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Executive Summary

Most project management offices tell leaders whether tasks are on schedule. Collective Execution tells them
whether the organization will actually get the value it paid for. That gap is expensive. McKinsey reports that
large-scale transformations fail about 70 percent of the time, and the Project Management Institute found
that 9.9 percent of every dollar invested in projects is wasted through poor project performance.

Collective Execution is BrainDance Collective's executive-led value realization system. Its engine is The
Synapse Method™, a dual-layer operating model that keeps direction (the Signal layer) and delivery (the
Response layer) synchronized through a shared scorecard and a fixed briefing cadence (the Synapse). Every
engagement moves through five executive stage gates, is governed by six concurrent elements, and is
monitored through five lines of sight that roll up into one Composite Execution Confidence Index
(Composite ECI™).

This paper explains each part of the method in plain terms, shows how it governs budgets and project ROI,
and points to the engagements where our team has used it:

What is different: the senior leaders who frame the work stay inside it through delivery, adoption and
verified results.

How it is governed: five gates, each ending in a formal call (proceed, proceed with conditions, correct
course, pause, redesign or stop), backed by a performance tracking dashboard.

How money is controlled: funding is released gate by gate against value evidence, not spent up front
against a plan.

How ROl is proven: every outcome defined at Gate | is independently verified at Gate V, then reviewed
at 30, 60, 90 and 180 days.

Where it has worked: predictive workload selection at the IRS, $500M+ in improved collection
outcomes for a government agency, a 6X larger sales team after a staffing client lost 30 percent of
revenue, and the live SelecSource Staffing transformation.

The Execution Gap: Why Projects Finish and Value Still Leaks

A project is not complete when a system launches or a deliverable is accepted. It is complete when the
organization consistently operates the new way and produces the promised value. Conventional PMOs are
built to measure the first definition, so they miss the second.

They track schedules, budgets and red-yellow-green status. None of those tells a sponsor whether the
business result behind the task is arriving. Value leaks out of the project at four predictable points.
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THE EXECUTION GAP | WHERE PROMISED VALUE LEAKS

Collective Execution

Projects can finish on time and on budget while the value they were funded to produce drains away at four predictable points.

Bad assumptions

STRATEGY

100% of the
value case

Baseline never
validated or retested

Misaligned tasks

3

Busy, on-time work tied
to no approved outcome

Siloed decisions

Finance, ops and tech
decide apart and collide

Poor adoption

VALUE

what actually
arrives

System is live; the old
workaround still rules

70%

of large-scale transformations
fail to reach their goals

McKinsey & Company, 2022

9.9%

of every dollar invested in projects
is wasted by poor performance

PMI Pulse of the Profession, 2018

4 BrainDance Collective analysis

leak points a red-yellow-green
status report never measures

Figure 1: The Execution Gap: four points where funded value leaks out of on-schedule projects.

Leak point What it looks like Why a conventional PMO misses it

Bad assumptions

Misaligned tasks

Siloed decisions

Poor behavioral
adoption

L]
. Issue No. 3

The value case rests on a baseline nobody
validated

Work is busy and on time but traces to no
approved outcome

Finance, operations and technology decide
in parallel and collide

The system is live; the old workaround is
still in use

© 2026 The BrainDance Collective, LLC

Assumptions are written once and never
retested

Tasks are tracked; outcomes are not

No single leadership view across functions

Change is a communications plan bolted
on near go-live
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The Execution Chasm

The difference between a conventional PMO and Collective Execution shows up in five places:

m Conventional PMO Collective Execution

Translate strategy into coordinated action and

Core mandate Track schedules, budgets and status .
enterprise value
. . Behaviors changed and promised value
Definition of done Deliverable accepted, system launched . e &
realized
Leadership role Passive steering-committee updates Senior judgment applied inside the work
. . . Diagnose why, recommend the correction,
Response to risk Log the issue and alert leadership & ¥
execute the recovery
. What happens next, and which intervention is
Reporting focus What has happened? bP

required?
The rest of this paper describes the operating model that closes that chasm.

