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July 4 2020 A request for help from early readers.

| am on chapter 7, about a chapter a day, since 26 June book start. You can get incremental updates at
the link, https://tinyurl.com/Governeering, which you can share with friends who might be interested. |
would appreciate any feedback at this stage. Papers of ‘Public Planning examples’ or ‘experiences’.
Table Of Contents '~ Typo corrections. Suggestions for topics or clarifications or illustrations. Competitive or complimentary ideas or
methods. Anything. Don’t be shy. It is really difficult to get any feedback. So authors are grateful. Besides, if we
do not already know one another it is an opportunity to get acquainted. Tell me about yourself. If you do send
me feedback, I'd like to reward you by sending any one of my digital books, (see gilb.com) if you request.
BTW | am interested in translations, and in paper editions, if you want to help make that happen. | also like to
help people get started with better planning, like quantifying that first ‘soft’ value. | also like to spread the word,
any way | can, so talks, courses, conference appearances, digitally, maybe in person, are part of what | like to
do, to spread the good word.

TOContent
0. Introduction

1. Planalysis: How to analyze plans. (See paer Désign Evaiuation), See PPPP slides ‘Problerrns’r
2. Planning QC: How to subject plans to rigorous quality control and review, BASED ON NEW PAPER ‘DESIGN EVALUATION’ PARTLY
3. Planning Standards

4.  Stakeholder Analysis (Requirement Sources)

5. Obijectives (and all notions of Requirements): Future States, Visions, Value, Qualities

6. Strategies:

7. Decomposition: Intelligible Value Increments:

8. Resources: costs, time, estimation, design to Cost

9. Evo: Agile Project Value and Cost Management

10. Risk Management

11. Ethical Planning

12.

13.

14.
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m Introduction

What is this book about?

This book is about any class of government planning by politicians, and civil servants, for the public, media, civil servants.

This book is for areas like social services, health, military, police, urban planning, transport, recreation, museums, emergencies, ‘UN
Sustainability Goal’ 17 areas of planning, development planning, environmental planning, contracting, bidding, reviewing, and
charities.

We are particularly concerned with managing the non-financial services, the values, and the qualities expected by citizens and
stakeholders, for example security, health and privacy. Because, if these values are not as clear and quantified as the associated
budget numbers, we will not get the value levels delivered in practice. But we might blow the budget trying.

This book is for areas of planning which are not currently served by a well-developed engineering tradition. The book is for areas
where highly-unstructured, badly-defined sentences are, unfortunately, the main means of communicating the planning ideas.

It is not for specialist disciplines such as road building, site construction, weapons development, etc., where well-developed
engineering and scientific tradition, already supply the need for a rigorous discipline.

The purpose of this book is to define, present, and make credible, a better-structured discipline of planning, than is currently normal.

My hope is that YOU as an individual become a little more enlightened about planning, and that some of YOU are inspired to study
these ideas more deeply, and that some of YOU will improve your own projects, and an amazing few of YOU will change your
organization’s planning culture, or ‘the world’. | even wish well, those who can improve their career, their reputation, and their wealth
using these ideas! Be greedy for better knowledge, share it freely, and hope you get even more in return. It is FUN, you know?

A big opportunity is staring you in the face. All you have to do is decide to learn more, try ideas out. The next bad plan you see is a
golden opportunity. The bad plan might even be your own, so fix it before colleagues read this book. Be diplomatic about it! People
who made that plan did the best they could, and they might like to make ‘their plan’ better, if you offer some humble help.

Don’t criticize or change ‘their’ plan. Be there for them as friend and coach to help them do it themselves.
Improve your own plans first, and set a good example. Amaze colleagues with clear plans! Just one clear objective to start. Today?
The aim is that public planning will:

1. Be clear, more intelligible for all concerned

2. Be more complete, integrated, agile-friendly, and digital-friendly

3. Be more logical with regard to decision-making, traceability, priorities, risks, and the need to change.

4. Result in more ‘stakeholder value’, delivered earlier

5. And result in less costs of public money, time, and people - to build and maintain the planned systems.
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Chapter 1
‘Planalysis’

How to analyze plans



m Planalysis: Plan Analysis

Some practical disciplines for The NHS will provide a comprehensive range
analysing plans of services
There is an assumption that we want intelligible and The NHS will Shape its services around the

useful, ultimately successful, plans. This requires needs and preferences of individual patients,
explicit adoption of ‘Rules’ for planning specification. . oo .
their families and their carers

Planalysis is a process of discovering violations of

these planning rules. The NHS will respond to the different needs
of different populations

The NHS will improve the quality of services

and minimise errors

The NHS will support and value its staff

Here are some basics of analysis

1. Clarit . -
L/ Public funds for healthcare will be devoted
2. Completeness solely to NHS patients
3. Connections, Traceability The NHS will work with others to ensure a
4. Value Quantification seamless service for patients
_ The NHS will help to keep people healthy and
5. Impact Analysis - S
reduce health inequalities
6. Higher Level Values The NHS will respect the confidentiality of
7. Public Access, Accessibility individual patients and provide open access
B P T e to information about services, treatment and
performance
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ﬂ Clarity: US Air Force Testing, AFOTEC, Maj. Gen Jefrey Cliver (Client)

TG Suggestion for planning 1998

Example of practical planning
rules for objectives

The ‘Rules’ (a standard for writing plans) here are short
we try to keep to 1 page, for each type of
specification. They are based on decades of practice,
and similar rules are in my book Competitive
Engineering (CE), 2005. Each rule is arguably powerful. PP1 (Critical) All critical ‘strategic’ mission-level objectives shall be identified together, in an

That means it serves a serious definable purpose and unambiguous, quantified, trackable, reportable e}nd testable fo_rma'f. The top ten or twenty is sufficient
if we fail to apply the rule, we have a serious at the first level. All others should be subsets or ‘means objectives’.

specification defect, which can lead to serious faults in
the system being planned.

CENTER

\/ AF OPERATIONAL TEST & EVALUATION
N?

AFOTEC PLANNING Rules for objectives

P2 (Scale) All objectives shall have a formally defined written ‘scale of measure’, directly, or in a set
of their sub-objectives. All ‘qualitative’ aspects are quantifiable.

PP3 (Meter) All Objectives shall have at least an outline of the method or process by which we can
track, test or estimate the numeric status of each defined objective, at any time from birth to death of

Some examples of why these rules are useful. the unit/project/system being tracked.

PP4 (Benchmarks) in setting objectives at least one, and possibly several, benchmark analytical
levels shall be established; and kept together with the Objectives. These shall include Past systems,
Competitors, State of the Art, and Trends, as appropriate background for Objective users. Use {Past,
Record, Trend} parameters.

Critical: there are several rule ideas squeezed into this
one rule. The critical requirements are few and cannot
afford being unclear.

PP5 (Stakeholders) all critical stakeholders in the outcomes shall be explicitly identified and

Scale: critical value objectives are variable (better, consulted. They shall, where appropriate, each have a separate, but related, set of Objectives, and if

enhan_cec_l) and can a'_“d must be_ eXp':e§Sed possible have explicit integration in the main set of objectives, and possibly distinct-for-stakeholder
quantitatively for clarity. Step 1 is defining a Scale. levels-of-performance specified, using [qualifiers] to identify stakeholders and their related {when, If}
conditions.

Target Levels: are the numeric points on the defined PP6 (Basic Categories) Objectives/Requirements shall be defined in the following set of basic
. i i jectiv ui i i wing i
Scale we need to reach in order to be Su.cceSSfUIZ \.Ne categories {Quality, Cost, Function, Constraints}. In addition, the following sections will appear,
need to document V‘_’ho says, and for which conditions with appropriate supplementary information: {Stakeholders, Definitions, Assumptions, Risks,
(who, where, when, if) References, Strategies/Designs, Impact Analysis, Evolutionary Plans) in addition to other sections,
which are deemed useful.

Feedback: this rule makes it clear that these critical
objectives are the primary basis for judging any results
of the plan.

PP7 (Target Levels) Future target levels shall be specified as {Wish, Tolerable or Goal}, together with
suitable [when, where, IF] qualifiers. Uncertainty shall be explicitly stated and detailed sources for the
targets shall be given (using ‘€’ or ‘Source’, or ‘Authority’).

PP8 (Approval) Approval of a set of objectives is dependent on at least two fundamental stages, (1)
exit from a formal ‘Inspection’ at no more than 0.2 Majors per Page Maximum remaining. Then (2) Go/
No-go approval by an authorized Review Panel.

You might like to go back to the previous page, the
NHS Objectives, and see that all these Rules are
violated.

(Feedback) The currently-approved objectives shall be the fundamental basis for reporting all
progress; whether design, (Evolutionary) development, testing or operation of the organizational unit or
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The real example below is filled
with nice sounding platitudes

But it does not commit to any specific improvements.

It is not clear exactly what will happen (how much
encouragement, earning how much more)

It is worthless from the point of view of asking for
funding (what is the point of the level of investment?)

It is worthless from the point of view of deciding
which strategies will be effective enough (to
encourage, to avoid cheating, easier to earn more)

What is it (DWP New System) About?

O “Making it easier for people to earn more money, by
scrapping the current benefit and tax credit system,
and replacing it with a single credit for people in
and out of work.

O Those who don’t work are encouraged to have a
go.

O Those in work are encouraged to earn more.

O There is now no excuse for cheating the system.”

We (DWP managers and |) analysed the above
statements.

We noted that it did not give us any quantified idea of the
expected improvements.

We had a go at clarification, by quantification in
Planguage.

Page 5 of 171

Notice the total lack of clarity, in the degree of improvement (‘encouraged to have a go’)

Benefit Dependency:

Ambition level: people will not have
anywhere near the same level of
benefits dependency as at present.

Scale: duration of defined Benefit Types
for defined Claimant types under defined
Circumstances

Past [2011, Benefit = Employment
Seekers Allowance, Claimant =
{Handicapped, Single Mother},
Circumstances = Long Term Illness ] 7
years ? £ 6 ? <- MW

Goal [Deadline = Next Election,
Benefit = Employment Seekers
Allowance, Claimant =
{Handicapped, Single Mother},
Circumstances = Long Term Illness ]
4vyears? =+ ? <-MW

© Governeering by Tom Gilb



Completeness: making sure we have necessary information ‘manage’ the

objectives responsibly. Quality control, priority, risks, completeness, relations

The objectives are a short sentence

There is no intent to add any additional information
about that objective.

There is no footnote or cross reference to any
additional information about the objective

But there are between 5 and 20 additional pieces of
information relating each objective that we can argue
should be included somehow.

Look at the NHS ‘Objectives’

And ask some of the many more questions we
should ask, in order to understand and review
the objectives.

1. Exactly which authority or stakeholders are
behind each Objective?

2. How are these to be limited or prioritised (for
example by % of total budget)

3. What if there is a conflict between these
objectives?

4. Which instances are responsible for delivering
these objectives?

5. How will these objectives be measured?

Page 6 of 171

Appendix: Summary of NHS Improvement’s 2020 objectives

Quality

Finance and use of resources

Operational performance

Strategic change

Leadership and improvement
capability

Continuously improving care
quality, helping to create the
safest, highest quality health and
care service

Balancing the provider sector
finances and improving provider
productivity

Maintaining and improving
performance against core
standards

Ensuring every area has a
clinically, operationally and
financially sustainable pattern of
care

Building provider leadership and
improvement capability to deliver
sustainable services

1) Reduce to zero the number
of providers in special
measures

2) Two-thirds of inspected
providers will be operating
at CQC ‘good’ or
‘outstanding’ levels of
quality

3) Support providers in the roll
out of seven-day hospital
services, working with
NHS England

4) Implement patient safety
initiatives in priority areas

5) Deliver guidance and tools
for providers to make safe
staffing decisions

6) Achieve and maintain
sustainable financial
balance for the provider
sector from 2017/18

7) Deliver with providers a 2%
efficiency improvement
year on year, including
through implementation of
the Carter Review
recommendations

8) Consistently meet NHS
Constitution standards
over the period, with a
particular focus on the
aggregate A&E standard,
while improving quality and
efficiency

9) Deliver mental health

waiting standards in
aggregate every year

10) Implement new care
models, including chains

11) Change to a sustainable
pattern of care in the
most challenged health
economies

12) Develop, maintain and
enhance effective boards:
both people and ways of
working

13) Expect every provider board
to reflect the diversity of the
people it serves, including
gender-balanced boards

14) Expect every provider to
implement effectively a
recognised continuous
improvement approach

15) Decision-makers in providers
have access to high quality
information (including on
income and expenditure and
benchmarks such as from the
Carter Review
recommendations)

16) Focus on high value
interactions with providers,
minimising any low value or
disproportionate regulatory
burden

https://improvement.nhs.uk/documents/180/NHSI 2020 Obijectives 13july.pdf
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m Completeness: consequences of not including useful data

What are the consequences of

) ) Summary of some Causes of Government Failure ]
incompleteness? (Tom’s List) [ =

| lete inf " bout bl : biect h Cause of Brief explanation of the Examples of government failure
ncomplete intormation about planning objects, suc government failure problem caused to consider
as objectives and strategies, can directly lead to
partial or total failure of the project. * Political self Government influenced by Farm support policies, the drinks
interest influential political lobbying  industry, transport lobby
* Poorvalue for Low productivity / high waste Investment on IT projects in the
money makes spending less effective NHS, poor record of PFl projects
* Risk of total or partial failure *  Policy short- Governments often looking Road widening to reduce
termism for a “quick fix” solution congestion, ASBOs for offenders
° Delays (years!) *  Regulatory YVhen Govt agency operates  Self-regulation on alcohol prices,
capture in favour of producers powerful energy lobby
° *  Conflicting One policy objective might Minimum carbon price could
Cost Overruns objectives conflict with another damage UK competitiveness
o .. . * Bureaucracy & Costs of enforcement may Costs of meeting health and
Bad decision-making red tape hurt enterprise & incentives  safety and environmental laws
*  Unintended Policies have unanticipated Smoking ban — increased use of
* Bad service result to population consequences or unintended side-effects  outdoor patio heaters
*  Getting paid to redo the whole
thing again https://www.tutor2u.net/economics/reference/government-failure

Embarrassing public humiliation

And more (Incomplete list here)
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m Value Quantification

GOOD HEALTH QUALITY GENDER
AND WELL-BEING EDUCATION EQUALITY

Lack of quantification of critical e
values, qualities and degrees of e
success, failure and goodness. S

DECENT WORK AND j 1 0 REDUCED

AND SANITATION ECONOMIC GROWTH INEQUALITIES

Here is a typical UN Sustainability
Goal. And it is typical of public
planning.

HE GLOBAL GOALS |+

or Sustainable Development

-

It is filled with words that are
ambiguous, and not defined anywhere.
The ‘bold’ words in my rendering of
them at the right.

3w [oake= PIGIEERNNN 16 . | 17 nonea
(14

This kind of statement can be used as
a vision statement, to inspire and

simplify. | call that an ‘Ambition Level’
specification.

“By 2030, build

the resilience of the poor
But for any serious practical
use, such vision statements
must be supplemented by
additional statements, to make
them clear and complete.[P3, VEn(g]

and those in vulnerable situations and reduce their
exposure
and vulnerability

The primary clarification tactic is to climate-related extreme events and other economic, social

quantification. The secondary tactic is
to structure the multiple conditions like
‘situations’, and ‘shocks’. et an i et

* I have made bold or underlined above,

and environmental shocks and disasters”

terms needing definition

*
Page 8 of 171 © Govérneefifg sy esirains-



m Value Quantification: How to define a structured Scale

The Scale includes [Scale
Parameters] for each set of
conditions.

Each [Scale Parameter] is defined by a set of
conditions.

We can select combinations of these conditions
when stating a Goal.

We can select high priority sets of conditions.

This is one type of decomposition of the problem.

(1
By 2030, build

the resilience of the poor

and those in vulnerable situatiols and

& _'I_'qg.Scale:

% #Success Level# in [Building] [Resilience] for [Vulnerable] in [Situations] to [Shocks].

Templates

Building: defined as:

Economic Power, Health Power, Communications Ability, Recovery Speed, Relocation Capabili-

ty, ...

Resilience: defined as:

Avoiding, Escaping, Resisting, Recovering, ...

Shocks: defined as:

Climate, Economic, Social, [Environmental]

Environmental: defined as:

Earthquake, Flood, Avalanche, Fire

Situations: defined as:

reduce their exposure
and vulnerability

to climate-related extreme events and

other economic, social and environmental

shocks and disasters”

%  The 'Disaster Protection Poverty’ Target
1.5.

Page 9 of 171

— |ndividual Poverty, Family Poverty, Communal Poverty, National Poverty, Epidemic Hit,

Success Level: defined as:

The attainment of Resilience for the defined circumstances. EG Avoided %.

Vulnerable: defined as:

Poor, Physically Exposed, Weak Health, No Network Fallback, Insufficient Insurance, Insufficient
Savings, Employment Problems, .




m Value Quantification: UN-Clear Sustainability Goals

1. Notice 1.5 and 1.A 20 and 28 pitfalls. By my rough count these statements il LTE 7 100 % (%2
contain 20 (1.5) and 28 (1.A) ambiguous and undefined words. & sustainabledevelopment.un.org
1. Like ‘resilience’, ‘exposure’, ‘ensure’, ‘significant’, ‘dimensions’.

i H 4 X\ SUSTAINABLE S,
2. There is no hope of any 2 people on the planet understanding all such \YV@Q\% DEVELOPMENT ="‘=ALS
\ V
NS

terms as intended by the author (UN).
KNOWLEDGE PLATFORM

HOME SDGS HLPF STATES SIDS UN SYSTEM STAKEHOLDERS

4. If all (48+) ambiguous terms were somewhere defined, it might help | | CEEEEEEEE SIS O IS SIS BN IS e B
reduce ambiguity. ABOUT

3. Two ‘Fuzzys’ (1.5 and 1.A) do not make a Clear Idea (SDG1), (End
Poverty).

5. But there is no hint or pointer to such a glossary in the UN material. But

there are some glossaries! See later. 1.5 By 2030, build the resilience of the poor and those in vulnerable

situations and reduce their exposure and vulnerability to climate-

related extreme events and other economic, social and

7. Dictionary definitions will not be helpful. Too general, and too many environmental shocks and disasters
synonyms there.

. \Y i irown’.
6. So everyone is ‘on their own’

151 Number of deaths, missing persons and persons affected by
2. In a desperate attempt to clarify or define, they (UN) specify a few e disaster per 100,000 people
‘measures’ '
MEEEHErS k! CIfE, Bl 1h/a1] e 1.5.2 Directdisaster economic loss in relation to global gross
But guess what? Same ambiguity problem! What is a ‘disaster’? What domestic product (GDP)a

are ‘resources’? . . . . .
1 5 3 Number of countries with national and local disaster risk

If there were some UN statistics for these categories, they should be referenced, reduction strategi es
right here.

1. This is a messy mixture of ends and means, many levels of them.

9| Phrases liks ‘i order 1o’ [1A]land “to\(end poverty) [1A] are what | call 1.A Ensure 5|.gn|f|c§nt mobilization of resources from a variety of |
‘link words’. They link a suggested means (strategy, solution) to a specified end. sources, including through enhanced development cooperation, in
order to provide adequate and predictable means for developing

3. The situation is that we have not defined ‘end poverty’ at all. R _ ‘ '
countries, in particular least developed countries, to implement

resources’ (1.A), ‘predictable means’) (1.A) to reach a badly-defined goal (‘end ‘ .
poverty’). 1.A.1 Proportion of resources allocated by the government directly

Premature specification of strategies to solve badly-defined to poverty reduction programmes

EEAETE, 0 A el i [l Proportion of total government spending on essential

4. We cannot know if these various nice-sounding services (education, health and social protection)

ambiguous strategies are cost-effective,
because we do not have a clear definition yet of ‘end
poverty’, to judge them by.

A selection of The UN 'Targets’
and Indicators for SDG1 (End Poverty)
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Value Quantification: unclear objectives cannot be measured yet.

* Let us take a look at the UN SDG 1 again.
*The Top Level says

*“End poverty in all its forms everywhere.”

* Indicators’ are
* an attempt to find,
* perhaps existing, statistical information,
* that can tell us about past levels, and
future improvements or changes.

* Indicators are not yet important enough to ‘take
a position on’ here,

* because we need first to sort out the
unclear Goal, and Target statements
themselves,

* before we can even discuss if the
indicators actually reflect our Poverty
Ideas.

* If we use these indicators prematurely, then we
risk
* managing the wrong Poverty ideas.

* So, we are now going to focus on The Poverty
definitions.

* What values are we actually trying to improve?
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SUSTAINABLE o
gf@ DEVELOPMENT ’msALS
A\S74 KNOWLEDGE PLATFORM o e

HOME SDGS HLPF STATES SIDS UN SYSTEM STAKEHOLDERS TOPICS PARTNERSHIPS RESOURCES ABOUT

TARGETS INDICATORS

1.1 By 2030, eradicate extreme poverty for all people everywhere, currently 111
measured as people living on less than $1.25 a day o

Proportion of population below the international poverty line,
by sex, age, employment status and geographical location
(urban/rural)

1.2 By 2030, reduce at least by half the proportion of men, women and 1.21
children of all ages living in poverty in all its dimensions according to -
national definitions

Proportion of population living below the national poverty
line, by sex and age

1.2.2 Proportion of men, women and children of all ages living in
poverty in all its dimensions according to national definitions

1.3 Implement nationally appropriate social protection systems and

measures for all, including floors, and by 2030 achieve substantial
coverage of the poor and the vulnerable

> - lar the poor and the
vague valueSI VlSlO“s S, as weFTI as access to 141
ba y oW prard cortrorover rard arrd other forms of
property, inheritance, natural resources, appropriate new technology and 14.2
financial services, including microfinance

Proportion of population living in households with access to
basic serfiges

Proportion of total adult population with secure tenure rights
to land, it & ¥49P2 P | 2P El \& HORr RS
perceiveti h A LAYAY
tenure

MIOU Y IOCMAVIVI O

1.5 By 2030, build the res

and reduce their expd 1 u 5-3

events and other eco

Number of countries with national and local disaster risk
reduction strategies

disasters
15.3 Number of countries with national and local disaster risk
reduction strategies
1.A Ensure significant mobilization of resources from a variety of sources, 1.A.1 Proportion of resources allocated by the government directly

including through enhanced development cooperation, in order to

provide adequate and predictable means for developing countries, in

particular least developed countries, to implement programmes and 1.A.2
policies to end poverty in all its dimensions

to poverty reduction programmes

Proportion of total government spending on essential
services (education, health and social protection)

(i L I/,,’//
. 7

o s 0O ///,
% 70 3

<0 ‘

= -




E INCOMPLETE IMPACT ANALYSIS: analyze multiple effects

What are the possible side effects

of a seemingly good idea
on other concurrent value objectives

What are the possible impacts

Side Effects of Tamiflu

both short term

resources
(people, time,
money),

and long-term resources
(recurrent costs,
maintenance costs,
decommissioning costs)

The primary effects are just asserted vaguely. (‘A Provides
B’).

