Vested® Module 9 Interactive Learning
Reference Slides for this Interactive Learning Session
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	· Developing your Desired Outcomes is a process
· Understand your strategic drivers
· Develop your Shared Vision
· State your Desired Outcomes (typically 5 or less)
· Look to your Shared Vision Statement for guidance
· The Shared Vision Statement outlines what the organizations want
· It is based on the objectives or drivers for the outsourcing engagement
· It is what each party wants to accomplish
· It defines what success looks like
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Extra Reading: Green and Clean and Square Watermelons available in your tools folder
Define Desired Outcomes
· Pull together the contract core team
· Hold a whiteboard session
· Restate your Shared Vision Statement 
· Define the result(s) you believe the team has been chartered to achieve
· Phrase the Desired Outcome in a way that can be quantified (see previous examples)
Complete your Shared Vision-Desired Outcomes Worksheet V1 from Module 8
Define Desired Results
· If necessary, develop a consensus view of the group
· Each member selects three statements that they (individually) feel are the most important results for this project 
· Mark your selection with sticky dots
· You may choose any statement on any chart
· Do this without debate or discussion
· Reconcile the top statements selected by the group
· Discuss the selections
· Statements may be modified or combined to make a consensus statement
· Record the group consensus
Examine Desired Outcomes
· Take a look at your statements based on these questions
· Do your Desired Outcomes support your overall strategic direction?
· Do your Desired Outcomes provide a balanced approach and are they quantitative with regard to:
· Cost
· Schedule 
· Performance
· Customer satisfaction
· Other?
· Adjust statements if necessary to assure that they are quantitative and in support of overall strategic direction

Requirements Roadmap Reference Slides
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Draft Statement of Objectives
· Convene the contract core team
· Hold a whiteboard session
· Add each of your Desired Outcomes to the Requirements Roadmap template (Desired Outcomes were developed in Module 8)
· Expand each Desired Outcome into a few objective statements
· Objectives should be measurable
· Objectives should be clearly stated
· Objectives should be a support the Desired Outcome
· In this exercise, you will complete the first two columns of the requirements roadmap
· Record your objectives in the requirements roadmap template

Complete the first two columns of the Requirements_Roadmap_Template V4
Thinking It Through
1. Do your Desired Outcomes support your Vision Statement?
2. Do your Desired Outcomes support the scope of the agreement?
3. Are the objectives statements clear and do they clarify the Desired Outcome?
4. Are the objectives measurable? 
Workload Allocation
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Workload Allocation
· Convene the contract core team
· In this exercise, you will map the processes and sub-processes that support the Statement of Objectives 
· You will need to identify processes to a level that is sufficient to assign responsibility for each one.
·  Start with an end-to-end view of the processes
· Assign the work to the party best suited to do it
· Challenge your thinking and use the talents and knowledge of your service provider
· Recognize that processes will change as they are improved.
· Document at a level where only ONE company has responsibility for the process
· Modify the template to suit your business needs 
[image: ]
Complete the Workload Allocation Template V3 (or similar template to develop a catalog of your processes and document responsibility) 
Thinking It Through
1. Is work assigned to the party that provides the best value?
2. Did you review all processes that support the Desired Outcomes?
3. Is only one party responsible for the entire process you are cataloging?


This Template is provided as a reference tool as part of the Vested Online courseware. Please feel free to use it as you develop your Vested Agreement. 
The tools and templates are provided to assist you in learning about Vested Outsourcing. It is copyrighted material by the authors and is provided for individual use.  
For more information, please contact us at: 
	Kate Vitasek
	Karl Manrodt
	Mike Ledyard

	kvitasek@utk.edu
	karl@manrodt.com
	mledyard@utk.edu
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Let The Shared Vision Guide You

“A seamless approachto real estate
portfolio management where successis
mutually dependent. Innovative solutions

that achieve best in class value to the
benefit of the partners, customers,
colleagues and the community.”
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Always restate your Shared Vision when
documenting yourDesired Outcomes...
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What it looks like...

Vision: “A seamless approach toreal estate portfolio
management where success is mutually dependent
Innovative solutions that achieve best in class value to
the benefit of the partners, customers, colleagues and
the community ”
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tablishing Desired Outcomes is a Must

« Determine Desired Outcomes before proceeding to
the rest of your agreement

« This is a must because Desired Outcomes are
— critical to Vested Outsourcing
— they are the focal point for the Vested agreement
— the primary message communicated to the service

provider and to stakeholders

+ Senvice providers must agree on the Desired
Outcomes because financial incentives are allocated
when they achieve the company’s Desired
Outcomes

« Stakeholders should agree on the Desired
Outcomes _because they reflect success for the
organization
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uirements Roadmap — Foodservice Example

+ Acompany thatis outsourcing its foodsenice developed this
Desired Outcome statement:
“A foodservice program that eliminates subsidized costs and
increases the utilization gy employees.”

