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ABOUT SYNOZUR

Synozur is proud to be a woman-owned boutique advisory firm focused on transforming the business
landscape for clients, making the desirable achievable. Our empathetic approach is tailored to your
unique journey, navigating the complexities of transformation and strategic planning with ease. Our
consultants have decades of experience delivering global strategic advisory services that elevate you
to achieve breakthrough innovation.

With Synozur, we'll help set the heading for excellence.

EXECUTIVE SUMMARY

In today's fast-paced business environment, organizations are continually challenged to improve
efficiency, enhance decision-making, and drive sustainable growth. This white paper explores the
concept of Company Operating Systems (CoS) and how they can transform business operations,
enhance leadership effectiveness, and drive sustainable growth. Drawing on insights from our recent
presentations and projects, this paper provides a detailed roadmap for implementing a CoS tailored
to your organizational needs. We also supplement these insights with external data to present a
comprehensive picture of the transformative potential of a CoS.

While a company operating system has transformative potential, its deployment should be carefully
planned and executed, focusing on foundational collaboration, communication, productivity, and
security. That's why Synozur offers guidance and resources for adopting CoS, such as workshops,
seminars, pilot projects, adoption programs, success stories, and more.

INTRODUCTION

As organizations strive to stay competitive in an increasingly complex market, the need for a structured
approach to management becomes more evident. The Company Operating System (CoS) emerges as
a solution that offers clarity, focus, and a framework for sustainable growth. This paper delves into the
core components of a CoS, its benefits, and real-world applications, providing a blueprint for
businesses seeking to enhance their strategic planning and operational efficiency.

Many companies struggle with a lack of focus on leadership. According to a McKinsey report, only 7%
of CEOs believe their companies are building effective leadership.

Despite decades of MBA scholarship and countless attempts, many companies never move beyond
“"BOPSAT" (Bunch Of People Sit Around Talking) to set goals, review progress, and make decisions.
Moving beyond BOPSAT opens pathways for organizational focus and intentionality.

And the costs of not acting can add up. Poor, or ad-hoc management practices can lead to significant
financial losses in various forms, such as reduced productivity, unnoticed cost leakage, high employee
turnover, and missed opportunities.

WHAT IS A COMPANY OPERATING SYSTEM (COS)?

The concept of a Company Operating System has evolved over the years, drawing from various
management theories and best practices. Early iterations focused on improving manufacturing
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processes, but modern CoS frameworks encompass all aspects of business operations. From strategic
planning to performance management, CoS provides a comprehensive approach to running a
business.

A Company Operating System is an intentional, documented framework that:

e Creates clarity and focus on business priorities

e Maintains focus on those priorities

e Measures the effectiveness of the business

e Maintains awareness of business performance on a regular meeting rhythm

In essence, a CoS serves as the 'operating system' for a business, akin to how a computer operating
system manages hardware and software resources.

THE PURPOSE AND BENEFITS OF A COS

The primary purpose of a CoS is to align the various elements of a business towards common
objectives. This alignment fosters a cohesive approach to achieving strategic goals and enhances
overall organizational efficiency. Key benefits include:

e Clarity and Focus: Provides a clear vision and prioritizes actions, allowing businesses to
measure effectiveness and maintain awareness of performance.

¢ Improved Business Performance: Streamlined processes and clear guidelines can
significantly boost productivity and reduce wasted time and resources.

¢ Increased Accountability: Clearly defining roles and responsibilities within a CoS improves
accountability and performance.

¢ Honest Measurement and Decisions: Focus on key metrics provides insights that inform
business decisions, ensuring they are based on empirical evidence rather than intuition.

¢ Agility and Responsiveness: Enables organizations to quickly adapt to market changes,
customer feedback, and emerging opportunities.

¢ Reduced Anxiety: Clear expectations and regular performance assessments create a
structured environment that minimizes uncertainty.

