
Performance transformation is a quest taken by a group of people. Together this alliance intentionally 

causes a monumental shift in their behavior, their culture, and their very selves to create performance 

once believed impossible. It is one of the most di�cult challenges a leader can take on—and make no 

mistake: the transformation cannot happen without the leader.

PERFORMANCE TRANSFORMATION REQUIRES EXTRAORDINARY VISION, LEADERSHIP, COMMITMENT, 

PLANNING, EXECUTION, AND COMMUNICATION.  ALL-IN™ PERFORMANCE TRANSFORMATION  IS A 

PROVEN METHOD THAT ENSURES EACH OF THESE CRITICAL ELEMENTS IS IN PLACE AT THE RIGHT 

TIME AND IN THE CORRECT ORDER FOR TRANSFORMATION TO OCCUR. IF ANY OF THESE ELEMENTS 

IS MISSING OR INSUFFICIENT, TRANSFORMATION IS UNLIKELY.  COACHING OF ALL KEY PLAYERS IN 

THE PROCESS FOR ITS DURATION IS ALSO ESSENTIAL FOR SUCCESS.

ALL-IN™ PERFORMANCE TRANSFORMATION INVOLVES FOUR DISTINCT PHASES: 
VISUALIZE, PREPARE, COMMIT & PLAN, AND EXECUTE & INSTITUTIONALIZE. 

WHEN EACH PHASE IS WELL EXECUTED IN THE RIGHT SEQUENCE, TRANSFORMATION 
OCCURS AND PRODUCES A SUBSTANTIAL IMPROVEMENT IN PERFORMANCE. 

Note: A diagram of the process is on page 6 of this document.
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Performance transformation always begins with a vision of a new and better future, e.g. a project that 
finishes "ahead of schedule, under budget, and free of injuries". In All-In™ Performance Transformation, 
the leader crafts this vision. More time and effort is invested in this phase than any other because the 
leader’s vision determines the direction, scope, and velocity of the remainder of the process.

Prior to authoring the vision, the leader is trained in the concepts and skills needed to craft a vision that 
attracts followers willing to do the work necessary to realize it. These concepts include All-In™ 
Performance Transformation, The Four Fields of Performance™, and The Five Conditions of 
Performance™. The skills developed include leading from the future and vision writing.

Vision composition typically takes a month or more and is often a new experience for leaders. Most 
require significant coaching to help them craft a vision which inspires them personally and will compel 
their people to follow them.

The best visions are one to two pages long and describe in detail the future the leader is inviting 
people to join her in making happen. It is a very intimate and revealing document, something that most 
leaders are unaccustomed to sharing publicly in writing. Many leaders require significant coaching and 
practice speaking and presenting their vision.

Note: The vision crafting process is described in detail in CDC, LLC’s document 4 Steps to Crafting a Compelling Vision. CDC, 
LLC also has documents detailing The Four Fields of Performance™ and The Five Conditions of Performance™.
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VISUALIZE1.

WITH THE VISION CRAFTED, THE LEADER TURNS HER ATTENTION TO PREPARING FOR THE TIME 
AND PLACE PEOPLE WILL EXPLORE AND CHOOSE WHETHER OR NOT TO ACCEPT HER INVITATION 
TO CREATE A NEW AND BETTER FUTURE.  THIS PREPARATION INVOLVES FOUR STEPS:

STEP 1: ENROLL THE LEADER’S TEAM

Before the organization can be enrolled in the vision, the leader enrolls his immediate team. This is 
accomplished by the leader sharing the vision and the intentions behind it and allowing the team to 
ask questions and suggest improvements. The leader considers this input and revises the vision as 
appropriate without allowing the team to re-write the vision. 

Once the leader and the leadership team are aligned, it is the team’s job to translate the vision into a 
mission. The leader gives the leadership team this assignment, provides them with the training they 
require, and imposes a very short deadline (2-3 days at most) for when the team will return with their 
draft.

Visions are inspirational. Missions are tactical. The leader’s vision gives clarity of direction and destina-
tion and elicits followers who are committed to realizing it. A mission shows those followers how to 
translate that passion into concrete actions.

