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1. Introduction ɀ What is the role of a PROJECT 
MANAGER? 
 

In every job, it is possible to distinguish routin e tasks that are done regularly -  such 

as filing or preparing accounts -  from activities that are carried out to reach a specific 

objective. The latter type of tasks refers to projects. Projects are single actions or a 

set of tasks, which achieve clearly s tated objectives within a time limit. Projects can 

be of different size and complexity and be concerned with nearly any topic. These are 

not limited to large -scale operations. Relatively small activities that youth groups 

carry out are also considered proj ects: a  football competition, a training workshop  or 

a small business.  In general terms, youth group projects can be recreational, 

educational and/or income -generating.  

Project management therefore refers to the planning, coordination and organisation 

and  monitoring and  evaluation of activities. At the planning stage, the project 

management is concerned with setting objectives and developing ideas on how these 

can be reached. In the implementation, activities need to be coordinated and 

organised. Monitorin g and e valuation refers to checking whether the objectives have 

been achieved and if the process that was applied during the project worked well. 

This is an ongoing process that accompanies project implementation. From its results , 

important ólessons learntô can be drawn, which will then be used for planning the next 

project. This process is also called the óproject cycleô.  

In the role of the PROJECT MANAGER, youth social workers implement -  or assist 

youth groups to implement ïprojects. While the role of the GROUP GUIDE is related 

to the social processes within a group, the PROJECT MANAGER is concerned with the 

technical processes.  The PROJECT MANAGER has the following tasks:  

 To help analyse the situation of youth groups, in order to gain an 

understanding of the opportunities and challenges they face;  

 To support creativity and the development of ideas for youth group 

activities;  

 To assist in decision making processes, for example when choosing 

from different options or selecting one out of many ideas;  

 To he lp in setting objectives and planning activities;  

 To coordinate and administer project activities;  

 To support learning processes by accompanying monitoring and 

evaluation in the group.  

The methods in the PROJECT MANAGER module are structured along these t asks and 

are sorted according to óskill areasô. These are: situation analysis; creativity and 

developing ideas; decision -making; planning; project implementation.  

It is important that the PROJECT MANAGER defines his/her role in working with the 

youth grou p. Is the social worker the one in charge of the project or is the project led 

by a group member, who is mentored by the social worker?  
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2. Theory  

2.1 Definition s 
 

The word óprojectô is used to encompass a very wide range of different types of work 

or act ivities. Most people have several personal projects ongoing at the same time: 

organising a party or function, building a house, writing a thesis or sitting exams. 

Projects can be larger or smaller in terms of the money they cost, the people they 

involve an d the amount of work they imply. However, this does not mean that large 

projects are always more important: often small projects can be very influential and 

pave the way for larger ones. In a work context, the distinction between routine day -

to -day activit ies and managing projects lies in the one -off nature of the latter.  

In the PROJECT MANAGER module we will use the following definition of a project: 

ñAn activity or set of tasks, which achieve clearly stated objectives within a time 

limitò1 

This definition  indicates that a project always consists of objectives . This means that 

project management has to start with the setting of objectives: if you donôt know 

where you want to go, you donôt know how to get there.  

In addition, there are three more dimensions of a project that are important: 

budget , time  and quality :  

 A successfully completed project would be finished on time (according 

to the planned timeframe), within the estimated budget (that is not 

exceeding the costs foreseen and provided for the project) and would 

achieve all quality requirements of those who are the projectôs 

recipients or users (for example, if a fun activity is not enjoyed  or if the 

tomatoes grown on the youth groupôs plot of land are of poor quality). 

 A project might be considered a fa ilure if it runs over budget or has to 

stop before the objectives are achieved because it has run out of 

money, it takes longer to reach the objectives than anticipated, or if it 

is completed within the budget and time limits, but fails to meet the 

quality  requirements of its recipients.  

Project management is the art of balancing the tasks and activities in such a way that 

budgetary, time and quality requirements are adhered to. The PROJECT MANAGER 

has the job to balance these three dimensions.  

While the d imensions of budget and time are usually clearly defined at a projectôs 

onset, for example by the amount of available funds or external time constraints (for 

example school holidays or the planting and harvesting seasons) the quality 

requirements are highl y subjective: some people may have totally different 

perceptions of quality than others. It is the task of the PROJECT MANAGER to 

establish a sound understanding of the various perceptions of quality and to try and 

generate a consensus on quality criteria.  The same holds true for the setting of 

objectives. In this sense, project management starts long before any activity can be 

coordinated with such consensus -building and decision -making tasks.   

                                         
1 Open University Business School (2008), Fundamentals of Senior Management, Preparing 
a Project, p. 9. 
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2.2 Project Planning  
 

 
ñIf you donôt know where you are going,  

you might end up somewhere else!ò 
(Casey Stengel, 1987)  

 

Project management starts with the planning stage. This is often forgotten and 

project management is many times equated to coordination and organisation. This is 

dangerous for various reasons: ac tivities may be carried out that lead to a different 

outcome than desired; activities may be carried out without a clearly defined goal at 

all, which may lead in frustration of those involved, who may consider the project a 

ówaste of timeô; members of a group will not agree to the project and may sabotage 

or abandon it. It is therefore at the projectôs planning stage that its objectives are 

set.  

CRITERIA FOR OBJECTIVES  

There are two points for consideration: First, objectives should fulfil certain criteria . 

The most popular set of criteria for objectives are the SMART criteria. When setting 

objectives make sure that they are SMART:  

 Specific ï clearly defined and everybody has the same understanding;  

 Measurable ï you will know when the objectives have been a chieved;  

 Achievable ï you can achieve it with the groupôs financial and human resources; 

 Realistic ï you are not trying to do something impossible;  

 T imebound ï you have set a time limit.  

 

PLANNING PROCESS  

Secondly, the planning process itself is important  and needs to meet certain 

requirements:  

 The project has to be based on a realistic understanding  of the environment and, 

thus, a sound situation analysis  is required (see methods in 3.1).  

 There are many possibilities to solve a problem and attain an object ive, and 

creativity is important to develop innovative ideas (see methods in 3.2).  

 The people who are involved in a project (here, the youth group members) need to 

share a joint understanding and vision of where they want to go. The choices 

made during pr oject planning have to made together and decision - making  needs 

to be done in a participatory fashion (see methods in 3.3).  

 It is only after these three steps that the actual planning  begins, where activities 

are planned with timeframes and responsibilitie s divided among group members 

(see methods in 3.4).  
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2.3 Project Implementation  
 

 

Every project is, of course, different. Depending on which objectives have been set 

and what type of activities are to be undertaken to reach these, the technical core 

skil ls of a PROJECT MANAGER may be quite different. For example, organising a 

football tournament requires different knowledge than growing tomatoes for income -

generation. These core technical skills are not the topic of the PROJECT MANAGER in 

this module. Rather, project implementation refers to accompanying and supporting 

the process of carrying out activities and tasks in accordance with planned actions, 

ensuring that the budget, time and quality dimensions are in balance, and that the 

set objectives are met .  

However, in regard to youth projects it is important to make clear that a project that 

does not meet its technical objectives should not automatically be considered a 

failure. There might be important social and educational side -effects for the youth 

tha t have been involved! For example, although the income -generating activity may 

have not earned its members any income, the youth may have learned how to 

interact with customers, and they have learned how to work together in a team.   

 

Communication  

The PROJECT MANAGER needs to be a good communicator. He/she spends a great 

deal of his/her time talking to various stakeholders, discussing issues within the youth 

group and with individual group members and speaking in public. Communication 

takes place in meetin gs, through speeches, through advertising and announcing 

events, to name but a few. For a youth social worker and youth groups, 

communicating effectively towards the community is extremely important, in order to 

gain acceptance and foster support.  

 

Interp ersonal skills  

The importance of the dimensions budget, time and quality ï as explained earlier ï 

means that projects are often handled as purely technical systems. Yet, the 

ómismanagementô of the social dimensions, the people aspect, of projects is just as 

important. This is because the successful implementation of projects requires not only 

the management of financial resources and material, but people who can contribute 

and who are the recipients/users of a project. This is why we can also speak of 

ópeople managementô. The participatory planning process advocated for earlier 

already reflects this.  

