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Introduction: Why Most Services Operating Models Break 

Most IT services organizations are not limited by technology or talent. 

They are limited by structure. 



As organizations grow, responsibilities spread across sales teams, presales architects, delivery leaders, and various 
technical specialists. Each group contributes to the lifecycle of a client engagement, yet the authority to make key 
decisions is often unclear or fragmented. 

Sales teams pursue opportunity. 
Architects design solutions. 
Delivery teams execute projects. 
Practices attempt to capture lessons learned. 

But these functions rarely operate within a coherent governance model. 

As a result, organizations experience familiar symptoms: 

• Deals are structured for speed rather than delivery reality 
• Solution designs drift during delivery 
• Delivery teams inherit risk they did not create 
• Lessons learned rarely become institutional knowledge 

When authority is unclear, organizations compensate by adding more process. Governance meetings multiply, 
approval chains lengthen, and escalation paths expand. Yet despite the additional structure, the underlying problem 
remains. 

Process cannot replace authority. 

Sustainable services organizations require a model that preserves client intent from the moment a deal is conceived 
through delivery and into long-term operational relationships. The Lifecycle Operating Model provides that 
structure by clarifying the authorities responsible for maintaining integrity across the entire services lifecycle. 

  



The Lifecycle Operating Model 

The Lifecycle Operating Model organizes services organizations around the full lifecycle of client engagement. 

Rather than treating consulting, professional services, and managed services as isolated delivery towers, the model 
aligns these capabilities around a continuous flow of value creation: 

Consult → Design → Sell → Deliver → Operate → Improve 

Each stage of the lifecycle introduces decisions that affect how services are delivered, how risk is managed, and 
how organizations learn from experience. 

In many services organizations, these decisions are made independently by different teams. Sales teams may shape 
deals without delivery input. Architects may design solutions without alignment to repeatable delivery patterns. 
Delivery teams may discover problems only after the work has already been sold. 

The Lifecycle Operating Model addresses this fragmentation by clarifying how authority is distributed across the 
lifecycle. 

Rather than relying on informal coordination or individual heroics, the model establishes clear authorities 
responsible for preserving structural integrity as services move from opportunity to execution and improvement. 

This approach transforms the services organization from a collection of independent teams into a coordinated 
system capable of learning, scaling, and improving over time. 

The goal is not additional bureaucracy. 
The goal is predictability, clarity, and institutional learning. 

  



The Four Authorities That Stabilize Services Organizations 

The Lifecycle Operating Model relies on four authorities that collectively maintain structural integrity across the services 
lifecycle. 

Each authority governs a specific dimension of the organization’s ability to sell, assemble, deliver, and improve services. 

When these authorities are clearly defined and aligned, organizations achieve something that is surprisingly rare in 
services businesses: predictable execution at scale. 

 

 

 

  



Sales Authority 
Sales authority governs how opportunity enters the organization. 

At early stages of organizational maturity, sales teams often operate with significant independence, shaping deals 
through negotiation and client pressure. While this approach can generate short-term bookings, it frequently 
introduces delivery risk and margin instability. 

Mature organizations clarify sales authority by defining how opportunities are qualified, structured, and 
transitioned into formal proposal processes. Sales remains responsible for building client relationships and 
identifying opportunity, but the assembly of complex service engagements becomes a collaborative process 
supported by structured proposal governance. 

Sales authority therefore ensures that opportunity enters the organization in a way that can be supported by the 
rest of the lifecycle. 

 

Bid & Proposal Authority 
Bid & Proposal authority governs how deals are constructed. 

This function translates client opportunity into a structured commercial and technical proposal. It coordinates 
contributions from sales, architecture, delivery leadership, and practices to assemble solutions that are both 
competitive and deliverable. 

Without bid and proposal governance, deals tend to be shaped primarily by sales pressure. This often results in 
inconsistent pricing, unrealistic delivery commitments, and significant execution risk. 

In mature services organizations, bid and proposal teams act as the structural checkpoint between opportunity and 
execution. They ensure proposals reflect realistic delivery models, validated architectural approaches, and 
commercial structures that support long-term margin stability. 

 

Delivery Authority 
Delivery authority governs how client intent is preserved during execution. 

Once work begins, delivery leaders become responsible for translating the commitments made during the proposal 
process into successful outcomes. They manage project leadership, risk mitigation, escalation decisions, and 
operational accountability. 

