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1. Short description

Management is the integrating force in all organised activity. It ensures that all
necessary resources - human, physical, material and financial - are effectively used,
organised and coordinated to achieve objectives, achieve desired results and optimise
outcomes. Management is primarily concerned with solving problems creatively and
effectively.

Individuals are not naturally able to assess the risk of their choices, as they are
influenced by a whole cognitive and cultural background that leads them to
overestimate or underestimate the value of a possible decision. Complex decisions
can benefit from a group approach, where elements that are not taken into account by
the individual can be considered by the group and become possible barriers to
predicting an error. However, working in a group can have positive effects, such as
'synergy’, or negative effects, such as 'social loafing'. Good management is believed
to have a positive effect on people’'s motivation and the development of creative
solutions.

The Module aims to (i) introduce students and learners to the concept of participatory
group dynamics; (ii) discuss the fundamental process of organisational management,
specifically how to plan, organise, direct/lead, and control to achieve goals efficiently
and effectively; (iii) explain the distinctive aspects of management in participatory
planning, (iv) familiarize students and learners with the holistic skills needed to
manage PPL processes and (v) equip students and learners with basic managerial
technigues for PPL. The content focuses on the fundamentals of management and
decision making, examines the behaviour of people in group settings and the
emergence of group dynamics, and discusses the specific nature of participatory
planning management and possible techniques for managing the process effectively.
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2. Keywords

Management; Management Process; Decision-Making; Groups And Group
Behaviour; Group Dynamics; Management Skills; Managerial Techniques For PPL

3. Content
3.1. Foundations of management and decision making

Management is the integrating force in all organized activity . It is essential wherever
human efforts are undertaken collectively to achieve a common objective.
Management is a universal necessity across all types of endeavours, including the
business sector, as well as social and service-oriented institutions such as
governments, hospitals, schools, and clubs.

Management is both an art and a science. It ensures that all necessary resources -
human capital, machinery, materials, and finances - are effectively utilized, organized,
and coordinated to achieve objectives, attain desired outcomes, and optimize results.
Management is usually seen as a distinct activity characterized by the following key
features: economic resource, goal oriented and distinct process, and a multi-
disciplinary subject with universal application.

Management is a diverse and complex concept, that despite the efforts of experts
has not yet gained a universal accepted definition. However, some definitions are most
commonly referred as those of:

Henry Fayol’ To manage is to forecast and plan, to organize, to compound, to
co-ordinate and to control.

J.N. Schulze Management is the force which leads guides and directs an
organization in the accomplishment of a pre-determined object.

Mary Parker Follett | Management is the art of getting things done through people.

Stanley Vance Management is simply the process of decision-making and control
over the actions of human beings for the express purpose of
attaining pre-determined goals

The principles of management have long been categorized into the four major
functions of management. They are often discussed using the P-O-L-C framework that
stands for planning, organizing, leading and controlling and was originally suggested
by Henri Fayol in 19162.

Fayol's seminal book "Administration Industrielle et Générale" (General and Industrial Management) was published in
1916. This work laid the foundation for modern management theory and introduced his famous 14 principles of management.

2 The fundamental notion of principles of management was developed by French management theorist Henri Fayol
(1841-1925).
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Table 1: Principles of management (source: Own elavoration from Fayol, 1916)

Function of Definition Concerned with:
management: (Bateman & Snell, 2022)

specifying the goals to be achieved and  1.Vision and Mission

Planning

deciding in advance the appropriate 2. Strategizing
actions needed to achieve those goals. 3. Goals and objectives
Organizing allsserr?bling an.d cogrdinatinlg the human, 1. . Organizational
financial, physical, informational, and design
other resources needed to achieve 2. Culture
goals 3. Social Networks
Leading stimulating people to be high 1. Lea(_jgrship _
performers. 2. Decision making
3. Communications
4. Groups/ Teams
5. Motivation
Controlling monitoring performance and making 1. System§/ Processes
needed changes. 2. Strategic Human
Resources

Planning:

Planning is a key management function that involves setting goals and determining
the actions required to achieve them.

It is a structured, step-by-step approach that begins with environmental scanning,
where the management body (an individual or a collective body) need to understand
external factors influencing their context. These factors can include economic and
political conditions, legal requirements, market competition, and user or societal
trends. Once these elements are analyzed, managers can forecast future conditions,
providing a solid foundation for planning.

The next step is to establish clear objectives, which define what needs to be
accomplished and by when. Managers then identify different strategies for achieving
these objectives and evaluate the potential alternatives. After careful consideration,
managers make decisions on the best course of action.

Once a strategy is chosen, the necessary actions are outlined, and efforts are directed
toward its successful execution. Continuous monitoring of progress is essential,
allowing for adjustments to ensure the plan's success and responsiveness to changing
circumstances.

Organizing:

Organizing is a fundamental management function that involves establishing
structures and allocating resources to achieve objectives effectively and efficiently.
The structure created serves as a foundation for coordinating activities and
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responsibilities and is often visually represented through charts that outline roles,
authority, and accountability. Decisions related to structuring and organizing are
commonly referred to as (organizational) design considerations.

This function also involves defining individual roles within the broader process or
system. It includes identifying responsibilities and determining how tasks should be
carried out to meet organizational or operational needs effectively.

At a broader level, organizing involves determining the most effective ways to group
roles, activities, and functions into cohesive units, such as departments, teams, or
operational clusters. This process, often referred to as grouping or
departmentalization, can be based on various factors, including functional roles, areas
of service, geographical regions, or key stakeholder groups.

At the individual level, organizing emphasizes designing roles that strike a balance
between operational efficiency and individual satisfaction. Modern approaches to
organizing and role design increasingly focus on principles such as collaboration,
adaptability, and professional development, aiming to enhance both individual
contributions and overall effectiveness.

