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1 Introduction
This workshop is designed to help people review their organisation and plan for the future. It can work well as part of an away day, or as part of a team meeting. This workshop can be run without an external facilitator, with one member of the team in charge of time keeping and moving between the stages.  This can represent a considerable cost saving, as one customer found:

“Ketso was brilliant, we saved lots of money by not having an outside facilitator, at our last away day, the facilitator plus the venue cost £3,000!” (health care professional).

The plan includes stages of considering – what has worked well, and what had not worked so well? What could we be doing differently? What are our priorities and visions for the future? What are our next steps? It is particularly important to make sure you include a table swap and some time in plenary to discuss ideas if there is more than one table of people (e.g. more than 8 people). 
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 There is important information in the last section of this document that discusses the structure of this document and the purpose of the difference sections. You may also want to read the Ketso Workshop Planning Guide.

2 Workshop Plan

2.1 Ketso BASICS Worksheet

	Ketso BASICS Worksheet – Review and Forward Planning 

	BASICS – Beginnings

	Focus / title of the Workshop:

·  Review and Forward Planning for >insert name of organisation<
Aims of the workshop:

· To consider what has worked well (and not so well) so far

· To develop a vision for the future

· To consider alternatives and options
· For everyone in the organisation or team to have a chance to input into the future of the organisation
Nature of participants:

· A work team, possibly external stakeholders or partners, possibly some ‘interested friends’ to offer a different view
· If this is a workshop for a large organisation and people from different divisions are coming together, it is worth considering how best to divide the groups. 

· It is generally a good idea to split groups up, so that people from different divisions or functions talk to each other and learn from each other through the workshop. This may take an element of re-jigging the natural groups that form of people who know each other. 
· An alternative is to encourage groups to stay together, and to have a workspace each, but then to encourage a good deal of movement between the workspaces, so that groups learn what the others are working on and thinking about. This may be a useful pattern if there is really poor communication, or major problems, and it would help to create a space in which participants could agree with each other in fairly safe groups about what was going well and what the problems are, but still allow for sharing of ideas between groups. 

	BASICS – Activities

	· Ketso used to gather ideas from everyone
· Spend time both in review and forward planning
· Consider the organisation from many angles

· Think of wild visions of success for the future and goals

· Make sure there is time to share ideas and learn from different tables

	BASICS – Sequencing

	·  Following the basic Ketso standard ‘project planning’ pattern (see Ketso Workshop Planning Guide)

· Start with considering the positive, them move to negative considerations
· Do some creative thinking before looking at the problems.

· Allow time to come up with solutions to problems.

· Identify and prioritise actions.

	BASICS – Inputs

	· Use pre-prepared branches to stretch the range of possibilities that participants consider (see Ketso & Workshop Checklist on pg. 7 for themes)

· Definitions of branches (also include in slide that can be downloaded with this plan)

· You may wish to gather some prompts for creative thinking, such as pictures, or words to provoke new ideas.  

Branch definitions (for slide/ handout)

· Products / services - what we offer

· Activities - what we do

· Operations - how we organise ourselves

· Promotion and communication - how we get the word out, how we communicate with our community

· Team – who we are

· Partnerships and Community – who we work with or wish to reach

· Cash flow and financing - how we pay for what we do

· Blank - themes that emerge / don’t fit
· Alternatively, you may wish to use the branches for the different functions and divisions of your organisation. This may be particularly effective in a large organisation, where it is helpful to see what is going well, and what is not working as well, amongst different divisions. 
Other elements to pre-prepare:

· You may wish to pre-prepare some brown leaves with aspects of work that you know colleagues or the organisation have excelled in, to input into the review

	BASICS – Conclusions

	 Key take away messages

· re-iterate key actions that  need to be acted upon

What will happen to the outcomes?

· Photos to be taken of all the felts and made available to participants

· Perhaps Ketso grid with action plan will be left up on wall for all to review and use throughout the year

	BASICS - Skippables, Squashables & Supplements

	· The exercise ‘What do you need to do to achieve the goals?’ can be skipped if time is short as the basics of this will be covered in the action planning section
· If there is only one group,  you can skip the table swap


2.2 Overview Workshop Plan

	Overview Workshop Plan – Review & Forward Planning              2 hours

	
	Stage of Workshop
	Adjustment
	Time
	Duration

	1
	Introductions 
	
	> Insert start time here <
	5

	
	· aims of the day, overview of process, bell (if used)
· Ketso – hands on kit for creative group work
	

	2
	Warm up exercise – Wild Visions of Success
	
	
	5

	
	· Brief warm up exercise, 3 leaves each, back of Ketso Planner 
· What might it look like if everything was going really well?
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	3
	What is / has been working well?
	
	
	10

	
	· Ketsos on the table, pre-prepared and folded over – see Ketso & Workshop Checklist on pg. 7 for branch themes and legend
· open felt after brief time to write ideas on own, start to place  leaves near the branches where they seem to fit, add more as go along 
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	4
	Creative possibilities for the future
	
	
	10

	
	· start with time on own to develop ideas, then share them with the group
· creative thinking 1 - be as creative and open as possible, no right or wrong answers at this stage
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	5
	What are the key challenges?
	
