
 

How the GRANT™ Framework Transforms Operations in 90 Days 

Why Most Operational Transformations Fail (And How to Beat the Odds) 

Seventy percent of organizational transformation initiatives fail to deliver ROI. Not because 
leaders lack vision or teams lack capability—but because organizations skip the critical 
first step: actually listening to what's broken before trying to fix it. 

I've spent 30 years turning around struggling operations across Fortune 500 companies, 
federal agencies, and national nonprofits. I've reversed million-dollar deficits, built 
compliant systems in highly regulated environments, and led teams through complex 
transformations while maintaining sta  satisfaction above 95%. 

The pattern is always the same: organizations jump to solutions without understanding 
current reality, assessing organizational maturity, aligning on a shared future state, building 
a realistic roadmap, or establishing continuous improvement practices. 

That's why I created the GRANT™ Framework—a systematic five-phase methodology that 
delivers measurable operational transformation in 90 days, not 18 months. 

The Operational Transformation Crisis 

Here's what I see when organizations bring me in to fix their transformation initiatives: 

Solution-jumping. New processes announced before anyone understands what's actually 
broken or why. 

Assessment paralysis. Endless analysis with no clear maturity baseline or accountability 
structure. 

Misalignment chaos. Each department working toward di erent definitions of "success" 
with conflicting KPIs. 

Roadmap confusion. Strategic plans that exist only in PowerPoint, with no governance or 
implementation structure. 

Launch-and-abandon. Leaders declare victory after go-live and move on, with no 
continuous improvement or human oversight. 

Sound familiar? 



The problem isn't your team. The problem is skipping critical phases of transformation and 
treating operational change like a project with a start and end date, instead of a systematic 
journey that requires listening, assessment, alignment, navigation, and sustained 
transformation. 

Introducing the GRANT™ Framework 

GRANT™ is my proprietary five-phase operational transformation methodology. Each letter 
represents a critical phase: 

• Gather & Listen (current-state assessment) 

• Review & Assess (maturity and accountability analysis) 

• Align Strategically (define future state with KPIs) 

• Navigate the Roadmap (strategic plan and governance) 

• Track, Trust & Transform (continuous improvement with human oversight) 

This isn't theory. This framework emerged from leading transformations in environments 
where failure wasn't an option—federal contracts with strict compliance requirements, 
nonprofit operations where every dollar counted, and corporate turnarounds where speed 
determined survival. 

The framework scales from advisory engagements to full execution, adapting to your 
organization's needs and capacity. 

Let's break down each phase. 

Phase 1: Gather & Listen (Days 1-20) 

The Mistake: Most organizations start with solutions. "We need better processes." "We 
need new technology." "We need to restructure." 

The GRANT™ Approach: Start with listening. Deep, systematic listening to understand 
current reality from multiple perspectives. 

What we gather: 

• Process documentation (or lack thereof) - What actually happens vs. what should 
happen 

• Stakeholder perspectives - Leadership, frontline sta , customers, partners—
what's working, what's broken, what's painful 

• Performance data - Current metrics, trends, pain points quantified 



• Cultural signals - Team dynamics, resistance points, energy sources 

• External factors - Regulatory environment, market pressures, competitive 
landscape 

Deliverable: A comprehensive current-state assessment that documents not just 
processes, but the human experience of those processes. 

Why this matters: You can't fix what you don't understand. I've seen organizations waste 
millions implementing solutions to the wrong problems because they never actually 
listened to the people doing the work. 

Real-world example: When brought in to turn around operations at a $30M national 
nonprofit facing a $1M deficit, we spent the first two weeks listening to every level of the 
organization. What we discovered wasn't the problem leadership assumed (ine icient 
processes)—it was a complete lack of strategic alignment and accountability. Listening 
first prevented us from solving the wrong problem. 

Phase 2: Review & Assess (Days 21-35) 

The Mistake: Treating all operational problems as equal and trying to fix everything at once. 

The GRANT™ Approach: Conduct rigorous maturity and accountability analysis to 
understand where you are, what's realistic, and who needs to own what. 

What we assess: 

• Operational maturity - Where is the organization on the maturity curve? (Reactive, 
Developing, Defined, Managed, Optimizing) 

• Accountability structures - Who actually owns what? Where are accountability 
gaps creating failure points? 

