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1 Introduction
This workshop is designed to help a group explore ways to develop an action plan. It can follow on from workshops designed to develop a project idea or to engage with stakeholders (several examples of such workshops are available on www.ketso.com). 

The plan for this workshop presumes that the team already has a good idea of what the project is about, and that has already been a degree of consideration of options, challenges and possible ways to achieve the project. This stage is to clarify the key steps, the timeline and relationships between the steps, to work out responsibilities and possibly also to develop a clearer idea of the budget. 
Alternatively, this workshop plan can be used as a training exercise, developing the skills of action planning, for an imaginary project, or for something like a PhD, where the goals can be worked out quickly during the workshop. 
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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 – Developing an action plan   

	BASICS - Beginnings

	Focus / title of the Workshop:

· Developing an action plan
Aims of the workshop:

· work as a team to develop an action plan
· consider the steps necessary to achieve goals
· consider timelines and relationships between actions

· develop a shared understanding of responsibilities and budget

Nature of participants:

· project team or group of people wanting to learn new skills 

	BASICS – Activities

	· Ketso Grid to gather ideas from everyone
· Allowing time to develop the timeline and location of actions on the grid
· Allowing time to develop solutions to problems identified

· Allowing for consideration of responsibilities and budget

	BASICS - Sequencing

	· Locate goals along the timeline

· Start with considering actions (with some time on own to develop thinking before sharing the ideas) 
· Locate actions along the timeline
· Consider relationships between actions

· Develop the budget

· Assign responsibilities

	BASICS - Inputs

	· You may wish to consider writing up key actions or milestones in advance, for instance if there is a project bid that sets out key milestones, it is important to make sure you know when they should be delivered. 
· If you have carried out an earlier workshop to develop the initial ideas and goals for this action plan, you may wish to re-write the goals and key actions onto appropriate leaves (yellow for goals, green for actions) so that you can develop the action plan with these, whilst keeping the key information in place on the previous Ketso workspace. 

Further possible inputs:

· Grey leaves pre-written with challenges or barriers you would like teams to consider – problems that may come up as the project unfolds
· It may help to provide some pre-prepared goals if this is a training exercise only. If you are doing an exercise such as project planning for a PhD, you may wish to provide some pre=prepared milestones that you know will be coming up, such as: hand in continuation report, rough draft of literature search, complete fieldwork,  submit a journal article, first draft completed. 

· These can be written on yellow leaves. 

	BASICS - Conclusions

	 Key take away messages

· What are the next steps? 
· What are the key actions that need to happen in order for the project to succeed? 

· How will we keep track of the actions and whether they have been achieved?

What will happen to the outcomes?

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

· Can the Action Plan be left / displayed in a space where the project team can access it? 

	BASICS - Skippables, Squashables & Supplements

	· the stage of developing goals may already have been dealt with in an earlier exercise, in which case it could be skipped
· you may wish to develop the timeline in advance of the workshop and set it up on the grid, then this stage can be squashed, just leaving time to locate the goals in the appropriate columns

· the stage of developing a budget could be squashed, if the project is fairly simple or the budget is predetermined. It is still worth discussing the budget, even when it is clear cut, for a few minutes to makes sure everyone is clear about the budget and how it can be spent. 


2.2 Overview Workshop Plan

	Overview Workshop Plan- Developing an action plan                     1 hour

	
	Stage of Workshop
	Adjustment
	Time
	Duration

	1
	Introductions 
	
	> Insert start time here <
	5

	
	· aims of the day, bell (if used), Ketso – hands on kit for creative group work
· Overview of process
· host organisation, facilitator/s
	

	2
	Developing the timeline
	Squashable
	
	5

	
	· Decide what is long, medium and short term for this project; write down the appropriate intervals on comments cards
· Arrange these time intervals across the top of the Ketso grid, using the columns as units of time
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	3
	Developing goals and locating them on the timeline
	Skippable
	
	5

	
	· What are the goals for the project? 
· This is a chance to review and refine ideas developed earlier into goals 
· If the goals are already developed, this stage can be skipped
· Locate the goals in the appropriate column, giving each a row (or two)
· You can discuss  and refine the location of the goals as you go along, get a rough approximation for the moment
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	4
	What actions are required to achieve the goals?
	
