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Foreword

NIGEL SLACK, Emeritus Professor of Operations Management and
Strategy, Warwick. University, and author of best selling fext books
Operafions Strategy and Operations Management.

There is an enduring dilemma that follows anyone charged
with making strategy have a real impact. "How do you think big
while keeping your feet on the ground?’ ‘How do you translate
the broad vision of where the enterprise wants to be into a

set of practical and realistic plans and actions?’ This is where
the idea of the operating model fits in. It is a concept that

has been gathering momentum in the strategy field — and for
good reason. Operating models have the potential to provide

a high-level design for any type of organization that both
defines its structure and style and enables it to meet its business
objectives. Done well, an operating model should provide a
clear, 'big-picture’ description of what the organization does,
across both business and technology domains. It should provide

a way to examining the business in terms of its key relationships,

especially those between the business functions, processes
and structures that are required for the organization to fulfil
its mission. It should fit alongside the organization’s business

model in a way that helps convert strategy into a working model

of how things need to be done in practice. A good operating
model is a prerequisite for building effective change in the
organization.

This is an important book for two reasons. First, it provides a
first-class guide on how to put an effective operating model
together. Andrew Campbell and his co-authors have taken

the proven idea of a Business Model Canvas and created an
Operating Model Canvas as a way of extending the number of
operating elements that are considered from three (activities,
resources, partners) to six (processes, organization, location,
information, suppliers and management system). Of course
there are many other ways of defining and presenting the

idea of operating models. Every consultant has his or her own
“model”. But Operating Model Canvas is the first attempt, as
far as | am aware, to document and share both the concept, a
complete set of tools and worked examples. Second, the book
is exceptionally well illustrated, with easy-to-follow steps and

a wealth of engaging and insightful examples from all types of
enterprise. | commend it to anyone involved in turning strategy
into operational designs and choices.
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RICHARD KOCH, outhor of the bestseling titles

Simpliﬁy ond The 80/20 Principle

I have followed Andrew’s Campbell’s work with pleasure for
many years. Every time he takes on a topic, he contributes
valuable new insights. This book is no exception.

Andrew and his co-authors start from a firm'’s value proposition
— its distinctive advantages for customers — and then use their
‘Operating Model Canvas’ as a simple and practical way to work
out HOW to deliver the value proposition the best way.

| see three huge advantages of this approach. One is that it
actually does find the best feasible way to deliver the value
proposition consistently.

The second advantage is that it helps managers in different areas
get aligned so that the whole organization and its suppliers are
trying to do the same thing.

And third, it provides a bridge for managers from the strategy to
a portfolio of transformation projects, all pointing in the same
direction — forward! Too often managers push their pet projects
and huge value is lost by the firm and its customers. That will
not happen with this approach.

| also love the messy look and feel of the book. The charts are
drawn freehand by managers themselves, there are lots of post-
it notes all over the place, the whole thing appears chaotic but is
brilliantly cohesive. You can tell that the participants had a lot of
fun — and you can too.
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JOHN WEBB, Vice President &
Program Lead Mars Operating
Model, Mars Incorporated

| have just led a review and redesign of the

global operating model for Mars Incorporated.

Andrew Campbell was a significant help to
me in this, and | learned a lot from applying
some of the tools and processes that are in
this book. | can see that the thinking has
developed even further since then and this
book would have been hugely helpful as |
worked through the operating model scope
and critical analyses with the Executive
Committee.

I will certainly use this approach next time |
have similar work to do. It simplifies what can
be a complex and intimidating task, helps to
put the work in the right context and provides
tools that ensure rigor and focus.

If you have an operating model project to do,
you need this book.

JOE 8PADAFORD, Chief
Operations Strategy officer,
Computershare

I have led many change and transformation
projects that supported an overall business
strategy. These are always difficult projects
both in the design and the execution.
Operating Model Canvas is a useful

and pragmatic aid to this work, full of

tools and examples and helpful ways

of simplifying complexity. It provides a
framework to consider the change elements
holistically, giving you the opportunity to
create an implementation plan that will more
likely be successful.