In organizations without strong delivery authority, project teams often discover that commitments made during 
the sales process are difficult or impossible to deliver as structured. Escalations increase, delivery margins decline, 
and client relationships suffer. 

Mature delivery organizations maintain clear authority structures that allow delivery leaders to protect client intent 
while managing risk and operational complexity. 



Delivery authority ensures that execution remains aligned with the original goals of the engagement. 

 

Practice Authority 
Practice authority governs organizational learning. 

Practices capture the knowledge generated during delivery and convert it into repeatable patterns that improve 
future engagements. These patterns may include reference architectures, delivery runbooks, deployment models, 
and standardized service offerings. 

Without practice authority, lessons learned during projects remain isolated within individual teams. Organizations 
repeatedly solve the same problems rather than building institutional capability. 

When practices are properly structured, they become the engine of continuous improvement. Every engagement 
contributes to refining the patterns that guide future proposals and delivery models. 

Practice authority therefore transforms delivery experience into scalable service capability. 

 

Together, these four authorities form the structural backbone of the Lifecycle Operating Model. 

They ensure that opportunity is qualified responsibly, deals are constructed realistically, delivery preserves client 
intent, and organizational learning continuously improves how services are designed and executed. 

The result is a services organization capable of growing without losing operational integrity. 

 

  



The Structural Relationship Between the Authorities 

The four authorities in the Lifecycle Operating Model do not operate independently. Their value comes from how 
they interact to preserve integrity across the services lifecycle. 

Each authority governs a different phase of how services move from opportunity to execution and improvement. 

Sales Authority identifies and qualifies opportunity. 
Bid & Proposal Authority structures the commercial and technical proposal. 
Delivery Authority preserves client intent during execution. 
Practice Authority captures learning and converts it into repeatable patterns. 

These authorities form a continuous loop of organizational learning. 

Sales introduces opportunity into the organization. Bid & Proposal transforms that opportunity into a structured 
engagement aligned with delivery capability. Delivery executes the work while preserving the commitments made 
to the client. Practices then capture lessons learned from delivery and convert them into patterns that improve 
future proposals and services. 

Over time, these patterns influence how new deals are assembled, which improves the predictability of both 
delivery outcomes and financial performance. 

When this relationship is functioning correctly, each authority strengthens the others. 

Sales introduces opportunities that can be delivered successfully. 
Proposal teams assemble solutions that reflect delivery reality. 
Delivery teams execute engagements that reinforce trust with clients. 
Practices convert delivery experience into institutional knowledge. 

The result is a services organization that becomes more capable with every engagement. 

  



Authority vs Process: Why Most Governance Models Fail 

When services organizations experience operational problems, the most common response is to introduce more 
process. 

Approval workflows are added. 
Governance meetings expand. 
Review boards multiply. 

While these measures can create temporary structure, they rarely solve the underlying problem. 

The issue is usually not a lack of process. 

It is a lack of authority. 

Processes can document how decisions should be made, but they cannot determine who has the authority to make 
them. When authority is unclear, decision-making slows, responsibility becomes diffuse, and teams hesitate at 
critical moments. 

In these environments, escalation becomes the default mechanism for resolving issues. Instead of operating 
through clear authority structures, organizations rely on senior leadership intervention to move decisions forward. 

This creates a cycle where process continues to grow while accountability becomes increasingly unclear. 

The Lifecycle Operating Model addresses this problem by clarifying authority rather than expanding process. 

Each authority has defined responsibilities within the lifecycle. Decision ownership is clear, escalation paths are 
reduced, and governance becomes focused on maintaining structural integrity rather than compensating for 
organizational ambiguity. 

When authority is clear, organizations move faster with less friction. 

  



The Maturity Path Toward Lifecycle Governance 

Most services organizations do not begin with the Lifecycle Operating Model. 

Instead, they evolve toward it through a series of maturity stages. Each stage reflects increasing alignment between 
opportunity, solution design, delivery capability, and organizational learning. 

Understanding this progression helps leaders recognize where their organization currently operates and what 
structural improvements are required to advance. 

 

Stage 1 — Sales-Driven Organizations 

In the earliest stage of maturity, sales teams largely control how deals are structured. 

