The Ultimate Target
Operating Model (TOM)
Masterclass

Executive Consulting Guide for Google Cloud, McKinsey, BCG, Bain, Deloitte &
PwC Interviews — Partner-Level Depth for Senior Strategy Consultants

15+ YEARS EXPERIENCE




Section 1- Introduction

What Is a Target Operating Model?

Why It Matters

e Bridges strategy and execution — the missing link most
transformations ignore

e Provides a shared language across C-suite, operations, and IT

e Creates the baseline for investment prioritisation and change
sequencing

o Defines measurable outcomes: capability gaps, cost structures,
service levels

O Interview insight: Interviewers expect you to articulate
TOM as a living, executable blueprint — not a static
document.
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Why Companies Redesign
Their TOMs

Disruption Response

Market disruption, new entrants, or platform competitors force fundamental
operating model reinvention — not just incremental improvement.

M&A Integration

Post-merger harmonisation requires a unified TOM to eliminate duplication,
realise synergies, and stabilise operations.

\

Cloud & Al Adoption

Moving to cloud or embedding Al demands restructuring data flows, governance,
talent, and operating rhythms — not just technology lift-and-shift.

(‘T.

Cost Efficiency

Boards mandate structural cost reduction through shared services, automation,
and capability rationalisation — all requiring a redesigned TOM.



TOM vs Adjacent Frameworks

A common interview failure is conflating TOM with adjacent disciplines. The table below gives you partner-level clarity.

Framework

Business Strategy

Organisation Design

Enterprise Architecture

Business Architecture

Digital Transformation

Al Transformation

Focus

Where to compete, what to win

Structures, roles, spans, layers

Technology systems landscape

Capabilities, value streams,
processes

Digitising customer & internal
journeys

Embedding Al across the
enterprise

Relationship to TOM

TOM operationalises strategy

One building block of TOM

Technology pillar of TOM

Capability pillar of TOM

Enabler; TOM is the outcome

model

Demands a new Al Operating
Model layer

Typical Owner

CEO / Strategy Office

CHRO / OD Lead

CTO/EA

COO / BA Lead

CDO/CIO

CAIO / CTO



Section 2 - Operating Model Fundamentals

Current State vs Future State

Future TOM

Current State ,
Target blueprint,

As—is. r?apbpingl,' pain roadmap,
points, paseline governance
(.
N N\
Gap Analysis

Capability gaps,
principles, prioritise

Current State ("As-Is") Future State ("To-Be")
 Document how the organisation actually operates — not how it « Define the target configuration aligned to strategic intent
thinks it does  Articulate design principles that constrain choices
* Identify duplication, fragmentation, and capability gaps « Make explicit trade-offs: centralisation vs. agility, standardisation

e Establish a quantified performance baseline (cost, speed, quality) vs. flexibility



Business Capabilities &

Capability Maps

What Is a Business
Capability?

A business capability is what an
organisation does — independent of
how, who, or with what technology it
is delivered. It is stable even when
processes and systems change.

Example (Google Cloud):
"Customer Data Management" is a
capability. Salesforce is a system
that enables it.

Capability Map Levels

e Level 1: Strategic domains (e.g.
Customer, Finance, Operations)

e Level 2: Sub-capabilities (e.qg.
Customer Analytics, Credit
Management)

o Level 3: Granular capabilities used
for process and technology

mapping
Consultant Tip

Heatmap capabilities by investment
need, maturity, and strategic
importance. This is the single most
powerful TOM visualisation in any
board presentation.



Value Streams, Customer Journeys & Business

Services

Value Stream

End-to-end sequence of activities that
deliver value to a customer or
stakeholder — crossing functional
boundaries. Example: "Quote to Cash"
or "Recruit to Retire." Value streams
reveal handoff failures and duplication
invisible in functional org charts.

Customer Journey

The sequence of interactions a
customer has with the organisation
across all touchpoints. In TOM design,
journeys reveal where operating model
failures create customer experience
breakdowns — connecting internal
design to external impact.

Business Service

A defined service delivered by one part
of the organisation to another or to an
external customer — with explicit SLAS,
ownership, and cost. Service
Catalogues formalise these into a
portfolio that enables shared services
and cloud migration planning.



Operating Rhythm, Decision Rights & Governance

Operating Rhythm

The structured cadence of meetings, reviews, and decisions that
keep the organisation running: daily standups, weekly ops reviews,
monthly performance forums, quarterly strategy reviews. A poor
operating rhythm is one of the most common hidden causes of
TOM failure.

Decision Rights

Explicit definition of who decides what — particularly critical at the
boundary between central functions and business units. Ambiguous
decision rights cause delay, rework, and political escalation.