KEY COMPONENTS OF A COS

There are four key components to any company operating system:

e Business Foundation: Core Values, Purpose, Vision, Mission, Targets

e Strategy: Integrated choices that position you to win

e Annual Plan: Objectives, Targets, Quarterly Rocks

e Focus Rhythm: Scorecard, Weekly Focus Meeting, Annual and Quarterly Planning

COS COMPONENT 1 - BUSINESS FOUNDATIONS

The foundational elements of a company operating system include core values, purpose, vision,
mission, and long-term targets. These components provide the bedrock to build strategic decisions
and operational plans. They set the direction and maintain focus on what truly matters to the
organization.
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e Core Values: The set of behaviors that shape the company culture
e Purpose: "Why we exist”

e Vision: "Where we're going”

e Mission: "What we do”

e Ambitions: 10-year and 3-year goals

WHY AMBITIONS BELONG IN FOUNDATIONS

Most organizations define a mission and vision, then jump straight into annual goals. What's missing is
the connective tissue between intent and execution.

That gap is where Ambitions live.

Ambitions are long-term strategic targets, typically spanning three to ten years, which articulate
what the organization is deliberately working toward over time. They are not forecasts, and they are
not operating plans. They are durable statements of direction that anchor strategy, planning, and
prioritization across leadership transitions, market shifts, and annual cycles.

In a mature Company Operating System, ambitions serve as the north stars that guide every
downstream decision—without being constrained by quarterly metrics or short-term variance.

Characteristics of Effective Ambitions
Well-formed ambitions share a distinct set of properties that separate them from goals or OKRs:

¢ Long-term by design
Ambitions typically target a 3-5 year horizon (sometimes longer), giving the organization room
to invest, adapt, and compound progress over time.

e Aspirational, not trackable
Ambitions are not managed through progress bars or percentage completion. They set
direction rather than measure execution.

e Durable and permanent
Ambitions are never deleted. When achieved or intentionally retired, they are formally closed
to preserve strategic lineage and institutional memory.

o Explicitly values-aligned
Each ambition is connected back to core values, making tradeoffs visible and reinforcing how
the company intends to win—not just what it wants to achieve.

Without ambitions, companies tend to over-rotate on annual goals, constantly resetting priorities
without a stable long-term frame. The result is activity without trajectory.

COS COMPONENT 2 - STRATEGY

Strategy in a CoS is defined as an integrated set of choices that position an organization to win in its
market. It involves making deliberate decisions about where to compete and how to achieve
competitive advantage. This strategic framework guides the allocation of resources and the
development of plans to support long-term objectives.
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It is distinct from planning, which focuses on execution. Key differences include:

Strategy Planning
End Goals | Aims for outcomes Focuses on deliverables
Control | Primarily rests with customers Organization has control
Risk and Unknowns | High Lower, more predictable

COS COMPONENT 3 - ANNUAL PLAN

An annual plan breaks down the long-term strategy into actionable priorities for the year. It includes
annual goals, objectives, metrics, and quarterly rocks (incremental goals) that drive progress towards
achieving strategic goals. This plan ensures that the entire organization is aligned and working towards
common targets.

ANNUAL GOALS ARE EXECUTION
Annual goals are where long-term ambition meets operational reality.
While ambitions define where the company is heading, annual goals define what must be true this

year to stay on that path. Treating annual goals as foundational statements—rather than executable
objectives—limits accountability, measurement, and alignment.

In a modern Company Operating System, annual goals are part of the execution layer, not the
identity layer.

FROM AMBITION TO ACTION: A CLEAR CASCADE

Effective systems create a visible, intentional cascade:
¢ Ambitions (3-5+ years): Long-term strategic targets
e Annual Goals (1 year): Commitments that advance those ambitions
¢ Quarterly OKRs: Measurable outcomes for the near term
e Big Rocks: The most important work required to deliver those outcomes

This hierarchy ensures that quarterly effort is always traceable to long-term intent—and that annual
planning is not an isolated exercise.

