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THE FRAMEWORK

A practical framework of
leading and lagging indicators

to measure execution,
demonstrate business
impact, and build the case
for scaling transformation
across customer, operational,
workforce, financial, cultural,
and sustainability priorities.
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Why do organizational
transformation initiatives fail?

A transformation initiative may have a sound strategy, committed sponsors, and a full dashboard and still

fail where it matters: in the workflow. The problem is usually the absence of a clear line between strategic

ambition, the roles and processes that must change, and the evidence that the change is working.

BAIN’S 2024 SURVEY

3o

of business transformations fail to achieve their original
ambitions; those that succeed avoid overloading top talent

\

/
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BCG’'S RESEARCH

55%

Performance and innovation are the
rewards of digital transformation
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https://www.bcg.com/publications/2021/performance-and-innovation-are-the-rewards-of-digital-transformation-programs
https://www.bain.com/about/media-center/press-releases/2024/88-of-business-transformations-fail-to-achieve-their-original-ambitions-those-that-succeed-avoid-overloading-top-talent/
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How do you measure
transformation success?

Transformation success requires a balanced view of customer, operational,
workforce, financial, cultural, and sustainability outcomes. Pair each lagging
business result with leading indicators, such as readiness, adoption,
first-time-right, rework, early attrition, incidents, and audit performance that

show whether new workflows are taking hold early enough to adjust and scale.
That distinction matters. A lagging outcome confirms what already happened.

A leading indicator gives Operations, HSE, Transformation, and IT leaders

time to intervene.
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Leading vs. lagging
indicators: the
master scorecard

Use this as a starting scorecard. The right mix will vary by industry
and priority workflow, but an architecture that pairs each lagging
outcome with a leading indicator close to the work should hold

across all six categories.

-

Customer

Operational

Workforce

Financial

Cultural

Sustainability

Leading indicator

Digital adoption by journey, task
completion, first-contact reso-
lution, response time, abandon-
ment, customer-effort signals,
frontline adherence

First-time-right, rework, excep-
tion volume, handoff delay, cycle
time, process adherence, down-
time, backlog age

Days to readiness, time to profi-
ciency, scenario pass rate, con-
fidence to perform, knowledge
retention, practice frequency,
ramp-period errors

Value captured vs. plan, benefit
run rate, cost-to-implement,
adoption-adjusted business
case, time to first value

Role clarity, decision speed,
manager reinforcement, em-
ployee voice, handoff quality,
psychological safety, experiment
cadence

Energy/material use per process
step, waste and scrap, route

or travel avoidance, preven-
tive-maintenance completion,
audit pass rates

Lagging indicator

NPS, retention, revenue by
transformed journey, satis-
faction, complaint volume,
share of wallet

Unit cost, throughput, over-
all cycle time, service-level
attainment, quality yield,
asset uptime, productivity

Productivity at 30/60/90
days, early attrition, qual-
ity, safety incidents, sales
performance, certification,
internal mobility

EBITDA impact, revenue
growth, margin, cash flow,
ROI, NPV, total shareholder
return

Engagement, regrettable
attrition, internal mobility,
leadership trust, sustained
behavior change

Absolute emissions, emis-
sions intensity, water use,
landfill waste, regulatory
findings, sustainability-linked
savings
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Why do metrics about transformation
often fail to predict execution?

Most transformation scorecards lean heavily on milestones: systems launched,
people trained, budget consumed, or pilots completed. Those measures
describe activity. They do not prove that a technician can complete a task
correctly, that a manager is reinforcing the new process, or that a customer is

receiving a better outcome.

McKinsey’s 2025 global survey found that 88% of respondents said their

organizations regularly used Al in at least one business function, yet nearly
two-thirds had not begun scaling Al across the enterprise. The high performers
were almost three times as likely to have fundamentally redesigned workflows.

Adoption without workflow change is not transformation.

/

A useful measurement system therefore

connects three levels:

01 Business outcome: What value or risk

result must change?

02 Operating behavior: Which workflow,

handoff, decision, or role must

work differently?

