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How To Stand Up a CMO

CASE Why stand up a CMO?
FORM How is it structured?
FUNCTION What does it do (and not do)?

TIPS What do experts recommend for standing up a CMQO?

Prosei | -
2
COPSI1) | O
:“" CMO Canvas (Blank Sheet Exercise) : {%‘,‘ﬁ:\
CASE FORM FUNCTION 2 S

Why stand up a CMO? How is it structured? What does it do (and not do)?
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CMO at ACMP 2014

Y CHANGE MANAGEMENT OFFICE?

STEPHANIE CHRISTENSEN, MELANIE FRANCIS, SHARON RICHMOND
MODERATED BY: JEAN NITCHELS

© Prosci, Inc. Al Rights Reserved

TOUGH CHANGES

Who Meved My nagement Office?
Three times in 2013, mmmmmm each of which

a central Ch leadership
decided o eliminate those groups, and reorganize how d\anmworklsdm
athe company Is this plngmss? Join this panel discussion, where tiee

from Fortune 500 C lore what they have
Iamdmm rise and fall of their central Change Offices, and the
implications for other companies’ Change efforts

Learning Objectives
+ Identify the important ‘catalysts’ (winds of change for Change
Centers)
« Explore change management as a skill set vs a role

+ Discuss the value of centralized change affices - when and why?
- Is this a a sign of progress, or a sign of the times?

ABOUT THE PRESENTERS
Sharon Richmond

Siechiacis Cluivimen
the Director of hange Management, Stephanie developed and

m«paemgnm 4 change management center of expertise for the largest

consumer electronics company in the U.S..

practices throughout the organizaticn. She was a Change a.eaaev on multiple:

enterprise transformational programs and responsible for overs

o s Charios Cooreiiity = ¥ o & a3 T i e

and lives by managing change, one person at a lime.

-
g |

Melanie Francis
As the leader of a Change Management GOE for one of the top software
companies in the world, Melanie has spent more than 20 years working at the
intersection of people, process and technology. Melanie has been
reswwrxe for buling e company s intemal change management

change forts
pmpa portoio. Melanie 18 afounding member of the ACMP and has

Sharon Richmond

Sharon Richmond, MBA As Director of Change Leadership, Sharon buit the
first global change center for a Fortune 50 networking and IT giant. She jed a
community of 1300+ change agents, developed methodology, & consulted fo
internal initative leaders (VP+), Her Center's approach to enterprise-wide

Change Agilty was fealured in Talent Development Magazine. Sharon's roles
inciude Management Consultant, Instructor (Stanford GSB), and ACMP

She's presented leadership, coaching,
and change agilty.

Do you have a CMO or functional group?

Overall

2011 2013 2015 2017 2019

By Maturity Level

All
Level 5
Level 4
Level 3
Level 2

Level 1

© Prosci, Inc. All Rights Reserved.
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By industry

Education

Health Care
Gov't - State
Gov't - Other
Food/Bev

Gov't - Local
Consumer Goods
Entire Population
Consulting
Insurance
Banking
Manufacturing
Info Services
Finance

Gov't - Fed

Prosci | s
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Do you have a CMO or functional group?

By Region

Africa

Latin America
Canada
Australia/NZ
United States

Entire Population

Europe
Middle East
Asia/P|
Canada: Europe:
1% 21%
us: T Asia and Pacific
NMigcle Islands: 7%
32% East: 2%
Lal\‘n Africa
America: 59 )
6% Australia
and NZ:
16%

© prosei, Inc. Al Rights Reserved,

By Revenue and Employees

Overall

>$58

Overall

B

Prosci Research 11t Edition

>35K

7258558 20K - 34,999

. 10K - 19,999
$500M - $1B

$250M - $500M 3K-9,999

$100M - $250M 2.5K - 4,999

$50M - $100M 1K - 2,499

$25M - $50M 500 - 999

$10M - $25M 100 - 499

<$10M 1-99

0% 50% 0% 50%
Prosei | -

Names of the CMO

”,

A title using the words “change management”:

@

o

5

Prosci Research 11t Edition

A title using the word “change” including:

* Organizational Change Management

* Change Management Center of Excellence
* Enterprise Change Management

* Change Management Team

* Strategic Change Management

* Change Management Specialists

* People Change Management

* Change Management Division

* Change Management Network

© Prosci, Inc. All Rights Reserved.