Leading:

Leading is management function that involves utilizing various sources of influence
to inspire and guide the actions of others toward achieving shared objectives.
Effective leadership fosters enthusiasm and commitment among individuals,
motivating them to contribute to the achievement of attributed goals.

To lead successfully, it is essential to understand the values, attitudes, and emotions
of those being guided. Effective leadership requires applying motivational methods to
energize individuals for optimal performance, employing communication strategies to
deliver clear, persuasive, and impactful messages, and adopting leadership styles
appropriate to the context.

Controlling:

Controlling is a fundamental management function aimed at ensuring that
performance aligns with established benchmarks or standards. This process
generally involves three key steps: (1) setting performance standards, (2) evaluating
actual performance against these standards, and (3) taking corrective action when
necessary. Performance standards can be expressed in various forms, such as
financial indicators (e.g., revenue, costs, or profits), operational metrics (e.g.,
production levels, defect rates, or quality measures), or service metrics (e.g., customer
satisfaction).

Methods for measuring performance vary based on the type of standards and may
include tools such as financial analyses, production reports, feedback mechanisms,
or formal evaluations. Leaders and managers at all levels typically engage in some
aspect of the controlling function.
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It is crucial to distinguish the function of controlling from notions of behavioural or
manipulative control. This management function does not involve influencing personal
attributes, such as values or emotions. Instead, it is focused on ensuring that activities
and processes align with objectives and contribute to overarching goals.

Effective controlling requires clear and well-defined plans that provide measurable
benchmarks for performance assessment. It also demands clarity regarding
accountability for deviations from expected outcomes. Common control mechanisms
include budget audits, which examine financial adherence to planned allocations, and
performance audits, which assess whether outcomes accurately reflect actual
performance.

Although controlling often emphasizes financial oversight, its scope extends to various
operational aspects, including process management, compliance with policies, service
delivery procedures, and overall adherence to organizational standards. By
incorporating robust control mechanisms, entities can ensure that activities align with
strategic goals and contribute to desired outcomes across different contexts.

Management is primary focused on solving problems creatively and effectively.
Thus, the entire management process is based on making decisions at various
levels. Decision making is a process of making a choice from a number of alternatives
to achieve a desired result (Eisenfuhr, 2011). Three key elements in this definition
need attention. First, decision making involves making a choice from a number of
options, resources, opportunities; second, decision making is dynamic, involves a
number of factors and sub-processes; thirdly, the “desired result” involves a purpose
or target resulting from the mental activity that the decision maker engages in to
perform the choice. (Savioni, 2023)

Decisions are needed both for tackling the problems as well as for taking maximum
advantages of the opportunities available. There is, however, a certain difference
between deciding and solving a problem. In problem solving, the decision making act
is always linked to the objective we want to achieve, while in decision making, the
decision making act is represented by a reasoning of choice of the most suitable
alternative—within a series of options (Andreis, 2010). In most cases, decision making
means thinking in conditions of uncertainty: we cannot predict with certainty the future
outcome of the available alternatives, but in the best of cases we can only estimate
the probability of these outcomes (Savioni, 2023).
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Fig 1: Principles of decision making

With regard to theoretical models in the field of decision making there are two different
approaches - a normative approach that focuses on rational choice theory and a
descriptive approach (Andreis, 2010).

Analysis of o
Identification of a Identification of Allocation of Development of MR Selection of
A T ; e . alternative N
problem decision criteria weights to criteria alternatives s Alternative

Evaluation-of-Decision-

Implementati
on of
alternative

Effectivenessq

Figure 2: The decision making process according to the rational model (source:
Adapted from (Paramaguru, 2015)

The descriptive approach assumes that people’s choices are often in contrast with
each other, suggesting some empirical generalizations that characterize people’s
decisions (Savioni, 2023).
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To avoid limitations associated with rational-decision making models, decision-makers
often combine elements from multiple models depending on the complexity and
context of the situation.

Historically scientists have emphasized different models of decision making suited
for specific scenarios (Table 2).
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Table 2: Models of decision making

Focus:

Process:

Best for:

Rational
Decision-

Making
Model

Logical,
step-by-step
process to
achieve
optimal
outcomes.

Comprised
of 6-8 steps

Complex

decisions
with clear
data and

criteria.

Bounded
Rationality
Model
(Herbert
Simon
Recognizes
cognitive and
resource
limitations in
decision-
making

Decision-
makers
"satisfice"
rather than
optimize—sele
cting an
option that
meets
minimum
requirements.

Situations
with limited
information or
time
constraints.

Intuitive
Decision-
Making
Model

Relies on
experience,
instincts,
and gut
feelings.

Decisions
are made
quickly
without
detailed
analysis,
often in
uncertain or
high-
pressure
situations.

Situations
requiring
rapid
responses,
where
expertise or
experience
is critical.

Creative
Decision-
Making
Model

Encourages
innovation
and
brainstorming
to generate
unique
solutions.
Comprised of
defined steps
focusing on
problem
identification,
data analysis,
incubation of
ideas,
discovering
creative
solutions,
verification
and
implementatio
n

Novel
problems
requiring out-
of-the-box
solutions.

Garbage
Can Model

Describes
decision-
making in
chaotic or
ambiguous
environment
S.
Solutions,
problems,
and
decision-
makers
interact
randomly,
leading to
decisions
when they
"happen to
align.”

Organization
s with high
uncertainty
or fluid
processes.

Incremental
Decision-
Making Model

Decisions are
made through
small,
incremental
steps rather
than sweeping
changes.
Gradually
implement
changes and
evaluate the
results before
proceeding
further.

Risk-averse
environments or
complex,
evolving issues

Political
Model

Recognizes
that decisions
are influenced
by competing
interests and
power
dynamics.
Decisions
result from
negotiation,
compromise,
and coalition-
building.