Governance Essentials

e RACI: Responsible, Accountable, Consulted, Informed
e DACI: Driver, Approver, Contributor, Informed
e SteerCo: Executive oversight and decision escalation body

e PMO: Delivery governance and portfolio visibility

(D Google Cloud Tip: Cloud governance requires an
additional layer — Cloud Centre of Excellence (CCoE) —
that most legacy TOMs omit entirely.



Section 3 - The Eight Building Blocks

The Eight Building Blocks of a Target Operating Model

1. Strategy (-D =) 2. Organisation Structure
Direction and = E ) Roles, spans,

intent 22828 and layers

3. Governance F j 4. People
Decision rights (ﬁ@@ . Talent, skills,
-

and forums ) and culture

5. Processes g ~<> 6. Technology
Workflows and q¢ liﬁv Systems,
automation g pd platforms, cloud
7. Data e o’|; 8. Performance
|Afllan = Management
Governance, <— =il o> KPls, OKRSs,
products, mesh | ™|l dashboards

Every partner-level TOM conversation maps deliverables to one or more of these eight blocks. Mastering each — and their interdependencies — is
what separates senior consultants from partners.



Block 1— Strategy

Definition & Purpose Deliverables
Strategy defines the intent that the e Strategic intent statement and
TOM must operationalise. It answers: design principles

which markets, which customers,
which capabilities to differentiate on,
and which to standardise. Without a
clear strategic anchor, TOM design
becomes organisation redesign

theatre. Google Cloud Angle

e Capability prioritisation
(differentiated vs. table-stakes)

e Business model canvas and value
proposition mapping

Google Cloud strategy engagements
begin with a Cloud Value Framework
— aligning cloud investments to
strategic outcomes (growth,
resilience, innovation) before touching
architecture.
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Block 2 — Organisation Structure

Definition Purpose

How the organisation is structured into units, teams, and roles to Ensure accountability, minimise coordination cost, and enable
execute its capabilities. speed at the right level of the organisation.

Deliverables Google Cloud Example

Future-state org charts, spans/layers analysis, role profiles, RACI Google Cloud recommends product-aligned engineering teams
matrix, headcount model. with platform squads — reducing handoffs and increasing

feature velocity.

) Interview question: "Walk me through how you would redesign a functional organisation into a product-led model." Expect to
address span of control, decision rights, and transition risks.



Block 3 — Governance

Definition & Purpose

Governance defines who decides what, at what level, with what
authority. It is the operating system of accountability. Poor
governance is the single most cited failure factor in large-scale
TOM implementations.

Consulting Deliverables

« Decision rights framework (RACI/DACI)
e Committee charters and terms of reference
e Escalation pathways and conflict resolution protocols

¢« Al Governance and Cloud Governance overlays




Block 4 — People & Culture

=

Capability Building

Identify skill gaps between current workforce and future-state TOM requirements.
Build learning pathways for cloud, data, and Al literacy.

Culture & Behaviours

Define the target culture explicitly — behaviours, mindsets, and norms required to
make the new operating model work in practice, not just on paper.

s
S

[AYX

Talent Strategy

Build, buy, borrow, or bot — a four-part talent strategy for closing capability gaps
at pace, including Al augmentation of existing roles.



Blocks 5-8: Process, Technology, Data &
Performance

Block

5. Process

6. Technology

7. Data

8. Performance

Definition

How work flows — workflows,
SLAs, automation

Systems, platforms, integrations
enabling capabilities

How data flows, is governed,
owned, and monetised

How outcomes are measured
and managed

Key Deliverables

Process maps, SIPOC, value
stream maps

Application landscape,
architecture blueprints

Data model, governance
framework, data products

KPI framework, OKRs,
dashboards, balanced scorecard

Google Cloud Example

AppSheet, Apigee workflow
automation

GCP, BigQuery, Vertex Al,
Workspace

Dataplex, BigQuery, Looker, Data
Mesh

Looker, Chronicle, Cloud
Monitoring



Section 4 - Organisation Design

Organisational Structures: Functional to Platform

FUNCTIONAL ~ MATRIX PRODUCT
Efficiency,| |[o ?j Dual reporting, Product P&L
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centralized |[o||° sharing. speed. ' S
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squades, iterate
for innovation.
Hard to
coordinate. ©

Structure choice is a strategic trade-off, not a preference. Each model optimises for a different set of outcomes: efficiency, speed, scale, or

innovation. The TOM must explicitly justify the structural choice against strategic priorities.



