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01 Introduction:

Welcome to my free workshop, where | hope you “buy” my P-Model idea.

In this article 1’1l share a very simple model for creation effective workshops - no matter
if this should by used in an agile or traditional delivery model.

The model is inspired by my journey as Agile Coach, but primely inspired by my daily
experience of doing and joining workshops.

So this should be considered as Simple Best Practices Checklist and the intention is not
to teach theory, but simply to share my P-model with the hope this could also be useful
for you.

This article is divided into 4 chapters:
e 01 Introduction — This chapter
e 02 The P-Model - Overall description of the P-Model
e 03 Source/References — Inspiration for future reading

e 04 Appendix — Supplementary material

02 The P-Model

Generally, the P-Model is a structure/checklist to help your design of workshop and to
help you to not miss important areas.

This can be used for any size of workshop and for other events like for example
important meetings.

But this model is primarily created for bigger and critical workshops that demands
proper planning.

In principle, this is quite a simple and obvious model, but my experience is that
important steps/areas are often forgotten or don’t get the necessary attention.

The P-Model has 8 focus areas which — in my experience - are necessary and quite
mandatory for at successful workshop.

There is a logical order of steps/focus areas (marked with step numbers). But this order
should not be considered as a mandatory step order.



It is quite the opposite, since an iterative approach with small steps - and jumping
between steps — is often the most effective.

The key is to make sure all focus areas are addressed at the necessary level and logically
linked together.

Personally, | often use and prefer a mind-map alike approach by a tool (See Ref.03) or
just done at a white-/Notes board.

Talking about mind-map - now it’s time to visualise the model:

2) People 3) Passion 4) Product 5) Process
(Who) (Why) (What) (How)
|
Key: Key: Key: Key:
Find key Find real Tangible Flexible(Agile)
resources motivators outcome flow supporting
1) Purpose for Purpose (Whats in it P's
(Goal) \ for ..)
Key: “ ” : g
Set the direction/ Workshop” Design __ P) Parking
vision (@ P-MOdEl) (Not)
Ll T Made by : yesper@yescoaching.dk) o
Ideas/Out of Scope
Parking Lot
to save potentials
6) Prepare/
I)"racgcal 7) Produce 8) Plan X) Practices
(When...) (Do) (Next step) (Extra)
=
Key: Key: Key:
: Key:
Prs!?:\rlv?‘lfgrr'l;he “Just Do It’ Koep tthe / Extra Per;ctices
momentum
unknown) Benefit t%f&%%‘;?

for the future

As you can see, for each focus areas there is a Key description and below (and in
appendix) you will find more inspirational notes and tips.

The idea is to use this mind-map structure as starting point and then just add your own
content for the steps.
(Free templates - See Ref04).

Find a very simple example of use of P-Model in Appendix09.

Next sections will address more details/tips/tricks for all steps and should only be
considered as inspirational for a pragmatic and simple model for your workshop design.



Overview of P-Model:

1) Purpose (Goal)

2) People (Who)

3) Passion (Why)

4) Product (What)

5) Process (How)

6) Prepare/Practical (When...)
7) Produce (Do)

8) Plan (Next step)

P) Parking (Not)

X) Practices (Extra)

1) Purpose (Goal)

Key:
1.

Tips:
. Often there are different goals for different participants and sometimes even

Identify the vision, direction, goal and subgoal for the workshop. This is critical
for the design and the success.

hidden agendas.

It’s critical to find the right goal and its good practices to validate this by models
like SMART (See Appendix01)

If possible, link the Goal logical for strategy themes or even better company
OKR’s (See Appendix04)

Go for Lagging indicators, but leading indicators could show you the right
direction (See Appendix05)



2) People (Who)

Key:
1.
Tips:
1.

2.
3.

Find key resources for Purpose

The Gasoline for any event starts and ends with people and by missing the right
people you also miss the right result.

The right people is not just the obvious (Sponsors, owners, Do’ers..) .

The key for success is often to include informal managers, change agents or even
people that are against the change.

To include people that are going to use the “Product” afterwards is often also
very beneficial.

FOLLOW Your

PASSION

3) Passion (Why)

<Picture>

Key:
1.
Tips:
1.

2.
3.
4.

Find real motivators (What’s in it for ..)

There is real energy in a workshop if people can see real personal benefit with a
successful workshop.

