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	Handout 7: Managing Priorities at Work


	Sector(s):
	
	Youth in Development

	Competency:
	
	Time management, communication skills, prioritizing

	Training Package:
	
	Youth Livelihoods: Employability

	Terminal Learning Objective:
	
	To improve participants’ ability to get and keep a job.

	
	
	

	
	
	

	Session Rationale:  
	
	Youth will discuss how to prioritize work and manage time on the job, and when to ask for help.

	Target Audience:  
	
	In-school and out-of-school youth who have completed at least primary education.

	Trainer Expertise:
	
	Basic understanding of time management, priority setting.

	Time:  
	
	2 hours

	Prerequisites:  
	
	None

	Version:
	
	Oct-2012

	Contributing Posts:
	
	PC/[Click here to enter Post]

PC/[Click here to enter Post]

PC/[Click here to enter Post]

PC/[Click here to enter Post]

PC/[Click here to enter Post]

PC/[Click here to enter Post]




	Session:  Managing Priorities at Work

	Date:  
	Time:  
	Trainer(s):  

	Trainer preparation:
1. Write session outline and objectives on board or flip chart.

2. Have the three balls ready for the warm-up, but conceal two of them until you surprise the group by adding them into the circle. 

3. Prepare a hard-boiled egg for the warm-up, but conceal it until the very end of the warm-up. 

4. Adapt Handout 1 and make enough copies for each pair. 

Materials:
· Equipment
1. Flip chart, whiteboard, or blackboard

2. Markers and tape, or chalk

3. Pens and paper for those who forget their action journals

4. Three balls; if not available, use paper rolled up into balls

5. Hard-boiled egg

· Handouts
Handout 1: Practice in Prioritizing
· Flip chart
Flip chart 1: The Bridge to Employability (see Session 1)

Flip chart 2: The A-B-Cs of Priorities


	Session Learning Objective(s): 

1. Participants will use an “A-B-C” Priorities model for setting priorities on the job.

2. Participants will determine when to ask one’s supervisor for guidance in setting priorities and managing time.




	Phase / Time /
Materials
	Instructional Sequence

	Motivation

20 minutes

3 balls

Hard-boiled egg


	Juggling Jobs

This warm-up energizes the group and introduces the topic.

1. Welcome the group back to the sessions. Suggest that participants begin with a warm-up.

2. Invite participants to stand up and form a circle.

3. Indicate that you are going to toss a ball to someone in the group. Then add: “When you get the ball, you must quickly state your name, the type of job you’d like to have, and then name the person you are going to throw the ball to, as you throw it. Continue in this way until we tell you to stop.”
4. Begin the warm-up. After a couple of minutes, toss a second ball into the circle, so now there are two different balls in circulation, with everyone still playing the same way.

Note: 

Participants will be surprised and quickly overwhelmed by the extra ball, and you can expect lots of laughter!

5. Play for another few minutes, and then add the third ball into the circle and continue playing with the three balls in circulation. 

6. Allow play to continue for a few minutes, and then toss the egg into the circle.

Note: 

Participants will be shocked by the addition of the egg and may panic (amid lots of laughter). Expect the egg to be dropped at some point.

7. Allow the play to continue for another minute or two, and then reconvene the group.

8. Process the exercise, using some of the following questions:

· “How did it feel to participate in this warm-up?” 

· “What was it like when the second ball was added? The third?”

· “What was most challenging about dealing with two balls at once? Three?”

· “How did you feel when the egg was added?”

· “Did you change the way you were playing when the egg was added?”

· “What similarities do you see between this warm-up and working at a job?”

9. Agree that sometimes the world of work, and even life itself, requires us to respond to many different issues at the same time. We sometimes need to be focused on several different things at once, and it can sometimes be challenging to keep all of the “balls in the air,” and perform effectively. It is important to know which issue is the priority, and which we should focus on the most, or be most careful with, as with the egg. Sometimes, we are not in the best position to determine which issues to make top priority, and we know when to ask our supervisors to make those choices. 

10. Indicate that participants will turn to this discussion in this session—managing time, and making the right choices about setting priorities at their jobs.

11. Summarize the discussion and transition to the next part of the session.

	Information

40 minutes

Flip chart 2: The A-B-Cs of Priorities

	The “A-B-C’s” of Priorities

Participants learn a model for setting priorities—the A-B-Cs of Priorities.

1. If any of your participants has held jobs in the past, invite them to share any stories they may have about juggling priorities at work. 
2. Provide the following scenario: “You are at your job. Your employer has asked you to record dozens of receipts in a ledger before he returns at 3 o’clock. At the same time, you have wanted to rearrange a shelf of clothing to make it look more attractive—that is your favorite part of the job. A customer comes in. Then another customer comes in. Then the phone begins to ring. You look at the time and it is 2:45, but you are still waiting on the customer, who is getting frustrated because you keep answering the phone.”

