SELECTING A PARTNER / GANTT CHART





A: The story





This exercise was ”born” way back in 1990 when a number of participants during one CEFE training programme for newcomers expressed their desire to get into partnership with co-participants or with other external partners. What are relevant criteria which could guide them to do an optimal choice and not just a decision based on the present feeling? Instead of elaborating an exercise during which the participants are asked to identify these criteria straightaway, the then CEFE trainers favoured a different approach providing fun on one hand and food for thought on the other – a typical new ”structured learning exercise” (SLE) was born. The success of ”Selecting a partner” was overwhelming so that meanwhile this exercise belongs to the permanent repertory of any CEFE facilitator. 


”Selecting a partner” always depends on the participants’ situation; if the majority will not require to select a partner, then you might direct the discussion of criteria towards the selection of appropriate personnel linking this issue with the problem of family helpers (paid or unpaid) which often creates a headache to small entrepreneurs in developing countries.


The GANTT charting has its own right to exist even without the proceeding ”Selecting a partner” exercise. It provides the time frame for the following ”finance” sub-module during which the participants will have to identify prospective costs and benefits over the next 3 years. Particularly the costs incurred are tied to the different activities to be undertaken to set up the business (pre-operation costs) and during the first months after the opening of the business.


�
B: Basic information





Objectives of learning�
�
�
Basic objectives to be achieved by participants


�
The participants


elaborate and apply criteria for the selection of business partners and/or employees


identify the necessary activities before they can start their businesses


classify these activities according to their time-wise sequential appearance


allot time requirements to all activities over a period of one year (GANTT chart)�
�
Additional objectives of a higher level depending on the situation and the current conditions of the target group�
The participants


are able to distinguish between very important, important and less important criteria in partner (employee) selection


apply the GANTT chart as one of their basic planning instruments once they get into business


are aware of rational decision making processes�
�
Uses�
Personnel management


Time planning


Strategy development�
�
Developed in�
Thailand / Philippines, 1990�
�



�
C: Further Information





Time�
3 ½ hrs�
�
Preparation of rooms�
none�
�
Requirements�
�
Trainers/assistants�
1 trainer, 1 assistant�
�
Didactic aids to prepare�
GANTT chart on kraft paper over 1 year


photocopies of individual GANTT charts (annex 1)�
�
Materials for the trainers (during the exercise)�
metaplan cards (cut neatly to fit into the monthly time columns of the GANTT chart table)


markers�
�
Materials for the participants (during the exercise)�
individual GANTT chart (annex 1)


document: ”organisation and management: GANTT chart” (annex 2)�
�
Important conditions of the room�
none�
�



�
D: Learning Process Overview





Step�
Time�
Most important contents�
�
Introduction


�
10’


�
Formation of 3 to 4 groups


Explanation of the rules and regulations�
�
Group work�
20’�
Identification of criteria for the selection of a partner in life�
�
Presentation�
20’�
All groups present their findings�
�
Plenary discus�sion / intermedi�ate processing�
40’�
Identification of criteria for the selection of a business partner (employees)�
�
GANTT chart introduction�
60’�
Understanding the process of establishing a GANTT chart�
�
Individual GANTT charting�
50’�
Development of individual GANTT charts�
�
Processing�
10’�
Utilisation of the GANTT chart as a permanent monitoring tool


Application of the GANTT chart for smaller time units (such as week or month)�
�



�
E: Integrated Learning Process Organisation (ILPO)





�
Step�
Time�
Most Important Contents�
Activities of Trainer�
Range of Possible Activities of Participants�
Required Materials�
Hints�
�
Introduction


�
10’


�
Formation of 3 to 4 groups


Explanation of the rules and regulations�
forming groups;


explaining�
getting into groups;


listening�
�
Form groups of male married, male unmarried, female married and female unmarried participants (even when the groups have different sizes; in case of one larger group, split into older and younger participants).


Ask the groups to identify criteria for the selection of their life partner based on their own life experiences.�
�
Group work�
20’�
Identification of criteria for the selection of a partner in life�
explaining;


answering;


supervising�
listening;


asking;


discussing;


writing cards


�
4 metaplan boards;


metaplan cards of 4 different colours�
All groups work independently with their respective metaplan boards.


Visit them to sense the different criteria elaborated by the groups.


Don’t feel surprised if laughter accompanies the group work.�
�
Presenta�tion�
20’�
All groups present their findings�
explaining;


answering�
presenting;


listening;


asking questions�
4 metaplan boards with cards�
Start the presentation with the unmarried groups.


