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1 Introduction
This document is part of a series of publications designed to help you run successful workshops or events using Ketso. This Workshop Planning Guide is designed as a complement to the series of more detailed Example Workshop Plans, which are being made available on Ketso’s website. It acts as an overview of the workshop planning process and gives hints and tips on running a good workshop.  It deals mainly with the planning of an actual workshop, as opposed to a whole programme of stakeholder engagement. 

These workshop plans and guides are accompanied by a series of free training videos available on www.ketso.com under ‘Support & Community’. These include a video about ‘Planning a Workshop’, which goes through the BASICS outlined in this guide. 
Based on years of experience, the Ketso team has created a series of example workshop plans to make it easy for you to plan your event or meeting with confidence. Over time we intend to build a library of user-contributed plans and suggestions, creating an open resource for effective and creative use of Ketso for engagement and change. 
A full list of available guides and example plans is available on our website, covering the use of Ketso in areas such as stakeholder engagement, project planning & decision-making, community planning, training & capacity building, and teaching & learning. 

You can also download a separate file called Workshop Preparation Checklists, which gives checklists of practical details to consider when planning a workshop, and which you can customise and use in your own planning.  These include: a checklist for planning in the early stages, suggestions for items to take with you to the workshop, and information for setting up the tables on arrival at the venue. You can of course add further detail or delete items, as appropriate for your workshop. 
1.1 Notes to the reader
The language and focus in this guide is all around ‘workshops’. It should be noted however, that the basic patterns are just as relevant if you are running a ‘meeting’ or perhaps a ‘consultation’—workshop is a broad term we are using to cover all these situations.
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. 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). As a minimum, you should print out the Outline Workshop Plan as a guide.

If you are an experienced facilitator, some of the discussion and tips in this guide will not be of relevance to you, as you will have already developed your own ways of doing things effectively. In that case we would encourage you to focus upon the Ketso specific information, and simply bypass anything that you do not need. If, on the other hand, you are less experienced or new to running workshops or events, we hope that you find this guide in its entirety helpful.
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. You may wish to use the example workshop plan ‘Planning an Event’ for this. 
1.2 Overview of this guide

This Workshop Guide introduces ‘BASICS’ – a simple way of considering the important aspects of your workshop. The BASICS are then looked at in a more detail, with a specific focus on how Ketso can be used. Finally some advice is given regarding how to adapt the example workshop plans to your needs.

In our observations of many Ketso workshops over the years, the first point to highlight is perhaps obvious but worth emphasising: the workshops in which the facilitator has a good plan for the workshop tend to be much more successful than those in which they don’t. Preparation is especially important when running an unfamiliar workshop, or doing it for the first time. 
With experience, some basic ways of using Ketso become second nature, and it is possible to run a successful workshop with very little preparation time indeed. This is not, however, the same as not having a plan at all. Everything gets easier with practice, Ketso is no different.

2 Planning your workshop

This section begins with “Workshop BASICS” – a simple framework that provides a memorable overview of important things to consider when planning a workshop. This is followed by “Workshop BASICS with Ketso” that explains this framework in a little more depth while giving general guidance and tips on Ketso workshop planning. Together these provide the background and a reference to help you customise the example workshop plans that are available on our website.

2.1 Workshop BASICS

The acronym BASICS stands for: Beginnings, Activities, Sequencing, Inputs, Conclusions and ‘Skippables, squashables & supplements”. Thinking about each of these aspects in turn makes it easy to ‘cover all the bases’ and feel confident that you have considered everything important in your workshop planning. It can be used like a checklist. 
The main ideas and questions for each part of BASICS are shown in the table below. 
	Workshop BASICS – Overview

	BASICS - Beginnings

	Why are you running workshop and what do you and the participants hope to get from it?
Who is coming (or should be invited)?
What are the key ideas you need to include in the introduction to the workshop or invite?

	BASICS - Activities

	What will be the main stages of the workshop?

What questions do you want to ask (about the main issues)?
How will you give people an activity for each stage? 

Do you have any activities, such as a key note speaker, that need to be included? 

How many breaks will you have? 

	BASICS - Sequencing

	What is the flow and progression of the workshop?  

How will the activities link to each other?

What is the timing of the breaks or slots for speakers and presentations? 

	BASICS - Inputs

	What information should you or participants provide/prepare in advance? 

What information will you want participants to learn from the workshop? 

