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illustrative transformation scenarios for the EIIARS™ Business Value Realization Framework.
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Document Positioning
Executive publication for PMO leaders, CIOs, transformation directors, SaaS partners, consulting firms,

and implementation leaders.
Important Note

All case studies and numerical improvements in this whitepaper are presented as lllustrative
Transformation Scenarios intended to demonstrate how the framework can be applied.

Prepared as an official public-facing executive edition of the EIIARS™ framework ecosystem.



Copyright, Ownership & Usage

EIIARS™ Business Value Realization Framework is proprietary intellectual property developed by Pravash Pujari.
The framework name, lifecycle terminology, framework structure, and related documentation are intended to establish
a repeatable, outcome-driven methodology for CRM, ERP, SaaS and digital transformation initiatives.

This executive whitepaper is designed for leadership review, methodology familiarization, website publication, and
partner/implementation discussions. It is not a software product manual, and it is not tied to any one vendor.

About the Creator

Pravash Pujari is an independent digital transformation consultant focused on CRM, ERP, SaaS, business process
automation, governance-led implementations, and value realization. The EIIARS™ framework was developed to
address a recurring industry problem: software is often deployed successfully, yet measurable business value is not
realized because governance, adoption, and ROl management are underemphasized.

Who this document is for

e ClOs, CTOs and digital transformation leaders evaluating a structured framework for technology-led business
change.

e PMO leaders and program managers seeking stronger governance, adoption planning, and value measurement.
e Implementation partners and consulting firms looking for a vendor-agnostic delivery model.

e Enterprise stakeholders seeking a business-value lens instead of a pure go-live lens.
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1. Executive Summary

EIIARS™ Business Value Realization Framework is a structured operating model designed to help organizations
move from technology deployment to measurable business outcomes. Unlike conventional approaches that
emphasize configuration and go-live milestones, EIIARS™ places equal weight on business alignment,
governance, implementation discipline, user adoption, ROI validation, and continuous enhancement.

The framework is especially relevant in CRM, ERP, SaaS, HRMS, analytics, service management, and digital
transformation programs where project success is often undermined by weak adoption, fragmented ownership,
unclear requirements, poor data quality, and lack of post-go-live value tracking.

Executive lens Summary

What EIIARS™ is A business value realization framework for SaaS, CRM, ERP and digital transformation
programs.
What it solves Low adoption, weak governance, unclear business outcomes, fragmented delivery, and

missing ROI visibility.

Who should use it PMOs, ClOs, consulting firms, implementation partners, program managers and business
transformation leaders.

What makes it different Adoption and ROI are explicit phases, not side activities. Continuous enhancement is built
into the lifecycle.

At its core, EIIARS™ re-frames implementation success from “Was the software delivered?” to “Did
the organization realize measurable business value?”
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2. Why Implementations Underperform

Enterprise application programs often fail not because the software is weak, but because the transformation model is
incomplete. Teams may configure the platform correctly yet underinvest in readiness, governance, training, data
quality, and benefits realization.

lllustrative root causes commonly observed in transformation programs:
e Project governance exists formally, but business decisions and escalation pathways are weak.

e Requirements are gathered functionally but not translated into measurable business outcomes.

e User adoption and change management begin too late in the lifecycle.

e Data migration is treated as a technical transfer rather than a business quality initiative.

e Post-go-live performance is not tracked against defined KPIs or ROl expectations.

Why implementations underperform
Illustrative distribution for executive discussion

User adoption gaps

Weak governance

Unclear requirements

Poor data quality

Change resistance

Integration complexity

No ROI tracking

0 5 10 15 20 25
lllustrative contribution to underperformance (%)

The chart above is intentionally illustrative. It is included to help executive teams discuss where programs most frequently lose
momentum and why value leakage happens after deployment.
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3. Introducing EIIARS™

EIIARS™ stands for Evaluate, Initiate, Implement, Adoption, Return on Investment, and Support & Continuous
Enhancement. It is designed as a continuous cycle rather than a one-time linear project flow.

The framework emphasizes that business value is created not simply when the system goes live, but when users
adopt the solution, KPIs improve, and the platform continues to evolve with the organization.
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Understand business goals

.
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« Identify gaps & opportunities
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Make informed decisions
with clarity
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The EIIARS™ lifecycle integrates six connected phases, each with explicit deliverables, governance responsibilities, and success
measures.
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4. Core Principles and Lifecycle Logic

EIIARS™ is built on a set of practical principles:

Business before technology Requirements and design decisions are tied to business outcomes, not only
features.

Governance drives success Clear ownership, decision rights, cadence, and escalation paths reduce project
ambiguity.

Adoption creates value If users do not change behavior, software value remains unrealized.

ROI must be visible Benefits need baseline measures, target KPIs, and periodic reviews.