* Change Practice
* Change Excellence

* Change Enablement

* Change and Culture Team

* Change Integration
* Change Hub
» Strategic Change Unit

* Change Specialists Group

* Atitle using one of the following words related
to change: transition, improvement, strategy,
transformation, execution, or excellence.

Prosci |
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:““’ CMO Canvas (Blank Sheet Exercise) gg&i"‘:ﬁ

) / CASE FORM FUNCTION L N

Why stand up a CMO? How is it structured? What does it do (and not do)? o

Prosci

Today’s change landscape and
horizon create the demand for
more effective change management
and increased organizational agility.

Prosci
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We need better change management to... We need increased organizational agility to...

Accelerate and deliver the people-dependent Meet the current and expected
portion of project ROIl/value. velocity of change.

Improve how quickly, how many, and how Reduce the impact of saturation
effectively people adopt the solution. and fatigue.

Reduce the costs and risks of poor adoption Create critical differentiation and
like resistance, conflict, and frustration. competitive advantage.

Increase the likelihood of meeting project Improve portfolio success rate.

objectives, on time and on budget.
Be Future Ready.

Achieve both more productive AND more

human centric change outcomes. Build a culture of change.

Increasing Demand for Change & Transformation

Business model shifts

Capability building Fatigue

Future of Work Future of Work Customer demands

Org design Pandemic response Global instability

Internal pe(g;p|e < Saturation Market shifts External

Demand Pressure Technology Pandemic Demand
Purpose Transformation Social issues
Strategy Work-life overlap Sustainability

Talent

Prosci
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Project Success Rates

Contribution of the CMO

Legitimacy and
Credibility

Consistency and
Standardization

“We should stand up a CMO
because it is increases likelihood
of success of all the other changes
we are trying to implement and
sustain over time.”

“Drive readiness, adoption and
proficiency in a standardized way
across the enterprise”

© Prosci, Inc. All Rights Reserved.

“We need to legitimize the practice
of change management and get
visibility across the organization.”

“Creates a functional home
for ‘ownership’ of raising
CM capabilities across org.”

“We need a consistent way to
successfully manage large, strategic
changes in our organization, and
build organizational capability.”

“We need to find best practices
and a standardized method for
driving change in the business.”

Prosci | =
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Saturation and
Portfolio Visibility

Contribution of the CMO

Priority Seat at the
Leadership Table

Organizational
Capability Driver

“We are at a crossroads within our
organization that is saturated with
change and need a clear view of
the impact on our people.”

“We are burning out our valued
employees by not considering
them in project implementation.”

© Prosci, Inc. All Rights Reserved

“We do not have a strategic
orientation for managing the many
changes we are deploying.”

“We need this to ensure our
organization has the ability to
respond to the growth/changes.”

“We need to achieve project
outcomes while building
change competencies.”

“Creates value in the
organization by creating
a capability multiplier.”

Prosci | =
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Role of the CMO in the ECM Strategy Map

N2 Leadership
9{@% e.g., sponsor, screening committee, Change
1 1

management reviews

Project
e.g., pilots, tiers, departments, regions, triggers

Skill
e.g., Who needs to know what?
training, coaching, tools

Structure

e.g., organizational footprint, CMO networks, job roles

Process
3 e.g., project launch, performance management,
CQ improvement

Prosci |

Role of the CMO in the Change Management Maturity

Level 5
Level 4
Level 3
Level 2

Level 1

Current (Feb 2023)

Leadership Application Standardizatio

Prosci |
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CMO Canvas (Blank Sheet Exercise)
CASE FORM FUNCTION

Why stand up a CMO? How is it structured? What does it do (and not do)?

e

- How does the current \

change landscape and
horizon create demand for
change management and
organizational agility (and
an enabling CMO)?

