THE STRATEGIC CHOICE APPROACH TO PLANNING UNDER PRESSURE

Location:
OR Society Training Suite, 12 Edward Street, Birmingham   
Date:

6/7 December 2010

Tutors:

John Friend and Professor Leroy White

__________________________________________________________________________________________
MONDAY 6 December 2010
09.30
Registration and coffee

10.00
Introduction to principles of the Strategic Choice Approach

10.30
Module 1: SHAPING tough decision problems - introduction to tools

10.45
Coffee break

11.00
Subgroup exercise: SPG phase 1 - SHAPING

11.40
Brief subgroup presentations followed by plenary review

12.00
Demonstration of optional use of software in shaping 

12.10
Mutual consulting exercise A: choosing examples of current problems in groups of 2 or 3

12.30
Lunch break

13.30
Module 2: DESIGNING a range of feasible strategies - introduction to tools

13.45
Subgroup exercise: SPG phase 2 - DESIGNING

14.25
Brief subgroup presentations followed by plenary review

14.45
Demonstration of optional use of software in designing 

14.55
Tea break

15.15
Module 3: COMPARING strategies under uncertainty - introduction to tools

15.30
Subgroup exercise: SPG phase 3 - COMPARING

16.10
Brief subgroup presentations followed by plenary review

16.30
Demonstration of optional use of software in comparing
16.40
Finish of first day

18.00
optional discussion session: Invited speakers presenting their experiences in introducing SCA 


methods in different fields – construction, health, environment

TUESDAY 7 December 2010

09.30
Review of learning on day one; preview of day two

09.45
Module 4: CHOOSING I: exploring uncertainties - introduction to tools 

10.00
Subgroup exercise: SPG phase 4:  EXPLORING UNCERTAINTY

10.40
Brief subgroup presentations followed by plenary review

11.00
Demonstration of optional use of software in exploring uncertainty

11.10
Coffee break

11.25
Mutual consulting exercise B: building problem profiles in small groups


(with 30-minute rotation of consultant, problem owner and reporter roles)

12.55
Lunch break 

13.55
Module 5: CHOOSING II: charting a strategy for progress - introduction to tools

14.10
Subgroup exercise: SPG phase 5 - CHARTING PROGRESS through time

14.50
Tea break

15.05
Brief subgroup presentations followed by plenary review

15.25
Demonstration of optional use of software in charting progress

15.35
Mutual consulting exercise C: presenting problem profiles & voting 

15.55
Demonstration of computer-aided consulting with owner of selected profile

16.30
Course review and wrap-up

16.45
Finish of course
Special Projects Group Exercise (SPG) 


      Info sheet 1: Shaping 

The Special Projects Group (SPG) is a central function of Universal Grid Services (UGS), the well-known national corporation which was privatised several years ago.  The future of the Group's 15 staff is currently being reviewed by the UGS Board, which has been examining all central service units from a value-for-money perspective.  Among the questions that have been raised are whether SPG should charge internal clients for its services; and how far it should start to market these services externally.

The manager of SPG, Stuart Orme, has been discussing with his two section heads how they should handle this situation.  One of the sections carries out a varied range of short term projects and is led by Henry Gray.  Henry has been in the Group from the beginning and has built up a national reputation for his work on strategic planning models - though his models are now less used within UGS than they used to be.  The other section is led by Hazel Bright, who joined five years ago and has recently led the development of a revolutionary new decision support system, GRIDEX, for assessing the priorities of proposed investment projects involving extensions to the existing network.  The use of GRIDEX within the corporation has been spreading fast; and the nine members of her section work almost entirely on this, five of them being now based on regional offices.

It is now becoming clear that GRIDEX could, with adaptations, also be marketed outside UGS.  However, Stuart fears that this could damage USG's current advantage over its newly formed competitor in the grid market, Essential Networks plc, which is rumoured to be forging links with a powerful European consortium.  This view is shared by Henry and also by Paul Edge, the planning manager of UGS’s Outland Region in which the use of GRIDEX was pioneered.  Paul argues that no version of the system should be marketed externally before 2013 at the earliest; and that, even after that, those specialised features which strengthen the competitive position of UGS against EN should be omitted.  Hazel has a different concern; that a more commercial approach to the marketing of GRIDEX, whether internally or externally, could lead to a gradual erosion of those features that highlight the impacts of investment decisions on network users in inner cities, small businesses and rural areas.