FREEK DUPPEN, Senior Managcr,
Operating Model Development, The
LEGO Group

Many people are going to find the insights

in this book really valuable. Whether you are
new to the topic or a seasoned practitioner,
the book offers plenty to help you on your
operating model journey: a clear framework
for thinking about operating models, a basket
of tools, ane- copious examples ranging from
Zara to Snapfish and from a government
department to an IT function. There are
alternative ways to approach the concept of
operating models, but | can highly recommend
the approach in this book. It is easy to read,
practically relevant, and touches upon all the
important aspects.
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DR GRAHAM EDWARDS, retired
CEO, AECI

At AECI we got a lot of use out of the
Business Model Canvas. Every business or
proposed new acquisition had to present
its Canvas to the Exco, and managers were
subjected to a fairly rigorous grilling to ensure
they really did understand their business
model. If we had had the Operating Model
Canvas, those sessions would have been
more penetrating on operating issues. This
book is another important step forward in
management thinking.

MARK SMALLEY, Ambassador,
AsL BisL Foundation

Andrew Campbell has produced a very useful
book that can be used in its own right or in

combination with the Business Model Canvas.

| had the pleasure of reviewing the book and
learnt a lot in the process. For most people,
the term operating model is poorly defined
and loosely used. Operating Model Canvas
does a good job in pinning it down in simple
but well-grounded language. The guidance
is practical and attractively presented. | used
the principles and structure in my work for
The Open Group’s IT4IT Forum to create an IT
operating model and | am pleased with the
results. | have no hesitation in recommending
this book.

MICHEL BERTHUS, Group Vice
President - Head of Quality
Management, ABB

Operating Model Canvas is both simple and
powerful. It provides a simple framework (the
Canvas) and some powerful tools (value chain
map, organization model, supplier matrix,
etc.). | cannot imagine anyone involved in
working on organization design or operating
models or even process improvement that will
not gain a great deal from this easy to read
and engaging book.

STEPHEN BUNGAY, author of

The Art of Action

My work and teaching on strategy execution
is about how organizations make things
happen in line with their intentions. It focuses
on the ‘software’ — how to set direction and
align people so as to create unity of effort.
But every company has made commitments
to doing things in a certain way that is
reflected and constrained by their "hardware’.
Operating Model Canvas addresses the
guestion of how to change that hardware
and design an organization with the right
operational capabilities. | find the simplicity of
the canvas, the wealth of examples in Chapter
2 and the quality of the tools explained in
Chapter 3 both practical and powerful. The
authors’ innovative and engaging approach
turns the hard work involved into fun, and
redefines what a ‘how to’ textbook should be.
It is a great companion to The Art of Action.
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JEROEN DE FLANDER, author
of the bestsellers strategy
Execution Heroes and The
Execution Shortcut

Operating Model Canvas helps you in a
practical and fun way to design the best
possible operating model for your strategy.
Highly recommended!

PROFESSOR GUNTER MULLER-
STEWENS, Institut Fur
Betriebswirtschaft,

universitat StGallen

Strategies often fail to get implemented. We
already have ways to convert strategies into
scorecards and KPIs, but we have fewer tools
to help convert strategies into portfolios of
transformation projects. Operating Model
Canvas fills this gap. Andrew Campbell and his
co-authors seem to understand both strategy
and operations and have created an ideal
companion to the Business Model Canvas. It is
an easy and fun read. And it encourages and
supports the reader in applying the ideas on
real projects.

MARC LANKHORST, Manaalnﬁ
Consultant & Chief Technology
Evanhgelist, BiZZdesign, and
developer of the ArchiMate®
standard For enterprise
architecture modelin

Our company BiZZdesign does many

projects that involve designing the business
architecture and operating activities of a
business or organization. The design of
business models has been very successfully
addressed by Alex Osterwalder and Ives
Pigneur in their famous book Business Model
Generation. But to make your business
model work, you also need an operating
model, describing how the elements of

your organization together deliver its value
proposition. The Operating Model Canvas
proposed by Andrew Campbell, Mikel
Gutierrez and Mark Lancelott extends the
thinking behind the Business Model Canvas
to provide a practical tool for designing such
operating models. This book will help anybody
involved in business design, target operating
models, business architecture and operational
improvements.

KIRILL DEREVENSKI, S+r‘a+caic
Business Architect, ex-Sodexo

| have carried out a number of jobs
transforming strategy into operational results
in mid-sized and large companies. | wish |
had had Operating Model Canvas by my
side. It is comprehensive, straightforward
and accessible. It is written by people who
understand strategy and who know how

to connect strategy with operations to

drive measurable results. It contains tools
and methods that are effective and easy to
apply while using the language that senior
managers talk. A ‘must have’ to get your
project right from the start, and to get it

to a successful finish. A perfect operational
‘nuts and bolts’ companion to Business
Model Generation, when you need concrete
guidance on operating model design.
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GRAHAM DALTON, Independent
Manaacmcrﬁ- Consultant

| have used Andrew’s OD tools over a hundred
times, both at PwC and as an independent
management consultant. They make sense to
clients and give great insight and clarity.

