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Information for workshop facilitators and presenters

Module title

Project Closeout (Module 8)
Module description

The aim of this module is to provide researchers with an efficient and structured approach to project closeout so that they can not only meet minimum client/sponsor obligations, but also to understand the benefits of using the process to find ways by which they can improve their future research project design, development and implementation.

Those who do not remember the past are condemned to repeat it. George Santayana, 1863-1952
Participants 

Experience has shown that workshops with diverse levels of experience, stages in research career and sizes of projects should wherever possible be avoided.
The current version of the program has not been designed for research students or for early career researchers who are some time away from research leaders.  These individuals should be asked not to participate in the Program.
Workshop description

The aim of the workshop is to complement and supplement but not to duplicate the online material.
Presenters should assume that all participants have read the online material. 
The workshop follows the process described in the diagram below, broadly following the lifecycle of a research project from its start through to evaluation of its impact.
	


This workshop takes a real project funding proposal and contract as the information with which to develop a closeout template for that project. In the first part of the workshop, the project is framed to be at the time the project starts and documentation provided includes:

· The original application for funding by the university to the funding agency
· Selected components of the contract for services following approval of the project
· The contract schedule, with deliverables and budget

The templates provided in the module materials are provided as a starting point – the aim is for the groups to question what is on the provided template and add and amend items as they see fit.

In the second part of the workshop it is assumed that the research project is now finished. Groups discuss whether, from their perspective, the project has been successfully implemented. Documentation provided to inform this discussion includes:

· An external review of the project application by a third party expert appointed by the funding agency
· Project final report cover letter and financial acquittal from the research organization
· Funding agency report on project status and intellectual property
· Various correspondence that took place after the project was completed
In the final part of the workshop, based on previous discussions, groups make recommendations for future projects and develop a key message/recommendation for each of the other groups, along with the response they from this communication (i.e. the “hook” that will lead to improvement for future projects).

For all parts of the workshop participants work in one of three groups (the research organisation, the research team or the funding agency) to ensure that multiple perspectives are considered and discussed in the development of a project closeout template, the project review process and the development of recommendations for future projects.

Warm-up activities

Two warm-up activities are proposed. The first is at the start of the workshop to break people into groups and then do an initial activity once in those groups. The method proposed for breaking people into groups is a “Shapes” exercise where people are asked to go into a corner based on which shape they select.  Groups are then put together using a selection of people from each of the “shapes”. It is a quick and fun activity, but other approaches can be used if the facilitator prefers.

The “Wall” activity is the first warm-up activity used, to get the groups working together. Each group has a set of instructions which they are told not to share with the other groups. They are required to build a wall with some Duplo Lego, but essentially without working together and sharing their group’s requirements with the other groups, it is not possible to construct the wall. The moral of the story of course is that, if everyone wants to build a wall, then they have the same objective and so should share information.

Again another activity can be substituted if preferred.

The second warm-up activity takes place after the break, and is essentially to provide some light relief half-way through the workshop and wake people up after the break. The module materials include an exercise to look at the readership profiles of different publications. In the workshop, hand out a different type of publication to each of the groups and ask them to come up with a succinct profile of the readership/target market of that magazine by describing its key features, such as language, style, advertising and so on, and conclude what type of article and message they would submit to such a publication. A wide range of different publications helps this work best. The idea is to get them thinking about messages and reactions from different target audiences, which is the aim of Activity 3 of the workshop.
Workshop Case Study Activities

There are three case study related activities during the four-hour workshop. Important points to note:
Activity 1 is framed to be at the time of project approval and contract negotiation. The supporting documentation provided includes:

· The original application for funding by the university to the funding agency (i.e. what they said they would do)
· The contract for services following approval of the project (defining the basis upon which the funding agency will provide funding to the research team, via their university research office)
· Selected components of the research contract schedule
Activity 2 and Activity 3, after the break, are designed to reflect on what has happened during project implementation and what could be done better in the future. 

For all activities, participants are split into three groups (the research organisation, the research team or the funding agency) to agree on the priorities for each of these groups and present their key requirements from the project closeout process, project review and recommendations.
· Presentation of each group’s priorities for inclusion in the closeout template and facilitated discussion leads to a combined project closeout template that integrates the requirements of all three groups. For Activity 1, the standard closeout template from the module materials is provided as the starting point for the deliberations. Facilitators should capture any new ideas from their workshop and add to the appendix of the facilitator manual.
· For Activity 2, pages in the participant workshop manual have been provided for context and information and to make summary notes in each group (and also to record the key points that other groups present). Similarly, any feedback from workshops that have been run can be saved in the facilitator manual.
· For Activity 3, pages in the participant workshop manual are also provided. Activity 3 also presents the opportunity to discuss any specific university support or systems and process that need to be complied with to meet the requirements of that item.