And the side-effects are largely ignored.

Would this be acceptable for medical science?

What harm can hydroxychloroquine, do?
‘Have ago now. luseit’. D.T.

The missing impact analysis does not have to be just here,
in a short, summary, paragraph presentation.
But it must exist somewhere,
And be available to the taxpaying public and
press,
and be explicitly cross referenced from this
paragraph.

Not just in some unattached ‘References’ at the
end of a hundred pages.
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5(
Pre-hospital urgent care

1.25. To support patients to navigate the
optimal service ‘channel’,

we will embed a single multidisciplinary
Clinical Assessment Service (CAS) within
integrated NHS 111, ambulance dispatch and
GP out of hours services from 2019/20.

This will provide specialist advice, treatment and referral from
a wide array of healthcare professionals, encompassing both
physical and mental health supported by collaboration plans
with all secondary care providers.

Access to medical records will enable better care.

The CAS will also support health professionals working
outside hospital settings, staff within care homes, paramedics at
the scene of an incident and other community-based clinicians

to make the best possible decision about how to support
patients closer to home

and potentially avoid unnecessary trips to A&E.

www.longtermplan.nhs.uk/publication/nhs-long-term-plan/

Note the bold, underline, and *bullets

are part of my annotation to help me see
the structure of this plan element.




Ask these questions of the plan->

 What are the projected range, of capital costs, and
annual costs, of any of the many assertions here?

« Is there any evidence, here (or cross referenced )
indicating experience in UK or elsewhere with such an
organisation (CAS) and the results, side effects,
problems and costs they experienced ?(= facts,
experience)

« On what dates or time range will any stated effects occur,
where and for whom?

« How many ambiguous and undefined words can you spot
here?

 What are the known, expected, and theoretically
possible negative side effects on any other health service

values?
® (as aresult of these changes, for values mentioned in the

long term plan)
« If anything fails to any degree in this plan, who is
responsible, financially, politically, morally?
» Would you approve and publish this plan, if any failure to
deliver, lost you your job and professional credibility

forever?
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E INCOMPLETE IMPACT ANALYSIS: many other side

Pre-hospital urgent care

1.25. To support patients to navigate the
optimal service ‘channel’,

we will embed a single multidisciplinary
Clinical Assessment Service (CAS) within
integrated NHS 111, ambulance dispatch
and GP out of hours services from
2019/20.

This will provide specialist advice, treatment and referral
from a wide array of healthcare professionals, encompassing
both physical and mental health supported by collaboration
plans with all secondary care providers.

Access to medical records will enable better care.

The CAS will also support health professionals working
outside hospital settings, staff witjams S ——

paramedics at the scene of an INCR L AL St & LR R R
based clinicians Check the link. See for yourself.

Note the bold, underline, and *bullets

are part of my annotation to help me see
the structure of this plan element.




E INCOMPLETE IMPACT ANALYSIS: many other side effects

Notice the following defects, wrt a ‘reasonable standard

of intelligibility’ (my Rules, like AFOTEC above)

Absolutely no estimates of how much better

anything will get by any date

No definitions of dozens of concepts
Glossary only decodes acronyms
No cross references to more detail, or
supporting data, or more formal plan specs.
No reference to who is responsible for any
result
Seeming assumption of one technology will
have one good effect

(no reference to a more complex
technology - set of ideas)
There is no referenced or visible notion of
quality control or review or responsibility for
what is being written.
And here is the side-effects analysis,
according to my standards of side-effect
specification. Below, next page analysis.
Lacking all information about the priority of
anything over competing demands in the larger
plan
Lacking any information about risks and
uncertainties
Lacking any information about side effects on
any other value, here or in any other part of the
larger plan
Lacking any information about resources
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ePre-hospital urgent care ;
¢].25. To support patients to navigate
the optimal service ‘channel’,

ewe will embed a single
multidisciplinary Clinical
Assessment Service (CAS) within
integrated NHS 111, ambulance
dispatch and GP out of hours
services from 2019/20.

e This will provide specialist advice, treatment and

referral from a wide array of healthcare professionals,

encompassing both physical and mental health
supported by collaboration plans with all secondary
care providers.

eAccess to medical records will enable better care.

eThe CAS will also support health professionals working

outside hospital settings, thincona hasae
paramedics at the scene o
community-based clinicia

! representative of the whole.
Check the link. See for yourself.

www.longtermplan.nhs.uk/publication/nhs-long-term-plan/

Note the bold, underline, and *bullets

are part of my annotation to help me see
the structure of this plan element.




INCOMPLETE IMPACT ANALYSIS: My analysis of 2019, NHS Long Term Plan

Total Misinformation to the NHS,

the government and the public.

Notice the following defects, with regard to a reasonable

standard of intelligibility

. Absolutely no estimates, of how much better,
anything will get, by any date

. No definitions of dozens of concepts

e The Glossary only decodes acronyms

. No cross-references to more detail, or
supporting data, or any more formal plan
specs. No Tags, just floating bullet-
points.

. No reference to who is responsible for
any result

* Seeming assumption of one technology
will have one good effect

. (no reference to a more complex
technology - set of ideas)

* There is no referenced or visible notion of quality
control or review or responsibility for what is being
written.

* And here is the side-effects analysis, according to my
standards of side-effect specification. My Rules, like
AFOTEC Rules above.

. Lacking all information about the priority of anything
over competing demands in the larger plan

. Lacking any information about risks and uncertainties

. Lacking any information about side effects on any
other value, here or in any other part of the larger plan

. Lacking any information about resources budgeted
and expected consumed initially and in the operational
long term.
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ePre-hospital urgent care

¢].25. To support patients to navigate
the optimal service ‘channel’,

ewe will embed a single
multidisciplinary Clinical
Assessment Service (CAS) within
integrated NHS 111, ambulance
dispatch and GP out of hours
services from 2019/20.

e This will provide specialist advice, treatment and
referral from a wide array of healthcare professionals,
encompassing both physical and mental health
supported by collaboration plans with all secondary care
providers.

eAccess to medical records will enable better care.

eThe CAS will also support health professionals working
outside hospital settings, staff within care homes, paramedics
at the scene of an incident and other community-based
clinicians

e to make the best possible decision about how to support

patients closer to home This sample is at random and typically
representative of the whole.

Check the link. See for yourself.

e and potentially avoid unnecessa

e This includes using the CAS to simplify the process for GPs,

www.longtermplan.nhs.uk/publication/nhs-long-term-plan/



Planalysis: how is this particular plan detail
(an ‘objective’ for example) connected

to a higher level of concern?

In addition to clarity and completeness of the current
project (like Brexit, Covid-19, etc.) value objectives; we
need a clear acknowledgement of the higher set of
values, which we acknowledge as a guiding framework.

What is the objective for our objectives?

For example
(Human survival, freedom of movement and expression,
economics, employment, International relations, Agreements,
Policies)

These Fundamental Values need to be clearly and completely specified
and explicit.
Not just political slogans.
They need to be clearly and directly linked to the current project
plan.

Why is the clear explicit connection to
Higher level objectives, so important?

Because super-ordinate objectives and strategies determine
the validity or relevance of all objectives and strategies below them.

If we do not know the entire set of higher objects,

and if they are not clearly specified,

then the more-detailed planning we do

risks being wrong, or irrelevant to the higher purposes.

Notice that the plans we use as examples here (NHS, UN) have little or no
information about the directly super-ordinate objectives or strategies.

And when they do point to something, it is so badly defined as to be useless.

We do not know exactly what it is. Therefore we cannot logically judge how
relevant our ‘strategic’ objective actually is.

Reference: Ralph Keeney: Value Focussed Thinking. (3 level idea), F, S, M.
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FUNDAMENTAL VALUES: clear connection to higher level objectives or strategies

This level,

1. Fundamental Objectives above our planning
level,
(above us) needs identification
Specification
2. Generic and Validation
It cannot be left
implied and
. assumed tobe OK
Constraint
Constraints

(our given framework)

Political Practical

Design Strategy Formulation Constraints
Quality of Organization Constraints

Cost/Time/Resource
Constraints

3. Strategic Objectives

(objectives at our ———
level)

4. Means Objectives:

e (supporting our objectives)

Identification: specific reference from the Strategic level to the
Fundamental level tags

Specification: definition of the Fundamental level, so that it is
unambiguously clear, and quantified if variable

Validation: our strategic objectives need to clearly support the
Fundamental level, and the way to show that is Impact Estimation
Tables



FUNDAMENTAL VALUES: we must have clear explicit official links: not ‘weak’ links to Fundamental objectives

Planalysis: Are related plans clear and complete sets?

means to highest ends? To ensure that the NHS can achieve the ambitious

improvements we want to see for patients over the next ten years, the NHS Long
Term Plan also sets out how we think we can overcome the challenges that the
NHS faces, such as staff shortages and growing demand for services, by:

This is a reasonable attempt to connect 5 things (are they strategies or
objectives, or both ?) to a higher level (Challenges)

1.Doing things differently: we will give people more control over their own health
and the care they receive, encourage more collaboration between GPs, their
teams and community services, as ‘primary care networks’, to increase the
services they can provide jointly, and increase the focus on NHS organisations
working with their local partners, as ‘Integrated Care Systems’, to plan and
deliver services which meet the needs of their communities.

But here are some problems, areas where it could have been clearer

There are no unique ‘Tags’ on the objectives, to give clear stable cross-
references, to full detailed objectives. Headings are not guaranteed same in
future or past references to these specs.

2.Preventing illness and tackling health inequalities: the NHS will increase its
contribution to tackling some of the most significant causes of ill health,
including new action to help people stop smoking, overcome drinking problems
and avoid Type 2 diabetes, with a particular focus on the communities and
groups of people most affected by these problems.

There is no explicit reference to all the objectives Above the 5, Below the 3,
Included in each of the §

There is no explicit and clear categorisation to distinguish between results
objectives (how much we plan to improve a value), and strategies (ideas for
improving values). If is just ‘plan-stuff’.

3.Backing our workforce: we will continue to increase the NHS workforce,
training and recruiting more professionals — including thousands more clinical
placements for undergraduate nurses.hundreds more medical school places,
and more routes into the NHS such as apprenticeships. We will also make the
NHS a better place to work, so more staff stay in the NHS and feel able to make
better use of their skills and experience for patients.

There is even such a thing as a Means Objective: a ‘value improvement
objective’ which serves as a strategy to improve a higher-level objective. See
Keeney-Means Objective (op. cit.)

I underlined the link words. ENDS link MEANS. Proving both ends and means are

in each specification; both ‘poorly defined;tt as usual. 4.Making better use of data and digital technology: we will provide more

convenient access to services and health information for patients, with the new
NHS App as a digital ‘front door’, better access to digital tools and patient
records for staff, and improvements to the planning and delivery of services
based on the analysis of patient and population data.

What are we looking for? Explicit ends-means relations: no guessing or
misunderstanding. Perhaps Impact Estimation Tables to show two levels of
relations Digital intelligible connections, so we can generate diagrams, and keep
updated.

Why is this important? Because 5.Getting the most out of taxpayers’ investment in the NHS: we will continue

. Position in hierarchy determines priority working with doctors and other health professionals to identify ways to
. Sub-elements can be changed to serve better upwards. reduce duplication in how clinical services are delivered, make better use of

y Sub-elements must be QCed to the NHS’ combined buying power to get commonly- used products for

check they fully deliver upwards. cheaper, and reduce spend on administration.
i.e. to fully deliver required value

levels. 5ummary

‘Explicit identity, and traceability’



m Connecting to Fundamental Values

Here is an example, Using ‘ValPlan.net' tool, of being explicit about related levels of concern. The
interesting thing here is that the digital tool keeps track of these levels, and can display them in
different graphical and textual formats as needed. The basic underlying information about the
hierarchical relation is kept by the app, and can easily be changed when needed.

Examples of Connecting Levels more explicitlyjiie

& Etticient Armead Forcas

VISIONS A rmy Vision 2030 @& rloxible Armed Forcos
& Mobile Armed Forces
s
Pointer to
To Higher

level
objectives

Pointer to
Lower

These Strategies level

HGV Restrictions  [J] Clear Air Route P... Advanced Congesti... Penalties For Veh... [§ O b] e Ct I Ve S

Requirements
9 Air Quality Index
Past 135 Wish: 67 ygim® [ | 7% 0% BT e i
»9 Air Quality . .
Status: 9.5k P Goal: 150 People 0% 0% 7 % -E:I | | Expl ICIt
»$ Allergies
Status: 109 Wish: 1 pumber of -56 % A re re a te to B = [ | .
»% Approval Speed Of Policies u n l q u e
Status: 69 Goat: 3 Mnths | D 0% 0% 0% [ | . e
9 NO. PRESCRIPTION [DRUG] BY ... d I g Ita |
Status: 1k 3 Wah: 100 NUMBER 0% [ | 1%  ED | so [N |
S — Tags to
Status: 209 Wish: 70 % I 4% B - | D | so Y |

o - - — Lower
level

objectives

Objectives
(digitally)

© tom@Gilb.com 2020

digital
Tag to this
spec

OFCU-UWINoOAOAL
v 0.0.1 Draft
by tomgilb - Mar 7th 2017, 14:38

Q Top sTraTEGIES Advanced Congestion Charge

Level: Stakeholder J Status: Not Determined Type: Solution Idea, Labels: no labels

Is Part Of: [Q] TO) STRATEGIES
Consists Of: [Q] @1 - Electric Vehicles (And Including Bicycles) - Free At All Times [Q] D2 - Motorcycles (Private

Use) - Premium [aid During Rush-Hour [Q] D3 - Motorcycles (Commercial Use) - Premium Paid During Rush-
Hour [Q] D4 - Cagp (Private Use) - Premium Paid During Rush-Hour [Q] D5 - Taxi Services - Small Premium Paid
During Rush-Hogr, But Incentives For Group Bookings/shared Travel [Q] D6 - Light Goods Vehicles & Vans -
Premium Paid F@r Rush-Hour Travel [§] D7 - Lorries And Heavy Goods Vehicles - Banned During Rush-Hour [Q]
P8 - Public Tran§port (Buses) - Reduced Fares For Travel (Incentive)

Summary: Advanded congestion charges reflected by the grouping and categorisation of vehicles (as specified in ...

@ D1 - Electric Vehicles (And Including Bicycles) - Free At Al Times

cles (Private Use) - Premium Paid During Rush-Hour

Advanced Congestion Charge@

| Q IZE i Mo, s Fr g Bk T
[@]Allergies Best Id N
@ Ban Private “¥ran E h
)7 - Lomies And Heary G
@ Clear Air Route Prigriti

- Bamned During Rush-Heur
D8 - Publc Transpert (Buses) - Reduczd Fares For Travel (Incenbive)

£ 2 & Top Critical Object| D }DUMMY STRATEGY TOMO
@Electric Boris Bikes
TOP STRATEGIEF D} [@]HGV Restrictions

@ Incentivise Business Relocation ravel

@ Pedestrianise Central London
@ Penalties For Vehicles
@ Personal Power Generation
@ Production/Distribution Anti-Pollution Face Masks
[2] virtual Office

&) LABOUR EFFORT



http://ValPlan.net
http://ValPlan.net

PUBLIC ACCESS: plan transparency. Can we check it out?

Planalysis: the public and media need digital access to details, such as source
references, justifications and minority opinions, as well as other outside
critical reports. The planning agency shoud be ethically and legally complied
to capture and give access to such data, to enable democratic criticism or
understanding.

Access to the details and background?

Not just announced as ‘here is our strategy’.
But with detailed systematic information as to Stakeholder
the background, and justifications for
suggesting such strategies.

Value: Their set of

Interests

Some form or summary of most o
public plans is generally published, Covert Schools

and web available to the public Stakeholder.-.. Stakeholder.-.. EmeY. (b gilbouestd - 22 days agol

A The pr oblem is that there is pr ob ably Is Stakeholder Of: Educational Safety [§ZIL) Affordability Of Education [ZI)
a Iot of ba kg round plan detail, and Summary: Change... (by gilbguest4 - 22 days ago) ® 0
incremental change h|story which is Groups of learners and teachers that are in danger when found to be in a locally unacceptable form of education as well as

those prevented from attending schooling by family members.

NOT digitally available.
* And there is rarely any direct
reference to its GXiStence- Malala - the girl who was shot for going to school
. Did you see any such sources and http://www.bbc.com/news/magazine-24379018
background in the plans shown in
this book? (non-existent)
* The problem being that
. We cannot get the details, to
understand the summaries http://reliefweb.int/report/afghanistan/girls-attacked-attending-school
. We cannot see the process, or hitps://www.nicsf.org/somalia/SOM_resources._situationalaysissummary.pf Stakeholder
the reasoning, which led to the http://www.theverge.com/2015/2/11/8014563/bill-gates-education-future-of-online-coufll DISTT 1S gRYo] U fo1 TS
published plans.

Source:

Acid attacks, poison: What Afghan girls risk by going to school

http://edition.cnn.com/2012/08/02/world/meast/cnnheroes-jan-afghan-school/

https://www.unicef.org/mena/Education_Under_Fire.pdf
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m Stakeholder Mapping:

Planalysis: ask, who are the critical stakeholders for this objective?

Do different stakeholders have different needs at different times in ,\ 1. Statement
diff t ? 5 f Publi
ifferent areas /&fg l:,o ! u c 2. Identifying
et articipation .
11. 3-vear 1/ issues 'and
STAKEHOLDER MAPPING: ) gathering

report evidence*

formal specification of
acknowledged stakeholders, and

their acknowledged values, is ,mp:e(:;,ent 3. Vision and
usually not complete enough, public and monitor i
enough, and not connected

explicitly enough to the plan. 9. Plan
adopted /
published
We cannot easily see which ’
. o raj a A\\a
stakeholders have been ignored Praisal — Hab
8. Independent draftina and
investigation Polic?es'
We cannot see whlch_ stakeholder - S
concerns have been included, and proposals and consultation

comments on draft plan * Draft Plan Development

considered.

Thorough stakeholder analysis is a
key part of planing transparency,
and a key component for review,
quality control and change control.

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/image data/file/70901/Marine Planning wheel.jpg

Page 20 of 171


https://assets.publishing.service.gov.uk/government/uploads/system/uploads/image_data/file/70901/Marine_Planning_wheel.jpg
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/image_data/file/70901/Marine_Planning_wheel.jpg

Stakeholder Mapping: all stakeholder have a value, all values have a stakeholder

Planalysis: do you know all critical stakeholders? Do you know all critical Values for each stakeholder?

Have you really consulted or analyzed the stakeholders, and kept up to date with changes?

Are all these stakeholder value data available as background to you?

Digital Relationships

Emergency Response Serviceg'™) Many Stakeholders to Many Objectives Why no
Fastlege Your Doctor4 Complex' stakeholder?

Why does this
Stakeholder

Have no value
attached

FHI Folkehelse Institutt™3

Foo
(O

\\\ ’ )—@ Keep Busdrivers Healthy
“\\ R 7 =) Manpower
=) Monitor Epidemic

Public Information

Kindergartens&search Institution
Middle Schoo&

Primary Schoo&

Private Schools&

Universities&

Health Ministenr ™

Childrenc
Hospitals
EmployeeS& ®
(™

Employers®™
Parent & poA=r anc

edical Companie -.; > Healthy Employees
High Schoo “"

(™
(2

)—) Research Information
2—) Resource Capacity
)—) Safety Of Passengers

)—) Stay Healthy
@ Substitute Drivers

A course planing Covid-19 reduction

Work Events& _&-—

“I told you not to challenge the
Public Transpo rt[C%— biggest stakeholder.”

Transporting Goods&
Page 21 of 171

Source March 2020

Covid-19 OSWA Oslo Class exercise

(™ =

Workplace



m Stakeholder Mapping: digital multiple views

Once the digital connections are made,

You can access them in a variety of ways, as needed.
The relationships are baked into the plan for everybody, including the public and media (Transparency)

Stakeholder <-> Value Digital relation. Covid-19 Planning

2.Stakeholder Level
é} () Stakeholders

é} () Values and Resources Health Minister

—& Emergency Response Servifes —@1} Capital Cost In Million NOK"
_8 Fastlege Your Doctor —)9 Collect Information " Level: Stakeholder, Status: Not Determined Type: Stake
— A FHI Folkehelse Institutj —{& Days To Implement .. it
— & Food —)¥9 Education "
A Health | —)9 Equipment Capacity Summary:
— & Hospitals —{E’ Funding " Description:

G & Inhabitants —)=) Get People Where They NeX

— & Maintenance — )9 Healthy Employees 5 Link to existing...

— 8) Medical Companies — )9 Manpower i secification “ Roles
l | oe
— & Research Institutions - )= Monitor Epidemic "
= Schools Select a - Public Information 9| Funding " | | Selecta Stakeholder Ro

Stakeholder See

(4 High School

—)9 Research Information

all digital
relations

¥ Monitor ... v Select a Stakeholder Ro

To: »9 Publicl... v % Decision Maker
A, Oslo, course planning Covid-19 reduction




m Stakeholder Mapping:

Planalysis: with a checklist like this, of about 50 stakeholders, you can remember to
check for stakeholders which you otherwise would forget, at your peril.