Span of Control, Layers & Agile Pod Design

Agile Pod Model

e Squad: 6-10 cross-functional members, single mission, full
autonomy

e Tribe: Collection of squads with aligned mission (100-150
people)
e Chapter: Functional community of practice across squads

e Guild: Interest community transcending tribe boundaries

[ Google Cloud uses a variant of this model internally.
Interviewers will probe whether you can apply it to
traditional enterprise clients with legacy culture.




Al-Native & Capability-Based
Organisations

Capability-Based Organisation

Structures the enterprise around business capabilities rather than functions

or geographies. Enables clearer investment decisions, eliminates

duplication, and creates natural alignment between operating model design
I and technology architecture.

Al Organisation Design

Requires a dedicated Al Centre of Excellence, embedded AlI/ML engineers
within product teams, a Chief Al Officer (CAIO), Al ethics oversight, and

l model governance structures — none of which exist in legacy operating
models.

Federated vs Centralised Al

Centralised Al COE: faster capability building, risk of ivory-tower
disconnect. Federated model: business-embedded Al, risk of inconsistent

standards. Most enterprises adopt a hybrid "hub and spoke" model with
I centralised platforms and distributed delivery.




Section 5 - Governance

Governance Frameworks & Decision Forums

Core Governance Instruments
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Transformation Office, PMO & Portfolio Governance

Transformation
Office

Strategy, benefits,
executive alignment

and risk oversight

I DN P .

I N . .
PMO Delivery Teams
Planning, tracking and Execution through sprints
reporting and increments

I P . .
I B D S—

Programme Board
Scope governance, cost

Transformation Office Common PMO Failures

The nerve centre of large-scale TOM change — accountable for e Reporting without decision authority
benefits realisation, strategic alignment, and executive reporting.
Distinct from the PMO: it governs whatto change; the PMO governs
how to deliver change.

e Confusing activity completion with benefits delivery
» Insufficient integration across workstreams

¢ No escalation pathway to ExCo



Section 6 - Process Transformation

Business Process Redesign,
Lean & Automation

Process Discovery

1 Process mining (Celonis, Google Process Intelligence) extracts
actual process flows from system logs — revealing what really
happens vs. what the manual says.

Lean Redesign

2 Apply Lean Six Sigma to eliminate waste: overproduction, waiting,
unnecessary motion, defects. Value Stream Mapping reveals the
20% of steps that deliver 80% of value.

Automation & Hyperautomation

3 Layer RPA, workflow automation, Al decisioning, and APl integration.
Hyperautomation combines these into an intelligent automation
fabric — monitored and governed end-to-end.




Value Stream Mapping & Process Ownership

Process Ownership Model

Every critical process must have an explicit owner accountable for
performance, continuous improvement, and compliance. Without
process ownership, redesigned processes decay within 18 months
of go-live.

KPIs for Process Performance

e Cycle time, throughput, error rate, cost-per-transaction
e SLA compliance and escalation frequency

« Automation coverage ratio




Section 7 - Technology Operating Models

Cloud Operating Models

i ﬁ 4. INNOVATE
C/\ @ * Al-native, data
@ products, platform
( @ 3. TRANSFORM business

o ° Rearchitect,
microservices,
2. OPTIMISE DevSecOps o
Replatform, cloud- | ’

native services,

1. LIFT AND SHIFT cost reduction
Rehost, minimal

change, quick wins

L= J

Google Cloud's operating model methodology aligns to this maturity spectrum. Interviewers expect you to diagnose where a client sits and
prescribe the right-fit model — not a one-size-fits-all cloud strategy.



Platform Operating Models & Shared Services

Platform Operating Model

Organises technology as internal platforms — Infrastructure
Platform, Data Platform, Security Platform — each with a product
owner, SLA, and internal pricing. Enables engineering teams to self-
serve, reducing dependencies and accelerating delivery.

[ Google Cloud example: Google Kubernetes Engine (GKE)
as the infrastructure platform, BigQuery as the data
platform, Chronicle for security.




DevSecOps & Cloud Centre of
Excellence

DevSecOps Cloud Centre of

Security embedded into every Excellence (CCoE)

stage of the development pipeline A cross-functional team

— not bolted on at the end. responsible for cloud strategy,
Requires shared toolchains, standards, architecture guardrails,
automated policy checks, and a and enablement. The CCoE owns
security-as-code mindset across the landing zone, FinOps, and
engineering teams. cloud governance — preventing

uncontrolled sprawl.

Platform Engineering

Builds and maintains internal developer platforms (IDPs) — abstracting
infrastructure complexity so application teams can deploy at speed without
managing cloud primitives directly.



