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The Real Reason 

Organizations all have a corporate strategy. 

But they start ERP, CRM, analytics, and AI transformation programs without an 

actionable, governable transformation strategy that defines the business 

outcomes, required changes, and transformation approach they intend to 

implement. 

Corporate strategy defines where leadership wants the business to go. It establishes 

strategic intent, business objectives, growth priorities, margin expectations, operating 

ambitions, customer commitments, cost targets, and shareholder goals. What it does 

not define is the specific transformation leadership intends to undertake to achieve 

those outcomes. 

The missing step is transforming Sponsor expectations into governed Sponsor 

Intent before Solution Selection, requirements, and implementation begin. 

Sponsor Intent is the Executive Sponsor-owned expression of purpose and foundation 

of the Transformation Definition. It is formed by the three responsibilities the Executive 

Sponsor owns: Business Intent, Scope Intent, and Transformation Approach Intent. 

It becomes the missing input that guides Solution Selection, contractual commitments, 

requirements definition, implementation decisions, and operations. 

Existing transformation artifacts are not designed to fill that need. They justify, authorize, 

sequence, define, govern, or measure work, but they do not preserve Sponsor Intent 

through governed Sponsor Intent Assets throughout the Enterprise Transformation 

Program lifecycle. When transformation strategy artifacts do exist, they are typically too 

high-level to be actionable, governable, and decision-directing. 

And without it, teams do not execute against defined Sponsor Intent. 

They execute against interpretations of the corporate strategy. 

As those interpretations accumulate across multiple implementation steps, decisions 

drift, assumptions replace intent, and outcomes increasingly depend on how people 

interpret what leadership originally meant. 
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For years, organizations have tried to compensate for this ambiguity through 

people. Sponsors, program leaders, consultants, process owners, and implementation 

teams clarified intent through meetings, workshops, steering committees, escalations, 

status reviews, and repeated interpretation. Human judgment has been the primary 

mechanism used to reconstruct and preserve intent as work moved from strategy into 

implementation. 

But the historical record suggests this approach has been insufficient. Despite 

decades of investment in methodologies, governance frameworks, delivery controls, 

change management practices, and implementation disciplines, Transformation 

Programs are consistently reported to underdeliver expectations, exceed budgets, miss 

timelines, and struggle to achieve intended outcomes. 

If human interpretation alone were consistently effective, the transformation track 

record would look very different. People are not the problem. People have been 

asked to compensate for a missing business artifact. 

Organizations create business cases, charters, requirements, governance processes, 

operating models, dashboards, and metrics. What they do not create is an authoritative 

Transformation Definition supported by Sponsor Intent Assets that make Sponsor Intent 

explicit, governable, validatable, and durable throughout the Enterprise Transformation 

Program lifecycle. 

That is the real reason Transformation Programs have underdelivered and overrun 

budgets for decades. 

Now AI raises the stakes. As AI becomes increasingly involved in analysis, design, 

documentation, workflow orchestration, monitoring, automation, and decision support, 

ambiguity is no longer absorbed primarily through human conversation. It is 

increasingly translated into recommendations, configurations, controls, workflows, and 

operating behavior. 

AI does not solve interpretation drift. It amplifies it. If Sponsor Intent is not explicit, 

referenceable, governable, validatable, and durable, AI scales misunderstanding faster, 

more consistently, and across more decisions than any human delivery team ever could. 
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Seven Breakdowns. One Root Cause. 

The same patterns emerge repeatedly as work moves from strategy into implementation 

and operations. 

The individual symptoms are familiar. What is less recognized is that they are all 

connected. 
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These breakdowns are real. 

They are visible. 

They are expensive. 

They appear across industries, technologies, consulting firms, implementation methods, 

operating models, and program types. 

But they are not independent problems. 

They are symptoms. 

They are the visible consequences of a deeper structural gap. 

The step required to transform strategic intent into explicit, referenceable, 

governable, validatable, and durable Sponsor Intent is missing. 

That is the missing connection. 

Every transformation begins with leadership intent. 

Sponsors approve investments because they expect outcomes. They expect business 

change, operational improvement, better decisions, better economics, better customer 

experiences, stronger controls, or improved performance. 

But the moment work moves from strategy into implementation, that intent begins 

passing through a chain of interpretation. 

Strategy becomes a business case. 

The business case becomes a program. 

The program becomes requirements. 

Requirements become designs. 

Designs become configurations. 

Configurations become testing. 

Testing becomes operations. 

Operations become dashboards. 

Dashboards become performance discussions. 