	
	10

	
	· what areas could be improved on? What are the key challenges we face? 
· either have groups leave their ideas at their table and move to another to read them out, or mix them up in a hat before sharing ideas
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	6
	Solutions to challenges
	Squashable
	
	10

	
	· creative thinking 2 - ways to overcome the challenges, or do things differently (do this at the table where you read out the ideas)
· after about 5 minutes, go back to own table to review ideas and add more
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	7
	Break
	
	
	10

	8
	Table swap – what is important?
	Skippable
	
	10

	
	· 5 icons per group, comments cards - questions/comments/why important
· after a several minutes to review the other table’s work (if there are more than 2 tables, go do a different table than last exercise)
· participants go back to their own table to see what other group thought
· you can skip this if there is just one team
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	9
	Identifying priorities
	
	
	5

	
	· start with 1-2 icons per person, placed without discussion (if enough time)
· then as a group re-arrange the icons and decide on priorities 
· warning triangles can show areas of disagreement
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	10
	Developing goals
	
	
	10

	
	· go back to early ‘wild visions of success’ – see where these fit

· what goals are suggested by the icons (priorities)? Use yellow leaves
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	11
	What do you need to do to achieve the goals?
	Skippable
	
	5

	
	· creative thinking 3, see what else is missing, how can you achieve your vision?
· introduce an image to provoke thought part way through
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	12
	Action planning
	Skippable
	
	20

	
	· Use Ketso Grid, comments cards for time frame across the top

· Locate goals along time frame, green leaves for actions
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	13
	Next steps
	
	
	5

	
	· Each person writes names on comments cards,  place on workspace next to relevant actions to show their next steps. 

· Also use an icon if there are already a lot of cards on the plan. 
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	14
	Sharing ideas
	
	
	5

	
	· ask for feedback on a key idea per table in plenary, or have a general discussion of ideas that have developed, questions, etc. if there is just one table.
	


2.3 Ketso & Workshop Checklist

This shows the key ideas for the legends and the branches, as well as providing an overview of the process of planning a workshop. There are more checklists, including ‘pre-planning practicalities’, ‘things to take to a workshop’, and ‘table set up at venue’ available to download from the Resources and Downloads section of the Ketso website. 

	Ketso & Workshop Checklist
	Comments
	Check

	Plan workshop
	
	

	Choose appropriate example workshop to adapt
	
	

	Complete/ adapt Ketso BASICS Planning worksheet
	
	

	Review and adapt overview workshop plan
	
	

	Adapt detail workshop plan, highlight key words, adjust times in the appropriate column
	
	

	Decide roughly how many participants you might expect (see Workshop Planning Practicalities Checklists for key questions to ask)
	Estimated number of participants: ____
	

	Prepare Ketsos 
	
	

	Decide how many felt workspaces to prepare – a good rule of thumb is to take the total number of expected participants and divide by 6, as this allows for a few more people to turn up and there still to be space
	You can use the back of the grid and the spare branches and centrepiece if you need an extra felt from your Ketso24.

Number of felts to prepare:___
	

	Write workshop focus on centrepieces:

Review and Forward Planning for >insert name of organisation<
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	Write leaf meanings on legends:

For the main Ketso Workspace:

Legend 

Brown - what works well

Green - future possibilities
Yellow - goals 

Grey - challenges 


Comments cards - comments/questions
Exclamation icon - important
Yellow tick icon - priorities
Triangle icon -  areas of disagreement

Blank icon – connections
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For the Ketso Grid:

Yellow - Goals & milestones

Green - tasks/ actions  

Comments cards - who 

Blank icons – money

Exclamation icon: important

Triangle icon: areas of disagreement / problems
	

	Write themes on the branch ovals (if using pre-prepared branches)m shown in quadrants below
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Remember to leave a blank branch!

Branches (option 2)

Team

Learning

Processes

Financial

Community

Blank

Possible sub branches can be written on comments cards
Branches (option 3)

Note that an alternative is to use the functions or divisions of the organisation, with several blank branches to allow for cross-cutting themes
	

	Cash flow & financing 

[Blank branch]
	Products / services

Activities 
	
	

	Team

Partnerships and Community
	Operations

Promotion & communication
	
	

	Prepare the felts – see back of Ketso contents sheet for detail of where to place each element (in each kit and downloadable from the web)

Prepare a Ketso planner per table – with 3 comments cards on the gridded side 

Now (at the top)

Soon (in the middle)

Later (at the bottom)

You may wish to put a comments card on the front that says ‘what do I like to do?’
	
