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Building an effective execution engine through a simple 
structure, steady cadence, and high level of transparency

Unlocking the Full Potential 
of Your Transformation
 

Deep dive: Drive Progress

Watch the 

recording here

https://video.implementconsultinggroup.com/unlock-the-full-potential-of-your-8
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Alexander Strange

Implement Consulting Group

Senior Partner & Practice Lead

Please feel free to contact me at:

• ast@implement.dk

• +45 3085 8011

Casper Hansen

Implement Consulting Group

Engagement Manager

Please feel free to contact me at:

• caha@implement.dk

• +45 2346 7737
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Introduction: Unlock the full potential 

of your transformation programme

Agenda

Drive progress

• Establish governance

• Execute wit rhythm, control, and support

• Deliver project with impact

Q&A Session
Q&A
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Our best-practise framework 
for driving transformation 
programmes
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Source:

HBR (2021), The Secret Behind Successful Corporate Transformations (Copperfield Advisory, Insider, and Revolution Insights Group)

… But only 22% of those transformations are 

successful both financially and in reputation1

Are you unlocking the full potential of your transformation 
programme? We know most do not.

22%

At any given time, 1 in 3 large organisations have a 

transformation programme underway…
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Aggregated scales

Broader and more dynamic 

stakeholder landscape

Multiple interdependent initiatives

In our experience, succeeding with large-scale transformations is 
all about reducing complexity and increasing transparency

Clarifying the strategic intent 

Simplifying the delivery setup 

Streamlining execution approach

Engaging stakeholder 

communication and involvement

Designing for change readiness 

Complexity
and uncertainty

Transparency and 
predictability

Compared to regular projects, large-scale transformations involve even 

greater levels of complexity and uncertainty as they are characterized by

Your chance for success is closely linked with your ability to implement 

localised practices that increases transparency and predictability
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Programmes 
A group of related projects managed in a coordinated manner to obtain 

benefits not available from managing them individually

Engagement
• Faster adoption of new solutions
• Better stakeholder alignment and satisfaction
• Strong ownership and high motivation 

Progress
• Efficient execution and decision-making
• Accelerated learning and agility
• Improved coordination and collaboration

Impact
• Reduced time to impact
• Less re-work and scope changes
• Higher quality and lower risk

Structuring your large-scale transformation as a programme will 
help you to increase the transparency

By implementing a transformation mindset and robust programme structure 

from the outset, you will experience improvements on three dimensions



Framework colour: Engage to Change

Framework colour: Build for High-impact

For dividers and grading etc.

Framework colour: Drive Progress 

–For dark text For light text

For gray background 25 years of experience in driving 
transformation programmes has taught us 
that success occurs when the tree equal 
important key dimensions Impact, Progress, 
and Change work together as an ecosystem 

Build
for high impact

E
n

g
ag

e
to

change

Dire
ct

in
g

th
e

ex
ec

u
tio

n

Driv
e

p
ro

g
re

ssT
ra

n
s
fo

rm
ing

th
e

o
rg

a
n
isation

Steering the

transformation



Framework colour: Engage to Change

Framework colour: Build for High-impact

For dividers and grading etc.

Framework colour: Drive Progress 

–For dark text For light text

For gray background

Engage through change communication, stakeholder- and change mgmt.

• Foster a culture that enables people to be their best with clear leadership support.

• Engage stakeholders through clear communication and organisational change management.

• Build and sustain organisational capabilities needed to realise benefits.

Build high-impact aspirations, benefits, scope, and delivery organisation

• craft a compelling vision with clear objects and goals for decision-making as well as the programme 
strategy and target operating model

• Carefully design the scope, benefits, and plan towards the desired end-state

• Design the organisation in a way that fosters collaboration and drives effective delivery through capability-
based staffing and empowerment

Drive progress through structure, flow, and transparency

• Establish efficient transformation management support and robust governance structures that base 
decisions on accurate information and clear reporting flows.

• Ensure an efficient programme flow with an effective control set-up that supports projects in delivering on 
time, within budget, and to the desired quality.

• Apply a unified project management approach with the necessary processes, tools, and systems in place to 
execute effectively.

Organise for
effective delivery

Create the vision
and aspiration

Define benefits,
scope and plan

Establish 
governance

Deliver projects 
with impact

Build 
capabilities to 
sustain change

Prepare for and 
communicate change

Help leaders
drive change

Execute with 
rhythm, control 

and support
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Our best-practise framework for driving successful programmes is 
built on the three key disciplines of impact, progress, and change
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Deliver projects 
with impact

H
ig

h-
le

ve
l

ta
rg

et
p
ic

tu
re

P
ro

gr
amme

im
pact

Programme

scope
Transformationstrategy

Program

m
e

organisation

S
takeholder

m
anagem

ent

G
o
v
e
rn

a
n
c
e

s
tru

c
tu

re

T
M

O

S
tr
u
ct

u
re

,
rh

yt
h
m

a
n
d

flo
w

Pro
je

ct
co

nt
ro

ls

Project

Management

Project

reportin
g

Build capabilities 
to sustain change
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The complete TPM framework involved more than 20 concrete methods 

and that will help improve the effectiveness and efficiency of your 

programme. Each method is thoroughly described in guidelines 

accompanied by tested tools and templates.