3. Invite participants to suggest what they might do in such a situation: 
“What do you do? How do you decide which task is more important? Is it most important to answer the phone? Do you ignore the phone to provide service to the customers? And what about your 3 o’clock deadline for the receipts?”

4. After hearing a few ideas, agree that some days on the job, it can be difficult to know how to juggle the different tasks and get all the work done. It is important to have a clear sense of priorities. 

5. Reveal Flip chart 2: The A-B-Cs of Priorities and review it with the group, as outlined in the next steps.
6. Indicate that sometimes it is helpful to categorize tasks into these three groups—“A” priorities, “B” priorities, and “C” priorities.

7. Invite the group to suggest what might count as an “A” priority. What are “A” priorities?

8. Agree that “A” priorities are the most important tasks that need to get done. Brainstorm what kinds of tasks might fall into that category, and note these ideas on the flip chart.

9. Agree that “A” priorities might include tasks that are critically important, that are time-bound, that have to happen very soon, or that have a very short turnaround time. But suggest that “A” priorities also might include tasks that you know will take a long time or a lot of effort, and for that reason, it is critical that you begin in enough time to get the whole project completed.

10. Next, invite participants to suggest the meaning of a “B” priority. Chart the ideas on the flip chart.

11. Agree that a “B” priority is an important task, but that doesn’t have the same urgency or need to do it immediately as an “A” priority. It is important to complete a “B” priority, but it would be a mistake to focus on a “B” priority while an “A” priority remained unfinished. 

12. Finally, ask participants to suggest the meaning of a “C” priority. 

13. Note the ideas on the flip chart.

14. A “C” priority is the least important, and it can usually wait. Often, a “C” priority is something you enjoy doing or can do very quickly so it should never be put before your “A” or “B” priorities, and should always be worked on after they are completed.

15. Invite participants to think about the earlier example you gave. Your boss has asked you to organize receipts by 3 p.m. You want to work on reorganizing the clothing. Customers are coming in and the phone is ringing. Which of these is an “A” priority?

16. Listen to several different answers before suggesting that among these four tasks—organizing receipts, reorganizing clothing, working with customers, and answering the phone—the two tasks that are “A” priorities are providing service to customers and answering the phone. Can you imagine letting customers sit and wait for you while you reorganize receipts? The shop would quickly lose customers if it got a reputation for such bad service. Can you imagine if customers were not able to reach the shop by phone? Again, this would be a disaster for the business.

17. Some participants might suggest that they must do what the boss said—to get the receipts in order before 3 p.m. Suggest that this task is important and it is a solid “A” priority when there are no customers in the shop or phones to answer. But the employer himself would be shocked if the employee worked on this project while customers stood waiting. So, when a customer enters the shop, the task of organizing receipts slips to a “B” priority, at least until the customer has been helped and has left, at which time it can become an “A” priority again.

18. Next, ask which of the tasks is a “B” priority. After hearing a few ideas, agree that organizing the receipts is a “B” priority while there are customers in the shop or while the phone is ringing.

19. Finally, ask participants to identify the “C” priority. After hearing a few ideas, agree that reorganizing the clothing is the “C” priority. It would be nice to do this and it would be good for the business, but it isn’t as critical as any of the other tasks. 

20. Ask the group, “But suppose the person on the phone is your mother, checking to see if you’ll be at dinner tonight?” After listening to a few responses, agree that if the phone call is personal, it quickly slips to a “C” priority, and all the other tasks become more important than it.

21. Suggest that the tricky part is that priorities aren’t always clearly “A,” “B,” or “C.” As we can see from the example, sometimes an “A” priority like the receipts becomes a “B” priority if something more important than it develops—like the customers coming in. Once all the receipts are finished, the shop is empty, and the phone isn’t ringing, the organizing of the clothing becomes the “A” priority.

22. Suggest that it is crucial always to be conscious of what is most important, and to be able to decide what is most important to do at any given time. The longer you are at a job, the easier these decisions are to make, and you begin to make them without even thinking about it. But this can be challenging when you first start working at a job. 

23. Invite participants to suggest what they should do when they’ve just started a job, or have only been there a few days, weeks, or months, and they are confronted with making a decision about priorities. What is their best approach for handling this?

24. Allow a few ideas, and then agree that in these early days of a new job, it is probably best to ask your supervisor or employer whenever you aren’t sure which of the tasks assigned to you is most important, and which ones should always be done first. 

25. Finally, suggest that sometimes we fall into the mistake of thinking, “Well, I’ll just do a bunch of these ‘C’ priorities and get them out of the way—then I can focus better on the ‘A’ priority.” Suggest that this is a mistake. It is far better to focus on the more time-sensitive or more difficult project—usually the “A” priority—and the “C” priorities can be taken care of quickly once that big work—the most important—is done.

26. Check for understanding of the model and answer any questions participants might have about it.

27. Transition to the practice section of the session.

	Practice

30 minutes

Handout 1: Practice in Prioritizing
	Practicing Managing Priorities

Participants practice using the A-B-Cs model in pairs.