This new contribution brings similar clarity to
the complex topic of operating models.
Andrew’s book is very visual and easy to read;
and the great client examples bring the topic
to life.

This book and its Operating Model Toolbox
will be invaluable to consultants and
executives alike, guiding them in how to

align their organization and operations with
their strategic aims. | was part of a team that
developed PwC's approach to operating model
work and | wish | had had this book to help
me.

AMY KATES, Kates Kesler
Orgahization Consulting and author
(with Jay Galbraith) o?» Designing
Your Organizaﬁon

As organization designers, we help leaders
make smart decisions about ‘organization
models’. A prerequisite to this work is a clear
‘operating model’. The operating model
articulates the business framework and how
the organization components will relate to

one another. A clear operating model makes
selecting among organization options much
easier.

Andrew Campbell brings a designer’s eye

to demystifying the steps for creating an
operating model. This book is filled with tools,
examples, and a wide variety of case studies. It
will be an essential guide for anyone working
on organizations.

NAOMI STANFORD, Or‘aanizaﬂon
Design Practitioner, author,
spcaicr‘

Andrew Campbell, more typically known
for his strategy and organization work, has
focused his attention on the task of turning
strategy into operations. He and co-authors
explain, through illustrations and examples,
the six elements of the Operating Model
Canvas - value delivery chains, organization,
information systems, locations, suppliers
and management systems - in a beautifully
clear and fun way that takes the pain out
of operating model development and
implementation. It's a substantial contribution
designed in an engaging way showing the
working steps as they actually progress and
giving helpful tips, guidance and resources
along the way. A great addition to any
organization designer’s toolkit.
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HIGH-LEVEL OPERATING MODELS

This book is about high-level operating models. It focuses on the link
between strategy and operations and between business models and
operating models.

One page Operating Model

Ten page Operating Model

MANAGEMENT SYSTEM =

SUPPLIERS

A%

' INFORMATION |

IT" blueprint

PrROCESSES

INFORMATION

Explained and illustrated
in Chapters 2 and 6

Explained and illustrated in

Chapters 3, 4 and 5
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OPERATING MODEL CANVAS

DETAILED OPERATING MODELS

For an organization to function, many hundreds of design decisions
need to be made. Our belief is that these decisions - the detailed m
operating model decisions - are better made if there is a high-level

operating model guiding them.

One hundred page Operating Model One thousand page Operating Mannual
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Not covered in this book
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WHEN DO YOU NEED TO WORK ON YOUR OPERATING MODEL?

CE A

WHEN You WHEN YOU ARE WHEN YOU HAVE WHEN YOUR TEAM WHEN YOU ARE WHEN YOU ARE
ARE STARTING CHANGING PERFORMANCE 19 NOT ALIGNED FINDING IT HARD IMPLEMENTING
SOMETHING NEW STRATEGY PROBLEMS TO IMPLEMENT MAJOR CHANGE

YOUR PLANS

» Helps test the practicality of what you want ~ » Helps test the practicality of what you want ~ » Helps you find the root causes » Helps those with different views explain » Enables you to check that your plans are » Enables you to check that your project
to do to do. Often leads to better strategies. » Helps you see the connections between their thinking practical sequence is practical
» Helps you understand costs, resources » Helps you understand costs, resources symptoms and causes » Provides the senior team with a shared » Helps those who are dragging their feet » Helps explain the plan and the business
and timing, and hence develop a better and timing, and hence develop a better » Helps ensure your implementation plan is blueprint of what they are trying to build explain their position case
business case business case complete together » Often results in re-sequencing the » Helps those who are concerned about the
» Helps you align your team and your » Helps your people understand the new » Helps your people see why all the changes » Provides a line of sight between purpose implementation plan plan to explain their position
stakeholders strategy are needed and activity » Helps align the leaders of different projects
» Helps ensure you focus on the important » Helps ensure your implementation plan is
complete
6 >  OPERATING MODEL CANVAS WHEN DO YOU NEED TO WORK ON YOUR OPERATING MODEL? < 7
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THI® BOOK WILL HELP YOu .. e
o aucceseful

