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From Vision to Value

A practical technology transformation framework

Connect ambition, decisions, delivery, adoption, and measurable outcomes in one
coherent leadership system.
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Executive summary
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Transformation creates value when strategy and execution remain connected as evidence, constraints, and
priorities change.

Outcome

Define the operational result, stakeholder impact, and
value measures before defining the portfolio.

Decisions

Make ownership, architecture choices, trade-offs, and
evidence thresholds explicit.

Delivery

Organize work around value streams and
dependencies, not only projects and systems.

Adoption

Treat behavior, capability, process, and operating
ownership as part of the product.

Use this framework as a leadership conversation guide, a program reset, or a readiness check before major commitments.
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The six-part value system
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No single workstream creates transformation. Value emerges from six connected elements that must
reinforce one another.

01 Outcome What must become measurably different for the organization and its stakeholders?

02 Value case Which benefits, costs, risks, and assumptions justify action?

03 Decisions Who decides, using what evidence, and within which boundaries?

04 Delivery How will teams sequence work, expose dependencies, and learn quickly?

05 Adoption What must change in skills, behavior, process, and ownership?

06 Learning How will evidence reshape priorities, investment, and the operating model?
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Govern for decisions and value
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Good governance reduces decision delay and uncertainty. It should not add reporting that cannot influence
the work.

WEEKLY

Delivery impediments

Near-term dependencies

Evidence from users and
operations

Decisions required within
seven days

MONTHLY

Value and adoption indicators

Architecture and risk choices

Capacity and supplier
constraints

Portfolio trade-offs

QUARTERLY

Strategic assumptions

Investment reallocation

Operating model changes

Benefits and risk outlook

Every forum should have clear decision rights, current evidence, and a path to communicate the consequences of each choice.
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A balanced transformation scorecard
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Track leading signals that can change decisions before waiting for end-stage benefits.

Business value Outcome movement, benefits confidence, unit economics, stakeholder impact

Adoption Usage, behavior change, process compliance, capability growth, satisfaction

Delivery Flow, predictability, dependency age, decision latency, rework

Technology Reliability, security, performance, technical debt, platform reuse

Risk Control effectiveness, unresolved exposure, concentration, incident trends

Learning Assumptions tested, experiments completed, decisions changed by evidence

Choose a small set of measures that leaders will use. A metric without a decision is only observation.



TECHNOLOGY TRANSFORMATION

Leadership workshop questions
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Use these questions to test whether a transformation is ready to move or needs a focused reset.

01

What operational outcome would make this investment
unquestionably valuable?

02

Which assumptions have the greatest power to
invalidate the plan?

03

Who owns the outcome across organizational
boundaries?

04

Which five decisions will be most expensive to reverse?

05

Where could architecture, data, security, or supplier
dependencies stall delivery?

06

What must people do differently for value to appear?

07

Which leading indicators would trigger a change in
direction?

08

What work should stop, simplify, or wait?
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A 30-60-90 day reset
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Use a short, evidence-led reset to strengthen the system around delivery without destabilizing teams
already in motion.

FIRST 30 DAYS

Restate measurable
outcomes

Map decisions and
dependencies

Assess value and adoption
measures

Identify the weakest
readiness dimensions

DAYS 31-60

Resolve priority architecture
choices

Reset governance around
decisions

Sequence dependencies and
learning

Assign benefit and adoption
ownership

DAYS 61-90

Embed the balanced
scorecard

Reallocate work and
investment

Run the first evidence review

Publish the next 90-day value
agenda

The aim is not a new presentation. It is a more credible operating rhythm linking leadership intent to everyday execution.