WHY ANNUAL GOALS MUST BEHAVE LIKE OBJECTIVES

When annual goals are promoted into a full objective framework, organizations unlock:
e Clear ownership and accountability
e Measurable key results and progress tracking

e Consistent review cadence alongside quarterly OKRs
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e Asingle system for alignment, visibility, and decision-making

Rather than sitting as static statements, annual goals become living commitments—reviewed,
adjusted, and learned from over the course of the year.

This distinction is critical. Ambitions provide continuity. Annual goals provide momentum.

An annual plan includes objectives and targets for the year, broken down into quarterly priorities.
These priorities, or " big rocks," are crucial to achieving the annual goals. Regular review and
adjustment ensure alignment and focus.

'BIG ROCKS' EXPLAINED

On the Synozur podcast, Matt Shaffer talked about the origin of "big rocks.” It started with a professor
who wanted to teach his students about prioritizing tasks.

He put big rocks into a large jar on his desk, and asked the students “Is the jar full?” Yes, they said.
Then he poured sand around the rocks, to fill it to the rim. His students thought it was full before, but
now it's really full. Finally, he poured a jug of water into the sand and the rocks. And that filled up the
jar again.

The takeaway is that you have to put rocks in first - you can't put them in after the sand and the water.
Big rocks are the first priorities -- the most important tasks that need to be done first so that smaller,
less important tasks don't take over.

“Big rocks” were popularized by Stephen Covey in his work The 7 Habits of Highly Effective People. It's

a fantastic way to understand the need to focus on the key things before dealing with the smaller stuff.

COS COMPONENT 4 - FOCUS RHYTHM

A focus rhythm is the regular cadence of meetings and reviews that keep the organization aligned and
on track. This includes:

e Scorecard: Tracking key metrics

e Annual Planning: Retrospective and planning for the next year.

e Quarterly Planning: Retrospective and planning for the next quarter.

e Weekly Focus Meetings: Reviewing rocks, scorecards, to-dos, and solving problems.

THE BUSINESS CASE FOR A COMPANY OPERATING SYSTEM

There are several reasons why you may want to implement a new company operating system. Some of
these may include:

1. ENHANCING DECISION-MAKING

With a modernized strategic management framework, companies can leverage real-time data and
analytics to make more informed decisions. This empowers leaders to act swiftly and accurately in a
dynamic business environment.
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2. STREAMLINING PROCESSES

A CoS helps streamline various leadership processes, reducing redundancy and increasing overall
efficiency. This leads to smoother operations and quicker turnaround times.

3. ALIGNING STRATEGIC OBJECTIVES WITH OPERATIONAL CAPABILITIES

By aligning strategic objectives with operational capabilities, companies can optimize their
performance. This alignment ensures that all departments work cohesively towards common goals,
driving better results.

4. INCREASING AGILITY

A modern operating system provides the flexibility to adapt to market changes and new opportunities.
This agility is crucial for staying competitive and responding effectively to external pressures.

5. GAINING COMPETITIVE ADVANTAGE

A well-implemented CoS gives companies a significant edge over their competitors. By establishing
and maintaining a clear strategic direction, businesses can achieve sustained growth and long-term
success.
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PLANNING WITH THE COMPANY OPERATING SYSTEM MATURITY MODEL

To successfully implement and scale a CoS, it's important to understand the lifecycle of your own
organization. Synozur's Company Operating System Maturity Model outlines the progression from
initial implementation to full integration and optimization.

Business
Foundations

Strategy

Management
Framework

Founder
dependence

Undocumented

Undocumented

Siloed plans are
mistaken for
integrated
strategy choices

Ad hoc, flavor of
the month for
what's important

Founder has
distributed little
authority - all
decisions run
through founder.

There is a mission
statement, but it's
not well known

Defined at high
level with some ad
hoc divisional
work; often not
measurable
Divisional plans
are cherry picked
as top level
“strategy”

Regular meetings
and
communication.

Decisions are
sometimes
deferred to
individual leaders

Mission, vision,
values are
documented
and available to
all

Goals are
established and
shared annually

Strategy choices
are created
annually.