Section 8 - Al Operating Models

GenAl & Agentic Al Operating
Models

GenAl Operating Model Agentic Al Design
Components .
Agentic Al systems orchestrate
e Model Governance: Approval multiple Al models and tools to
gates, version control, bias complete multi-step tasks
auditing autonomously. Designing an Agentic
+ LLMOps: Lifecycle management Al Operating Model requires:

of large language models —
training, fine-tuning, deployment,
monitoring

e Agent taxonomy and task
boundary definition

e Tool access governance and
e PromptOps: Prompt library

sandboxing
management, testing, versioning

e Audit trails for every agent action
e Human-in-the-loop: Defined ) )
e Kill-switch protocols and rollback

escalation points requiring
procedures

human review before Al
decisions execute




Responsible Al, MLOps & Google Vertex Al

Responsible Al

Google's Al principles: socially beneficial,
avoid unfair bias, safe, accountable, privacy-
preserving, scientifically excellent, available
to all. Every enterprise Al Operating Model
must embed these as operational standards
— not aspirational statements.

L]

MLOps on Vertex Al

Vertex Al Pipelines automate the ML
lifecycle: data ingestion, training, evaluation,
deployment, and monitoring. Model Registry
provides centralised versioning and audit
capability — essential for governance
compliance.
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Al Risk Management

Al risk taxonomy: model risk, data risk,
operational risk, reputational risk, regulatory
risk. Each requires a distinct control and
escalation pathway mapped into the Al
Operating Model governance structure.



Section 9 - Data Operating Models

Data Governance, Ownership & Data Products

Data Products

A data product is a curated, governed, and discoverable data asset
— consumed internally or externally like a software product. Data
products have owners, SLAs, versioning, and quality metrics.
Dataplex on Google Cloud enables data product cataloguing and
governance at scale.

Master Data Management

Single source of truth for critical entity data (customer, product,
supplier). Without MDM, TOM transformations create conflicting
data that undermines every downstream analytics and Al use case.




Data Mesh, Lakehouse & Google Cloud Data

Architecture

Data Mesh

Decentralised data ownership model
where domain teams own their data as
products, federated under a central
governance layer. Addresses the
bottleneck of centralised data teams.
Requires strong data contracts and a
self-serve infrastructure platform
(Dataplex + BigQuery).

Lakehouse Architecture

Combines the scale and cost efficiency
of a data lake with the performance
and governance of a data warehouse.
Google Cloud's implementation:
BigLake — enabling unified analytics
and ML over structured and
unstructured data with fine-grained
access control.

Data Quality & Security

Data quality dimensions:
completeness, accuracy, consistency,
timeliness, uniqueness. Google Cloud
Dataplex automates quality rules and
lineage tracking. Data security:
column-level encryption, VPC Service
Controls, and data loss prevention
(DLP) APIs.



Section 10 - Change Management

Why Change Management Kills TOM

Transformations

70% of TOM transformations fail —
not from bad design, but from poor

adoption.

The Root Causes

e New operating model designed by consultants, not embraced
by operators

e Governance changes create perceived power losses — silent
resistance from middle management

e Training delivered too late or too generically

o Benefits tracked at programme level, not experienced at
individual level

The Consultant's Role

Senior consultants must build change management into TOM
design — not treat it as a parallel workstream. Every design
decision has an adoption implication. Resistance analysis should
begin at current-state assessment, not post-blueprint.

[ Partner-level insight: The most technically elegant TOM is
worthless if the organisation rejects it. Change capability is
a strategic asset.



Change Management Frameworks: Prosci, Kotter &
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Focus: PSYCHOLOGICAL JOURNEY

In TOM engagements, ADKAR governs individual adoption milestones; Kotter governs organisational transformation sequencing. Use both —
they are complementary, not competing. Resistance management requires both frameworks applied simultaneously.




Stakeholder Management & Communication
Strategy

Stakeholder Mapping

+ Power/Interest Grid: Manage closely, keep satisfied, keep
informed, monitor

¢ Change Impact Assessment: Role-level analysis of how each
group is affected by the new TOM

» Resistance Profiling: Identify blockers early — they will derail
implementation if left unmanaged




Section 11 - TOM Design Methodology

Consulting Lifecycle: From Diagnostic to
Continuous Improvement

Future ) Implementati _
Current State Design Business on Continuous
Diagnos.t.ic & Principles, vision Case Pilot, rollout and Improve
capability and blueprints Investment, hypercare OKRs, lessons and
benchmark

benefits and risk next horizon

The methodology above is consistent across McKinsey, BCG, Bain, Deloitte, and Google Cloud engagements — with variation in tooling and
naming conventions. Mastering this lifecycle end-to-end is a non-negotiable expectation at partner-track level.



