I Distributin g poster G 

J Preparin g script for television film 

K Negotiatin g contract with the film company 

L Completin g film J, K 

M Sendin g films to the programme company L, N 

N Reachin g agreement with the programme company 

P Arrangin g a press conference D,I,M, R 

Q Agreein g upon date for launching the campaign 

R Drawin g a detailed plan of the campaign Q 

Act. 
Name 

Activity Description Depends on 
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NOTE :  TUTO R WIL L CLARIF Y T O TH E PARTICIPANT S THA T THE 

ALPHABETS REPRESENTIN G ACTIVITIES NEED NOT BE IN 

SEQUENTIAL ORDER . 
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EXERCISE - TEN 

The Tutor will collec t al l suggestion s -  eliminations, 

additions, combinations o f activities, modifications, etc. 

of th e participants , scrutinis e the m an d presen t th e 

acceptable suggestions. 

EXERCISE - ELEVEN 

PROJECT DURATION 

=25 days 
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EXERCISE - TWELVE 

(a) 

(b) 

Non-critical Activities: C,F,D, G and H 

Total Float (days ) Non-critical 
activities 

C 

F 

D 

G 

H 

6 

6 

1 

1 

1 

(c) Path Total Float (days ) 

A-C-F-I 

A-D-G-H-I 

6 

1 

EXERCISE - THIRTEEN 

Total float = LPO of succeeding event - EPO of 

preceding event - duration of activity. 
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EXERCISE - FOURTEEN 

Activity Duratio n ES T EF T LS T LF T Fre e Tota l 
in days Floa t Floa t 

A 

B 

C 

D 

E 

F 

G 

H 

I 

J 

K 

L 

4 

18 

2 

4 

9 

1 

7 

3 

2 

2 

5 

4 

0 

0 

4 

4 

4 

8 

8 

8 

15 

17 

15 

20 

4 

18 

6 

8 

13 

9 

15 

11 

17 

19 

20 

24 

0 

6 

6 

4 

13 

17 

8 

12 

22 

18 

15 

20 

4 -

24 6  6 

8 2  2 

8 -

22 -  9 

18 9 

15 -

15 4  4 

24 2  7 

20 1  1 

20 -

24 

Critical Pat h i s A-D-M-G-K-L = 24 days, where M i s a dummy 

activity. 
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EXERCISE - FIFTEEN 

(a) 



(b) 

3-xviii 

Activity Duratio n ES T FF T LS T LF T F F T F 
(Days) 

1-2 

1-3 

1-4 

2-4 

2-5 

3-6 

4-6 

5-7 

6-7 

6-8 

7-8 

8-9 

4 

12 

10 

9 

5 

9 

10 

10 

0 

8 

10 

6 

0 

0 

0 

4 

4 

12 

13 

9 

23 

23 

23 

33 

4 

12 

10 

13 

9 

21 

23 

19 

23 

31 

33 

39 

0 

2 

3 

4 

8 

14 

13 

13 

23 

25 

23 

33 

4 

14 

13 

13 

13 

23 

23 

23 

23 

33 

33 

39 

0 

0 

3 

0 

0 

2 

0 

4 

0 

2 

0 

0 

0 

0 

3 

0 

4 

2 

0 

4 

0 

2 

0 

0 

(c) CRITICA L PATH IS 1 - 2 - 4 - 6 - 7 - 8 - 9 
and PROJECT DURATION = 39 Day s 

(d) Th e new CRITICAL PATH is 1 - 2 - 4 - 6 - 8 - 9 
and new PROJECT DURATION =40 Days . 
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EXERCISE - SIXTEEN 

It is suggested tha t this fina l exercis e o f the Structure d 

Assignment be done in groups of 4-6 participants. Each group 

will selec t a  differen t project : Th e lis t o f th e project s 

suggested may be increase d b y the Tutor, i f he s o desires. 

The suggeste d duratio n o f grou p wor k i s on e an d a  hal f 

hours, but the Tutor may provide more time if the groups are 

unable to  complet e th e exercis e i n th e allotte d time . Th e 

Tutor wil l reques t spokesma n o f eac h grou p t o presen t th e 

group analysis in a plenary session. The Tutor will finall y 

suggest the improvements that could be brought about i n the 

group analyses. 
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NETWORK ANALYSIS 

INSTRUCTIONS TO USERS 

This is a self-instructional package. You are expected 

to learn from it primarily throug h you r own efforts. 

The Tuto r wil l b e availabl e fo r guidanc e an d 

clarification. 

The topic "Networ k Analysis" has been divided int o a 

number of units and each unit has been provided with a 

title. You are advised to proceed unit by unit. 

As part of learning each unit, you will be required to 

understand th e uni t an d attemp t exercises . Yo u ar e 

expected t o chec k you r answer s wit h th e Tutor . Th e 

Tutor may either suggest that you go through the unit 

again or that you proceed to the next unit. 

You are now welcome to start the module. 

GOOD LUCK ! 
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UNIT - 1 ACTIVITIE S AND EVENTS 

What is a network? 

A network i s a diagrammatic representation of all jobs that 

need t o be carried ou t i n the implementatio n o f a  projec t 

and provide s informatio n abou t ho w th e variou s job s ar e 

interrelated wit h on e another . I n othe r words , i t i s a 

graphic representation of a project plan. 

Networks have two significant features. These are: 

(a) ACTIVIT Y 

represented by an arrow 

(b) NOD E or EVENT 

represented by a circle 

The physical meaning associated with these two terms can be 

derived from the following description. 

Writing a  pag e i s a n activity . However , th e instan t o f 

starting to write the page and the instant of completing i t 

are events . Activitie s involv e action s an d operation s an d 

consume time. They may continue for hours, days, or months. 

On the other hand an event i s a momentary o r instantaneou s 

occurrence. I t occupie s n o tim e bu t i t identifie s th e 

beginning or end of an activity. The instant of beginning a 

meal an d th e instan t o f completin g th e mea l ar e events , 

while the act of eating the meal itself is an activity. 
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1 an d 2  ar e EVENT S an d A  i s th e ACTIVITY . Th e even t 1 

denotes the beginning o f the activity A an d 2  denotes th e 

end. The arrow head is always placed alongside the end node. 

When more than one activity i s considered i n a network th e 

diagram will appear as follows: 

The interpretation of this diagram will be: 

a) 2  denote s th e en d o f th e activit y A  an d als o th e 

beginning o f B . Hence , B  canno t star t unti l A  i s 

completed. 

b) Th e activities A, B, and C are i n sequence. So are A, 

D and E. 

c) Arro w head s ar e place d a t th e en d o f th e activit y 

lines. 

d) Event s are usually identified by numerals. 

In the diagram shown below: 
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EXERCISE - ONE; 

Some more conclusions can be drawn. Can you identify them? 

Write them down below and check with the Tutor. 

(iv) 

(i) 

(ii) 

(iii) 
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UNIT - 2 INTERRELATION S BETWEEN 
ACTIVITIES AND EVENTS 

A projec t consist s o f man y activities . Som e ar e don e i n 

sequence, some are don e i n parallel . Definite 

interrelationships exis t betwee n variou s activitie s and , 

consequently, the events. An example can help you to explore 

these. 

(a) Th e project starts with the event 1  and end s with th e 

event 5. 

(b) Th e activitie s A  an d B  star t simultaneousl y fro m th e 

event 1 and are parallel to  each other . However, they 

may not end at the same time. A and B  are independen t 

of each other. 

(c) Th e activitie s C  an d F  ca n commenc e onl y whe n A  i s 

over. In other words, C and F are dependent o n A, bu t 

independent of each other. 
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(d) D  can only start when B and F are both completed. Hence 

D is dependent on both B and F. 

(e) Similarl y th e activitie s C  an d D  control th e activit y 

E. 

(f) Activit y A has C and F as its successor activities. 

(g) Activit y D has B and F as its predecessor activities. 

This can be summarised in the table given below: 

ACTIVITY STARTIN G EN D DEPEND S ON ACTIVITY/ 
EVENT EVEN T ACTIVITIE S 

A 1  2  -

B 1  3 

C 2  4  A 

D 3  4  B , F 

E 4  5  C , D 

F 2  3  A 
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EXERCISE - TWO: 

A project has the following network 

Fill u p th e tabl e give n belo w indicatin g th e dependenc y 

relations. 

ACTIVITY START 
EVENT 

END 
EVENT 

DEPENDS 
ON 

A 

B 

C 

D 

E 

F 

G 

H 

I 

J 

K 
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EXERCISE - THREE: 

On the basis of the tabl e show n dra w a  network i n the spac e 

given below: 

ACTIVITY STAR T EVENT EN D EVENT DEPEND S ON 

A 1 2  -

B 2  3  A 

C 3  4  B 

D 2  4  A 

E l  4  A 

F 4  5  C , D, E 
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UNIT - 3 RULE S FOR DRAWING NETWORKS 

Some rule s whic h ar e t o b e kep t i n min d whil e drawin g 

networks are: 

1. A  project will begin with only one event and similarly 

end with only one event. These are usually denoted as 

START of Project and FINISH of Project. 

2. Whil e numbering the network, each activity shal l start 

with an event of a number lower than that o f the end 

event of the activity. 

3. Activitie s are denoted by letters of the alphabet or by 

description like conducting a 100-m race, presenting a 

drama, etc. and designated by the node numbers at their 

two ends. 

4. Th e arrangements of activity arrows in a network should 

be such that criss-crossing of arrows is avoided as far 

as possible. 

5. A n event number or an activity alphabe t shoul d appea r 

only once in the network to avoid confusion. 
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EXERCISE - FOUR: 

The followin g ar e incorrectl y draw n network s o f projects. 

Redraw eac h networ k usina the network rules , i n the spac e 

provided. 

(a) 

(b) 



3-12 

(c) 

(d) 
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In drawing networks sometimes situations arise where between 

two successiv e event s tw o activitie s ma y exist . A n 

illustration would be : 

Since suc h a  representatio n woul d creat e confusio n an d 

difficulties i n analysis , th e representatio n shoul d b e 

modified, as follows. 

You will notic e tha t a n additiona l even t '3 ' has bee n 

introduced an d als o a  ne w activit y 'C'  ha s appeared . 

Activity C  i s called DUMM Y activity . I t ha s n o physica l 

significance, i.e. it will not consume any time or manpower 

or other resources. It is therefore a fictitious activit y 

introduced fo r th e sak e o f computationa l convenience . I f 

dummies are not used many advantages of event numbering and 

UNIT - 4 DUMM Y ACTIVITIE S 
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identity o f activitie s wil l b e los t i n project networks. 

Dummies prove very useful additions. Consider a project with 

five activitie s A , B , C , D , E . Thei r relationship s ar e 

indicated in the table. 

Can you notice the need for the dummy activity? Notice the 

placement o f th e dumm y arrowhea d t o confor m wit h th e 

dependencies. 

ACTIVITY 

A 

B 

C 

D 

E 

DEPENDS ON 

A, B 

B 

C, D 

The corresponding network would be: 
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EXERCISE - FIVE: 

Draw a network i n the spac e given below t o represen t the 

following si x activities . Activitie s A , B  an d C  ar e 

concurrent. Activity D is dependent on B , E on B , C and F 

on C . Th e projec t i s complete d whe n A , D , E  an d F  ar e 

completed. 
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EXERCISE - SIX: 

Change th e networ k give n belo w t o allo w th e followin g 

alterations. 

(a) Q  is not dependent on X 

(b) V  dependent also on Z but not on BB 

(c) P  dependent also on R 

(d) W  no longer necessary at all. 
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UNIT - 5 CONSOLIDATIO N OF LEARNING 

A consolidation step is now necessary. The essential rules or 

conventions to be adhered t o i n preparing a  network fo r a 

project may be summarised as follows: 

1. Eac h activity is represented by an arrow which starts at 

one event and finishes at another event. 

2. Eac h activity is denoted by the numbers of the events at 

its two ends. 

3. Th e even t number at the tail of an arro w shoul d be 

smaller than that at the head. 

4. Th e sequence through the network should be from left to 

right. 

5. Dumm y activities which consume no time and cost are used 

in orde r t o preserv e th e logica l sequenc e o f th e 

activities. 

6. A n activit y ma y hav e mor e tha n on e predecesso r 

activities and more than one successor activities. 
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EXERCISE - SEVEN: 

Draw the network for a project which has the following 

activities. Seek feedback from Tutor. 

Project: Slum Community Development Initiation 

Objective: Initiatin g two simple group activities for 
slum communities. 

Activity Activit y Description Immediat e 
Identification Predecessor(s ) 

A Yout h worker contacts 
different people in 
community 

B Yout h worker discusses 
welfare activities to be 
organised by youth and 
obtains acceptance from 
community 

C Dat a collection on commu-
nity by organisers and 
youth volunteers 

D Welfar e ideas generated in B , C 
meetings between organisers 
and community 

E Plan s cast for welfare areas- D 
sports club and sewing classes 

F Formatio n of infrastructure E 
for the two welfare areas 

G Selectio n of community groups A , D 
to benefit from the welfare 
areas 

H Organisin g sports club F, G 
functions and sewing classes 

I Revie w at end of year. H 

Offer suggestion s fo r improvin g th e lis t o f activitie s 
suggested above so that there is a satisfactory match between 
the activitie s an d th e objective. 
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UNIT - 6 IDENTIFICATIO N OF ACTIVITY DEPENDENCIES 

One of th e firs t operations i n network formulatio n i s the 

identification of activities which comprise the project. Once 

this is done the next step is to derive, through logic, the 

dependencies among them. This second operation is as complex 

as the firs t and demand s considerable technica l expertis e 

about the project. 
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EXERCISE - EIGHT: 

You ma y no w tr y to  identif y dependencie s fo r a  projec t 

whose activities are listed below in the column adjacent to 

the activities. And then draw the network. 

Project: ORGANISING THE COMMUNITY TO BUILD A 1\2 KM 
ACCESS ROAD, THROUGH VOLUNTARY SERVICE 

Symbol Activit y Description Depend s on 

A Yout h worker suggests project 
idea and builds a youth team 

B Yout h team contacts villagers 
through meetings and convinces 
them about project idea 

C Enginee r in nearby town contacted 
to provide technical expertise for 
converting foot track to access 
road 

D Enginee r submits plans 

E Voluntar y donation of land by 
landowners 

F Organisin g community int o work 
groups 

G Allocatio n of tasks to work 
groups 

H Collectio n of road construction 
hand implements from villagers 

I Constructio n of road 

J Inauguratio n of road 

K Fund s raised for refreshments 

L Refreshment s arranged for 
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UNIT - 7 IDENTIFICATIO N OF PROJECT ACTIVITIES 

As mentioned earlier the first step in formulating a project 

network i s to identif y various jobs involved. While i t is 

easy to provide an overall description of a project it is a 

difficult task to break the entire project int o clear-cut 

activities without gaps and duplications. A practice example 

will be worthwhile at this stage. 
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EXERCISE - NINE: 

A descriptio n o f a  projec t i s give n below . Afte r goin g 

through it, you are to: 

(a) Lis t component activities of the project 

(b) Establis h dependencies 

(c) Dra w the network 

After eac h ste p chec k u p wit h you r TUTO R befor e proceedin g 

ahead. 

An agency i s planning an advertising thrust to launch a  new 

Campaign against Drug Addiction1 amon g youth, usina poster, 

television and newspaper displays. The illustratio n fo r the 

newspaper advertisemen t wil l b e devise d whil e it s 

accompanying tex t i s bein g written , an d half-ton e block s 

will b e made when both are ready. The blocks will then be 

sent to  newspapers , bu t onl y afte r th e contrac t fo r th e 

press advertising has been negotiated. This part of work i s 

then finished . Th e poste r i s t o b e designe d an d printe d 

after which , agai n subjec t t o a  satisfactor y contract , i t 

will b e distributed , s o completin g thi s par t o f th e 

campaign. Th e scrip t fo r th e televisio n fil m i s t o b e 

prepared whil e th e contrac t wit h th e fil m compan y i s 

negotiated. Th e fil m whe n complete d mus t b e sen t t o th e 

programme company, with whom a separate agreement has to be 

reached before hand. 
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As soo n a s al l thes e preparation s ar e made , a  pres s 

conference has to be arranged with the help of an agency for 

a previousl y agree d dat e o n whic h thi s campaig n wil l b e 

officially launched . The agenc y allow s a  fortnigh t fo r 

drawing up a detailed plan of the campaign. 
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UNIT - 8 ACTIVIT Y ANALYSIS 

When we are interested in preparing a network for a project, 

our first aim is to list all activities. When the list is 

ready, i t i s likel y tha t som e activitie s ar e ver y 

significant with larg e durations and some activities are of 

very short durations. Further, there may be a logical way of 

combining or breaking up activities or eliminating some of 

them. Then , befor e w e procee d furthe r wit h establishin g 

dependencies and preparing a network, i t becomes necessary 

to make a  critical analysi s of th e liste d activitie s an d 

preparing a revised list. 
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EXERCISE - TEN: 

The list of activities given below pertains to a project for 

'enabling the elderl y i n a  communit y t o ge t engage d i n 

useful occupation.' Th e project is to be taken up by youth. 

You are required to analyse critically the list and suggest 

modifications such as eliminations, additions, combinations 

of activitie s an d modification s i f necessary . Provid e 

justifications. 

ACTIVITIES 

Youth team formed 

Generation of ideas on relevant schemes 

Identification of interests of elderly 

Survey performed for determining suitability of schemes 

Action plans formulated 

Preparatory work in community 

Programmes launched 

Programmes conducted 

Review of programmes. 
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UNIT - 9 CRITICA L PATH AND TOTAL FLOAT 

So far in the previous units we have been concentrating on 

drawing the network. This involved decomposing the project in 

terms of activities, establishing inter-dependencie s between 

activities, and completing the network for the whole project. 

This needs both creative and analytical skills. 

The networks we have seen so far are sometimes called Arrow 

Diagrams. I t doe s provid e usefu l informatio n t o a  yout h 

worker fo r planning an d implementin g o f project. However, 

the youth worker i s also interested i n setting targets. A 

most obvious target is the duration required to complete the 

project, may be in days, weeks, months, or even in years in 

some cases. Which means additional data are required, namely 

the duratio n o f eac h activit y i n th e Arro w Diagram . Th e 

youth worker in consultation with his co-workers will have 

to fi x th e duratio n o f eac h activity . Thes e ar e i n th e 

nature of estimates drawn fro m the total experience of the 

group entrusted with this job. Some o f the consideration s 

that affect the estimation of such time durations are: 

* Estimators ' previou s experiences 

* Risk-takin g capacity 

* Consequence s of making errors in estimates 

* Resource s available and resources that can be procured 
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* Method s an d technique s tha t wil l b e use d durin g 

implementation 

* Possibl e unforseeable delays 

* Commitmen t of the group to the successful implementatio n 

of project. 

Once the duration estimates are available, we may move on to 

the analysis of networks. This includes : 

(a) determining th e shortes t possibl e tim e t o complete th e 

project. 

(b) Identifyin g the activities which are critical, i.e. such 

activities which contro l th e completio n o f th e projec t 

in th e shortes t possibl e tim e an d whic h deman d 

concentrated attention and concern to avoid delays. 

(c) Determinin g the amount of time by which the completio n 

of non-critica l activitie s ca n b e delaye d withou t 

affecting th e shortes t possibl e tim e o f projec t 

completion. 
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Let us take a simple example and look into these aspects 

of analysis. The network for a project is shown below. 

The duration of each activity i n days is given beneath 

the alphabetic symbol of each activity. It may be noted 

that th e lengt h o f th e activit y lin e bear s n o 

relationship with the duration of the activity. 

We can traverse fro m th e beginning t o end o f the project 

along two paths, viz. 

Since the completion of the project involves completion of 

all activities, the project will get completed onl y i n 22 

days an d NO T i n 1 9 days . Yo u wil l als o notic e tha t th e 

activity A is common to both the paths. 

The total time path I will take is 5 + 10 + 7 = 22 days and 

path II will take 5 + 4 + 3 + 7= 1 9 days. 
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A few conclusions could be drawn from the above network. 

i) Whil e th e activitie s C  an d F  ar e goin g on , the 

activities B , D  an d E  wil l als o b e unde r 

operation. 

ii) Th e minimum time required to complete the project 

is 22 days. This is the time by which the 

project can be finished earliest. 

iii) Th e pat h I I ca n b e delaye d b y 3  day s withou t 

affecting the earliest finish time of the project. 

iv) Sinc e A is common for both the paths, the duration 

of A canno t b e increase d bu t th e duratio n o f 

either B or D or E, or combination of them can be 

increased without affecting the completion date of 

project, 

v) An y delay in activities A, C and F will delay the 

project completion . Henc e t o ensur e tha t th e 

project gets completed i n 22 days, n o delays or 

increase o f duratio n ca n b e permitte d i n th e 

activities o f pat h I . Therefore , the pat h I  is 

called the CRITICAL PATH and the activities A,C, 

and F  th e CRITICA L ACTIVITIES . Th e ter m 

'Critical' i s relate d t o planne d implementatio n 

and completion of project. 
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A chain of critical activities from project star t to finis h 

form th e critica l path . Ther e wil l b e a t leas t on e suc h 

chain i n ever y project . Al l activitie s (critical ) i n th e 

critical path will have zero total float and hence zero free 

float (discusse d later) . 

Normally th e critica l pat h i n a  networ k i s indicate d b y 

thickening the activity lines or by placing a double strokes 

sign (// ) o n the critical activity lines. 

The followin g characteristic s o f critica l path s ar e 

significant: 

a) Al l critica l job s o r activitie s li e o n a t leas t 

one critical path. 

b) Ther e ma y b e mor e tha n on e critica l pat h i n a 

project. 

c) Th e project duratio n equal s th e su m o f duration s 

along an y critica l pat h fro m projec t star t t o 

project finish. 

d) A  dela y i n th e star t o r finis h o f a  critica l 

activity will delay the project completion by an 

equal amount. 

e) I f more resources become available then, to reduce 

project duration, they must b e used o n jobs that 

are critical. 

f) Priorit y o f resourc e allocatio n mus t b e give n t o 

critical jobs to ensure no delays. 
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EXERCISE - ELEVEN; 

In the project network given below : 

Write i n ACTIVIT Y DURATION S (usin g dat a provide d i n th e 

table). Mark CRITICAL PATH and find PROJECT DURATION. 

ACTIVITY 

A 

B 

C 

D 

DURATION 
(Days) 

6 

2 

9 

5 

ACTIVITY 

E 

F 

G 

H 

DURATION 
(Days) 

5 

10 

3 

7 



3-32 

From the illustration network given previously in this unit 

it is clear that the activities B, D, and E have some built-

in margin of time reserve in completion time. This margin is 

called FLOAT. A non-critical activity can be delayed upto an 

extent represente d b y th e floa t withou t delayin g th e 

scheduled star t o f critica l activities . Th e complet e 

critical path has a float of zero. 

Total float for activities B, D and E is 3 days. Total float 

for activity B will be 3 days if no reserve time is allowed 

for activities D and E. Similarly either D or E could have a 

total float of 3 days. 

Alternately, if activity B needs to have a reserve time of 

one day, then activities D and E taken together, can have a 

total float of only 2 days. 
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EXERCISE - TWELVE: 

In the network given below : 

a) identify the non-critical activitie s 

b) determine the total float for each non-

critical activity 

c) determine the total float for each path between 

the start and finish of the project. 
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UNIT - 10 FREE FLOAT, START TIMES AND 
FINISH TIMES 

In analysing a network it would be of great use if 

each event is marked with the time when it should occur. 

Consider the network given below: 

Event 2 occurs when activity A has finished. So the earliest 

time for event 2 is 10 days after the start of the project. 

Event 3 can occur ¿5 days after the start. 

Event 4  canno t occu r unti l activitie s C  an d D  ar e bot h 

completed. 

Event 4 can occur only 22 days after the start. 

Event 5 can occur only 27 days after the start. 

These times are the earliest times for the events, 
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They ar e calle d EARLIES T POSSIBL E OCCURRENC E (EPO ) an d ar e 

calculated b y proceedin g fro m lef t t o righ t i n th e 

network. 

In this cas e th e critica l activitie s ar e A, C  and E  and th e 

project duration i s 27 days. As we want to keep the duratio n 

of the project to 2 7 days, even t 5  should be completed i n 27 

days. Thi s tim e i s calle d LATES T POSSIBL E OCCURRENC E (LPO ) 

for tha t event , an d thes e ar e calculate d fro m proceedin g 

from the las t event of the network backwards. 

Latest time fo r event 4  is 22 days . 

Consider th e even t 3  Althoug h i t ca n occu r 1 5 day s afte r 

the start, It does not have to occur until .19 days after th e 

start (22-3=19 ) . This wil l stil l allo w 3  day s fo r activit y 

D. This can be summarised a s shown below : 

Event 

1 
2 
3 
4 
5 

EPO(days) 

0 
10 
15 
22 
27 

LPO(days) 

0 
10 
19 
22 
27 

Note tha t fo r som e event s th e earlies t an d lates t time s ar e 

the same. 

These events li e along th e critical path . 

Let u s se e no w ho w tota l floa t ca n b e calculate d fro m LPO s 

and EPOs . 
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Consider activity B (No other activity emanates from 2) 

Activity B  ca n star t o n day 1 0 but i t does no t hav e t o 

finish until day 19. This leaves a total of (19-10=9 ) days 

for activity B. Therefore, B has a margin of 9-5=4 days. 

This implies activity B  could be delayed fo r upto 4  days 

without extendin g th e project duration . Activity B  has a 

total float of 4 days. 

Now consider activity D. 
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Consider again activity B. This can be delayed fo r upto 4 

days without extending th e project duration. I f i t was 

delayed for 4 days, event 3 would occur at its latest time 

i.e. 19t h day. This would mean that activity D  could not 

start until then . If we want t o star t th e activit y D  as 

early as possible, activity B must finis h by day 15 . This 

leaves (15-10) = 5 days for activity B. 

Then spare time for B = 5-5 = 0. 

Thus, the amount of time an activity can be delayed without 

affecting th e earlies t possibl e star t o f th e immediatel y 

following activity is called FREE FLOAT. 

Free float for activity D = 22-15-3 = 4 days. 

In general, Free float = EPO of succeeding event - EPO 

of preceding event-duration of 

activity. 

Looking at the equations for Total Float (TF) and Free Float 

(FF), it can be seen that: 

TF - FF = (LPO-EPO) of the immediately following event. 

Now le t us look into the relationships between event time s 

and activity times. We know that EPO is the earliest time 

for th e occurrenc e o f a n even t an d LP O i s th e lates t 

occurrence time for an event. 
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EXERCISE - THIRTEEN; 

Now can you write down the formula for total float in terms 

of EPO,LPO, and activity duration ? 

Consider a section of a network shown below. 

EVENT 

3 

4 

Activity 

Y 

EPO 

40 

55 

Free 

5 

Float 

LPO 

55 

65 

Total Float 

15 

Activity Y can be started only when event 3  has occurred. 

This means Y can be started by earliest on day 40. This time 

is known as EARLIEST START TIME (EST) 

It is clear that EST = EPO of the preceding event. 

Activity Y, by latest, can be started on day 55 
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This lates t tim e fo r th e star t o f a n activit y i s calle d 

LATEST START TIME (LST) . 

LST = LPO of the following event 

- duration of activity. 

Similarly th e earliest time the activity Y can be finishe d 

is 50 days and the latest time Y can be finished is 65 days. 

They are called EARLIEST FINISH TIME (EFT ) and LATEST FINISH 

TIME (LFT ) respectively. 

EFT = EPO of the preceding event + duration of 

the event 

LFT = LPO of the immediately following event. 

For activity Y, 

EST = 40 LS T = 55 

EFT = 50 LF T = 65 

Total floa t ca n hel p i n decidin g whic h activit y ca n b e 

extended o r delayed . Whe n EP O an d LP O ar e equa l t o eac h 

other a t th e node s o f a n activity , th e activit y ha s zer o 

total floa t an d i s critical . Th e absenc e o f floa t i s th e 

indication o f criticalit y o f a n activity. Thi s means tha t 

there i s n o leewa y o r margi n availabl e fo r extendin g o r 

delaying an activity. No latitude can be taken with critical 

activity. It demands attention and concern to ensure that no 

delays occur. In fact it lies on the critical path. 
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EXERCISE - FOURTEEN: 

For the network show n below estimate EST , EFT, LST, LFT, 

free float and total float for each activity. Complete the 

Table give n o n nex t page . Check u p you r answe r wit h th e 

Tutor. 

It is useful and convenient to indicate the EST, EFT, LST 

and LF T o f al l activities in a  systemati c manner . 



Acti-
vity 

A 

B 

C 

D 

E 

F 

G 

H 

I 

J 

K 

L 

Duration 
in days 

EST EFT LST LFT Free 
Float 

Total 
Float 

3 - 4 1 
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UNIT - 11 CONSOLIDATIO N OF NETWORK 
ANALYSIS CONCEPTS 

This unit will help you to reinforce some of the 

major concepts you have learnt in the last two units. It is 

in the form of an exercise. 
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EXERCISE -  FIFTEEN ; 
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FOR THE NETWORK SHOWN ON PREVIOUS PAGE : 

a) FILL UP THE EPOs AND LPOs OF EACH EVENT IN THE 
NETWORK. 

b) FILL UP THE FOLLOWING TABLE. 

ACTIVITY 

1 - 2 

1 - 3 

1 - 4 

2 - 4 

2 - 5 

3 - 6 

4 - 6 

5 - 7 

6 - 7 

6 - 8 

7 - 8 

8 - 9 

DURATION 
(DAYS) 

4 

12 

10 

9 

5 

9 

10 

10 

0 

8 

10 

6 

EST EFT LST LFT FF TF 

(C) WHAT IS THE CRITICAL PATH ? 