Next to the core technical skills that a PROJECT MANAGER needs, interpersonal skills 

are key. These include leadership and motivation (see the GROUP GUIDE modu le), as 

well as team building and conflict resolution skills (see the CONFLICT MEDIATOR 

module). One other important skill of the PROJECT MANAGER is to be self - reflective.  
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3. Methods 

3.1 3ËÉÌÌÓ !ÒÅÁ Ȱ3ÉÔÕÁÔÉÏÎ !ÎÁÌÙÓÉÓȱ 
 

3.1.1 Tool - Focus Group Discussions 
 

A focus group discussion is an organised meeting of up to twenty people  to discuss a 

specific topic. In some ways, it is like an interview with many  respondents, and the 

participants motivate themselves to expand their inputs.  It is a useful method for 

gaining information from people who are directly  affected by the issue at 

hand . The main reason for holding such focus groups is to invite community 

participation to gain useful inputs from the ógrassrootsô; ideas can develop, and 

knowledge is shared; you can get information from a number of individuals 

simultaneously.  

 

What do you do?  

The organisation of the focus group starts with  the invitation of participants . The 

members of  a focus group should ideally be of similar ages,  backgrounds and 

educationa l levels. When deciding  whom to invite, use the research question itself  to 

define appropriate candidates. (What age group  should they be? Should they be male 

or female?  Should they come from a particular income bracket?  You may want to 

consider holding se parate focus  groups for different age groups, or for different  

genders.)  

Choosing the right space  to hold a  focus group discussion is also important. It 

should  be comfortable and quiet, allowing you to work  undisturbed.  

The role of the facilitator  is very significant. Usually  the participants are new to this 

kind of m eeting, so you should use all your moderation skills  to ensure there is a 

good atmosphere, and that  the group members feel at ease. Introduce yourself  and 

ask participants to introduce themselv es,  and then explain the subject you want to 

discuss.  In this situation there are dangers of facilitation  which need to be avoided. 

For example, a  male facilitator questioning young girls on issues  of sexuality may well 

affect the research results.  Remembe r all the time that the discussion must be 

between the group members and not between facilitator and participants. Do not give 

óexpert opinionô - it does not matter what you think! However, you should be ready to 

probe and stimulate, using good questioning  techniques (e.g. ñIôm not sure I 

understand, please explain furtheréò, ñCan you give me an example of what you are 

saying?ò etc.). 

As the facilitator, you will guide the focus group discussion using a set of guiding 

questions , which ï if time allows ï you  should have prepared prior to the meeting.  

It is important to keep a record  of everything said,  so it is good to wor k as a team 

of two facilitators, one guiding the discussion, the other keeping  notes.  
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3.1.2 Visual ɀ Stakeholder Analysis 
 

 

This is a me thod to analyse the different stakeholders that are part of a project. 

Stakeholders include all individuals, groups or organisations that affect or are affected 

by the project. Venn -Diagrammes are useful tools to identify which stakeholders are 

key actors in regard to young people at community level. This is important knowledge 

for project planning, as it leads to the identification of resources and gaps.  

 

What do you do?  

 First, assemble a group of young people (see Focus Group Discussion 

for info on the i nvitation of participants).  

 Ask the participants to come up with as many stakeholders they can 

think of that are relevant for young people in their specific community.  

 Now ask the participants to write down the names of the stakeholders 

that they have com e up with (either on paper or with a stick in the 

dust!) and draw circles around them. The bigger the circle, the higher 

the importance that the participants attribute to it.  

 Now, draw a big circle symbolising the youth of the community and 

place it in th e middle. Alternatively, the large circle can represent the 

youth group.     

 Now, the participants are asked to place the other circles, representing 

the stakeholders that were listed earlier, in an order around the big 

circle that depicts their relationsh ips and interdependencies. If the 

circles do not touch each other, it means that there is no relevance for 

young people. The larger the overlap between two circles, the larger 

the significance of the stakeholder and the relationship for young 

people in the  community or the youth group.  

 Instead of having the circles overlap, it is also possible to draw lines 

between the stakeholders, signifying the collaboration between them. A 

green line could represent a working relation (for example, between a 

youth gro up  and the church congregation);  a red line could represent a 

desired collaboration that is not in place (for example, between a youth 

group and a business association).  
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3.1.3 Visual - Gender Analysis 
 

 

There are marked social and cultural differences betw een men, women, boys and 

girls. Through tradition and habit, communities assign roles to each, and these roles 

change over time. Despite all the differences, everyone contributes to daily life. 

Gender analysis helps us to understand the different roles pla yed by men, women, 

boys and girls.  

Gender analysis is based on the following three groups of human activity:  

 Reproductive Roles: Work in the home for daily survival and the well 

being of the family (e.g. food preparation, caring for children, cleaning 

the home.)  

 Productive Roles: Work outside the home, for generating the 

resources needed in the home (e.g. farming activities, livestock rearing, 

trading, paid jobs etc.)  

 Community Roles: Activities which involve other community members 

an which promote the wel l being and survival of the wider community 

(e.g. political activities and local council meetings, project activities, 

religious activities, funerals, discos, games etc.)  

What do you do?  

 Firstly, you should explain these three categories of activity to the  

group members.  

 Then guide them to list all the important activities in their lives, and 

assign them to one of the categories.  

 Using a sheet of paper or a flipchart, or by drawing on the ground, the 

group should then prepare a table of these activities, li sting them in 

their subdivisions. Either in writing, or using easily understandable 

symbols, they mark four columns on the girls and boys.   
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 Now discuss together, which of the four groups contributes most to 

carrying out each of the activities, and ind icate the level of involvement 

in the table. While the group is doing this exercise, maintain a lively 

discussion to explore the reasons for the responses, (e.g. ñWhy do boys 

not collect firewood?ò). Be sure to record the comments and answers 

which arise, alongside the actual table itself.  

 Finally, discuss what lessons the group has learned, and what 

conclusions can be drawn for the well being of the community and 

young people.  
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3.1.4. Visual - Social Resource Map 
 

 

A Resource Map is a tool that gives a ge ographical overview of an area (e.g. of a 

parish). The map itself shows the quantity and distribution of amenities available to a 

community, and as the map will be drawn by the community members themselves, it 

also provides a valuable insight into the perc eptions and priorities of the participants 

in the exercises.  

What do you do?  

 The participants themselves have to draw up a map of the area in 

which they live. They should not receive help or interference from 

outsiders. Ask them first, if they know their a rea very well and are 

willing to give information.  

 Divide the group into age and gender sub -groups (women, men, boys, 

girls), then explain the purpose of the exercise.  

 Give each group a large sheet of paper and several coloured pens and 

ask them to start d rawing by putting the present location at the centre 

of the page. You can start them off by drawing where you are, or 

perhaps a nearby path. Guide the group to identify key features and 

include them in the map using simple symbols. These should be the 

amen ities and resources that are relevant to the participants 

themselves.  

 Some important examples could be: schools (primary/secondary); 

water sources; roads and foot paths; recreational facilities; 

markets/trading centres; centres/meeting points; childrenôs clubs; 

youth projects or meeting points; homes and offices of local councillors 

and youth officers; churches/mosques; health centres.  
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 Help people who feel too shy to participate.  Encourage discussion and 

debate all through the process. Questions may be  asked as they 

continue to draw the maps.  

 At the end of the mapping, the different maps should be compared, and 

a larger, complete map drawn up from the individual group maps.  

 As a simple alternative, the maps can be drawn  in the soil; local 

material such  as sticks, leaves,  stones, flowers etc. can be used to 

represent the  features in the community. It is also possible for  

participants to work together on one map  rather than in the sub -

groups. This depends on  numbers and the time available. As the map is  

being drawn, o r afterwards, you may copy it on to a piece of paper 

without leaving out any important  features.  
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3.1.5 Visual - Daily Routine  
 

 

This is another useful method for finding out a lot of important background 

information about a group of people in  preparation for various future planning 

activities. Apart from the suggested age and gender divisions, the technique may be 

used to investigate groups of employed, unemployed, educated, poor, rich etc.  

 

What do you do?  

 Divide the group into sub -groups acc ording to age and gender.  

 Together you should agree on a pattern for a table or diagram which 

divides up the day. (In some communities, symbols for the time of day 

will be more useful than writing down the hours.)  

 In their groups, the participants need to think about their daily routines 

and note down what activities they will typically be involved in at each 

point during the day. They can write this down, or use symbols to 

represent the activities (e.g. a hoe for digging or a book for school.) It 

is import ant that they work as a group, so that the table in the end 

shows a common pattern -  i.e. the typical routine, rather than all the 

individual routines together on one sheet of paper.  

 Before and during the exercise, you, the facilitator, may help by 

discuss ing with the respondents what they do, where they go and why. 

(Always remember the important questions: who, what, why, when, 

where, how?). It is also important to find out the reasons for the 

different activities.  

 After the groups have completed their dia grams, get the whole group to 

compare the routines of the boys and girls and the different ages, and 

try to identify a common patterns.  