Current State Assessment & Diagnostic

Maturity Assessment Framework

Level 1: Ad Hoc

Unpredictable, reactive

Level 2: Defined

Documented, repeatable

Level 3: Managed

Measured, controlled

2

Level 4: Optimised

Continuous improvement, Al-
enabled




Future State Design, Roadmap & Business Case

Design Principles

5-8 guiding principles that constrain future-state design choices.

Example: "Cloud-first for all new workloads," "Customer data
owned by the business, not IT," "No customisation of ERP core."
Principles prevent scope creep and political negotiation.

Business Case

Three-part business case: quantified benefits (cost reduction,
revenue uplift, risk mitigation), investment requirements (people,
technology, change), and risk-adjusted NPV with scenario
modelling (base, optimistic, pessimistic). Never present a single-
point estimate to a board.

Target State Blueprint

The TOM Blueprint integrates all eight building blocks into a
single, coherent visualisation. It must be readable by the board,
understood by operations, and actionable for delivery teams — a
significant design challenge.

Implementation Roadmap

Sequenced across 3 horizons: Quick Wins (0-6 months),
Foundation Build (6=18 months), Transformation (18-36 months).
Each horizon has defined milestones, governance checkpoints,
and go/no-go criteria.



Section 12 - Google Cloud Perspective
How Google Cloud Enables
TOM Redesign

-

Cloud Migration
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Google Cloud's MOVE methodology (Assess, Pilot, Move, Optimise) provides a
structured path from on-premise to cloud — with operating model implications at
every phase.
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Data & Analytics

BigQuery, Looker, and Dataplex enable a unified data operating model — breaking

data silos and creating self-serve analytics capabilities across business units. l‘ l” ' ‘
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Al & Vertex Al

Vertex Al provides the MLOps backbone for enterprise Al Operating Models — from
model training and evaluation to deployment, monitoring, and governance at scale.

~
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Security & Compliance

Google Cloud's BeyondCorp zero-trust architecture and Security Command Centre
provide the security governance layer that every modern TOM requires — embedded,
not bolted on.




Google Cloud Transformation Journey & Partner
Ecosystem

Partner Ecosystem

Google Cloud's transformation partners (Deloitte, Accenture, BCG,
McKinsey, Cognizant, Infosys) each bring sector-specific TOM
accelerators, pre-built capability maps, and industry reference
architectures. Knowing which partner brings what is an interview
differentiator.

Google Workspace Integration

Workspace (Gmail, Docs, Meet, Chat) is not just a productivity suite
— it's a collaboration operating model that accelerates TOM
adoption by replacing fragmented legacy tools with a unified, Al-
assisted work environment.



Section 13 - Consulting Deliverables

The TOM Deliverable Portfolio

Deliverable Purpose Audience

TOM Blueprint Integrated view of all 8 building blocks in the ExCo / Board
future state

Capability Map (Heatmap) Visual of capability maturity and investment COO/CIO
priority
Value Stream Map End-to-end flow with waste and automation Operations / COO

opportunities

Future Org Chart Target structure with spans, layers, and role CHRO / CEO
profiles

Governance Model Decision forums, RACI, escalation pathways All C-suite

Decision Matrix RACI/DACI for critical enterprise decisions Operating teams

Maturity Model Current vs target capability scores by Strategy / CIO
domain

KPI Dashboard Balanced scorecard measuring TOM ExCo / Board
outcomes

Implementation Roadmap Sequenced programme across 3 horizons All stakeholders



Service Catalogue, Business Architecture & KPI
Dashboard

Service Catalogue

A structured inventory of services delivered by each organisational
unit — with defined inputs, outputs, SLAs, costs, and ownership.
The Service Catalogue is the bridge between the TOM Blueprint
and operational execution. Without it, shared services and platform
models break down at the point of delivery.




Section 14 - Case Studies

Case Study: Healthcare —
Integrated Care TOM

Problem & Current State Target Operating Model
A national healthcare system with e Unified patient data platform on
40+ hospitals operated with siloed Google Cloud (BigQuery +
clinical and administrative functions, Dataplex)

fragmented patient data, and no
shared services model. Clinical
handoffs caused average 3.2-day
delays in patient discharge. IT
landscape: 120+ legacy systems
with no integration layer.

e Shared services centre for
finance, HR, and procurement

Clinical pathway automation using
Vertex Al for discharge prediction

e New governance model:
integrated care board with clinical
and operational co-ownership

Results

Discharge delay reduced by 1.8 days
(56%), £42M annual cost savings,
patient satisfaction NPS +22 points
within 18 months.