& INDIVIDUAL
= ) Weak Victims
8 Hacked On Internet

»P Visibility

& REQUIREMENT GENERATORS '.‘%:‘
) ANTAGONISTS i~ S— .
2 DEFENDERS OF WEAK VI( | %{// Antagonists VaIuengfr Power
& Charities =
oS Your stakeholders
& Councils %‘;‘\ Defenders Of Stakeholder
Courts e — T Attributes
- am——g Weak Victims
& Governments g;// 30 Coaching Costs
& Internet Security Bodies Useful . ‘ %ﬁiﬁ'ﬁiﬂ:ﬁéi&f o
yaeclt & . t Maintenance Costs
el e a— 3B ncaouaon
= Structure h-amm——— £ NVironments s
& Pro Bono Lawyers Wor oD _
& ' ' For e & o
United Nations . e » Criticality
£, Environments Public %-:;\ 3 e ossmnons.
i o / b intancn
& GROUP OF PEOPLE Planning gi f_i\:: B Requirement Bcat pinfuence
- = Al »P Intelligibility
& INANIMATE %_5/ Bl O e ——— 3 Nevaness
o —

1]/
//
/

& Handicapped —— Inanimate

& Jobless = _ ?

& Minors | ; B

&POOI’ airpor - _‘2\_;‘\:; o

[9) Refugees H , ::;/’ [Ye I\ile [VE:] Typlcal

&S?Ck g‘ Stakeholder S

% 3;:::::Others Mo\ Weak Checklist Forg
£ é}/ Victims Hierarchy Managing

Your stakeholders

X
Stakeholder Types: a much richer picture than ‘Users’



m Stakeholder Mapping: who or what are they, where do they hide?

Planalysis: My Stakeholder Principles so you have a realistic
view, of what you can learn about Stakeholders.

1. Some stakeholders are more critical to your system than others.

2. Some stakeholder needs are more critical to your system than
others.

3. Stakeholders are undisciplined: they may not know all their
needs, or know them precisely, or know their value. But they can
be analyzed, coached, and helped to get the best possible deal.

4. Stakeholders may be inaccessible, unwilling, inanimate,
oppositional, and worse: but we need to deal with them
intelligently.

5. Stakeholders might well ask for the wrong thing, a ‘means’ rather
than their real ‘ends’. But they can be guided to understand that. Or
their requests can be interpreted in their own, real, best interests.

6. Stakeholders do not want to wait years, get delays, invest shitloads
of money, and then get little or no value. They want as much ‘value
improvement’ of their current situation, as they can get, as fast as they
can get it. For as little cost as possible,

7. Stakeholders cannot have any realistic idea of what their needs and
demands will_cost to satisfy. So their adopted (by you) requirements
need to be based on value for costs, not on value alone. Delivering
small increments, based on high value-to-cost, is one smart way to deal
with this.

8. If you think you have found ‘all critical stakeholders’, | think you
should assume there is at least one more, and when you find that
one, .... . New Stakeholders will emerge, and they are not all identified
at the beginning.

9. If you think you have found all critical needs of a stakeholder, there
will always be at least one more need, hiding.

10. If you do not understand, and act on the principles above; you will
blame your failure on ‘system complexity’, and the unexpected and
wicked problems. But in reality it is your own fault and responsibility;
deal with it - up front and constantly thereafer.

Biolog iato
Civil Engineerin Knowledge Activist
Histor
1T
Medica
(3

Arts Universitie
Economic Universitie
Medical Universitie

Counter Spie
Craftsme
Educational NGO

Socia

Private Universitie
Technical Universities,

Stakeholders

Learn ©

y

Measure

PR Values
Identify Critical ‘
Stakeholders
Who and what cares about the outcome
‘ of our project?
Deliver b Gt Solutions

' 4

Devéﬁp

A Stakeholder-Driven Evo Value Delivery Cycle

‘Decompose



Plan QC: Plans needs to be subject to a wide variety of Quality Control

PlanQC: Measure conformance to good planning practices,

Motivate planners to plan properly

10 Principles of Plan Evaluation EVALUATION

1. A Plan will have complex and dynamic relations with all other Plans, past present and future: and is dependent on PH AS E
multiple requirements and constraints, present and future, and is also dependent on actual Plan implementation

practice. So, plans must be evaluated by a variety of Plan Evaluation Methods throughout their effective life-span.
Even after planned system decommissioning, the plan-stakeholders might want a retrospective analysis to discover
causes of its effects (‘Plan Archeology’)

PLANNING
FORMULATION PHASE

pro >
concern

c

of results in
management or
decision-makin

2. There are two basic Plan Evaluation Situations: a Theoretical Evaluation, based on the Specified Plan itself; and
a Plan Implementation evaluation, based on ‘real implementation’ experiences of the Plan.

3. Theoretical Evaluation of Plan (TEP) processes can include:

1. Superficial Personal Opinions, based in a poor plan draft (without even realizing it is a poorly crafted plan).

2. Expert Opinions based on a good Plan Specification (looking at content, and using rules of good practice,
SpecQC).

3. Quantitative Estimates of Strategy Impacts on Requirements (Value Objectives, Resources, Constraints), with
Evidence, Evidence Sources, and uncertainty estimation (Impact Estimation Tables method).

4. Formal Quantified Reviews and Quality Control, with respect to Planning Rules (Standards, numeric exit levels) and
related-to-plan Documents (Requirements, Contracts, Policies, Political Promises, etc.) C mpon
5. Research on other experiences, or studies, of same or similar plans and strategies, used elsewhere. Inference.

4. Plan-Implementation Evaluation (PIE), real system test and measurement, can include:
1. Prototypes, Experiments, Small-Scale Plan measurements, and Tests.

2. Evolutionary Incremental delivery of Plans and Sub-plans to a real system.

3. Fixed Event (handover, contract evaluation) Systems Testing, of Attributes and costs.

4

5

6

o measure the

utcomes, and
ulation

. Real-time continuous measurement, of critical properties, for the lifetime of the planned system.
. Studies of our plan strategies, in multiple systems (multiple geography, multiple organisations, multiple customers)
. Plan Archeology: analysis, measurement, studies of the past of systems, which might no longer be in operation.

5. Complex effects, like a side-effect of a side-effect, will generally not be known, for many plans, in advance of
observing and measuring them, in real systems. This failure to know is because we do not always collect the data FORMU LATIO N
about them, and make it available, and obligatory, as some disciplines do (Pharma, air disaster investigation, Iuati on
engineering). Our knowledge culture is not mature enough, or the planned strategies are new, and untried. Little data

is yet collected. q uestions and
hypotheses

6. In large scale and long term planning situations (Covid-19, Al systems, Brexit, UN Sustainability Goals) it is
probable that all these theoretical-and-real plan evaluations will be needed.

7 The selection of Plan Evaluation Methods (PEM) should be based on cost-effectiveness of the available Methods.
So, as to reduce the total costs of successful planning efforts.

8. An organization should be able to build a Plan Evaluation Method culture, by training people in the methods;
budgeting for their use, and supplying people with tools to do the methods.

9. Tactics which can be used to ‘guarantee’, that a plan will ultimately have quality or cost properties that are desired,

gﬁ&:ﬁzaﬁfé\ tl(j)oﬁtinet;fiatgy;;:lt% Zlgpwﬁgtt;oﬁtuf;te Contracting, Insurance, and critical Stakeholder https //COH] 0| ntly CcO m/kb/p I ann | ng _eval u atIOn _Cycle/

10. A plan idea cannot be correctly evaluated unless it is specified with sufficient clarity and detail. A planning idea
will not work as evaluated, if there is any corruption in the translation of the Plan, into reality, intended or accidental.
Rules and Standards must be used, to insure good enough specification, as high Qualiy planning speciication does
not happen without standards and motivation to use them..

© Tom Gilb 2020. Version 280620, Originally derived from ‘Principles Of Design Evaluation’ 230620



Chapter 2

Plan Quality Control



m Plan QC: simple example, count Rule violations, = ‘Plan Defects’

PlanQC: a simple count of ‘bad terms’ is quite
helpful as Quality Control, if you refuse to accept
defect-polluted plans. = ‘No Exit’ of plan

Simple Plan QC Process.

‘Count all words in Dept. Works and
Pensions System plan example at
right’ :

‘Which probably violate this Rule;

Apply
CLEAR: all words must be ‘CLEAR’ Rule
ambiguous, clear, well defined,
with no possibility of different

interpretations.
Exit Condition

If more than 1 violation of this rule, the
entire plan must be re-written
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What is it About?

O “Making it easier for people to earn more
money, by scrapping the current benefit and
tax credit system, and replacing it with a
single credit for people in and out of work.

O Those who don’t work are encouraged to
have a go.

O Those in work are encouraged to earn more.

O There is now no excuse for cheating the
system.”

HINT:

Making, easier, people, earn,
more, money,

scrapping, current, benefit,
tax credit, system,




E PlanQC: a real result of acknowledging a vague plan

Draft clarification of what DWP means by Reducing

Benefit Dependency What is it About?

O “Making it easier for people to earn more
Benefit Dependency: money, by scrapping the current benefit and
Ambition level: people_wnl not have anywhere near tax credit system, and replacing it with a
the same level of benefits dependency as at present. ) h )

single credit for people in and out of work.

Scale: duration of defined Benefit Types for defined

Claimant types under defined Circumstances O Those who don’t work are encouraged to

_ have a go.
Past [2011, Benefit = Employment Seekers
Allowance, Claimant = {Handicapped, Single Mother}, O Those in work are encouraged to earn more.
Circumstances = Long Term Illness ] 7 years? £ 6 ?
<- MW O There is now no excuse for cheating the

»

Goal [Deadline = Next Election, Benefit = system.

Employment Seekers Allowance, Claimant =
{Handicapped, Single Mother}, Circumstances =
Long Term Illness] 4years? + ? <-MW

The ‘Benefit Dependency’

_ _ Objective, implied in this
Goal [Deadline = Next Election + 5 years,

Benefit = Employment Seekers Allowance, original DWP (UK Department
Claimant = {Handicapped, Single Mother},
Circumstances = Long Term Illness ] 2 years ?

for Work and Pensions)
+ ? <-MW formulation, was re-planned as

. a quantified objectives

O

* Stakeholders
o Taxpayer Disposable Income
o Earning Ease “taxing them less”
o Claim Ease
o Equitable Treatment (under the law)
O
O

Tailored Responsiveness
Rights Clarity “what, why”
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m PlanQC: checking you are not mixing ends and means

Can the UN mix Strategies in with their Planning Rule
n NoMix: Goals and Objectives, Future planned
unclear Goals . states, must not be mixed up with their

Strategies. Keep these types of plan clearly

8.1 Sustain per capita economic growth in separate, with separate identities.

accordance with national circumstances and, in
particular, at least 7 per cent gross domestic product
growth per annum in the least developed countries

8.2 Achieve higher levels of economic productivity
through diversification, technological upgrading and
innovation, including through a focus on high-value
added and labour-intensive sectors

Perfection of means and
confusion of ends seems
to characterize our age.

Albert Einstein

8.3 Promote development-oriented policies that
support productive activities, decent job creation,
entrepreneurship, creativity and innovation, and
encourage the formalization and growth of micro-,
small- and medium-sized enterprises, including

through access to financial services Have a go!

8.4 Improve progressively, through 2030, global

resource efficiency in consumption and production Can you identify the
and endeavour to decouple economic growth from

environmental degradation, in accordance with the strategies, here,

10-year framework of programmes on sustainable .
consumption and production, with developed which ARE NOT

countries taking the lead the Objectives or Goals or
Outcomes

https://www.un.org/sustainabledevelopment/economic-growth/




m PlanQC: Planalysis,

These are headlined as “Goal 8 Targets”,
NOT ‘Strategies for meeting the targets’

“Goal 8 Targets”

8.1 Sustain per capita economic growth in accordance with
national circumstances and, in particular, at least 7 per cent
gross domestic product growth per annum in the least
developed countries

8.2 Achieve higher levels of economic productivity through
diversification, technological upgrading and innoy\atians
including through a focus on high-value added and
labour-intensive sectors

8.3 Promote development-oriented policies that support
productive activities, decent job creation, entrepreneurship,
creativity and innovation, and encourage the formalization
and growth of micro-, small- and medium-sized enterprises,
including through access to financial services

8.4 Improve progressively, through 2030, global resource
efficiency in consumption and production and endeavour to
decouple economic growth from environmental degradation,
in accordance with the 10-year framework of programmes
on sustainable consumption and production, with
developed countries takina the lead

https://www.un.org/sustainabledevelopment/economic-growth/

8.2 Achieve higher level

diversification,
technological upgrading (31
and innovation,

using ‘link words’ to spot a bad mix

So, about 5 defects here (8.2), from Rule NoMix

(below), and many more from CLEAR (2.1)

of economic productivi’[ysm

Strategy

including through a ﬂ

focus on

high-value added and Strategy
labour-intensive sectors (2)!

Planning Rule

NoMix: Goals and Objectives, Future

planned states, must not be mixed

up with their Strategies. Keep these
types of plan clearly separate, with
separate identities.




EGONOMICGROWTH BE CAREFUL TO ASK FOR WHAT YOU WANT:

You need to be very conscious of the difference between
‘(Valve Goals)and®  ’ (Strategies for delivering the Ends),
s0 that you really get your , M

Even when your ‘best strategies’ turn out surprisingly bad, _Link words detect

and even deliver results /ater, than your initial goal planning specified.  EE-ER R -0 S

“In April 2020, the United Nations released a framework for the immediate socio-
economic response to COVID-19, as a roadmap to support countries’ path to social and * This example is from recent COVID-19 updates to UN Goal 8 ‘Decent

(4

economic recovery. Work and Economic Growth’ MEDIAN HOURLY PAY OF
It calls for an extraordinary scale-up of international suppor’t apd political cgmmitmer!t to # The tinderiined and bokd words are link words® wen s 12% [IEY
ensure that people everywhere have access to essential services and social protection. THAN THAT OF WOMEN
* They li ds’ and ‘means’ U ’i\
The socio-economic response framework consists of five streams of work: g i -
1.Ensuring that essential health services are still available and protecting h * This helps us see the difference between UN Goals (ends) and suggestet S
systems; - UN Strategies = S
2. Helping people cope with adversity, through social * Notice that both of these are badly defined, ambiguous,
1 i i . g ~ * Goals are not quantified
protection and basic services; % Gaals ars netigu ONE FIFTH
3.Protecting jobs, supporting small and medium-sized enterpri ! : : OF YOUNG PEOPLE
workers through economic response and recovery programi ¥ Sitategiushuns no oIV L WIS ol on Hane | qoas
soclal prof on al C se 'S;
4.Guiding the necessary surge in fiscal and financial stimulus | Eméﬁ:,fl'g#mm
policies work for the most vulnerable and strengthening multilateral and reglonal * This is one of the 17 goals o8 TRAINING
responses; and w ”ﬁ‘ ,“1 ,*\ ;5
5.Promoting social cohesion and investing in community-led resilience and response * And there are 7 link-word cases, in this Goal alone.
systems. 251 5o i
These five streams are connected by a strong environmental sustainability and gender * And dozens o_f unclear words,' polltlc-:a.l slogans. So t_h!s is not a basis for
equality imperative to build back better. serious planning and economic decisions, and prioritization.

The UN Secretary-GeneraI has stressed that the recovery from the COVID-19 crisis must * Simple question: which one of the 7 or so strategies, at left, would you

do in the short term, and why? (difficult to answer because of
fuzziness)
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Is it clear? Is it effective?

m PlanQC: We need 2 review phases,

4 ° ’ —— ‘l\
A ‘Plan Review — .
1. Make ‘Clear’ plans first. E
. [ I e Rules
2. Then make sure they are really effective plans. !
Specification Specification 2
Rules Review O
- . o on o So Ki Mai Rules Mai
= nght Values, bUdgets, strategies, priorities Docul::\:?lts Docurllr:ents Specifziaér:ation — Specigtlzr;tion
. . . Complete & Right Thing S
The plan, in any section of the plan, at any time / Unambiguous?| |  To Do?
may be reviewed by any capable group of l J and associated Checkists l
stakeholders, ¥ ) v
A Srecification Quality Control (SQC) A
. . . . . After Exit . Reviow
against any interesting set of criteria. Sooctoation ™ -DT e/ H Task Process —>T ot =] (GoMNo Go)
Process

Review Criteria Examples:

‘ l

stakeholder agreement, economics, estimation
credibility, completeness.

All reviews will be published together with the
level of the plan reviewed.

All follow up actions agreed by a review will be
incrementally published with that review.

© tom@Gilb.com 2020
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Change Requests
for Source and
Kin Documents,
and Suggested

Process
Improvements

Main
Specification
(SQC Exited)

Decisions
And
Actions
To Be
Taken

2. But, reviewing a plan
for ‘relevant content’

Requires more domain expertise,

And more domain knowledge
In the form of Source and Kin documents
And reviewing 100% of the spec



250 Competifive Engineering Clear? Kigh‘l’ ? s p e c Qc

Rules
Specification Specification
Rules Review
Source Kin Main Rules Main
Documents || Documents || Specification Specification
Clear, (SQC Exited)
Complete & Right Thing
Unambiguous? To Do?

|_$ l l and associated Checklists l

Specification Quality Control (SQC)

After Exit Review
from a Entry Exit Go/No Go
Specification Process Task Process Process ( )

- ; ; 1

Change Requests
for Source and Mai Decisions ‘ COM PETITIVE\
Kin Documents, ain And ENGINEERING
and Suggested Specmca_tlon Actions \ A HANDBOOK FOR SYSTEMS, REQUIREMENTS AND
Process (SQC Ex.ted) To Be ASOFTWARE ENGINEERING MANAGEMENT USING PLANGUAGE
Improvements Taken
Figure 8.8 hh‘ps://www.giIb.col(t;/p/congeﬁtive-engineerinq
e . e . . ) ree pd
Overview of the SQC process showing how Specification Review Rules fit alongside If you sign up with gilb.com

Specification Rules.
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m PlanQC: a more-detailed view of the 2 types of Plan QC

Clear Main impact on Goals is estimated
Unambiguous Side effects are estimated

Complete Costs are estimated

Consistent Constraint violations are specified
Variables quantified Risks, threats, mitigations, assumptions

are specified
Issues not resolved are specified

Potential conflicts are specified

Table 2 A. The two classes of standards for checking a plan. First it needs to be intelligible. If it
passes that test, we are then ‘enabled’ to judge its effectiveness for purpose (for our
objectives). Both classes of reviews here, result in an objective and quantitative evaluation of
a plan’s suitability for purpose. Very few businesses today have this rigor in their review
process. Few seem aware that they could have such a process.

‘Vision Engineering’

concepts.gilb.com/
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SpecQC: UN Goal 8.2 is Unclear, and not ready for review

1 1 Specification . ,
Quality Contr(?l for Clarity Ouality Control X Review  [EXity
Is a prerequisite process (SQO)

For Review for valid content
Figure 1: The two necessary distinct processes:

The UN Goal, 8.2, is not ready for review - Specification Quality Control (SQC) - Is it following the standards (rules)?
* Review — /s it the right stuff?

UN SDG 8.2

“Achieve higher levels of economic productivity

through diversification, technological upgrading
and innovation, <- hidden strategy!

including through a focus on high-value added
and labour-intensive sectors.” <- priority signals
1. It has a strategy which needs to be removed totally (to a #
potential strategy specification status,

o Which needs clarification, then estimation of impacts,
then decomposition, then prioritisation for delivery.

2. The Objective _ o Scale: %[Productivity Levels] for [Sectors].
“Achieve higher levels of economic productivity”
o heeds considerable quantified and structured
specification, before anyone can decide if it is valid, by a
review. [Sectors] = {High Value-Added, Labour-
Intensive, Others}

The review could carried out by any one of a number of levels,
such as UN, Country, County, Council, Organization
X Goal 42% [2030, Productivity Levels = GNP,

© tom@Gilb.com 2020 Sectors = High Value-Added.
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m PlanQC: several different formality levels QC necessary

Severallevels of QC
e Specification Review
Mightbe necessary e
Before a content review Systems Engineering;
Is WOI'thWhile Specification * Design Review Rules
Rules » Architecture Review
It is a matter of economics Rules
* You could theoretically use SQC to / \ 1
. . SQC checking SQC checking that
Sample d larger SpeClﬁcathn Bi?gfgﬁ?:f I(;f for clarity, Specification meets Review
against Review Rules, but you will Specification | |CCmPleteness and '\ the relevant \
i unambiguity review criteria
then never spot the non-reviewed
parts of the spec, and defects could Exit Exit
. . Conditions Conditions
be quite dangerous to the project. for for
sQC SQC

* You would however be able to

JUdge tha‘f the SpECIﬁC&tIOﬂ process SQC checking is based on sampling representative parts of a
was working pretty well, or not. large spec

(say 3 of 500 pages)
To decide if a full review (all 500 pages) would be worth it.
This might be part of the Entry process to the review process

Gilb: Rule Based Design Reviews 2006

http://www.gilb.com/d|45
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m PlanQC: a variety of tools are needed to check plans

Review To

Do notrely on person owledge, opinion, memory!

* While 2 intelligibility Spec QC against
rule®like ‘unambiguous’ can be done with
one Main Document sample, quickly.

* Review for useful content, requires

* A special set of Rules

* Like: “is Main Doc consiStent
complete with the §

¢ Source Documents%lo
* Like: UN level Gogfs, Contracts, Policies
* Kin Documentd@{consistency check)

* Like Test Planning, Implementation
Planning, Impact Estimation Tables

Gilb: Rule Based Design Reviews 2006

http://www.gilb.com/d|45
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250 Competitive Engineering

mpetitiv

Source

el

Documents

After Exit
from a
Specification
Process

Figure 8.8

Rules
~ Specification Specification
™ Rules Review
Kin Main \A Rules Main
Documents || Specification Specification
Clear, (SQC Exited)
Complete & Right Thing
/ Unambiguous? To Do?
l l and associated Checklists l
Specification Quality Control (SQC)
Ent Review
ntry Go/No Go
Process Task Process ( )
Change Requests o
for Source and Main Decisions
Kin Documents, Specification AA_nd
and Suggested (SQC Exited) ctions
Process To Be
Improvements Taken

Overview of the SQC process showing how Specification Review Rules fit alongside
Specification Rules.

X




m PlanQC: changing vague terms into structured defined

This example shows you what we need to do, when we identify an unclear term in a PlanQC. We
need to define it unambiguously, and if it is a value objective, we need to quantify it, by initially
defining a Scale of measure, then Scale parameters, and Parameter Conditions as shown here.

