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Transformation Blueprint

How to Structure a Successful Business Transformation
from Recognition to Results

Powering transformation from Uncertainty = Clarity = Action

EXECUTIVE OVERVIEW: Why This Matters

You don’t need more frameworks. You need clarity and momentum. In today’s business environment, the ability
to lead successful transformation efforts separates companies that adapt from those that get left behind. Yet
most transformations fail not because of poor strategy, but because the path from vision to execution is
unclear or misaligned.

This Transformation Blueprint is designed to give business leaders a structured, practical view of how to lead
successful transformation, whether you're just getting started or looking to course-correct.

This blueprint helps you:

Align your team on a shared purpose and direction

Prioritize the right moves at the right time

Avoid common pitfalls that stall or derail progress

Create momentum toward meaningful, measurable outcomes

What'’s Lexico’s perspective?
Successful transformation doesn’t just happen — it's mapped, led, and embedded.

The #1 reason we see transformation efforts stall? Leaders haven’t fully understood or aligned around the
foundational pieces. You can’t lead work you don’t understand, and you can’t mobilize an organization
toward change without structure beneath the ambition.

That’s why this blueprint doesn’t give you a generic playbook. It breaks down the four critical components
we’ve learned are essential for delivering transformations that succeed:

Understanding Defining the Building Core
the Journey Full Outcome Capabilities

Activating the
Right Support

Do you know the Are your goals Do you have the
stages of specific enough to strategic, operational,
transformation and shape decisions and and cultural muscles
where you are today? tradeoffs? to drive change?

course-correct?

These aren’t just nice-to-haves; they’re the difference
between well-intentioned effort and real, sustained impact.

Where can partners
help accelerate,
augment, or
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Lexico’s 7 Stages of a Successful Transformation

STAGE

1

Recognition

2

Reimagine

3

Architect

4

Roadmap

5

Ready

Run

7

Result
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Define the case
for change and
what’s at stake.

Develop and
align around a
compelling
future state.

Design the
levers of
change —
people,
process, tech,
culture.

Sequence
priorities,
timelines, and
dependencies.

Mobilize
resources,
teams, and

communication.

Execute with
discipline,
flexibility,

and feedback
loops.

Measure value,
embed new
ways of
working, and
sustain impact.

What It Takes

Vigilance in reading the signals
across your business. Real change
starts with seeing what others miss
and acting on it. Once the need is
clear, create urgency and
alignment to keep moving forward.

Explore multiple future-state
options before narrowing.
Co-create a bold vision with
leadership, then translate it into
shared outcomes that define what
success looks like.

Map the transformation system:
operating model, capabilities,
governance, data, and behaviors.
Integrate tech and human change
early.

Prioritize must-haves over
nice-to-haves. Balance ambition
with capacity. Lock in sponsorship
and funding for critical moves.

Treat readiness as its own
discipline — not a project kickoff.
Stand up the right teams,
operating rhythm, and
engagement plan. Prep people
and partners for the change
ahead.

Move fast, learn faster. Track KPlIs,
course-correct, and keep the
organization engaged. Deliver in
sprints, not slogs.

Prove the value created.
Institutionalize what works through
roles, rewards, and routines. Plan
for sustainment, not just delivery.

What You May Not

Have Considered

The real blocker may not be the
problem. it’s the fear of what change
will expose. Many teams delay
transformation not from disagreement,
but from discomfort. Naming the truth
takes courage and safety.

Alignment isn’t agreement. You don’t
need everyone to love the vision; you
need them to carry it forward. Equip
leaders to challenge, commit, and
communicate with conviction.

Don’t blueprint in isolation. Your org
chart isn’t your operating model. True
architecture accounts for informal
influence, friction points, and frontline
realities.

Your roadmap isn’t a project plan —
it’s a political strategy. If you don’t
manage hearts, minds, and budgets,
the plan becomes shelfware. Influence
matters as much as logic.

Most resistance isn’t about the
change. it’s about trust. Readiness is
emotional, not just operational. Who
says it, how they say it, and when they
say it makes all the difference.

Speed without learning = failure at
scale. Execution isn’t about sticking to
the plan. It’'s about knowing what’s
working and having the courage to
adapt.

Transformation dies in the “return to
normal.” If you don’t rewire how work
happens, people snap back to old
habits. Sustainment requires design,
not hope.
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What Are You (Really) Trying to Achieve? (Transformation Outcomes)

Start by defining the business result you’re really aiming for — not just the metric, but the meaning. The
context of the full picture of the outcome will help decision-making throughout the process easier. The
best transformation strategies are anchored in outcomes that are both bold and balanced, but challenge
yourself to define the whole picture of the outcome.

Outcome Type Fully Stated How it shapes what we do

Financial Improve margins without Cutting costs can’t come at the expense of loyalty.
compromising customer experience The win is better unit economics and brand equity.
Streamlined processes shouldn’t box teams in.
Operational transformation should free people to
move faster and smarter.

Increase efficiency
without losing flexibility

Operational

Whether it's customers or employees, satisfaction
alone isn’t enough. Make it easier for people to love
what they’re doing.

Boost engagement
while reducing friction

Expanding reach should reinforce your
differentiation, not erode it. Scale what makes you
distinct.

Grow market share
without diluting your value

Strengthen resilience Good governance protects the business. Great
without slowing innovation governance enables it to evolve with confidence.

.. Lexico Pro Tip:
/- Don't settle for vague ambitions. The sharper your definition of success, the easier it is
to align priorities, measure impact, and unlock the real ROI of change.

Core Capabilities that Drive Success

Transformation isn’t just one thing. It’s a set of interconnected moves. These four capability areas often
determine whether your change efforts stick. Assessing competency and capacity in these areas early on in
your planning can be crucial to ensure they are addressed and at the table from the start, not tacked on in
reactionary manners. Will these be filled internally, or will you need to augment with partners?

Capability What It Enables
o q Clear vision, business case, and roadmap
Strategic Alignment ’ ’ . .
for change Lexico Pro Tip:
Ermol ; cati 1y Don’t treat “Change
mployee engagement, communication, ~ - o
Change Enablement andpadyo tiong & - - Management” as an
P 2= afterthought. It’'s one

of the most predictive

Strong governance, resource allocation, e —

and delivery discipline
. . Measurement, KPIs, benefit tracking, and
Value Realizations course correction
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Understanding How Partners Can Help

Transformation is a heavy lift. Knowing where (and how) to bring in the right support can be a game-changer.

Needs Partners

Can Help With What They Provide

Strategic perspective, diagnostic support,
outside-in thinking

Ask yourself:
Augmented skills and specialized talent to O Where do we need
elevate internal capabilities ' support, and in what
form?

Competency

Capacity Additional bandwidth to scale internal efforts

Focused help to repair failing initiatives or
underperforming areas

Final Thought & Next Step: Structure = Success

Transformation doesn’t start with a project plan. It starts with clarity, alignment, and intent.
This blueprint gives you a way to turn complexity into structure, and vision into traction.

Want to bring this to life with your leadership team?
0

Lexico partners with business leaders to design, orchestrate, and deliver transformation
[

initiatives that create impact and stick — from early visioning to full execution.

Connect With Us

Let’s cut through the noise. We’ll focus on your priorities, assess where you are in
the journey, and identify clear, actionable next steps.

Visit this link to get in touch with our team.

Damani Short
Founder & CEO

@ dshort@lexicoconsulting.com
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@ lexicoconsulting.com
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