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Man ager (PMr)

Activity
Bubbles

Step

Identify aproject or aseries of adivities that needs
planning.

Use braingorming © list all current and/or proposed
activities within yourproject. Make sure to indudethe
inquiry ectivities tha you nexd as pat of your project
(induding SAS? assessments).

Describe each ectivity onacard usng afew key words (one
activity pe card) and aganize them into sets of activities
and subsets, if necessary (see Sorting unde All-Purpose
Techniques). Create a card and alabd for each st and for
each subset. Be sure to use conaete wordsand vebsthat
describe an activity or set of activities ingead of topics or
objectives. For example, use Workshopingead of
@apacity-building,8und raisingOnstead of @esources,Oor
QobbyingOngead of @alicy impact.O

Begin yourprocess map by drawing acentral bubble
(Level 1). This bubbk represents your project as awhole.
Labd the bubbk.

Add smaller bubbles a Level 2, Leved 3, and Levd 4 if
necessary. These bubbks represent sets and substs of
activities. Identify the bubbles usng thelabds created in
Step 3. To prevent your map from becoming too complex,
do notcreate more than 9x lower-level bubbles for each
higher-level bubbk.
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6 Placetheadivity cardstha cannotbesubdivided at the

7

)

Securing Katkari ownership
of residential land

last level of your process map, dose to the set or the subset
tha represents them.

Trim down your process map by redudng it to those
activities tha are important and feasible.

Here® an example of a process map involving three levels
(usng MindManager):

- Survey & map 40 hamlets

~ Assess scale of the problem

- Assess stakeholder influence
Assess and mobilize
stakeholder support
Inform stakehold ers of Katkari rights |

- - | Assess imp lications of insecure title
Increase awareness

among the Katkari

| Inform Katkari about legal options

Form hamlet action groups |
Mobilize Katkari hamlets 1
Present resolutions in the village assemb ly

. N Consult legal experts and provisions
Compile required

documents and legal
Collect documents & generate proofs

_ Submit applications to

the government

Summary of thisexample: Thetribal Katkari of India used to be hunters, gatherers and fishersliving 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 kilnsin the region. They move from place-to-place, from season to season, to find
work, leaving their homes vacant for months at atime. Many Katkari do not have legdl 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 forcesin
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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 aso felt sure about their prior knowledge of the conditions or factors affecting the plan, such aslocal
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 SAS? 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 aline 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 SAS? 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.)

Operational g8 ldentify themoddities (people, expected results,

Modalities knowledge methods time, resources) of your project asa
whole. You @n do his by filling outan Operational
Process card for the project level bubbk usng the
following 6 hadings Choo thelevel of planning deail
that correspondsto your needs

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

Expected The expected results of an activity and the status of the

Results results dready obtined (are theresults patly achieved?).
Results can take many forms, ranging from real produds
(outputs) to changes in behavior and relationships
(outcome). Results may dso indudehow stakeholders are
affected or how systems are changed (impact). Note that
different expected results corresponding o different
stakeholder interests may beassigned to the same activity.

Knowledge Inputor output information, domments (el ectronic or
printed), as well as reports, archives, datistics and webdgtes.
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Meth ods Ways in which you and ahers will implement the activity,
induding howyou will meet; thefacilitation methodsand
decision-making piocedures you will use; the ordering,
measuring, and Information G.A.S.(Gathering, Analyzing,
Shaing) techniques youwill need for the activity (See All-
Purpos Techniques). (The Soda Andysis Techniques
availablein SAS* may beintegrated into plans as activities
in their own right, notas methodswithin an ectivity.)

Time Strt and finish dates

Resources Budgd and equipment

9 For each activity, choos from three planning optons Plan
Now, Plan Later, or No Fan Needed.

Plan Now Identify the activity bubbks where the immediate planning
of precise moddities (Operationd Process Card) is needed
and posible. Thisisthe Plan Now option. To hdp you
decideif you $ould choose this option, &k yourself if you
have enough nformation éout

*  Theresults of prior activities (for example, do you
need to see theresults of your fund-raising ampagn
before you pln apubic meeting?