Built by Operators, Not Theorists

The BrainDance Collective is a firm of experienced executives who embed inside client organizations to solve
complex problems, serving private companies, investors and government agencies. The collective brings 150+
years of combined executive experience and 120+ legacy corporate and government clients across 15+
sectors.

Both founders have made payroll, carried risk and run delivery teams. That changes how the method is
designed: there is a difference between recommending change and being accountable for the result. The
Synapse puts that accountability into the structure of every engagement. The IRS engagement described
later in this paper, which Ivona Grimberg led at Booz Allen Hamilton, became the template for the Synapse;
Tracy Williams has applied the same discipline as contract CFO, turnaround lead and operating partner.

The collective's experience spans consulting (Accenture, Booz Allen, Deloitte, EY), technology (Google,
Microsoft), banking (Bank of America, Wells Fargo), private capital (Altair Acquisitions, Key Equity Capital,
Sovereign's Capital) and government. Cross-enterprise pattern recognition is the practical payoff: a risk that
looks new to one client has usually been seen, and solved, in another sector. Senior resources including
Howard Bush, Girish Tahiliani and Sheetal Maithel extend the bench on larger programs.

The Synapse Method: Two Layers, One Rhythm

The Synapse Method runs every engagement on two layers that work differently by design, joined by one
mechanism that keeps them in step. Leadership direction flows down into technical work, and technical
progress flows back up as leadership-ready findings, on a defined rhythm rather than an ad hoc one.
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COLLECTIVE EXECUTION

THE SYNAPSE METHOD™

Three layers across five executive stage gates. Direction flows down, findings flow up, and the value loop closes at Gate V.

n )

| III

(1 A v
FRAME ARCHITECT MOBILIZE DRIVE REALIZE
Diagnose Design Mobilize Execute Institutionalize

SIGNAL

direction, capital

decision rights and
risk appetite

Assess governance,

Set success metrics,

funding and risk
thresholds

Secure funding,
sponsors and the
steering committee

Run executive
briefings; decide
and intervene early

Approve the
sustained operating
model

and judgment

direction

NA

shared scorecard +
fixed cadence

findings

RESPONSE Inventory systems, Build plans, KPIs Onboard specialists; Run parallel Hand off, train

data, process and and the technical stand up tools and workstreams; feed owners, embed
systems, data capacity architecture data pipelines the scorecard improvement
and delivery

Six possible gate calls: proceed - proceed with conditions - correct course - pause - redesign - stop

Figure 2: The Synapse Method™, BrainDance's proprietary three-layer, five-gate operating model.

Who sits in it What it carries What it produces

Sponsor, board or executive Direction, capital and Decisions, funding releases,

Signal . .
'gha team, CFO, capital partners judgment gate calls
Svnabse BrainDance principals as the A shared scorecard and a Leadership-ready findings and
ynap connecting tissue fixed briefing cadence intervention briefs
Workst leads, deli . Worki bility and th
Response orkstream leads, delivery Systems, data and delivery orking capability and the

specialists, vendors evidence that it works

Why the Synapse is the point. In most organizations the two layers meet only when something has gone
wrong. The Synapse fixes when and how they meet: the same scorecard every time, the same cadence every
time (weekly executive reviews and bi-weekly briefings are typical), and a standing agenda of decisions due,
risks rising and interventions recommended. Leaders stop being surprised, and delivery teams stop waiting
for decisions.
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The Five Executive Stage Gates

Every engagement passes through the same five gates, and every gate ends in a formal call backed by the
performance tracking dashboard. The gate names (Frame, Architect, Mobilize, Drive, Realize) and the stage
names (Diagnose, Design, Mobilize, Execute, Institutionalize) describe the same five steps from two angles:
the gate is the question leadership must answer, and the stage is the work that answers it.