PREPARE2.
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The �rst mission the leadership team develops is a “base-camp” mission which illuminates the path to 
the �rst major milestone on the journey to realizing the leader’s vision. The mission includes a descrip-
tion of the “mission essentials”—those manners of being and behaving (often representing a signi�cant 
change) necessary for the mission’s success. Typically, a leadership team requires two or three addi-
tional weeks to develop the �nal mission and mission essentials.

Once the leader and the team are aligned on both the vision and mission, they begin preparing to 
present both to their people. The leader will o�er the vision. Then the leadership team will announce 
the mission.
Note: The process for translating the vision into a mission is described in detail in CDC, LLC’s document How to Translate Your 
Vision into a Mission.

STEP 2: LAUNCH AND TRAIN THE EVENT-PLANNING TEAM

An All-In™ Event will take place during the next phase, Commit & Plan. During step 2 of the Prepare 
phase, a planning team who will make all preparations for the event is formed and trained. Event-
planning team members are recruited by the leader and leadership team.

The individuals who participate in the event-planning team typically become visible “champions” of the 
transformation. Therefore, individuals who leadership wants to play a champion role are targeted. 
Individuals whom leaders anticipate being skeptics of or resistant to the transformation are not consid-
ered for the event-planning team.

Event-planning team members are trained in the concepts and skills required to develop the event 
plan and are coached for the duration of the team’s existence. One of the members is appointed team 
chairperson by the leadership team and is accountable for the team’s delivery of a well-designed 
event plan. The team is disbanded once the All-In™ Event is completed.

A baseline culture assessment involving representative surveys and interviews conducted by the 
event-planning team provides the team with valuable information that informs the design of the event. 
It also establishes the baseline against which future culture pulse checks can be compared.

STEP 3: DEVELOP THE EVENT PLAN

The All-In™ Event is a four-day experience intended to be a watershed event in the lives of the partici-
pants and for the organization, and is central to the transformation process. Typically, it takes the 
event-planning team one to two months to design and prepare.

At the event, the participants are introduced to the new vision by the leader. The leader then encour-
ages all attendees to explore the vision and its rami�cations in detail, and then choose to accept or 
decline the invitation to join e�orts to realize that vision. 

During the event, the leadership team also announces the base-camp mission. The participants then 
develop their plan for ful�lling that mission, and the plan-steering team (see Step 4), who will direct the 
implementation, is introduced. Finally, individuals develop their own personal action plans describing 
the changes they will make in their behaviors, which are in service of the vision and mission.

A successful All-In™ Event requires meticulous planning of all aspects: from the venue site, environ-
ment, event content, and facilitation, to furniture, decorations, signage, staging, lighting, sound, video, 
meals, eating accommodations, refreshments and snacks, break out rooms, social events, and trans-
portation. All of these details are the responsibility of the event-planning team.

There is nothing haphazard or typical about an All-In™ Event. Through precise planning and execution, 
the gathering becomes an intimate but fragile “psychological container” created to cultivate enrollment 
in real change. Any planning misstep or breakdown in execution can cause the container to evaporate, 
and consequently, the event to lose its e�ectiveness. 
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A vision and mission alone cannot cause transformation. People cause transformation—people who have 
chosen to embrace the leader’s vision and are willing to contribute the discretionary e�ort required to 
realize it. The Commit & Plan phase provides people the opportunity to commit to the vision and develop 
their plans for accomplishing the base-camp mission. This phase requires a facilitator highly skilled and 
experienced in enrollment conversations. Without the facilitator, these conversations will back�re, and 
instead of fostering commitment, they will generate unnecessary resistance.

THE COMMIT & PLAN PHASE OCCURS OVER ALL FOUR CONSECUTIVE DAYS OF THE ALL-IN™ EVENT. 
EACH DAY IS DISTINCT AND VITAL:

