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1. Executive Proposition

Organizations rarely underperform because they lack ambition. They underperform when strategy is not translated into
clear priorities, reliable processes, timely information, accountable ownership and consistent execution. Future Gold’s
Operations & Systems Optimization programme helps executive teams close that execution gap.

This premium programme is designed as an executive intervention—not a lecture-only training day. Leaders diagnose
performance constraints, redesign selected operating mechanisms, establish an executive performance cadence and
leave with a practical 90-day transformation plan.

Operational excellence is the disciplined alignment of strategy, people, processes, technology, governance and
financial outcomes.

The business case

e Growth without repeatable operating systems increases complexity, service inconsistency and management
overhead.

e Cost reduction without process understanding can damage quality, customer retention and employee capability.

¢ Digital tools without data ownership and process discipline digitize existing inefficiencies.

e KPIs without named owners, decision rights and review routines become reporting rather than management.

e Transformation is sustainable when leaders institutionalize new behaviours, standards and review mechanisms.

What makes this executive-grade

Dimension Executive emphasis Expected output
Translate strategic intent into a small number of . .

Strategy . L Strategic execution map
measurable enterprise priorities

Governance ey deg|_5|on Ml el L [Rls A Operating governance charter
accountability

Performance Connect financial, customer, process and people Executive KPI scorecard
measures

Systems Standardize critical workflows and control points Elrt?gSfisr{tsop improvement

Change Build leadership ownership and adoption Stakeholder and change plan

Value Track benefits, costs, risks and realized impact Benefits realization register

Programme promise

By the end of the intervention, the executive team should have a shared view of the most material operational
constraints, a prioritized improvement portfolio, a defined performance review rhythm and a practical roadmap for
implementation. Financial benefits are targets to validate against each client’s baseline—not guaranteed results.

2. Programme Overview

Element | Specification |
Programme title Future Gold Operations & Systems Optimization
Tagline From Strategic Intent to Disciplined, Measurable Execution
. . Board directors, CEOs, MDs, COOs, CFOs, CHROs, commercial and operations
Primary audience .
executives
Core duration Two-day executive transformation workshop

3-hour board briefing; 1-day masterclass; 3-day executive bootcamp; 90-day
advisory implementation

Executive dialogue, diagnostic, case simulation, process mapping, financial
analysis, KPI design and action planning

Alternative formats

Methodology
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Programme standard

Contextualized to sector, operating model, organization size and transformation

maturity

Pre-work Leadership questionnaire, selected KPI pack, strategic priorities and one critical
process

Post-work 90-day plan, ownership matrix, review cadence and benefits tracking

Learning outcomes

Participants will be able to:

No ok~ wdeE

process design.

o

Diagnose operational maturity and identify constraints that materially affect enterprise performance.

Translate strategy into prioritized outcomes, accountable owners and measurable leading and lagging indicators.
Map critical workflows and distinguish value-adding activity from delay, duplication, rework and control failure.
Evaluate cost-to-serve, productivity, asset utilization, working capital and profitability opportunities.

Design a customer experience improvement agenda linked to service standards and business outcomes.

Define executive governance, escalation routes and a disciplined operating review cadence.

Assess digital systems, data quality and automation opportunities without treating technology as a substitute for

Mobilize a cross-functional 90-day implementation plan with clear benefits, milestones and risks.

3. Future Gold Enterprise Execution Framework

The framework connects executive intent to operational reality through seven mutually reinforcing pillars.

Pillar Executive question

01 | Strategic alignment

Translate vision and strategy into a small set of enterprise
priorities, outcomes and trade-offs.

02 | Governance & accountability

Define decision rights, risk ownership, escalation and the forums
where decisions are made.

03 | Process & service systems

Map, simplify, standardize and control end-to-end workflows.

04 | Financial performance

Connect operational drivers to margin, cash, productivity, capital
deployment and EBITDA.

05 | Customer & stakeholder value

Design dependable experiences and measurable service outcomes.

06 | People, leadership & change

Align leadership behaviours, skills, incentives and adoption.

07 | Digital intelligence & improvement

Use fit-for-purpose systems, trusted data, automation and
continuous improvement.