Consistent
approach to
annual planning
and strategy
development

Leadership
team is
established, no
consistent
process or
decisions and
reviews

Components are
deeply integrated
into comms and
regularly used by
leaders and staff
Goals have clear
owners and are
routinely reviewed

Strategy choices are
clear to leaders and
appropriate staff
with periodic
updates

Strategy is
implemented
according to a
hierarchy of SMART
goals.

Founder operates a
Board/CEO;
organization
understands and
works with LT

The Company Operating System Maturity Model

Alignment with
components is
measured and
reviewed on a
regular schedule.
Data is
automatically
gathered and
used to evaluate
goals

Strategy
effectiveness is
routinely
evaluated with
metrics.

A framework with
foundations,
strategy,
planning, and
regular
evaluation of
metrics is
integrated at all
levels

Org structure and
distributed
responsibilities
are clear to all
with founder in a
Board role

Most organizations lie somewhere in the middle; some elements may be more advanced than others,

allowing you to create an average maturity model.

Don't worry about getting to “500” in everything; it may be unneeded and not warranted. It IS

important to benchmark progress over time, rather than worry about perfection. For example, having

an actively engaged founder is often ideal for many growing companies; so, getting her or him to

remove themselves to a Board position could be a disadvantage. Additionally, change management

matters. Even if you could go from 100 - 500 in a week, your organization is not likely to keep up with

such an abrupt change.

Let's explore those five levels in more detail.

8 | UPGRADE YOUR COMPANY OS © 2026 THE SYNOZUR ALLIANCE LLC



STAGE 1: INITIAL IMPLEMENTATION

At this stage, the organization begins to adopt the CoS framework, focusing on understanding its
principles and benefits. Key activities include:

e Educating leadership and stakeholders
e Defining core values, vision, and mission
e Establishing initial strategic goals and annual plans

STAGE 2: INTEGRATION

In this stage, the CoS framework is integrated into daily operations, with a focus on aligning all
departments and teams. Key activities include:

e Implementing a regular meeting rhythm
e Aligning individual and team goals with strategic objectives
e Establishing performance metrics and accountability structures

STAGE 3: OPTIMIZATION

At the optimization stage, the CoS framework is fully embedded in the organization, with continuous
improvement processes in place. Key activities include:

e Refining strategic goals based on performance data
e Enhancing collaboration and communication across the organization
e Leveraging technology and tools for better efficiency

STAGE 4: QUANTIFIED

To measure and achieve structured growth, it is crucial to implement SMART Goals. This method
ensures that goals are clearly defined and achievable.

e Specific: Goals should be clear and specific to provide direction and focus.

e Measurable: Goals should have criteria for measuring progress and success.

e Achievable: Goals should be realistic and attainable, considering the available resources and
constraints.

e Relevant: Goals should align with broader business objectives and be pertinent to the overall
strategy.

e Time-bound: Goals should have a defined timeline to create a sense of urgency and facilitate
timely completion.

At this stage, strategy and goals are widely known and quoted throughout the organization to inform
decision making and activity. Most importantly, those goals are tangible and measurable.

Finally, at this stage an executive leadership team (“LT") governs most organizations. Company
founders may still have prominent roles in the LT, but are no longer the choke point for all reviews,
decisions, and operations.
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STAGE 5: INTEGRATED

At this stage, strategy determination and goal measurement are spread throughout the organization,
and automated. This optimizes the time people spend on evaluating strategy. The benefit here is time.
There's always tension between focusing on the big picture, and focusing on details. Being efficient
and predictable with strategic management helps ensure that it remains at the top of the priority list.

In addition, at this stage the roles of founders and the leadership team are carefully defined. Founders
may continue to play a leading role, but those roles may be defined as CEO, president, or chairperson,
instead of serving as jills-or-jacks-of-all-trades.

ASSESSING YOUR MANAGEMENT FRAMEWORK

At Synozur, we've created Orion - our maturity modeling system. You can sign up for a free self-service

evaluation of your organization management maturity model at https://aka.synozur.com/cosmml. It's
based on an expanded set of the principles we just outlined. Try it out!

