John Croft method he calls Dragon Dreaming – Framework for creating outrageously successful projects
This is a tool that does what it says on the box, it helps you to design and then consistently implement outrageously successful projects.

Background

John Croft developed this method by examining hundreds of projects around the world, mostly of a social benefit nature; environmental, social justice, or community projects. He noticed that there are four stages of successful projects. These stages he noticed are dreaming or visioning, planning, doing, celebrating and evaluating. He also noticed that 90% of projects failed to get out of the first stage – dreaming. Of the 10% that did , another 90% failed to get beyond the second stage –planning. If you do your maths correctly that means 1% of projects actually get off the ground and actually do anything. In an effort to lower this rather high attrition rate he developed this method by studying hundreds of projects world wide. 

His message is that these four steps are all important if your project is going to succeed. Leave out any one stage and the project will invariably fail. The weakness of a project can readily be evaluated by using this process. Places were there are gaps or where project members have a lack of resources or skills will result in a weak outcome. This may mean the project fails, or it may just be it doesn’t achieve its full potential. So this model is used both to design & implement and evaluate projects- it can easily generate a strength/weakness/opportunities/threats – SWOT- type analysis. 
Theory
Dreaming 

Each project is an encounter between the originator and the environment, and theory and practice. If you look at the project as a flow of energy, at the beginning the main flow will be from the ‘dreamer’ to the environment. Virtually all energy and input will flow from the originator to their environment. There will be very little coming back. In terms of theory and practice it will also be almost all theory as the practice has to be created. As the project progresses the environment responds. This is how you know you have a ‘runner’. For instance if you were developing a product and you had identified your target consumers and they indicated they would be queuing up to purchase your product you would know you had a winner; the environment had responded appropriately. On the other hand if there was a tepid response then you would have to go back to the drawing board. Maybe you got your target audience wrong, maybe the price was too high. Either way there has to be a balance between originator and her idea and the environment where the project is being launched at this stage before you go onto the next. Likewise the theory gradually takes on more material manifestations and moves from being merely a twinkle in the inventors eye to something real and tangible. John sees this stage as the stimulation of intention in relationship.       

This is the stage where an idea crops up and it always starts with one person, and then the idea is shared. If it catches on it progresses. 
The sorts of questions that are asked at this stage are:

What would happen if….?

What would this sort of project look like?

What do you think, does this sound like a good idea? 

Can you imagine our town with a ….?

Don’t you think that if people had access to …… kind of a resource, it would be really great? 
Planning

The next stage is planning. It is the stage in a project where an idea is worked up, research and investigation take place. Here is where the rubber really starts to meet the road. John calls it ‘The Threshold of Possibility in Context’. 

The sorts of questions that need to happen in this phase of the project are:

How do we make this happen?
Where can be base our operations?
What assumptions need addressing/

Who’s going to design?

What’s it all going to cost?

How many people in the team?

What skills are we missing, or do we have?

Cash flow analysis?

It is the beginning of what happens when an idea leaves the conceptual stage and starts to be engage the outside world. It has to be examined in the face of reality, the world in which it is meant to operate. Are there similar ideas? Have they worked? How have they worked? Are mechanisms and operations similar to what has been successful before? And most critically what evidence can be found that would make one believe that that this idea can become a reality? John estimated that 90% of the projects that came through from the dreaming stage never made it past planning. If you have done your maths this means only 1% of projects actually get to the next stage which is doing. 
Doing

This is where the idea is implemented. Something real and tangible has happened. What was dreamed and planned is created. All the planning can now, if planning has been complete and done correctly, be put into practice. This stage is ‘The Action of Behaviour in Commitment’. You have committed to something and are seeing how this behaves in practice. You can do all the planning you want but you can never do anything more than test hypothesis and attempt to lower your risk profile in the planning stage. After all the laboratory and planning sessions may ask questions which you do your best to answer, but the only real test is to actually do it. 

The time for questions is over and changes to the ‘plan’ will always need to be made, but essentially you have to so now. Now you have signed your contracts, employed your workers, and installed the phone lines and your baby comes to life. The theory is now practice, and with time and familiarity become so second nature that you forget that it was only a theory not so long ago. It is indeed a time of birth.    
Evaluation and Celebration

The final stage is evaluation and celebration. This celebrates the success of the project and looks at the failures and difficulties and then the cycle starts again. The next phase of the project (if there is one) is dreamed, and then planned, executed, and celebrated. This process can go on and on as each phase of a project is brought into being. It is a fractal process- each stage also contains each part of the process. John calls this phase ‘The Response of Feedback in Satisfaction’. 

You have done it, it has worked or to some degree.

Has the project reached your expectations?

Has it matched targets you set, or your funders set you?

Can it be, or should it be done more or again?