UN Goals Example of a review: process subset

Source Doc:

“FEnsure access to affordable, reliable, sustainable and modern energy”
Is ased to review the Scale specification: 1. Yes it s required. 2. Itis a reasonable interpretation

conditions

) éﬂ =
* /Goal 7: Affordable and Clean Energy

GOALS

“Ensure access to affordable, reliable, sustainable and modern energy to

g

Affordable Energy: defined as:

A
 us |

AR Inverter, Battery, Solar PanelsCharge Controller, CCTVInstallation, Small

~
i

Kit Home Solar, Bore Hole Dirill

) # G7 Energy Access Energy Recipients: defined as:

Home, Apartment, Office, Shop, Factory, Government Building, Mobile o
Level: Business, Status: Not Determined Type: Value, Labels: no e e er ' er Homes. Refu . s

m , gee Camps, Schools,All Other Recipients,
Is Part Of: »9 TOP 17 Goals n a f

_ . SUbse‘l’ Ensured Access: defined as: e e” era' term

0 100
O ° se'ecfed National Access Law, Stat nal Laws, En- o
o ergy Subsidy, Cooperative TOtaI S"bset @
Goal [Energy Recipients = Home, Ensurgll Access = Energy Subsidy, Affordable Ener
Kit Home Solar, Reliable Energy = 24/g/Minimum, Sustainable Energy = Solar Energy, Modern En- (-_—Vin”e d
ergy = Electricity] @ 2030 : 100 <- #fg simple arbitrary non perfect examples of Scale Parameters Modern Energy: defined as:
and decomposition to various congfions, in order to define an Energy requirement 0
Electricity, Gasoline, Diesel, Wood, Manual Generation,
Ambition Level: “Ensure access to afforgffble, reliable, sustainable and modern energy”
Stakeholders: Architecture Engineerigfy And Construction (AEC), Dwelling Owner, Government Innovation Agencies§§ Reliable Energy: defined as:
Scale: 24/7 Minimum, 24/7 Full Supply, Backup Power Locally, Backup Fuel v

t [Ensured Access] for [Affordable Energy] [Reliable Energy] [Sustainable Supply,

<— Ge“eral term Sustainable Energy: defined as:

Target Time Units: Year Wind Energy, Wave Energy, Waterway Energy, Solar Energy, Sustainable o

miieniniod ysed 1o define Scale

% [Energy Recipients] wh
Energy] and [Modern Energy]
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m PlanQC: Unclear Targets, can be kept but clarified

Here are some examples of a simple set of rules, we can apply to maintain the integrity
of different levels of an objective (vague spec, quantified spec), for QC and Review

® e | e
Plan Review Rules. é‘ ’ PG ey Acess
For UN Goal detailed specs,
When clarified and tailored in Planguage

Level: Business, Status: Not Determiim™ ype: Value, Labels: no|

Formal structure

Is Part Of: 9 TOP 17 Goals

Formal Definition
of Objective’s Goal Level

Status Goal
0 100

@ © e >

Goal [Energy Recipients = Home, Ensured Access = Energy Subsidy, Affordable Energy = Small
Kit Home Solar, Reliable Energy = 24/7 Minimum, Sustainable Energy = Solar Energy, Modern En-
ergy = Electricity] @ 2030 : 100 <- tsg simple arbitrary non perfect examples of Scale Parameters
and decomposition to various conditions, in order to define an Energy requirement

S ource Ambition Level: “Ensure access to affordable, reliable, sustainable and modern energy” I nforma |

Stakeholders: Architecture Engineering And Construction (AEC), Dwelling Owner, Government Innovation Agencies§§

1. The Main Document must contain all
the elements of the Source Document.

2. The Main Document detailed
interpretation must explicitly refer to
the Source Document (Title, URL,

Scale:

% [Energy Recipients] who get [Ensured Access] for [Affordable Energy] [Reliable Energy] [Sustainable
Energy] and [Modern Energy]

paragraph, Ambition) Formal structure
° . Target Time Units: Yepr | D f. t
3. The Main Document detailed Affordable Energy: defined a: ForrT)a vefinition
interpretation must be complete, ) of Objective's Scale
useful, well defined, and relevant to the UR— A Formal structure
local ur Ose. [ ecinci asoine ese 00 anua eneraton Formal Definition
p p Elect ty, G line, D |, Wood, M | G t , of Obiective's scale

Parameter Conditions

4. The Main Document detailed

interpretation must be intelligible, [ o |

Specification Specification

complete, and realistic detail for N P SIS
domain experts an d domain Documents || Documents || Specification . ‘:.:: ".‘ —

Unambiguous? To Do?

stakeholders. X | | | i
|—. | | | and associated Checklists

T
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H RealQC: deciding on plan quality by measuring real systems, not paper ideas

Theoretical QC is useful, because it is early. But it has limitations in understanding whether your plan is good.
Modelling, theoretical plan perception, cannot give us good enough feedback about complex, large scale,
changing reality. So we need to move, as early as possible, to measurement of some kind of reality. Our agile
method, called ‘Evo’, allows us to plan to implement some part of the plan, on some part of current reality
(think, ‘adult quarantine, just in London’) and to quickly get some measures of how well it works, and what
surprising side-effects it has. This allows us to adjust the plan quickly for ‘London’ and other areas of the
country. Details of Evo are in many of my writings like ‘Competitive Engineering’ and ‘Value Planning’.

Principle 9.

Management Cycle (about 1-3 weeks)

Development Cycle (about 1-3 weeks)

Plan an ‘Incremental Rollout’

Deliver value quickly, learn both strategy and changing CEW Q’:{m * Y
. . . = o - o Product ~ Stakeholder
environment qUICkly: udIUSt to better meet |°nge|' term Stakeholder Vision Prioritization ~ Product Vision  Prioritization  Scrum Development Framework VirSio: Vision ;
Objectives. | Value Management | Scrum | value Management |

Ideally, after an initial planning session, a Startup Week, we
will identify
one and more small practical sub-strategies

Stakeholders

which can be rolled out (locally, small scale) quickly (next a

week or month)

in order to prove out strategy concepts, measure resulits,
measure costs, get reactions, retune strategies as we scale

up'

Measure
Values

Deliver

Deliver to Stakeholders

improved Value.
(not always a thing or code)

and get some credibility.

—

The forward plans (next delivery steps) and past measures Deliver
and experiences

Solutions
AN
will be published, integrated with the plan

7
Develop Decompose

33333

Page 40 of 171 and shown compared to initial estimates. X B =) || =he 2 ;}
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M RealQC: the ‘Evo’ process, is an agile, step by step plan QC

The Evo Cycle is designed to be short, 2% of
project resources, 1 or more weeks. Plan Fix Plan or
elements are tested and measured incrementally. MOV@ 0"

The Process of Making It Happen for
Real. Checking Plan Validity Early

and Frequently - for Real. Measure
%k PREREQUISITES: The stakeholder critical
requirements, the plan, the plan decomposition to lmpac‘l’
small delivery steps, the Quality
Assurance, is done. Develop or procure

design. Learn — Stakeholders

STUDY: The |

Measure

your

* DELIVER AND
next step to manage is to
integrate the planned step into

the existing system (‘deliver’), and see

how it works in practice. :
Deliver

% FIX IS NECESSARY: Adjusting step plan if Bellvetts Stk o idars
l improved Value.

necessary.

(not always a thing or code)

% MANAGEMENT ROLE: What is the role of
management at this stage?

Deliver Solutions

% Make sure these things really get done ,

properly!

% Do you make sure Values are measured at \D
each value delivery cycle, and relevant E @ g
action is taken? d .

Product Backiog Sprint Backdog Sprint

evelop Decompose

lllllllllll
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M PlanQC: very early strategy estimates, values and costs

* The Startup Week*. :
Monday’s Each planned

Agile Value Delivery **: phase 1, quantify the overview | @[lZ1q11i71-10 Tuesday Strategy gets
Obijectives Estimated

«  Monday and
— Quantify critical stakeholder values Budgets
* Tuesday
— Identify top 10 strategies to reach the Strategy1. 2. 3. 4. 5.
values
Mutual Benefit A: - 10+10 00 102 60 10
® WGd neSday Status: 30 0 Wish: 80 NPSfor [R... r%: 20 + 20 % 0:0% 20:4% 12:0% 2:0%
NPS for [Relationship Type] for defin... g g, (x0.0) 0% (x0.0) 4% (x02) 2% (x02) 0% (x0.0)
— Rate strategies versus values and o L - | £ | W= =
° Sum Of Values: %: + + + + ow Sidebar
costs, and risks on an Impact ol ooy e et e P
Credibility - adjusted: 0% 380 % 131 % 66 % 24 9% 24 %
Ta b le Worst Case Cred. - adjusted: 5:0%: 271 % 109 % 2% 10 % 19 %
Technical Debt A: -15+5 -3+0 ?2?2?22+0 22?22+ 0 2?2220
* Thursda atus: 160 Budget: 0 Timetoma.ss. 94+ 31 % 19:0% 0205%
y 'T':n:e (i:sHiu?s)dti Esz;ces;fully] ;; 9:4_%3::,_9 ) 1?3::(399 ) oo_%o(igg ) 00_; :;99 ) 00_%0:/,(9,9 )
— Decompose best strategy, and rate value/ No qualiers e ]
. ) O November 2017
costs of details to choose next week’s value P = Py, toron onon onon oon
dellvery flo=seas 3:%:  125% 19 % 0% 0% 0%
F . d SJedibgfv - :;dj;smd;- . 0% 94 % 38 % 0% 0% 0%
° ri ay orst Case Cred. - adjusted: $:0%: 125 % 0% 0% 0% 0%
_ 3 Value To Cost:
meet wllth mdanaqers to 2:: OK = = 3 S 3
Next week (and every week later) o (Woret oo e m @ o =
— 3 Ratio (Cred. - adjusted) 23.50
deliver some measurable stakeholder value ST T R o0 ~o0] o0

— measure results, costs
— learn about problems early
— adjust designs for future.

* source is ‘Polish Export’ examples in ‘Innovative Creativity’ book (gilb.com) chapter 9. Done
over 2 days with 60 people in 20 teams. Warsaw, at Startberry (startup Incubator)

** [S2] http://www.gilb.com/dl812, [P1] gilb.com/d(568
DL812: extensive slides, DL568: short paper
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M PlanQC: very early strategy estimates, values and costs

This Is an overview of planning components in the startup week.

BCS Course London Pollution case
top level diagram,

with 2 level strategies, THURSDAY, DAY 4, OF STARTUP WEEK
In order to find value delivery steps next week, and the week after etc.

!

- 1 ncluding Bicycies) - Free At Al Times
- ! s (Private Use) - Premium Paid During Rush-Hour

Advanced Congestion Chargc@ = ["’_ - .'IZ_J_C_U Day 4

Allergies Best Id

Light Goods Vehicles & Vans - Premium Paid For RushHour Travel
Ban Private~lran
07 And Heavy Goods Vehicles - Banned During Rush-Hour
- Clear Air Route Pxioriti

E Public Transport (Busas) - Reduced Fares For Travel (inoantive)
Common Architecture Pla@35 & Top CriticalObjecl & FUMMY STRATEGY TOMO

Boris Bikes

!

!

@a

Cyelisf TOP STRATEGIES S} strictions

Strategies usiness Relocation
E Pedestrianise Central London
Penalties For Vehicles
@ Personal Power Generation

@ Production/Distribution Anti-Pollution Face Masks

[L] virtual Office

{4 LABOUR EFFORT

Mayor Of Londop—5 Day1
Stakeholders

H(‘f%l(i(?ﬁt?

(O
Iraffic Management™™

MASTER PLAN TOP?
Reducing NuMmbgrs OF HGY's That Emit Large Quantlies Of Emissions
@Time Restrictions For HGV's
{&> s CAPITAL COSTS

»=P Air Quality

»P Air Quality Index

> Allergies

>~ Approval Speed Of Policies
> Clear Air Inhalation
Top Values

Vehicle Emissions
DN [DRUG] BY [STRENGTH]

» Reduction In Respiratory Diseases

>~ Toxic Inhalation
X P Traffic Volume
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M PlanQC: very early strategy estimates, values and costs: thorough multidimensional quantified

On day 3 of very large projects, we do the first QC, by making estimates of
Values and Costs. If we fail to have enough strategies to meet Goal levels, or

BCS Course
London Pollution Planning

Value Table: estimate how
cost-effective your pollution
strategies are

This is day 3’ of Startup
week planning

Top-level, eritical overview
of Objectives and Strategies

e See next Page
e For

o Simplification
e Priority Design
e Bar Chart
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Requirements

> Air Quality Index =

Past: 1359 Wish: 67 yg/m*  no 7% | [ o% |
. . Show Sidet
)= Air Quality
Status: 9.5k 9 Goal: 150 People o5 | 0% [ o | -«
> Allergies =:
| 0%
) Toxic Inhalation
Status: 100 9 Wish: 10 Max Mg Polsg. [ 1% | [ o% | o [
Sum Of Values: 5% =93 % 101 % 362 % 431 %
LABOUR EFFORT =:
Status: 0 9 Budget: 1Tk WORK MONTHS . 10% | . 10% | m | A
1 H ‘
ECAPITALCOSTS - e oy 1t o0ty --
Status: 0 < Budget: 1m A%: I 3% m _I m sy g

Governeernug



E PlanQC: very early strategy estimates, values and costs:

On that 3rd planning startup day, using the impact table data, we can do 2 other useful things.
We can present all the table numbers as a bar chart (Values sum, Costs sum) - for each
strategy. We can sort the strategies in priority sequence, for example by Value for Money.

alue Table: estimate g
how cost-effective
your designs are.

20:08 Tue 30 Jul w 4G 45% @ )
Pay 3: - o
L ]
S

o
800

e Sorted by Priority:
e | . Best Val

600 5) i U } est Values/Costs

i —  Atright queuing up

The bar chart
presentation of the
Table data

y HGV Restrictions g Clear Air Route P... -f Advanced Congesti... “§ Penalties For Vi

o For delivery
Prioritisation
Of strategies

Percentage Impact %

amCharts

Solutions

-93 % 101 « 43
T — = — 77 sum Of Value (Estimated) Sum Of Cost (Estimated) We're Online!
o = = = Mo ey o e I How may | help you today?
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M PlanQC: very early strategy estimates, values and costs

On the 4th planning day, we lay the groundwork for early and frequent realistic planned
value delivery measurement. We decompose a good major strategy, into smaller value

deliverable sub-strategies. Each is sequence independent, and each is a value deliverer.

Pay 4: = D1 - Elctic Veicles (And Inclucing Bicyces) - Free At AllTmes

Identify next weeks value-delivery step B
(Pecompose into short sprint independent value | -
delivery SfGPS) Day 4 D3 - Motorcycles (Commercial Use) - Premium Paid During Rush-Hour

Small Value = D4 - Cars (Private Use) - Premium Paid During Rush-Hour

= D)- Motorcycles (Private Use) - Premium Paid During Rush-Hour

&~ D7-Lories And Heavy Goods Vehicles - Banned During Rush-Hour
WQritization
~ D8 - Public Transport (Buses) - Reduced Fares For Travel (Incentive)
W

¥ roeswross Advanced Congestion Charges TR

Lovel: Stakeholder, Type: Solution kdea, Labels: -

— = - - Is Part Of:
. H G V R e St rl Ct l O n S Consists Of: \nd Including Bicycles) - Free At AN Times ‘§ D2 - Motorcycles (Private Use) - Premium Pakd During
R jum Pakd Dur
06 - L

TOP STRATEGIES @~

~®" Incentivise Business Relocation |

= Summary: Adv ongestion charges y the grouping o ogoris

-~ ' . Description: Advanced congestion charges reflected in the following groups/categories:-D1 - Electric vehicies (and including bicycles) - free at al ti

Pedestrianise Central London |o=srmewes

13 impact target parameters hidden, Clck here 1o show 1

- Penalties For Vehicles
~®- Personal Power Generation
'!‘ Production/Distribution Anti-Pollution Face Masks

~ Bt -

-~ Virtual Office

London Pollution Planning BCS 2016
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m PlanQC: very early strategy estimates, values and costs

Once we have decomposed a strategy, we can apply the impact estimation process, at this more-detailed
level. First, to ‘QC’ that the decompositions arguably each deliver value. Then we can use these estimates to
prioritize delivery sequence, so as to maximise value delivery early in a project. It makes us look good by
delivering real value early. These same estimates, are later compared to the actual results, as a QC that we

Day 4:

ldentify nextweek’s valve-delivery step.
Sort the sprint sized’ valeelivry designs by values/costs delivery priority

""' 1
Expanding Qualification Activities Value Table >

_*'—

o

HHHHH

From Level: Leve/? To Level: Level?

e FATEGY TON i Tsper B - Redcnd Fres By T [rosrtee

' D3. Purchase E-L... ' _D2. Invite Exper... ' _D1. Send Employe... ' _D4. Invite Exper...
juirements 300
)9 Adequate Qualifications 20
Status: 39 9 Wish: 0 % [Employe... 4 [ o I |

% [Employees] have acquired [Skill Le...

Status: 61 < Wish: 0 % [Employe... A9 26%

% [Employees] have acquired [Skill Le...

St 0 Wi 50 .. . |

% [Employees] have acquired [Skill Le...

Status: 0 < Wish: 35 % [Employe... l 6% J

% [Employees] have acquired [Skill Le... § §/¢Q @\& oogo o;\\b we.r.:q’on"ne! B
D A e
% [Employees] have acquired [Skill Le... .
o N p— 144 P—— po— FIGURE: THIS BAR CHART IS
EXTRACTED FROM THE TABLE AT LEFT,

FIGURE: HERE, FROM ANOTHER PLAN, IS A VALUE TABLE FOR WE ASKED VALPLAN.NET TO SORT BY IMPACT TOTAL

DECIDING WHICH ONES OF THE SUB-DESIGNS ARE TO BE ON ALL VALUE REQUIREMENTS.

PRIORITIZED NEAR TERM (SOURCE POLISH EXPORT PLAN) LEFT-SIDE IS HEAD OF VALUE DELIVERY QUEUE

' THIS IS ‘AUTOMATIC PRIORITIZATION OF DESIGN'’.

© tom@Gilb.com 2020 X (SOURCE POLISH EXPORT PLAN)
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m PlanQC: very early strategy estimates, values and costs

One form of QC is getting management buy in, and approval to proceed, based on the estimates made for the
larger plan (long term estimates), and also for the first series of incremental deliveries of value (short term). My
experience is that this is so clear and so exciting that managers always approve go ahead. They want to see
measurable results, and get credibility with their own managers. They have usually not experienced such a fast

Pay 5:
Present Plans to Management,

ask for approval to deliver the value.

o “Sub-Design D3 gives

best overall stakeholder\
value delivery __

P Help me!

1441343022314
HEEEERERERERIEERIEE

alue and Cost

o And takes 1 sprint week
« Shall we follow this

250

value-delivery process?
200
o Weekly?
150
« Would you like a weekly o
report on incremental
. 50
value dellvery? JS chart by amCharts
0

Percentage Impact %

e Or would you prefer to & & A & o o & N
. & o N %) v ) &
look at costs and risks N < £ <9 S S & & K
” > & Qq’b & & & 5 ‘@\ &
too? ,;zf" & & c}& ,befb & <& & <
s ¥ S < & & & .
3 N ) Q S S O We're Online!
o‘bfz Q”" Qq’ & 3 b}° 4 Q ¢ How may | help you today?
Ne le)
. Q
© tom@Gilb.com 2020 X
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M RealQC: very early strategy estimates,

values and costs

When the ‘startup week’ is finished, and we begin to deliver incremental measured value, QC

consists of comparing the real value delivered, in relation to the planned level, and to the deadlines

for those levels. We also need to keep an eye out for unexpected negative side-effects, and other
unpleasant surprises, of a media or political nature. When targets are reached, we are done.

Principle 10.
Plan the ‘Value Progress’ to Date

The cumulative Critical Values (top 10 at
least) progress to date will be published
with the Plan, on aregular basis.

The consumption or use of resources, asa %
of available budget or time to deadline, will
also be incrementally published.