 The daily routines can also be drawn on the ground, though at some 

point, to retain the information, you will have to tr ansfer them to 

paper.  
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3.1.6 Visual  - Seasonal Calendar 
 

 

This is a method for finding information about peopleôs habits and situations, 

especially with regard to agricultural activities. On the basis of a year, you can chart 

typical activities and event s occurring in the community in quite a detailed way. It is 

easy for everyone to understand, and provides a useful insight for situation research.  

 

What do you do?  

 Begin a discussion in the group, talking about the different months and 

seasons throughout t he year.  

 Seasonal calendars will vary according to different factors such as age, 

gender, occupation and wealth status. Therefore, if you have a large 

and mixed group, it is a good idea to divide them into suitable sub -

groups.  

 Now guide the participants t o name the major events of the year, as 

they perceive them, and let them decide what factor they should use as 

a framework for their calendar (e.g. defining the year by periods of 

rainfall). By devising and using simple symbols for the events and 

circumsta nces they are describing, the group(s) should gradually draw 

up a chart or table placing their symbols at the appropriate stage of the 

year. This is important for measuring variables and making 

comparisons. As they work, they can compare month by month whi ch 

are the busiest periods.  
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 It is important for the facilitator to probe for reliable information by 

questioning all the people present. The calendar should represent a 

consensus of everyoneôs opinions. Combining observations on one 

diagram should pro duce a calendar that most participants agree on.  

 Towards the end of the process, you should also probe to find out if it is 

a normal year (12 months) that they have described. At the end of the 

session, you should compare the seasonal calendars which have been 

produced by all the different groups.  

 Some important areas that can be investigated using a seasonal 

calendar are: Food shortages or availability; Cash flow, scarcity and 

price changes; Incomes and expenditure; Rainfall patterns; Crop 

production/sales ; Workload and rest periods; Disease prevalence; 

Major income generating activities.  
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3.1.6 Visual - Problem Tree 
 

 

The participants analyse problems young people face and identify their causes and 

consequences.  

What do you do?  

 Ask the group to brainstorm  five main problems young people face in 

their lives. The youth should come back to the plenary and name the 

problems they have come up with. Record their results on the flipchart 

and pick out the five most listed problems.  

 Now, form five sub -groups, one f or each problem on the flipchart. It 

makes sense to have at least one youth in each group as a ñresource 

personò. 

 Explain to the participants the metaphor of the ñproblem treeò and draw 

a problem tree on the flipchart. Explain that the trunk represents the  

problem, the roots represent the causes (ñroot causesò) and the 

branches represent the consequences.  
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 Ask the groups to take a poster each, markers, cards and glue and to 

draw a problem tree on their poster. On one card they should write the 

problem they are analysing and glue it on to the trunk.  

 Now ask the group to discuss what the causes of the problem are and 

to draw each cause on a card and stick it on to the roots.  

 Then the group should discuss the consequences of the problem for 

young people, d raw each consequence they come up with on a card and 

stick it on to the branches.  

 Now let the groups discuss how best the problems could be addressed 

by activities and services. The groups can write the solutions and 

strategies they come up with on to the poster and connect it with 

arrows to the problem or the consequences.  
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3.1.7 Checklist ɀ Survey 
 

 

To be able to plan for an activity, a project or a business, you need to base your 

dec isions on the right information ï this is the rationale for any situa tion analysis.  The 

survey method is one possibility for gathering information. You can use the survey  

method  before or after you have developed ide as, depending on the situation.   

For example , y ou want to analyse the situation of young people in your commu nity to 

find out what their needs are.  Or y ou want to kno w what the people in your 

community  think about a certain project idea, like a youth centre.  You need to know 

what products are sold in the market, so you can decide what your group should 

produce  (s ee also the hand -out on the ómarket surveyô in the BUSINESS ADVISOR 

module) .  

Such questions can best be answered through conducting a survey. A survey will 

provide you with the information you need to make the right decisions. Also, it will 

give you the o pportunity to think your own ideas over and change them if necessary.  

 

PREPARATION  

 

 Identify the topic  that you want to know more about. What do you want to 

know? Write the topic on a piece of paper as a heading.  

 Create a questionnaire !  Come up with quest ions you can ask to find out 

what you want to know. Make a list of questions. Ask yourself: Are they easy 

to understand? Will t hese questions give you the information that you want 

and need?  

 Make a plan for the survey:  Where should they be asked (in homes  or in 

public, at the market/trading centre)? When will you ask them (mornings or 

evenings, working day or Sunday)? When will you want to finish? To whom will 

you ask your questions (youth, parents, teachers, leaders)?  

You can carry out a survey by yourse lf or as a team. If you are a team you will be 

able to gather far more information than when youôre alone! If you work as a team, 

now agree on some important aspects: Has everybody understood the questions? 

How will the team be divided (who will ask who, w here and when)? Agree on how 

many people will be asked! How are the answers going to be recorded (paper and 

pen)? When will the team again to look at the answers?  

 

ANALYSIS  

The analysis of the results of the survey should be done in a careful and honest wa y. 

Carry out the following steps:  
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 Count the number of questionnaires that were filled.  

 If the answers to a questions were only ñyesò or ñnoò, simply count the 

ñyesò and the ñnoò. 

 If the answers are ideas or proposals, compare the different answers. 

May be some of them are the same of similar. You can put the similar 

answers in groups and give the groups a category/name. Try not to 

have more than five categories. Then count the answers in the different 

categories.  

 

This method needs a lot of practice . Therefore, when facilitating ñthe surveyò you should be as 

practical as possible. Let the participants develop questionnaires themselves and also carry out 

field work. Send them to the trading centre or other places to do a survey. Let them also analyse 

the results and discuss them in the plenary.  If possible, let the participants work on real - life 

examples that they can continue to use later on in the training. There is a chance that at the end 

of the training they will have come up with real ideas and p lans for activities and projects!  

However, depending on the educational profile of your target group, the explanations above will 

be far too basic, for example if you are training social workers who have done statistics during 

their professional education.  However, youth group members will most likely get in contact with 

data collection methods, such as the survey, for the first time.  
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3.1.8 Checklist ɀ Identifying Talents  
 

 

This is a useful hand -out when discussing the development of ideas ï every idea  

needs the r ight people for implementation! It is important for a youth group  to have 

someone with a talent to lead others and to have someone with a talent to help 

others. The important thing is to have a good mixture of different talents in a group.  

 

Doe s everyone have a talent?  

 Yes, t here is something special abou t everyone!  

 But m any times, young people simply have not had the opportunity to try out 

certain things ï or to try out themselves.  

 Some are good athletes, others good musicians, somebody else m ay be a good 

dancer, a good constr uction worker or a good farmer ï but these talents need 

sto be identified as useful potentials and assets.  

 What talents can you think of  that you have yourself ? 

 

Survey (Method A)  

1. Organise your ideas!  

 What do you know already?  

 Who can do what especially well?  

 Who has caught your attention during an activity as being especially 

committed?  

 Do you know people who have already supervised groups?  

 What activi ties are on offer in the community and who is responsible for them?  

 Write this information down! Create a note or a file!  

 

2. Find helpers  

 At least 3 young people!  

 Think with them about the above questions.  

 Three know more than one!  

 

3. Carry out a survey  

Asking the young people in your surroundings the following quest ions:  



 

P
R

O
J

E
C

T
 M

A
N

A
G

E
R

 

 

 

 

 

 

 Do yo u know anyone here in the community  who can do something very well?  

 What kind of activity would you like to carry out here?  

 What are you already doing and what kind of activity would you like to take 

part in?  

 What do you do especially well, w hat could you do yourself?  

 

4. Analyse the results  

 Structure the talents or interests people have named according to subjects , for 

example: Sports, Music, Construction, Health issues, etc.  

 

Participatory observation (Method B)  

 This is a second method of how to identify talents ï by simply testing the 

talents of the youth in your surroundings.  

 Invite people for an act ivity, a football game, a theat re rehearsal , a singing 

contest etc. Make sure many young people come!  

 During the activity, observe the follow ing:  

o Who leads the group, who disturbs it?  

o Who is especially talented?  

o Who has good ideas?  

 Write down the names. Ask the young people you have noted themselves 

about how they see their roles.  

 Choose those who have performed well during the activity and wh o think 

themselves that they have done well and who are interested. Then choose the 

ones that have performed well, but did not think so themselves.  

 Write down what your conclusions are!  

 

 

 

 

 

3. Carry out a survey  

Asking the young pe ople in your 

surroundings the following questions:  

 Do you know anyone here in 

the Parish who can do 

something very well?  

 What kind of activity would 

you like to carry out here?  

 What are you already doing 

and what kind of activity 

would you like to take par t 

in? 

 What do you do especially 

well, what could you do 

yourself?  

