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The basic point of view of the operations plan is that of a functional manager over their functional grouping or team. 

The basic purpose of the operations plan is to identify the key focus points for your organization over a longer term period. It is a vehicle to first, guide your efforts to evolve your group to meet external requirements and second, to communicate the vision and direction to your team. Typically, it takes on a 12 – 18 month view towards the future.

There is an organizational structure (ORG) component, a project focus (WORK) component and a training and development (TRAIN) component associated with the plan. Another way of thinking about it is as a yearly performance plan or review for your entire team.

Section One – Overview

1.1 Functional Group

Name the functional group. List its purpose and primary focus. Also the types of work the group is targeted towards, rough group size and overall levels of experience.

1.2 Period Covered by the Ops Plan

Identify the period of time you are focusing the plan towards, typically one to two years. It’s probably a good idea to synchronize the ops plan with your annual review process. 

1.3 Mission & Vision

Take some time and put some thought into crafting a mission and vision statement for the team. Typically, vision is longer term in view and less liable to change based on changes in the environment. Mission on the other hand, is more discrete and short term in view – leading towards accomplishing a step or series of steps in support of the vision.

1.4 Differentiation

This section is” linked” to your mission and vision. It identifies key areas where you plan to “stretch” your organization to better meet your support of business goals. The term differentiation implies a focus on areas that are new, unexplored opportunities and gaps that you can fill. It requires some strategic thinking and a broader view to identify these areas. It’s the way you morph your team to adapt to changing business, product, and technical opportunities.

Section Two – Project Focus

2.1 Major Project Initiatives 

Chronologically list all project initiatives in the covered period of time. For each project, speak to:

· Single paragraph project overview (Name, core features, core focus, business need, etc.)

· Approximate project resource requirements (human & equipment)

· Does the project map to your core competencies? If not, what are the higher level “gaps”?

· Estimates for duration for the effort – both from a business / program (magical) perspective and from an internal (reality) perspective (of course being careful how this is represented…)

· When estimating resource assignments, think of the appropriate curves for applying resources

· Early on only apply approximately 20% of the total requirement for early project definition. These are typically project managers, leaders and domain experts

· Then ramp the staff up to full execution

·  Start ramping down early and gradually. Always factor in “remainder” resource requirements that are needed to keep the project going

· Resource assignment graph – types, numbers, timing

· Key external linkages – are you using any external or contract resources? Are there any 3’rd party tools or components that are critical to the effort? 

· Key challenges the project presents to your organization

Keep in mind that this is a “high level” view to the project and it should hang together against most project changes – excluding cancellation ;-)

Section Three – Team Dynamics

3.1 Organization Chart

The organization chart for the team.

3.2 Leadership Structure Chart

Similar to the organization chart, this highlights direct and soft leadership structure within the team. It identifies the managers, team leaders and domain experts. It reflects direct reporting relationships and dotted line relationships. It should accurately reflect the management and leadership structure of the team

3.3 Key Roles & Responsibilities

Identify key roles and responsibilities within your team. For example, if your team is supporting IT infrastructure, then you might have R&R along infrastructure, Windows and Unix boundaries. You also want to speak to requirements you might have of “leadership” roles. Be clear and specific in defining your expectations. In fact, that’s what this section is about – team expectations.

3.4 Anticipated Change 

What are the anticipated growth or contraction targets for the team? How will growth be managed within the organization? Modified organization & leadership structure charts should be placed in this section reflecting anticipated changes.

Also speak to organizational development in this area. Do you need leadership training? Are there any key areas you want to focus on for improvement? If your group size suddenly doubled, how would you handle it? Secession planning is also part of this section.

3.5 External Relationships

Today many teams cross different locals and/or collaborate with external vendors and outsourcers. This creates a unique challenge for effective teamwork and introduces additional risk in creating integrated products. If you’re in this situation, speak to the methods you plan on employing to improve cross team connections and ultimate work outcomes.

Section Four – Group Training Plans

4.1 Required core competencies

List the required core or minimal competencies for your team. If there are specialized skill areas, then list them in groups. Think of this as if you were evaluating the core skills of your team. What would they be? And don’t forget about soft skills.

Sometimes it’s useful to gather this information directly from the team – since it’s always difficult to know and understand all of the important competencies from a managers’ perspective. This also helps to prepare the team for subsequent self evaluation.

4.2 Group Evaluation Against Core Competencies

Go through an evaluation of your team against your set of core competencies. I prefer self-assessments by the team members against the core competency list. Simply accumulate the results here. You should also identify any key gaps and prioritize them from the perspective of impacting project and vision goals.

4.3 Group Training Plan

Identify the core training initiatives that are planned to fill the “gaps” identified in the evaluation above. Include formal and information plans – keeping in mind that there are many ways to improve the overall training within your team. Don’t forget about setting up mentoring relationships as well.

Part of this section should be “linking” the planned training results back to the “gaps” and setting some expectation as to the results. For example, will the gap be narrowed or closed entirely as a result of executing the training plan?

4.4 New Hire and Entry Level Training Plans

If you are planning growth, insure that you have these training areas covered.

4.5 Group Growth and Promotion Planning

You might or might not share this section with the team. This is your internal compass to how you envision shaping and growing your team. It should clearly encompass internal and external plans for shaping the team.