Forward estimates for Goal Value levels
delivery should be made,

with remarks about tactics or resources
probably necessary to reach the Goal levels.
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8. Report
value
Delivery
Progress
on a single
page

7. Increment
value
delivery
until all
Goals
reached

_ » 6. Plan to
h ¥ deliver

V benefits

next week

Figure 5 A. One view of the 'Evo’, value delivery process.

l. Get top
Objectives

5. Check
with stake-
holders for
agreement

2
Quantify
Goals for

the
objectives

-
Quantify
resource
budgets

4. Write
quantified
Goals on 1

page



m RealQC: incremental

strategy estimates, values and costs

The Confirmit Case [P2]. This is a real report from the 9th of 12 weekly value delivery cycles. The time saving
delivery this cycle was 2x (65 - 38 min. saved vs. 20 estimated), later optimised to 20 minutes achieved (12.5% of
Goal). The Improvements-% column tells us we are on track to delivering 100% of values planned, in the next 3
of 12 weeks, before release to world. The traffic light colours warn us of our dynamically changing priorities. Red
means you are not even at a tolerable level. Green you hit the Goal. Yellow, you are tolerable but did not hit the

2 c Step9
- — urrent
3| Status Improvements Goals Recoding
4 S im Actual impact
5| Units Units % Past Tolerable |Goal Units % Units %
* You do not not need to 6 Usability.Replacability (feature count) ) t_i
micromanage, 7 1,00 1.0 50.0 2 1 0
* if your teams can 8 Usability. Speed.NewFeaturesimpact (%) )
manage ¥ 5,00 5.0 100,0 0 15 5| I 2
themselves 10 10,00 10,0 2000 0 15 5
* when they have 1 ' A'] 10
quantified values, Usability.Intuitiveness (%)
* and quick 0,00 0.0 0.0 0 &0
mea:urement Usability.Productivity (minutes)
* and quick feedback 20,00 450 1125 85 35 25 20,00 50,00 38,00 95,00
cycles. 20 Development resources
21 "“‘ 101.0 91,8 0 13 110 4,00 364
* If you measure value- mo. i
delivery in small Cumulati ns i '
increments, wamln wee ki y
* you can also see a tra
need to correct bad moulcs progress
designs :
immg“ i 'asoll metric int

* you scale them up.

om

* (Dynamic
Design to
Requirement

s).
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m RealQC: incremental strategy estimates, values and costs

This shows us tracking status (left -*-*- line) versus the planned levels, which are

shown in the calendar time scale. Things don’t look optimistic at this stage. This is
not a measure of effort spent, or time used. This is

Value Delivery
measures

200

Compared to worst
case (Yellow) and
success requirements

150

Scale Value

100

2020 Apr Jul Oct

Status Tolerable Goal
40 100 220

O @ O O >

Status [Variable = anna] @ April 2020 : 40

Ambition Level:

Stakeholders:

Scale: of g for defined [Variable]

Status: 40 [variable = anna] When April 2020
Tolerable: 100 [Variable = anna] When November 2021

Goal: 220 [Variable = anna] When July 2020
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Chapter 3

Standards

Official Guides
to Proper Public Planning



m Planning Standards: there are many types of planning standard

Standard
*138

We have carefully defined each

type of planning standard, and | E—— | | |
given many real examples of them [Rule} [Concept [Policy} [Process J [Specification} [ Others }
( e:

) o ) _ For exampl
in the Competitive Engineering Gl ey W i U Interface)

book | | |
W o

e Standards should be best practice.

| Generic Specification Rule J
® Standards are tailored to your planning | [ concept Rule
culture . .
—__ Policy Rule ) [ Entry Condition |
e Standards are there to prevent ‘defect (" Process Rule { Process Structure % § *056 )

insertion’ in plans ) ’ [ Procedure

\ *115

[ Exit Condition
*064

( 0

e Standards not-followed are ‘planning | Specification Rule
defects’, and can be objectively . / _
measured (by SpecQC) — Other Rules Defined

concept

AN

e Standards can be used in training, but
are most effectively learned by QC
feedback, exit level control, and peer
practice.

number

\ o
[B1]. https://www.gilb.com/p/competitive-engineering ~ =
(free pdf) The CE book. \ :

N R
- COMPET "&l ™
ENGINEERING
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https://www.gilb.com/p/competitive-engineering
https://www.gilb.com/p/competitive-engineering

m Standards: Rules for Writing.

Rules are standards for planning specification.

People should not be permitted to write serious
plans in arbitrary subjective prose style.

How to specify - clearly and relevantly.

Because it leads directly and immediately to |

useless unintelligible plans.

A rule defines a planning specification (plan spec)
defect.

A ‘plan spec defect’ is a potential economic threat,

Rules: are planning specification ‘do’ and
‘don’t’

Rules; are short, and in groups of about 1

page maximum, per rule type

Rule violation in a plan is ‘defect’, or ‘pl
specification defect’, a basis for
measurement of plan quality (SpecQC)

Rules are there to prevent early defects
happening, and prevent them becoming
late errors, faults, and project disasters

Rules are about substantial and critical
things, not minor cosmetics.

Rules define your planning culture.
Rules are justified and stimulated by hard

See detailed rule sets [P3], [S3],
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PP1 (Critical) All critical ‘strategic’ mission-level objectives shall be identified together, in an unambiguous,
§ quantified, trackable, reportable and testable format. The top ten or twenty is sufficient at the first level. All
p others should be subsets or ‘means objectives’.

| their sub-objectives. All ‘qualitative’ aspects are quantifiable.

F PP3 (Meter) All Objectives shall have at least an outline of the method or process by which we can track,

b project/system being tracked.

¥ shall be established; and kept together with the Objectives. These shall include Past systems, Competitors, 4
¥ State of the Art, and Trends, as appropriate background for Objective users. Use {Past, Record, Trend}
& parameters.

. PP5 (Stakeholders) all critical stakeholders in the outcomes shall be explicitly identified and consulted.

j specified, using [qualifiers] to identify stakeholders and their related {when, If} conditions.

f PP6 (Basic Categories) Objectives/Requirements shall be defined in the following set of basic categories
¥ {Quality, Cost, Function, Constraints}. In addition, the following sections will appear, with appropriate

Designs, Impact Analysis, Evolutionary Plans) in addition to other sections, which are deemed useful.

f PP7 (Target Levels) Future target levels shall be specified as {Wish, Tolerable or Goal}, together with
b suitable [when, where, IF] qualifiers. Uncertainty shall be explicitly stated and detailed sources for the
¥ targets shall be given (using ‘€’ or ‘Source’, or ‘Authority’).

¢ from a formal ‘Inspection’ at no more than 0.2 Majors per Page Maximum remaining. Then (2) Go/No-go

Standard
*138
E——— | | |
Concept | | Policy | | Process Specification Others
(For example:
*595 y *111 *113 *|137 Tnterface)

TEC PLANNING Rules for objective

AFO

s (US Air Force

example)

i PP2 (Scale) All objectives shall have a formally defined written ‘scale of measure’, directly, or in a set of

E test or estimate the numeric status of each defined objective, at any time from birth to death of the unit/

PP4 (Benchmarks) in setting objectives at least one, and possibly several, benchmark analytical levels

They shall, where appropriate, each have a separate, but related, set of Objectives, and if possible have
explicit integration in the main set of objectives, and possibly distinct-for-stakeholder levels-of-performance

i supplementary information: {Stakeholders, Definitions, Assumptions, Risks, References, Strategies/

j PP8 (Approval) Approval of a set of objectives is dependent on at least two fundamental stages, (1) exit

| approval by an authorized Review Panel.




m Standards: Rules for specifications. The ‘Impact Table’ Rules.

Planguage Concept Glossary 419

Base: The generic rules, Rules.GS and the requirement specification rules, Rules.RS apply. Spec Types

R1: Table Format: The requirements (Value Objectives) must be specified in the left-hand column. The design ideas (‘strategies’) must be
specified along the top row.

Specification

Documentation 187
R2: Requirement:@ach performance requirement (objective) and each resource requirement must be identified by its tag and by a simplified T — N
version of the chosen BaSeline<->Target Pair (B<->T pair). The B<->T pair should be written under the tag. S Iteration
Each B<->T pair must consist 0f~two reference points, the chosen baseline (Past) and the planned target (Goal or Budget). Each refer- ence point o [ €=
must be stated as a numeric value or“as.a tag to a numeric value. The numeric values must be expressed using the chosen Scale for the | |
requirement. .
The baseline is stated first as it represents the 0%~incremental impact point. Then usually an arrow ‘<->". Then the planned target, which
represents the 100% incremental impact point. Problem Requirement Design Impact Evo Step Evo Plan
It must be possible to distinguish between multiple-level spesifications for the same Goal or Budget statement. Where necessary, to be Definition Specification Specification 1'?5;"“1%“0” Specification *300
unambiguous, use a qualifier or tag the specific baseline and/or tacget for use in the IE table. 998 508 586 able 1638 370
Reliability:
. i [
Type._ Performance Re_quwement.
Baseline<->Target Pair: T — 4 fres s e nrswnn
Benchmark Reliability <-> 30,000 hours [USA, Next Year]. RUIeS for IET Spec . D S = \
. iahili il roblem arge Vo
Note: Reliability and Benchmark Reliability are tags. *L *570 ‘{ 048 Step
g 141
R3: Qualifiers: If there is one common set of qualifier [time, place and event] 4 s
conditions for reaching all targets, this should be explicitly stated in the notes accompanying the IEMable. If the qualifiers vary then tifey must De¥egg. Need Constraint
explicitly stated next to the relevant B<->T pair. N '599 *218
By default, the entire system is implied and no specific conditions are assumed. The deadline time period st always be explicitly stted. B 4
. . e . i, A - - _— " Benchmark — T N ‘De, ,,,a-‘* Impact
R4: Design Idea:( achisingie coiuimmimasoiaentify-a.dasian idea or set of design ideas that could be implemented_ as a distinct Evo §tep. Each 007 8 - g BASUIES *087

design idea must be identified by its tag. Multiple tags may be specified as a-sct.af design ideas in a single column. Aitags must be gpported by a
design specification, which must exist in the supporting documentation and must be sufficieridy-detailed to allow impact astimations t& the required
level of accuracy. As a minimum, each design specification must be sufficiently detailed to permit financiaicest to be estimated to witH an ‘order Figure G27
of magnitude.’ 3 Different kinds of specification.

R5: Scale Impac.: For each goal or budget, the Scale Impact is the estimated or actual-parformance or cost level respectively (expréss™

using the relevant Scale) that is brought about by implementing the design idea(s) in each column. ¢ H EA LTH CAR E SYSTE M
R6: Percentage Impact. The Percentage Impact is a percentage (%) value derived from the Scale-.Impact (see Rules.IE.R2). An-estimate
of zero percent, ‘0%, means the impact of the implementation of this design idea is estimated to be equal to the-spacified baseline level GF R I M PACT ESTI MATI O N

the objective. '100%" means the specified target level would probably be met exactly and on time. All other percentage estiriiates.are in
relation to these two points. Note: In an IE table, it is acceptable to specify either Percentage Impacts and/or the Scale Impacts (the

absolute values on the defined scale of measure). Examples: 60%, 4 minutes. Vs Automate Web Self Decision Total
. ) ) ) ) N ' Service Support Impacts
R7: Uncertainty: The £ Uncertainty (based on the evidence experience borders) of the Scale Impact estimate shall normally be specified.

Percentage Uncertainty values are then calculated in a similar way to the Percentage Impacts. Example: 60%=*20%. Usually, the uncertainty

values are calculated individually for each cell. An exception to this occurs when some overall uncertainty (such as £50%) is declared for the Increase Trans “ 10 minutes | 3 minutes
whole table or specified parts of it. Another more fundamental exception can be when a decision is made to defer dealing with uncertainty of Réquests 100% 200%
data. (30 minutes = 10 minutes)

R8: Evidence: Each estimate must be supported by facts that credibly show how it was derived. Numbers, dates and places are expected. If Decrease Numb'er of 100 errors <50
there is no evidence, a clear honest risk-identifying state- ment expressing the problem is expected (such as ‘Random Guess’ or ‘No Errors Occurring o 170%
Evidence’). The exact source of the evidence must also be expli- citly stated. Note: Reference to a specific section of a document is (353 per week = 30 per week) 80% 90%

permitted as evidence.

Decrease Time for
R9: Credibility: The evidence, together with its source, must be rated for its level of credibility on a scale of 0.0 (no credibility) to 1.0 Processing of Requests
(perfect credibility).
The relevant standard Credibility Ratings Table must be considered for use. Explanation must be given if alternative ratings are chosen.

35 minutes < 10 minutes
70% 90%

(70 minutes > 10 minutes)

Decrease Time to Learn
R10: Completeness: All IE cells (intersections of a design idea and a requirement) must have a non-blank statement of estimated impact. process

This must be given as a numeric value using the relevant Scale units, or as a Percentage Impact as assessed against the defined Baseline <- (1 day= 1 hour)
>Target Pair, or both. If there is no estimate, then a clear indication of this must be given.

10 minutes
103%

: All the appropriate IE calculations must be carried out and the arithmetic must be correct. Hint: Using an application, such as a TOTAL DESIGN
spreadsheet, helps! (etc. more detail here). Book reader see [B1] IE Chapter, 9.4. REQUIREMENT IMPACT

Page 55 of 171 Source [B1] IET Chapter
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E Standards: Glossary Concepts (not ambiguous terms)

_ -Standards
Glossary Concepts give clear, agreed, -

| | I I | |

deep definitions throughout the planning Sioosay || potces | | ues | [Procosses | | Tompiates || o0,
I
process, and culture.
. . \ Concgpt [Planguage] Concept *188
o Planguage (Planr"ng Language) deﬂnes about gPlonguoge concept is a formally specified idea used in Planguag
. otes:
700 plannlng COI’ICGptS [P4] 1. ¥hhere :arel szveral types of concept found in Planguage specification.
e formal Plan.guage concepts defined in this glossary or other Plan-
® The COhCGptS ‘knOW abOUt eaCh guage glossaries and assigned a concept number (*nnn). Some
. concept names are written with a Capital letter first, to signal tha
other’ (Concept Integration) they are formally defined terms. Examples: Seale, Goal. and
Defined As.
. * user-defined terms.
® The ConceptS have remalned Stable for 2. A Planguage :ZOIICCpt, once defined, can be referenced by any
decades, Wlth Sma" Incremental addltlonS. useful synonyms or identifiers. These include tags, keyed

icons, drawn icons, abbreviations, synonyms, acronyms and alter-
native language terms (for example, German or Japanese terms).

Y I i - 3. The central idea of a Planguage concept is that the concept itself is
A Plannlng PI’OjeCt Can add deflned Concepts independent of the particular means (pointer, reference, cross-refer-
W|th|n an Organ|zat|on, or W|th|n a prOJeCt, or a ence, tag, icon, concept number) that we choose to apply in order to

. reference that concept. We can focus on the concept, and not the
Slngle plan particular term, about which people might disagree or have cultural

difficulties in accepting.
4. Defined concepts can be:

® The concepts are free to adopt and modify to + reused without xplaining them agan
. . . e redefined by Planguage users locally (which simultaneously changes
your plannlng Organlzatl()n- (hopefully ?mprow;gel:)gthe deﬁnitioi; (of all the otther tern)l,s, whigch

reference the defined concept)
* referenced by a set of terms in any language, without necessarily

® The Concepts can be referenced by any us I having to rewrite the concept definitions themselves in that lan-
uage. For example, the concepts could be defined in English, bu
set Of Sym bOIS’ Synonyms or *nu m bers f N%)rwegian set lc))f p;inters to I:;SC concepts can be quicklfldeﬁne .

to permit teaching or multinational project learning and u

specifications.
Find where Glgésary Term is used Exalinple:
Source Vi@ the Inde Begrep [Norwegian Bokmil] = *188 “Concept [DlaBuage, US].”

English Name (Glossary Term) Tilstand [Norwegian Bokmal] =*024 ion [Planguage, US].”

Type / . Marked [Norwegian Bokm3 t [Corporate Glossary].

Concept Number *nnn — Ll t =Ice Cream [Project XYZ Glossary].
Keyed Icon Concept Main Definition In these examples Planguage concepts like * 188 are given a foreign
Drawn Icon language name (‘Begrep)) in Norwegian. Using the synonym, Begrep,” a

Related Concepts T Notes user can access the full definition in English.
: *
Synonyms ?{yxllonyms. Planguage Concept *188. , .
Abbreviation Acronym elated Concepts: User-Defined Term *530; Planguage *030.
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A policy is a set of principles for decision-making, which permit
§ delegation of decision-making to other people, at other times, under

} ‘unknown conditions at the time of writing the policy’. However, policy |
f may be ignored for higher priority considerations. For example, because
¢ of a law or contract in conflict with the policy. ]

Concept *111 February 22, 2003tg

Source above: [P3] Full Planguage Glossary

Policies, differently from the standard ‘Rules’, do not
necessarily instruct as exactly how to specify a plan.

Policies are more about ‘doing’, actions, perceptions,
viewpoints. Most of us, ‘doing in the future’.

Policies formally define, some of the organizational culture.

Policies give people a safe (management approved in
advance) framework for actions, which they need to decide
on locally, later, based on new, different, surprising
circumstances (think Covid-19)

Policies are a long-term stable form for delegation of
authority, enabling faster action without permission and
approvals. They save top management effort.

Policies are constraints; and also enablers, to decision-making
and planning decisions.

Policies can have a dramatic ‘change influence’ on any
organization. They can be powerful, and even revolutionary.

Policies are not absolute ‘Laws’, but are strong official guidance, and
can be ignored with specific justification, by using higher purposes
or priority of other policies.

Policies can be reviewed, audited, examined, to see if they are still

appropriate, or if they are a cause of problems experienced.
‘Organizational Learning’.
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Evo’ Project Management Policy

Standards

N\ | | | |

Policies | | Rules } [Processes} [Templates} { St;’,,“;::ds}
I

|

Glossary
Concepts

The ‘Value Planning’ book [B2]
has over 100 suggested
management planning
policies, at least one for each
of 100 sub-chapters

VP Chapter 7 Risk Management

https://www.dropbox.com/sh/
fxvtya6gyvgwkfa/AAAS-
vrLUt zOh9EYt1qgl3Uma?dI=0

Practical Tools
for
Clearer Management Communication

Sample the planning policies here.

Source below: 'Vision Engineering’ [B3]

core of Value Planning [B2] book

Efficiency: The project manager and the project will be judged
exclusively on the relationship of progress towards achieving the goals
versus the amounts of the budgets used.

Creativity: The project team will do anything legal and ethical to deliver
the goal levels within the budgets.

Value Reward: The team will be paid and rewarded for benefits
delivered in relation to cost.

Freedom: The team will find their own work process and their own
design.

Feedback: As experience dictates, the team will be free to suggest to
the project sponsors (stakeholders) adjustments to ‘more realistic levels’
of the goals and budgets.



https://www.dropbox.com/sh/fxvtya6gyvgwkfa/AAA5-vrLUt_z0h9EYt1ql3Uma?dl=0
https://www.dropbox.com/sh/fxvtya6gyvgwkfa/AAA5-vrLUt_z0h9EYt1ql3Uma?dl=0
https://www.dropbox.com/sh/fxvtya6gyvgwkfa/AAA5-vrLUt_z0h9EYt1ql3Uma?dl=0
https://www.dropbox.com/sh/fxvtya6gyvgwkfa/AAA5-vrLUt_z0h9EYt1ql3Uma?dl=0
https://www.dropbox.com/sh/fxvtya6gyvgwkfa/AAA5-vrLUt_z0h9EYt1ql3Uma?dl=0
https://www.dropbox.com/sh/fxvtya6gyvgwkfa/AAA5-vrLUt_z0h9EYt1ql3Uma?dl=0

Standards; Processes

Concept *113 February 23, 200
b A process is a work activity consisting of:
e+ an entry process, which examines entry conditions

3

‘ Process tg

| | | | |

* a task process, which follows a procedure defining the task. There might also Glossary o Other
be an associated verification process, such as test or quality control Concepts Policies | | Rules | | Processes | | Templates | | gi.ndards
* an exit process, which examines exit conditions I
. Processes transform inputs to outputs, using resources, and display their own *
E performance and resource (cost) characteristics. Iy
o e - K »+ Y
e Snmaatutta Annaathitaiay En Exit R
Source above: [P3] Full Planguage Glossary pmgs | TaskProcess = o ' 0 >
Example of a Planning process, ‘GP’
the ‘core procedure’, for a ‘task process’ 1 .
minus Entry and Exit processes. See next page 3.4 A process witHits three main component processes.
2 AL Process Output Concept *¥179 June 27,2003

P1: Specify Requirements [Initial]: Specify the initial top-level requirements (see Chapters 2, 3,4, S and 6 as appropriate ).
P2: Determine Design [Initial]:

P2.1: Analyze the Requirement: Consider the stakeholder value and the delivery order for the requirements. Identify any constraints
and any conflicts. Establish the scope for the system design.

P2.2: Find and Specify Design Ideas: Identify and specify the initial top-level design ideas to meet the requirements (see Chapter 7 ).

P2.3: Evaluate Design Ideas: Estimate the impacts of all the design ideas on all the requirements (see Chapters 7 and 9 ).
Re-do P1 to P2.3, until a reasonable balance between requirements and costs is obtained.

P2.4: Select Design Ideas and Produce Evo Plan: Produce an initial overview, long-term evolutionary plan of the sequence of Evo steps.
That is, a plan for starting early delivery of required results by implementing the design ideas in a series of small result cycles. Each
result cycle using, say 2% of total project time. (That is, each result cycle is an Evo step. Note, an Evo step contains one or more design
ideas.)

Determine the sequence of step delivery of the potential Evo steps. Do this by calculating for each potential step, the performance to cost
ratio, or ideally you would use the ‘stakeholder view’ of the value to cost ratio (the value being the benefits the stakeholders consider they
will obtain from the system improvements). Ideally, sequencing should be in order of descending ratios, but consideration needs to be
given to any associated dependencies (see Chapters 7 and 10 ). Note this plan will be modified, within the result cycles, using the feedback
provided by the results of implementing the design ideas (see below).

P3: Manage Evolutionary Project: Iterate Plan-Do-Study-Act (PDSA) evolutionary result cycles until the exit conditions (below) are met.

Each result cycle implements the next Evo step and provides feedback to modify the design, and maybe, to adjust requirements to more
realistic levels (within each result cycle, the processes Specify Requirements and Determine Design are reiterated to carry out any more
detailed work required as part of the implementation of the Evo step, and to cater for any changes required as a result of the feedback),
(see Chapter 10, ‘Evolutionary Project Management’).
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A process output is any data or materials output from a process.

Process Inputs

Function Inputs

——

Process |

Function Outputs

Process Outputs

Figure *179a: A process viewed as integral to a system. Function inputs are resource attributes, and

, - - £ 2 Sg a7 200 ny 0nad > saptiniatan . g <
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¢ Procedure Concept *115

f Aprocedure is a repeatable description to instruct people as to the best-known practice, or
1, recommended way, to carry out the task of a defined process. A procedure is part of a

¢ process description.

~ = ~

Source above: [P3] Full Planguage Glossary
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m Standards: Processes, an example

Requirement
Standards: Spgciﬁcation
Rules.GS Rules.SD [Initial],
Rules.RS Rules.DS Design
Rules.FR Rules.IE Specifications
Rules.SR Rules.EVO [Initial] and
. iti i i d any relevant Evolutionary Plan
- =T ¢ y Source: Competitive Engineering [B1] o, 2nd any relevar n:
[ rocess Descriptions
Planning Process Definition: ‘GP " -

v v

Entry Conditions Evolutionary Project Management
Manage Evolutionary Project Process EVO
E1: The Generic Entry Conditions apply (see separate specification for Generic Entry Conditions below). Do « Process.RS
A e Process.FR
¢ The raw requirements should have been gathered. Plan» Fl‘:g:; Z’ Study : g:gzz:zgg
Cycle e Process.RR
¢ The known sources of requirements should be identified and listed. » Process.DE
e Process.|IE
. . . X . X . H Act Feedback « Process.SM
¢ These include: all the critical stakeholders all the currently identified requirements with detailed sources (use Results « Process.DC
‘<-’ and, state who or which document) i e Others
¢ and any justification for these requirements (use the Rationale parameter). ; *
Procedure :
P1: Specify Requirements [Initial]: Specify the initial top-level requirements (see Chapters 2,3, 4, 5 and 6 as appropriate ). g:ggilfriigﬁnnr:
[Updated], Project
P2: Determine Design [Initial]: Design Specifications Report
[Updated] and P
Evoluti Pl
P2.1: Analyze the Requirement: Consider the stakeholder value and the delivery order for the requirements. VO[B&n;Z,] an
Identify any constraints and any conflicts. Establish the scope for the system design.