	
	10

	
	· spend a few minutes as individuals  thinking of what steps and actions would need to be undertaken to achieve the goals, initially not sharing them or putting them on the workspace
· start to locate the actions along the timeline, placing them in the appropriate column for the time and row for the goals
· Add more green leaves as you go along 
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	5
	Connections between the actions
	
	
	5

	
	· use exclamation marks to show critical stages, these may also be milestones (which you can write up on yellow leaves)
· use white icons to show links between steps, with a comment card to make any notes as to what the connection is
· Develop more actions, trying to show a clear idea of all the steps and when they would need to happen 
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	6
	Budget
	Squashable
	
	10

	
	· Ask participants to point the icons at the relevant tasks and actions, to show how much each will cost 
· Icons to be marked up with amounts of money, as tokens, enough icons to show the total budget 
· Discuss the allocation of the budget (or use this stage to work out how much the project will cost)
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	7
	Challenges and barriers
	
	
	5

	
	· Point the warning triangle icons at actions that may prove to be difficult, or areas of disagreement
· Use grey leaves to elaborate on possible barriers and challenges that may crop up during implementation
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	8
	Solutions to challenges
	
	
	5

	
	· Allow some time to develop solutions to the challenges (greening the grey)
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	9
	Assigning responsibilities 
	
	
	5

	
	· write people’s names on comment cards and point them at the actions they are responsible, attaching the comment card to the workspace
	[image: image15.png]Comment card





	10
	Next steps and takeaway messages
	
	
	5

	
	· place an exclamation mark by your name on one of the white comments cards to show what you will do next

· make sure that all participants have a clear idea of the next steps and key milestones that need to be achieved
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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

NOTE this workshop uses the Ketso Grid

Number of workspaces to prepare: ____
	You can use the back of the grid and the spare branches and centrepiece if you need an extra workspace.
	

	Write leaf meanings and workshop focus on legends:

Yellow - Goals & milestones

Green - tasks/ actions  

Comments cards - who 

Blank icons – money

Exclamation icon: important

Triangle icon: areas of disagreement / problems

Yellow tick icon: Task accomplished
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Note that there are two different legends, one for the stage of developing and exploring ideas (using the main Ketso Workspaces with branches) and one for the action planning stage (using the Ketso Grid). 
	

	Prepare the workspaces – add legends
	
	

	Write any pre-prepared leaves or comments cards (See BASICS worksheet above on pg. 3 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. lists of ideas from previous workshops
	

	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

	Detailed Workshop Plan - Developing an action plan                     1 hour

	
	Stage of Workshop
	Adjustment
	Time
	Duration

	1
	Introductions 
	
	> Insert start time here <
	5

	
	· aims of the day, bell (if used), Ketso – hands on kit for creative group work
· Overview of process
· host organisation, facilitator/s
	

	
	Sample script: 

• We will go through a series of stages that will help us to develop an action plan, using the Ketso grid to develop a sense of the timeline and the connections between actions.

The aims of the workshop are: 

· work as a team to develop an action plan

· consider the steps necessary to achieve goals

· consider timelines and relationships between actions

· develop a shared understanding of responsibilities and budget

Workshop process overview: 

· We will start by considering the goals and timeline for this project, and will be refining this understanding as we go through the process.

· We are going to spend some time considering what actions are necessary to achieve our goals, and then locate them along the timeline. 

· We will think about the connections between the ideas – what needs to happen first, what the links between the actions are. 

· We will consider the budget, then possible challenges and problems we may face. 

· Finally, we will consider responsibilities, who should be doing what, and next steps. 

· Each stage will take 5 to 10 minutes, and for most stages, you will have a few moments to develop ideas on your own, before sharing them with the 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. 

What will happen to the outcomes? 

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

	
	Purpose:

· To set the scene, clarify expectations

Details:

· Facilitator to introduce the aims of the day, overview of the process, to allow the hosts to introduce themselves.

Options / Comments:

· The timing is given presuming participants do not need to introduce themselves, as they are already part of a project team or have been working together to develop the ideas for this action plan already

· If you are using a bell or other device to keep timing and have not already introduced it – do so now. 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
· If this is an exercise used for skills training, you may want to introduce this as an imaginary exercise, so we can learn some skills in action planning. This framing helps people to get less attached to the outcomes and more able to focus on the process as a learning experience. 