 

Check the information in  
1.1 The survey!  
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3.2 SËÉÌÌ !ÒÅÁ Ȱ#ÒÅÁÔÉÖÉÔÙ ÁÎÄ )ÄÅÁÓȱ 
3.2.1 Exercise ɀ Brainstor ming  
 

When to use it?  

You can use this method to develop ideas on how to solve a problem or what kind of 

activities to carry out in your group. You can do it alone or as a group. The procedure 

described below is suitable for a group of 4 to 8 participants,  but the same principles 

apply for also individuals.  

 

What do you do?  

Phase 1: brainstorming  

o Agree on the subject of the brainstorming session. All participants should first 

relax, keep quiet for a few minutes, and compose themselves. This should 

take 5 mi nutes. Then agree on the rules .  

o Let your thoughts run wild!! If youôre in a group, sit in a circle and just collect 

thoughts. This should take up to 15 minutes. Follow these principles:   

o Criticism is forbidden. No thought is wrong or stupid!  

o The crazier, t he better!  

o Quantity is more important than quality. The more ideas, the better!  

o Ideas of others are taken up and developed further.  

o One group member has the task of writing down ALL the thoughts. Write 

down absolutely everything -  even things that seem far  fetched.  

o Put the list away and agree to meet after a few hours or even the next day.  

Phase 2: criticism  

o Take a good look at the ideas you came up with in Phase 1. Note that in the 

meantime your subconscious has continued to work with the problem.  

o Discuss how practical the ideas are. Take two new pieces of paper and write 

all the ideas you think are good under a big "+" on one piece of paper and all 

the ideas you think are bad under a big " - " on the other.  

o Put the paper with the " - " ideas aside and select three of the best ideas from 

the ñ+ò-side.  

o Then you look again on the " - " ideas and see whether you could combine any 

of those with the ideas you selected. Make a final list of the ideas you will 

keep.  

This method can also be conducted as a competition: s eparate the group in two. Make sure they 

cannot hear each other and the persons who are writing down the ideas. The group that collects the 

most ideas wins!  



 

P
R

O
J

E
C

T
 M

A
N

A
G

E
R

 

 

 

3.2.2 Visual - Mind Mapping  
 

 

Mind Mapping is a simple method to visualize thoughts! You can use i t when you want 

to be creative and develop ideas for a project or when you want to solve a problem. 

For example, if in your survey you identified a problem of youth you could use mind 

mapping to come up with solutions. If you have identified a business ide a you can use 

this method to develop ideas for it.  

 

What do you do?  

o Write the subject (the problem, the idea, a keyword or a question) in the 

center of a piece of paper.  

o Now write all the associations that you have concerning the subject in the 

middle ar ound the subject. Connect the associations to the center with 

lines.  

o If you want to go into more detail you can now add even more 

associations and connect them with lines to the other associations.  

o Now you can determine priorities for the different associa tions, for 

example the best idea for the business or solution to a problem will be ñ1ò, 

the next best one ñ2ò, and so on. 

o Note: Either everybody can create their own mind  map or you can develop 

one big mind  map as a group.  

o After the mind  map is ready, disc uss it in the group.  

 

Example of a mind  map:   
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3.2.3 Exercise - 6-3-5 
 

 

This method can be used when you have a problem and but no ideas how to solve it. 

Method 635 is an exercise that works with the different ideas of the group members 

and develops them further.  

There should be not more than 18 participants, which are divided into groups of not 

more than 6 members. Each group receives a piece of paper and a pen.  

 

PHASE 1:  

o The members of each group sit on chairs or on the floor in a row be hind 

each other.  

o The facilitator names the problem that the group will work on.  

o The person of each group who sits at the front takes the paper, divides it 

into 3 columns and writes down in short words three ways of solving it.  

o He/she then passes the paper  on to the person who sits behind him/her, 

who in turn develops three solutions as he/she thinks fit.  

o Note: Every player has to take up the solutions made by their 

predecessors.  

o Then they pass the paper on to the person behind them and so forth, until 

ever y member of the group has given his/her ideas.  

PHASE 2:  

o Now the papers are hung up on the wall so that everyone can see them.  

o The facilitator checks if the same ideas came up twice or several times and 

erases them and leaves only one of them on the wall.  

o Now the participants discuss and evaluate the suggested solutions. This 

takes approx. 10 minutes.  

o Next, each participant can vote for 4 solutions.  

o The three solutions with the highest scores are read out aloud.  

PHASE 3:  

o The facilitator reads out the three s uggestions with the highest score.  

o Now the participants have to vote which suggestion they think is the best .  
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3.2.4 Checklist - Eleven little creativity helpers  
 

 

If you think and think and cannot come up with any idea or if a group suffers a 

"thinking b lock", then there are basically four useful strategies that might help to 

overcome the situation:  

 

Find the reasons for the block and  

eliminate them:  

1.)  Too tired? Or maybe hungry?  

2.)  Does the group have a  

difficult social structure?  

3.)  Is the motivation not  

sufficient?  

 

Distract yourselves and do some  

thing else for a short while:  

4.)  Take a break. G o for a walk,  

make a group massage.  

5.)  Get up, switch on the TV  or 

radio .  

6.)  Go for something to drink.  

 

Organise stimulation from outside:  

7.)  Go and see someone (or call) and ask for advice.  

8.)  Search in pictures or any other kind of information.  

9.)  Search in collections of quotations.  

 

Stop thinking and talking ï act!  

10.)  Introduce a limited phase of trying something out (do something 

with your hands, rehearse, experiment).  

11.)  Then come t ogether again and report.  
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3.2.5 Game - And ÔÈÅÎȟ ÓÕÄÄÅÎÌÙȣ 
 

 

This game is helpful to stimulate creativity, as the players are put in unfamiliar and 

sometimes awkward situations!  

 

What do you need?  

12 situation cards, with sentences that portray a special  situation (always beginning 

óYou areéô); 12 event cards, with sentences that describe an event (always beginning 

with óAnd the, suddenlyéô); 6 question cards; 6 emergency cards.  

In preparing this game, you have to take sufficient time to think about situa tions, 

events, questions and emergencies. Here, it is important that you come up with 

situations that are familiar to the group and that fit in with the current activities of 

the group. However, the situations should also be funny.    

The game can be playe d with up 6 people.  

 

What do you do?  

 The cards are shuffled and piled in the centre between the players. 

There are three piles: one with the situation cards, one with the event 

cards  and one with the question cards.  

 Every player receives an emergency card .  

 One player starts by taking one card from each pile, puts them down 

for all to see and reads them out aloud. He/she starts by reading the 

situation card, then the event card and then the question.  

 Then he/she spontaneously explains how he/she would rea ct is such a 

crazy situation. If he/she cannot come up with a reaction, he/she can 

use the emergency card, which will determine the reaction by chance.  

 The group can discuss the reaction of the player and see if they would 

respond in the same way. This wa y the group identifies different kinds 

of reactions and how individuals react differently.  

 Now the cards are put back under the respective piles and the next 

player takes three cards and repeats the process.  
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3.3 SËÉÌÌ !ÒÅÁ Ȱ$ÅÃÉÓÉÏÎ -ÁËÉÎÇȱ 
3.3.1 Exercise - Court of Ideas 
 

The ócourt of ideasô is a role play. The play takes place in a court room. There are 

three different roles to be taken over:  

o 3 judges ï one of them being the presiding judge who chairs the hearing and 

two associate judges who ask q uestions in order to understand the different 

ideas better.  

o 2 to 4 defense attorneys who have to describe the idea of their group to the 

judges.  

o 1 prosecutor who analyses each idea with a critical mind and tries to find out 

how the different ideas can be c arried out.  

