The Operational Evolution Model™

From Heroic Effort to Operational Confidence

Trust and Estate organizations evolve through five stages of operational evolution. Each transition represents a fundamental shift in how work is performed,
how operational visibility is created and how management directs its attention. The ultimate outcome is A Calm Practice™ —

Level 1 — Heroic
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Success depends on

and interruptions.

individuals and human memory.

Work relies on experienced people.
Information is in their heads.
Understanding what's happening
requires constant conversations

Create a common and
repeatable way of working.

)

where operational confidence, rather than operational effort, becomes the defining characteristic.

Level 2 — Defined

Level 3 — Inherent Visibility

Make operational visibility an
inherent property of the
operating model.

Align the platform with
management's priorities.

THE OUTCOME

Level 4 — Leveraged

Level 5 — Improving
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Processes are defined, The work itself generates Operational information Operational confidence
but visibility requires the information required is trusted and used to becomes the capacity
coordination effort. to perform, coordinate direct the operation. to set and achieve
and manage. new business goals.
There is a common way of Information is accurate and timely.
working. Information is available, Work is performed in a common Decisions are based on current Continuous improvement is
but must be actively maintained. platform. Ownership, priorities, operational reality. The platform embedded in the culture.
Maintaining a shared understanding progress and exceptions are reinforces management's priorities Operational confidence
' requires significant coordination. ' naturally visible. : and drives improvement. ' enables growth, innovation
: ' : ‘ ' and impact.
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Transition 1 \\ ‘ Transition 2 ' ( Transition 3 Transition 4
Institutionalization Inherent Visibility Operational Alignment Continuous Improvement

Turn operational confidence
into organizational capacity.

A Calm Practice™

Where operational confidence, rather than operational effort, becomes the defining characteristic.



The Operational Evolution Model™

Every Trust and Estate organization evolves.

At first, success depends on experienced people who compensate for operational
complexity through knowledge, effort and judgement. As organizations grow, that
approach becomes increasingly difficult to sustain.

The Operational Evolution Model™ describes the five stages through which
organizations progressively reduce operational friction, increase operational confidence
and create the capacity to pursue broader business goals.

The model is intended as a diagnostic framework rather than a scorecard. Organizations
may exhibit characteristics of more than one level, but the framework helps identify the
dominant operating model, the constraints that limit further progress and the transition
required to reach the next stage.

The ultimate outcome is not simply operational efficiency.

Itis A Calm Practice™ - a practice where operational confidence, rather than
operational effort, becomes the defining characteristic.

How to use this model

Read the framework from beginning to end rather than searching for the "best" level.
The greatest value comes from understanding the transition between levels, because
these transitions describe the operational changes required to evolve. The model is
intended to stimulate discussion, identify constraints and provide a roadmap for
continuous improvement.
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The Operational Evolution Model™

Trust and Estate organizations evolve through five stages of operational evolution. Each
transition represents a fundamental shift in how work is performed, how operational
visibility is created and how management directs its attention. The ultimate outcome is A
Calm Practice™ - where operational confidence, rather than operational effort, becomes
the defining characteristic.

Success depends on
individuals and human
memory.

Create a common

Institutionalization | and repeatable
way of working.

Processes are defined,
but visibility requires D
coordination effort.

Make operational
visibility an inherent Inherent

property of the Visibility

operating model.
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Operational confidence
"

becomes inherent,
freeing capacity to set
and achieve new
business goals.

A Calm Practice™

Where operational confidence, rather than operational effort,
becomes the defining characteristic.
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Level 1 — Heroic

Characteristics

* Knowledge resides primarily in people.
* Individuals become indispensable.

* Progress is difficult to assess
objectively.

« Staff regularly interrupt one another for
information.

* New staff require significant mentoring.

Management Focus
Understanding what’s happening

Operating Model

The organization depends primarily on
experienced individuals. Managers
discover reality through conversations,
interruptions and personal experience.

The operation succeeds because capable
people continually compensate for weak
operational systems.

Limiting Constraint
Human Memory

Transition 1

Institutionalization

Realization

The organization recognizes that
important operational knowledge cannot
continue to reside solely in people's
heads.

Objective

Response

Processes become documented.
Responsibilities become clearer.
Expected ways of working become
agreed.

Create a common and repeatable way of working.
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Level 2 — Defined

Characteristics

* There is a common understanding of
how work should be performed.

+ Standard checklists support the work.

* Roles and responsibilities are generally
understood.

* Operational information is available, but
must be actively maintained.

* Operational consistency is possible, but
not guaranteed.

