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Developing an Action Plan.
Warm up
An action plan is a written document that describes the steps that supervisors, trainers, learners will complete to help maximize the transfer of learning.

An action plan is initiated prior to the training intervention so that everyone who can support the transfer of learning is involved from the beginning. The plan is refined during the training event and usually is not completed until after the event when learners are implementing new skills on the job. The content and layout of an action plan should support the users of the plan, especially the learners.

In developing an action plan, keep in mind these important points:

· write activities as discrete steps that are realistic, measurable and attainable;
· identify clear responsibilities for the involved resources;
· develop a specific time schedule for completing activities;
· identify resources necessary to complete the activities, including plans for acquiring those resources;
In order to help facilitate the development of an action plan, instruct learners to use a learning journal. A learning journal is a notebook in which learners document issues, problems, additional needs for skills development and questions that arise as new knowledge and skills are applied on the job.
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Below are the 5 Pathways to Action. If you want, focusing your mission around one (or more) of these pathways will strengthen your ideas. Write down any ideas that you have under each of the “Pathways.”

Five Pathways to Action:

· Help organization in problem identification. The secret to creative thinking is to start with good problems. Then you need to turn those problems into thought provoking challenges. After that, great ideas will almost invent themselves.

· Help organization in crumble big problems in simple parts. Turn the big problem into one or more short, simple challenges. Challenges usually start with:
"In what ways might I/we...?"
"How might I/we...?"
"What kinds of... might I/we...?"



Keep challenges as simple as possible. Avoid:

· Restrictive criteria

Restrictive criteria block open creativity. Leave them out of the challenge - but use those criteria later when it comes time to evaluate ideas.
· Combining two or more challenges in a single challenge.

Combining two or more issues in a single challenge (such as "how might we earn more income and work less?") tends to confuse brainstormers and results in ideas which fail to solve either problem. Best to divide such challenges into individual challenges and brainstorm one at a time. Start with the most important challenge first.

· Ambiguous challenges
A challenge such as "need money" isn't really clear and is likely to result in ideas that are not really clear. Make your challenges clear to everyone. And phrase them using the words above.
· Help organization in produce its own Innovation Manifesto. Everyone is talking about innovation these days. There is probably not a company on the planet that does not claim that innovation is a critical component of its future. We are getting new queries almost daily on how we can help organizations become more innovative. The first step any business ought to make on the road to innovation is to prepare an Innovation Manifesto, have the CEO and top managers sign it off and display it prominently in their organization.

· Help organization in having a system to review ideas according to a set of criteria. The result is an “idea evaluation system” rating ideas from perfect to absolutely useless that could indicate if the idea is very good and worth taking further.

· Help organization in having a creative ideas “implementation plan”. There are a number of reasons why creative ideas fail to become innovations. Sometimes it is because the idea, which seems brilliant in concept, is flawed in application. More often, the problem is that organizations invest in creative ideation initiatives (often called “innovation initiatives”), such as brainstorming events, idea management, ideas campaigns and the like, but fail to invest in implementing the most creative ideas that come from those initiatives
And, remember to write down any idea that you have that do not fit into one of these pathways:

Step-by-Step: Developing an Action Plan
The process described in this toolkit is a simple creative project management process starting from needs, opening to a vision, helping to focalize on resources, information, priorities then developing the action steps.
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Step 1: Identify a Need

Looking at Creativity and Innovation Needs in your Country

Try to finish this sentence: “To greatly improve creativity and innovation in this organization we need...” (put each need in its own box).

At this point DO NOT think of what your specific project will be, just look at all of the needs that exist for the organization considered. Consider either social and educational needs, political and policy needs, economic and market needs in the formal and non-formal sectors, etc. 

Talk to other people from partnership, you will probably find they have similar needs or have thought of ones you may have not written down yet.

Now, put stars next to one or two of the needs that you believe are most important and strategic to focus on right now. It is important to keep the entire list, because you may want to collaborate with those that will address some of the other needs that you have identified.
Step 2: Develop a Vision Statement
Developing a Vision

A vision tells what you would like to see happen in a specific period of time.
Use the box below to brainstorm (think of as many ideas as you can) based on the needs you identified in Step 1. Write down ideas of what you would like to see regarding creativity and innovation in this organization. Write down all the ideas that you have, even if they seem impossible or outrageous. While having a realistic vision is important to writing your action plan, at this stage getting down as many ideas as you can is important. Later, you can narrow them down.