Has it reached all its’ target client group?

What phase of the project went well?

What phases were difficult?

Was everyone properly recompensed? 

Was the project fun to work on? 

Was it hard work, adequately resourced?

Or did it rely on one person’s unsustainable hard work and commitment?    
Did the people who worked on it grow personally, aquire new skills, or gain personal satisfaction from al their hard work?

When you have answered these questions and finished your soul searching, then the next phase can happen. And will happen better and with more creativity next time as you now have had the experience. You can be more daring and take on something bigger; if that’s what you want. It can go on and on in a spiralling cycle of success.

And now you can celebrate! You have done it. It is important on a group level and on a personal level to celebrate and integrate the new confidence and skills and awareness you have. One of the tasks will be to find an appropriate way to celebrate! If that sounds like chore then you know what part of the project is weak! 

So how is it done?

The Dragon Dreaming process

There are 4 main steps, subdividing into smaller steps. Each step is a fractal – it can be seen to contain all steps (and so on).
Dreaming

The group comes together and asks this question to each person in turn:

“What would this project need to achieve to make your participation 100% worthwhile?”
John suggested using a talking object so that people are listened to, and to keep going round the circle until everyone has their full set of objectives listed. When you are satisfied you pass – and it may take 3 or 4 rounds until everyone passes.

There is no evaluation, competition or criticism at this stage – just go on including all the objectives. 
When you have finished you have the objectives for the project, and the aim that the group signs up to is to complete 100% of them for everyone.

If new people join later, keep the dreaming list and add their objectives to it.

(ideal suggested circle size is 6-8 people – with more than that break into groups and put the objectives together at the end). 
Planning – the Board Game

On a large enough piece of paper draw a circle at the top labelled “Start” and one at the bottom labelled “finish”. This has to be thought through very carefully. A project can be planned and created up to the point of launch, or to the point when the last champagne cork has been popped and the last penny spent and there is nothing more to do. It depends on the project and on your aims. An also each phase can have its own board game. Now get the group to think of any task that will be needed to complete the projects’ objectives.  
You can do this in one go – identifying and positioning the tasks we came up with into the 4 stages of dreaming, planning, doing and evaluating / celebrating that correspond to the 4 area of the board.   He suggested that for those less experienced you start by making a list of all the tasks and then labelling them 1 / 2 / 3 / 4 (or more than that if people see more than one) for the 4 stages. If a task appears to belong in more than one category, then it probably means you have two tasks and you will need to separate them out until you have several tasks a dreaming and a planning task for instance.  
When you have your list of tasks you can get a sense of the strengths and weaknesses of the group – if you have mainly planners / dreamers / doers / celebraters
Then add circles with labels for every task to your start / finish board game piece of paper, dividing the board into 4 stages.
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Now add lines to show any connections you can see between the tasks.

Every task should have at least one input & output – if you can’t find one there are probably tasks missing.
When everything is connected up you have the plan for your project. 

Ask each person in the group to identify 

· which task/s they feel passionately about – add initials in one colour

· which tasks make them feel scared witless, or really would fear taking on – add initials in 2nd colour

· which tasks they feel competent to do – add initials in 3rd colour. 

These are the people who should do the tasks. People taking on fearful tasks will need a mentor / handholder, someone who knows what they’re doing. (“Our power is where our fear is..”)
Tasks with lots of inputs and outputs are key tasks and you need to make sure they are resourced properly.

When you have completed this, go through the plan and see where you are up to now:

· cross hatch the circle of any task you have started – and celebrate this!

· fully colour in the circle of any task you have completed – and really celebrate these!!

Doing and Celebrating

This board game is the agenda for every meeting, and the record of what’s happening – no more minutes needed either. Keep hatching and colouring in, and keep celebrating! 

If a task is complex it may need its own board game – with the understanding again that within each task are all steps of the process.
He kept emphasising the need for celebration – so that those who are putting energy into the project keep getting something back. This should include fun, nourishing activities but also acknowledgement for what people have done.

One final Word

John gave us a simple but effective way of creating and maintaining commitment in a project. He suggested that a project must be held by its doers and its doers must be committed. He asserted that project almost never happen because they can’t find the money, they don’t happen because of lack of commitment. If you have done your dreaming process well, and you have gathered your posse of passionate fired up people, then alls that left is to maintain that commitment. This is done by each person being willing to personally be responsible for any losses that the project might occur. Only those people who are willing to put their personal assets on the line can take part in crunch decisions. Others can take part but when key decisions have to be made then the ones who are personally financially committed will make them.    

So there you have the simple version. 

Good luck!

Naresh April 2007
start















































finish





identify funding needed





organise delivery of support





raise funds





dreaming





planning





doing





evaluate / celebrate





celebrate!








