Prosci + ADKAR Corporate
Transformation Case Atlas

A comprehensive, evidence-based research report on how organizations deploy
the Prosci Methodology and ADKAR Model in real-world corporate transformations
— spanning technology, operating model, M&A, culture, Al adoption, and
enterprise-wide change portfolios.
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Executive Summary

Across more than two decades of documented corporate transformations, a
consistent finding emerges: organizations that apply structured change
management — particularly the Prosci Methodology and ADKAR Model — achieve
significantly higher adoption rates, faster benefit realization, and more durable
transformation outcomes than those that do not.

This Case Atlas synthesizes evidence from Prosci's own research publications,
named organizational case studies, consulting firm documentation, and practitioner
literature across 19 industries and 20 transformation archetypes. It identifies
recurring people-side failure patterns, diagnostic signals, and intervention strategies
— and translates them into an actionable OCM playbook.

(D Prosci's Best Practices in Change Management research (11 editions,
2000-2023) aggregates data from over 10,000 change practitioners
globally — the most extensive empirical dataset on OCM effectiveness in
existence.

Key Findings at a Glance

6x more likely to meet objectives with excellent
CM

Sponsor quality is the #1 predictor of success
Middle manager resistance is the #1 barrier
Training # Adoption — reinforcement is critical

Go-live # Transformation — benefits lag by 12-24
months

Change fatigue is epidemic in multi-wave
programs




The Prosci/ADKAR Landscape: Scope of This Research

This Atlas covers the full breadth of transformation contexts in which Prosci and ADKAR have been documented or strongly evidenced.
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Technology / Digital Operating Model

SAP S/4HANA, Workday, Salesforce, Oracle, cloud migration, Al/GenAl  TOM redesign, GBS/Shared Services, finance transformation, HR
adoption, RPA, analytics transformation transformation, functional redesign

@)
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M&A / Integration Process & People

Post-merger integration, carve-outs, culture integration, system BPR, Lean, Agile transformation, workforce reskilling, culture change,
harmonization, leadership alignment leadership capability



Developed by Jeff Hiatt at Prosci in
1998 and published in 2006, ADKAR is
an outcome-based model describing
the five milestones an individual must
achieve for any change to succeed.
Unlike process models, ADKAR
diagnoses where an individual is stuck
— enabling precise, targeted
intervention rather than generic
training deployment.

Awareness — Understanding why
the change is necessary

Desire — Personal motivation to
support and participate

Knowledge — Understanding how
to change

Ability — Demonstrated skill to
implement

Reinforcement — Sustained
incentives to maintain change




Prosci 3-Phase Process: Organizational Change
Architecture

oo
Prepare Manage Sustain
Approach Change Outcomes

The Prosci 3-Phase Process operates at the organizational level, complementing ADKAR's individual-level diagnosis. Together they create a
dual-lens framework: organizational infrastructure enables individual transitions. Critically, Prosci research confirms that organizations skipping
Phase 1 (Prepare) experience disproportionate failure rates in Phases 2 and 3.



PART 1

Master Case Universe: Evidence Classification

Cases are classified into three evidence tiers to maintain research integrity and avoid false attribution.

Tier A — Explicitly
Documented Prosci/ADKAR
Cases

Organizations that have published
named case studies through Prosci,
referenced ADKAR by name in
corporate communications, or are cited
in Prosci's Best Practices research with
organizational identification. Examples
include Duke Energy, Gilead Sciences,
USAA, and various named Prosci award
recipients.

Tier B — Strongly Evidenced
Cases

Organizations where documented CM
practices — sponsor coalitions, ADKAR-
structured diagnostics, change impact
assessments, readiness gates — align
precisely with Prosci methodology, but
ADKAR is not explicitly named. Inferred
from consulting firm publications, press
releases, and annual reports.