Recommended facilitator background and role

(The facilitator is defined as the person who will coordinate the program delivery and planning. S/he may also draw on the services of different presenters who have specific technical knowledge or expertise. The facilitator may be the presenter if they have the requisite expertise and skills.)

It is preferable that the facilitator has the necessary technical knowledge and expertise, along with appropriate facilitation skills, rather than using two people from a cost and logistics perspective. This means the facilitator should:
· Have a multi-perspective understanding and experience of research projects through experience as a researcher, a person with management experience in a research organisation, and management experience in a research funding capacity, as they will have to prompt groups broken up into these categories
· Have the facilitation skills to promote reflection and learning amongst workgroup participants and be able to draw points together and conclude on behalf of the group
In addition, it would be useful to have a person with a working knowledge of the host university systems, processes and support in place for project closeout present at the workshop, but they would not be required to specifically present any material
Recommended presenters and roles at the University of Melbourne 
(Presenters are people who have knowledge / expertise relevant to the workshop. Their role may be substantial or small. They may attend for a component or the whole of the workshop.)

University specific context elements to be incorporated in module

The recommended facilitator and presenter for this workshop is Dr Lewe Atkinson, who worked with the team at the University of Melbourne to both input to the module design and content, as well as assisting in the design of the workshop and its pilot delivery.
Lewe has demonstrated skills in marketing, innovation and new business development and an extensive background in R&D portfolio development & management, including coordination of international research programs. His current role is Manager - Evaluation and Program Improvement with a Research and Development Corporation and involves objective assessment of research program outcomes against strategic imperatives to build demand, increase market access, develop competitive advantage and build industry capability. Lewe is also actively involved with the Australasian Research Management Society (ARMS) as co-editor of this society’s newsletter. 

It is also useful to have representation from the Learning and Development and Research Office groups of the University where the workshop is being run, as the final discussion provides the opportunity to discuss any specific university support available for project closeout.

Workshop program

Duration

This workshop runs over 4 hours with a 20 minute break for morning or afternoon tea.
Aims

During this workshop participants will further develop the example project closeout template from the module materials, experience an approach for post-project reviews and develop recommendations for different stakeholders.

The specific aims of this workshop are for participants to:

· Develop a draft for a project closeout template that integrates contributions made by all workshop participants (therefore reflecting the needs of 3 different stakeholders types) and providingthe basis for project closeout templates for use in other research projects;

· Summarise the key points of a post-project review and have an approach for post-project reviews that can be used on other research projects in the future

· Develop recommendations for future projects with messages and defined responses targeted at specific stakeholder groups.
Objectives
The workshop objectives are to:

· Develop a project closeout template that incorporate the requirements of the different project stakeholders
· Review a completed project for its success from a number of different perspectives (technical, process, commercial etc…) for different stakeholders with an interest in the project
· Provide a simple approach to undertaking a post project review and understanding what needs to be included and why
· Demonstrate the link between effective planning up front in a project and how project closeout and review is impacted by up front planning in a project

· Provide an approach for post project reviews that can be used on other research projects in the future
· Provide an understanding of how communication needs to be tailored to different stakeholders to illicit specific desired responses
Learning outcomes

· Explain that different stakeholders have different needs from closeout, which should be reflected in the closeout checklist
· Recognise that closeout needs to be planned for at the beginning of the project (hence the documentation for this workshop is what is available at the beginning of the project) and that upfront planning makes life easier in the end
· Identify that project closeout is a separate process from review
· Determine that project success is defined by the project’s various stakeholders and that different stakeholders, including the project team, will have different views on what represents success for them and the reasons for which they invested in the project in the first place
· Identify the benefits of doing post-project reviews and a constructive approach to doing one that evaluates multiple stakeholder requirements from a project
· Develop communication messages to different stakeholders with responses defined that should lead to improved future projects
· Explain that closeout is a paradox: - Those who do not remember the past are condemned to repeat it. George Santayana, 1863-1952 (the quote at the beginning of the module materials)
Overall design

	Introductions and background – aims of workshop and summary of activities that will be completed.
	15 minutes

	Warm up exercise
	15 minutes

	Refresh activity aims - Project strategic context and goals – overview of activity 1 and break into 3 groups
	10 minutes

	Activity 1 – Development of a Project Closeout Template. 
Group work. Agree objectives of each group and agree key requirements for group for inclusion in their project closeout template and why each item is included.
	30 minutes

	Activity 1 - Group presentations, discussion and wrap-up
	10 minutes

	Break
	20 minutes

	Refresh activity aims - project strategic context and goals – overview of activity 2
	10 minutes

	Activity 2 – Review of a Completed Project 
Group work. Was the project successful from results, process and commercial perspectives?
	20 minutes

	Activity 2 - Group presentations, discussion and wrap-up
	30 minutes

	Refresh activity aims - project strategic context and goals – overview of activity 3

Warm-up exercise - readership profiling activity
	20 minutes

	Activity 3 – Recommendations for Future Projects
Group work. Develop and communicate key messages to each of the other groups:

· What is the key message to each of the other 2 groups?