(D) IN CASE ACTIVITY 6-8 I S EXTENDED BY 3 DAYS IN DURATION 
WHAT IS LIKELY TO HAPPEN TO THE CRITICAL PATH ? 
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EXERCISE - SIXTEEN; 

A. Fo r any one of the following projects, identify 

important activities (in groups of 5 to 10): 

1. ENABLIN G SELECTED YOUTH TO BECOME SELF-

EMPLOYED 

2. PROMOTIN G SOCIAL FORESTRY IN A VILLAGE 

3. CONDUCTIN G ADUL T LITERAC Y CAMPAIGN I N A 

CLUSTER OF VILLAGES 

4. PRESERVIN G TRADITIONAL CRAFTSMANSHIP AND 

ENABLING CRAFTSMEN TO MARKET PRODUCTS 

B. Establis h dependencies between the activities 

C. Dra w the Network for the project 

D. Estimat e the project duration and identify critical 

path after assuming appropriate activity durations. 

***** 
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GENERAL OBJECTIVE 

The participan t wil l appl y Decisio n Analysi s t o 

decision situation s arisin g i n familia r projects . 

SPECIFIC OBJECTIVE 

The participant will:-

(a) Becom e familiar with the steps of Decision Analysis. 

(b) Describ e steps involved in Decision Analysis. 

(c) Give n a  decisio n situatio n fro m a  familia r project , 

apply the various steps of Decision Analysis and select 

one alternative from amongst generated alternatives. 

(d) Give n a  descriptio n o f a n applicatio n o f Decisio n 

Analysis Technique, critique the application. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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DECISION ANALYSIS 

THEME OF THE CHAPTER 

This Chapte r deal s wit h a  Techniqu e i n rationa l 

Decision Making . Decisio n Analysi s i s a  techniqu e whic h 

could b e use d fo r makin g a  selectio n fro m amon g th e 

available alternatives in a rational way. This technique is 

based on APEX METHOD of KEPNER AND TREGOE. 

Decision Makin g i s undoubtedl y on e o f th e mor e 

difficult tasks a project manager performs. A systematic and 

rational approach to Decision Making i s necessary an d very 

valuable. Decision Analysis provides such an approach. 

PREREQUISITES 

This Chapter is to be taken up only after completion of 

the chapter on Planning (Chapter - 2). 

Both the Tutor and participants must be familiar with 

the self learning mode. 

The Tuto r mus t hav e knowledg e o f rationa l Decisio n 

Making. 

The participant s shoul d hav e experienc e i n makin g 

decisions an d som e familiarit y wit h th e concep t o f 

rational Decision Making. 

The Tutor must also be familiar with ; 

- guiding self learning of participants 

- conducting individual and group assignments. 
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PREPARATORY ACTIVITIES FOR TUTOR 

The Tuto r shoul d hav e thoroughl y gon e throug h th e 

learning experience s o f thi s Chapter , includin g 

assignments. 

The Tuto r shoul d hav e gon e throug h som e Decisio n 

Analysis exercise s an d shoul d hav e mad e al l th e 

calculations required for making a choice. 

INSTRUCTIONAL GUIDELINES 

(a) Th e Chapter consist s o f two content updates , a model, 

four illustration s an d a n assignment . Th e Tuto r mus t 

keep i n min d tha t th e illustration s ar e ke y t o 

effective learning. 

(b) Th e expected time for learning this Chapter is 6 hours. 

The suggested activity scheduling is as follows: 
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S1. Activit y Tim e 
No. Allocatio n 

1. Sel f learning upto the 
application of principles to 3/ 4 
trek illustration 

2. Readin g Content Update I and Tutor 
explanation, using OHP Transparency 3/ 4 
4.1 

3. Sel f learning upto the 
end of second illustration 3/ 4 

4. Conten t Update II reading and 
Tutor explanation 1/ 2 

5. Sel f learning upto 
Assignment with Tutor's explanation 
of Model for Decision Analysis 1  1/2 
in Summary 

6. Assignmen t 1  3/4 

(c) Th e Tutor while introducing the Chapter will lin k this 

Chapter wit h th e appropriat e stag e i n Plannin g an d 

briefly mentio n th e purpos e o f Decisio n Analysi s b y 

providing small day to day examples. 

(d) Th e Tutor's rol e i n self learnin g o f participant s 

is to: 

Explain/clarify learnin g and resolv e difficultie s 

of the participants. 

The Tutor may use OHP/Chalk Board to explain the 

points to all the participants. 
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The Tuto r shoul d tak e specia l car e t o ensur e 

understanding o f weightin g an d scorin g fo r WANT S 

CRITERIA. Tuto r mus t explai n usin g OH P 

Transparency 4.1 and ensure that participants have 

understood these concepts properly. 

The Tutor should explain Conten t Updates I  and I I and 

by questio n -  answe r technique , ensur e tha t th e 

participants have understood th e contents, concepts, 

procedure an d mod e o f weighting , scoring , 

seriousness/impact an d probability . Conten t Update s I 

and I I shoul d b e taken up a s per activit y schedul e 

given above. 

(i) Th e Tutor can change the project in the assignment 

if he so desires. 

(ii) A smal l briefin g o n assignmen t an d o n th e 

procedure of group work will be done by the Tutor. 

(iii)The Tutor shal l divide th e participant s int o tw o 

groups ( A and B). 

(iv) Group A  wil l decid e purpos e an d objective s o f 

festival for group B and vice-versa. 

(v) Group s will prepare fo r collectin g informatio n 

from the other group, and also for the type of the 

information likel y t o b e demande d b y th e othe r 

group. Tim e allotte d fo r preparatio n i s hal f a n 

hour. 

(e) 

( f ) 
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(vi), The Tuto r ma y provid e assistanc e t o group s 

whenever necessary. 

(vii) After half an hour, both the groups will provide 

information to each other. 

(viii)Groups will go through the information provided 

by the other group and list additional information 

necessary. 

(ix) Exchange of additional informatio n between the 

groups will take place. 

(x) Group s wil l wor k o n generatin g criteria , 

classifying the m an d performin g th e analysi s 

including consideratio n o f advers e consequences. 

Each group will prepare its recommendations. 

(xi) The Tuto r shoul d assis t group s without imposin g 

his views or becoming a 'member' of the group. 

(xii)One member of each group will make presentation of 

his group work i n a plenary sessio n an d a t the 

end, summarisation will be done by the Tutor. 

Before giving the final assignment the Tutor should use 

transparency 4. 2 t o explain briefly al l th e step s of 

the process . The Tuto r ma y us e questio n -  answe r 

technique to ensure clear understanding o f the model 

components. 

(g) 



4-vi 

SUGGESTED RESPONSE S TO ASSIGNMENT 

(a) Informatio n o n th e followin g aspect s ma y b e 

required/demanded by the groups. 

- Who would be participating in the festival ? 

- Number of participants 

- Duration of festival 

- Activities during the festival 

- Information on resources which would be made 
available for the festival. 

- Current state of affairs of all the clubs 

- Financial 

- Facilities available 

- Memberships 

- Manpower with experience 

- Experience of organising such activities in the 
past 

- Reputation 

- Views of the members of the club in general 
on undertaking project 

- Views o f yout h o n th e yout h club s unde r 
consideration. 
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CONTENT UPDATE - I 

1. SETTIN G CRITERIA AGAINST WHICH TO CHOOSE 

These are derived from the following: 

- Results expected from a decision 

- Resources available to implement a decision. 

In orde r to  achiev e bes t result s possibl e individua l 

criteria mus t b e clearl y establishe d a t th e outse t an d 

information/answers t o specifi c question s applicabl e t o 

these criteria must be gathered. I t i s the responsibilit y 

of each manager to make his enquiry complet e i n order tha t 

important data will be furnished. 

RESOURCES 

It is important that capital investment be kept minimum 

without jeopardisin g th e process . Estimate s o f project s 

should be carefully assessed to ensure sufficient fund s are 

available to meet the cost of components of the scheme. 

2. CLASSIF Y THE CRITERIA ACCORDING TO IMPORTANCE 

All th e criteri a tha t have been liste d will hav e 

some degree of influence on a selection. Howeve r som e will 

be o f absolut e an d overridin g importanc e an d som e wil l b e 

important bu t no t mandatory . Thu s criteri a coul d b e 

classified a s Musts (essential ) an d Want s (desirable) . Th e 

Musts se t limit s whic h canno t b e violate d b y an y 

alternative. Must criteria help to recognise and screen out 

the impossible alternative right at the outset. Capital cost 

limitations are MUST criteria. Thi s Must should be adhered 

to rigidly. 
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Criteria that are Wants do not set absolute limits, but 

express relative desirability. Fo r instance it is desirable 

to hav e minimu m rive r crossings . I t i s desirabl e t o hav e 

minimum hil l climbs . Want s criteri a ar e concerne d wit h 

relative advantage s an d disadvantages . Som e Want s wil l 

always be far more important than others and, therefore, it 

is necessary t o use good judgemen t i n assessing th e degre e 

of importance . Fo r this i t i s necessary to  weig h eac h on e 

carefully. 

The firs t ste p i n thi s weightin g proces s i s t o 

establish the position of each Want criterion in relation to 

the next. Thi s is done by giving i t a numerical weight of 

importance. Weightin g ca n b e don e b y givin g th e mos t 

important Wan t criterion , a  weigh t o f sa y 1 0 an d the n 

weighting les s importan t criteri a relatively , usin g lowe r 

numbers. Fo r example - Opportunities fo r leadership may be 

given a  weigh t o f 1 0 an d les s importan t Numbe r o f rive r 

crossings may receiv e a  weight o f 6 . Judgemen t a s t o th e 

weight o f eac h Wan t criterio n i s draw n fro m individua l 

experience an d fro m th e experienc e o f others . Wha t i s 

essential i s that some assessment of relative importanc e be 

made. 



4-I-3 

EVALUATING ALTERNATIVES AGAINS T TH E CRITERI A T O MAK E A 

CHOICE 

Now each alternative has to be evaluated agains t the 

criteria. Thi s mus t b e don e systematically , an d eac h 

alternative is studied in rotation. O n no account must an 

alternative be checked against more than one criterion at a 

time. 

MUST CRITERIA 

Assessment o f Mus t criteri a operate s o n a  GO/N O G O 

basis. I f a n alternativ e fail s t o compl y wit h a  Mus t 

criteria it must be immediately discarded as NO GO. An d no 

further assessment of this alternative is necessary. 

WANT CRITERIA 

Those alternatives which meet Must requirements, may be 

evaluated further against the Want criteria. T o judge the 

performance o f each alternative agains t the Want criteri a 

(criteria attainment), it is necessary to give a score which 

is set against each criterion separately. A s with weighting 

scoring should range from say 10 to 1. It is essential that 

the best alternative when checked against a criterion should 

receive the top score of 10 and others be scored relatively. 

If tw o o r mor e alternative s hav e equa l merit , the y ma y 

receive the same score. 
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These score s reflec t th e wa y tha t eac h alternativ e 

performs agains t th e specifi c criterion . The y d o no t 

reflect the relative importance that has been placed on each 

objective. Therefore , an overall judgement of the relative 

worths of each alternative is needed and can be obtained by 

a weighte d score . Thi s weighte d scor e expresse s th e 

performance of the alternative with due regard to criterion 

importance an d criterio n attainment . Treatin g eac h Wan t 

criteria in similar manner, columns o f weighted scor e are 

developed which are finally totalled. 

CHOOSE THE BEST ALTERNATIVE AS TENTATIVE DECISION 

The alternative tha t receive s the highest weighte d 

score on performance against the criteria is presumably the 

best selection. However , this is only a tentative decision 

on th e basi s o f evidenc e s o fa r considered . I t has been 

checked ou t a s th e bes t o f alternative s available , which 

indicates it will probably be the best choice. However, it 

will no t be a perfect choice . I t may onl y b e the least 

worst of the alternatives under consideration, but it will 

represent the most favourable balance between good and bad 

as these have been defined by the criteria set down. 



4-II-1 

CONTENT UPDATE - II 

ASSESS THE ADVERSE CONSEQUENCES FROM THE CHOICE 

These alternatives should now be considered for adverse 

consequences. Eac h one should be studied independently for 

potential problems and short-comings. 

Not all consequences will be equally threatening to the 

decision. Som e will be more serious than others, if they 

actually occur . Therefore , the consequences shoul d b e 

weighted i n terms o f seriousnes s an d impac t a s th e Wan t 

criteria were weighted in terms of importance. I n addition 

to seriousness it is necessary to judge how probable any of 

the consequences are. Thi s is to find out the total degree 

of threat an alternative poses. 

The method employed to arrive at the various threats to 

a choice is to give rating from 0.1 to 1.0 fo r probability 

and from 1 to 10 for seriousness. Thes e two ratings when 

multipled together will give a value which represent s the 

total degree of threat. 

It now becomes necessary to pass judgement sinc e all 

the facts are available. I t is now a question of betting 

present performanc e agains t futur e problems . B y usin g 

experience, and common sense a n endeavour to achieve the 

best possible balance is needed. 



SELF-LEARNING PACKAG E 
AND 

TRAINEE'S ASSIGNMENT S 
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DECISION ANALYSIS 

THE FIRST ILLUSTRATION 

There was this Youth Coordinator in the district-young, 

enthusiastic, wanting t o do somethin g worthwhile . Hi s 

earlier attempts had not been very happy experiences. Thi s 

was not for want of trying. He , the village youth leaders, 

the urban community lads, they were all interested. Bu t at 

the 'campaig n sites ' and th e project locations , youth 

leadership was found 'wanting'. An d this Coordinator could 

not act a s leade r everywhere . H e ha d hi s ow n offic e to 

attend to. 

So h e though t 'Wh y no t concentrat e o n Leadershi p 

Training. The youngsters are good, interested, hardworking. 

What they need is a set of Leadership Skills. None of them 

was a born leader. Why not make them into leaders ? ' 

What he then did was to approach his Counsellor at the 

capital. Th e Counsellor got convinced about the need for it. 

The district belonging to the Coordinator was sensitive and 

needed yout h servic e an d yout h contribution . Governmen t 

interest was high i n that area. H e sai d 'Oka y .  I  will 

support. Bu t wha t I  think yo u shoul d d o i s organis e a n 

adventure trek for these young fellows. Giv e them chance to 

become leaders for different aspects in that trek. An d you 

can guide them. Ma y be the university authoritie s ca n be 
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convinced to lend you a few guides and trainers. Moreover , 

you need a bit of money for this. Look , I will give you the 

money, provided you don't waste it on lavish dinners. Us e it 

for something worthwhile'. 

Now that suppor t was available , the Coordinato r wen t 

about looking into details. Abou t 20 potential leaders were 

there for the trek. Thi s was an ideal number - 15 boys, 5 

girls. On e trek would be good to start with. I f it went 

off well, then may b e one more grou p activity . Bu t th e 

emphasis would be on 'training by doing'. 

Before h e coul d star t organizin g things , i t becam e 

necessary t o selec t th e tre k route . Thi s wa s a  crucia l 

decision. Muc h depended on the route. 

A) Thi s is how he went about selecting the route. Firs t 

he wrote down the details as he knew them. 

One route had to be chosen. 

Period of trek must be about 20 days: 6-day trek; 

1-day rest; 6-day trek; 1-day rest; 5-day trek; 

1-day final group camp; 

There must be sufficient variety in the route like 

a mountain to climb; a river to cross; camping on 

open groun d (i f possible) ; trekkin g throug h 

forest, grassland, halt in village guest houses; 
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No cooking was to be done by the trekkers, except 

in the final group camp . Th e meals were to be 

arranged for at appropriately placed villages. 

The 2 0 wit h tw o guide s fro m th e Universit y an d 

himself were to stay together from start to finish 

of trek. 

During the trek leadership would be rotated among 

all twenty, like for the trek, for food and stay 

arrangements, fo r the morning an d evenin g grou p 

songs, the final camp, the pre-trek arrangements, 

and so on. 

B. Next , the Coordinator tried to find out which of the 

three trek routes suited the needs he had noted. Hi s 

conclusions : 

TREK ROUTE ONE - Okay for 20 days, hill climb, forest 

trek, rive r crossing , res t places , foo d arrangements, 

final camp . I n additio n beautiful  hil l countr y 

enroute. 

TREK ROUT E TW O -  Oka y fo r 2 0 days , man y hill s an d 

forests, rivers, rest places and foo d arrangement s 

easily available , fina l cam p plac e available . 

Additional advantage was that the trek was close to a 

main road and help was always available. 
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TREK ROUTE THREE - Okay for 20 days, hill climb, forest 

trek, river crossing, rest places, food and final camp 

arrangements. I n addition good forests enroute. 

C) Th e Coordinato r go t confuse d next . Thi s wa s 

because al l route s were equall y attractive . I t was 

obvious the y woul d b e sinc e the y wer e officia l tre k 

routes offered by the Government to tourists who wanted 

to trek. All this analysis only confirmed that any one 

would do. So the Coordinator selected Trek Route Two by 

a Lottery. 

Why did the whole exercise of selection end in a 

fiasco? I t appeared as if our friend, the Coordinator, 

started of f righ t b y identifyin g th e possibl e 

alternatives and then defining needs. Ma y be it would 

be bette r i f w e sequenc e th e step s use d b y th e 

Coordinator in the decision making process. 
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When we analyse his approach, it was not bad at all. 

There appears to be som e logic , some rationality , i n his 

'scheme of thinking'. Th e spots where the sequence did not 

work well were in identifying needs and conditions, and in 

selecting one alternative to fulfill needs and conditions. 

Let us go through the analysis a little more intently using 

a proces s whic h woul d b e mor e suite d t o suc h selectio n 

decisions. I n fact the name we attach to such a process is 

DECISION ANALYSIS. 

DECISION STATEMENT - What is the decision to be made ? A 

single, precis e statemen t providin g a n answe r t o thi s 

question itself is the Decision Statement. 

"SELECTING THE BEST 20-DAY ADVENTURE TREK ROUTE'. 

This was the precise decision the Coordinator was trying to 

make. 

GENERATE ALTERNATIVES - These are options to choose from. 

Making a decision is choosing one alternative or option from 

a number of alternatives or options. 

"In th e Adventur e Tre k case , thre e option s wer e 

available i.e . th e thre e tre k routes . I n a  way , th e 

Government ha d provide d thes e alternative s an d th e 

Coordinator accepte d them . Ther e could hav e bee n mor e 

generated but three appeared sufficient to choose from. 
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For man y decisions , unlik e th e trekkin g example , 

alternatives woul d no t b e readil y available. . The y woul d 

have to  b e generate d (usin g creativ e thinkin g sometimes) . 

Too many alternative s o r options woul d complicat e matters. 

Very fe w options will leav e littl e scop e fo r choice . Th e 

issue is that a reasonable number must be generated (ma y be 

3 to 5). 

GENERATING (IDENTIFYING ) NEED S AN D CONDITION S T O B E 

FULFILLED 

Other terms (i n fact more appropriat e terms ) use d fo r 

needs and conditions are CRITERIA, or OBJECTIVES. Th e word 

CRITERIA is preferable. Wha t are CRITERIA ? 

Criteria ar e requirement s specifie d b y th e Decisio n 

Maker o r demande d b y th e Decisio n Situatio n whic h mus t b e 

satisfied b y th e selecte d option . Al l criteri a o r 

requirements are not of the same type or sort. Som e of them 

are 'overriding'and must be satisfied in their entirety (o r 

in totality). Thos e option s tha t violat e thes e overridin g 

criteria ar e t o b e totall y eliminate d fro m furthe r 

consideration. Suc h criteri a ar e th e 'essentials ' o r th e 

MUSTS. 
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There i s anothe r categor y o f criteri a wherei n 

relaxation of specifications is permissible . These criteria 

are the 'desirables' or the WANTS. Her e the issue becomes 

one o f relativ e degre e o r exten t o f satisfactio n o f 

criteria, which implies that options which score more in one 

WANT criterio n ar e relativel y mor e desirabl e tha n other s 

only as far as that particular criterion is concerned. 

Some more important points to remember are: 

(a) Options have to be compared first against MUSTS. Thos e 

which are GO in all MUSTS are then compared against WANTS. 

Those which are NO GO in a MUST are immediately dropped. 

(b) Comparin g Options in the WANTS CRITERIA zon e is done 

differently tha n i n th e MUSTS zone . Her e al l th e WANTS 

matter. Th e alternatives are to be compared agains t the 

whole range of WANTS. 

(c) No w all WANTS are not the same. Som e of them are very 

significant specifications . Other s are less important. 

Hence the comparison of alternatives is done on the basis of 

WEIGHTS (for each criteria) and SCORES (for each alternative 

relative t o other alternatives i n that criteria) . Th e 

totals o f th e WEIGHTE D SCORE S enabl e compariso n o f 

alternatives. Scorin g has always to be in positive terms. 
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Let us apply these principles to the Trek Case. 

CRITERIA GENERATED 

-20 day tour 

- 17x20 km of Trekking Available 

- 6 Halt -Villages enroute 

- Food facilities in 6 villages 

- One camping point for final camp 

- At least one river crossing 

- At least one hill climb 

- At least 20 km of forest trek 

- Minimum river crossings 

- Minimum hill climbs 

- Minimum forest trek 

- Panoramic beauty enroute 

- No threat to human life 

- Opportunities for Leadership 

- Guest House Facilities 

MUST WANT 
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CRITERIA 

MUSTS 
- 2 0 DA Y TOUR 
- 17 DAYS X 20 KM PER DAY 
- 6 HALT VILLAGES ENROUTE 
- FOOD AVAILABLE IN 6 VILLAGES 
- FINAL CAMPING POINT 
- ATLEAST 1 RIVER CROSSING 
- ATLEAST 20 KM FOREST TREK 
- ATLEAST 1 HILL CLIMB 
- THREAT TO HUMAN LIFE 

ALTERNATIVES 
ROUTE 
ONE 

GO 
GO 
GO 
GO 
GO 
GO 
GO 
GO 
GO 

ROUTE 
TWO 

GO 
GO 
GO 
GO 
GO 
GO 
GO 
GO 
GO 

ROUTE 
THREE 

GO 
GO 
GO 
GO 
GO 
GO 
GO 
GO 
NO GO 

It is clear that the analysis indicates TREK ROUTE ONE 

as better. Pleas e note : 

(a) Whe n criteria lik e 'minimu m hill climbs ' are used, the 

route with higher hill climbs obtains lesser marks. 

(b) Als o hil l climbs , rive r crossing s an d fores t trek s 

appear i n both MUSTS an d WANTS. Th e ide a i s tha t a 

certain minimu m experienc e wa s neede d (absolutel y 

essential) but too much of it was not wanted. 

WANTS 
- Minimum River Crossings 

- Minimum Hill Climbs 

- Minimum Forest Trek 

- Panoramic Beauty Enroute 

- Opportunities for Leadership 

- Guest House Facilities 

TOTAL 

WT 
6 

6 

6 

8 

10 

3 

8X6=48 

8x6=48 

8X6=48 

10X8=80 

7x10=70 

5x3=15 

309 

3x6=18 

2X6=12 

2x6=12 

10x8=80 

9X10=90 

10x3=30 

242 
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(c) Th e score s an d weight s and , consequently , weighte d 

scores, were arrived at through judgement. Thi s can be 

subjective (biased) . To  reduc e subjectivit y (bias ) i t 

is preferable to allot weights and scores fo r the WANTS 

in groups rather than individually. 

(d) Unfortunatel y ROUTE THREE became NO GO in the last must 

Criteria -  Threat to  lif e -  an d wa s instantl y droppe d 

from th e proceedings . Onl y ROUTE S ON E an d TW O wer e 

analysed further. 

(e) Th e listing of criteria is a Creative Activity and could 

be bette r don e throug h groups . Classificatio n o f 

Criteria int o MUSTS and WANTS i s an analytical exercis e 

but, again, group work is recommended fo r it. 

(f) Wit h a  bi t o f practic e group s ca n develo p th e skil l 

needed to apply this technique (DECISIO N ANALYSIS). I t 

is highly suited to selection decisions. 

One mor e ste p tha t need s t o b e don e afte r th e selectio n 

process ha s bee n mad e i s i n analysi s o f th e ADVERS E 

CONSEQUENCES. 

Let u s conside r som e advers e consequence s fo r th e tw o 

trekking routes - ONE and TWO. 

- Delays in Summoning Assistance - More for ONE 

- Lack of Medical Facilities -  More for ONE 

- Need for Extra Guidance -  More for ONE 
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It is obvious that though ROUTE ONE i s better through 

WANTS CRITERI A i t appear s t o posses s mor e advers e 

consequences tha n ROUT E TWO . Bu t i f we ar e confiden t o f 

preventing these adverse consequences then the problems and 

adversities reduce. 

Prevention is possible through carrying Firs t Aid kits 

and some patent medicines, and ensuring guides are available. 

Hence, if adverse consequences can be prevented, ROUTE 

ONE is better. O n the other hand if the adverse consequences 

had been very serious then the choice of ROUTE ONE would have 

posed problem s eve n though it s advantages were mor e (a s 

indicated by WANTS). I t is all a matter of judgement, after 

analysis. 
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A SECON D ILLUSTRATIO N -  This i s a Cas e Study . M y frien d 

tells me it happened, it is true. I  never doubted it, or its 

authenticity. I t was a fascinating anecdote for me. 

The whol e stor y start s wit h a  grou p o f student s -

Engineering students - who, as part of National Youth Service 

Scheme, have to make a compulsory contribution towards rural 

development during their student days. I t is a Governmental 

directive. Ther e were fifteen students in this group under a 

Youth Welfare Officer. Man y such groups had contributed in 

the past . Bu t th e contribution s ha d bee n routin e an d 

mundane like teaching the farmers about tractor maintenance, 

cleaning the village streets, may be a feeble and incomplete 

attempt a t adul t literacy . I n genera l th e student s 

considered th e Youth Service Scheme as a sort of 'ritual' . 

You do it because you are force d t o do it . S o finis h i t 

early. Tak e up a project which demands little from you and 

which will soon be forgotten. 

But times had changed. Th e scheme had been reviewed and 

the demand from the authorities was that the projects should 

be challenging. Yout h interest must not be allowed to fade. 
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The Youth Welfare Officer was new. H e had considerable 

training and experience in both Youth Welfare and Community 

Development. H e was definitely unhappy with past efforts and 

experiences. H e wa s intereste d i n generatin g a  succes s 

story whic h woul d the n b e use d t o convinc e an d attrac t 

future contribution . H e chos e thi s grou p fo r 

generating a successful effort. Actuall y he made it clear 

to the group right at the beginning that his expectations 

were beyond the normal and he expected the group to respond. 

The group , fortunatel y fo r th e officer , agree d t o 

collaborate probabl y mor e to reliev e thei r boredo m rathe r 

than for any other reason. 

Village 'V wa s chosen for their efforts. I t was a dull 

village of 200 inhabitants located on a hillslope. A  small 

rivulet skirted the village. Farmin g was the main occupation 

with crops grown in a few valleys near the village. Ther e 

was electricity availabl e bu t suppl y o f electricit y wa s 

restricted and power cuts or breakdowns were not infrequent. 

Another featur e was that the school building was in ruins. 

It had neve r been a  sturdy buildin g an d flood s fro m th e 

skirting rivule t ha d brough t dow n par t o f th e roof . 

Literacy was not a great problem. Abou t 3 0% of the adults 

(about 4 0 people) needed it. 
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The youth group became aware of this informatio n durin g 

their firs t fe w visits . 'Wha t ar e th e problem s tha t nee d 

attention?1 the y aske d th e villag e chieftain . H e outline d 

some:-

(a) Agricultura l production was poor, the lan d was not rich 

and water fo r agriculture wa s scarc e excep t durin g th e 

monsoon. 

(b) Th e primary school building had to be reconstructed. 

(c) I n fac t al l houses i n the village neede d strengthenin g 

since th e annua l floodin g o f th e rivule t ha d weakene d 

them. Th e flood s swep t righ t acros s th e villag e a t 

least four times every monsoon. 

(d) Adul t literacy,since it was high on Government priority. 

(e) Non-Conventiona l sources of energy had been heard of but 

no device had reached the village yet. 

Considering th e interest s o f th e yout h group , an d th e 

priorities o f th e village , i t was decide d tha t on e projec t 

would be selected fro m among four options. Th e fou r option s 

were: 

OPTION ONE -  INSTALL SOLAR ENERGY DEVICES 

OPTION TWO -  RECONSTRUCT SCHOOL BUILDING 

OPTION THREE - ALTERED CROP PATTERNS IN AGRICULTURE 

OPTION FOUR -  CONDUCTING ADULT LITERACY CLASSES 
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While th e discussio n wa s goin g on , on e membe r o f th e 

group, a  Civi l Engineerin g Studen t suggeste d -"Wh y no t 

build a  da m acros s th e rivule t ?  Thi s wil l hel p 

agriculture. Furthe r th e damag e t o building s an d th e 

annual evacuatio n o f villagers durin g flood s will go . I t 

will als o provid e plenty o f wate r fo r domesti c use' . I t 

was agree d tha t this was a  goo d suggestion . Th e villag e 

elders also liked it. I t became the fifth option. 

OPTION FIV E -  DA M TH E RIVULE T AN D US E STORE D WATE R FO R 

MULTIPLE PURPOSES. 

With five options created, the criteria to compare them 

were formulated. Th e end product was as follows. 

MUSTS CRITERIA 

(1) Acceptance by 
villagers 

(2) Acceptance by 
Youth Group 

(3) Completion within 
one year 

WANTS CRITERIA 

- Low investment 
- Scope for voluntary work by 
village residents 

- Use of local resources 
- Increase in income 
- Generation of employment 
- Increase in literacy 
- Creation of shelter 
- Loss to village reduced 
- Village safety increase d 
- External Agencies involved 

less. 

There i s no point i n going throug h th e whole analysi s 

in this case. Onl y a few points must be made. Firstl y all 

five passe d th e Must s Criteria . Whe n th e WANT S criteri a 

were applied, OPTION FIVE outscored all the other options by 



4-16 

a considerable margin. Bu t then adverse consequences were 

yet to be considered. I t was decided that they will only be 

calculated fo r OPTION FIVE and extended to others only if 

necessary. Advers e consequences for option Five were: 

- Design difficulties 

- Procuring the six or seven bags of cement needed 

- Regular visits to village by youth group needed a t least 

during construction. 

The advers e consequence s wer e no t considere d serious . 

Designs were to be done by th e Civi l Engineerin g student s 

with th e hel p o f a  Professo r (wh o agreed ) . Th e bag s o f 

cement were readily donated by a landlord living nearby. An d 

a phased visit programme was drawn up by the group so that 

at least two or three members would be present near the dam 

site during construction. 