· In a training context, you may also want to limit the number of goals that are considered, to leave more time to discuss the lessons learned from the process

	2
	Developing the timeline
	Squashable
	
	5

	
	· Decide what is long, medium and short term for this project; write down the appropriate intervals on comments cards
· Arrange these time intervals across the top of the Ketso grid, using the columns as units of time
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	Sample script: 

· Consider what the timeline for the project is, what timeline is appropriate for this project? What is the long term for this project, e.g. is it years, a decade, or months? What is the medium and short term, and what intervals of time, e.g. months, quarters, or years, will help you plan effectively? 
· Use comments cards to write down intervals of time, and then arrange them across the top of the Ketso Grid, with each column showing an interval of time. 

· You may wish to have shorter intervals in the first part of the action plan, towards the left, e.g. put: month 1, month 2, Month 3, Months 4&5, Months 6-9, Month  9-12, then put intervals of quarters or years across the columns at the top
· You have five minutes in total for this exercise. 

	
	Purpose:

· To consider the timeline of the project and appropriate intervals of time to use for the project planning process
· To start the process of thinking long term and considering time and actions in a realistic way

Details:

· Use comments cards to show time. There are 12 columns and 10 rows. 

Options / Comments:

· You can have different intervals of time to allow for more detailed planning at the start of a project, for example splitting the timeline into shorter intervals in the first section, or you can have regular intervals of time across the whole grid, if this seems to make more sense for the project. 

· If the action plan is to be used over time to monitor progress, you can remove a column as the time has passed, and put a new time on it – e.g. a later date for future planning, thus the action plan can remain a ‘living’ record and tool for planning. 

	3
	Developing goals
	Skippable
	
	5

	
	· What are the goals for the project? 
· This is a chance to review and refine ideas developed earlier into goals
· If the goals are already developed, this stage can be skipped
· Locate the goals in the appropriate column, giving each a row (or two)
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	Sample script: 

· This is the time to consider the goals for the project, and to refine them further. 

· We have a number of goals developed from the last exercise. Chose the key ones that you wish to develop into an action plan and either re-write them or take them from the workspace. 

· If you know of key milestones that have to be achieved at certain points ( e.g. to meet the requirements of a funding bid, or the nature of the organisation (such as the need to submit journal articles at the end of a project for academics) or due to the nature of the project, where there are certainly key deadlines, write these on yellow leaves and add them to the appropriate columns. 
· Put the previous workspace to the side / on the floor as you may need some of the green leaves for ideas for actions, you may also wish to revisit the goals and further develop them. 
· Are the goals you have now sufficient? Do you have any further goals you would like to add, or can you refine the wording for these goals? 

· You are trying to develop goals that are not too vague, something achievable but challenging 

· You will have an opportunity to further develop these goals and add more as you go through this exercise. 

· You have five minutes in total.

	
	Purpose:

· To deepen thinking about goals, the big picture of what the group is trying to achieve 

· To check if everyone is on the same page in terms of the overall goals and understanding about the project. 
Details:

· Use yellow leaves for goals, there is no need to locate them on the felt yet. 
· Use a different row for each goal, and you may wish to allow more rows for goals that are likely to have a lot of actions associated with them. 

· You can discuss the location of the goals as you go along, get a rough approximation for the moment

Options / Comments:

· Participants may resist re-writing goals to use on the action plan, whilst still being able to leave the goals in situ on the initial workspace used to develop the goals. If there is time, the facilitator can re-write the key goals ready to use in this stage. 
· An alternative is to take a photographs (of each quadrant) of the original Ketso workspaces, so that there is a record of the clustering of the leaves and of all of the ideas developed in the earlier, project development session, before the workspaces are ‘cannibalised’ for creating an action plan. 

	4
	What actions are required to achieve the goals?
	
	
	10

	
	· spend a few minutes as individuals  thinking of what steps and actions would need to be undertaken to achieve the goals, initially not sharing them or putting them on the workspace
· start to locate the actions along the timeline, placing them in the appropriate column for the time and row for the goals
· Add more green leaves as you go along 
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	Sample script: 

· What are the key actions and steps that will need to be done in order to achieve your goals? Use the green leaves, which will stand for actions. Start with a few moments to write these down as individuals first, to allow for a wide range of ideas to be considered. This gives a greater chance for original thinking to emerge than if you start by discussing the ideas, as each person will have a chance to think of their own thoughts before being influenced by the group’s thinking. 
· Once you have done this, start to share the ideas with each other, locating them along the timeline, in the appropriate column for the time and row for the goals. You should move the actions around and discuss them. 

· Write down more actions as you go along, what else would need to be done to achieve these goals? What actions need to be done to enable the actions you have already disucssed to happen? What else needs to be taken into account?