· What response do you want from delivering it?
	20 minutes

	Activity 3 - Group presentations, discussion and wrap-up
	30 minutes

	Workshop wrap-up – the closeout paradox
	10 minutes


Participant Preparation

Participants need to print the Participant Workshop manual, specifically marking up and making notes against the case study documentation as follows:

Activity 1 - Development of project closeout template
Funding application – highlight any project deliverables i.e. what the research group is saying they will deliver to the funding agency

Detailed contract – highlight any specific items that will require the project team to undertake activities during the project to comply with the funding agency’s requirements.

Contract Schedule – Highlight the deliverable again (to cross check against the original funding application) and note any budget and timeline requirements that will need to be met.

Activity 2 – Review of completed project

External evaluation report - highlight any deviations from the contract

Project final report cover letter and financial statement - highlight any deviations from the contract

Project Report summary (commissioned by funding agency) - highlight any deviations from the contract

Activity 3 – Recommendations for future projects

Correspondence – highlight lessons learned. What happened, why it happened and could have been done differently?
Participants are expected to have read the module materials and the workshop materials (which are provided in their participant workshop manual). The project is highly technical in nature, but readers are not expected to understand this detail. The focus is on understanding at a strategic level what the researchers promised to deliver to the agency in return for research funding, how the research project was carried out and what lessons can be learned from this project. The emphasis on the Module 8 workshop is on understanding these concepts in the context of a researcher’s own project, so that concepts and approaches can be adapted to their research projects (and hopefully lead to continuous improvement in what they do).

Ideally, participants will bring their marked up workshop manual with them.

Administrator Preparation

Administrators need to:

· Advertise the course, noting that a maximum group size of 18-21 is desirable (6-7 people in each group) and that it is useful to have a blend of researchers, research managers and administrators in the group if possible);

· Take registrations

· Forward registrant details to the course facilitator

· Book a suitable delivery venue and facilities and appropriate refreshments

Facilitator Preparation

· Read module and workshop materials

· Organise team activity resources (at least 3 pads of butchers paper and sets of pens for 3 teams, plus blue tack or other way of hanging butchers sheets). If you are going to use the “Wall” exercise, you need to develop three sets of “hidden agendas” (see Appendix for ideas. Note, what you decide on will depend on what Lego brick availability you have – but the aim is to make the exercise not possible.
· Organise warm-up activity resources (i.e. Lego Bricks if the wall activity is used – see Appendix and 3 different types of magazines)
· There is also an accompanying PowerPoint presentation to complement this manual with speaker notes.
· Tailor PowerPoint slides if necessary to own activities or changed program order.

Plan (time and element)

	Time
	GO8 FUTURE RESEARCH LEADERS

WORKSHOP MODULE 8: PROJECT CLOSEOUT

	Activities
	Specific Resources Required
	Prompting Questions to facilitate discussion 

	20 minutes
	Introductions and background – aims of workshop and summary of activities that will be completed.
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[image: image3.emf]Module 8 - Aim

• Aims:

– Provide an efficient and structured approach 

to project closeout;

– Enable participants to meet the minimum 

client/sponsor reporting obligations; and

– Demonstrate ways to improve research 

project design, development, and 

implementation.


[image: image4.emf]Workshop Activities

• There are 3 activities during the workshop:

•

Activity 1 -

Development of project 

Closeout Template

•

Activity 2 –

Review of completed project 

•

Activity 3 –

Recommendations for future 

projects


[image: image5.emf]Assumptions

• Assumed prior learning:

– You have read the on-line module materials

– You have read the project synopsis

– You have marked up the case study materials 

as per the instructions for each document in 

the workshop participant manual


[image: image6.emf]Workshop Materials

– The original application for funding by the University 

to the funding agency;

– Selected components of the contract for services 

following approval of the project;

– The contract schedule, with deliverable and budget

– An external review of the project application by a third 

party expert appointed by the funding agency;

– Project final report cover letter and financial acquittal 

from the research organisation;

– Funding agency report on project status and 

intellectual property;

– Various correspondence that took place after the 

project was completed.



	· Facilitator introduces themselves and allows each individual in the group to share who they are and where they come from.

· Talks about the paradox of project closeout – i.e. it happens at the end but needs to be thought about and planned for at the beginning

· Talks about the benefits of good project closeout

· Facilitator to review the aims of the workshop, draws attention to materials in the participant manual provided and confirms whether or not the group has done the required preparation.  If not, then lets them know that time is allowed for them to “refresh” their memories.

· Notes that there are 3 workshop activities which relate to the innovation cycle of a project. noting that the project activities relate to this cycle, with the activities before the break focused on the cycle up to closeout point, and the activities after the break focused on what happens after closeout.