Plans were made. Design s were formulated. I n 9 months 

the dam an d the other work s wer e completed. Yo u know 

the dam is still there. 
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A THIRD ILLUSTRATION 

In this example a selection of one person is to be made 

from among three prospective candidates fo r Youth Exchange 

Mission. Th e Youth Officer, responsible for the selection 

mad4e this analysis, and the criteria and judgements are his 

and his alone. Anothe r person may arriv e a t a different 

result. 

This illustratio n ha s bee n provide d t o highligh t th e 

process of using MUSTS and WANTS. Yo u will observe that no 

Adverse Consequences have been considered. 
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DECISION STATEMENT -  Selecting th e bes t availabl e Yout h 

Volunteer fo r a  Yout h Exchang e 

Mission. 

OPTIONS -  YOUTH VOLUNTEERS - ONE, TWO AND THREE. 

CRITERIA 

MUSTS 

- Between 21 years and 30 
years of age 

- Completed High School 

- Can speak and write English 

- Has no Police Record 

VOLUNTEERS 

ONE 

GO 

GO 

GO 

GO 

TWO 

GO 

GO 

GO 

NO GO 

THREE 

GO 

GO 

GO 

GO 

CANDIDATE ONE APPEARS MORE SUITED. 

WANTS 

- Higher Studies in the Liberal 
Arts 

- Hobbies 

- Awareness of culture of 
host country 

- Adjust to different food habits 

- Physical fitness 

- Can speak fluently on Youth 
Services and Problems 

- Will be spared by employer 
for mission 

TOTAL 

WT 

5 

7 

6 

2 

8 

9 

4 

10x5=50 

4X7=28 

9x6=54 

2X2=04 

6x8=48 

10x9=90 

5x4=20 

294 

5x5=25 

10x7=70 

3x6=18 

10x2=20 

9x8=72 

5X9=45 

8x4=32 

282 
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A FOURTH ILLUSTRATION 

This illustratio n ha s been provide d t o explai n i n 

detail th e applicatio n o f th e techniqu e o f Decisio n 

Analysis. Included within the analysis are the details of 

the scoring approaches in WANTS and ADVERSE CONSEQUENCES. It 

is quite possible that there may not b e an agreement on the 

list of criteria generated, their classification, and even 

on the weights assigned to different criteria. However, the 

basic purpos e i s t o illustrat e detail s o f th e techniqu e 

rather tha n t o justif y th e selectio n o f an y o f th e 

alternatives given in the illustration. 

DECISION STATEMENT - Selectin g the type of people to be 

counselled by the 'Counselling Cell 

for Delinquent Youth' in the initial 

period of its existence. 

OPTIONS A  - Cell for Boys only 

B - Cell for Girls only 

C - Cell for Boys and Girls combined 
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CRITERIA 

OPTIONS 

B 

MUSTS 

Agreement of elders 

Cost limit of establishing 
Cell 
Availability of support 
from voluntary agencies 

Acceptability of Counselling 
Cell 

GO 

GO 

GO 

GO 

GO 

GO 

GO 

GO NO GO 

WANTS 

- Number of youth to be 
counselled 

- Percentage of delinquency 

- Expertise available for 
counselling 

- Expansion of youth 
activities 

- Medical facilities 
available 

- Media available 

- Other resources 

WTS 

7 

8 

9 

8X7=56 

9x8=72 

5x9=45 

7x7=49 

6x8=48 

7x9=63 

4 

5 

3x3=9 3x3= 9 

4x6=24 

3X4=12 

4X5=20 

4x6=24 

3X4=12 

3X5=15 

TOTAL +238 +220 

3 

6 

A C 

GO 

GO 

GO 
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ADVERSE CONSEOUENCES 

- Interferenc e from 
interest groups 

SERIOUSNESS 
AND 

IMPACT 

Credibility of 
counsellor 

Inadequate time 
available for 
counselling 

Interference by other 
voluntary agencies 

FINAL POSITION 

8 

7 

6 

3 

TOTAL 

WANTS 

ADVERSE CONSEOUENCES 

OPTIONS 
A 

0.2X8=1.6 

0.3x7=2.1 

0.1x6=0.6 

0.2x3=0.6 

- 4. 9 

B 

0.4X8=3.2 

0.2X7=1.4 

0.3X6=1.8 

0.3X3=0.9 

-7.3 

OPTIONS 

A 

+238 

-4.9 

B 

+220 

-7.3 

OPTION 'A' APPEARS MORE SUITED 
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APPLICATIONS 

Decision Analysis can be applied t o a wide variety o f 

selection situations arising in projects as well as in small 

activities. When selections of people, locations, equipment, 

projects, and agencies are to be made Decision Analysis can 

prove helpful. However , when detailed strategie s ar e to be 

identified and formulated the technique may not help much. 

One great advantag e tha t Decisio n Analysi s appear s t o 

provide is the detail which gets generated i n the use of the 

technique. Thes e details could b e used fo r justifying th e 

selection i n a proposal o n the project. I n fact there ar e 

certain similaritie s betwee n Decisio n Analysi s an d th e 

approach of Cost Benefit Analysis (Chapte r - 5). 

One poin t t o kee p i n min d i s tha t th e us e o f th e 

technique requires detailed information . I f informatio n i s 

not availabl e the n som e assumption s wil l hav e t o b e made. 

This may not be very accurate and may emerge out of bias and 

personal views . Grou p wor k wil l ten d t o reduc e thes e 

difficulties a s i t would mak e the judgement s involve d mor e 

'objective' than 'subjective' . Th e Chapte r o n Workin g i n 

Groups (Chapte r - 9) can be helpful to the process. 
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In case information is not available it is very easy to 

conclude that the technique is not applicable. Thi s is what 

precisely shoul d no t happen . Th e rationalit y behin d th e 

technique cannot be substituted by selection through 'roug h 

guesses' or by 'intuition'. Usin g the technique inspite of 

lack of information is better than not using the technique 

at all. A  diagram indicating the model appears in the next 

page. 
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ASSIGNMENT 

A Youth Festival is to occur within the next three months. 

It has to be organised at one out of four youth clubs in the 

area. 

Participants shall be divided i n two Groups A and B. 

Group 'A' will generate information to be used by Group 'B' 

to make a selection and vice versa. This information should 

be adequate to apply the technique of Decision Analysis in 

making the selection. Afte r Groups A and B have made their 

selections they will justif y them to each other (I n case 

some informatio n i s t o b e assume d th e group s ma y d o s o 

during their analysis). 

***** 
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GENERAL OBJECTIVE 

The participan t wil l appl y Cos t Benefi t Analysi s t o 

youth projects. 

SPECIFIC OBJECTIVES 

The participant will : -

a) Becom e familiar with the concepts involved in 

Cost Benefit Analysis. 

b) Identif y Costs and Benefits involved in familiar 

projects. 

c) Lis t indicators for intangible Costs/Benefits. 

d) Determin e Benefit-Cost Ratio for the familiar projects. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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COST BENEFIT ANALYSIS 

THEME OF THE CHAPTER 

A significan t analysis that should be a  component of 

all project proposals, namely Cost Benefit Analysis is the 

theme of this Chapter. A satisfactory analysis in which all 

Costs and Benefits are considered and a Benefit - Cost Ratio 

computed provide s the followin g advantage s to the projec t 

team managing the project. 

Clarity to the project Costs and Benefits 

Highlighting of the attractiveness of the project fo r 

funding agencies, beneficiaries and youth volunteers 

Basis for evaluation of project implementation 

PREREQUISITES 

(i) Th e participant should have gone through Chapter -

2 on Planning and Chapter - 3 on Network Analysis. 

(ii) Th e participan t shoul d hav e bee n involve d 

intimately in several projects so that he is aware 

of th e natur e o f cost s an d benefit s i n welfare 

projects. 

(iii) Th e Tutor should have managed a number of projects 

involving justification of expenditures. 
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PREPARATORY ACTIVITIES FOR TUTOR 

(i) Th e Tuto r shoul d hav e gon e throug h th e Chapte r 

intensively an d attempte d th e assignment s 

completely. 

(ii) I t is desirable that the Tutor should have studied 

References 1 and 5. 

INSTRUCTIONAL GUIDELINES 

(a) Th e Chapter is in the Self - Learning mode and include s 

4 illustrations and 2 assignments. 

(b) Th e schedule o f activities fo r thi s Chapte r estimate d 

to require 4 1/2 hours, is given below. 

S1. Activit y Tim e in 
No. hour s 

1. Introductio n to the Chapter 1/ 2 
by the Tutor using OHP Transparencies 
5.1 and 5.2 

2. Learnin g of the Chapter by 2 
participants upto Assignment - Two 

3. Assignmen t - Two under Tutors's 2 
guidance along with Report Back 
and Tutor's summarisation 
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(c) Th e Tuto r wil l introduc e th e Cos t Benefi t Analysi s 

technique usin g O.H. P Transparencie s 5. 1 an d 5. 2 an d 

providing example s t o clarif y th e concept s o f 

Willingness to Pay, Benefit - Cost Ratio and Sources of 

Intangibles. 

(d) Durin g the learning of the Chapter by the participants, 

the Tuto r wil l offe r assistanc e i n reinforcin g th e 

understanding of concepts. 

(e) Th e Tuto r wil l encourag e th e participant s t o thin k 

creatively fo r identifyin g specificall y intangibl e 

Costs and Benefits and for providing justifications for 

the assumptions made in the analyses. 

(f) Tw o OH P transparencie s ar e provide d fo r enablin g th e 

Tutor to introduce the Chapter. 

5.1 Overvie w of CBA Analysis. 

5.2 Step s in quantification of intangibles. 

SUGGESTED RESPONSES TO ASSIGNMENTS 

Assianment-One: 

The Tuto r wil l examin e th e response s o f th e learne r 

groups based on the information provided i n the Chapter and 

on his own experiences with youth and community developmen t 

programmes and offer appropriate feedback. 
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Assignment - Two : 

The Tuto r wil l organis e th e grou p wor k an d th e 

'presentation1 session effectively to ensure a high level of 

learner participation. The participants may be encouraged to 

'stretch thei r imagination ' an d t o provide justification s 

for the assumptions they may have to make in arriving at a 

Benefit - Cost Ratio. It has to be emphasised tha t though 

this rati o i s 'subjective ' , i t ha s hig h utilit y fo r 

justifying the project as a whole. 

REFERENCES 

1. "Guideline s for Project Evaluation" - United Nations , 

Oxford and IBH, Delhi, 1972. 

2. "Managemen t Handbook for Public Administrators", Edited 

by Sutherland, Van Nostrand Reinhold Company, New York, 

1978. 

3. Instructiona l Packag e prepared b y Educational Managemen t 

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

State Government of Madhya Pradesh, India, 1988. 

4. "Cos t Benefi t Analysis" B y E.J. Mishra, George Allen 

and Unwin, 1975. 

5. "Yout h Work Service - No. 5" B y Banmala, Viswa Yuva 

Rendra Publication, Delhi, India, 1976. 
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COST BENEFIT ANALYSIS 

Many worthwhile and feasible community welfare schemes 

can b e proposed . However , al l o f the m canno t b e 

simultaneously taken up, mainly because of non-availability 

of adequate resources. The most important resource is funds 

and collecting or obtaining i t in adequate quantities from 

governmental and/or non governmental sources generally poses 

problems and difficulties. And funding agencies may have to 

select schemes to support from amongst many which have been 

proposed. Thus a youth worker who has a necessary and useful 

scheme ha s t o mak e i t attractiv e enoug h t o th e fundin g 

agencies t o be assure d o f adequat e funds . Eve n whe n a 

campaign fo r funds from donors is mounted, the utility of 

the scheme has to be made clear to the donors. One technique 

that will greatly assist the youth worker in projecting the 

utility o f the scheme and making the scheme attractive is 

called Cost Benefit Analysis (CBA). 

Every scheme will involve expenditures (calle d Costs) 

and positiv e outcome s (calle d Benefits ) resultin g fro m 

implementation of the scheme. One criterion for judging the 

feasibility of a project is the ratio of Benefits, expressed 

in monetary units to the Costs which would normall y be in 
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monetary units. This is called th e Benefit-Cos t Ratio . On 

the face of it, a scheme is viable only i f the Benefit -

Cost (B/C) ratio is larger than one. This may not always be 

the case , as will b e discusse d late r i n thi s Chapter . 

A youth worker may generate ideas for several schemes. 

Then i t i s desirable tha t h e carrie s ou t Cos t Benefi t 

Analysis fo r all the scheme s to determine wha t schem e h e 

must undertake and HOW BEST HE CAN ALLOCATE RESOURCES AT HIS 

DISPOSAL FOR MAXIMUM GOOD OF THE COMMUNITY. 

Most o f th e cost s involve d i n the implementatio n o f 

schemes or projects are tangible o r measurable, i.e . they 

can be expressed in monetary units. However, a few may not 

be easil y converte d int o monetary units . They ar e calle d 

"intangible costs". 

Benefits ma y b e physica l output s (commoditie s o r 

products) which are consumed by people OR service s which 

people make use of OR intangibl e Benefits which accrue to 

the people. A particular project may result in one or more 

of these Benefits. 
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ILLUSTRATION - ONE : 

Let u s conside r th e project , "YOUT H EXCHANG E 

PROGRAMME". Some of the Costs and Benefits are as follows. 

COST : 1 . Travel, Internal and External 

2. Boarding and Lodging 

3. Preparation 

4. Books, Stationery, etc. 

5. Equipment 

6. Separation from family, work and 
normal activities 

7. Adjustment to new cultures. 

Item Nos 1  to 5  are tangible cost s an d 6  and 7  are 

intangible costs. 

BENEFITS : 1 . Adding to life and work experience by 
living and working in another community/ 
country 

2. Awareness of youth welfare programmes in 
other communities/countries 

3. Acquisition of new knowledge and skills 

4. Sharing of experiences of youth welfare 
projects 

5. Greater appreciation of one's own country. 

All the above Benefits are intangibles. 
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ILLUSTRATION - TWO: 

Some of the Costs and 

ADVENTURE" are given below. 

COSTS 

TANGIBLES: 

1. Purchasing/Hiring 

equipment 

2. Boarding/Lodging 

3. Travel 

INTANGIBLES: 

1. Organisation 

2. Opportunity cost due 

to loss of time in 

regular activities 

and other resources. 

Benefits of a project, "TREKKIN G 

BENEFITS 

TANGIBLES: 

1. Promotion 

to 'trekking' 

business 

INTANGIBLES: 

1. Togetherness 

2. Oneness with Nature 

3. Relaxation from 

normal activities 

4. Trained/experienced 
trekkers. 
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The illustrations provided indicate that a majority of 

benefits that resul t fro m youth projects ar e intangibles . 

However, i t i s useful t o identif y som e tangibl e benefit s 

from such projects. 

In a n entrepreneurshi p developmen t project , on e 

tangible benefi t i s th e estimate d earning s o f ne w 

entrepreneurs. 

In th e projec t o n promotio n o f loca l resources , the 

estimated saving s i n no t purchasin g non-loca l good s an d 

materials is a tangible benefit. 

While identifying intangibles, it is necessary for the 

youth worker to think in a broad and diversified manner. 

The initial viability of a project or scheme depends on 

certain Cost s an d Benefit s associate d wit h it . These are 

called 'INTENDED ' Cost s an d Benefits . However , a  mor e 

detailed analysis indicates that there will be other Costs 

and Benefits which have not been initiall y considere d an d 

which are by-products of the project implementation . These 

are calle d UNINTENDE D Cost s o r Benefits . For example , in 

illustration -  one, 'Adjustmen t t o new cultures ' i s an 

unintended Cos t and 'Greate r appreciatio n o f one' s ow n 

country' coul d b e an unintende d Benefit . 



5-6 

Thus, the effects of a project can be indicated in the 

following diagram. 
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ASSIGNMENT - ONE 

In groups of 5 to 7, identify and list the Costs and 

Benefits for any one of the following projects. 

Further, classify them into tangibles/intangibles and 

intended/unintended effects. 

PROJECTS 

1. ARRANGING SKILLS TRAINING FOR VILLAGE YOUTH. 

2. ORGANISING A TRAFFIC SAFETY WEEK. 

3. ORGANISING A TRAINING PROGRAMME FOR YOUTH WORKERS ON 
PROJECT PLANNING AND MANAGEMENT. 

4. ORGANISING A RALLY. 

5. SETTING UP A GUIDANCE AND COUNSELLING CENTRE FOR 
DELINQUENT YOUTH. 

6. ORGANISING A SPORTS MEET FOR A CLUSTER OF FIVE 
COMMUNITIES. 

After finishing the exercise, check with the Tutor. 
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WILLINGNESS TO PAY 

Having identified the effects of a project in the form 

of Costs and Benefits, it will be necessary to convert them 

into monetary units. The tangibles (cost s and benefits) do 

not present difficulties as measurement units will be clear, 

the unit rates prevalent at the time of analysis known and 

also the estimated quantities. However, the prevalent unit 

rates may have to be modified in a few special cases, when 

the products, i.e. outcomes of the project are consumed at a 

time muc h late r tha n th e tim e a t whic h Cos t Benefi t 

Analysis is made. Then an estimate of the possible unit rate 

may have to be made based on data available and on present 

value of the unit rate in the analysis. 

ILLUSTRATION -  THREE: Considerin g socia l forestry , thoug h 

trees may be planted today, they will bear fruit may be only 

five years later . Hence the value o f benefits (bearin g 

fruit) will depen d upo n th e value place d o n the m b y th e 

beneficiaries at that time i.e five years later. 

Since the product is consumed by people, the unit rate 

is governe d b y wha t the y ar e prepare d t o pa y fo r th e 

product. This is termed WILLINGNESS TO PAY. The factors that 

affect the willingness to pay are: 

Features of the product/service/intangible benefit 

Age of the purchaser 
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Economic status of the purchaser/beneficiary group 

Time when the benefit is made available to the consumer 

Alternatives available to the consumer 

Unanticipated events. 

Thus the willingness to pay is not an absolute value 

but a  relativ e on e an d depend s partiall y o n dat a an d 

partially on subjective assumptions. For example :-

In a project, "SKILLS TRAINING FO R ENTREPRENEURSHIP", 

estimates of willingness to pay by a trainee will depend on 

his perceptio n o f ho w easil y h e ca n obtai n a  jo b (an d 

consequently earn a regular income). 

In a project, "INOCULATION CAMPAIGN FO R A COMMUNITY", 

the willingness to utilise (i.e consume) the service may be 

dependent on several factors. For example, if a family has 

suffered i n the past because o f th e disease , a  highe r 

willingness to pay should occur. 

'Willingness t o pay ' play s a  crucia l rol e i n th e 

quantification of intangibles, i.e. in the fixation of unit 

rate for either Costs or Benefits. Since this may depend o n 

assumptions, it is 'subjective'. In the illustration that is 

presented later in the Chapter, the unit rates assumed are 

the willingnes s t o pay . Th e consumer s o f th e intangibl e 

benefits may be the youth group itself or the beneficiaries 

or the society at large. 



5-10 

The quantification o f benefits fro m intangible s a s 

compared t o tangible s lik e product s i s more complex . The 

steps involved are shown in the diagram below. 
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ILLUSTRATION - FOUR: 

Let u s conside r th e Benefit s fro m a n 'Inoculatio n 

Campaign". The computation of Benefits are given in the table 

below. It is to be noted that the unit rate is a subjective 

decision of the youth worker in charge of the campaign. 

S1. 
No. 

1. 

2. 

3. 

4. 

5. 

Indicator 

Children inoculate d 

Removal of fear or 
concern of being 
affected by disease 
Publicity for act-
ivities of youth 
centre resulting 
from campaign 
Satisfaction of 
doing good to 
community 
Savings from future 
medical expenses 

Measurement 
Unit 

Number of 
children 
Number of 
families 

Lumpsum 

No. of youth 
involved 

Probable 
number of 
affected 
children 

Qty Uni t Amoun t 
Rate 

60 1 0 60 0 

40 2 5 100 0 

- 100 0 

10 10 0 100 0 

5 50 0 250 0 

TOTAL AMOUNT =610 0 
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The possibl e measuremen t unit s i n quantificatio n o f 

Benefits are : 

a) Lengt h unit, i.e meters or kilometers 

example :  length of good road made available to a 

community due to a 'Roa d Building' Project 

b) Are a unit, i.e square meter or square kilometers 

example :  area of slums cleared in a 'slu m clearance' 

project 

c) Volum e unit, i.e cubic meters 

example :  volume of garbage/dirt removed in a 'cleanin g 

the community surroundings' project 

d) Tim e unit, i.e minutes, hours, days, etc 

example :  Time saved in the use of appropriate 

technology devices in a community 

Time of utilisation of the facilities 

of a youth club. 
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e) Weigh t Unit :  Kilogram 

example :  The quantity of local resources utilised as 

a consequence of a project implementatio n 

f) Number s : 

example :  The number of youth who become entrepreneurs 

as a result of a skills training programme 

g) Lumpsu m :  Used where i t i s not possible t o identif y a n 

appropriate measuremen t uni t an d th e yout h 

worker making a CBA has to assign an amount to 

the component/indicator. 

Sometimes combination of units may be desirable like : 

* ma n days (produc t of number of youth volunteers 

and average days of contribution to project) 

* are a hours (produc t of area of an adult literac y clas s 

and average hours of use) 

Quantities involve d i n th e quantificatio n o f Benefit s 

are estimated quantitie s and ar e part o f th e detailed plan s 

prepared fo r the project. These may requir e as prerequisite s 

certain data collection/information. 

The specificatio n o f th e uni t rate s i s th e mos t 

difficult par t o f th e quantificatio n o f th e proces s an d 

therefore is better determined by a group, rather than by an 

individual youth worker. 
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SOURCES OF INTANGIBLE BENEFITS 

The benefit s fro m a project, particularl y related t o 

intangible benefits arise from the following sources. 

a) Physica l outputs/consumables : 

e.g. Handicrafts, potable water, enterprise goods, etc. 

b) Service s consumed by beneficiaries : 

e.g. healthcare , guidanc e an d counsellin g o n 

agricultural practices , employmen t opportunities , 

obtaining bank loans, etc. 

c) Physica l satisfaction of (i ) youth workers/volunteers 

(ii) beneficiaries of youth 
projects 

d) Menta l satisfaction of youth and beneficiaries 

e) Publicit y 

f) Healt h and childcare 

g) Mor e congenial surrounding s 

h) Interpersona l relationships and resources sharing 

i) Bette r future 

j) Acquisitio n of knowledge and skills 

k) Bette r awareness of self and environment 

1) Keepin g in tune with the times 

m) Preservatio n of tradition and culture 

n) Appreciatio n of nature 

o) Tea m working 
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p) Loca l resources (goods , materials) utilisation 

q) Leadershi p development 

r) Promotio n "of national and ethnic integration 

s) Bette r time utilisation 

t) Sel f Reliance 

u) Preparatio n to cope with disasters, crises 

v) Appreciatio n for art, music, culture, etc. 

w) Liaiso n with government and other agencies 

x) Safet y and security 

y) Attitud e change 

For a  particula r project , th e relevan t source s o f 

benefits ca n b e identifie d an d th e monetar y valu e o f th e 

benefits computed. 

The costs involve d fo r a project ca n als o be computed . 

If intangibl e cost s ar e present , the y hav e t o b e converte d 

into monetary terms in a manner similar to that of conversion 

of intangible benefits. 

Finally, when the benefits o f a  project ar e divided b y 

costs, we obtai n Benefi t -  Cos t Ratio . Fo r example , i f th e 

Benefits of a project are 6000 monetary unit s an d the cost s 

are 500 0 units , the n th e Benefi t -  Cos t Rati o fo r th e 

project is 6000/5000 = 1.2. 
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While for industrial and technological projects , it is 

necessary for this ratio to be always greater than one, for 

welfare projects, this may no t be treated a s th e limitin g 

constraint. However, amongst several feasibl e projects, the 

one having the largest Benefit - Cost Ratio may be chosen. 
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ASSIGNMENT - TWO 

In groups of 5 to 7, carry out a Cost Benefit Analysis 

for the project chosen by you in ASSIGNMENT-ONE and arrive at 

a Benefit - Cost Ratio. The group spokesman will present the 

group consensus providing justifications for assumptions and 

unit rates to the whole group of participants and seek their 

suggestions for improving the quality of the analysis. 
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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. 
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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. 



6 - 9 

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. 



6-12 

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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GENERAL OBJECTIVE 

The participan t wil l sugges t relevan t improvement s o n a 

project proposal made available to him. 

SPECIFIC OBJECTIVES 

The participant will:-

(a) Describ e the components which a project proposal coul d 

include. 

(b) Determin e what should be the components to be include d 

in proposals to be designed for a given project. 

(c) Give n th e proposal o f a  project , sugges t improvement s 

to make the proposal relevant and purposeful. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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PROPOSAL DESIGN 

THEME OF THE CHAPTER 

Agencies fundin g project s o n yout h service s an d 

programmes would naturally lik e to have a clear picture o f 

investment i n term s o f time , efforts , finance s an d othe r 

resources o n the one hand an d th e benefit s derive d ou t o f 

the investmen t o n th e othe r hand , befor e th e projec t i s 

accepted for implementation. A project proposal i s actually 

'Marketing' the project to different associated agencies. 

This Chapte r detail s ou t th e variou s component s o f a 

good proposal including some skills required for formulation 

of proposals. 

PREREQUISITES 

(a) Completio n o f chapters o n Plannin g (Chapte r 2) , Net-

work Analysi s (Chapte r 3 ) , Decision Analysi s (Chapte r 

4) Cost Benefit Analysis (Chapte r 5) , Potentia l Problem 

Analysis (Chapte r 6) and Organising fo r Implementatio n 

(Chapter 8) is essential to undertake this Chapter. It 

would be preferable if Chapter 9 - Working in Groups is 

also considered a pre-requisite. 

(b) Th e Tuto r mus t hav e experienc e o f designin g projec t 

proposals. 

(c) Th e participants must have at least read through a few 

project reports. 
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PREPARATORY ACTIVITIES FO R TUTO R 

(a) Th e Tuto r shoul d hav e rea d thi s Chapte r an d complete d 

assignments include d i n it. 

(b) Th e Tutor shoul d collec t an d kee p read y copie s o f som e 

proposals fo r use i n Assignment -  Two. 

(c) Sinc e i t is difficult to obtain literatur e on designin g 

proposals, i t i s suggeste d tha t th e Tuto r woul d fro m 

his ow n experience , jo t dow n illustration s o f 

components o f proposal s fo r us e i n th e clas s i f 

necessary. 

INSTRUCTIONAL GUIDELINE S 

(a) Thi s Chapte r has been presented fo r facilitating sel f 

learning. Tutor' s guidanc e rathe r tha n instructio n i s 

suggested, primaril y t o provid e clarification s durin g 

self learning . 

Reference t o an d us e o f th e outcome s fro m th e 

techniques relate d t o previou s chapter s for m th e basi s 

of a  proposal . Th e implicatio n i s tha t befor e 

formulating a  proposal detaile d plan , information abou t 

fulfillment o f certai n crucia l criteria , generatio n o f 

benefits an d suc h dat a woul d b e availabl e wit h a 

proposal designer . Th e proposa l shoul d includ e thes e 

components at different locations . 
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(b) Th e schedulin g o f activitie s fo r thi s Chapter , whic h 

requires 4 1/2 hours is given below. 

S1 No. Activit y Tim e in hours 

1 Learnin g from the package upto 11/ 2 
Assignment- Two, together with 
Tutor's guidance and Tutor's 
summarisation using OHP 
Transparency 7. 1 

2 Assignmen t - Two in groups 3 
including discussion session 

(c) Th e Tutor will introduc e by emphasising th e advantage s 

gained by designing a comprehensive proposal. 

(d) Whil e th e participant s ar e engage d i n sel f learning , 

the Tutor may assist them by indicating the appropriate 

references i n earlie r chapters . Fo r exampl e Benefit s 

from Cos t Benefi t Analysi s (Chapte r 5 ) shoul d b e 

employed a t differen t point s o f th e proposa l i.e . 

justification and selection. The Tutor will also check 

on participants' responses to Assignment - one. 

(e) OH P transparenc y (7.1 ) ma y b e use d b y th e Tuto r t o 

summarise th e Chapter . Thi s ma y b e don e jus t befor e 

starting Assignment - Two. 

(f) Fo r Assignmen t -  Tw o th e Tuto r wil l divid e th e 

participants int o groups and suppl y thes e group s wit h 

adequate copies of a proposal. Each group may receive a 

different proposal. 
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The Tutor will sit down with the participants of 

the groups and enter into discussion with them on their 

responses t o the Assignment. Of importanc e i s th e 

justification for their responses. 

SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT - ONE 

S1. Proposa l Components 

1. Projec t title, summary of 
Project 

2. Nee d and Prospects considered 

3. Variou s Alternatives considered 

4. Objective s and Intended Impact 

5. Backgroun d Information -
The Current Situation 

6. Detaile d Plan 

7. Potentia l Problem Analysis 

8. Creatio n of Infrastructure 
for Follow-up 

9. Linkage s with External 
Agencies 

10. Phasin g of Financial 
Resources 

11. Factor s to ensure success 

PROJECT 
ONE TWO THREE FOUR 
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ASSIGNMENT - TWO 

Responses of groups will be different since different 

proposals hav e been provided t o them . Henc e i t i s not 

possible to suggest responses here. 

All tha t i s suggeste d i s tha t th e Tuto r discus s 

justifications for modifications and additions to proposals 

in each group and satisfy himself that the thinking in the 

group has been rational a s per the learning s suggeste d i n 

this Chapter. 



SELF-LEARNING PACKAG E 
AND 

TRAINEE'S ASSIGNMENT S 
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PROPOSAL DESIGN 

Most projects which involve a substantial investment of 

time, effort , finance s an d othe r resources , hav e t o b e 

proposed to Government or other agencies fo r acceptance and 

approval. Gettin g approva l i s normall y looke d upo n a s a 

'passport for action' on the project. Suc h proposals hav e 

to be designed and submitted in writing as opposed to 'verba l 

proposals' tha t ar e mad e fo r project s o f a  'les s eventfu l 

nature'. Th e process of designing and putting i n writing a 

proposal also requires some skill since the manner i n which 

the proposal i s presented o r projecte d wil l b e on e o f th e 

primary determinants for its approval. 