Methods, Tools, & Templates
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2,4

2,1

A mobilisation of the involved employees kick-

starting the change journey early

A 360° view of your transformation capabilities 

and opportunities for improvement

A baseline for tracking improvements over time

A common frame of reference and language for 

transformation management

An in-depth understanding of how the 

programme is perceived across the organisation

The TPM X-ray provide a baseline and strategic roadmap towards 
the full potential of your transformation

3,5

4,0 

3,0

Build for high impact

Drive progress

Engage to change

1 2 3 4 5

Limited Leading

Create vision and aspiration

Define benefits, scope and plan

Organise for effective delivery

Establish governance

Execute with rhythm and control

Deliver projects with impact

Prepare for and communicate change

Help leaders drive change

Build capabilities to sustain change

Baseline Ambition

1,9

It provides you with
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Deep dive:
Drive Progress

Establish 
governance

Deliver projects 
with impact
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Execute with 
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Even in transformations where there is a 
clear vision and scope, a capable team, 
and a solid plan …

… reality is that ~37% of value 
is lost during execution…

-37%

… which both greater costs and longer 
duration than we expect.

On budget

47,9%

On budget and time

8,5%

All transformations

100%

Executing transformation is no easy task
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STRATEGIC

OPERATIONAL

Project ManagerProject Manager Project Manager

Project SteerCo.Project SteerCo. Project SteerCo.

Work Streams Work Streams

TACTICAL

Transformation 
Manager

Transformation 
Management Office

Owns vision, value, and risk appetite, decides on scope and funding, makes the major prioritisation 

choices, and resolves escalations that cannot be closed below.

Integrates plans across projects, sets priorities and sequence, manages cross stream 

dependencies, and prepares decisions for the SteerCo.

Delivers the outcomes, manages local risks and changes within guardrails, 

and escalates when thresholds or cross stream impacts are reached.

Build forums that decide, not just report
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Governance cadence and performance management

Ensures disciplined flow of information across all levels, conducts monthly performance reviews and supports gate reviews

Forward-Looking insights and decision enablement

Provides forward-looking reporting with KPIs and benefit forecasts, prepares clear decision options and impacts, and maintains 

a transformation-wide decision and change log

Integrated reporting and shared standards

Aggregates project data across scope, cost, risk, schedule etc., defines consistent decision thresholds, and RAGs, and 

maintains a single source of truth

Transformation office that turns governance into execution
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Quarterly: Transformation wave, gates, and project readiness checks

Monthly: Programme performance and business case review

Weekly: Cross project integration, key risks, dependencies, actions

A fixed cadence which creates predictability and flow
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Shared way of measuring and steering performance at all levels

Forward looking view on benefits, cost, risks, dependencies, and capacity

Single source of truth with common definitions, and clear data ownership

Integrated data and tooling, so information flows from projects to programme 

to transformation with limited manual effort

Strategic
Transformation

Tactical
Programme

Operational
Projects and workstreams

A fixed cadence which creates predictability and flow
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• One concise status per project, aligned with the programme 

cadence.

• Each project status shows current position, recent trend, and 

next steps to stay or get back on track.

• Same structure and deviation criteria for every project, so 

updates can be compared and aggregated to programme level.

• Needed decisions are prepared with clear options, impacts, 

and a recommendation.

Benefits Milestones RAIDCost

Dependencies Changes Stakeholders

Programme status

Project status

Reporting that turns project data into programme decisions
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Project practices

Working visually Ownership of impactFixed cadenceCo-location Early involvementHigh allocation

Project management that delivers impact in every wave

Streamlined methods

All transformation projects must follow a 

streamlined project model.

Ownership and roles

Clear, well-defined roles and responsibilities 

with strong accountability.

Adoption and change

Adoption and change are built into 

delivery, not as an afterthought.
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Transformation SteerCo
• Executive Sponsor

• Business Owner

• Tech Owner

• Benefit Owner

Transformation 

Management Office

W
o
rk

 s
te

a
m

W
o
rk

 s
te

a
m

W
o
rk

 s
te

a
m

Project Manager

Project

SteerCo

W
o
rk

 s
te

a
m

W
o
rk

 s
te

a
m

W
o
rk

 s
te

a
m

Project Manager

Project

SteerCo

W
o
rk

 s
te

a
m

W
o
rk

 s
te

a
m

W
o
rk

 s
te

a
m

Project Manager

Project

SteerCo

Transformation Manager

Simple structure, high transparency, and steady cadence
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Upcoming events

Press here to 
sign up now!

Deep Dive: Engage to Change

February 11th, 2026 – from 8:30 to 9:15 AM

Deep Dive: Programme establishment

April 15th, 2026 – from 8:30 to 9:15 AM

https://implementconsultinggroup.com/events/unlock-the-full-potential-of-your-transformation-deep-dive-build-for-high-impact
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Get in contact with us:

Alexander Strange

Casper Hansen

ast@implement.dk

caha@implement.dk

+45 30 85 80 11

+45 23 46 77 37

Implement Consulting Group

Transformation Programme 
Management 

mailto:ast@implement.dk
mailto:caha@implement.dk
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You are invited.
Implement Consulting Group

24


