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A LETTER TO
EXECUTIVE LEADERS

Dear Executive Lead

The world is changing faster than most
organizations can adapt. Markets shift,
customer expectations evolve, technologies
converge, and competitive pressure
intensifies. In this environment, transformation
is no longer optional—it is a leadership
imperative.

Yet, too many transformations fail to deliver
sustainable value, The reasens are rarely about
strategy or technology. They are about
leadership, clarity of decision, discipline in
execution, and the ability to adapt.

Transformation is not a project. It is not a
programme. It is an enterprise management
responsibility. It requires the same rigour with
which you run your business—through clear
intent, decisive choices, strong governance,
relentless execution, and continuous

adaptation.

Technology is an enabler, not a differenttator
by itself. People, process, data and technology
must be aligned to the strategy and guided

by leadership. When leadership establishes
the conditions, transformation accelerates and
becomes self-sustaini

The Executive Operating System™ in this
publication is a practical system to help
executive teams govern transformation
as a business discipline—creating clarity,

alignment, accountability and measurable
value at every step.

It integrates seven essential capabilities—
LEAD, DIRECT, GOVERN, EXECUTE,
ENABLE, MEASURE and EVOLVE—

into one continuous management cycle
that converts strategic intent into enduring
business value.

Use it to strengthen executive decision-
making. Use it to improve portfolio
discipline. Use it to elevate performance
and accelerate outcomes.

Most importantly, use it to lead

transformation the way your enterprise
deserves to be led.

With clarity of purpose and discipline
in execution, transformation becomes

your greatest source of advantage.

Sincerely,

\DRA KUMAR LB

Enterprise Transformation Executive

Transformation
is not a project.
It is an enterprise

management
responsibility.

Leadership
establishes
the conditions

Technolo,
enables the
transformatio

Transformation succeeds when executive leadership applies the same discipline

EXECUTIVE
THESIS

to change that it applies to running the business: clear intent, decisive choices,

strong governance, disciplined execution and continuous adaptation.

EXECUTIVE OPERATING SYSTEM™

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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WHY TRANSFORMATION
NEEDS AN OPERATING SYSTEM

FROM DISCONNECTION AND WASTE TO ALIGNMENT AND VALUE

Transformation is not a technology problem. It is a leadership and management problem.

An Executive Operating System turns intent into action and action into sustainable business value.

TRANSFORMATION WITHOUT
AN OPERATING SYSTEM

DISCONNECTED. REACTIVE. WASTEFUL.

COMPETING PRIORITIES
Too many initiatives.
Unclear focus.

FRAGMENTED ACCOUNTABILITY
Everyone involved,

no one accountable

INVESTMENT WITHOUT VALUE
Resources committed.
Qutcomes not re

TECHNOLOGY-LED DECISIONS
Technology dictates
direction, not strategy.

SLOW ESCALATION
Issues rise too late.
Momentum is lost.

DELAYED INTERVENTION
Course correction
comes too late.

Value is compromised.

ACTIVITY WITHOUT CONTROL

High effort. Low impact. Unsustainable.

ive Operating System
connects strategy to execution
through disciplined leadership,
decision rights and evidence.

EXECUTIVE
INTENT
|
CLEAR
DECISIONS

GOVERNANCE
& CONTROL
|
PORTFOLIO
EXECUTION
|
VALUE
REALISATION
|
CONTINUOUS
ADAPTATION

THE KEY INSIGHT

TRANSFORMATION WITH
AN OPERATING SYSTEM

ALIGNED. DISCIPLINED. EFFECTIVE.

STRATEGIC ALIGNMENT
Shared intent

Focused priorities.

Defined decision rights.
Fast, confident choices

PORTFOLIO DISCIPLINE
Invest in what matters.

Stop what doesn't.

EXECUTIVE ACCOUNTABILITY
Ownership is clear.

Accountability drives results.

EVIDENCE-BASED INTERVENTION

Real-time insights.
Timely course correction

CONTINUOUS ADAPTATION
Learn, adapt and rebalance
to sustain value.

VALUE WITH CONTROL

Right actions. Measurable outcomes. Lasting value.

