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This open source tool is a component of the broader award winning Vested/Vested Outsourcing® research developed in conjunction with the University of Tennessee. RealPlay® was created by University of Tennessee’s faculty member Kate Vitasek to interactively help those taking the Vested® courseware gain a deeper understanding of the material that is presented. RealPlay takes role-playing to the next level. Instead of merely being assigned roles and a potential problem or situation to work through, RealPlay has course attendees bring in their own problems and situations into the classroom. This allows course attendees to take the material they have just covered and immediately apply it to their personal situations and gain a deeper, more complete understanding of the material. Instead of just theories about how Vested could be used in their company to build a better relationship, RealPlay allows individuals to bring back concrete materials that show how the Vested methodology can benefit their relationship.  
Purpose:

To create an inventory, or a Taxonomy, of the processes that will be performed under the Agreement, and to separate that work according to the party that will perform it.
[image: ]There is a tendency to think that when processes are outsourced, the Service Provider becomes responsible for the entire process. In reality, there is often Buyer involvement in many of the processes – the trick is to separate those responsibilities at the process level
In this Deliverable, you will map the processes and sub-processes that support your Desired Outcomes and Objectives:
· Identify the processes and break them down to a level that is sufficient to assign responsibility for each one
· Recognize that processes will change as they are improved
· Use the worksheet provided in this Tool, or develop your own template, to record the results
NOTE: This is a JOINT exercise between Buyer and Service Provider
Use the Taxonomy-Workload Allocation Worksheet provided and also attached below. Click on the icon to open the file.



[image: ]Creating your Taxonomy and Workload Allocation can be time-consuming – especially for highly complex and integrated relationships. The level of effort varies based on:
· The complexity of what is in-scope of your agreement.
· The number of subject matter experts that need to be involved.
[image: ]
Have a copy of your Requirements Roadmap with the Desired Outcomes / Statement of Objectives nearby for reference

A good rule of thumb in planning how much time to spend on a Taxonomy and Workload Allocation is to estimate how much time it would take to create a traditional Statement of Work. It is important to remember the purpose of the Taxonomy and Workload Allocation is to NOT document HOW the work is performed, but rather to catalog the processes that are performed in support of the work and identify responsibility.


The below table represents a tab in the Taxonomy-Workload Allocation Worksheet illustrating the finished work at a high level.
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[image: ]This deliverable needs the support of subject matter experts from both companies. It will take time and resources to complete and may need to be completed over several joint meetings/calls.

Please note:
· You are NOT documenting HOW the work is performed – you ARE cataloging the processes that need to be performed to support the work in scope for the Agreement.
· The Taxonomy will include processes managed by both parties to show an end-to-end view of the work.
· You will want to update the Taxonomy and Workload Allocation as you uncover new information.

Step 1: Break Down the Processes

[image: ]To complete this exercise, convene the appropriate Subject Matter Experts who are familiar with the various aspects of the work. Based on your work scope, this may be one large meeting or many separate meetings with subject experts in certain aspects of the work scope.


For example, in a facilities and real estate management outsourcing deal you may have three workgroups: one focused on general facilities management, one on capital projects, and one on real estate/portfolio management services.
You may perform these tasks in face-to-face meetings, in webinar/conference calls or through smaller one-on-one working sessions. Expect to hold several reviews and alignment sessions.
[image: ]If you have multiple Business Model Maps for different work scope areas, these are likely major work scope areas that could be logically grouped.

[image: ]Properly cataloging current processes can be met with stiff resistance as people fear it is too time-consuming. This is why we recommend that companies document processes at a high level by creating the Taxonomy rather than detailing work instructions. If a company has work instructions, great! Use these to perform the cataloging. Do not spend the time doing detailed as-is work instructions when the goal is to transform the process. Focus your efforts on cataloging the processes rather than documenting how work is currently done.

Step 2: Document the Taxonomy and Workload Allocation

[image: ]Each working group should use the Taxonomy-Workload Allocation Worksheet to document the processes and sub-processes that support your Desired Outcomes and Objectives. Start with an end-to-end view of the processes that span work by all parties in the agreement, not just by defining the work the Service Provider should do.
[image: ]If you have an existing agreement, you can often use the Statement of Work as a starting point because it typically documents key work that is in scope under the agreement. (Note – an existing SOW will typically be limited to Service Provider only work)
[image: ]
The template provided is in .XLSX format – if you choose to work in a different format, please feel free to do so. Also, modify the template to suit your business needs.
Break down and document the in-scope processes at a level where only ONE Company has responsibility for the process.
Assign the work to the party best suited to do it in the “Responsibility” columns.
As you do this, you may determine there is overlap (both buyer and supplier are performing the work), misalignment (e.g. buyer is doing the work and it should shift to the supplier) and/or gaps (neither party is doing the work and it needs to be assigned). If you find this occurs, make a note in the columns provided.
[image: ]Recognize that processes will likely change over time as they are improved. You will need to ensure you capture changes through a change management process.