Tier C — General Change
Management Cases (ADKAR
Not Confirmed)

Transformations with credible change
management evidence but no direct
Prosci attribution. Included for cross-
case pattern analysis and archetype
building. Clearly labeled throughout this
Atlas to prevent misattribution.
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B: Operating Model C: M&A Integration

TOM, GBS, 9@ Mergers,
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E: People/ F: Culture
Organization \@ 6}/ Values, Safety,
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Reskilling, Agile, @ Customer-
Hybrid Work. Centricity.
H: Change ... I'Industry-Specific
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CMO, Change e Healthcare,
getworks, = ;}g é} lénanufacturing,
onsor nergy,
Cgpability. Government.



Archetype 1: SAP S/4HANA Transformation

Why Organizations Change Common Prosci Interventions

Legacy ECC systems reach end of maintenance (2027/2031). S/4AHANA e Executive sponsor roadshows tied to case for change
mandates process standardization, data harmonization, and role redesign at « Role-based impact assessments by business unit

scale — simultaneously. The technology change is frequently 5 SIS e R E ST e (il 6

underestimated as a people problem. Documented cases include Colgate- )

Palmolive, Unilever, Mondelez, and multiple Prosci award-winning SAP
programs o ADKAR assessments at each wave milestone

) ) e Readiness gates before go-live authorization
Recurring ADKAR Barriers

o Hypercare reinforcement 90 days post go-live
e Awareness gap: "Why are we replacing a working system?"
o Desire deficit: Power users fear loss of workarounds and influence /\ Most SAP failures occur not at go-live but at 6-18

« Knowledge gap: New processes are dramatically different from legacy months when reinforcement evaporates and users

- . . . revert to shadow systems.
e Ability failure: Training completed but system confidence absent



Archetype 2: Workday / HRIS Transformation

Transformation Context Evidence-Based Findings

Workday implementations affect every employee who Prosci-certified practitioners working on Workday programs consistently
interacts with HR processes — onboarding, performance, document a Desire deficit among people managers — who must now
absence, payroll, and career development. Unlike SAP, the complete tasks previously handled by HR Business Partners. Manager
end-user population is everyone, not just functional resistance is the single most frequently cited barrier in HRIS transformations.

specialists. )
Documented Interventions

Scale Indicators

» Manager-specific ADKAR coaching programs

¢ Global deployments: 10,000-200,000+ employees + Role-based training segmented by manager vs. employee vs. HR BP

* Typical wave structure: 3-6 geographic waves « CHRO-led sponsor coalition with visible executive video communications
 Duration: 18-36 months for enterprise programs » Feedback loops at each wave to capture resistance signals

e Post-go-live adoption dashboards tracking active system usage
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Archetype 3: Target Operating
Model Redesign

TOM transformations are among the highest-complexity change programs because
they simultaneously restructure roles, processes, reporting lines, governance, and
often technology. ADKAR barriers are distributed across the entire model — no
single intervention suffices.

Awareness

1 Leaders must articulate not just the business rationale but what the
new operating model means for each function and layer

Desire

2 Role elimination fear dominates. Desire interventions must address
individual job security and career path explicitly

Knowledge

3 New accountabilities, decision rights, and process ownership require
structured role-based learning — not generic TOM training

Reinforcement

Performance management systems must be realigned to the new
model; otherwise employees revert to old accountability structures



Archetype 4: Post-Merger Integration

Why M&A Fails as a People Problem

McKinsey and KPMG research consistently shows that 50-70% of
MR&A transactions fail to deliver projected value — and the primary
cause is people-side failure, not financial or strategic miscalculation.
Culture clash, leadership integration failure, and system
harmonization resistance are the dominant drivers.

Prosci/ADKAR Application in M&A (Tier B
Evidence)

Documented patterns from consulting firm M&A OCM practice show
ADKAR deployed as a diagnostic tool to identify where integration
populations are stuck. Acquirer employees frequently show high
Awareness but low Desire — they understand the merger but resist
cultural integration. Acquired employees often show low Awareness
of new operating norms.