Figure 1.6
An overview of the defined Planguage process, which supports Evolutionary Project

P2.2: Find and Specify Design Ideas: Identify and specify the initial top-level design ideas to meet the re ents (see Chapter 7). Management, Process.GP.P3 or in more detail, Process.EVO in Chapter 10.

P2.3: Evaluate Design Ideas: Estimate the impacts of all the design ideas on all the requjsethents (see Chapters 7 and 9 ).
Re-do P1 to P2.3, until a reasonable balance between requirements and costs is ¢

P2.4: Select Design Ideas and Produce Evo Plan: Produce ga-fiitial overview, long-term evolutionary plan of the sequence of Evo steps. That is, a plan for starting early delivery of required results by implementing the design ideas in a
series of small result cycles. Each result cycle usin % of total project time. (That is, each result cycle is an Evo step. Note, an Evo step contains one or more design ideas.)

Determine the sequence of step delivery otential Evo steps. Do this by calculating for each potential step, the performance to cost ratio, or ideally you would use the ‘stakeholder view’ of the value to cost ratio (the value being the
benefits the stakeholders consid will obtain from the system improvements). Ideally, sequencing should be in order of descending ratios, but consideration needs to be given to any associated dependencies (see Chapters 7 and 10 ).
Note this plan will be ‘ed, within the result cycles, using the feedback provided by the results of implementing the design ideas (see below).

P3: Manage Evolutionary Project: Iterate Plan-Do-Study-Act (PDSA) evolutionary result cycles until the exit conditions (below) are met. Each result cycle implements the next Evo step and provides feedback to modify the design, and
maybe, to adjust requirements to more realistic levels (within each result cycle, the processes Specify Requirements and Determine Design are reiterated to carry out any more detailed work required as part of the implementation of the
Evo step, and to cater for any changes required as a result of the feedback), (see Chapter 10, ‘Evolutionary Project Management’).

Note: When using Evo, as long as the Evo result cycles are delivering to the planned levels, the need for initial management review is considerably decreased (if not eliminated) as the resource commitment for each delivery step is only
about 2% of the project total.

Exit Conditions
X1: The Generic Exit Conditions apply (see separate specification for Generic Exit Conditions below).

X2: Cease doing Evo steps (P3) when either the stakeholder requirements are met, or resource budgets are exhausted. In other words, stop when the performance requirements are met at planned levels, or when resources (budgets) are
‘used up’ at their planned levels.
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§ Template Concept *254 February 22, 2003tg

. ‘ , : . : 3 Standards
A template is an example or ‘model’ of something, which can be used to help people to tailor or 1

make somethinq. based on that model.

Requirement specification template. | 89597 | (poses | s | [pocases [Tonas| (15224 |

| | | |

Concepts

This is a summary template giving an overview of the set of requirements.

Requirement Specification Template (A Summary Template)

Tag: <Tag name for the system>.
Type: System.

Basic Information

Version: <Date or other version number>.
Status: <{Draft, SQC Exited, Approved, Rejected}>.
Quality Level: <Maximum remaining major defects/page, sample size, date>.

Owner: <Role/e-mail/name of the person responsible for changes and updates>. Stakeholders: <Name any stakeholders (other than the Owner) with an

interest in the system>.

Gist: <A brief description of the system>.

Description: <A full description of the system>.

Vision: <The overall aims and direction for the system>.

Relationships

Consists Of: Sub-System: <Tags for the immediate hierarchical sub-systems, if any, com- prising this system>.
Linked To: <Other systems or programs that this system interfaces with>.

Function Requirements

Mission: <Mission statement or tag of the mission statement>.
Function Requirement:
<{Function Target, Function Constraint}>: <State tags of the function requirements>.

Note: 1. See Function Specification Template. 2. By default, ‘Function Requirement’ means ‘Function Target’.
Performance Requirements

Performance Requirement:
<{Quality, Resource Saving, Workload Capacity}>: <State tags of the performance requirements>.
Note: See Scalar Requirement Template.

Resource Requirements

Resource Requirement:

<{Financial Resource, Time Resource, Headcount Resource, others}>: <State tags of the resource requirements>.

Note: See Scalar Requirement Template.
Design Constraints

Design Constraint: <State tags of any relevant design constraints>.
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Template ‘with <Hints>’

This is a Word Template. It reminds people what their options
are, it defines the options in <fuzzy brackets>, meaning
‘undefined’.

The nice thing is that in a word processor, when you insert a
definition, you erase the fuzzy brackets definition.

One client made use of Word Marcos, to upgrade the degree
of automation.

Of course a Spreadsheet can be used to do this too.

Planguage
Generic
Specification Language Work I
‘Planguage’ Process
Generic . Descriptions Planguage
Version Generic (RS, DE, IE, as
including LP'°°955 EVO & SQC) .pr;s.er;fdk
Templates anguage and in this bool
Template and
Project
\/ \/
v v
Specific Project Specific
Specification Project Work Il
Language Process Project
De_s.;crlpt_lons Specific
(including Version
Rules)
Project
Input
Specifications
" . I}
Specific Project X
Work Process Project
‘ Process
Specific
Product
Specifications




f Template

t something, based on that model.

Concept *254 February 22, 2003tg
i Atemplate is an example or ‘model’ of something, which can be used to help people to tailor or make

With an app like ValPlan, we would not have a template

like the previous page,

for ‘collecting information about all the requirements’.
We would generate many different models of the set of planning-objects, from the

basic specification-objects (stakeholders, requirements, strategies).

Standards; Templates. Automated planning apps give selected overviews of the plans.

Standards

| |

Glossary -
[ConceptsJ {Pohmes] [ Rules } [Processes} [Templates] [

And we would select the pieces of it, we need, for the current discussion.

Management Functlon@ -

From such display models we can click on a spec object (example ‘Avoiding
Penalties’ Objective’)
and go directly to the detail we want to see (its detailed structure and quantification).
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Chair Of The Board™3
Employee Managers On Boar
Employee Representatives On Boa'
Outsider Board Member &

CEOd

CFO&

olle’

coodd

cTOSS

Multinational Organization O
National Organization O
Owner Organizations O
Shareholdersga

Wholly Owned Subsidiarie O
External Participation Project —
Innovation Project O
Large Project O
Organizational Change Project O
Outside Funded Project —
o

Potential Project

_-._- Board Members

o

Planguage Solutio

danagers

-_.- erganizatighal Units

Technical Management Objectives*=3>

LD i
~frojects

Technical Support Function@-

Source: ‘Time saved by clear communication 2020’, for Marcin

Top Management Objectives* 3>

Other ategie Jhelll—

“ Assess Risks

~ Deal With Sudden Crisis
Evaluate Contracts

" Evaluate Potential Hire

" Evaluate Value To Cost For Options
Management Review Of Specs

‘Present Problem

“ Prioritize Value Delivery

~ Review Specifications

00007500700

~ Solicit Strategies

Kl Agile Manifesto
T n Balanced Scorecard

nAutomated Tools

n Best Practice Standards
-—n Contracting Methods
Bl Motivation Methods
__.—n Objectives Methods
‘Mn Quality Assurance Methods
nQuaIity Control Methods
~n Result Delivery Methods
n Strategies Methods
nTraining Methods

—# Avoiding Penalties
)= Avoiding Rework

)= Improving Qualities
)—#Savlng Human Time
)—‘» Saving Other Employee Time
)‘:» Saving Supplier Time

. “ Analyze Complex Proposals
@ Estimate Resources
®)> Estimate Value Impacts
® Prepare Technical Contracts
. “ Present Solution

. “ Report Change Progress
® Technical Spec Quality Control

)«" Improving Competitiveness
)= Saving Calendar Time
)—# Saving Executive Time
= Saving Money

Other
Standards



| l | |

Glossary
Concepts

{ Policies

‘ Rules ’ ‘Processes] (Templates] ‘ e

| Template Concept *254 February 22, 2003tg

f A template is an example or ‘model’ of something, which can be used to help people to tailor or make !
| somethlnq based on that model

Requlrement spec1ﬁcat10n template.

This is a summary template giving an overview of the requirements.

The simplest bare bones

' ¢ Authoring

template for the type of
specification
(Stakeholder Value Objective)

H Tag

Level: Product, Status: Intolerable Range Type: Value, Labels: no labels = Edit

Status Wish
0 0

O——o

Status @ 29 Jun 24

An owner is a person or group responsible for an object and
for authorising any change to it

Ambition Level:

Stakeholders:

3 other classes of templates
Built into the app

Scale:

Which can be added to by
the user

Target Time Units: Calendar Date

Status:
0 (asof: 29 Jun 2020 )

Wish:
0
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A large number of template
add-in options for

Specification Parameters.
Scroll for many more.

==Parameters (click to add)
Wish

Administration

[ Authority

[3) Intended Readership
[3) Owner

S Relations

[3) Responsible

Planning

@ Cost Impact

A Due

@ Value Impact
Other

Scroll down for more

== Terms (click to copy to clipboard)
==Scale Templates (click to add)

= Statement Templates (click to add)
=4=Source Templates (click to add)

=4 Rules & Processes

Hic


http://valplan.net
http://valplan.net

: Process Entry and Exit Conditions

Plans can have a standard Standards
for entering a process, and for being nginger;ng
anaards
released from a process . X
Rul Glossary
ules Templates Concepfs
Entry Condition Concept *056 February 22, 2003 tg ol At/ \CAt t Entry/Exit
An entry condition is a written part of a work-process standard. lerésy ;;:Sn Conditions Engincering Policy
Entry conditions are usually found in sets. The relevant set of | |
entry conditions is evaluated in an entry process. They are used e Requirement
to determine if there is entry permission to a task process. Rules Rules Procedure
Design Architecture o e
Spesifiction Conen Definition
Entry Process Concept *057 February 22, 2003tg Pro =
An entry process involves evaluating any applicable entry o —
conditions for a process. The process itself is defined by a main Spectiontion o
task. When all entry conditions are met, the main process task == = Standards
may officially commence. |
| | | 1 | |
Glossa o Oth

Exit Condition Concept *064 February 22, 2003 [Conoep?é} [PollmesJ [ Rules J [Proc&eses] [Templates] [Stand::ds
An exit condition is a written part of a work-process standard. I * g
Exit conditions are usually found in sets. The relevant set of exit .
conditions is evaluated in an exit process. They are used to
determine if there is exit permission from a task process. All the — $ =~

generic anq specific exit conditions musft normally be met, in " process [*] TaskProcess = o -
order to exit from a process, thus releasing work products to the
other ‘downstream’ processes.

The big idea is, resist deadline pressure to handover and accept
plans. Be quite formal about necessary conditions for plan
conditions for a process. Only when all exit conditions are met, transfe,r to anqther process. This is based on what is *known to
can the main process task officially terminate, and any process pay off’. Planning defects cost 10X to 1,000x more downstream

output be released to the next process. No GIGO: no Garbage In, no Garbage Out.

Key player is ‘Rules’: if you follow them well enough, you can
Page 63 of 171 proceed, otherwise NOT (no Exit)

Exit Process Concept *065 February 21, 2003
An exit process involves evaluating any applicable exit



m Standards: Process Entry & Exit Condition: Defect Levels

The most powerful Exit/Entry condition is based on the level of defects in the plan. | don’t know of public planners who use this
condition, except NASA Jet Propulsion Labs (J. Kelly, M. Bush), https://ntrs.nasa.gov/archive/nasa/casi.ntrs.nasa.gov/19890016247.pdf

Using Spec QC to measure Rule compliance, is a proven effective way to
make ‘Standards’ become ‘best practice learning’, in PRACTICE

Intel uses Gilb’s wa S5
John Terzakis, Intel

SQC and Planguage

20,000 engineers, 20 years

nt e > | 7
0.0 0.3 0.5 0.6 W 0.8

Defect density for a given specification type can be tracked using simple statistical control charts
* Tracking different specifications over time shows trends in both initial quality level and rate of improvement
* Improbably-good specification quality can indicate a failed review cycle
* Trends towards poor initial specification quality can indicate a need for retraining

Teams typically see an order-of-magnitude improvement in quality level within three specification efforts

X https://www.thinkmind.org/download.php?articleid=iccgi_2013_3_10_10012 < I n te ||:
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Standards: ‘Checkists’, a help to find rule-violation plan defects.

Checklist Concept *016

A ‘checklist’ for a Specification QC process usually takes the form of a list of
questions. All checklist questions are derived directly and explicitly from cross-
referenced specification rules. Checklists are ‘stored wisdom’ aimed at helping
to interpret the rules and explain their application. Checklists are used to
increase effectiveness at finding major defects in a plan specification.

Example:

STDQ: Rule: : Mical project requirements must always be expressed
numerically and measurably.”
This is the rule. The associated checklist qu elow is designed to help
people understand how to apply th M practice, and identify any defects breaking
the rule.

Checklist Q: “Are all performance concepts (including all qualitative concepts —
all ‘-ilities’) expressed quantitatively?” ISource:Rule.STDQ.

An example of a checklist question with the rule it supports (STDQ) being referenced.
Notes:

1. Checklists are like law court interpretations of the law. They are not the
official ‘law’ itself, but they do help us understand the proper interpretation of the law. Anyone can
write checklists at any time to give advice on how to check. They are intentionally less formal to
create, and to change, than specification rules. They do not necessarily have formal ‘owners.’

2. Checklists should not be used instead of a proper set of rules, which is maintained by an engineering
process owner. They are only intended as a supplement for checkers. Issues can only be classified as
real defects if they can be shown to violate the official agreed rules for a specification.

3. Less formal ‘de facto checklists’ also exist. These include any documents that can be used to check a
document with a view to identification of defects. These can have other names and even other
purposes than a ‘pure’ checklist.

4. Examples of ‘de facto checklists’ include ‘sources,” ‘standards,’ ‘guidelines,” ‘templates’ and ‘model

documents.’ If they help check, they must be some sort of checklist, irrespective of what people call
them or intended them to be used for.

Page 65 of 171

Entry Process

After Exit from a
Specification Process

Source Kin Main Rules Main
Documents Documents Specification Specification
. T
/wand associated Checklists

il \/ ‘ \

Specification Quality Control (SQC) A Review
(Go / No Go)

Task Process Exit Process

Source: Agile Spec QC [P5] and [B1] p. 250 l

Change Requests for Source
and Kin Documents and
Suggested Process Improve-
ments

r

.

' '

Decisions
And Actions
To Be Taken

l
Specification :
(SQC Exited) 1
1
l

_______________

Figure 2. Overview of the SQC Process (Gilb 2005)

£ ANTAGONISTS

£2) QEFENDERS OF WEAK VICTIMS

Stand

A stakeholder model list , serves
as a de facto defect checklist,
for a Rule like “Develop a

thorough list of critical
stakeholders”.

H—}& REQUIREMENT GENERATORS

& ANTAGONISTS

— & Bad Service People
— 8 Bad Suppliers

— 8 Disloyal Contractors
— & Greedy People
—& Individual Hackers
— 8 Inept Managers

— (g Organized Crime

— & Terrorists

— & Vengeful Employees
8 DEFENDERS OF WEAK VIC...
& Environments

& GROUP OF PEOPLE
) INANIMATE

& INDIVIDUAL

& Weak Victims

—& Hacked On Internet

— 8 Handicapped
— 8 Jobless

— & Minors

— & Poor

— 8 Refugees
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ki a2

100 PPP

Principle 1.8 Written, and approved, does not mean ‘static’.

REFLECT REALITY RAPIDLY:

Changing the specification of objectives,
and other plan objects,
is a natural and necessary response to
insights, feedback, competition, and politics.

Just because an objective is written, or it is quantified, does not mean it is ‘chiseled in stone’.
In fact, one reason for writing things down, is to clearly see any changes later.

A reason for quantification is to more-clearly realize that a numeric change has been made, however small.

Our policy must be that changes will be clearly communicated, to all parties who are potentially impacted, or interested.
The consequences of changes (like cost or time increases) should be intelligible to all concerned parties.

Even the smallest changes can have large consequences

m Booklet (€14)

.gilb.com/store/4vRbzX6X

' | The 100 principles are directly

Compound Where ttw. - o. derived from ‘Value
proves .
—\Nhen \ Where if planning’ [B2], where they are

explained in about 7 pages, each

Big Cities over 3
million gesnigen
Country " Areain Country “ Class of People Class of People

YOU CAN USE ANY USEFUL QUANTITY OF QUALIFIER CONDITIONS TO EXPRESS A TARGET SEGMENT FOR YOUR PLAN.
Page 66 of 171 THIS ALLOWS YOU TO BE MORE COMPETITIVE, BY FOCUSING YOUR PLANS ON THE MOST PROFITABLE, OR CRITICAL,
SEGMENTS TO DELIVER VALUE TO.
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Chapter 4. Stakeholder Analysis

Requirement Sources

and

Requirement ‘Generators’



m Stakeholders: not just ‘users’ or ‘customers’ but much

Stakeholder analysis should begin on Day 1 of a project. It should focus on the critical stakeholders. It should
lead you their critical objectives. About 10 stakeholders, and 10 objectives is a good start. The process of
discovery of stakeholders, new information about existing stakeholders, and stakeholder’s changing values is

BCS Course London Pollution case

top level diagram,

with 2 level strategies, THURSDAY, DAY 4, OF STARTUP WEEK
In order to find value delivery steps next week, and the week after etc.

Advanced Congestion Charg@

Common Architecture Pla@2s

TOP STRATEGIESS )

{#) LABOUR EFFORT

Mayor Of Londogp——S Day1
Pedestriang S StakehOIders

MASTER PLAN TOP?
Iraffic M;'in;iqrrrnnn

@Time Restrictions For HGV's
{4 £ CAPITAL COSTS

‘An Agile Project Startup Week’ Top Values =

http://www.gilb.com/dI812

Explains the Day 1, 2 and 4 in this
diagram
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Reducing NuMmbers Of HGY's That Emit Large Quantlies Of Emissions

Allergies Best Id

@ Ban Private~lran @1
Clear Air Route Prioritigaign

ddbded

Boris Bikes
strictions
Stl‘ategies usiness Relocation
E Pedestrianise Central London
Penalties For Vehicles
IE Personal Power Generation
@ Production/Distribution Anti-Pollution Face Masks
[L] virtual Office

) —‘-}Air Quality

> Air Quality Index

»P Allergies

> :bApproval Speed Of Policies
>~ Clear Air Inhalation
Vehicle Emissions

DN [DRUG] BY [STRENGTH]

» Reduction In Respiratory Diseases
> Toxic Inhalation
»-P Traffic Volume

1 - Electric Venickes (And Including Bicycies) - Frea At All Times

D2 - Motarcycles (Private Use) - Premium Paid During Rush-Hour

3 - Motorcycles (Commercial Use| - Premium Paid During Rush-Hour

4 - Cars (Private Use) - Premium

08 - Light Goods Vehicles & Vans - Premium Paid For HusHour Trave
07 - Lorries And Heavy Goods \iehickes - Banned During Rush-Hour

08 - Public Transport (Buses) - Reduced Fares For Travel (Inantive)

& Top CriticarObjec| & FUMMY STRATEGY TOMORROW
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m Stakeholders: keeping formal track of them

Stakeholder mapping is a basic process; so that we can discover their critical objectives and other
requirements. We need to discover new stakeholders continuously, and consult with them to adjust

1. Statement
of Public
Participation

Problem 8. STAKEHOLDER MAPPING:
formal specification of acknowledged

2. ldentifying
issues and
gathering
evidence*

stakeholders and their acknowledged values is
not complete enough, public enough, and not
connected explicitly enough to the plan.

3. Vision and
Objectives*

Implement
and monitor

“You might forget a stakeholder,
but they will not forget you”. sy

published

8. Independent
investigation

we cannot easily see which
stakeholders have been

drafting and

‘3 d Policies®
{ 7. Review plan 6. Public "

proposals and consultation

ig nored comments on draft plan
How stakeholders think requirement How requirement gathering
gathering works. really works.
[ = R
we cannot see which ;
stakeholder concerns have
NI
o Y =
been included, and —
°
considered. T
X |/

© tom@Gilb.com 2020 https://assets.publishing.service.gov.uk/government/uploads/system/uploads/image_data/file/70901/Marine_Planning_wh
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m Stakeholders: the many to many relationship

A stakeholder can have many requirements, and a requirement can have many stakeholders. There is constant
churn and conflict, which must be resolved by intelligent balancing and compromise. A juggling act.

Digital Relationships

Vért]:kizi?dtz:s Emergency Response Servicey ) Many Stakeholders to Many Objectives Why no
Fastlege Your Doctor stakeholder?

Have no value

FHI Folkehelse Instituty™

attached Y

_— ()
Health Ministenr™™
Childrenc

= I s& Hospitalsr™S \
mployee —
et LSRN P’ Equipment Capacity
Employers( ‘\\ =) Fundin
Parent & Manmmtenance \\ 9
) [ )—=)> Get People Where They Need To Go
( >
e e g/ledical Companie . > Healthy Employees
ig choo
A )—) Keep Busdrivers Healthy
Kindergartens&search Institution ——

—)> Manpower
\? S )@ Monitor Epidemic

70."‘;\\ =) Public Information
~ —>

Research Information

Middle Schoo&
Primary SchootC_D)
Private Schools&

Universities&

}—) Resource Capacity
)—) Safety Of Passengers

)—) Stay Healthy
)}—) Substitute Drivers

P20"0OSWA course planing Covid-19 reduction

~

B

Cultural Events& 0
Sport Events& \/‘ -9._—
Work Events&

. L-—

“I told you not to challenge the

Public Transpo mﬁl’_ biggest stakeholder.” ~
()

Transporting Goods& Workol S
orkplace ™S

| ——-

Source March 2020

p/
-

It helps to have a digital tool to keep track of the stakeholder/requirement activity

Covid-19 OSWA Oslo Class exercise
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E Stakeholders:

precise and complete connections to plans

If you keep your plans digitally updated, you have continuous access to the relations a
stakeholder has with requirements, strategies, project plans, costs, and time.