[image: ]Step 3: Core Team Review
Convene the Core Team to review the work down by the individual working groups.

The Core Team should focus on the following:
· Is there an overlap between the work done by the working groups?
· Are there gaps within or between the processes defined?
The Core Team should then combine the Taxonomy-Workload Allocations done by the working groups into a single document, and forward it to all members of the extended team.

Step 4: Present to the Full Team
[image: ]
Convene the full extended team to review the work down by the individual working groups.

[image: ]
Individual Members should come to the meeting with specific questions.

[image: ]
Address the specific questions by sections of the document. Use the Fist-To-Five technique to approve each section before proceeding to the next section.


Step 5: Present to the Steering Committee for Approval

This can be done as part of a Gate Review, or as a separate meeting. Use your judgment, based on potential discussions, sensitive areas, etc. We recommend Steering Committee approval before proceeding further.



This document is provided as part of the Vested “Open Source Material.” “Open Source Material” includes the Vested Orientation Course and associated PowerPoint slides, items in the Open Source “Toolkit,” and the ability to redistribute any of our white papers and case studies contained in our Vested library, as well as the ability to redistribute The Vested Way eBook.
We encourage you to share some or all of the Vested Open Source Material pending compliance with the following distribution guidelines and terms of use:
· Please do not alter any Open Source Material in terms of the template, background, colors, or the Vested images used.
· If you use Open Source Material in your own document, you must provide the following attribution: “Source: Used with permission. Vested® www.vestedway.com. Vested, Inc.”
· Always write the word “Vested” with an uppercase “V.”
· Please use the word “Vested” throughout any presentation, except where you are referring to the outsourcing industry, in which case the words “Vested Outsourcing” must be used.
· Please do not abbreviate “Vested Outsourcing” as “VO.”
· Please do not commercially sell, rent, or profit from the use of this Open Source Material unless Vested Outsourcing gives you explicit prior written permission to do so.

The complete terms of use is located at http://www.vestedway.com/terms-of-use-agreement-open-source-material/

If you would like to use this material for commercial purposes / for profit basis, please contact Kate Vitasek at kvitasek@utk.edu.
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Taxonomy-Workload  Allocation Worksheet (OS) v1.xlsx


Taxonomy-Workload Allocation Worksheet (OS) v1.xlsx
Taxonomy-Workload Allocation

		#		Process Level 1		Process Level 2		Process Level 3		Process Level 4		Responsibility				Role Overlap, Gaps, or Misalignment		Opportunity to Change Existing Process		Notes/Comments

												Buyer		Service Provider
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Level 1 Level 2 Level 3 Level 4 Owner Comments

Sourcing Buyer

Order Management Buyer

Order Pick Supplier

Inventory Control Supplier

Labor Management Supplier

Forecasting Buyer

EDI Out PO Details Buyer PO data flows from Supplier WMS system to Buyer ERP system through standard EDI protocol

EDI In PO Details Supplier PO data flows from Buyer ERP system to Supplier WMS system through standard EDI protocol

Dock Scheduling Supplier ASN from vendor or shipper some product is shipped with no ASN in these cases dock scheduling in a manual process

Labor Scheduling Supplier

Advance Receipt Supplier

Backorder Check Supplier

Unload Supplier Most product is on pallets, some containers with floor loaded product

Counts abd Verifications Supplier Few issues with counts or misshipped products

Verify to Pack List Supplier

Verify to PO Receive to PO in WMS Supplier

Document Retention Supplier Per agreement hold original documents on site, filed by date and PO number, 36 Months

Document pack list Issues Supplier Buyer's procurement team manages all supplier issues, we use email and phone calls to communicate

Notify Procurement of Issue Supplier Issues may include quantity, product data, part number, dates, etc. 

Issue Resolution Buyer Procurement calls or mails us with what to do, product can sit in holding area for a long time

Shipper Damage Notification Supplier We make notification but Buyer owns carrier relationship

Notify Buyer of non-shipper damage Supplier

Vendor Notification Buyer

Receiving Log Supplier This is an internal system based log used to develop receiving metrics, used in operational improvement programs

EDI Out Receipt Details Supplier

EDI In Receipt Details Buyer

System Directed Location Location Scan Supplier

Manual (override) location Location Scan Supplier We override when the product cube data is wrong

Palletize Supplier

Label Supplier

Quality Hold Supplier

Product weights and measures Supplier Exception process if system data missing from new product feed

Cross dock Supplier

Supplier Master Buyer

Reports

Information Flow

Exceptions Processes

Procurement PO Placement

Inventory Receiving Advanced Ship Notice

Inventory Receipt

Damage Issues

Put away
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