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SEQUENCE of EVENTS SYLLABUS

(Required Planning Unit)

Introduction

This Learning for Life Leadership Workshop session introduces high school students to planning skills they can use as group leaders and in their lives.

Learning Objectives

After completing this session the student should know:

· Basic planning principles

· The role of planning in leadership

· Various successful planning techniques

Materials required
Overhead projector, screen, extension cord and spare bulb

Copy of five overheads reproduced from appendix onto overhead transparencies

Copy of two handouts reproduced from appendix (one copy for each student)

Session Time Required
Approximately 50 minutes

Session Reference Materials

1. U.S. Army Handbook (1973). Military Leadership. 

2. Butler, Gillian, Ph.D. and Hope, Tony, M.D. Managing Your Mind (1996). New York: Oxford University.

Introduction
Someone once said, "A goal is just a dream with a deadline." That goal will remain a dream unless you create and execute a plan of action to accomplish it. Every goal that gets accomplished has a plan behind of it.

[Ask the students to define planning. Write their answers on a flipchart pad or chalkboard. After you have several different definitions on the board, display overhead #1 – “Purpose of Planning.” Discuss the reason for using the planning process.]

Planning is the process by which you (1) decide whether you should attempt a project, (2) work out the best way to reach your goal and (3) prepare to overcome unexpected difficulties. It is how you turn dreams into achievements.

Avoid Wasted Effort: Planning helps you to avoid the trap of working extremely hard, but achieving little. Time spent planning increases the likelihood of success and avoids wasted effort:

· Without adequate planning, it is easy to spend large amounts of time on activities that turn to be unimportant.

· Lack of planning can cause you to miss deadlines if you have not planned correctly the order in which various parts of a job should be done. 

Prepare Lists: As part of the planning process, make lists of resources needed and deadlines for finishing various parts of the project. 

· List the resources needed and then make certain that they will be available. This ensures that the project will not fail or suffer for lack of a critical resource. 

· Plan the project in the most efficient way possible so that people’s time is not wasted. This raises morale and shows you to be an effective leader.

Benefits of Planning: At times, planning may seem to take too much time when you’re eager to get started on a project. But remember that planning saves you time in the long run.

· Planning allows you to gain the maximum return for the time spent by you and your group members.

· Planning allows you to take into account the unexpected and be more likely to deal successfully with change when it is necessary.

Why Firms Avoid Plannng
[Display overhead #2 – “Why Firms Avoid Planning.”  Discuss reasons with students.]

There are a number of reasons why companies sometimes avoid planning: 

· Poor reward structures: If an organization assumes success is the norm, it may fail to reward those who achieve success. In contrast, it may punish (by failure to promote or give a raise) those who risk something and failure. Under this system, it is often better for an individual to do nothing than to try to achieve something and fail.

· Fire-fighting: An organization can be so deeply embroiled in crisis management and fire-fighting that it simply does not have the time to plan. 

· The “no time” routine: Some organizations may oppose planning as a waste of time. This can happen when the organization is doing a very simple job or where managers are very experienced. However, this attitude denies new employees the benefits of planning and puts more load on experienced managers. 

· Too “costly”: Some organizations don’t want to pay the wages or salaries of employees spent in planning. They are culturally opposed to spending resources. Sometimes cost-cutting is appropriate, but often this attitude applied toward planning is short-sighted. It fails to realize that resources spent on planning in reality are an investment.

Why People Don’t Plan
[Display overhead #3 – “Why People Avoid Planning.” Discuss reasons with students.]

Sometimes individuals themselves avoid planning. When this is the case, it usually results for one of the following reasons:

· Laziness:  People simply do not want to devote the time needed to think a plan through.

· Resistance to Change: Some individuals may not see the benefits of the planning process, may be fearful of change or may, in fact, be opposed to change because they benefit from the way things are now.

· Fear of Failure: By not taking action, there is little risk of failure unless a problem is urgent and pressing. Whenever something worthwhile is attempted there is always some risk of failure. 

