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Structuring Strategic Projects Requires at least 3 
components!
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Structuring Problem
(Why & What?)

Tracking Progress
(Where are we?)

Structuring Process
(How?)



Objectives & Agenda
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CET Topics and Activities

14:00 – 14:30 Check-in and Overview
14:30 – 15:15 Structuring Problem
15:15 – 16.30 Structuring Process
16:30 – 17.00 Tracking Progress
17:00 – 17:15 Closing

• Learn to structure the problem

• Set-up the structured process to 
manage projects

• Identifying techniques of  tracking the 
progress
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What is the Situation, Complication, and Questions 
we need to address? 
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What is the 

Situation?

What is the 
Complication?

What are the key 

Questions?



Scoping the problem in the beginning is critical to the 
success of  the project.
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Product Geography Market 
Segments

Distribution 
Channels …

In
su

-
ra

nc
e

- Motor - Switzerland and 
Spain

- B2B: Corporates
- B2C: Direct Customers

- B2B: Car Collaborations
- B2C: Agents, App

- Ring - Rivendell to Mordor - Not ApplicableLO T
R

- Not Applicable



Objectives & Agenda
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• Learn to structure the problem

• Set-up the structured process to 
manage projects

• Identifying techniques of  tracking the 
progress

CET Topics and Activities

14:00 – 14:30 Check-in and Overview
14:30 – 15:15 Structuring Problem
15:15 – 16.30 Structuring Process
16:30 – 17.00 Tracking Progress
17:00 – 17:15 Closing
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Structuring Process for Projects entails defining 
Approach & Stakeholder Map
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High Level Approach: How are we going to do it?

Strategic Stakeholder Map: Who will be involved? 

Structuring Process



5 Golden Rules for Defining High Level Approach
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Assessment Implementation Tracking
1: Divide project in 3 to 4 
logical subsets

§ xxx § xxxx § xxxxKey 
Activities

3: Put “Key Activities” – One 
level down, logical 3-4 bullet 
points – Start with Verbs (Pro-tip)

X months X months X months 2. Estimate timeline, relative 
positioning

Key 
Deliverables

Key 
Milestones

§ xxx § xxxx § xxxx 4: Write Key Deliverables and 
milestones, if  feels relevant

5. Sanity Check: Does it makes sense?



EXAMPLE – The Fellowship
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§ Agree on the route

§ Design striking strategy

§ Estimate resources 
needed

§ Prepare checklist

Planning
Setup/ 
Resourcing Journey

Key 
Activities

Key 
Deliverables

Key 
Milestones

§ Aligned Plan § Readiness for Journey

Fellowship Meeting

§ Align plan and gather 
support from allies

§ Prepare key team members 
physically and 
psychologically

§ Galvanize resources 

Go/ No Go

§ Start the journey of  fellowship
§ Report at the meeting points 

§ Delivered Result

1 month 1-2 months 3-4 months Total: 7 Months

Celebration

TIMELINE NOT
TO SCALE



BUSINESS EXAMPLE
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EXAMPLE



Project Management is a play of  Designed & Emergent 
Structures
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Designed 
Structures:
Formal, Strategic, Rule-
based, Efficient

Emergent 
Structures:
In-formal, Emergent, 
Communal, Creative

Source: Adapted version from Fritjof  Capra’s “The Systems View of  Life” 



Structuring Process for Projects entails defining 
Approach & Stakeholder Map
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High Level Approach: How are we going to do it?

Strategic Stakeholder Map: Who will be involved? 

Structuring Process



Design Strategic Stakeholder Engagement Plan
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Advisory Board/ Program 
Sounding Board

• xxx

• xxx
CEO/Program Manager

• xxx

Board of  Directors/ Program 
Sponsor

Executive Board/ Steering 
Committee

• xxx

• xxx

Team 2

• xxx

Team 3

• xxx

Team 1

• Decision making, solving 
road blocks

• Every 6 months

• ….
• Every Quarter

• …
• Every 2 weeks

• Advising on key issues
• Every 2 months

• xxx

<Creative Committees>

• Keep it flexible (if  possible) both in terms 
of  people and frequency

• Workstreams/ Teams can be dependent 
upon the questions you are answered?



The Fellowship Program Organization - EXAMPLE
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Program Sounding Board

• Elrond

• Gandalf
• Frodo
• Sam (Support)

Program Leads

• Elrond
Program Sponsor

Steering Committee

• Gandalf
• Aragorn, Gimli, Legolas

• Aragon (lead)
• Humans

Workstream-2

• Gimli (lead) 
• Dwarves

Workstream-3

• Merry & Pippin (Hobbits)

Workstream-1 

• Sponsors project and aligns 
among relevant stakeholders

• Removes roadblocks
• Meeting pre-milestones

• Approves project approach and 
sign offs on project decisions and 
results

• Every fortnight

• Drives program forward, defines 
common approach and monitors 
progress activities

• Responsible for 
deliverables

• Responsible for risk 
management

• Develops best practices 
for sharing across teams

• Daily

• Provides feedback on 
project approach and 
results

• Identifies alignment need 
with other programs

• Every month

• Legolas (lead) 
• Elves

Workstream-4



What could be Stakeholder Map Use Cases?
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Design Your Role Align with Stakeholders

Escalation

Internal Politics

Proactive Communication



Objectives & Agenda
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• Learn to structure the problem

• Set-up the structured process to 
manage projects

• Identifying techniques of  tracking the 
progress

CET Topics and Activities

14:00 – 14:30 Check-in and Overview
14:30 – 15:15 Structuring Problem
15:15 – 16.30 Structuring Process
16:30 – 17.00 Tracking Progress
17:00 – 17:15 Closing
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Tracking could be either Impact Oriented or Process 
Oriented
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Structuring Problem
(Why & What?)

Structuring Process
(How?)

Tracking Progress
(Where are we?)

§ Impact Focused 
- Quantitative: Growth, Cost-Saving
- Qualitative: Linked to objectives (Ring)

§ Status Focused
- % of  completion of  activities
- Number/ % of  deliverables completed



It could be drilled down to more parameters
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Comparison 
to baseline

Comparison to 
plan

Money-
focused

Content-
focused

How much 
did we gain 
through the 
project?

What has 
changed 
through the 
project?

How much 
did the project 
team spend?

Status reporting –
Process Oriented

Impact Reporting –
Problem Oriented

What has the 
project team 
done?

9

Total X Y

3

4

2

Z



EXAMPLE: Impact - Money Reporting
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25

26

19

100

25

26

25

Initiatives 
decided

Initiatives 
planned

30

Initiatived 
started

3030

Initiatives 
completed

15

30

Sa
vi

ng
s  

(in
 

m
U

SD
)

Target

Gap
55 mUSD

• Column logic is a tool to enable 
target-oriented planning, steering 
and controlling of  a defined saving 
potential

• Column logic allows to present 
financial effects, i.e., savings at any 
stage of  the project

• Columns display current status of  
project / optimization tasks and 
effects. The degree of  filling displays 
the sum of  effect/ savings generated 
by total project initiatives

EXAMPLE



TEMPLATE: Status - Content Reporting
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Topic Achievements
Issues/ Required inputs/ 
Decision needs

Next steps and 
Responsibilities

Overall

Workstream 1

Workstream 2

Delivery is on track

Delivery is slightly delayed

Delivery is significantly delayed

• XXX

• XXX

• XXX

• XXX

• XXX

• XXX

• XXX

• XXX

• XXX

EXAMPLE



24