Transformation fails when leaders treat it as a collection of projects.

It succeeds when leaders govern it as an enterprise management system.

< EXECUTIVE OPERATING SYSTEM™ ¢

A MANAGEMENT SYSTEM FOR

GOVERNING ENTERPRISE TRANSFORMATION
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WHAT IS THE
EXECUTIVE OPERATING SYSTEM?

THE MANAGEMENT SYSTEM THAT TURNS INTENT INTO VALUE

'|
01 ENTERPRISE TRANSFORMATION™

Enterprise ambition

0 ENTERPRISE TRANSFORMATION EOS
- FRAMEWORK™ ,
WHAT MUST BE ALIGNED cony erts

) " transformation
architecture

| 03  EXECUTIVE OPERATING SYSTEM™
HOW LEADERS RUN TRANSFORMATION into
e — executive
management

TRANSFORMATION PORTFOLIO discipline.
WHAT GETS EXECUTED

BUSINESS OUTCOMES

WHAT VALUE IS CREATED

ETF defines what must be aligned.
EOS ensures leaders run transformation with discipline, evidence and impact.

o EXECUTIVE OPERATING SYSTEM™ «

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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THE SEVEN
EXECUTIVE CAPABILITIES

SEVEN CAPABILITIES. ONE INTEGRATED MANAGEMENT SYSTEM.

An Executive Operating System brings discipline, clarity and control to every stage
of the transformation journey—turning intent into measurable, enduring value.

05

ENABLE

cutive Strategic ision Portfolio

g 5 Adaptation
Intent Choice Control Delivery eE

Define the purpose, Trans|ate intent Establish decision Orchaestrate the Build and strengthen Establish the right Learn continucusly
set the ambi into strategic rights, policies portfolio to the capabill m es and and adapt to
and establish choices and and controls deliver outcomes processes and ence to track changing
the strategic i 5. that safeguard at scale, operating model progress and conditions.
direction. value. that make outcomes.

transformation

- . sustainable. 5 2

Create clarity Make trade-offs, sure integrity, Drive execution & Institutionalize
! 4 ! Make perform. )
of i t that allocate resourc compliance and excelience with ights and
- visible and link
aligns and and focus on what transparency in focus, cadence Bamoval Barriat evolve strategy,
. n ¥ actions to

inspires the drives the greatest every decision. and coordinated empower people capabili and
i i i LA business value. ;
enterprise. impact action. andl embed chiange: execution.

o EXECUTIVE OPERATING SYSTEM™ o
A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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THE EXECUTIVE
TRANSFORMATION
CONTROL LOOP

A CONTINUQUS MANAGEMENT SYSTEM THAT TURNS INTENT INTO
MEASURABLE VALUE AND ADAPTS FOR WHAT'S NEXT.

PAGE 06

STR

01
LEAD

Executive
Intent

07
EVOLVE

Adaptation

DIRECT

Strategic

Choice

SUSTAINABLE
BUSINESS
VALUE

06

MEASURE GOVERN

Value
Evidence

Decision
Control

ENABLE CUTE

Portfolio
Delivery

Enterprise
Capability

Intent becomes cho Choice becomes execution. Evidence drives adaptation.

o EXECUTIVE OPERATING SYSTEM™ <

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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LEAD

EXECUTIVE INTENT

Leadership begins with clear intent.

Intent shapes choices. Choices shape outcomes.

EXECUTIVE INTENT EXECUTIVE ROUTINES

0 1 TR OR ANNU
AMBITION TRANSFORMATION AMBITION
Define and agree th bition
for the year ah

SET INSPIRE
DIRECTION COMMITMENT

LEADERSHIP ALIGNMENT
Align the leadership team

0 1 AR on priorities and intent.

Articulate the why, the wha

LEAD"

and the how.
Create a compelling case for
change

QUARTERLY
NARRATIVE REVIEW

Test and refine the narrativ

EXECUTIVE
INTENT

ALIGN DRIVE

EASEnEhIP S Build shared understanding

and commitment. —— _

hiptedm, WHAT MATTERS?

Where will we focus
our time and resources?

WHAT CHANGES?
What will we start, stop
or continue?