· Experience: As individuals gain experience on a job, they may find that they rely less and less on planning. This may be appropriate. However, even an experienced worker can benefit from an occasional planning exercise that may point to better or more efficient ways of doing things.

· “Not Again” Attitude: People who have spent long hours in poorly organized planning meetings with little or no positive results may not want to try it again. Poorly done, planning can be time-consuming and wasteful. Done properly, it can be highly beneficial.

The Planning Stages
[Display overhead #4 and distribute handout #1 – “The Planning Stages.”]

An effective plan is more than just writing down a few steps about what we want to do. It is a process with several stages that helps us make better decisions about where we are, what alternatives we have, what resources we need and what we can realistically expect to accomplish.

It is also important to rid ourselves of the idea that once we write a plan, it cannot be changed. Sometimes we learn that our original plan is too costly or requires more time or people than we have available.  In that case, we need to return to an earlier stage of planning, scale down our expectations and modify our plan.

Planning is not a one-way street that goes only in one direction. Think of planning, instead, as more of a spiral – a process that moves forward, but allows us to return to earlier stages to modify our plans based on new information we may have received.

The planning process includes the following stages:

· Analyze Problem – Use individual and group brainstorming session to discuss current problem or concern and to gather as wide a range of proposed solutions as possible. 

· Identify Aim – After hearing all ideas in the brainstorming session, express the purpose of your group’s plan in a single sentence. This helps you focus on what is important in planning, while avoiding wasting time on irrelevant issues. 
· Explore Options – Now, from all the options considered, select the one that best fits your group’s stated aim and available resources (time, expertise and money).
· Make Detailed Plan – In this stage, you work out what is the most efficient way to accomplish your aim. Who will do what and when and at what cost?
· Evaluate Plan – Pause a moment, as a group, and take a real hard look at your plan. Ask yourselves: “Will it really work? Is the expected outcome really worth the time, effort and cost?” If not, return to earlier stages in the planning process to modify your plan or to select a different option.
· Implement Plan – Make assignments to people to begin carrying out your plan. Have a reporting procedure to make people accountable for completing their assignments and to allow for dealing with problems as they arise. Remember, that as you carry out your plan, you may discover the need to change it 

· Seek Feedback – Get feedback from people in and outside of your group. What went well? What didn’t? Then take the time to consider what you could have done differently. This will help you and your organization learn from your successes and mistakes.
Analyze Problem
During brainstorming, people suggest ideas as quickly as possible – without worrying about anybody making fun of them. No criticism of any ideas is allowed during brainstorming. 

Brainstorming can be done as individuals, in groups or in some combination of the two methods. There are advantages to each way. 

Plan A – One way is to give a short amount of time for people to jot their ideas down on paper. Then provide time for them to share their ideas. During the discussion, encourage participants to share any additional ideas that occur to them as a result of hearing other people’s ideas. 

Plan B – Another way to conduct brainstorming is to omit the writing stage and going straight to the discussion stage, throwing it open immediately for people to suggest solutions and react to one another’s suggestions. Pick the way that works best for your group.

Remember to have someone make a record of all  suggestions for later use.

[Display overhead #5 – “Brainstorming – Role of Leader” and distribute handout #2 – “Brainstorming.”]

Role of Leader: During brainstorming, the leader has several duties:

· State the problem clearly. Focus on one particular problem. Be specific.
· Announce a fixed amount of time. Tell people how much time they have for brainstorming.  
· Encourage creative thinking. Remind them that the purpose is to have fun and to come up with new and creative solutions to problems. By sharing their ideas – no matter how wild – they may “spark” the group to discover the best ideas.

· Keep discussion on target. Don’t let the discussion stray too far from the assigned topic. The leader must gently guide the discussion, thanking participants for their ideas, then asking how a particular idea may suggest a solution to the stated problem.
· Make record of ideas. A record should be kept of the session either as notes or on a tape recording. It is also helpful to jot the ideas down on a chalkboard or flip chart for all to see.

