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Natural England is undertaking a strategic transformation initiative to align its operations with a new 
organisational strategy and delivery framework. Central to this transformation is the development of a Target 
Operating Model (TOM), which will serve as a blueprint for improved collaboration, organisational agility, and 
effectiveness. The TOM project team has been tasked with delivering a Detailed Design of Phase 1 of the TOM by 
October 2025, in alignment with strategic business planning timelines. 

 
The TOM is intended to create a blueprint for how Natural England will operate to better deliver its vision, 
alongside addressing systemic issues including lack of focus on high-value activities, inconsistent delivery 
approaches, a missing delivery framework, and siloed working. 

This consultancy engagement will provide critical expertise to the TOM team across business change 
organisational design, business architecture, service design, business analysis and implementation planning to 
enable delivery of a robust Phase 1 TOM detailed design and supporting implementation plan. 

1. Background 
 

 
2. Statement of services 

Objectives and outcomes to be achieved, with each objective linked to the Deliverables section 
 

Outcome Objective 
Map of current state 
organisational business 
model & capabilities 

Collaboratively develop a current state picture of NE’s operating model that could 
include: 

• a service taxonomy that captures current services, users, delivery partners and 
value proposition, linking findings to the current state business map (Utilise 
pre-existing work) 

• a current state map of capabilities, team collaboration, structure and 
governance using recognised business architecture and business analysis 
methodologies, linking findings with the service taxonomy (Utilise pre-existing 
work) 

• assessment of all the above which would include strengths, pain-points and 
gaps 

Detailed Design TOM 
Options proposals 

Using the information gathered above, collaboratively design effective and sustainable 
TOM options (more detail in the outcomes and objectives in the below rows), which 
could include: 

• an analysis of change impact vs likelihood to achieve ambition review 
• identification of key structural, role and responsibility changes required to 

address any current fragmentation and support joined-up delivery (please see 
rows below). 

• mapping of options to the strategy which is in development 
• visuals to support engagement & decision-making 
• a high-level implementation plan which considers pace, business & change 

readiness and impact, and risks as per the wider context of this work 
Detailed Design for Phase 
1 Target Operating Model 
– services 

• Working collaboratively with NE, produce a detailed design (potentially using 
the business model canvas approach) for each future state service. This would 
include but may not be limited to the users, people, collaborations (between 
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 NE teams and internal and external partners) and capabilities required to 

deliver each ‘to be’ service 
Detailed Design for Phase 
1 Target Operating Model 
– governance 

• Working collaboratively with NE, produce a proposal for the changes required 
to the portfolios (i.e. change in portfolio make ups, numbers, scopes, etc.) to 
reflect the detailed design of future state services 

Detailed Design for Phase 
1 Target Operating Model 
– organisation structures 

• Working collaboratively with NE, produce a proposal for the changes required 
to the NE organisational structure (i.e. changes required to the number and 
make up of CO Groups and teams) that result from the changes from the 
current state to future state services 

Implementation plan for 
Phase 1 TOM Detailed 
Design 

• Working collaboratively with NE, produce: 
o A high level plan setting out the Phase 1 implementation proposal 

(potentially with options) and a recommended approach to transition 
from the current state services to the future state services 

o A roadmap providing options (with an analysis of advantages and 
disadvantages)  for  future  phases  of  the  TOM  design  and 
implementation beyond Phase 1 design 

Detailed Design for Phase 
1 Target Operating Model 

• Support NE in collaboratively producing a complete and coherent detailed 
design pack for decision by NExCo 

Coaching and Upskilling • Facilitate coaching and practical support to upskill the TOM team’s internal 
capabilities in service and org design, alongside language, theory and 
implementation considerations to ensure organisational resilience 

 

 
Scope of Services to be provided: 
 

In scope: Service Design 
- Lead co-design workshops with NE to define a service taxonomy aligned to the new 

strategy. 
- Validate and refine the list of current and future services. 
- Develop service design blueprints (including user journeys, channels, partners, 

touchpoints, and value propositions). 
- Ensure services reflect user needs, improve internal collaboration, and support 

organisational agility. 
- Collaborate with digital systems review lead to align with digital service developments. 

Business Architecture 
- Develop a high-level Business Architecture model for NE to support TOM implementation. 
- Map services to capabilities, organisational functions, and strategic outcomes. 
- Conduct a Business Impact Assessment to assess implications for portfolios, capabilities, 

and delivery models. 
- Align the architectural model with ongoing strategy and portfolio governance constraints. 