The execution chain

Stage Key question Evidence of discipline

Intent What outcomes matter most? Approved priorities and outcome
measures

Design What operating system will deliver them? Process owners, standards and
resources

Execution Who does what, by when, with what authority? Ml!estoneg, decision rights and
visible actions

Measurement How will we know performance is changing? Reha_b le KP1 definitions and
baselines

Correction What happens when results deviate? Root-cguse review, decisions and
corrective actions

Institutionalization | How will gains be sustained? Upo!ated s_tandards, coaching and
audit routines

Accountability is not blame. It is clarity about outcomes, authority, support, evidence and follow-through.
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4. Executive Curriculum

MODULE 1 — Strategy, Operating Model & Executive Alignment
Purpose: create a shared understanding of the business outcomes that operations must deliver.

e Translate strategic priorities into measurable outcomes and operating requirements.

o Identify misalignment between structure, decision rights, capacity and strategic ambition.

o Clarify enterprise versus business-unit priorities and cross-functional dependencies.

o Apply a simple strategy-to-execution map: priority — outcome — driver — initiative — owner.

Exercise: Executive Alignment Canvas. Each leader names one strategic outcome, its operational drivers, critical
dependencies and the decision or resource required.

Output: agreed priority map, strategic assumptions and list of unresolved executive decisions.

MODULE 2 — Process Architecture & Systems Optimization
Purpose: redesign critical workflows to improve reliability, speed, quality and control.

o Define end-to-end process ownership and customer/supplier hand-offs.

e Map current-state workflow, cycle time, queues, rework and control points.

e Use Lean principles to remove non-value-adding work while protecting safety and quality.

o Apply SIPOC, value-stream mapping, 5 Whys and cause-and-effect analysis where appropriate.

o Create a controlled SOP architecture: purpose, scope, owner, steps, controls, records and review date.

Exercise: Process Redesign Lab. Select one high-friction process and map current state, failure points and future state.

Output: prioritized process improvement charter and SOP revision backlog.

MODULE 3 — Financial Performance, Cost-to-Serve & Value Creation
Purpose: connect operating decisions to enterprise value and cash performance.

e Understand the link between volume, price, mix, yield, cost and contribution margin.

e Analyze cost-to-serve by customer, product, channel, location or service line where data permits.

o Identify procurement leakage, excess inventory, rework, overtime, idle assets and avoidable complexity.
e Separate one-off savings from recurring benefits and distinguish gross opportunity from realized benefit.
e Build benefit cases with baseline, intervention cost, owner, timing, assumptions and validation method.

Exercise: Value Leakage Challenge. Teams quantify three material opportunities using client data and test the
assumptions.

Output: value opportunity register with finance validation and benefit owners.

MODULE 4 — Customer Experience & Service Reliability
Purpose: improve the customer journey and convert service consistency into loyalty and commercial value.

o Map key customer journeys, moments of truth, pain points and failure demand.

o Define service-level agreements, response standards, resolution ownership and escalation paths.

e Use complaints, churn, repeat purchase, conversion and satisfaction data to prioritize improvements.
o Design service recovery that resolves the issue and feeds learning back into the process.

e Balance customer outcomes with operational feasibility and cost-to-serve.

Exercise: Journey-to-Operations Map. Link customer pain points to internal process causes and measurable service
standards.

Output: customer experience improvement charter and service measures.
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MODULE 5 — KPI Architecture, Data & Executive Decision Systems
Purpose: create a compact, trusted performance system that supports decisions rather than reporting volume.

e Build a KPI tree linking enterprise outcomes to operational drivers.

o Define each metric: purpose, formula, source, owner, frequency, target and escalation threshold.

e Balance lagging outcomes with leading indicators and control measures.

e Establish data quality checks, reporting cut-offs and a single source of truth where feasible.

e Design weekly operational reviews, monthly performance reviews and quarterly strategic reviews.

Exercise: Dashboard Design Clinic. Teams remove vanity metrics and specify the decisions each KPI should trigger.

Output: executive scorecard specification and performance review calendar.

MODULE 6 — Leadership, Accountability & Change Adoption
Purpose: make new systems usable and sustainable through leadership behaviour and change discipline.

e Clarify responsibilities using RACI or an equivalent decision-rights tool.

e  Assess stakeholder impact, adoption barriers, skills and communication needs.

e Use coaching, feedback and recognition to reinforce expected operating behaviours.