Without an authoritative reference point, teams must interpret what leadership 

intended at every step. 
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No authoritative Sponsor Intent Asset exists for them to reference. 

The seven breakdowns are not the real reason Transformation Programs 

underdeliver. 

They are where the real reason becomes visible. 

If Sponsor Intent is not explicit, leadership expectations remain open to interpretation. 

If Sponsor Intent is not referenceable, teams cannot reliably apply those expectations. 

If Sponsor Intent is not governable, decisions drift from what Sponsors envisioned. 

If Sponsor Intent is not validatable, accountability becomes subjective. 

If Sponsor Intent is not preserved, the organization loses the meaning behind the 

transformation leadership intends to authorize. 

That is why the same breakdowns continue to appear across Transformation Programs. 

They are not seven separate causes. 

They are seven manifestations of the same missing step. 

Seven breakdowns. 

One root cause. 

The step required to transform what Sponsors envision into governed Sponsor 

Intent is missing from the traditional transformation model. 

Without that step, no authoritative Sponsor Intent Asset is created to guide what 

follows. 

 

Corporate Strategy Is Not an Actionable 

Transformation Strategy 

Corporate strategy is defined at a level that is useful for leadership but insufficient for 

transformation teams. 

It establishes strategic intent, business objectives, direction, priorities, targets, and 

ambitions. 

It tells the organization where leadership wants the business to go. 
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But it does not capture the operational meaning of that direction in a form that can 

reliably guide Solution Selection, contractual commitments, implementation decisions, 

governance activities, and operations. 

Transformation teams need an actionable and governable Transformation 

Definition that makes Sponsor Intent explicit. 

They need a practical, authoritative, referenceable, and governable definition of: 

• Intended outcomes 

• Required changes 

• Transformation approach 

• Decision boundaries 

• Acceptable tradeoffs 

• Conditions of Success 

• Validation requirements 

• Evidence expectations 

That is not corporate strategy. 

That is an actionable and governable Transformation Definition. 

Organizations do not create that artifact. 

What Sponsors envision therefore enters implementation through interpretation 

rather than through an authoritative Transformation Definition supported by 

governed Sponsor Intent Assets. 

 

Existing Transformation Artifacts Do Not Fill the 

Gap 

Transformation Programs already produce extensive documentation. Business Cases, 

Charters, Operating Models, Roadmaps, Requirements, Process Maps, SOPs, Governance 

Artifacts, and Metrics all serve legitimate purposes. 

Each answers an important question. None is designed to serve as the 

authoritative Transformation Definition or preserve Sponsor Intent as a durable 

asset throughout the Enterprise Transformation Program lifecycle. 
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Existing 

Artifact What It Does 

What Sponsor Intent Assets 

Provide 

Business Case Justifies the investment by explaining 

expected value, costs, and rationale. 

Defines what Sponsors expect the 

investment to achieve and how 

intended value should be validated. 

Project or 

Program 

Charter 

Authorizes the Transformation 

Program by defining scope, 

sponsorship, roles, responsibilities, 

and governance. 

Preserves the business meaning the 

Transformation Program is intended 

to achieve and provides a durable 

reference point for decisions, 

tradeoffs, and validation over time. 

Operating 

Model Design 

Defines how the business should 

operate through structures, roles, 

processes, decision rights, 

capabilities, governance, technology, 

and information flows. 

Defines why the business is being 

transformed, what change matters, 

what boundaries apply, and how the 

intended operating change should be 

validated. 

Roadmap Sequences work by organizing timing, 

milestones, releases, dependencies, 

and delivery priorities. 

Preserves why the sequenced work 

matters and how each major activity 

connects to Sponsor expectations. 

Requirements Specifies what the solution should do 

through functionality, rules, controls, 

interfaces, and system behavior. 

Defines the business outcomes, 

required changes, decision 

boundaries, and validation logic those 

capabilities are expected to support. 

Process Maps Document how work moves through 

the organization, including activities, 

handoffs, decisions, roles, and 

workflow logic. 

Preserves why the process exists, 

what outcome it is meant to produce, 

and how alignment should be 

evaluated. 

SOP Defines how work should be 

performed once a process or activity 

is operationalized. 

Preserves the Sponsor Intent behind 

the activity so execution remains 

connected to the intended business 

result. 

Governance 

Artifacts 

Manage oversight, decisions, risks, 

issues, status, escalations, approvals, 

and delivery control. 

Defines the business meaning against 

which decisions, tradeoffs, and 

delivery progress should be 

governed. 

Metrics Provide evidence about performance, 

progress, adoption, value, or 

operational change. 