	· Workshop participant manuals for all participants (cannot assume they will remember to bring them, but only need to hand out to those who don’t have them).

 
	· What departments are people from

· How much experience

· Have people done any of the other FRLP workshops

· Has anyone done a project closeout formally before –on a successful project or what was perceived as un unsuccessful project?

· What were the benefits of doing one?

· What is their particular interest in attending

· Has everyone brought their workbooks with them?

	15 minutes
	Warm up exercise – Icebreaker and “The Wall”
[image: image7.emf]Icebreaker – The Shape Test


[image: image8.emf]Square

• Rational

• Logical

• Like to think for themselves using facts

• Generally not comfortable revealing 

personal details

Philosophy: “Fix it before it breaks” 

or “be prepared before it breaks”


[image: image9.emf]Free Form Shape

• Explorers

• Experimenters

• Often work on many projects 

simultaneously

• Unconventional

Philosophy: “Try it, it may work” or 

“If it ain’t broke, break it anyway to 

see if you can do it better”


[image: image10.emf]Circle

• Enjoy being with people

• Very open to sharing personal details

• Sincere listeners

• Love activities that involve everyone and 

involve getting to know each other

Philosophy: “Keep doing what we are 

doing. If something goes wrong we’ll 

fix it together”


[image: image11.emf]Triangle

• Highly organised

• Focused

• Plan everything they do

• Resist change more than anyone else.

Philosophy: “If it ain’t broke why 

are we fixing it”


[image: image12.emf]Form three groups

• Each group will contain a mix of shapes

• Each group will adopt the perspective of one key 

stakeholder to the project

• Each group will use this perspective as the primary filter 

for their analysis of workshop materials

• Each group will present their contributions to the 

workshop by emphasising their key stakeholder 

perspective

• The three stakeholder groups are;

– The funding agency

– The research organisation

– The research team

You now have to build a wall



	Facilitator asks each individual to select a shape and divides the group up into 4 based on the affinity for each shape and reflects on the characteristics of each shape type.

Participants: Select one of the four shapes – square, free form shape (squiggle), circle or triangle.

Ask participants to gather with like shapes – one shape in each corner of the room. 

Read through description for each shape quickly

Facilitator then creates three groups by ensuring that there is a even mix of shapes across each group (e.g. at least one circle, at least one triangle, at least one square, and at least one free form in each of the three groups (N.B. the distribution does not have to be perfect)

Ask everyone to rearrange their seating to be with their new groups and then the facilitator quickly allocates a stakeholder role to each group at random (e.g. the research team, the University, and the funding agency)

Hand out instructions to each group relating to the lego bricks at the front, and ask them to build the wall.

Note that you should not explicitly tell them they can’t share that information, but generally teams don’t.


	· Instructions for Lego for each of the three groups, typed and possibly in an envelope to hand out
	· Why is it good to have different “shapes” in a group?



	
	Purpose:  to demonstrate that they need to know what each other has to do to work together cooperatively on a common agenda – that of building a wall, and that hidden agendas don’t help anyone.

[image: image13.emf]The agenda wall

• CONTEXT

– Different stakeholders have different agendas

• CHALLENGE

– The group needs to build a wall together

– But each team has a different agenda

• LEARNING & INSIGHT

– Sometimes these individual agendas are aligned and 

complimentary

– Sometimes these agendas are convergent and 

contradictory

– But we all still need each other to build the wall


[image: image14.emf]The Agenda Wall Discussion 

Questions

• Why do different stakeholders have 

different agendas?

• Why is it important to align these 

individual agendas and how can they 

be seen as complementary?


	Hand out instructions to each of the groups, depending on the Lego bricks you have available (see appendix in the facilitator manual for ideas).

Whilst you do not need to tell groups not to share their instructions with other groups, the natural tendency is for them to be competitive and not share this information. You may however, make it a requirements that they can only build the wall in silence.

You should give the groups about 5 minutes to work out that the exercise can’t be completed unless they know what the other groups are trying to achieve.

Debrief about hidden agendas, and that unless all the people with the same objective (i.e. building the wall) understand the objectives of the other people, it’s really hard to successfully build a wall that meets everyone’s requirements.

Facilitate discussion amongst the group:

Different stakeholders have different agendas because they have different performance requirements and their own different stakeholders that they have to report to.

http://www.businessballs.com/freeteambuildingactivities.htm Agenda wall (barriers to team working) – see appendix 

Facilitator will reflect on the learnings from the exercise using the power point slide to guide discussion.


	Lego bricks to do the exercise (i.e. correct colour combinations, number of bricks etc..)
	· Why didn’t the exercise work?

· What could have been done to make it work?