Identify Aim
After hearing all ideas in the brainstorming session, express the purpose of your group’s plan in a single sentence. This helps you focus on what is important in planning, while avoiding wasting time on irrelevant issues.
Explore Options
Once you have explored the options available to you, it is time to decide which one to select. 

If you have the time and resources available, then you might decide to evaluate all options, carrying out detailed planning, costing, risk assessment, etc. for each.
Make Detailed Plans
Now comes the fun part. This is where you write down lists what needs to be done, who needs to do it, when it needs to be done and at what cost. This kind of detailed planning takes time, but saves time in the long-run.

First, list all the key steps that need to be accomplished. If some of these are large and complex, break them into smaller key actions. Decide which are important and which are not. Omit the unimportant steps.

Second, decide which order they need to be done in and who will do them. Estimate the time needed for each step. Allow extra time for those unexpected things that happen.

Third, list everything needed for each step. This checklist should include supplies, equipment, people, workspace, etc. Use this list to make certain everything needed is ready at each step of your plan.

Evaluate Plan
Now is the time to ask some hard questions: Will it really work? Is it worth the cost? Does it have unexpected effects – either good or bad? You may also find that the plan is just too expensive or that unforeseen circumstances have made the plan unworkable. This can be frustrating. But it is better to discover problems with your plans and change them than to continue on the road to failure.

In evaluating a plan, remember that a good plan will do the following: 

· Give a brief analysis of the problem.

· State its aim clearly.

· List the needed resources and their source. 

· Detail what needs to be done, by whom, in what order and by when.

· Provide reporting procedures so that someone has the job of making sure that everything is done on time and correctly.
· Plan for the unexpected by building extra time and resources into the plan.
Implement Plan
Now you are ready to execute the project. If your plans are solid, things will go smooth. If your plans are faulty, then you have a very long and hard project ahead of you.

You will increase the likelihood of your plan’s success by having involved people in the planning process. This means they now have a stake in seeing it succeed. They will be more motivated to do something they helped plan than something that was just assigned to them.

Check up on people. Make certain that they understand their assignment and ask if they are encountering any problems. This does two things: (1) It lets them know they are accountable to someone for getting their assignment done, and (2) it allows you to learn of problems early so that you can make needed changes in the plan.

When the project is completed, mark it formally with some sort of ceremony – whether a meal or an awards presentation. This helps people share in the feeling of success and more likely to want to participate in future projects.
Seek Feedback
The final step is taking a moment to evaluate how the project went at each step. Ask participants to share with you things that went well and things that didn’t. Consider holding a brainstorming session that allows people to suggest improvements or changes the next time round. This is a way to let your group or organization benefit from your experience.

Closing
Planning is important to your success as a leader of an organization. People and organizations have many excuses for avoiding planning, but the benefits from good planning make the time spent planning worthwhile. 

Good leaders involve members of their organization in the various stages of planning. This gives them a feeling of involvement and a stake in the outcome of the planned project. Good plans include lists of resources and provide timelines for various parts of the project to be completed. Reporting procedures are also included so that people know they are accountable for doing their assignments. 

Good leaders also plan for the unexpected by building extra time and resources into the plans. They also listen to what members of their group tell them during the project in case changes need to be made in the plans.

Afterward, they seek feedback from people involved with the project, asking what went well and what didn’t so that they can learn from their successes and failures.

Planning Activity
In this (optional) activity, the purpose is to take the students through some of the initial stages of the planning process. They will not have enough time to make detailed plans, but will, at least, get a feel for what each stage involves.

Pick some problem applicable to your group. [Example: Teens’ need for summer jobs.]

Analyze Problem – Use a brainstorming session to let the students discuss the job situation for teens in their community and to suggest possible solutions of what their group could do to help teens find employment. [Remember to announce a set amount of time. You may use individual or group brainstorming techniques.]

