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PCT Overview

“A how-to is an informal, often short,
description of how to accomplish a
specific task.”

- Wikipedia
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Questions to Address or Problem we are Trying to Solve

1. Why do some change initiatives
fail while others succeed?

2. What s the ‘secret’ behind
successful change?

3. What elements are necessary for
project success?

Prosci | -

Looking Back |l T
J u Iy 1 3 ) 2 OO 6 Welcome to the Change Management Tutorial Series

III““"““II"]HE"I"H Prosci Change Triangle

Introduction

Why do some change inltiatives fail while others succesd? The answer is not as complex as you might think. Proscis research with organizations from public and private
sectors reveals that the secret behind successful transformations can be distilled into a simple yet powerful model described by the Prosci Change Triangle. This tutorial series
presents this model and will help you assess if you have the necessary ingredients for success

The model

Leadership/
sponsorship

q Think of the Prosci Change Triangle as a three-lsgged stool The first leg is executive
n ro u c I n g e This leg the of the strategy and direction for an organization,

and the required leadership to set the necessary changes into motion

Projects meet
objectives
The second leg is project This leg the of managing a

.
project. including the design of work tasks and \he management of resources to implement a Projects finish
ros CI a nge change on time and on budget.

on time and on budget

The final leg is change management - the peopl side of the change. This leg represents the s s
actions taken by the organization to help employees transition from the current state to the desired

Triangle | A

Figure 1 shows these three essential elements for realizing effective change

Project Change
management management

Prosci Change Triangle
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Looking Back
Using the Prosci PCT Tool to improve project performance
M ay 17’ 2007 Introduction

Tha Prasei PCT Taol (Project Change Triangle) was intraducad last year as a simple yet powerful framework
to show the different elements necessary for projects to succeed The three corners of the triangle -
Ls i ip, Project and Change -areall of

any project. The three elements interact to create a system that drives successful change.

.
This tutorial provides a brief overview of the Prosci PCT Tool and then examines three ways the model can be
used to drive ful change in your ization. This year, Prosci created an online version of the Prosci
PCT Tool for applying the model on your projects - you can gain immediate free access fo the new tool during
the beta period by simply ing the Prasci PCT Tool free a tion form to start i

projects now

Prosci PCT overview

The Prosci PCT Tool has three corners that must be present for a change to sueceed.

Leadership/ The three elements are characterized below:

Sponsorship « Leadership/Sponsorship - Executives and senior leaders play a critical role in
successful change. They set strategy and direction; they make decisions
regarding scope, time and cost; and they show their own and the organization's
commitment to the change through active and visible pariicipation

M Praject Management - To manage the technical side of the change, project
e rOSCI management provides the pracess and tools for managing the tasks and
Projects activities for designing a solution.

meet objectives .
Change Management - To manage the people side of change, change

)
Projects finish management provides the tools and process to help individuals make their own
roject Change

Return on investm

Triangle (PCT) /A

Project Change
Management Management

Those who trust to chance must abide by the
results of chance.

Calvin Coolidge
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Prosci® Project Change Triangle™

Leadership/
Sponsorship

PCT Overview

Projects
meet objectives
Projects finish

on time and on budget

Return on investment
(ROI) realized

A A

Project Change
Management Management

Prosci |

7

Project Change Triangle™ (PCT) Model

» Governance
. . S hi
and direction ooy

* Commitment
and authority

Projects
meet objectives
. Projects finish
aCt|OnS on time and on budget

PCT Overview

* Decisions and

Return on investment
(ROI) realized

A A

Project Change
Management Management
Prosci | -
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Project Change Triangle™ (PCT) Model

Technical side Leadership/
Sponsorship

* Change
definition

PCT Overview

* Time, cost,

Projects
meet objectives
Projects finish

scope

° Tasks’ on time and on budget
resources, " Ron reaized
budget A A

Project Change
Management Management
Prosci | -

Project Change Triangle™ (PCT) Model

People side Leadership/

Sponsorship

* Individual and
organizational

* ADKAR and 3-
Phase Process

PCT Overview

Projects
meet objectives
Projects finish

° Adoptlon and on time and on budget
usage e

A A
Project Change
Management Management

Prosci | o
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Why Are We Changing?

