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Disclaimer
This document has been prepared by Zurich Insurance Group Ltd and the opinions expressed therein are those of
Zurich Insurance Group Ltd as of the date of the release and are subject to change without notice.
This document has been produced solely for informational purposes. All information contained in this document has
been compiled and obtained from sources believed to be reliable and credible but no representation or warranty,
express or implied, is made by Zurich Insurance Group Ltd or any of its subsidiaries (the ‘Group’) as to their accuracy
or completeness.
This document is not intended to be legal, underwriting, financial, investment or any other type of professional advice.
The Group disclaims any and all liability whatsoever resulting from the use of or reliance upon this document. Certain
statements in this document are forward-looking statements, including, but not limited to, statements that are
predictions of or indicate future events, trends, plans, developments or objectives. Undue reliance should not be placed
on such statements because, by their nature, they are subject to known and unknown risks and uncertainties and can
be affected by numerous unforeseeable factors.
The subject matter of this document is also not tied to any specific insurance product nor will it ensure coverage under
any insurance policy.
This document may not be distributed or reproduced either in whole, or in part, without prior written permission of
Zurich Insurance Group Ltd, Mythenquai 2, 8002 Zurich, Switzerland. Neither Zurich Insurance Group Ltd nor any of its
subsidiaries accept liability for any loss arising from the use or distribution of this document. This document does not
constitute an offer or an invitation for the sale or purchase of securities in any jurisdiction.
Zurich Insurance Group
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Introduction and
Context
Brief outline of objectives for session
and how it fits with the other webinars:
1. Who are we?
2. Why are we doing this?
3. Overview of session
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Who are we?
Business Architects, Zurich Insurance UK

01 - Operating Model Overview
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02 - Operating Model
Creation and Assessment
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03 - Operating Model Changes
and Developing TOM
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Why are we doing this?
The brief
•
•
•

Why us?
•
•
•
•

INTERNAL USE ONLY

in collaboration with

7

Overview of session
Business Operating Models
•
•
•
•

Customers
1
2
3
4
5

Operating Model

Local customer Facing Teams

Digital Marketing*
Finance and Cash Flow*

Local support, Operations and Governance Teams

Risk Management*
National Support Teams

Info. Governance*
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01

Operating Model
Overview
This section defines what an Operating Model
comprises of and explores how they can be
applied to charities:
1. Definitions and why use Operating Models
2. Considerations when creating or changing
an Operating Model
3. What elements make up an operating
model?
4. Charity Operating Model – What does a
typical one look like?
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Operating Model Overview
1.1 Definitions and why use Operating Models?

•
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Operating Model Overview
1.2 Considerations when creating or changing an Operating Model?
What key dependencies
do you have inside and
outside the organisation?

How are your people and
tasks best organised?

What are the principles
you should base the
operating model around?
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What capabilities are
needed to enable your
organisation?

What products and services
is your operating model
trying to create/deliver?

How do you measure
customer satisfaction
and performance?

+ what other things
need to be taken
into account…?
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Operating Model Overview
1.3 What elements (5Ps) make up an operating model in order to create and
deliver products and services?
Proposition – What are the key objectives and what is
the organisation trying to provide, for whom and how?

Place

Process – What processes are required for the
organisation to perform its key functions for customers
and internally?

Process
Customer
Satisfaction

People – What skills, knowledge and experience do the
people need and how do you best organise them?

People
Efficiency

Effectiveness

Platform – What technology and equipment is needed
to enable the products or services to be created or
delivered?

Platform
Proposition

Place – How do you best align individuals and teams to
physical locations (inc. home working) to create and
deliver products and services?
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Operating Model Overview

KEY:

1.4 Charity Operating Model – What does a typical one look like?
1 When was the strategy
and vision last reviewed,
is it still relevant and
fit for purpose?

Does the current
situation affect the
proposition set up, and
is it temporary or enduring?

Strategy and
Vision

• How best to provide
outcomes for older
people?
• How are people
made aware of the
service(s) for funding
/ demand?
• How are the
service(s) funded /
supported / supplied?
• What service(s) are
to be delivered and
how?
• What is the user /
service experience
targeted?