Identify Aim – After the brainstorming session, each student write a single sentence that clearly defines the purpose of the group’s plan in a single sentence with some degree of specificity. Ask several volunteers to read their statements. Discuss.

Explore Options – Group should discuss the options and select the best plan from all of the solutions offered that fit the resources of the group (time, expertise and money).

Make Detailed Plans – You won’t have time to make very detailed plans, but start the students thinking about some of the details. Make a list of the various steps of the project and the resources needed at each step. [After the students have spent some time at this, remind them that if this were a real project they would continue until all details were specified.]

Evaluate Plan – Even though the plans won’t be complete, you can still ask the students to make an evaluation of their plans so far. Do they appear realistic? Would they likely succeed? Why or why not? What modifications might need to be made?

Close – Remind them that the next two steps would be to implement the plan, providing reporting procedures that would allow the leader to be certain that the project was being completed in a timely and efficient fashion. Remind them that the leader should always be prepared to implement changes in the plan as needed as the project is carried out. Finally, the last step would be to seek feedback from which they could learn what they did well and what improvements they might want to make in future projects.

APPENDIX

Purpose of Planning

Planning is the process by which you (1) decide whether you should attempt a project, (2) work out the best way to reach your goal and (3) prepare to overcome unexpected difficulties. It is how you turn dreams into achievements.

Avoid Wasted Effort
Planning helps you to avoid the trap of working extremely hard, but achieving little. Time spent planning increases the likelihood of success and avoids wasted effort. 

Prepare Lists:

As part of the planning process, make lists of resources needed and deadlines for finishing various parts of the project. 

Benefits of Planning
At times, planning may seem to take too much time when you’re eager to get started on a project. But remember that planning saves you time in the long run.
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Overhead 1

Why Firms Avoid Planning

· Poor reward structures: If an organization assumes success is the norm, it may fail to reward those who achieve success. In contrast, it may punish (by failure to promote or give a raise) those who risk something and failure. Under this system, it is often better for an individual to do nothing than to try to achieve something and fail.

· Fire-fighting: An organization can be so deeply embroiled in crisis management and fire-fighting that it simply does not have the time to plan. 

· The “no time” routine: Some organizations may oppose planning as a waste of time. This can happen when the organization is doing a very simple job or where managers are very experienced. However, this attitude denies new employees the benefits of planning and puts more load on experienced managers. 

· Too “costly”: Some organizations don’t want to pay the wages or salaries of employees spent in planning. They are culturally opposed to spending resources. Sometimes cost-cutting is appropriate, but often this attitude applied toward planning is short-sighted. It fails to realize that resources spent on planning in reality are an investment.
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Overhead 2

Why People Don’t Plan

· Laziness:  People simply do not want to devote the time needed to think a plan through.

· Resistance to Change: Some individuals may not see the benefits of the planning process, may be fearful of change or may, in fact, be opposed to change because they benefit from the way things are now.

· Fear of Failure: By not taking action, there is little risk of failure unless a problem is urgent and pressing. Whenever something worthwhile is attempted there is always some risk of failure. 

· Experience: As individuals gain experience on a job, they may find that they rely less and less on planning. This may be appropriate. However, even an experienced worker can benefit from an occasional planning exercise that may point to better or more efficient ways of doing things.

· “Not Again” Attitude: People who have spent long hours in poorly organized planning meetings with little or no positive results may not want to try it again. Poorly done, planning can be time-consuming and wasteful. Done properly, it can be highly beneficial.
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Overhead 3

The Planning Cycle

The planning process includes the following stages:

· Analyze Situation – Use individual and group brainstorming session to discuss current problem or concern and to gather as wide a range of proposed solutions as possible. 