Tip:

- Which contributions of the

CMO will be most effective coy\text
to highlight in your value
proposition? Prob(e ms
- Project Success Rates
- Saturation and Lamguage

Portfolio Visibility
- Consistency and

Standardization
- Legitimacy and
Credibility
- Priority Seat at the

Leadership Table

- Organizational |
Capability Driver

Prosci
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Sometimes form Sometimes form
follows function. forces function.
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CMO Canvas (Blank Sheet Exercise)
CASE FORM FUNCTION

Why stand up a CMO? How is it structured? What does it do (and not do)?

Prosci
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CMO Responsibility Benchmark Data

Own and maintin the CM methodology 81%

Own and maintin the CM tools 76%

Track change management progress on projects 69%

Provide coaching to sponsors 68%

Provide CM resources on specific projects 63%
Maintain a change management community 57
Provide coaching to manager/supervisors 54%
Own the change management curriculum 53%

Track and manage the change portfolio 42%

© Prosci, Inc. All Rights Reserved. Pfﬂsci ‘ 19
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Responsibilities of the CMO

Project Application

~40%

Project Application

¢ Manage intake and
distribution of change
support requests

* Enable DIY solutions with
guidance, tools, and
templates.

* Coach/Consult leaders and
project teams for smaller
initiatives.

* Do/Develop change strategies
and plans for larger initiatives.

*  Broker/Connect to vendors
and SMEs.

© Prosci, Inc. All Rights Reserved.

Org Capability

¢ Build understanding and
awareness of CM.

* Establish and execute ECM
strategy and roadmap.

* Build capabilities throughout
organization.

¢ Create communities and
enable change agent
networks.

* Foster a culture of change.

Organizational Capability

~30%

Practice/Practitioner

¢ Build, deploy, and maintain a
standard CM methodology.

* Own arepository of CM tools,
templates, and examples.

¢ Capture, document and share
best practices and guidance.

¢ Facilitate communication and
collaboration among
practitioners.

* Identify opportunities to
integrate into other change
frameworks.

Practice/Practitioner  Portfolio
~20% ~10%
Portfolio

*  Formalize intake process for
the change portfolio.

* Foster prioritization of effort,
initiatives, and resources.

* Drive alignment on strategic
change landscape.

* Track performance and
provide dashboards.

* Provide data and perspective
on change saturation.

Prosci | =
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CMO Service Spectrum

DIY — Do It Yourself

Do It With You

Do It For You

Find You Someone

Equip

Coach/Consult

Do/Develop

CMO provides:

Broker/Connect

* Tools, templates, examples
e Training and education

* Facilitation and guidance
* Thoughtful questions

Plans and deliverables
Experience and expertise

Applicability:

Vendor management
Quality control

¢ Small changes
* Low complexity changes
e Few groups impacted

¢ Small to medium
*  Medium complexity
* Few groups impacted

Medium to large
Medium complexity
Many groups impacted

Time and Cost Implications:

Large to transformational
High complexity
Many groups impacted

- ZXZXXX
®

© Prosci, Inc. All Rights Reserved
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Practitioner Community:

Share
Learn
Troubleshoot

Celebrate
Commiserate

Ancora Imparo!

Prosci

“‘ CMO Canvas (Blank Sheet Exercise)
@ CASE FORM /" FUNCTION
- Why stand up a CMO? How is it structured? What does it do (and not do)?

- What is in scope for the
CMO? What is out of scope?

- How much of the focus of
the CMO will be on:

- Project Application

.

T{P: - Organizational Capability
. . 3 - Practice / Practitioner
Write it down in ~ Porttoli

a formal charter.

- What CM application service
support will you provide?

- DIY — Do [t Yourself

- Do It with You (Coach) I
7 - Do It For You (Doer) '
- Find Someone (Broker) I

- How will the CMO foster the
practitioner community? |

Prosci
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CMO Canvas (Blank Sheet Exercise)
CASE r FORM FUNCTION

Why stand up a CMO? How is it structured? What does it do (and not do)?

Prosci
24
Centralization vs. Decentralization
Centralized Hybrid Decentralized
Which approach is right for you?
Prosci | =
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Centralization vs. Decentralization Decision Criteria
gt H gt
Cultural leaning
Geographic distribution
Where is the sponsorship
Need for standardization/flexibility
Common/varied maturities
Where are CM resources coming from
What already works here
Where are you on your ECM journey

Other?