Refreshed
over
short/medium
/ long term



Of services which have
been provided previously,
are there issues reducing
what can be offered?

Services
provided

Proposition

Feed into TOM

• Ideas
• People
• Input

• Outcomes
• People
• Output

5
Capabilities
Architecture and
Operating Model

• What is the vision,
mission and goals?
• What objectives are
trying to be
achieved?
• How to deliver
against charitable
purpose?
• Who will be
supported and with
what?
• How to
demonstrate
outcomes for grants
and evaluation?

3

2

People

• Information /
knowledge
• Goods
• Money
• Volunteers
• Recovery

Which capabilities are
fit for purpose now, and
which ones need changing
to deliver the service(s)?

COVID Diagnostic
questions

X

4 Is the delivery of services
provided previously now
constrained or restricted?

Delivery
channels
• Face to face
• Phone
• Digital
• Via third party

Service experience & outcome measurement

(Trustees, charity employees &
volunteers)

Proposition
Platform (IT)
Place
Process

Operating Model

e.g. Considering lunch clubs, what changes are needed to maintain the existing services or provide new / alternative ones?

INTERNAL USE ONLY

in collaboration with

13

02

Operating Model
Creation and
Assessment
Practical steps to create and understand
your existing model:
1. Internal and external factor analysis
using the PESTLE framework
2. Operating Model diagrams
3. Customer Journeys
4. Process Mapping, pain points &
solutions brainstorm
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Operating Model Creation and Assessment
2.1 External market context and internal challenges
PESTLE
analysis

Political
•

Environmental
•

Customers
/ Users

Government
influences on the
organisation,
national or local,
i.e. policy or
regulations

Economic
•

‘Green’ issues
that may impact
on the sector, for
example, carbon
footprint,
packaging,
pollution

Aspects within
the economy that
have an impact
on the
organisation and
the market it
targets

External

Legal
•



Regulatory and
legal changes
likely to affect
charities,
employment law,
health and safety
for example

Social
•

Technological
•

Behaviours,
preferences and
attitudes of the
target market
(older people)

Technological
advances
causing changes,
such as different
digital channels
for customer
engagement

Internal

•

New user groups….

Value
Proposition

•

Move away from some
unsustainable services….

Services
provided

•

Providing relevant services
is more difficult….

Distribution

•

Need to move towards
remote services….

People
(staff)

•

Embedding new ways of
working….

People
(volunteers)

•

Potential increase in
turnover….

•

Changes in priorities…..

•

Service and responsiveness
is an issue….

Place

•

Ability for people to access
physical locations….

Technology

•

IT to enable longer term
remote working….

People
(trustees)
Process

e.g. How do external factors create internal challenges for being able to continue offering lunch clubs as part of day services?
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Operating Model Creation and Assessment
2.2 Operating Model Diagram - What is it & why create it?
•

Having a visual representation of how the organisation is structured provides a single point of reference for people to
coalesce around and is a good tool to allow further analysis

•

It enables you to show the logical route in for your customers or users via each channel, which products or services they
demand and how delivery of those is supported by internal teams and technology

•

The logical approach to this is :
1. Capture and
creation of the
‘as is’

2. Identify
issues
& changes req.

3. Development
of the
‘to be’*

1. Once an initial operating model has been drawn up it is worth sharing it with a number of stakeholders and iterating
/ refining it to make sure all aspects have been represented correctly. It can be useful to annotate the diagram with
volumes, numbers of staff and costs where appropriate.
2. When you have a reasonable view of the ‘as is’ use it actively to question, challenge and understand reasons for
why it is as it is, and identify issues against each of it’s elements and assess the level of current capability across
the teams and technology
3. Create the ‘to be’ or TOM with consideration of any new strategy or proposition, and changes to teams, structures
and capabilities are represented accurately as a lead into practical action planning
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Operating Model Creation and Assessment
2.2 Operating Model Diagram - Age UK example
Beneficiaries / Service Users

•

What does a typical
Age UK Operating
Model look like:
Advisors – Triage & advice

•

•

Which elements can only
be specific to a particular
service which ones can
be used across multiple
ones?
Where have you got
issues – not enough staff,
equipment shortages
etc?