Organizations
or contexts
with
conflicting
stakeholder
interests.

Prospect Theory
(Behavioral
Decision-Making
Model)

Explains how
people perceive
risks and rewards,
emphasizing loss
aversion.

People tend to
avoid risks when
seeking gains but
take risks to avoid
losses.

Understanding
decision-making
under uncertainty

Participative
Decision-
Making
Model

Involves
multiple
stakeholders
or team
members in
the decision
process.
Encourages
collaboration
and shared
input to
reach a
consensus.

Situations
requiring
buy-in from
diverse
groups.

Heuristic
Decision-Making
Model

Relies on rules of
thumb or
shortcuts for
quick decisions.

Simplifies
complex
decisions but
may introduce
biases.

Routine or
repetitive
decisions with
predictable
outcomes.
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3.2.  Understanding individual and group behaviour

Individuals are constantly interacting with others. Based on these interactions,
individuals fall into different formations or groups - family, work team, friends, interest
groups, etc. A Group is a collection of personalities (formation of at least two people)
with different characteristics, needs, and influences who come together in a given
purpose, communicate with each other, affect each other and are dependent on each
other. According to researches, an individual behaves in a group differently than being
alone (Genger, 2019).

To be a group, a crowd should have common objectives and norms, but also they
should be feeling themselves as a group (R. Kreitner, 2010) (Genger, 2019). Small
groups reflect society as a whole (Genger, 2019).

Scientists propose different categories of groups based on various criteria:

e Primary and secondary groups - The primary group is usually fairly small and is
made up of individuals who generally engage face-to-face in long-term,
emotionally significant ways. The best example of a primary group is the family.
Secondary groups are often larger and impersonal. They may also be task-
focused and time-limited. These groups serve an instrumental function rather
than an expressive one, meaning that their role is more goal- or task-oriented
than emotional. One’s fellow students or co-workers can be examples of a
secondary group. Neither primary nor secondary groups are bound by strict
definitions or set limits.

e Formal groups and informal groups - Formal groups who are structured to
pursue a specific task and are characterized by a defined organization,
designated positions, clear rules of interaction, and a leader. Informal groups
emerge naturally in response to organizational or member interests. Unlike
formal groups, they lack specific organization, designated positions, formal
rules, and a defined leader.

¢ Real and Conditional Groups - Real Groups are formed to achieve common
goals and produce tangible results through collaborative activities. Conditional
Groups share a common, recognized characteristic that connects them, but in
reality, the members do not interact with one another and do not feel a sense of
belonging to the group.

Team is most common form of a formal group, while in some contexts community may
be an example of informal group. There are some differences between informal and
formal groups (Table 3).

Table 3: Differences between formal and informal group

Funded by the European Union. Views and opinions expressed are however
Co-funded by those of the author(s) only and do not necessarily reflect those of the European
the European Union Union or the European Education and Culture Executive Agency (EACEA).

Neither the European Union nor EACEA can be held responsible for them.
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Comparison
criterion

Formal Groups

Informal Groups

Goal

Defined by the organization or
institution; aligned with formal
objectives and policies.

Emerges from shared personal
interests, needs, or social connections;
goals are often flexible.

Participation

Participation is assigned or
mandated based on roles and
responsibilities.

Participation is voluntary and based on
shared interests or relationships.

Role structure

Clearly defined roles with a

Roles are fluid and evolve based on

such as voting or hierarchical
approval systems.

hierarchical or structured | group dynamics or personal
framework relationships.

Management Managed through formal | Self-managed or organically
leadership, policies, and | coordinated by influential members
procedures. without formal leadership.

Decision-making Follows structured processes, | Decisions are made informally, often

through  consensus or influential

individuals' input.

structured settings.

Conflicts Handled through formal | Resolved through negotiation, personal

resolution mechanisms, such as mediation, | relationships, or group consensus.
arbitration, or policies.

Interaction Interaction is task-oriented and | Interaction is relationship-oriented and
occurs in  professional  or | happens in casual or social contexts.

Communications

Formal communication channels,
such as meetings, emails, or

Informal communication, such as casual
conversations, social media, or word-of-

reports. mouth.

Creativity Creativity may be constrained by | Encourages spontaneous and
rules, structure, or organizational | innovative ideas due to flexibility and
goals. lack of formal constraints.

3.3. Group dynamics and its implication for PPL

The appointment of individuals to a group based on their compatibility, diversity, or
expertise does not assure effectiveness in achieving group goals.

Organizational experts and practitioners have noted that new groups progress through
several stages before reaching peak performance. Each stage brings unique
challenges that members must address to advance to the next phase. These stages
are known as forming, storming, norming, performing, and adjourning.




Forming:

At this first stage of development,
members are preoccupied with :
familiarizing themselves with the * Storming
task and to other members of the

group.

This is sometimes referred to as the
dependent stage, as members tend
to depend on outside expertise for
guidance, job definition, and task
analysis.

Norming:

Performing:

Adjourning:

dmmmm e -
During this phase, the group will Q
resort to some form of closure that I
includes rites and rituals suitable to !
the event. These may include
socials and parties, or ceremonies
that exhibit emotional support or
celebration of their success.

Figure 3: Stages in group progress
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Kurt Lewin stated that groups are dynamic and powerful beings which have power to
influence individuals and communities (Genger, 2019). The social process by which
people interact and behave in a group environment is called group dynamics. Group
dynamics involves the influence of personality, power, and behaviour on the group
process and can be seen in all stages in group progress.

Lewin describes groups as open and complex systems and characterize as internal
and external forces that affect the behaviour of the group. Contemporarily, according
to the needs and developments, new items are participating in these forces.
Nevertheless, recent studies also investigate interaction of these forces with
themselves and each other (Genger, 2019).

