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We believe that the key to successful 
transformation today lies in flexibility 
and agility. Organizations must be 
able to assess and adapt to changes 
in the business environment and to 
ensure that the impact of any major 
environmental change is rapidly incor-
porated into the program’s goals and 
plans. We think that the way to do 
this is to break up the transformation 
into discrete elements of change. This 
is a far more fundamental reconcep-
tion of the transformation process 
than a mere phased implementation 
plan; organizations need to conceive 
of and design the transformation itself 
in an incremental way.

The idea is to structure the change as 
stand-alone, self-sufficient elements, 
each of which can be executed wholly 
within a short change cycle to deliver 
tangible benefits by itself. Thus, the 
transformation process becomes a 
sequence of plan-design-execute-
adapt cycles. The goal is to reduce the 
level of uncertainty surrounding the 
project’s underlying assumptions over 
the change cycle to a fraction of what 
it would have been with a traditional 
approach (see Exhibit 1).

At the end of each change cycle, the 
organization has the flexibility to 
reflect. If the business environment 
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Exhibit 1 
Think Big, Act Smart: The New Way to Transform

Source: Booz & Company analysis
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At the end of a cycle, reflect and continue or replan if necessary
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Characteristics

- Ambitious goals

- Multiyear transformation

- Large up-front investment

- End-state operating model designed at start

- Phased journey toward end-state model

- Limited flexibility to respond to business  
 environment changes

Characteristics

- Ambitious goals

- Multiyear transformation

- Significantly smaller up-front investment

- Flexibility to change target operating model

- Self-sustained plan-design-execute-adapt cycles

- Significantly shorter lead times to respond to  
 business environment changes

Uncertainty Drivers

- New business models
- Product substitution
- New technology
- New regulations
- New growth markets
- New competitors
- New leadership
- Mergers and acquisitions

Plan-design-
execute-adapt 
cycle

Plan-design-
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Shorter, self-sustained
cycles mean reduced 
uncertainty