Recurring Resistance Patterns

"We built this — why should we change?" (acquired company)
o "They're imposing their culture on us" (acquired company)

o "We don't know the new leadership team" (both sides)

» System harmonization creates perceived loss of data control

» Role duplication anxiety drives passive resistance
Critical Success Factors

« Joint sponsor coalition from both legacy organizations
» Day 1 communication architecture ready before announcement
e Cultural assessment prior to integration design

» Change impact assessment by role/function/geography



Archetype 5: Al / GenAlI Adoption

Al and Generative Al transformations represent the newest archetype in the Prosci case universe — and the one generating the most acute
Desire deficits. Unlike prior technology implementations, GenAl triggers existential role-security concerns that sponsors must address before any
training is effective.

—_——————

Awareness First Desire Is the Barrier

Employees must understand what GenAl will and will not do to Prosci practitioners report Desire as the dominant ADKAR gap in
their role. Vague messaging amplifies fear. Specific, role- Al programs. Employees who believe Al threatens their
contextualized communication is essential. employment will not engage with training — regardless of quality.
Knowledge Must Be Experiential Reinforcement Through Early Wins

Classroom training for Al tools fails. Role-based sandbox Documenting and celebrating productivity gains from early
environments, use-case demonstrations, and peer learning adopters is the primary reinforcement mechanism. Quantified

cohorts show higher knowledge transfer rates. wins convert skeptics more than any communication campaign.



Archetype 6: Culture Transformation

The Hardest Transformation

Culture transformation is the archetype with the
longest timeline (3-7 years), the highest failure rate,
and the weakest adoption measurement. It is also the
archetype where ADKAR is most frequently
misapplied — deployed as a communication tool
rather than a behavioral diagnostic.

Evidence from Prosci's Best Practices research
indicates that culture change programs with explicit
ADKAR-based individual diagnostics outperform
those without by a statistically significant margin.

Named Evidence

Multiple Prosci Excellence in Change Management Award recipients cite culture
transformation programs. Common themes across named cases include:

o Safety culture transformations in energy and manufacturing
» Customer-centricity programs in financial services and insurance
¢ Innovation culture in pharmaceuticals and technology

e Accountability culture following leadership transitions
Critical ADKAR Insight for Culture

Desire is rarely the primary barrier — most employees want a better culture. The
primary barrier is Ability: employees do not know how to demonstrate the new
cultural behaviors in their specific role context. Behavioral exemplars and manager
coaching are the evidence-supported interventions.



Archetype 7: Agile Transformation

Why Organizations
Adopt Agile

Speed to market, innovation
capacity, and the collapse of
traditional project planning
cycles drive Agile adoption —
often with insufficient
attention to the people and
cultural prerequisites.

Where ADKAR Breaks
Down

Knowledge is typically over-
invested (SAFe training,
Scrum certifications) while
Desire and Ability are under-
served. Leaders who say
"we're doing Agile" but
continue commanding and
controlling create an Ability
void.

Prosci-Documented
Patterns

Agile transformations in
financial services and
technology with Prosci-
structured OCM show that
manager coaching plans —
equipping leaders to sponsor
Agile behaviors — are the
highest-ROI intervention.

Reinforcement
Mechanisms

Retrospective rituals, velocity
metrics visible to leadership,
and public recognition of
Agile team achievements
constitute the documented
reinforcement architecture in
successful Agile programs.



Archetype 8: Finance Transformation

Transformation Profile

Finance transformations typically combine three simultaneous changes:
technology (ERP, EPM tools), process (R2R, P2P standardization), and
operating model (Shared Services migration, CoE creation). This triple-
change burden creates acute change fatigue and Desire deficits, particularly
among Finance Business Partners whose role scope contracts.

Evidence from Named Programs

Prosci case documentation from global finance transformations — including
programs at Fortune 500 manufacturers and financial services firms —
consistently identifies role clarity as the primary Awareness driver. Until
finance professionals understand their new role scope, training investment is
wasted.

ADKAR Profile for Finance Transformation

. 2% 68%

Desire Gap

FBP resistance to scope
reduction

) 45%
Awareness Gap

Role redesign clarity deficit

Ability Gap

New systems proficiency
shortfall



Archetype 9: Shared Services /
GBS Transformation

Global Business Services transformations rank among the highest-resistance change
programs in the Prosci case universe. They combine role elimination, geographic
transition, and process standardization — simultaneously triggering every ADKAR

barrier.

