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Elements of a 
target 
operating 
model

Strategy

Conceptual model, roles 
and governance

Technology and information management

Processes, 
service levels 
and KPIs

People, 
organization and 

resourcing

Business scope 
and process framework



Target operating model

The overall Vision and Strategy which in turn will drive the 
Operational Strategies (Customer, Product & Service, etc.).  
These strategies need to incorporate targets, objectives 
and standards.

The Design Principles then drive the development and 
agreement of the core TOM design principles which should 
be embedded in the design of the other core TOM 
components.

The Business Architecture Blueprint should determine the 
organisation type and align its strategic objectives and 
tactical demands in terms of its functions, capabilities, 
processes and information.

The components of the business architecture are required 
to enable, deliver and support the business, process and 
technical objectives.   Embedded within these components 
are KPIs, reports and evaluation procedures to ensure 
effective Performance.

Governance ensures strategy is aligned with design and 
delivery and ensures the appropriate controls and 
principles are in place within the TOM.
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Target Operating Model



Strategy and 
Vision

Our goals are informed by the similarities and differences in local needs aspirations. 

Our vision sets out how we want things to be and are based on political choices made by 
members

Our objectives describe the difference we want to make to the lives of people living, visiting 
and doing business in our communities. 

Our priorities lead us to act in the areas that effort is most needed, based on data and 
evidence

Our strategies are evidence based and draw on best practice and innovation  

Our resources are organised to meet our priorities. 

We measure the impact of our efforts in the community and use this evidence to adjust and 
improve our approaches to local issues. 

We will have the honesty and courage to act in radically different ways when the evidence 
demands that we change

We are adaptive, investing to develop the knowledge and skills we need to be able to 
transform ourselves accordance with the needs of our ever changing environment. 

We are financially sustainable, with the resources to meet our goals and the resilience to be 
able to deal with shocks

Councillors and officers work together towards a shared vision for the future that 
acknowledges the differences and similarities between the two places and their councils



Design 
Principles

We are two organisations working closely together to collaborate 
where there is mutual advantage

We work to deal with the root causes of demand 

• First and foremost residents and communities are enabled to help themselves
• Next we act as catalyst and facilitator, working with our partners to build 

community capacity.
• Where necessary or required we provide services to meet the needs and 

aspirations of communities

We are customer focused and act as a single organisation to meet 
needs that may cross more than one service

Our services are co-designed and tested to ensure they are 
effective in meeting their stated objectives

Our limited resources are aligned to current priorities, we draw on 
specialist systems, expertise skills and knowledge as necessary

We are disciplined organisations sharing common systems and 
processes by default and specialist systems by exception

We are internet era organisations and are open to new 
technologies to provide innovation for our communities



Business 
Architecture 
Blueprint

Our overarching target operating model is as a government platform; an
organisation that draws together the networks of provision in our two 
communities to serve them better

We deliver services from our platform, meeting needs and achieving outcomes

We act with commercial awareness to leverage brand and assets to gain income 
where possible

The organisation is divided into a number of layers representing a stage on the 
customers journey along the customer pathway

Our culture is ‘tight-loose’; ‘tight’ to use common tools to promote 
collaboration and ‘loose’ to serve any difference in the needs and goals of the 
two Councils

Our support services cater for the needs of both Councils 

We are an agile organisation, using data to track changing needs and 
responding accordingly  



Customers

We serve our customers using channels that align with their 
resources and abilities

There is one doorway to all our services, and people are 
customers of our whole organisation, with personal accounts

Our customer pathway offers self-service at first and 
signposting to other organisations where appropriate

Where enquiries cannot be met by self-service, customers will 
have to tell their story only once

Specialists will be involved only as and when necessary

People will be able to track transactions and give feedback on 
their experience 

Customers will input into the design of our services



Customer 
Vision



Channels

Our preferred channel is online and web based for 
those that are able to transact with the Councils in 
this way

We maintain telephone and face to face channels 
also and will provide training for greater online 
access to people accessing the councils in person

We maintain a presence through social media

We provide a channel to partner services 

We enable forums for communities of place and of 
interest 



Services

We provide service that meet our 
community objectives and our 
statutory requirements

We provide high quality services, 
co-designed with service users and 
monitored for their effectiveness