ILLUSTRATIONS 

(a) Fo r obtaining government suppor t i n 'providin g treate d 

drinking water' to a group of villages, a proposal will 

have t o b e submitte d t o th e appropriat e Governmen t 

agency whic h construct s tub e well s an d treatmen t 

plants, lays pipe lines, and maintains water supply. 

(b) Governmen t interventio n i n a  larg e wa y i s neede d t o 

support a drive by a  youth grou p fo r popularizing us e 

of sola r energ y device s an d suc h electricity-savin g 

approaches. T o obtai n Governmen t suppor t th e yout h 

group will have to design an d submi t proposal s t o th e 

relevant government agency. 
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Occasionally proposal s may b e require d b y th e 

district level or regional level youth services officer if 

he want s t o allocat e fund s t o a  particular programme . 

Proposals may als o be employe d a s a  mean s o f attractin g 

voluntary agencie s an d philantropher s t o suppor t certai n 

conceived projects which require support. 

COMPONENTS OF A PROJECT PROPOSAL 

To ensure that these ingredients make their appearance 

in the proposal, components should be in a sequence as shown 

on the next page. 
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Some of the components shown above may get omitted if 

the projec t proposa l doe s no t requir e them . 

JUSTIFICATION fo r the project will emerg e fro m Need s 

and Prospects and Consideration of Alternatives. 
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ASSIGNMENT-ONE 

Four project s have been listed below. Fo r each one of 

them, proposals are to be designed. Whic h of the project 

components show n wil l b e include d i n th e proposals? 

Indicate this by ticking in the appropriate space. 

PROJECT ONE -  AN ENTREPRENEURSHIP PROMOTION PROGRAMME 

PROJECT TWO -  AN ATHLETICS MEET FOR A VILLAGE 

PROJECT THREE -  A YOUTH EXCHANGE PROGRAMME 

PROJECT FOUR -  AN INTER-COMMUNITY INTEGRATIO N PROMOTIO N 

DRIVE 

S.No. PROPOSA L COMPONENTS 

1. Projec t Title, Summary of Project 

2. Nee d and Prospects considered 

3. Variou s Alternatives considered 

4. Objective s and intended Impact 

5. Backgroun d Information -
The Current Situation 

6. Detaile d Plan 

7. PP A 

8. Creatio n of Infrastructure 
for follow-up 

9. Linkage s with External Agencies 

10. Phasin g of Financial Resources 

11. Factor s to ensure success 

PROJECTS 
ONE TWO THREE FOUR 
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Some o f th e component s liste d alread y i n thi s 

chapter nee d som e elaboration . Th e learnin g events ' 

provided in the previous chapters could indicate the nature 

of details to be included within certain components, 

SUMMARY O F TH E PROJECT: - This shoul d normall y b e written 

after the rest of the proposal has been formulated. T o be 

included her e ar e the broad purposes o f th e project , the 

time frame in mind fo r the project, the target groups or 

beneficiaries that would gain from the project. 

NEEDS AN D PROSPECT S CONSIDERED: - I n genera l needs , 

aspirations and interests that are proposed to be considered 

for fulfillment through the project must be in quantitative 

and qualitative terms. Als o to be mentioned are the means 

by which these needs and aspiration s have been determine d 

(through a summary or discussion). I n this component, the 

dependence of the project on certain Governmental policie s 

and priorities could be highlighted. 

VARIOUS ALTERNATIVES CONSIDERED:- This point of the proposal 

should project the various alternative projects considered 

to fulfil l need s an d aspirations . T o b e include d ar e 

processes like Decision Analysis (selectin g one alternative 

from a number of alternatives - Chapter 4), and Cost Benefit 

Analysis (computin g Cost s an d Benefit s -  tangible s an d 

intangibles o f various alternative s -  Chapter 5) . On e 
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advantage tha t would arise from Cost Benefit Analysis would 

be tha t th e lis t o f benefit s i f projecte d properl y a t 

appropriate location s i n the proposal woul d hel p 'market ' 

the proposal to concerned agencies. (I n fact both Decision 

Analysis and Cost Benefit Analysis contain information which 

could be utilised at a number of places in the proposal). 

OBJECTIVES AND INTENDE D IMPACT: - Now that on e alternativ e 

(the selected project ) has been identified , i t has t o be 

detailed out in a logical manner. Th e starting point is its 

objectives an d intende d impact . Th e Chapte r o n Plannin g 

(Chapter 2) and the Cost Benefit Analysi s an d Decisio n 

Analysis could provide needed help to the proposal designer 

in formulating this component. 

THE CURRENT SITUATION:- This is a description of the stat e 

of affairs' in the locality where the project is to occur, 

prior to the introduction of the project. Som e details are 

provided i n the Chapter on Planning. In case the previous 

component o n Need s an d Prospect s include s adequat e 

information on the current situation, there is no need for a 

separate component on Current Situation. 
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DETAILED PLANS:- This component will consist of units like 

determining the Activity Set, Drawing the Project Network, 

Identifying Resource s an d Suppor t Requirements , Deployin g 

Resources, all of which have been explained in Planning. 

Another importan t componen t o f detailed plan s i s the 

phasing o f activitie s ove r a  perio d o f time . Thi s i s 

particularly significant for projects which would last for a 

number o f years. In such situations , the projec t mus t be 

divided into several stages, with each stage having concrete 

outcomes. 

POTENTIAL PROBLEM ANALYSIS (PPA): - A reference to Chapter 6 

in the package will indicate what is to be included in this 

component. Thi s component is another key factor in making 

the package attractive to authorities since the indicatio n 

is tha t precautionar y measure s hav e bee n take n t o avoi d 

implementation difficulties as far as possible. 

CREATION OF FOLLOW-UP INFRASTRUCTURES:- As indicated in the 

Chapter on 'Organisin g for Implementation ' (Chapte r 8) , it 

is essential to suggest selected infrastructures for follow-

up in the proposal. Responsibilitie s allocated to the team 

managing the project are also to be included here. 

LINKAGES WITH EXTERNAL AGENCIES:- Structures indicating the 

links which the project will have with outside agencies must 

be noticeable in the proposal. I f support is to be provided 

by externa l agencie s th e natur e o f suppor t mus t als o b e 

shown (Refer Chapter 8). 
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PHASING OF FINANCIAL RESOURCES:- Phasing of resources refers 

to an yearly anticipated need for financial resources. Fo r 

example i n case a  project i s likel y t o exten d fo r three 

years, all its investment is not likely to occur at once. 

On the contrary, the investment has to be phased out on an 

annual basis for three years. Th e phasing of funds could be 

on a quarterly/monthly basis for short term projects. 

It is also necessary to segregate needs for recurring 

and capita l grants . Salaries , trave l expenditure , 

stationery, contingent expense s are of a recurrin g natur e 

while investmen t i n buildings, equipment an d furnitur e i s 

counted as Capital Grants. 

A phased financial resources statement could appear like -

TYPE OF EXPENSE 

CAPITAL 

RECURRING 

TOTAL 

YEARLY AMOUNT 

1989 1990 1991 TOTAL 
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FACTORS TO ENSUR E SUCCESS OF PROJECT: - This i s a crucia l 

component. I n fact it is a summary of the insurance ' built 

into the project to ensure that the intende d outcomes and 

benefits wil l occur . Th e proposal  i s t o reflec t ver y 

clearly those factor s which constitute the insurance* . 

They could be one or more of the following:-

What this Chapter attempt s to project t o the approvin g 

authority is the fact that the proposal designer has taken 

special consideratio n an d care to incorporat e suc h check s 

and precautions which will ensure successful achievement of 

objectives. This must be supported by evidence of the use of 

techniques in the preceding chapters of the proposal. In a 

way this will demonstrate the sincerity an d commitmen t of 

the proposal designer and hence enhance the marketability of 

the proposal. 
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ASSIGNMENT-TWO 

A project proposal will be given to you. I n groups of 

5-10, you are to arrive at a consensus on: 

Components that need change, components that need to be 

added or deleted. 

Suggestions fo r improvin g th e content s o f eac h 

component. 

You will then seek comment s on your views from other 

groups. Th e Tutor will arrange a discussio n session'. 
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GENERAL OBJECTIVE 

Given a  project descriptio n an d plan , th e participan t 

will devise an infrastructure for implementing the project. 

SPECIFIC OBJECTIVES 

The participant will -

(a) Lis t the key factors which should be kept in 

mind while devising infrastructures. 

(b) Describ e different forms of infrastructures used 

in implementing youth projects. 

(c) Analys e th e implication s o f grou p structure , membe r 

accountability, interaction with external agencies and 

coordination on infrastructures. 

(d) Give n a project description, its plan and an 

infrastructure for implementation, provide a 

critique of the infrastructure on the basis of 

suitability. 

(e) Give n a project and its plan, devise alternative 

infrastructures that could be used for implementation, 

select one alternative, allocate roles to suit 

the infrastructures evolved. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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ORGANISING FOR IMPLEMENTATION 

THEME OF THE CHAPTER 

This particular theme represents a set of essential action s 

which i s to be made prio r to  implementatio n o f a  project. 

In othe r word s 'Organisin g fo r Implementation ' ca n b e 

considered as a part of 'Planning'. I n the planning process 

it ca n onl y b e accommodate d afte r th e identificatio n o f 

'Resource an d Suppor t Needs ' an d th e completio n o f 

'Potential Problem Analysis'. 

* 
This Chapte r focuse s o n th e manne r i n which Projec t 

Teams or Groups (normall y smal l groups ) woul d b e organise d 

to ensure effective management o f the project. Sinc e i n a 

project there would be a variety of 'functio n clusters ' how 

are thes e cluster s to  b e allocate d t o th e tea m member s 

managing th e projec t ?  Th e answe r t o thi s ha s bee n 

elaborated i n this Chapter. I n addition, th e Projec t Tea m 

may hav e t o develo p link s wit h externa l suppor t agencies . 

The nature of these links have also been described. 

On acquirin g som e o f th e characteristic s mentione d i n 

the previous para ' a Project Team' becomes what is known as 

an 'Infrastructure' . Link s with externa l agencie s are also 

structural configurations . Henc e thi s Chapte r deal s wit h 
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design o f projec t managemen t structures . I t ha s bee n 

realised, thoug h rathe r late , that wel l designe d structure s 

can accelerate project progress and prevent many problems i n 

implementation. 

PREREQUISITES 

(a) Th e prerequisite Chapter s ar e 

Chapter 2  on Plannin g 

Chapter 3  on Network s 

Chapter 6  on Potential Proble m Analysi s 

(b) Th e Tutor must possess -

Considerable experience i n leading and coordinatin g 

Project Teams. 

Decomposing project s int o activities , an d clusterin g 

these activitie s i n a  manne r suite d fo r allocatio n t o 

individual tea m members. 

Familiarity wit h typica l projec t structure s an d thei r 

characteristics -  bureaucratic , committees , tas k 

groups, flexibl e groups, etc. 

(c) Th e participan t mus t b e familia r wit h th e concep t o f 

structure, and must have som e experienc e o f workin g i n 

Project Teams. 
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PREPARATORY ACTIVITIES FOR TUTOR 

(a) Befor e embarkin g o n guidin g participant s i n thi s 

Chapter, the Tutor must thoroughly read it and complete 

all assignments. Th e assignments are not simple. 

(b) Th e Tuto r ma y reinforc e hi s knowledg e b y readin g 

relevant chapters of Reference 1. 

(c) Thoug h certai n response s t o assignment s tha t ma y b e 

anticipated fro m participant s hav e bee n suggested , i t 

is preferable tha t th e Tuto r generat e som e mor e a s a 

means of dealing with diverse classroom situations that 

are likely to arise. 

INSTRUCTIONAL GUIDELINES 

(a)(i) Whil e th e Chapte r i s i n th e self-learnin g mode , 

the participant s ar e likel y t o hav e difficultie s 

in understandin g a  fe w concept s lik e 'functio n 

clusters', 'accountability' , 'coordination', . Th e 

Tutor ma y interac t wit h th e whol e clas s a t 

appropriate interval s t o ensur e clarit y i n 

learning these concepts. 
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(ii) Th e package comprises of: 

- introduction of the concept of infrastructure. 

- different alternativ e infrastructure s 

contemplated fo r a project, and 

- crucial factor s governin g th e choic e o f 

appropriate infrastructure. 

(b) Th e suggeste d tim e fo r learnin g thi s Chapte r i s 6 

hours. Th e suggested break-up is as follows: 

S1.No. Activit y Tim e in hours 

1. Learnin g upto Assignment-Three 3  3/4 hours 

with Tutor's intervention for 

clarifying concepts as mentioned 

in (a)(i) above and use of OHP 

Transparencies 8.1 and 8.2. 

2. Assignment-Thre e 3/ 4 hour 

3. Assignment-Fou r including 1  1/2 hours 

Tutor's summarisation. 

(c) Th e Tuto r wil l briefl y introduc e th e Chapter , 

establishing links with the prerequisite chapters. 



8-v 

(d) Th e Tuto r ma y hav e t o interven e o n a  numbe r o f 

occasions to clarify difficult concepts like 'functions 

clusters', 'accountability' , 'coordination' . I n eac h 

of these cases, the Learning Packag e provides adequat e 

information. It is necessary that this Chapter be made 

available t o th e participant s totall y befor e th e 

learning begins. 

(e) Al l assignment s ar e open-ende d an d coul d elici t a 

variety of responses. Th e Tutor will have to encourage 

creative thinkin g amongs t participants. Th e las t tw o 

assignments assist in integrating most of th e concepts 

discussed in the Chapter. Th e Tutor may bear this i n 

mind. 

(f) Tw o OHP transparencies have been provided. 

8.1 Criteri a for comparing infrastructure s 

8.2 Factor s for devising infrastructures. 

They may be used at appropriate moments in the progress 

of the participants. 
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SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT - ONE 

Other purposes -

1. Experimentin g with innovative designs of Cattle powered 

implements. 

2. Th e use o f by-products o f cattle-shed operatio n lik e 

cow dung. 

3. Sale s of products like milk. 

ASSIGNMENT - TWO 

COOPERATIVE SPORTS SHOP OF YOUTH CLUB 

1. Function s of Project Team members (a suggestion) : 

A Holdin g meetings. 

Keeping members informed 

B Procuremen t of goods. 

Maintaining inventory 

C Keepin g accounts. 

Managing finances 

D Dealin g with sales. 

Customer service 

E Advertisin g promotion of sales 
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Linked External Agencies 

Agency 

(a) Sports goods retailers 

(b) Customers 

(c) Share holders 

(d) Youth clubs 

Purpose 

Procurement 

Sales 

Dividends, youth 

welfare 

Promotion of games 

and sports 

ASSIGNMENT - THREE : 

Different answer s ar e possibl e i n term s o f makin g 

critical comment s o n th e infrastructure . Th e answer s 

suggested below are only guidelines to the Tutor. 

1. Projec t objectives 

Objective 1  may no t b e accomplishe d a s th e numbe r o f 

classes started are few. 

Objective 2 may be partially accomplished as out of the 

4 youth volunteers 2 are primary school passouts. 

Objective 3 may be partially achieved. 

2 . 
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Ambiguities and uncertainties 

(a) No communication links between different literacy 

youth volunteers and the problem solving mechanism. 

(b) There is no sharing of problems between youth 

volunteers. 

(c) No opportunity for members of the literacy classes 

to indicate their problems and difficulties. 

(d) There is little scope for changing strategies during 

implementation. 

Expectations of different agencies/interest groups 

(a) The expectations of the beneficiaries are 

not obtained. 

(b) The expectations of youth volunteers are not 

clear. 

Division of responsibilities 

(a) The functions of youth volunteers are not 

classified 

(b) The role of youth worker in the project has 

not been amplified 

(c) Involvement of parents/other people in project 

implementation not included. 

Time Frame of Project 

(a) Time frame not indicated. 

(b) Phasing not made. 

(c) Phase groups not identified. 

2 . 

3 . 

4 . 

5 . 
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6. Resourc e constraints 

(a) Contingent actions in case volunteers 

withdraw, not given, 

(b) Arrangements of classrooms not indicated. 

(c) It is not clear whether any funds are required. 

If so, how funds will be raised ? 

(d) Training mate ial requirements and acquisition 

are not detailed out. 

The suggeste d alternativ e infrastructur e i s give n i n 

two diagram s (a ) an d (b ) . The Tuto r ma y also  presen t an y 

other infrastructur e h e ma y thin k appropriat e fo r th e 

situation. 



PROJECT DURATIO N 3  YEARS 
Y V - YOUT H VOLUNTEE R 
L C  -LITERACY CLASS-DURATIO N 3  MONTHS 

-SIZE 3 0 
PSP-PRIMARY SCHOO L PASSOUT 
MSP-MIDDLE SCHOO L PASSOUT 

INFRASTRUCTURE (a) 

8 - X 
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INFRASTRUCTURE-(b) 
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ASSIGNMENT-FOUR 

FUTURE YOUTH CLUBS - SOMEONE'S DREAM 

This assignment is too open for providing any definite 

suggestions. Th e participant responses will be based on: 

understanding of the presentation and text 

derivation of the pioneer's suggested infrastructures 

perceptions of the feasibility of these instructions 

for the participants' own situations. 

The Tuto r shoul d examin e th e groups ' response s fo r 

rational thinking. 

REFERENCES 

1. Organisationa l Behaviou r an d th e Practic e o f 

Management' b y Hampton , Summe r an d Webber ; Scott, 

Foresman and Co., USA, 1978. 

2. Planne d Change - A new Manual' - a document prepared 

by Education Management Centre, TTTI, Bhopal for State 

Government of Gujarat, India, 1987. 

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

Huberman; Praeger Publications, USA, 1978. 

4. A  Diagnostic Approach to Organisational Behaviour' by 

J.Gordon; Allyn and Bacon Inc, Boston, USA; 1987. 

5. 'Managin g Organisationa l Behaviour' by Tossi, Rizzo and 

Carroll; Pitman Publishing Inc; Massachusetts, USA, 

1986. 



SELF-LEARNING PACKAG E 
AND 

TRAINEE'S ASSIGNMENT S 



8-1 

ORGANISING FOR IMPLEMENTATION 

In Chapte r 2 , th e differen t step s an d stage s o f 

Planning have been introduced and elaborated. One additional 

aspect of Planning that is significant but which rarely gets 

the attention it deserves is ORGANISING FOR IMPLEMENTING the 

plan. 

The ter m ORGANISIN G normall y refer s t o deployin g 

members o f a  yout h tea m b y suitabl y allocatin g t o the m 

specific roles, functions and responsibilities and ensuring 

that the project objective s ge t accomplished . Th e ter m 

ORGANISING i s also sometime s referre d t o a s 'designin g 

infrastructures'. In fact organising is an important project 

management dimensio n an d i s undertake n fo r th e followin g 

reasons. 

* Bringing clarity to the inter-dependence of roles and 

functions 

* Avoiding working at cross-purposes 

* Ensuring that all activitie s get complete d a s per 

plan. 

* Identifying, diagnosing and resolving problems 

* Promoting team-work. 

The abov e advantage s a r i s i n g ou t o f s a t i s f a c t o r y 

organising fo r implementatio n ar e exemplifie d throug h th e 

following i l l u s t r a t i o n . 
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ILLUSTRATION - ONE: 

A youth project has the following objective: 

- CONDUCTING AN ADVENTURE TREK for a group of thirty 

youth by the end of 3 months from now. 

Activities in the project : 

(1) 

(2 ) 

(3 ) 

(4 ) 

(5 ) 

(6 ) 

(7 ) 

(8 ) 

(9 ) 

Identification of the trek route 

Arrangements at halting places 

Collection of funds 

Procurement of materials required for the trek 

Selection of youth to participate in the trek 

Arrangement of guides 

Training of youth (i f necessary) 

Conduction of trek 

Assessment of project success 

Three possible infrastructure s fo r organising th e trek 

are given in the following pages. 



8-3 

ORGANISING THE TREK - Alternate Infrastructures 

Alternative - 1 : 

Note: The numbers withi n parentheses represen t numbers of 
activities given in the activity list. 
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Alternative - 2 : 

Alternative - 3 : 
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Which of the three alternatives is the best ? This can 

be decided onl y i f criteria fo r comparing th e alternative s 

are generated . Th e suggeste d criteri a ar e liste d i n th e 

table given below. The satisfaction of these criteria by the 

three alternatives is also indicated in this table. 

S 1 . 
NO. 

CRITERIA ALTERNATIVES 
1 2  3 

1. Allocatio n of responsibilities 

2. Involvemen t in decision making 

3. Coordinatio n between different 

activities 

4. Earl y solution of problems 

5. Equalit y of status and 

shared leadershi p 

6. Tea m - work 

Yes 

Yes 

Yes 

Yes 

-

Yes 

Yes 

Yes 

Yes 

Yes 

Yes 

Yes 

Yes 

7. Effectivenes s of communication 

8. Rol e clarity 

9. Contac t with trekkers 

No data available 

Yes Ye s Ye s 

Yes 
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Thus, fo r the adventure tre k th e infrastructur e show n 

in alternative -  2 is likely to be more effective tha n th e 

other tw o alternatives . However, ne w alternative s whic h 

could be at least as effective as alternative -  2 could b e 

generated. 

INFRASTRUCTURES ar e necessar y t o manag e projects . I n 

other words these infrastructures become useful for both the 

planning' and implementation ' phases . These are generall y 

developed o n the basis o f effectiveness . Fo r a  majority o f 

youth servic e projects , the selecte d infrastructur e shoul d 

ensure th e satisfactio n o f tea m -  work an d grou p decisio n 

making criteria, for enhancing: 

(a) us e o f creativ e approaches , 

(b) sensitivit y t o problems , an d 

(c) sharin g o f responsibilities . 

Hence, a  bureaucrati c approac h t o organisin g 

(alternative -  1) should be avoided a s fa r a s possible an d 

alternatives 2 and 3 could be selected, perhaps with certain 

modifications. 

Infrastructures hav e othe r purpose s a s well . Tw o o f 

them are explained through the illustration given below: 
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ILLUSTRATION - TWO: 

The projec t considere d her e ha s th e objective , 

PROVIDING CAREER GUIDANCE TO SLUM YOUTH. 

This project demand s establishmen t o f satisfactor y 

linkages with a number o f agencies. You, as youth worker, 

may se t u p yout h group s t o assis t you . Th e activitie s 

required could be : 

> Identificatio n of youth needs 

> Identificatio n of agencies in the neighbourhood 

for providing guidance to youth 

> Collectin g funds 

> Conductin g a career guidance seminar for the 

youth beneficiaries through invited personnel 

from different agencies 

> Follo w - up activities 

To mee t th e demand s o f thes e activities , tw o 

infrastructures wer e develope d b y th e projec t organiser s 

(the youth group) 
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Infrastructure - I : (Problem-solving) 

This infrastructur e wa s primaril y mean t t o diagnos e 

needs and problems and fulfill/resolve them in the course of 

the project . Thi s wa s th e mai n responsibility . I n othe r 

words, her e wa s a n infrastructur e create d t o assis t th e 

implementation process and to ensure that deviations between 

plan' and implementation ' (unanticipate d difficulties) did 

not unduly distort or delay the progress of the project. 
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Infrastructure - II : (Linkages) 

This secon d in f ra s t ruc tu r e show s th e l inkage s betwee n 

the organisin g yout h grou p an d th e othe r groups/agencie s 

involved i n t h e p r o j e c t . Thes e l i n k a g e s wer e mean t t o 

promote i n t e r a c t i o n an d mutua l c o o p e r a t i o n i n t h e 

accomplishment o f pro jec t ob jec t ives . I t i s importan t t o 

note t h a t befor e construct in g suc h s t ruc tu re s th e agreemen t 

of involve d groups/agencie s i s necessary . 
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Thus, the youth worker may need to devise more than one 

infrastructure fo r ensurin g th e achievemen t o f projec t 

objectives. Each infrastructur e will have specifi c purpose s 

to cater to. There may be a need i n complex o r long -  term 

projects t o ensur e linkage s betwee n th e differen t 

infrastructures constructed fo r the project. 

GROUP STRUCTURE 

This refer s t o th e role s an d relationship s amon g th e 

members o f a  youth team . The y hav e to  engag e themselve s i n 

key group functions . They also have to undertake individua l 

responsibilities o r functions . 
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ILLUSTRATION - THREE : 

The Projec t Tea m member s fo r a  Skill s Developmen t 

Programme (o f si x month s duration ) fo r yout h ha d t o 

undertake the seven major functions indicated below. 

1. Obtainin g funds on a regular basis. 

2. Acguirin g differen t resource s lik e ra w materials, 

stationery, duplicated classnotes and assignments. 

3. Arrangin g for and the transport of outside experts who 

had agreed to impart skills to students (youth). 

4. Housekeepin g of classrooms, workshops. 

5. Ensurin g tha t arrangements and resource s fo r classes 

are ready on time. 

6. Maintainin g records of progress of students. 

7. Interactin g with students (youth) and getting feedback 

from them about learning and about the arrangements. 

The fiv e member s o f th e yout h tea m ha d thei r ow n 

interests. 

Member A Interactin g wit h outsid e people , developing 
outside contact s 

Member B Keepin g accounts and maintaining records 

Member C Talkin g to youth, mixing with young boys and 
girl 

Member D Organisin g an d arrangin g function s an d 
programmes 

Member E Interactin g with grown - ups, marketing ideas 
to them. 
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Though the mix of interests appeared confusinq, it was 

quite eas y allocatin g function s whic h wer e acceptabl e t o 

members of the team. 

The first allocation was as follows. 

MEMBER C 

Interacting with 
students and 
youth (7) 

MEMBER E 

Obtaining 
Funds (1) 

Two more functions had to be allocated. And B and D had 

functions that were to be regularly performed but which were 

not as demanding as the other functions. 

Hence, Function 2 - 'Acquiring resources' was assigned 

to D and Function 4 - Housekeeping to B. 

It was also decided tha t the allocatio n o f function s 

would b e reviewe d durin g th e firs t wee k o f eac h month . 

Incidentally the decisions about the allocation were made by 

the team members themselves. 

MEMBER A 

Arranging for and 
the transport of 
outside experts 
(3) 

MEMBER B 

Maintaining 
students'progress 
records (6) 

MEMBER D 

Arrangements 
and resources 
for classes (5) 
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Some Projec t Group s o r Team s ente r int o projec t 

assignments too quickly. They run the risk of having gaps in 

work, duplications,an d counte r production . Thes e ca n slo w 

down th e projec t an d reduc e th e effectivenes s o f 

implementation of project. Assigning functions and roles is 

a crucial step in organisin g for implementation'. 

Another complicate d aspec t o f organisin g i s ROL E 

DESIGN. Members may not volunteer for some functions. Or too 

many may volunteer for a choice assignment. Some may like to 

do the 'eas y work', while others may make a mess by trying 

to experiment with what they are doing. 

Though i t i s impossibl e t o pleas e everyone , i t is 

preferable t o spen d tim e makin g decision s o n allocatin g 

functions wit h care . I f th e yout h tea m ha s a  competen t 

leader this would be one of his main responsibilities. 

The matrix given in the next pag e focuses on some of 

the bases behind the decision. 
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MEMBER'S ABILITY TO 
PERFORM TASK 

LOW HIGH 

HIGH ** 

MEMBER'S 
INTEREST 

LOW 
** 

Probably the member 
wants to learn and 
thus may introduce 
risk. 

Train or pair him 
with an experienced 
and competent person, 

** 

No difficulty here. 

Give the person the 
task. If more than 
one person is inter-
ested in the task, 
ensure rotation or 
sharing of task. 

No difficulty here. 

Avoid assigning 
function to the person. 
Give it to someone 
else who is more 
competent and 
interested. 

** 

This can lead to 
performance ! 

If task is undesir-
able for many, 
rotate or share. 

Roles an d function s hav e t o b e attende d t o 

unambiguously. Clea r definition s o f function s mus t b e 

available for satisfactory allocation and implementation. 

As mentione d earlie r th e concep t o f rol e i s 

obligationary. Extension of this concept is beyond the scope 

of this Chapter and package. 

LINKING WITH EXTERNAL AGENCIES 

A project team canno t operat e i n isolation . I t has t o 

have link s fo r various purpose s wit h a  numbe r o f externa l 

agencies. 

* * 

* * 
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ILLUSTRATION - FOUR 

A youth team undertook to manage the construction and 

operation of temporary cattle sheds just outside a village 

to house all the cattle belonging to a group of villages. 

The motives o f thi s projec t wer e many , prominen t amon g 

which were : 

healthcare for cattle, 

cleanliness in the village, 

reducing th e burde n o f som e villager s wh o wer e 

struggling t o maintai n thei r cattl e i n thei r smal l 

backyards, and 

improving milch and drought cattle performance. 

The agencies which got linke d t o the youth tea m i n their 

operations were : 

* The beneficiaries *  Milk product cooperatives 

* Construction contractors *  Construction material 
suppliers 

* Cattle feed suppliers *  Healthcare officers 

* Utilities department *  Malaria eradication agency 

* The Government Veterinary Services Department 

* A research organisation which was engaged in improving the 

design o f bulloc k cart s an d cattle-powere d agricultura l 

implements. 
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It i s obvious tha t wit h som e o f thes e agencie s th e 

interaction o f the youth tea m will b e much mor e intense , 

intimate and regular than with others . The agencies which 

are closer to the youth team for m crucial link s which the 

youth tea m ha s t o sustai n wit h specia l care . Frequen t 

meetings (forma l an d informal) , guideline s an d norm s fo r 

interactions, and even the designation of a special person 

to liaise with the agency are all means by which the crucial 

link is cared for. 

The purposes of the links between the project team and 

the external agency could be 'manifold' . Fo r example, for 

the constructio n o f temporar y cattl e sheds , som e o f th e 

purposes of links are : 

# Assured flow of funds/materials as planned 

# Continual availability of expertise 

# Flow of data/findings 

# Prompt preventive/curative actions related to health 
of people and cattle 

# Needs assessment 

# Feedback on performance 
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ASSIGNMENT - ONE 

For th e illustratio n o n Constructio n o f Temporar y 

'Cattle Sheds', identif y thre e purpose s o f link s wit h 

external agencies other than those mentioned earlier. 