 

 

 

 

 

 

 

 

 

 

 

 

When to you use it?  

o When you are already discussing ideas in your group.  

o When your group has determined ideas.  

o When you are disputing over opinions.  

o When you have to take a decision over existing ideas.  

o There should be not more tha n 4 groups representing one idea or opinion.  
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What do you do?  

o The groups who have a certain idea or opinion have to consent to the role 

play and be willing to accept the judges' verdict at the end. Remember: it is 

only a game!  If possible, the judges should not belong to any of the groups, 

but be neutral persons who are willing to play the game.  

o If there are two groups, they sit opposite each other. If there are 4 groups, 

they form a semi -circle, so that they can see each other well. Each group 

gather s behind their respective defenc e attorneys. The court sits opposite the 

groups, at the front side of the premises. The prosecutor sits to the left of the 

court.  

o The presiding judge op ens the hearing. Now each defenc e attorney can 

present his idea in the be st way possible. The prosecutor can interrupt each 

attorney to ask critical questions. The presiding judge allows people to speak, 

i.e. nobody should speak unless the judge tells them so.  The two associated 

judges ask questions concerning the ideas.  

o When each group has presented its ideas, the hearing is interrupted for a 

brea k. During this break, the defenc e attorneys c an deliberate with their 

group.  

o In the second round, each defenc e attorney can ask the other groups and try 

to make clear where the weak p oints of their ideas are. The prosecutor holds 

a final speech summarizing the negative points of each group according to his 

opinion.  

o Then the judges retire to deliberate and find a verdict. They announce their 

verdict conferring an order of priorities to the presented ideas.  
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Note:  

o This is a game. Its aim is to find arguments for one's own ideas and to 

listen to the arguments of the others.  

o During the course of the hearing, everybody has to respect the rules. It is 

not allowed to speak without permissi on, the judge will reprimand 

interruptions.  

o Name someone who writes down all the opinions and the verdict of the 

judge!  

o After the role play discuss all the opinions and verdicts in the plenary!   
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3.3.2 Exercise ɀ Pro and Contra  
 

 

This is a powerful and tho ught provoking exercise, which combines elements of role 

playing with the process of discussion and decision making. The method does not 

need much special preparation, so it can be used easily in diverse situations. It is 

especially useful, if there are tw o opposing sides and as the PROJECT MANAGER you 

need to stimulate a better understanding for the other sideôs arguments. Through this 

method, participants develop empathy, which is the precondition for a more fruitful 

discussion.  

What do you do?  

o You annou nce the subject for discussion, and write it somewhere where 

everyone can see it. It is much better to formulate the topic as a question 

which could lead to a contentious discussion. For example, rather than saying 

ñOur topic is womenôs right to work, and its effects on African cultureò, you 

could ask the question: ñIs the increased number of women in full time 

employment destroying our traditional family structures?ò 

o Explain to your group that they will now have to debate the matter, and that 

each of them must enter as a supporter or a critic of the idea. They must find 

and use as many arguments as possible in their debate.  

o Now you divide the group in two, but not according to their choice, rather by 

counting off or drawing lots. One group must be ñproò, the other ñcontraò. 

o It is an essential part of this method that the participants have to 

think and argue for a cause or opinion which is not necessarily their 

own!  This is the major difference to the ócourt of ideasô.  

o Allow the two groups ten or fifteen min utes to collect their thoughts and 

prepare their arguments.  

o When they return to the room, they should sit down on opposite each other 

(in rows or two semi -circles.)  

o Now it is your job to chair a lively pro and contra debate. Try not to let it go 

on longer than 30 minutes. A good way to start is for one member of each 

group to give a short overview of the arguments they have formulated. Then 

the other participants should have their say. Be strict and make sure that 

after one person has spoken, a member of th e other group then gets to 

speak.  

o As with other discussion methods, here too it is good to keep notes of the 

things that are said. They can serve as the basis for further work and 

discussion after the debate.  

 

IMPORTANT : As the facilitator, you should make  a point of ñofficiallyò releasing the 

groups from the roles they have taken on by chance. It is also highly recommended 

to follow this debate with a debriefing session, and then a long break.  
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3.3.3 Exercise - Paired compar ison 
 

 

What do you do if some of  your ideas seem to be equally attractive, but you will only 

be able to use one of them? This method helps you measure the importance of a 

number of options relative to each other and makes it easier to select the solution 

that will give the greatest advan tage. It helps you to set priorities when there are 

conflicting demands on your resources.  

 

What do you do?  

o Explain the technique carefully before carrying it out.  

o The participants will use a grid to judge the various options with each other, 

one -by -one. F or each comparison they decide which of the two options is 

more important, and assign a score to show how much more important it is.  

o First of all, assign a letter to each option, then use these options as your row 

and column headings.  

o Cross out all the cel ls on the table where an option opposes itself -  i.e. the 

diagonal running from the top left to the bottom right. Also cross out cells on 

the table where you will be duplicating a comparison (the cells below the 

diagonal.)  

o Now, in each of the remaining cel ls, compare the option in the row with the 

one in the column. Decide which of the two options is more important. Write 

down the letter of the more important option in the cell, and score the 

difference in importance from 0 to 3 (0 = no difference, 3 = majo r difference).  

o Finally, work out the results by adding up the total of all the values for each of 

the options.  

 

Example  

A youth group involved in bee keeping 

is looking for ways to expand its 

business. They have limited resources, 

but they have generated their ideas 

and then reduced them to the 

following options: Expand into 

country -wide market; Expand in home 

market; Improve customer service; 

Improve quality. Finally they add up 

the A, B, C and D values: A = 3 (A2 + 

A1); B = 1 (B1); C = 4 (C1 + C1 + 

C2); D = 0. The result is: it is most 

important to improve customer service 

(C) and then to tackle country wide 

market (A). Quality is not a high 

priority -  perhaps it is good already.  
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3.3.4 Exercise - Plus-Minus 
 

 

It is still possible that even the best idea  may not be worth implementing if it has 

more disadvantages than advantages. That is why any proposed solution still needs 

testing. This exercise is a useful technique for doing just that. Check if your idea is 

really is going to improve the situation.  

 

W hat do you do?  

 Draw up a table with the headings 

óPlusô and óMinusô. 

 All the positive results of taking 

the action will  

 be listed in the column beneath 

óPlusô; beneath óMinusô come all 

the negative effects.  

 Explain this system to the 

participants, then ask  them for 

their own personal views on the 

advantage and disadvantages of 

the idea in question; ask them to 

consider all the possible 

implications.  

 They should write down their 

observations, and award them 

points as well, to highlight their 

relative importa nce.  

 Once you have done this, add up 

the score. A strongly positive score shows that an action should be taken, a 

strongly negative score that it should be avoided.  

 

Example  

Three young, married, skilled workers are thinking about moving to town, but they 

can not make up their minds. They draw up the ñPlus - minusò table shown above and 

they award scores from +5 to -5. They score the table as: 15 (Plus) ï 16 (Minus) = ï 

1. What do you think they are likely to do?  
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3.3.5 Exercise - Awarding Po ints  
 

 

Awardin g points is probably the easiest and most obvious way to determine the best 

ideas from a list of alternatives.  

 

What do you do?  

 The ideas should be displayed on cards or sheets of paper, either attached to the 

wall or spread across the floor.  

 Explain to th e participants that each of them has five points to award to the idea 

or ideas they prefer. They may divide their points as they wish, for example 

awarding five points to a single idea, or single points to five ideas, or any 

combination to the maximum of f ive points.  

 The participants should now award their points by taking a pen and marking the 

appropriate sheets or cards with dots or crosses etc.  

 It is important that everyone follows the rules: they should work independently of 

the others, and not allow th emselves to be influenced; and they should be honest, 

only awarding five points.  

 When everyone is finished, the points are counted, and the most popular ideas can 

be considered the collective choice of the group and therefore the preferred course 

of action . 

 

Variation : The voting can be made more interesting by using beads or small stones 

to pile on the floor. This also ensures that each person only awards five points.  
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3.3.6 Exercise - Opinion Scales 
 

 

This method helps the participants to get familiar wit h a specific topic, and it also 

demonstrates how broad the variety of existing opinions can be.  

What do you need?  

You need a list of statements connected to your topic. You will also need two sheets 

of paper. On one you write ñYESò and on the other ñNOò. These signs symbolise 

100% agreement or 100% disagreement.  

What do you do?  

 Explain the cards and fix them at opposite points in the room. Then tell 

the participants to imagine a line between these points, and show them 

where the middle is. This is the scale  for measuring the extent of 

agreement or disagreement.  

 Begin by reading out the first of your prepared statements, and ask the 

participants to position themselves along the line, according to their 

agreement with the statement -  the outcome is often a sur prisingly 

widely spread field.  

 Next, ask individuals for the reasons of their position. They should 

answer briefly. It is useful to ask the people close to the extremes of 

agreement or disagreement first  and also those closest to the middle.  

 Then you repea t the exercise with your other prepared statements.  

 In this way you have physically demonstrated the variety of opinions 

within the group; afterwards, you should continue with a discussion of 

the results, either as a whole group or in smaller sub -groups.  

Example  

During a workshop on ósmall business management for youth groups ô the facilitator 

wants to discuss guidelines for good personnel management, and decides to use the 

ñOpinion scaleò method. He explains the procedure and uses the following 

statements:  1) ñI employ women for their looks and men for their skills.ò 2) ñYou can 

trust your relatives as employees more than other people.ò 3) ñPersonnel 

management means making it clear that the boss is always right.ò Then he asks the 

participants to discuss di fferent aspects in small groups (e.g. gender, employment of 

family members, leadership styles). Later on the groups present their results to the 

others.  

