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Designing the future

Target Operating or Business

Models seem to be al the rage

with organisations undergoing

major change such as a busi-
ness integration. However,
although the terminology of

TOMS or TBMsis becoming

more common, thisis not

accompanied with any real
understanding of what they are
and how they should be pro-
duced. From Blue-Plate's
experience of developing

TOMS we offer the following

top ten tips:

1 Understand at the out-
set the strategic and
business driver for the
change that is driving
the TOM.

2. Understand the value
that the organisation

wants to deliver to its
customers.

3. Identify the customer
lifecycle and the inter-
actions with them.

4, Produce the TOM in

two stages; the logical
architecture before
delving into the detail
of the physical delivery

processes.
5. Think process not
functions or structures.
6. Identify the distinctive

skills and competen-
ciesrequired to deliver
value to customers.

7. Model the whole busi-
ness not just particular
functions.

8. The development proc-

ess must beinclusive
and participative, in-
volving end customers
and intermediaries

9. Timeis of the essence
in managing expecta-
tions;, have major
milestones no longer
than three months.

10.  Produce agap anaysis
explaining how life
will be different be-
tween the current and
future TOM.

For moretop tipsgiveusa
call.

Stakeholder management takes time!

Project managers often under-
estimate and underval ue the
time taken to manage stake-
holders. Underestimating is
often due to not making a con-
scious effort to identify who
all the stakeholders are and the
communication effort re-

quired. Undervaluing can be
due to not understanding the
potential positive or negative
impact of stakeholders, as well
as the value to the project of
effective, timely and pertinent
stakeholder communications.
Stakeholder management takes

not only time, but may also
need a dedicated competent
resource to manage the various
communication media that are
now used in addition to face to
face meetings. Stakeholders
are peopletoo, sodon't ig-
nor e them!
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Shared Services Centres

Shared Service Centres (SSC) are too big
atopic to discuss fully in a newsletter, but
we thought we would share with you
some of the issues that must be addressed
at the outset when establishing or review-
ing the performance of a SSC:

A SSC can become remote from
its customers, not understanding
their business issues because of a
focuson trying to fit customers
into standard processes.

Becoming too customer reactive
and not knowing when to say “no”

due to inadequate attention to ac-
count management and business
analysis skills.

Determining what gets moved to a
SSC and what is retained within
the business.

Ensuring that the customer under-
stands their own accountabilities
which are clearly reflected and
understood in a service level
agreement.

Developing organisation structures

Business Cases a marketing tool!

Programme Directors know that a busi-
ness case must be done, but are often
fearful of the financial modeling that goes
withit. In so doing, they overlook the
role of abusiness case as a principal tool
of programme control and itsusein inter-
nal marketing. A properly structured
business case provides a compelling nar-
rative of the reasons why investment in a
particular initiative is required and why
doing nothing is not an option if the stra-
tegic objectives and financial and non-

An appetite for risk

Risks are all around us, but what enables
individuals and organisations to operate
successfully in aseaof risksis
not only how sophisticated !
they are in identifying them, but | 2 #
also the strategies adopted to
either mitigate, avoid or transfer |
risk and how to managethe |
residual risk. One of the first
questions to ask, however,
when implementing arisk
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financial benefits are to be delivered. A
well structured business case provides a
focal point for rational and clear thinking
and should aim to:

Obtain management commitment
and approval for the investment in
business change.

Provide a framework for informed
decision making.

Assess the shortlisted options.

management strategy is “what is your risk
appetite?’ That is how much risk you are
prepared to accept. A risk appetite
that istoo risk averse may be unaf-
fordable in terms of compliance costs
and opportunities foregone. But how
do you express arisk appetite? This

" will of course depend upon the or-

ganisation and the

Don't t_ry t.his without insurance, circumstances, so the
permission from your mother
and a safety net .

only clue we can offer

for efficient resource management.
Large enough teams for resilience
and sharing of resources.

Managing service delivery against
the con-
tract, so
as not to
over-
deliver.

A Shared Service Centre
should not be too remote
from its customers!

Agree
affordability and
the approach to

“A business case (gjjygy.

is a principal Commit

::':;:;mme funding and agree
the procurement

f:ontrol g process for the

Remal preferred option.

marketing”

isthat this can be done in terms of mate-
rial impacts to reputation and financial
loss and the maintenance of a scorecard
within predetermined limits of key finan-
cial, operational and strategic objectives.
For example return on capital of between
12-14%, acredit rating of A to AA-,
market share of 15%-17%. We have ex-
pertise in this area, so call usto discuss
with regard to the particulars of your or-
ganisation.