Projects are the vehicles of Current Transition
improving performance

Organizational Benefits Project Ojectives
Revenue ) e P
1 Costs el e Specific metrics
. Profits (-; 'I“I“" A and
| Efficiencies e measurements
Compliance "’ ﬁ/ — for improvement
7 Safety :
] Process Excellence . .
Customer Satisfaction How work will be different
) after the change
Proesci |

Project Change Triangle™ (PCT) Model

The ‘Center of Leadership/

Sponsorship

the Triangle’

* Project goals
and objectives

Projects
meet objectives
Projects finish
corners matter on time and on budget

PCT Overview

* Why all three

* Qutcomes of a Gl
‘healthy’ A A
p roj ect Project Change
Management Management
Prosci | -
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PCT Overview

Healthy Projects Share Similar Attributes

Direction and guidance

Leadership/
Sponsorship

IIWhyH

Design
Develop ,
Project

Embrace
Adopt
Change

Deliver Management Management Use

Prosci | =
Project Change Triangle™ (PCT) Model
v Conducting PCT Assessments
v' Evaluating Project Health sl
v" Identifying Risk Factors
mee’:rgé?;gives
v" Driving Next Steps i:::"::S::EL‘d
. e RoN remlized
v" Tracking Progress a &
Project Change
Management Management
v" Creating a Shared Vision
v Examining the Portfolio
Prosci |
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Conducting PCT Assessments — Elements Necessary for Success

PCT Applications

PROSCI® PCT™ ASSESSMENT
Project Change Triangle Factors

Now

Con d uctin g Prosci E'::.":f;::::::::;::‘m =
PCT™ Assessment e e s e

Prosci

10, gt pan o b gt vt th change anagemen i
Score otal possivle s 30)

3 A ssasamant of e organzaion' resingss forchang s bsen compiees

& Change msnsgamant eam mermoar hve e it nd e

Pl s been esed

=5
Crange s ben sdopres

0

Scors oral posivle s 30)

What is the
name of your

T —
o ik s o e 0 Sacreecas. S

Concise, purposeful assessment

10 factors for each corner

30meanyour projct

initiative?

= https://pollev.com/changepro

: project or change

© Prosci. Al Rights Reserved.
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PCT AsseSS M e NtTRank each factor on a 1-3 scale: 1 = inadequate, 2 = adequate, 3 = exceptional

Leadership/Sponsorship
1. The change has an executive sponsor

2. The executive sponsor has the necessary authority over the people,
processes and systems to authorize and fund the change

3. The executive sponsor is willing and able to build a sponsorship
coalition for the change, and is able to manage resistance from other
managers and supervisors

4. The executive sponsor will actively and visibly participate with the
project team throughout the entire project

5. The executive sponsor will resolve issues and make decisions relating to
the project schedule, scope and resources

6. The executive sponsor can build awareness of the need for the change
(why the change is happening) directly with employees

7. The organization has a clearly defined vision and strategy
8. This change is aligned with the strategy and vision for the organization

9. Priorities have been set and communicated regarding this change and
other competing initiatives

10. The sponsor will visibly reinforce the change and celebrate successes
with the team and the organization

Leadership/sponsorship total score:

Project Management

1. The change is clearly defined, including what the change will look like
and who is impacted by the change

2. The project has a clearly defined scope
3, The project has specific objectives that define success

4. Project milestones have been identified and a project schedule has
been created

5. A project manager has been assigned to manage the project resources
and tasks

6. Awork breakdown structure has been completed and deliverables have
been identified

7. Resources for the project team have been identified and acquired
based on the work breakdown structure

8. Periodic meetings are scheduled with the project team to track progress
and resolve issues

9. The executive sponsor is readily available to work on issues that impact
dates, scope or resources

10. The project plan has been integrated with the change management
plan

Project management total score:

