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This session plan is not intended to be something which a facilitator can simply pick up and use.  Good facilitators know that each event is unique, and the session plan needs to be developed to meet the specific needs and capabilities of the organisation.  And a cascade workshop needs very good facilitation.  
However, we provide this session plan purely as an example of the sorts of things that might be tackled in a cascade workshop by somebody who has read and understood the ideas reflected in ‘Managing by Design’, and who will develop their own plan, but who would like to see some example of what has worked in the past.
	08.30
	Start
	
	
	
	
	

	
	Introduction to the Workshop

WS Owner
	1-24
	To ensure that people have a clear grasp of what the workshop is for and what will be required of them 
	
	Initially presentation, but finish with getting process owners to explain their particular process column to their team
	

	08.30
	Vision for systematic management   
WS Owner
	15 mins

2-7
	To create a clear view of the end goal of all this work and establish personal ownership for it.  

To provide a context for the work they will be doing herein.
	‘Imagine’ slides on the vision for Systematic Mgt in the ‘Organisation’
	Start with the imagine slides, and then lead onto explain that not only could that be the situation in the ‘Organisation’, but it will be the situation in the ‘Organisation’.  And that this workshop is key to them preparing themselves to take an effective part in it.
	Shared vision for the ‘Organisation’ and the way it will be managed

	08.45
	Progress to date  
WS Owner
	15 mins

8-13 (Expectations)

14-17 (QFD)
	To provide an understanding of progress to date in achieving the vision, and to introduce them to the ‘Organisation’ QFD
	‘Organisation’ QFD
	Explain the context of the pressures and expectations on the ‘Organisation’ (e.g. from Head Office if appropriate)
Explain the work that has taken place in the past, and how the recent changes have overtaken things.  Run through the work that has recently been done to set things back on track, and present The ‘Organisation’ QFD.

Explain the differences between Primary and Support Processes and how we will handle them
	

	09.00
	Objectives & Agenda

WS Owner

	15 mins

18-22
	To ensure a common view of the workshop’s intent and process
	Objectives

Agenda

Groundrules

Slide to introduce first session
	Lead onto the objectives, agenda and the groundrules for this workshop.
Move onto the first session by explaining that each process owner will now take their process team through their column – explain that they are sat in their process teams.
	

	09.15
	Overview of the ‘Organisation’ QFD

WS Owner
	20 mins
23        


	To provide an overview to the whole workshop of the key relationships each process has to the top-level objectives.
	Large blow up of QFD
	Process owners assemble at the front and in-turn for an absolute maximum of two minutes each, they provide a brief overview of the key relationships their process has to the top-level objectives
	Overview of the QFD

	09.35
	Explaining the columns of the ‘Organisation’ QFD

WS Owner
	20 mins        

24
	To provide an opportunity for each process owner to provide more detail on the relationships to their process team, and to answer questions on them
	Notes of the various column/cells on post-its

Blow-up of process column with space for post-its 
	Each Process Owner (PO) now works through the column of their process, explaining the relationships using the notes taken during the discussions.  These are transcribed clearly onto post-it notes and stuck up on a blow up of the relevant column as they are talked through.  Answer any questions of clarification as they arise.

Explain that there will be an opportunity to add to these arguments in a later session but that this session is primarily about gaining a common understanding as a process team.
	Local columns of the QFD mapped out in terms of contribution

(It is important for a later session that these are clearly and individually written on blue post-it notes)

	
	Understanding the Scope and Boundaries of each Process

Mgt Team Member 1
	25-29
	To ensure that people have a clear understanding of their process
	
	POs explain the content of their process, and then the process team meet with other process teams to agree any I/O requirements between them.
	

