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IMPACT ENGINE PRACTITIONER 

The role of delivery professionals is shifting fast. 

Are you prepared to meet what is now expected of you? 

We're living in a time of relentless disruption. Innovation is 
accelerating, change is constant, and transformation is no 
longer a one-time initiative-it's an ongoing reality. From 
economic uncertainty to digital reinvention, today's 
environment demands more than managing tasks or tracking 
timelines. 

But here's the good news: This is your moment. 

You are uniquely equipped to lead through this complexity. 
You already have the skills-planning, coordination, 
communication, and value delivery-that organizations 
desperately need. 

The question is: Will you use them to drive the outcomes 
that matter most to your organi:z:ation? 

The trap that too many delivery leaders fall into is staying 
heads down, focusing on execution, and missing the 
opportunity to shape real strategic change. That's where the 
IMPACT Engine System (IES) comes in. 

IES isn't just a framework. Ifs your new operating model. 

It transforms how PMO and transformation teams engage 
with the business-from reactive and tactical to proactive 
and outcome-driven. It's a mindset, a set of capabilities, and 
a repeatable system for delivering measurable business 
value fast. 

No matter your title, your role is evolving. The organizations 
that thrive will be the ones with delivery leaders who step up, 
shift their mindset, and drive real business value. 

You're not here to run projects. You're here to run the engine 
that delivers your organization's strategy. 

Welcome to the starting line. Your journey to becoming your 
organization's Strategy Navigator begins now. 
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IMPACT DRIVER: ADAPT TO THRIVE REFLECTION 2 

What might stand in your way of adapting to thrive? 

How will you adapt to thrive going forward? 
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IMPACT ENGINE STAGES 3 

The IMPACT Engine System (IES) is a comprehensive operating 

model for accelerating strategic delivery and driving real 

business results. It transforms how organizations manage change 

by aligning strategy with execution, building delivery capability, 

and embedding a culture of measurable IMPACT. 

Unlike traditional approaches that focus on checklists and deliverables, IES is 

focused on solving real business problems, delivering early wins, and sustaining long­

term value. At its core, the IES helps PMO and transformation leaders and 

practitioners become strategic value creators rather than tactical order takers. It 

empowers teams to shift their mindset, collaborate across functions, and deliver 

outcomes in a way that is iterative, adaptive, and business-focused. 
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IMPACT ENGINE 90 DAV PLAN © 
STAGE ONE: MINDSET STAGE TWO: ASSESS STAGE THREE: DEFINE 

WEEK 1 WEEK 2-3 WEEK 4-6 

Establish the foundation before taking action Build trust and uncover real business challenges Solve the right problems before building solutions 

D Understand the full strategy lifecycle 

D Commit to the IMPACT Driver mindset 

D Reframe how success is defined 

□-----­
□-----­
□

□ Conduct stakeholder interviews 

□ Identify challenges and opportunities

□ Assess strategy delivery today

D Review and prioritize with leaders

□-----­
□------

D Perform root cause analysis on top issues 

D Identify solutions to address root causes 

D Map solutions across the strategy lifecycle 

□ Start building the IMPACT Delivery Model

□-----­
□------

NOTES NOTES NOTES 

Where is strategy delivery breaking down? Stakeholders identified: 

Themes emerging: 

Which mindset shift matters most now? 

Priorities communicated: 

Root causes identified: 

Lifecycle-aligned solutions: 
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IMPACT ENGINE 90 DAV PLAN © 
STAGE FOUR: PLAN STAGE FIVE: DELIVER STAGE SIX: EVOLVE 

WEEK 7-8 WEEK 9-12 WEEK 13 

Create clarity and alignment before delivery 

□ Continue the IMPACT Delivery Model 

D Define outcomes and expected IMPACT 

□ Create the IMPACT Delivery Road Map 

□ Review and prioritize with leaders 

□-----­
□ 

Deliver value while bringing people with you Measure, learn, and set direction for the next cycle 

D Build the MVP version of the first service 

D Pilot the service with initial stakeholders 

D Communicate outcomes and value 

□ Observe adoption, resistance, results 

□-----­
□ 

D Measure results from the first cycle 

D Evaluate value and IMPACT achieved 

D Identify required adjustments 

□ Define focus for next I ES cycle 

□-----­
□ 

NOTES NOTES NOTES 

Road Map highlights: 

Confirmed priorities: 

T radeoffs made: 

MVP service delivered: Results measured: 

Stakeholders involved: Lessons learned: 

Early outcomes observed: Next cycle focus: 
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IMPACT ENGINE PRACTITIONER 

BRING THEM WITH YOU 

STAGE TWO: ASSESS THE ORGANIZATION FOR OPPORTUNITIES 

Stage Two ensures you solve the right problems with the right 

people. By building trust early and seeing delivery through 

stakeholder eyes, you uncover real priorities, surface hidden pain 

points, and avoid false assumptions. This stage creates 

alignment, reduces resistance, and produces a shared, evidence­

based view of where value is being lost and where to focus first. 