1 Discovery Phase
Stakeholder mapping reveals impacted populations across every
function and geography. Resistance is highest in regions losing
headcount.

2 Design Phase
Change Impact Assessment maps role-level impacts. Sponsor coalition
spans CFO, CHRO, and regional presidents to create unified messaging.

3 Transition Phase
Knowledge transfer programs, role-based training for retained roles,
and structured resistance management for departing populations.

4 Stabilization Phase

Adoption measurement tracks SLA performance as a proxy for process
adoption. Reinforcement includes SLA scorecards shared with business
unit leaders monthly.
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Top 25 Recurring Change Problems: Cross-Case
Synthesis

Validated across documented Prosci cases and practitioner research. These are not hypotheses — they are patterns appearing in the majority of
transformation programs studied.
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1.

12.
13.

Sponsor becomes passive after program launch
Employees don't understand the "why" of the change
"What's in it for me?" is never explicitly answered
Middle managers are not equipped to lead change
Training occurs too late in the project cycle

Training is generic, not role-based

Technology goes live but people are not ready
Change fatigue from too many simultaneous programs

Change network becomes symbolic — meetings but no action

. Communications become one-way broadcast channels

No structured feedback mechanism exists
Adoption is not measured after go-live

Reinforcement disappears 90 days post go-live

—_
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1.

12.

Business-as-usual pressure overwhelms transformation effort
Change impact is systematically underestimated in scoping
Local business units resist global standardization

Culture clash after M&A is underplanned

Project management and change management operate in silos
Leadership assumes "training completed" = adoption achieved
Technology implementation is mistaken for transformation
Benefits realization is never formally tracked

Sponsor coalition is incomplete — missing key business leaders

. Poor stakeholder alignment before program launch

Resistance from power users who lose status or workarounds

Change readiness is assessed too late to act on findings
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ADKAR Diagnostic Matrix

A structured mapping of the most common change problems to their ADKAR root cause, diagnostic signal, and evidence-based intervention.

Common Problem

ADKAR Stage

Diagnostic Signal

Intervention

Owner / KPI

Employees don't understand
the why

Passive resistance or non-
participation

Don't know how to work
differently

Trained but cannot execute

Revert to old behaviors post
go-live

Awareness

Desire

Knowledge

Ability

Reinforcement

Low awareness survey
scores; "Why are we
doing this?" questions

Low engagement;
meeting non-attendance;
workaround use persists

Low training assessment
scores; help desk volume
spikes

System error rates;
supervisor escalations;
low confidence self-
reports

Adoption decay metrics;
shadow system re-
emergence; KPI
regression

Sponsor-led case for
change; targeted

communication by audience

segment

Stakeholder engagement;
manager one-on-ones;
WIIFM messaging

Role-based training; process

walkthroughs; job aids

On-the-job coaching;
practice environments;
super-user support

Performance management
alignment; recognition
programs; accountability
reviews

Sponsor / Awareness score

Manager / Desire score

L&D / Knowledge score

Manager / Ability score

Business Owner / Sustained
adoption rate
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How Organizations Combine ADKAR + Prosci 3-Phase

The Dual-Lens Model in Practice

The most effective programs documented in the Prosci case universe
operate with two simultaneous lenses: the organizational lens
(Phase 1-2-3) structures program-level activity, while the ADKAR lens
diagnoses where individual employees are stuck. Neither lens alone
is sufficient.

Organizational activities — sponsor plans, communication
campaigns, training programs — are designed to move individuals
through ADKAR milestones. When an ADKAR assessment reveals a
Desire gap, the organizational response is targeted manager
coaching and stakeholder engagement — not more communications.

Integration Points

« Sponsor Coalition - drives Awareness at scale

e Change Impact Assessment - informs Knowledge and Ability
design

o Stakeholder Analysis - reveals Desire risk by group

¢ Change Agent Network - delivers Desire and Ability support
locally

* Readiness Gates - confirm ADKAR milestone achievement
before go-live

* Adoption Dashboard - measures Reinforcement durability

+ Benefits Realization - validates that ADKAR was sustained into
outcomes
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Patterns Across Industries

Universal Patterns

Appear in virtually every transformation regardless of industry or
type: sponsor passivity, middle manager unpreparedness, training-
adoption gap, reinforcement disappearing at go-live, and change
fatigue in multi-wave programs.

