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How t o Use Process Manager (PMr)

 
 

Step 
 

Act ivit y      
Bubbles 

1 Identify a project or  a ser ies of activities that needs 
planning. 

 2 Use brainstorming to list all current and/or proposed 
activities within your project. Make sure to include the 
inquiry activities that you need as part of your project 
(including SAS2 assessments). 

 3 Describe each activity on a card using a few key words (one 
activity per card) and organize them into sets of activities 
and subsets, if necessary (see Sorting under All-Purpose 
Techniques). Create a card and a label for each set and for 
each subset. Be sure to use concrete words and verbs that 
describe an activity or set of activities instead of topics or 
objectives. For example, use ÔworkshopsÕ instead of 
Ôcapacity-building,Õ Ôfund raisingÕ instead of Ôresources,Õ or 
ÔlobbyingÕ instead of Ôpolicy impact.Õ 

 4 Begin your process map by drawing a central bubble 
(Level 1). This bubble represents your project as a whole. 
Label the bubble.  

 5 Add smaller bubbles at Level 2, Level 3, and Level 4 if 
necessary. These bubbles represent sets and subsets of 
activities. Identify the bubbles using the labels created in 
Step 3. To prevent your map from becoming too complex, 
do not create more than six lower-level bubbles for each 
higher-level bubble. 
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 6 Place the activity cards that cannot be subdivided at the 
last level of your process map, close to the set or the subset 
that represents them. 

 7 Tr im down your process map by reducing it to those 
activities that are important and feasible.  

HereÕs an example of a process map involving three levels 
(using MindManager): 

 

Summary of this example: The tribal Katkari of India used to be hunters, gatherers and fishers living in 
the hills and forests of the Western Ghats of Maharastra. Most now live in abject poverty and work as bonded 
labour at brick-making kilns in the region. They move from place-to-place, from season to season, to find 
work, leaving their homes vacant for months at a time. Many Katkari do not have legal title to the land on 
which their hamlets are located, even though they have lived there for many generations. This restricts Katkari 
assess to government programs for housing, water, schools and other services. Recently, Katkari in some 
hamlets have been forced to leave their homes by landowners.  

 

Two non-governmental organizations, Academy of Development Science (ADS) and SOBTI, have been 
working in Katkari communities in Raigad and Thane Districts for many years. They decided to join forces in 
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a study of how to help the Katkari own the lands where they live in several townships. An assessment of the 
chances of achieving this goal suggested that detailed project plans could be made. ADS and SOBTI felt that 
their chances of success were high because it was a precise and narrow problem with clear legal standing. 
They also felt sure about their prior knowledge of the conditions or factors affecting the plan, such as local 
land tenure systems, legal rights, the location of Katkari hamlets, and the stakeholders involved. 

 

ADS and SOBTI project staff (5 men and 1 woman) met during a SAS2 workshop. The purpose of the meeting 
was to plan the project. Proposed activities were listed on cards and organized into sets around the project title. 
The activities were then reduced to those that were deemed important and feasible. These cards were then 
ordered in a line and sequence by participants. The resulting plan was to: 1) assess the problem through a 
survey and maps of 40 Katkari hamlets in three townships, based on a broader assessment of the scope of the 
problem; 2) assess and mobilize stakeholder support for Katkari land claims; 3) increase awareness among the 
Katkari of their legal options and the effects of insecure title; 4) mobilize Katkari hamlets to present 
resolutions in village assemblies; 5) compile documents and legal proofs; 6) submit applications to 
government agencies. (See SAS2 Reports on this site, including Buckles, D.; Khedkar, R.; Patil, D.; Ghevde, 
B. 2006. How to Secure Katkari Ownership of Village Land in Raigad District, Maharastra, India. Social 
Analysis Systems2 1.0, http://www.sas2.net/. Technique Report #2, 4 pp.) 