Frontline
staff

Day Service Managers

- Inc.
cust. needs assess., training, CRM, risk assess.

Home support Co-ordinator

Information Volunteers

Day Service Support Staff
Volunteer
Cleaners
Day Service Activity Coshoppers
Ordinators
Reception team – inc. call management, taking bookings, handling enquiries, handling complaints
Senior Management – inc. support and supervision of teams, work with external stakeholders
Separate phone line

Service
Support

Community transport

Cleaning equip.

Reception team – Inc. appointment booking, lone working check in

Where are changes
needed because certain
services are unable to be
delivered?
Do we use and get
the benefit of all the
Nationally provided
services?

INTERNAL USE ONLY

With social distancing,
do we need more minibuses, or to use them
more frequently?

Admin team – Inc. cust. feedback, processing invoices, handling donations, marketing / social media, volunteer ad.
Senior Mgmnt. – Inc. info. governance processes & comms, marketing, volunteer recruitment
Admin team – Inc. attendance scheduling, rostering of visits

Operations

Finance Team – Inc. processing invoices / payments, producing financial reports, running payroll, audit prep etc
Senior Mgmnt – Inc. setting HR policies, salary and pension calcs, H&S procedures, risk assessments, DBS checks

•

If day service delivery
is impacted with
Covid-19 can we redirect day service staff
into other roles?

Governance

Board – Inc. compliance and quality, policies for legal compliance, risk assessment, agree insurance cover

Is there greater
pressure on the
admin team with
more activity being
done remotely?

Senior Management – Inc. reviewing reporting, managing insurance, incident review & follow up
Age UK Digital Team – Manages website platform, provides training support and local updates
Age UK Brand Team – Provision of ‘brand hub’

National
support

PI insurance
HR helpline – External HR company provides local partners with HR support
CQS assessments
I&A factsheets / guides, IAQP / AQS
accreditation
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Operating Model Creation and Assessment
2.3 Customer Journey Mapping – Why & How
When looking at changing or improving services, a journey map helps to:
• Identify, structure and improve interactions that customers (service users) experience across their relationship with Age
UK – to help you become more user centric
• Visualise how different steps are interconnected from a users perspective, to help identify gaps or points in the users
experience that are disjointed or painful. For example, gaps between departments, where the user might get frustrated
Most of all, a journey map puts the user front and centre of your thinking rather than worrying about internal priorities. It is so
easy to get caught up in what you want a project to achieve that you forget to consider how it will benefit users.
It is also an ongoing reminder throughout the project to consider the customers context. The customers questions, feelings
and needs will change throughout their journey
How do you produce journey maps:
•
Group exercise
•
Include some customers or at least test it with some customers
•
Identify the key stages of user interaction
•
Identify the information you want to map
•
Create your customer journey grid
•
Work together to complete the grid
•
Use the completed journey map as a reference point
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Operating Model Creation and Assessment
2.3 Customer Journey Mapping – Lunch club example
Steps

Lunch Club Booking

Pick Up

Arrive at venue

Lunch

After Lunch

Drop Off

Booking a space at the
lunch club

Pick up from home and
driven to venue

Welcome & being shown to
seat

Lunch served

After lunch activity takes
place

User dropped safely at
home

•
•

Given best options
Quick / easy booking
process
Giving dietary req’s
Understanding of how
pick up etc will work
Understanding of social
distancing measures

•
•
•

Prompt pick up
Help out of home
Courteous driver who is
aware of user needs
Safe journey
COVID safe conditions

•
•
•
•

Friendly welcome
Circumstances known
Easy to access seat
Seated with like minded
group
Understanding of social
distancing measures