Group dynamics encompass various elements such as group roles, norms, status,
cohesiveness, communication patterns, and decision-making processes. These
elements influence how groups form, interact, and perform.

Characteristics of group dynamics include group structure, group cohesion, social
influence, group development stages, and intergroup relationships. These
characteristics help determine how effectively a group functions and achieves its
goals.

The four key elements of group dynamics are roles, norms, relationships, and
communication. Roles define individual responsibilities, norms set behavioural
expectations, relationships build connections, and communication ensures effective
information exchange.

The effectiveness and productivity of groups are influenced by task functions,
maintenance functions, and self-interest function.

Task Functions - This is the primary reason for the establishment of a group. To
achieve the task, they must have members that fulfil some or all of the following roles
(ibid):
Initiating: by proposing tasks or goals, defining problems and suggesting
procedures for a solution

Information by requesting facts, seeking relevant information, and asking for
seeking: suggestions or ideas;

Information giving by offering facts, providing information, stating beliefs, and giving
suggestions or ideas;

Clarifying ideas: by interpreting and clarifying input, indicating alternatives and giving
examples;

Bringing closure: by summarizing, restating, and offering solutions;

Consensus by checking for agreements and sending up ‘trial balloons’.
testing:

Maintenance Behaviour - Each group needs social-emotional support to be effective.
Some members of the group will take the lead in providing this support which consists
of the following (ibid):
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Encouraging:

Improving group
atmosphere:

Harmonizing:
Compromising:
Gate-keeping:

Standard setting:

by showing regard for other members and providing positive response
to their contributions;

by expressing group feelings, sensing moods and relationships, and
sharing feelings;

by reconciling differences and reducing group tension;
by admitting errors and looking for alternatives;

by attempting to keep communications flowing, facilitating the
participation of others, and suggesting procedures for sharing
discussion;

by reminding members of group norms, rules, and roles.

Self-interest Behaviour - This third function displayed by some individuals, members
generally takes away from group performance and affects task achievement at the
expense of the group. Activities that identify self-interest behaviour are as follows

(ibid):
Dominating and
controlling:
Blocking:
Manipulating:

Belittling:

Splitting hairs:

by displaying lack of respect for others, cutting them off, not listening,
and restating other members’ suggestions with a different meaning;;

by stifling a line of thought, and changing the topic either away from the
point of view or back to his or her own interest;

by providing self-serving information, or a single point of view designed
to achieve a decision that is consistent with their position;

through put-downs, sneering at other’s point of view, or making jokes
about another member’s contribution;

by nit-picking, searching for insignificant details that delay a solution,
or undermining another person’s point of view.

Organizational/Process Level

Group Level

Individual
Level
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Group dynamics play a vital role in the Figure 4: Levels of Organizational Behavior
success of teams, processes and including Individual & Group Aspects (source:
organizations. In processes and Apapted from (Hakiki, Anggraini, Fahmi,
organizations, group dynamics impact Putra, & Adinugroho, 2023)

performance by shaping teamwork,

communication, and productivity. Healthy

dynamics promote collaboration and

innovation, while unhealthy dynamics can

result in conflicts, inefficiencies, and

lowered morale.

By understanding group dynamics,
collaboration can be strengthened,
conflicts  resolved, decision-making
improved, and group performance and
satisfaction enhanced.

Effective group performance depends to a large extent, on the size and composition
of the group.

Participatory planning involves both formal and informal groups, depending on the
context, goals, and stakeholders involved. In fact, participatory planning is most
effective when both types of groups are engaged, as formal groups bring legitimacy,
resources, and procedural frameworks, while informal groups contribute creativity and
insights derived from community voices, local knowledge, and diverse perspectives.
Therefore, participatory planning often involves larger groups that are more
susceptible to conflicts due to the variety of viewpoints, limited opportunities for
developing social relationships, decreased participation levels, and lack of
opportunities for individual recognition.

Each of these groups consists of individuals with their own characteristics, skills,
knowledge, experience, attitudes, and influence. Diverse groups typically take longer
to reach peak performance. Different roles and functions are assigned to various
members within each group, leading to the establishment of distinct norms and rules,
which can make it challenging to achieve full group cohesion required for effectiveness
of the process.

Given this complexity and the intricate intra-group connections, participatory planning
processes are inherently relational and contingent, where "needs emerge, design
objects change, designers evolve, and the design process is continually reconstructed
by all interested publics” (Gottlieb, 2024).

Research (and real-life practice) has shown that such heterogeneous and dynamic
systems are exposed to challenging group dynamics, that may include (a non-
exhaustive list):

Social loafing | The individual behaves differently in a group. According to many
psychologists, the presence of others increases the motivation and
activity level of an individual, leading to the "synergy effect,” meaning
that the total productivity of the group is greater than the sum of the
productivity of its members. However, in practice, it is more common

5
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for an individual to exert less effort when in a group than they would
individually, due to:

- absence of communication and clear coordination of actions;
- lack of a sense of responsibility towards the outcomes of the group;

- feeling of helplessness/apathy or a perception that their own
contribution cannot influence the final outcome.

This group dynamic occurs due to the presence of conditions that
create anonymity and a lack of opportunity for self-identification
(establishing one's own contribution).

Free riding is a specific form of social loafing where group members
opt to let others contribute and choose not to fully engage. In
participatory planning, loafing behaviors like free riding can lead to
diminished performance or ineffective decisions since not everyone
is offering ideas to their fullest capacity. Additionally, loafing can
generate tensions and conflicts among participants because it
diminishes feelings of satisfaction, and those group members who
don't engage in loafing feel that they have been taken advantage of.