03 Early proof: Which leading indicator will

show traction within weeks, not quarters?
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https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
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What metrics will
close the transformation
strategy-to-execution gap?

The right transformation KPIs vary by business, but the
architecture should remain consistent: leading indicators
show whether execution is taking hold; lagging outcomes
show whether it created value. Here is the full detail behind
each category in the scorecard.
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05 WHAT METRICS WILL CLOSE THE TRANSFORMATION STRATEGY-TO-EXECUTION GAP (CONT.)

(o

Customer-centric metrics

Start with the moments the
transformation was designed to
improve —because a customer
metric that doesn’t trace back to a
specific journey step tells you little

kabou’c execution.

Operational efficiency metrics

This is where strategy becomes
visible in daily work, the category
most leaders check first, and the
one that most reliably signals
whether a redesign has taken hold.

\_

01 Leading indicators: digital adoption by journey, task-completion rate, first-contact
resolution, response time, abandonment, customer-effort signals, and frontline
adherence to the new service workflow.

02 Lagging outcomes: customer satisfaction, Net Promoter Score, retention, complaint
volume, share of wallet, and revenue by transformed journey.

Do not report channel adoption alone. Pair it with completion, resolution, and customer-
impact metrics. A customer who enters a new digital journey but needs a manual workaround
is evidence of execution friction, not success.

01 Leading indicators: first-time-right, rework, exception volume, handoff delay, cycle
time by workflow step, process adherence, downtime, backlog age, and percentage of
issues resolved in the flow of work.

02 Lagging outcomes: unit cost, throughput, overall cycle time, service-level attainment,
quality yield, asset uptime, and productivity.

For Al and automation, track the redesigned workflow rather than usage alone. McKinsey’s
guidance for CEOs recommends measuring returns from priority digital initiatives while also
watching the share of leadership effort and technical talent directed to them. That exposes
whether the operating model is supporting the strategy.
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https://www.mckinsey.com/capabilities/tech-and-ai/our-insights/how-do-you-measure-success-in-digital-five-metrics-for-ceos
https://www.mckinsey.com/capabilities/tech-and-ai/our-insights/how-do-you-measure-success-in-digital-five-metrics-for-ceos

05 WHAT METRICS WILL CLOSE THE TRANSFORMATION STRATEGY-TO-EXECUTION GAP (CONT.)

Workforce-readiness metrics

Training completion is an output.
Readiness is the outcome and a
measure of execution. It’s also where
many transformations quietly stall.

01 Leading indicators: days to readiness, time to proficiency, scenario pass rate, skill
demonstration, confidence to perform, knowledge retention, practice frequency,
ramp-period errors, manager coaching, and support requests.

02 Lagging outcomes: productivity at 30/60/90 days, early attrition, quality, safety
incidents, sales performance, certification, and internal mobility.

The workforce constraint is material. In the World Economic Forum'’s Future of Jobs
Report 2025, 63% of employers identified skills gaps as the primary barrier to business
transformation, while 46% cited culture and resistance to change. Deloitte’s 2025
research found that 66% of managers and executives considered most recent hires not
fully prepared.

That capability investment needs an operating return. ATD’s 2026 State of the Industry

research found average direct learning expenditure fell to $846 per employee in 2025,
even as formal learning hours rose to 16.7 per employee—more learning delivered for
less direct spend, and a growing case for making every training hour prove its readiness
impact.

Immersive learning is crucial when people must practice complex, hazardous, or high-
consequence work. In PwC’s VR study, VR learners completed training up to four times
faster than classroom learners, were up to 275% more confident to act on the learning,
and felt 3.75 times more emotionally connected to the content. A 2025 Forrester Total
Economic Impact study of Meta Quest modeled 219% ROI, a $4.2 million net present
value, 25% faster onboarding, up to 75% faster task-worker training, and roughly 50%
lower travel. These are reasons to test XR against readiness and operating outcomes,
not reasons to deploy it without a proof plan.
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https://www.weforum.org/publications/the-future-of-jobs-report-2025/in-full/4-workforce-strategies/
https://www.weforum.org/publications/the-future-of-jobs-report-2025/in-full/4-workforce-strategies/
https://www.deloitte.com/us/en/about/press-room/deloitte-report-aims-to-help-leaders-navigate-complex-workplace-tensions.html
https://www.deloitte.com/us/en/about/press-room/deloitte-report-aims-to-help-leaders-navigate-complex-workplace-tensions.html
https://www.td.org/content/atd-blog/highlights-from-atd-s-2026-state-of-the-industry-report
https://www.td.org/content/atd-blog/highlights-from-atd-s-2026-state-of-the-industry-report
https://www.pwc.com/us/en/tech-effect/emerging-tech/virtual-reality-study.html

