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Learning Objectives

* Apply the M.O.R.E. mindset to embed adoption,
confidence, and value realization checkpoints into
existing PMO stage gates.

* Use structured stakeholder confidence mapping to
diagnose perception, fatigue, and risk that threaten
adoption and sponsorship.

* Redefine project success using adoption- and value-
based metrics alighed to enterprise outcomes.

* Establish rapid reassessment cadences that enable
leaders to pivot initiatives before momentum and
value erode.

* Integrate change complexity into portfolio decision-
making to protect workforce capacity and customer
experience.




11| Agenda

The Adoption
Gap

Building
Change
Capability

J

What We
Learned

Evolving Our
Approach

Where We’re
Going Next




We Delivered the
Project...So Why Didn’t
the Value Follow?




Projects don’t create value
when they launch.
They create value when people
change how they work.



Adoption—not Delivery—
determines whether
projects create value.



Sources of Value Leakage in IT Implementations

Expected

$15 S

« Poor business ___$6 |

Value leakage
driven by poor
change management

Value
engagement + Systemic delays Leakage
+ Lack of « Scope deviation $41
ERP value o
statemgn_t_and + Inability to
KPI definition absorb changes
+ Rollout
deficiencies
(support,
communication)
IT Portfolio Expected Misalignment Flawed Lower Realized
Investment Return With Business Project End-User Benefits
Needs Execution Adoption

Source: Gartner
Note: Dollar amounts in millions
‘43213 C

Gartner



Building a PMO-Led
Change Management

Center of Excellence '




The Change Management Center of Excellence is a dedicated and separate unit within the ePMO
focused on driving effective change management strategies to increase benefits, business value and

results when implementing change.
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Change Maturity Blueprint

YR 1 (2022) YR 2 (2023) Y4 (2025) Y5+ (2026+)

* No dedicated CM .« Established CM COE -+ Two dedicated CM © « Pilot CM playbook on -« Build a CM community of
resources : - Advisors (Prosci certified) : projects : practice
-+ One dedicated CM Advisor : :
* Applied CM to some digital * Developed CM Playbook, * Refine tools & templates * Continue developing CM
transformation change - * Dedicated CM Advisoron  : lifecycle, intake process - : resources
initiatives : some change initiatives - and engagementmodel : ¢ Develop CM videos, :
: : : webinars, PM training . Continue building change
* Developed Product Rollout * Qutside consultants * Developed Change capacity

PMO-Led CM COE Repeatable Value

h Imroaguceu uigiudi T Imurogucedu ruise Criecks - T veveiopeu Livl 10015 & : - T uirgdliZdauori-wiue
enablement tool for some and Listening sessions - templates -« CM Lunch & Learns series : standards and methods
colleagues : : . launched by Leadership :  are broadly deployed for

* Established cross- * Deployed digital Coalition BRG managing and leading

* Prepared case for : functional collaboration : enablement tool : : change

enterprise CM © with L&D, Comms . enterprise-wide © * First time formal change

management leveraged
for an acquisition



Driving Value, Not
Just Adoption

Evolving Our Approach




Leadership Shift:
Integration improves adoption.
M.O.R.E. ensures value.

M.O.R.E.

(VALUE
REALIZATION)
J

INTEGRATION
(ADOPTION)




The M.O.R.E. Value System
How PMOs move beyond the triple constraint

@ ® & @

Manage Own Project Relentlessly Expand
Perceptions Success Reassess Perspective

We Stay Aligned
We Build Confidence We Drive Adoption and Readjust We Protect Capacity




Manage Perceptions: Where is Your Real Project Risk?

Stakeholder Confidence Map
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0  Supportive but overloaded . AdVOC&teS'

S * Fatigue rising * Fastadoption

2
Do they =
believe in this 8
change and = — .
trust it will T Failure Zone Political Risk

o  Resist * Skepticism
succeed? P esistance . -

9 * Adoption unlikely Quiet blockers

©

el

"

Low
>
Low High

Change Capacity

Do they realistically have the
bandwidth to absorb it right now?