Do you have key information from previous workshops / other sources that may be of use? (e.g. are there key decisions that have been made that need to be mentioned, can you create links to earlier workshops to develop a sense of on-going learning?)

	BASICS - Conclusions

	How will the process continue after the end of the workshop itself?

What will happen to the outcomes? 

What are the ‘takeaway messages’? How will participants be aware of these?

How will you draw the workshop to an end? 

	BASICS - Skippables, Squashables & Supplements

	Skippables: What are your graceful omissions in case things run over, or the time available is shorter than expected?  What can most easily/appropriately be left out?  

Squashables: Which of the steps can be ‘squashed’, so they take less time?
Supplements: Are there any extra activities you could use (to deepen thinking, for example) if a stage takes less time than you think, or if a group runs through the exercises more quickly than expected?


2.2 Workshop BASICS with Ketso

2.2.1 Beginnings
‘Beginnings’ refers to the things it makes sense be clear about before you spend time planning in detail—the aims and purpose of the workshop, for example. What would a successful workshop look like? What would happen during it? Who needs to be involved, informed or invited?
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In Ketso this is represented by the centrepiece, on which the main focus of the workshop is written for all to see. 
For more in depth guidance on key issues to think through before a workshop, such as deciding which stakeholders and people to invite, see Section 4. Effective Groupwork – Key Questions of the Ketso User Guide, (a printed copy of which is included with every Ketso, and a downloadable version is available for free on the Ketso website).

If you are running a workshop with participation from a wide range of stakeholders, you may also wish to review the resources for planning stakeholder engagement at www.peopleandparticipation.net. 

‘Beginnings’ is also a reminder to think about how you will begin the workshop. How will you engage people’s interest and attention? Ketso, with its colourful and tactile presence, helps to do this naturally. It is still important to make the aims of the workshop clear near the beginning of the session. This is an important pattern for each stage of the workshop, it helps if the facilitator, or the person who is leading the process for a small group, introduces each stage simply and clearly. There are some examples of how to do this given in the ‘sample scripts’ in the detailed workshop plans you can download from the Ketso website, and you can this in action on the Ketso Training Video, ‘Running a workshop - Ketso Training Video 2’. 
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TIP: Say at the start and end what will happen to outcomes, how people will be contacted and informed after the workshop.

2.2.2 Activities

Workshops need activities for the participants to engage in, or they can easily degenerate into frustrating ‘talking shops’. Ketso helps greatly with this due to its hands-on and structured nature. A Ketso workshop proceeds in stages. These stages often involve asking the group a question and allowing them time to think and develop their ideas on their own, then share and discuss their ideas with each other, while recording it for all to see on the Ketso. With Ketso, you get ‘activities’ built in to the workshop process. 
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To plan this, think about the main questions or issues that need to be covered in the workshop. In Ketso this is represented by the legend, where you write down what the different colour leaves will mean in your workshop. 
Although you can of course use the colours in any way you like, the following basic pattern has been found to be effective time and time again for three general types of workshops – firstly, project planning or engagement type workshops, secondly consulting on options or ideas, and thirdly in a teaching or training context. Suggested legends are given in the example workshop plans. 
Three ‘standard’ legends that we have found useful in different contexts are shown below. These have been tested in numerous circumstances, and can form the starting point for developing new workshop plans. With practice, these simple patterns become almost ‘second nature’ and can help you devise a workshop plan to meet a new situation very rapidly. 

Legend – ‘standard’ Ketso colour codes for project planning
Brown: existing assets (what’s working well already? What have we got that helps?)
Green: future possibilities (creative ideas for what could/should happen)
Grey: challenges (limits or problems to be overcome)

Yellow: goals (what big picture things do we want to achieve, or measures of success)
Comments cards: comments/questions

Exclamation icon: seems important

Yellow tick icon: priorities / advances goals
Triangle icon: areas of disagreement

Blank icon: connections or other useful info like initials of people who will do tasks, or amounts of money
Legend – ‘standard’ Ketso colour codes for consulting on options / exploring a topic

Yellow: positive (what is good about this?)
Grey: negative (what is bad about this?)
Brown: interesting (what else do we know, or is of interest?)
Green: future possibilities (creative ideas for what could/should happen)

Comments cards: comments/questions

Exclamation icon: seems important

Yellow tick icon: priorities
Triangle icon: areas of disagreement

Blank icon: connections or other useful info like initials of people who will do tasks, or amounts of money

Legend – ‘standard’ Ketso colour codes for teaching or training

Yellow: interests (what interests me about this topic? What do I like about it?) 