Indicate you r respons e i n th e spac e provide d below . 

Check your responses with the Tutor. 

(1) 

(2) 

(3) 



8-18 

The purposes of linkages between the youth team and the 

external agencie s ar e intimatel y connecte d wit h INPUTS , 

ACTIVITIES an d OUTPUTS of a project. The event s o f projec t 

implementation which are related to  purposes are elaborate d 

below. 

INPUTS TO PROJECT PROJECT 
ACTIVITIES 

OUTPUTS OF 
PROJECT 

* Supplies of raw *  Care of Cattle 
Materials, Equipment, surroundings . 
other Physical 
Resources * Assistance to 

workers. 

* Problem 
Solving 

* Experiments 

* Follow-up 

* Production 

* Gains/losses 
to affected 
people 

* Products and 
services 

* Feedback on 
outputs 

* Increase in 
acceptance and 
credibility of 
Project team 

* Provision of Funds, 
payments 

* Ideas for Plans, 
strategies 

* Training and 
Development 

* Information 
sharing 

* Directives, 
Guidelines 

In brief , th e Projec t Tea m interact s wit h it s 

environment (externa l agencies ) wit h som e overlappin g 

motives in mind. 

* Ensuring Survival of project 

* Bringing about development/improvement 

* Increasing credibility and acceptance of Project 

An elaboratio n o f Communicatio n Pattern s betwee n th e 

youth tea m an d externa l agencie s i s give n late r i n thi s 

Chapter. 
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ASSIGNMENT - TWO 

Consider the setting up of a Cooperative Sports Shop by 

a youth club for supplying sports goods to a large number of 

youth clubs in the neighbourhood. The sports club is to be 

manned by a team of youth selected by youth club members. 

Answer i n brie f i n th e spac e provided , th e tw o 

questions given below. 

(1) Give n tha t there are five members i n the youth team 

managing the Cooperative Sports Shop, what could be the 

functions allocated to each of the five ? 

A 

B 

C 

D 

E 
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2. Lis t four external agencies which would be linked with 

the youth team. Give the main purpose of the linkage. 

Linked External Agency Purpos e of Link 

(a) 

(b) 

(c) 

(d) 

CHECK ANSWERS WITH TUTOR 
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COORDINATING GROUP FUNCTIONS 

It is often quoted that once Project Team members are 

allocated responsibilitie s i n a project, they ge t so much 

immersed i n their work tha t they '  forget to talk to each 

other'. Thi s is more so true of specialists who it is said 

'are people in one field who often have a trained incapacity 

to dea l wit h tota l problem s i n th e rea l world 1. I t i s 

noticeable tha t this phenomenon totall y destroy s th e very 

concept of 'team' and 'group'. 

WHAT IS COORDINATION ? - It is the extent and means by which 

a yout h team integrates or holds together its members, and 

facilitates their working together to accomplish activities, 

and project objectives. 

WHAT ARE THE MEANS AVAILABLE FOR COORDINATION ? 

Probably the best known means i s the very feelin g or 

attitude o f 'Collaboration' . I f the collaborative spiri t 

among members is high then coordination is very likely. 

In man y team s 'informa l links ' ar e graduall y 

established. Thu s i f th e 'fun d raiser ' inform s th e 

'resources procurer' he can start purchase, or if one member 

tells another that the beneficiaries are resentful about the 

forceful role adopted by the team, the informal link is in 

operation. Openness , understanding an d mutua l adjustmen t 

among members leads to the forming of such informal links. 
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The more usual approach to coordination adopted i s to 

allow the leader of the team to undertake thi s task. I n 

effect, members are willing to accept coordination decisions 

made by the leader. 

Probably clarit y o f role , tas k interdependence , an d 

indepth planning can facilitate coordination. An d lac k of 

coordination can ruin implementation. 

Coordination is itself a skill. 

Projects contai n a  se t o f interdependen t activities , 

most of which would need support or resources of different 

kinds. Firstl y to ensure that all these events occur at the 

right time , i n th e righ t places , with a  hig h degre e o f 

certainty i s b y n o mean s a  casua l o r trivia l activity . 

Secondly keeping information networks active so that flow in 

different direction s doe s occu r i s a n activit y requirin g 

'Constant Vigil'. Thirdl y diverting less active members to 

help those who are confronting problem s i s trick y an d 

delicate1. Finall y th e coordinator' s contributio n i s 

significant i n sustainin g th e team' . Unde r thes e 

circumstances coordinatio n ca n b e terme d a s a  comple x 

function. I t carrie s wit h i t a  certai n hi t an d mis s 

approach. 
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INTERGROUP COMMUNICATION 

A project team i s not an independen t group . I t has 

links an d interdependenc e wit h othe r group s (externa l 

agencies, beneficiaries etc) for the purposes o f work and 

communication. 

ILLUSTRATION - FIVE 

Consider a project team which has been se t up fo r a 

'Promoting Skill s Developmen t amon g Yout h i n a  Community ' 

programme. Thi s team will necessarily link up with, say, a 

group' of 'skills trainers'. Wha t could be the communication 

processes between them ? 

Requests by trainers to project team. 

Nature of language used, channels used 

Verbal or written communication, or both 

Distortions in messages, requests 

Sharing of problems 

Empathy between communicating groups 

Nature of links and channels - direct, long term 

Time taken for communication. 
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When communicatio n betwee n tw o group s become s important , 

barriers of different kinds are likely to impede it. 

Communication i s a n exercis e o f powe r betwee n th e 

groups. Henc e the first condition that must be fulfilled is 

that th e tw o group s mus t collaborat e rathe r tha n compet e 

with each other. 

Other barrier s ar e associate d wit h distortio n o f 

messages, delays, ineffective listening, lack of fee d back 

on communication. 

Under the circumstances to improve the flow and use of 

communication certai n strategie s ca n b e though t o f like : 

Gatekeepers receive informatio n and control acces s to 

it. The y switc h communicatio n amon g member s an d ensur e 

quick flow. I n other words all external communication is 

received by them. The y screen the information and direct it 

to th e membe r concerned . Gatekeeper s ar e significan t 

members in Project Teams. 

Boundary spanners are like representatives of a team who 

are house d i n th e othe r grou p fo r meetin g th e need s o f 

liaison. On e of the functions they perform i s to collect 

information and quickly send it across to the right location 

in the Project Team. 
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With regard s t o othe r strategies , i t i s assume d tha t 

the participant i s knowledgeable, since they ar e similar to 

phenomena in intra group communication and decision-making . 

In case the participant is unfamiliar, it is advised that he 

reads abou t communicatio n strategie s i n book s o n 

'organisational Behaviour' (like References 2, 3). 

ACCOUNTABILITY 

The dictionary definitio n o f 'accountability ' stresse s 

terms lik e answerable , liable , an d responsible . Th e 

implication is that a youth worker or youth volunteer should 

show (o r openly indicate ) tha t h e ca n answer whether o r 

not he has behaved responsibl y and 'don e the best with what 

he has! ' Yout h worker s (o r even yout h teams ) hav e t o b e 

prepared to demonstrate just that to answer that he has/they 

have don e his/thei r bes t withi n th e limit s o f th e 

technology, expertise and resources available to him/them. 

Accountability has necessarily to be performed. I t is 

sort of 'obligational'. Ther e is no need for regulations or 

directives for accountability. I t must occur automatically. 

Youth workers who take o n certai n function s o r youth team s 

which undertake to become responsible for project management 

also agree to become accountable fo r performance. Inheren t 

in thei r acceptin g responsibilit y i s th e paralle l 

accountability facto r which include s an assurance fro m them 
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that they would put in their best. An d even if they are not 

asked about it, it becomes their duty to report to certain 

concerned peopl e o n wha t the y did . Thi s i s wha t 

differentiates accountability from 'evaluation7. 

Accountability nee d no t be written down, or ordered . 

The perso n doe s i t mor e a s a  duty . Thi s make s i t a n 

attitude, a part of the commitment of the person. Thos e who 

hide their work and performance fro m others, or those who 
* 

misuse th e opportunit y t o contribut e hav e much t o answe r 

for. 

One question that could be termed a s a derivative of 

the concept is 'whom to answer to, report to, or inform ?' 

In fact the response to this question would be- To many like 

the other team members , the beneficiaries an d affecte d 

parties, th e donors , th e Government , othe r people , 

interested parties and the general public. Bu t then many of 

these agencies and groups may not be interested i n all the 

information reported . Secondl y accountabilit y shoul d no t 

turn th e situatio n upsid e dow n wher e th e tim e take n t o 

report to people is so large that it acts as a detrimen t to 

the progress of the project or work. Henc e accountability 

leads t o meetin g one' s obligatio n o f reportin g i n a 

selective manner . A t differen t stage s o f th e projec t 

different sets of agencies will be reported to. 
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The dimension s o n which accountabilit y report s focu s 

could be summarised as -

MAINTAINING 
ETHICAL 
STANDARDS 

MAKING 
EFFECTIVE 
DECISIONS 

PERFORMANCE 
-PLANNED 
-ACTUAL 
-FOLLOW UP MEASURES 

ADJUSTING TO 
ENVIRONMENT 

COMMITMENT 
TO WORK, 
WITH A SENSE 
OF URGENCY 
AND SERIOUS-
NESS 

USE OF RESOURCES 
LIKE FUNDS, 
MATERIALS,EQUIPMENT 
AND PEOPLE 

When a  perso n report s h e mus t presen t concret e 

evidence rathe r than only use phrases like : 

- Doing my best -  Don't know why this is so 

- Trying very hard -  I'm honest and sincere 

- People have not cooperated -  Everything is okay. 

Normally accountability gets reflected in the behaviour 

and responsivenes s o f th e yout h tea m member s o r yout h 

workers. Som e action s whic h projec t a  hig h degre e o f 

accountability are listed below. 
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REPORTING TO 
COLLEAGUES, LEADER 

REPORTING TO 
COORDINATORS 

DETAILED PLANNING 
(GOING THROUGH ALL STEPS) 

ENSURING ROLE 
CLARITY AMONG TEAM MEMBERS 

KEEPING ACCOUNTS FREQUENT CHECKING 
WITH BENEFICIARIES 

RESPONSIVE 
FOLLOW-UP 

EFFECTIVE PROBLEM SOLVING 
AND CONFLICT RESOLUTION 

CONSENSUS DECISIONS 
ON DELICATE ISSUES 

BEING HONEST ABOUT 
PROGRESS REPORTING 

ALLOWING INTERESTE D 
PARTIES TO VIEW PROGRESS 

ARRANGING SIT E VISITS 
FOR AGENCIES INVOLVE D 

ACKNOWLEDGING SUPPORT EXTERNA L AUDIT OF 
AND CONTRIBUTIONS PERFORMANCE , ACCOUNT S 

(in effect PROJECT EVALUATION) 
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A genera l schem e o f reportin g ca n b e observe d i n 

projects. Som e examples, are given below. 

ACTION AGENCIES 

Responsive Follow up Donors, othe r agencie s 

involved, beneficiaries , 

coordinators 

Keeping Accounts Donors, Auditors, anyone else 

who is important and who needs 

to be shown 

Ensuring Role Clarity 

among Team Members 

Coordinators, Donors , 

Government 

Accountability requirements , sinc e the y ar e 

obligational' , must be worked ou t by th e projec t tea m 

itself. Thi s ma y b e considere d t o b e a  par t o f th e 

planning process'. Ofte n proposal design s may contai n a 

preview of what accountability requirements are and how they 

are likely to be fulfilled. 
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Many yout h activitie s requir e externa l funding , fro m 

Government or from voluntary agencie s or from donors. Whe n 

the teams, and project managers accept the responsibility to 

plan an d implemen t th e projec t wit h externa l funding , th e 

issue o f accountabilit y become s crucial . The y must , fro m 

the outset , ensur e tha t the y fulfil l accountabilit y 

requirements. 

Accountability an d evaluatio n ar e quit e clos e t o eac h 

other bu t ar e no t th e same . No w tha t th e concep t o f 

accountability o f projec t team s ha s bee n elaborated , 

remember t o thin k o f i t agai n whe n yo u d o Chapte r 1 1 o n 

'Project Evaluation'. 

FACTORS TO BE KEPT IN MIND WHILE DEVISING INFRASTRUCTURE S 

For a project, infrastructure s o f on e typ e o r anothe r 

or a combination of types need to be designed t o accomplis h 

its objectives . The following are some of the factors which 

require to be considered while devising infrastructures. 

(1) Projec t objectives and Project Plan 

(2) Ambiguitie s an d uncertaintie s durin g 

implementation (anticipated ) 

(3) Expectation s of different agencies/youth 

volunteers/beneficiaries/interest group s involved 

(4) Divisio n of responsibilities 

(5) Capabilit y and expertise of youth volunteers 

(6) Tim e frame of project 

(7) Resourc e constraints. 
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ASSIGNMENT-THREE 

Given below is a project description, its plan and an 

infrastructure for its implementation. 

MAKE CRITICAL OBSERVATIONS ON THE INFRASTRUCTURE ON THE 

BASIS OF TH E ABOVE 'FACTOR S FO R DEVISIN G INFRASTRUCTURES ' 

(Make an y assumption s yo u dee m fit ) , an d CHEC K you r 

observations with your Tutor. 

Situation : 

Maku i s a  villag e havin g a  populatio n o f 500 0 

(including 30 0 children below 3  years o f age) . 50 adult s 

have completed middle school education. 200 adults possess 

only primar y schoo l education . 30 0 boy s an d girl s ar e 

attending variou s school s i n th e villag e an d i n it s 

vicinity. 

P. Roy , a  yout h worke r o f 2 8 years , possesse s a 

Bachelor's degree in Arts and desires to engage in an adult 

literacy campaign . H e ha s develope d a  projec t plan , th e 

details of which are given below. 
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Objectives : 

1. T o conduc t literac y classe s fo r abou t 200 0 adult s 

during a span of 3 years 

2. T o make the illiterate adults capable o f reading, 

writing and understanding primers 

3. T o reduce barriers like unwillingness, adult shyness 

and adult apathy towards literacy 

Activities : -  Four literacy classes every third day for 

30 adults 

- Counselling adults in their homes 

- Organising sports every Sunday 

Potential Problems 

Potential Problems Solutions 

1. Parents preventing their 

adult children from attend-

ing literacy classes 

2. Some people disturbing the 

conduct of classes 

3. Some youth volunteers 

withdrawing from the project 

4. Resources created by 

Government agencies not 

available in time. 

Create scope for gainful 

activity which is 

dependent on literacy 

Form interest groups to 

oppose such disturbances 

Keep a reserve force 

Procure resources well 

in advance 
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ASSIGNMENT-FOUR 

FUTURE YOUTH CLUBS - SOMEONE'S DREAM 

I once had a conversation with a man who* had pioneere d 

the yout h clu b movemen t i n thi s par t o f th e countr y som e 

time ago. Thoug h he was disillusioned wit h the track th e 

movement ha d take n o f late , he stil l ha d hope s tha t yout h 

would rebuild their own movement. He liked to talk not only 

out o f ol d memories , bu t becaus e o f th e vision s o f th e 

future he had. S o I made him talk fo r I thought his idea s 

were very provocative. Wha t I write now are his views, only 

some of them, on the Future Youth Club. 

A yout h clu b i s establishe d unde r th e principle s o f 

direct democracy . Thes e principle s -  voluntarism , 

cooperativism, an d egalitarianis m -  ai m at.  th e complet e 

identification o f the individua l wit h society . Individua l 

members internalis e thes e goal s an d fee l tha t n o conflic t 

exists between their personal desire s an d th e need s o f th e 

club. Thi s proces s i s facilitate d b y th e psycholog y o f 

'total inclusion' , wherei n eac h membe r join s a  wor k grou p 

which is interdependent on another or overlaps with anothe r 

work group . S o w e coul d hav e th e ecologica l wor k grou p 

overlapping wit h th e socia l wor k group , th e socia l wor k 

group developing an interdependence with the education unit, 

which i n turn link s closel y wit h th e economi c productivit y 
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unit an d s o on . Thi s 'inclusion ' ensure s tha t yo u ca n 

pursue personal interest s as well a s integrat e with othe r 

spheres of activity. 

Hierarchy shoul d graduall y vanish an d be replace d b y 

nonformalised membe r (o r public) opinion a s the means for 

control. Thi s 'genera l assembly ' mus t mee t ever y week . 

Communications, validation of group decisions, discussion on 

problems in these meetings should be open, to integrate and 

to serve as a balance for various interests. Wh y separate 

out executive, legislative and judicial powers and functions 

in a  yout h clu b ?  Wh y emphasize , a s we d o today , that 

hierarchy and bureaucracy can only perform when it doesn't ? 

Unit and small group leadership is important. The y may 

be elected an d replaced by the 'genera l assembly'. Afte r 

all about 10 leaders are enough. An d we need a secretary 

for the whole club. Chairma n is elected fo r each meeting, 

may be a rotation process. 

What i s importan t i s tha t certai n socia l condition s 

like small work groups are needed. Siz e must be linked to 

feasibility of decision-making. An d every member in a unit 

must be inducted through display and expression of personal 

interest. Sel f realisatio n fo r members must b e goa l fo r 

these groups, apart from performance in a sector. Voluntar y 

commitment has to be made use of. 

I must terminate his exposition here for he became more 

•abstract' after this. 
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BRIEF: 

Participants will, after reading the presentation given 

above, offer 'critica l comments' on the feasibility of the 

infrastructures and linkage s proposed i n the presentation. 

This is to be done in groups of 5 to 10, with a report back 

session. Th e Tuto r wil l organis e th e repor t bac k an d 

summarise group conclusions. 

GROUP WORK -  4 5 mins 

REPORT BACK -  3 0 mins 

SUMMARIZATION -  1 5 mins 

***** 
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GENERAL OBJECTIVE 

The participant will appreciate the factors influencin g th e 

development o f voluntee r group s int o effectiv e projec t 

teams. 

SPECIFIC OBJECTIVES 

The participant will:-

(a) Describ e the characteristics of effective teamwork. 

(b) Analys e the implication s of factors like collaboratio n 

group size, group homogeneity, group creativity o n team 

performance. 

(c) Give n th e descriptio n o f th e performanc e o f a  team , 

diagnose gaps in teamwork and suggest remedies. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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WORKING IN GROUPS 

THEME OF THE CHAPTER: 

Closely relate d t o Chapter- 8 -  Organizin g fo r 

Implementation -  thi s Chapte r explore s furthe r int o th e 

manner o f working o f projec t team s an d th e factor s tha t 

influence it. Whil e Chapter-8 dwelved int o the function s 

and role s of project teams and their link s with externa l 

agencies, Chapter 9 will deliberate on how and why members 

within the team cooperate with each other, and the effects 

of certain factor s lik e group siz e on cooperation . Als o 

discussed are concepts like group creativity and its utility 

to project teams. 

The work of project teams is crucial to both planning 

and implementatio n o f projects . Tha t projec t team s ar e 

preferred t o othe r form s o f infrastructure s fo r managin g 

projects is well known. Bu t the requirements that lead to 

team wor k ar e neve r ver y clear . Thes e requirement s ge t 

dismissed a s 'cohesiv e working', 'tea m spirit1, 'effectiv e 

group working' and other such abstractions. Thi s Chapter 

probes int o these requirements profoundly an d attempt s to 

provide some concrete meaning to them. 
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PREREQUISITES 

It can be said that none of the preceding chapters , 

except Chapte r 8  on Organizing fo r Implementation , i s an 

essential prerequisite for 'Working in Groups'. A t the same 

time, since this Chapter is one in a long sequence, it can 

be said that to understand the context of the presentation 

and illustrations , Plannin g (Chapte r 2) mus t hav e bee n 

completed. Sinc e Networ k Analysi s (Chapte r 3 ) , Decision 

Analysis (Chapte r 4 ) , Cost Benefi t Analysi s (Chapte r 5 ) , 

Potential Proble m Analysis (Chapte r 6 ) and Organizing fo r 

Implementation (Chapter 8) are all linked to Planning, this 

Chapter shoul d b e take n u p onl y afte r thei r completion . 

Moreover this Chapter will provide the firs t peep int o 

Implementation an d henc e i t herald s th e transitio n fro m 

planning to implementation in the package. 

It is anticipated that both Tutor and participant would 

have a wide experience of working in groups and teams. Th e 

Tutor, of course, must have lead teams, and attended training 

programmes in related spheres. 
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PREPARATORY ACTIVITIES FOR TUTOR 

Apart from a thorough study of this Chapter (includin g 

completing th e Assignments) , th e Tuto r ma y stud y abou t 

Groups - their working and their dynamics, from References 3 

and 4. 

The Tuto r mus t als o b e prepare d t o offe r 

clarifications, additiona l illustrations , an d ma y b e eve n 

narrate his own experience on certain topics i n the Chapter 

since it is anticipated that the participant (i n some cases) 

may hav e difficult y wit h concept s lik e Grou p Norms , 

Superordination, interpreting the influence of Group Size on 

certain factors. 

INSTRUCTIONAL GUIDELINES 

(a) Th e contents of the Chapter are conceptual. Effectiv e 

Working o f Group s ha s bee n linke d wit h si x factor s -

Collaboration, Homogeneity , Structure , Leadership , 

Creativity an d Size . O f thes e Grou p Structur e ha s bee n 

extensively analyse d i n th e Chapte r -  8 . Leadershi p an d 

Creativity hav e onl y bee n 'fleetingl y mentioned ' i n thi s 

Chapter since an elaboration would mean adding new chapters 

to th e Package . Collaboratio n ha s bee n deal t a t lengt h 

because of its significance for youth groups in general. 
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This Chapter has a strong dependence on the Chapter on 

'Organising fo r Implementation ' (Chapte r 8 ) and ca n be 

considered to be a logical extension of that Chapter. I t is 

preferable i f the previous Chapter i s available t o the 

participant fo r reference whil e he i s learnin g fro m thi s 

Chapter. 

(b) A  proposed schedul e for 4 1/2 hours for this Chapter 

would be as follows:-

S1.No. Activit y Tim e in hours 

1. Introductio n to Chapter by Tutor 1/ 4 hours 

2. Learnin g th e Chapte r unti l 3  3/ 4 hour s 

Assignment Fiv e wit h Tutor' s 

guidance an d us e o f OH P 

Transparencies 1 and 2 

3. Assignmen t Five 1/ 2 hours 

(c) Fo r introducing the Chapter the Tutor may stress two or 

three issue s lik e importanc e o f th e topic , link s wit h 

previous Chapter, and the fact that this Chapter will have 

implications on both planning and implementation . Ma y be 

some Tuto r instruction s ma y hav e t o b e give n o n th e 

assignments too. 
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(d) Mos t o f the Chapter is in th e self-learnin g mode . 

Some assistanc e ma y b e neede d fro m th e Tuto r b y som e 

participants fo r understanding certai n concept s (mentione d 

earlier). Th e Tuto r coul d mov e aroun d th e clas s 

assisting individua l students , while the y ar e learnin g i n 

the self learning mode at their own pace. 

Some of the illustrations may need to be elaborated to 

establish, wit h clarity , th e applicatio n o f a  relate d 

concept. Given the somewhat abstract nature of some of the 

concepts i t will not be surprising i f such demands arise. 

The Tutor may fulfill these participant needs. H e may also 

add a few narrations from his own experiences of a similar 

nature. 

There are five assignments in the Chapter. Al l of them 

are individual assignments. Al l of them require that the 

Tutor check the responses of the participants on completion. 

In case the Tutor feels this would be time consuming he may 

collect participants who have completed the assignment in a 

small group and validate their response s i n a discussion. 

The Tutor will announce this strategy after introducing the 

Chapter t o th e whol e clas s s o tha t eac h participan t 

understands what is expected of him. 
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(e) Tw o OHP transparencies accompany the Chapter. 

9.1 -  Differences betwee n collaborative , competitiv e 

and individualistic actions. 

9.2 -  Factor s influencing collaboration. 

These transparencie s lin k u p wit h th e appropriat e 

content components o f the Chapter and thei r us e i s quite 

simple. OH P Transparency 9.1 can be used as an introduction 

to the concept of Collaboration. Transparenc y 9. 2 ca n be 

used afte r Assignmen t Thre e ha s bee n complete d b y 

participants and checked by Tutor. Thi s will help prepare 

participants t o understan d th e 'graphs ' provided i n thi s 

component. 
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SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT ON E (YOUT H TEA M FO R PROVIDIN G TEXTILE/DRES S 

MATERIAL DESIGNS) 

A. REASON S FOR LOW EXTENSION MOTIVATION. 

- No sensitivity, respect towards each other. 

- Excessively tight controls. 

- Leadership not responsive to members, and vice-versa. 

B. SUGGESTE D REMEDIES . 

The tea m mus t si t dow n an d ente r int o a n 

introspection abou t wh y the y ar e no t behavin g a s a  team . 

Assurances to support each other have to be given and taken. 

ASSIGNMENT TWO (PROJEC T TEAM FOR SLUM COMMUNITY HEALTH CARE) 

(a) PROBLEM S I N THE TEAM -  No Superordination , poor Grou p 

Norms an d rewards , Extensio n Motivatio n lo w i n some , 

Leadership lacking; in fact no Collaboration. 

(b) ACTION S FO R IMPROVIN G SITUATIO N -  Tea m development , 

Team reformation , ensurin g tha t al l essential s fo r 

Collaboration gradually sprout. 

ASSIGNMENT THREE 

(a) (CONFLICTS ) CAUSE S O F CONFLIC T -  Disagreement s amon g 

members due to different perceptions, different knowledge of 

facts, different goals. 
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(b) WH Y COLLABORATIO N REDUCE S CONFLICT S ?  -  I n fac t 

Collaboration will tend to reduce more serious conflicts due 

to affiliation to group norms, superordination, trust. 

B. (HELPIN G RELATIONSHIP) 

Column I 

Column II 

1 

(ii),(iv) 

2 

(i) 

3 

(v),(iii),(i) 

4 

(v),(iv) 

5 

(v),(i) 

ASSIGNMENT FOUR (INOCULATIO N CAMPAIGN) 

ALTERNATIVE ON E -  Throug h som e stree t play s (o r simila r 

effort) highlight the great benefits o f inoculation ; also 

reduce the fea r of inoculatio n b y showin g liv e examples o f 

people who have 'survived' it. 

ALTERNATIVE TW O -  Get peopl e fro m othe r village s wh o hav e 

been successfull y inoculated , an d ge t the m t o narrat e 

experiences, benefits. 

ALTERNATIVE THRE E -  Selec t on e o f th e peopl e fro m th e 

village. Trai n her/him . Mak e her/hi m atten d campaign s 

elsewhere. The n us e hi m t o convinc e th e peopl e i n th e 

village. 



9-ix 

ASSIGNMENT FIVE:-

SITUATION-1 (NATURE CAMP) 

1. WH Y COULD THIS HAVE HAPPENED ? - Each faction has its 

own hidde n agenda ' Ther e i s n o trus t betwee n 

leaders. The y also appear to have no Superordination. 

No Grou p Norm s exist . I n shor t ther e i s n o 

Collaboration. 

2. REMEDIE S -  Strong leadershi p a t meeting. Appea l t o 

them. Poin t out that they appear to be engaged i n a 

Zero sum Game. 
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SITUATION-2 -  RURA L HEALT H PROGRAMM E 

FACTOR 

EXTENSION 
MOTIVATION 

TRUST 

SUPERORDINATION 

CREATIVE THINKING 

GROUP NORMS 

PRESENCE 
OR 

ABSENCE 

ABSENT 

ABSENT 

PRESENT 

PRESENT 

ABSENT 

JUSTIFICATION 

Disagreement 

Nobody respects another 

They all believe in the 

primary objective. 

They are suggesting 

alternatives 

A variety of alternat-

ives suggested 

Very little order and 

structure in meeting 
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WORKING IN GROUPS 

As Elton Mayo (1945 ) and many peopl e afte r hi m hav e 

emphasized, t o understan d a  substantia l portio n o f huma n 

behaviour on e mus t loo k beyon d th e individua l an d th e 

organization an d focu s o n groups o f people . On e mus t 

sharpen one' s appreciatio n o f group s a s a  facto r tha t 

contributes to high or low performance. Thi s is more than 

true in the field of youth services and youth programmes. 

Youth club s an d communitie s organis e peopl e int o 

groups, which are generally large in size and may be loosely 

held together. O n the other hand one can think of project 

teams consistin g o f yout h undertakin g th e managemen t o f 

programmes, schemes and services. Thes e project teams are 

usually small groups with a specific ethos and purpose. I t 

is the smal l team s an d group s tha t thi s chapte r wil l b e 

concerned with, particularly those which manage projects. 

Most project s i n th e yout h service s ar e manage d b y 

project groups' or projec t teams'. Thes e groups consist 

of volunteers or workers. I t is in the belief that a  team 

can accomplish much more than could be accomplished b y an 

individual workin g alone 1 tha t th e tea m approac h i s 

preferred. Anothe r assumption underlying th e selection of 

the tea m approach' (as opposed to individual operation) is 
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that tea m wor k ca n b e mor e satisfying , excitin g an d 

enjoyable. Bu t the n i t must b e realise d tha t th e 'tea m 

approach' coul d onl y succee d i n the yout h programme s an d 

services, o r fo r tha t matte r i n an y spher e o f huma n 

endeavour, if the team work is for real and not merely a set 

of individuals working together in a setting as individuals. 

There ar e severa l reason s fo r th e increasin g us e of 

teams in youth service and youth programmes. 

(i) Yout h services and programmes need infrastructures for 

ensuring tha t 'thing s ge t done ' an d 'result s ar e 

accomplished'. Unlik e th e traditiona l bureaucrati c 

structures which suit the regimentation o f government 

and industria l work (o n occasions) , the nee d her e i s 

for a  mor e democrati c an d informa l type s o f 

infrastructures. Th e tea m o r grou p i s a  highl y 

preferred infrastructur e i n yout h service s sinc e i t 

offers a democratic way of functioning, without much of 

status difference s amon g members , and whic h promote s 

high involvement. 