· Develop some more ideas on how to achieve the goals on green leaves, and move the leaves around to show how the ideas you have already developed relate to the goals. 

· This is a good time to check if there are key ideas that you are missing, or areas you have not yet considered.  

· Does it feel realistic that the actions and ideas, if implemented, would achieve the goals? Do the goals need to be readjusted, or do you need to think of more actions and ideas to be able to achieve them? 

· How long will each action take? Make sure you have allocated sufficient time for each action. 
· You have ten minutes in total for this exercise. 

	
	Purpose:

· To allow for creative thinking about what actions would need to happen to achieve the goals
· To encourage discussion about the actions required and the time it will take to achieve them. 
Details:

· Encourage participants to move the leaves around and to review and consolidate what is on their workspaces. 

Options / Comments:

· As the team is laying out tasks, ask what else needs to happen, encourage participants to think of the full sequence of steps required to achieve the goals? 

· Encourage the team to develop more ideas as to what needs to happen and to write these on green leaves. Encourage the team to move the leaves, discussing realistic timelines. As teams are arranging leaves along the grid, ask what needs to happen before what to make this work? Start to develop strings of actions to show how they are related to each other. 
· You may consider if there should be other goals at this stage
· If a team starts to discuss barriers and problems at this stage, you can give people some grey leaves to record these and to place them in the appropriate slot. 

	5
	Connections between the actions
	
	
	5

	
	· use exclamation marks to show critical stages, these may also be milestones (which you can write up on yellow leaves)
· use white icons to show links between steps, with a comment card to make any notes as to what the connection is 
· Develop more actions, trying to show a clear idea of all the steps and when they would need to happen 
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	Sample script: 

· Now is the time to consider the relationships between the actions in more depth. 
· What are the critical steps – what are the priorities? Note these by pointing an exclamation mark at the ideas. 

· If there is a key milestone associated with this action, write this on a yellow leaf and place it in the appropriate location along the timeline, to note when this needs to be achieved by. 
· Do certain actions need to happen earlier in time to enable other actions to be completed? Move the green leaves around, and where there is clear link between actions, point a white icon at each of the actions, and give this a code  – e.g. if the price of a product has to be agreed before the website is launched, note this with two white icons and a code linking these two leaves (e.g. a letter or number), then add a comment card to note the meaning of the code. Either point the comment card one of the icons, or place it by the legend, including the code on the comment card. 

· It is important at this stage to have another good look at the timing of the project and to consider if there has been enough time allocated for each stage.
· Check if the number of actions in any one column ‘adds up’, e.g. if it is realistic to perform all of those actions in that time scale. Do some actions need to be moved later? What impact will that have on achieving the goals?

· This is a quick exercise, just five minutes in total.

	
	Purpose
· To consider the relationships between the actions, contingencies, priorities and connections between the ideas. 
Details:

· You are using icons and comments cards to add layers of information to the actions. This should be done in conjunction with using the location of the actions on the grid to show timing, and even relationships between the actions – e.g. making clusters of leaves, and pointing leaves at each other in a sequence to show the order of the stages. 
Options / Comments:

· You should encourage participants to move the leaves around and to discuss how long each takes, what the links between them are, and in particular what are the contingencies– e.g. if one action does not happen or is late, does it have an impact on other actions? 
· You may need to demonstrate the use of the columns for time and locating the leaves in the rows to make linked series of actions leading to a goal. 
· Participants can be loathe to move leaves around once they have been set down on the workspace, so it may help to physically demonstrate this on the workspace, eliciting discussion from the participants as to what the moves may mean, and what changes when the leaves are moved.    

	6
	Budget
	Squashable
	
	10

	
	· Ask participants to point the icons at the relevant tasks and actions, to show how much each will cost 
· Icons to be marked up with amounts of money, as tokens, enough icons to show the total budget 
· Discuss the allocation of the budget (or use this stage to work out how much the project will cost)
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	Sample script: 

· The white icons can be used to represent a budget, divided into useful units so we can allocate funds and work out how much each action or task will cost. This can act as useful stage of prioritising ideas and refining thinking about what needs to be done and what is realistic. 
· Point the icons at the actions, considering what each requires and what each will costs. Make sure the icon sticks to the felt. 
· This exercise  may lead you to consider more ideas, and things that can be done to achieve the goals, which can be added to the workspace. 