Operat ional 
Modalit ies 

8 Identify the modalities (people, expected results, 
knowledge, methods, time, resources) of your project as a 
whole. You can do this by filling out an Operational 
Process card for the project level bubble using the 
following 6 headings. Choose the level of planning detail 
that corresponds to your needs. 

People  The people involved in the activity, their roles and the level 
of effort expected from them (the number of days they will 
dedicate to the activity). 

Expected        
Results 

 The expected results of an activity and the status of the 
results already obtained (are the results partly achieved?). 
Results can take many forms, ranging from real products 
(outputs) to changes in behavior and relationships 
(outcome). Results may also include how stakeholders are 
affected or how systems are changed (impact). Note that 
different expected results corresponding to different 
stakeholder interests may be assigned to the same activity. 

Knowledge  Input or output information, documents (electronic or 
printed), as well as reports, archives, statistics and websites. 
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Methods  Ways in which you and others will implement the activity, 
including how you will meet; the facilitation methods and 
decision-making procedures you will use; the ordering, 
measuring, and Information G.A.S. (Gathering, Analyzing, 
Sharing) techniques you will need for the activity (See All-
Purpose Techniques). (The Social Analysis Techniques 
available in SAS2 may be integrated into plans as activities 
in their own right, not as methods within an activity.) 

Time  Start and finish dates 

Resources  Budget and equipment 

 9 For each activity, choose from three planning options: Plan 
Now, Plan Later, or No Plan Needed. 

Plan Now 

 

 

 

 Identify the activity bubbles where the immediate planning 
of precise modalities (Operational Process Card) is needed 
and possible. This is the Plan Now option. To help you 
decide if you should choose this option, ask yourself if you 
have enough information about:  

*  The results of pr ior activities (for example, do you 
need to see the results of your fund-raising campaign 
before you plan a public meeting?) 

*  The performance of a key factor (for example, do you 
need to wait until the municipal elections are over 
before you plan a public meeting?) 

*  The nature of a particular stakeholder  intervention (for 
example, should you wait to see how the newly-elected 
municipal leader responds to your project before you 
plan a public meeting?) 

Plan Later  There may be some activities that you cannot plan fully 
because you cannot anticipate the results of prior activities, 
the performance of a key factor or stakeholder interventions 
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that may have a direct bearing on the activities. In this case, 
choose the Plan Later option. Indicate at which time you 
should revisit the activity to see if you have enough 
information to plan the activity. 

No Plan         
Needed 

 There may be some activities that require no formal 
planning, because implementation details are clear to all 
concerned. In this case, choose the No Plan Needed option 
for that activity. The activity remains in the overall project 
plan but no Operational Card is created. 

  You may record the option you choose Ñ  Plan Now, Plan 
Later or No Plan Needed Ñ  on a Ready-to-Plan card if 
necessary. Attach the card to the activity.  

Level of    
Planni ng Detai l 

 

 

 

 

 

 

 

 

 

Visual Codes 

 

10 If you are ready to plan an activity at any level (Plan Now 
decision), fill out an Operational Process card for the 
activity. Choose the level of planning detail that 
corresponds to your needs. Make sure that the modalities 
recorded for lower-level activities (expected results, etc.) 
are compatible with the modalities recorded at higher levels 
of your process map. If some modalities (people, time and 
methods, for instance) are exactly the same at different 
levels, you can save time by recording them only at higher 
levels of your process map. 

You may decide to focus on the activities that require 
immediate or short-term planning, leaving some more 
distant activities unplanned for a while and other activities 
without formal plans at all. This allows for a continuous and 
flexible approach to planning that can actively integrate 
relevant information into the planning process as it becomes 
available.  

To make it easier to interpret your map, organize the 
activities that will be done in sequence (step by step) 
vertically, according to the order in which you plan to 
implement them. You can place those that are continuous 
activities or not scheduled in a separate area of your map. 