(ii) The very nature of youth services is full of ambiguity 

and uncertainty . Ther e ar e n o define d norm s o r 

specifications abou t 'wha t t o do ' an d 'ho w t o do' . 

Under the circumstances groups are more appropriate in 

formulating, modifying and refining project strategies 
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and plans, and in resolving problems that arise during 

the cours e o f implementation . Participativ e an d 

consensus approaches emerge out of groups. I t is such 

approaches tha t ar e neede d t o cop e wit h highl y 

ambiguous situations. 

(iii)In th e yout h service s ther e i s a  nee d to  poo l menta l 

faculties o f differen t kind s i n decisio n making , 

problem solving , desig n o f strategies , makin g 

selections, innovatin g an d experimenting , an d i n 

general, during plannin g an d implementation . A  grou p 

can provide scope for this. Henc e a youth project team 

which include s peopl e fro m differen t fields , wit h 

varied experiences , an d wit h divers e expertis e an d 

skills, ca n perfor m highl y effectively . I n bot h 

creative an d analytica l thinkin g yout h team s ca n mak e 

significant contributions. 

The presence of team work and group operation manifests 

itself in many ways. Wha t is aimed fo r is 'goo d teamwork'. 

This aim emerges from the knowledge that 'ba d team work' is 

also possible . Th e presenc e o f goo d o r ba d teamwor k i s 

specifically noticed (o r looked out for) in meetings, in the 

expressions o f member s o f tea m whe n engage d i n work , i n 

their relationships , i n th e manne r o f accomplishmen t o f 

activities, an d finall y i n th e result s produce d i n th e 

project. 
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SYMPTOMS OF POOR TEAMWORK 

(a) Whe n tea m member s (som e or many) ge t frustrated , los e 

their inspiration , an d see m t o lac k commitmen t an d 

motivation toward s projec t objective s o r thei r 

responsibilities. 

(b) Whe n the team members appear to be unhappy o r carryin g 

burdens on their shoulders. 

Similar occurrences are withholding information , idea s 

and opinions; too much is hidden from others; and there 

is low openness between members . 

(c) Whe n tea m member s appea r to  lac k cohesio n an d mutua l 

respect and indulge in unhealthy competition. 

Indications her e ar e backbiting' , interna l politics , 

and the forming of cliques, and the whole lot of dirt y 

tricks' that are frequen t i n intensive rivalry betwee n 

adversaries. Conflict s are common in such situations. 

(d) Whe n lac k o f trus t an d shallo w relationship s ar e 

observable. 

Members d o no t confid e i n th e leader . Th e 

conversations betwee n member s an d leader s ar e o n 

trivial topics. Sometime s the leade r o r a  member ma y 

appear totally isolated from other members. 
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(e) Whe n job s ar e don e twice , functionin g i s counter -

productive, creativity is poor, and delays, errors, and 

incomplete accomplishmen t ar e noticeable i n activitie s 

and results. 

These are the performance outcomes of poor teamwork and 

are i n fact the best symptoms of the nee d fo r improvement . 

It can be concluded tha t these are but th e consequence s o f 

the symptom s describe d i n (a ) , (b ) , (c ) an d (d ) o n th e 

actual wor k o r job s undertake n b y group s whic h lac k 

teamwork. 

CHARACTERISTICS OF EFFECTIVE TEAMWORK 

An effective team, i n general achieve s three importan t 

goals. 

Meets th e purpos e fo r which i t ha s bee n se t up , lik e 

completing activities and project without much of deviations 

from plan, 

Maintains harmon y amon g member s an d sustain s a  happ y 

and fruitful relationship, 

Becomes increasingl y effectiv e (a s a  team ) wit h th e 

progress of time. 

Assists i n th e developmen t an a growt h o f individua l 

team members. 



9-6 

What, then , ar e th e characteristic s o f effectiv e 

teams? The y could be summarized int o six blocks. 

A. 
COLLABORATION 

B. 
GROUP 
HOMOGENEITY 

C. 
GROUP 
STRUCTURE 

D. 
LEADERSHIP 

E. 
GROUP 
CREATIVITY 

F. 
GROUP 
SIZE 

Each of these blocks needs elaboration . 
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A. COLLABORATIO N 

Functional Collaboratio n (o r Cooperatio n plus ) ca n b e 

looked upo n a s th e tendenc y to  contribut e t o join t effor t 

for faster and more effective goal attainment . This result s 

in mutual trust , mutual respect , an d mutua l concer n amon g 

group members . Suc h Collaboratio n increase s self-wort h o f 

the group and its members. 

FIRST 
DEGREE OUTCOMES 
(SHORT-TERM) 

SECOND 
DEGREE OUTCOMES 

(LONG-TERM) 
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One ca n distinguis h betwee n thre e differen t motive s 

that ca n exis t withi n th e members o f a  grou p o r betwee n 

groups. 

What are the factors that contribute to the development 

of Collaboration between individuals ? 

(1) EXTENSIO N MOTIVATION -  There exist s a basic nee d i n 

human beings to care for, help and become useful to others. 

In this need, which is sometimes to referred to as Extension 

Motivation, the basic urge is to extend oneself to others, 

and be of service to others. Ther e is concern for the other 

individual, and for the society itself. Herei n is the basis 

of Collaboration. 
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Extension Motivation is not something one is born with. 

It emerges or gets impeded because of many forces, some of 

which are explained later in the chapter. 

The presence of Extension Motivation in a person can be 

noticed b y th e concer n h e expresse s fo r others , an d hi s 

desire to forego or postpone his gains fo r the benefit of 

others in the group. 

If suc h a  motivatio n exist s an d i s matche d b y 

reciprocal motivatio n fro m other s i n th e group , the n 

extension motivatio n wil l increase . O n th e contrar y i f 

other members do not respond with a corresponding measure of 

extension motivation then the individual is likely to reduce 

his concern for others. 
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ILLUSTRATION -  ONE: 

In th e boo k 'Futur e Shock' , Alvi n Toffler , th e author , 

quotes among his strategies fo r surviva l a  ne w approac h t o 

adaptation as suggested by Dr. Gerjuey a psychologist. Dr . 

Gerjuey advocate s th e formin g o f 'situationa l groups ' an d 

adds -

Membership i n the group woul d o f cours e b e temporary , 

just enoug h t o hel p a  perso n wit h transactiona l 

difficulties. B y bringing togethe r peopl e wh o ar e sharin g 

or are about to share a common adaptive experience, we help 

equip the m to  cop e wit h it . A  perso n wh o i s require d t o 

adapt rapidl y t o chang e lose s som e self-estee m an d coul d 

start doubting his own abilities. I f this person joins some 

others wh o ar e goin g throug h a  simila r experienc e the n w e 

have a group i n which members can identif y wit h eac h othe r 

and wh o ca n shar e troubles . The y coul d begi n t o se e 

problems mor e objectively . The y coul d trad e usefu l idea s 

and insights and suggest futur e alternatives to each other. 

They must help each other. 

The very reaso n that the y woul d ris e to  mutually hel p 

each other would be 'extensio n motivation' . I f within th e 

group ther e i s n o mutua l respec t an d concer n the n thi s 

situational group may not succeed at all. 
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ASSIGNMENT ONE 

A grou p o f gir l yout h forme d a  tea m t o provid e 

innovative 'textil e and dress material' designs to a large 

community of handloom weavers. Thes e girls were trained and 

were in employment elsewhere. Helpin g this community was a 

side job for them where payment was not the main criterion. 

It was being done for mere satisfaction. 

There were si x designer s i n th e team , an d on e gir l 

acted as supervisor. Withi n three months of establishment, 

this team wa s i n utter chaos . Argument s wer e a  regula r 

feature. Thre e designers were unhappy since the supervising 

girl always insisted on tight scheduling, and they believe d 

that schedule s wer e unnecessar y i n designing. Th e othe r 

two designer s wer e upse t because the superviso r ha d a 

habit of frequently (i ) reviewing and changing the schedule 

and (ii ) changing priorities o f designs. Tensio n i n the 

team was growing day by day. 
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Given thi s descriptio n o f events , participant s wil l 

judge and comment briefly upon -

A REASON S FO R LO W EXTENSIO N MOTIVATIO N AMON G TEA M 

MEMBERS 

B SUGGESTE D REMEDIES FOR ENHANCING MOTIVATION 
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(2) GROUP NORMS - These are the informal rules that groups 

adopt to regulate and regularize group member behaviour and 

to channelis e grou p effort s toward s goa l accomplishment . 

Norms are not meant to cover every conceivable situation. 

Groups develop norms gradually, when members learn that 

certain rule s becom e necessar y fo r th e grou p t o wor k 

effectively. 
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Group norm s hav e a  strong influenc e o n 'extensio n 

motivation' and tend to increase or lower it among members. 

If a member has a low level of 'extensio n motivation' (the 

member prefers to compete) then group norm s can gradually 

help increase levels. O n the contrary norms could prevent 

members fro m receivin g positiv e response s t o thei r 

'extension motivation ' an d resul t i n a  reductio n i n th e 

motivation. 

(3) HIGHE R RETURN S FO R COLLABORATIO N -  Generall y a n 

individual behaves in accordance with the perception he has 

on the returns or rewards he will get fo r the behaviour. 

Thus if the rewards he expects are high then he is likely to 

repeat the behaviour. Motivatio n then depends to a large 

extent on perceived returns. 

If Collaboratio n i s rewarde d o r produce s highe r 

returns, people will tend to collaborate more. Fo r example, 

if Collaboration leads to better results in a project than 

competition, o r t o a  successfu l completio n o f som e 

activities, the n 'extensio n motivation ' will increase. 
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(4) SUPERORDINATIO N -  There are many situations in which 

the individual, by himself, cannot achieve much. Bu t if he 

shares the goal with others, the degree o f achievemen t 

increases considerably. Thi s goal which gets shared can be 

referred to as a 'SUPERORDINATE GOAL'. 
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The Zer o su m Gam e o r outcom e ensure s tha t th e 

individual win s a t th e expens e o f others . ( A WIN-LOS E 

COMBINATION) . O n the contrar y a  Non-Zero su m Gam e o r 

outcome lead s t o bot h individua l an d othe r collaborator s 

gaining fro m event s ( A WIN-WI N COMBINATIO N O R 

SUPERORDINATION). 

Superordinate Goals arise out of joint goal setting , 

and designing work and goals with high member participation. 
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ILLUSTRATION -  TWO: 

When the members of a project team for SLUM CLEARANCE 

visited the slum for the first time they were avoided by the 

slum dwellers. Nobod y even bothered t o acknowledge their 

'Helios' properly. Thi s initial disappointment only spurred 

the team to try harder, to try other approaches to win the 

confidence o f the dwellers. Within the team th e singl e 

purpose of 'getting the villagers to clean the slum and its 

surroundings b y voluntar y effort ' almos t becam e a n 

obsession. Th e adherenc e t o thi s goa l appeare d t o ge t 

stronger day by day. 

They knew they had to get an agreement fro m the slum 

dwellers on the purpose, the goal. T o do it they had to get 

themselves accepte d first , and the n get th e villagers to 

start thinking on the whole issue. Wha t the team did was to 

start the cleaning effort on their own. The y got hold of a 

number of 'sweeping, gathering, and transporting implements' 

and started shiftin g garbage. Afte r a few days, some slum 

dwellers started watching. Withi n a month a few slum youth 

joined the 'cleaning brigade'. 

But the youth team knew that till the project objective 

got accepted, an d till slu m dwellers got committe d t o it, 

progress woul d b e marginal . Wha t wa s neede d wa s 

'superordination'. 
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ASSIGNMENT - TWO 

A Case Description-

A project team has been set up to manage a health care 

project i n a slu m community . I t consists o f si x youth. 

They are all voluntary workers. Th e project coordinator is 

a senior health worker who oversees the project, provides 

resources and guides the team when it is in trouble. Sh e 

does not interfere or influence unreasonably. Considerabl e 

freedom has been vested in the team to decide what they want 

to do. 

Miss M'  wa s a young lady who has recently completed a 

Diploma in Home Science. Sh e was interested i n doing some 

voluntary healthcare work and had received some training in 

that are a durin g he r Diplom a programme . Sh e joine d th e 

project team. Incidentall y she was readily accepted by the 

team. 

There was no training or indoctrination ' carrie d out 

by the team fo r her benefit. Afte r a few weeks Miss 'M' 

began to regret her decision to join this team. Eac h member 

of the project team had his/her own perspective as to what 

needed t o b e don e i n th e project . Som e member s wer e 

frustrated and pessimistic about accomplishment of the job. 

Nobody respected the senior health worker. Everybod y an d 

nobody was the leader in the team, it appeared. 
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Now that you have read the Case Description, pleas e 

answer the two questions given below briefly, in the space 

provided. 

(a) Diagnos e the problems in the project team. 

(b) Wha t can be done to improve the situation ? 
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(5) POWE R AND TRUST - Ever y person i n a group has some 

kind of power. Throug h the use of this power, persons could 

help others in the group, or anno y others . Fo r example, 

sharing a valuable piece of information is a positive use of 

power. O n the other hand delaying a  decision or activity 

beyond normal periods is a negative use of power. Wha t is 

important is that in a group, power should be accepted as a 

means by which mutual benefit and support can occur. 

Mutual trust arises out of the perception tha t power 

will not be used against someone. Thu s if one party feels 

that the other will use its power to support it, trust will 

increase between them. 

Trust and power combine together to lead to a stage of 

cooperation. Thi s means that trust arises when coercion and 

exploitation of some members by others is virtually absent. 

In th e matrix (two-dimensiona l diagram ) give n below, 

the implications of power and trust between two persons are 

indicated. 
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LOW 

HIGH 

ONLY WITH 
ME 

COERCION, 
EXPLOIT-
ATION 
OF THE OTHER 

NURTURANCE 
OF THE 
OTHER 

ONLY WITH 
THE OTHER 
MEMBER 

SUBMISSION 
OR COMPLI-
ANCE TO THE 
OTHER 

DEPENDENCE 
ON THE 
OTHER 

WITH 
NEITHER 

INDIFFERE-
NCE TO EACH 
OTHER 

MUTUAL 
SYMPATHY 

WITH 
BOTH 

COMPETITION 
WITH THE 
OTHER 

COOPERATION 
WITH THE 
OTHER 

(6) Collaboration also get s enhanced due to: 

- Prope r communication between members 

Members staying together, working together 

Demonstration o f th e willingnes s o f member s t o 

sacrifice personal gain for the sake of others. 

T 
R 
U 
S 
T 

RELATIONSHIP 
ME 

THE 
OTHER 
MEMBER 
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ASSIGNMENT - THREE 

Though youth groups members may not be in conflict with 

each other every day, i t does not mean conflict s betwee n 

them do not occur. 

Whenever yout h interact , the y ca n cooperat e an d b e 

friendly with each other and may be even have fun together. 

However, even though familiarit y doe s no t alway s bree d 

contempt, it does provide a  basis fo r people t o disagre e 

with each other. 

Disagreements amon g yout h grou p member s ca n occu r o n 

issues like -

What is the best project that can be devised ? 

Who should do what ? 

When should the project start ? 

What coul d b e th e strategie s adopte d t o resolv e som e 

difficult problems in the project ? 

Fortunately no t al l disagreement s becom e seriou s 

conflicts. Eithe r the conflict gets resolved amicably or is 

avoided. 

Each participant will answe r the following , given th e 

above narration in the space provided. 
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(A) TW O CAUSES OF CONFLICT. 

(D 
(2) 

(b) ON E REASON WHY COLLABORATION BETWEEN MEMBERS CAN LEAD TO 

REDUCED CONFLICTS. 

(c) WH Y ARE DISAGREEMENTS HEALTHY ? 

B. Give n below are in Column I certain characteristics of 

a 'Helpin g Relationship ' as identified by Carl Rogers. 

Column I I contain s th e mai n factor s whic h lea d t o 

Collaboration between people. 
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COLUMN I 

1. Clea r communication (withou t 

any ambiguity) with others 

2. Feeling s of warmth, care, liking, 

interest towards others 

3. Acceptabilit y of the other 

person without losing respect for 

oneself 

4. Acceptin g the other person's 

freedom and identity 

5. Ensurin g that one's behaviour 

is not threatening to the other 

COLUMN-II 

i) Extensio n 

Motivation 

ii) Grou p Norms 

iii) Enhanced 

returns from 

Collaboration 

iv) Superordinatio n 

v) Powe r and Trust 

What i s require d i s a  relationshi p betwee n th e 

characteristics o f Column I  and the factor s o f Colum n II. 

Please remember a characteristic could match with more than 

one factor . Indicat e th e relationshi p i n th e tabl e give n 

below. 

CHARACTERISTICS 
OF COLUMN I 

FACTORS OF 
COLUMN II 

1 2 3 4 5 
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B. GROU P HOMOGENEITY 

The conclusion s on e can draw fro m th e characteristic s 

of a homogeneous group are -

a) I n a heterogeneous (non-homogeneous ) group, it would be 

difficult to build interpersonal relations. 

b) A  heterogeneous group is likely to be better in problem 

solving. I t coul d lea d t o a  bette r understandin g an d 

appreciation of the problem, and generate a wide rang e 

of alternatives . Furthe r i t coul d plac e check s an d 

counterchecks o n idea s an d dissuad e quic k agreemen t 

which results from , little thinking'. 

c) Bot h homogeneou s an d heterogeneou s group s ca n 

successfully complete tasks. I t depends on the nature 

and demands of the task. Bu t 'social performance' of a 

group is dependent on homogeneity. 

d) I n time s o f crisi s heterogeneit y ma y becom e a n 

impediment for action. 

e) Fo r creativ e thinking , heterogeneit y ma y prov e mor e 

advantageous. 
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In fact, it would be preferable if the group starts off 

with heterogeneou s membershi p particularl y a s regard s 

knowledge, skill s an d previou s experienc e an d the n 

Collaboration is gradually introduced into the group. 

C. GROU P STRUCTURE 

This factor relates to the manner i n which the project 

team o r smal l grou p organise s itsel f int o infrastructure s 

for various purposes and functions like Planning, Follow up, 

Problem Solvin g an d Decisio n Making . A n analysi s o f suc h 

infrastructures and the manner in which function allocations 

get don e i s describe d i n th e Chapte r o n '  Organising fo r 

Implementation' (Chapter-8) . 

The whole concep t o f rol e (whic h i s obligationary) i s 

significant t o grou p structure . Sinc e a  yout h worke r i s 

linked t o a set of othe r people -  colleagues, coordinator , 

beneficiaries, external agents/experts, etc., the role which 

he wil l adop t an d perfor m wil l depen d ver y muc h o n hi s 

'perceptions o f thei r expectation s fro m him' . Th e 

interlinking o f function s become s a n interdependenc e o f 

expectations. Clarit y t o this rol e concep t ca n onl y aris e 

from a  detaile d 'Analysi s o f Expectations' . Th e proces s 

involved i s cumbersome an d tim e consumin g (bu t important) . 

Under these circumstances, i t would b e beyond th e scop e o f 
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both thi s chapte r an d packag e t o elaborat e mor e o n th e 

concept and its applications. 

D. LEADERSHI P 

Leadership o f smal l group s an d team s i s a crucia l 

factor affecting their performance. I n youth service teams 

leadership is likely to emerge out of the circumstances and 

conditions that surround th e formation of the group and 

the introduction of the project or programme. 

Leadership a s a  socia l influencin g proces s i s ver y 

important to the working of groups (and teams) in projects, 

right fro m Plannin g t o th e very en d whic h i s Review and 

Evaluation. 

Leadership i s a n are a o r disciplin e whic h ha s bee n 

researched considerably . I t stil l remain s a n are a which 

'confounds'. Ther e exist s a  multiplicit y o f model s an d 

theories today, each carrying som e proof an d scop e fo r 

application. Choic e between them is difficult. Ye t choices 

have to be made. 

Training yout h fo r leadershi p ha s becom e a  crucia l 

programme i n mos t countrie s i n recen t times . Suc h 

opportunities are increasingly availabl e and a constant 

refinement of the 'content and delivery' of programmes is in 

evidence. 
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Given the profoundity of skills required, and the time 

needed t o develo p them , an d th e fac t tha t independen t 

training i n leadershi p i s als o a  crucia l thrust , thi s 

Chapter (o r for that matter the total packag e o n Projec t 

Management) will no t pursue Leadershi p further . I t i s 

anticipated that 'Training in Leadership Skills' would have 

already been or would be undertaken by the participant. 

E. GROU P CREATIVITY 

The overriding influenc e in introducing this topic is 

to indicat e that groups can act creatively an d tha t this 

creativity wil l enhanc e th e effectivenes s o f thei r 

performance. Trainin g team s o r group s t o becom e highl y 

creative i s a prolonged sequenc e o f activitie s an d henc e 

cannot be accommodate d withi n th e scope o f thi s topi c o r 

Chapter. 

There i s little doubt tha t many yout h group s d o ac t 

creatively, probabl y unconsciousl y an d sometime s 

instinctively. Creativity is instrumental to the generation 

of new and origina l idea s related t o projects, project 

strategies, generatin g alternative s ,  an d obtainin g 

solutions to problems. Th e need for creativity i s high in 

good times when the team is operating well. Bu t when youth 

teams encounte r ba d periods , whe n thing s g o wrong , 

creativity and its use become imperative. 
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Creativity implie s shifting away fro m the traditional 

habits o f logica l thinkin g (incidentall y logica l thinkin g 

has its own utility i n different contexts ) . I t has been 

referred t o a s thinkin g whic h i s non-conformal , wild , 

lateral a s oppose d t o vertical, child-like a s oppose d t o 

mature, divergent instead of convergent. 

Plenty o f creativity technique s ar e available -  some 

suit individua l action , som e other s specificall y ar e fo r 

group actions. I n addition there are a few which combine 

both individual and group work. 

Among th e popula r grou p technique s ar e 'Brain -

storming', and 'Synectics'. Th e combined approaches include 

'The Nominal Group Technique', and 'Lateral Thinking'. 

What is important is that groups or individuals need to 

be trained to apply the creativity techniques purposefully 

to different situations. Thi s would help replace accidental 

or instinctiv e creativit y wit h a  planned approach , and 

enhance the utility and productivity of the whole exercise. 

Groups ar e potentia l forum s fo r creativ e actio n 

provided th e group ha s developed itsel f i n th e us e o f 

creativity techniques. Yout h teams which struggle with the 

planning an d implementatio n o f project s ca n deriv e grea t 

help fro m their own creativity potential  a t moments o f 
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difficulties. An d youth can demonstrate high capabilities 

in creativity . Anyon e an d everyon e i n th e tea m ca n b e 

creative. 

Youth teams or task forces demand practical creativity. 

Unless creativit y ha s a n application s orientatio n it s 

success as a useful process will be limited. Th e need to 

train th e rea m i n ensuring practica l creativit y i s hence 

important. Trainin g fo r usin g simpl e technique s withou t 

much of 'flourish ' can be accomplished throug h appropriate 

trainers, given the right 'instructional resources'. 
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ASSIGNMENT-FOUR 

Participants wil l rea d th e Cas e Descriptio n an d giv e 

answers t o th e question s indicate d a t th e en d o f th e Cas e 

Description. 

Case Description: 

A grou p o f youn g girl s (student s o f a  Medica l 

Institute) decided to initiat e an , Inoculation Campaign' in 

a cluster of villages near their institute. The y organise d 

themselves int o a group of 10 volunteers under a leader who 

was familia r wit h th e languag e spoke n i n th e cluster . 

During their first visit they discovered that there were at 

least 14 0 childre n wh o ha d no t bee n inoculate d earlie r 

against th e disease . The y collecte d th e mother s o f th e 

children in groups of 25 and talked to them for half an hour 

on th e merit s o f gettin g thei r childre n inoculated . Th e 

mothers appeare d t o liste n patientl y an d th e medica l -

student grou p wa s ver y happ y a t thi s apparen t positiv e 

attitude. 

A wee k late r th e girl s organise d a n inoculatio n cam p 

for the cluster of villages on a Sunday an d foun d tha t th e 

response to  th e cam p wa s disappointing . Onl y 4  mother s 

brought their children an d other s kep t awa y fro m th e camp. 

By th e evenin g whe n th e girl s woun d u p thei r cam p i t ha d 

become a fiasco. 
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However, the young ladies did not give up. The y sat 

down i n a  quie t plac e an d decide d t o 'stretc h thei r 

imagination'. Bu t ver y fe w ne w idea s emerge d fro m th e 

group. Th e only acceptable idea appeared to be to use the 

village headmen to convince the womenfolk of the villages to 

agree to get their children inoculated on a suitable date. 

When th e girl s approache d th e villag e headme n the y 

encountered stif f resistanc e fro m th e headmen . I t s o 

happened tha t non e o f th e headme n ha d bee n inoculate d 

themselves. I t also appeared that there was a general fear 

and distrust abou t the whole process of inoculation . A t 

this point our case ends. 

Questions: 

WHAT CREATIVE STRATEGIES WOULD YOU SUGGEST TO RESOLVE 

THE IMPASSE ? SUGGEST THREE DIFFERENT STRATEGIES. 
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F. GROU P SIZE 

The effects of group siz e are best explained through a 

set of diagrams which follow. 
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Ideal project team sizes vary between 5 and 10. Having 

an odd number is likely to reduce deadlocks. A  group size 

of les s tha n fiv e reduce s th e chance s o f havin g 

comprehensive discussion s an d creativ e solutions . Group s 

comprising of more than 10 members make consensus decisions 

more difficult to arrive at and encourages formation of sub-

groups. 

THE STAGES OF GROUP DEVELOPMENT 

Groups get formed normally on a voluntary basis. Fo r 

example a few youth may decide to form a club for youth in 

the expectation that many other youth will voluntarily join 

it. Bu t then 'forced groups' or 'groups formed at a price' 

are also known. 

The reason s wh y yout h ar e willin g t o for m o r joi n 

groups could be summarized as -

* T o interact with others who share their beliefs 

* T o cooperatively pursue common interests and goals 

* T o become an influencing force 

* T o mobilise a community for better living. 
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Once groups get formed they go through certain stages 

of development . Pattern s o f developmen t ar e lik e thos e 

shown below. 
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The stages of development are indicativ e o f the fac t 

that th e grou p ma y brea k u p a t intermediat e stage s and 

survival of the total group can only occur i f the passage 

continues through the four stages. 

Small youth teams also have to traverse a similar path. 

But their survival is mor e assured since they are smaller 

in membership an d sinc e thei r tas k i s cu t ou t fo r the m 

(superordination i s alread y created) . Bu t a  tea m ha s t o 

develop a  very broa d rang e o f skill s sinc e th e task s o r 

projects it would undertake independentl y o r on behalf of 

large groups would demand a spectrum of management skills. 

Effective wor k group s o r team s exhibi t a  se t o f 

characteristics. Thes e characteristic s (measures ) ar e 

normally related to end or performance results. A crude list 

is shown below. This can be developed into a detailed list. 
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ILLUSTRATION-THREE 

We fiv e wer e sor t o f catapulte d int o th e followin g 

situation. Th e yout h clu b wa s tottering . Tw o year s o f 

almost total inactivity . N o wonder members had fled . An d 

the 'managin g group ' in it s foll y thre w th e whol e clu b i n 

our la p an d withdre w sayin g the y ha d 'grow n out ' o f th e 

club. I t was grossl y unfair . w e thought . Bu t on e thin g 

kept u s together . W e respecte d thi s club . I f i t close d 

down ther e wa s nothin g fo r th e yout h excep t th e movies , 

street corne r gossi p an d som e backyar d games . W e ha d t o 

keep this club alive. 

So th e fiv e o f u s sa t down , though t i t over . W e 

concluded tha t clu b surviva l wa s synonymou s to  rebuildin g 

it. W e built up membership by attracting youth to join it. 

Attracting yout h t o joi n i t means a  balanc e betwee n doin g 

something which youth want and leading them to do somethin g 

which they had never done before. 

On a Saturday we went to the High school and requeste d 

the Principal to give us an hour each with the three senio r 

classes. H e was a kindly sou l and he assented. Th e young 

pupils sai d 'giv e u s games , music an d adventure' . Thes e 

were thei r choices , thei r interests . T o balanc e i t w e 

also gave them a career guidance cell . I t had take n 
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us two months, a ton of conflict and quarrel, a barrelful of 

concern and doubt, and bags of effort to reach this point. 

But we knew we had moved forward , ahead o f where we were 

when it all began for us. 
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ASSIGNMENT-FIVE 

This assignment has two situations. Pleas e go through 

them and answer the questions given. Chec k your answers for 

both situations with the Tutor. 

SITUATION-1 

For organising a  Nature Cam p you have invite d a  few 

leaders from neighbouring youth clubs to decide a suitable 

venue for the camp. Afte r initial discussion you notice two 

clearcut factions . Instea d o f attemptin g t o decid e th e 

venue they are now trying their best to dominate each other. 

Questions: 

1. Wh y could this have happened ? 

2. Wha t would you like to do to bring back the discussion 

to the objective of the meeting ? 
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SITUATION-2 

As a youth volunteer you wish to promote a rural health 

programme. Yo u hav e forme d a  yout h tea m to  manag e thi s 

programme. Th e firs t meetin g i s schedule d t o identif y 

several possible healt h area s fo r contributio n an d finall y 

to select on e healt h area , which ca n be pursued i n the 

initial period. Ther e are seven members - A, B , C, D, X, Y, 

Z - apart from you. 

The followin g interactio n take s plac e amongs t th e 

members of the youth team during the meeting. 

A: I  feel healthy eating habits are to be encouraged. 

B: No , th e firs t priorit y shoul d b e give n t o livin g 

conditions. 

A: Livin g condition s alon e ar e not . going t o promot e 

health. Moreove r you can't see or measure its impact. 

Y: Forge t about both, let us select vaccination clinics as 

the top priority programme. 

B: Oh ! Don't fight. Can' t we have all ? 

A: Don' t talk impossibly. B e practical ! 

X: Le t us decide without wasting time. Wha t are the needs 

of the community ? 

A: W e all know that. Don' t we ? 

At thi s junctur e yo u a s th e initiato r o f th e meetin g 

feel like intervening. 
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Questions 

1. Indicate , with respect to Situation-2 and with a brief 

justification, the probable presence or absence of the 

factors given in the following table. 