The six gate calls. At the end of each gate the Signal layer chooses one: proceed, proceed with conditions,
correct course, pause, redesign or stop. The willingness to stop an initiative is a feature of the method. It is
what protects the budget, as the budgeting section shows.

Gate I: Frame (Diagnose)

Gate question: Are we solving the right problem?

Signal work: assess the governance structure and decision rights; review the capital position and risk
appetite; name the executive sponsor and escalation paths.

Response work: inventory systems, data and technical debt; assess team capacity and skill gaps; map
existing processes and workflows.

Exit evidence: agreed objectives, a measured baseline, a value case and a scope boundary.

What it means in practice: no work is organized until the outcome is defined. If the baseline cannot be
measured, the gate does not close.

Gate II: Architect (Design)

Gate question: Have we designed an executable solution?

Signal work: define success metrics and the governance cadence; set funding and resourcing
parameters; approve the blueprint and the risk thresholds.

Response work: build workstream plans and milestones; define KPIs and reporting requirements; draft
the technical and process architecture.

Exit evidence: an integrated roadmap, a governance charter, a resource plan and a measurement plan
tied to every outcome.

What it means in practice: the design is executable when every major activity traces to an approved
outcome. Work that cannot be traced is flagged as orphan work.

Gate III: Mobilize

Gate question: Are leaders and teams prepared to execute?

Signal work: secure funding and resource commitments; engage capital partners or contract vehicles;
formalize the steering committee.

Response work: recruit and onboard delivery specialists; stand up tools, environments and data
pipelines; establish vendor and partner relationships.

Exit evidence: workstreams launched, an owner named for every deliverable, and the risk register
populated with real owners.

What it means in practice: risks are exposed before spending accelerates, not after.
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Gate IV: Drive (Execute)
Gate question: Are we making the right interventions?

Signal work: hold the recurring executive briefings; track performance against plan; manage risk
escalation and decisions on time.

Response work: run parallel workstreams against milestones; track risks and dependencies; feed live
data into the shared scorecard.

Exit evidence: controlled delivery, decisions made inside their deadlines, and adoption that can be
measured, not just reported.

What it means in practice: this is where the Synapse earns its keep. Each briefing ends with decisions,
not just updates.

Gate V: Realize (Institutionalize)
Gate question: Did the organization obtain and sustain the value?

Signal work: approve the sustainable operating model; establish the long-term governance rhythm;
capture lessons learned.

Response work: hand off systems with full documentation; train internal teams for ownership; embed
continuous improvement mechanisms.

Exit evidence: validated outcomes against the Gate | baseline, embedded ownership and a sustainability
plan.

What it means in practice: the engagement is not done when the work is delivered. It is done when the
client runs it without us and the numbers hold.

The Six Elements: Forces Applied Concurrently

The gates set the order of the work; the six elements set its quality. They are not sequential steps. All six run
at once, from Gate | to Gate V, and each one produces an artifact leadership can inspect.
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SIX ELEMENTS, APPLIED CONCURRENTLY

Collective Execution

All six run from Gate | to Gate V. Shading shows where each element carries the most weight.

':° Outcome Architecture

° Executive Integration

° Delivery Command

° Intelligence and Foresight

° Adoption and Operating Change

ge Value Assurance

| Frame Il Architect Ill Mobilize IV Drive

- Peak weight

l Element 1 i< the ¢ ct oL e tested in Eleme
in Element 1 is the exact outcome tested in Element ¢

Present Building

V Realize 30 to 180

WHAT LEADERSHIP SEES

Outcome Architecture Map

Enterprise Value Scorecard

Integrated Execution Roadmap

Risk and Assumption Radar

Organizational Adoption Heatmap

Value Leakage Analysis

Figure 3: The six elements of Collective Execution and the gates where each carries peak weight.

