Practical Planning — Part 1

Problem Solving...




Scoping - Focus on Results
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nat is the Problem we are trying to solve?
hat are the Causes/Effects?
nat will the future look like with the problem solved?

nat approaches did we take to minimise the causes?

e So — what are the results we will achieve?

e Remember — the aim is develop skills to do complex
work — not “paint by numbers”...



Problem and Solution Tree

* This is a logical use of problem solving to help scope out the
requirements of a task/project/programme prior to
conducting the planning.

 Sometimes called “Root Cause Analysis” and “Results
Mapping”.

* The first step is to consider the following statement

— “What problem is my “project” trying to solve?”



Practical Planning — Scenario...




Scenario

e The Ministry of Planning has decided that UNOPS will help them to establish a central project management
capability with the following accountabilities:

e  Monitoring all Projects contribution towards their Results Framework
e  Monitoring all Projects effectiveness through the project lifecycle
e Become the Centre of Excellence for Portfolio/Programme and Project Management
e  Provide internal consultancy to support project management development
e To develop and maintain all Portfolio/Programme and Project management Standards
e  Process, Tools, Templates, Training, Library
e The Government has passed a Decree establishing the Office for Programmes and Projects (OPP)
e  UNOPS has been asked to designed and build a new office that has the following
e  Offices/Touch down for OPP Staff
e Training rooms
e  Workshop/meeting rooms
e PM Library

e The Civil Service College has asked UNOPS to renovate the college training facilities and procure all of the modern
facilities it needs.

e  Smart Boards/Projectors/Tablets/ICT support
e Learning Management Systems & Computer based training material in their local language

e The government believes it will need over the next 3 years 10 Programme Managers, 100 Project Managers, as
well as the PMO in OPP, it will need a PMO for each Programme and PMO'’s. All Ministers and senior civil servants
will need training. UNOPS has been asked to recruit, train all staff and transition the Government from
dependencies on International PM’s supplied by Agencies to all national staff before the next election in 4 years.

e The government thinks it will be able to achieve “Middle Income” status within 3 years and is worried that they
will not have access to international resource to lead programmes/projects on key reforms they need to start
before the next elections.

e  The Ministry of Finance is interested in reforming its Infrastructure delivery capability as well as its procurement
capability and has heard that UNOPS might be able to support the government to develop these competencies.



The Problem Tree

Group Exercise
As a team read your scenario and then...

Create a “Problem Statement” (what is the problem my
task/project/programme is trying to solve?)

Note:

* Do not use “sound bites” or try and make it sound like management
speak.

* Do not make any assumptions that everyone knows the jargon. Do not
worry about grammar, sentence structure, neatness.

 Use plain language.

You have 20 minutes to complete this — the facilitator will review your output
prior to moving on to the next step



The Problem Tree — Cause and Effect

Group Exercise

Now that you have agreed on the problem statement do the following:
* Write the problem in the middle of a flip chart and draw a Box around it.

* Using Post-it-Notes, write:
— “what are the causes of this problem” below the Box, and list them
— “what are the effects that this problem is having” above the Box, and list them

Note: some causes may be linked directly to some effects. Also remember to think
“root causes of the problem”

You have 20 minutes to complete this — the facilitator will review your output prior to
moving on to the next step



Prepare a “Problem Tree”

effect

effect effect effect

Describe the problem

(this is the Tree Trunk) Roots (causes)
below the Trunk

Branches (effects)
Above the Trunk

Cause

Cause Cause Cause
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Solution Tree — The Vision

Group Exercise

Now that you have completed your Problem and Root Cause Analysis we will begin the next step.

Create a “Vision Statement”. Consider the future, when the problem has been solved and

describe what it looks like?

Note:

Do not worry about how you did it.

Do not use “sound bites” or try and make it sound like management speak.
Do not make any assumptions that everyone knows the jargon.

Do not worry about grammar, sentence structure, neatness.

Use plain language.

Remember to put a date when your problem will be solved!

You have 15 minutes to complete this — the facilitator will review your output prior to moving on
to the next step



Solution Tree — Approach and Result

Group Exercise
Now you have an agreed vision statement complete the following:

*  Write the vision in the middle of a flip chart and draw a box around it.