BlueNotes



Get the measure of KPIs

Weincreasingly livein aworld controlled
by key performance indicators (KPIs) and
their very ubiquity from NHS waiting lists
to process error rates, lulls usinto believ-
ing that we know what a KPI is, that they
are agood thing and, therefore, the more
themerrier. KPIsare* those measures for
which the combination of impact and in-
fluence deliversthe greatest value” The
whole set of KPIs should provide the fo-
cus for what is critical to the current and
future success of the organisation. True
KPIs may be monitored and acted upon
daily or more frequently, for example

response rates to marketing campaigns,
late plane departures, major transaction
lossratios. Theremust also be clear ac-
countability for a KPI with a particular
team or individual. The proliferation of
so called “KPIs’ is often due to confusion
between atrue KPI and other measures
such as Performance Indicators (PIs), that
indicate to managers what needsto be
done to manage and enable performance,
but are not in themselves critical to the
business. The measures that are most
commonly confused with KPIs are the
Key Results Indicators (KRIs) that are

Account Code terrorism

Account codes are what accountants use
to bring order and structure to the world
around them. The theory isthat an ac-
count code structure enables transactions
to be delicately placed in precisely the
right classification bucket for financial
and management reporting and to respond
to ad-hoc queries such as how much did
the Department spend last year on man-
agement consultants? Asthe onus on data
entry isincreasingly distributed around an
organisation, account codes are also used

to terrorise unsuspecting employeesinto
using the correct codes. However, what
happensin practice is that systems are
undermined by the use of any codethat is
acceptable by the system, not necessarily
the right codes.

In devising account code structures, ac-

reported monthly to the Board. These
will include the measures of financial
results, such as profits, return on capital
and survey results of employee and cus-
tomer satisfaction rates. They may indi-
cate the direction you are
going but not what to do
to maintain or alter
course, because of the
ambiguity of what isdriv-
ing the results.

A cholesterol count
is of interest while
heart rate monitoring
may be critical.

countants must recognise that thisis only
one aspect of afinancial and management
information system and they must work
with system and management information
expertsto fully utilise the whole set of
management information tools and tech-
nology, in order properly devise workable
account code structures.

“systems are undermined by the use of any code that is
acceptable by the system, not necessarily the right codes”

The Hunt for Best Practice

Blue-Plate has recently been involved in
finding and documenting “best
practice” processes within an
international financial services
organisation. Theinitial chal-
lenge was to determine what
best practice means and to
evaluate it? One of the find-
ings that, perhaps not sur-
prisingly emerged, was that
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Collecting bright ideas is
not always easy.

the most insightful arbiters of best prac-
tice were those managers who
were relatively recent arrivals
b to the group and had sufficient
experience to be able to com-
pare and contrast the group’s
processes with other similar
organisations. Without the
benefit of this benchmarking
experience or participation

in amore formal benchmarking club,

long standing managers had no real objec-
tive understanding of process perform-
ance in comparison with their competi-
tors. They recognised poor performance,
but their isolation from competitors re-
sulted in reliance upon the traditional
ways of doing things within the group,
rather than being challenged to change by
competitor insights.
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Blue-Plate Consulting specialises in financial management
issues within the public and financial services sectors, pro-
viding a truly independent and viable alter native to the big
consulting firms. Our core competencies are in financial
management, business and process architecture and design.

Blue-Plate' s scalability of talent, skills and the use of only
experienced management consultants and qualified account-
ants provides clients with top class consulting delivery. Cli-
ents appreciate that they only pay for the consultants actually
working on the project and not for additional account man-
agement overheads that are typical of the large consulting
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RICHMOND

Chip and SPIN

If you are tired of hearing the apocryphal
story of NASA scientists spending mil-
lions of dollars on developing a pen that
would work in the zero gravity environ-
ment of space, only to be outsmarted by
the Russians who used a pencil, then read
on for an amost similar but true fact,
honest.

The introduction of chip and PIN technol-
ogy to combat credit card fraud has been
hailed as the reason for an overall annual
reduction from £439.4m to £428m in
2006; areduction of lessthan 3%. Ac-
cording to APACS, the investment in the
chip and PIN roll-out has amounted to
£1.1 billion. Although chipand PIN isa
great leap forward, it has not prevented
cardholder-not- present fraud through
purchases over the internet, mail or phone

which have increased by 16% to £212.6m.

Overall UK fraud has reduced by 13%
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while fraud abroad has increased by 43%,
which include withdrawal s from overseas
ATMsusing cloned cards.

The overdll fraud reduction isto be wel-
comed, but in Hungary and Russia they
have recently taken a different approach
to combating credit card fraud. When
customers conduct credit card transac-
tions, they receive atext confirmation on
their mobile phones, with details of the
transaction such as amount, time and mer-
chant. The cardholder can ignore the text
or contact the bank immediately if thereis
aproblem. The system, using the current
technology infrastructureis of course very
cheap. Thesurprising fact is, that there
has been areported 93% reduction in
fraud. Compare that with the 3% reduc-
tion dueto chip and PIN. To befair, the
chip and PIN technology has beenin

use in mainland Europe for many

Corporation Consultancy Network. An integrated
network of independent consultants with hands-on
business experience.

www.lamberhurst.com

years and was no doubt developed at a
time when mobile phone technology, in-
frastructure and penetration rates were
much lower than they are today. How-
ever, it is encouraging to the see the bene-
fit of innovation, not through new tech-
nology but through smart thinking and
new uses for existing technology.

What next for the mobile phone?