What it means What leadership sees

1. Outcome Architecture

2. Executive Integration

3. Delivery Command

4. Intelligence and
Foresight

5. Adoption and Operating
Change

6. Value Assurance

L]
. Issue No. 3

Define what the initiative must accomplish before
organizing the work: objectives, value drivers, scope
boundaries and the trade-offs executives must
resolve

One integrated leadership view across strategy,
operations, technology, finance, risk and people, so
second- and third-order consequences surface early

Disciplined control of execution: integrated
roadmaps, dependency mapping, critical-path
management and recovery plans. Minimum
bureaucracy, maximum control

Leading indicators instead of status reports: risk
sensing, early-warning triggers, assumption testing
and Al-enabled analysis

Behavioral adoption treated as delivery: process
redesign, frontline participation, manager
reinforcement and transfer to business ownership

Independent testing of whether promised value is
produced: benefits scorecards, readiness reviews,
stabilization and 30/60/90/180-day value reviews

© 2026 The BrainDance Collective, LLC

Outcome Architecture Map;
every activity traced to an
outcome, orphan work flagged

Enterprise Value Scorecard;
Cross-Workstream Dependency
Map

Integrated Execution Roadmap;
Capacity and Constraint View

Risk and Assumption Radar;
Composite ECI trend
Organizational Adoption
Heatmap; Adoption Confidence

Score

Value Leakage Analysis;
realized vs. planned value
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Element 1 and Element 6 are wired to each other. The outcome defined at the very beginning is the exact
outcome tested at the very end, which is how the method closes the common gap between “project
completed” and “business result achieved.”

The Senior-Leader Delivery Model

The method only works if experienced people stay inside it. Four commitments make that explicit:
Executive continuity. The leaders who frame the engagement remain involved through implementation
and value realization. We do not place senior leaders at the front and junior teams behind the work.

Judgment at the point of execution. Senior experience is applied inside the work, not reserved for
steering-committee meetings.

Detail without losing altitude. The team moves from board-level outcomes to process-level detail and
back without breaking alignment. Traditional consultants tend to stay at 30,000 feet; conventional
PMOs tend to stay on the ground.

Constructive intervention. We do not simply report issues. We diagnose why work is off track,
recommend the correction and help execute the recovery.

Continuous Visibility: Lines of Sight, ExecutionOS and the
Composite ECI

Leaders get one integrated view of outcomes, decisions, risks, dependencies, adoption and realized value,
refreshed continuously rather than at month end. That view rests on five lines of sight, is delivered through
ExecutionOS™, and is summarized in one number.

Five Lines of Sight
I
Enterprise value Financial, strategic, customer and mission outcomes
Execution Milestones, critical path, capacity, quality and dependencies
Decisions Open decisions, decision rights, timing and downstream effects
Risk Threats, assumptions, controls, emerging conditions and interventions
Adoption Behavior, process use, leadership reinforcement and sustainability

ExecutionOS: The Technology Layer

ExecutionOS keeps monitoring, validating and ensuring execution after we leave. Its six modules mirror the
method: an Executive Command Center that answers “are we winning?” on one screen; Outcome and Value
Architecture; Integrated Execution (connected to tools such as Jira, Asana, Smartsheet or MS Project);
Decisions, Risk and Dependencies; Adoption and Change; and Value Assurance. It can run as a standalone
subscription, as the technology layer of an engagement, or as the digital leave-behind when an engagement
ends.
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The Composite ECI and the Executive Intervention Brief

The Composite Execution Confidence Index is one integrated performance metric: the probability that an
initiative delivers its intended outcome. It combines five complementary signals, and when it uncovers a gap,
it is paired with an Executive Intervention Brief so leadership gets a decision, not just an alert.

COMPOSITE ECI™ | FROM FIVE SIGNALS TO ONE DECISION

Five complementary signals roll into one probability. A gap does not raise an alarm:; it produces a brief.