	

	Write any pre-prepared leaves or comments cards (these may be from earlier workshops, see BASICS worksheet for suggestions)
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You may wish to mark the pre-prepared leaves with a dot so you can clearly see which leaves are new
	

	Prepare other inputs
	
	

	Prepare any slides

see www.ketso.com for pre-prepared slides
	e.g. aims of the day, or brief introduction to Ketso, aims are suggested in BASICS Worksheet above
	

	Prepare any handouts
	e.g. definitions of branches, notes on careers or study options
	

	Consider any preparation to be done by participants
	e.g. any specific questions for participants to think about, or pointers to background reading, to go in the invite?
	


2.4 Detailed Workshop Plan

	Overview Workshop Plan – Review & Forward Planning              2 hours

	
	Stage of Workshop
	Adjustment
	Time
	Duration

	1
	Introductions 
	
	> Insert start time here <
	5

	
	· aims of the day, overview of process, bell (if used)
· Ketso – hands on kit for creative group work
	

	
	Sample script: 

· We will go through a series of stages that will help us to review what we have been doing and to plan for the future

The aims of the workshop are: 

· To consider what has worked well (and not so well) so far

· To develop a vision for the future

· To consider alternatives and options

· For everyone in the organisation or team to have a chance to input into the future of the organisation
Workshop process overview: 

· We will be thinking of what has worked well, and what had not worked so well? 

· We will ask: what we could we be doing differently?
·  What are our priorities and visions for the future? 

· What are our next steps? 

· We will be prioritising ideas later, so for the moment, please get all the ideas on the table without trying to decide or judge them. 

· Each stage will take 5 to 10 minutes.

· Each time we go on to a new stage, you will be spending a few minutes to write ideas down on your own, then after that time, you will share them with your group. Having this time on your own to develop ideas allows everyone some time to think and put forward ideas that may not be obvious or come out if the group starts by discussing ideas first. 
· At any point, if you have a thought, grab a leaf and capture it so we can share it later.

What will happen to the outcomes? 

· Photos to be taken of all the felts – so please write or draw clearly so we can see what the idea was

· These will be posted on the website / circulated to participants (you may need to provide your emails)

· Perhaps Ketso grid with action plan will be left up on wall for all to review and use throughout the year

	
	Purpose:

· To set the scene, clarify expectations

Details:

· Facilitator to introduce the aims of the day, overview of the process
· If there are people who don’t know each other, ask participants to introduce themselves briefly to each other at their tables (unless the group is small enough to introduce everyone in plenary). 

Options / Comments:

· If you are planning to take photos, now is a good time to ask permission

· It is a good time to hand out a sign up sheet and ask for emails if needed

· Introduce the bell if you are using one to keep timing. The first ring is for a few moments for the person who is speaking to finish what they are saying, the second ring is for quiet so every one can hear the next step

	2
	Warm up exercise – Wild Visions of Success
	
	
	5

	
	· Brief warm up exercise, 3 leaves each, back of Ketso Planner 
· What might it look like if everything was going really well?
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	 Sample script: 

· Ketso is a hands-on kit for creative groupwork, and we will be using this kit today to capture and share our ideas. 

· Ketso means action (in Lesotho, Southern Africa, where it was invented) – and we will be doing some active learning. 

· For this warm-up exercise, take a few yellow leaves each, and write key words that come to mind if you think of your own ‘wild visions of success’ for this organisation. What might it look like if everything was going really well? These don’t necessarily have to be realistic at this stage. 
· Write or draw one idea per leaf
· There are different colours for different ideas - write on coloured side of the leaf
· Use the special pens so the leaves can be re-used
· After a few moments to develop your ideas, share them with your neighbours, and place them on the back of this small square of felt (a Ketso Planner)

	
	Purpose:

· Brief exercise to get people warmed up, and used to using the kit. 
· Sets the tone of positive, open thinking.

· Provides ideas of success for use later, in developing goals. 
Details:

· If participants are not used to using Ketso, this gives an opportunity for them to get used to using leaves and an opportunity to explain the mechanics 
Options / Comments:

· If people are a bit shy, or there is a mix of levels / abilities / confidence, you may wish to have people share ideas with their neighbour before sharing with the whole group, or even to have each person read out their neighbour’s ideas, rather than their own.
· These felts can provide a good resource for stimulating further discussion later in the process – how do these ideas relate the goals of the group? 

	3
	What is / has been working well?
	
	
	10

	
	· Ketsos on the table, pre-prepared and folded over – see Ketso & Workshop Checklist on pg. 7 for branch themes and legend
· open felt after brief time to write ideas on own, start to place  leaves near the branches where they seem to fit, add more as go along 
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	Sample script: 

· Here we are using brown leaves to consider what works well, what are our existing assets in this organisation (the soil we have to work with). 
· Each take a handful of brown leaves and spend a few minutes developing ideas on your own
· Again – write or draw one idea per leaf, write on the coloured side, and use the special pens
· If your idea doesn’t fit on one leaf, you can use more than one and point them at each other
· When you are ready to share your ideas, open up the felt, and read out and put down 1 leaf at a time, going around the table to share your ideas and give everyone a turn.
· Point the leave at appropriate branches and see if it fits. If similar ideas come up, point the leaves at each other to create a cluster. You can move the leaves around and discuss what the branches mean. 