Manage Perceptions: Leadership Actions

Stakeholder Confidence Map

o A
High
Burnout Risk Momentum Zone Stakeholder

© Segments
g Capacity Strain Adoption working
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S Protect Amplify
O Drivers
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X
3 , Leadership
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o
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Influence over
Outcomes

Stakeholder Segment

Decision Power
Operational Power
Social Power
Customer Power

Delivery Power

Sponsors, steering committee
Directors, frontline leaders

Culture carriers, informal influencers
Key customer, partners

Product, IT, PMO




Driver What to score (1-5)

Trust Do they believe leadership can deliver?
Value Do they see the change as worth the effort and
expense?

Advocacy  Willthey actively support and reinforce it?

Capacity Do they have the bandwidth to absorb it now?




N
X

Zone Leadership Actions

- Momentum

- Burnout Risk
- Political Risk

X

- Failure Zone

Amplify wins
Equip advocates
Use visible proof points

Reduce competing demands
Add support

Increase sponsor visibility
Sharpen messaging
Address belief gaps

Pause
Reset, or
Redesign before more value is lost




Own Project Success:
Redefining “done” as sustained adoption and realized value

v

Adoption Value




Own Project Success:
Adoption Health Check Questions

Reach: Are people using it? Quality: Are they using it correctly?

Depth: Are they using it fully? Sustainability: Is it sticking?



Measuring
Adoption
Success

REACH

DEPTH

QUALITY

Usage (Baseline Adoption)

Are people using it at all?

Depth of Adoption (Meaningful Use)

Are they using it the right way?

Quality of Adoption (Right Behaviors)

Are they using it effectively and correctly?

Active User Rate: % of target population using the
tool/process

Core Feature Utilization: % using critical functionality vs
basic use

Error Rate / Exception Rate per User

Login / Access Frequency: daily, weekly active
users

End-to-End Process Completion Rate: not just starting,
but finishing correctly

First-Time-Right Rate: % of transactions completed
without rework

Feature Activation Rate: % who used at least 1 key
feature

Manual Workaround Rates: shadow systems, offline
tracking

Compliance to Standard Process

Adoption by Role / Segment: lenders vs ops vs

managers

Digital vs Legacy Channel Usage Mix

Decision Quality Indicators: if applicalbe--credit
decisions approvals

REACH & SUSTAINABILITY

SUSTAINABILITY

SUSTAINABILITY

Speed to Adoption (Time-Based Metrics)

How fast are we getting to value?

Sustainability of Adoption

Does adoption stick -- or fade?

Manager Reinforcement
(Big Differentiator)

Are leaders driving adoption?

Time to First Use: post-training or go-live

Adoption Retention Rate: usage sustained over 30/60/90
days

% of Managers Conducting Reinforcement Activities:
1:1's, coaching

Time to Proficiency: when users operate
independently

Drop-off Rate After Initial Use

Frequency of Adoption Discussions in Team Meetings

Adoption Curve Velocity: rate of uptake over time

Reversion to Old Ways: %

Manager Adoption Scorecards Completed

Time to Full Adoption Threshold: 80-90%

Repeat Usage / Habit Formation Indicators

Correlation: Manager Engagement vs Team Adoption




Own Project Success:

Driving Measura

ole Business Value

Value
Metrics

Revenue & Growth

Cost & Efficiency

Risk & Compliance

Time-to-Revenue: | 20%

Cycle Time Reduction: -25%

Compliance Exceptions: -40%

Product Adoption: 88% active users

Employee Time Saved: +6 hrs/week/team

Standardized Process Adoption: 95%

Pipeline Conversion: +12%

Rework Reduction: -30%

Audit Findings: J trending

Customer Impact

Workforce Adoption
(Leading Indicators)

Value Realization Tracker

CSAT: +10 pts

Active Usage: 92%

Value Leakage
(Expected vs Realized Benefits)

Turnaround time: -18%

Manager Reinforcement: 85%

Expected Value: S12M

Complaints: -22%

Employee Confidence: improving trend T

Realized Value: $10.5 M

Data Sources: Adoption analytics, employee surveys, operational KPls, customer metrics

Gap Closed: +15% YoY




@ Relentlessly Reassess to Protect Value

In a constant-change
environment, the most
successful leaders
aren’tthe ones who
plan best -

They’re the ones who
reassess and adjust
the fastest.