¢ Run performance conversations around facts, causes, support and commitments.

o Distinguish capability gaps, process failures, unclear priorities and individual performance issues.

Exercise: Accountability Without Blame. Leaders work through a missed target using evidence, root cause, support
and corrective action.

Output: leadership commitments, change stakeholder map and adoption actions.

MODULE 7 — Digital Operations, Automation & Risk Controls
Purpose: ensure technology improves business performance and strengthens control.

o Review the fit between business processes, ERP, CRM, workflow, reporting and collaboration systems.
o Identify duplicate entry, manual reconciliations, spreadsheet dependencies and data silos.

o Prioritize automation by value, feasibility, risk, data readiness and user adoption.

e Set access, approval, audit-trail, privacy, cyber and business-continuity requirements.

e Define accountable business owners for system configuration, master data and reporting logic.

Exercise: Digital Opportunity Prioritization. Score candidate use cases on business value, feasibility, risk and
readiness.

Output: prioritized digital improvement backlog and control considerations.

MODULE 8 — Continuous Improvement & 90-Day Execution
Purpose: turn workshop insight into governed implementation and measurable value.

e Prioritize initiatives by impact, feasibility, urgency, risk and strategic fit.

e Assign one accountable executive sponsor and one delivery owner to each initiative.
e Set milestones, leading indicators, dependencies, resources and decision gates.

e Use PDCA (Plan—Do-Check—Act) to test, learn, standardize and scale improvements.
o Define benefit validation, post-implementation review and sustainability checks.

Exercise: 90-Day Commitment Review. Each executive presents one initiative, baseline, target, owner, milestones
and risk.

Output: signed 90-day transformation roadmap and executive review cadence.
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5. Delivery Design & Facilitator Run Sheet

Recommended format: two-day executive workshop, supported by pre-work and a 30/60/90-day follow-through. For a

senior team, protect time for debate and decisions; avoid compressing every tool into a presentation.

Day / Time Session Method Tangible output
Sponsor interview + KPl | Questionnaire and data Initial hypotheses and

Pre-work . .
pack review baseline gaps

Day 1 |08:30 gu%igmg’s (ETEEES e Sponsor framing Agreed success criteria

09:00 ﬁqt(r)?jtglgy and operating Executive dialogue Priority map

10:30 Ecr)?;gzzgzhltecture e Process mapping Selected process charter

13:00 Financial performance Value case simulation Opportunity register
and leakage

15:00 Customer experience and Journev maooin Customer improvement

' service reliability y mapping charter

16:30 Day 1 synthesis Decision log Priorities for Day 2

Day 2 | 08:30 dKaZLZL;f:g:cture e Scorecard clinic KPI dictionary draft

10:15 Eslg'tal operations and Use-case prioritization Digital backlog

12:00 Leadqrshlp ATE) SETE Scenario discussion Change actions
adoption

14:00 90-day execution Roadmap workshop Initiative charters
planning

15:45 Execujuve challenge and Peer review Refined commitments
commitments

16:30 Sponsor close DeC'S'.O nand . Approved next steps

commitment review
Day 30/60/90 Progress reviews Evidence-based review Esgaetfelts e appie

Facilitation standards

o Use the organization’s actual data wherever possible; label assumptions clearly when data is unavailable.

e Challenge vague statements such as ‘improve efficiency’ until a baseline, target, owner and timeframe are

specified.

o Keep the conversation at enterprise level while grounding recommendations in process reality.
e Separate symptoms from causes and opportunities from validated benefits.

e Record decisions, unresolved issues, owners and due dates in a visible decision log.

o Do not promise savings, revenue uplift or certification outcomes without evidence and an agreed scope.

6. Executive Diagnostic & Maturity Assessment

Use this diagnostic before the workshop and repeat it after 90 days. Score each dimension based on observable

evidence—not aspiration.

Score | Maturity level ~ Description
. Processes depend on individuals; performance information is incomplete;

1 Reactive ;

problems are addressed after failure.

. Some standards and measures exist, but adoption and ownership vary across

2 Emerging

teams.
3 Defined Core processes, roles and KPIs are documented and applied in most relevant

areas.
4 Managed Performance is routinely reviewed; decisions use trusted data; corrective actions
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are tracked.