· You have ten minutes in total for this exercise. 

	
	Purpose:

· Consider what you have to work with.

· Review success and make sure you don’t lose sight of what has worked in any changes

· Start in a positive frame of mind.

Details:

· Ask people to brainstorm ideas on their own on brown leaves (allow a few minutes so they get several ideas), after a few minutes, unfold the workspace and ask participants to go around the circle reading out their ideas. 

· Introduce the branch definitions on a slide or hand out if you have them, or say a few words about what each branch stands for. 

· Encourage people to move the leaves around and see what sorts of clusters emerge. You may need to demonstrate this by moving leaves.

Options / Comments:

· You may need to be ready to respond to someone who is not ready to focus on the positive, and instead has some problems they wish to discuss, with a ‘back pocket’ grey leaf – which you can bring out and ask them to record their ideas on so the ideas don’t get lost, and so people feel they are being listened to and can focus on the topic under discussion.
· If you hear people talking about connections between ideas on different branches, introduce the white icons to make connections, by pointing icons at the leaves with connections and giving them a code to show the links (e.g. the same letter or symbol). 
· Once you have introduced the white icons at one table, it is a good idea to go around the other tables to introduce them, so they all know about this resource available to them. 
· You can use the fact that you introduced it at another table, as you heard them talking about connections, as a way to introduce them. 
· You may wish to try this with no pre-prepared branches, in which case ask participants to start by placing  a leaf on any branch, then as similar ideas come up, place them on the same branch, if the ideas are different, place on different branches. After a while encourage participants to see if there are any themes emerging, and to write them on the branch. 

· Note that this will take longer and may lead to missing some key points, as the branches help to stretch people to think of different aspects. Having no pre-prepared branches, however, can allow for surprising and new themes to emerge.  

	4
	Creative possibilities for the future
	
	
	10

	
	· start with time on own to develop ideas, then share them with the group
· creative thinking 1 - be as creative and open as possible, no right or wrong answers at this stage
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	Sample script: 

· Take some green leaves and think of future possibilities – what could be done differently? 

· Again, spend a few minutes on your own before sharing the ideas. 

· Be as open and creative as you can, no ideas are wrong at this stage, and you never know where good ideas will come from. 
· There is ten minutes for this stage. 

	
	Purpose:

· Start to explore the possible options for the future, see what possibilities there are. 

Details:

· Time on own again at the start.

· This is to encourage creative, open thinking.

Options / Comments:

· You can encourage people to continue to record ideas about existing assets, if more occur to them as they go along. 

· You may want to bring in some provocations, such as pictures, or words to provoke new ideas.  

· You may want to encourage people to think of a bit of detail for ideas, how can things get done? Suggest they point similar or related leaves at each other to make clusters.

	5
	What are the key challenges?
	
	
	10

	
	· what areas could be improved on? What are the key challenges we face? 

· either have groups leave their ideas at their table and move to another to read them out, or mix them up in a hat before sharing ideas
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	Sample script: 

· What areas could be improved on, what has not worked so well? What are the key barriers we face to achieving the ideas being developed here? 

· Take a few minutes on your own, to develop the ideas, and in a few moments you can share ideas. There is ten minutes in total. 
· You may want to consider barriers to some of the specific new ideas you have developed on green leaves. 

	
	Purpose:

· Consider what has not worked so well, as a further prompt for creative thought – what could be done differently?

· Explore the options from different perspectives, encourage critical thinking.

· Start to consider feasibility of the future possibilities. 

· Consider key barriers to future success.

Details:

· Encourage people to think of the key challenges, and also to stretch their imagination to thinking of the things that could go wrong. This is similar to Edward de Bono’s ‘black hat’ thinking. 

Options / Comments:

· You may wish to use this as an opportunity to remind people to take some time on their own to develop ideas first, and then share ideas going around the circle, especially if you note that some one is being dominant in the conversation.

· If you need to save time, you can limit this to a few leaves only to encourage people to think of the really critical barriers.

· This can be a good stage to have participants NOT read their own ideas out. If there is only one group, you can also  ask people to ‘put the ideas in a hat’, shuffle them, and have people read out each others’ ideas. 
· You may wish to consider having a different table read out the key challenges – you could ask people to leave a pile of grey leaves with challenges on the centrepiece at their table, and move to another table to read out the other table’s challenges. This only works if you have more than one group. If people know they will not have to be specifically connected with their challenges and read them out themselves, it may encourage more frank discussion, especially if the questions ‘what has not gone well’ or ‘what problems have we been facing’ are being asked.
· If you have done this stage as a table swap, you may wish to ask people to stay at the tables where they read out the challenges for the next stage, developing solutions, or even to move to another table to develop some solutions to the challenges they see on that table. Then, when people go back to see the challenges they had put down, they can see that other people have also started to think of some solutions, which can help people feel these challenges can be overcome. 