•

•

•

Interesting / varied
activity Able to see and
hear speaker
Easy to access seat

•
•

•
•

Food intolerances have
been accounted for
Delicious meal
Courteous service

•
•

Website
Telephone

•
•
•

User details
Minibus
PPE
Sanitiser

•
•
•
•
•

Venue
Seating plan
User details
PPE
Sanitisers

•
•
•
•
•

Tables
Chairs
Seating plan
PPE
Sanitisers

•
•
•

Microphone
Laptop
Projector / screen

•
•
•

User details
Minibus
PPE
Sanitiser

•

Services Coordinator

•

Driver

•

Welcome team

•
•

Chef
Day Services Team

•
•

Day Service Team
Guest Speaker

•

Drive

•

Online booking not
straightforward
Having to give details
again even though a
regular attendee
Spaces now limited to X
per session.

•
•

Driver late
Need for help out of
home not passed onto
driver
Not enough space in
minibus to properly
social distance

•
•

Name not on list
Details haven’t been
passed onto venue
Seat inaccessible due
to needs
Venue not set up for
social distancing

•

Dietary req’s not given
to venue
Users not able to get up
to wash hands before
eating

•

Cannot hear or see
guest speaker

•
•

Driver late
Need for help into home
not passed onto driver
Not enough space in
minibus to properly
social distance

Simplify website
booking form
Reuse details from prior
attendances rather than
ask again
Increase no. of sessions
Staggered sessions

•

Best route plan given to
drivers in advance
Drivers can access user
details to understand
needs
Increase number of
minibuses / drivers

•

Common user database
available to venue /
volunteers
Access requirements
pre checked
Venue vetted to ensure
adherence to social
distancing

•

Common user database
available to venue /
volunteers
Hand santisers on every
table

•

Description

Customer
(Service user)
needs

•
•
•

Resources

People

•

Pain Points
•

•

Ideas for
improvement

•

•
•
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•

•

•

•

•
•

•
•
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•

•
•
•

•

Venue tested for
suitability in advance

•
•

•

Prompt pick up
Courteous driver who is
aware of user needs
Safe journey
Help into home
COVID safe conditions

Best route plan given to
drivers in advance
Drivers can access user
details to understand
needs
Increase number of
minibuses / drivers

changes given the context
of COVID

19

Operating Model Creation and Assessment
2.4 Process Mapping - pain points & solutions
•
•
•

In order to address some of the pain points – you might look at a journey step in more detail and map out the process
Once the process is mapped – as a group you can identify pain points and vote on the most significant
Ideas for solving the pain point can be brainstormed & assessed using a matrix to visualise

xxxx
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03

Operating Model Changes
and Developing TOM
Practical tools to support undertaking and tracking
work on Operating Models:
1. Target Operating Model and Enablers
2. IT Enablers
3. PDCA
4. Action Plans
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Operating Model Changes and Developing TOM
3.1 Target Operating Model & Enablers
Target Operating Model (TOM) is a way of describing the desired state operating model of an
organisation. Thinking about where you are now versus where you want to be will help you to identify
the ‘enablers’ (things that need to happen/change for you to be able to reach your desired state). This
becomes the start of your action plan…
What do you need to enable change?
Service

Description
(Now)

People

Process

List all of the key
services you offer
(perhaps there are
new services that
you want to offer or
services that you
want to stop?)

What are the key
identifying traits of
the current
operating model

New skills?
Culture?
Headcount?
Training/upskilling?
Organisational struc
ture?
Partnerships?

Process/ways
of working
changes?

IT

Finance

Result
(Future)

Systems?
Mobile technology?
IT security?

Investment or
financing
to support changes
?

What does your
service look like in
the future?

Lunch Club
Service 2
Service 3
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Operating Model Changes and Developing TOM
3.2 IT Enablers – How can technology support improvements
Method

Outcome

Charitable licencing models

 Reduced or free licencing models from significant IT
vendors e.g. Microsoft, Salesforce, Google
 Can cover hardware, software, advertising grants etc

Digitise the core

 New working models as a result of COVID pandemic
has highlighted need to accelerate digitalisation and
remove manual processes.