Establish the trust and understanding 

required to lead meaningful change. This 

section focuses on identifying the right 

stakeholders, assessing readiness and 

resistance, and interpreting cultural and 

sponsorship signals so you can anticipate 

challenges, reduce friction, and create the 

conditions necessary for successful 

strategy delivery. 

• Use the Stakeholder Engagement

Plan to document your key

stakeholders and their involvement in

your I ES buildout.

• Use the Organizational Change

Assessment to evaluate your

organization's change culture.

• How to identify the stakeholders who

truly influence outcomes

• How to assess readiness, resistance, and

change appetite

• How trust accelerates access to real

information

• How to spot cultural and sponsorship

risks early

• Why resistance is data, not an obstacle

• Stakeholder identification and influence

• Trust as a prerequisite for value delivery

• Readiness vs. resistance

• Cultural signals and sponsorship

• Why assessment must happen first
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BRING THEM WITH YOU 4 

NOTES 
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STAKEHOLDER ENGAGEMENT PLAN 4 

NAME ROLE CATEGORY CHALLENGES/ OPPORTUNITIES APPROACH 
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STAKEHOLDER ENGAGEMENT PLAN 4 

NAME ROLE CATEGORY CHALLENGES/ OPPORTUNITIES APPROACH 
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ORGANIZATIONAL CHANGE ASSESSMENT 4 

Use this assessment to evaluate organizational change capability. 

How do decisions get made in the organization? 

How many changes are currently underway in the organization? 

What lessons can be learned from prior change successes and failures? 
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ASSESSMENT METHODS 5 

STAKEHOLDERS INTERVIEWS 
FOCUS 

SURVEYS WORKSHOPS 
PROJECT 

GROUPS AUDITS 
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SWOT ANAL VSIS - STRA TEGV DEFINITION 5 

STRENGTHS WEAKNESSES 

OPPORTUNITIES THREATS 
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SWOT ANALYSIS - STRATEGY EXECUTION 5 

STRENGTHS WEAKNESSES 

OPPORTUNITIES THREATS 
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ASSESSMENT FINDINGS 5 

Document your assessment findings presentation talking points. 
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ROOT CAUSE ANAL VSIS: 5 WHYS © 
Use the 5 Whys Technique to document the symptom, investigation, and arrive at a 

likely root cause. It won't always be exactly five times. 

COLLABORATION: Who needs to be in this conversation to answer the why questions? 

□------------
LOGICAL PROGRESSION: Has the logical progression narrowed the candidate root 

causes to a select few? 

OYES 

NECESSITY AND SUFFICIENCY: Will addressing the identified root cause create the 

desired ripple effect that addresses the major pain points? 

□YES D NO
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IMPACT SERVICES REGISTER 7 

For each service, list the root cause, outcome it enables, business value delivered, and how value will be measured. 

STRATEGY 

LIFECYCLE 
SERVICE ROOT CAUSE OUTCOME IMPACT METRIC 
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IMPACT SERVICES REGISTER 7 

For each service, list the root cause, outcome it enables, business value delivered, and how value will be measured. 

STRATEGY 

LIFECYCLE 
SERVICE ROOT CAUSE OUTCOME IMPACT METRIC 
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IMPACT DELIVERY ROAD MAP 9 

Year l Year 2 
Category Service IMPACT Metric 

Ol 02 03 04 Ol 02 03 04 

© PMO Strategies, LLC I All Rights Reserved J IMPACTEngineBook.com I Licensed for Individual Use Only 72 



IN
D

IV
ID

U
A

L 
U

S
E

 O
N

LY
 | 

D
O

 N
O

T
 D

IS
T

R
IB

U
T

E
.



IN
D

IV
ID

U
A

L 
U

S
E

 O
N

LY
 | 

D
O

 N
O

T
 D

IS
T

R
IB

U
T

E
.









IN
D

IV
ID

U
A

L 
U

S
E

 O
N

LY
 | 

D
O

 N
O

T
 D

IS
T

R
IB

U
T

E
.