05 WHAT METRICS WILL CLOSE THE TRANSFORMATION STRATEGY-TO-EXECUTION GAP (CONT.)
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Financial performance metrics

Financial metrics keep the
transformation tied to enterprise
value, but they usually arrive too late
to steer execution by themselves,
which is exactly why they need a
leading-indicator partner.

N

Cultural transformation metrics

Culture is the pattern of
decisions and behaviors the
operating system rewards, and
it’s often the most overlooked
leading indicator on the list.

\_

01 Leading indicators: value captured versus plan, benefit run rate, cost-to-implement,
adoption-adjusted business case, avoided rework or travel, capacity released, and
time to first value.

02 Lagging outcomes: EBITDA impact, revenue growth, margin, cash flow, return on
investment, net present value, and total shareholder return.

Track value at the initiative and portfolio levels, with named owners and explicit links to
changed workflows. BCG’s 2021 research found that companies addressing six success
factors—including talent, agility, monitoring, and technology and data—reported a 21% EBIT
increase in the businesses in scope, compared with 10% among companies that did not.

01 Leading indicators: role clarity, decision speed, manager reinforcement, employee
voice, cross-functional handoff quality, psychological safety, experiment cadence, and
adoption by team or site.

02 Lagging outcomes: engagement, regrettable attrition, internal mobility, leadership
trust, and sustained behavior change.

Measure culture close to the workflow. Enterprise averages can hide one plant, region, or
manager population where adoption is breaking down. That risk is sharper when global

engagement is weak: Gallup’s State of the Global Workplace 2026 reported that global
employee engagement fell to 20% in 2025.
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https://www.bcg.com/publications/2021/performance-and-innovation-are-the-rewards-of-digital-transformation-programs
https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx

05 WHAT METRICS WILL CLOSE THE TRANSFORMATION STRATEGY-TO-EXECUTION GAP (CONT.)

-

Sustainability metrics

. 01 Leading indicators: energy or material use per process step, waste and scrap, route
or travel avoidance, preventive-maintenance completion, supplier-data coverage,
environmental training readiness, and audit pass rates.

02 Lagging outcomes: absolute emissions, emissions intensity, water use, landfill waste,

Sz STy ImEiEs shelle regulatory findings, and sustainability-linked cost savings.

connect enterprise commitments
to controllable operating actions,
not sit in a separate report leaders
check once a quarter.

Avoid treating sustainability as a separate reporting stream. If a redesigned workflow
reduces rework, travel, material loss, or downtime, measure the operating and
environmental value together.
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Why transformation metrics alone are not
enough: the need for an execution layer

A dashboard cannot resolve unclear ownership, redesign a
broken handoff, or build frontline capability. It can only make
those gaps visible. The execution layer is the governed work
that follows: identify the few priority workflows and roles,
assign owners, build capabilities, test in real conditions, and
use leading indicators to adjust before scale.

The evidence supports that emphasis. McKinsey’s capability-

building research found that transformations with effective
capability-building programs were 4.1 times more likely to
succeed and generated 2.2 times the EBITDA benefit. Bain’s
2024 research found that the strongest predictor of success
was retaining, developing, and acquiring the talent and
capabilities required—and that successful leaders were much
more likely to understand the mission-critical roles.