	6
	Solutions to challenges
	Squashable
	
	10

	
	· creative thinking 2 - ways to overcome the challenges, or do things differently (do this at the table where you read out the ideas)
· after about 5 minutes, go back to own table to review ideas and add more
	[image: image27.png]Green





	
	Sample script: 

· We don’t like to leave problems without solutions. 

· This exercise is to get you to think creatively of ways to overcome some of the challenges you have been discussing. 

· Take a few green leaves and see if you can develop solutions to any of the challenges on the workspace.

· After a bit you will be returning to your own tables to see what solutions people have come up with to the problems you left behind. 

	
	Purpose:

· Encourage creative thinking and a positive attitude towards overcoming possible problems.

Details:

· Brainstorm a few solutions to one or two of the negative aspects you see on the workspace.

Options / Comments:

· This is a really important stage, if time is running out; you could make it a competition – who can come up with a solution to the problem the quickest – the first table to get a solution per person (or 5 solutions) down, put your hands in the air! 

· Alternatively, to save time, you could ask participants to brainstorm one solution to a challenge each.
· You may wish to go around the tables and suggest that participants add some green leaves to areas of grey leaves which have not yet had any solutions developed for them. 

	7
	Break
	
	
	10

	8
	Table swap – what is important?
	Skippable
	
	10

	
	· 5 icons per group, comments cards - questions/comments/why important
· after a several minutes to review the other table’s work (if there are more than 2 tables, go do a different table than last exercise)
· participants go back to their own table to see what other group thought
· you can skip this if there is just one team
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	Sample script: 

· You are going to prioritise what you think is important on another group’s table. You will find exclamation marks and comments cards on the table. 

· You have ten minutes to do this swap, after which you will have an opportunity to see what the other group commented on your workspace. 

· Take 5 exclamation marks per group and decide which ideas you think are the most important. Use the comments cards to say why you see it is important, and to ask any questions, or make comments about the ideas you see. 

· You can’t move the other group’s ideas around, or remove them, but you can ‘borrow’ ideas and write them down on leaves to bring back to your own table.

	
	Purpose:

· Expand thinking, learn from other groups, and bring together ideas into a more coherent whole.

· Develop several layers of thinking about priorities, and allow a stage for people’s different priorities to become apparent, as a basis for discussion. 

Details:

· Teams move in the opposite direction to the last table swap, to review other people’s ideas.

· Give each team a set of icons (rule of thumb – 5 icons per team) to mark what they think is most important on the other people’s tables.

· Encourage teams to use comments cards to add detail.

· Encourage groups to indulge in ‘industrial espionage’, to learn from the other groups. 

Options / Comments:

· If you only have one group, you may wish to use this stage just to allow people to show their own priorities, without discussing the ideas. You can then look at the group’s priorities in the next step and come to an agree consensus. To do this, you ask people to place an icon by the idea they see as most important, without discussing them, this is like a snapshot of individuals’ priorities. 

· If you want to do a table swap, you will need to make sure people are ready to move at the same time, you may need to give a few minutes warning and let people know they will be swapping tables in a few minutes, and they may want to tidy up their leaves, and re-organise them a bit to make them easier to read. 

· Note an additional table swap is a great supplement if you find people are going too quickly, are not working well together, or are stuck. You could ask people to go clockwise once, and anticlockwise the second time, or if you have time, to go around several tables. You can also divide the groups and ask them to go in different directions, to get people from the groups to mix more or to shake up a negative group dynamic. 

	9
	Identifying priorities
	
	
	5

	
	· start with 1-2 icons per person, placed without discussion (if enough time)
· then as a group re-arrange the icons and decide on priorities 
· warning triangles can show areas of disagreement
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	Sample script: 

· Use the yellow tick icons to show priorities, everyone take one icon each (there are several sheets; there should be enough for everyone). Without discussing the ideas at first, place an icon next to the ideas that you personally think is the most important.

· If you have done a table swap, you may like to reflect on any differences between your own sense of priorities on your table and those of the other group’s sense, as indicated by the icons they have left behind. 

· After you have done this, discuss the ideas and your priorities, and as a group decide the top priorities (you can put more than one icon by an idea, and you need to move the icons now to decide the top 6 or so ideas per group). 

· If you have an area of disagreement, put a warning triangle by it, and add a comment as to what the issues are using a comments card, pointing the comments card at the icon. 

· You have five minutes in total for this. 

	
	Purpose:

· To clarify what people think is most important. 

· To see if priorities are similar, and highlight where there are differences.

· To focus thinking for further development and action. 

· To begin to develop a sense of consensus  around priorities, and to clarify where there are disagreements. 

Details:

· Use the icons on the workspace to indicate priorities. Encourage people to put the icons on the felt, pointing directly at the ideas they are trying to highlight. 

Options / Comments:

· If you are short on time, go straight to asking the group to decide a limited number of priorities as a group, without the individual stage. 

· If there are a lot of ideas and it is really important to get a sense of ranked priorities, you can take all the ideas that have icons by them, and move them to a Ketso Planner, lining them up in the column on the left. Give everyone several white icons (maybe 3 each). They can then place their icons by the ideas they think are priorities, allowing for a picture of which ideas are priorities for the whole group to emerge.