* Look at the “Causes” identified earlier and for each cause, write down “what is the
Approach” you will take to get rid of the cause? By when will this need to be done (high level
target). Use post-it-notes to write down your approach.

* For each “Effect” identified earlier what is now the Result (or outcome or impact) that will be
achieved. Think of useful indicators to measure success. Use post-it-notes to write this
down.

Note: It is easy to “cheat” i.e. by reversing the sentence to be a positive, but resist it, as this is the
critical part of the process!

You have 20 minutes to complete this.



Prepare a “results MAP”

Approach

Benefit or
Result
Benefit or Benefit or Benefit or
Result Result Result
Vision Statement
Approach
|
Approach Approach
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Management. It will also successfully complete a trial within MHE of its Programme and Project Management framework &
PMO’s based on international standards. As a result of this the rest of the Ministries have started to roll out and adopt these
standards. Not only have the MHE staff been qualified in these new standards, but the Civil Service Training team have taken
over responsibility for all future training. The Government now has a common system in place for monitoring delivery of its
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Moral will be rising by the end of Q2 as internal
and external partner satisfaction increases (by ?
By when) and that resource within a project or
Service Line is smoothed due to the
effectiveness of the planning (single HR &

By 1/7/2011 All projects have been assured
(data, procedure, process, legal, filing, tools) at
least twice and are 100% compliant with the
UNOP Standards and are within a single
programme plan

By the end of Q3 2011 UNOPS
clarified partnership
(MOU’s) with USAID, DFID,

UNICEF

Procurement Plan)

By 1/7/11 OC is working at
Level 3 Maturity (P2MM &
P3M3)

By 1/1/12 OC will be
operating at Level 4
Maturity.

all of the appropriate

As from 1/2/2011 all new projects
will be initiated and delivered using

UNOPS/PRINCE2® process, themes,
principles and techniques/tools

By the 1/7/11 the delivery of OC portfolio of
projects will be run using Managing Successful
Programmes (MSP™) and that all senior
management have passed MSP™ Foundation Exam
and the full set of programme documents are being
used as an example of best practice within UNOPS.

Result

Vision

Approach

By the end of 2011 KEOC will be operating at a consistent but flexible method of
programme/project management maturity measuring level 4 for Projects and level 3 for
programmes using P3M3. To do this KEOC will by Feb 2011 ensure that all new work is designed
effectively so that we are no longer taking orders without understanding of the full impact on
resources, benefit, risk etc. By the end of Q1 2011 all existing projects are at a minimum set of
common standards and that by the end of Q2 all projects are operating at a “level 3” maturity
using P3M3 and P2MM

By 1/7/11 the following
have been put into practice:
- Training and development

plan, Induction pack/ as
well as coaching/mentoring

By end of Q1 there will be
the ability to create a
common procurement plan
and HR plan and by end of
Q2 it has been
implemented

All PMO’s (Programme and
Project) are in place,
resourced and trained by
31 Mar 2011

OC has an effective demand
planning process in use by
1/7/11 (All Resource) including
succession planning for
promotion and /or emergency

By end of Q1 all existing projects within OC

By the end of Q1 there are
clearly defined roles and
responsibilities and that
there are PMO'’s in place

(programme and/or projects)

All Existing Projects within
OC have ATLAS updated,
UNOPS Intranet Tools
updated by end Q1

are using UNOPS/ PRINCE2® principles
including new Project & Stage Plans, formal
Risk Management and have been through a

hard/audit style end stage assessment

By the end of Q1 there is an
effective stakeholder map of
KEOC'’s key stakeholders

Project success being
measured by all projects by
31 March 2011

By end of Q1 2011 the Identifying Stage of
MSP™ including the Programme Brief is
completed and the key strategies (e.g.
Comms, has been developed, agreed and
implemented

OC change project
kicked off Jan 11

Programme Stage has been

completed including the

approval of the Programme
Document and programme
plans

/

Complete development
plans in place by 1/2/11

By end of 1/7/11 the Defining a




Now consider

— Do | understand the approach's | need to have in order to solve
the projects problem?

— |If | solve the projects problems and get rid of the root causes do |
have a clear picture of the Results that can be achieved?

— Do | have enough information to complete the Pre-Engagement
(Project Brief)?