We work with partners to ensure 
that services join up to meet the 
needs of people 



Locations

We operate from physical and virtual locations that 
best support customer access and our desired 
working practices

We recognise the progress working online and will 
encourage and enable this to grow

We recognise the need and benefit of maintaining a 
physical presence in communities and where possible 
will co-locate with public sector partners

Staff will work from the location that best supports 
their job role and our ambitions for cost effectiveness 
and equality and diversity in our workforce



Critical 
processes

Our critical processes are those that 

• Relate to the decision making processes in the Councils
• Represent the high volume transactional process that 

determine the experience of customers
• Are common to all service across the Councils
• Enable the councils to identify and manage risks

Our organisation maps and optimises these 
processes to ensure efficiency and 
consistency

Our critical processes are supported by our 
IT infrastructure  



People and 
Organisation

Our structure supports the successful delivery of our goals and 
contains consistent layers and spans fo control

One agile and flexible workforce delivering the corporate 
priorities of two councils

Our people are equipped and developed to deliver the highest 
standards of service and continuous improvement

We promote a culture of collaboration between the two 
councils and the officers serving them 

Our organisational structure is designed to deliver the 
Councils’ priorities in the most cost effective and efficient way

A flexible workforce that focusses on the current priorities of 
the organisation



Technology 
and Data

Our IT is based on an enterprise wide 
architecture that aligns with our design 
principles; common systems by default 
and specialist systems by exception

Our IT platform is secure but not 
closed, we intend to create a low code 
platform that allows local application 
development

Our approach to data is to use it to 
understand, predict and change 
demand 



Data Vision

Complexity

Va
lu

e

Descriptive 
analytics

Diagnostic 
analytics

Predictive 
analytics

Prescriptive 
analytics

What is happening? 
What are the 
patterns of demand 
across the 
community?  

Why does it happen? 
What are the 
behaviours and 
causes? What works in 
stopping it happening?

Where will it happen 
next? 
What are the early 
signs?

How shall we 
intervene to create 
the best outcomes 
for our people?



Performance 
and reward

We are an organisation that provides high levels of challenge and high 
levels of support to all our staff

We are an objectives driven organisation that manages performance 
at a whole organisation, department, team and individual level

Accountability at different levels is linked by the golden threads of our 
objectives and values

Our employees achievements are driven by a desire to make a 
demonstrable difference to people’s lives

Performance is based on clear leadership and lived values 

Our culture enables individual innovation and collective responsibility



Governance

We are a democratic organisation that works 
in the service of the public

Our governance arrangements ensure that 
the Councils:
• Behave with integrity and demonstrate strong 

commitment to ethical values
• Ensure openness and comprehensive stakeholder 

engagement
• Demonstrate clear purpose and leadership
• Take evidence based decisions 
• Have clear schemes of delegation
• Develop the capacity to achieve objectives
• Manage risks and performance through robust internal 

control and strong public and commercial financial 
management 

• Implement good practices with transparency, reporting 
and audit to deliver effective accountability   



Target 
Operating 
Model 
Development 
and the 
Transformation 
Programme

Target Area Transformation Programme Actions Responsibility/workstream Design
(by end)

Implement
(from)

Savings 
contribution

Strategy and 
Vision

1. Develop organisational objectives EB Q1 Q3

2. Create strategies for achieving our 
objectives

EB Performance Management Q1 Q3

3. Prioritise our activity based on our 
objectives

Service Model Q2 Q3

4. Achieve financial sustainability in line with 
middle case financial scenario 

a) reduce people spend by x%, 
b) contract spend by x%, 
c) budget spend by x% 
d) increase income by x%

Overall programme Q2 Q3(22)

Design 
Principles

5. Understand nature of demand for 
services

Demand led transformation Q2 Q3

6. Re-design services Digital redesign Q2 Q3

7. Common systems, strategies and 
architectures

Next level sharing Q2 Q3

Business 
Architecture 
Blueprint

8. Adopt the platform concept as an 
overarching organisational design

EB Q2

9. Determine which services should be 
continued, divested or provided via an 
alternative delivery model

Service model Q2 Q3

Customers 10. Achieve a channel shift in favour of online 
self service of x%

Next level sharing Q2 Q3

11. Procure and embed a single CRM system 
for case management

Next level sharing/digital Q2 Q3

12. Enable web 2.0 platform with customer 
interaction and feedback

Next level sharing/digital Q4 Q2(22)



