
24 December 2014

There  are  numerous  examples  to  be  talked  about  involving 
infrastructure, construction and facility modifications, but how 
many have experienced using VM on a software solution or an 
organisational or relationship issue?

Software 

The  organisation  involved  was  a  midway  through  the 
development and implementation of new software for its field 
and operational staff when  the need arose for a review of the 
strategy.  The system was quite large and would have several 
thousands  of  users,  reliant  on  its  performance  24/7  across  a 
number  of  operational  needs.  There  had  already  been  many 
millions of dollars invested and lot still  to be expended, but 
there  were  some issues  ending  to  be  addressed.  Fortunately 
they opted to apply VM.

Whilst a classic VM work plan overlaid the process, at least in 
terms of the key steps taken, the most compelling component 
turned out to be the stakeholder workshop.

The groundwork for  the workshop involved establishing the 
status of the various project components and tasks, a précis of 
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the  issues  affecting  the  project’s  implementation  and  a 
roadmap of the remaining activities to bring it to operational 
readiness.

This included prioritising from the users’ perspective what was 
essential to satisfy ‘operational readiness’.  Especially where the 
new system would alleviate inefficiencies embedded in current 
practices  and  systems  and  enable  more  effective  tactical 
responses by staff.

The stakeholder workshop was key to unlocking the differing 
views  about  the  priorities  for  operational  readiness.  
Stakeholders could present their perspectives in an open forum 
without normal operational hierarchy constraints. Senior staff 
to the lead to encourage people’s opinions, needs, expectations 
and ideas be shared.  [Not saved for some later process that 
may never  happen,  nor  held  back because  others  might  not 
agree.]  In fact  alternative views were being explicitly  sought 
since current dominant views of the project were not going to 
realise the project outcomes that were needed for field staff. 
Once exposed and the rationale for these differing perspectives 
was aired and appreciated, there was an accelerated resolution 
pathway that the group was able to define.

Their views enabled some peripheral points to become front 
and centre issues for everyone to endorse and work on.

A step  added  to  the  VM  process  was  a  high-level  risk 
identif ication  in  relation  to  the  ideas  and  strategy 
recommendations so that these could be taken into account in 
the subsequently agreed directions.

They  all  gained  increased  confidence  in  the  ability  of  the 
project  team to  resource  and  deliver  the  software  solution, 
including testing, commissioning and operational training.  The 
resourcing  included  several  additional  operational  people  to 
help guide the software development team.

So how did VM make a difference? 

The key differences compared to other review processes that 
might have been applied included:

working  to  the  job  plan  that  VM entails  -  information 
sharing, joint analysis, ideas creation by the team, solutions 
development and strategy endorsement of senior staff;
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an independent facilitator to liaise with project team and 
stakeholders  to  elicit  pre-workshop  relevant  information 
and  having  this  shared  with  the  stakeholders  prior  to  a 
workshop - together with some specific requests of them to 
highlight assumptions and constraints, user priorities and 
reasoning for these, pros and cons for the project strategy 
and suggested solutions  -  keeping  it  all  pertinent  to  the 
project issues and the stakeholders affected;

keeping  the  project  team and  stakeholders  ‘owning’  the 
whole  process  -  their  needs,  their  perspectives,  their 
solutions, their responsibilities - with no imposed external 
opinions;

engagement of senior staff as well as project leadership in 
the process;

working within a short timeframe - just a few weeks from 
initial briefing to final report;

successful  engagement  of  the  stakeholders  in  a  VM 
workshop  that  enabled  all  perspectives  to  be  presented, 
listened to with critical interest, clarified as needed so that 
a  shared  understanding  was  created  -  enabling  common 
ground to be affirmed and additional matters recognised for 
their importance to a successful project outcome; 

consensus building about the priorities in the system that 
would  meet  operational  readiness  needs  and  how these 
needed  to  be  addressed  -  active  multi-stakeholder 
contributions to what and why;

consensus on the actions needed to realise the strategy and 
who would have the responsibility to lead and follow-up on 
these; and

prompt reinforcement of what was achieved through the 
VM  report  being  delivered  within  a  few  days  of  the 
workshop - sustaining the group’s momentum for a positive 
way forward.
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