LEADERS SET THE INTENT THAT Translate ambition into priorities.

EVERYTHING ELSE ALIGNS TO. Define intent statements that
guide decisions and actions. WHAT STOPS?

What will we stop d
to unlock performai

TRANSFORMATION MANDATE

A clear mandate that defines the ambition, aligns leadership,
and sets the direction for disciplined execution.

¢ EXECUTIVE OPERATING SYSTEM™ »

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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DIRECT

STRATEGIC CHOICE

Great transformation is directed,
not accidental. Cho eate focus.
Focus creates impact.

01 STRATEGIC PRIORITIES DECISION CRITERIA

Select the few priorities that matter most.
Clarify the outcomes that define success. STRATEGIC ALIGNMENT

I Advances the enterprise

(02 INVESTMENT CHOICES

Choose where to invest and where not to.

strategy and priorities.

BUSINESS VALUE

5 F Delivers measurable
Allocate for maximum strategic impact.
outcomes and impact.

RISK
03 TRANSFORMATION PORTFOLIO R oA

exposure and
Build a balanced portfolio of initiatives P

4 5 mitigation.
that deliver the strategic intent. L

v CAPACITY
04 EXECUTIVE ACTIONS Assess.e.s crgamz.ationai
ability to deliver

STOP START ACCELERATE REDIRECT and.sain,

End or pause Initiate new Increase pace Reposition effort

i e 3 INVESTMENT

initiatives that initiatives that and scale on to improve outcomes
no longer unlock strategic high-impact and adapt to Optimizes return on

create value. opportunity. initiatives change. investment and

resource use.

TRANSFORMATION PORTFOLIO

A curated portfolio aligned to strategy, resourced for impact,
and ready for disciplined execution.

< EXECUTIVE OPERATING SYSTEM™

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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GOVERN

DECISION CONTROL

Effective governance establishes clar
controls risk, and accelerates confident de

EXECUTIVE DECISION ARCHITECTURE

1. BOARD / EXECUTIVE
STRATEGIC > ) :

DIRECTION Set direction. Define ambition. Approve strategy.

DECIDE

Oversee value, ri

and performa

2 2. TRANSFORMATION GOVERNANCE
DECISION . S

Make the right
at the right level
clear authority.

AUTHORITY Make decisions. Allocate resources. Manage risk.

Prioritize and fund

TACTICAL

MANAGEMENT Optimize portfolios. Direct programmes. Deliver outcomes.

Balance capacity Track performance Manage dep:
and demand and value and
thresholds
are breached.

EXECUTION Execute with discipline. Deliver with quality.

Deliver outputs Manage tasks and Report progress that deci

and outcomes resources v
implementes

outcom e achieved.

- DECISION FLOW ----% ESCALATION PATH -<> ASSURANCE FEEDBACK

GOVERNANCE SHOULD ELERATE DECISIONS,
NOT CREATE BUREAUCRACY.

¢ EXECUTIVE ©@PERATING SYSTEM™ o
A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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WHAT WE
MANAGE

WHY IT
MATTERS

WHAT WE
Do

WHAT CONNECTS :-
THE WORK

WHAT WE
DELIVER

WHAT WE
ACHIEVE

WHAT IT
CREATES

EXECUTE

PORTFOLIO DELIVERY

ecution converts strategy into outcomes.

_oordination. Accountability. Results.

ATEGIC PRIORITY
High-impact priorities aligned to
enterprise strategy

matters most.

DELIVERY HEALTH

NITIATIV

Targeted initiatives designed to
deliver prioritized out

Is delivery on track,

behind or at r

outcomes and owner.

DEPENDENCIES

al dependencies

DEPENDENCY

identified

RISK
DELIVERY What risks could impact
ecute with di
teams and

delivery or outcome:

CAPACITY

to deliver?
VALUE

Sustainable value delivered O EOme: BENEFITS

to the business. P oo Are we realizing the
expected benefits

what

DELIVERY MOMENTUM

Sustained progress, managed risk, realized benefits,

and growing enterprise value.

EXECUTIVE OPERATING SYSTEM®

&

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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ENABLE

ENTERPRISE CAPABILITY

Strong capability makes transformation poss
Aligned capability makes it sustainable.