Decision Velocity

speed and quality of decisions

results hold without support

& ) -
. Executive
Value Realization Composite ECI . .
Intervention Brief
verified vs. planned benefits
Adoption Confidence >
—> —>
likelihood the change embeds
low high
probability of the
Dependency Exposure intended outcome
° Recommended decision
risk from open dependencies \_ J
No: hold the
cadence; next ‘ Accountable owner
weekly review
Sustainability Confidence N
° Required timing

Weighting is configured by project type; adoption is scored from usage, training and reinforcement, not self-report.

Figure 4: The Composite ECI™ converts five leading signals into one probability and, when a gap appears, an Executive
Intervention Brief.

The ECl is a decision aid, not a guarantee, and its weighting is configured by project type: an ERP rollout
weights adoption more heavily than a cost-out program does. Adoption is scored from training completion,
system usage and manager reinforcement, not from self-reported status.

Core Operating Artifacts

Every engagement produces the same working set, so leadership always knows where to look: Outcome
Architecture Map, Enterprise Value Scorecard, Integrated Execution Roadmap, Cross-Workstream
Dependency Map, Risk and Assumption Radar, Capacity and Constraint View, Organizational Adoption
Heatmap, Value Leakage Analysis and the Executive Intervention Brief.

Budgeting Under Collective Execution

Under Collective Execution the budget is released in tranches as each gate proves its case, so most capital
stays uncommitted, and stoppable, until delivery is demonstrably on track. A conventional program approves
its budget once, at kickoff, and then reports burn against it. By the time burn reveals a problem, most of the
money is already committed.
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Gate-released funding keeps most capital stoppable until delivery is proven

Cumulative share of program budget committed at the close of each gate (illustrative allocation)

TRANCHE RELEASED
Upfront approval: 100% committed at kickoff

100% —  ——————————— — — — — — — — — — — [ )
N +5%
100% W 5%
® Gate I: Baseline and value case
85%
75% 65% still I +10%
uncommitted Gate II: Roadmap and KPIs approved
and stoppable
after Gate Ill
I 0%
50%
Gate Ill: Owners named, risks exposed
4
o I +50%
35%
25% Gate IV: Value forecast holds vs. burn
()
+15%
5% 15% I -15%
[ ] Gate V: Value verified, ownership moves
0%
Gate | Gate Il Gate Il Gate IV Gate V
Frame Architect Mobilize Drive Realize
=@= Collective Execution: gate-released == Conventional: approved once at kickoff Capital still stoppable

Figure 5: Gate-released funding versus upfront approval. Tranche sizes are illustrative; actual tranches are set at Gate |I.

The tranche sizes above are illustrative. The principle is not: each gate call is also a funding decision.

How the Budget Is Built and Governed

¢ Build the budget from the value case, not the task list (Gates | and Il). The Gate | baseline and value
case set the ceiling: what the outcome is worth determines what the program can rationally cost. The
Gate Il roadmap then prices the work in five lines: BrainDance fees, internal team time, technology and
vendors, adoption and training, and contingency.

¢ Release funding by gate. The Signal layer releases each tranche only when the prior gate's exit evidence
is in hand. Frame and Architect are deliberately inexpensive; the large spend in Mobilize and Drive is
released only after the design is approved.

» Hold contingency at the Signal layer. Contingency is not spread across workstreams where it quietly
gets consumed. It sits with the sponsor and is released by named decision, recorded in the decision
ledger.

¢ Track burn against value, not just against plan. Every scorecard shows spend beside forecasted and
realized value. A workstream that is on budget but whose value forecast is falling is flagged, because on
budget is not the same as worth it.

o Reforecast at every gate. Cost to complete and value to come are both re-estimated at each gate, so
ROl is always current.