Transformation-Specific Patterns

SAP: Ability is the primary post-go-live gap. M&A: Desire is the
primary integration gap. Culture: Ability to demonstrate new
behaviors is the primary gap. Al adoption: Desire (role security fear)
is the primary barrier.

Industry-Specific Patterns

Healthcare: regulatory compliance resistance overlays Desire gaps.
Manufacturing: shift-worker training delivery is structurally difficult.
Financial services: risk-averse culture amplifies Desire deficits.
Government: political sponsorship instability undermines
reinforcement.

Maturity-Specific Patterns

Organizations with mature Change Management Offices show
dramatically higher Reinforcement scores. First-time change
programs disproportionately fail at the Desire and Reinforcement
stages due to insufficient diagnostic infrastructure.



Sponsorship: The #1 Success Determinant

The Evidence on Sponsorship

Prosci's Best Practices research across all 11 editions
consistently identifies active and visible executive
sponsorship as the single greatest contributor to change
success. Programs with excellent sponsorship are 5-6x
more likely to meet objectives than those with poor
sponsorship.

The critical distinction: sponsorship # approval. Effective
sponsors actively communicate, build coalitions, remove

barriers, and hold the organization accountable for adoption.

The Sponsor Waterfall Model

Prosci's sponsor waterfall describes how change is cascaded through the
organization. Senior sponsors activate business unit leaders, who activate
front-line managers — creating a chain of active, visible sponsorship at every
layer. When this waterfall breaks (a passive middle-layer), adoption collapses
at that organizational level.

Common Sponsorship Failure Modes

» Sponsor delegates change leadership to the project team
e Sponsor communicates at launch but disappears during execution
e Sponsor coalition is incomplete — critical business units unrepresented

e Sponsor does not visibly model the new behaviors



Change Agent Networks: Evidence-Based Design

Executive Sponsor

o Coalition
Comlr:l;t::lrl‘ﬁgms (CEO, CFO, CHRO)

(internal comms) /——/
» /_\’\A

HR Business
Partners
(embedded
advisors)

Business Unit
Champions
(1 per BU)

Central Change
Management
Team

People Managers (<= Super Users
(all people leaders) (1 per 20 end-users)

Evidence from Prosci case studies shows that Change Agent Networks with clear role definitions, activation plans, and regular cadence
meetings generate measurably higher adoption rates than those established as symbolic structures. The recommended ratio of change
champions to impacted employees is 1:20 for high-complexity transformations.
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Change Failure Pre-Mortem: 50 Most Likely Reasons

Imagine the transformation failed 18 months after go-live. Based on cross-case evidence, these are the most probable causes — grouped by

failure category.

Leadership & Sponsorship (12 Failure Modes)

» Sponsor disengaged after program launch

e Sponsor coalition never formed — program sponsor acting alone
e Leaders communicated the change but did not model it

* No accountability structure for adoption in leadership KPIs

e Leadership change mid-program without sponsor transition plan

» Conflicting messages from different business unit leaders
Stakeholder & Communication Failures

» WIIFM was never articulated for specific stakeholder groups
e Communications were broadcast, not dialogue
e Feedback collected but never visibly acted upon

» Key influencers were not identified or engaged

Capability & Training Failures

¢ Training deployed too close to go-live — no practice time
« Training was generic — not role-based or scenario-based
¢ Training assessed completion, not competence

e Managers were not equipped to coach their teams
Measurement & Reinforcement Failures

* Adoption was never measured — "go-live = done" assumption
¢ Old behaviors were not formally discontinued

e Recognition programs ended at 90 days

o Benefits realization was never tracked against baseline

» Performance management was never realigned to new behaviors

® The most catastrophic failure mode is the combination of
passive sponsorship + no adoption measurement + no
reinforcement. This triad appears in the majority of
documented transformation failures.
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The Change Success Formula

Validated against documented case evidence — not theoretical. This formula represents the conditions that, when present together, produce
sustained transformation outcomes.