Change Management

1. Astructured change management approach is being applied to the
project

2. An assessment of the change and its impact on the organization has
been completed

3. An assessment of the organization's readiness for change has been
completed

4. Anticipated areas of resistance have been identified and special tactics
have been developed

5. A change management strategy, including the necessary sponsorship
model and change management team model, has been created

6. Change management team members have been identified and trained

7. An assessment of the strength of the sponsorship coalition has been
conducted

8. Change management plans, including communications, sponsorship,
coaching, training and resistance management plans, have been created

9. Feedback processes have been established to gather information from
employees to determine how effectively the change is adopted

10. Resistance to change is managed effectively and change successes are
celebrated, both in private and in public

Change management total score:

hat pane hyperlink: https://www.prosci.com/change-management/thought-leadership-library/project-c

Copyright 2018 Prosci. All rights reserved.
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On a Sheet of Paper - Represent Your Results in a Radar Graph

Leadership/Sponsorship score: I:l

[ ]

Change Management score: I:l

Project Management score:

Score interpretation

20-24 | Alert / potential risk — needs further
investigation

Prosci PCT Profile

Leadership
Sponsorship
30

Change
management

Project

management
Prosci PCT Model™

Now
you

https://pollev.com/changepro

What is in the
‘Center of your

Which questions scored a ‘1’? ’ 9
* The shape of the triangle Twangle °
is your PCT profile
© prs Al ights s, Prosci ‘ 17
Prosci PCT Profile Prosci PCT Profile
PCT Applications
ep Leadership/ Leadership/
Missing P Sponsorship Missing
Sponsorship 30
Change 0 ﬁ Q Project
Management \ Management
Evaluating
Project Change Project Change
Management Management Management Management
Prosci PCT Profile Prosci PCT Profile
Leadership/ Leadership/
Missing Sponsorship Sponsarship Missing
30
Leadership/ ﬁ All 3
Sponsorship N
Project Change Project Change
Management Management Management Management
© prs Al ights s, Prosci ‘ 18
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PCT Applications

i PM AA ™M s

Evaluating A A
oM Ao, Visual representationof ., A
overall health and health in
Leadership/Sponsorship,
s Project Management, s
Change Management

PM ™ v A
s

Evaluating Project Health — Elements Necessary for Success

i Now

https://pollev.com/changepro

Where is your
A project or

o A A cm change initiative
LEAST healthy?
L/S, PM, CM, All 3

Prosci. All Rights Reserved,
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ldentifying Risk Factors — Elements That Scored a ‘1

PCT Applications
Leadership/Sponsorship

Rank each factor on 2 1-3 scale.
1=inadequate; 2 = adequate; 3 = exceptional

1) The change has a primary sponsor.

2) The primary sponsor has the necessary autharity over the people, pracesses and systems to authorize and fund the change.

3) The primary sponsor is willing and able to build a sponsorship coalitian for the change, and is able to manage resistance from ather
managers and supervisors.
4) The primary sponsor will actively and visibly participate with the project team throughout the entire project.

5) The primary sponsor will resolve issues and make decisions relating to the project schedule, scope and resources.

Identifying

&) The primary sponsor can build awareness of the need for the change (why the change is happening) directly with employees.

7) The organization has a clearly defined vision and strategy.

8) This change is aligned with the strategy and vision for the organization.

9) Priorities have been set and communicated regarding this change and other competing initiatives.

10) The primary sponsor will visibly reinforce the change and celebrate successes with the team and the organization.

EINUJNNNUJUJW

23

) The primary sponsor is readily available to work on issues that impact dates, scope or resources.

L/s

PM AA ™M

na1-3scale.
= exceptional

2

10) The project plan has been integrated with the change management plan.

;_\H—‘_\_‘H—\NN

irona1-3scale.
= 3 = exceptional

adopted.

9) Feedback processes have been established to gather information from employees to determine how effectively the change is being

10) Resistance to change is managed effectively and change successes are celebrated, both in private and in public.

© Prosci. Al Rights Reserved.