FACTOR 

EXTENSION MOTIVATION 

AMONG MEMBERS 

TRUST BETWEEN MEMBERS 

SUPERORDINATION 

CREATIVE THINKING IN 
THE GROUP 

GROUP NORMS 

PRESENCE OR 
ABSENCE 

JUSTIFICATION 



2. Wha t step s woul d yo u sugges t t o streamlin e th e 

discussion ? 
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GENERAL OBJECTIVE 

The participant wil l devis e appropriat e follow-u p 

measures give n a  projec t pla n an d certai n likel y 

problems that may arise during implementation. 

SPECIFIC OBJECTIVES 

The participant will :-

(a) Becom e aware of the manner i n which implementatio n 

may deviate from a project plan. 

(b) Usin g th e techniqu e o f Proble m Analysis , devis e 

corrective measure s fo r a  specifi c deviatio n o f 

implementation from plan. 

(c) Describ e th e us e o f infrastructure s fo r sensitiv e 

diagnosis and correction of such deviations. 

(d) Appl y these techniques to devise follow-up measures 

in certai n cas e description s o n problem s arisin g 

during implementation. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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IMPLEMENTATION OF PROJECTS 

THEME OF THE CHAPTER 

As the title suggests this Chapter is fully devoted to 

the implementation of project plans. Managing implementation 

is referred to as FOLLOW-UP in the Chapter. 

In the youth services and youth programmes FOLLOW-UP is 

normally undertake n b y a  team . Th e tea m closel y watche s 

progress and sets right problems that may impede progress. 

The technique used in locating problems and resolving them 

is known as 'Problem Analysis'. This technique is elaborated 

in fair detail in the Chapter. In short, performance of the 

Follow-up team depends on its abilities to locate problems 

early (sensitivity) and employ remedies for the problems so 

that progress is 'back on track'. 

Implementation has always been the 'bane' of projects. 

Inspite of highly sophisticated planning, things have been 

known t o g o wrong durin g th e implementation . Th e reason s 

probably li e i n th e fac t tha t 'skill s fo r th e 

implementation' or for that matter 'skills of Follow-up' are 

of a totally different type than those needed in planning. 

Here aler t us e o f information , appropriat e resolutio n o f 

problems, sensitivity towards problems and their symptoms, 

the use of trial and error are also desirable and difficult 

to develop in individuals. 
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The importanc e o f implementatio n i s beyon d questio n 

since i t produce s th e 'results ' i n th e project . Bu t 

introducing the learner to the skills of implementation an d 

their employment is not an easy task. This Chapter precisely 

attempts to do so. 

PREREQUISITES 

For the Tutor: 

A clea r understandin g o f previou s Chapters , i n 

particular Plannin g (Chapte r - 2) , Organising fo r 

Implementation (Chapte r - 8) and Working in Groups 

(Chapter - 9). 

Experience o f Follow-u p a  tions i n projec t 

implementation, an d a  confidenc e i n copin g 

rationally wit h problem s encountere d durin g 

Follow-up. 

For the participant : 

Some experience of implementing projects. 

Knowledge o f 'Planning ' an d 'Workin g i n Groups ' 

(Chapters - 2 and 9). 

PREPARATORY ACTIVITIES FOR TUTOR 

Detailed stud y o f this Chapter an d completio n o f 

assignments given in the Chapter. 

_ Stud y of 'Problem Solving' from Reference 3. 

Keeping som e additiona l illustration s draw n fro m 

personal experience in mind for use in clarifying 

concepts if and when needed. 
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INSTRUCTIONAL GUIDELINES 

(a) Thi s Chapte r ha s bee n presente d i n th e self -

learning mode . I t contain s tw o illustration s an d tw o 

assignments. 

Tutor's guidanc e i s definitel y desirabl e durin g sel f 

learning by participants since a number of fairly difficult 

concepts are involved. The Tutor may supplement the content 

with his own illustrations for clarifying concepts. 

Two OHP transparencies accompany this Chapter. 

10.1 - Concept of Problem Analysis 

0.2 - Cause Tracing in Problem Analysis 

Both have to be employed at appropriate stages in the 

Chapter during self-learning. 
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(b) Th e schedule of activities for an estimated time of 

3 hours for this Chapter in given below. 

S1. Activit y Tim e 
No. i n hours 

1. Introductio n by Tutor 1/ 4 

2. Sel f Learning by participants upto 
Assignment - Two. Tutor will guide 
and employ OHP transparencies 
10.1 and 10.2 to clarify concepts in 
Problem Analysis. 1  3/4 

3. Assignmen t - Two , the completion 
of which shall be followed by a 
brief summary of Chapter by Tuto r 1 

(c) Th e Tutor will introduce the Chapter very briefly in 15 

minutes. A suggested sequence for the introduction would be: 

Recalling that detailed planning has already been 

completed. 

Importance of studying implementation. 

Introductions to terms like FOLLOW UP, sensitivity 

Brief narration of Tutor's role during participant 

self learning. The Tutor may use OHP to facilitate 

introduction. 
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(d) Whil e sel f learning is progressing the Tutor will have 

to mov e aroun d assistin g participant s wh o nee d 

clarifications o r who get impeded. I t i s anticipated tha t 

difficulties wil l aris e i n Proble m Analysi s an d it s 

applications. It is suggested that the Tutor provide one or 

two additiona l example s i f necessary . Th e concep t o f 

sensitivity ma y als o need som e Tutor interventio n throug h 

illustrations. Use of OHP transparencie s 10. 1 an d 10. 2 

related t o Problem Analysis could b e done a s suggeste d 

earlier. 

Both assignment s on e an d tw o ar e individua l 

assignments. To save time the Tutor may discus s response s 

with a  cluste r o f participant s instea d o f dealin g wit h 

individual participants. 

Closing the Chapter through a summary after Assignment 

two i s complete d ca n b e don e b y th e Tuto r throug h a 

discussion with all the participants in which emphasis may 

be laid on : 

Difference between Potential Proble m Analysis and 

Problem Analysis 

Importance of Follow-up and the need for Follow-up 

teams. 

Factors necessary for effective Follow-up. 
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SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT - ONE 

Deviations : 

S.NO. WHAT SHOULD HAPPEN WHAT ACTUALLY HAPPENS 

1. Mil k should have been 
available. 

2. Fou r doctors were to be 
available the whole day. 

3. On e lady doctor was to have 
assisted in the project. 

4. A  large number of people 
were expected to come into 
the tent, by 11.00 AM. 

5. N o donor woul d b e 
afraid of looking at 
blood. 

6. N o rumours of any kind 
should have spread. 

7. Th e organisers were not 
expected to donate blood. 

Dairy owners had sold out 
milk. 

Two doctors leave the 
camp site by 10.00 AM. 

The lady doctor had to 
go back to attend to her 
normal patients. 

Only ten people had come 
into the tent. 

By 11.00 AM, two donors 
had withdrawn at the 
sight of blood. 

A rumour that blood 
donation was painful 
increased the with-
drawals. 

Some organisers donated 
blood. 

Corrective Actions that did not work (Samples) 

S.No. Natur e of Corrective 
Action 

Evidence that corrective 
action did not work 

1. Chocolate s were to be 
distributed instead of milk. 

People were unhappy 
at this substitution. 

2. Husband s were permitted to 
escort the ladies 
inside the tent. 

Number of ladies who 
donated blood were 
very few. 
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ASSIGNMENT -  TWO 

ANSWERS FO R THE ACTIVITY SE T ARE GIVEN BELO W -

S.NO. ACTIVITIES TICK I F 
SENSITIVE 
FOLLOW-UP 
NEEDED 

SYMPTOMS T O B E 
LOOKED FO R 

6. 

1. Yout h Worker 
suggests project idea 
and builds a youth team. 

2. Yout h team contacts 
villagers through meetings 
and convinces them about 
project idea. 

3. Enginee r in nearby 
town contacted to 
provide technical 
expertise for converting 
foot track to access road, 

4. Enginee r submits plans. 

5. Voluntar y donation of 
land by landowners. 

Organising communit y 
into work group s 

* villagers not 
coming for meet-
ings. 

* villagers are not 
getting convinced, 

* Engineer offers 
excuses for not 
cooperating. 

* landowners scep-
tical of project 
outcomes. 

* Landowners asking 
for compensation 
or special 
privileges. 

* expertise not 
adequate. 

* poor interpersonal 
relations in 
work groups. 

* members of groups 
not turning up. 
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7. Allocatio n of tasks 
to work groups. 

8. Collectio n of road 
construction hand 
implements. 

9. Constructio n of road. 

* Mismatch between 
task allocation 
and interests/ 
abilities 

* Gaps/overlaps in 
task allocation 

* implements not 
available. 

* implements cannot 
be obtained on 
loan. 

* phasing of road 
construction not 
proper. 

* Road materials 
and implements not 
sufficient in 
quality/quantity. 

* required super-
vision not 
occurring. 

10. Inauguratio n of road. 

11. Fund s raised 
for refreshments. 

* inadequate fund 
collection. 

* Supply of refre-
shments not at 
the right time. 

* poor quality of 
refreshments. 

12. Refreshment s 
arranged for. 
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IMPLEMENTATION OF PROJECTS 

What i s actuall y implemente d i s th e pla n o f th e 

project. Jus t a s plannin g require s care , concer n an d 

attention, s o doe s implementation . Th e managemen t o f 

implementation is sometimes referred to as 'CONTROL' - The 

process b y whic h manager s ensur e tha t actua l activitie s 

conform t o planne d activitie s (wha t was calle d a s th e 

activity se t i n planning ) . Others refe r t o contro l a s 

FOLLOW-UP or MONITORING. 

The concept of Follow-up (or monitoring or control) can 

be understood b y means o f th e diagra m show n above . If 

implementation (wha t actuall y happens ) coincide s wit h pla n 

(what shoul d happen) , ther e i s n o problem , n o caus e fo r 

concern. If, however, implementation (wha t actually happens) 



10-2 

deviates from plan (wha t should happen) then th e presence 

of a  proble m i s recognised . Thi s proble m need s t o b e 

attacked through remedial action. 

The logic underlying the concept is relatively simple and is 

presented in the diagram shown above. Deviations between the 

'should' and th e 'actual ' occur because o f som e cause . In 

other words, a cause creates a deviation betwee n pla n and 

implementation. 

Since it is impossible to handle all deviations, minor 

deviations may be ignored. 

Follow-up ha s thre e function s t o perfor m i n thi s 

context. 

(1) Closel y watc h implementatio n processe s fo r deviation s 

from the plan. If there is no deviation everything is 

okay. 
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(2) I f a deviation occur s and is observed by the FOLLOW UP 

team (o r mechanism or infrastructure) then the team gets 

down t o tracin g th e CAUS E whic h i s th e sourc e o f th e 

deviations. 

(3) Onc e th e caus e i s trace d (o r understoo d o r diagnosed ) 

the FOLLOW-UP TEAM next devises remedies fo r the cause. 

Those remedie s o r correction s whe n implemente d wil l 

remove th e cause , whic h i n tur n wil l no t caus e th e 

deviation anymore, and things will get back to normal. 

The Follow-u p Tea m ha s t o perfor m al l thes e function s 

effectively. Howeve r ther e ar e quit e a  fe w barrier s t o 

effective Follow-up. 
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BARRIERS TO EFFECTIVE FOLLOW-UP 

(a) Th e Follow-up team may not notice the deviation at all. 

In othe r word s eve n thoug h wha t actuall y happen s i s 

different fro m wha t shoul d happen , thi s i s no t observe d 

and is probably overlooked. 

There could be many reasons for this. 

Things may appea r to b e goin g righ t whil e i n 

reality the actual may be deviating fro m the should. 

But sinc e n o informatio n i s availabl e o r bein g 

collected on progress, the deviation is not noticed. 

Even i f informatio n o n progres s i s bein g 

collected, may b e i t i s not quickl y correlate d t o 

provide a  judgemen t abou t th e presenc e (o r lac k o f 

presence) of a deviation. The inertia of the set-up is 

very high and things move very slowly. 

(b) Sometimes , deviation s ar e observed . But , deliberat e 

attempts may be made to suppress from others the fact that 

there are deviations. This may be done to project a better 

image or to hide inefficiency. 

(c) Th e Follow-up Team may notice the deviation too late, 

when a minor deviation or problem ha s gradually develope d 

into a disastrous situation. 
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The diagram given below clarifies this phenomenon. It is 

feasible to expect the deviation to be noticed and corrected 

at A (relativel y early) . O n the contrary i f the deviatio n 

is noticed and corrections attempted at B it may not work at 

all since by now the deviation ha s existed for a very long 

time and has assumed severe dimensions. 

(d) The Follow-up team ma y not be able to trace the most 

likely cause/ s fo r the deviation. As a  consequence th e 

correction or remedy may not work at all and the deviation 

may persist. 

Tracing the most likely cause can become 'tricky ' o n 

occasions. I t depend s o n th e adequac y o f informatio n 

available, its reliability, and the capability of the team to 

use the information properly. 

The skills involved in tracing the cause of deviations 

are known as 'PROBLEM SOLVING SKILLS' or PROBLEM ANALYSIS. 
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ILLUSTRATION-ONE: 

A youth team working on a slum project was not creating 

any impac t o n th e people. The strategie s bein g employed , 

even thoug h quit e creative , were no t acceptabl e t o a 

majority of the community. 

The deviation here was noticeable early. The youth team 

went abou t attemptin g t o diagnos e th e most likel y causes. 

They finally decided on three likely causes -

* Resistanc e by the community to change. 

* Poo r planning before implementation. 

* Influenc e of other external agencies. 

On a more detailed search to identify one most likely 

cause the team uncovered sufficient information to indicate 

that al l thre e cause s wer e no t justifiable . 80 % o f th e 

community wanted change . The plan was thoroughly prepared . 

And no other agency was interested in doing any work in this 

particular slum area. Further, the elders had been consulted 

at different stages by the members of the group. 
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Finally the y change d thei r approac h t o seekin g 

information and found that it was the leader of the team who 

was the problem. His forceful approach and his past record 

of delinquency was unfortunately resultin g i n many o f the 

elders viewing him with suspicion. 

The correction (remedy ) adopted by the group was that 

they changed the leader and gave the previous leader a more 

passive role in the project. 
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ASSIGNMENT-ONE 

The description of an incident is given below. There are 

plenty o f deviation s betwee n pla n an d implementatio n 

noticeable in the incident. And in some events described the 

corrective action does not work. Identify six deviations and 

two ineffective corrective actions, enter them in the table 

given below, and then check with the Tutor. 

A BLOO D DONATIO N CAMPAIG N -  We,th e yout h clu b o f Loca , 

decided w e must organis e a  bloo d donatio n campaig n i n a 

nearby village. It was set up delightfully. Only the young 

and able were to donate blood. A team of four doctors agreed 

to hel p out . A  coupl e o f tent s wer e len t b y th e loca l 

Rotarians. The blood was to be passed on to a blood bank in a 

nearby town . An d i t wa s al l organize d fo r a  Sunday . 

Incidentally the villagers had agreed to all this. 

On Sunday morning at precisely 9.00 AM it all took off. 

It was bright and sunny. The only snag was the dairy owners 

who were to donate a glass of milk to each donor had already 

sold thei r mil k i n the morning. S o w e sai d i t woul d b e 

chocolates instea d o f milk . Bu t the n chocolate s wer e no t 

very appropriat e substitute s an d som e people were alread y 

unhappy on hearing this. 
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By 10.00 AM tw o of the doctors had to go back to attend to 

their normal patients. And b y then only thre e peopl e had 

lined up for donating blood. Unfortunately this left us with 

no lad y docto r an d thi s made mos t o f th e ladie s i n the 

village extremely reluctant to come into the tent, even when 

we requested their husbands to escort them. 

At 11.00 AM only ten people had come into the tent, of 

whom tw o had withdrawn a t the sigh t o f blood . Someon e 

spread a  rumo r tha t bloo d donatio n wa s painfu l an d thi s 

increased the withdrawals. 

By 12.00 noon we had folded up the tent with about 12 

bottles of blood. Some of the blood was ours. 

DEVIATIONS. 

SERIAL 
NUMBER 

1 

2 

3 

4 

5 

6 

WHAT SHOULD HAPPEN WHAT ACTUALLY HAPPENS 
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CORRECTIVE ACTIONS THAT DID NOT WORK. 

S.NO. 

1 

2 

NATURE OF CORRECTIVE 
ACTION 

EVIDENCE THAT CORRECTIVE 
ACTION DID NOT WORK 
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PROBLEM SOLVING APPROACHES 

To refres h memorie s the diagrammatic representation give n 

earlier is repeated below. 

As mentione d earlie r th e presenc e o f th e proble m become s 

evident when a deviation between the SHOULD and the ACTUAL 

occurs. Something must be the CAUSE of this deviation. This 

CAUSE mus t b e trace d an d remedie d o r corrected . Henc e 

'tracing the cause' is a crucial step in problem solving. 

The key to 'tracing the cause' lies in QUESTIONING 

INTELLIGENT, PERSISTENT QUESTIONING. If reliable answers to 

these questions are elicited from the information available, 

then ther e i s no reaso n why th e caus e canno t b e traced . 

Normally the questions will lie in certain dimensions, like-
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Asking probing questions in each dimension should bring us 

closer t o th e mos t likel y caus e o r causes . Fina l 

elimination o f anticipated most likely causes that do not 

apply can be done by looking fo r evidence which indicate s 

'THIS IS NOT THE CAUSE'. What will be left will be 'THIS OR 

THESE APPEAR TO BE THE CAUSE/CAUSES'. 

DIMENSION NATURE OF QUESTIONS 
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Sometimes QUESTIONING will prove futile or inadequate 

since relevan t informatio n t o obtai n answer s ma y no t b e 

available. An d attempt s t o generate relevan t informatio n 

may not succeed. I n such cases there is no option but to 

generate cause o r causes, try out remedies for each cause 

till the problem gets solved. Thi s is a TRIAL and ERROR 

approach an d ma y hav e t o b e resorte d t o when th e norma l 

approach fails. Especiall y when the problems are not very 

clear, the QUESTIONING approac h may no t help much , an d a 

TRIAL and ERROR process may have to be employed. Bu t TRIAL 

and ERROR is a cumbersome process and may fail too. I t must 

be a sort of LAST RESORT. 

Thus proble m solvin g mean s findin g correctiv e actio n 

i.e. solution to problems. As mentioned above, problems in 

some situations are clearly understood and in others not at 
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all clear . A s fa r a s solution s ar e concerned , the y ar e 

available fo r som e situation s an d fo r th e other s no t 

available. Thus fou r combination s o f proble m clarit y an d 

solution availability can be identified. The follow-up team 

has t o adop t differen t strategie s fo r eac h o f thes e 

combinations. These strategies are indicated in the diagram 

shown below. 
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ILLUSTRATION-TWO 

A yout h clu b whic h wa s doin g quit e wel l o n simpl e 

activities lik e yout h excursions , cultural programmes , 

decided t o enter int o a more comple x spher e o f activity . 

When i t initiate d a  carefull y planne d ou t vocationa l 

training programme for youth, the programme did not elicit 

good response from youth. Caus e tracing led to no concrete 

results. Som e though t th e programm e wa s ill-conceived . 

Some others considered th e implementatio n poor . A  fe w 

thought resource s were inappropriate . Ther e were many 

other causes traced. Bu t there was no agreement on a few 

most likely causes. Th e option now was to list all causes, 

take the m u p on e b y one , an d tr y ou t remedie s fo r th e 

selected cause till the remedy appeared to work. 
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Once th e caus e i s trace d devisin g a  REMED Y i s 

relatively simple . Wha t i s important i s that th e REMEDY 

should b e relevant t o the CAUSE (i t shoul d eradicat e th e 

CAUSE) .  Thu s i f a youth Leade r who i s arrogant i s the 

cause the n th e remed y coul d b e selecte d fro m -  'Chang e 

Leadership' o r 'Improv e Leade r Behaviour' . Obviousl y th e 

second remedy will be time consuming and it is preferable to 

apply the first remedy or correction. 

THE SENSITIVITY OF THE FOLLOW-UP TEAM 

Follow-up occur s on each one of the activities in the 

set (or in the project). I f the activities are not clearly 

defined (or planned), Follow-up will be impeded. I t must be 

known when a n activity start s and when a n activit y ends . 

Problems arise normally during the activity (i n the course 

of th e activity ) . Th e Follow-u p tea m ha s t o monito r 

activity progress and keep a watch fo r symptoms and signs 

about things going wrong lik e things don't happen as they 

should; delays occur; there are unanticipated outcomes . 

Once such signs are noticed the Follow-up team swing s into 

action and identifies causes and then devises remedies. Th e 

nature of activity planning and linkage s mentioned i n the 

Chapter 3  o n Networ k Analysi s wil l hel p desig n effectiv e 

Follow-up measures. 
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It has been mentioned earlier in this Chapter that the 

Follow-up Team may either overlook the presence of a problem 

(deviation) or the inertia in the infrastructure or team may 

delay corrective action. 

Considering that early diagnosis of problems and quick 

action on them will resul t in much lesser and controllabl e 

deviations betwee n pla n an d implementatio n ,  i t become s 

necessary t o ensur e sensitive , aler t an d 'quic k acting ' 

Follow-up teams. 

The appropriate composition (selectio n of members) and 

training o f th e Follow-u p Tea m i s a  ke y prerequisit e t o 

these characteristics . Th e chapte r o n Organisin g fo r 

Implementation (Chapter-8) discusses these issues in detail. 

What is importan t is that the idea of Follow-up cannot be 

overlooked an d must be planned fo r (becom e a deliberately 

introduced consideration during planning). Th e importance of 

implementation an d consequently Follow-u p shoul d no t be 

underestimated. I t is as crucial as 'proper planning'. 

Sometimes many things may go wrong indicating that the 

plan or the project itself is not either properly designed 

or is not feasible. I f it is not feasible it is preferable 

to postpone the project. If , on the other hand, it is poor 

planning that is indicated it is better to recast the plan. 
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In Youth Welfare or Community Developmen t Programmes, 

Follow-up mus t be performed i n an effective manner. On e 

cannot affor d t o rela x abou t Follow-up , an d res t o n th e 

assumption tha t well-cas t plan s ar e sufficien t fo r 

implementation. Withou t implementatio n ther e ca n b e n o 

results in the project. 
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ASSIGNMENT-TWO 

A project with an activity set is given below. Identify 

those activities in which FOLLOW-UP has to be sensitive. Can 

you identify some symptoms which you would look out for ? 

PROJECT :- ORGANISING THE COMMUNITY TO BUILD A 1/2 KM 
ACCESS ROAD, THROUGH VOLUNTARY SERVICE 

PROJECT ACTIVITY SET:- The Activity Set for the above project 

is given in the following Table. 

S.N. ACTIVITIE S 

1. Yout h worker suggests 

project idea and builds a 

youth team 

2. Yout h team contacts 

villagers through 

meetings and convinces 

them 

3. Enginee r in nearby town 

contacted to provide 

technical expertise for 

converting foot track to 

access road 

TICK IF 
SENSITIVE 
FOLLOW-UP 
NEEDED 

SYMPTOMS 
TO BE 
LOOKED 
FOR 
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4. Enginee r submits plans 

5. Voluntar y donation of 

land by landowners 

6. Organisin g community 

into work groups 

7. Allocatio n of tasks to 

work groups 

8. Collectio n of road 

construction hand 

implements 

9. Constructio n of road 

10. Inauguratio n of road 

11. Fund s raised for 

refreshments 

12. Refreshment s arranged for 
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GENERAL OBJECTIVE 

The participant wil l be abl e to evaluat e th e effectivenes s 

of project implementation. 

SPECIFIC OBJECTIVES 

The participant will :  -

(a) Appreciat e th e nee d fo r an d concep t o f projec t 

evaluation. 

(b) Sugges t dat a collectio n method s an d dat a analysi s 

procedures required fo r evaluation . 

(c) Adap t appropriat e approache s fo r evaluatin g a 

specified project. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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PROJECT EVALUATION 

THEME OF THE CHAPTER 

One of the components o f project management normall y 

ignored i s Project Evaluation. The advantages tha t resul t 

from scientifically-carried out Project Evaluation are : 

- an idea of the impact of the project 

- effective implementation of plans 

- information for making improvements in planning, decision 

making and design of implementation strategies. 

- feedback for the implementing agencies 

The Chapter explains various approaches t o Projec t 

Evaluation during the project and at the termination of the 

project and elaborates on the means which can be employed to 

perform it. 

PREREQUISITES 

i) Th e participan t shoul d hav e complete d al l th e 

previous chapters of this package. 

ii) Th e participan t shoul d hav e familiarit y wit h th e 

evaluation of at least some project components. 

iii) The participan t shoul d b e awar e o f th e method s 

available for collecting data. 

iv) Th e Tuto r shoul d hav e evaluate d som e project s o r 

managed a few projects which were evaluated. 
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PREPARATORY ACTIVITIES FOR TUTOR 

i) Th e Tutor shoul d g o through this Chapter intensivel y 

and complete all the assignments. 

ii) T o facilitate self - learning, the Tutor may draw upon 

his previous experiences and keep certain illustrations 

ready for appropriate use. 

INSTRUCTIONAL GUIDELINES 

(a) (i ) Th e learnin g packag e ha s bee n presente d i n th e 

form o f answer s t o ke y question s i n Projec t 

Evaluation. 

(ii) It is totally in the self learning mode. However, 

it is suggested that the Tutor offer guidance as 

and when need arises. It is anticipated that some 

difficulties in self learning ma y arise for some 

participants in: 

matching evaluation scheme to the audience of 

evaluation, 

finalisation of evaluation criteria, 

selection of data collection method to a given 

project element. 

(iii) The Chapter contains two major illustrations and 

four assignments. A special feature of the package 

is th e inclusio n o f tw o criteri a list s fo r 

evaluating certain project components. 
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(b) Th e schedul e o f activitie s (fo r 3  hours ) fo r thi s 

Chapter is given below. 

S1. Activit y Tim e in 
No. hour s 

1. Introductio n by Tutor, self learning 
upto Assignment - Four 1  1/2 

2. Summarisatio n of Chapter learnings by 
Tutor through using OHP Transparency 
11.1 and discussing issues with the 
participants 1/ 2 

3. Assignmen t - Four including suggestions-
seeking from other groups 1 

(c) Th e Tuto r wil l emphasis e th e nee d fo r Projec t 

Evaluation an d impres s upo n th e participant s th e 

advantages. Th e difference s betwee n Evaluation , 

Followup (Chapter-10 ) and Accountability (Chapte r - 8) 

should be indicated briefly. 

(d) Th e Tuto r wil l provid e guideline s an d suggestion s t o 

the participant s whil e the y ar e attemptin g th e 

assignments. 

(e) On e OHP Transparency is provided to enable the Tutor to 

summarise the learnings of the package (11. 1 - Steps in 

Project Evaluation). 
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SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT - ONE 

S1. Area of Process Evaluation 
No. 

1. Coordination with Project 
Team 

2. Coordination with other 
Agencies 

3. Assumptions made in 
Project Design 

4. Leadership Style of Team 
Leader 

5. Role Allocation 

6. Resources Deployment 

7. Project Infrastructure 

8. Materials Procurement 

9. Inter-personal Relations 
within Team 

10. Appropriateness of Objectives 

LEAVITT DIMENSIONS 
TASK PEOPLE STRU-

CTURE 
TECH-
NOLOGY 
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ASSIGNMENT - TWO 

S1. 
No. 

Project element to be 
evaluated 

Data collection 
method 

1. Appropriatenes s of role allocation 

2. Motivatio n of youth volunteers in 

implementation of project activities 

3. Leadershi p style of project leader 

4. Exten t of participation of benefi-

ciaries in project planning and 

implementation 

5. Liaiso n with external agencies 

6. Exten t of achievement of objectives 

7. Natur e and extent of unintended 
outcomes 

Interviews/ 
Opinionnaires 

Observations 

Questionnaire/ 
Observations 

Interviews 

Records/ 
Interviews 

Measurements/ 
Records 

Interviews with 
beneficiaries 
and project 
team members 

8. Publicit y for the project 

9. Interferenc e from interest groups 

10. Degre e of cooperation from 

beneficiaries 

Measurements 

Observations/ 
Interviews 

Check lists 
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ASSIGNMENT - THREE 

This i s a n open-ende d assignmen t an d henc e n o 

suggestions can be offered. However, the Tutor will examine 

the group suggestions and provide feedback based on Chapter 

learnings, specificall y th e criteri a i n th e chec k list , 

audience of the finding s and the relate d purposes , and 

constitution of the evaluation team. 

ASSIGNMENT - FOUR 

The Tutor will mak e hi s observation s o n the grou p 

presentations an d emphasis e th e nee d t o decompos e th e 

criteria so that specificity is introduced in the evaluation 

process and data collection and analysis facilitated . 

Let us consider, for example, the project 

"ORGANISING A NATURE CAMP" 

* Th e objective s o f th e projec t woul d indicat e i n 

quantitative term s th e expecte d outcome s o f th e 

project. Eac h on e o f quantitie s (Numbe r o f yout h 

volunteers, th e tim e -  frame , etc ) woul d produc e 

indicators for Summative Evaluation. 

* Th e activit y se t fo r th e projec t wil l provid e 

indicators for Formative and Process Evaluation. 
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The basic purpose of this assignment is to provide an 

opportunity fo r the learners to decompose criteri a an d to 

include ne w criteria , throug h 'stretchin g thei r 

imagination'. 

REFERENCES 

1. "Managemen t Handbook for Public Administrators", Edited 

by J. Sutherland; Van Nostrand Reinhold Inc., New York, 

1978. 

2. "Guideline s fo r Projec t Evaluation" , Unite d Nations ; 

Oxford and IBH, Delhi, 1972. 