Unequal Some co-design/ co-decision-making groups quite openly follow the
power opinions and ideas of a dominant or charismatic group member.
Such a leading member enjoys a higher status in the group and can
exert tremendous influence on the group process, either positively
or negatively. This type of power is referred to in literature as
personal power and in co-decision-making usually results from
liking, respect, and admiration of other group members and/or the
belief that one holds credibility or expertise. Individuals with high
personal power have a higher likelihood of swaying any final
decision by direct or indirect pressure as well as through the time
they are allotted for discussion. By misusing their personal power,
they can capitalize on the situation and impose their ideas on the
group. This makes it difficult for less vocal participants to express
their opinions, limiting their influence on the group and thus
undermining process effectiveness.

Dysfunctiona | Different types of conflicts may arise during participatory planning.
| conflict While some conflicts stem from personal incompatibilities, others are
task-oriented (disagreements about 'what' should be done) or
process-oriented (disagreements about 'how' it should be done). For
example, some individuals might struggle to let go of their initially
chosen ideas (task conflict). This can complicate negotiations with
other team members and lead to disagreements about 'how' to select
ideas after ideation (process conflict). People themselves are not
always capable of managing such conflicts or differing voices
productively, resulting in polarization within the group. Although
moderate amounts of process and task conflict may be essential for
moving groups towards creative breakthroughs, it must be managed.
Otherwise, conflict can easily become destructive, causing
defensive behavior, inflexibility, contempt, a lack of trust, and an
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unwillingness to work together.

Laughing out | Sometimes, groups involved in participatory planning processes
loud come together around a task. They feel good and interact well, but
they don't want to take the task seriously. In such groups, the
atmosphere tends to be more destructive than constructive. This can
be attributed to a lack of internal motivation and engagement with
the problem, as participants cannot identify a problem space that
they believe is worth solving as a group. This tendency toward a
unserious atmosphere often develops gradually. At the beginning of
a joint decision-making session, only one or two group members
might start giggling and suggesting rather silly and inappropriate
ideas. Over time, this behaviour becomes contagious and affects the
rest of the team members. Eventually, the group finds itself in a state
of "full immersion" in unserious behaviour, shifting its priorities from
finding a project solution to having a good time.

Apart In some groups, individuals do not build upon each other's ideas and
together instead pursue their idiosyncratic interests. Rather than working
toward one integrated decision, they only combine their individual
ideas superficially at the end. Consequently, the group's proposals
are a disconnected mix of individual ideas, lacking an overall holistic
vision. In such groups, collaboration often falters due to a lack of
cohesion. People may experience a lack of commitment to the group
goal (task cohesion) or a lack of affection towards team members
(social cohesion), and therefore decide to work individually rather
than collaborate and make decisions together. Another cause of the
"apart together" dynamic is a lack of interpersonal and group skills
necessary for high-quality cooperation in co-decision making.

Groupthink The groupthink dynamic typically occurs in teams with high group
cohesiveness. When everyone gets along, members often perceive
the group as more effective than it actually is. Groupthink refers to a
phenomenon where the collective intelligence of the group is lower
than that of its individual members. In co-decision making, people
may sometimes hesitate to criticize the ideas of others to maintain a
positive atmosphere. As a result, they continue to add features or
functionalities to please every group member, ultimately ending up
with a plan or design overloaded with features. This focus on seeking
concurrence rather than thoroughly exploring alternative choices
leads to poor decision-making. To foster creative breakthroughs,
more effort should be directed towards sharing diverse information
and viewpoints, shifting the group from groupthink to group genius.

Facilitating group dynamics is believed to have a positive impact on people’s
motivation as well as on the development of creative solutions.

3.4. The specific nature of management in PPL
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One of the core principles of good governance is to facilitate public participation in the
decision-making process. Public participation increases the likelihood that actions
taken or services provided by public agencies more adequately reflect the needs of
people and that the benefits of development are more equitably shared. Equitable
sharing of resources and benefits is also an issue of sustainable development. As
such, public participation has been recognized as one of the core principles of
sustainable development. Here, participation means contributing to development,
benefiting from development and taking part in decision-making about development,
which could be realized through activities facilitated by authorities as well as activities
initiated or generated by the people themselves. (United Nations, 2023)

Two approaches to planning can be identified: top-down and bottom-up. Typically,
top-down planning involves engaging people without truly facilitating their participation
in decision-making for their development activities. This approach also tends to make
people dependent on the government. The second planning approach is bottom-up,
which has two scenarios: In the first scenario, people use participatory tools to
determine priorities based on predetermined interventions. This also reinforces
dependency. In the second scenario, people take the lead and make decisions in the
planning process, fostering a sense of ownership.

Participatory planning is a process whereby stakeholders are involved in the process
of problem identification, analysis, choosing appropriate remedies from a range of
options, planning, implementation, monitoring and evaluation of their plans. In the
process of analysis and planning, the community is facilitated to discuss and consult
each other on their development issues. Participatory planning is people centred
action oriented and holistic (Haule, 2011).

Participatory planning has the following benefits (Haule, 2011):

0] facilitates the process of local empowerment by creating opportunities for
specific disadvantaged groups, such as women or the landless, to have
access to external resources (training, credits) or to mobilize their own
resources organization, knowledge, skills).

(i) allows the integration of local knowledge systems into local project planning
and implementation.

(i)  facilitates a two-way learning process between the local community and the
project.

(iv)  enhance political commitment and institutional support for local planning by
building a common understanding between institutions and local groups.

The International Association for Public Participation (IAP2) has described five levels
of communication and public impact in natural resource decision making: Informing,
Consulting, Involving, Collaborating, and Empowering (Dawodu, Sharifi,
Cheshmehzangi, & Oladejo, 2021) (Nasr-Azadani, Wardrop, & Brooks, 2022)

Informing represents a one-way dissemination of information from experts and
decision-makers to the public and stakeholders. At this level of participatory process,
people are informed about the plan but do not contribute to decision-making; public
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education also takes place at this stage. This one-way flow of information fails to
promote public trust in the planning process.