· You have ten minutes for this exercise, and it is a good time to add more detail to the actions, with more green leaves. 

	
	Purpose:

· To consider the costs of achieving the actions, what each will take

· To refine the sense of priorities
· To test the feasibility of the plan

Details:

· The icons need to be moved around, to encourage a discussion of how much things really cost, as well as what the priorities are. 
Options / Comments:

· If there is a budget, you can divide it up into reasonable amounts to deal with – e.g. in £1,000, or £100 units, and write these amounts on enough white icons to represent the total budget 
· You can pre-prepare the icons to save time, either with a real budget or a realistic budget that you wish participants to consider as a starting point
· This can be a really useful stage to help people understand budgets and the true cost of things, especially in a community planning context. 

· This exercise can act as a prompt for further creative thinking – if there is not enough money to do what the group wishes to do, how else can these goals be achieved? what other resources could be drawn on to achieve these actions? 
· This can be a good time to go back to the original project planning felts to look again at the existing assets that may be drawn on to achieve the goals, and to look again at the creative thinking that was encouraged in earlier exercises (e.g. the project planning exercises set out in the workshop plans on www.ketso.com) to see if there is some inspiration about alterative ways to achieve the goals from the earlier thinking. 

	7
	Challenges and barriers
	
	
	5

	
	· Point the warning triangle icons at actions that may prove to be difficult, or areas of disagreement
· Use grey leaves to elaborate on possible barriers and challenges that may crop up during implementation
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	Sample script: 

· When developing an action plan it is important to consider challenges that may arise as you implement the plan. 

· Use the warning triangle icons to point at actions that may prove to be difficult , areas of disagreement (note details about the disagreements on comment cards and point them at the icon). 
· Then take some grey leaves to and write down any challenges that might arise as you implement the plan. Be as imaginative as you can, it is better to do some preparation at this stage and build in a degree of resilience into the plan, rather than be taken by surprise later. 
· Take a few moments on your own, to develop the ideas, and then you can share the ideas, locating them on the relevant part of the Ketso Grid, pointing at green leaves as appropriate. 
· This is a quick exercise, just five minutes in total.

	
	Purpose:

· Encourage critical thinking and an exploration of what can go wrong.

· To work to develop a realistic plan. 
· Build resilience into the plan by considering possilbe problems. 
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 introduce some key challenges here. You may wish to pre=prepare some key challenges to prompt participants’ creative thinking, these can be written up on grey leaves. 

· Alternatively, you may think of some challenges as you look at the action plans developing, and you can write these up as you go along for the participants to consider. 
· A good source of challenges is the connections between actions – what if one action, that another step relies on, is not finished on time? 
· Are there any inputs required from people outside of the team? This is another common problem, when people don’t deliver on time or what is expected. 

· 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.

	8
	Solutions to challenges
	
	
	5

	
	· Allow some time to develop solutions to the challenges (greening the grey)
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	Sample script: 

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

· An important part of developing an action plan is to consider ways to overcome the barriers – this stage of creative thinking may also suggest further actions or things that need to be put in place earlier, to help avoid, or deal creatively with, possible problems. 
· Take a few green leaves and see if you can develop solutions to any of the challenges on the workspace. 

· Do any of these green leaves suggest actions that need to be put in place before the challenges arise? Place the leaves on the appropriate section of the Ketso grid, discussing how they affect the action plan, and move other leaves around or add actions as appropriate.  

	
	Purpose:

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

· Further develop the action plan, by considering how to increase resilience and ability to overcome problems before they arise. 

Details:

· Use green leaves to brainstorm possible ways to overcome the challenges and barriers. 
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.
· This may be a good time to bring in some inputs about resilience and the nature of planning ahead, especially if this is a training session. 

	9
	Assigning responsibilities 
	
	
	5

	
	· write people’s names on comment cards and point them at the actions they are responsible, attaching the comment card to the workspace 
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	Sample script: 

· In creating an action plan it is essential to think through who is doing what, and who has responsibility to make sure that the actions happen on time and the milestones are met. 
· Write down the names of the people (or organisations) who will be involved on comments cards, and start to place them next to the key actions. You may wish to assign people to overall goals, as being responsible to check that all of the actions are happening on time. You can also point a comment card at clusters of actions. 

· Does every major area on the Ketso workspace have someone who is responsible for it? 