Case Studies: Banking, Manufacturing & Retalil

Banking — Platform
Operating Model

Problem: Major UK bank with 400+
products on 35 legacy cores. TOM:
Product-aligned platform model with
GCP-hosted microservices core
banking, centralised data mesh, and a
new Al Centre of Excellence. Result:
Product launch time reduced from 18
months to 6 weeks; 30% infrastructure
cost reduction.

Manufacturing — GCC &
Shared Services

Problem: Global manufacturer with 18
regional finance functions, no
standardised processes. TOM: Single
Global Capability Centre in India with
standardised ERP (SAP on GCP),
process mining-led redesign, and
robotic process automation for 65% of
transactional finance. Result: 40% cost
reduction; 99.2% SLA achievement.

Retail — Al-Native TOM

Problem: Global retailer losing margin
to digital-native competitors. TOM:
Customer 360 data product on
BigQuery, Al-driven demand
forecasting on Vertex Al, agile pod
model for digital commerce. Result:
Inventory waste -23%, digital revenue
+34%, time-to-market halved.



Case Studies: Energy, Telecoms & Public Sector

Telecommunications

Problem: Incumbent telco facing margin compression and agile
challenger competition. TOM: Network-as-a-Platform model,
developer ecosystem via Apigee API Gateway, DevSecOps
transformation, and B2B product-led growth operating model.
Result: APl revenue +$120M in Year 1.

Public Sector

Central government department TOM redesigned around citizen
journey mapping, shared data infrastructure, and an Agile Delivery
Centre. Google Public Sector Cloud and Workspace enabled
collaboration across 12 previously siloed agencies. Cost per citizen
interaction reduced by 45%.




Section 15 - Interview Preparation

Google Cloud Strategy Interview: TOM Question
Framework

01 02

Define the TOM Describe Your Methodology

"A TOM is the blueprint translating strategy into operating reality — "l use a five-phase approach: current-state assessment, future-state
defining how people, processes, technology, data, and governance design, business case, implementation, and continuous improvement
must be configured to deliver strategic outcomes." — anchored to measurable business outcomes."

03 04

Demonstrate Google Cloud Fluency Quantify Success

"] align TOM design to GCP's four pillars: Cloud Foundations, "I measure TOM success across four dimensions: financial (cost
Application Modernisation, Data Modernisation, and Al Enablement — reduction, NPV), operational (SLA, cycle time), capability (maturity

each with specific operating model implications." scores), and adoption (change readiness, role proficiency)."



STAR Interview Examples: TOM in Practice

STAR Example 2: Change Resistance

Situation: Middle management in shared services programme
actively undermining new governance model.

Task: Diagnose resistance and redirect energy constructively.

Action: Ran facilitated "design your own role" workshops with
resistant managers; co-created new role profiles that preserved
status while delivering operating model outcomes; built a 90-day
adoption scorecard with personal milestones.

Result: 87% adoption rate at go-live vs 40% industry average for
comparable programmes.




What is a TOM, and how does it differ from
business strategy?

Strategy defines where to compete. The TOM defines how to
operate to win there — translating intent into organisational
configuration across people, process, technology, data, and
governance.

How do cloud migrations affect the operating
model?

Cloud is not just a technology decision — it requires
restructuring governance (CCoE), talent (cloud engineers,
FinOps), processes (DevSecOps, agile delivery), and
operating rhythms (product sprints vs. project cycles).

2

Top 20 TOM Interview Questions & Model Answers

Walk me through your TOM design
methodology.

Five phases: diagnostic assessment - future-state design -
business case - implementation (pilot, rollout, hypercare) -
continuous improvement. Each phase has defined outputs,
governance gates, and measurable milestones.

How do Al Operating Models differ from
traditional TOMs?

Al TOMs require: model governance, MLOps infrastructure,
human-in-the-loop design, Al risk management, LLMOps for
GenAl, and a Chief Al Officer accountability structure — none
of which exist in legacy operating models.



Top 20 Interview Questions: Continued

Question

How do you prioritise capabilities in a TOM redesign?

What governance is required for a TOM?

How do you measure TOM success?

What role does change management play?

How do you convince a resistant CFO?

How does Google Cloud support TOM redesign?

Model Answer (Compressed)

Strategic importance x maturity gap x investment required. Plot
on 2x2 heatmap; differentiated capabilities get investment priority.

SteerCo (strategic), PMO (delivery), Transformation Office
(benefits), working groups (execution) — plus Cloud, Al, and
Cyber governance overlays.

Financial ROI, operational SLAs, capability maturity progression,
adoption rates, and benefits realisation tracking over 36 months.

The determining factor between success and failure. Embed
ADKAR at individual level; Kotter at organisational level; start at
diagnosis, not post-design.