Target 
Operating 
Model 
Development 
and the 
Transformation 
Programme

Target Area Transformation Programme Actions Responsibility/workstream Design
(by end)

Implement
(from)

Savings 
Contribution

Channels 13. Create pathways to partner services Next level sharing/digital Q4 Q2(22)

14. Create low code platform to host 
local developers

Next level sharing/digital Q4 Q2(22)

15. Create forums for communities of 
interest

Demand led 
transformation/digital re-
design

Q4 Q2(22)

Services 16. Create service re-design approach Demand led 
transformation/ Digital re-
design

Q2 Q3

Locations 17. Achieve a significant shift in 
home/remote/hybrid working

Next level sharing/digital 
re-design

Q2 Q3

Critical 
processes

18. Map the critical process in the 
Councils and create consistent and 
efficient processes supported by IT

Next level sharing/digital 
re-design

Q2 Q3

People and 
organisation

19. Design and implement an applied 
course in service re-design to support 
the Target Operating model

Programme Q2 Q3

19. Create an organisational structure to 
support the implementation of the 
TOM based on new roles and 
consistent spans and layers

EB Q3 Q4



Target 
Operating 
Model 
Development 
and the 
Transformation 
Programme

Target Area Transformation Programme 
Actions

Responsibility/workstrea
m

Design
(by end)

Implement
(from)

Contribution

Technology 
and data

21. Create system wide IT 
architecture to support the 
TOM

Digital re-design/Next 
level sharing

Q3 Q4

22. Create a low code platform 
for local application 
development

Digital re-design/Next 
level sharing

Q3 Q4

Performance 
and reward

23. Design and implement a 
performance management 
system at the organisation, 
directorate, team and 
individual level

EB/Next level sharing Q2 Q2

24. Build transformation 
expectations into role 
descriptions for different 
leadership tiers

EB Q2 Q3

25. Ensure performance and 
reward system supports the 
culture we want to create

EB Q2 Q2

Governance 26. Provide governance to the 
programme

EB Q1 Q1



Target Operating Model Template
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Business ArchitectureStrategic Design Principles

Target Operating Model

Performance

Propositions
▶Provides a organisational people structure 

uniting Functions to critical processes

▶Enables a clear allocation of responsibility 
and accountability within the organisation

O ED

UK / Eu rop e
Hea d o f 

Pro cu rem en t

Ame ric as  
Ho P

Pro cu rem en t 
Op era tio ns  M an ag er

Sou rci ng  an d Bid  
Su pp ort

Pro cu rem en t M an ag e r 
(Po li c y/s tra teg y/SRM / 

op era t io ns )

An a ly t ic s & 
Res ea rch

On/O ff  Sho re Pro curem ent Share d Ser vices (Inc l. in 
Serco  Sh ared  Services)

Proc ure me nt 
Tra ns ac tio n 
Proc es sin g

Pro cu rem en t 
Pe rfo rma nc e & 

Re p orti ng

Hea d o f Sh are d Se rvi ce s

Oth er Serc o SS –
Fin an ce , HR, IT

Se rco  Sh are d 
Se rvic es

Div is i on al  
Pro cu rem en t 

Di rec tors

Div i si on al  
Ope rat i o na l 

Effic i en cy  D ire cto r

Divis ion

Pro cu rem en t s up po rt 
te am

Cate go ry 
(Peo pl e  a n d 

su pp ort 
se rvi ce s)

Cate go ry 
res ou rce

*

*  = NA  an d AMEA A have 
structures similar to U K

He lp de sk

Ca t te am s

AM EAA 
HoP

Ca t te am s

L G&C D iv is i on al  
pro cu rem en t 
re so urc es

DSN Di vi si o na l 
pro cu rem en t 
re so urc es

SCG Di vi s io na l 
pro cu rem en t 
re so urc es

Ca teg ory  (IT  
& Tel c o)

Ca teg ory  
re so urc e

C ate go ry 
(FM)