Relentlessly Reassess
The Change Management Paradox

The Reality (In Practice)

The Plan (On Paper)

ZDIEDIDDED




Reassessmentin Action:

Reassessmentisn’t about redoing the plan.
It’s about paying attention to four signals:

AT

Confidence Capacity Adoption

Do leaders still Can teams Are people

believe in it? still absorb it? actually
changing

behaviors?

Value

Are we seeing
the results we
expected?



Expand Perspective — Protect Capacity

Enterprise

Workforce Customer




@ Change Complexity as a core portfolio decision lens perspective

\V% i

Change Magnitude Organizational
Complexity
Weight or degree of Who’s impacted

the change and how?
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Stakeholder Adoption
Engagement Support
Effort to engage _ o

and align Capacity building
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External
Customer Impact

Will it impact our
customers?
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M.O.R.E. in Action: From Project Delivery to Value Realization

Initiate Plan

Prepare the

Define Value organization

Drive Adoption

- Benefit Realization
Target: 80-100%

» Baseline Cycle Time
/ Productivity

 Time to Adoption
Target: 60-90 days

- Change Saturation:
< 3 major changes/
team

- Active Usage: >70%
(early signal)

- Leader Confidence
Trending

Own Project Success Expand Perspective Manage Perceptions

Monitor &
Control

Adjust in Real
Time

Close

Validate Value

Make it Stick

- Time to Proficiency:

< 30-60 days

- Adoption vs. Target
Tracking

» Benefit Realization:

= 80% achieved

+ Cycle Time

Improvement: 15-
30%

» Adoption Sustained:
85-95%

- Value Trending /
Stable

Relentlessly Reassess

- Own Project Success

All Pillars Working
Together

w4 mao> > -



Poll:

What’s the first thing you’ll do differently to adopt a M.O.R.E. mindset?

A. Map stakeholder confidence before jumping into execution
B. Define how we’ll measure adoption and value—not just delivery
C. Build in aregular “pause and reassess” cadence

D. Look beyond my project to understand broader business impact



Beyond the Triple
Constraint

Changing How We Think About Success




T Projects launch.
People adopt.
Value happens.




ﬁ Apply M.O.R.E. Starting Today

Start measuring what matters: Adoption & Value
* Define 2-3 adoption metrics

* Alignto 1-2 business value outcomes

* Track beyond go-live and not just at close

2. Map Stakeholder Confidence & Capacity Early
« Use Confidence x Capacity map "
 Identify where leaders are Call to aCtlon
 Take targeted actions per quadrant

3. Buildin a Rapid Reassessment Cadence
 Establish a simple cadence (bi/weekly/monthly)
* Reviewsignals: confidence, capacity, adoption, value
 Adjust course quickly

4. Expand the Definition of “Done”
* Extend beyond delivery
* Assign ownership for sustainment
* Embedinto PMO governance



Resources:

s Idea Generatol

ange Success Met

Idea Generator Metrics Inspiration

Tell us about your project. Three key human factors that impact a change project's ROI:

Who is the impacted group?
®) i )

We want to measure how well people... Speed of Adoption Ultimate Utilization Proficiency
are axcively usiog the CRM systerm This measures how quickly pecple This messawres howimeny of the This messuwes how well pople
2dspt o new systems, roc affected individuals oce sctuslly perform with the chonge

Standard for We ace measuring outcomes in... Our go-five name is... orjob roles introduced by a ing the new solution. Higher compared to the expected level
Change project. Faster adoption leads to 8 utization means a better 0L Better performance leads to better
Management weekis) implementation better ROL outcomes and RO
“How quickly do we expect peaple “How many of the total “How wefl do we expec
) 10 be up and running on the new impacted popy we expect ‘perform compored
speedol - The percentage of people we want up  How long it should systems, process ond jobs?* t0 odopt and use the change in ted in the design of the

Adaption and running quickly: take after go-live: performing thei jobs?* change?*

75 v i 2 v | weekis) Based on the project information you provided, here are some ideas to measure your human factors:

ultimate  The percentage of people we ultimately How long it should
Utization want to adopt the change: take after go-live:
P