• Capability inventory - What skills, systems, and resources exist vs. what's needed? 

• Risk profile - What breaks if we change too fast? What breaks if we don't change 
fast enough? 

• Prioritization framework - What delivers the highest impact with the lowest risk? 

Deliverable: A maturity scorecard with accountability mapping, capability gaps identified, 
and transformation priorities ranked by impact and feasibility. 

Why this matters: Not all problems are created equal. Some require immediate attention 
because they're compliance risks. Some can wait because the organization isn't mature 
enough to sustain the change yet. Prioritization saves time and money. 



Real-world example: While leading operations for a multi-state workforce development 
program, our assessment revealed that one region was operating at maturity level 2 
(Developing) while another was at level 4 (Managed). We designed di erent transformation 
approaches for each region based on their starting point. Result? Both achieved their goals, 
but we didn't force a one-size-fits-all solution that would have failed in the lower-maturity 
region. 

Phase 3: Align Strategically (Days 36-55) 

The Mistake: Leadership defines the future state in isolation, announces it via email, and 
wonders why no one buys in. 

The GRANT™ Approach: Co-create the future state with stakeholders and define clear, 
measurable KPIs that everyone understands and owns. 

What we align on: 

• Future-state vision - What does success look like? (Specific, measurable, 
achievable) 

• Strategic objectives - What must we accomplish to get there? 

• Key Performance Indicators (KPIs) - How will we measure progress and success? 

• Success criteria - What are the non-negotiables vs. nice-to-haves? 

• Resource allocation - What budget, time, and people are we committing? 

• Communication plan - Who needs to know what, when, and how? 

Deliverable: A strategic alignment document with future-state definition, KPI framework, 
success criteria, and stakeholder commitment signatures. 

Why this matters: Alignment isn't a meeting. It's a documented agreement that everyone 
signs, with clear accountability for outcomes. Without this, people interpret "success" 
di erently and work toward competing goals. 

Real-world example: When implementing new compliance infrastructure across a federal 
contract, we brought together leadership, compliance teams, frontline sta , and partner 
organizations to co-create the future state. The KPIs they defined together became the 
shared scoreboard that kept everyone aligned. Compliance audit? Zero findings. Why? 
Because everyone understood what success looked like and owned their piece of it. 

Phase 4: Navigate the Roadmap (Days 56-75) 



The Mistake: Creating a beautiful strategic plan that sits in a drawer because no one knows 
how to actually execute it. 

The GRANT™ Approach: Build a detailed, realistic roadmap with governance structures 
that ensure accountability and enable decision-making. 

What we navigate: 

• Implementation sequencing - What happens first, second, third, and why? 

• Milestone definition - Clear checkpoints with decision gates (Go/No-Go/Pivot) 

• Governance structure - Who makes decisions? Who escalates issues? How often 
do we review progress? 

• Resource plan - Who's doing what, when, with what budget and support? 

• Risk mitigation - What could go wrong, and what's our Plan B? 

• Change management integration - How do we bring people along at each 
milestone? 

Deliverable: A 90-day operational roadmap with milestones, governance structure, 
resource assignments, and decision-making protocols. 

Why this matters: Strategy without execution is fantasy. The roadmap translates vision 
into action, and governance ensures that when obstacles arise (they will), there's a clear 
process for making decisions and keeping momentum. 

Real-world example: For a federal workforce development contract requiring coordination 
across 12 partner organizations, we built a governance structure with weekly progress 
reviews, bi-weekly steering committee meetings, and clear escalation protocols. When a 
partner organization hit a roadblock (they did, multiple times), we had a process to resolve 
it in 48 hours instead of letting it stall the entire initiative. Result? On-time delivery and full 
contract compliance. 

Phase 5: Track, Trust & Transform (Days 76-90 and beyond) 

The Mistake: Declaring victory after launch and moving on to the next initiative, leaving 
teams without support or continuous improvement mechanisms. 

The GRANT™ Approach: Establish continuous improvement practices with human 
oversight that build trust and sustain transformation beyond the initial 90 days. 