· Comments cards can be used to make comments, and warning triangles to show where there are areas of disagreement. 

· If you want to take this further, you could use a large Ketso grid, and the ideas that emerge as clear priorities could then be moved along the grid to show if they are short, medium or long term priorities (label along to the top of the grid). This could form the basis for developing an action plan.

· You may use the information about the group’s priorities to allow you to transcribe up only the ideas that were seen as important. If there are a lot of felts or groups, this helps save a lot of time. If you are only typing up some of the ideas, it is preferable to take a photograph of the whole felt workspace, and then of each quadrant, for a record of the full set of ideas. This is good practice anyway, as it gives a back up of your data. It is also a good idea to let participants know what will happen to the results, so they understand the significance of the icons. 

	10
	Developing goals
	
	
	10

	
	· go back to early ‘wild visions of success’ – see where these fit

· what goals are suggested by the icons (priorities)? Use yellow leaves
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	Sample script: 

· Now go back to the 'wild visions of success' from the earlier warm up exercise. Where do these fit? Place them on the workspace. 

· It can be instructive to see what ideas are left on the back of the Ketso planner, as they have not been discussed. Are there any of the earlier 'wild visions of success' that do not get covered in the ideas you have developed?. Does this mean that you are missing something? 

· The icons on the main workspace give an indication of the group's priorities. Are there any other goals that seem to be emerging from the areas of importance noted by dense clusters and icons, that you would like to add? Write these on yellow leaves. 

· This is an opportunity to further develop your goals so they reflect a full picture of what you want to achieve. You may want to rearrange leaves around the goals, to show how they will be achieved. 

· You may wish to rewrite green leaves or the earlier yellow leaves, if appropriate, to refine them into useful goals to guide future actions - what would you want to see in 5 - 10 year's time? These goals would then become the basis of an action plan. 

· Use the warning triangles to note areas of disagreement or omission, which may need to be considered further. You may wish to write on a comment card and place it by these icons to clarify what the issues are.
· There is ten minutes for this exercise. 

	
	Purpose:

· To clarify what people think is important, to deepen thinking about the long-term. 

· To develop goals to work towards in an action plan. To clarify what people think is most important, to deepen thinking about the long-term. 

· To develop goals to work towards in an action plan.

Details:

· Ask participants to place the earlier ideas of ‘wild visions of success’ on the workspace where appropriate (it is OK if some do not seem to fit, they can be left on the back of the Ketso planner). 

· This is an opportunity to further develop the goals so they reflect a full picture of what the group wants to achieve. You may wish to rewrite green leaves or the earlier yellow leaves, if appropriate, to refine them into useful goals to guide future actions - what would you want to see in 5 – 10 year’s time? These goals would then become the basis of an action plan.

Options / Comments:

· You can ask the group to come up with just a few key goals (e.g. 3) as a group, or let people develop as many goals as they like. 

· To ‘squash’ this to save time, you could ask each person to quickly write 1 goal and share it. If this was a planning exercise that was to be taken forward, these would then need further development at a later stage, but at least you will have captured the first key ideas from participants. 

· You may wish to give people a timeline, e.g. think of goals in 5 or 10 years time, where should the organisation be? Alternatively, this could be developed in the action planning exercise. It can be a bit limiting in the first pass of creating goals to have a set timeline. 

	11
	What do you need to do to achieve the goals?
	Skippable
	
	5

	
	· creative thinking 3, see what else is missing, how can you achieve your vision?
· introduce an image to provoke thought part way through
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	Sample script: 

· What else might you need to do to achieve these goals? This is a further stage of creative thinking to make sure the full range of possible future actions is explored. 

· Remember to point the leaves at the goals you are discussing. You can move earlier leaves around to create clusters around the goals.
· This is a quick exercise, just five minutes. 

	
	Purpose:

· To consider further ways of achieving the goals.  

· To develop a full picture of possible future actions to achieve the vision.

Details:

· It is important to make sure that you have explored ways of achieving these goals. 

Options / Comments:

· You may want to do this as part of the action planning process, using the Ketso Grid, instead of on the original workspace. This would mean you move the goals onto the action planning grid and start to brainstorm what it will take to achieve them. 
· If you are not doing an action planning session in this time slot, a brief go at making sure you are not missing ways to achieve the goals at this stage is valuable. This also be a good exercise to do in a brief exercise with a wider group – e.g. start with the goals and ask a wider group of people how they may be achieved.. 

	12
	Action planning
	Skippable
	
	20

	
	· Use Ketso Grid, comments cards for time frame across the top

· Locate goals along time frame, green leaves for actions
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	Sample script: 

· Spend a few minutes as individuals  thinking of what steps you would need to achieve the goals (green leaves). 

· When do we want to achieve the goals by? 

· Where do these fit along the timeline?

· What else would need to happen to achieve these goals? What are the relationships between the steps, e.g. what needs to happen first so the other steps can happen?