Defines what the evidence is intended 

to validate and whether the intended 

outcome has actually been achieved. 
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The gap is not that these artifacts are unimportant. The gap is that they are 

designed for different purposes. 

They justify, authorize, design, sequence, specify, document, guide, govern, and measure 

the Transformation Program. 

What they do not provide is an authoritative Transformation Definition supported 

by Sponsor Intent Assets whose primary purpose is preserving and governing 

what Sponsors intend as the Transformation Program moves from strategy into 

Solution Selection, contractual commitments, implementation, validation, 

operations, and continuous improvement. 

 

The Capability-Outcome Gap 

Transformation contracts are primarily contracts for capabilities. 

Sponsors, however, are expecting outcomes. 

When Sponsor Intent is not made explicit, the relationship between contracted 

capabilities and expected outcomes remains dependent on interpretation. 

That is how the same Transformation Program can produce two apparently reasonable 

conclusions. 

The implementation partner says: "We delivered the capabilities defined in the contract." 

The Sponsor says: "This is not what I expected." 

Both statements can be accurate. 

The capabilities were documented. The intended outcomes, required changes, and 

transformation approach envisioned by the Sponsor were not. 

That is the capability-outcome gap. 

No authoritative Transformation Definition supported by Sponsor Intent Assets 

connected what the Sponsor envisioned to the capabilities the Transformation Program 

was contracted to deliver. 

The capability-outcome gap is where the missing step becomes commercially, 

operationally, and contractually consequential. 



 

© 2026 Alentra Advisory LLC. All rights reserved. Page 10 of 15 

 

 

The Root Cause Is Structural 

Technology, Program Management, requirements, governance, change management, 

and metrics all influence Transformation Program performance. 

But they do not address the structural gap at the center of the problem. 

Organizations all have corporate strategies. They establish Transformation 

Programs. They define capabilities. They track delivery and performance. 

What they do not create is an authoritative Transformation Definition supported 

by Sponsor Intent Assets designed to make what Sponsors intend and envision 

explicit, referenceable, governable, validatable, and durable throughout the 

Enterprise Transformation Program lifecycle. 

Without that authoritative reference point, teams and partners must interpret Sponsor 

expectations as work moves from strategy through Solution Selection, contractual 

commitments, implementation, governance, and operations. 

For decades, organizations have tried to compensate for that ambiguity through 

human interpretation. Sponsors, program leaders, consultants, and operational 

teams have relied on meetings, workshops, governance forums, reviews, and 

ongoing discussion to reconstruct and preserve intent as work moved through the 

Enterprise Transformation Program lifecycle. 

The historical transformation record suggests that approach has not been 

sufficient. People are not the problem. People have been asked to compensate for 

a missing business artifact. 

Now AI raises the stakes. AI does not solve interpretation drift. It operationalizes 

it. Ambiguity can be translated into recommendations, configurations, controls, 

workflows, analyses, and operating behaviors at scale. 

Requirements define capabilities. 

Program governance controls delivery. 

Metrics provide evidence. 

Operating model design defines how the business will operate. 



 

© 2026 Alentra Advisory LLC. All rights reserved. Page 11 of 15 

 

But none provides the complete business meaning that connects what Sponsors 

envision to what the Transformation Program delivers. 

This difference reflects the boundary between Intent Governance and Execution 

Governance. Intent Governance governs purpose: what the organization intends to 

achieve, what must change, which boundaries apply, and how leadership expects the 

transformation to occur. Execution Governance governs behavior: how approved work, 

resources, tasks, milestones, risks, issues, and delivery commitments are managed. 

Executive Sponsors require both. Execution Governance cannot substitute for an 

authoritative definition of purpose. 

Business Intent Design is the missing step. 

Business Intent Design is the discipline of defining, validating, and governing Sponsor 

Intent before contractual commitments are made. It helps Executive Sponsors govern 

the three responsibilities they own: Business Intent, Scope Intent, and Transformation 

Approach Intent. Together, these form Sponsor Intent, the Executive Sponsor-owned 

expression of purpose and foundation of the Transformation Definition. 

Business Intent Design ensures that the Sponsor-owned decisions materially influencing 

Solution Selection, SOW scope, commercial commitments, accountability, and expected 

outcomes are explicit, governable, and durable throughout the Enterprise 

Transformation Program lifecycle. 

That Sponsor Intent is preserved through governed Sponsor Intent Assets that teams, 

partners, systems, and AI can consistently reference, apply, and validate against 

throughout implementation and operations. 

Without that governed foundation, organizations attempt to govern outcomes 

without an authoritative definition of the outcomes they intend to achieve, the 

changes required to achieve them, the boundaries that govern decisions, or the 

evidence required to validate success. 