1. Suggest that managing priorities effectively is a skill, and, as with all skills, we need to practice it to develop strength in it. Indicate that participants will practice this new skill in pairs, and invite everyone to choose a partner.

2.  Provide instructions for the pair work:

· “In a moment, I will give each pair a handout.” 

· “There are several situations on the handout.”

· “Your job is to read the tasks and discuss which of the tasks is an ‘A’ priority, which is a ‘B’ priority, and which is a ‘C’ priority.” 

· “Note your answers on the handout.”

· “When you have finished the first situation, move on to the second situation, and so on until you are finished.”

· “We will meet and discuss your answers in 30 minutes.”

3. Check for understanding of the instructions; then distribute Handout 1. 

4. Begin the pair work. Circulate among the group to answer questions and to check progress. 

5. Remind the group when only a few minutes remain, and then when only one minute remains. 

6. Reconvene the group, and transition immediately into the next part of the session.

	Application

30 minutes

Flip chart or board

Markers or chalk

	Applying the A-B-Cs model

The group discusses each of the scenarios in the practice activity and applies the A-B-Cs model.

1. Process the practice activity:

· Review each of the scenarios in turn. Invite participants to provide their responses to each, and discuss the answers. Suggest scenarios that might change the answers, so participants see that priority-setting is constantly shifting and relative.

· Be sure to underline specific situations in which they should ask their supervisor for further direction about which priority to focus on first.

Note: 

Careful attention to this discussion will serve as an assessment of Learning Objectives 1 and 2.

2. When you have discussed each scenario, suggest that participants will get more and more skilled at setting priorities as they continue their growth and their experience at work. 

3. Suggest that when they are swamped with work on the job, it can be helpful to stop and write down the different tasks that are facing them, and to label each task as an “A,” “B,” or “C” priority. Having the different tasks in front of them can help them to make the right choices, and using this model can be a good guide. Taking this extra step can also help them to be mindful of when they need to ask their supervisor for further direction.

4. If there is time, invite participants to take a few moments to list the different tasks currently in front of them in their lives, and to decide whether each is an “A,” “B,” or “C” priority. Tasks might include looking for a job in the local paper, contacting references, finishing some specific task or work in the home, and so on—whatever they have to do today and this week. 

5. Allow a few minutes for participants to apply the model to the work ahead of them in their own lives in their action journals.

6.  When participants are finished ask for a few examples. 

7. Thank the group for their participation, and close the session. 

	Assessment
	Learning Objective 1 is assessed in Application, No. 1.
Learning Objective 2 is assessed in Application, No. 1.



	Trainer Notes for Future Improvement


	Date & Trainer Name: [What went well? What would you do differently? Did you need more or less time for certain activities?]




	Flip chart 2: The A-B-Cs of Priorities


“A” Priorities are:

“B” Priorities are:

“C” Priorities are:

	Handout 1: Practice in Prioritizing


Post Adaptation:
Work with a counterpart to adapt these scenarios to better match your context. 

Situation 1:

· You are expecting relatives to visit today, and they will be staying at your house for a few days. They will be arriving at 3 p.m.

· You need to clean up your room, as you will be sharing it with your cousins.

· Your mother has asked you to go to the market to get food for dinner. It is already noon, and she will need to start cooking very soon.

· You want to look through the job ads in today’s paper, as it is getting critical for you to get a job quickly.

· Your friend just arrived and wants to speak with you about a problem.

Which of these is an “A” priority? Which is a “B” priority? Which is a “C” priority? Write your answers and justify them.

Situation 2:

· You are working in an office. Your supervisor has asked you to work on a 10-page report that is due tomorrow. 

· You are also responsible for a weekly company newsletter, and that was due yesterday. You are a bit behind on developing that.

· You also have to process today’s usual daily filing, which piles up if you don’t do it right away.

· The phone keeps ringing.

Which of these is an “A” priority? Which is a “B” priority? Which is a “C” priority? Will you need further direction from your supervisor? Write your answers and justify them.

Situation 3:

· You are working at a construction site.

· You and your team have been told to finish building the outer walls by the end of the day.

· The foreman from the electrical team has warned you that you must build the infrastructure inside one room, so his team can begin the wiring.

· The owner of the job site is visiting today, and everyone is trying to organize a tour and give him a good impression of the work. You have been asked to help.

Which of these is an “A” priority? Which is a “B” priority? Which is a “C” priority? Will you need further direction from your supervisor? Write your answers and justify them.

Situation 4:

· You are working at a local farm.

· You need to prepare one field for planting.

· You need to water the crops every day.

· You need to get the tractor fixed. You can’t get out to the fields without it.

· The boss’s wife has asked you to pick vegetables from the fields for a dinner they are hosting tonight.

Which of these is an “A” priority? Which is a “B” priority? Which is a “C” priority? Will you need further direction from your supervisor? Write your answers and justify them.
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