Organisational Design 
- Design to-be organisational structures that align with the detailed service design and 

strategy. 
- Assess people, capabilities, and collaboration needs required to deliver new services. 
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 - Identify organisational pain points and siloed behaviours that need to be addressed. 

- Develop alternative structural options and rationale for recommendation. 
- Support TOM visualisation (incorporating simple visual or diagrammatic representations). 

Business Analysis 
- Conduct light-touch discovery and requirements elicitation to inform the Detailed Design. 
- Map key business functions, teams, and high-level interdependencies across NE. 
- Support capability mapping and gap analysis aligned to proposed services. 
- Work with NE representatives to prioritise service-led interventions. 

Change Management and Capability Coaching 
- Provide light-touch objective discipline area coaching to NE TOM team members, 

including the five group representatives. (e.g., TOM theory, service definition, business 
architecture concepts). 

- Advise on TOM-related engagement with the wider organisation. 
Implementation Planning 

- Develop a high-level implementation plan for the Phase 1 TOM Detailed Design, including 
a roll out strategy across NE, high level tasks and timescales 

- Develop a road map for designing and implementing future phases of the TOM 
Out of scope: The following services are out of scope of this DPEL and would require a Change Control Notice 

(CCN) or follow on DPEL to provide: 
- Detailed process mapping or service redesign beyond high-level design. 
- Granular implementation planning or delivery beyond recommendations and high-level 

roadmap. 
- HR-specific intervention planning or personnel management. 
- Organisation-wide training provision. 
- Technology selection or delivery. 
- Changes to NE’s top-level portfolio governance approach. Note that the scope of the work 

may however propose changes to the number and make up of portfolios. 

 
Assumptions and dependencies 

 
Assumptions 
and 
dependencies: 

 
- The strategy team will provide to Methods a strategic framework by October 2025 and 

will permit information sharing exercises with TOM design team. 
- NE will provide named points of contact, access to documentation, and a core delivery 

team for joint working. 
- Consultancy support will be co-located with NE TOM team (physically or virtually) for 

effective collaboration. 
- NE will prioritise stakeholder time and input, including senior leaders, to validate 

emerging outputs. 
- Any material changes to scope, strategy, or organisational constraints (including any 

significant resourcing/input constraints experienced by the NE TOM Team) will be 
communicated promptly and planned for collaboratively. 

- Access to relevant pre-existing service lists and previous work (e.g., PwC service list, 
digital transformation outputs, as-is TOM analysis/documentation in a suitable level of 
detail) will be granted. 
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Upon exiting the project engagement, the Supplier will provide all final deliverables alongside supporting handover 
documents. The exit terms are as detailed in the call off contract framework document. 

Feedback and satisfaction 

Business Area and Supplier to agree regular reporting intervals for the duration of the engagement. 
Defra Group reserves the right to hold review meetings during the assignment, discussing what went well, opportunities 
for improvement on future assignments and similar. This will incorporate any ‘Show and Tell’ documentation or 
transferable products that have been produced. A post-engagement quality review must be completed as part of the 
Engagement sign-off. DgC will contact the Business Area to arrange this and share the feedback with the supplier on a 
bi-monthly basis. 
 
Non-disclosure agreements 

The overarching MCF2 framework includes NDAs. 
 
7. Exit management 

The agreed actions and deliverables by the Supplier for when the contract ends are as follows: 
 

 
 
Notice period 

The nature of these engagements requires that Defra Group have the ability to terminate an engagement with notice. 
Defra Group’s termination rights for this engagement are marked below. 
 
The minimum notice period for termination is 5 working days regardless of engagement duration. 
 
Supplier Engagement Process 

1. Business Area identifies a potential need for delivery support, initiates a conversation with DgC, confirms which 
approvals are required for an engagement to occur, e.g. Consultancy Governance Board if over £120k or DgC 
Corporate Services Delivery Board if under £120k. 

2. If over £120k the Spend Control Form must be completed by Business Area and submitted to DgC at: 
 

3. Lot / Supplier is selected and briefed on the request by DgC, then introduced to the requesting Business Area for 
further discussion and confirmation of work to be delivered. 

4. A Project Engagement Letter is completed by the Business Area with input from the Supplier (with supporting 
proposals as appropriate) and support from DgC and then finally agreed between the two parties, including 
evidence of all required approvals either being in place or being progressed. Approval states are: 

 

Approval state Definition Permissions 
Full approval  DPEL agreed 

 DPEL signed: Supplier, Dept and DgC 
 Purchase Order number 

 Work can start 
 Supplier can invoice for work 

 