Writing Your Vision Statement

Vision: Look back at your ideas on needs (Step1). Begin to cross off or alter those that seem unrealistic or too ambitious at this time. Circle those that make the most sense, are strategic and are really important to you and to organization in your country. If you have new ideas, it is never too late to write them down.
Using the ideas that you have circled, begin to write your vision statement below. Remember; do not struggle too much over exact wording at this point. You can (and probably will) change some parts of it as you get further in the action planning process and as you talk with other people and organizations.

Step 3: Build on the Action Plan
Your primary source for gathering information will be the Leonardo Next Website community (www.leonardonext.eu). The secondary source should be your participation at the workshops: maybe you’ve a notebook contains notes from all the sessions you have attended, contact and networking information, and your own personal goals. In addition, you will have the book “Creativity Today”, many papers that were presented, several toolkits, and background information related resources world-wide or you can ask for them. You may find that the amount of information that you gather is overwhelming. The important thing is to organize it in a way (in your head and in your binders) that will make it easy to access what is important to you on return to your country.
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STEP 4: Gathering background Information

Individual Factors: using my own attributes and experiences
Try now to connect your vision with your skills…
	
	Goals & Vision
	Interests & Knowledge
	Strengths, Skills & Experiences
	Leadership Abilities

	I already have…
	What are some of your personal goals?
What is your vision? Where do you see yourself in 5 or 10 years?  What will you be doing?
	What interests and hobbies do you have?

Is there a field that you know a lot about or want to learn about?
	Think about work experience you have done, this includes things with your company, in your community, at school or on your own...what skills did you learn?
	What leadership experience do you have? It can be formal or informal?

	I still need to realize my vision…
	
	
	
	

	People & places I can go for information, support/help.
	
	
	Example: workshops
	Example: increase network partnership

	Factors I cannot control (and need to figure out a way to work around)…
	
	
	
	


National Factors: identifying, understanding and considering the current situation

Try now to connect your vision with your country distinctive features…
	
	Social Context
	Political and Policy Context
	Economic Context
	NEXT Country partnership
	Other partnerships & networks

	We already have…
	What social factors will affect the plan?
	What political and policy factors will affect the plan?
	What economic factors will affect the plan?
	
	

	We still need to realize our vision….
	
	
	
	
	

	Places we can go for support/help…
	
	
	
	
	

	Factors we cannot control (and need to figure out a way to work around)…
	
	
	
	
	


Global Factors: looking at my plan in the larger picture

Try now to connect your vision with the whole NEXT project…
	
	NEXT aims and objectives
	NEXT workshops
	NEXT community
	

	We already have…
	
	
	-Internet resources
-Workshops contacts

-Research

-Creativity Today book

-Online community
-Toolkits
-Action Plans
	

	We still need to realize our vision….
	
	
	
	

	Factors we cannot control (and need to figure out a way to work around)…
	
	
	
	


Step 5:  Reviewing the Information

Read over the information that you have again. Look at your vision and mission statement. Consider all of your background information. Ask yourself the following questions:

· Is my vision bold and achievable, given all of the background information?
· When my mission is successfully implemented will I achieve my vision for creativity and innovation within organization? How will I know? What will be different?

· Have I been realistic and honest about my own abilities, skills and limitations?

· Have I been realistic about my expectations of other people, organizations, groups, etc.?

· Am I trying to do too much? (remember: sometimes it is better to help a small group of organization in a big way than to help a big group in a small way…)

· Am I open to change or did I begin this process with one idea and I have stuck with it?
· What problems might I have? How can I deal with them (and/or be prepared for them)?

· Does the social context of my country support this plan?

· Does the economic context of my country support this plan?(for example, is using creativity in organization considered normal the norm? Does the program meet a local demand?)

· Is a country network established or being established that will support me in achieving my creativity and innovation vision?

· Have I found other resources within my country that will support my creativity and innovation vision and/or project?

· How does my vision contribute to the Leonardo NEXT project?

· Are there enough support services available from Leonardo NEXT to me to make this feasible?

· Have I done sufficient research and asked other people for their opinions? Have I taken this data into consideration or disregarded information or opinions that don’t agree with my views?

THIS IS VERY IMPORTANT: read your answers carefully. Discuss them with your peers and partners. If something does not seem right, NOW IS THE TIME TO CHANGE IT. Be open to change while it may not be easy, it is better than going forward poorly prepared!

