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TRANTIATE V2.0 Transformation Office Operating Model
A lightweight enterprise model for stewarding Trantiate without recreating a traditional bureaucracy

	Primary Audience
	Transformation Offices, PMO/strategy offices, enterprise architecture, governance, risk, executive sponsors

	Purpose
	Define how an organizational transformation office can support methodology adoption, consistency, visibility, assurance, and scaling.

	Authority
	Companion to the published TRANTIATE White Paper Version 2.0



White Paper = methodology authority. Supplementary documents = interpretation and application.


1. Purpose
A Trantiate Transformation Office should steward the methodology and enable transformation teams; it should not become the owner of every transformation decision or a mandatory approval layer.
	Steward the system. Do not centralize every decision.



2. Core Responsibilities
	Responsibility
	Transformation Office Role

	Methodology Stewardship
	Maintain approved terminology, templates, playbooks, and version alignment.

	Adoption Enablement
	Train teams, facilitate pilots, support Trant 0, and coach Role practice.

	Worker Governance Standards
	Maintain UWC patterns, qualification expectations, catalog conventions, and requalification guidance.

	Assurance Patterns
	Maintain independent assurance patterns and correlated-failure guidance.

	Evidence Standards
	Define KEA conventions, provenance expectations, and TCAP assembly guidance.

	Portfolio Visibility
	Aggregate Compass/Snap information without converting Watch into centralized micromanagement.

	Scaling & Reuse
	Promote reusable patterns across transformations.

	Learning
	Capture lessons without rewriting methodology ad hoc.



3. What the Transformation Office Does Not Own
Target Future for every business transformation.
Maker execution decisions inside authorized scope.
Checker substantive judgment when delegated elsewhere.
Buyer acceptance on behalf of actual consumers/operations.
All approvals merely because the office coordinates governance.
All project/program management functions.
All enterprise IAM, security, compliance, data, or architecture controls.
4. Recommended Internal Roles
	Office Function
	Typical Responsibilities

	Methodology Steward
	Terminology, documents, change control, training standards

	Adoption Lead
	Pilots, Trant 0 facilitation, practitioner coaching

	Worker Governance Lead
	UWC patterns, Worker catalog, qualification/requalification coordination

	Assurance Lead
	Checker patterns, independence, evidence integrity, conflict resolution

	Evidence & Navigator Lead
	KEA conventions, Snap/Compass aggregation, TCAP guidance

	Platform/Integration Lead
	Trantiator and enterprise-tool integration coordination where implemented



These are organizational functions, not new Trantiate Roles. Individuals performing substantive transformation work still act through Seer, Maker, Checker, or Buyer responsibility.
5. Governance Forums
	Forum
	Purpose
	Cadence

	Methodology Stewardship Review
	Control supplementary documentation and interpretation drift.
	Monthly / as needed

	Worker Governance Review
	Review reusable UWC patterns, material qualification issues, provider concentration, requalification triggers.
	Monthly

	Assurance Pattern Review
	Review independence issues, recurring Checker conflicts, evidence weaknesses.
	Monthly / quarterly

	Portfolio Transformation Review
	Use Compass/Snaps to review enterprise movement, major HOLD/ESCALATE patterns, readiness, value, legacy obligations.
	Monthly / quarterly



6. Intake Model
Confirm transformation purpose and sponsor.
Determine whether Trantiate is already adopted in the domain.
Identify pilot or current Trant maturity.
Support Target Future / Trant 0 where needed.
Identify reusable enterprise patterns and mandatory policy inputs.
Leave domain-specific responsibility with the appropriate transformation Roles.
Capture reusable learning after TOR closure.
7. Transformation Office Metrics
	Metric Family
	Examples

	Adoption
	Active transformations, trained practitioners, Trant 0 completion

	Governance
	UWC exceptions, requalification events, unauthorized/shadow Worker incidents

	Assurance
	Conflicting assurance events, independence exceptions, evidence-quality issues

	Evidence
	TOR completion, TCAP readiness, evidence-reconstruction effort

	Transformation
	Target movement, legacy retirement, value, risk, Buyer adoption

	Reuse
	Reusable UWC patterns, Worker catalog reuse, shared assurance patterns



Agent count, A4 percentage, or automation percentage should not be treated as transformation value by themselves.
8. Change Control for Supplementary Documentation
Published White Paper V2.0 remains the methodology authority.
Supplements may clarify practice but must not silently create new canonical Roles, Drivers, lifecycle stages, or authority models.
Potential methodology changes should be recorded separately for future version consideration.
Enterprise-local implementation policies should be labeled as local rather than Trantiate canon.
9. Minimal Office Model
A small organization does not need a formal office. The same responsibilities can be distributed among a sponsor, methodology steward, governance lead, and practitioner community. The operating model describes responsibilities, not mandatory headcount.
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