Prosci |
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Driving Next Steps — Corrective Action to Address the Risk

PCT Applications

Driving
Action steps: https://pollev.com/changepro
Complete an assessment on the characteristics of the change to und
occurs in "Phase 1 - Preparing for change". This assessment examin °
type of change and the impact on various groups. Completing this ty| What lS an
management team better understand the specifics of the project th ’.mmediate
action step you
can take to
address a risk?
Prosci | =

Tracking Progress — Assessing Project Health Over Time
PCT Applications
Now
Initiate = Plan Design Develop Deploy y 0 u
L;S L-/S L./S L;S L}S ‘
A A A A
PMAACM PM ACM PM ™ PMA ™M PMAACM
| Assessment Name | Date Created | Responses | Us | P | oW | https://pollev.com/changepro
Tracking Initiate 01/01/2017 9
Plan 03/01/2017 8 [ 26 | What is your
Design 040112017 7 current phase?
Develop 06/01/2017 7 [ 28 | 26 | " .
o EE— 20 [ 27 | 2 | Initiate, Plan, Design,
Develop, Deploy
Prosci ‘ 2
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Creating a Common Vision — Shared Language & Understanding

PCT Applications

Leadership/
Sponsorship

¥ Projects ,
meet objectives

Projects finish
on time and on budget

Return on investment
(ROI) realized

Creating A

Project
Management

L/s

PM ACM

Change
Management

Project objectives, overall
health and health in each
corner (PCT Profile):

Identified Risks, Action Items,
Approach to Track Progress Over Time

o o Prosci ‘ 23
Examining the Portfolio — For Decision Support
PCT Applications
Investment vs risk analysis
o e Qverall
T o portfolio
Alpha
: -y p | X health
. Gamma * Prioritization
Risk factor 5 Epsilon, and
4 .
: De.‘l aIIocatl_on
) i ‘efa * Systemic
T strengths and
o0.0 1.0 2.0 3.0 4.0 5.0 6.0 7.0 8.0 Wea knesses
Total investment in millons
Examining
e Prosci ‘ 2
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Project Change Triangle™ (PCT) Model

v" Evaluating Project Health
v" Identifying Risk Factors
v" Driving Next Steps

v" Tracking Progress

v" Creating a Shared Vision

v Examining the Portfolio

v Conducting PCT Assessments

What if there
was an intuitive
web-app that
let you put all
of these
applications to
work on your
projects?

Prosci |

Project Change Triangle™ (PCT) Model — PCT Analyzer

URL: portal.prosci.com

PORTAL

Access. Apply. Achieve.

Create your free account here >>

Returning Users

Prosci | =
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Project Change Triangle™ (PCT) Model — PCT Analyzer

Upstream (Selling CM)

MyResources —| LI

Available for ——

Purchase
resources can
be purchased as .
CMROI Caleulator Business Case for
Change Managem:s
Templats

Midstream (Doing CM) Downstream (Evaluating CM)

2 Week free Trial

|95

ADKAR Audiobook

eBest Practices Maturity Model Audit  Best Practices Audit

© Prosci. Al Rights Reserved.

Prosci |

Finesta CI/360 Year 1: Information

Quickly diagnose and

track overall project DialGE PSS
Assessment

health © =

Add Nlo,
PM ™

Leadership/
Sponsarship

Survey Collection

Projects
meet objectives Py
= “Pm'“‘“'j:':‘;ﬁﬂw Design Phase During Certification
Assessment (Update)
tment
us s

Management Management A A
PM ™ PM ™

Prosci'PCT™ Model

Project Change Triangle™ (PCT) Model — PCT Analyzer

-
/ PCT Assessments
* &

Sustain Phase Deploy Phase
Assessment Assessment

s L/s

PM ™ Py A A cM

Results Summary ~__
PMAACM

© Prosci. Al Rights Reserved.

Prosci |

Copyright 2018 Prosci. All rights reserved.
solutions@prosci.com

14



How to Leverage the PCT Model
Prosci Webinar — www.prosci.com/webinars

Project Change Triangle™ (PCT) Model — PCT Analyzer

Quickly diagnose and
track overall project
health

Leadership/
Sponsorship

n investment

Retu
(ROI) realized

Management

Management

Prosci'PCT™ Model

R@I)

Assessment

Assessment

PCT

Assessment

PCT Project Stage

Project Start
Mid Project
Validation
Pre-Launch
Launch

Change Lead

How can you define an
"Assessment” instance?