6 

© Copyright 2007 Jacques M. Chevalier and Daniel Buckles.  
Correct Citation: Chevalier, J.M., D. Buckles. 2007. SAS2 Process Management. 
Retrieved from www.sas2.net. 
 

You may also create and use your own visual code to 
highlight important aspects of your process management 
map. For example, you can use numbers to indicate levels 
of priority, ticks and small clock markers to describe the 
status of  each activity, or callouts to identify the inquiry 
technique you are planning to use.   

HereÕs a process map that uses the example introduced in 
Step 7: 

 

Summary of this example: Enough information was available during the planning session to plan three of 



7 

© Copyright 2007 Jacques M. Chevalier and Daniel Buckles.  
Correct Citation: Chevalier, J.M., D. Buckles. 2007. SAS2 Process Management. 
Retrieved from www.sas2.net. 
 

the major activities in detail. SAS2 methods were chosen for two sub-activities (Social Analysis CLIP and 

Problem Tree). Other methods (visits, interviews, meetings, and training events) that built on the detailed 

knowledge ADS and SOBTI have when it comes to land tenure in Katkari villages in the Raigad district were 

also selected. Planning for two tasks (mobilize the Katkari and apply to government officials) was left for a 

later date, once the results of plans to build awareness and assess the scale of the problem were known. One 

activity did not need to be planned because the details of how it would be done were clear to all concerned 

(compile documents and legal proofs). Assessing the scale of the problem and the power of key stakeholders 

were identified as first steps that would provide information needed to further refine plans for other activities. 

These first assessments would also provide a baseline for monitoring changes in the stance of different 

stakeholders as a result of project activities. 

 

Cont inuous 
Planni ng 

11 Individual or groups may create, fill out, record, and revise 
activity bubbles, Ready-to-Plan cards, and Operational 
Process cards at any time to meet their continuous 
planning needs. When you cannot plan an activity because 
of a factor you cannot predict, you may still decide to do 
some planning and revise your tentative plan at a later 
date, when you have the information you need. You may 
also develop a Plan B, to be followed in case the original 
plan does not work or no longer applies because of events 
you did not anticipate. 

Compile 

 

12 You can compile Operational Process information from 
several activities to produce a table of who does what, why, 
when, and how. To do this, you can use MindManager or 
create a table with seven columns. In Column 1, list all your 
project activities (or only some of them, if you prefer). Use 
the other columns to record the information you generated 
in your Operational Process cards (people, expected results, 
knowledge, methods, time, and resources) for each activity. 
You can modify your  table every time new or more precise 
plans are made. This kind of table is similar to a Logical 
Frame used in conventional planning approaches (except 
that it can be modified over time) and provides a way of 
linking your plans to other organizational requirements such 
as reporting on activities. 
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HereÕs a revised process map using the example 
introduced in Steps 7 and 10:  
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Summary of this example: This figure shows the revised Katkari project plan six months later. It had to be 

revised because of unforeseen events and new information. Activities on the left side of the figure are 

complete or about to be completed, with some changes to the original plans. Record rainfall in the Katkari 

townships and much flooding cut many hamlets off from major roads and greatly constrained the movements 

of ADS and SOBTI staff. Also, the time needed to apply activities in chosen villages was much greater than 

planned. These two problems delayed the project and forced project staff to reduce the number of hamlets 

surveyed and mapped from 40 to 20, and then to 10. The project also had to adjust by relying less on detailed 

interviews and more on short visits by project staff and the use of a Global Positioning System (GPS) to map 

the scale of the problem. While the Katkari were initially skeptical about the importance of the residential land 

issue (see Problem Tree and Ideal Scenario Examples in Reports on the SAS2 website), by this time they were 

fully aware of how this problem had an impact on many aspects of their lives. All documents and legal proofs 

required to make their case had also been compiled for 10 target hamlets. Geographic coordinates for some 

200 villages had been amassed. The work still to be done was to prepare a final map to show the scale of the 

problem. 