Increase in digital marketing

 Reach new audiences and partnership through
targeted localised advertising.
 Links to other webinars from Zurich on digital
marketing.

New engagement models, e.g. crowd
sourcing and hackathons

 Consider crowd sourcing to obtain IT resource,
particularly in test and learn activity or innovation.
 Partner with other organisations to run “hackathon”
events posing a problem statement and inviting
competition
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Operating Model Changes and Developing TOM
3.3 PDCA – In support of Operating Model changes
•

The Plan-Do-Check-Act (PDCA) or Deming Cycle is a four-step, iterative method used to support
the improvement of any one of the elements of the Operating Model (5Ps)

•

Potential solutions to problems and general process improvements are assessed in pilot schemes
with successful pilots being implemented across the business

•

The Cycle consists of four stages:
4. Act according to the results:
scale up successful pilots to the
wider business and refactor
under-performing pilots (go
“back to the drawing board”)

1. Plan a pilot scheme to test a
potential improvement or solution:
create success criteria and
performance metrics to measure the
pilot’s effectiveness

3. Check the results: review the
metrics and success criteria
against your results

2. Do the testing: implement the
change in the pilot area
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Operating Model Changes and Developing TOM
3.4 Action Plans – In support of Operating Model changes
•

Step 1 of the PDCA cycle can be helped by creating action plans

•

An action plan is a list of tasks which are completed to achieve an objective

•

Action plans can include the following:
1.
2.
3.
4.
5.
6.

A well-defined objective
The tasks needed to achieve the goal
The people and resources required to carry out the tasks
The due dates when the tasks must be completed
The performance metrics and success criteria by progress can be measured.
Interim performance milestones

Why use an action plan?
•

Action plans can help identify and allocate the resources required and flag potential issues which
could block progress

•

Milestones can help determine if a Operating Model change is on-track
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Operating Model Changes and Developing TOM
3.4 Action Plans – Tips for Creating Action Plans

SMART
framework

Defining objectives
• The SMART framework can be used to create well-defined objectives:
Recording action plans
• Tasks, people, resources and due dates can be recorded in a simple checklist
or visualised in a Gantt chart – please see the appendix for examples.
Task name

Task description

Start Date

End Date

People

Resources

Prerequisites

w/c 6 July

01

13-Jul

Resource 1

w/c 13 July

10-Jul

•

20-Jul-20 Person 1, Person 4

09-Jul

•

15-Jul-20

08-Jul

•

Detailed task description 3

Start date End date
Notes
06-Jul
10-Jul
07-Jul
08-Jul
06-Jul
06-Jul
06-Jul
10-Jul Delayed due to reason
13-Jul
17-Jul
17-Jul
17-Jul Milestone 1 description

07-Jul

•

High-level task summary 3

Task owner
Owner 1
Owner 2
Owner 1
Owner 3
Owner 2
N/A

06-Jul

03

Task name
Task name 1
Task name 2
Task name 3
Task name 4
Task name 5
Milestone 1

w/c 20 July

w/c 27 July

31-Jul

None

30-Jul

Resource 2

29-Jul

14-Jul-20 Person 3

28-Jul

07-Jul-20

27-Jul

Detailed task description 2

24-Jul

High-level task summary 2

23-Jul

02

Key:
Blue = Complete
Green = On track
Amber = At risk
Red = Delayed
Grey = Not started
= Milestone

Pilot scheme
Phase 1

22-Jul

None

21-Jul

Resource 1

20-Jul

14-Jul-20 Person 1, Person 2

17-Jul

01-Jul-20

16-Jul

Detailed task description 1

15-Jul

High-level task summary 1

14-Jul

01

1

Action ID

Specific
Measurable
Attainable
Relevant
Timely

It can be helpful to involve all the people involved in the pilot scheme in the
allocation of people and resources to tasks to identify areas of expertise.
Tasks can be prioritised to identify pre-requisites which may block other tasks
if not completed – assess what the impact is if a task is delayed.
Milestones are “mini-objectives” or “snapshots” which can be created from the
project’s success criteria and performance metrics.
Continually updating and analysing the action plan can help to track progress
for reporting, identify/resolve issues and provide information for communicating
success across the organisation.
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Summary
Key Learnings
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Summary