Variations  

In case of difficult topics (e.g. sex and 

partnership) you may choose not to ask 

single part icipants the reasons for their 

position on the scale.  
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3.4 SËÉÌÌ !ÒÅÁ Ȱ0ÌÁÎÎÉÎÇȱ 
3.4.1 Exercise ɀ Strategic Planning  
 

The purpose of this exercise is for the participants to develop a common vision and 

mission statement.  

 

What do you need?  

Means of visualis ation, A4 -Sheets, Markers, 2 -  4 Pinboards  

 

What is strategy?  

There are many definitions of strategy, many of which are borrowed from the military 

language. For example,  strategy is described as the ñart of manoeuvring a battleò. For 

non -profit organisatio ns strategy means something  different. Strategy  helps the 

organisation to focus its purpose and vision; it enables organisations to develop priorities 

and plans; it builds commitment among the people in the organisation.  

Why do we need it?  

For our purpose of promoting stakeholder collaboration especially the last point is 

essential. People often  have different views on what the organisation is for and what its 

priorities should be. This is bound to happen  when bringing together different 

stakeholders, which  all bring their organisational backgrounds to the process.  Strategic 

planning in our case has two main aims: to develop a common understanding about and 

consensus  on the direction the cooperation will take and to provide direction for the action 

planning in module 3.  

What are basic elements of a strategy?  

It is useful to think of strategy on three levels:  1. The ñbig pictureò: here questions of the 

overall purpose of the organisation are answered (What is our vision? What values do we 

stand for? What is ou r mission?), 2. The strategic level: this level is about how to 

implement the mission and reach the state formulated in the vision (How will we realize 

our vision and mission? What are our priorities?), 3. The activity level: this level will 

usually be han dled in a separate process of action planning ï as will be proposed in 

module 3. Here the activities that need to be carried out will be planned for, including 

delegating  the responsibilities, agreeing on a time frame, making a budget, and so on.  It 

is imp ortant that these three levels are coherent, i.e. that they fit well together! Otherwise 

the strategy is  weak and of not much use.  

 

 

What do you do?  

Step 1: Give a short presentation (10 minutes)  on strategic planning using the basic  

information in the box  above.  

Step 2: Explain to the participants that in this session  we will be concerned with the 

ñbig pictureò and the strategic level.  
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Step 3: Now form small working groups of about  five people each. Provide each 

group with a stack of  A4-papers and mar kers. Motivate the group to use as  many 

trials as they wish, using as much paper as they  wish. But they should come out 

with one sheet for  each question. Give the group 30 minutes to discuss  the 

following questions:  

o Vision: What state do we think is ideal for young  people in our 

town/district?  

o Values: What values do we feel form the basis of  our work?  

o Mission statement: What is the genuine task of our  group of 

stakeholders?  

o Strategies: What are the strategies we want to use to  attain the 

above?  

At the end o f the task the group should have come up  with four A4 -sheets, one 

for each question, displaying  the results of their discussion.  

Step 4: Request the groups to pin their A4 -sheets on  the Pinb oards. The vision, 

values, mission statements  and strategies shoul d each be put together. As the  

facilitator, take a few minutes to analyse the results.  

Step 5: Now read out all the results on the Pinb oards  to the plenary.  

Step 6: It is possible that the statements are similar or  mean the same and are 

only formulated dif ferently.  In this case, ask the group if it possible to merge the  

statements that are overlapping by formulating a new  statement. Ask the group 

for suggestions and request  a volunteer to write down the final statement.  

Step 7: Now check if the statements c ontradict each  other. In many instances, 

this will not be the case and  the statements have the same contents, but with a  

different focus. In such a case, point out to the group  which statements actually 

match and ask them for  suggestions on how they could be merged into a ne  

statement. Again, ask a volunteer to write down th e final statements.  Be aware: 

This process ï and especially step 6 and 7 ï can be very sensitive. As PROJECT 

MANAHER you have to be careful not to  overrule someoneôs opinion when 

merging  statements.  Also, be cautious that you also spot contradictions .  

Step 8: By now you should have considerably reduced  the n umber of statements 

on the Pinb oards. In an  ideal scenario, you will have agreed on one vision,  one set 

of values, mission statement and one set of  strategies. If there are contradictions 

that could not be  solved, bring them up and have an open discussion  with the 

participants. It is always possible that stakeholders  do not agree and this should 

be respected as  a possible  outcome of the  session, also. In this case,  use the 

contradicting statements both as equal results.  
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3.4.2 Exercise ɀ Action Planning  
 

 

The purpose of this exercise is for the participants to plan their groupôs activities and 

services, in line with its strategy. In co ntrast to strategic planning, action planning is 

located at the activity level and concerned with the practical and so -called operational 

issues. However, the action plan you are developing should match the strategic plan 

ï remember that this is the third level of the strategy.  

 

What do you do?  

Step 1: Prepare a large chart, displaying the vision, mission statement and 

priority areas taken from the strategic plan (see 3.4.2). The chart should take 

on the form shown in the figure below. This is a simple char t. Most 

importantly, there is no space for the costs. Note: You have to agree with the 

group on the time covered by the plan, e.g. 6 months, 1 year, 2 years, etc.  

 

 

Step 2: Explain the functions of the different columns and lines and what they 

mean (activ ities, timeframe, responsible person/stakeholder).  

Step 3: Now request the participants to form groups according to their 

interest in specific priority areas or interests. It could be that the interests are 

obvious. However, you should also make sure that the groups are of similar 

size.  
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o Step 4: Ask the groups to work on the activities, timeframe and 

responsibilities for their priority area (45 minutes). They should write the 

activities and responsibilities on cards and pin them on the chart. Each 

group can come up with as many activities as they want. The timeframe 

should be indicated by making crosses in the according spaces (see 

illustration below). Thereby, although working in small groups, the whole 

group creates a common visualised result.  

o Step 5: After the time is over, ask the participants to assemble in the 

plenary to review the result. Each group should present their respective 

priority area. The other participants are invited to comment on the plan 

and to add contributions.  

o Step 6: Motivate the participants to make suggestions for other priority 

areas and takeover responsibility for specific activities. The column on 

responsibilities will determine which stakeholders will work together. Give 

the participants some time for the discussion of respon sibilities.  

 

Caution!  Action Planning is a process that can take up different lengths of time, depending 

on how elaborate the plan  will be. This has to be determined by the group. It could very 

well be that the time you have scheduled for  this process turn s out to be insufficient. In 

this case, be prepared to discuss with the participants a time for  continuing the planning 

exercise. Also, the format we propose herein does not cater for a budgeting process  of the 

activities and services ï this should be done  at a later stage.  
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3.4.3 Visual ɀ Milestone Chart 
 

 

Do some projects confuse you? Do you make a mess of the deadlines? Do you fail to 

see the link between the different tasks?  Then draw your project and its time 

schedule in form of a Milestone Chart!  The Milestone Chart is a tool that helps to 

visualize the different activities and their respective sequences. It can be considered a 

visual form of action plan.  

  

What do you do?  

o Identify the necessary tasks for and/or activities of the project.  

o Now, so rt the tasks/activities according to their logical sequence: the first 

activity comes at the top, and so on. Give each activity a number that 

corresponds to its position in the sequence of activities.  

o Decide on the date for the beginning and the end of a project.  

o Make a realistic guess how much time you will need for each task.  Ideally, 

discuss with your colleagues/the group how much time you want to spend 

on each activity and when each activity should be completed ( ódeadlines ô).  

o Draw an arrow or bar behi nd each task whose length corresponds to the 

time the task will /should  take; each arrow or bar ends at the envisaged 

deadline.  

o You will see that the arrows/bars for some activities will cover the same 

time, which indicates that they will have to be carried  our simultaneously.  

o How can you document the progress of the work?  Below the line in which 

you put the day/week/month you draw a line in which you register the 

date each task was finished  (ócompletion dateô). This line also serves for 

observations.  
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3.4.4 Checklist ɀ Applications and proposals  
 

 

After the project has been planned, those implementing it need to look for support, 

mostly financial assistance to fund the planned activities. As PROJECT MANAGER, you 

will assist youth groups in p reparing applications and proposals to local governments, 

non -governmental organisations or international development agencies, depending on 

who finances youth promotion in your area or region. This checklist explains 

important factors to consider when mak ing an application or writing a proposal. Study 

the information carefully and practice your proposal writing skills before attempting to 

write a proposal for submission!   

 

Before you start writing a proposal you need:  

o The joint decision of your group or or gan ization to apply for something 

(e.g. funds, equipment, a technical advisor or volunteer expert, etc. )  

o Sufficient people in your group or community at large who suppor t the 

project and who are willing to participate.  

o At least two people who will be respo nsible leaders for the project; 

remember that as PROJECT MANAGER you will often only assist the youth 

group in coordination and organisation.   

 

What do  you do ? 