	
	Purpose:

· To clarify what participants think is most important as next steps, to begin to develop an action plan.

· To consider who should be responsible for these actions. 

Details:

· It is very helpful to allow some time for individual thinking about steps required to achieve the goals, as people come up with lots of different ideas if they are given some time on their own, which could get lost if you go straight into discussion.  Brainstorm what would have to happen in order for these goals to be achieved, using green leaves, you don't have to share or place them yet. 

· Put a timeline across the top of the Ketso grid (using comments cards noted with months / years / quarters). You can have a more detailed timeline in the first few columns to show smaller increments of time. Place the goals along the timeline, with a different row for each goal and some space in-between them. You can move them later, just get them roughly in the time when you hope to achieve them. 

· Lay out the actions along the timeline, what needs to happen, when? Can you develop more ideas as to what needs to happen? Encourage participants to move the leaves. Goals may shift, or change, or new goals may be added in this stage. Look at the  timescale, start arranging leaves along the grid, what needs to happen before what to make this work?  

· Exclamation marks can be used to show critical links between actions, and warning triangles can be used to show key areas that could be problematic if they are not completed on time. You can add more steps as you go along, taking or copying ideas from the earlier workspaces used to develop the group’s thinking, as needed. 

· Use the white icons to discuss budget – you can assign each icon a value and write it on the icon, e.g. £1,000. If there is already a set budget, divide it up into white icons to distribute amongst the things that need to happen. Alternatively, you can use the icons to work out how much things could cost and thus determine a budget. Point these icons at what you will spend the money on. 

· Allocate tasks and responsibilities, using white comments cards, on which you names or organisations. You can then point these at tasks. Who should be doing these actions? Emphasise the importance of having clear responsibilities. If one of the comments cards has a name on of someone / an organisation who is not present, you may wish to mark this, e.g. with a dot, so show that they have not been involved and would need to be included in (or at least informed of) the planning process. 

Options / Comments:

· If you are still working out what timescales are appropriate, you may wish to simply note: short term, medium term, and long term along the top of the grid.  

· If you only have a short amount of time left in the workshop, or you want each table to develop a brief action plan, you may want to use the Ketso planner and discuss key steps and the order in with they need to happen.  You can have short term ideas at the top going down to long term ideas.

· It can be helpful to think of actions in terms of spheres of control, influence and interest (what I can do, what I can influence and what others should do). 

· If you are able to leave the action plan up on a wall, you can later use the yellow tick icons to show when something has been done, and the warning triangles to point out tasks that are at risk of not being completed. 

	13
	Next steps
	
	
	5

	
	· Each person writes names on comments cards,  place on workspace next to relevant actions to show their next steps. 
· Also use an icon if there are already a lot of cards on the plan.
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	Sample script: 

· It is important to leave with a next step, or action. 

· What are the next steps suggested by the action planning process? 

· Write your names on a comment card, and place it by your next step.  

· Your next step may be on the action plan, or it may be an idea that is on the first Ketso workspace you developed.

	
	Purpose:

· To clarify what participants think is most important as next steps
· To consider who should be responsible for these actions. 

Details:

· The comments cards are useful for identifying who is doing what. You can also use comments cards to elaborate next steps or give details.
· You may also want to use an exclamation mark to differentiate this as a next step if there are already a lot of comments cards.

Options / Comments:

· Asking people to commit to actions by writing their names on comments cards and adding them to the workspace increases the likelihood of action, as people feel more committed.  

	14
	Sharing ideas
	
	
	5

	
	· ask for feedback on a key idea per table in plenary, or have a general discussion of ideas, questions, etc. if there is just one table.
	

	
	Sample script: 

· We will have a quick round of feedback from each table to the whole room, we only have a few minutes so this will need to be one quick idea per table 

· Whoever wishes to speak can do so, but please be brief.

·  If each table can share a key next step  or a goal 

	
	Purpose:

· Gathering feedback from the whole group, encouraging a sense of learning from each other. 

· Exploring key issues, similarities of ideas, differences.  
Details:

· Gather a key idea from each table – options for the questions are: What is a key next step, one from each table? What is a key goal? Give one of the interesting solutions to a problem that came up on your table? .What was the main priority at your table? What have we learned? Were there any surprises?

Options / Comments:

· If time is short, you would need to keep this to one per table. 

· If there is only one group, it is still a good idea to pull together key thinking about the process in a brief plenary discussion and to allow time for questions. 


3 Workshop Plan Information

This document is one of a series of publications designed to help you run successful workshops or events using Ketso. Based on years of experience, the Ketso team has created these example workshop plans to make it easy for you to plan your event or meeting with confidence. They are intended as a guide and can be adapted to suit your circumstances. 

Each of the workshop plans in this series is based on a workshop that was run successfully. This guide is particularly suited to workshops in project planning and decision making, and the example used is a workshop based on Review and Forward Planning for an Organisation. 