\_

This is why CGS Immersive starts with a focused 90- to 120-

day Transformation Execution Blueprint. Leaders and frontline
stakeholders align on the workflows that must change, role
ownership, constraints, and a short set of proof measures. The
plan pairs lagging outcomes with leading indicators such as
readiness, first-time-right, rework, early attrition, incidents, audit
pass rates, and customer-impact metrics. CGS Immersive then
stays involved through testing, optimization, and rollout rather
than handing off a strategy deck.

The first 90 to 120 days are not the whole transformation. They
are the proof window: enough time to establish a baseline, change
a priority workflow, build capability, and decide—with evidence—
what is ready to scale.

~

%

2
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https://www.mckinsey.com/capabilities/operations/our-insights/to-make-a-transformation-succeed-invest-in-capability-building
https://www.mckinsey.com/capabilities/operations/our-insights/to-make-a-transformation-succeed-invest-in-capability-building
https://www.bain.com/about/media-center/press-releases/2024/88-of-business-transformations-fail-to-achieve-their-original-ambitions-those-that-succeed-avoid-overloading-top-talent/
https://www.bain.com/about/media-center/press-releases/2024/88-of-business-transformations-fail-to-achieve-their-original-ambitions-those-that-succeed-avoid-overloading-top-talent/
https://cgsimmersive.com/solutions/transformation-execution-consulting
https://cgsimmersive.com/solutions/transformation-execution-consulting
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Case studies: what proof of
transformation success looks like

The strongest case studies connect a changed way of working to measures that leaders can act on:

01 Medtronic (Medtech): A VR facility with Al assessment and Toshiba Global Commerce Solutions (Retail technology):
adaptive roleplay delivered 85%+ knowledge retention, On-demand AR guidance improved first-time-fix performance,
quadrupled instructor capacity, eliminated waitlists, and accelerated technician proficiency, reduced avoidable visits, and
supported national and regional launches. (Case study) produced millions in annual savings. (Case study)

Ciena (Technology): Hands-free AR guidance reached Scoot (Airlines): Al-driven XR roleplay gave cabin crews
5,000+ field employees, with higher first-time-fix rates, faster repeatable practice for high-stakes passenger scenarios and
onboarding, fewer errors, and reduced downtime. (Case study) produced measured gains in readiness, safety, customer

03 Whole Foods Market (Retail): Standardized workflows across S BT O el il L T e 7
530 stores saved 14 minutes per employee per training session 06 AJ Nonwovens (Industrial textile manufacturing): A three-site
and digitized 2.1 million operational and safety manufacturing footprint—St. Louis, Hampton, and Waco—
walks. (Case study) shows why transformation measures must be comparable by
role, shift, workflow, and site before scale.

The common thread is not the technology. It is a defined workflow, a workforce capable of performing it,
early proof that performance is changing, and a path to scale.

2
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https://cgsimmersive.com/resources/case-study/how-medtronic-uses-xr-and-ai-to-accelerate-surgical-and-sales-readiness
https://cgsimmersive.com/resources/case-study/ciena-transforms-field-service-training-ops-with-teamworkar-meta-quest-and-agile-elearning
https://cgsimmersive.com/resources/case-study/whole-foods-market-drives-operational-excellence-and-reduces-labor-costs
https://cgsimmersive.com/resources/case-study/toshiba-global-commerce-solutions-tgcs-future-proofs-field-service-with-ai-and-ar
https://cgsimmersive.com/resources/case-study/scoot-air-future-proofing-crew-readiness

Turn your
transformation KPlIs

into execution proof

If the strategy-to-execution gap is already visible
in your numbers, the next step is not another
dashboard. It is a plan for proving what is working.

-:S,'- CGS Immersive

CGS Immersive’s Transformation Execution
Consulting helps leaders define the leading
indicators that show whether transformation is
gaining traction—from readiness and first-time-
right to rework, early attrition, incidents, and
customer-impact metrics. Together, we build

a practical 90- to 120-day execution blueprint
with clear workflow and role ownership, then
stay through testing, optimization, and rollout.
Early proof builds leadership confidence and
strengthens the case for scale.

Ready to build your
execution blueprint?

SCHEDULE YOUR TRANSFORMATION

EXECUTION CONSULTATION

W
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https://cgsimmersive.com/solutions/transformation-execution-consulting