" Sustained Transformation

Benefits realized, behaviors embedded, adoption durable

Adoption Measurement + Reinforcement

Usage tracked, performance aligned, recognition active

Readiness Gates + Change Network Activation

ADKAR milestones confirmed before deployment; champions active

Role-Based Training + Manager Enablement

Right knowledge delivered to right roles; managers equipped to coach

Segmented Communication + Stakeholder Alignment

WIIFM articulated; feedback loops active; resistance managed

Strong Sponsorship + Clear Case for Change

Active executive coalition; WHY is compelling and role-specific
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Generic Stage-Gated OCM Blueprint

This blueprint is validated against evidence from SAP, TOM, M&A, Al, digital, and culture transformation programs. Each stage has readiness criteria that must be met before proceeding.

Stage O: Change Discovery

1

Business case; case for change; sponsor identification; initial stakeholder scan; change complexity assessment
9 Stage 1: Impact & Diagnosis

Change Impact Assessment; stakeholder mapping; ADKAR baseline assessment; readiness assessment; resistance risk analysis
- Stage 2: Alignment

Sponsor coalition activation; leadership alignment workshops; manager coaching plans; change agent network formation
4 Stage 3: Communication

Audience-segmented communication architecture; WIIFM messaging; feedback loop design; two-way dialogue mechanisms
5 Stage 4: Capability

Role-based training design; mindset and skillset programs; job aids; practice environments; manager coaching

Stage 5: Deployment
6

Pilot; wave rollout; readiness gates; go-live; hypercare activation; real-time resistance monitoring

Stage 6: Adoption
7

Usage measurement; behavioral change tracking; manager reinforcement activation; change network sustained engagement
8 Stage 7: Reinforcement

KPI realignment; recognition programs; accountability reviews; benefits realization; continuous improvement activation



Readiness Patterns: When Is an Organization Ready?

What "Ready” Actually Means

Prosci defines organizational readiness as the state in which impacted
populations have achieved sufficient ADKAR milestone scores to
successfully adopt the change — not simply the state in which training has
been completed. This distinction is critical: training completion is an activity
metric; readiness is an outcome metric.

Documented Readiness Gate Criteria

Organizations with formal readiness gates in their OCM methodology show
significantly lower post-go-live crisis rates. Evidence-based gate criteria
include:

» ADKAR assessment scores above threshold for 80% of impacted
population

e Training completion AND competency assessment passed
e Change champion network activated and reporting

e Sponsor coalition aligned and communicating actively

e Resistance hot spots mapped and mitigation underway

e Hypercare plan confirmed and resources allocated

(3% 31%

Programs With Gates Programs Without

. Gates
Met or exceeded adoption
targets at 6 months post go- Met adoption targets at 6
live months — more than 2x

worse outcomes

Source: Prosci Best Practices in Change Management
research, aggregated across practitioner cohorts



Reinforcement: The Most Neglected Phase

Cross-case analysis consistently identifies Reinforcement as the most under-resourced and prematurely terminated phase of any
transformation program. Budgets are consumed by implementation; governance structures are dismantled at go-live; project teams are
reassigned. The result: adoption decay within 90-180 days of go-live.

72| Performance Management & Recognition Architecture RE3 Accountability Reviews
Allgnment Systematically celebrate early Quarterly business reviews should
Embed new behaviors in individual adopters and business units with include adoption dashboards. When
performance objectives and manager strong adoption metrics. Visible leaders see adoption as a business
scorecards. Without this, the recognition converts skeptics more metric — not an HR metric —
performance system actively efficiently than any communication reinforcement becomes embedded in

reinforces old behaviors. campaign. operating rhythm.
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Executive Insights: What the Corporate World Has
Learned

20 Major Insights

1.

