Vested® Module 15 Interactive Learning
Element 7: Relationship Management Frameworks
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Create a tiered management structure
· Determine what tiers you will have in your governance framework.  Consider a three tier approach for larger projects.
· Develop formal roles and responsibilities for each level.
Complete the Governance Framework section of the Governance Framework Worksheet V1
Establish separate roles service delivery, transformation, and commercial management
· Establish management roles
·  Service delivery management
· Transformation management
· Agreement compliance management
Complete the Governance Roles Worksheet V1
Establish peer-to-peer communications protocols
· Your Vested governance framework must be customized to fit your relationship and the workscope of the agreement. 
· Define Layers
· Board of Advisors
· Joint Operations Committee
· Operational Management Groups
· Define Peer to Peer positions within each layer; document roles for each position
Complete the Relationship Management Framework V1 worksheet
Develop a communications cadence, tempo, or rhythm
· Develop a communications framework for your governance teams
· Based on the frequency of the communication develop a formal communication framework
· Clearly state the purpose
· Designate the attendees, include all governance layers in the appropriate meeting
· The communication frequency framework on the following slide can be used as a starting point
· Your framework will vary based on the scope of your agreement
Complete the Communications Frequency Framework V1 worksheet 
Develop a process to maintain continuity of resources
· Establish your framework to ensure the continuity of resources. 
· Go back to your list of key resources 
· Develop a notification plan
· Develop a replacement, training and communication plan
Complete the Continuity of Resources section of the Governance Framework Worksheet V1
Establish a performance management program
Performance Management Program
Use the below a checklist for your performance management program
· Dashboard for measuring end-to-end performance against KPIs and Desired Outcomes, not just service-level agreements (SLAs).
· Mechanism to measure the overall health of the relationship and effectiveness of transformation efforts.
· Process to score performance to capture perception gaps.
· Determine if the parties will use a neutral third party.  If so, when and how will the third party be used? 
· Agreed on and documented proactive problem-solving and dispute resolution process.
Complete the Metrics List V1 worksheet
Develop Your Relationship Scorecard
· Think about how you will measure overall performance of your relationship
· Review Your Metrics and Performance Management Plan established in Element 5
· What other “end to end” metrics need to be considered to help you manage the business, not just the supplier?
· What other aspects of the overall relationship should you measure? 
· Develop your dashboard
· Include joint ratings where appropriate
· Use a weighted scoring system
· Will the dashboard metrics track success toward your Desired Outcomes? 
· Is your dashboard linked to your incentives and pricing model? 
· Determine the process for identifying perception gaps via 360 degree feedback mechanism 
Problem Resolution Process
· Discuss how out of tolerance performance will be addressed as part of your performance management plan
· Document your problem resolution process
· Define your use of the terms, issue, concern, problem, conflict and breach of contract
· Map the problem resolution process
· Document the escalation process, when to escalate and to what level
· Use the tolerances set in your requirements roadmap
· Set time frames for resolution
· Establish clear responsibility from operational levels through executive leadership
Complete the Problem Resolution Process Worksheet V1

Sense Check Before You Finalize Your Governance Framework
· Estimate the cost of governance for both parties, revisit the pricing model to ensure that you have accounted for the cost of governance in your model, governance is not free.
· Does your relationship management framework promote open and transparent communications?
· Are expectations between parties clear? 
Complete the Budget section of the Governance Framework Worksheet V1
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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
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Peer-to-Peer (Reverse Bow Tie/2 in a Box)

TRADITIONAL BOW TIE ReveRse sow TIE

+ Moving from the traditional hierarchical communication to direct
functional communication improves the flow of information
~ This should be establishedin the beginning with the service provider
~ Resist the temptation (andlor supplier pressure)to revert atthe first
“breakdown”
~ Itis essentialthat the managers hear about problems fromtheirteams
FIRST!
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What Works

+ The 2in a Box concept s simple.

~ Foreach of the key leadership categories each party assigns a personto
co-manage the process

~ The service provideris not successful unless the companyis successful,
andviceversa

~ The*2in a Box” process encourages communication atthe process level
and assure business plans and action plans are aligned

~ Creating alignmentbbetween similar positions createsfree flow of
information and discourages misunderstandings.

~ Whetheritstop level elationships or atthe operational leadership evels,
aservice provider person anda company person, holding similartes,
worktogetherto solve problems and getdesiredresuts

Sharedfunction. Shared Win. Shared Disgrace.
It motivates folks to do everything possible to make certain their box
mate succeeds
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+ The real benefit of using the reverse bow tie
approach is that it streamlines communications
across all layers

— Atthe lower levels, the conversations tend to be about
day-to-day tasks,

— while the higher levels channel discussions around
providing executive direction

+ The executive level is critical to helping establish the
Shared Vision and Desired Outcomes, but
executives still should continue to engage in
performance management discussions and be
integral parts of supporting and approving
collaborative transformation projects
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Use this framework as a template for creating your own
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Continuity of Resources

Best Practices

Here are five best practices for maintaining continuity of

resources:

1. Mutually identify alimited number of personnel who are designated
as key personnel for both parties.

2. Establish a provision that prevents either party from unilaterall
removing, replacing, or reassigning key personnel for a specific
timeframe. Two to three years is a reasonable duration that
enables promotions.

3. Develop a process for communicating key personnel changes.

4. Establish a provision for replacement of key personnel.

- This mightinclude havingthe service provider propose a replacement
resouce e months prorto e replacement of nabing he company.
13 eruiewa imited humber of potental repiacaments and approvethe
newperson

5. Usea formal escalation process for personnel mismatch concems.

~ Theagreement should have provisions thataddress escalating improper
behavior between the parties or between employees
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Measure End-to-End Performance

+ When developing a performance management
program, rememberitis the business thatneeds
improving, notjust the service provider's role

+ Fartoo many service providerscorecardsare all
green, yetthe business is notperforming against
its Desired Outcomes.

+ We fondly referto this as a “watermelon effect”
because the relationship is green on the surface
butred when you dig in.
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Problem-Solving Procedure

« Talk about these terms at this stage of formulating
the governance framework process now, because
one party’s issue is another party’s problem

[ situation | Degree Resolution

Issue Mediumimpact; low Resolvedinroutine:
urgency conversations
Concern Medium mpactmedium Resolvedin GER mesfings
urgency
Problem Highimpact, high Escalate and call special
urgency meeting
Conflct Unresolvedproblem  Escalateto senior
managementorneuralhira
party
Breachof Contract Unresolved conflict ‘Third party intervention, such
asarbitiation
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Definition of Vested Governance

“Aframework that uses a relationship management
structure and joint processes as controlling
mechanisms to encourage organizations to make
proactive changes forthe mutual benefitof all
parties”

*+ The Desired Outcomesin essence are the
beacon, the governance structure is the
mechanism forthe parties to stop and redirect
their efforts when detours occur
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Tips to Live By

+ Resistthe urge to micromanage

+ Resistthe urge to tell the service providerhow to
doits job

+ Don't nitpick small problems

+ Shiftthinking to managing the business with the
service providerinstead of managing the service
provideror, worse, managing the service
provider’s people
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+ Govemnance Structures—An Introduction

+ Six Components of Relationship Management

1
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4.
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6.
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Create a tiered management structure

Establish separate roles service delivery,
transformation, and commercial management

Establish peer-to-peer communications protocols

Develop a communications cadence, tempo, or
thythm

Develop a process to maintain continuity of
resources

Establish a performance management program
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