Understand and investigate how the changes influence different stakeholders.
Add this dimension in you interest analysis

Understand the nature of motivation (E.g., Hertzberg motivation theory — See
Appendix06)

Use proven change management frameworks (E.g., Fair process — See
Appendix07)



4) Product (What)

Key:

1.

Tips:
1.

2.

B~ w

Tangible outcome and products (N.B. Product should not just be considered
literally as a Product , but like result of workshop)

At the end of the day the actual result and benefit realisation is the sponsors’
expectations and acceptance.

Remember: “Product” could iteratively be smaller sub-product and if aligned
with Goal/sub-goals this could motivate the Process keep going.

Link for “product strategy”” and OKR could also be logical, and a motivation factor.
Make and consider plan for maintenance of product as part of the Process/Product.

5) Process (How)

Key:

s~ w

Flexible (Agile) flow supporting P’s

Process is the key P in the P model because this “glue” that connects the dots.

. There are a lot of different options (See Appendix08) and design templates, but

the key is to keep it as simple and flexible as possible. Because even with the
best planning the real execution will be different.

So, consider both “must have” and “nice to have” as part of the process design.
And a Plan A, B. etc. would be good to consider.



\ Prepare

6) Prepare/Practical (When...)

Key:
1.
Tips:

g~ wnE

6.

Prepare for the known and unknown

Logistic and timing are key

Select and adjust process and facilitation tool for the actual facilities
Consider necessary capabilities, skills and competencies needed for success
Research Data, Preparation and prerequisite for the P elements of P-Model.
Consider how to boost workshop by ask participants to prepare and be in very
good time

Consider Plan A and B .. to handle the unknown and impediments.

7) Produce (Do)

Key:
1.
Tips:
1.
2.
3.
4.
5. Get help from participants to adjust and adapt (For example by help from a

“Just Do It” and enjoy it

Your passion is key for the “Room”

So BE the workshop

With enough work and attention on other P’s you should be able to just relax and
enjoy.

Feel (Inspect) the room and adjust/adapt accordingly.

facilitator assistant)



8) Plan (Next step)

Key:
1.
Tips:

e

Keep the momentum/benefit realisation in real “production” and plan for it

The planning for this is done in other P’s but only execution counts.
The real outcome is when result is used after the workshop has ended.
Keep the maintenance plan updated and used.

Revisit the Parking Lot to consider next step.

PARKING

P) Parking (Not/Out of Scope)

Key:
1.

Tips:

el NS

Idea/Out Scope parking lot — To save potentials and keep real focus in planned
workshop

Use this wisely and based on goals

“Read the Room” to time when a discussion should be interrupted and parked.
Potential: get a content expert or other participants to help you with the timing.
Create trust that the parking lot is not forgotten in and after workshop (See Plan)



BEST

PRACTICE. |

|

[ —

X) Practices (Extra)

Key:

1. Extra Practices to support P-Model
Tips:

1. See “Sources/References and Appendix



03 Source/References:

Ref. 01: My Linkedin profile: https://www.linkedin.com/in/jesperbergerolsen/
Ref. 02: Link for my Own coaching company www.yescoaching.dk

Ref. 03: Link for my Mind Map tool: https://simplemind.eu/

Ref. 04: P-Model templates: Mail me or look here https://yescoaching.dk/agile-

coaching/



https://www.linkedin.com/in/jesperbergerolsen/
http://www.yescoaching.dk/
https://simplemind.eu/
https://yescoaching.dk/agile-coaching/
https://yescoaching.dk/agile-coaching/

04 Appendix:

(Request pdf versions at yesper@yescoaching.dk)

Appendix01: SMART Goals

Mcasureablo
Attainabio

Redevant

Tine-based

Initial goal:
Whatis the Can you meet
deadiine? this deadiine?
Does it align with
Yoloroisiont ® Time-bound

Why should you
‘schieve this goal now? P Relevant Wiones B baT
involved to
\ ‘accomplish this?

Are you able to g
achieve this goal? X LLETED

What tools/skills do il Mo
need?

How can you measure and track the performance?

