
MANREAU
&  PA R T N E R S

M A N R E AU  E S SAY

One System, Not Another 
Transformation Project

By Waheeda Görlitz  |  12 August 2026

Most consulting firms claim transformation must be continuous. Almost none 

have a business model designed around that belief. MANREAU's proposition is 

different at the level of structure, not just philosophy, one system, built from a 

single conviction, designed to compound capability inside the client 

organization.

Every major consulting firm will tell you transformation must be continuous. Almost 

none have a business model designed around that belief.

The gap is not a values problem. It is structural. A firm organized around defined 

engagements will optimize for defined engagements, regardless of what it believes 

about transformation, and regardless of what it tells clients. Specialist teams can 

provide capacity. Short interventions can solve immediate problems. Individual 

engagements can produce real outputs. None of this is wrong. But assembling a new 

external team, adopting a new methodology and rebuilding governance each time the 

next transformation begins is not a continuous capability. It is repeatedly starting over.

The language has changed, from "change program" to "transformation journey" to 

"continuous transformation." The delivery model, in most cases, has not.

MANREAU's proposition is different at the level of structure, not just philosophy.

We hold one conviction: transformation capability must compound inside the client 

organization, not inside ours. Every element of how we work is a structural consequence 

of that conviction. The success of our engagement is not measured by the duration of 

our presence. It is measured by whether the client organization continues to see more 

clearly, judge more coherently, adapt more deliberately and translate strategy into 

measurable business value, long after the Strategic Mobilization Partner has stepped 

back.

That is the difference between delivering a transformation and building the capability to 

transform.
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The system beneath every initiative

Every transformation initiative depends on a deeper organizational system, one that 

determines how the organization notices emerging opportunities and risks, interprets 

incomplete information, sets priorities, commits resources, coordinates action and 

converts strategic intent into sustained business value.

Most organizations run this system constantly without managing it deliberately. It 

operates differently across functions, business units and leadership levels. Business, 

Technology and Culture are addressed through separate workstreams. Operational 

signals reach leadership late or stripped of context. Governance produces reporting but 

not necessarily better judgment. Learning remains trapped inside individual projects.

The visible transformation problem is frequently a symptom of a wider system failure.

MANREAU makes that underlying system visible, coherent and capable of continuous 

improvement. We call it the Transformation Operating System: the integrated 

management capability through which an organization continuously sees, interprets, 

translates and transforms.

It is a human operating system because transformation is not a mechanical sequence of 

predefined steps. It is a recurring exercise in judgment under uncertainty.

SITT: the discipline at the heart of the system

At the core of MANREAU's approach is SITT, SEE, INTERPRET, TRANSLATE and 

TRANSFORM.

These are not four linear project phases. They are four connected capabilities an 

organization must exercise repeatedly. SEE makes materially different observations 

visible, including their sources, limitations and contradictions. INTERPRET examines 

the different explanations those observations support, surfaces assumptions and 

preserves relevant disagreement. TRANSLATE turns provisional judgment into explicit 

decisions, priorities, ownership and resources. TRANSFORM acts on those decisions, 

observes the consequences, learns and begins the rhythm again.

SITT does not promise a single objective view of organizational reality. Leaders and 

teams occupy different positions and therefore encounter different signals. The 

purpose is to make the organization's evidence and differences sufficiently visible to 

form coherent, revisable judgments for action, not universal agreement, but the ability 

to act together without pretending uncertainty has disappeared.

Cadence converts a framework into organizational habit

A capability practiced only during an annual strategy process or a transformation crisis 

is not a standing capability. It is an occasional event.
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MANREAU embeds SITT into daily business through a disciplined transformation 

cadence, typically 90 days. Ninety days is long enough for meaningful signals to 

emerge and short enough to prevent drift, assumption calcification and the loss of 

leadership attention. The cadence does not add another reporting meeting to an 

already crowded calendar. It restructures the portfolio reviews, initiative updates and 

strategy conversations that already take place, so that they produce collective 

judgment rather than status reporting.

This matters because organizations do not become better at transformation through 

exposure to more transformation activity. They become better when experience is 

converted into learning. Without structured reflection, organizations move directly from 

experience to further action. They remain busy but do not accumulate insight. The 

cadence restores the missing learning step and turns individual experience into 

organizational capability.

Transformation Champions: capability that stays

MANREAU does not develop internal capability through content consumption or 

classroom programs disconnected from organizational reality.

Transformation Champions are selected leaders and practitioners within the client 

organization. They participate in real sensing, interpretation, decision-making and 

adaptation, learning the nature of transformation while applying practical methods to 

the organization's own priorities. This is experiential development with a direct 

operational purpose. Champions do not complete a course and then look for an 

opportunity to apply it. They develop capability while producing outcomes through the 

organization’s live priorities.

Over successive rhythms, Champions learn to surface signals from operational reality, 

distinguish observation from interpretation, expose assumptions without turning 

disagreement into conflict, and evaluate progress through changed capability and 

Booked Value, not activity alone.

As their capability develops, the Strategic Mobilization Partner's role evolves from 

leadership to coaching to withdrawal. Without Champions, transformation capability 

remains externally dependent. With them, it compounds inside the organization.

This is the structural proof of our alignment with the client's interest: our engagement 

model is explicitly designed to make external advisory involvement progressively less 

necessary.