Frame as risk mitigation and cost reduction, not reorganisation.
Quantify the cost of the current state. Show 18-month payback
with scenario modelling.

Four pillars: Cloud Foundations, App Modernisation, Data
Modernisation, Al Enablement — each addressing a specific TOM
building block.



Final Cheat Sheets

Top 50 TOM Consulting Buzzwords

Technology & Data

e Cloud Operating Model

e Platform Engineering

¢ DevSecOps

¢ Cloud Centre of Excellence (CCoE)
e Data Mesh

e Data Product

e MLOps/LLMOps / PromptOps
e Al Governance

e Agentic Al

e Responsible Al

e Vertex Al

e BigQuery

e Hyperautomation

e Process Mining

Governance & Change

¢ RACI/DACI

e SteerCo/PMO

e Transformation Office
¢ ADKAR / Kotter

e Benefits Realisation

e Decision Rights

e Shared Services / GCC




TOM Glossary: Operating Model Terms

Term
Business Capability

Value Stream

Operating Model

Design Principle
Service Catalogue
Decision Rights

Operating Rhythm

Span of Control

Benefits Realisation

Transformation Office

Definition
What the organisation does, independent of how, who, or with what technology

End-to-end sequence of activities delivering value to a stakeholder, crossing functional
boundaries

Configuration of people, process, technology, data, and governance enabling strategy
delivery

A guiding constraint that shapes future-state design choices and resolves trade-off conflicts
Structured inventory of services with defined SLAs, costs, inputs, outputs, and ownership
Explicit definition of who decides what, at what level, with what authority

Cadence of governance meetings, reviews, and decision forums keeping the organisation
aligned

Number of direct reports a manager oversees; wider spans reduce cost but require higher
manager capability

Structured tracking of TOM-delivered outcomes against the original business case
commitments

Central function accountable for TOM programme governance, benefits tracking, and
executive reporting



Cloud & Al Glossary

Al Terms

Term

MLOps

LLMOps

PromptOps

HITL

Vertex Al

Definition

ML lifecycle management —
training, deployment,
monitoring, retraining

Operations specific to large
language model
management and
governance

Management of prompt
libraries, versioning, testing,
and optimisation

Human-in-the-loop —
mandatory human review
before Al decisions execute

Google Cloud's unified ML
platform for model
development and MLOps



Governance Glossary

Term Definition

RACI Responsible (does the work), Accountable (owns the outcome), Consulted (provides input), Informed
(kept updated)

DACI Driver (leads the decision), Approver (has final authority), Contributor (provides expertise), Informed
(receives outcome)

SteerCo Steering Committee — executive oversight body for programme governance, risk, and scope
decisions

PMO Project/Programme Management Office — delivery governance, planning, and reporting function

TOGAF The Open Group Architecture Framework — standard for enterprise architecture governance

ArchiMate Visual modelling language for enterprise architecture, aligned to TOGAF

Al Governance Policies, controls, and accountability structures managing Al model lifecycle and risk

Cloud Governance Policies and controls managing cloud resource usage, cost, security, and compliance

Portfolio Governance Framework for managing a portfolio of transformation programmes — investment, prioritisation,

interdependencies



Capability Mapping Glossary

Advanced Terms

Term Definition

Business Motivation Model OMG standard linking
strategy to capabilities to
business rules

Capability Roadmap Sequenced plan to close
capability maturity gaps over
time

Capability Assessment Structured evaluation of

current capability maturity
against a defined model

Capability-Based Planning Investment planning driven
by capability gaps, not
technology or project
requests




Executive Interview Phrases &
Partner-Level Language

"The TOM is not a deliverable — it is a decision. Every design choice is a
trade-off between agility and control, standardisation and flexibility, speed
and resilience."

"We don't design operating models. We design decision rights and
accountability structures — then the organisation design follows logically."

"The business case is only as credible as the change management plan
behind it. A TOM with no adoption is just a PowerPoint."

"Cloud is not a destination — it is a capability. The real question is: what
operating model changes must accompany the cloud migration to realise
the value?"




Partner-Level Consulting Language: Phrases That

Signal Seniority

Junior Language

"We did a process mapping exercise"

"We reorganised the company"

"We helped them move to cloud"

"We built an Al strategy"

"We trained staff on the new system"

Partner-Level Language

"We conducted a value stream analysis to isolate the 20% of process
steps that carry 80% of the strategic risk"

"We redesigned decision rights and accountability structures; the
organisation chart was an output, not a starting point"

"We designed the cloud operating model — CCoE, FinOps, DevSecOps,
and landing zone governance — before migrating a single workload"

"We designed the Al Operating Model — governance, MLOps, human-in-
the-loop protocols, and responsible Al controls — to ensure the strategy
could be executed at scale"

"We ran a structured capability-building programme mapped to role-level
behaviour change targets — and tracked adoption against a 90-day
milestone plan”



TOM Decision Tree: Framework Selection Guide
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This decision tree is a rapid diagnostic tool for interview case questions. Identify the business trigger, select the right TOM archetype, and
build your methodology answer around the relevant building blocks — demonstrating that your framework is contextually driven, not
template-driven.



