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Case Study:

Gaining Team Consensus in Project Planning - Part 2
By Jerry P. Keslensky

One of the most difficult and critical aspects of working with a project team is consensus building.
Part 2 of this case study focuses on Steps 2 and 3 below.

Step 2: Solicit obstacles - "Why can't it be done?" Most people feel that “nobody wants to listen to
my concerns” therefore this approach helps to build trust and respect.

Step 3: Derive intermediate objectives - “What must be achieved so that the obstacles will be
overcome?" This is when we create a prerequisite tree diagram to focus the team on separating
into manageable pieces, the overwhelming prospect of realizing our ambitious target .

“What are the obstacles that exist in our current reality that must be over
come in order to achieve our final solution objectives?"

The team having established a list of Final Solution Objectives now was faced with developing a
plan to achieve those objectives. The team had agreed that if these Final Solution Objectives
could be achieved that the business problem would be well addressed. The real problem facing
the team was getting from here to there. Everyone could see huge roadblocks and pitfalls
standing in the way.

The first step in obtaining order from the erupting chaos was to allow everyone in turn to surface
all of the obstacles that they could identify, so that each could be addressed. Each obstacle is
essentially only one sentence, clearly stated. We go around the group, one person at a time and
let every person contribute or pass until all obstacles are raised.

Here is the list as generated by the team.

* Many of our current suppliers are not operationally ready to meet the demands of our business
requirements.

* Many of our suppliers are currently operating under very narrow profit margins and will be
reluctant to perform additional services unless they receive additional compensation, which will
raise the cost of some of our parts.

* Relationships with many of our suppliers are informal and not well defined as to performance
expectations.

* The current insignificant levels of business we provide for many of our suppliers can result in the
supplier not being willing to provide additional services or to cooperate in a supply chain
performance improvement program.

* Supply chain management methodologies do not currently exist formally in XYZ operations.

* We do not currently know the readiness level of our suppliers to be able to accommodate
requirements we have for improving our supply chain performance.

* A uniform method of measurements and performance metrics currently does not exist between
XYZ, our customers, and our suppliers.

* We have many of the same suppliers doing business with multiple XYZ business entities in an
uncoordinated manner with no single point of relationship management in existence.

* We currently don’t have a detailed list of potential supplier coordination conflicts.

* Suppliers are currently complaining that they are overloaded with information with regards to
multiple XYZ programs and initiatives.
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* The demand for many parts that XYZ distributes is understated due to the lack of data being
captured at time of order entry with regards to “fill or kill” orders.

* Current poor communication between entities inside and outside XYZ creates many planning
and forecasting disconnects.

* We currently have no formal plan or methodology for processing returns from customers so that
they do not adversely affect the quality of our inventory

* We currently do not have a plan for the disposition of surplus, slow moving and obsolete parts.
* We currently do not provide forecasts to our suppliers.

* There currently does not exist a detailed and up-to-date analysis of our obsolete and excess
inventory.

* Many customers and suppliers don’t have confidence in our forecasting or other programs
because we have not been able to deliver as expected in the past. This detracts form our ability
to convince our suppliers to participate in new initiatives.

Once the list of obstacles had been constructed, the obstacles were logically organized
into associated groups. Then the task of sequencing the obstacles was addressed. Which
obstacles had to be over come first, second, third and so on. At this point a prerequisite
tree could be constructed.

Starting at the bottom of the prerequisite tree diagram would be the first obstacle that had to be
addressed and the associated prerequisite intermediate objective that would overcome that
obstacle. Then obstacle by obstacle each additional prerequisite intermediate objective was
added to the tree until a final solution objective was reached.

At the base of the prerequisite tree
diagram, we place the obstacle that
logically must be overcome first in
our efforts to reach our solution
objective.

here currently does
not exist a detailed an
up-to-date analysis of
our obsolete and
excess inventory.

The hexagonal box represents this
obstacle, while the rounded corner
rectangle represents the
intermediate objective that will
overcome this obstacle.

Ohstacle

A detailed an up-to-
date analysis of aur
obszolete and excess
inventory is created.

Prerequisite

Then we move to the next sequentially logical obstacle and determine its appropriate
intermediate objective. Finally, we complete this branch of the prerequisite tree by indicating that
with the completion of the two intermediate objectives we are ready to implement this desired
solution objective as shown in the squared corner rectangular box at the end of the branch.
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Frerequisite

A detailed an up-to-
date analysis of our
cbsolete and excess
irventory is created.