Stuart Orme reports to a Company Director, Frank Lash, who would like to see SPG absorbed into a large new Information Services Department.  This is likely to be headed by Dennis Manning, the current Computer Manager, and dominated by IT systems concerns.  Another idea that finds favour among some staff in SPG - but not with Stuart - is that Hazel's section should form the core of a separate company to market GRIDEX and related decision support services - possibly in some form of partnership with academic management scientists.  One possible partner is the nearby University of Wenchester, where Dr. Pearl Towers has already been developing some complementary management software.  However, others in the Group think it would be better to seek a partnership with the highly-regarded French company Systèmes Hulot - perhaps opening up the prospect of substantial grants from European Union programmes.

Whatever happens, the possibility arises that some regionally-based staff could be transferred to the regional divisions for which they currently work.  However, Stuart fears that such a process of dispersal could erode the cohesion of the group and damage its long-term recruitment and training strategy.
GROUP TASKS: 

· Discuss the issues raised or implied in this information, with one member of your group recording on a flipchart
· Start lists of Decision Areas, Uncertainty Areas and Criteria

· Draw a first Decision Graph and identify important or urgent decision areas

· Suggest an initial Working Focus

· Appoint one member of your group to present your decision graph and focus briefly to the other groups

Special Projects Group Exercise (SPG): 


    info sheet 2: Designing

Memo         from: Dick Newman  
to: Stuart Orme

Subject:  review of options 

Working with a few other younger members of SPG, I have been trying to structure the main decisions we now face, as they seemed to present themselves at last week's internal group meeting.  I shall first consider the key decisions about GRIDEX, as these appear central to the economic viability of our group; then I shall move on to some of the wider organisational issues.

Decisions relating to GRIDEX as a Product:  First, there is the choice of what we do over marketing GRIDEX externally.  Do we plan for an early launch (i.e pre 2013); or a later one (2014 or 15); or none at all?  There is also the question of whether or not we link up with a partner in marketing GRIDEX; realistically, we are agreed that the only possible partners could be the local University or Systèmes Hulot.  One urgent related issue concerns our choice of development priorities for GRIDEX over the next 12 months.  Do we concentrate on continued fine tuning in response to internal demands, or should be begin introducing structural changes with a view to external marketing?

We believe that a partnership with Hulot will be essential if we wish to launch before 2013; indeed one of us, Greg Young, believes that Hulot would not be interested in a later launch.  If we are to launch before 2013, we are convinced that our priority must be to restructure GRIDEX in the year ahead; indeed, if Hulot are to be our partners, we believe this priority will be forced on us, whatever the planned launch date may be.

Organisational Choices: Apart from preserving the status quo - which we believe has advantages in terms of flexible working and staff development - we believe that two possible organisational options for SPG have to be examined - whether or not we in the group think they are desirable.  These are:

- SPG becomes a self-contained division of the proposed Information Services Department, as proposed by Frank Lash;

- a separate Company is formed to develop and market GRIDEX,  perhaps through a management buyout; this could involve some present staff of SPG being transferred to regional offices, with others absorbed as individuals into ISD or other headquarters groups.  

Links between GRIDEX Decisions and Organisational Decisions.  We believe we could still market GRIDEX externally whatever our organisational status.  However, if the group were to become part of ISD, the organisational upheaval would certainly be such as to rule out a launch before 2013.  If we did become part of ISD, we could exclude the possibility that Hulot will consider entering into partnership with us.  Most of us - again with the exception of Greg Young - believe that a university partnership would still be feasible in these circumstances.   
GROUP TASKS: 

· List the decision areas within the focus as now identified, showing the options available within each (e.g. designing slide 4)
· Draw a compatibility table for the options in your first two decision areas (e.g. slide 5)
· Try drawing an option graph to show all the option bars for your first three decision areas (e.g. slide 7)
· Display the range of schemes for your first three decision areas in an option tree (slides 7, 8)
· If you have time, extend your option tree to add a fourth decision area.  
· Appoint one member of your group to present your range of schemes briefly to the other groups.
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