Step 6: Identify Priorities
There is always a gap between all the needs, what you would like to do, and what you realistically can do. Also, sometimes there are things that you have to do before the things you want to do. This is why identifying priorities is so important.
Write down all the things that you would like your creativity and innovation vision, projects, and any policy initiatives to accomplish in the next 5 years. Put down things that may be obvious as well as future dreams and ‘hopes.’

Now, go back and mark the ones that you think are most important or simply need to get done first. Put your top 3 or 4 priorities below. In some cases, you may be able to combine a few from above, but try to make them as specific as possible. Don’t worry if the things you want to do are not a ‘priority’ right now. Once the initiative, project, or program is underway, you will come back to this page and address other priorities.

Step 7: Create Goals and Benchmarks

Creating specific goals and benchmarks, based on your vision and priorities, is very important. It helps you break down the tasks that are needed so that you can organize your plan, explain it to others, get everything done, and in the right order. It also allows you to focus on specific priorities rather than becoming overwhelmed by the entire task: just remember…things take time.
Your short term goals should be fairly specific, as you will start to work on them right away. For now, your mid and long term goals can be more general. You need to expect them to change somewhat as the initiative, project, or program begins to take shape. As you complete the first set of goals, be sure to go back and revise and expand on the next set.

Short-Term Goals (Next 3 months)

	
	First month from start
	Second Month from start
	Third month from start

	Example: Complete action plan
	Consult with peers, key stakeholders, and NEXT network by email or by phone/visit for input
	Meet with local companies leaders and contacts for input
	Finalize plan based on input

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Mid-Term Goals (3 months to the end of Leonardo Next project)
	
	2-3 months from start
	4-6 months from start
	6-12 months from start

	Example: Establish an action plan for a SME
	Identify the companies
	Select whom to involve in set up process, other resources, etc.
	Completing the enabling training processes

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Long-Term Goals (1 year to 3 years)
	
	2011
	2012
	2013

	Example: Expand creativity and innovation projects
	Write a plan and offer support to other networks that would like to follow the model
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Step 8: Develop Specific Action Steps
Action steps describe exactly what will need to be done to achieve your goals and benchmark and, ultimately, your vision. As you begin planning your project or initiative, it is essential that these steps are clear to everyone involved. Each person or organization's roles and responsibilities in carrying out these steps need to be understood and agreed upon. Unlike goals, which need to be forecast well in advance to ensure that all the work that is being done is focused in the same direction, you will find it is easier to create specific action steps at set intervals throughout your action plan. This is because needs, people, policies, resources, organizations, the environment, and policy issues may change. Use previous Step to specify the action steps for the next year. Be sure that these action steps are aligned with your short and midterm goals. A spare sheet of the “Working guidelines for the redaction and implementation of action plans”has been enclosed in Step3 for you to copy and use at a later date when action steps need to be modified or developed.

Short-term Action Steps (Things that need to get done in the next 3 months to reach short-term goals)
	WHAT needs to get done?
	WHO will be responsible (individuals or organizations)?
	WHEN does it need to get done (use dates)?
	WHO will need to be involved (people on my team, outside support)?
	WHAT types of support need to be in place (knowledge, technical, financial,etc)?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Mid-Term Action Steps (Things that need to get done in the next 12 months to reach mid-term goals)

	WHAT needs to get done?
	WHO will be responsible (individuals or organizations)?
	WHEN does it need to get done (use dates)?
	WHO will need to be involved (people on my team, outside support)?
	WHAT types of support need to be in place (knowledge, technical, financial,etc)?

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


What’s Next? =)

Implementing the Plan

By now you have the main elements of your Action Plan, thought out and written down. Now what? While this toolkit was designed to take you through a basic action planning process, it can also give you an idea of what is to come during implementation, when you begin to bring your vision to life. You will find it helpful to discuss (speak/write in NEXT online community) with others that have used an action plan during an actual project, use the NEXT ‘Implementing an Action Plan Toolkit’, read books and research on implementing action plans and project management, and use your own experiences of writing the action plan and discussing it with others to anticipate some of the issues that will or may come up during the implementation phase, when you actually start to work on your project or initiative.

While implementing each plan is different, there seems to be some ‘constants’ that you can expect:

•
You will need to build allies and colleagues within each community in which you work…this seems true everywhere in the world

•
You will need to deal with ‘management’ issues…is everyone doing what they should? When they should?

•
Your timeline will probably change

•
You may need to rewrite the action plan in a different format in order to receive funding (most grants and funding sources have specific formats)

•
You may need to change your goals and benchmarks

•
You may have trouble convincing others of your plan…keep trying!