DAY 1: The leader welcomes the participants, shares her vision, and facilitates several conversations which allow 
attendees to thoroughly explore the invitation to realize the vision and its potential for the organization.
DAY 2: The participants are provided the opportunity to commit—usually publicly—to the vision, and to be 
introduced by the leadership team to the mission and mission essentials.
DAY 3: The participants partake in a unique approach to planning called “open space.” During open space, the 
participants translate their commitments into speci�c changes and actions which they believe are necessary to 
accomplish the mission. Anyone can call a “space” on any subject they deem �t, as long as the space has a clear 
objective that serves the mission and generates SMART (speci�c, measurable, actionable, realistic, and time-
based) actions or recommendations. Space hosts handover the outputs from their space sessions  to the Plan-
steering Team the afternoon of Day 3. That evening the steering team translates those outputs into the draft 
change plan they will present on Day 4.
DAY 4: The plan-steering team presents its proposed change plan to the leaders and participants, answers 
questions, and gathers input. At this stage, the plan is 80% complete. The aim is not to endorse each speci�c 
action or change, but rather the plan’s overall frame, scope, key changes areas, and goals. During Day 4, account-
abilities for the plan elements are assigned and estimated completion dates are set. The intent is to leave the 
session united in a commitment to the vision, mission, and mission essentials, as well as clear on how the group 
and individuals will change in order to see every aspect realized.

Note: The "open space" approach is described in detail in CDC, LLC’s document Opening Space for Action.

The leader concludes the event by acknowledging the participants’ commitment and thanking them for 
their partnership during the gathering. The leader also reiterates her commitment to their now shared 
vision, declares to the group what she can be counted on for, and states her expectations of the partici-
pants going forward.

Creating an ideal container begins with whom the leadership team invites. Only those that the leader and 
leadership team feel have a signi�cant impact on people’s perceptions and behaviors—usually managers 
and supervisors—are invited. Then there is the invitation itself: the communication is designed and deliv-
ered in a way that unmistakably conveys 1) that the invitee is critical to the organization’s transformation, 
and 2) that the event is unique and will determine the organization’s future.

STEP 4: LAUNCH AND TRAIN THE PLAN-STEERING TEAM

The plan-steering team owns and directs the base-camp mission plan developed at the All-In™ Event. 
Individuals recruited to participate on this team have a history of collaboration with leadership and the 
willingness to lead and motivate others. 

The leadership team appoints a plan-steering team leader who possesses excellent leadership and 
project management skills. The team leader and members are then trained in the concepts and skills they 
need to lead the plan’s execution and are coached throughout the existence of the team. The plan-
steering team is introduced near the end of the All-In™ Event and is disbanded once leadership declares 
the plan fully executed and the base-camp mission accomplished.

COMMIT & PLAN3.
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The last phase of All-In™ Performance Transformation involves executing the change plan developed 
at the All-In™ Event. The plan-steering team leads the implementation of the change plan; however, 
leadership have speci�c roles and actions for which they are responsible.

THE LEADER’S ROLE is to keep the image of the vision alive so that it continues to motivate people 
to accomplish the base-camp mission—the �rst major milestone on the way to the vision. The leader 
also assures that the organization stays “on mission” and de�ects any outside in�uence that might 
take them “o� mission.”

THE LEADERSHIP TEAM’S ROLE is to oversee to the plan-steering team and assure that the changes 
and actions speci�ed in the change plan are executed as intended and on time. In partnership with 
the plan-steering team, the leadership team also monitors the progress of the plan, assesses the 
impact of the changes by conducting periodic pulse checks and other gauges, makes appropriate 
course corrections, keeps everyone informed, and celebrates signi�cant accomplishments and 
highpoints.

Lastly, the leadership team consolidates improvements and lessons learned throughout the organi-
zation, drives even more change, and institutionalizes changes to assure sustainability of perfor-
mance improvements.

Coaching is provided to the steering team, the leader, the leadership team, and other key players to 
help them succeed in their roles.

THE PLAN-STEERING TEAM IS DISBANDED ONCE THE PLAN IS COMPLETELY EXECUTED, WHICH 
COULD TAKE A FEW MONTHS OR YEARS. AT THAT TIME, THE LEADER DECLARES TO THE ORGANI-
ZATION THAT THE BASE-CAMP MISSION HAS BEEN ACCOMPLISHED. THIS DECLARATION IS TIED 
TO AN ORGANIZATION-WIDE GATHERING AND CELEBRATION. SOON AFTERWARDS, THE LEADER-
SHIP TEAM INTRODUCES THE NEXT MISSION ON THE WAY TO REALIZING THE VISION, AND THE 
PROCESS IS REPEATED.

EXECUTE & INSTITUTIONALIZE4.
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TO LEARN MORE ABOUT CORT DIAL’S 
ALL-IN™ LEADERSHIP APPROACH, VISIT 

WWW.CORTDIAL.COM
 CORT@CORTDIAL.COM

(512) 739-6569
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