Opportunities are pursued aggressively, and deal construction is shaped primarily by client pressure and the need 
to meet revenue targets. Technical design and delivery considerations may be introduced, but they rarely govern 
the commercial structure of the deal. 

While this approach can generate strong bookings growth, it often introduces delivery risk and margin volatility. 

Delivery teams frequently inherit commitments that were made without full consideration of operational 
complexity or resource requirements. 

 

Stage 2 — Presales & Architecture Influence 

As organizations mature, presales teams and solution architects begin to influence how deals are structured. 

Architects introduce technical discipline into proposal development. Effort estimates improve, solution designs 
become more coherent, and technical feasibility receives greater attention. 

However, presales teams remain closely aligned with sales organizations, which means deal momentum can still 
outweigh delivery realism. While architecture improves solution quality, it does not yet provide structural 
governance over how engagements are assembled. 

 

Stage 3 — Delivery Realism Emerges 

At this stage, delivery leaders begin influencing the proposal process. 

Experienced delivery managers, program leaders, and operational teams contribute insight into how work will 
actually be executed. Their involvement introduces greater realism into proposal development and improves the 
alignment between commitments and operational capability. 

This stage marks a critical shift: delivery experience begins shaping how deals are assembled. 



Organizations that reach this stage often experience improved project outcomes and reduced escalation rates. 

 

Stage 4 — Practice Pattern Formation 

As delivery experience accumulates, organizations begin formalizing their knowledge through practices. 

Practices capture successful approaches and convert them into repeatable patterns such as reference architectures, 
deployment models, and delivery runbooks. These patterns provide guardrails that improve both proposal 
development and project execution. 

At this stage, the organization begins transitioning from project-driven learning to institutional learning. 

Deals are no longer assembled from scratch. They are increasingly built from patterns derived from prior delivery 
experience. 

 

Stage 5 — Lifecycle Governance 

The final stage represents full alignment between sales, proposal development, delivery execution, and 
organizational learning. 

The four authorities operate as a coordinated system: 

Sales introduces qualified opportunity. 
Bid & Proposal structures deals aligned with delivery capability. 
Delivery preserves client intent during execution. 
Practices continuously improve the patterns that guide future work. 

At this stage, organizations achieve lifecycle governance. 

Deals are assembled more quickly, delivery outcomes become more predictable, and organizational learning 
compounds over time. The services organization no longer relies on individual heroics to succeed. 

Instead, success is built into the structure of how the organization operates. 

 

  



How Architecture volution Reinforces the Authorities 

Architecture plays a critical role in the maturity of services organizations, but it rarely functions as a governing 
authority. Instead, architecture evolves as a discipline that strengthens the interaction between the authorities that 
govern how services are sold, assembled, delivered, and improved. 

Early in most organizations, architecture is concentrated within presales teams and focused primarily on shaping 
individual deals. At this stage, architecture often operates independently from delivery experience and practice 
patterns. Solutions may be technically sound, but they are not always aligned with repeatable delivery models. 

As organizational maturity increases, architecture begins aligning with practice-defined patterns. Reference 
architectures, deployment models, and delivery runbooks provide guardrails that help architects design solutions 
that can be delivered consistently. 

At the same time, architecture increasingly supports Bid & Proposal Authority, ensuring proposals reflect 
realistic technical designs that align with proven patterns and delivery capabilities. 

Through this evolution, architecture becomes the connective discipline between the authorities: 

• Sales Authority identifies and qualifies opportunity. 
• Bid & Proposal Authority structures the commercial and solution framework of the deal. 
• Delivery Authority preserves client intent during execution. 
• Practice Authority captures learning and converts it into repeatable patterns. 

Architecture maturity reinforces each of these authorities by ensuring that solutions remain technically coherent 
across the lifecycle. It helps translate practice patterns into solution designs, ensures proposals are grounded in 
delivery reality, and enables delivery teams to execute with greater predictability. 

When architecture evolves in this way, it does not compete with authority structures. Instead, it strengthens them. 

The result is a services organization where solutions are easier to assemble, easier to deliver, and easier to improve 
over time 

  



What a Mature Lifecycle Organization Looks Like 

A mature lifecycle organization operates differently from most traditional services organizations. 

Instead of functioning as a collection of loosely coordinated teams, it operates as an integrated system designed to 
preserve client intent from opportunity through delivery and into continuous improvement. 