ENTERPRISE CAPABILITY PILLARS

0 o ®

- OPERATING "HNOLOGY
PEOP MODEL DATA & Al GE

Right talent, Aligned structure, Trusted data, Modern platforms Adoption,
insight and and intelligent communication
intelligence automation

working. at scale, at scale. engagement.

Structure Data Strategy Technology

Change Strate
Architacture 7 2l

Wopklaros Rroces Pt Susly L Communication
Capability Platforms
Governance Analytics &
Culture & Insights Intelligent
Engagement Automation
Ways of Working

Adoption

Information Sustainment
Governance Al Enablement

CAPABILITY PRINCIPLES

ALIGNED L capability to deliver

TRANSFORMATION g
CAPABILITY g

o > at the required pace?

The integrated enterprise Py Are our people and
skills aligned to future

capability that enables needs?

and sustains transformation
at scale. p Is technology a
enabling our

Built to endure strategy?

individual inif

Is adoption progressing

TRANSFORMATION CAPABILITY \05) " and deiiverng the

expected impact?
The strengthened and d capability that L2 i

enables execution and drives sustainable value.

s BEXECUTIVE OPERATING SYSTEM= o

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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MEASURE

VALUE EVIDENCE

We measure what matter

Evidence proves value. Evidence driv

VALUE EVIDENCE MODEL EXECUTIVE REVIEW

WHAT CHANGED?

WHAT WE NVE “\ T
) C Y to before
INVEST % Commitment
WHY DID IT CHANGE?
What drove the change
and w e the
critical factors

WHAT WE FOCL WHAT VALUE
DO Work performed o acte MATERIALISED?
to mobilize and N

chang

What outcom:
measurable v

WHAT REQUIRES
INTERVENTION?
WHAT WE OUTPUT ; off track, and what

o

DELIVER

BUSINESS VALUE DIMENSIONS

REVENUE COST
Grow top line Optimize cost
WHAT y and market and improve
CHANGES . P 4 position. efficiency.

or the busin
CUSTOMER
Enhance customer

BUSINESS VALUE ness | o experience and

WHAT VALUE ) - " i i
WE CREATE J and durable
PRODUCTIVITY
Increase output

and operational
effectiveness.

VALUE EVIDENCE

Credible evidence that our investments create real change
and deliver measurable, sustainable business value.

SEEXE CUTTRYES OPERATINGESHSIREMS ¢

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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EVOLVE

ADAPTATION

Adaptation turns evidence into advantage.
We evolve strategy, portfolio, and capabili

THE EVIDENCE LOOP

EVIDENCE

Collect credible d
from performance,
outcomes and the a
02

external context.
LEARN

Extract insights.
Identify patterns,
drivers and emerging

plications.

NEW EVIDENCE

Generate new evidence
Fy

from execution and
A continuous cycle

of insight and action
that drives enterprise
transformation
forward.

outcomes to cl
the loop.

05
DECIDE

REBALANCE

Reallocate investments
insight, strategy and

and resources to the
value trade-offs.

highest value
opportunit

Adjust strategy,
portfalio, capabilities
and ways of working

Make choices based on

PAGE 13

/ to stay ahead.

ADAPTATION MECHANISMS

PORTFOLIO REBALANCING
Shift investment to the highest
value opportunities and away

from underperforming areas.

RESOURCE SHIFTS
Reallocate people, skills and
budget to match evolving
priorities and demand.

STRATEGIC REFRESH

Update strategy and priorities
in response to evidence,

performance and context.

CAPABILITY EVOLUTION
Strengthen or build capabilities
required to execute the

evolving strategy.

INITIATIVE RETIREMENT

ADAPTIVF pORTFO L[O Stop or sunset initiatives that
A right-sized, future-aligned portfolio that maximizes value, pollonger.celiver valiss:of
manages risk and sustains transformation momentum. tegic intent.

align with

ATION IS DISCIPLINED.
AY REL I, RESILIE

o EXECUTIVE OPERATING SYSTEM™ ¢

MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION

AD.
ND AHEAD.