· This stage acts as a further test of the feasibility of the plan – do the people responsible have the time, skills and wherewithal to achieve these actions in the timescale laid out? If not, how could the actions on the plan be arranged differently (e.g. in a different order, or over different timescales) to make this possible? This is a good time to look again at the priorities, as set out by the exclamation marks, and to think what is essential. Is there anything that can be left out? 

· Check again that it is possible to achieve all of the actions in the time slots allocated to them. Will these people have other responsibilities or deadlines in these time frames that may impede their ability to achieve these actions? It may be worth creating a further row for external events or deadlines that could affect the project. 

· This may be the time to come up with some more potential challenges (grey leaves) and to developed some more solutions to these (green leaves). 

	
	Purpose:

· To encourage a discussion about responsibilities and to make expectations clear by laying responsibilities out on the workspace. 

· To further test the feasibility of the plan, and to adjust it appropriately. 

Details:

· do the people who will be responsible for this have the time, skills and wherewithal to accomplish all of the actions? If not, what else can be done to help make this feasible?
Options / Comments:

· If people start discussing who will do what earlier, you can start this stage at any point, then come back to it later to ensure that you have someone responsible for each major area, and a clear idea of who is doing what when. 
· Depending on the complexity of the project, this stage may need more time. 
· You may wish to encourage participants to point comment cards at clusters of actions, rather than at each individual action

· You may wish to check that there is a person who has responsibility for each overarching goal or task area. 

· If the action would be done by the person writing their name on the comment card, you may wish to encourage people to put a dot on the comment card - otherwise, participants can suggest people, who should do the action, and write their names / organisations on comment cards and point at the relevant tasks.

	10
	Next steps and takeaway messages
	
	
	5

	
	· place an exclamation mark by your name on one of the white comments cards to show what you will do next

· make sure that all participants have a clear idea of the next steps and key milestones that need to be achieved
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	Sample script: 

· It is important to think of what you will do next, as well as considering all of the actions that need to happen in the future. 

· What is your next step? Put an exclamation mark by the comment card with your name on it that is pointing at your next step. 

· If you next step is not already noted with a comment card with your name on it, add another comment card and put an exclamation mark by it. 

	
	Purpose:

· To consider next steps and make sure that participants get to an ‘action-orientated’ frame of mind. 

Details:

· It is important to get people to think of what they will do next, to encourage a sense that people can achieve this action plan. 

Options / Comments:

· At the least, it is a good idea to reiterate: the next steps, the key actions that need to happen in order for the project to succeed. 

· It is worth asking: How will we keep track of the actions and whether they have been achieved?
· You can discuss with participants how they may be able to use the Ketso workspace with this action plan to guide their actions, checking in to see if the actions are being accomplished on time, and going through further stages of discussion and redesign of the action plan to cope with and react to the way the action plan unfolds in reality. If something has not been achieved on time, leaves need to be shifted, new steps need to be considered. 
· You can discuss how people can use the yellow tick icons to note when actions have been accomplished as the plan is implemented (if this workspace is going to be kept and used during implementation). 
· The warning triangles can be used to highlight areas of problems or actions that are not likely to be achieved on time. 


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 the field of project planning and decision making, and the example used is a workshop based on developing an action plan. The action plan can be for a wide range of project types.  

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 guides and example plans is available on our website, 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 project planning, such as developing the initial idea, and engagement with stakeholders. 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). 

The basic pattern of this workshop can also act as a useful review of the implementation of the action plan. If it is possible to display the action plan on the wall, or to bring it to review meetings, it can act as a very useful prompt to review progress and to help develop next steps. 

	Workshop Specification
	

	Workshop title
	Developing an action plan

	Status of workshop plan
	Tested, under development

	Developed by: 
	Joanne Tippett (Ketso)

Derek Henderson (Ketso)

Fraser How (Ketso)

	Run on 
	March 15, 16, 18 & June 22, 23, 2010

	Last updated
	Dec. 27, 2010

	Workshop plan number
	PP-5.1

	Workshop duration
	1 hour

	Notes
	Support materials available: PowerPoint slide show introducing the stages of the workshop
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“I love this tactile interactive way of solving problems; This gives good visual indication of aspects of problems/projects; Process ensures you identify exactly what you want to achieve.” Feedback from participants at workshop developing a plan for a Sustainable Port, University of Portsmouth
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© 2010 Ketso, provided on an 'as-is' basis, with no warranty or guarantee. Plan may have been modified by the user. See www.ketso.com for open source and approved workshop plans and updates. Plans are ‘work in progress’. 
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