	09.55
	Introduction to the work on Processes      
Mgt Team Member 1

	5 mins

25
	To ensure that each process team understands what it needs to do now
	
	Explain that this is the section in which we need their work on processes.  Check that they have their post-its and explain to them what they will be doing
	

	10.00
	Process Content  
Mgt Team Member 1
	30 mins
	To ensure each process team has a clear understanding of their process – particularly in regard to what it includes, and what it does not (e.g. what is included in other processes)
	Blue Post-it notes provided by process owners

Pre-brief
	Each process owner runs through the post-its that define their process and answers any questions on this

Team members have the opportunity to wander round and look at other processes
	Process post-its on the wall/ board

	10.30
	Coffee
	15 mins
	
	
	Physically reorganise five large tables in a row and arrange the chairs on two sides of each
	

	10.45
	Agreeing Process  Boundaries   
Mgt Team Member 1

	90 mins

26-29

(Slide 27 adjusted to reflect exercise is done as a team, slide 28 includes roof, slide 29 has an explanation of how it is to be used)
	To provide an opportunity for the group to further define the processes in terms of their inputs and outputs to other processes
	Process Discussion Proformas

Process context proforma

Slide on how it works 
	Organise the tables for a ‘roof’ discussion, and explain the process people will go through to clarify the inputs and outputs between their various processes.  Discussions will be led by the process owner but team members may contribute concise inputs as necessary.  Explain that it would be very useful to delegate to two team members the development of the process context diagram as they go through the rounds.
Return the tables at the end
	Sheets of how each process links to the others & to outside

Completed process context diagram



	
	Process Mapping

Mgt Team Member 2
	30-35
	To give people a start in mapping their processes 
	
	Having got a clear idea on content and I/O the process team begin to map their top-level process.
	

	12.15
	Introduction

Mgt Team Member 2
	15 mins

30-35

(Slide 34 adjusted to reflect process context sheet)
	To ensure each process team is clear on how they will map their process
	Slides on process mapping
	Explains how a process map works, the standards used for the various symbols on a process map, and how to start mapping the processes they are working on, particularly with regard to using the columns on the process context sheet.
	Understand’g of process mapping

	12.30
	Process Mapping           
Mgt Team Member 2
	75 mins
	To enable each process team to clarify their process and to begin to map it out logically
	Mapping proforma

Bring along existing processes (RAK)
	Each process team lists out their key outputs at the bottom of a flipchart and their key inputs at the top, and then maps the activity sequence that delivers one from the other.
	Top-level process maps

Adjusted I/O

	13.00
	Lunch
	45 mins
	
	
	Where I/O has been forgotten,
	

	13.45
	Process Mapping (cont.)
	
	
	Completed process context diagram
	members of each group can discuss/agree these with other processes ‘on the hoof’
	

	
	Clarifying Process Relationships & Objectives

Mgt Team Member 3
	36-37
	For each team to begin to determine clear goals for their process.
	
	Clear objectives are agreed by pulling together the learning from the preceding sessions. 
	

	14.30
	Introduction to setting process performance goals
	10 mins

36
	To ensure a clear understanding of what needs to be done
	Introductory slides
	Present slides on the objectives of this session and how it will be undertaken
	

	14.40
	Further developing the relationships on the top-level QFD


	35 mins
	To collate and reconsider the conclusions from the preceding sessions and their implications for the process objectives 

To link these other objectives back to the top-level QFD, or to identify other needs placed on the process outside of the current QFD
	Flipchart

Blue Post-it notes

Blow-up of column with space for post-its

(both the above are outputs from the 9.25 session)
	Reflect back on the demands of the top-level and how they inform the process objectives, and then ask whether, in the light of the last few sessions, there are other objectives we need to keep in mind for our process.  Put conclusions on Post-it Notes.

Ask whether these new objectives can be linked back into leveraging the objectives of the top-level QFD, and move post-its accordingly.

This is also an opportunity for the process team to include their own ideas as to how the process can contribute to ensuring the top-level objectives are met (they were told they would get an opportunity to do this at the 9.35 session)

Where post-its don’t fit, discuss their necessity, and if necessary other stakeholders/beneficiaries
	Post-it notes of all process objectives linked into the top-level QFD

(Cross reference so they can be taken of and used in affinity)

	15.15
	Tea
	15 mins
	
	
	
	

	
	Identify Local Objectives, Clarify Process Measures and Targets

WS Owner
	38-45
	For each team to determine clear performance goals for their process.
	
	Measures are developed for key objectives, and performance targets set against these.