IT ENSURES WE
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THE

EXECUTIVE

TRANSFORMATION CADENCE

Strong transformation is not a single dec:
It is a disciplined cadence of aligned leader

MANAGEMENT RHYTHM EXECUTIVE FOCUS KEY DECISIONS PRIMARY OUTCOMES

STRATEGY et ' g

\ ANNUAL | Set the direction. ) ‘ : ) h Aligned leadership

: { Commit the enterprise. i :
\ e ne erprise commitment

Optimised re:

)\ PORTFOLIO sy il Balanced portfolio

QUARTERLY Align and adjust -
\ the portfolio. il %
. / o Mana and capacity Delivery focus

PERFORMANCE s
Manage performance
and risks.

Issues resolved

d

EXECUTION o Take tact 7
d Unblod Fa

Drive execution -
g Adjust plan Blockers removed
and decisions.

Confirm next actio Execution momentum

*

/ \\ I‘\[]] [ \(] Learning . cha Faster :d:\p(iﬂran
| CONTINUQUS | Learn, sense and Shonats ! Stronger resilience

adapt laptation a Continuous learning

Sus! dvantage

THE RHYTHM OF LEADERSHIP

Different rhythn e n.
Aligned cadenc e clari eed and impact.

< EXECUMVE OFPERATING S SYSTEMS <

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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THE

EXECUTIVE

DECISION SYSTEM

Great outcomes come from great de
s the system that ensures we choose well, act dec

and adapt continuously.

INPUTS

PAGE 15

STRATEGY RISK CAPACITY PERFORMANCE

Strategic intent,
priorities and
enterprise
direction.

o

PRIORITISE

What matters most
right now?
Focus on the few

that drive the
greatest value.

People, skills,
budget and
outcomes potential organisational

Expected value, Risk exposure,

benefits and uncertainty and

realisation. impact. capacity.

DECISION GATES

02

ALLOCATE

Where do we commit

our resources?

INTERVENE

Where should we
take action?

o

STOP

What should we

stop doing?

Invest in the right Address issues, Redirect resources
initiatives with the
right capacity.

remove blockers away from low

and restore value or high risk

performance. activities.

EXECUTIVE DECISION

A clear, time-bound decision
with ownership and intent.

PORTFOLIO CHANGE

Portfolio rebalanced. Resources realigned.
Execution adjusted. Value trajectory improved.

idence eful only when leaders

MOMENTUM. MOMENTUM CREAT

~ EXECUTIVE OPERATING SYSTEM™ ¢

Current performance,
trends, signals and
delivery

evidence

ADAPT

What should we
change?

Adjust strategy,
portfolio and
capability to stay
ahead.

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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EOS IN ACTION

ENTERPRISE CLOUD TRANSFORMATION

iplined system. Real decisions. Measurable results.
EQS MODULE WHAT WE DO EXECUTIVE DECISIONS

LEAD STRATEGIC AMBITION What is our cloud transformation ambiti

3 Reduce complexity ¥ What outcome will define success
Executive Intent

DIRECT

2 : What is the p
Strategic Choice

Where will we i

I ESTABLISH INVESTMENT
GOVERN AND RISK CONTROLS

Decision Control

» Establish governance forums

T OTTTT MIGRATE TRANSFORMATION PORTFOLIO
EXECUTE ‘

: - What deg
Portfolio Delivery

What int

ENABLE

Enterprise Capability

TRACK COST, RESILIENCE
MEASURE AND BUSIN

Value Evidence

EVOLVE

Adaptation

BUSINESS LOWER COST GREATER RESILIENCE FASTER DELIVERY STRATEGIC AGILITY

VALUE Optimised cloud Improved availability Shorter time to market Scalable platform
/ )
4 . spend and efficiency and recovery and higher velocity and future-ready

ONE SYSTEM. SEVEN DISCIPLINES. MEASURABLE IMPACT.

+ EXECUTIVE OPERATING SYSTEM™ ¢

A MANAGEMENT SYSTEM FOR GOVERNING ENTERPRISE TRANSFORMATION
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ENTERPRISE
GOVERNANCE

EXPERTISE

CCDO (IsB)

Enterprise Transformation
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