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Why this matters

Services organizations often struggle not because they lack talent, but because the
operating model around that talent is fragmented.

Sales sells the work. Pricing protects the deal. Delivery absorbs the risk. Practice leaders react
late. Leadership sees the financial impact after the damage is already done.

As services firms scale, complexity increases faster than most operating models can absorb. What worked
when the business was smaller often breaks when the organization adds more sellers, more practices,
more delivery teams, more partners, and more custom client requests.

The operating model is the control system. It determines how work is shaped, approved, sold, staffed,

delivered, measured, and improved.

Common breakdown patterns

Inconsistent pricing

Similar work is estimated differently, creating margin
leakage and client confusion.

Late delivery involvement

Delivery teams inherit commitments they did not help
validate.

Weak learning loops

Lessons stay trapped in projects and fail to improve future
offers.
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Custom work by default

Every opportunity becomes a one-off instead of being
shaped around repeatable patterns.

Unclear authority

No one knows who can approve scope, price, staffing, or
exception decisions.

Reactive governance

Leadership explains risk after it has already moved
downstream.



The 6 building blocks

A high-performance services operating model connects six core building blocks into one lifecycle. The
goal is not bureaucracy. The goal is control, repeatability, and better translation from client intent to
delivery outcome.

e Strategic Intent
Defines where the services business is going, what kinds of work it wants to scale, and what should no
longer be pursued.

Portfolio Structure

Turns capability into defined offers, repeatable patterns, delivery models, and commercial boundaries.

Commercial Discipline

Creates consistency in qualification, pricing, assumptions, margin expectations, and exception handling.

Delivery Readiness

Validates whether the organization can actually deliver what is being promised before the deal is closed.

Governance and Authority

Clarifies who has decision rights across scope, pricing, staffing, risk, approvals, and delivery exceptions.

Learning Loops

Captures outcomes, financial results, and client feedback so every engagement improves the next one.

Executive insight

A scalable services organization does not simply need better execution. It needs better translation: intent to offer,
offer to scope, scope to price, price to delivery model, delivery model to outcome, and outcome back into portfolio
improvement.
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Diagnhostic questions and next steps

Use these questions to test whether your current operating model is helping the business scale or
pushing risk downstream.

Are we clear on which services we want to scale, contain, or stop selling?

Do we have defined offers and delivery patterns, or does every deal become custom?
Does sales understand what is on the truck and when exceptions require review?

Do similar opportunities produce similar assumptions, estimates, and margin
expectations?

Is delivery involved early enough to validate scope, staffing, risk, and acceptance criteria?
Who can approve exceptions, and are those decisions visible before the deal closes?

Do completed projects improve the next proposal, estimate, staffing model, and service

offer?

Practical takeaway

The fastest way to improve a services operating model is not to redesign everything at once. Start by mapping
the lifecycle of work, then identify where authority breaks, where risk moves downstream, and where lessons
fail to return to the portfolio.

Opportunity Qualification Offer Pricing

Explore the Operating Model Readiness Assessment

Lifecycle Authority Group helps services leaders identify operating model gaps, clarify decision authority, and design
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