• Representing your current
organisation and what you want it
to look like in the future
• The 5 Ps
• Applying the strategy/vision to
something more grounded
•
•
•
•

PESTLE
Operating Model Diagram
Customer Journeys
Process Mapping

•
•
•
•
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TOM & Enablers
IT Enablers
Plan-Do-Check-Act
Action Plans
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Questions
Any immediate questions for us?
Also if there are broad themes coming out from
the feedback after the webinar then we will aim to
get back to you with some guidance…
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FAQs
•

“How much time do you think would be needed for each of these steps / to work through the process?”
The time taken is predominately driven by the size and complexity of the area being looked at, but an initial
populated version of a single tool should be possible within ½ to 1 day. Like everything once you’ve done one, the
next one will be quicker / easier to do. You should also build in time for validating and syndicating the content with
stakeholders beyond the people involved in the initial creation of content.

•

“We don't have a lot of time so if we can only do some of these activities, which would you say are the
essentials?”
The customer journey is a good starting point as it immediately puts focus on understanding what your service
users want, how you practically deliver it, and improvements you can make.

•

“Who would you recommend we involve (e.g. trustees, managers, all staff, volunteers, customers) and how
would you vary this for each part of the process?”
You should definitely involve customers to start with as their needs should be the driver of everything you are trying
to deliver. Once you understand that having cross team working sessions is a great way to ensure common
understanding and solution alignment.

•

“How far into the future should we be looking in terms of planning an achievable target operating model?”
It is worth considering a number of horizons based on the problems you are trying to solve. You might want an
immediate tactical review of the current model to address the issues raised through Covid. Then a longer term
TOM (12-18 months out) which you can move towards with incremental refinements.

•

“How often should we review our operating model?”
A review of an operating model is generally triggered in one of two ways – issues arise that you want to solve like
Covid, or you want to add to or change what you want to deliver.
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Appendix
•
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Templates
Double click the Worksheet icons to view the Excel file.

Action Plan:
Action ID

Microsoft Excel
Worksheet

Task name

Task description

Start Date

End Date

People

Resources

Prerequisites

01

High-level task summary 1

Detailed task description 1

01-Jul-20

14-Jul-20 Person 1, Person 2

Resource 1

None

02

High-level task summary 2

Detailed task description 2

07-Jul-20

14-Jul-20 Person 3

Resource 2

None

03

High-level task summary 3

Detailed task description 3

15-Jul-20

20-Jul-20 Person 1, Person 4

Resource 1

01

Microsoft Excel
Worksheet
Key:
Blue = Complete
Green = On track
Amber = At risk
Red = Delayed
Grey = Not started
= Milestone

Pilot scheme
Phase 1

w/c 6 July

w/c 20 July

w/c 27 July
31-Jul

30-Jul

29-Jul

28-Jul

27-Jul

24-Jul

23-Jul

22-Jul

21-Jul

20-Jul

17-Jul

16-Jul

15-Jul

14-Jul

13-Jul

10-Jul

09-Jul

in collaboration with

08-Jul

Start date End date
Notes
06-Jul
10-Jul
07-Jul
08-Jul
06-Jul
06-Jul
06-Jul
10-Jul Delayed due to reason
13-Jul
17-Jul
17-Jul
17-Jul Milestone 1 description

07-Jul
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Task owner
Owner 1
Owner 2
Owner 1
Owner 3
Owner 2
N/A

06-Jul

Task name
Task name 1
Task name 2
Task name 3
Task name 4
Task name 5
Milestone 1

w/c 13 July

1

Gantt Chart:

32

Operating Model Creation and Assessment
User Journey Template
Steps

Description

User needs

Resources

People

Pain Points

Ideas for
improvement
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Needs might change given
the context of COVID
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Thank You
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