Transformation Architecture
Diagnostic

Clarity Before Change




Most Transformations Fail Before
They Start

Not because of effort. Not because of talent. Organizations fail because they attempt to
implement solutions before diagnosing the system. The result is predictable:
momentum stalls, budgets erode, and teams lose confidence in leadership's direction.

Disconnected Initiatives

Programs launch in parallel with no unified logic tying them together.

Unclear Operating Model

No shared understanding of how work flows, decisions get made, or accountability
is held.

Tools are selected and deployed before the underlying business architecture is
defined.

Change Fatigue

Teams absorb wave after wave of initiatives without visible, meaningful progress.

| Technology Without Strategy



The Pattern We See Across Industries

The signals are consistent regardless of sector, size, or geography. When the underlying system isn't understood, the same dysfunctions emerge — at
every level of the organization.

What Organizations Experience
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Projects multiply, outcomes stall

Velocity of activity increases while strategic progress flatlines.

Leaders debate tools, not systems

Conversations fixate on platforms and vendors rather than
operating design.

Teams operate in silos

Functional units optimize locally while enterprise performance
suffers globally.

Governance exists but isn't enforced

Policies and frameworks sit on paper — rarely shaping actual
decisions.

Progress doesn't.

This is the defining characteristic of a transformation without
architecture — motion without direction, investment without return.

e
4 L

u‘i

- b5l IRH|

: E AL ‘ il ;
Ll L R W
e ey

n DAL

"k




The Missing Step

Between the ambition to transform and the execution of change, most organizations skip
the single most critical step. The one that determines whether everything that follows will
succeed or struggle.

(J A Structured Transformation Diagnostic

Before selecting tools. Before reorganizing teams. Before launching programs
— you must understand the operating system of the business. Without this
foundation, every subsequent decision is built on assumption rather than
architecture.

Diagnose the System

1
Understand how the business actually operates today
Define the Architecture

2
Design the operating model the organization needs
Execute with Precision

3

Launch transformation with clarity, alignment, and confidence




What the Diagnostic Evaluates

The Transformation Diagnostic is built around three core dimensions — the fundamental pillars that determine an organization's capacity to change
effectively and sustain that change over time.

Process Flow

People Process

e Leadership alignment & sponsorship e Operating model coherence e Tech stack fit for strategic intent
¢ Change readiness across functions e Decision rights & escalation paths e Integration maturity & debt

e Execution maturity & accountability e PMO maturity & portfolio discipline ¢ Digital enablement alignment

e Governance structure clarity e Operational clarity across units e Governance of technology decisions



What We Analyze During the Diagnostic

The diagnostic is a structured, evidence-based assessment — not a survey or a workshop. We examine the systems, structures, and patterns that

determine how transformation actually moves through your organization.
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Each area is evaluated against a maturity framework to surface both strengths to leverage and before transformation

programs begin.



Diagnostic Output: A Clear View of Your Transformation
Landscape

At the conclusion of the diagnostic, organizations receive a structured, executive-ready output — not a list of observations, but a transformation-ready
picture of where you are and what it will take to move forward with confidence.

Current Operating Model Key Friction Points System Misalignments

A precise view of how your organization The specific breakdowns in process, Where People, Process, and Technology are
operates today — structure, flow, and governance, and alignment that are costing pulling in different directions — and why that
decision-making patterns. you time and momentum. matters.

Transformation Risk Areas Prioritized Path Forward

The highest-risk vulnerabilities that could derail programs if left A sequenced, actionable set of recommendations aligned to your

unaddressed. transformation ambition and capacity.



The Transformation Blueprint

The diagnostic doesn't end with findings — it culminates in a Transformation Blueprint: a structured architecture document that defines exactly how your
organization will operate through and after the transformation.

What the Blueprint Defines

01

Operating System Archetype

The right model for how your organization should function at
scale

02
Governance Structure

Clear decision rights, accountability frameworks, and escalation
design

03
PMO Architecture

Portfolio management design that connects strategy to execution

04

Technology Enablement Strategy

A roadmap for technology that serves the operating model — not
the reverse

The Blueprint gives leaders a shared language, a clear destination, and a credible

path — the foundation every successful transformation requires before a single

05 program launches.

Change & Adoption Roadmap

A sequenced plan for moving people through the transformation
with clarity




Why This Matters

Without Diagnosis

Transformation becomes guesswork.
Resources are deployed on
assumptions. Programs conflict.
Teams lose trust. And when it fails, no
one can explain why — because no
one ever understood the system they

were trying to change.

With Diagnosis

Transformation becomes

Leaders align.
Investments are targeted. Risk is
visible before it becomes failure. And
the organization moves with the
confidence that comes from knowing
exactly where it stands — and exactly
where it's going.



Transformation Begins with
Clarity

The organizations that transform successfully are not the ones with the largest budgets or
the boldest ambitions. They are the ones that understood their system before they
tried to change it. That clarity is available to you — and it starts here.

Book a Transformation Diagnostic

A structured engagement designed to give your leadership team the clarity,
confidence, and architecture to transform — decisively.

Collazo & Co. Transformation Architecture
We design the systems that make transformation succeed.