¢ Make resourcing trade-offs explicit. When speed costs money, leadership chooses with the numbers in
front of it. At SelecSource, for example, we laid out sequential 45-day sprints delivered by the current
team against a fully resourced parallel option that starts sooner at higher cost, and let the CEO decide.
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What the Sponsor Sees at Each Gate

Budget question answered Released when

I: Frame Is the outcome worth funding at all? Baseline measured and value case agreed
Il: Architect What will it cost to deliver, line by line? Roadmap, KPIs and risk thresholds approved
111: Mobilize Are the right resources committed? Owners named, tools stood up, risks exposed

Scorecard shows value forecast holding

IV: Dri Is spend still buying value? :
rive S Epen sall binyhg vElE against burn

V: Realize What does it cost to sustain? Value verified and ownership transferred

Project ROI: Defined at Gate I, Proven at Gate V

In Collective Execution, ROl is not a slide in the business case. It is a number that is baselined at Gate |,
forecast at every gate, and verified independently at Gate V and for 180 days after. Because Outcome
Architecture and Value Assurance are wired together, the value promised and the value tested are the same
value.

How ROI Is Calculated

ROI = (Verified value - Total program cost) + Total program cost
lllustrative: a $1.2M program producing $3.0M of verified first-year value returns (3.0 - 1.2) + 1.2 = 150 percent.

Verified value is measured against the Gate | baseline, net of what would have happened anyway, in
one of five categories: cost reduction, revenue growth, risk avoidance, customer or mission experience,
and new capability.

Total program cost is the full cost: fees, internal team time, technology, adoption and training, and
contingency used. Leaving internal time out is the most common way ROI gets overstated.

Four States of Value

Value state What it means When it is set

Planned The value case the sponsor approved Gate |, confirmed at Gate Il
What the program will deliver if current trends Re-estimated at every gate and in each
Forecasted .
hold briefing
Realized Value_ measured in the business against the Gate V
baseline
Sustained Value still present without BrainDance support 30, 60, 90 and 180-day reviews

The distance between those states is where value leaks, and it is what ExecutionOS makes visible.
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Four states of value: where the gap is visible, it can be managed

ExecutionOS representative dashboard; cumulative value in $ millions (illustrative data, not a client result)

Planned
38M
value case approved at Gate | $

$7M leakage
—

. Forecasted $31M
if current trends hold
$12M not yet verified

Realized $19M
verified against the baseline

Sustained |
30, 60, 90, 180-day reviews |

: pending

$0 $10M $20M $30M $40M

Collective Execution

50%

of planned value
verified so far

$7T™M

forecast leakage:
target of intervention
briefs

Figure 6: The four states of value on a representative ExecutionOS™ dashboard (illustrative data, not a client result).

Why ROI Holds Up Under This Method

¢ Baselines are measured, not assumed. Gate | does not close until the baseline is real.

¢ Leading indicators predict ROI before it is lost. The Composite ECI moves weeks before realized value

does, so intervention happens while it is still cheap.

¢ Orphan work is cut. Work that does not trace to an approved outcome consumes capacity without

contributing to ROI; Outcome Architecture surfaces it so leadership can stop it.

¢ Adoption is counted as delivery. A launched system nobody uses has an ROI of zero; the Adoption

Confidence Score keeps that risk on the scorecard.

e Value is tested by someone other than the builder. Value Assurance reviews are independent of the

delivery team, so the program is not grading itself.

Evidence in Practice

The Synapse Method was not designed on a whiteboard. It was distilled from engagements our team has led
in government, private equity, technology and staffing. Three examples show it end to end.

A\ Issue No. 3 © 2026 The BrainDance Collective, LLC
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Case 1: IRS Large Business & International Division

LB&I needed to sharpen how it selected discretionary workload cases tied to complex tax planning strategies
used by multinational corporations: too many resources were going to the wrong cases. As project lead,
Ivona Grimberg ran the engagement across both layers at once, connected by bi-weekly executive briefings
with LB&l leadership.