Stakeholder <-> Value Digital relation. Covid-19 Planning

2.Stakeholder Level

=} [ Stakeholders
—& Emergency Response Servi€es
— & Fastlege Your Doctor
— (4 FHI Folkehelse Instituty

all digital
relations

A, Oslo, course planning Covid-19 reduction
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— A Food — )9 Education
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— & Hospitals —_):) Funding "
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@ ' # Authoring u

Health Minister

Level: Stakeholder, Status: Not Determined Type: Stakehc
Edit
Summary:

Description:

Link to existing...

pecification “ Roles

9 Funding v Select a Stakeholder Rol

¥ Monitor ... v Select a Stakeholder Rol

To: »® Publicl... v % Decision Maker



Stakeholders:

Templates to store knowledge about your stakeholders, for re-use.

Forgetting even one critical stakeholder, may cause total project failure. We need to use
all the tactics we can, to remember stakeholders, and their requirements, in our domain.

) REQUIREMENT GENERATORS Baa Service Peopie—

) ANTAGONISTS

~ Q DEFENDERS OF WEAK VI( |

S

|

|

/

|
|
|
|
‘/
|

Antagonists

ety
| |
l\ | |
\ \\ “ /
\;‘1. ! /

& Charities
& Councils
& Courts

& Governments

& Internet Security Bodies Useful

8 Media

& Pro Bono Lawyers
& United Nations
& Environments
& GROUP OF PEOPLE
& INANIMATE
& INDIVIDUAL
& Weak Victims
& Hacked On Internet

8 Handicapped

& Jobless
& Minors
& Poor

& Refugees
[9] Sick

& Single Mothers

& Voteless
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Stakeholder Types: a much richer picture than ‘Users’

Stakeholder
Attributes

keholder Allribule@ 4
Requirement g

Values of Power
For
Your stakeholders

%Coac hing Costs

»¥ Fixed Overhead Costs
»¥ Fragility/Robustness

»P Information Security
P Intelligibility

Strategies
For
Managing
Your stakeholders



E Stakeholders: they are the kickoff point for planning anything

There is a cycle of incrementally analysing stakeholders and their values, and then planning solutions and proving they work. You
cannot succeed by doing it in one big batch, with no feedback and experience. Some stakeholders will only rear their ugly heads
when you tickle the system with change. So be sensitive to that, and prepared to retreat, on a small incremental scale.

Internal
stakeholders

Company

ouners 8

Society

Learn | Stakeholders

Creditors

Shareholders
Customers

Measure o Values
|dentify Critical
Stakeholders ‘
Who and what cares about the outcome
I of our project?
Del iver NOT just users and customers SOI UtionS

Identify

Understand

Manage

L
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m Stakeholders: a framework of principles, words to the wise.

Stakeholders is a snake pit, mixed with other dangers and opportunities. There is

Spreading
Knowledge in Poland

Stakeholders determine and give priority to their values. Masterclass Project

May 2018
Katowice

Our planning can prioritise them, or not,
depending on higher our own priorities and limited resources

1. Some stakeholders are more critical to your system than others.
2. Some stakeholder needs are more critical to your system than others.

3. Stakeholders are undisciplined: they may not know all their needs, or know
them precisely, or know their value. But they can be analyzed, coached, and
helped to get the best possible deal.

4. Stakeholders may be inaccessible, unwilling, inanimate, oppositional, and Cmm{i‘?g%iﬁ

worse: but we need to deal with them intelligently. CdueatienEnsmer
5. Stakeholders might well ask for the wrong thing, a ‘means’ rather than their Civit EngiBi2o9y Kiowledge Activiets
real ‘ends’. But they can be guided to understand that. Or their requests can be Histor Museums
interpreted in their own real best interests. Medical Researcher

Socia Scientistg
6. Stakeholders do not want to wait years, get delays, invest shitloads of money, Arte Univereitio - eé piSe
and then little or no value. They want as much ‘value improvement’ of their Economic Universities Fhink Tanks,
current situation, as they can get, as fast as they can get it. For as little cost as Private Universitio

pOSSible, Technical Universities

7. Stakeholders cannot have any realistic idea of what their needs and demands
will_cost to satisfy. So their adopted (by you) requirements need to be based on
value for costs, not on value alone. Delivering small increments, based on high
value-to-cost, is one smart way to deal with this.

8. If you think you have found ‘all critical stakeholders’, | think you should
assume there is at least one more, and when you find that one, .... They will
emerge, and they are not all there at the beginning.

9. If you think you have found all critical needs of a stakeholder, there will always
be at least one more need, hiding.

10. If you do not understand, and act on the principles above; you will blame your .
failure on ‘system complexity’, and the unexpected and wicked problems. But in http://www.gllb.com/dl318

reality it is your own fault and responsibility; deal with it - up front and constantly. -
© tom@Gilb.com 2020 Some Stakeholder Slides 2009

Page 74 of 171



Chapter 5. Clear Objectives ... (is unusual)

Objectives
(and all notions of Requirements):
Future States, Visions, Value, Qualities



E Clear Objectives: the rockbed foundation of all plans

Unclear, and incomplete objectives is a rampant sickness, of too much within public planning. This is a worldwide problem, except for good
engineering and scientific communities. But the cost of bad planning is far too high, and in the public sector life is at stake, the quality of
many lives are at stake, and hard-earned taxpayer money is wasted for nothing. It is time to raise the alarm. To start a taxpayer and citizens
revolution. It is time to change our planning culture; and to recognise that bad planning, based on childish objectives, is irresponsible,
unethical, and shameful. Some parts of the human race knew better, long since. Time to change!

Problem 1.
CLARITY:
Lack of clarity.

Does everyone understand the problem the same way,
or do they have different interpretations?

Ambiguity, Scope
not defined,
misleading,
incomplete,

dated y coee FALSE AND MISLEADING PER MONTH,
BY A PRESIDENT
Washington post checking

2017 april  juli okt. 2018 april juli
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Clear Objectives: an example at UK Department of Work and Pensions.

One day some of my old students invited me to look at their project at DWP. They were at Director level. | found these nice
slogans, in the photo, about a new major government system, on their wall. | probed for clearer and deeper definitions of
the nice slogans, but they were not forthcoming. So we did a little exercise, and tried to come up with a list of the critical
objectives (below right). Then | tried to demonstrate, to their surprise, that these nice-sounding words could be articulated
as clear, quantified, measurable, well structured objectives; on the spot. They all said ‘nice platitudes’ about the planning
improvement this would enable them to do. And to my knowledge, never followed up and did anything about it. After all
they were civil servants, mustn’t rock the boat. I’'m sure they were overtaken by high priority events like new ministers. Still,
nothing happened. Sad for all the workers and pensioners.

5 . .
What is it about? g mmm

aking it easier § le to earn more money, by scrapping the | °
:ulrl:':; 't::nl:t‘l:tr.n‘:; ::f':rcdit system, and replacing it witha G Ove rn m e n t
single credit for people in and out of work
Those who don't work are encouraged to have a go ®) Peo p I e Se If_
Those in work are encouraged to earn more % . .
e is now no excuse for cheating the system S uffl C I e n Cy
oUnemployment
oHousehold

Employment
oWork Uptake

o ' Encouragement
v tor bt 124 the uppert 2 » oEarnings Increase
[Employed]
oFraud

oOperational Costs
oRule Updatedness
oClaim Data
Integrity “honesty,
correct, updated,
not fraud”
oMotivation

trse , | B Oqueﬁt
- the DWP could show me | Dependency

of Universal Cre
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m Clear Objectives: A Constructive example of becoming clearer.

The ‘What is it about?’ box, was the best the directors could show me. Sounds nice; a politician could have said that on television. But almost all
the words are capable of many interpretations. Try: ‘easier’, ‘people’, ‘earn more’, ‘scrapping’ and much more (see 2.1, 2.2). This is not a proper
basis for building a large country’s pensions and work system. In fact it is clearly unethical practice. My opinion. Would you defend these fuzzy
statements as good practice, in a court of law? | myself am not that crazy. The specification at left might not be immediately clear to you. It might
take some training and reading, to understand the detail. But | guess you can read it, and make some sense of it, if you take your time, and are
patient. But hopefully you can see an attempt at quantification, and organized structure?

An Example for DWP “What is it About?
“Making it easier for people to earn more money,

by scrapping the current benefit and tax credit

Of translating vague objectives

2011 London system, and replacing it with a single credit for
. people in and out of work.
Benefit Dependency: )
Ambition level: people will not have anywhere near the same 1ever orDeTref Those who don’t work are encouraged to have a
dependency as at present. go.

Th in work are en r t rn more.”
Scale: duration of defined Benefit Types for defined Claimant types under defined 0S€ ork are encouraged to ea Ofe

Circumstances

Past [2011, Benefit = Employment Seekers Allowance, Claimant = {Handicapped,
Single Mother}, Circumstances = Long Term Illness ] 7 years? £6? <- MW

Goal [Deadline = Next Election, Benefit = Employment Seekers Allowance,
Claimant = {Handicapped, Single Mother}, Circumstances = Long Term Illness ]
4years? t ? <-MW

Goal [Deadline = Next Election + 5 years, Benefit = Employment Seekers
Allowance, Claimant = {Handicapped, Single Mother}, Circumstances = Long ,
TermIllness] 2years? + ? <- MW tmefit and the support

™ more

), simple consistent ry les

* Stakeholders
oTaxpayer Disposable Income
oEarning Ease “taxing them less”
oClaim Ease
oEquitable Treatment (under the law)
oTailored Responsiveness
oRights Clarity “what, why”
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E Clear Objectives: specifying all things useful.

Being clear about what you specify, is a basic necessity. But ‘clear objectives’ are still not good enough, for many purposes, if they are incomplete; if they are missing information that helps us understand and manage
risks, that helps us prioritise, and that helps us make responsible changes. To deal with these things, we will need more than the ‘core objective’ itself. We need background information, like ‘who are the stakeholders?’,
and ‘what is the current state of play?’, and very much more. We cannot leave the decision, of what must be included in objectives, to individual taste. The organization needs to make, and enforce, those completeness
standards, It is not good enough that ‘everybody knows’ the correct planning culture, by tradition, either. Planning culture must be written down. It must be improved as needed. And it must be enforced effectively, such as
by using Specification Quality Control, as discussed earlier in Chapter 2. Below left, is a basic checklist of items to consider for making objectives ‘more complete’. On the right-hand side below, is a more-detailed, and
specific, set of Rules, to help people know, what ‘complete specification of an Objective’, means. In this case it is better to ‘err on the side of caution’, to include more rather than less information, about an objective, which
might cost £$€100 million, and affect 10 million lives, or more. Does that sound reasonable?

Problem 2. AFOTEC PLANNING POLIC Y
COMPLETENESS: PP1 (Critical) All critical ‘strategic’ mission-level objectives shall be identified together, in an unambiguous,
quantified, trackable, reportable and testable format. The top ten or twenty is sufficient at the first level. All
Incompleteness. . others should be subsets or ‘means objectives’.

PP2 (Scale) All objectives shall have a formally defined written ‘scale of measure’, directly, or in a set of their
sub-objectives. All ‘qualitative’ aspects are quantifiable.

What do people forget to
plan?

PP3 (Meter) All Objectives shall have at least an outline of the method or process by which we can track, test
* or estimate the numeric status of each defined objective, at any time from birth to death of the unit/project/

* Constraints system being tracked.

PP4 (Benchmarks) in setting objectives at least one, and possibly several, benchmark analytical levels shall
be established; and kept together with the Objectives. These shall include Past systems, Competitors, State of
& theArt, and Trends, as appropriate background for Objective users. Use {Past, Record, Trend} parameters.

P P5 (Stakeholders) all critical stakeholders in the outcomes shall be explicitly identified and consulted. They

o . .
Qualities, quantified shall, where appropriate, each have a separate, but related, set of Objectives, and if possible have explicit

* Next level up objectives intfegration i(\ the mgin sgt of objectives, and pos§ibly distinct-for-stakeholgfer levels-of-performance specified,
using [qualifiers] to identify stakeholders and their related {when, If} conditions.
L]
Costs PP6 (Basic Categories) Practical example
* Operational Costs {Qualil. Cast. Rilglion, Of a tool (Planning Rules)
supplementary informatio ; ,
* Responsibilities Impact Analysis, Evolutio to make sure that planners are ‘more complete

¢ Sources PP7 (Target Levels) Futu Especially if used together with |
[when, where, IF] qualifie Quality Control measurement (Spec QC) shall be
* Risks given (using ‘€’ or ‘Sourc That they do it every time
* Systems view PP8 (Approval) Approval Before a plan is released (Exited) it from a
formal ‘Inspection’ at no roval by
* And very much more...... an authorized Review Pz

T T Check out PP1, PP2, and PP'5 as exam!)Ies of making sure
whether design, (Evolutia Plans are ‘complete
© tom@Gilb.com 2020
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Clear Objectives: a sample ‘Objective, completeness’ standard

Here is the same planning policy as the previous page. | suggested it to Major General Jeffrey Cliver, off the cuff, one day. It is pretty similar to Rules and Policies in my books, like Competitive Engineering (2005) and
other examples for many clients. But the point | want to bring out here, is the citation he gave me for this, and for other ideas. He stopped all activity, cancelled his agenda, and ordered his staff to come and listen to my
ideas, like Impact Estimation Tables. No excuses like ‘no time’. Prioritization of the best Top Gun target, now ! He really appreciates concrete and deep ideas like this, and | expected he would act on some version of it.
Not every government employee appreciates these ideas, to put it mildly. But this guy is a literally “Top’ Top Gun, with an amazing record, you can find on the internet. Appreciating powerful ideas, listening to ‘outsiders’
like me, and implementing powerful ideas, is what makes him a Top Gun. Not everybody has the courage. Do you? Maybe | am expecting too much of ordinary civil servants. Maybe this is the kind of thing it took a
Winston Churchill to do. But we have to change! And somebody has to lead that change? My experience is that one fearless persistent person can lead the change, to massive adoption. But | suspect | underrate the fear
culture of some civil service organizations. Big downside, little upside. Who actually designs and determines a civil service culture? Yes Minister!

CENTER

\/’ AF OPERATIONAL TEST & EVALUATION
4

US AF Testing AFOTEC

TG Suggestion for planning policy 1998
(Rules for Objectives)

AFOTEC PLANNINGP OLICY

PP1 (Critical) All critical ‘strategic’ mission-level objectives shall be identified together, in an
unambiguous, quantified, trackable, reportable and testable format. The top ten or twenty is sufficient at
the first level. All others should be subsets or ‘means objectives’.

PP2 (Scale) All objectives shall have a formally defined written ‘scale of measure’, directly, or in a set of
their sub-objectives. All ‘qualitative’ aspects are quantifiable.

PP3 (Meter) All Objectives shall have at least an outline of the method or process by which we can
track, test or estimate the numeric status of each defined objective, at any time from birth to death of the
unit/project/system being tracked.

PP4 (Benchmarks) in setting objectives at least one, and possibly several, benchmark analytical levels ' : :
shall be established; and kept together with the Objectives. These shall include Past systems, N X it
Competitors, State of the Art, and Trends, as appropriate background for Objective users. Use {Past,
Record, Trend} parameters.

PP5 (Stakeholders) all critical stakeholders in the outcomes shall be explicitly identified and consulted.
They shall, where appropriate, each have a separate, but related, set of Objectives, and if possible have
explicit integration in the main set of objectives, and possibly distinct-for-stakeholder levels-of-
performance specified, using [qualifiers] to identify stakeholders and their related {when, If} conditions.

T I

r. fom Giib
£ Tk G EET X TS O TR
Sl .

PP6 (Basic Categories) Objectives/Requirements shall be defined in the following set of basic
categories {Quality, Cost, Function, Constraints}. In addition, the following sections will appear, with
appropriate supplementary information: {Stakeholders, Definitions, Assumptions, Risks, References,

Strategies/Designs, Impact Analysis, Evolutionary Plans) in addition to other sections, which are deemed
useful.

PP7 (Target Levels) Future target levels shall be specified as {Wish, Must or Plan}, together with
suitable [when, where, IF] qualifiers. Uncertainty shall be explicitly stated and detailed sources for the
targets shall be given (using ‘€’ or ‘Source’, or ‘Authority’). ST

PP8 (Approval) Approval of a set of objectives is dependent on at least two fundamental stages, (1) exit

from a formal ‘Inspection’ at no more than 0.2 Majors per Page Maximum remaining. Then (2) Go/No-go .
approval by an authorized Review Panel. NOtlce that Govern ment top managers
PP9 (Feedback) The currently-approved objectives shall be the fundamental basis for reporting all X Rea”y |Ike the idea Of some I'igOUI' in

progress; whether design, (Evolutio lopment, test] ration of the organizational unit or . . .
systom. © TOm@Gib.com 2038° Planning. At least when life is at stake!
FPage 8U ot 1/1



E Clear Objectives: incomplete information can cause project failure.

It only takes one missing detail to cause a project to fail, totally or partially. | do not believe we will ever manage to specify absolutely all useful details in a plan. There is a certain
fraction of information, which can only be learned and known, after partial implementation, measurement and reaction from affected stakeholders. But, we should work to do as well
as we can, cost-effectively, in the planning specification alone, thus reducing the number of surprises and threats, that pop up after partial implementation. My client experience tells
me that we can really expect to reduce planning defects by 50X to 100x, if we try! (Terzakis, Intel for example).

More Problem 2.
COMPLETENESS:
Planning Incompleteness.

[ Summary of some Causes of Government Failure }

Cause of Brief explanation of the Examples of government failure

government failure problem caused to consider

* Political self Government influenced by Farm support policies, the drinks

interest influential political lobbying  industry, transport lobby
*  Poor value for Low productivity / high waste Investment on IT projects in the
. . . money makes spending less effective NHS, poor record of PFl projects
. } ')
RlSk Of tOtal or partlal fallure *  Policy short- Governments often looking Road widening to reduce
. l y termism for a “quick fix” solution congestion, ASBOs for offenders
De ays (years.) *  Regulatory When Govt agency operates  Self-regulation on alcohol prices,
capture in favour of producers powerful energy lobby
. }
COSt Overruns *  Conflicting One policy objective might Minimum carbon price could
. d d . o ki //”" objectives conflict with another damage UK competitiveness
Ba €cision-ma “’Ig *  Bureaucracy & Costs of enforcement may Costs of meeting health and
red tape hurt enterprise & incentives  safety and environmental laws

° Bad Service reSUlt to populatlon —. Unintended Policies have unanticipated Smoking ban — increased use of |

consequences or unintended side-effects outdoor patio heaters

* Getting paid to redo the whole thing R

again M @

° ° ege . i

® EmbarraSS“]g pUbllC humlllatlon Political self Policy myopia - Regulatory Information

interest / lobbying search for “quick Capture failures
fixes”
° oty
* And more (Incomplete list here) 5%
poverty. =~ -
—rapsst S
https://www.tutor2u.net/economics/reference/government-failure « "' ""‘i‘i’{,‘,‘)j;g{i\‘;,
. Disincentive High Enforcement Conflicting Policy Damaging effects
© to m @G| I b.CO m 2020 effects / Compliance Objectives of red tape

Costs
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5.3 Clear Objectives: why is planning incomplete? Planning the Planning Process.

There is no public discussion or debate, about ‘making planning more complete’. Of course the notion of ‘complete planning’ supposes a notion of the objectives of planning, like risk reduction, agility in face of change, accuracy, predictability,
stakeholder co-operation, etc. And then, objectives stated and agreed, the stuff we add to the improved planning process is a kind of ‘design’ or ‘strategy’ for making planning better. What would you add to a plannng process, if you want to
improve the ‘Review-ability’ of the plan by independent reviewers? What would you add to a planning process, if you wanted to reduce the risk of cost overruns? So this whole ‘planning improvements’ is a multidimensional problem (many
planning values, and costs), with many design options. And of course | do not see anybody ever having such a systematic discussion about planning. Maybe on a few aspects (like stakeholder identity) in an obscure corner of academia. What we
need is that, at least, large organizations, like a Health Service, or a Police, Forest Service, Environmental Agency, or Social Services, to ‘formally plan their planning’ and ‘continuously improve their planning process’. But since they already have
such bad informal planning processes, why would they suddenly plan the planning properly? Googling ‘'making plans more complete’ does not turn up anything in this direction for me.

Problem 2.

COMPLETENESS: Government failure — When public sector intervention leads to inefficiency

Incompleteness.

Lack of knowledge about more complete
methods

Lack of motivation to succee
* No consequences
®* No rewards

* No leadership

Lack of training, with university and
organizational

Public Planning Culture
* Politics, not engineering
* WHAT CAN WE DO, IF WE CARE?

* OUR OWN PROJECTS, MUCH
BETTER

®* WAIT 100 YEARS ?

* Wait decades until sub-suppliers

Caused by:

Lack of incentives. Public sector workers less likely to be paid for performance /
profit targets.

Levels of bureaucracy. Governments tend to have more layers of administration and
planning.

Political interference. Decisions made for short-term political gain — rather than
sound economics, e.g. keep on unproductive workers.

No consistency. Change of government often leads to change of approach and new
political initiatives.

Moral hazard - Government can act lender of last resort - this may encourage banks
to take risks knowing they will be bailed out.

Regulatory capture - When government agencies become too friendly with
business/groups they are trying to regulate.

Unintended consequences. Policies to reduce relative poverty ‘means-tested

benefits’ can create ‘welfare dependency.
www.economicshelp.org

become planning competent.

© tom@Gilb.com 2020
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5.3 Clear Objectives: Planning the Planning Process: Draft ‘Objectives’ and ‘Stakeholders’ sets

Just for fun, after | wrote the previous page, and suggested formal planning of a Planning process, | decided to start work on that. So here, to give you some ideas, are a draft
set of stakeholders, and draft set of planning value-objectives.