 

Step 1:  Gather detailed information  

o Ask exactly how (post, email, etc.) and when (deadline) the 

application has to be handed in.  

o Ask the authorities or the donors what the conditions for the 

application are and how it has to be presented  (format) . 

Step 2:  Create a working team with at least two people  

o Arrange meetings with them and set up a proced ure until the 

application has to be presented.  

o For example: who is going to ask about subsidies and conditions? 

who talks to the responsible people (politicians, local government 

administrations etc.)? Who talks to other participants? Who takes 

over the t ransport to the place where the application has to be 

presented?  

Step 3:  Write a draft including all the important information  

o Use all the information previously collected and write down an 

explanation of not more than 10 points , briefly describing the 

pro ject.  
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Step 4:  Organize a project meeting.  

o Discuss your 10 points  with the other people involved in the 

project. (Be aware of the fact that the ten points have no specific, 

given points to work with, but you alone decide which ten points to 

mention in an application. It is always best to work with a few facts 

(ten!) than with too many that might sound confusing at the end.) 

Decide with them on a definite project description.  

Step 5:  Produce the proposal in accordance with the information you have 

obtain ed from the donor. Note that every donor will have its own procedures and 

formats and it is absolutely paramount that you fully adhere to these ï if not, 

your proposal will most likely be disqualified.   
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3.4.5 Checklist ɀ Budgeting  
 

 

Each application has to be accompanied b y a budget. Sometimes the proposal is 

separated into two parts, a technical proposal and a financial proposal. While the 

previous checklist related to the technical proposal, this one refers to the budget. 

However, also here the firs t and foremost rule is to obtain information from the donor 

you are targeting on the procedures and rules and to stick to them all along the way, 

not to run the risk of disqualification.  

Therefore, start with structuring your thoughts :  

o Does the donor or t he supporting institution have any specifications for your 

budget?  Are there any descriptions of a calculation, maybe a form?  

o Do these specifications contain any information as to whether you have to 

contribute with your own funds, work or material to this  project?  

o If you do not have such forms or information, get it!  

o Read it carefully!  Mark or underline those words or sentences that refer to 

the budget.  

o Fill the  form according to the instructions of t he donor  institution.  

o Draw a table on a piece of paper in which you can write all the earnings (on 

the left) and expenses (on the right) of your calculation.  

o In filling the table, follow these steps:  

o Write down all  the expenses for the project. For example:  

Expenses for material, transport, construction , seed s, tools , for 

human resources  (such as salaries, fees and allowances).  

o Find out about the prices for certain materials, for the various 

items. Here, it pays to be as realistic as possible! Check if the 

donor institution covers these expenses  (i.e. if they  are eligible 

costs) .  

o Check the duration of the project. Calculate the costs for a month 

or for a year as necessary.  

o Write down which of the costs the group  can meet by itself. For 

example through its o wn  work or o wn funds to finance part s of the 

project .  

o Also, check w hat earnings do you expect  to generate from the 

project? If you are planning to produce something, f ind out about 

the prices for your products. Talk to people who have sold similar 

products before.  

o Often you will need a starting capital. Ask the group who wants to 

carry out the project if they have any savings yet.  

o Write all earnings (income) and expenses (costs) into the table you have 

prepared before. Check carefully if all the sums are correct. Then add up the 

earnings on the left hand sid e and the expenses on the right hand side.  

Then subtract the earnings from the expenses and you get the amount of 

money that you need for your project according to your calculation.  
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3.5 SËÉÌÌ !ÒÅÁ Ȱ0ÒÏÊÅÃÔ )ÍÐÌÅÍÅÎÔÁÔÉÏÎȱ 
3.5 1 Checklist - Self-management 

 

Are you trying to do too many things at the same time? Are you unable to keep 

deadlines? Can't you find time to relax? Do you often fail to reach your personal 

aims?  Then it's time for you to tackle the most demanding management task 

there is: the manag ement of yourself  (self -management) !  

 

The following steps and points help you to reflect on the focus of your project 

management. It will help you to separate the important from the less relevant issues.  

 

Step 1: Take a mom ent and structure your thoug hts! Ask yourself, what are your 

objectives as a PROJECT MANAGER ? 

A.) What are the objectives of your project?  

B.) What are the objectives of your group?  

C.) What are the objectives of the individual group members?  

D.) What are  your professional objectives as a PROJECT MANAGER?  

 

Step 2:  Write the objectives  according to A.), B.), C.) and D.) on a piece of paper. 

Now, give them scores and prioritiz e them:  

o most important: highest score  

o second most important: 2 nd  highest score  

o thir d most important: 3 rd  highest score  

o All the others are of minor importance.  

 

Step 3: Create a table and fill the three most important objectives that you identified 

in Step 2 in the table, according to whether they are short - , medium -  or long - term 

objectiv es.  
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Long - term  Medium - term  Short - term  

Objectives of 

the project  

 

 

  

Objectives of 

the group  

 

 

  

Objectives of 

the individual 

members  

   

Objectives of 

the PROJECT 

MANAGER  

   

 

Step 4: Look at the  objectives in the table once again. Erase those whic h you think  

are unimportant. Maybe new objectives  have occurred to you in the meantime. Write 

them down , too !  

 

Step 5:  Use the following steps to improve your performance and self -management:  

o Define a realistic time period  (hours, days, weeks) for reaching  each 

objective !  

o Decide which of the objectives  you would like to have reached by 

December 31 of the current year. What would you like to have changed by 

then ï professionally, personally, in the group ï in the project?  

o Be realistic  about your plans!  

o Defin e a schedule  for yourself! Decide on which day during the week you 

want to work for which aim. Who you need talk to in t he near future about 

your aims. That way you end up with a plan for the week.  

o Evaluate yourself . Save some time for only thinking  about what you 

have implemented and for evaluating and making adjustments on what 

you have done the past week. Do this always on the same day and at the 

same time.  

o Make a plan  for each coming week! Think about what exactly you want to 

change next week, define 3 steps/measures for the coming week.  
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3.5.2 Exercise - Self-evaluation questionnaire  
 

 

What do you need?  

Photocopies of the questionnaire, pens ; you can also prepare a questionnaire 

especially for your work with a specific project or for a specific group  

 

What do you do?  

o Each participant looks for a quiet place where to fill out the 

questionnaire by him/herself.  

Variation 1:  

o After answering the questions read the questionnaire and reflect on 

your strengths and weaknesses as a PROJECT MANAGER.  

Variation 2:  

o Alternatively, you can discuss your filled questionnaire with a trusted 

friend or colleague, who can tell you, if he/she shares your self -

perceptions.  

Variation 3:  

o Another possibility is to reflect on the questionnaires in a group. Here, 

all participants s it in a circle. One person begins to present his or her 

questionnaire, point after point, maybe with comments or 

supplementary remarks. After that, the group gives a feedback.  

 

Questionnaire for Self - Evaluation  

1.  Ability and skill to express myself:  

a.) verbal  

b.) non -verbal  

 

2.  Listening skills:  

a.) Have I tried (sometimes) too hard to be the focus of attention? If yes, why?  

b.) Have I tried (sometimes) to hold myself back? If yes, why?  
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3. The communication was essentially:  

a.)  intellectual  

b.)  em otional  

 

4. My conduct within the group was mainly  

a. ) creative  

b.) constructive  

c.) destructive  

 

5.  In certain situations I felt  

a.) blocked  

b.) evaluated  

c.) passive  

d.) not accepted  

e.) dominant  

 

10.  What was the social atmosphere within the group like?  

11.  What was the sense of unity like?  

12.  What do I feel right now?  

13.  What are my perspectives of change?  

 

14.  Until now, has there been a transfer in everyday life?  

a. ) When?  

b.) Where?  

c.) How?  

 

15.  Other Comments:  
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3.5.3 Exercise - Body and Eye Contact 
 

 

This exercise can best be used to ñbreak the iceò in the group; to enhance contact 

between group members; and ï most importantly -  to teach aspects of non -verbal 

communication  

 

What do you need?  

Group:   7 ï 9 participants  

Duration:   approx. 15 minute s 

 

What do you do?  

 A volunteer from the group talks to the other participants spontaneously for 6 

minutes about any subject. The group can choose a random topic for the 

speaker. It should be a fun topic and not controversial! The other participants 

applaud  when he or she finishes  

 In the second round, the same volunteer speaks about the same subject. But 

now he or she has to follow certain rules:  

o The speaker constantly maintains eye contact with one of the 

listeners.  

o The speaker has to touch one of the liste ners.  

o Eye contact and body contact can change from one listener to the 

other in the course of a speech.  

o If the speaker does not follow these rules, the supervisor 

intervenes, saying "Eye contact" and "Body contact".  