Signal (LB&I leadership) Response (specialists, DataMart, data science)

Flags weak selection of complex

Frame .. Assess current data
multinational cases
Architect Sets the goal: better selection, proven by Design predictive models; define new selection
change rates variables
e . Working sessions convene specialists, scientists
Mobilize Sponsors the effort across practice areas & P
and assessment leads
Drive Bi-weekly executive briefings keep Validate variables, build models, estimate
leadership steering assessment impact
. Accepts findings into standing workload Data, queries, models and recommendations
Realize . .
operations transition to the LB&I team

The bi-weekly briefing is a direct, real-world instance of the Synapse: it kept leadership decisions and model
development in lockstep, and the deployed model improved workload selection.

Delivered by our team while at Booz Allen Hamilton, before BrainDance Collective was founded.

Case 2: SelecSource Staffing (The Method Running Live)

SelecSource is a Georgia light-industrial staffing firm with strong fill rates, weak associate retention and
stalled revenue growth. BrainDance, led by Tracy Williams and Ivona Grimberg, is running its transformation
on the Synapse Method now, with CEO David Webb as sponsor.

Diagnosed the real problem: orders were filled, but associates did not stay, so recruiter time went

Frame o
to backfills instead of new accounts

Value proposition relaunch (“Build Better People, Build Better Outcomes”), technology stack
Architect assessment, and a business development plan with a phased five-stage rollout and a $12M
revenue target

Leadership, branch manager and all-hands launch meetings (September 8 to 11, 2026) and a

Mobili .
obtlize governance kickoff (September 14)
A 90-day technology and process implementation (September 8 to December 31, 2026):

Drive TempWorks retained as the core, overlapping tools consolidated, a weekly CEO-led dashboard
review and QBR calendar, and sequential 45-day sprints on turnover, Al and business
development

Realize 2027 business planning with the CEO and VP of Finance, building a 3 to 5 year forecast so the

operating rhythm outlasts the engagement

A\ Issue No. 3 © 2026 The BrainDance Collective, LLC Page 14
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The shared scorecard tracks revenue, gross margin, fill rate, time to fill, active headcount and 7, 30 and 90-
day associate retention by branch and by client, with early-warning flags for associates and accounts at risk.
Outcomes will be verified at Gate V against the Gate | baseline.

Case 3: Engagements Across Sectors

Case studies published on the BrainDance website show each element of the method producing measurable
results:

Predictive collections modeling, $500M+ in improved fund collection

Intelligence and Foresight

government agency outcomes
. . 10X efficiency gain on a fully manual
Process automation, Treasury agency Delivery Command Ve Y
workflow
. . . 25% sales increase, 6X sales team, 15%
Enterprise change management, Adoption and Operating rec:uitin Ief'ﬁcienc ain after losin aoclient
staffing and logistics Change B i &

worth 30%+ of revenue

Board and operating partner role, PE- . 30%+ overhead reduction; 5%+ long-term
Outcome Architecture .. .
owned telecom operating income gain

M&A program management, public
safety integrator

Up to 50% revenue growth over 3 years;

E tive Int ti . .
xecutive Integration $30M+ new revenue; $1.5M+ in tax credits
Software company turnaround Value Assurance $23M raised; monthly cash use down 25%+

Enterprise cloud modernization, Delivery Command 100+ applications migrated under a 4-year,
government IT ¥ ~100-person PMO

Autonomous infrastructure monitoring, . . Projected 60% cost efficiency gain; $100M+
Intelligence and Foresight . .
government IT potential savings

Several million saved on wind-down; several

. K risk £ Vel .
Community bank risk management xecutive Integration million in fines avoided

The pattern across these results is the method's thesis: outcomes were defined first, leadership stayed
engaged on a fixed rhythm, and value was measured rather than assumed.

From Engagement to Ownership

Every engagement is designed to end with the client running the system, not depending on us. That reflects
BrainDance's philosophy of accountability and committed delivery, and it happens in four planned steps.
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THE OWNERSHIP TRANSFER PATH

Every engagement is designed to end with the client running the system and the numbers holding.