· Why do different stakeholders have different agendas?
· Why is it important to align these individual agendas and how can they be seem as complementary?
· What happens if all stakeholder requirements aren’t taken into account?
· Why does looking from the perspectives of different stakeholders add value to the exercise? (link back to “shapes” exercise)



	10 minutes
	Refresh activity aims - Project strategic context and goals – overview of activity 1 and break into 3 groups

[image: image15.emf]Activity 1 - Development of 

project Closeout Template

• Aim

– To leave here with a project close out template

that:

• Integrates contributions made by all workshop 

participants (therefore reflecting the needs of 3 

different stakeholders groups);

• Provides an approach for identifying contractual 

obligations and how they are met at the employing 

university; and

• Provides the basis for project closeout templates for 

use other research projects


[image: image16.emf]Funding Agency Context

– Allocated 20% of research portfolio funds to basic & 

strategic R&D for “high risk” R&D in 3 nominated core

areas (marketing, processing and production)

– Wanted to fund “cutting edge” & novel ideas – things that 

would have a big impact if successful

– Expected to be flexible and allow research team room to 

explore opportunities via studentships, collaborations and 

wanted to encourage PG & PD research training

– Funding was NOT to be used for equipment or overheads

– Success for funding agency would be flow-on “applied” 

project arising from this core project funding

– Up to $100k per year for up to 5 years was available

– Annual reviews to gain a further years funding, but original 

CIs had to still be involved



	Purpose of activity: for each group to specify what they need from project closeout in order to meet their KPI’s/objectives, and therefore what needs to be included on the project closeout template for them.
Each group should have slightly different requirements.

Read through the funding agency context fro awarding funding to the project

Explain to groups that the idea is for the groups to add to and amend the example template that is in the on-line module materials to something that works for them, and then to integrate the requirements from each group into a closeout template that includes everyone’s requirements.

It gives people an idea of the sort of detail they are required to go into.

Some additional ideas for inclusion in the project closeout checklist from other workshops can be found in the appendices of the facilitator manual.

If you get new ideas, add them to this list.


	The example closeout template and the financial closeout template from the module materials (included in the participant workshop manual).

	

	30 minutes
	Activity 1 - Group work. Agree objectives of each group and agree key requirements for group for inclusion in their project closeout template and why each item is included.

[image: image17.emf]Group Task

– Using your workshop participant manual, re-

read and compare notes with strategic 

context in mind

– Present modified & weighted project close 

out template on Butchers paper –

highlighting the issues from the perspective 

of your key stakeholder grouping – one of 

the following:

• the research team,

• the research organisation, or

• the funding agency.



	Facilitator will remind each group of their allocated perspective (e.g. the research team, the University, and the funding agency) and get them to agree what their objectives are to start with and work out their closeout requirements based on their objectives.
Get groups to agree stakeholder group objectives from the research project – what they need in their role to close this project and meet the requirements of their stakeholders.

Get groups to do a draft list of requirements for their project closeout checklist and then put them in the order of importance to them.

Tell them to be prepared to explain why they have included what they have in the order they have put them.

Provide clarification as required.
	Butchers paper for each group
Pens for each group
	

	10 minutes
	Activity 1 - Group presentations, discussion and wrap-up

[image: image18.emf]Discussion Questions

• Why are the close-out perspectives of 

each group different?

• How can everyone’s needs be 

accommodated?

• What incentives are there for everyone to 

make their contribution to the final project 

close out? 


[image: image19.emf]The aim revisited

– Provide an efficient and structured approach 

to project closeout;

– Enable participants to meet the minimum 

client/sponsor reporting obligations; and

– Demonstrate ways to improve research 

project design, development, and 

implementation.


[image: image20.emf]Activity 1- WRAP

• Take home messages:

– Different stakeholders have different needs 

from closeout, which should be reflected in 

the closeout checklist.

– Closeout needs to be planned for at the 

beginning of the project and upfront planning 

makes life easier in the end.

– Project closeout is a separate process from 

review.

15 minute break



	Each group presents using butcher’s paper.  The facilitator is to encourage participation of the whole group in the presentation.

Facilitator to allow the group to reflect on the aims of the workshop and highlight any insights gained from the process.

close out the activity back to what the activity set out to do and confirm with the group that this has been achieved in part through this exercise.

Different stakeholders have different needs from closeout, which should be reflected in the closeout checklist.

Closeout needs to be planned for at the beginning of the project and upfront planning makes life easier in the end.

Project closeout is a separate process from review.

Project closeout is a paradox: - Those who do not remember the past are condemned to repeat it. George Santayana, 1863-1952 (the quote at the beginning of the module materials).
Note that review is what will be tackled after the break.


	Blue tack or tape to stick up butchers papers
	· Why are the close-out perspectives of each group so different?

· How can everyone’s needs be accommodated?

· What incentives are there for everyone to make their contribution to the final project close out?

· Would they now be able to develop a project closoeut checklist for one of their projects?

· Are there things they need to be doing in a research project now to make closeout down the track easier?

· How are they going to get the information they need to do a proper closeout? 