•
Things will probably go slower than you would like…but if you keep at it, they will get done

Remember, you have an idea and a vision that will change the culture about creativity and innovation in organizations. Realizing that vision will not be easy, but it will be worth it. The Leonardo NEXT Project is designed based on each person and Partner using their strengths, ideas and local resources to realize a larger vision of creativity and innovation worldwide: people integrating creativity into different cultures and context, learning from each other, growing together, creating the energy to change, improve and compete on the market. You are part of this!
“Working guidelines for the redaction and implementation of action plans” (issued September 2010) summary
	Context
	A comprehensive description of the context in which the test occurs (territory, sector, reference market, previous/existing organization), should be provided to explain the choices at the basis of the action plan
	

	Company size
	The dimensions of the company / organization are relevant for the target group of the project
	

	Actors involved inside the organization 
	Information management has to comply with national regulations on privacy. Mention the role of the actor instead of the name.
	

	Actors involved outside the organization
	Information management has to comply with national regulations on privacy. Mention the role of the actor instead of the name.
	

	Elements of the methodology to develop creativity dealt with
	For instance, whole brain thinking, test of creative process, the world café. An explanation why these elements were selected should be provided.
	

	Implementation Phases
	A detailed description of the implementation process (including time scheduling) should be provided
	


	Output
	Expected results
	Remember that the results could be immaterial and described in terms of a change (and improvement) in the work routines or in the organization. Considering immaterial results requires a very factual and concrete description.
	

	
	Produced results
	Results really produced should be compared with expectations
	

	
	Unexpected effects
	Positive and negative elements, neither planned nor expected should be mentioned
	

	
	Recommendations
	Suggestions, comments and opinions are very much welcome. What to do and what to avoid
	


Frequently Asked Questions
What is an Action Plan?

An action plan is kind of like a blueprint for a house. It shows how a plan will be put into place. While the planning phase does not usually include any implementation (except pilot programs, in some cases), spending the time before the program starts is crucial to its success.

Why is an Action Plan important?
An action plan is more than ‘important,’ it is essential. It allows an individual or a group to look at their goals, current situation, needs, ideas, responsibilities, resources and timeline in an organized and objective way. While it will take time to develop a good action plan, it will certainly save time and frustration later.

Can I change it?

You can always change your action plan, and, in fact, it is good planning to expect to change it. No one can predict the future and you may find that aspects of your plan do not work out or may need revisions. When this happens, it is important to go back to your original plan and see how new plans can fit in.

What if I don’t have a lot of background information? Can I just go onto the next steps?

This would not be a good idea. Each step is based on having completed the steps before it to the best of your ability. If you begin setting goals without having enough background information then your goals may not be realistic, feasible or acceptable to other stakeholders.

Why do I need to identify priorities?

While the overall purpose of the Leonardo Next is to support the spreading of a creative and innovative culture inside the enterprises and organizations by transferring and implementing methodologies, tools and concepts as a systemic approach to creativity gathered in the book “Creativity Today”, each project will have its own specific priorities. You also must think about the best strategy to pursue at any point in time. For example, the final aim is a set of actions favoring the development coherent with the “knowledge triangle” with successful interaction between “knowledge” (research), dissemination through learning processes (enabling factors) and innovation (applied knowledge). Stay focused and build from success!
How can I make long-term goals?

They are related to the consolidation of a “conceptual” economy, i.e. a market of innovative products and services whose realization needs a culture of creativity and innovation. One of your responsibilities is to ensure that the actions you and other partnership members take are aligned with the Lisbon Strategy that is heavily based on the economic concepts of innovation as the motor for economic change and the "learning economy". In other words, the plans and processes that you and your peers put into place must be strong enough that as new enterprise join the project and initiatives will continue to run and evolve.
I don’t think checking in and consulting with people at each step is practical. It will take me long time to write the plan if I need to do that. Can I just show it to them when I am done?
It does not make much sense to write a plan that depends upon other people and organizations, and not include them in the planning and decision process. As you consult with others, you will find that they will provide you with new insight, ideas, and resources as well as be able to help you identify some barriers which you may come up against. You will find it is time well spent!
Long Term Needs…


“The organization need this to happen, but it can wait a few years.”





Mid-term Needs…


“The organization need this within a year.”





Short Term Needs…


“The organization need this right now!”





To greatly improve creativity and innovation in this organization we need...





My vision for creativity and innovation is…
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