In consulting, there is a two-way exchange of information, involving public feedback
on a set of pre-existing alternative plans. This allows stakeholders to express their
general preferences and assessments regarding a project.

Involving, allows stakeholders to collaborate directly with decision-makers, ensuring
that their concerns and aspirations are acknowledged and incorporated into the
development of alternatives.

In the collaborating level, there is a deeper partnership with stakeholders in every
aspect of planning, including developing alternatives and identifying preferred
solutions. The public is also more actively involved in the implementation of plans.

At the highest level, empowering, nearly all aspects of the project—from defining the
problem to proposing solutions to implementing the chosen plan—are carried out in
collaboration with stakeholders. This also encompasses referendums, where
stakeholders participate in the core democratic process. In essence, the ultimate
decisions are placed in the hands of the public.

Management in participatory planning involves unique aspects that differentiate it from
traditional management approaches. These include:

e Inclusivity and Collaboration : Participatory planning emphasizes the active
involvement of all stakeholders, including community members, local
authorities, and organizations. This collaborative approach ensures diverse
perspectives and fosters shared ownership of the planning process.

e Empowerment and Capacity Building: A key aspect is empowering community
members by building their capacity to identify problems, prioritize needs, and
propose solutions. This promotes self-reliance and strengthens community
leadership.

e Transparency and Accountability : Decision-making in participatory planning
is characterized by openness and clarity. Regular updates, clear
communication, and shared responsibility create trust and accountability
among participants.

e Context-Sensitivity : Management must adapt to the unique cultural, social,
economic, and environmental conditions of the community. Local knowledge
and practices are integrated into planning to ensure relevance and
sustainability.

e Problem Identification and Diagnosis: Participatory planning prioritizes
thorough problem identification and analysis using tools like mapping, focus
groups, and participatory assessments. These activities involve community
members directly in identifying challenges and their root causes.

e |lterative and Flexible Processes: Unlike rigid top-down approaches,
participatory planning relies on iterative processes. Feedback loops allow for
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adjustments based on community input, evolving needs, and unforeseen
challenges.

e Facilitation over Command: Managers act as facilitators, guiding discussions,
mediating conflicts, and ensuring inclusive participation rather than imposing
solutions.

e Sustainability Focus: Solutions developed through participatory planning are
typically designed for long-term impact, ensuring they align with the
community’s goals and available resources.

By prioritizing these distinctive aspects, participatory planning fosters a sense of
ownership, enhances community engagement, and results in solutions that are both
effective and sustainable.

3.5.  What skills are needed to perform management functions?

Good management skills are vital for any process or organization to succeed and
achieve its goals and objectives. According to American social and organizational
psychologist Robert Katz, the three basic types of management skills include:
technical skills, conceptual skills and human or interpersonal skills.

Technical Skills provide individuals with the knowledge and ability to apply specialized
techniques to achieve their objectives. These skills include operating tools, equipment,
and software, as well as designing and implementing solutions, managing resources,
and effectively delivering services in various contexts.

In the context of participatory planning, the technical skills required by the responsible
manager or facilitator include: proficiency in financial modelling and accounting
software, effective use of project management tools such as MS Project and Trello,
expertise in data analysis and visualization using tools like Excel, Tableau, and Power
Bl, as well as competence in laboratory techniques and statistical analysis.

Conceptual Skills reflect an individual's capacity for abstract thinking and idea
formulation. They enable a person to understand complex concepts, analyse and
diagnose problems, and develop creative solutions. This ability supports effective
anticipation of potential challenges that an organization, team, process or project might
encounter.

In the context of participatory planning, the key conceptual skills required by the
responsible manager or facilitator include:

() Planning skills broadly referring to the ability to forecast future environmental
trends and to choosing strategies that will help in attaining process/ project
/organizational objectives with respect to future trends,

(i) Organising skills referring to the ability to effectively analyse the needed and
available resources, to define working relationships and delegate tasks and
authority as well as to time and resource management;
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(iif) Problem solving and decision making skills whether it is a routine or non-
routine decision managers have to identify and define the problem, develop
alternative decision, select the decision which will solve the problem and
implement that decision.

(iv)  Analyzing complex data and scenarios.

Human or Interpersonal skills are the skills that present the managers’ ability to
interact, work or relate effectively with people. These skills enable the managers to
make use of human potential in the company and motivate the employees for better
results.

In the context of participatory planning, the technical skills required by the responsible
manager or facilitator include: communication skills that ensures a clearly established
flow of information between all involved stakeholders; motivating skills that helps bring
forth a desired behaviour or response from the employees or certain stakeholders and
negotiation skills that empower the manager to prevent conflicts, and resolve issues
as they arise.

Important managerial skills in participatory planning

e Excellent communication skills to convey information in a clear and
meaningful way to all stakeholders;

e Advanced persuasive and motivational skills to build effective and
productive groups and to encourage the involvement of all stakeholders
in the process;

e Special ability to communicate with and lead people, including
disadvantaged groups who tend to be more sensitive, emotional and less
vocal about their needs, and anti-establishment groups who are more
strident and judgmental in their expressions;

e Skilled facilitation is needed to achieve consensus and to ensure that
communication is maintained between all stakeholders;

e Flexibility and the ability to strike a balance between the available legal
framework, policies and strategies and the ideas and needs of local
people;

e Ability to use a range of planning, management and communication
tools, especially digital ones;

e Ability to manage several projects simultaneously;

¢ Ability to make quick decisions and accept criticism.