· Identify Aim – After hearing all ideas in the brainstorming session, express the purpose of your group’s plan in a single sentence. This helps you focus on what is important in planning, while avoiding wasting time on irrelevant issues.
· Explore Options – From all the options considered, select the one that best fits your group’s stated aim and available resources (time, expertise and money). 
· Make Detailed Plan – In this stage, you work out what is the most efficient way to accomplish your aim. Who will do what and when and at what cost?
· Evaluate Plan – Pause a moment, as a group, and take a real hard look at your plan. Ask yourselves: “Will it really work? Is the expected outcome really worth the time, effort and cost?” If not, return to earlier stages in the planning process to modify our plan or to select a different option.
· Implement Plan – Make assignments to people to begin carrying out your plan. Have a reporting procedure to make people accountable for completing their assignments and to allow for dealing with problems as they arise. Remember, that as you carry out your plan, you may discover the need to change it.
· Seek Feedback – Get feedback from people in and outside of your group. What went well? What didn’t? Then take the time to consider what you could have done differently. This will help you and your organization learn from your successes and mistakes.
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Overhead 4

Brainstorming – Role of Leader

During brainstorming, the leader has several duties:

· State the problem clearly. 

· Announce a fixed amount of time.

· Encourage creative thinking.

· Keep discussion on target. 

· Make record of ideas. 

[image: image6.jpg]



Overhead 5

The Planning Cycle

The planning process includes the following stages:

· Analyze Situation – Use individual and group brainstorming session to discuss current problem or concern and to gather as wide a range of proposed solutions as possible. 

· Identify Aim – After hearing all ideas in the brainstorming session, decide what the aim of your plan should be. This helps you focus on what is important in planning, while avoiding wasting time on irrelevant issues.
· Explore Options – Consider which of the various options best fits your group’s overall needs. Study what resources each plan requires and choose the one best suited to your organization.
· Make Detailed Plan – In this stage, you work out what is the most efficient way to accomplish your aim. It is the process of deciding who will do what, when, where, how and why, and at what cost.
· Evaluate Plan – Pause a moment, as a group, and take a really hard look at your detailed plan. Ask yourselves: “Will it really work? Is the expected outcome really worth the time, effort and cost?” If not, it’s time to return to earlier stages in the planning process to modify our plan or to select a different option.
· Implement Plan – Make assignments to people to begin carrying out your plan. Someone should have the job of checking up on people to make certain that they complete their job on time or to offer help if problems arise. Remember, that as you carry out your plan, you may discover the need to change it.
· Seek Feedback – Once a project has been completed, take time to evaluate how well your planning worked. Be sure to study feedback from people within your organization and from outside it. What went well? What didn”t? By taking the time to do this, you can learn important lessons that will help your organization in planning projects in the future.
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Handout 1

Brainstorming

During brainstorming, people suggest ideas as quickly as possible – without worrying about anybody making fun of them. No criticism of any ideas is allowed during brainstorming. Brainstorming can be done as individuals, in groups or in some combination of the two methods. There are advantages to each way.

· Plan A – One way is to give a short amount of time for people to jot their ideas down on paper. Then provide time for them to share their ideas. During the discussion, encourage participants to share any additional ideas that occur to them as a result of hearing other people’s ideas. 

· Plan B – Another way to conduct brainstorming is to omit the writing stage and going straight to the discussion stage, throwing it open immediately for people to suggest solutions and react to one another’s suggestions. Pick the way that works best for your group.

Duties of the leader of a brainstorming session include the following:

· State the problem clearly. Focus on one particular problem. Be specific.

· Announce a fixed amount of time. Tell people how much time they have for brainstorming.  

· Encourage creative thinking. Remind them that the purpose is to have fun and to come up with new and creative solutions to problems. By sharing their ideas – no matter how wild – they may “spark” the group to discover the best ideas.

· Keep discussion on target. Don’t let the discussion stray too far from the assigned topic. The leader must gently guide the discussion, thanking participants for their ideas, then asking how a particular idea may suggest a solution to the stated problem.

· Make record of ideas. A record should be kept of the session either as notes or on a tape recording. It is also helpful to jot the ideas down on a chalkboard or flip chart for all to see.
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Handout 2

Leadership Workshop
1
Sequence of Events