Feb 1,2017
April 1,2017
July 1,2017
Aug 1,2017
Oct 1,2017

North America

Project Team Europe
Leaders Asia

Or any combination

Change Lead @ Start
Project Team @ July 1, 2017
Europe @ Pre-Launch

Prosci. All Rights Reserved.
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Project Change Triangle™ (PCT) Model — PCT Analyzer

Finesta CI/360 Year 1: Information
Design Phase Assessment

/ PCT Profile Narrative

Overall Profile Analysis

» Factor Score Breakdown

us
This profile fs very encouraging and indicates
A processes, The likelihood for success with the
the gaps in project management and change m|
PM ™M
Action Steps:
The actions steps required for this PCT profile
/527 the Question Level Analysis below. Address thi
PM 22 lower. Failure to address these areas may caus|
continues to be paid to the Leadership/Sponso]
CM24
PCT Analyzer A Under 20 Inadequate

orship

Risk Factors/Actions

1. Leadership/Sponsorship @

1= Inadequate

A reumoterodres oo PIOSCT

Response Input \

2= Adequate 3= Exceptional

Leadership/Sponsorship fa 12 3

1) The change has an execu o o0 O

2 ponsor has the necessary d fund the change. o O O

2 d able to bu nge and s abl resistan

5 it se Iy tobuida for the change and is able tomanage resistancefrom (5 5 5

4 actively. the project team it the entire project. o O O

5) will to the project o O O

6 f the need for ti O O O

7 h defined o O o

8) Thi aligned with ision for o O O

9)Priorties doth o o0 o

10) The sponsor the cha with the team and o o o
| see [ secicomos |

Prosci. All Rights Reserved.

Prosci | =
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Project Change Triangle™ (PCT) Model — PCT Analyzer

Prosci
PORTAL  Operationalize the Now
Access. Apply. Achieve. PCT Assessment y ou

_z_ e Evaluate overall health

| A * Identify risks and Efé

develop next steps

. https://pollev.com/changepro
s s s ® Engage prOJect team and

A leaders to collect their data \which PCT Analyzer

VAN s
AAY
YV AVAN-Y PMAACM PM ACM .c : ti Feature l's MOST
reate comparative important to you
reports over time Vl.gl'\t now?

Prosci |

Webinar Agenda

el How to Leverage the Project

Change Triangle™ (PCT) Model

PCT Overview

Bonus Content

Extension #1 — PCT Application in the
Prosci Advanced Tool Suite

Extension #2 — Connecting
Leadership/Sponsorship to PM and CM

Prosci |
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#1: PCT Application in the Prosci Advanced Tool Suite
Change  [T—7 [FT—=1 = T e
Scorecard ey = = = Ny
CMROI H
Calculation .».ﬂ..-.
P roj e ct K us MS us us
Health PMAACM PMAACM PM ACM M ™ PM ™
ADKAR ADKAR W kAR ADKAR
Progress ENan (1T "
Best o B
Practice — ! i
Alignment
3-Phase Phase 1 Phase 2 Phase 3
Process Preparing for Change Managing Change Reinforcing Change
e e Prosci | =

#2: Connecting Leadership/Sponsorship to PM and CM

Leadership/
Sponsorship
Resources Strategy 4 '\ Active and visible Direct
and scope participation communication

Executive . Executive
decisions Erojech) actions
meet objectives

dates building

dimensions of the

Return on investment

Ba!ancmg the cost, Projects finish
time and scope Timing and ACURIUEED TR LT Coalition Fulfilling the role of

‘effective sponsor

project (ROI) realized of change’
A A
Project Change
Management Management
Presci | =«
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Prosci Solutions

Delivering organizational results by
catalyzing individual transitions

http://www.prosci.com

solutions@prosci.com

Build individual change competencies
Apply change management on initiatives
Embed organizational change capability
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