That is the real reason Transformation Programs underdeliver expectations and 

overrun budgets. 
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Ready for the Next Step? 

This Executive Briefing established the need for Business Intent Design. 

The next question is practical: 

How should Executive Sponsors apply Business Intent Design before major 

transformation commitments are made? 

That is the purpose of Alentra’s Transformation Strategy and Solution Selection 

approach. 

The Complete Solution Selection Playbook provides the detailed explanation and 

practical application of Business Intent Design introduced in this briefing. It shows 

Executive Sponsors how to define the transformation before Solution Selection begins, 

apply Sponsor Intent throughout solution and implementation partner evaluation, 

translate that intent into commercially actionable commitments, and preserve alignment 

throughout implementation, validation, operations, and continuous improvement. It also 

establishes the Sponsor-owned decision foundation that The CFO-TA, the Executive 

Sponsor Platform, operationalizes throughout the Enterprise Transformation Program 

lifecycle. 

Executive Sponsors have remained underserved by the transformation ecosystem. 

Delivery teams have access to project management systems, requirements tools, 

architecture platforms, testing platforms, service management systems, implementation 

methodologies, and other forms of execution infrastructure. Executive Sponsors have 

lacked a comparable platform built specifically to help them perform the responsibilities 

only they can legitimately own. 

The CFO-TA is the Executive Sponsor Platform. It is a Business-Side platform purpose-

built for Executive Sponsors responsible for major transformation investments. The 

platform helps Executive Sponsors govern their three Sponsor-owned responsibilities: 

Business Intent, Scope Intent, and Transformation Approach Intent. Together, these form 

Sponsor Intent, the Executive Sponsor-owned expression of purpose and foundation of 

the Transformation Definition. 

Sponsor Intent Lifecycle Management Studio is a major platform capability used to 

establish, preserve, validate, monitor, improve, and prove Sponsor Intent. A governed 

artifact chain operationalizes Sponsor Intent throughout the Enterprise Transformation 

Program lifecycle, connecting what leadership approves with Solution Selection, 
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contractual commitments, implementation decisions, validation, operations, evidence, 

and continuous improvement. 

Inside the Playbook 

• How Business Intent Design establishes governed Sponsor Intent before 

contractual commitments are made 

• How Executive Sponsors define and govern Business Intent, Scope Intent, and 

Transformation Approach Intent as the Sponsor-owned foundation of the 

Transformation Definition 

• How Core Business Definitions, Sponsor Intent Assets, Conditions of Success, 

decision boundaries, accountability requirements, validation requirements, and 

evidence requirements make Sponsor Intent actionable and governable 

• How the Transformation Strategy Offering creates Solution Selection readiness 

before vendors, implementation partners, proposals, and commercial 

commitments are evaluated 

• How to establish an approved Evaluation Framework that governs 

demonstrations, Solution Selection, implementation partner selection, tradeoff 

decisions, proposal evaluation, SOW development, and contracting 

• How to evaluate the complete solution and implementation partner combination 

against Sponsor Intent rather than evaluating software capabilities in isolation 

• How to evaluate assumptions, exclusions, dependencies, responsibilities, 

contingency, tradeoffs, vendor sustainability, transformation depth, and delivery 

credibility before they become contractual obligations 

• How to develop a detailed implementation plan and ensure the implementation 

plan, SOW, and price describe the same Transformation Program and establish 

the baseline for future governance, reporting, invoices, forecasts, and change 

orders 

• How to translate Sponsor Intent into commercially actionable commitments 

without replacing the authoritative Sponsor-owned foundation of the 

Transformation Definition 

• How validation, Outcome Evidence, Business Intent Testing, and Sponsor Intent 

Validation Plans enable Executive Sponsors to determine whether the evolving 

Transformation Program remains aligned with Sponsor Intent and intended 

outcomes 
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• What Executive Sponsors must own and govern, what can be delegated, which 

decisions require Sponsor authorization, and how Sponsor Intent remains 

authoritative throughout implementation and operations 

• How the Transformation Strategy Offering, Solution Selection Offering, and The 

CFO-TA create one continuous Sponsor-Side decision progression from strategic 

direction through operations and continuous improvement 

Get the Complete Solution Selection Playbook 

The Executive Sponsor's guide to making better transformation decisions, preserving 

Sponsor Intent, and ensuring what leadership approves is what gets delivered. 

https://www.alentraadvisory.com/get-playbook 

 

  

https://www.alentraadvisory.com/get-playbook
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