· 

	15 minutes
	Break
	
	
	

	10 minutes
	Refresh activity aims - project strategic context and goals – overview of activity 2

Purpose of activity: to take people through a post project review, and get them to think about what happened under different headings: 
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[image: image22.emf]Activity 2 - Review of completed 

project

• Aims:

– Review a completed project for its success 

from a number of different perspectives 

(technical, process, commercial etc…) for 

different stakeholders with an interest in the 

project;

– Demonstrate the link between effective 

planning up front in a project and how project 

closeout and review is impacted by up front 

planning in a project.



	Remind that the workshop is now focussed on the second part of the “Innovation Cycle” diagram.

Facilitator to review the aims of next part of the workshop, draws attention to the standard communication planning template and case study materials provided and confirms whether or not the group has done the required preparation.  If not, notes that time is allowed for them to “refresh” their memories.

Use slide notes to brief them about where the project is now and refer them to their manual which includes a project synopsis and what actually happened to the project

The project is now finished. Activity 2 is reviewing whether:

The project was successful
There were any process issues

There were any commercial issues

And what needs to change in the future.

What needs to change is a leading question that inputs into recommendations which are developed during Activity 3

Each group does this from their stakeholder perspective

	Project information from participant workshop manual
Templates in workshop participant manual
	

	20 minutes
	Activity 2 – Group work. Was the project successful from results, process and commercial perspectives?

[image: image23.emf]Group Task

• Using space in you Workshop Participant 

Manual identify what went well and what needs 

to change in terms of:

– Project success

– Process issues

– Commercial issues

• Present on butchers paper highlighting the 

issues from the perspective of your key 

stakeholder grouping – which is one of the 

following:

– the research team,

– the research organisation, or

– the funding agency.



	· Facilitator will remind each group of their allocated perspective (e.g. the research team, the University, and the funding agency). 
· Participants should have highlighted items already, but they won’t have done it from the perspective of the stakeholder group they have been assigned to.

· There is sufficient time in this session to go back over the documentation, particularly if the group splits work up between them (i.e. has some people looking for the commercial issues, some for process issues, some for evidence of success etc..)

· This is a useful approach, as then different people from the group can present different aspects, and so it can involve pretty well everyone in each team.
	Templates provided in participant workshop manual
	

	30 minutes
	Activity 2 - Group presentations, discussion and wrap-up

[image: image24.emf]Discussion Questions

• Was the project successful? 

• What process issues can be identified?

• What commercial issues can be identified?

• What recommendations would you make 

for future projects?

• What are the key differences between the 

three stakeholder groups?



	· Each group presents using butcher’s paper.  The facilitator is to encourage participation of the whole group in the presentation.
· Get each group to stick their butchers paper up around the wall and briefly present their key points.

· They can then sit down and you can have a facilitated conversation around the discussion questions


	Butchers paper – 6 sheets per group (for success, process and commercial, 2 sheets each)
Pens

Blue tack
	· Refer to the Lessons Learned Proforma that is in each participant manual for more prompting questions.

· Was the project successful?

· What process issues can be identified?

· What commercial issues can be identified?

· What needs to change?

· What are the key differences between the 3 stakeholder groups?

	20 minutes
	Warm-up exercise - readership profiling activity
Refresh activity aims - project strategic context and goals – overview of activity 3

[image: image25.emf]Communication Styles – Refresh 

Activity

• Effective communications require language and 

style that is appropriate for the listener.

• Good communicators can adjust their language 

style to help the listener understand the 

communication quickly and easily.

• Using appropriate 'matching' language and style 

also helps to build rapport with other people and 

increase the likelihood of generating the desired 

response


Purpose of activity: A refresher activity to wake everyone up again and also to prepare them for Activity 3 in a fun way and start thinking about communication and messages, so that they think about how they phrase communication to different groups.

[image: image26.emf]Readership Profiling

– Profile the motives and aspirations of the 

different types of people, their lifestyles and 

concerns, and purchasing drivers 

– What language and style would they respond 

to, and be less likely to respond to - typical 

words, grammar and vocabulary 

– What sort of products and services would they 

buy (check the adverts in the publications to 

develop this understanding,any demographic 

and social classifications details, and any 

readership profiles provided 


[image: image27.emf]Discussion Questions

• Why does effective communications require 

language and style that is appropriate for the 

listener?

• How can good communicators can adjust their 

language style to help the listener understand 

the communication quickly and easily?

• How can you use appropriate 'matching' 

language and style to build rapport with other 

people and increase the likelihood of generating 

the desired response?



	Distribute a different publication to each group – e.g. Age, AFR, lifestyle magazine etc.. and any demographic information you have for that magazine – each group to present an overview of the profile of the reader of that publication

Briefly get the group to agree some key characteristics of the readership of that magazine, around the questions on the slide.

