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Executive Summary

When a respected mid-sized law firm decided it was time to grow up—not just in size,
but in mindset—it faced a challenge familiar to many professional services
organizations: talented people, strong reputation, and stalled performance caused by
misalignment rather than lack of capability.

Operating like a traditional small law firm was no longer enough. Leadership
recognized the need to evolve into an entrepreneurial, high-performing organization—
one defined by clarity, accountability, and shared ownership of results.

What followed was a bold, multi-phased transformation led by Operation Explore,
resulting in renewed trust, faster decision-making, a unified vision, and sustained
financial success.

The Business Challenge
At the surface, the firm appeared successful. Beneath it, however, cracks were forming.

e Morale among non-shareholder staff was declining

« Friction existed between shareholders and staff, eroding trust

« Decision-making was slow and cumbersome, requiring consensus from all
shareholders

« Conversations focused on “people problems” instead of the systems creating
them

« The firm lacked a unifying vision to quide growth and strategy
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Leadership understood that continuing with business as usual would limit the firm's
future. They saw an opportunity to:

Align shareholders around a shared vision

Build effective, cross-functional teamwork

Improve communication and trust across the firm

Create a clear roadmap to become a best-in-class organization
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This was not a skills issue—it was a performance system issue.

The Operation Explore Approach

Operation Explore designed a multi-phased, immersive process focused on real
business challenges—not theoretical exercises. The goal was to build
capability while delivering results.

Phase One: Diagnosing the System & Building Trust

The engagement began with an on-site assessment involving the Managing Director
and Firm Administrator. What quickly became clear: the organization needed shared
insight before shared solutions.

A diverse group from across the firm was invited to participate in a two-day offsite,
designed to surface real issues and begin building a new way of working.

Pre-work: Participants read The E-Myth Revisited by Michael Gerber to shift thinking
from individual contribution to enterprise-level systems.

Key Elements of Phase One:

« Initial resistance gave way to breakthrough engagement

o Use of Real-Time Process® compression planning, Accelerated Learning Labs,
and Team Management Systems tools (Team Management Index and Types of
Work Profile)

« Participants identified, prioritized, and analyzed the firm's most critical
challenges

o Structured meeting and Affinity Diagramming processes accelerated outcomes
while building facilitation and collaboration skills

To establish psychological safety, the group co-created Rules of Engagement,
including a pivotal guideline:
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“No repercussions.”
This single agreement unlocked candor, creativity, and honest dialogue.

The phase concluded with Action Learning Task Teams, charged with answering a bold
question:

What would it take to become the premier environmental law firm in the Southeast?

Phase Two: Strategic Alignment at the Shareholder Level

The second phase focused on what many firms struggle with most: shareholder
alignment and decision-making.

A 2.5-day strategic planning session brought all shareholders into the process. Given
the firm's history, resistance was expected—and encountered. Old patterns of
behavior had to be disrupted before new ones could take hold.

Using Real-Time Process®, expert facilitation, experiential learning, and structured
decision-making, the group moved from guarded participation to full engagement.

The Managing Director set the tone clearly:
“This must be our vision—not my vision.”
Outcomes of Phase Two:
e Ashared, prioritized strategic vision
o Introduction of the D1-D4 Decision-Making Model, clarifying authority and
accountability
e Increased participation, ownership, and trust

« (Candid conversations that had not occurred in years
o Development of the firm's leadership team using Team Management Systems

What emerged was not just a plan—but a new way of leading together.

Phase Three: Firm-Wide Enrollment & Cultural Integration

Transformation only works when it scales.
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Phase Three was a 1.5-day firm-wide enrollment session, marking the culmination of
months of preparation and leadership work.

The newly formed Executive Committee kicked off the session, modeling the firm's
new leadership approach and inviting the entire organization into the future state.

Highlights:

o Teams tackled real firm-wide challenges using Affinity Diagramming

o Employees became co-creators of solutions—not passive recipients of change

e The firm learned and applied the 6-Step Group Problem-Solving Model

e Accelerated Learning Labs aligned the organization around a shared operating
model

For many employees, this was the first time they experienced the firm as a high-
performing team rather than a collection of silos.

Results & Impact
The transformation exceeded expectations.
Organizational Outcomes

« Shareholders became a cohesive, high-performing leadership team

« Creation of an Executive Committee to enable faster, better decisions

o Clear Vision, Mission, Goals, and Values established as a roadmap for growth
« Improved communication, trust, and accountability at all levels

Cultural Shift

e Renewed energy and commitment across the firm

« Employees reported increased confidence in raising issues and contributing
ideas

o Support staff embraced ownership of a high-performance culture

"My firm went from a place | dreaded going every day to a place | enjoy going to.”
— Firm Employee (unsolicited feedback)

“An A-plus—the best strategic planning meeting we have ever had.”
— Longtime Shareholder
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ROI & Sustained Performance

Since implementing the Operation Explore process, the firm has experienced multiple
banner years.

According to the Managing Director:

“The performance of the firm is the best it has ever been. The results are directly
attributable to this process—even while we were investing significant time in task
teams.”

Operation Explore continues to partner with senior leadership to sustain momentum,
embed practices, and reinforce accountability. Participants now carry this commitment
forward into their own teams—multiplying the impact.

Conclusion

This engagement demonstrates what's possible when organizations stop fixing people
and start redesigning performance systems.

By aligning leadership, engaging employees, and embedding practical decision-

making and collaboration tools, this firm didn't just improve morale—it redefined its
future.
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