* Operational visibility is possible, but only
through continued coordination effort.

* Review meetings require significant
preparation to establish a shared
understanding of the current state of the
operation.

Management Focus
Maintaining a shared understanding

Operating Model

The organization has moved beyond
reliance on individual memory by defining
how work is expected to be performed.

People now have a common
understanding of the process, and the
foundations for consistent execution have
been established.

However, operational consistency and
visibility are not inherent characteristics of
the operating model. They are achieved
only through continued coordination
effort. As workload and complexity
increase, the effort required simply to
coordinate the work grows alongside it.

The operation itself does not naturally
generate operational visibility; it must be
created through separate coordination
activities.

Limiting Constraint
Coordination Effort

Transition 2

Inherent Visibility

Realization

The organization recognizes that too
much effort is being spent coordinating
the work rather than advancing the work
itself.

Managers and staff spend increasing
amounts of time maintaining a shared
understanding of the operation through
meetings, reports, tracking mechanisms
and operational conversations.

Objective

Response

The organization establishes a
standardized operational platform in
which work is performed, coordinated and
tracked.

As a result, the information required to
perform, coordinate and manage the
operation becomes a natural output of the
work itself.

Make operational visibility an inherent property of the operating model.
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Level 3 — Naturally Visible

Characteristics

» Work is performed, coordinated and
tracked within a common operational
platform.

» The work itself generates much of the
information required to coordinate and
manage the operation.

» Ownership, priorities, progress and
exceptions are naturally visible.

« Staff can self-serve operational
information without interrupting
colleagues.

» Everyone knows which matters require
attention.

* Managers have a consistent view of
operational reality.

» Review meetings begin with a shared
understanding of the current state of the
operation and focus on priorities,
decisions and actions.

Management Focus
Identifying what requires attention

Operating Model

The organization has established a
standardized operational platform in
which work is performed, coordinated and
tracked.

The execution of the work naturally
generates much of the information
required to perform, coordinate and
manage the operation, significantly
reducing the effort required to create
operational visibility.

A shared operational picture now exists,
although people still invest effort
validating information, communicating
priorities and ensuring the operation
remains aligned.

Limiting Constraint
Management Attention

Transition 3

Operational Alignment

Realization

Once the organization trusts the
operational platform, it begins asking a
different question.

Not: “Can the system do this?”

But: “Is the platform directing attention to
the things that matter most?”

Objective

Response

Management progressively aligns
workflows, checklists, dashboards, KPlIs,
exception rules, ownership and
management information with its
operational priorities.

The platform evolves from supporting the
operation to reinforcing the way the
organization wants to operate.

Align the operational platform with management's priorities.
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Level 4 — Leveraged

Characteristics

» Teams work confidently from a shared
understanding of operational reality.

» Exceptions naturally attract attention
while routine work progresses with
minimal intervention.

* Decisions are made earlier because
risks become visible sooner.

* Operational discussions focus on
priorities, judgement and improvement.
» Compliance becomes a natural outcome
of the operating model.

» The organization operates predictably,
even as workload and complexity
continue to grow.

Management Focus
Making operational decisions

Operating Model

The organization trusts the operational
information generated by the work itself.
Attention shifts from understanding the
operation to directing it.

People throughout the organization spend
less time coordinating activities and more
time applying professional judgement to
advancing the organization's operational
priorities.

The operational platform has become the
primary mechanism through which the
organization directs its operations.

Limiting Constraint
Improvement Capacity

Transition 4

Continuous Improvement

Realization

Operational excellence is now the
foundation, not the objective. It has
become an expectation.

The operation no longer constrains the
organization. It enables it.

Objective

Response

The organization redirects its recovered
capacity towards setting and achieving
new business goals and driving
continuous improvement.

Turn operational confidence into organizational capacity.
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Level 5 — Improving

Characteristics

+ Continuous improvement becomes part
of the culture.

+ Operational insight drives ongoing
refinement.

* Knowledge becomes organizational
rather than individual.

» The operating model supports new
business goals as readily as day-to-day
operations.

* Operational confidence becomes an

inherent characteristic of the organization.

Management Focus

Operating Model

The organization has complete
confidence in its operating model and the
operational platform that supports it.

Having escaped the gravitational pull of
day-to-day operational management, far
less human bandwidth is consumed by
remembering, coordinating and
understanding the operation.

The organization can redirect that
capacity towards achieving new business
goals and driving continuous
improvement.

Setting and achieving new business goals

THE OUTCOME

A Calm Practice™

Where operational confidence, rather than operational effort,
becomes the defining characteristic.
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