© e .l g Resene. Prosci ‘ 2%

26

[m Plot the preferred structure for your organization along the centralized - |
decentralized spectrum.

Centralized Hybrid Decentralized

®
OOO
® | ®

®

¢

.. Start the presentation to see live content. For screen share software, share the entire screen. Get help at pollev.com/app -.

© Prosci, Inc. All Rights Reserved. Pfﬂsci ‘ 27
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CNE!
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Size and Composition

Over 60% of CMOs were made up Having the right skillset is essential, especially at
of 5 or fewer employees the start of the CMO. Hire well and early. A
strong external hire that has real life CM
experience can help balance and elevate a team
of newly certified practitioners.

+ Change Agent Networks

+ Communities of Practice

+ Alliances and Partnerships

CMOof1l 2-5ees 6-10ees 11-20 ees Over 20

© e .l g Resene. Prosci ‘ 2
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Location: Actual and Preference

Actual Preference

HR

PMO _
Reasons for your current location:

IT

. 1. Alignment with function or objectives
Strategy/Transformation & !
2.Existing resources or position of influence

oD o L
3.Initiation or leadership directive
BUs/ Ops 4.Politics and historical reasons
Corp/Shared 5.Perception of change management
C-Level
Independent
Participants could choose Participants could choose
more than one option only one option _
© Prosci, Inc. All Rights Reserved. Pfﬂsc’ ‘ 29
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Number of Locations of the CMO

1 location

7%

2 locations

20%

3 locations

1§
8%

Common 2-Location and 3-Location Combinations

Prosci Research 11t Edition

4+ |ocations

1 B 1
+

5%

HR & OD IT & PMO PMO & Bus Units HR & PMO

HR & Bus Units oD & PMO PMO & Strategy HR/IT/PMO
© Prosci, Inc. Al Rights Reserved. Prasci ‘ 30
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Advantages of Various Locations i
Prosci Research 11t Edition

PMO Strategy/Transformation C Level / Executive Level HR

Provides access to projects

CM aligns with the purpose of the
PMO

Provides easier integration into project
methodology

CM can be integrated more effectively
into project plans and infused earlier
PMO has wide cross-organizational
reach and representative perspective

PMO has an established reputation
and credibility

oD

Supports alignment, integration and
collaboration with current OD
functions

0D is involved in numerous changes
and strategic efforts

Location supports an organization-
wide reach and perspective

© Prosci, Inc. All Rights Reserved

CM can be aligned with the strategy
and direction of the organization

CM can be attached to planning

Provides proximity to executives and
access to visible and important
changes

Supports an enterprise perspective
Has influence, credibility, and visibility

CM can become part of the culture
and mindset of the organization

Within Business Units/Ops

Have the most knowledge of affected
areas and proximity to the user base
Supports building organization-wide
change management capability
Allows for enhanced sustainment of
change

Provides insights for understanding
company culture

* Ensures adequate sponsorship for
impact and leadership with clout,
power and authority

Allows access to the sponsors of
change

Has influence, credibility and visibility

Provides a strategic view and gets
readings on the pulse of the
organization

Supports cultural and mindset changes

Provides proximity to budget control
and resource decisions

Corporate Shared Services

* Provides a common offering available
to all projects

* Has enterprise reach and scope

« Supports the ability to share resources
to manage the peaks and valleys of
change management requirements
during projects

* Synergizes with HR’s purpose and
focus on employees

* HR has enterprise scope and reach

* Supports alignment with skill
development, training, roles and
responsibilities

Independent

* Protected against being hindered by
internal politics and agendas; it is
objective and impartial

Allows change management to be
applied on various changes across the
organization or enterprise

Prosci | =
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CMO Location Decision Criteria

PMO HR Option 3 Option 4 Option 5
+0 - +0 - +0 - +0 - +0 -

Cross-organizational reach

Access to projects/changes (early)

Reputation, credibility, respect

Alignment of purpose

Alignment with direction and culture

Proximity to executives

Quiality of sponsorship for change capability build

Other?

© Prosci, Inc. All Rights Reserved. Prasc’- ‘ 32
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“ CMO Canvas (Blank Sheet Exercise)
e CASE /~ FORM FUNCTION
g Why stand up a CMO? How is it structured? What does it do (and not do)?

