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EXECUTIVE SUMMARY

Transformation succeeds when people understand the change being asked of them. Yet in most organizations, the
work itselfis invisible, distributed across systems, teams, and unwritten norms. Process modeling makes that work
visible. It gives leaders and teams a shared picture of how value flows, where friction lives, and what must evolve
for transformation to take hold.

WHY VISUALIZING WORK CREATES FASTER ALIGNMENT

Organizations rarely struggle because they lack talent or technology. They struggle because people cannot see the
complexity they are navigating. When leaders visualize work, including current-state realities, future-state
aspirations, and the transition between them, they unlock clarity that written documentation alone cannot provide.

Visual models reveal:
e Hidden dependencies and decision points
e Cognitive load carried by specific teams
e Legacy system constraints shaping behavior
e Opportunities for automation or Al augmentation
¢ Risks that emerge only when the full picture is visible

Process modeling consistently becomes the turning point in transformation programs because it replaces
assumption with shared understanding.

A PEOPLE-CENTERED MODEL FOR CLARITY

Turner Adaptive Strategies uses a four-phase methodology: Visualize, Plan, Implement, Control. This approach
helps organizations tell the story of change clearly and consistently. Adapted from the Covey model and proven
across complex, highly regulated environments, it integrates project management, knowledge management, and
information design.

1. Visualize: Establish the Shared Picture

Before teams can align, they must see the same reality.
e Capture the current state in explicit detail, including pain points and hidden work
e Introduce the future state early to build momentum
¢ Define common terms, systems, and roles to reduce ambiguity

Visualizing the before and after at project initiation helps stakeholders imagine the future and
understand the path to get there.




2. Plan: Translate Understanding Into Action
Once the picture is clear, teams can plan with precision.

¢ Identify information sources, SMEs, decision-makers, and dependencies
o Use layered models to tailor communication for executives, working teams, and auditors
¢ Map data movement, decision logic, and risk concentration

Layered modeling ensures each audience sees the information that matters most to them.

3. Implement: Prepare People for New Ways of Working
Change becomes real when people begin working differently.

e Use models to train testers, end users, and cross-functional partners
e Highlight what is changing and what is not to reduce resistance
e Refresh documentation, protocols, and runbooks to match the new reality

Visual models help teams understand not just the what of change, but the why.

4. Control: Sustain the Change and Demonstrate Value
Transformation is only successful when it endures.

o Use the model as the single source of truth for audit, compliance, and support teams
e Layeronrisks, controls, and system interactions to support long-term governance
e Capture metrics and outcomes to tell the success story

A well-maintained model becomes an operational asset rather than a project artifact.

WHY THIS MATTERS FOR EXECUTIVES

Executives consistently report that process modeling is the first time they have been able to clearly see:
e Where bottlenecks actually occur
¢ Which teams carry invisible cognitive load
¢ Where automation or Al can safely accelerate work
¢ How legacy systems quietly shape behavior
¢ Why change feels harder than the project plan suggests

In one transformation initiative, a legacy system scheduled for retirement was unexpectedly extended. Because the
team had a comprehensive model, they were able to rapidly reorient, re-engage stakeholders, and avoid costly
misalignment. Visual clarity made resilience possible.




WHAT LEADERS GAIN WHEN THEY VISUALIZE CHANGE

Process modeling delivers tangible benefits across the transformation lifecycle:

Most importantly, visualization makes change human. It gives people a way to understand, question, and ultimately

Faster and more confident decision-making

Higher voluntary engagement from teams

Clearer communication across technical and non-technical groups
Reduced risk during audits and regulatory reviews

A reusable asset for future transformation phases

embrace new ways of working.

CONCLUSION: CLARITY IS ASTRATEGIC ADVANTAGE

In environments defined by complexity, organizations that can visualize their work move faster, adapt more
confidently, and deliver more consistent outcomes. Process modeling is not merely documentation. Itis a strategic
capability that strengthens alignment, reduces risk, and empowers people to do their best work.

Turner Adaptive Strategies helps leaders build this capability with intention, clarity, and a people-centered

approach. When work becomes visible, change becomes possible.