Who are you? -
m A manager in operations or in any function who wants to design how the operation works ‘ Achieve y‘.)ur m

>
strategic
» A CEO or COO or entrepreneur who wants to review his or her organization and plans / objectives
» A lean practitioner or process excellence manager who wants to be more strategic ‘ D_'scover,' ways of
R ) - ) o the of o improving your
» A manager in strategy or planning who wants to make the plans more practica q i
. S ; i i i p' / Better align strategies
» A project manager or change specialist working on a transformation project . managers from
> A leader who wants to make sure her team members are all on the same page I th different functions, . g Fvf.
: : . . . mprove the countries and Sy
» A business partner in HR, IT or Finance who wants to improve the business ; ; e
P P dialogue with cultures around a : e
» A business development manager who wants to design a new business those res;stmg or common view of Yes, operating model 3 L.
> A Business Architect, Enterprise Architect or Operations Strategist . COnCe';]ned about what they are jointly work can result in better
) . ) ) . . change i strategies: more practical,
» A manager tasked with cutting costs or improving service or quality 9 try'ng to do morge connecte% with
» A customer experience or user experience specialist / Des,'gn a target A capability, more profitable
> A manager in charge of post merger integration ‘ operating model
» A consultant helping organizations improve .. Y
proerd P / Design improvements -
» Anyone responsible for performance ‘ to your current
operating model
Document your current
. operating model

Understand what an
operating model is

.." (= 'JELE i o
f--.-'.la_.,-‘:r} {111[.,1-!, ‘E' >
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]

% of employees who think the strategy is their responsibility

100% 100% 100%

2

Sales Operations

Double Reduce cost of Develop new
international sales by 20% products
sales
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All these functions are
involved in the operating

7% of employees who think the operating models needed to deliver
model is their responsibility these strategies

100% 100% “ 100%
Marketing Finance Customer Service

IT

Finance HR

HR

HR Marketing

Logistics Logistics Purchasing

Product
Development

R&D Sales

Operations Purchasing Operations

Operations R&D

Double Reduce cost of Develop new
international sales by 20% products
sales
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HOW TO USE THI® BOOK

The Operating Model Canvas is a tool
that will help you think about and
make changes to your operations.

It is a simple tool. You may be able
to grasp the tool and start using it by
reading this chapter and the first few
pages of Chapter 2 - “The Operating
Model Canvas - Examples”.

. ! L—OOk a‘lL +L-e
However, you will gain the most
from this book if you first identify a
challenge or opportunity you have o
in your current situation. As you
read, try creating a Canvas for your
organization. Write a few post-it
notes that capture some of the
things you think are important about

your organization (i.e. important to /éem‘ify =
delivering the value proposition) and ¢L\=~”€‘:§9 or
stick them on the Canvas. Then look oppo um"/’y

at the examples provided (Chapter 2).
Then look at the tools (Chapter 3)
and try using some to understand
your challenge and develop ideas for
resolving it. Then explore the two big
case studies (Chapters 4 and 5).

Have fun!

OPERATING MODEL CANVAS *
=% B ) Copyright protected. Use is for Single Users only via a VHP Approved License.
- For information and printed versions please see www.vanharen.net
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THE OPERATING MODEL CANYAS IS
A ONE PAGE OPERATING MODEL

m THE CANVAS IS FULLY
EXPLAINED IN CHAPTER 2

IT COYERS THE BACK END OF
THE BUSINESS MODEL CANVAS

| ATING | BUSINESS MODEL
include the Financial Model. But, of course, the operating

. L, BACK END FRONT END
model does drive most of the organization’s costs.

VALUE TARGET

PROPOSITION CUSTOMER
OPERATING MODEL CANVYAS erou 4
RELATIONSHIPS
SUPPLIERS LOCATIONS _ GAIN CREATORS
frorosETrON <ecmente ~
— r‘ PRODUCTS \&/3
/;:} i!; ( H\ ‘ $ SERVICES
{i,;;\; o /d/j o CHANNELS -~
 RAIGIO | The link is roughly PAIN RELIEVERS
| P = Key Activities &
VALUE DELIVERY CHAIN(S) <, é}\\ éif?FfEﬁle&wm% N |~
P D oS ./90 r}){’ﬁ WQ COST STRUCTURE 4N  REVENUE STREAMS
el § ¢

v
/ Customer/

8e“e’gc.‘avy Aligning operations and organization with strategy ndrew b e 6 ekl by vrarae, et :gl-_-'\_:l'%

\ ORGANIZATION 7 gty e can P R
: et

MODEL Business e

O r;i?@_
e L

MANAGEMENT
SYSTEM
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Model . m=mi=
Generation </~

[
ix fw_‘-?*‘i’i;;“ b

Are CHANNELS and
CUSTOMER RELATIONSHIPS
part of an operating model?