Smart goal:



Appendix02: One-page of “SCRUM (2017)

Sprint Planing Metting (8 hours/Month)
(Content: What/How)
(Focus: Realistic Sprint Backlog)

311

Daily Scrum (15min/Day)
312 (Content: Accomplised ,plan and obstacles )
Focus: Goal and next 24 hours)

Product Owner (1 person)
2.1 (Accountable for the resultat)

z Sprint Review (4 hours/Month)
(Owns til Product Backlog)

(Content: "Done" and how)
(Fokus: Review and next Sprint)

313

Development Team (3-9 persons)
22 (Responsible for sprint developments )
) (Owns the Sprint Backlog)
(Self-Organizing and Cross-functional)

Sprint Retrospective (3 hours/Month)
(Content: inspect last Sprint)
(Focus: Framework and improvement )

314

Sprint (1 Month)
(Fix goal team, sprint Backlog -
but Scope can be re-negotiabled)
(Focus: "Done” of Product increment)

Scrum Master (1 person)
23 (Responsibility for the relevant use of Scrum)
(More Coaching Less leading)

31

3 Scrum Events
2 Scrum Roles

The Scrum Guide (Kilde: Scrum.org)
(Made By: yesper@yescoaching.dk)
(Version: 03)

(1 Scrum Overviewarameworleheory)

Overview :
11 - Lightweight
-Simple to understand
- Extremely difficult to Masber/

( Framework : h

12 NOT process/Technique
“ BUT : Roles, Events,
Artifacts, Rules

4

o

4

-

Product Backlog
(Ordred list of products elements)
4.1 (Content: Features,functions,requirements,enhancements.fix/Changed)
(Attributes: Description,ordre, estimate)
(Order: Value,risk,priority and necessity)

Sprint Backlog

2 (Subset of Product Backlog for Sprint )

icrement

Ins
. (Sum of completed Product Backlog Items)

4 Scrum Artifacts

Theory:
1) Transparncy (For all)
13 2) Inspection (For improvement )
3) Adaption (For adjustment )

4




Appendix03: Inspiration of other Agile Articles

Agile House of Cards — Play with me ©

no

“Are you a real Agile coach?”
1. https://www.linkedin.com/posts/jesperbergerolsen_real-agile-coach-
activity-6744575035144495104-tHJQ
“Agile — Out of Control?”
1. https://www.linkedin.com/posts/jesperbergerolsen agile-out-of-control-
new-version-20200108-activity-6753309571168686080-LrWj
“Agile introduction made simple”:
1. https://www.linkedin.com/posts/jesperbergerolsen agile-introduction-
made-simple-version-02-activity-6695996989156454400-pZL9
“Does Agile Framework actual work ?”:
1. https://www.linkedin.com/posts/jesperbergerolsen does-agile-frame-
actual-work-activity-6680542323400564736-ilpc
“Product Owner — What do you Own ?”
1. https://www.linkedin.com/posts/jesperbergerolsen_agile-product-owner-
own-what-activity-6764517389682950144-0bOr
“Agile Party for NewCommers”
1. https://www.linkedin.com/feed/update/urn:li:activity:67470872245689016
32/?commentUrn=urn%3Ali%3Acomment%3A(ugcPost%3A6747087223
474200576%2C6750021231346536449)



https://www.linkedin.com/posts/jesperbergerolsen_real-agile-coach-activity-6744575035144495104-tHJQ
https://www.linkedin.com/posts/jesperbergerolsen_real-agile-coach-activity-6744575035144495104-tHJQ
https://www.linkedin.com/posts/jesperbergerolsen_agile-out-of-control-new-version-20200108-activity-6753309571168686080-LrWj
https://www.linkedin.com/posts/jesperbergerolsen_agile-out-of-control-new-version-20200108-activity-6753309571168686080-LrWj
https://www.linkedin.com/posts/jesperbergerolsen_agile-out-of-control-new-version-20200108-activity-6753309571168686080-LrWj
https://www.linkedin.com/posts/jesperbergerolsen_agile-introduction-made-simple-version-02-activity-6695996989156454400-pZL9
https://www.linkedin.com/posts/jesperbergerolsen_agile-introduction-made-simple-version-02-activity-6695996989156454400-pZL9
https://www.linkedin.com/posts/jesperbergerolsen_does-agile-frame-actual-work-activity-6680542323400564736-ilpc
https://www.linkedin.com/posts/jesperbergerolsen_does-agile-frame-actual-work-activity-6680542323400564736-ilpc
https://www.linkedin.com/posts/jesperbergerolsen_agile-product-owner-own-what-activity-6764517389682950144-0bOr
https://www.linkedin.com/posts/jesperbergerolsen_agile-product-owner-own-what-activity-6764517389682950144-0bOr
https://www.linkedin.com/posts/jesperbergerolsen_agile-product-owner-own-what-activity-6764517389682950144-0bOr
https://www.linkedin.com/feed/update/urn:li:activity:6747087224568901632/?commentUrn=urn%3Ali%3Acomment%3A(ugcPost%3A6747087223474200576%2C6750021231346536449)
https://www.linkedin.com/feed/update/urn:li:activity:6747087224568901632/?commentUrn=urn%3Ali%3Acomment%3A(ugcPost%3A6747087223474200576%2C6750021231346536449)
https://www.linkedin.com/feed/update/urn:li:activity:6747087224568901632/?commentUrn=urn%3Ali%3Acomment%3A(ugcPost%3A6747087223474200576%2C6750021231346536449)