Chstacle

here currently does
not exist a detailed an
up-to-date analysis of
our ohsolete and
EXCESS inventary.

Frerequisite

Y

A plan for the
Obstacle disposition of surplus,
slow maving and
obsolete parts is

implemented.
WWe currently do not
have a plan for the
disposition of surplus,
slow moving and
ohsolete parts.
¥

OBJECTIVE: To improve current inventory gquality we reduce the existing slow
moving inventory, excessive surplus inventory and obsolete inventory.

1.To eliminate existing slow moving inventory and excessive surplus inventory
we identify new customers who can utilize that inventory now, and to market our
inventory to those customers.

2.To eliminate obsolete inventory we identify new customers who can utilize that
inventory, they still have a need for older parts, and we market our inventory to
those customers.

3. We return and exchange some existing slow moving inventory and excessive
surplus inventory with suppliers , some existing slow moving inventory and
excessive surplus inventory is wholesaled to other distributors.

4. We scrap for salvage some ohsolete inventory and some is written off
completely.

PRT Branch 1
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Next we begin at the bottom of a new branch with the first obstacles and their intermediate
objective solutions. We are building the tree from the bottom up with two parallel paths in this
example. Finally we end off this prerequisite tree branch by indicating that after the completion of
all of the prerequisite intermediate objectives in the two parallel paths at the base of the tree, we
are ready to begin implementing the solution objective in the square cornered rectangular box.

Prarequisite

mprove
coordination and
communication is

established and

embraced by all
related entities.

Current poor
communication
between entities
inside and outside
K¥YZ creates many
planning and
farecasting
disconnects.

y Prerequisite

A program of
impraved data
capture is
implemented

Theddemand for mawny
parts that ®¥Z
distributes is
understated due to
the lack of data being
captured at time of
order entry with
Rgards to "fill or kill,
orders.

disposition of surplus,

Prerequisite

A plan far the
disposition of surplus,

slow moving and
obsolete parts is
implemented.

We currently do not
have a plan for the

slow rmoving and
obsolete parts.

Prerequisite

¥

A formal plan and methodology
far processing returns from
customers so that they do not
adversely affect the quality of
our inventory is implemented,

Obstacle

W' currently have o
formal plan or
methodology for
processing returns
from custorners so
that they do not
adversely affect the
guality of our
inventory

those causes.

associated with that equipment.

manufacturers and parts.

OBJECTIVE: We improve our on going inventory quality by addressing the causes of slow moving
inventory, excessive surplus inventory and obsolete inventory and eliminating or significantly reducing

1. We establish a process to monitor the lifecycle of the equipment that we support. As a type of equipment
is being phased out at the end of its life cycle, we reduce the stocking levels of replacement parts

2. Working with our customers, our vendors and equipment manufacturers we improve our forecasting
accuracy to allow us to better match current and anticipated parts demand with our inventory stocking.
3. We significantly improve our inventory control to eliminate part losses.

4. We redefine our inventory management policies to better align with our stated company goal.

5. We address issues of parts reliability by monitoring customers stated preferences for more dependahble
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¥Y L identifies and

adopts @ program of

formal supply chain
management
methodologies.

supply chain

management
rmethodologies do not

supply chain
managerment
methodologies do not
currently exist
formally in X¥Z
operations.

currently exist
formally in X¥Z
operations.

h |

A detail list of
potential supplier
coordination conflicts

is developed.
W'e currently don't
have a detail list of
potential supplier
coordination conflicts.
¥
A plan far

coordinating rmulti-
entity supplier
relationships is
created and
implemented,

¥YZ business entities

in an uncaoardinated
manner with no single
paint of relationship
management in

jJ

gxistence. L
All initiatives are

coordinated and
consolidated into the
rain project.

Suppliers are

gurrently camplaining
that they are
overloaded with

information regarding

to multiple XY Z

Y

pragrams and
initiatives,

Customer and
Supplier buy in to the
main project as
envisioned is
obtained.

ty customers and suppliers d
ave confidence in our forecasting or
other programs because we have not
been able to deliver as expected in
the past. This detracts form our ability
corvince our suppliers to participat
in new initiatives.