3.6. Dealing with change

Change is an integral part of planning, no matter what the area and the reasons are
(e.g., new leadership, shifting priorities, policy updates, economic shifts, etc.).
However, any change to established patterns, practices or settings can be threatening
to results, as change usually generates fear of the unknown combined with resistance
from all levels of stakeholders. Intentional change often elicits a variety of responses
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from local residents, users and the wider urban stakeholder community, including
mistrust and fear of change.

Planning practitioners need to be aware of a number of reasons that may underlie
individual resistance to change:

e Level of satisfaction with current settings/conditions/processes;

e Perceptions of overall goals and outcomes;

e Perception of potential risks;

e Perception of impact on personal life;

e Cultural differences in personal attitudes towards change,;

e Cultural differences in perceptions of uncertain future;

e Fear of loss of comfort, income or personal security;

e Personal biases and prejudices.
Overcoming resistance to change requires adequate planning and coordination but
first of all, it is building trust and confidence that will encourage active involvement of

all participants in the process for creating an atmosphere of cooperation and
acceptability. For this to happen, the following principles must be respected:

(i) Equality: all stakeholders are equal and have the right to express their ideas
and be heard;

(i) Democracy: all decisions must be made by the stakeholders themselves,
without being directed or suppressed. Consensus decision-making is key;

(iii) Logic: Ideas should be tested by the logical reasoning or common sense of
the participants;

(iv) Empiricism: Ideas should be tested by empirical experience, especially by
the experience or feelings of the participants;

(v) Focus on the problems or needs of the participants, NOT the needs of the
project;

(vi) Open to critical/analytical thinking.

Coping with the pressure of change requires greater flexibility and deeper attention to
decision making at all levels.

Change management is commonly viewed as the application of a structured process
and the use of leadership instruments for motivating and engaging people with the
process of change and adopting new work approaches towards the desired outcomes.
Change management may require a shift in priorities, strategies, approaches and
communication tools.

3.7. Management techniques for PPL

12



*®:

Participatory planning involves engaging stakeholders, fostering collaboration, and
ensuring inclusivity in decision-making. To manage this process effectively, several
management techniques can be employed:

(i) Stakeholder Mapping and Analysis

This technique identifies all relevant stakeholders and analyzes their roles, interests,
influence, and potential impact on the planning process. Understanding stakeholders'
perspectives ensures inclusivity and helps address conflicts of interest early on.

(i) Participatory Assessments

This involves using tools to gather information directly from community members to
identify needs, resources, and challenges. It ensures that planning is grounded in the
real experiences and priorities of stakeholders.

(i)  Collaborative Decision-Making

Engaging stakeholders in the decision-making process ensures shared ownership and
commitment to outcomes. Consensus-building techniques are often used to align
diverse views.

(iv)  SWOT Analysis

A SWOT analysis evaluates strengths, weaknesses, opportunities, and threats related
to the planning initiative. It helps create strategies that leverage strengths and
opportunities while addressing weaknesses and threats.

(v) Logical Framework Approach (LFA)

LFA organizes project components into a structured framework, defining goals,
outputs, activities, and indicators for monitoring progress. It is particularly useful for
complex, multi-stakeholder projects.

(vi)  Scenario Planning

This involves developing multiple future scenarios to anticipate potential challenges
and opportunities. It helps in preparing flexible strategies that can adapt to changes.

(vii) Facilitation Techniques

Facilitation ensures effective discussions, resolves conflicts, and fosters active
participation. Tools such as brainstorming, small group discussions, and decision
trees can be used.

(viii) Resource Mapping

This technique identifies and evaluates local resources, including human, natural,
and financial assets. It ensures that planning is realistic and leverages available
resources effectively.

(ix) Monitoring and Evaluation

This technique tracks progress toward goals, assesses the effectiveness of actions,
and enables adjustments based on feedback. Participatory monitoring and
evaluation involves stakeholders in the evaluation process.
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(x) Conflict Resolution and Consensus Building

Managing

conflicts and building consensus among diverse stakeholders ensures

smooth collaboration. Mediation, negotiation, and dialogue are common techniques.

(xi) Use of Technology and Digital Tools

Technology facilitates data collection, communication, and visualization. Tools such
as GIS mapping, online surveys, and project management software enhance

efficiency.

(xi)  Capacity Building

Training and empowering community members and stakeholders enhance their
ability to participate effectively in the planning process.

4. Classroom discussion topics

What is the role of planning in the overall management process? To what
extent can stakeholder involvement positively influence the correct
formulation of objectives, strategy and desired outcomes?

How does participatory decision-making influence the effectiveness of
different stakeholders? What are the benefits and challenges for the
management process of involving stakeholders?

Why do people tend to reduce their effectiveness in group settings? How
can the management process address this? What management techniques
can be successfully used for tackling this challenge?

Why do people tend to resist change and how can patrticipative planning
help to overcome this resistance?

How do participatory planning influence stakeholders to increase
sustainability, accountability and transparency of decision making?

5. Summary of Learning

Q1: What

are the main functions of management, and what do they involve?

A: The four major functions of management are planning, organizing, leading, and
controlling. Planning involves defining the goals to be achieved and determining the
actions required in advance to accomplish them. Organizing focuses on assembling
and coordinating human, financial, physical, informational, and other resources
necessary to achieve these goals. Leading is about motivating and inspiring people to
perform at their best. Controlling entails monitoring performance and implementing
changes as needed to ensure the desired outcomes are achieved.

Q2: What

are the main stages of a new group's progress and what do they refer to ?
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A: These stages are known as forming, storming, norming, performing, and
adjourning. Each stage brings unique challenges that members must address to
advance to the next phase.