C ate go ry 
res ou rce

LEVEL 1

LEVEL 2

LEVEL 3

*

6
Location Footprint

▶Defines the location  in which 
the organization will operate

▶Facilitates crucial decisions 
around people and technology

7
Critical Processes

▶Defines and streamlines the core processes 
which underpin business operations 
▶Facilitates process efficiency and allocates 

responsibility
▶Identifies design issues and complexities in 

the service delivery

Requisition to Pay

Supplier Relationship Management 

Source to Contract

Sup plier 
deve lopmen t

Market 
mon ito rin g

Sup ply cha in 
co nd itio nin g

Business 
re quiremen ts

Co ntracts & 
Commercials

Category Management

Risk 
a sse ssments

Bu yin g App ro va l

Receip ti ng In vo ice & 
Payment

Go od s 
matchin g

Go ods 
Receip t

Exceptio n/ 
escala tio n 

ma nag ement

Catego ry  
Strateg ies

Sup ply & 
Spen d 

a nalysis
Bid  Supp ort

Ma nag e & 
Monitor

Data & reporting

RFX 
executio n

Support

Op portun ity 
Id en tif ication

Data & reporting 

Dema nd 
plann ing

Dema nd  
p lann ing

Ne w sales 
supp ort

8
People & Organisation

▶Articulates the organisational  
culture for the TOM
▶Defines the competencies and 

skills required 

9

Technology & Data
▶Defines the IT strategy and 

technology architecture to 
support business processes and 
augment resourcing. 
▶It should also detail standards 

around data and information 
management.

Executi ves Man ag emen t An al ysts Op erati ons

Extr act Transf orm Load/apply Tra nspor t Rule s

Data acquisition and integration

Mast er dat a mana geme nt

Integrating technologies and master data management

Finan cia l d ata marts Stag ing ar eas En terp rise d ata warehouse Operati onal da ta marts

RD BMS OLAP Extracts Clean sing tables RDBMS Dimen sions Facts Subje cts R DBMS No rmali ze d Deta il

Performance mea surem ent: sc oreca rding a nd da shboarding

Dec ision analytics and 
busines s modeling

Planning, budgeting 
and forecast ing Consolida tion Management and 

statut ory reporting Business intellige nce

Analytic and presentation technologies 

Legacy /
c ustom ERP C RM Supply

chain

Transactional technologies
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Contract level and Individual savings, targets and 
rewards

Business Targets

Serco Corporate Strategy

Procurement Targets

Business planning; targeting and benefits 
realisation; Director incentives

Divisional Planning, targeting and benefits 
realisation; Director incentives

Performance Metrics
▶Defines financial and qualitative 

performance metrics to be set, 
measured and evaluated

▶Enables the cascade of metrics down 
the organization through to individual 
performance agreements 

11

Individual Workstreammeetings

Work stream
Leads call

Executiv e Committee • Gate reviews, Busi ness case si gn off , 
Mandate

• Ri sk/issue 
escalati on/  
resoluti on,  
content  

• Business 
readi ness

Design Authority • P rocess design recom m endations, 
Issue resoluti on/escal ation

Steering Committee
• Overall program me ownership, I ssue 

resolut ion, Risk m anagem ent , 
Mi lestone/ Content si gn of f

• Content developm ent , issue 
resolut ion, ri sk 
identf ii cation/m itigation

• wk1 • wk2 • wk3 • E tc

Governance
▶Defines the decision making that will 

underpin the TOM, including policies, roles 
and accountabilities 
▶Defines the high level governance and 

functional ownership of  the processes,
▶Provides the framework to ensure discipline 

and consistency across the organization

12 1
Strategy and Vision

▶Sets the strategy, vision and targets 
for the organisation

▶Provides the rationale and business  
case for why change is necessary and 
engages stakeholders
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Strategic Initiative 3 Strategic Initiative 4

Critical activities Transformation – Phase 1 Transformation – Phase 2

Agree  standard tax onomy  for Indi rec t s pend 
ca tegorisa tion

Autom ate spend  management 
reporting

Agree s tandard s av ings  defin itions

Undertake  intens e Ind irect spend da ta  c leans ing 
p rogramm e fo r U S & ROW

In troduce m as ter da ta  
managem ent 
Proc ess es (F1)