Sales teams identify and qualify opportunities that align with the organization’s capabilities. Rather than 
constructing complex service engagements independently, they introduce opportunities into a structured proposal 
process supported by Bid & Proposal authority. 

Bid & Proposal teams assemble engagements that reflect proven delivery models and established patterns. 
Proposals are not created from scratch but are built from experience captured across previous engagements. 

Delivery organizations execute the work with clear authority to preserve client intent. Delivery leaders manage risk, 
maintain alignment with the commitments made during the proposal process, and ensure that operational 
execution reflects the structure of the engagement. 

Practices capture lessons learned from delivery and convert them into patterns that improve future proposals and 
services. These patterns become the foundation for repeatable offerings, reference architectures, and delivery 
models that accelerate both sales and execution. 

In this environment, the organization improves with every engagement. 

Deals become easier to assemble. 
Delivery becomes more predictable. 
Clients experience greater consistency. 

Most importantly, the organization no longer relies on individual heroics to succeed. Success becomes embedded 
in the structure of how the organization operates. 

  



Organizational Design Implications 

Achieving lifecycle governance requires more than procedural change. It requires organizational design that 
supports the authorities responsible for maintaining structural integrity across the services lifecycle. 

In many services organizations, responsibilities related to sales, solution design, proposal development, delivery, 
and knowledge management are distributed across multiple teams without clear authority boundaries. This 
fragmentation often leads to misalignment between how services are sold and how they are delivered. 

Organizations pursuing lifecycle maturity typically introduce structural elements that reinforce the authority model. 

Dedicated Bid & Proposal teams become responsible for assembling complex engagements. 
Delivery leadership structures ensure project execution maintains alignment with the commitments made during 
proposal development. 
Practices formalize knowledge capture and pattern development across technical domains. 

These structural elements do not increase bureaucracy when implemented correctly. Instead, they clarify 
responsibility and reduce friction across the lifecycle. 

Organizational design begins to reflect the flow of work rather than traditional departmental boundaries. 

The result is an organization where authority is aligned with the lifecycle itself. 

  



Conclusion: From Fragmented Services to Lifecycle Governance 

Services organizations face increasing complexity. 

Client environments are more interconnected. Technology ecosystems are evolving rapidly. Engagements often 
span consulting, implementation, and long-term operational support. 

In this environment, fragmented operating models struggle to scale. 

When sales, solution design, delivery, and organizational learning operate independently, organizations experience 
recurring friction. Delivery teams inherit risk. Lessons learned fail to influence future engagements. Operational 
complexity increases with every project. 

The Lifecycle Operating Model provides a different path. 

By clarifying the authorities responsible for preserving integrity across the lifecycle, organizations can transform 
how services are sold, assembled, delivered, and improved. 

Sales authority governs opportunity. 
Bid & Proposal authority structures engagements. 
Delivery authority preserves client intent. 
Practice authority captures learning and improves future capability. 

Together, these authorities create a system where services organizations grow stronger with every engagement. 

Lifecycle governance replaces fragmentation with structure. 

And structure enables scale. 

 

The Authority Series 

This guide introduces the principles behind the Lifecycle Operating Model and the authorities that support it. 

Each authority represents a critical dimension of services maturity. Organizations seeking to implement lifecycle 
governance must understand how these authorities evolve and how they interact within the operating model. 

The Lifecycle by Design Authority Series explores each of these areas in greater detail in 5 guides: 

Sales Authority Maturity Guide 
Examines how sales organizations evolve from deal-driven negotiation toward structured engagement 
development aligned with delivery capability. 

Bid & Proposal Authority Maturity Guide 
Explores how proposal governance transforms deal construction from ad hoc negotiation into a structured 
capability that improves delivery outcomes and margin predictability. 



Delivery Authority Maturity Guide 
Explains how delivery organizations preserve client intent during execution and maintain operational integrity 
across complex engagements. 

Practice Authority Maturity Guide 
Describes how practices convert delivery experience into repeatable patterns that improve both proposal 
development and service delivery. 

Architectural Maturity Guide 
Describes how architecture’s critical role evolves to support repeatability and managed change and custom service 
elements. 

Together, these guides provide a practical roadmap for organizations seeking to move from fragmented operations 
toward lifecycle governance. 

The full framework, organizational models, and implementation strategies are explored in the forthcoming book: 

Lifecycle by Design 

 

 

 


