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Change is the catalyst that opens
possibilities. It's not how big the change,
it's about how willing we are to open
our minds to what we do not yet
understand.
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Author




A PMO that
measures only
delivery misses the
bigger win: how the
work shifts the way
business creates

value.
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EXECGUTIVE
SUMMARY

PMO leaders helm portfolios whose success
depends on users and stakeholders

seamlessly adopting new tools, policies,
processes, and skills. Yet without a structured
focus on the “people side” of change, projects
too often fail to realize their intended ROI.

Solution: We introduce ChangeAlign™, a six-
dimensional readiness framework that you
embed directly into your PMO lifecycle. By
aligning strategic vision, sponsorship,
stakeholder confidence, organizational
design, technical enablement, and business
value tracking, you'll accelerate adoption,
minimize resistance, and ensure lasting
results.

Key Takeaways:

» A repeatable, metrics-driven approach that
integrates change management with project

» Six readiness dimensions are mapped to
every PMO phase, from Initiate to Sustain

» Practical tools and artifacts, from Vision
Workshops to Adoption Dashboards, that
drive adoption and reinforce value
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INTRODUCTION

Scenario

Modern enterprises face mounting pressure to deliver digital transformations
and process improvements at speed.

Problem Statement:

As a PMO leader, you oversee a portfolio of projects that depend heavily on
users and stakeholders adopting new tools, complying with new policies,
following new processes, and learning new skills. You need to facilitate the
organizational change resulting from these projects, ensuring that the
intended business outcomes are realized.
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Why Traditional PMO
Governance Falls Short

Key Insights

« Scope/Time/Cost Focus: Governance
often measures only deliverables and
deadlines, overlooking adoption and
behaviour change. A -3

« Siloed Change Activities:
Communications, training, and
sponsorship workstreams are
disconnected from the PMO lifecycle.

« One-Size-Fits-All Training: Generic
rollouts ignore variation in stakeholder

needs and readiness, leading to
resistance and low proficiency.

Tech may drive the project, but people determine its success.

In too many transformations, the PMO is laser-focused on timelines, tools, and tasks while

behavioural shifts and cultural alignment get left behind. That's why even the best-laid project
plans can fall flat: because execution without adoption doesn't deliver real value.

With the ChangeAlign™ framework, we help PMOs evolve from transactional taskmasters to
strategic change partners. When the PMO owns the change process alongside delivery, it
becomes the bridge between vision and results, shaping how people engage, adopt, and
sustain new ways of working.
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ChangeAlign ™ Fundamentals

The ChangeAlign™ Six Dimensions of Readiness

ui \ Strategic Readiness

N/ Shared vision, clear success conditions, and alignment to enterprise strategy.

( f2 \ Leadership Readiness

W/ Active, visible sponsors are empowered to make decisions and model behaviours.
( % People Readiness

\~/ Stakeholder engagement, confidence building, and role-based competence.

=, Organizational Readiness
"/ Aligned roles, governance structures, resources, and support functions.

/7 Technical Readiness
\~ / Systems, processes, and environments are configured to enable the future state.

(cn))

> Business Readiness
) Adoption measurement, value realization, and continuous improvement mechanisms.

(EepH)

Designed For: Benefits:

Define Change Management Roles and accountabilities
e PMO Directors among stakeholders

Prepare end users for change impacts to improve adoption

Ensure that intended business outcomes are more
effectively realized

Develop a organizational change toolkit and best practice

* Project Managers playbook

Develop cormmunication and training plans tailored to
« Project Sponsors specific audiences

Maximize project benefits by ensuring change adoption

* Business Analysts Mitigate risks and capitalize opportunities




YOUR PMO JOURNEY
WITH CHANGEALIGN®

PMO Phase

Initiate

Design

Build & Configure

Test & Validate

Sustain
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ChangeAlign™ Dimension

Strategic Readiness

Leadership Readiness

People Readiness

Organizational Readiness

Technical Readiness

Business Readiness

Continuous Loop of All Six

Key Activities & Artifacts

Vision workshops; Success-
condition charters; Stakeholder
alignment canvases

Sponsor alignment forums; RACI
for change decisions; Executive
communications plan

Stakeholder journey maps;
Confidence assessments; Role-
based learning paths

Operating model reviews;
Staffing & role-redesign; Process-
support tooling

End-to-end pilot tests; Scenario
walkthroughs; Technical cutover
playbooks

Adoption dashboards;
Reinforcement playbooks;
Recognition & gamification
programs

Quarterly pulse surveys,; Value-
realization reviews; Continuous
improvement cycles




BUSINESS TARGETS

FOR 2026

ChangeAlign™ operationalizes change, not
just theorizes it. Leaders gain a repeatable
framework to move beyond plans into
results.

Misalignment is costly. Projects delayed,
morale reduced, trust eroded. Alignment
multiplies impact and ROL.

A global financial services firm was rolling out
a multi-year transformation, but momentum
was slowing. Leaders felt aligned at the
strategy level, yet frontline teams were
disengaged, adoption was lagging, and silos
were deepening.
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People don't resist change; they resist being
left out of it. ChangeAlign™ makes the
invisible people-system visible so leaders can
bring everyone WITH them.

When entering into your planning cycle for
the next quarter, next year, are you
considering how you will align your people
to your plan?

Using the ChangeAlign™ framework, leaders
applied structured alignment checkpoints, for
authentic dialogue, and clear pathways to link
business strategy with team priorities. Instead of
‘communicating change,” they began co-creating
it with their teams.



OUR CLIENT

TESTIMONIAL

Before ChangeAlign™, our transformation
efforts felt fragmented. We had strategies,
but teams were pulling in different
directions. The framework gave us a clear
way to connect people with purpose, and
suddenly, the conversations shifted. Leaders
stopped talking at their teams and started
working with them.

From Strategic Alignment to Action

Leaders moved from talking about change in
abstract terms to embedding clear, alignment
practices across their initiatives, to close the gap
between strategy and execution.

Accelerated Adoption and Measurable
Results

Adoption rates of new processes and systems
improved significantly, with faster integration into
daily operations and earlier realization of value
than in past initiatives.

99

Enabling global change competency
in a large, matrixed organization is
no easy task, but Donna helped us
blaze the trail with our Global
Program. With her expertise, we
have the ability to operationalize
change on a global scale, using
practical concepts, tools, and
processes that make a real
difference in how we approach
change as a team. More importantly
| saw firsthand from Donna how to
navigate these delicate and at times
turbulent waters. - Andrew Taylor,
Sun Life
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Within six months, we saw adoption rates
climb, decision-making speed up, and most
importantly, trust across departments grow.
ChangeAlign™ didn't just help us manage
change, it changed the way we lead change.
| can honestly say we achieved outcomes we
never thought possible in the timeframe we
did.

Increased Engagement and Ownership

Teams shifted from passive recipients of change
to active participants, using alignment tools to
raise concerns, contribute solutions, and take
ownership of outcomes,

Strengthened Trust and Culture of
Resilience
Cross-functional trust grew as leaders modelled

inclusive practices and teams felt heard, creating
a culture that was more resilient, adaptive, and
ready for ongoing transformation.




CONTACT
INFORMATION

PHONE :
+1 (519) 590 0042

LINKEDIN :
linkedin.com/in/donnatulloch2025

WEBSITE :

Wwww.pulsebydnk.com

DONNA TULLOCH

Change Management Strategist|Facilitator|Coach

Is your change strategy stalling
between intent and execution?
Discover how ChangeAlign™ can help
you close the alignment gap,
accelerate adoption, and embed
lasting value. Let's explore how to
make change work with your people,
not against them.