This can be presented verbally (i.e. no need to get butcher paper presentations here, especially if time is running tight).
Facilitator will reflect on the learnings from the exercise using the power point slide to guide discussion.
Facilitate a general discussion and draw in implications for the three stakeholder groups – this could be written up on a whiteboard as a reminder for groups when they work on the next activity.


	3 different/diverse magazines and accompanying media pack (see on-line module materials for a couple of examples)
If you have a number to chose from you can try and match magazines to different groups (i.e. we gave a team of women men’s health in a previous workshop)
	· Why does effective communication require language and style that is appropriate for the listener?

· How can good communicators adjust their language style to help the listener understand the communication quickly and easily?
· How can you use appropriate 'matching' language and style to build rapport with other people and increase the likelihood of generating the desired response?



	20 minutes
	Activity 3 - Group work. Develop and communicate key messages to each of the other groups:

· What is the key message to each of the other 2 groups?

· What response do you want from delivering it?

[image: image28.emf]Activity 3 - Recommendations 

for future projects

• To improve future projects 

recommendations for changes in 

behaviours, processes etc.. From other 

groups need to be:

– Aligned with their objectives

– Couched in appropriate language

– Defined so that it is possible to know that 

you have achieved the reaction/change you 

want

• You need to put yourself in their shoes 

and think about benefits to them, not you


Purpose: to develop recommendations for other groups so you can all achieve a common objective – improved performance on future projects.

[image: image29.emf]Group work

• Develop and communicate key messages to 

each of the other groups:

• What is the key message to each of the other 2 

groups?

• What response do you want from delivering it?

• Present on butchers paper highlighting the 

issues from the perspective of your key 

stakeholder grouping – one of the following:

– the research team,

– the research organisation, or

– the funding agency.



	· The facilitator will get each group to develop a recommendation for each of the other two groups, for example;

· Research team communicates one key message to the University and one key message to the funding agency.

Each group has two recommendations to develop – one for each of the other stakeholder groups

It is very important that the response you want as a result of your message is defined.

Put each recommendation and desired response separately on two sheets of butchers paper (so each group should have 4 sheets of butchers paper).

Note there is a link here to Module materials on criteria for acceptance – in terms of the response prompting questions are:

· How will you know that the response you want has happened?

You can then remind people about the SMART criteria in the Module materials etc.
	4 sheets of butchers paper for each group
Blue tack to stick up sheets

Pens for each group 
	· Ask people to think about how they will know when the desired response has occurred from the messages they are developing.

· The key thing is to convert your recommendation (that makes life easier for you) into a benefit for them, using appropriate language.



	30 minutes
	Activity 3 - Group presentations, discussion and wrap-up

[image: image30.emf]Discussion Questions

• Would these messages generate the 

desired response in the target audience?

• What’s in it for the target audience to 

respond in the desired way?

• What does this mean for close out “tactics” 

and procedures for future projects? 


	· Get each group to explain their two messages to the different groups.

· Ask the receiving group how they would respond to that message

· Ask the “sending” group what response they actually wanted.

· After each of the groups have presented their recommendations and heard how the receiver of the message would likely respond, discuss the differences and ways that recommendations might be phrased differently, what it means for closeout tactics and procedures for future projects

· 
	· 
	· Would these messages generate the desired response in the target audience?

· What’s in it for the target audience to respond in the desired way?

· What does this mean for close out “tactics” and procedures for future projects?

Could also ask what’s stopping those changes from happening (barriers to improving projects) in this organisation



	10 minutes
	Workshop wrap-up – the closeout paradox

[image: image31.emf]Aims revisited

• Aims:

– Review a completed project for its success from a 

number of different perspectives (technical, process, 

commercial etc…) for different stakeholders with an 

interest in the project;

– Provide a simple approach to developing key 

messages for different stakeholders with desired 

responses framed that will improve future projects;

– Demonstrate the link between effective planning up 

front in a project and how project closeout and review 

is impacted by up front planning in a project.


[image: image32.emf]Take Home Messages

• Project success is defined by the project’s various 

stakeholders and different stakeholders, including the 

project team, have different views on what represents 

success for them and the reasons for which they 

invested in the project in the first place.

• The benefits of doing post-project reviews and a 

constructive approach to doing one that evaluates 

multiple stakeholder requirements from a project.

• Developing communication messages to different 

stakeholders with responses defined should lead to 

improved future projects and better relationships.

• Good up front project planning and understanding of 

funding requirements impacts on project success and 

makes project review and evaluation straightforward at 

the end – the paradox.


[image: image33.emf]The paradox of Close-out

“ Those who do not 

remember the past 

are condemned to 

repeat it.”

George Santayana, 1863-1952


	· Facilitator to allow the group to reflect on the aims of the workshop and highlight any insights gained from the process
· Reconfirm the aims and check that the group is happy they have been met.