1. BrainDance led 2. Jointly operated 3. Client operated \ 4. Value Assurance ‘\t-%
We configure framework, Decisions and 5 . “; Periodic independent /\
governance, measures interventions managed Client ns Gy c{ay, /  reviews recalibrate /
. N = we monitor and guide / 5 /
and reporting side by side / and surface risk /

| H TEEEE "N ——

| BrainDance share of operating effort - Client ownership Illustrative shares

Figure 7: The four-step ownership transfer path from BrainDance-led to client-operated.

BrainDance led. We configure the framework, governance, measures and reporting.
Jointly operated. BrainDance and client leaders manage decisions and interventions side by side.
Client operated. Client personnel run the day-to-day operation; BrainDance monitors and guides.

Value Assurance. Periodic independent reviews recalibrate the scores and surface new risk.

How Clients Engage
Core A single project or smaller Project and workstream management, outcome mapping,
organization risk and decision registers, standard dashboards
Enterprise A portfolio or enterprise-wide Executive Command Center, cross-project dependencies,
P program resource and capacity views, adoption analytics
. Leaders who want predictive Composite ECI, intervention engine, scenario modeling,
Intelligence . .
insight custom scoring models
Advisor Technology plus BrainDance Periodic executive reviews, independent health assessments,
Y leadership quarterly value assurance, senior advisor access

The method applies to private-equity portfolio operating partner work, founder- and family-owned growth
companies, and government entry and mission delivery alike.

Conclusion

Most PMOs tell leaders whether tasks are on schedule. Collective Execution helps leaders know whether the

organization is making the right decisions, executing the right work, changing the right behaviors and
producing the promised value.
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For sponsors and operating partners, the imperative is clear. Do not fund a plan and hope value emerges at
the end of it. Define the outcome first, keep senior judgment inside the work, release capital as evidence
arrives, and test the result with someone other than the builder.

Final Thought
Project administration is no longer enough. Verified value is the only finish line.

Frame before you fund. Verify before you call it done.

If you are ready to talk through what Collective Execution could look like inside your organization or portfolio,
let's connect: letstango@braindancecollective.com.

Appendix: Glossary and Sources

Collective Execution BrainDance Collective's executive-led value realization system

The Synapse Method™ The dual-layer operating model at the core of Collective Execution

Signal layer Direction, capital and judgment: sponsors, executives and capital partners

Response layer Systems, data and delivery: workstream leads, specialists and vendors

Synapse The shared scorecard and fixed briefing cadence that connect the two layers

S Ong of T‘ive decision points (Frame, Architect, Mobilize, Drive, Realize), each
ending in a formal call

Gate call Proceed, proceed with conditions, correct course, pause, redesign or stop

Orphan work Activity that consumes capacity without tracing to an approved outcome

ExecutionOS™ The technology layer that keeps monitoring, validating and ensuring execution

after the engagement

Composite Execution Confidence Index: one integrated metric for the probability

C ite ECI™
omposite of the intended outcome

The issue, implications, choices, recommended decision, accountable owner and

Executive Intervention Brief . .
required timing for a gap the ECl uncovers

Value Assurance Independent testing of whether promised value is produced and sustained

Sources
McKinsey & Company, “Common pitfalls in transformations: A conversation with Jon Garcia,” March 29,
2022: large-scale transformations fail about 70 percent of the time.

Project Management Institute, Pulse of the Profession 2018: 9.9 percent of every dollar invested is
wasted due to poor project performance.

BrainDance Collective website case studies and the Collective Execution infographic.

BrainDance Collective internal materials: The Synapse Method framework, the Collective Execution
presentations and the ExecutionOS dashboard design.
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About The BrainDance Collective

The BrainDance Collective is a collection of experienced executives who design and execute solutions to
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Think Big. Solve Together.

(678) 462-9926 - letstango@braindancecollective.com
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