Forming, characterised by uncertainty, orientation to task and searching for common
grounds. During the second stage, known as Storming, group members become more
competitive and reluctant to cooperate, which can be overcome at the next stage of
Norming when the individual members feel more willing to cooperate and group norms
are more easily established. At the Performing stage the group morale is raising,
people develop a feeling of belonging to the group and conflicts and problems get
solved successfully. The final Adjourning stage is a time to evaluate performance
group results and to debrief and acknowledge individual contribution.

Q3: What is social loafing, and why is it important in participatory planning?

A: Social loafing refers to the tendency of individuals to put in less effort when
working in a group compared to when working alone. This phenomenon is significant
in participatory planning because it can undermine the effectiveness and fairness of
collective efforts. Addressing social loafing is crucial to ensure active engagement
and equal contribution from all participants, fostering a sense of ownership and
accountability, which are essential for the success of participatory initiatives.

Q4: What is the difference between organizational management and management
in participatory planning?

A: The two approaches differ in scope, priorities, and the degree of stakeholder
engagement. Organizational management focuses on achieving goals within a
structured framework, emphasizing efficiency, hierarchy, and centralized decision-
making. In contrast, management in participatory planning emphasizes inclusivity,
collaboration, and community involvement, with decision-making shared among
stakeholders. While organizational management often prioritizes productivity and
profitability, participatory planning centers on addressing collective needs, fostering
empowerment, and creating sustainable, community-driven outcomes.

Q5: What is change management?

A:. Change management is commonly viewed as the application of a structured
process and the use of leadership instruments for motivating and engaging people with
the process of change and adopting new work approaches towards the desired
outcomes. Change management may require a shift in priorities, strategies,
approaches and communication tools.

Quiz
Q1: Which of the following statements about management is not correct?
a) Management is a group activity
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A:b

b) Management is a static activity that follows specific steps;
c) Management is universal activity,
d) Management is a Science as well as an Art

Q2: What key factors should be considered for effective decision-making?

A:cC

a) the time-constraints and available finances;

b) the decision-maker’s personal values and perception;

) the purpose it serves and the context in which it is made;

d) the level of uncertainty and the possibility of risks avoidance.

Q3: Which of the following statements about decision-making is not correct?

a) Decision making implies that there are various alternatives and the most
desirable alternative is chosen to solve the problem or to arrive at expected
results;

b) Decision-making is goal-oriented,;

¢) Any decision-making is could be software programmed, as the process is
based on assessing and weighting statistical data;

d) Choosing from among the alternative courses of operation implies
uncertainty about the final result of each possible course of operation.

Q4: In which stage of group evolution, the group morale is raising and people develop
a feeling of belonging to the group:

A:d

a) Forming
b) Storming
¢) Norming
d) Performing
e) Adjourning

Q5: Understanding group dynamics supports managers to (which of the following
statements is not correct):

A:b

a) Strengthen collaboration;

b) Prioritize group idea and opinions;
c) Improve group performance;

d) Resolve conflicts;
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Q6: Which of the below statements is not a benefit of participatory planning:
a) allows the integration of local knowledge systems into local project planning
and implementation;
b) facilitates a two-way learning process between the local community and the
project;
c) enhance political commitment and institutional support for local planning by
building a common understanding between institutions and local groups;
d) provides authority and avoids any resistance to change.
A:d

Q7: (True or False): Planning skills includes ability to forecast future environmental
trends affecting the organization or process?
A: True

Q8: Match the following skills to the right group.

1. Technical 2. Human/ 3. Conceptual
skills Interpersonal skills
skills

a) Expertise in using different equipment

b) Providing regular feedback

c) Attention to detail and quality

d) Estimating costs

e) Using social media for advertising

f) Effective communication

g) Making prompt decisions

h) Critical thinking
A:l-a;2-b,e,f;3-c,d,g,h

Q9: Match the levels of communication with the correct description:

level of communication Definition
1. Informing (&) allows stakeholders to

collaborate directly with decision-
makers, ensuring that their concerns
and aspirations are acknowledged
and incorporated into the
development of alternatives

2. consulting (b) nearly all aspects of the
project—from defining the
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problem to proposing solutions
to implementing the chosen
plan—are carried out in
collaboration with stakeholders
3. Involving (c) thereis a deeper partnership
with stakeholders in every
aspect of planning, including
developing alternatives and
identifying preferred solutions
4. collaborating (d) atwo-way exchange of
information, involving public
feedback on a set of pre-
existing alternative plans

5. empowering (e) one-way dissemination of
information from experts and
decision-makers to the public
and stakeholders.

A:1l-e;2-d; 3-a;4-c; 5-b

Q10: Which of the following is not an appropriate management technique for
participatory planning?

(a) Scenario-planning

(b) Conflict resolution and consensus Building

(c) Use of Digital Tools

(d) Delegation of functions and autonomy
A:d
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7. Glossary

Strategic planning involves setting long-term goals and typically spans a time frame
of three years or more. It encompasses broad objectives and is often based on a
guiding mission or purpose, which defines the fundamental reason for undertaking the
initiative (or the mission of organization). Strategic planning focuses on establishing
overarching goals and is typically conducted by individuals or groups responsible for
high-level management and decision-making.

Tactical planning covers an intermediate time frame, usually one to three years. It
translates strategic plans into more concrete and specific actions, outlining how to
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achieve the broader objectives. Those involved in tactical planning are often
responsible for bridging the gap between long-term goals and short-term execution,
ensuring that strategies are practical and actionable (i.e. middle-level managers in an
organization).

Operational planning assumes the existence of overarching goals and objectives and
focuses on detailing the specific actions required to achieve them. It is short-term in
nature, typically spanning less than a year, and aims to develop precise, actionable
steps that directly support strategic and tactical plans.

Group norms can be defined as rules that specify what kind of behavior is appropriate
or unwanted within the group. These rules provide guidance for the behavior of group
members and are adopted by them.
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