5 Optimized and performance are sustained.

Improvement is embedded; systems are integrated where appropriate; learning

accountable owners

Dimension Evidence to examine Score (1-5)
Priorities translated into
Strategy-to-execution outcomes, initiatives and

Priority gap

Decision rights, risk
Governance ownership, escalation and
meeting cadence

Process ownership, SOP
quality, controls, hand-

offs and cycle-time —
visibility

Process maturity

Cost-to-serve, margin
Financial control drivers, working capital
and benefit validation

Journey insight, service
standards, complaint

resolution and retention S
measures

Customer reliability

Role clarity, capability,
People & culture engagement, coaching
and adoption

Data quality, system
integration, access

controls and dashboard —
trust

Data & technology

Root-cause analysis,
action closure,

standardization and —
learning

Continuous improvement

Interpretation guide: 8-15 = foundational controls required; 16-23 = stabilize and standardize; 24-31 = strengthen
management discipline; 32—40 = optimize and scale. Use the score as a conversation aid, not an external certification

or benchmark.

Executive diagnostic questions

9. What are the three outcomes the board most needs the operating system to deliver?
10. Where does performance most often break between departments or channels?

11. Which recurring failure creates the greatest customer, financial, safety or reputation exposure?

12. Which management reports are trusted, and which decisions do they reliably inform?

13. Where is the organization dependent on individual heroics rather than repeatable systems?
14. What are the biggest constraints: capacity, capability, process design, technology, data or decision latency?
15. What must be true in 90 days for leadership to conclude that this programme created value?

7. Enterprise Operating System & Governance

The operating system is the combination of routines, decision rights, data, standards and behaviours through which
leaders manage the enterprise. It should be simple enough to sustain and rigorous enough to surface issues early.

Purpose Typical cadence
Immediate service, .
. . safety, capacity and Daily \_/vhere
Daily / shift huddle . operationally
exception
needed
management

Core inputs

exceptions, staffing,
customer issues

Required outputs

Same-day actions
and escalations
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Resolve cross-
. functional KPI exceptions, ..
Weekly operations . i Decisions, owners
. bottlenecks and Weekly project milestones, X
review . . . and deadlines
monitor leading risks
indicators
Review fln_anC|aI P&L, KPI trends, Forecast updates
Monthly and operating
erformance review | results; approve Monthly custqmer/people ano_l recovery
P g . metrics actions
corrective action
Test strategic
assumptions, Strategic outcomes, | Priority and
Quarterly strategy . . . .
2 resource allocation | Quarterly risks, benefits, investment
review . -
and transformation market context decisions
value
Oversight of .
erformance, risk Executive . Governance
. P ' ' summary, material .
Board review strategy and Per board calendar ) L decisions and
: risks, decisions . L
leadership . oversight direction
. required
accountability

Meeting discipline

e Distribute a concise, validated pack before the meeting; use meeting time for exceptions and decisions.
e Every red/amber status must include cause, impact, corrective action, owner and date.

e Do not review every metric every time; focus on material variances and decisions.

e Close actions explicitly and carry overdue items forward with an escalation rule.

e Record decisions and assumptions, including what was not approved and why.

RACI / accountability design
Role
Board / governing body

Accountability

Approves strategic direction, risk appetite and major
investments; monitors outcomes.

CEO / Managing Director

Accountable for enterprise performance, operating
model and resource trade-offs.

Executive sponsor

Owns the transformation outcome and removes
barriers.

Process owner

Owns end-to-end process performance, controls and
improvement backlog.

Initiative lead

Coordinates delivery, milestones, evidence and risk
escalation.

Finance partner

Validates baselines, costs, savings and realized
financial benefits.

Data / technology owner

Ensures data definitions, access, integrity, systems fit
and technical delivery.

People / change lead

Coordinates capability, communication, engagement
and adoption measures.

8. KPI Architecture & Board Dashboard

A useful executive dashboard is a decision instrument, not a collection of available data. It should show whether
outcomes are on track, what is driving variance and which decision is needed.