- What is the best structure:
centralized to decentralized?

- What additional structures
will the CMO support?
Change Agent Network?
Community of Practice?

- Who will be on the CMO?
How many employees?

- What are the roles and
responsibilities?

- What capabilities are needed
on the CMO?

- Where will the CMO be
located?

- How will advantages be
leveraged and disadvantages
be addressed?

- Who else will the CMO be
primarily interacting what?

_——-

Prosci
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CMO Canvas (Blank Sheet Exercise)

CASE FORM FUNCTION
Why stand up a CMO? How is it structured? What does it do (and not do)?
- How does the current - What is the best structure: - What is in scope for the
change landscape and centralized to decentralized? CMO? What is out of scope?
?g;f;; ;A{fﬁgeﬁgyjﬁf - What additional structures
will the CMO support? - How much of the focus of

organizational agility (and

an enabling CMO)? Change Agent Network? the CMO will be on:

Community of Practice? ; o
- Project Application
- Organizational Capability

- Which contributions of the _ Who will be on the CMO?

fyﬁgml;fg/::[x;iif\iﬁige How many emplogees? - Practice / Practitioner
proposition? - What are the roles and - Portfolio
e
- Project Success Rates re;pons:br(:;:is.'
. - What capauvilities are ~ What CM applicati i
- Saturation and application service
Portfo(,':; Cfs[‘gi({ty needed on the CMO? support will you provide? "
- Consistency and - DIY = Do [t Yourself I
Standardization - )’Vh@{@d‘;""” the CMO be - Do It with You (Coach) l
. cated:? |
- Legitimacy and © ) - Do It For You (Doer) |
Credibilit - How will advantages be ) |
J o Find S Brok |
Priovi " leveraged and disadvantages - Find Someone (Broker) ;
- Priovity Seat at the be addressed? |
Leadership Table )
o zational ~ Who else will the CMO be - How will the CMO foster the |
rganizationa primarily interacting what? practitioner community? |

Capability Driver

Prosci
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Tips from Prosci Expert Advisors

Email solutions@prosci.com

to learn about Advisory Services

1. Secure a strong leader with vision and influence.

2. Connect the case for the CMO to the organization, its strategy, and its pain points.

3. Define what is in scope, out of scope, resourcing models, and how to engage the CMO.
4. Invest in or build a holistic approach with repeatable processes, tools, and templates.
5. Cast a broad net including Change Agent Networks and partners like HR, OD, and PM.
6. You don’t need the final answer out of the gate; iterate toward your future state.

7. Don't oversell CM; leverage tangible success stories to gain commitment.

© Prosci, Inc. All Rights Reserved. Pfﬂsci ‘ 35
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How To Stand Up A Change Management Office

CASE
Why stand up a CMO?

FORM

How is it structured?

CMO Canvas (Blank Sheet Exercise)

FUNCTION

What does it do (and not do)?

- How does the current
change landscape and
horizon create demand for
change management and
organizational agility (and
an enabling CMO)?

- Which contributions of the
CMO will be most effective
to highlight in your value
proposition?

- Project Success Rates

- Saturation and
Portfolio Visibility

- Consistency and
Standardization

- Legitimacy and
Credibility

- Priority Seat at the
Leadership Table

- Organizational
Capability Driver

- What is the best structure:
centralized to decentralized?

- What additional structures
will the CMO support?
Change Agent Network?
Community of Practice?

- Who will be on the CMO?
How many employees?

- What are the roles and
responsibilities?

- What capabilities are
needed on the CMO?

- Where will the CMO be
located?

- How will advantages be
leveraged and disadvantages
be addressed?

- Who else will the CMO be
primarily interacting what?

- What is in scope for the
CMO? What is out of scope?

- How much of the focus of
the CMO will be on:

- Project Application

- Organizational Capability
- Practice / Practitioner

- Portfolio

- What CM application service
support will you provide?

- DIY — Do It Yourself
- Do It With You (Coach)
- Do It For You (Doer)
- Find Someone (Broker)

Prosci
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Your global partner for change success
solutions@prosci.com | +1 970 203 9332 |prosci.com

Prosci

PEOPLE. CHANGE. RESULTS™
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