IN
D

IV
ID

U
A

L 
U

S
E

 O
N

LY
 | 

D
O

 N
O

T
 D

IS
T

R
IB

U
T

E
.



ONE HOUR MANAGER 11 

REFLECT PLAN 

MANAGE MAKE PROGRESS 
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IMPACT ENGINE EVOLUTION CHECKLIST ® 
MEASURE WHAT MATTERS VALIDATE VALUE REALIZATION COLLECT FEEDBACK 

D Outcome metrics defined for each service 

D Metrics reflect business value, not activity 

D Leaders agree the measures reflect success 

□ Metrics are driving actions and decisions

□-----­

□-----­

□------

□------

D Outcomes are reviewed against expectations 

Ovalue realization is discussed, not assumed 

D Expected vs. actual gaps are visible 

□Success is tied to business results

□-----­

□-----­

□------

□------

Ostakeholder feedback is being collected 

D Feedback is outcome-focused 

D Insights are documented and shared 

□ Feedback informs decisions

□-----­

□-----­

□------

□------

ITERATE SERVICES CONFIRM ALIGNMENT DEFINE IMPACT FOCUS 

D Services a re being refined based on resu Its 

□Adjustments are made intentionally,

D Road maps reflect learning from delivery

D Services align with Strategy Lifecycle 

D New gaps have been identified 

D Misaligned services are corrected/stopped 

DA clear focus is set for next cycle 

D Sta rt, stop, shift, save has been eva I uated 

D Leadership agrees on the next priority 

□Iteration is standard operating procedure □Lifecycle coverage is reassessed regularly □Next cycle is framed around value

□-----­

□-----­

□------

□------

□-----­

□-----­

□------

□------

□-----­

□-----­

□------

□------
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IMPACT ENGINE CYCLE AUDIT ® 

□ 

□ 

□ 

□ 

□ 

MINDSET ASSESS DEFINE 

We are prioritizing business outcomes over □ We are regularly engaging stakeholders, □ Root causes have been validated, not just 
activity and outputs not relying on assumptions symptoms addressed 

The team is clear on why this work matters 
□ 

Stakeholder priorities are still current and 
□ Services are still aligned to the correct 

to the organization validated strategy lifecycle phase 

We are focusing on the right work, not just □ New risks, resistance, or constraints have □ Solutions are focused on value, not 
more work been identified convenience or tradition 

Behaviors reflect IM PACT Driver mindset 
□ 

Trust and engagement levels are being 
□ 

T radeoffs and prioritization decisions are 
shifts, not old habits monitored and maintained explicit and intentional 

□ □ 

□------ □------ □------

□ 

□ 

□ 

□ 

□ 

□ 

PLAN DELIVER EVOLVE 

The IMPACT Delivery Road Map reflects □ Delivery is focused on outcomes, not task □ Outcomes are being measured against 
current priorities completion expectations 

Outcomes and success measures are 
□ 

Stakeholders understand progress and 
□ Feedback is being used to refine services 

clearly defined value being created and delivery 

The delivery cadence supports focus and □ Resistance is being addressed proactively, □ Decisions are being made about what to 
flow not ignored continue, change, or stop 

Adjustments have been made based on 
□ 

Cadence and routines reinforce 
□ 

The next IMPACT cycle focus has been 
learning, not pressure accountability and focus clearly defined 

□ □ 

□ □ 
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STAGE ONE: MINDSET STAGE TWO: ASSESS STAGE THREE: DEFINE

WEEK 1 WEEK 2-3 WEEK 4-6
Establish the foundation before taking action Build trust and uncover real business challenges Solve the right problems before building solutions

NOTES NOTES NOTES

Where is strategy delivery breaking down?

Which mindset shift matters most now?

Stakeholders identified:

Themes emerging:

Priorities communicated:

Root causes identified:

Lifecycle-aligned solutions:

Initial Delivery Model notes:

IMPACT ENGINE 90 DAY ACTION PLAN

Understand the full strategy lifecycle

Commit to the IMPACT Driver mindset

Reframe how success is defined

Conduct stakeholder interviews

Capture challenges and opportunities

Assess strategy delivery today

Identify challenges and opportunities

Review and prioritize with leaders

Perform root cause analysis on top issues

Identify solutions to address root causes

Map solutions across the strategy lifecycle

Create the initial IMPACT Delivery Model

14
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IMPACT ENGINE ACTIVATION PLAN 14 
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