Encourage the participants to ask questions, particularly if their own findings are totally different.


Respect the time limit!�
�
Plenary �discussion / 

















intermediate processing�
40’�
Identification of criteria for the selection of a business partner (employees)














Key questions:


What are key criteria for the selection of a business partner (employee)?


Why are they so important?


What happens if there are family members among the applicants?


How could criteria be quantifiable?


How could they meet quality standards?


How could such a scale look like?


Who could help in developing a list of weighed criteria?


Who is the final decision maker?


Application of the newly learned issues.�
discussion leading;


asking questions;


writing on flip chart�
listening;


contributing;


discussing;


�





















flip chart�
Emphasise the importance of relevant criteria in general, if choices are to be made.


Lead over to the selection of a business partner (or - depending on the case – of an employee).





Stress professional qualification; eventually, add others.


Emphasise that even family members have to adjust to these criteria.


All selection criteria must meet the SMART standards (see exercise: goal setting).





Criteria could be weighed along a certain scale to be developed.


Develop a list of criteria with their contributions and put different weights to them (in percentages or absolute number totalling 100).





Ask them to apply these criteria at home and come back tomorrow with concrete results.�
�
GANTT chart introduction�
60’�
Understanding the process of establishing a GANTT chart.


Identifying the activities


List them in perceived sequential order on the GANTT chart table (left column)


Discuss card by card the time requirements to safely accomplish each activity 


Indicate time required on the GANTT chart


Identify potential obstacles and threats�
explaining;


leading the discussion�
listening;


contributing;


discussing�
1 metaplan board;


prepared kraft paper with GANTT chart table;


metaplan cards�
Invite the participants to select one example from among them.


Ask them to identify the different steps necessary before the enterprise can start.


Let them write these key activities  on metaplan cards.


Pay attention if some activities could be carried out simultaneously (concurring time bars).


Take metaplan cards to indicate the time bars (can be easily removed if need arises!).


The identification of obstacles and threats is important in terms of strategy formulation.�
�
Individual GANTT charting�
50’�
Development of individual GANTT charts�
distributing handouts;


explaining;


supervising;


individual counselling�
receiving handouts;


identifying activities;


allotting time to different activities;


discussing�
2 copies of the ”individual GANTT chart” (annex 1) for each participant�
Give the same time frame, i.e. from the end of the training programme until the opening of the new enterprise (or the accomplishment of the extension or diversification, whatever the case may be).


Spend sufficient time with individual participants to get them going (the start is always the most difficult step!).�
�
Processing 








�
10’�
Key questions:


Once the GANTT chart is established, how could it be utilised?


What to do if changes occur and re-planning needs to be done?�
questioning;


leading discussion�
answering;


discussing


�
flip chart�
Elicit that GANTT charting is always a valuable tool for planning and – equally important – for monitoring progress.


As environmental factors and conditions change, the GANTT chart needs to changed accordingly.�
�
Generali�sing�
�
Is GANTT charting only valid for pre-operational activities?


In how far could the GANTT chart be of help for planning a concrete one-week long activity?�
questioning;


leading discussion�
answering;


discussing


�
flip chart�






A GANTT chart with one column per day is very helpful in detailed planning (for example in a workshop to visualise everybody’s task to accomplishing an order).�
 �
Synthesis�
�
See list of articles referring to this subject�
�
�
�
�
�
�
F: Hints for preparation, typical situations and dangers





During the selection-of-a-life-partner part, the participants giggle and laugh a lot because they will come up with some criteria which are usually part of the hidden agenda in some cultures (sexy look, physical strength, reproductive issues, etc.). Allow the participants to get into those spheres because it will be helpful in surfacing hidden agendas during the business-partner-selection part as well.


Women and men get sometimes into a certain confrontation during the life-partner selection issue. Men usually identify criteria related to childcare, household and dependency whereas women stress their need to select partners who are less dominating, who provide some freedom for thought and action, and who stick to their family obligations. Test it and see for yourself because this is an exercise revealing so much about culture in any given environment!


The GANTT charting part depends very much on the individual participant’s comprehension of the task to be carried out so that individual assistance is a must. Don’t be satisfied if they tell you that the work has been done. Check with them and you can be sure that a lot of important activities have been either forgotten or wrongly planned in terms of time requirements. Although you cannot plan on their behalf, you could easily provide some food for thought through guiding questions (”Do you really think, this activity can be accomplished within x weeks only? What would happen if ... ? Whom do you depend on to get this job done? Wouldn’t this be more time-consuming then?). Hence, it needs to be considered a danger if the participants leave the training hall with ”half-baked” GANTT charts which – taken seriously by them – might mislead the participants in their future activities.