(For this group of sessions the process teams are reorganised to focus entirely on the Primary processes – support process members join teams as indicated on slide 38)
	

	15.30
	Define Business Objectives for the Process       
WS Owner

	60 mins

38-41


	To collate the expectations and aspirations of the top-level and other processes into a clear and coherent set of objectives for the process
	Process column of top-level QFD & post-its

Post-its of non-top-level objectives

Flipcharts for top-level & supporting objectives
	Gather all the post-its together for each of the primary processes, from the preceding session, and split the supportive, or sub-objectives from the main process objectives on two flipcharts

Then (if required) use the affinity technique to group the top-level objectives.  Define names for the final groups of objectives
	Top level objectives: grouped and named

Supporting objectives

	16.30
	Define & agree Measures 


	60 mins

42-42
	To develop a simple set of practical measures for the objectives we have defined
	Brief on exercise

List of past measures
	Provide a brief to guide the group in defining simple practical measures that can be used to assess progress against the objectives.  These are then fed back and agreed.

Explain that they can split the task between them if they are a large group.
	Agreed measures

	17.45
	Set Local Targets


	75 mins

44-45
	To agree the targets for the process performance against the objectives
	Clothesline 

Cards marked with current range

PO should consider external benchmark data
	Explain clothesline & process. List up the range of targets put against the measures, and the clothesline.  

Where possible list up any benchmark values.

Use people standing on the line to debate and reach consensus and ensure the conclusions reflect what is necessary to ensure the top level objective.
	Agreed targets by process

	19.00
	Break
	
	
	
	
	

	19.30
	Dinner
	
	
	
	
	

	
	Evening Teambuilding

Mgt Team Member 2
	46
	
	
	
	

	20.30
	Fun (Ha Ha) evening activity
	
	
	
	To be defined
	


	08.30
	Start of Day 2
	
	
	
	
	

	08.30
	Introduction to today

WS Owner
	47-49

5 mins 
	To bring people back into the process
	Objectives & agenda
	Re-present the objectives and agenda to ensure people are back on board
	

	
	Reconciling local objectives with the top level

Mgt Team Member 4
	50-55
	To ensure that the sum of the process goals will ensure that the top level goals will be met
	
	Primary Process teams develop contribution sheets for each top-level objective.

Cross-process syndicate groups, led by the appropriate measure owner, check these will ensure the top-level objective
	

	08.35
	Explanation of process & example
	10 mins

50-55
 
	To illustrate the process of how we will review process proposals
	QFD

Process proposals
	Explain what we will be doing and the process for it.  Check everybody is clear
	

	08.45
	Preparation of Contribution Sheets
	20 mins

50-51


	To ensure that there is clear and organised data of what each process plans to contribute to each objective
	Contribution sheets

Local objectives
	Each primary process team looks back down the objectives of the top-level QFD for where their agreed objectives measures and targets make a contribution.  Where this is the case they complete a contribution sheet.
	

	09.05
	Evaluating Objectives (syndicate)
	40 mins

52-54

 
	To review the proposed process contributions against the top-level objectives, and agree what needs to be done.
	QFD

Process contribution sheets

Top level objective measure & target

Syndicate groups

6 x flipcharts
	Split into 6 cross-process syndicates, each led by a measure owner, and allocate objectives from the top-level ‘Organisation’ QFD
Each syndicate discuss whether the process contributions collectively ensure the top-level objective.  If not, they discuss what more is needed and where appropriate:

· Define requirements of the support processes

· develop a counter proposal for the primary processes.

Where processes are doing more than is required this is also noted.

Syndicate updates contribution sheets and gives them back.
	Validation of objectives

	09.45
	Evaluating Objectives (feedback)
	60 mins

6 x 10 mins

55

 
	To confirm the syndicate findings and agree the implications
	Syndicate conclusions
	Each measure owner feedsback their syndicates conclusions and the bigger group discusses implications.

Process owners approve any recommended changes for their objectives, targets
	Amended process proposals?

	10.45
	Commission proposals
	15 mins

 
	To ensure the process owners are committed to their ‘refined’ proposals, and that they know it is now a matter of getting on and delivering
	Process proposals
	Ask the process owners if they now fully understand the implications of what they have just done on their processes.