Appendix04: Objective Key Results (OKR) Goal setings

Key concepts and components

OKR Components

OBIJECTIVES

What do we want to achieve?

KEY RESULTS

How do we know if we are achieving or have achieved

« Objectives are short statements that set direction the objective?
towards a desired qualitative goal « Key Results are q itative st: that
4 5 _ achievement of a given Objective
« They describe “What" is to be achieved Objectives &
They benchmark and track “How“ we reach Objective
« Obijectives are inspirational, attainable, doable in a Key Results * ¥ g

quarter and should provide Business Value for the
company if achieved

Effective Key Results are specific and time-bound, challenging yet
realistic as well as measurable and verifiable

For each objective, there should be 2-5 key results.

Relationship between OKRs and customers and initiatives:

= customers R

] Define who are your external or intemal 1 ] Define the direction 3 1 Metrics of reference to the fulfilment of the 1 Specific Actions to achieve the Objectives I

1 customers(*) that are impacted by your objectives 1 | I ] objective and monitor how we reach it. 1 I 1
1 I

! ! ! - L I

| Whose problems are you solving and aim delivering ] 1 What do we want to I How do we know if we are achieving/have achieved | | What are we going to do in order to achieve the I

1 value to through your products/services? 1 I achieve? I ] the objectives? 1 objective? 1
1 I

1 1 \ ! 1 !

- - - - - -]

Appendix05: Lagging and leading indicators

Lagging Indicator:
An indicator of past

Leading Indicator:
An indicator of

performance that performance that

might predict future measures how we

success. performed.
Examples: Examples:

Customer satisfaction
Weight
Number of deaths

User guide usage
Calories per day
Using safety equipment

https://www.bmc.com/blogs/leading-vs-lagging-indicators/



https://www.bmc.com/blogs/leading-vs-lagging-indicators/

Appendix06: Hertzberg motivation theory

Herzberg's Hygiene and Motivational Factors

Dissatisfiers Motivators

Working
conditions
Policies and
administrati -
ve practices Recognition
Salary and Achievement
Benefits

Advancement
Supervision

Growth
Status

Responsibility
Job security

Job challenge
Co-workers
Personal life

https://gitmind.com/motivational-theory.html



https://gitmind.com/motivational-theory.html

Appendix07: Change Management Process: Fair process
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Fig01: Un-Fair
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Flals Fek Pincass tue Fig03: Fair Proces s -
23 \ 24 . Fig04 : Involvering
\ 421 \
x % 5.1
\ ]
Why: Systemiske begreber: >
- 2/3 forandrings 5 yslel:ms SDagre :" Fair Process
projekter fejler % 8) Kontsket(Sammenheeng) 1) Seet kontekst (Ledelses ramme)
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1) Seet kor'neksl NS 02: En eller to til vurdering
2) Involver 24 \ ‘ / 41 S / 03: Retning men samskabelse
3) Forkiar Kap02: Strategisk T Desi 53
13 et Kap01 Teori Kap03: Design

c R S

Bog: Fair Process
(Af: Bo Vestergaars)
(Made by : yesper@y g.dk)

*Noter (Agile Reflektioner)
*01: Product Increment/Design Thinking
*02: 12 Agile Principer/SCRUM
Flere generelle refleksmner omkring link mellam FP og agile:
a) 4R model (I I} Ramme
b) Scrum cermonier (Standup,Plan,Review,Retro)
c) 4 Manifesto regler og 12 principer
d) Agile Iteration/Increments
e) Self organize og crossfunctional

https://www.fairproces.dk/fair-process-video/

Fig05:
Involvering
detailer

Overvejelse:
- Etisk

- Falsk involvering
- Involvering og strying
- Fair proces rigtig for
leder og mearbejder
- Hvornar FP 2
- Indragelse af medarb. i vilkarsrum ?

