emmm» FOR LEADERS ACCOUNTABLE FOR OUTCOMES THEY DON'T CONTROL

The Transformation
Architect.

You are accountable for outcomes without authority over the people who must
change. The answer is not more force — it is becoming the architect of the
environment that change happens in.

A role built on influence

You own the mandate. You share accountability with GMs and sales leaders. And you are expected
to move people who do not work for you.
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e THE MANDATE

On paper, the job is straightforward:
In reality, it is structurally conflicted.

Deliver growth. Improve margins. Strengthen execution across regions and functions. Build
capability that endures. The language suggests leverage, coherence, and control.

You are expected to reduce resistance while increasing urgency; to build long-term capability
while delivering short-term results; to replace heroic effort with systems that scale. Miss one,

and the others unravel.

On paper, the role looks like control.
In practice, it runs entirely on influence.




emmm» THE ACCOUNTABILITY GAP

Accountable for the numb
— without owning the peo

Commercial Excellence leaders are held accountable fo
performance: EBITDA, margin quality, revenue mix. The

commercial teams whose daily decisions determine tho ort into the

function.

You own the mandate; you share accountability with the general managers and sales leaders
whose teams you do not control. Every result you are measured on is produced by people
who can decline your direction without consequence — which is why the work is influence,
not enforcement.

WHY THE ROLE IS DIFFERENT
This is not an optimization role.

It is a leadership role built almost entirely on influence.
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emmm» THE SIX SHIFTS — ALL AT THE SAME TIME

Each shift is hard alone.
Together, they are the job.

WHAT THE ROLE INHERITS

Change resistance

Fragmented execution

Reverting habits

Consultant dependency

Compliance

Heroic efforts

WHAT IT HAS TO BECOME

Intrinsic motivation

Global consistency

Behavioral adaptation

Internal capability

Real commitment

Scalable systems
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People 2 opposed to improve H they resis tils’laption.t_hat ee posed, abstract, or
disconnected from their daily reality.

Fragmented execution - global consistency.

Inconsistency is local optimization reinforced over years. The task is coherence without stripping
people of agency.

Reverting habits —» behavioral adaptation.

Under pressure, people revert. Behavior changes only when the environment makes the new way
easier than the old.

Consultants - internal capability.
Consultants compress time. Internal capability is the only thing that lasts once the pressure rises
and external help recedes.

Compliance - real commitment.

Compliance is easy to measure and misleading. Commitment shows up when people believe the
new way helps them win.

Heroic efforts — scalable systems.

When systems fail, talented people compensate — hiding the very problems that better systems
would expose.
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In global matrixgd s

enterprises, position is
often symbolic. Influence

is what moves complex .

systems.
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eammm» A LADDER OF TRANSFORMATION LEADERSHIP

The five levels of change mastery.

Each of these levels creates genuine value. The shift is that the environment — pace,

complexity, competing priorities — has outgrown what Levels 1-3 can sustain on their own.

Not because they are wrong, but because more is being asked of transformation leaders now.

RARE

THE TRANSFORMATION ARCHITECT

Environmental design for natural adaptation — not pushing
harder, but removing what slows change down.

THE COACH

Behavior change through practice, over 90+ days — the first
level where change sustains through repetition on real
problems.

Most enterprise change sits below this line — and the environment
now asks for more.

THE FACILITATOR

VALUE Engagement Alignment Psychological safety

LIMIT Agreement # new habits

THE MANAGER

VALUE Structure Governance Accountability

LIMIT Reverts when oversight relaxes

THE ANALYST

VALUE Insight & frameworks Strategic clarity
LIMIT Knowledge doesn't translate under pressure
COMMON

LEVEL

THE LINE

LEVEL

03

LEVEL

02

LEVEL

01

Most transformation work is built by Level 3 thinkers. Level 5 is the Transformation

Architect — the identity this brief is about growing into.



e LEVEL 5 - THE IDENTITY TO GROW INTO

The Transformation Archit
does not force change.

Capable people behave rationally within the condition
produces the same behavior, the problem is not the peo
them. The Architect works on that design: making progre dihg still, and

adaptation easier than the status quo.

You engineer the conditions for
rapid mindset and behavior change

without triggering resistance, skepticism, or
doubt — even for people who don’t report to you.




eammm» THE NEXT STEP

Ready to equip your people to
harness the adversity
transformation generates?

For Consortium members and their leadership teams, the next step is straightforward: book
a confidential Executive Briefing. No pitch. No proposal. A candid, peer-level diagnostic.

For senior Commercial Excellence, Strategy, Transformation, and Growth leaders

at $1B+ enterprises.

Schedule Your Briefing — < Request to Join the Consortium - >



https://calendly.com/jesse-hopps/discovery-call
https://www.linkedin.com/groups/15632029/
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The Executive Fellowship

A working circle for Heads of Commercial Excellence, Strategy,
Transformation, and Growth at $1B+ enterprises — operators building
the next commercial operating model, together.

Learn more -
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