 Round of evaluation: the participants as k themselves the following questions  

o What was the difference between the two speeches?  

o How did the speaker feel?  

o What was the impression of the listeners?  

o What is the importance of eye contact in speeches?  

o What is the importance of physical contact in conv ersations and 

when communicating?  

o What consequences will these experiences have for the participants 

when giving speeches or presentations of their own?  
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3.5.4 Checklist ɀ Speeches 
 

 
ñThe brain is a wonderful thing. It works from the moment  

of your  birth u ntil you stand up to give a speech!"   
Mark Twain  

 

What do you need for a good speech/presentation?  

o A detailed preparation.  

o An exact schedule.  

o Well -structured material.  

o A well - structured script.  

 

The preparation  

Structure your thoughts! Ask yourself:  

o What is the AIM of my speech/presentation? (Do you want to convince your 

audience of something? Do you want to present a political opinion? Do you 

want to introduce a meeting?)  

o Do you have a subject for your speech/presentation? Who is your audience? 

(Children,  adults, elderly people, people who speak Englishé) 

o Take five minutes! Close your eyes. Imagine the occasion on which you will 

speak. Observe yourself. Try different poses:  

o the eloquent speaker,  

o the imaginative describer,  

o the calm explainer.  

o Create in your  mind the image of the event for which you are preparing 

yourself. Think about the expectations and images your audience may have. 

Maintain this picture in your mind while preparing your speech/presentation.  

 

The material  

Ask yourself the following questio ns:  

o What information do you already have concerning this particular subject?  

o Who can you ask in relation to your subject/presentation?  

o Maybe you have useful information in your file or in your notes concerning 

the speech/presentation that you are preparing ? 
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Write all the information that you already have on a blank piece of paper. Think about 

what information you really need for your speech/presentation.  Select only the 

essential issues for your speech. Find two keywords for each issue or information. 

Write all keywords that you selected on the right hand side of your preparation sheet.  

Think back: what was the aim of the speech/presentation again?  

 

The schedule  

First of all, decide when and where you want to give the speech and what materials 

you need ( paper, pens, blackboard, chalk, equipment, pieces of wood, toys etc.).  

And here's your schedule:  

o Introduce  yourself and address the audience.  

o Name the subject and the aim of your speech/presentation.  

o Then explain the first main part  of the essential inform ation.  

o Remember: "The first impression is crucial, but the last remains."  

o Facts, essential information and the key sentences of your 

speech/presentation should be explained in the first and in the last part.  

 

 

 

 

 

 

 

 

 

 

I llustrate !  

People remember  20% of wh at they only hear,  30% of what they only see and  

50% of what they hear and see! Therefore, illustrate your speech. Use pictures, 

maps, wooden material, or art as tools to underline your speech and make it 

more lively. Give examples or tell a short story to  illustrate the subject.  
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Then make a short summary  of the main information and facts. Think up a sentence 

that people can easily remember. At the end of your speech, thank the audience for 

their attention.  

 

What mistakes can you make?  

o Your task is to in form and convince your audience. That's why you should 

choose the information well.  

o Don't be boring. Each speech/presentation should contain at least one 

reason to laugh. Funny stories are essential for a speech/presentation.  

o Use your body, arms, hands, f ace to underline your words, not to distract 

the listeners. So don't gesture wildly. Keep the expression on your face 

calm and friendly. Breath regularly. Only move in a small circle.  

 

Observe!  

o Observe your audience  while you are speaking. Try to establish  eye 

contact. Be sensitive. React to what you see. For example: it becomes 

evident that people are getting bored. Then tell a funny story or use one 

of your other tools e.g. visual aid, animations.  

o If p eople don't listen anymore and start talking to each o ther. Ask directly 

how they see the situation and whether the y are interested in your 

speech/presentation.  

o The outer circumstances change. It gets very warm, starts to rain, people 

come by and disturb. Be prepared to take a break. Wait until the difficult 

situation has passed and then continued.  
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3.5.5 Checklist ɀ Meetings 
 

 

Every time you, as a youth social worker, interact with young people, this can be 

considered a meeting. However, these are social and rather informal gatherings. 

From a social work pers pective, they are important so that you can get to know the 

youth and that they can feel comfortable in your presence. The games in the GROUP 

GUIDE module are helpful in order to create a relaxed atmosphere.  

In project management, we focus on the formal a nd structured meeting that is held in 

order to discuss specific topics and achieve concrete results.  As a PROJECT 

MANAGER, a lot of your time will be spent in meetings. However, m eetings can be 

very boring, unsuccessful, without focus and poorly p repared.  The following points 

can help you change that:  

 

Consider the following points and questions in preparing a meeting:  

o Is the meeting really necessary?  

o What activities and plans are being prepared for the meeting?  

o Do I have to take part myself?  

o Who should ta ke part? Who is essential? Can anyone send a 

representative?  

o Keep the amount of participants as low as possible!  

o What would be the best time for the meeting?  

o Where could the meeting be held undisturbed? (Note: Disturbances and 

distractions make the meeting  longer!)  

o Define the meetingôs purpose and its agenda! Try to express the meetingôs 

purpose in not more than 5 words!  

o Decide an order for the issues on the agenda!  

o Send an invitation with the exact information concerning agenda and 

purpose to all participa nts!  

 

Consider the following points in conducting a meeting:  

o Always start the meeting at the scheduled time!  

o Make the rules of the meeting clear to everyone. Inform everyone about 

these rules (for example, how they have to ask to speak, at what point an 

issue is to be treated and how long people can speak)!  

o Hold someone responsible for the time schedule and the minutes.  

o Don't allow interruptions.  
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o Note critical points in the discussion, and mention them and try to reach a 

solution.  

o Make regular controls t o see whether the purpose of the meeting is being 

attended to, remind the participants of purpose and agenda.  

o If decisions are taken and measures defined, repeat them so that 

everyone can understand them.  

o Make a summary of the results, and confirm deadline s and responsibilities 

with the participants!  

o Finish the meeting on time. (Note: A meeting that deals with only one 

subject or with a fairly concise set of subjects should never last longer 

than 60 minutes.)  

 

Consider the following points after the meeting :  

o Check if the meeting was successful, i.e. if all issues on the agenda were 

handled.  

o Write a report of the results  (minutes)  containing the following 

information: Place, Time, Issues handled, agreements, deadlines, 

responsibilities.  

o If necessary, provide the other participants with a copy of the minutes .  

o Control the fulfilling of the tasks regularly: Who? What? Until when?  

o Include any issue that was left unresolved in a meeting in the agenda for 

the next meeting that handles the same subject.  

 

What  else to  consider:  

o If technically possible, visualize the issues on the agenda.  

o Use an animation game (see GROUP GUIDE module) at the beginning of  

the meeting or during a break -  exercise improves concentration.  

o Welcome all participants personally. Make the meetin g agreeable.  

o Watch out for your own role. You help the others to organize an event. 

You are not their leader, a gifted actor who can use the event as a stage, 

a judge over their opinions or the one who is responsible for everything. 

That's why you should c hoose a partner, especially when the meeting is 

large, who observes you and helps you to improve your overall 

performance.  
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3.5.6 Checklist - Announcing events 
 

 

It is very important to structure information well, but most of all we have to be 

careful to r each the young people who need, know or want this information. Events ï 

including those for young people -  have to be announced to those who are going to 

be invited, to those you want to participate and, to those who know or have heard 

about it.  The follow ing are only some ideas. Of course there is no limit to your 

imagination.  

 

NETWORK OF TALKERS  

o Create a network of talkers  in your town or village.  

o Recruit them everywhere, on the market , in the school, in the church.  

o You need one or two persons in each pla ce whom you see regul arly.  

o Ask them if they would do you the favour of passi ng on information about 

events.  

o After that, you can improve your system even further. Find multipliers in your 

personal environment, who in turn can look for talkers in the homeste ads, 

schools, churches.  

 

POSTER  

o A poster or an announcement is a very efficient way of passing on 

information. If you put them up in the right places and use these places 

regularly for your posters or announcements, people will start looking for 

them and p erceive your information well.  

o It is essential that a poster or announcement is well structured and designed, 

because people will judge the event from the impression the poster or 

announcement makes on them. That is, when the poster or announcement is 

well  done, people will assume that the event is well prepared and important.  

 

 

 

 

 

 

 

A poster should contain the following information:  
 
 What? (Name of the event, title, abbreviation/ A title consists of not more 

than 5 -6 words,  written in large letters, maybe handwritten)  
 When? (Date, day, time)  
 Where? (Exact description of the place)  

 Who is the contact person in case there are questions about the event?  
 Who is responsible for this event? (Always name people)  
 What do the partici pants have to bring along? (Chairs, food, cutlery, 

material, pen and paper etc.)  

 