A program of farmal supplier
relationship management is
established and performance
expectations are clearly
identified, communicated and
accepted by all parties.

Relationships with
many of our suppliers
are infarmal and not
well defined as to
petfarmance
expectations.

Y

A supplier readiness
asgessment is
conducted and

supplier readiness is

Ko,

evel of aur suppliers
to be able to
accommodate
reguiraments we have
far improving our
supply chain
perfarmance.

h J
A detailed supplier
readiness and
participation plan
gxists, and minimum
supplier perfarmance
requirements are
established.

any of our current
suppliers are not

operationally ready to
meet the demands of
our business
reguirements.
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Continued on Page INV4

This last
prerequisite
tree branch
is the most
complicated
as it has
three
parallel
paths to the
final
solution
objective.
These are
the first two
paths
starting at
the bottom
of the tree.
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This is the completion of the last branch of the tree; it shows three separate paths that terminate
into the final solution objective. The prerequisite tree as a focusing tool has provided the team
with a structured approach to understanding the required intermediate objectives and their
implementation sequencing so as to prepare us to implement our aggressive solution target

objectives.

A detailed supplier
readiness and
patticipation plan exists,
and minimum supplier
performance reguirements
are established.

©

YWe provide forecasts

to our suppliers.

WWe currently do not
provide forecasts to
our suppliers.

A program of supplier
consolidation to
enhance the

desirability of supplier
patticipation is
created.

he current insignificant
levels of business we
provide for rany of our
suppliers can result in the
supplier not being willing to
provide additional serices
orto cooperate in a supply
chain performance
improvement program.

A uniform method of measurements
and perforrmance metrcs is
established and adopted by XYZ,
our customers and our suppliers.

measurements and

perfarmance metrics
currently does not

exist a betwean XYZ,

out customers, and ¥ " “I =
H =10 chain
our suppliers. OBJECTIVE: We closely paﬁtpnirs

measure and monitor our
inventory quality by
hackorder frequency,
inventory turns, and the size

proportionately share
benefits obtained by
optirmization of the

sunnly chain. Aany of our suppliers are

of the inventory as a
percentage of revenue.

1

1r; ¥

OB.JECTIVE: We shrink the supply or replenishment cycle time for parts by
instituting a process of supply chain management in conjunction with our

currently operating under
wery narrow profit marging
and will be reluctant to
petfarm additional services
unless they receive
additional compensation,
wehich will raize the cost of
some of our parts.

parts suppllers.

1. We encourage suppliers to establish local inventories in Atlanta adjacent to
our distribution facility. These local inventories can provide same day supply
or replenishment to us “just in time" to satisfy order demand.

2. We work with suppliers to streamline their fulfillment process and shorten
their order cycle times.

3. We provide suppliers with detailed forecasts of our estimated and actual
demand to facilitate their own forecasting. We establish data interchange and
sharing to help facilitate this process.

4. We shift appropriate items fulfillment to suppliers who are capahle of
shipping parts directly to our customers as effectively as we can, but insuring
that the drop shipments are done as transparently to our customer as is
possible to eliminate potential disruptions to their business activities.
(packing lists, parts labeling, etc.)

5. We minimize the number of nodes (points of coordination) that define the
supply chaln.

6. We establish in conjunction with our suppliers a set of glohal perfformance
measures defined from our customer’s perspective that are utilized to insure
that all participants in the supply chain are aligned on the achievement of the
same goal, and to assist in driving continuous improvement in the
performance and management of our supply chain.

PRT Eranch 3

The oval shaped symbol at the junction of the three paths as they enter the final solution objective
indicates that the completion of the prerequisites in all paths is required before implementation. It
is the equivalent of a Boolean logical "AND" operation.
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The team members’ confidence in the process grew as each small logical step in working out all
of the required objectives was introduced and explained. The main advantage of the tree
approach was its stepwise refinement of the problem analysis and the focusing of effort that it
facilitated. Both the experienced members of the team and the less experienced members of the
team became very comfortable with the process. Tree building is very interactive and promotes
excellent engagement from everyone. Regardless of their age or experience, each participant
had a strong sense that they were being heard and that they were an equal contributor to the total
solution. The result was team consensus with the outcome of the planning process. In Part 3 we
will see how these objectives are related to actions to help the team develop a project network.
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