Ensure they know their role in taking this forward
	

	11.00
	Coffee
	15 mins
	
	
	Physically reorganise five large tables in a row and arrange the chairs on two sides of each
	

	
	Roof of the QFD

Mgt Team Member 2
	56-62
	To develop the roof of the QFD
	
	Run through roof discussions according to the set pattern
	

	11.15
	Introduction
	15 mins

56-62
	To ensure people have a clear understanding of what will be happening next, and how.
	Slides explaining the roof discussions
	Explain the value of understanding the roof of the QFD, and the focus on communication needs.  Run through how the discussions will take place, and how it is pulled back together into the roof of the top-level QFD
	Understan’g on the next steps

	11.30
	Roof of the QFD


	75 mins includes 15 min contingency
	To enable process owners to think through how they need to communicate between themselves on performance & initiatives
	Roof Discussion Proformas

Slide on how it works 

Timer

Large blank roof for the top-level QFD on one wall
	Organise the tables for a ‘roof’ discussion, and explain the process people will go through to clarify the communication needs between their various processes. 

Work through the approach, using a timer to control the discussion

Get the process owners to use their results to update the collective roof for the ‘Organisation’ QFD at the end.

While the rest of the team… Return the tables to the process team areas
	Roof of the QFD

	12.45
	Lunch
	45 mins
	
	
	
	

	
	Responsibilities of Process Management

Mgt Team Member 3
	63-75
	To ensure that people are full aware of their respons-ibilities for the process moving forward, and have a plan to implement this
	
	Explain what each process will be doing in order to deliver their performance contract, and get them to develop a plan to implement this
	

	13.30
	How Process Management will work


	45 mins

63-73
	To share the agreed picture of what it means to take forward each process systematically
	Slides explaining process ownership
	Run through the steps each process team now needs to work through if it is to be confident of delivering its contract.  Ensure everybody is clear on this, clarify any concerns and lead on to the need for each process to develop a plan to make it happen.
	Process Management expectations

	14.15
	Local Implementation plans
	45 mins

74-75
	To ensure that people are totally and unambiguously clear on what will be required of them coming out of this workshop
	Proforma project plan on milestones and deliverables
	Give each process the pro-forma for their implementation plan and leave them to develop their own timescales and pin up their conclusions, on their board.

Get them also to mark up the master chart
	Agreed milestones and deliverables

	15.00
	Break
	15 mins
	
	
	
	

	
	Exhibition of Outputs 

Mgt Team Member 1
	76-78
	To enable a collective understanding of the conclusions
	
	Processes develop a display of their conclusions and then go and look at other’s displays
	

	15.15
	Review of where they are


	5 mins

76
	To ensure a common understanding of where we have got to in the workshop to this point, and to explain the purpose of this session
	Slide recapping the information they now have.

Slide outlining next steps
	Run through what each process team has now achieved, and what the next steps are.

Explain that this is now an excellent point to think of a longer-term vision for each process, and get then to develop their rich pictures and put up their display.
	

	15.20
	Process Rich Pictures


	25 mins

77
	To provide an opportunity for each process team to think through the longer term potential of their process & what its potential is to the business
	Flipchart sheets and pens

Timer
	Based on all that they have heard so far, ask each team to develop a rich picture for their vision of what their process could achieve for the top-level.  20 minutes to create.

Pin the outputs on their wall, together with all the other outputs
	Rich Picture for their Process

	15.45
	Exhibition of Outputs and Resource Library
	30 mins

78
	To provide an opportunity for each workshop participant to see the plans and ideas of all the top-level processes
	Process displays

Display of tools and templates to support QFD
	Each process team agrees a rota of team members to man their ‘shop’ and answer questions, while the other members wander round to look at the other process shops
	

	
	Wrapping up

Mgt Team Member 4
	79-86
	To close out the workshop and ensure people understand the next steps
	
	Run through what the next few steps will be for each process team, and how progress will be brought together and reviewed

Then close of the remaining actions etc and undertake a meeting review
	

	16.15
	Next Steps / Where do we go from here?


	30 mins

79-84
	To ensure that everybody is clear on what is required next
	
	Check that everybody knows the next steps and how regular review will take place.
	Review schedule

	16.45
	Wrap Up


	15 mins

85-86
	To close off the workshop, and ensure that any learning is captured
	Objectives

Car park
	Check back on the objectives, clear the car park and undertake a meeting review.
	Learning for next time

	17.00
	Contingency
	60 mins
	
	
	
	

	18.00
	FINISH
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