· Capture any other take-home messages the groups may have

· Thank everyone for coming and ask them to complete the workshop evaluations.


	Workshop evaluation forms
	· Project success is defined by the project’s various stakeholders and different stakeholders, including the project team, will have different views on what represents success for them and the reasons for which they invested in the project in the first place.
· The value of doing post-project reviews and a constructive approach to doing one that evaluates multiple stakeholder requirements from a project.
· Developing communication messages to different stakeholders with responses defined that should lead to improved future projects
· Good up front project planning and understanding of funding requirements impacts on project success and makes project review and evaluation straightforward at the end – the paradox.



APPENDIX 1
Agenda wall (barriers to team working)

This exercise illustrates the importance of having a clear collective aim for any group, and how poorly a team or organization functions when individuals (or teams within the whole) have different aims within it. The parameters of the exercise can easily be changed according to group numbers. For large groups create pairs or threes to work together. Issue the group a box of toy building blocks, such as Lego, with various different bricks (colour, length, features, etc). The group task is to build a wall of certain dimensions (you as the facilitator state height and width according to time and group numbers). Issue each group member (or pair or threesome) with their own 'hidden agenda', which they must keep secret and try to achieve. The hidden agendas can be anything that conflicts with other hidden agendas, which will create conflict while the main task of building the wall is under way. Check that each hidden agenda is possible, albeit at the expense of other agendas. Here are some examples of hidden agendas to issue. It's easy to think of others when you have all the bricks in front of you.
· ensure there are three red bricks on each row 

· ensure no red brick touches a yellow one 

· ensure a blue brick touches a yellow brick on each row 

· ensure every row contains two yellow bricks 

· ensure there is a vertical line of touching white bricks, one block wide, from top to bottom 

· ensure no row contains more than three different coloured bricks 

· ensure one row contains only single blocks (no doubles or trebles etc) 

· ensure every row contains at least one double-block brick 
APPENDIX 2
Communications styles, for customer service and rapport-building

Effective communications require language and style that is appropriate for the listener - normally a similar language style to the listener. Good communicators can adjust their language style to help the listener understand the communication quickly and easily. Using appropriate 'matching' language and style also helps to build rapport with other people. These language skills are helpful to all staff, not just people in overseas call centres. 

The activity is simply to issue different daily newspapers and/or lifestyle magazines to the group - some tabloids, 'red-tops', broadsheets, for example (in Australia) The Age, The Australian, The Herald Sun, The Courier Mail, the Financial Review, The Daily Telegraph. Or use magazines, representing a broad social mix.

Split the group into three teams of six-seven (depending on group size and time available – but the assumption is that, if they have attended Part A of the workshop, you would use the same groups as for Workshop Part A, that have been split up using the shape warm-up exercise), and give each a different newspaper or magazine, so that each is quite different from the others used in the exercise. The team members then have 10 -15 minutes to create an informal presentation on butchers paper and perhaps a simple communications role-play, which demonstrates important aspects of the language and communications styles for their given newspaper or magazine.

Involve the group after each presentation, and again after all presentations, in discussion about the key aspects of the styles they have observed, and the differences in style, language and words between the different readership/social class styles. Other discussion points can be extended to include:

· the motives and aspirations of the different types of people, their lifestyles and concerns, and purchasing drivers 

· language and style they'd respond to, and be less likely to respond to - typical words, grammar and vocabulary 

· the sort of products and services they buy (the adverts in the publications can be helpful in developing this understanding) 

· refer to demographics and social classifications details, and also to the readership profiles of the publications (which are often easy to obtain from the publications themselves) 

· you can even extend the activity to showing and discussing examples of TV shows for a given type of audience, and exploring demographics information which is available to potential advertiser
· Note however, that time is tight in this second workshop and more help is needed to develop the key messages and the desired responses, as this seems to be an area of weakness.

Appendix 3

Suggested Inclusions in a closeout template from previous workshops
	Item
	Suggested Inclusions in a closeout template from previous workshops

	Outcomes:


	Student outcomes / progress

Unanticipated / unplanned outcomes

Learning

Project implications for practice / policy / community adoption

	Project staff


	Where next for staff? How supported? 

Uni avenues for support and how to manage them.

Skills and capability development over the course of the project

Team evaluation – review checklist

Project learning and recommendations for future projects

	Dissemination


	Website development 

Media profile

Conference presentations

Publications

Networks / outreach

	Data retention / preservation / protection 
	

	Knowledge management processes to preserve accrued knowledge.
	

	Future:


	Project generalisabilities

Project possibilities

Linkage to other projects 

Maintenance of the networks / relationships

	Process closure: 


	What needs to be done before the project is truly finished?

Inter-institutional collaboration.

	Stakeholder relationship management 
	Finishing with style and celebrating outcomes etc.

	Project management evaluation:


	Project reports submitted on time

Financial, time and objectives completed (finance, quality and timelineness review.)
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