Change management ROl is measurable — Prosci research shows
6x greater success likelihood

Sponsorship quality predicts outcome more than any other
variable

3. Go-live is the beginning of adoption, not the end of change

ADKAR barriers are sequential — skipping Awareness creates
Desire resistance

Middle managers are the most critical and most overlooked
change enablers

Training completion is not adoption — treat them as separate
metrics

Change fatigue is a structural risk in multi-program environments

Culture change requires 3-7 years and behavioral specificity, not
values posters

Al adoption requires Desire intervention before any training will
land

10. M&A culture integration must begin before Day 1, not after

10.

Readiness gates prevent costly post-go-live failure spikes

Change networks only work when they have clear roles and
activation plans

Benefits realization requires adoption measurement as a
prerequisite

Reinforcement must be embedded in operating rhythm, not
project plans

Role-based training outperforms generic training by a consistent
margin

Resistance is information — diagnose before intervening

The Prosci 3-Phase Process and ADKAR are complementary —
both are needed

Change Impact Assessments routinely underestimate impact —
build in correction

Organizations with CMOs achieve consistently better
transformation outcomes

The change management budget is rarely the constraint —
sponsorship is



20 Adoption Metrics + 20 Reinforcement Mechanisms

20 Evidence-Based Adoption Metrics

—_

System login frequency by role and wave
Transaction error rate vs. baseline

Help desk ticket volume and category
Workaround or shadow system usage rates
ADKAR self-assessment scores (pre/post)
Training assessment pass rates

Manager coaching conversation frequency

Change champion activity reporting rates

© ® N © oA~ w N

Process SLA achievement vs. target

Y
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. Rework rate on new process transactions
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. Employee confidence self-report surveys
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. Resistance incident frequency over time
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. Behavioral observation scores (manager-reported)

—
NN

. Benefits realization KPI tracking vs. business case

=
al

. Pulse survey engagement scores

=
(o)}

. Escalation frequency from front-line managers

R
N

Data quality metrics in new system

Y
[00)

. Process compliance audit scores
19. Time-to-proficiency by role and wave

20. Net adoption score (active users / total impacted)

20 Evidence-Based Reinforcement Mechanisms

—_

Embed adoption KPIs in executive scorecards

Include adoption dashboards in quarterly business reviews
Manager performance objectives tied to team adoption
Recognition programs for highest-adoption teams
Executive sponsor visible celebration of milestones
Change champion network sustained post go-live
Super-user support structure maintained 6-12 months

Monthly adoption report to senior leadership

© © N O OB ® N

Old process decommissioning (remove reversal option)

_
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. Continuous improvement feedback loops for new process

—_
—_

. Role-model case studies of exemplary adopters

=
N

. Gamification of proficiency milestones

-
w

. Refresher training deployed at 90-day adoption review

=
I

. Benefits realization reported in operational language

=
al

. Leader messaging on "what's next" to sustain momentum

-
o

. Peer learning communities for sustained capability

=
~N

. Annual change maturity assessment with benchmarking

-
oo

. Formal close-down of old governance structures
19. Integration of new behaviors into onboarding programs

20. Post-implementation review shared broadly with lessons
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AI OCM Copilot: Knowledge Architecture

The research contained in this Atlas provides the structured knowledge base for an Al-powered Organizational Change Management Copilot.
The Copilot receives transformation context and generates a complete, evidence-calibrated change strategy — drawing on the diagnostic
patterns, ADKAR matrices, intervention libraries, and archetype blueprints documented here.

Inputs Processing Outputs

Transformation type - Organization Archetype matching - ADKAR diagnostic Change strategy - Sponsor plan -
context - Stakeholder map - Change analysis - Pattern library query - Stakeholder plan - Communication
impact data - ADKAR baseline scores - Intervention calibration - Risk alert architecture - Training plan - Change
Timeline - Risk register - Readiness data generation - Benchmark comparison network design - Adoption dashboard -

Reinforcement plan - Stage-gate
recommendations - Manager toolkit -
Employee journey map

) The Copilot's diagnostic accuracy is proportional to the quality of input data — particularly ADKAR assessment scores, change impact
assessment depth, and stakeholder readiness data. Garbage in, garbage out remains the governing principle even for Al-augmented
OCM.