Yes in so far as they involve
KEY ACTIVITIES or KEY
PARTNERS

THE OPERATING MODEL CANVAS IS A ONE PAGE OPERATING MODEL < 15
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WHAT 1S THE ...

The Business Model Canvas

is a framework developed by

Alex Osterwalder, Yves Pigneur and
co-authors to describe the main
elements of a business. It describes
how an organization creates, delivers
and captures value, what value is being
delivered and to whom.

You do not need to be familiar with the
Business Model Canvas to understand and
work with the Operating Model Canvas,
but you will find it useful.

The book Business Model Generation,
published in 2010, provides more
information and there are on-line
resources at strategyzer.com/bmg

OPERATING MODEL CANVAS

KEY PARTNERS

External organizations who provide important
inputs to the organization. They may be
suppliers of raw materials or distribution
services or IT support. Equivalent to the
suppliers box in the Operating Model Canvas.

KEY ACTIVITIES

The most important work steps needed to
deliver the value proposition. Equivalent to
the processes arrow in the Operating Model
Canvas.

KEY RESOURCES

The most important assets, such as people,
technology, machinery, brand, buildings and
locations. Equivalent to the locations box
(which includes assets), the organization box
(which includes people) and the information
box (which includes data assets) in the
Operating Model Canvas.

CUSTOMER SEGMENTS
The different groups of people the
organization is trying to serve.

YALUE PROPOSITIONS
The offer to the customers or beneficiaries of
the organization.

CHANNELS

How the organization communicates with and
distributes to customers or beneficiaries.

CUSTOMER RELATIONSHIPS
How customers are acquired, engaged with
and retained.

N

The four items in this column
are about market strategy
- what to offer to whom
through which channels. They
have implications for the
Operating Model Canvas.

... BUSINESS MODEL CANVAS?

. Designed for: Designed by: Date: Version:
The Business Model Canvas
Key Partners & Key Activities 0 Value Propositions ﬁ% Customer Relationships ' Customer Segments ’
Key Resources &ﬁ‘ Channels !B

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net

Cost Structure

Revenue Streams

)

© Strategyzer AG

WHAT IS THE BUSINESS MODEL CANVAS?
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HOW DOES THE OPERATING ... AN ENHANCED BUSINESS
X MODEL CANVYAS LINK TO ... MODEL CANYAS

THE OPERATING MODEL BACK END MIDDLE FRONT END
CAENVASE?-IAS 8IX ELEE!ENTS: OPERATlNG ”ODEL CANVAQ (OPERATIONS) (VALUE) (CUSTOMERS/CHANNELS)

» the work that needs to be done SUPPLIERS LOCATIONS 2
[ {@Q I ﬁ%

to deliver the value proposition

(VALUE CHAIN); —

P
» the people who do the work 5 /ﬁi ‘ H\J/l/]
and how they are organized Cf@ u*@‘" o) [
(ORGANIZATION),
» where the people will be located and VALUE DELIVERY CHAIN(S) 'Qo L\,f
e

the assets they need to help them N
(LOCATIONS); P D ,oﬁ@ K 8;

» what information systems the

N

The Operating Model Canvas has icons
for value proposition and customer.
These are treated as inputs to the

operating model design rather than as

part of the design challenge. The book

people need to help them BC “s'ifw\‘e'/ “Value Proposition Design” shows how to

INFORMATION): eneficiary _ design these inputs.

INFOR ) ORGANIZATION
» the suppliers who support the work ——d

(BUPPLIERS); and L

C ]/j 1
» the management system used to run O C"E}L‘E \
. . -
the organization (MANAGEMENT D FINANCIAL MODEL
STeTEr MANAGEME o
N NT &8
\ M SYSTEM | y\\J The Operating Model Canvas with SIX elements is a more powerful “back-end”
~ than the three elements - ey Activities, Key Resources and Key Partners -
of the Business Model Canvas.
18 >  OPERATING MODEL CANVAS HOW DOES THE OPERATING MODEL CANVAS LINK TO AN ENHANCED BUSINESS MODEL CANVAS < 19
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