Ilustrative KPIs

Perspective

Financial cash flow, working capital

Revenue growth, gross margin, EBITDA margin, operating

Definition / caution

Align to approved finance
definitions; separate actual,
forecast and budget.
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NPS or satisfaction, complaint rate, retention, conversion, | Use consistent survey and
Customer . o

repeat business customer cohort definitions.
Process Cycle time, on-time delivery, first-time-right, Specify start/end points,

defect/rework rate, SLA compliance exclusions and denominator.
People Critical-role vacancy, regretted turnover, engagement, Interpret alongside workload,

P absence, capability completion safety and service outcomes.
. Control exceptions, overdue audit actions, incidents, access | Define severity and escalation

Risk & control .

reviews thresholds.

. Milestone attainment, benefits realized, adoption, overdue | Distinguish activity completion

Transformation L )

decisions from business outcome.

KPI dictionary template

Field Required specification \
KPI name Short, unambiguous metric title

Strategic link Outcome or priority supported

Definition Exact scope and what is included/excluded

Formula Numerator, denominator, unit and calculation

Baseline Reference period and verified value

Target / threshold

Approved target and amber/red thresholds

Source / owner

System of record and accountable data owner

Frequency Daily, weekly, monthly or quarterly as appropriate
Response rule Decision or action triggered by variance
Validation Reconciliation and quality-check method

lllustrative executive scorecard

Outcome Measure Owner Cadence Status / action
Protect profitability EBITDA margin vs CFO / Finance Monthly

budget
Improve customer | Retention /

loyalty

Commercial / CX Monthly

satisfaction

On-time / first-

transformation

Increase reliability time-right Operations Weekly

Strengthen Critical-role

workforce capability / People lead Monthly
turnover

Deliver Milestones and

Executive sponsor | Weekly / monthly

validated benefits

Do not insert arbitrary universal targets. Establish a verified baseline, define the desired business outcome, test
feasibility and approve the target with the accountable executive.

9. Operational Excellence Methods & Tools

Tool
SIPOC

Executive application |
Suppliers, Inputs, Process, Outputs, Customers. Use it to establish scope and
boundaries before detailed mapping.

Value-stream
mapping

Visualize material/information flow, cycle time, waiting, rework and bottlenecks.

Lean waste review

Look for defects, overproduction, waiting, unused talent, transport, inventory, motion
and excess processing; adapt categories to the operation.

5 Whys

Ask successive causal questions to investigate a failure. VValidate causes with
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evidence rather than stopping at opinion.
Organize possible causes across people, process, technology, materials, measurement
and environment.

PDCA Plan a change, test it, study evidence and standardize or adjust.
Assess failure modes by severity, occurrence and detectability; use the organization’s

Fishbone analysis

FMEA approved risk method.
RACI Clarify who is responsible, accountable, consulted and informed for a decision or
activity.
Standard work / SOP Define the safest and most reliable current method, control points, records and review
ownership.
. N Track baseline, intervention, cost, timing, dependencies and validated realized
Benefits realization benefit

Process improvement charter template

Field \ Complete during workshop

Process / problem statement
Customer / business impact
Baseline evidence

Scope and exclusions
Root-cause hypotheses
Future-state outcome
Process owner / sponsor
Measures and controls
Milestones / risks

10. Financial Performance & Value Realization

Operational improvement should be evaluated in financial terms wherever feasible. The purpose is not to reduce every
cost; it is to improve the economics and reliability of the operating model while protecting safety, compliance, quality
and customer value.

Value levers
Lever Questions to test ' Evidence |
. Where are conversion, pricing, mix, retention or | Sales funnel, yield, utilization,
Revenue quality ; oo .
capacity utilization below potential? repeat purchase
. Which inputs, processes or service designs drive | Usage, yield, purchase price,
Direct cost ] ]
unit cost? waste, cost per unit
- Does scheduling match demand and required Output per labour hour, overtime,
Labour productivity . X .
service standards? service quality
Inventory & Where do stockouts, excess, expiry, maverick Inventory turns, variance, purchase
procurement spend or supplier variability occur? compliance
e Avre facilities, equipment and capital deployed to | Utilization, downtime,
Asset utilization . . .
productive use? maintenance and lifecycle cost
. What does failure demand cost in refunds, repeat | Defect logs, rework hours,
Quality / rework . .
work, delay and reputation? complaints
Working capital Where are rgcelvables, inventory or payables Days metrics, aging, forecast
creating avoidable cash pressure? accuracy
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Benefits register