Brown: what do we know (what do we already know, or what resources do we have access to, to find out more about this topic?)
Green: future possibilities  (creative ideas for what could/should happen next, ways to overcome the challenges,)

Grey: challenges (what are the challenges to learning you have / think you will encounter?)
Comments cards: comments/questions

Exclamation icon: seems important

Yellow tick icon: task accomplished
Triangle icon: problem areas

Blank icon: connections (or other useful information, like initials of people who will do tasks)
Unless you have a good reason not to, or previous Ketso experience, we would suggest sticking to these patterns. That way the questions that you ask the group for the different stages are virtually decided for you, in a format that you can trust. All you need to do is work out how to phrase the questions for your situation. In addition, there is a basic underlying logic to the use of colours that helps people remember them  (brown stands for the soil we have to grow ideas in, green is the shoots of new leaves and new ideas, yellow is the sunshine that drives the process, and grey are the mouldy leaves, the ones with a ‘problem’).
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 For each stage allow some time for people to develop ideas on their own, before they share them with the group or you introduce more ideas yourself.

Occasionally in a workshop you will find one or more people dominating the conversation, and not giving other people the time to talk. You can use both the fact that there are specific activities in the process and that the components of the kits are used to stimulate these activities to help manage such a situation. You can give the person a pile of leaves and remind them that only the ideas that are written down will be recorded, therefore it is important that they get these ideas ‘on the table’ so that they are included in the ongoing discussion. 
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 You can use the components of the kit to introduce the activities, handing out different leaf colours, etc. at appropriate times in the workshop. You can use this time to reiterate that it is important for everyone to have time to develop their ideas on their own and to share them with the group. 

2.2.3 Sequencing

The order in which you present things and ask questions can make a big difference to your workshop participants’ experience, and also to the results that you get. This applies to the overall flow, as well as within each stage of the process.
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Ketso helps with this by having suggested sequences of colours (of leaves and ideas) that have been found to work well. 
These basic guidelines are often enough to work with:

Start with the positive

Do some creative, positive thinking before considering problems and limits

Allow time after thinking of problems to develop solutions to the problems

Allow several stages of creative (green leaf) thinking 

Devote time to considering practical action as well as creative ideas

Using the ‘standard’ colour codes described above (in 2.2.2 Activities), these guidelines are often described as:

Start with existing assets—on brown leaves. ‘The soil in which new ideas can grow.’
‘Greening the grey’ – if there are grey leaves (problems) on the workspace, we should always try to point green leaves (the green shoots of new ideas and solutions) at the problems, encouraging constructive attitudes and maintaining motivation.
 TIP: You can use the Ketso planner (the small gridded felt) to try different sequences, moving the questions and stages around until they fit and seem about right.
Whilst it is generally a good pattern to start with thinking of positive aspects of a situation, you may find that some members of a group start talking of problems, or feel unable to discuss the positive until they have aired particular concerns or issues that they have. It is possible, and often very helpful, to allow that person to write down their concerns at the time, introducing a different colour of leaf to capture those ideas. This helps to validate the person’s thinking and means that all participants are more likely to focus on the stage at hand, as they don’t have to worry about their ideas or concerns being lost or forgotten. Encourage participants to capture the idea and then to carry on with the process, perhaps with a reassurance that there will be more time to consider problems later in the workshop. 

TIP: Remember the ‘back pocket grey leaf’. You can bring out a grey leaf, or other colour as appropriate, to capture an idea that does not fit in the sequence. 

2.2.4 Inputs

Depending on the nature of the workshop, you may need to come prepared with various information or support materials. You may also wish to ask participants to think about particular issues beforehand (although this is by no means necessary, just an option to consider). Do you need to prepare slides or handouts with key information?
With Ketso, inputs are represented by the branches on the Ketso workspace. These can be used to pre-structure the discussion with themes, enabling all the important aspects of a situation to be considered by participants.

For any Ketso session, you can choose between having pre-written branches or leaving them blank (‘emergent’ branches). The advantages of pre-writing them are that it can help the group stay focused, save time (sometimes lots of time), and to help make sure that important issues are considered in a comprehensive way. On the other hand, some participants may feel ‘constrained’ by pre-defined categories, and indeed it should be done with awareness that the choices of themes will exert a considerable influence on the discussion. We suggest that you always leave at least one branch blank for ideas that don’t seem to fit or to allow participants to develop their own themes. 