Activities on the right side of the figure show new plans that had to be made when stakeholder meetings did 

not unfold as expected. As well, while the Katkari were prepared and fully in favour of presenting resolutions 

in village assemblies, when the day arrived Katkari in most hamlets simply stayed away. Only four out of 10 

resolutions were presented, and one of these was later revoked. This came as a complete surprise to the project 

team, and was a major setback.  

Plans were immediately revised to assess the reasons why Katkari did not present the resolutions. The project 

team used the SAS2 technique Causal Dynamics (see oval on the top right of the figure). Key findings of this 

assessment were: 1) The Katkari were very afraid that landlords might strike back. In one case, a landlord 

threatened a local government official with violence; this caused her to revoke the resolution even though it 

had passed. In many other cases, the spoken or implied threats from landlords was that the Katkari would be 

blocked from access to jobs. 2) While the project had expected the landlords to resist, it had not foreseen the 

impact that rising land prices in the region (especially in Thane District near Mumbai) would have on the level 

of resistance. New information about land prices and a much lower amount the government was now able to 

provide when expropriating land had to be added to the stakeholder assessments.  

Assessing the reasons why Katkari did not present resolutions at planned village meetings forced the project 

team to challenge its early assumptions that the specific problem of insecure tenure could be resolved without 

addressing many other social and economic problems facing the Katkari. Broader assessments of livelihood 

problems and options for addressing them (using Activity Dynamics and Option Domain) were planned as 

new, urgent tasks. 

Research results that showed the scale of the problem also changed the project plan. The revised survey and 
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GIS mapping work showed that more than 200 hamlets in Raigad and Thane Districts alone are affected by 

insecure tenure. This new data made it clear that the task of resolving these situations was far beyond the 

capacity of the project and the two organizations involved. In response, the project decided to produce models 

of successful resolutions, to show government officials that Katkari ownership of residential land was 

possible. This became a second priority, to be planned right away. The project also decided to support these 

actions with immediate plans to monitor government actions and rising land prices (using the What If? 

technique) and to publish details about the scope of the problem and the Katkari resolve to secure their 

hamlets. Later plans include a proposal to 1) create a land fund that will pay expropriated landowners for lands 

that have risen greatly in value and to 2) continue to provide local government officials with access to training 

in the use of SAS2 to help them work more effectively.  

The overall impact of these plan changes was to lengthen the project time frame and more funding for new 

activities, such as the publishing venture and workshops for local government officials. While the project 

became broader in scope, the number of people involved was reduced to ensure that activities requiring skillful 

means such as SAS2 assessments and training would be offered only by the most experienced staff members 

(compare the central project bubble in both maps). 
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Process Manager Tips  

¥ Work with cards for activity bubbles, Ready-to-Plan cards, and Operational Process 
cards that you can move around easily to produce a readable map. 

¥ To prevent your map from becoming too complex, do not draw lines between same-
level bubbles. Use the Operational Process cards to record connections between same-
level activities. 

¥ When working on complex projects, you can divide participants into groups, ask each 
group to use Process Manager to map out their own set of activities, and then adjust 
group plans through discussions and negotiations between all groups. 

¥ For simpler  versions: Focus on one activity bubble or one planning period, such as the 
next month. Omit the Ready-to-Plan or Operational Process cards, or some elements 
within them. For example: do not fill the Expected Results, Information, and Methods 
columns on the Operational Process card. 

¥ For more advanced versions: Attach a descriptive text to each activity label. Divide 
your expected results into outputs, outcomes, and impacts. Produce detailed budgets. 
Describe the methods you intend to use, or the knowledge input and output assigned to 
each activity. Explain the observations and decisions recorded on your Ready-to-Plan 
cards. Convert your Operational Process cards into a MindManager map or into a 
Logical Framework or Microsoft Project document. Use the appropriate database and 
archival system to support the information inputs and outputs of your project or program 
activities. 

 