CONSIDERATIONS FOR ADOPTING A NEW COS

Implementation of a CoS can be scaled to fit the full scope of your organization, or focus on areas that
would benefit from quick wins. No two organizations are alike, so designing a CoS rollout plan varies
across industry, geography and more.

However, there are some constant elements for all implementations.

Educate: The first step in implementing a CoS is to educate leaders and stakeholders about its
components and benefits. Gaining buy-in from all levels of the organization is crucial for successful
adoption. Workshops and training sessions can help familiarize everyone with the new system and its
objectives.

Customize: Each organization has unique needs and cultural nuances. A CoS should be tailored to fit
these specific requirements. Whether using digital tools like Microsoft Viva, third-party solutions, or
traditional methods like spreadsheets, the key is to choose a format that aligns with the organization's
way of working.

Maintain: Continuous monitoring of CoS performance is essential to ensure it remains effective and
relevant. This involves regular evaluations of strategic choices, plans, and execution. Organizations
should be prepared to make necessary adjustments based on data-driven insights.

TECHNOLOGY CONSIDERATIONS

A Company Operating System is not a piece of software. Customizing your deployment means
adapting and adopting to your operating culture. Some companies implement their CoS in written
form, or using Excel spreadsheets. Other use custom, bespoke applications, and database to automate
information gathering, communication and decision making.

Microsoft 365 is a widely used set of apps and services. Some of their solutions that can help with
company operating systems include:
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e Viva Goals: For OKR definition, management, and reporting. This tool was retired in 2025 but
third-party solutions such as Cascade or Workboard are also available

¢ Viva Amplify: Facilitates communication and ensures information flows efficiently.

¢ Viva Connections: Integrates news and updates across the organization.

e Copilot: Assists with reporting, communications, and meetings.

MAKING AMBITION ACTIONABLE WITH VEGA

We created Vega to solve a problem we see in almost every leadership team: strong strategy on

paper, but no durable system to carry it through year after year. Companies articulate vision and goals,
yet struggle to connect long-term ambition to daily execution without creating overhead, slideware, or
governance theater.

Vega is an Al-augmented Company Operating System designed to close that gap. It gives leaders a
clear, opinionated structure for managing foundations, strategy, goals, and execution—without turning
strategy into a reporting exercise.

Vega operationalizes the full Company Operating System by separating long-term direction from
short-term execution, while keeping them tightly connected. At Synozur, we use it for our own
Company OS, and its contains our frameworks and best practices for any organization looking to
create a new strategic model.

Within Vega:
Ambitions live in the Foundations layer
e Defined as long-term strategic targets (typically 3-5+ years)
e Maintained as permanent records that can be closed, but never deleted
e Linked directly to company values for alignment visibility
e Intentionally free of progress tracking to preserve their aspirational role
Annual Goals live in the Outcomes layer
e Managed as first-class objectives, not static statements
e Fully supported with key results, owners, and progress tracking
e Positioned as “quarter zero"” objectives to anchor the year
e Explicitly aligned upward to ambitions and downward to quarterly OKRs

This structure creates a continuous line of sight from values — ambition — annual goals —
execution, ensuring leadership conversations stay focused on outcomes rather than activity. Exports,
reports, and hierarchy views preserve this lineage, making it easy for executives, boards, and operators
to understand not just what the company is doing—but why.

Vega is available to try at https://vega.synozur.com. No credit card. No setup friction. You can
explore the full Company Operating System model and see how ambitions, goals, and execution
connect—anytime
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CASE STUDIES AND REAL-WORLD APPLICATIONS

Synozur has helped create and establish successful company operating systems for many clients
around the world. Let's look at a few.

MICROSOFT

B Microsoft

Microsoft's marketing team faced challenges due to an outdated, siloed management framework,

IR

which hindered impact, productivity, and innovation.

|
N ' M
i = .