Hopefully you can review my stakeholder draft, and think of some ‘stakeholders for planning’, that | forgot in my quick initial draft, for example a Minister (I’ll add that
immediately to my plan). And when | did it, | thought of some more stakeholders. Notice | divided up the planning objectives into 3 main sections (is there a 4th, like
Contracting and Bidding Platforms?, | think so, I’ll add it to the plan framework before | forget it).

The three are the planning process, the plan specification itself, and the plan results! | like that line of thought. I’ll add the ‘Contracting’ to it now.
Process Changability

PLAN PROCESS VALUES) -9 »= Process Effort Consumption
= Process Tailorability

Board Of Director
CE

Chief Financial Officen
Corporate Audi
CTO Chief Technical Officer,
Estimation Team
Objectives Planne

»=P Resources Control
P Risk Managability
ﬁ" Stakeholder Satisfaction
=P Value Deliverability

PLAN RESULT VALUES >
VALUES SET»

)"’ Plan Automation

ﬁ" Plan Conformance To Standards
H Plan Consequence Visibility
»=P Plan Flexibility

»==p plan Integration With Other Objects
)= Plan Intelligibility

H Plan Localization Language Capability

BELOW: the Text planning specification, =P Plan Reviewability
with 3 levels of values. = Plan Scope
This data was used to generate the diagram below. » Security Of Plan

- STAKEHOLDERS

Planning Directo
Planning Managey
Planning Stakeholder Objec
Project Manage
Quality Assuranc
Strategy Planne
Test Management

PLAN SPECIFICATION VALUES»~9>

ABOVE: Initial set of Stakeholders.

BELOW: | added Responsible Government Minister A — ABOVE:
and City Council & County stakeholders P9 Contracting And sding Paform oy . .
Initial set of Planning Values, without
Level: Stakeholder, Status: Intolerable Range Type: Value, Labels: no labels = Edit . . .
Board Of Directorsea Is Part Of: 3 PLANNING VALUES SET the Contractlng and Bldd'ng Va|ueS.

CEOSS Consists Of: & Plan Intelligibility To Bidder = Plan Intelligibility To Contracted Supplier »_Plan Legally Binding Capability »& Plan Spec B E LOW | ad d ed CO ntracti na Va| ues
Chief Financial Officerd Lesally Plan Intelligibility To Bidder
City Council And County Planners™3 Contracting And Bidding Platfor “ Plan Intelligibility To Contracted Supplier

Plan Legally Binding Capability
Plan Spec Legality

Corporate Audi -
CTO Chief Technical Officer &3

Estimation Team

Process Changability
Process Effort Consumption
Process Tailorability

PLAN PROCESS VALUES—

Objectives Planner

Outside Consultant Planner

Plan IT Suppor Resources Control

Risk Managability
Stakeholder Satisfaction
Value Deliverability

Plan Automation
Plan Conformance To Standards

Plan Reviewer

PLANNING VALUES SETSPAN RESULT VALUES

Planner
Planning Director,
Planning Manager,

Planning Stakeholder Objec
Plan Consequence Visibility
Plan Flexibility

Plan Integration With Other Objects
Plan Intelligibility

Plan Localization Language Capability
Plan Reviewability
Plan Scope
Security Of Plan

Project Manager,

Quality Assurance

PLAN SPECIFICATION VALUES—9>

Responsible Government Minister,
Strategy Planner O

Test Management -
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E Clear Objectives: Clarity of Relationships. National Health example.

Here is a sample of real NHS stated objectives. These are typical of ‘objectives statements’ found all over NHS planning. This is not a summary of
something properly specified in more detail. THIS IS IT. There is no cross reference or footnote, pointing to any other information. Relationship
details might be hidden in a larger plan. Have fun looking. If we then ask questions, like the ones listed at below-left, we get no good answers.

Problem 3. CONNECTIONS:
The NHS will provide a comprehensive range of services

Lack of Interconnectedness The NHS will shape its services around the needs and preferences
No source references. For claims. of individual patients, their families and their carers
The NHS will respond to the different needs of different
Where did this come from and when, who is responsible? |populations

The NHS will improve the quality of services and minimise errors
Not enough notes on relationships and impacts on other I The NHS will support and value its staff

things Public funds for healthcare will be devoted solely to NHS patients
Look at the NHS ‘Objectives’ The NHS will work with others to ensure a seamless service for

And ask patients
The NHS will help to keep people healthy and reduce health
1. Exactly which authority or stakeholders are inequalities
behind each Objective? AUNERErhe NHS will respect the confidentiality of individual patients and
provide open access to information about services, treatment and
2. How are these to be limited or prioritised (for performance
example by % of total budget)

) ) ] “We can tell that these are principles, rather than
3. What if there is a conflict between these objectives, by asking ourselves a simple question: could

objectives? we tell if the NHS failed to achieve them? The answer is:

not easily.”
4. Which instances are responsible for delivering https://bloa.aooroo.co.uk/2010/06/what-are-the-nhss-

these objectives? objectives/. Rod Findlay

5. How will these objectives be measured?

Page 84 of 171




E Clear Objectives: Clarity of Relationships. NHS Planning.

Another, more structured plan, which gives some more information about the objectives, based on the column they are in. But the same
questions (1 to 5) get no good answers. We. Are still faced with ‘unintelligible objectives’, which give us almost no information about
stakeholders, priorities or values.

\ppendix: Summary of NHS Improvement’s 2020 objectives 2016 for 2020
Quality Finance and use of resources Operational performance Strategic change Leadershlga:r;c:’iilrirt\;rovement
Continuously improving care Balancing the provider sector Maintaining and improving Ensuring every area has a Building provider leadership and
quality, helping to create the finances and improving provider performance against core clinically, operationally and improvement capability to deliver
safest, highest quali{y health and productivity standards financially sustainable pattern of sustainable services
care service care
1) Reduce to zero the number | 6) Achieve and maintain 8) Consistently meet NHS 10) Implement new care 12) Develop, maintain and
of providers in special sustainable financial Constitution standards models, including chains enhance effective boards:
measures balance for the provider over the period, with a 11) Ch ¢ tainabl both people and ways of
. , sector from 2017/18 particular focus on the ) Change to a g i aanind working
2) Two-thirds of inspected pattern of care in the
; . . . . . aggregate A&E standard, .
providers will be operating 7) Deliver with providers a 2% S s : : most challenged health 13) Expect every provider board
. ) ! while improving quality and
at CQC ‘good’ or efficiency improvement effici economies to reflect the diversity of the
p ” : . iciency . . .
outstanding’ levels of year on year, including people it serves, including
quality through implementation of | 9) Deliver mental health gender-balanced boards
. . the Carter Review waiting standards in .
3) Support providers in the roll . 14) Expect every provider to
out of seven-day hospital regommencalions aggregate every year - implement effectively a
services, working with Look at the NHS ‘Objectives’ recognised continuous
NHS England And ask improvement approach
4) Implement patient safety . . . 15) Decision-makers in providers
initiatives in priority areas 1. Exactly which authority or stakeholders are behind have access to high quality
, _ each Objective? information (including on
5) [}ehver g_téldantce ans toolfse income and expenditure and
sc;;?ﬂr?‘: deerzi sci)orr?sa €sa 2. How are these to be limited or prioritised (for example benchmarks such as from the
by % of total budget) Carter Review
recommendations)
3. What if there is a conflict between these objectives? 16) Focus on high value
interactions with providers,
4. Which instances are responsible for delivering these minimising any low value or
objectives? disproportionate regulatory
provement.nhs.uk/documents/180/NHSI_2020_Objectives_13july.pdf burden
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E Clear Objectives: Value quantification. UN Goal 1 example.

Here we are, the UN with essentially the same problems as above, that we analyzed with NHS UK. Most all terms here, are also ambiguous and undefined: not clear. In
addition there is no supporting detail, about many types of stakeholders. No excuses, like this is a high level generic plan. Many stakeholders, and their values, can be
identified, specifically (like Unesco, World Bank) and generically (local NHS). But in addition to the problem of relation information, there is, as usual, no information
about present and future needed levels of variables like ‘resilience’, ‘vulnerability’. There is no distinction between an improvement by 2030 of 1%, 10% or 99%

3 Nowsoe | 4 Eé'uc‘“l%u. 0 ?ﬁﬂn
/e | N
8 Eéu%mucm&
RALA
=" % THEGLOBAL GUAlS
"“ For Sustainable Development

Planning Problem 4.
VALUE QUANTIFICATION:

Lack of quantification of critical values,
qualities and degrees of success, failure and
goodness.

Never a clear objective.
Variable values rarely quantified.

\, “By 2030, build

1 CLIMATE 1 4 LIFE BELOW JUSTICE PARINHSHIPS
ACTION WATER ma THE GOALS
% g

consequent (to specifying a vision) Ve and those in vulnerable situations and reduce their

. the resilience of the poor
Rare to actually specify any

decisions, related specifications, or exposure

agreements and vulnerability

to climate-related extreme events and other

on ‘what levels of critical values are ‘
economic, social and environmental shocks and

current, ‘benchmarks)’ disasters”

* The 'Disaster Protection Poverty’ Target 1.5.
minimum in future(s) x ‘constraints’ * | have stated as an ‘"Ambition Level'.

* | have made bold or underlined above,

* terms needing definition

and are ‘enough ‘in future. ‘Targets’ + because of their ambiguity.

Page 86 of 171



Clear Objectives: Defining terms in a Scale of measure. Defining a Scale for the UN example of Poverty Goal 1.5

OK, sorry if there is a lot going on here. But there are many terms needing definition, and we’re doing it here. Part of our ‘Planguage’ definition structure is ‘defining things by decomposing them into
sets of things’. If we take a closer look, we have 4 related levels of decomposition. If you take your time, and follow the arrows and the text, you can hopefully see the definition process. If you have
difficulty, the good news is the structure is digitised and the app (ValPlan.net) understands it perfectly every time. And with some exercise in making these scales, on a workshop course, my
experience is that you too will, both understand, and be able to write, such Scales yourself, same day of the course. Everybody does that.

e Tag.Scale:

----- A Scale of measure for Target 1.5 (interpreted) is defined, and the ambiguous words are defined as sets of options, or attributes.

How to derive a Scale-definition from
avaque
Peginning to

“By 2030, build

% #Success Level# in [Building] [Resilience] for [Vulnerable] in [Situations] to [Shocks]. ,

(omwvunicate clearly ->

conomic Power, Health POW
ty, ...

Communications Ability,

Notice 3 J.vels of problem decomposition here
; P :compose values by defining a
2, Pecuw:nose Sealeinto [ ]
; b&/ E Avoiding, Escaping, Resisting, Recoveri 3. VQGOMPOSG voeale Pars] into’_,,;,‘r}ondifions
and those in vulnerabie situations and - Further decompos.tion is possible. See next
Shocks: defined as:

slide (22, En.ironriental)

ecovery Speed, Relocation Capabili-

Resilience: defined as:

the resilience ¢f the'poor

reduce their exposure

Climate, Economic, Sociﬂd&nvironmental]w_

1 - TS

-

# 1.1 Financlal Poverty
G1. Poverty (Decomposed)
¢ g P 1.5 Disaster Protection Poverty

)4 G10 National lnoqu..llly
> G11 Sate Communities

>4 612 Susmeatie Consurmgtion Ard Praducton

» G13 Climate Change

)P G14 Sustainable Seas

4 >4 G15 Sustarable Tarrestral Ecosystms

> G16 Paacitsl st Accountable Socetis

>4 G17 Efective Sustarable Deveicpmert

P G2 End Hunger

» a3 Healthy Lives

» P G4 Quality Education

» PGS Gender Equality

> G6 Water And Sanitation

» P G7 Energy Access

» % G8 Employment And GiuvlhFoster Innovation

and vulnerability

Environmental: defined as:

Earthquake, Flood, Avalanche, Fire

to climate-related extreme e

Situations: defined as: TOR 17 At

. A Years To Do

Individual Poverty, Family Poverty, Commul

vironmental shocks

and disa

i

Success Level: defined as:

* The ‘Disaster Protection Poverty’ Target 1.5. )

G Industrialization And nnovationt 9

» P Resilient Infrastructure

% 1h stated ‘Ambition Level’ The attainment of Resilience for the definec
ave eqa as an Ambpition Level.

#* 1 have made bold or underlined above,

Vulnerable: defined as:

» P Sustainable Industrialization

e —

* terms needing definition 7S\
73 S sima \i\ 12" Poor, Physically Exposed, Weak Health, No Network Fallback, Insufficient Insurance, Insufficient
* because of their ambiguity. S

Savi)regs, Employment Problems, .
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http://ValPlan.net
http://ValPlan.net

multiple undefined terms

Clear Objectives: UN example,

Here is some more UN planning. It might save the world from poverty, if anyone could really understand it, and agree to what it says. But | am
afraid the poor will just have to wait for us rich planners to get our act sorted out. | wrote a very detailed analysis of the problems with these
goals (like, they are not even Goals, they are strategies). So if you are to learn to analyze such bad plans, start reading at the below left.

UN-Clear Sustainability Goals

Let me spell it out, to leave no doubt in your mind.

A selection of The UN ‘Targets’
and Indicators for SDG1 (End Poverty)

un.org

(D)) LB GOALS 7
1.Notice 1.5 and 1.A 20 and 28 pitfalls. By my rough count these statements contain 20 (1.5) and 28 (1.A) ambiguous and \i\‘\ Ay KNOWLEDGE PLATFORM
undefined words. e
1.Like ‘resilience’, ‘exposure’, ‘ensure’, ‘significant’, ‘dimensions’.
2.There is no hope of any 2 people on the planet understanding all such terms as intended by the author (UN). HOME SDGS HLPF STATES SIDS UN SYSTEM STAKEHOLDERS
PEEE @ IEE I S oE. T
3.Two ‘Fuzzys’ (1.5 and 1.A) do not make a Clear Idea (SDG1), (End Poverty). ABOUT
4.If all (48+) ambiguous terms were somewhere defined, it might help reduce ambiguity. e 1.5 By 2030, build the resilience of the poor and those in vulnerable <"' 20

5.But there is no hint or pointer to such a glossary in the UN material. But there are some glossaui

6.So everyone is on their own.

1.5.1

7.Dictionary definitions will not be helpful. Too general, and too many synonyms there.

2. In a desperate attempt to clarify or define, they specify a few ‘measures’
(Indicators 1.5.1 etc, and 1.A.1 etc.).

1.5.2

But guess what? Same ambiguity problem! What is a ‘disaster’? What are ‘resources’?

1.5.3

If there were some UN statistics for these categories, they should be referenced, right here.

1. This is a messy mixture of ends and means, many levels of them.

2. Phrases like ‘in order to’ [1A] and ‘to (end poverty)’[1A] are what | call ‘link words’. They link a suggested mea
(strategy, solution) to a specified end.

3. The situation is that we have not defined ‘end poverty’ at all.

We have suggested some specific strategies (‘mobilization of resources’ (1.A), ‘predictable means’) (1.A) to reach a 4
badly-defined goal (‘end poverty’). 1 A]
Premature specification of strategies to solve badly-defined problems, is a bad planning idea.

4. We cannot know if these various nice-sounding ambiguous strategies are cost-effective,
because we do not have a clear definition yet of ‘end poverty’, to judge them by.
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situations and reduce their exposure and vulnerability to climate-
related extreme events and other economic, social and
environmental shocks and disasters

Pitfalls

777
—_— \’l/,,/

Number of deaths, missing persons and persons affected by
disaster per 100,000 people

Y 0 5 O N
Direct disaster economic loss in relation to global gross ? C
domestic product (GDP)a 20

Number of countries with national and local disaster risk

reduction strategies 4

<- 28
Pitfalls

Proportion of resources allocated by the government directly m

to poverty reduction programmes o 0 s N3

Proportion of total government spending on essential
services (education, health and social protection)

Ensure significant mobilization of resources from a variety of
sources, including through enhanced development cooperation, in
order to provide adequate and predictable means for developing
countries, in particular least developed countries, to implement
programmes and policies to end poverty in all its dimensions




Risk Management: Spoil Stakeholders Seriously and Substantially

Principle 7.9 OVERWHELMING VALUE

Try to overwhelm unavoidable disappointments,
with overwhelmingly successful, cost-effective, value delivery.

We have discussed many of the basic ideas, for delivering great value, earlier: here is a summary.

Focus on the top-level critical ‘few’ objectives
o So when you win, you win something important
Pick strategies that have a large number of good impacts on many critical objectives (using
IE Tables) at the same time. Like a smart chess move.
o So that if there is disappointment in some areas, there is some good news in the impact on
other objectives.
0 So that the total sum of effects is a large value
Prioritise immediate short-term, next week, value delivery steps, so as to get the highest
total value for the time and resources available.
0 Get off to a flying start with reasonable results, at reasonable costs.
0 Avoid using resources without some immediate value to show for it, as opposed to no value
whatsoever - which is embarrassingly common. ‘Value delivered’ over ‘work done’.
Pick the strategies with best values-for-costs in the ‘worst-worst’ case.
o When estimating value, use the Impact Estimation method of risk management. Consider +
uncertainty, and Credibility
o ‘Worst-worst case’ means the lesser estimated value in the £ range, times the credibility factor
(60+£20 = 40 x 0.5 = 20 <- 20 is worst-worst case). The most conservative estimate.
Make sure your supplier contracts are based on value for payment ([URL6, No Cure No Pay].
o0 Make sure you cannot continue to ‘burn’ money if things don’t work well for you. Slam on your
brakes, to avoid wasted resources.
o Do NOT contract for work done, or systems delivered. Contract for the results you expect; both
incrementally, step by step; and cumulatively in the long term.
o That includes the idea of contractually binding a supplier to long-term maintenance, at a
predictable cost.
= So they do not get too tempted to do sacrifice long-term maintainability characteristics
[URL28, A B, 1 Chapter 5 ‘Adaptability’]. Which you need to keep in your top 10 critical
objectives anyway!

Page 158 of 171

"I think it's very important to have a
feedback loop, where you're constantly
thinking about what you've done and
how you could be doing it better. I think
that's the single best piece of advice:
constantly think about how you could be
doing things better and questioning
yourself.”

Elon Musk, Co-Founder/CEO Paypal,
Tesla Motors, Inc. [F6], Space X, Solar

Photo From a TED Talk Video
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m Risk Management: Net the Net Improvement, Shit Happens, Relax. Be Cool.

Principle 7.10 ACCENTUATE THE POSITIVE:
Reward, and focus on, 'net success’, do not punish small accidents.

Policy 7.10 Focus on progress, ignore other
distractions

e We will clearly put all emphasis on the real
consistent progress towards our strategic goals.

Practical Tip 7.10 Make ten early bets on value

delivery
e jn your first 10 weeks of your project, plan 10 increments of
value.

e declare all increments as pilots, experiments, or trials

e (some might fail)
e but keep successes in place, and then scale up.
e The point is partly political, be seen as a 'value deliverer’.

e And is partly to get you in the mode of a 'stream of
measurable value delivery’.

o We will not do anything to criticize
experiments and small failures, assuming
they are genuine, controlled, attempts to
make progress.

e Why?
o To motivate people to try our new promising
ideas,
o and to avoid demotivation and fear.

“"Far better it is to dare mighty things, to win glorious
triumphs, even though checkered by failure, than to take
rank with those poor spirits who neither enjoy much nor
suffer much, because they live in the gray twilight that
knows neither victory nor defeat.”

Theodore Roosevelt (1858-1919) American President, in
"Strenuous Life”
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Chapter 11

Ethical Planning




Public Planning Ethics Principles

Do Good, Do no Harm,

10.

. The planning focus will be to deliver planned priority stakeholder

Ethical Planning: Do what is right for the stakeholders; go first class as planner.

PEP Be Humble and Open

All critical stakeholders will be identified and analyzed
All critical stakeholder values will be analyzed and quantified
All critical resources will be identified, estimated and budgeted

values, within minimum balanced public resources. The hig her level ethical ideas are:
Large projects will deliver a stream of early, continuous, and frequent °® M“Iti dim en Si on al PI annin g

measurable value deliveries.

Priority for delivery increments will be by value for resources, with ® Plan decision transparency
regard to planning risk.
e , , , ® Stakeholder Value-for-resources

Negative decisions will be recorded with detailed reasoning for . . .

declining or reducing priority, including minority opinions. ® Ea I‘ly Feedback and Correction: Dynam IC, agl le

Decisions will be based on written policies, logic, written specifications, ) H H e H H H

facts and evidence, and incremental feedback from real value delivery Ibnd?pendent roview, Qc’ c"tICIsm' Inves“gat ion
asisS

to our environment.
® Automation: Al

Plans will be developed in digital forms, so there is an integrated
digital database encompassing all details, past and present, normally

available to the public and media. ® Extreme Cla rity

All planning concepts, and all terms used in the plan, will be defined

in writing, and assigned a Tag: with the ideal of perfect intelligibility ethical | =6ik(o)l |

for all intended readers, all stakeholders, politicians, civil service, and adjective

system users. 1 relating to moral principles or the branch of knowledge dealing with these: ethical issues in nursing |

* avoiding activities or organizations that do harm to people or the environment:

© 2020 June by tom GI | b com * an expert on ethical investment | switching to more ethical products | adopt ethical shopping habits | ethical
- holidays.

ethical standards.
Welcome to reuse this with © notice - morally good or correct: can a profitable business ever be ethical?
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Ethical Planning: does anyone really adhere to this, with the level of bad planning they do?

The Civil Service Code
(via DWP)

UK

11.Where a civil servant believes he or she is being required
to act in a way which:

*is illegal, IMproper, or unethical;

*is in breach of constitutional convention or a

professional code;

* may involve possible maladministration; or

* is otherwise inconsistent with this Code; ® One place to go for o

he or she should report the matter in accordance with Ineed toget a job an
procedures laid down in the appropriate guidance or rules ® It's easy to claim (on
of conduct for their department or Administration. A civil and responsive to my
se!'vant shoulc.i a_llso report to the .a;_)proprlate authorities ® We will tell you P
evidence of criminal or unlawful activity by others and may ® You'll have

also report in accordance with the relevant procedures if he oy to tell us
or she becomes aware of other breaches of this Code or is 'l have to move ¢

required to act in a way which, for him or her, raises a
fundamental issue of conscience.

© tom@Gilb.com 2020
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m Ethical Planning:
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