

[bookmark: _GoBack]Vested® Module 5 Interactive Learning
Overview of Interactive Learning Session
· This interactive learning session is designed to help you close all of the gaps you have in your readiness.
· There are three deliverables that will need to be completed as part of this module:
		Part 1: Stakeholder Analysis
		Part 2: Organizational Alignment
		Part 3: Establishing Guardrails and Gate Reviews
· List the obvious stakeholders that affected by any changes to the status quo
· Stakeholders can help or hinder what you are trying to accomplish
· Stakeholder can be impacted by what you do
· List the not-so-obvious stakeholders that may be indirectly affected or have an interest
List the Stakeholders Worksheet
Stakeholder Analysis
· Refer to Who Are Your Stakeholders (Part 1) 
· Map your stakeholders to the chart on the Stakeholder Analysis – Ranking Matrix V1
· After each name, add an indicator key for each stakeholder’s current support (or lack thereof) for the initiative
	Symbol
	Rank of Stakeholder

	+
	Proponent / Supporter

	–
	Detractor / Adversary

	O
	Unknown



After each name, add an indicator key for each stakeholder’s current support (or lack thereof) for the initiative 
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· List the Insights and Concerns that you have on your top ranked shareholders on the next three pages
· Short exercise 
· Limit yourself to 15 minutes or less, so you do not get bogged down
· Brainstorming rules – no such thing as a bad idea
· Record your ideas on the next page
Record Insights & Concerns on the Stakeholder_Analysis_&_Comm_Plan_v5
Determine Insights and Concerns
· What do you know about your stakeholders?
· What is their current position on key elements?
· What concerns have they made public?
· Are there any other issues or concerns that have not been openly discussed, but which may need to be brought forward?
Check Your Work and Expand Your Knowledge
· Have your team members perform the same exercise. 
· Review your list with your associates and team members. 
· If you are working with your outsourcing partner have them perform the same exercise for their company, compare results. 
Document Known Issues
· For your top-ranked stakeholders, list their issues of which you are aware
· Note:  in some cases, the stakeholder may be incorrect, but if that is their perception you should list it – because you will have to deal with it!
· Then, on the following page, list those issues for which you need additional information
Record Issues on the Stakeholder_Analysis_&_Comm_Plan_v5
Additional Stakeholder Analysis
· Once you have completed the Stakeholder Analysis for your Primary Stakeholders, consider if there are additional stakeholders that also need more consideration
· It is often a good idea to consult with stakeholders that you ranked as being a potential detractor/adversary of your efforts
Organizational Alignment
· As you build your team, review the stakeholders and determine who will be on the team that will create the Vested Agreement.
· Formally appoint a Deal Architect from both the company outsourcing and the service provider.   A Deal Architect is the primary person responsible for crafting the agreement.
· Identify and link key members and champions of each organization.
· Use the table on the next page to help you think through how to match roles across the organizations.   Use a “2 in a Box” approach to map peers (it is Ok for one person to play multiple roles for smaller deals). 
How do the Organizations Align? 
Complete the Organizational Alignment V1 worksheet
At  a minimum, the Deal Architects for both companies should be taking this class so they can lead the parties to a successful Vested Agreement.  If possible, all key participants responsible for the agreement should take the course. 
At a minimum, all Primary Stakeholders should complete the Vested Outsourcing Orientation modules. If possible, adversaries and secondary stakeholders should too.
Guardrails and Gate Reviews
· Each team (buyer and service provider) should form a team from each companies’ set of key stakeholders
· Representatives from each company ought to meet to discuss all relevant guardrails*  
· These are also called non-negotiable terms
· Documentation: This is a two part exercise
· Part one document the guardrails
· Part two establish a gate review process
· Note – Participants must get approval from senior leadership on the guardrails for their company.  It is typically against the norm to share guardrails and senior leadership should have buy-in on why this is important.
List your guardrails in the Guardrails Worksheet V1
Establish a Gate Review Process
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· It is crucial that the parties involved in the agreement set up a formal gate review, or a process for providing measures and project authority for the teams
· Develop your gate review process
· Identify decision makers (from your stakeholder lists)
· Develop and document the contract review process
· Document the team’s level of authority
· Form the Team
· Enter your gate review process parameters on the following pages
· Which Stakeholders Need to Approve? Establish who needs to review/approve the contract (this needs to be done for the buyer and supplier)
· Who needs to be on the team? Establish who needs to be on the Contract Team (for both the buyer and the supplier)
· Limits of the Contract Team’s Authority? Establish the Contract Team limits
· Critical Approval Points? Establish the approval/review check points
· Suggested minimum number of gate reviews is five – one for each of the Vested Five Rules. 
· Establish a formal gate review process
· Who is on the review team
· What documentation is required for review
· What is the escalation process for negative decisions
· Who will present and when will meeting be held
· What is the timeline for decisions
· How will approval be given and communicated to leadership
· Establish the deliverables for the gate review process  
· Suggested minimum is one deliverable for each of the 10 Elements of your Agreement
Complete the Gate Review Worksheet V1

Examine Your Existing Relationships
· If you have taken the Vested Compatibility and Trust Survey (CaT) review the results with your team. 
· Seek to understand gaps in the relationship
· Agree on how the two organizations will work to close these gaps
· Are there relationship issues that will impede your agreement? These should be addressed first.  





This Template is provided as a reference tool as part of the Vested Online courseware. Please feel free to use it as you develop your Vested Agreement. 
The tools and templates are provided to assist you in learning about Vested Outsourcing. It is copyrighted material by the authors and is provided for individual use.  
For more information, please contact us at: 
	Kate Vitasek
	Karl Manrodt
	Mike Ledyard

	kvitasek@utk.edu
	karl@manrodt.com
	mledyard@utk.edu
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