Envisioning Your Future
Translating the Vision
into Business Reality

OUR STRATEGIC COMPETENCY
We Guide Your Teams at Each Stage of the Transformation

Outcomes

ENVISION

•

A deep understanding of
what your customers value

•

Where you can improve in
meeting their needs

•

Vision of the future state

ENGAGE

ENERGIZE

ENABLE

•

The vision is translated to
operational and
organizational changes

•

The organization is
motivated and mobilized to
adopt the changes

•

The changes are ingrained
into the organization’s
culture for sustainability

•

Alignment across key
stakeholders on the plan
moving forward

•

Related processes and
systems are changed

•

•

The plan is validated and
refined to ensure long-term
sustainability

Customer experience
management is an ongoing
thing rather than a periodic
intervention
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KEY QUESTIONS TO ADDRESS DURING TRANSFORMATION
Endeavor e4 Process for managing
transformational change

Enable long-term sustainment
•
•
•
•

ENABLE

Does leadership enable your long-term strategy for creating a people advantage?
Are you reinforcing the desired behaviors?
How will success be communicated, and best practices shared?
How will the culture be continuously measured and improved?

Remove barriers and empower employees to be a part of the solution

ENERGIZE

•
•
•
•

Has complexity been removed to reduce waste and initiative fatigue?
Do you have a short-term improvement action plan?
Do you have leadership training?
Are you emphasizing skills and traits that build on the desired behaviors?

Translate the vision for all members of the organization

ENGAGE

•
•
•
•

Is senior leadership actively exemplifying the desired culture?
Has the importance been communicated to every level of the organization?
Has the vision been translated down to each level and role?
Is middle management and frontline leadership engaged?

Create a clear vision to align leadership

ENVISION

•
•
•
•

Is the future culture sufficiently defined?
Is leadership aligned on the role of culture in enabling high performance?
Is leadership aware of how/where the current and desired cultures differ?
Has the culture been linked to the company’s values?
www.endeavormgmt.com
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WORK PLAN

We will work together to build a sustainable, transformative and effective implementation process

Envision
A clear vision of the
future state
Clearly define the desired end state
•

•
•

Envisioning workshops with senior
leadership
Be CLEAR (Culture, Leadership &
Employee Alignment Requirements)
Blueprint for future

Compelling Business Case
•

•
•

Success workshops (outcomes and
benefits)
Progress and results metrics
Financial and resourcing plan

Governance Strategy & Plan
•
•

Run-the-business / Change-thebusiness priorities
Risk management strategy

Engage
The vision is translated into
operational changes
Enable leadership to lead the
transformation
•
•
•

Change executive & champions
trained in change leadership
Leadership alignment workshops
with blueprint for the future
Change leadership coaching

Agile Action Workshops
•

•
•

Expected behaviors workshop with
front-line (emotional)
Process mapping workshops with
front-line (functional)
Implement a cultural
champions network (attitudes,
beliefs, behaviors)

Energize
The organization is motivated and
mobilized to adopt the new design
Communicate the vision to
internal stakeholders
•
•
•

Build internal communications strategy
and plan
Implement transformation
progress dashboard (XLS)
Build a communications
feedback network

Recognize and Reward
•
•

Showcase positive movements or
changes
Showcase model behaviors

Monitor and Measure Customer
Perceptions )
•

•

Pilot / Implement key elements of the
ideal experience
Conduct facilitated observations

Enable
The infrastructure is in place
to sustain the new strategy
Long-term Implementation Plan
•
•
•

Identify additional departments
Define the organizational process
to implementing changes (competency transfer)
Define leadership messaging & performance
management process

Experience Sustainability Plan
•

•

Define new employee/ team on-boarding
process
Define re-enforcement / refresh activities

Knowledge Transfer
•
•
•

Rapid cycle through this process
Adaptations for their specific needs
Sync up the tracking with pilot

Long-term Sustainability Measurement
•

Establish experience monitoring and feedback
“dashboard”

www.endeavormgmt.com
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STRUCTURE TO SUCCEED

www.endeavormgmt.com
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KEY TOOLS
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VISION DEVELOPMENT
Activities:

Vision Development
Change
History
Assessment

Deliverables:

Strategy
Objectives
Assessment

Vision
Strategy
Link

Desired
State
Document

Vision document that:

Has visibly integrated learning from past change projects
Defines technical and people objectives as well as critical success factors
Demonstrates alignment of the project with the corporate vision
Clearly describes the desired state

www.endeavormgmt.com

7

VISION MAP
Sample Deliverable 1
Who do we want out CUSTOMERS to
be?
“Is our target market changing shape?”
Who will our OTHER STAKEHOLDERS
be?

