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What  sor t  o f  th ings  shou ld  a  c l i ent  expect  when 
commissioning a VM?

Initiation 

All meetings and workshops need some preparations to help 
make them be successful.  A VM is no different, and that will 
oblige the client to contribute certain things as much as they 
may rely on the services of their VM consultant.

Why do they want a VM?  Have they been told to organise one 
or have they saw the need for this approach to addressing their 
particular situation?

They would certainly expect to be guided through the process, 
the steps involved, the required inputs and expected outputs 
with each phase.

They might  also  expect  to  be clear  about  what  their  inputs 
need  to  be  and  to  be  asked  to  nominate  stakeholders  and 
possible participants.

A good question to pose to a client:  What do you expect to walk 
away with at the end of the VM?  The answer to this can help to 
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set the workshop purpose and objectives and also to define the 
scope involved.

A related question is “what do you intend to do with the outputs?”  
How is it to be used for subsequent decision-making?

These prompts have the added bonus of  helping to sharpen 
focus on who needs to be involved, the information needed and 
how it is to be provided.  This in turn helps to frame the timing 
for  pre-workshop  activities,  when  and  where  to  hold  the 
stakeholder / multi-disciplinary team workshop.

It also helps to define the approach required in reporting the 
VM outputs and outcomes - so it will provide the best possible 
product for the client’s use.

The  client  might  expect  the  VM  consultant  to  analyse 
information to draw out aspects that will be most pertinent to 
the VM purpose and required outputs.  Possibly to also guide 
the client’s key participants in their roles for the VM, which 
might include information they need to present and how this 
might best be done.

There  might  be  an  expectation  of  relevant  background 
information and pre-workshop tasks for the participants being 
packaged and distributed.

There might also be expectations around the involvement of 
external  stakeholders  and  subject  matter  experts  /  technical 
independents who can assist the client’s team to achieve best 
possible  understanding  and  analysis  -  so  they  are  best 
positioned to emerge with an optimal solution.

So what next? 

Having established an appreciation from the initiation tasks 
above the next thing the client would expect to be given is the 
VM strategy.

This  would  be  a  consolidation  of  the  workshop  purpose 
statement and objectives; an outline agenda; any relevant guide 
notes about the background information; key presentations to 
occur  at  the  workshop;  venue  requirements  and  proposed 
reporting strategy.

Most importantly though for the client will be the outline of 
how the stakeholder participants and subject matter experts or 
technical  independents  will  be  managed.   Sometimes  key 
stakeholders are not available to participate in a VM workshop 
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so the client may expect the VM consultant to approach these 
stakeholders to obtain their inputs and either incorporate these 
into  background briefing material  or  otherwise  arrange  with 
them  for  another  participant  to  present  on  their  behalf.  
(Sometimes  the  VM facilitator  may  present  their  inputs  as 
appropriate.)

It  could  also  include  some  preliminary  analysis  by  the  VM 
consultant of the background information, especially to help in 
drawing out  the  pertinent  Value  Factors  (purposes,  intended 
benefits  and  important  features  or  characteristics)  and 
highlighting  key  gives  and  assumptions  and  perhaps  also  a 
preliminary function model.  All with the view to helping the 
process and participants to begin to focus on the VM tasks.

Stakeholder Workshop 

A key element of a VM process is the workshop, which can be 
over a number of days and involve small to large groups.  They 
can be exclusively internal or may involve external participants.  
This is the forum in which the participants are guided through 
the VM Work Plan.

Preliminaries

Building Shared Knowledge & Understanding (including the 
elements of value)

Create Ideas

Evaluate Ideas

Develop Options and Proposals

Recommendations & Decision-Making

The client would expect the work plan to be followed so that 
the logic, building of shared knowledge and analysis, generation 
of  ideas  etc.  will  meet  the  agreed  workshop  purpose  and 
objectives.

The client might expect the VM consultant to also use their 
experience to inject challenges to assumptions, specific ideas to 
stimulate the group’s thinking and ideas creation.

A clear  expectation  will  be  to  obtain  effective  participant 
engagement  throughout  the  process  and  to  ensure  all  an 
opportunity to input their thoughts, opinions and suggestions.  
Guidance about focus groups is part of this.
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Another expectation might be for the VM facilitator to help 
the  group  maintain  reference  to  the  objectives  and  their 
progress towards achieving these.

Helping to draw out significant information and ideas is also an 
important  role  for  the  facilitator  along  with  assistance  in 
summarising outcomes, strategies and actions arising.

The client would expect a clearly articulated set of outcomes 
and  workshop  conclusions  and  an  action  plan  for  urgent 
matters arising.

Reporting 

The client may expect access to workshop outputs in perhaps a 
two-step process - initial raw materials that allow the client’s 
team to immediately start actioning things - followed later by a 
more  formalised  report  on  the  process  and  it  outcomes, 
especially  if  needed  as  inputs  to  other  decision-making 
processes (i.e.  business cases).   (Usually a Draft for feedback 
comments then a Final.)

VM reports would typically show the rationale inclusive of:

the  workshop  purpose  and  stakeholder  /  consultant 
participants;

relevant project / strategy information and related analysis;

the value factors;

project / strategy objectives;

functional requirements;

planning  givens,  constraints  and  recognised  assumptions 
(including those challenged through the VM process);

ideas  generated  and  their  assessment  -  rationale  for 
rejection and adoption;

the proposals that were developed - recommendations and 
endorsed / adopted ideas;

unresolved matters - key actions arising to progress use of 
the VM outputs and outcomes.

Reference 

Australian Standard for VM: AS:4183-2007
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