Initiative Baseline Target Validation Due date
Finance /
evidence

Finance /
evidence

Finance /
evidence

Financial integrity rules

e State whether a benefit is a cash saving, cost avoidance, revenue contribution, capacity release or non-financial
improvement.

e Do not count the same benefit in multiple initiatives or in multiple periods.

e Record implementation cost, transition cost and ongoing operating cost.

e Finance should validate baselines and realized benefits independently of the initiative owner.

e Do not equate released capacity with cash savings unless expenditure actually changes or capacity is redeployed to
measurable value.

11. Digital Systems, Data & Automation

Technology should enable the target operating model. Begin with the business problem and control requirements, then
determine whether process redesign, configuration, integration, automation, analytics or a change in working practice
is the appropriate response.

Digital opportunity filter

Criterion Question Score (1-5)
. Does this solve a material business or customer
Business value
problem? —

Is the process sufficiently stable and understood
to automate? —
Are inputs accurate, available, governed and
legally usable? —
Can the solution be implemented and supported
within constraints? —
Can access, privacy, auditability and failure
recovery be managed? —
Will users adopt the solution and is
training/support available? —

Process readiness

Data readiness

Feasibility

Risk & control

Adoption

Minimum governance controls

e Named business owner and system owner.

e Role-based access, approval controls and periodic access review.

e Defined data owner, metric definitions and master-data standards.

e Audit trail for material transactions and changes.

e Testing, change approval, rollback and incident procedures.

e Backup, recovery, continuity and vendor dependency review.

e Privacy, cybersecurity and applicable legal/regulatory compliance assessment.
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Automation business case

Component Required information \
Problem and users Current friction, affected roles and customer/business impact

Current-state cost Time, error, delay, volume and rework baseline

Proposed change Process change, technology, integration and human review

Investment Build/configuration, licensing, support, training and change cost

Risk Data, cyber, operational, compliance and vendor risks

Value measures Time saved, errors reduced, service improved, cost changed

Decision gate Proceed, pilot, redesign or stop; decision owner and date

12. People, Culture & Change Leadership

Operating systems succeed when people understand why the change matters, what is changing, what is expected of
them and how they will be supported. Sustainable accountability combines clear standards with capability, resources,
fair feedback and follow-through.

Change leadership practices

o Explain the business case and customer impact in language relevant to each stakeholder group.

e Identify sponsors, impacted teams, influential stakeholders and likely sources of resistance.

e Engage process users in redesign to surface practical constraints and improve ownership.

e Provide role-specific training and verify competence through observed application.

e Reinforce new practices through leader routines, recognition, coaching and performance reviews.

e Monitor adoption and unintended consequences; adapt implementation without diluting the intended outcome.

Stakeholder and adoption plan

Engagement Evidence of
action adoption

Stakeholder group | Impact/ concern

Board / owners
Executive team
Managers

Frontline teams

Customers /
partners

Accountability conversation model

16. State the agreed outcome and the observed performance fact.

17. Ask for the person’s analysis of the gap and listen for system, resource and capability factors.

18. Agree the root cause to address; distinguish controllable from external factors.

19. Specify support, corrective action, owner and due date.

20. Confirm how progress will be measured and when the review will occur.

21. Recognize improvement and address repeated non-compliance through fair, consistent processes.

13. 90-Day Transformation Roadmap

The roadmap is a management mechanism, not a promise that every structural change will be completed within 90
days. Prioritize a manageable portfolio and establish decision gates for complex initiatives.

Phase Focus Core activities Required outputs

D{iys 1-30| Build a fact Confirm sponsor an(_i scope; validate be_lse_line; Appr_o_ved Qie_lgno_stic,
D!agnose & base complete maturity diagnostic; sele_ot priority prlorl_tlzed initiatives,
align processes; map stakeholders and risks. baseline and owners
Days 31-60 | | Test future Redesign workflow; define SOP/control changes; Future-state process, pilot
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Design & state build dashboard; pilot quick wins; train impacted results, revised KPI

pilot teams; validate early evidence. definitions
Days 61-90 | Roll out validated changes; establish review . .
o . o . O . - 90-day review, benefits
Embed & Institutionalize | cadence; verify adoption; reconcile benefits; . .
. - Lo register, sustainment plan
scale address residual risks; agree next-quarter priorities.