What PRODUCTS/SERVICES do we want to
sell or offer?

“How powerful and compatible will our other
stakeholders be?”

“How different will our products and services be from
our competitors?”

Where do we want to stand in relation
to our COMPETITORS?

What level of FINANCIAL VIABILITY/
GROWTH do we wish to achieve?

“What will be our competitive strategy?”

“What kind of returns are acceptable?”

How de we want to ORGANIZE the
breakdown of our activities?

How do we want to behave towards our
STAFF?

“How will we coordinate and control what we do?”

“What will be important to us as an organization?”

What SKILLS & TECHNOLOGIES will we
need?

How do we want to be perceived by our
CUSTOMERS?

“What level of flexibility do we want?”

“What public responsibilities do we want?”

WHERE do we want to sell?
“How important will a geographic focus be?”

www.endeavormgmt.com
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SOME KEY DOMAIN QUESTIONS
Sample Deliverable 1
Stakeholders
Customers

Who are our end
customers?
Who are our
customers customers?
What importance is
our product to our
customers?
What is the level of
supply and demand
from our target
market?
Who would we like our
target customers to
be?
How well do we know our
customer’s business/needs?
Is our target market changing
shape?

Which internal parties have a vested
interest in the organization?
Which external parties have a vested interest in the
Is our goal to survive?
organization?
What does surviving mean to us?
How strong are those interests?
What level of financial viability
What formal or informal power do these parties
do we wish to achieve?
hold to secure their interests?
Do we wish to grow?
Where on the chain do
In what areas do
these vested interests
Products/Services
we wish to
exist, e.g., suppliers ,
grow?
customers?
What are our principal products/services?
How fast
What strategic importance are they to us?
do we wish
Competitors
What differentiates our products from
to grow?
those of our competitors?
Who are our competitors?
What physical products do we sell?
What are the
strengths/weaknesses of those
What are really selling e.g., the hole
competitors?
not the drill, the feeling good not the
lipstick?
What actions/reactions are those
competitors likely to have?
Which competitors will be
strongest in the future and why?
Goal for Financial
Viability/Growth

www.endeavormgmt.com
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STRATEGY LINK
This activity ties the project
plan to the greater corporate
strategy and corporate vision.
Business purpose of the
organization: long-term goals
Corporate
Vision

An approach that will be
followed to realize the vision:
how and where to compete

Strategy

Project
I

Project
II

Project Project
III
IV

Project
V

Individual projects with visions
that are linked to the
corporate vision,
operationalize the strategy
and as a result are
interconnected

www.endeavormgmt.com
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TARGET OPERATING MODEL
FOM
Marketing

2013
Marketing

2012
Marketing

2011
Marketing

COM

F ront Office

Marketing

Planning

Front Office

Mid Office

Mid Office

Back Office

Back Office

Trading

Moving and
Tracking

Settling

Controlling
Trading

Controlling the
Business

Managing the
Business

Front Office

Planning

Trading

Moving and
Tracking

Settling

Controlling
Trading

Controlling the
Business

Managing the
Business

Mid Office
Front Office
Planning

Moving and
Tracking

Trading

Settling

Controlling
Trading

Controlling the
Business

Managing the
Business

Back Office
Front Office

Planning

Mid Office
Trading

Mid Office
Trading

Planning

Moving and
Tracking

Back Office

Moving and
T racking

Settling

Controlling
Trading

Controlling the
Business

Managing the
Business

Back Office
Settling

Controlling
Trading

Controlling the
Business

Managing the
Business

The Business must be prepared
for each step on the way to the
Future Operating Model
COM = Current Operating Model
FOM = Future Operating Model
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MAKING THE RIGHT DECISIONS
Integrate Strategy & Implementation
Inputs:
• Strategic
Question
• Stakeholder
Interviews

Framing

Alternatives

Analysis

Agreement

Framing:
Alternatives:
Analysis:
Agreement:
• Agree on
• Develop alternative
• Compare alternatives • Construct hybrid
o Definition
strategies to study
• Develop learning and
strategy using
o Scope
• Articulate rationale
insights
learnings
o Objectives
for each alternative
• Study sources of
• Plan communications
o Decision
value and risk
(value story)
Hierarchy
• Plan implementation
o Bounds
• Commit resources
o Criteria for
decision
• Understand
o Key decisions
o Risks
o Issues
• Influence Diagram
• Involve implementers in strategic decision
• Include different
• Use analysis to focus brainstorming on key issues
perspectives
o Mitigate risk
o Realize upside value
• Evaluate trade-offs between added resources and value
• Use approach on major implementation decisions