TOM Framework Summary: One-Page Canvas

Strategic intent, design Structure, spans, RACI, SteerCo, PMO, Al Talent model, culture, Value streams,
principles, capability layers, agile pods, roles Gov, Cloud Gov capability building automation, process
priority ownership

Cloud, platforms, Data mesh, products, KPIs, OKRs, balanced ADKAR, stakeholders, 3 horizons, pilots,
DevSecOps, CCoE governance, quality scorecard adoption hypercare

[J Use this canvas as a rapid interview structure. Any TOM question can be answered by mapping the problem to one or more of these
ten domains.



Operating Model Maturity Heatmap

A capability heatmap is the most powerful single-page TOM artefact. It communicates current-state pain and future-state ambition
simultaneously — giving executives an investment decision framework on one slide.

Capability Domain Strategic Current Target Maturity Gap Investment
Priority Maturity

Customer Analytics Differentiating Level 2 Level 4 High £8M

Al & Machine Learning Differentiating Level 1 Level 4 Critical £15M

Finance Operations Table-Stakes Level 3 Level 4 Medium £3M

Cloud Infrastructure Enabling Level 2 Level 4 High £12M

Cyber Security Enabling Level 2 Level 3 Medium £5M

HR & Talent Table-Stakes Level 3 Level 3 Low £1M



Designing the TOM Before the Strategy is
Clear

The TOM must operationalise a defined strategic intent.
Without strategic clarity, the TOM becomes an internal design
exercise that solves the wrong problem.

Starting with the Org Chart

Structure should follow strategy and capability requirements
— not lead them. Consultants who start with boxes and lines
create structure for structure's sake.

Top 20 Common TOM Mistakes (and How to Avoid
Them)

Treating Technology as the TOM

Cloud migration, ERP implementation, and Al deployment are
enablers. Without redesigning governance, processes, and
people, the technology creates a faster version of the old
operating model.

Underestimating Change Management

The most common reason TOM transformations fail. 70% of
large-scale transformation programmes miss their adoption
targets because change management is treated as a training
plan, not a strategic workstream.



Additional Common Mistakes: Governance &
Measurement

Measurement Mistakes

e Measuring activity completion rather than outcome delivery

e KPIs set at programme level only — not cascaded to team and
individual level

e Benefits tracked at go-live and never revisited

¢ No baseline established at current-state assessment — making
ROI claims unverifiable

[ Partner-level distinction: Benefits realisation is not the
programme team's job to track — it is the business
owner's job to deliver, with programme support.




The TOM Consultant's Toolkit: 10 Essential Tools
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Capability Map

Heat-mapped by maturity and strategic importance
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Future Org Design

Spans, layers, role profiles, transition plan
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Implementation Roadmap

3-horizon sequencing with governance gates
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Maturity Assessment

Current vs target by capability domain
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Value Stream Map

End-to-end flow with waste identification
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RACI / DACI Matrix

Decision rights mapped to roles and forums
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Business Case Model

NPV, scenario modelling, payback period
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Stakeholder Map

Power/interest grid with change impact



Quick Reference: TOM in 90 Seconds

How Do You Design One?

01

Diagnose

Current state, maturity, benchmarks

02

Design

Principles, blueprint, governance

03

Business Case

NPV, scenarios, risk-adjusted

04

Implement

Pilot = rollout = hypercare

05

Sustain

OKRs, adoption, continuous improvement




You Are Now TOM-Ready at Partner Level

This masterclass has equipped you with the frameworks, language, case studies, and interview tools to operate at partner depth across
Google Cloud, McKinsey, BCG, Bain, Deloitte, and PwC engagements.

Master the 8 Blocks Speak the Language

Every TOM question maps to one or more of the eight building Use partner-level language deliberately. Precision signals
blocks. Lead with the block, then build your answer. seniority. Ambiguity signals junior thinking.

Connect to Google Cloud Change is the Hardest Part

Every TOM building block has a GCP counterpart. Demonstrate The best TOM design fails without adoption. Always close your
fluency in the platform, not just the strategy. answer with the change management implication.

) Final interview insight: Partners hire consultants who make them look smarter in front of the client. Your TOM mastery is your
commercial value proposition.