*  Thepeaformance of akey factor (for example, doyou
need to wait untl the municipd dectionsare over
before you pln apubic meeting?

*  Thenaure of aparticular stakeholder intervention (for
example, should you wait to see how the newly-elected
municipd leader responds to your project before you
plan apublic meeting?)

Plan Later There may be some activities that you @nnotplan fully
because you cannot anticipate the results of prior activities,
the paformance of akey factor or stakeholder interventions
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tha may have adirect bearing on he activities. In this case,
choos the Plan Later option. Indicate a which time you
should revisit the activity to se if you have enouch
information © plan the activity.

No Plan There may be some activities tha require no formal

Needed planning, be&ause implementation deails are clear to dl
concerned. In this case, choos the No Fan Needed opion
for tha activity. Theactivity remainsin the overal project
plan butno Qpeationd Card is created.

You ey record the option you diooee N Plan Now, Plan
Later or No Flan Needed N on aReady-to-Plan card if
necessary. Attach the card to the activity.

Level of 10 If you aeready to plan an activity a any level (Plan Now

Planning Detail decision), fill outan Operationd Process card for the
activity. Choo thelevel of planning detail that
correspondsto yourneeds. Make sure that the moddities
recorded for lower-level activities (expected results, €c.)
are compatible with the moddities recorded at highe levels
of your process map. If some moddities (people, time and
methods for indance) are exactly the same a different
levels, you @n save time by recording them only at higher
levels of your process map.

You may decideto focus on the activities that require
immediate or short-term planning, leaving ssme more
distant activities unplanned for awhile and oher activities
withoutformal plansat al. This alows for a continuousand
flexible approach to planning that can actively integrate
relevant information into the planning piocess as it becomes
available.

To make it easier to interpret your map, oiganize the
activities tha will bedonein ssquence (step by gep)
verticaly, according o the order in which youplan to
implement them. You @n place those that are continuous
activities or not scheduled in aseparate area of your map.
© Copyright 2007 &cques M. Chevalier and Daniel Budkles.
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eople: 8 staff

Expected Results: Cases resolved
Knowledge: Land tenure data, contacts

Time: 6 months

You may dso aeate and use your own visual code to
highlight important aspects of your process management
map. For example, you @n use nunbers to indicate levels
of priority, ticks and gnall clock markers to describethe
status of each activity, or calouts to identify theinquiry
techniqueyou ae planning o us.

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

Visits /Interviews )

Assess scale of the problem —'| | @  Survey & map 40 hamiets | |
Plan: Now - ~

Social Analysis CLIP )

- - @  Assess stakeholder influence |
| Assess and mobilize

stakeholder support
Plan: Now

Meetings

-
- Inform stakehold ers of Katkari rights |

( ;Prroblan 'l’reé )

Assess imp lications of insecure title
. Increase awareness

among the Katkari P —
“Plan: Now (_Training events

Securing Katkari ownership ~| Inform Katkari about legal options
of residential land
P S

Resources: 230,000 INR

- S i

Form hamlet action groups |

| Mobilize Katkari hamlets |

Plan: Later Present resolutions in the village assemb ly

- . N — Consult legal experts and provaons'-
Compile required

documents and legal

Plan: Not needed — Collect documents & generate proofs |

Submit applications to
the government
Plan: Later

Summary of this example: Enough information was available during the planning session to plan three of
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the major activitiesin detail. SAS* 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 plansto 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 plansfor other activities.
These first assessments would a so provide a baseline for monitoring changesin the stance of different
stakeholders as aresult of project activities.

Continuous 11 Individud or groupsmay create, fill out, record, and revise

Planning activity bubbks, Ready-to-Plan cards and Qperationd
Process cards a any time to meet their continuous
planning needs When you annotplan an activity because
of afactor you @nnotpredict, you may <ill decideto do
some planning and revise yourtentative plan a alater
date, when you tave theinformation you ned. You may
also develop aPlan B, to befollowed in case theorigind
plan does notwork or nolonge gpplies because of events
you did notanticipae.