54


https://www.fairproces.dk/fair-process-video/

Appendix08: Detailed mind map incl. Notes and process

indes
PoViPol
Purpose: Gasolin of all both 5)R
for input.execute and aftorward ‘ )
il ok
Sponsors premin
Key Drivers 4300y sun
test
3) Roview with
Knowledge Key Poople
workers
Effected people 2) Draft Design
Designers 1) Find P's )
\/ K (Get Inspired
Al starts and ends  Supporters \/ | / by Options)
with people % I ‘
7 3)Passion  4)Product  5)Process
e —————— l’m (Why) )(Wh-; (How)
Reion // A I i
sourcer 3 Key: Key: A
ﬁ'-d.{-y Find oal Tangible thi':b" le)
(Agil
Drivers. resources motivators. uicome flow supporting
( Oficial and 1) Purpose for Purpose (Whats in it Ps
non offcial) (Gosl) for..)
& s
Note: Good o great Buss. OKTVEMART; T 1/
o4 “Workshop” Design __ P)Parking
e thtbor son (© P-Model) (Not)
g s Made by : yesper@yescoaching.dk) =
lagging leading indicators / / < Ideas/Out of Scope
Lot
1o save potentials
”p}'.':'ﬁ".?' 7) Produce 8)Plan ™ X)Practices
(When...) (Do) (Next step) (Extra)
> - 1
&.p:."&n Koy: Key: N
known and “Just Do " Extra Practices Réderum
_— e o
Data/Matorial L
Tools
Faciities
SutsiCapabities ||

3) Adapt

2) Adjust

1) Inspect

Opion01

Ideas.

ideas

)

(Inki. kollektiv inteligens tryghed)
3) Udvanig/forklar lasninger
(Incl. transparens pa ieder vurd.)

4) Involver i afprovning

(Inki. forbedring)

3) Decision
(WinWin and
commitment) Scrum
(Plan,Sprint,Stand-up,
2) Dinkog Review,Retrospoctive)
(Incl. option
Problem Solving!
Team Building.
1) Context (PS/TB)
{Incl, PoviPov) Design Thinking
Optiond2 Option0d Optiond4 _ Option0S Option06

Go with the Flow.
and challenge

Be fleksible use modules,
sub

Get inspired
by 4R Model

Consider
Change mgm.
models

Incl. Benefit
realization



Appendix09: Simple example of use of P-Model

P-Model Exampel:
Party reunion planing workshop

Person like Anna
that normaly never join

:Practical people Ce':‘::::;::‘;hefs
= like Ben 2
Crative /
HETSOnE TS Restore /
like Make motivation nostalgia /
Chris theme | / Have party
\ | / /
\\_ Make and send
5, invitation
Set Planing team with : \\\ Set date e
\\ \ /e
/e
2) People 3) Passion 4) Product 5) Process
(Who) (Why) (What) (How)
L | ]
. . Key: .
OKR: Key: Key: Yy Key:
Objevtive: Create idea, Find key Find real Tangible 'zexfl‘e’é:ﬂ!:é
plan and execute at high school reunion = ot il NV SUPpOTL
Key Result: 50 % Join 1) Purp for Purp (Wtf\a(s in it P's
Key Result: 60 % Stay until midnight (Goal) —~— ofr )l’
Key: u » "
Set the direction/ Workshop” Design __ P)Parking —
vision (@ P-Model) (Not)
ipiochon Made by : yesper@yescoaching.dk) K‘.y'
& Ideas/Out of Scope
Parking Lot
to save potentials
6) Prepare/
Practical 7) Produce 8) Plan ™ X) Practices
(When...) (Do) (Next step) (Extra)
/ S/ Ll
P Kgyf; th / vy K Key':h Key:
repare for the “Just Do It eep the S
Ko and s e Ex:.ra Practl:es
unknown) f Benefi sunpor
7 for the future
Do activities Do the party |
Reuse and

and adjust/meet in
party group if nesesary Consider if people

want have another party

Any parked
ideas to use ?

Meet outside party

share party idea
|

Research party ideas

1) Agree on Why
2) Brainstorm ideas
3) Agree on select criteria
to support OKR
4) Select and
agree on idea
5) Distribute activities
6) Do and follow up on activities
7) Execute Party
8) Evalute party

Only invite own class and
wait with other clases

Don't bring own food