U ndertak e de ta i led GIP 
O rganis ation design  
inc lud ing RACI, job 
des crip tions and  im pact 
as s es s ment

Undertake  c apabi l i ties 
ass es sment

Design  
Proc urem ent 
c apabi l ities  
ass ess ment

Trans i tion  current employees into  new ro les  / 
undertak e  ex terna l  o r in ternal  rec ru itment

Design  and rol l  ou t perfo rm ance  management balanc ed  scorecard 
and inc entivisa tion sc hemes

Dev elop GIP spend au thorisa tion / 
approva ls  pol icy

Mandate PO  Pol icy , To le rances, Tools  
and Proc ess (F1)

Introduc e Procurement Porta l (thin)

Com munica te  GIP 
mandate

Es tab l ish  end  state  
Procurement Portal

Es tab l ish  a  sing le  T&E 
pol ic y (FI)

Convene Steering  G roup

Estab lish  governanc e team s fo r 
Globa l Indi rec t Ca tegories

E stabl ish  Global  Procurem ent Board

Centra li s e  con tracts

Es tab l is h 
VRM porta l  
(F1)

Des ign  Ind i rect Proc urement portal  

Define  requ i rements fo r 
VRM  too l

Pi lot approved buying channe ls 
and “tra ffi c l ight” p rocess es

In troduce s uppl ie r performance  
dashboard

S egment G loba l / Regiona l 
s upp l ie rs  and agree  GIP 
owners h ip

Introduc e 
au tomated  
buy ing  too ls

E stabl ish  regula r c om pl iance  m oni toring 
and  reporting  cy cle

Define and agree Ind irect 
Category  owners h ip

D el iv er expansion  o f e-inv oicing for suppl ie rs (F1)

Embed AP 
gov ernanc e (F1)

Val ida te  G IP vision  with  
Opc o / BUs

Agree  GIP stra tegy with  
Opc o / BUs

Des ign ongo ing governance

L ink PTP po l icy  to  GIP po licy Deve lop  SRM gu ide lines  for non- strateg ic suppl ie rs

Agree  requ i rements  for 3 rd party Ca tegory  
management s upport

D efine requ i rements  fo r data  
analy s is tools  / reporting

Fina l ise  in tense Indi rec t s pend data  cleansing  
p rogram m e fo r UK / Europe and  sign-off base line

Define  ongoing Indi rect spend reporting 
requ i rem ents / KPIs  

Set up  regu la r G loba l Indi rec t s pend  feeds  in to  c en tral  
s pend c ube

Define ongo ing Indi rec t s pend  
managem ent KPIs

Rol l -ou t globa l spend 
m anagem ent M I reporting

Undertake  Early Wins

Iden tify  GIP m aster data management 
requ i rem ents for inc lusion  in  F1  rol l -out

Set up  bene fits  tracking  p rocess es  
for Early  Wins

Deve lop  standard  bene fits  trac king process es

Rol l ou t bene fi ts track ing  p rocess

U ndertak e Wav e 2  in itiati ves

Undertake  Globa l Category p rofil ing  fo r 
Profes s iona l  S ervices and  Fre ight / Logistics 
Categories

Wav e 2 : Roll  ou t Globa l IT source  
opportuni ties  iden tified  by Category  
Profi l ing

Undertak e  Wav e 3 ini tia tiv esM ob i l i se  Early  Wins 
Sav ings  del ivery  team

Agree  m ajor contrac ts 
signing  proc es s

Rol l-out p rogramme to  up ski ll  transi tioned  
employ ees  fo r new ro les

Des ign  standard  G IP KPIs

Estab lis h performance KPIs 
reporting

Implem ent tra ining programme

Identi fy ongo ing training  requi rem ents

G o to  M ark e t for 3 rd party  
s pec ia l ist Ca tegory management 
s upport

Estab lis h 3r dparty Ind irect 
Proc urem ent Category  Management, 
where  agreed  and se t KPI and SLAs

Sign  o ff bas el ine  fo r US  / ROW Indi rec t 
Proc urem ent spend

Agree  Opco  Category 
representation

Set ongoing Global  Category  
targe ts

Rol l -out s tandard  GIP Po lic y

Dev elop c om pl iance  track ing

Casc ade Category 
targe ts  to Opco 
Category  reps

Define  requ i rements fo r end-sta te 
Proc urement porta l and  bui ld business  
c ase