+ The next stepin the procdgs isto develop objectives for each
outcome that further definedwhat, not how

DesiredOutcomeis splitinto Requirements Roadmap
three Objectives

1. Eliminate the company
subsidy immediately.

2 Increase employee use of
the cafeteria at funchtime.

3 Pricingto the employees
shouldremain ator below
the current benchmark.
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The Service Provider Is Your Partner

+ In drafting the SOO, let the service provider
solve the problem
+ Follow these guidelines:

— Do not write the objectives too tightly or too narrowly

— Allow for and encourage creativity from the service
provider

— Be open to new solutions and new approaches.

— Allow the provider to accept workscope risks that are
not core to the company and not essential for the
company to perform

— Gather information from the service provider on what
you don't need to do any longer to meet the objective

Vested
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Identify Potential Roadblocks

« The purpose of a Statement of Objectives is to
provide the service provider with maximum  flexibility
+ However, some constraints may be in place

~ Technology acquisitions need to conform o the agency's
IT architecture and accessibilty standards

~ Othersinclude security, privacy, safety
« Identify existing policies, directives and standards
that are constraining factors
« Work with stakeholders to confirm they are essential
~ Have the constraints  roadblocks outlived their
usefulness?
— Are they still critical?
~ Can we remove them?

Vested
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Workload Allocation wo Step Process

+ Workload allocation involves two key steps
+ The first stepis creating an inventory - or
taxonomy - of all the work that is performed
— The taxonomy is a simple grouping or classification of
the processes the company and the service provider
will perform
+ The second stepinvolves determining who is
accountable for each of the processesidentified
in the taxonomy
— This is often referred to as best value assessment

Vested USROS
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Taxonomy

Identify the processes and  roceses s sumost oesmeo onscrnes
sub-processes within the
workscope

+ The taxonomy includes a -— =
brief identifcation of each e
process performed (a one- ==

to-three-word description or
name that can be assigned
to that process)

+ Typically top-level and sub-
processes are identified

+ As a rule of thumb,
processes are cataloged to
alevel where only one party
is responsible for the enfire
process,
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Don’t Go Overboard

« Properly cataloging current processes often is a
tedious challenge, and many times it is met with stiff
resistance
« This is why we recommend that companies
document processes at @ high level by creating the
taxonomy rather than detailing work instructions
— If a company has work instructions, great, use these to
perform the cataloging

— Do not spend the time doing detailed as-is work
instructions when the goal is to transform the process

— Focusyour efforts on cataloging the processes rather than
documenting how work currently is done:

Vested =osmmemsme





image17.png
Best Value

+ Once the taxonomy is completedand there is an
inventory of all the processesthe parties should
determine how they will allocate the processes

+ The aim here is to optimize end-to-end process
effectiveness

+ The service provideris a key participant in this
process; togetheryou should agree on what is
the best allocation of work

+ Find the right mix using a best value assessment
which is the process ofwhere the bestvalue
resides

Vested USROS





image18.png
Best Value Assessment

Where’s The Fit?

+ Examine the capabilties, skills, infrastructure, and affordabilty of the
organizations
~ Do not discountthe “bestalue” potental of the peopl currently
workingfor the company
- Significantbusiness opportunties associated with the utiization of
anin-house facility and people
+ Often have infrastructure, test equipment facilfes, and experienced
workforces
+ In some cases, may have necessarytraining or even certificates or
permits that can be difficult or costlyfor 2 senice providerto obtain
+ Understand both the required capabilities and the costs
— Total costof ownership —notjust first cost
+ People working for the company are often hired by the senice
provider, and continue doing a version of their old job for a new
employer

Vested MRS TENES





image19.png
Transparency Is Critical

« Transparency is critical for two reasons

1. Bestvalue determination often requires developing a
business case and scenarios when establishing the
pricing model
+ o evaluate and compare cost stuctures and effectiveness
+ Workload allocation may change as the economics of the

agreement are refined

2. Often a service provider agrees to additional risk under a
Vested Outsourcing agreement
+ The senice provider is accountable for delivering resuits and

10 longe has thsoptontothrow up ts hands and say ot my
ult

+ Senice providers should have candid discussions about the
workloads they are best suited for and what risks are
associated with certain workload allocations
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A Well-Defined Desired Outcome

« Islinked to the Shared Vision
* Is clearly stated
«+ Is boundary spanning

+ |s mostoften measurable (even if
measuring it can be vague — “clean and
green” or “getin shape”

« Islinked to your strategic objectives
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ow Do You State A Desired O
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+ Desired Outcomes are most often boundary spanning—
requiring that the company and the service provider work
together to achieve success

« Typicaly, Desired Outcomes include system wide, high-
level results for items such as
— lowered cost structures
~ higher senice levels

higher market share

faster speed to market

reduced cycle time

more loyal customers

— more revenues

+ Most important, Desired Outcomes are ot the task-
oriented sevice-level agreements (SLAS) typically found
in conventional otsourcing agreements

Vested =usssmetmassrer




image21.png
Vested

2011, All Rights Reserved. Kate Vitasek





image22.png
e UNIVERSITYof | ENNESSEE OF
CENTER for EXECUTIVE EDUCATION