Culture as a management object

Culture is frequently named as the reason transformation fails and rarely defined 

precisely enough to be managed.
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MANREAU does not claim to install or redesign an organization's entire culture. We 

focus on the cultural dimension most directly connected to transformation outcomes: 

Collective Judgment Capability, the organization's capacity to make partial observations 

visible, interpret them honestly, surface genuine differences and translate provisional 

judgment into coherent action.

By defining the capability precisely, we make it observable, developable and 

measurable. TEMPER measures how well the organization practises and strengthens 

SITT. Repeated readings show development across transformation rhythms. The 

resulting change is treated as a leading indicator to be tested against subsequent 

outcomes, not as automatic proof of success.

Booked Value provides the corresponding outcome measure: evidence that strategic 

intent, technology, adoption, operational capability and learning have combined to 

produce a sustained business result. Readiness measures whether the organization is 

becoming more capable. Booked Value measures whether that capability is producing 

results.

TIA: institutional memory that belongs to the client

TIA: Transformation Intelligence Assistant, is the intelligence and memory component 

of the Transformation Operating System. It preserves evidence, assumptions, choices, 

commitments, effects and learning so the next rhythm does not start again.

TIA is built exclusively from the client organization's insights, for the client organization. 

It is not a tool for extracting client experience into a consulting knowledge base. It is not 

designed to make MANREAU's delivery more efficient. The learning base created 

through the client's transformations remains with the client as an organizational asset.

Over time, the organization stops losing what it has learned whenever a project closes, a 

team dissolves or an external advisor leaves. Each transformation rhythm begins from a 

stronger basis than the previous one.

Specialist expertise at the moment it matters

Building internal capability does not mean permanently holding every kind of expertise. 

Some transformation decisions require deep specialist judgment, in technology, 

operating-model design, finance, culture or industry regulation. MANREAU brings a 

curated ecosystem of Industry and Domain Experts into the work with leaders precisely 

when a particular judgment requires their depth.

Industry and Domain Experts are not deployed to add capacity. They enter at the point 

where their expertise can materially improve interpretation or decision-making, 

orchestrated by the Strategic Mobilization Partner and connected to the wider 

Business, Technology and Culture context.
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The Strategic Mobilization Partner holds the system, the relationships and the rhythm. 

Industry and Domain Experts provide targeted depth. Transformation Champions 

embed the capability internally. TIA preserves and strengthens organizational learning. 

None of these roles can substitute for the others.

One coherent offering, and why it holds together

MANREAU's offering is coherent because every element addresses a different 

requirement of the same organizational capability, and because removing any one 

element would break the system.

Without SITT: the system has no discipline. Without the 90-Day Rhythm, it has no 

recurring operating environment. Without Transformation Champions, capability stays 

externally dependent. Without TIA: learning is lost when the project closes. Without 

Industry and Domain Experts, the system lacks the specialist depth required at critical 

decisions. Without the Strategic Mobilization Partner, no one holds the whole.

The Capability Barometer and Booked Value complete the architecture: connecting 

capability development with measurable outcomes so that progress is not a matter of 

belief.

Together, these are not another transformation methodology. They are the architecture 

through which transformation becomes an enduring management capability.

The measure that matters

The consulting industry has traditionally been organized around delivery: consultants 

perform the work, provide the outputs and leave. The client receives the result, but not 

necessarily the capability through which the result was produced.

MANREAU asks more of the engagement because it intends to leave more behind.

In the early rhythms, the Strategic Mobilization Partner leads. As the system matures, 

Champions assume greater responsibility. Eventually, the organization runs the 

discipline independently, supported selectively by TIA and the Industry and Domain 

Expert ecosystem when required.

The ultimate measure is not whether MANREAU was present for long. It is whether the 

client organization, acting on its own, continues to see more clearly, judge more 

coherently, adapt more deliberately and translate strategy into Booked Value, rhythm 

after rhythm.

That is what a coherent offering looks like. Not a collection of consulting products 

assembled for the engagement. One system, designed from a single conviction, built to 

outlast us.
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Sources

This essay reflects MANREAU's founding proposition and the structural principles behind the 

Transformation Operating System. It is a firm-level positioning document, not a research 

publication.

The Art Behind the Insight

Piet Mondrian — Broadway Boogie Woogie (1942-43)

The Museum of Modern Art, New York

Mondrian’s painting is built from one continuous field of horizontal and vertical relationships. 

Small blocks of red, yellow, blue and white create intersections, pauses and movement across the 

whole composition. No single element explains the work; its energy emerges from the rhythm of 

the complete system.

That is why it accompanies this essay. A Transformation Operating System is not another isolated 

initiative placed on top of the organization. It is the connected structure through which signals, 

decisions, capability and learning move. Like Mondrian’s grid, discipline does not eliminate 

variation, it gives distinct elements a shared rhythm through which the whole can remain 

coherent and alive.
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About MANREAU

A transformation program is not yet a transformation.

Your strategy can be sound, delivery disciplined and change carefully planned. Yet your 

transformation can still fail.

Managing the initiatives is one job. Managing the system that must transform the 

business is another. Most organizations manage the first explicitly. The second goes 

unmanaged. That system is the Transformation Operating System.

MANREAU works with leaders on their Strategic Mobilization to improve the conditions 

for successful transformation by making the Transformation Operating System visible 

and manageable. Strategic intent turns into coherent action, booked and sustained 

value, and the capacity to transform again.

About the author

Waheeda Görlitz is the founder of MANREAU. She works with leadership teams on the 

organizational, political and human system through which transformation becomes executable 

and enduring.

Read the founder conversation

Bring Us the Situation.

Discuss what your organization is facing and where transformation is losing momentum.

Start a Conversation
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