Docum ent standard  Sourc e to Contrac t proc ess  
and dev elop gu ide lines  fo r O pco  / BU

Build  business  case  for contrac ts  da tabas e

In troduce interim suppl ie r da ta  
repos i tory

Undertak e  s tra tegic sourc ing / contract 
negotia tions  fo r Wave 2 Categories

Undertake  s tra tegic  s ourcing  / c ontract 
nego tiations  for Wave 3  C ategories

Es tab l ish  con tracts  
repos ito ry

Undertake  s tra tegic  s ourcing  / c ontract 
nego tiations  for Wave 1  E arly  Win Categories

Complete  Global  
Proc urem ent too ls  / 
sy s tem s rev iew

Plan trans ition  of key contracts onto  s tandard  
term s  and c ondi tions

Roll -ou t approv ed  buy ing channe ls

US / RO W 
rap id review

Vi sio n

Design Principles
▶Translates the strategy into a set of rules 

defining how the ‘to-be’ organisation 
should operate

▶Ensures the implications of the strategy 
are understood

▶Provides rigour, consistency and structure 
to guide the design process

2
To solve thes e problems, the P&SC Operating Model will :

► Optimise governance: clear and concise fr amework including roles, responsibi lities 
and accountabil ities, making the relationship between  and within Group/Div isions 
transparent to drive compliance

► Align t o the corporat e strategy: for Gr oup Shared Services and the long ter m vision 
of Serco maintaining operational effectiveness 

► Drive consist ent skills & capabilit ies: ac ross both s tr ategic proc urement and 
procurement oper ations to create economies of scale and c onsistent execution with 
cons istent roles

► Own the entire Procurement policy & process: f rom ini tial demand through to 
category management, sourcing and P2P whether under taken centrally or out in the 
business making activity controlled, repeatable and sc alable

► Drive spend t hrough Categories: aggregating to the optimum level (above contract 
and beyond)  and putting in place the controls to enable easy access to Category deals 
and benefits

► Create transparency and insight : thr ough improved data, analy tics and reporting to 
suppor t optimal commercial  decis ion making f or the overall  business and easy 
demonstration of  the margin impact of P&SC

► Create consist ency in IT: with a s ingle set of tools and systems that al ign to the 
global Procurement process and make i t easy for buyers to do the right thing

► Embed Procurement  in business planning: to enhance engagement and incr ease 
the c entr al under standing of r equir ements in order to maximise commer cial decision 
making and options

► Manage performance comprehensively and consistently: using a clear  set of 
cas caded KPIs and targets hardwir ed into the organisation and end-to-end 
Procurement process

▶ Channels
▶Defines the channels to be used for 

customer groups
▶Defines the channel experience and 

performance that will be delivered
▶Identifies the level of change  required 

from ‘As-Is’ to ‘To be’

5

1 2 3 12 4

6

7

8

Customers
▶Segments the customers based on 

need and interaction
▶Defines future customer experience 

maps for each major interaction 
detailing the desired experience.
▶Identifies the level of change required 

from ‘As-Is’ to ‘To be’

4

Business Architecture
Blueprint

▶Confirms the end-to-end value  
chain and defines ‘to-be’ core 
competencies
▶Identifies the level of change 

required from ‘As-Is’ to ‘To be’

3

Business Deve lo pment 

Business Deve lo pment

Mer chant Suppo rt

Author isa tions

Inter net

T elephon e

Post

Retai ler Channels & Pri ncipal Activit ies

Business Deve lo pment

Business Deve lo pment

Sanctionin g

Con tact Points

Ele ctronic

Charg ebacks

Business Inte llige nce

Business Inte llige nce

Applications

Make  Gener al En quiries

Face  to 
F ace

Develop Ma rketing Appr oaches

Make  Gener al En quiries

Tr ain Staff

Receive I nvoices

Submit Applications

Settle I nvoices

Receive M arketing  Da ta
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▶Provides a organisational structure 
uniting functions to critical 
processes
▶Clear allocation of responsibility and accountability
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