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.    

Having pre-prepared branches helps you to synthesise and compare ideas emerging from several different workshops, e.g. workshops on a similar theme held in different geographical areas or with different stakeholder groups. It can also help with synthesis and comparison of ideas between different groups in the same workshop. This is especially helpful when you do a quick table swap for different groups to learn from each other. It can help with synthesising workshop ideas over time, for instance, if you are working in an area over a longer time frame and want to compare what people think of the area before and after a project. 
The other option is to leave the branches blank, and allow the themes or categories to emerge during the process. This can be very powerful, as it may allow ideas that you had not considered to emerge, and means that participants feel a great sense of ownership of the framework. This process is only recommended when there is enough time to facilitate the process and ensuing discussion well. This approach is well suited to more exploratory workshops, or in training and learning contexts. Often however, it makes better use of people’s time and input to use pre-written branches to spend more time on the issues themselves and less time on agreeing what the issues are! 
TIP: Always have one or two blank branches to allow new categories to emerge, and to give a place to put ideas that don’t seem to fit yet.

When considering your inputs to the workshop, ask yourself how much you need to find out about the topic and the context to run an effective workshop. It is not always necessary to know much about the topic—as a facilitator it can sometimes be an advantage to not be an expert on the topic as it is easier to focus on the process rather than the detail. In this case it can help to make it clear to participants that you do not know much about the subject. This can actually help reinforce the idea that they have the knowledge; you are just helping with the process. Will there be someone who can answer detailed technical questions? You may need to make sure they are briefed to take part in the process, also filling in leaves, etc., so that other participants don’t feel intimidated to put their ideas in.
If there are key ideas from previous workshops, or from other stakeholders, that may be useful or important to discuss, consider how and when you will introduce these ideas into the workshop. You could for example use such a list as a checklist and introduce them if key ideas are being missed or to stimulate further discussion. It can be helpful to have some key ideas pre-written on leaves, so you can add them in to the discussion at an appropriate time. 
If you run workshops on a regular basis, it is a good idea to build up a ‘stock’ of some key ideas the come up time and time again. These can be used as inputs at an appropriate time in the workshops. They may be key challenges that are always faced, or some existing assets that are often overlooked. This may also be key ideas that you wish to introduce to the workshop for participants to consider. 

If you are working in a community planning context, it is very helpful to see if there have been previous consultations or plans developed, and to make sure you refer to the key ideas from these plans. To make a connection to these earlier ideas, you can ask if they are still the same for the area, or how people feel about them now. This gives people a sense that their ideas have been taken into account, and that they are therefore likely to be listened to this time. This can help reduce ‘consultation fatigue’. Considering such inputs may also give you more ideas for questions/stages of the workshop.
TIP: Allow people time to develop their own thinking before introducing ideas from previous workshops or other sources, and then allow participants to develop their own connections to the inputs you are bringing in, rather than feeling constrained by them. 

2.2.5 Conclusions

As the old saying goes, ‘Begin with the end in mind’. What will happen after the workshop, how will ideas be taken forward? If it went really well, what would the participants take away with them? Greater understanding? Motivation? A clear plan of action? A next step each? It helps to keep your answers to these questions in mind while planning out the workshop, and to come back to them when you wrap up the workshop.
Ketso is valuable for thinking and understanding, but it doesn’t end there. Ketso is all about action: informed and effective collaboration towards our goals (indeed the word means action in Lesotho, where Ketso was invented). Depending on how many stages you have already had, you can either use the yellow tick icons to identify practical actions and steps that can be taken from the full set of ideas on the felt, or you can write the ideas on yellow leaves (if you have not already used them for goals). Alternatively, you can have participants write actions on yellow leaves, and then put them on the Ketso planner, so they are located in a different place. 
We have found that it can be helpful to differentiate between actions that you can take (that are in your sphere of control), actions you can influence others to do (that are in your sphere of influence) and actions that others should do (in yours sphere of interest). You can write these phrases down on comments cards on the Ketso planner (e.g. ‘What I can Do’ at the top, ‘What I can Influence’ in the middle, and ‘What Others Should Do’ near the bottom) and ask people to locate their next steps against these, if you have a little more time to discuss the next steps. 
Ketso gets people involved and allows them to be heard. Being clear about any next steps will help keep motivation and interest going after the workshop. Encouraging people to commit to actions and take responsibility there and then also increases the likelihood of action.
TIP: Use the white Ketso ‘comments cards’ in the workshop for people to write their name next to ideas or actions that they will do or be responsible for.