Compile 12 You @n compile Operationd Process information from
several activities to produc atable of who daes what, why,
when, and how To do his, you @n use MindManager or
create atable with saven columns In Column 1, st dl your
project activities (or only some of them, if you pefer). Use
the other columnsto record theinformation you geerated
in yourOperationd Process cards (people, expected results,
knowledge methods time, and resources) for each ectivity.
You @an modify your table every time new or more precise
plans are made. This kind oftable is smilar to aLogical
Frame used in conventiond planning gpproaches (except
tha it can be modified over time) and piovides away of
linking yourplansto other organizationd requirements such
as reporting on a&tivities.
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Here® arevised process map usng the example
introducd in Seps7 and 10:

Securing Katkari ownership of

residential land

People: 4 staff

Time: 12 months
Resources: 300,000 INR

Expected Results: Model examples
Knowledge: Land tenure data, contacts

_., M

obilize Katkari hamlets |

e

*{ @ Form hamlet action groups |
o J

—{ (O Assess reasons for failure]

Activity Dynamics & Option Domain
N

Present resolutions in the
village assembly

Causal Dynamics

\—1 W assess walhood prablems and options }

7 N\
‘ Assess scale of the VN
_ problem )
I_ & survey & map 10 hamlels} -
GIS mapping
( Collect and map geographic ) J
L & coordinates of all affected villages )
Plan: Not needed
7~
Compile required documents } y,
. and legal proofs J'
{ (%) Conmlt legal experts and pro\nsms —
Collect documents & | J -
@ generate proofs J
2 8 !
Submit applications to J
. the government )
What if?
3 Monitor government actions

Plan: Now

| Advocate model examples]

Report preparation

i { 2 Present successful cases to

_® government officials

Plan: Now |

LPubllsh case internationally }
[Plan: Now |

( Assass and mobilize
. stakeholder support

\ ‘{ 0

Assess and mabilize supportof |
) N
| Provide SAS training to local

local gaver nment offcials
SAS2 Workshops
overnment officials J
Plan: Later
.
—{ (@ inform stakeholders of Katkari riq

-

Create a land fund to
_facilitate expropriation
Plan: Later

\’
J

7~
Increase awareness
. among the Katkari

.{@ |

\{ (2 1nform Katari about legal aptions |

J

Assess implications of
insecure title
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Summary of thisexample: Thisfigure shows the revised Katkari project plan six monthslater. 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 changesto 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 SAS?website), by thistime 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 afinal 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. Aswell, 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 SAS* 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, alandlord
threatened alocal 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 (especialy 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 1f?
technique) and to publish details about the scope of the problem and the Katkari resolve to secure their
hamlets. Later plansinclude a proposal to 1) create aland 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 SAS? to help them work more effectively.

The overal 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 SAS? 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 bubbks, Ready-to-Plan cards and Qperationd Process
cardstha you an movearound esily to produce a readable map.

¥ To prevent your map from becoming oo complex, do notdraw lines beween same-
level bubbks. Use the Operationd Process cardsto record connectionsbeween same-
level activities.

¥ When working oncomplex projects, you @n divide paticipants into groups, ask each
group D use Process Manager to map outthar own st of activities, and then adjust
group pbnsthrough dscussionsand neyotiationsbeween all groups

¥ Forsimpler versions Focuson oneactivity bubbk or oneplanning peiod, such asthe
next month. Omit the Ready-to-Plan or Operational Process cards, or some e ements
within them. For example: do notfill the Expected Results, Information, and Methods
columnson the Operationd Process card.

¥ For more advanced versions Attach adescriptive text to each activity labd. Divide
your expected results into ouputs, outtcomes, and impacts. Produe detailed budgés.
Describe the methodsyou intend o use, or the knowledgeinputand ouput assigned to
each activity. Explain the observationsand desisionsrecorded on yourReady-to-Plan
cards. Convat your Operationd Process cardsinto aMindManager map orinto a
Logical Framework or Microsoft Project doaument. Use the appropriate daabase and
archiva system to suppat the information inputs and ouputs of your project or program
activities.
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