Initiative charter

Field Executive commitment

Initiative name

Strategic outcome
Problem and baseline
Target and due date
Executive sponsor
Delivery owner

Key milestones
Resources / dependencies
Risks and mitigations
Financial / non-financial benefit
Evidence and validation
Decision required

Weekly transformation review

Initiative Status Milestone due | Risk / blocker Decision needed Owner / date
G/AI/R
G/A/R
G/AIR

Decision log

Options

Decision / issue Decision owner Decision date Action / due date

considered

14. Facilitator Guide & Workshop Activities

Activity A — Executive maturity calibration
Objective: surface differences in leadership perception and identify where evidence is missing.

Instructions: participants score the eight diagnostic dimensions independently; compare the spread; require evidence
for high and low scores; agree the two most material gaps.

Debrief: Which disagreement is most consequential? What data would resolve it? Who will obtain that evidence by
when?

Activity B — Revenue and cost leakage map
Objective: identify the operational drivers behind underperformance without prematurely committing to savings.

Instructions: map a selected value stream; capture volume, waiting, errors, hand-offs, rework, inventory, labour and
customer effects; quantify only where data exists; label estimates.
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Debrief: Which issue is a symptom? Which root cause can be influenced? What control prevents recurrence?

Activity C — Customer journey to process redesign
Objective: connect customer pain points to internal process causes and measurable standards.

Instructions: map the customer journey; mark moments of truth; trace pain points to process owners; define a service
standard and a feedback loop.

Debrief: What should the customer experience? What must change behind the scenes to make that experience
repeatable?

Activity D — KPI decision clinic
Obijective: ensure every executive metric informs a management decision.

Instructions: select five to eight enterprise-level indicators; define formula, source, owner, frequency, threshold and
response rule; remove measures with no clear decision use.

Debrief: Which metric is most vulnerable to manipulation or poor data? What validation is needed?

Activity E — Executive challenge panel
Objective: test whether the 90-day plan is realistic, owned and measurable.

Peer review criteria: strategic relevance; baseline quality; controllability; resource sufficiency; milestone logic; risk
management; benefit validation; sustainability.

Facilitator checklist

e Pre-work received and confidentiality expectations clarified.

e Sponsor has named the decisions the programme must enable.

e Participants bring a real process, KPI pack or business challenge.

o All assumptions are labelled; sensitive client data is handled appropriately.
e OQutputs are captured in editable templates and assigned owners.

e Closing session confirms commitments, decision rights and review dates.

15. Participant Workbook & Templates

Reflection: current operating reality

What are the three operational challenges most constraining strategic performance?
1.

2.

3.

Where does the organization rely on individual heroics instead of reliable systems?

Which executive decision, if made promptly, would remove a material bottleneck?

Priority selection matrix

Feasibility (1-
5)

Opportunity Impact (1-5)

Urgency (1-5) Risk (1-5) Decision
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Root-cause worksheet

Problem statement Evidence / pattern  Possible cause Test / evidence Corrective action

Future-state process standard

Field Specification

Process name and purpose

Process owner / approver

Trigger and inputs

Steps and decision points

Controls / exceptions

Records / systems

Service and quality standard

KPI and review frequency

Version / effective date / review date

Personal executive commitment

Within 30 days, | will:

Within 60 days, evidence of progress will be:

Within 90 days, the intended outcome will be:

Executive name: Signature:

Date:

16. Executive Case Studies & Simulations

The following cases are fictional composites for learning. They are not representations of actual Future Gold clients.

Case 1 — Multi-site service company: inconsistent delivery

Situation: a growing service company has increased sales but customer complaints and rework are rising. Each
location uses a slightly different workflow, and senior leaders receive inconsistent performance reports.

Executive challenge: decide whether to standardize the whole process immediately, pilot a common standard, or invest
first in reporting.

Questions: What baseline is required? Which process variation is legitimate? Who owns the end-to-end customer
outcome? What would be a safe 30-day pilot?
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Facilitator lens: process ownership, customer outcomes, local adaptation, data quality and implementation risk.