What we track, trust, and transform: 



• Performance metrics - Real-time tracking of KPIs with weekly reviews 

• Human oversight protocols - How do we ensure technology/process serves 
people, not the other way around? 

• Feedback loops - Regular check-ins with stakeholders to understand what's 
working and what needs adjustment 

• Trust-building practices - Transparent communication, responsive leadership, 
celebrating wins 

• Continuous improvement mechanisms - How do we capture lessons learned and 
optimize as we go? 

• Sustainability planning - How do we embed these changes permanently vs. 
reverting to old ways? 

Deliverable: A live performance dashboard, continuous improvement process, and 90-day 
retrospective report with recommendations for scaling transformation. 

Why this matters: Transformation doesn't end at launch. The real work is sustaining 
change, building trust through transparency, and continuously optimizing. Human 
oversight ensures that e iciency gains don't come at the cost of people's dignity or 
organizational values. 

Real-world example: After deploying new performance tracking infrastructure at a 
national nonprofit, we maintained weekly performance reviews and monthly retrospectives 
with frontline sta . Their feedback led to three significant improvements in the first 60 days 
that our initial design missed. Result? 40% reduction in administrative burden, $500K in 
cost avoidance, and 96% sta  satisfaction maintained throughout the transformation 
because people felt heard and valued. 

Why 90 Days? 

Speed matters. Not because I believe in arbitrary deadlines, but because momentum dies 
in long timelines. 

Ninety days is long enough to: 

• Deeply listen and understand current reality 

• Rigorously assess maturity and accountability 

• Co-create alignment on future state and KPIs 

• Build a realistic roadmap with governance 



• Track progress, build trust, and demonstrate measurable transformation 

But it's short enough to: 

• Maintain executive attention and funding 

• Keep teams focused and energized 

• Demonstrate ROI before budget cycles reset 

• Pivot quickly when reality di ers from assumptions 

• Celebrate wins that build momentum for scaling 

Most importantly, 90 days forces discipline. You can't transform everything in a quarter. You 
pick the highest-impact opportunity, execute the GRANT™ Framework rigorously, prove the 
model works, and then scale to the next priority. 

What Results Look Like 

Organizations that implement the GRANT™ Framework typically see: 

• Faster time-to-value - From 18+ months to 90 days for first measurable impact 

• Higher stakeholder buy-in - 80%+ adoption because people co-created the 
solution 

• Audit-ready operations - Zero compliance findings because governance and 
accountability were built from Day 1 

• Documented ROI - Quantified e iciency gains, cost savings, risk reduction, or 
revenue impact 

• Scalability pathway - A proven model to expand transformation across the 
organization 

• Sustained results - Changes that stick because continuous improvement and 
trust-building are embedded 

But the most important result? Trust. Leadership trusts the data. Teams trust the process. 
Stakeholders trust that their voices matter. That trust becomes the foundation for scaling 
transformation beyond the initial 90 days. 

Is Your Organization Ready for Operational Transformation? 

If you're facing any of these challenges, the GRANT™ Framework can help: 



• Transformation initiatives that stall because no one actually understood the 
problem 

• Strategic plans that exist only in PowerPoint with no execution roadmap 

• Teams with low buy-in because change was designed without their input 

• Compliance or regulatory risks from unclear accountability structures 

• Performance metrics that don't reflect actual operational reality 

• Leaders frustrated that "nothing ever changes" despite multiple initiatives 

• Complex, multi-stakeholder environments where alignment is di icult 

• Federal contracts or highly regulated operations where risk is high 

I've spent three decades building and fixing operations in high-stakes environments—
Fortune 500 corporations, federal agencies, multi-state nonprofits, government 
contractors. The GRANT™ Framework emerged from that experience: operational 
transformation that listens first, assesses rigorously, aligns strategically, navigates 
realistically, and sustains results through continuous improvement and human oversight. 

Next Steps 

Ready to transform your operations in 90 days? 

Let's start with a 90-minute Operations Readiness Assessment. We'll evaluate your 
current state using the GRANT™ Framework lens, identify your highest-impact opportunity, 
and map out your 90-day transformation roadmap. 

Contact: Andrea@grantsconsultinggroup.com 
Learn more: grantsconsultinggroup.com 

 