�
G: Variations





1) Alternative uses and objectives 


The exercise can be focussed directly on the selection of a business partner or manager. The following procedure has been tested: 


Groups of 4-5 members are formed. The group members start with an individual work for 5 minutes, thinking about what a partner needs 	�to have 	(physical and financial ownership, other ownerships)	�to know	(knowledge through studies, training and work experience)	 �to be able to do 	(personal skills and talents). 	�The respective answers are written down on a sheet of paper, following the categories.


The individual results are read to the other group members, discussed and a list is elaborated with 10 characteristics per category written down on flipchart paper. 


The group determines the five most important characteristics per category and marks them with a cross.	


The group discusses, what characteristics are less developed in their country and what can be done to overcome the corresponding difficulties.


The group results are presented and analysed with the other groups. 


 


If the ”selection of a partner” part is considered to be basically the identification of appropriate criteria and parameters, there are no limits for alternative uses. It might be utilised as well during product development (criteria such as utility, price, shape, durability, double uses, etc.) referring to the customers’ needs or for the selection of the right place to locate one’s enterprise.


GANTT charting being the basic tool for any time planning activities can be alternatively used for any sequence of activities spread over a measurable time (say at least one day). The weekly/monthly agenda used by so many businessmen is the framework for efficient time planning.


2) Minimising/Maximising


The ”selection of a life partner” part could be skipped so that you get directly into the selection of a business partner (employee). It might be more serious but it’s less fun and creates more tense working atmosphere.


As the exercise discussed in this session outline actually comprises two different topics (selection of a business partner and GANTT charting) you should feel free to omit the ”selection” part, if the majority of your participants are in a single-partnership situation. 


Maximising the GANTT-chart part in terms of a higher time allocation is often very much required because a lot of participants have problems in comprehending the logical sequencing of activities; they tend to overlook important intermediate steps or to assess too positively certain requirements which they take for granted (Example: ”I know that person from the registration board so that I can register within one day only!” More often than often complications come up and turn the whole planning chart upside down.)


3) Substitutions


None





�
H: Annexes


Form


Annex 1 SELECTING A PARTNER / GANTT CHART:


Individual GANTT Chart Table


				      Months


  Activities�
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Note: 	starting from this month (if more than one week left), write the following months in figures such as: 6/99, etc.) into the boxes of the first line.





�



Handout


Annex 2 SELECTING A PARTNER / GANTT CHART: 





Organisation & Management


GANTT Chart








A useful tool in project planning is the GANTT CHART showing the estimated period (in days, weeks or months) required to accomplish the various activities in pursuit of a specific goal. During the ”Goal setting” exercise, you have been already confronted with the enumeration of different activities required to accomplish a certain goal.





After having identified the individual steps in a first-to-last manner which have to be taken from the pre-operating phase up to start of production, the GANTT Chart requires the identification of time requirements to fulfil every step. One has to determine which activities are sequential (one following another, e.g., applying for a loan before loan approval) or simultaneous (activities can be done during the same period).





It is essential to plan with a certain security margin, i.e. always allot 10-20% more time than you usually think is required so that you will be able to meet the final deadline for the accomplishment of whatever you desire to do. The GANTT Chart as such is a time management calendar and control/monitoring device to the entrepreneur. Take care that the GANTT chart is always kept up to date (monitoring). Step-by-step planning is eased; the actual position of the entrepreneur's plan to attain a certain goal at any point in time can be easily identified, and adjusted, if necessary.





For a possible outlook of a GANTT Chart for a pre-operating period, please, check the following page. It is absolutely essential that you identify the activities tailor-made to your individual case, so that the GANTT chart on the following page is not taken as a blue-print but as an example only.





�






Individual GANTT Chart Table (example)


				      Months


  Activities�
2/99�
3/99�
4/99�
5/99�
6/99�
7/99�
8/99�
9/99�
10/99�
11/99�
12/99�
1/00�
�
Seek legal advice�
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Choose land and buy�
�
�
�
�
�
�
�
�
�
�
�
�
�
Plan plant layout�
�
�
�
�
�
�
�
�
�
�
�
�
�
Finalise loan�
�
�
�
�
�
�
�
�
�
�
�
�
�
Register�
�
�
�
�
�
�
�
�
�
�
�
�
�
Order machines�
�
�
�
�
�
�
+++++�
+++++�
+++++�
�
�
�
�
Prepare plant�
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Recruit personnel�
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Install machines�
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Trial production�
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Open business�
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