Case 2 — Manufacturer: margin erosion despite higher volume

Situation: revenue is growing, but contribution margin is falling. Overtime, scrap, expedited procurement and
unplanned downtime have increased.

Executive challenge: prioritize the first three analyses and avoid a blunt cost-cutting response.

Questions: How will leaders separate price/mix effects from operating inefficiency? Which costs are leading
indicators? What evidence supports the business case?

Facilitator lens: cost-to-serve, yield, capacity, quality, asset reliability and finance-validated benefits.

Case 3 — Institution: digital platform adoption gap

Situation: a new enterprise system is live, but teams maintain parallel spreadsheets, data definitions differ and monthly
reports are delayed.

Executive challenge: determine whether the core issue is configuration, process design, capability, incentives or
governance.

Questions: Who owns master data? Which decisions depend on the reports? What control is needed before
automation? What would demonstrate adoption?

Facilitator lens: business ownership, data governance, user adoption, controls and system/process alignment.

Case 4 — High-growth SME: founder bottleneck

Situation: most approvals flow through the founder. Decisions are delayed, managers hesitate to act and operational
quality varies by shift.

Executive challenge: delegate authority without weakening financial, safety or customer controls.

Questions: Which decisions can be delegated? What thresholds trigger escalation? Which routines build management
confidence?

Facilitator lens: decision rights, risk-based controls, management capability and leadership behaviour.
17. Measurement, Evaluation & Programme Assurance

Evaluation model

Stage ' Evaluation question | Evidence |

Did the programme address the

Immediate relevance . o
agreed executive priorities?

Participant and sponsor feedback

Learning

Can leaders apply the tools and
explain the operating logic?

Exercises, completed templates
and challenge-panel review

Application

Are new routines and standards
being used at work?

30-day adoption review, SOP
audits, meeting records

Business impact

Avre targeted operational and
financial outcomes moving?

Baseline-to-current comparison,
finance validation and
customer/process data

Success measures to agree before delivery

e Executive alignment: agreed priorities and owners.
e Operational: selected cycle-time, quality, productivity or reliability measures.

o Customer: selected satisfaction, complaint, conversion or retention measure.

e Financial: agreed margin, cost, cash or benefit measure with finance validation.

e Adoption: standard-work usage, training competence or action closure.
e Governance: review cadence established and decisions/actions tracked.
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Quality assurance and limitations

This programme provides a structured management and learning framework. It is not a substitute for regulated
professional advice, statutory audits, legal advice, engineering safety assessments or formal certification. Industry-
specific controls, legislation, standards and client policies must be confirmed for each engagement. Targets, financial
benefits and maturity scores require organization-specific validation.

18. Future Gold Advisory Pathway

The executive programme can serve as the front end of a broader advisory engagement. The next phase should be
scoped against the client’s diagnostic, strategic priorities and internal delivery capacity.

Engagement

' Primary output

Executive diagnostic

' Typical scope
Interviews, maturity review, KPI
and process assessment

Prioritized executive diagnostic

Operations & Systems
Optimization

Process redesign, SOP
architecture, operating cadence and
control framework

Target operating system and
implementation plan

Performance intelligence

KPI definitions, dashboard logic,
review routines and decision rules

Executive scorecard and
governance calendar

Leadership execution

Coaching, accountability routines,
change sponsorship and capability
development

Leadership action plan and
adoption measures

90-day transformation advisory

Delivery governance, benefits
tracking, issue escalation and
sustainment

Progress reviews and benefits
realization report

Client proposal scoping checklist

e Business context, strategic objectives and reason for intervention.

e Executive sponsor, decision makers and participating functions.

e Scope boundaries, locations, systems and priority processes.

e Auvailable data, confidentiality requirements and baseline quality.

e Expected outputs, acceptance criteria and decision gates.

e Delivery method, timeline, roles and client-side capacity.

o Commercial terms, travel, taxes, payment schedule and change control.
e Post-programme support, intellectual property and confidentiality provisions.

Closing statement

Sustainable performance is built when strategy, people, processes, technology and governance work as one
integrated operating system—and leaders consistently turn evidence into action.

Future Gold Ltd | Operations & Systems Optimization | Premium Executive Transformation Programme

Website: www.futuregoldltd.com
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