3. "Solvin g Educational Problems", Havelock and Huberman; 

Praeger Publications, U.S.A., 1978. 
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PROJECT EVALUATION 

Programmes and projects are being planned by youth groups in 

increasing numbers . Considerabl e effor t an d resource s ar e 

expended in their implementation. O n certain occasions there are 

wide gaps between planned and actual accomplishments. Sometime s 

projects get abandoned midway during progress. O n the other hand 

there are some success stories too in evidence, whe n identified 

objectives are achieved completely and well within the stipulated 

time period. Whe n things could go right or wrong or when success 

and failur e are both probable, it becomes necessary t o include 

one more significant stage in the management of projects which 

is Project Evaluation and which could : 

provide measures of success or failure. 

generate information on why things went right or wrong. 

In general Projec t Evaluatio n generate s informatio n whic h 

could be used for analysis of past experiences and for planning 

future events. 

This stag e i s bein g increasingl y considere d essentia l b y 

managers of projects. The youth services are no exception and the 

incorporation of Project Evaluation could lead to many benefits 

in this sphere (many of which are listed later in the Chapter). 

Evaluation is defined in Webster's Comprehensive Dictionary 

(Encyclopedic Edition ) as the act of evaluating o r FINDIN G OR 

DETERMINING THE AMOUNT, WORTH of something. 
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When we apply this concep t to evaluation of projects, the 

implications becom e fa r beyon d th e assessmen t o f gain s t o 

beneficiaries. Th e planners, implementers an d th e sponsor s of 

the projects are the the other parties who will be interested in 

the evaluation fo r wide- ranging reasons. 

WHY PROJECT EVALUATION ? 

Project Evaluatio n serve s many purpose s fo r many agencies . In 

brief, these purposes are: 

- T o apprais e th e degre e o f succes s o f th e projec t vis-a-vi s 

project objectives-actual outcomes versus planned outcomes 

- To test whether assumptions made, strategies selected and the 

decisions taken in the project formulatio n an d planning stage s 

have been validated 

- T o asses s effectivenes s o f implementation , specificall y th e 

manner in which implementation problems were coped with 

- To verify whether the cost-benefit analysis undertaken during 

project formulatio n wa s valid an d matches actua l cost s an d 

benefits 

- To generate information about the project experience for use in 

future endeavours. 

Thus these purposes could b e looke d upo n a s gains rathe r 

than checks. Th e motive of Projec t Evaluatio n is not to find 

faults but to make available useful information. 
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Another significant consequence of Project Evaluation could 

be the refinement of the process of planning and implementation. 

Probably there does not exist any other means to provide a basis 

for designing the refinement. 

Finally Project Evaluation could be looked upon as a means 

of disseminatin g informatio n o n projec t progres s a t differen t 

stages to a number of support agencies and parties, who may not 

have well-established channels for communication with the project 

team. Th e implication here is about reporting on a continuing or 

periodic basis by the team to others who desire regular progress 

reports. Suc h other s ma y b e fundin g agencies , governmen t an d 

controlling agencies. Information derived from such sources could 

assist these agencies to improve their support policies towards 

projects. 

WHAT IS PROJECT EVALUATION ? 

Project Evaluatio n i s normally performe d o n th e basis of 

comparing actual events with corresponding criteria or standards. 

This could be done at various stages of the project-during the 

course of implementation (a t periodic intervals) , at the end of 

the project , an d eve n beyon d terminatio n o f projec t o n som e 

occasions. I n eac h case , the motive s o f evaluatio n wil l b e 

different. 
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One motiv e o f evaluatio n i s t o compare , after the 

project has been implemented, the real outcomes with the planned 

outcomes. Here, the specificatio n o f th e pla n objective s i n 

measurable term s would b e required . I n many yout h developmen t 

programmes and activities, the extent to which the benefits of 

the project accrue to the beneficiaries may be an indicator of 

the success of the project. This may require informatio n about 

the beneficiary groups prior to the project implementatio n an d 

information after the benefits are made available. This is called 

SUMMATIVE EVALUATION. 

Another motiv e o f evaluatio n i s t o compar e actua l 

outcomes wit h planne d outcome s a t crucia l projec t stage s fo r 

identifying deviations and for controlling the subsequent stages 

of implementatio n throug h modificatio n o f methods, procedures, 

objectives, etc. This is called FORMATIV E EVALUATION. 

Though Formative Evaluation, Follow-up (Chapter-10 ) an d 

Accountability (Chapter-8) have many similarities, there are some 

significant difference s betwee n them . Th e similaritie s i n 

general are: 

* Al l three are evident during project implementation 

* Reportin g is a feature fo r all the three 

* Al l the three report about project progress 

* Projec t team performance gets reflected in each of them. 
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On the other hand, the major differences are: 

Each may have its own purposes. Elaborating , Formative 

Evaluation generate s informatio n for improving broad 

strategies; Follow-up i s for bringing thing s back to 

normal if necessary; and Accountability is for meeting 

certain obligation s relate d t o dutie s an d 

responsibilities. 

While Accountability i s for an individua l o r a team, 

Follow-up an d Formativ e Evaluatio n ar e grou p 

activities. 

Formative Evaluation could be undertaken by the project 

team itself or by an external group. 

Nature o f informatio n collecte d an d th e analysi s o f 

information may vary between the three. 

Summative Evaluation 

When Summative Evaluation is the focus and a comparison of 

actual outcomes with planned outcomes is required, the starting 

point would be the current situation, ie. the position before the 

the project begins. This becomes necessary since in many projects 

benefits could star t flowing durin g the project itself, befor e 

the terminal point is reached. Th e flow of benefits could be 

viewed as gains to a particular group of people over and above a 

datum (  which would be the current situation) .The flow of these 

benefits in actuality when compared to the flow envisage d in the 

plan would constitute th e basis for Summative Evaluation. 
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ILLUSTRATIONS 

(a) I n a n Adul t Literac y projec t ru n b y youth , th e 

beneficiaries becom e literat e i n phase s ove r th e 

duration of the project. 

(b) I n a Traffi c Safet y Campaign o f one week duration , 

there may b e significan t outcome s during th e week an d 

these outcomes may have been planned too. 

(c) I n 'Cleaning the Surroundings of a Community', the end 

point evaluation is crucial. 

Hence, whe n Summativ e Evaluatio n i s unde r consideration , i t 

becomes necessary to  locat e 'mileposts' at intermediat e stage s i n 

the project implementation . However , in a fe w projects there may 

not be an y intermediat e stag e and onl y the terminal poin t o f th e 

project becomes the focus of evaluation. 

Formative Evaluation 

Formative Evaluatio n i s o f a  continuou s character . I t i s 

sometimes calle d Progressiv e Evaluation . Th e ide a her e i s t o 

assess progress periodicall y i n th e cours e o f th e project . Th e 

focus woul d b e o n activit y cluster s (related) . Th e plan o f 

the project , o r it s networ k woul d hel p decid e th e point s o f 

evaluation. Th e aim is to determine whether progress i s deviating 

drastically from the plan and whether Follow up measures are being 

effected. 



11-7 

ILLUSTRATIONS 

(a) I n a primary schoo l building , there ar e definite stage s 

of constructio n lik e foundations , bric k masonry , roof , 

each involving a number of activities. Thes e stages are 

interdependent. 

(b) I n offering counselling to drug addicts, one can plan out 

the work in a number of interdependent stages. 

FORMATIVE EVALUATIO N CA N B E CONSIDERE D FO R BOT H 

ILLUSTRATIONS 

A long-term project whic h could have a duration of six months 

or abov e woul d probabl y nee d bot h Summativ e an d Formativ e 

Evaluation. 
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ILLUSTRATION-ONE : 

A yout h grou p too k u p a  projec t o n "beautifyin g th e 

surroundings of a village" and selected the village pond as its 

focal area fo r beautification. They collecte d fund s and th e 

scheme was inaugurated by a state dignitary. The pond was cleaned 

thoroughly, provided with brick wall boundaries and nicely paved 

approaches to the pond. The new pond was also 'opened' for use to 

the villagers with much fanfare. 

The villagers were mostly passive onlooker s during the pond 

beautification. At the end of the project,which took eight months 

for completion, 90% of the villagers opined that they have lost a 

pond and only the organisers have gained a pond. 

Considering this long-term project, one could easily conclude 

that it would need both Summative and Formative Evaluation. 

Summative Evaluatio n stage s coul d b e en d o f pon d cleaning , 

completion of boundary walls, completion of paved approaches, and 

end of 'opening' ceremony. 

Formative Evaluatio n woul d occu r durin g pon d cleaning , 

boundary wall construction, and approach road paving. 

The informatio n fo r Formativ e Evaluatio n coul d b e use d fo r 

accelerating progress, say of boundary walls. 
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On th e othe r han d Summativ e Evaluatio n informatio n whic h i s 

contained in the last sentence of the narration could prove useful 

for designin g strategie s fo r projects undertake n b y th e project 

team in future. In fact, the last sentence i s clearly indicativ e 

that th e projec t ha s no t le d t o beneficiar y advantage . Thoug h 

nothing muc h ca n b e don e i n th e projec t specifie d i n th e 

narration, there is much t o lear n fo r futur e projects, where 

such factors as beneficiary involvement cannot be ignored. 
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Process Evaluation 

While the normal thinking on evaluation i s that i t tends to 

generate information on outcomes and progress that are observable 

and measurable, in reality it can have a wider applicability. Some 

of the information generated from the evaluation may be correlated 

to more abstract factors like : 

Response an d involvemen t o f th e beneficiar y group/loca l 

community. 

Effectiveness of leadership. 

Effectiveness of project team performance. 

Responsiveness of infrastructure to problem situations. 

Use of linkages with agencies. 

Though there exist inadequate direct criteria or yardsticks for 

'computing' these abstract factors some idea may be gained about 

them and their effects on outcomes in an indirect manner. However , 

there i s n o guarante e tha t judgement s mad e i n thi s regar d ar e 

highly reliable. 
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One model which can provide guidelines for Process Evaluation 

follows: 

LEAVITT DIAGRAM 

The area s whic h affec t significantl y th e successfu l 

planning and implementation of projects are given below. 

1. Coordination within the project team 

2. Coordination with other agencies 

3. Assumptions made in project design 

4. Leadership style of youth worker/youth leader 

5. Role allocation 

6. Resources deployment 

7. Project infrastructure 

8. Materials procurement 

9. Interpersonal relations between youth worker on the 

one hand and youth leaders/volunteers, beneficiaries 

and people from external agencies on the other 

10. Appropriateness of objectives. 
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ASSIGNMENT - ONE 

Against each area of Process Evaluation, indicat e the 

dimension of the Leavitt Diagram to which the area belongs 

with an appropriate tick. 

Check your answer with the Tutor. 

AREA OF PROCESS EVALUATION 

1. Coordination within 

the project-Team 

2. Coordination with 

other agencies 

3. Assumptions made in 

project design 

4. Leadership style of 

team leader 

5. Role allocation 

6. Resources Deployment 

7. Project infrastructur e 

8. Materials procurement 

9. Interpersonal Relations 

within team 

10.Appropriateness of 

objectives 

LEAVITT DIMENSIONS 

TASK PEOPLE STRUCTURE TECHNOLOGY 
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In effect Project Evaluation could generate a wide spectrum of 

information. I t has a high potential. Bu t information relevant to 

the purpose s intende d fo r th e evaluatio n nee d t o b e generated . 

Accordingly, instrument s an d tool s t o selectivel y collec t suc h 

needed information may be developed. 

Evaluation Plan 

Since i t i s importan t tha t evaluatio n generate s usefu l 

information it is necessary fo r the Evaluation Team to prepare a 

plan. Thi s plan should includ e audience and purposes, criteria, 

data collection methods and tools and a schedule. Specifi c roles 

have to be allocated to team members. 

WHO SHOULD EVALUATE ? 

The identification o f the evaluator ( a single person within or 

without the youth group involved in the project or an Evaluation 

Team comprising of several persons) depends on the purposes o f 

the evaluatio n and the audience of the evaluation report. 

The options available are : 

1. youth worker/youth leader/designated youth volunteer 

2. senior-level youth functionary 

3. a team comprising of other youth workers 

4. a team comprising of youth volunteers and persons 

unrelated to the project 

5. a team of beneficiaries 

6. a team appointed by funding agencies 
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Formative Evaluatio n i s preferabl y carrie d ou t b y person s 

closely associated with the project. O n the other hand, Summative 

Evaluation ca n b e entruste d t o person s wh o ma y o r ma y no t b e 

connected with the project. 

These options are shown in the diagram presented on the nex t 

page. 
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HOW TO EVALUATE A PROJECT ? 

A model for evaluating a project is suggested below. 
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WHO IS. THE AUDIENCE OF THE EVALUATION REPORT ? 

One o f th e ke y issue s involve d i n evaluatio n i s th e 

identification of the audience or the users for whom the findings 

are expecte d t o b e o f meaning . Th e possibl e audienc e o f th e 

evaluation report of youth projects are : 

* beneficiarie s 

* yout h involved in planning and implementation 

* fundin g agencies 

* societ y surrounding the locale of project 

* distric t or state or national government. 

Primary agencie s wh o woul d gai n fro m o r b e intereste d i n 

Formative Evaluation ar e youth involve d i n the implementatio n of 

the project and the funding agencies. Sometimes beneficiaries may 

also be interested in project progress. 

All audiences liste d abov e should b e intereste d i n Summative 

Evaluation and the information generated thereof. 
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WHAT ARE THE POSSIBLE EVALUATION CRITERIA ? 

As already mentioned earlier 'planned outcomes' will be major 

yardsticks o r criteria i n Summative Evaluation . Thes e may b e 

related to the terminal point of the project o r to intermediat e 

stages of the project. 

The plan and activity clusters in the plan, their intent and 

duration woul d provid e a  se t o f criteri a fo r Formativ e 

Evaluation. 

With respect to other criteria, it becomes necessary tha t 

they b e generated , separatel y fo r Summativ e an d Formativ e 

purposes. Thes e criteri a hav e t o b e derive d t o sui t projec t 

components identified for evaluation. The two lists given below 

include sample s o f criteri a whic h appl y t o Summativ e an d 

Formative Evaluation schemes. 
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Summative Evaluation Criteria 

1. Th e difference between planned and actual capital investment 

under differen t categorie s lik e building , equipment , 

furniture 

2. Th e difference between planned and actual recurring expenses 

under different categories like instructional materia l 

salaries 

3. Exten t of utilisation of deployed resources, like manpower, 

space, machines 

4. Wastag e of physical resources 

5. Mid-cours e modification in project objectives 

6. Mid-cours e modifications i n other plan components, like 

activities, resources deployment 

7. Abandonin g planned strategie s and resorting to totally new 

strategies 

8. Excessiv e delays and impediments during project implementation 

9. Missin g o r ignorin g factor s vital t o project succes s like 

beneficiary involvement, resources availability 

10. Continuanc e of gains beyond project 

11. Undesirable/desirabl e unintended outcomes. 
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Formative Evaluation Criteria 

1. Responsivenes s of project team to problems 

2. Unanticipate d barriers in activities 

3. Lac k of coordination between tasks/team members 

4. Satisfactio n of accountability requirements 

5. Team-wor k and leadership (also related to process evaluation) 

6. Communicatio n with external agencies including beneficiaries 

7. Making-u p delays 

8. Filling-i n infrastructural gaps 

9. Wastag e in resources utilisation 

10. Deviations from plans 

11. Coping with unintended (undesirable) outcomes 

It will be noticed that there are references to unintended 

outcomes i n the tw o lists . Youth projects , particularly thos e 

which ar e shroude d i n ambiguit y an d uncertaint y wil l produc e 

unintended outcomes . Some of these may be desirable and others 

detrimental. The whole point i s whether th e project tea m ha s 

taken note of and coped with such undesirable outcomes. 
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ILLUSTRATIONS : 

a. A  youth worker who is involved in an Adult Literacy campaign 

may fin d tha t th e instructiona l materia l supplie d t o the 

beneficiaries is also being used by their children. 

b. A  youth club becomes a gambling den. 

c. I n a social forestry project, the intended beneficiaries are 

found selling the saplings. 

d. I n a major road construction project, participants are from 

different states . While working together , a  spirit o f 

national harmony emerges. 

The criteri a liste d i n th e tabl e ma y hav e t o b e decompose d 

further into specific indicators, depending on the largeness or 

the complexity of the project. Further, there are in some cases 

an 'apparent' similarity in the criteria. For specific projects, 

such criteri a ma y b e rephrase d an d rearrange d t o sui t th e 

characteristics o f th e project . Lastly , no t al l criteri a will 

apply to a project and hence selection of relevant criteria will 

have to be made. If necessary, additional criteria may have to be 

developed. 
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WHAT ARE THE POSSIBLE DATA COLLECTION METHODS ? 

Data collection may be effected through the use of a variety 

of methods. The following are the usually adopted methods and for 

each one of them sampling may have to be resorted to : -

* Stud y of records available with different agencies 

* Interview s with identified key personnel involved 

in the project implicitly or explicitly. This may 

be with an individual or a group. 

* Us e of questionnaires, opinionnaires, check-lists 

* Observation s 

* Measurement s 

Sometimes the evaluation team may resort to discussion with 

a grou p o f person s t o elici t dat a fo r evaluatio n o f certai n 

project components. 

The choic e o f th e dat a collectio n metho d depend s o n th e 

component/element of a project. Usually the Summative Evaluation 

elements are determined o n th e basi s of data collectio n fro m 

records, chec k list s an d measurements . Fo r th e Formativ e an d 

Process Evaluatio n elements , th e mos t usefu l metho d i s 

observation of the process itself as and when i t is occurring. 

Wherever this is not possible or has not been done, interviews, 

questionnaires and opinionnaires may be useful. 
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ILLUSTRATION TWO: 

S1. Elemen t to be 
No. evaluate d 

Suggested Data 
Collection method 

1. Numbe r of youth who have 
been counselled in a 
counselling project. 

Counselling cell 
Records 

2. Comprehensivenes s of 
Assessment of needs of a 
community by the project 
team 

Interviews of 
representative 
samples of different 
categories, who 
provided the data to 
the project team 

3. Utilisatio n of a new 
facility provided to a 
village (well, road, pond, 
cattle sheds, etc) 

Observations 

4. Numbe r of saplings 
planted through a social 
forestry project 

Measurements 

5. Effectivenes s of planning 
a project 

Check lists 

6. Decision-makin g processes 
within the project team 

Observations 

7. Communication s within the -  Opinionnaire / 
project team observation s 
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8. Delay s in crucial stages 
of a long term project 

Records of Follow-up 

9. Cause s for delays in crucial 
stages of a long term project 

Interviews with key 
persons involved in 
project implementa-
tion 

10. Effectivenes s of a skills 
training programme 

Observations of post 
programme 
performance 
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ASSIGNMENT - TWO 

In the Table below are given 10 project elements that 

need t o b e evaluate d b y a  projec t evaluatio n tea m 

constituted immediatel y afte r th e firs t activit y o f th e 

project has started . 

Indicate i n th e spac e provide d th e dat a collectio n 

method you feel is most appropriate. 

Check your response with the Tutor. 

S1. Projec t element to be Dat a collection 
No. evaluate d metho d 

1. Appropriatenes s of role allocation 

2. Motivatio n of youth volunteers in 

implementation of project activities 

3. Leadershi p style of project leader 

4. Exten t of participation of beneficiaries 

in project planning and implementation 

5. Liaiso n with external agencies 

6. Exten t of achievement of objectives 

7. Natur e and extent of unintended outcomes 

8. Publicit y for the project 

9. Interferenc e from interest groups 

10. Degre e of cooperation from 

beneficiaries 
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DATA COLLECTION 

Data collection is not as simple as it sounds. The reasons 

for this are many. Records may be incomplete or withheld from the 

Evaluation Team wholly or partially. Persons connected with the 

project including the beneficiary groups may not be forthright in 

sharing th e informatio n the y possess . They ma y la y mor e 

emphasis on certain facets of implementation and less emphasis on 

certain others. At times,information supplied may not be reliable 

or unbiased. 

Some of the more significant approaches likely to be of use 

in overcoming barriers and difficulties in dat a collection are:-

establishing rapport with persons 

questioning 

establishing relevanc e o f informatio n receive d fro m variou s 
sources 

making persons talk 

crosschecking important pieces of information through different 
methods 

The Evaluation Team has to identify the set of activities 

involved i n the Evaluation and allocate roles to team members. 

Certain function s ar e bes t performe d individuall y an d certai n 

others in groups. 
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HOW TO ANALYSE DATA ? 

Once dat a o n variou s evaluatio n criteri a hav e bee n 

collected, it has to be screened and compiled to provide a clear 

picture of which components have got distorted or deviated. This 

could be called a s converting data t o usefu l information . The 

purposes of evaluation, the criteria generated for the purposes, 

the data collection methods and tools developed and utilised will 

all contribut e toward s channelisin g dat a o n th e variou s 

components of the project. However, some of these dat a may be 

superfluous and some not very reliable. The screening enables the 

evaluation team to isolat e crucial data . Compiling help s in 

integrating data into relevant information units which suit the 

drawing of conclusions. 

The nature of conclusions arrived at by the Evaluation Team 

would be on the performance in the components of the project. In 

Summative Evaluation , these components would b e outcomes at 

different stage s a s compared t o planned outcomes , while i n 

Formative Evaluation they would relat e to progress i n activity 

clusters. Conclusions will clearly indicate whether 'things have 

gone right or wrong'. 

Sometimes the extent of satisfaction of a criteria may not 

be clear and may defy the drawing of conclusions. For example, 

the extent to which learning has occurred i n an Adult Literacy 

Project ma y no t b e precisel y measurabl e o n occasions . O r th e 

advantages that have accrued fro m an Adventure Trek may not be 
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clear even in the minds of the beneficiaries. In such cases one 

may either depend on indirect measures if they are available or 

do the best with the available data. 

Conclusions draw n b y th e Evaluatio n Tea m ar e t o b e 

transmitted to different agencies in the audience. 

WHAT ARE THE MODES FOR REPORTING EVALUATION FINDINGS ? 

The mode and content of findings reporting will depend on 

the evaluatio n purpose s an d th e audienc e fo r whose benefi t 

evaluation i s bein g carrie d out . Th e followin g mode s ar e 

available for selection by the evaluation team. 

Tables 

Bar charts 

Graphs, Diagrams 

Pie charts 

Written Reports 

Check-lists which are appropriately filled 

Photographs 
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HOW TO USE EVALUATION REPORTS ? 

The findings reported by the Evaluation Team have to be made 

use o f b y differen t agencie s (audience ) . I t i s no t th e 

responsibility of the Evaluation Team to set things right in case 

the evaluatio n ha s bee n Formativ e o r t o refin e plannin g an d 

implementation strategies when the evaluation has been Summative. 

This is normally undertaken by the project teams. 

In fact , Evaluation i s a  for m o f assistanc e provide d t o 

project teams . Othe r agencies who are interested in the project 

gain from the evaluation in terms of using evaluation information 

for modifying their support to the project team on an on-going 

project or on a future project. 

Finally, Evaluatio n fill s a  ga p whic h normall y n o othe r 

project component can bridge. It provides comprehensive feedback 

on the processes of project management. 

Like planning and implementation, evaluation also occupies a 

vital position in project management. 
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ASSIGNMENT - THREE 

A CASE ON EVALUATING A SCHEME 

For a  Projec t -  a  Roa d Safet y Wee k Campaign , th e 

project tea m decide d t o hav e a  projec t evaluatio n carrie d 

out. 

The project objectives were: 

(a) T o distribute 10000 pamphlets on Road safety at 10 road 

intersections 

(b) To show 5 films near 1 0 road intersections , each fil m 

twice a day 

(c) T o display 50 Billboards on road safety at 

prominent places in the city 

(d) To arrang e daily 1 0 minute radio  talks fo r 5  day s o n 

road safety by distinguished persons 

(e) T o contac t 100 0 peopl e a t th e 1 0 roa d intersection s 

(50 persons a t a time a t a  fil m projectio n time ) fo r 

getting responses to a questionnaire to analyse public 

attitude towards road safety 

(f) T o demonstrat e roa d safet y device s a t 1 0 roa d 

intersections. 

Activity Set: 

Constitution of the project team 

Role allocation 

Printing of pamphlets 
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Obtaining films on loan from Public Roads Department 

Obtaining o n loan film projection equipment and road 

safety devices 

Designing Billboards 

Preparation of Billboards 

Identification o f roa d cross-section s an d fil m 

projection sites 

Identification of Billboard sites and installation o f 

Billboards 

Preparing project plan 

Arranging for transport during the road safety week 

Arranging for 5 experts to give talks on road safety 

Arranging with local radio station for 10 minute slots 

Preparation of a questionnaire on road safety 

Administration of the questionnaire 

Arranging demonstration of road safet y devices a t the 

10 road intersections 

Moving into project sites 

Moving out of project sites 

Distribution of pamphlets 

Collection of funds 

Projection of films 

Removal of Billboards and transshipment to office 

Analysis of questionnaire 

Publication of Analysis in local newspaper 
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Return of equipment, films, devices, etc 

Obtaining permission from city authorities. 

Summative Evaluation: 

Since the project was a short term one, it was decided to 

carry out the Summative Evaluation after the project was over. 

The data to be collected would be directly obtainable fro m the 

project objectives. They are: 

Number of pamphlets distributed 

Number o f times eac h fil m ha s bee n show n a t each 

intersection 

Number of Billboards installed 

Number of radio talks actually occurred 

Number of questionnaire responses obtained 

At ho w many intersection s th e safet y device s wer e 

demonstrated 

Time taken to complete the analysis of questionnaire 

responses. 

Since the evaluation doe s not end a t specifyin g actua l 

occurrences to planned outcomes, the reasons for the deviations 

if any would also be identified by the evaluation team through 

interviews with project team members. A report o n Summativ e 

Evaluation woul d b e prepare d fo r us e i n th e plannin g an d 

implementation of similar projects i n future by the same youth 

club or other youth clubs. 
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Formative and Process Evaluation: 

This componen t o f th e Evaluatio n scheme , however , woul d 

start with the very firs t activity, namely the constitution of 

the projec t team . Th e mai n purpos e woul d b e t o asses s th e 

effectiveness of the processes adopted in the various activities. 

The project team felt that if the outcomes were satisfactory, the 

implication was that the processes adopted were satisfactory. 

In fact , one importan t component i n the presen t projec t 

would b e th e man y decision s mad e befor e an d durin g th e 

implementation of the Project. The project evaluation team would 

study questions such as: 

Have th e interest s an d abilitie s availabl e i n th e 

youth club been adequately tapped i n the constitution 

of the project team? 

Has the formation of the project team been satisfactory 

from the viewpoin t of adequacy o f representation to 

different categories of volunteers in the youth club? 

Is the role allocation acceptable to all the members of 

the project team? 

Does the project team think and act like a group? 

Has issu e o f leadershi p o f th e projec t tea m bee n 

tackled i n a manner appropriate to the nature of the 

project and the constitution of the team? 



11-34 

Has th e leade r carrie d th e tea m wit h hi m throug h th e 

planning and implementation of the project? 

Could the problems that surfaced durin g implementatio n 

be related to decision-making processes adopted? 

Could th e deviation s betwee n actua l an d planne d 

outcomes be attribute d t o processes adopte d b y on e o r 

more members of the project team in the activities? 

The evaluatio n repor t wa s expecte d t o provid e valuabl e 

feedback to the project team members on the effectiveness o f the 

processes adopte d b y the m i n th e variou s activities . Interi m 

reports would als o be made availabl e t o th e projec t tea m sinc e 

certain processes were likely t o be used repeatedl y durin g th e 

implementation. 

BRIEF: 

The participant s wil l rea d th e cas e o f a  Roa d Safet y 

Week Campaig n presente d above . I n particular the y will pa y 

heed to the proposed evaluation scheme for the campaign. 

After reading the case, the participants will in groups 

of 5 to 10: 

(a) Criticall y commen t upo n differen t aspect s o f th e 

proposed campaig n -  th e plan , th e strateg y an d th e 

evaluation 

(b) Sugges t improvement s o f th e evaluatio n schem e wit h 

justifications wherever necessary. 
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ASSIGNMENT - FOUR 

A list of projects is given below. 

1. ARRANGIN G SKILLS TRAINING PROGRAMME FOR VILLAGE YOUTH 

2. ORGANISIN G A NATURE CAMP FOR UNDERPRIVILEGED URBAN 

YOUTH 

3. PROMOTIN G BETTER UTILISATION OF LOCAL RESOURCES 

4. A  YOUTH RALLY 

In groups, 

(a) Selec t evaluation criteria from the list given in this 

Chapter 

(b) Modif y the criteria to suit your conditions 

(c) Ad d additional criteria relevant to the project 

chosen by you 

(d) Decompos e th e selecte d criteri a int o indicators , 

wherever necessary. 

The grou p spokesma n wil l presen t th e grou p consensu s i n a 

plenary session and seek suggestions from other groups for making 

the criteria set more relevant. 

* *  *  *  * 



TRANSPARENCIES 



1.1 

2.1 



2.2 

3.1 



3.2 

4.1 



4.2 

5.1 



5.2 

6.1 



6.2 

6.3 



7.1 

8.1 



8.2 

9.1 



9.2 

10.1 



10.2 

11.1 




	Cover
	Title Page
	Copyright
	Foreword
	Overview: Project Management
	Contents
	A Note from the Authors
	General Objectives
	Preamble
	Abstract
	Assumptions
	Suggested Schedule for a Short Duration Programme

	Chapter-1: Introduction
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-2: Planning
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-3: Network Analysis
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments
	Contents
	Unit - 1 Activities and Events
	Unit - 2 Interrelations Between Activities and Events
	Unit - 3 Rules for Drawing Networks
	Unit - 4 Dummy Activities
	Unit - 5 Consolidation of Learning
	Unit - 6 Identification of Activity Dependencies
	Unit - 7 Identification of Project Activities
	Unit - 8 Activity Analysis
	Unit - 9 Critical Path and Total Float
	Unit - 10 Free Float, Start Times and Finish Times
	Unit - 11 Consolidation of Network Analysis Concepts


	Chapter-4: Decision Analysis
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-5: Cost Benefit Analysis
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-6: Potential Problem Analysis
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-7: Proposal Design
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-8: Organising for Implementation
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-9: Working in Groups
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-10: Implementation of Projects
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Chapter-11: Project Evaluation
	General Objective
	Trainer's Notes and Guidelines
	Self-Learning Package and Trainee's Assignments

	Transparencies
	Back Cover