2.2.6 Skippables, squashables & supplements

No matter how great your plan is, something usually happens to change it. Perhaps you will arrive and the room has been re-arranged, or the tables removed. Perhaps you will be informed that your boss wants to talk for ten minutes at 11.20 (right in the middle of your plan). Or a more extreme real life example – perhaps you will be informed that you are expected to run a session with twenty teenagers not for 1 hour as you thought, but for 3 hours! You need a backup plan.

Our Ketso approach to this is to think of it ways to be flexible in a workshop in terms of skippables, squashables and supplements. 

‘Skippables’ are those parts of your plan that you could leave out completely without much trouble. If time gets short, you can see at a glance on your plan the things that you can drop, with the least detriment to the plan, so that you don’t have the stress of trying to work that out while you are actually running the workshop. If you think of these in advance, you are more likely to cover all the key stages, rather than end up only doing the stages near the beginning of the workshop and missing out key, later stages. 
‘Squashables’ are similar, but they are parts of the plan that you could do in less time if you needed to and it would still be worth it. Some things are worth doing quickly rather than not at all, and thinking this through in advance will give you some welcome flexibility in the workshop if you need it. A classic way to ‘squash’ a step in a Ketso workshop is by limiting the number of leaves that you give out to participants, and asking them to think of just one (to three) key ideas for that stage. 
‘Supplements’ are activities or questions for the group that are not on the plan, but rather ‘in your back pocket’ in case you need to make productive use of unexpected extra time. Going home early is nice, but it takes a lot of effort to get people together and it is good to know that you can help make the most of that time investment if called upon to do so. Different groups often move at different speeds through the exercises, so it is always a good idea to have a possible supplement to give to a particular group to work on whilst the others catch up. This could be an extra question, or a challenge you wish them to think of (you can give them an extra grey leaf with the challenge on it), or simply by asking them to go into more depth about one of the leaves or areas on their workspace. 
TIP:  A great Ketso supplement—with any ideas on green leaves, think of problems with those ideas (on grey leaves) – and then more green (solutions) to those problems. Another supplement is to have an extra table swap (maybe splitting the groups up). 
2.3 Customising the example workshop plans for your needs

There are several points to note before adapting the example plans for your workshop.

To adapt the plan, cut and paste the rows to re-arrange them (make sure the cursor is just to the left of the start of the row below where you want to paste the new row), add the start time and key times (such as breaks) in the column provided, and adjust the durations (given in minutes) to suit the time you have. It is important to allow enough time for each activity. A good rule of thumb is 10 minutes per activity. 

When planning your own workshop, you may find that altering the Overview Workshop Plan is sufficient, but we strongly recommend that you read the Detailed Workshop Plan to see the purpose of each stage and the suggested scripts for introducing them. The detailed plan also acts as a useful crib sheet during the sessions to help you remember key points and how to introduce the stages. 

The sample scripts are there to help you get across the key points clearly. It really helps in a workshop if you introduce each stage clearly and briefly. It is worth reading these, making your own notes, highlighting key words for you, and practicing in advance so you can more clearly project the key points during the workshop.  

The BASICS information given for each workshop plan shows the underlying thinking for the plan. This represents key points to bear in mind if you adapt the plan. We encourage people to adapt these plans to suit their needs. The only note of caution is that it is a good idea to think of WHY certain stages are there and why they are in that order – there is some good thinking behind much of this, which needs to be taken into consideration when changing steps around. 
Please refer to the Ketso User Guide and training videos for more information and advice on how to use Ketso and how to plan a workshop (available from: www.ketso.com).  Enjoy! 

We would appreciate any feedback on this Guide or the Example Workshop Plans – please email office@ketso.com. [image: image5.png]





















































































































































































































































































































































































































































































































































































































































































































“Ketso really takes the pressure off facilitators - it makes it easy to run a workshop, and is really simple to use. I do a lot of 'Training the Trainers' and can see how useful it would be to leave a Ketso with them - after the day of training, new trainers would have something to guide them through the process in the future.” Jimmy Brannigan - ESD Consulting and WWF - One Planet Leaders' Programme
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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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