Speed of Adoption Ultimate Utilization - Proficiency
75% of impacted groups 90% of impacted groups are 75% of impacted groups are
are actively using the CRM actively using the CRM actively using the CRM

90% s week(s)

system within 1 week(s) of system within 5 week(s) of system at the expected
implementation. [ tation. level jency within 8
profcency The percentage of people we want to  How long it should e ophensetstion el drs
be proficient in the change: take after go-live: 2
75% s week(s)

STANDARD

ACMP Standard for
Change Management

PMI Practice Guide

Link to Prosci Change Success Metrics Idea Generator

Tools:

Orpmizmions Compesty | e gy e e

change and
trust it will
succeed?

Stakeholder Confidence

Failure Zone Political Risk
B - Skepticism
+ Quiet blockers

* R

CHANGE COMPLENTY ASSESSMENT (CCA) Stakeholder Confidence Map Revenue & Growth Cost & Efficiency Risk & Compliance
Err——
High
e oscsstan Burnout Risk Pemanzone Time-to-Revenue: 420% Cycle Time Reduction: -25% Compliance Exceptions: -40%
- = Supportive but overloaded * Advocates Product Adoption: 88% active users Employee Time Saved: +6 hrs/week/team Standardized Process Adoption: 95%
Eamant e Rasonse ) Commarts + Fatigue rising - Fastadoption
Pipeline Conversion: +12% Rework Reduction: -30% Audit Findings: J trending
Do they
rangs s . .
— T believe in this

Workforce Adoption

Customer Impact
R (Leading Indicators)

Value Realization Tracker

Value Leakage

— (CSAT: 410,81 Active Usage: 92% (Expected vs Realized Benefits
m—— —— rnaround time: -18% Manager Reil 85% Expected Value: $12M
) High Compalnss-22 Employee Confidence: improving trend 1 |  |Realized Value: $10.5 M
Moviwbaet | et Change Capacity Gap Closed: +15% YoY.
Do they realistically have the DataSources: Adoption analytics,
B | == bandwidth to absorb it right now? Qnlovesisunveys; onetational Khisy
el oo gt | e — [T L = — customer metrics

Change Management Success

Stakeholder Confidence Map
Metrics Template

Change Complexity Assessment


https://empower.prosci.com/change-success-metrics-idea-generator-dashboard?submissionGuid=52a54aa8-494b-4471-8abc-dd2384ca817b

Questions?




Appendix |




The Value of Change Management

A
© | Quicker ROI . . 5
o Project with g _ _ _
o . < Earlier attainment of optimal
& integrated change 7
Q / people, process and technology
< / benefits fully captured
< /
= Accelerated
Implementation / ceel
learning curve
A 4
/
\ /
/_ ] _/\
Increases the speed to utilization and
] > adoption of the new ways of working; while
Time
reducing the reduction in productivity people
Reduced immediate Expedited efficiency go through as they take on new changes.

productivity fall-off ramp up



Improving Project Outcomes
The costs and risks of mismanaging change by ignoring the people side of change can be significant

T Costs T Risks

With No or Poor
Change Management

Project delays
Budget overruns
Rework required
Project put on hold
Employee resistance
Opportunity costs

Project 1
Project 2
Project 3
Project4

Project5

With Some
Change Management

Impacted employees identified
Communication cascaded
Training engaged early

Change champions utilized
Digital enablement tool
leveraged

Project A
ProjectB

ProjectC

With Excellent
Change Management

7x more likely to meet objectives
5x more likely to stay on schedule
1.5x more likely to stay on budget
Employees feel prepared,
equipped and supported
People-dependent ROl achieved

Opportunity 1

Opportunity 2

1 Costsl Risks



What is Change Management?

Standard for
Change
Management®

ACMP
Change Management
Code of Ethics

= > ap.l
PMI - Change management is a comprehensive, ACMP* - The practice of applying a structured
cyclic, and structured approach for transitioning approach to the transition of an organization from
individuals, groups, and organizations from a a current state to achieve expected benefits.

current state to a future state with intended

business benefits.

*ACMP: Association of Change Management Professionals
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