We are making a variety of examples available so you can find one that is appropriate for your needs. Please take a look at the other examples in the series. The full list of available example plans is available on www.ketso.com, covering the use of Ketso in areas such as stakeholder engagement, project planning & decision-making, community planning, training & capacity building, and teaching & learning. We intend to build a library of user-contributed plans and suggestions, creating an open resource for effective use of Ketso for engagement and change.

Please give us feedback and share changes you made with us, especially if you can let us know how it went! Email to office@ketso.com.

3.1 Notes to the reader

This example deals with the actual workshop, which needs to be considered in a wider context of strategic planning, and possibly of stakeholder engagement and partnership development. This sample plan should be read in conjunction with the ‘Ketso Workshop Planning Guide’. This can be downloaded from the ‘Resources and Downloads’ section of www.ketso.com. You may also wish to view the brief training videos available on the ‘Support & Community’ section.

Remember, this is an outline – no workshop goes totally according to plan. Be flexible, think through what is key for your workshop (you may wish to make your own notes and highlight key words), and adapt as you go along. If this is your first time using Ketso, we suggest that you have a practice run of a simple workshop with friends, family or colleagues before you try a workshop with a large group.

3.2 Sections in the Ketso Example Workshop Plan

The Ketso Example Workshop Plans come in four sections: a BASICS Worksheet, Overview Workshop Plan, Ketso &Workshop Checklist, and a Detailed Workshop Plan.

The BASICS Worksheet shows some of the background thinking that went into the design of workshop. More detail on the thinking behind the BASICS used in planning workshops is set out in the Ketso Workshop Planning Guide, available from the Ketso website. 

The Overview Workshop Plan is helpful for seeing the shape of the workshop as a whole and keeping in mind what’s important. This is especially useful whilst running the workshop. 

The Ketso &Workshop Checklist provides a recap of the planning described in the main body of this document, and offers a place to record the key things you need to prepare your Ketsos for a workshop, such as the themes for the branches and the codes for the legend. You can also download a separate document, called ‘Ketso Workshop Practicalities Checklists’, which offers more guidance on ‘pre-planning practicalities’, ‘things to take to a workshop’, and ‘table set up at venue’ (‘Resources and Downloads’ section of www.ketso.com).

The Detailed Workshop Plan includes more in-depth options and commentary. This has been expanded from what would normally need to be written in a plan, to help you understand the thinking behind the plan and to become familiar with the options available when running Ketso workshops. Because of this the plan is longer than would normally be needed—don’t panic, as you can see from the overview, it is fairly simple! 

The brief descriptions of each stage found in the Overview Workshop Plan are repeated exactly in the Detailed Workshop Plan. This helps to orient the reader between the two plans, and reinforces key points, making it easier to see what’s what and to not miss anything important.

There is a regular pattern within the Detailed Workshop Plan: Sample script; Purpose; Details; and Options / Comments (to help you adapt the workshop). After considering each of these aspects you will feel clear about what you are doing and why. The sample script allows you to think through what you will say in advance—but so long as you understand the details (what you are doing) and the purpose (why) it doesn’t really matter if you stick to the script closely or not. It is there as an aide and a prompt. 

3.3 About this Plan 

If this workshop is for a small group, it is possible to run it without a ‘dedicated’ facilitator, i.e. someone who is only paying attention to the workshop process and not acting  as a participant. You still need one member of the team in charge of time-keeping and moving between the stages (using the overview Workshop Plan as a guide). This is easier if there is only one table (e.g. eight or less people, and probably only possible with a maximum of two tables). 

Of course it is a pleasant luxury to have a dedicated facilitator to manage the process if that is possible, especially if you have a large group. This workshop should, however, be easy enough to run just using a member of your team. 
You can repeat this basic workshop plan as a review of progress, or as a general pattern for on-going team meetings or cross-department communication meetings, to check in on progress and gather new ideas for development. Using a hands-on kit and providing everyone with leaves can help people to learn from each other and allow new thinking to emerge in a non-threatening way. This may be a condensed version of this plan, with less time for each stage, or only the stages which seem appropriate, though we would recommend always including a few moment to review what has gone well (brown leaves) and what ideas are on people’s minds for the future (green leaves).

We have also developed a further, 1 hour workshop plan for developing a more detailed action plan based on the ideas that come out of this workshop, called ‘Creating an Action Plan’, which you might find useful if you want to go into more depth on the action plan. 

	Workshop Specification
	

	Workshop title
	Review and Forward Planning for an Organisation

	Status of workshop plan
	Tested, under development

	Developed by: 
	Joanne Tippett (Ketso)

Fraser How (Ketso)

Input from: Robert Swinfen (Iona Community)

	Run on 
	Oct. 13 2010

	Last updated
	Dec. 22, 2010

	Workshop plan number
	PP-1.1

	Workshop duration
	2 hours

	Notes
	Support materials available: PowerPoint slide show introducing the stages of the workshop
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"I found both the Ketso materials and your outline plan very helpful... it saved a lot of time both in preparation and in the process, by giving such a clear structure. The 10-minute timing chunks worked really well, and as well as making the process quick stopped people getting bogged down" Chief Executive
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