Implementation
Implementation:
• Implementation
planning
• Project management
• Communications
• Training
• Change management
• Process redesign
• Org capability
• Business readiness
• Metrics

Analysis for Implementation Planning

www.endeavormgmt.com
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MANAGING ORGANIZATION CHANGE
+
With Change Leadership
Without Change Leadership

Organizational
Performance

(current level)
Time

Go-live

Minimize performance dip
due to the implementation

•

Speed benefit realization

Maximize business benefits
(return on investment)
due to improved processes

• Achieving timely business outcomes and financial returns by strong leadership alignment, recognizing and managing resistance to change.
• Minimizing dip in employee productivity to achieve existing revenue targets by improving employee morale and capabilities through involvement,
communication and education.
• Increase overall organizational performance
• Increase employee productivity by aligning incentives with desired outcomes and developing buy-in

•
•

Reduce productivity losses
Lower total project costs
➢
➢

Improving decision making and generating an understanding of the overall project value across organizational boundaries
Dramatically increasing commitment and involvement of the organization

www.endeavormgmt.com
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CHANGE MANAGEMENT PHASES
Position

Diagnose

Redesign

Transition

•Establish Urgency and Gain Commitment
•Develop Project Framework
•Develop Change Management Strategy

•Assess Organizational Impact
•Evaluate Training Needs
•Develop Performance Targets
•Develop Change Management Plan

•Identify Key Improvement Areas
•Develop Vision of New Process
•Align Communication and Training to Achieve Performance Targets

•Execute Transition Change Management Program
•Implement Sustainability Program

www.endeavormgmt.com
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SUMMARY OUTCOMES BY PHASE
POSITION
Identify stakeholder
groups
Assess site readiness
for change

Assess leadership
commitment to
project
Build capacity of
team members to
participate in
effective teams
Develop high level
understanding of
business changes
Develop change
leadership strategy

DIAGNOSE

REDESIGN

TEST

TRANSITION
Continually monitor
stakeholders to
assess readiness
and respond to
problems

Gain increased
understanding
about business
changes

Monitor leader
execution of
activities

Implement process
and job changes
through HR and
other depts

Engage leaders in
project activities

Launch site teams
and assess
readiness of site for
deployment

Facilitate
implementing new
org structure

Clarify roles and
responsibilities for
implementation

Increased
communication
about go live
preparedness

Assess required
level of business
unit involvement in
implementation
Develop
understanding of
employee roles
within new
environment

Increase visibility
and understanding
of project

Assist in launching
deployment
activities
Continue to provide
project visibility
across all levels

Monitoring of site
team activities
against deployment
plan
Continued
engagement with
key leaders

Support site
networks through
‘go live’
Conduct ‘lessons
learned’ activities to
assess change
leadership and
implementation
improvements

Provide information
and support on
process change
information
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BULLETPROOF COMMUNICATIONS
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COMMUNICATIONS PLANNING

Power Bases

Action

Results

Expertise

Persuasion

Admiration

Ask

+++
++

Reward

Promise

+

Legal Position Order
Coercion

Threat

-www.endeavormgmt.com
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ABOUT ENDEAVOR MANAGEMENT
Endeavor Management is a management consulting firm that leads clients to achieve
real value from their strategic transformational initiatives. We serve as a catalyst by
providing the energy to maintain the dual perspective of running the business while
changing the business through the application of key leadership principles and business
strategy.
In 2012, Gelb Consulting became an Endeavor Management Company. Our combined
experience (Gelb founded in 1965) offers clients unique capabilities to focus their
strategic initiatives with a thorough understanding of customer needs to drive
marketing strategies, build trusted brands, deliver exceptional customer experiences
and launch new products. Our experienced consultants and analysts use advanced
marketing research techniques to identify customer needs and spot high potential
market opportunities.
The firm’s 50+ year heritage has produced a substantial portfolio of proven
methodologies, enabling Endeavor consultants to deliver top-tier transformational
strategies, operational excellence, organizational change management, leadership
development and decision support. Endeavor’s deep operational insight and broad
industry experience enables our team to quickly understand the dynamics of client
companies and markets.
Endeavor strives to collaborate effectively at all levels of the client organization to
deliver targeted outcomes and achieve real results. Our collaborative approach also
enables clients to build capabilities within their own organizations to sustain enduring
relationships.
www.endeavormgmt.com

18

THANK YOU
We look forward to working with you

Contact
www.endeavormgmt.com

800-846-4051

950 Echo Lane, Suite 200, Houston, TX 77024

info@endeavormgmt.com

@EndeavorMgmt

www.linkedin.com/endeavormgmt