Synozur implemented a transformative management framework, annual plan, OKRs, and operational
review, resulting in:

e Meeting or exceeding key OKR targets for revenue, customer engagement, field readiness,
and channel partner development
e Enhanced team productivity, improved cohesion, and fostered innovation

KEY PROBLEMS AT MICROSOFT
e Outdated management framework
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e Siloed operations leading to lack of cohesion
e Limited impact on market and customer engagement
e Insufficient innovation and productivity

SYNOZUR'S APPROACH

Synozur conducted a comprehensive review, designed a new agile management framework,
facilitated an offsite planning event, and developed a management roadmap and OKRs for the
upcoming fiscal year. Their methodology included:

e Assessment and analysis of current workflows and communication patterns
e Development of a strategic framework with clear roles, agile methodologies, and OKRs
e Implementation and training through workshops, coaching, and new meeting rhythms

RESULTS

The new framework led to significant improvements:

e Higher achievement of OKRs, including over 100% revenue growth

e Enhanced cross-functional collaboration and team cohesion

e Improved efficiency with faster decision-making and product marketing initiatives
e Increased innovation through regular feedback and continuous improvement

e Clear accountability with defined roles and measurable goals

Synozur's consulting expertise transformed Microsoft's Modern Work Product Marketing Group,
fostering a culture of collaboration, agility, and continuous improvement. This case study highlights
Synozur's commitment to helping organizations achieve their full potential.

COMMERCIAL REAL ESTATE COMPANY

Synozur helped a commercial real estate company successfully implement a CoS. With over seven
hundred employees across five states, the company faced significant operational challenges. By
adopting a CoS, they were able to:

e Improve organizational alignment and focus.
e Enhance communication and collaboration across departments.
e Achieve measurable improvements in efficiency and performance.

CASE STUDY: MANAGEMENT MAKEOVER AT A LUXURY BRAND

Synozur also led a CoS transformation at a North American luxury skincare company led by its
founders. Facing rapid growth and the need for global expansion, they turned to a CoS for these
goals:

e Build a new C-Suite and align new leaders with organizational goals.
¢ Implement strategic planning and performance measurement systems.
e Foster a culture of accountability and continuous improvement.
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Synozur facilitated the implementation of a CoS, which included:

e Developing a tailored Company Operating System

e Holding transformative annual planning events

e Creating a company scorecard for performance metrics

e Engaging junior leaders in strategy performance

e Expanding leadership with new roles (CHRO, VP of Ops, CFO, CRO)
e Enhancing readiness for plant expansion and new product lines

The result was a more aligned and effective organization, equipped to drive sustainable growth and
excellence.

CONCLUSION

Implementing a Company Operating System can be a gamechanger for organizations seeking to
enhance their strategic planning and operational efficiency. By providing a clear framework for
aligning people, resources, and plans, a CoS helps businesses navigate complexity, drive
performance, and achieve sustainable growth. As demonstrated through real-world examples, the
benefits of a Company Operating System are substantial and far-reaching.

With the right framework in place, businesses can navigate the complexities of transformation and
strategic planning with ease, driving innovation and excellence. There are both quick wins and long-
term benefits. It really works.
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LEARN MORE

Synozur can help you plan and implement a company operating system. Here are some of our core
offerings that have helped other companies.

e Strategic and operational transformation. Synozur works in concert with your leadership
team to develop new business strategies and management frameworks to improve and
elevate operational excellence. We help our customers implement company operating
systems and detailed adoption strategies tailored to their specific organizational and cultural
needs.

e Fractional CxO Services: Our consultants have years of experience as executives for revenue,
operations, finance, marketing, technology, security, boards of directors and more. We can
help you short-term or long-term with leadership staff that fits your needs and your timeframe.

For more information on implementing a Company Operating System, and other strategic advisory
services, visit www.synozur.com, mail us at ContactUs@Synozur.com, or follow us on LinkedIn and

Instagram.

The Synozur Alliance, LLC

Www.synozur.com | contactus@synozur.com
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