Continuous enhancement Optimization, support, and new requirements should be planned post go-live.

sustains impact
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Evaluate Assess current state, define goals, identify gaps, and establish success metrics.
Initiate Set governance, scope, roadmap, stakeholders, risks and project readiness.
Implement Configure, integrate, migrate data, test and prepare for production use.
Adoption Train users, drive change management, enable champions and reinforce usage.
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Return on Investment Track KPlIs, validate business value, and review optimization opportunities.
Support & Continuous Sustain, optimize, monitor, and evolve the solution over time.
Enhancement
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5. Phase-by-Phase Executive View

Evaluate

e Discovery workshops, current-state assessment, stakeholder analysis, process mapping and success metric
definition.

e Primary outputs: business assessment, gap analysis, initial business case, transformation roadmap.

e Executive question answered: Are we solving the right business problem?

Initiate

e Project charter, governance structure, RACI, risk register, communication plan, roadmap and readiness
preparation.

e Primary outputs: governance framework, project controls, escalation matrix and delivery plan.

e Executive question answered: Do we have the right control model and ownership structure?

Implement
e Configuration, customization, integration, migration, testing, deployment preparation and cutover planning.
e Primary outputs: configured solution, test evidence, migration reports, go-live readiness.

e Executive question answered: Is the solution technically and operationally fit for use?

Adoption
e Role-based training, change communications, champion network, support readiness and hypercare planning.
e Primary outputs: training materials, adoption dashboard, readiness scoring and support model.

e Executive question answered: Will people actually use the solution effectively?

Return on Investment
e KPI definition, benefits tracking, executive reviews, value measurement and optimization recommendations.
e Primary outputs: ROI dashboard, value reports and benefits realization assessment.

e Executive question answered: Are we achieving measurable business value?

Support & Continuous Enhancement
e Hypercare, enhancement governance, optimization reviews, innovation backlog and long-term platform evolution.
e Primary outputs: support plan, enhancement roadmap and continuous improvement cycle.

e Executive question answered: How do we sustain and expand value over time?

EIIARS™ Business Value Realization Framework | Executive Whitepaper Page 8



6. Governance, Delivery Controls and Templates

EIIARS™ treats governance as a practical operating mechanism, not project bureaucracy. Governance is what
protects business value by creating clear authority, communication, risk ownership and accountability.

Executive Steering Sponsor / CXO / PMO
Committee leadership

Program Governance Program manager, business
Board owner, partner lead

Project Team Project manager, BA,

consultants, QA

Business Champions Department leads / super users

Strategic oversight, milestone approval, risk escalation,
benefits ownership

Operational oversight, issue resolution, scope and
dependency management

Execution planning, delivery coordination, testing,
reporting

Adoption reinforcement, feedback, local enablement

Core templates and control assets aligned to the framework:

Evaluate Discovery Workbook Business context, pain points, current state, readiness and
opportunity assessment

Initiate Governance Template Roles, decision rights, escalations, meetings, change control and
communication

Evaluate / BRD Template Business requirements, scope, integrations, security, reporting
Implement and assumptions

All phases Risk Register Structured risk identification, scoring, mitigation and escalation
Implement / UAT & Go-Live Workbook Testing, business validation, defect control and readiness
Adoption approval

Adoption Adoption Guide Training, communication, champions, resistance management

and hypercare

ROI ROI Guide Baseline metrics, KPIs, dashboards, benefits realization and
optimization reviews
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7. Adoption and Change Enablement

One of the strongest differentiators of EIIARS™ is that Adoption is treated as a dedicated phase. This is
intentional: organizations rarely struggle with software availability; they struggle with behavioral change, role clarity,
confidence, and sustained usage.

The EIIARS™ adoption model typically moves through five stages:
e Awareness — users understand that change is coming.

e Understanding — users understand why the change matters.

e Acceptance — users begin to support the new process.

e Usage — users actively perform work in the solution.

e Optimization — users leverage advanced capabilities and improve performance.

Adoption metrics that leaders should review:
e Training completion rate
e Active user percentage

e Feature utilization

Support ticket pattern during hypercare

Department adoption scores

User confidence and satisfaction

8. ROl and Value Realization

The ROI phase brings the business-value promise of the framework into measurable form. EIIARS™ encourages
organizations to define baseline metrics early, align KPIs to business objectives, and review both quick wins and
strategic gains after deployment.

Value dimensions strengthened through EIIARS™

106 Illustrative maturity comparison

B Typical pre-framework maturity
[ lllustrative post-EIIARS focus

Indicative maturity score

Financial Operational Customer Employee Strategic

Common ROl dimensions tracked under EIIARS™:
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e Financial value — revenue growth, cost reduction, margin improvement, avoided costs.

e Operational value — cycle time reduction, process efficiency, error reduction, automation gains.

e Customer value — faster response times, better experience, retention and satisfaction.

e Employee value — productivity, collaboration, reduced administrative effort and stronger compliance.

e Strategic value — scalability, visibility, better decision-making and future readiness.
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9. Industry, Platform and Organization Fit

EIIARS™ is intentionally vendor-agnostic and industry-agnostic. It applies well where business processes,
technology, adoption, governance and measurable outcomes need to be managed together.

Industry Typical transformation focus

Manufacturing Production visibility, inventory, procurement, finance, operational analytics
Wholesale Distribution Warehouse processes, demand planning, order fulfillment, procurement control
Retail & eCommerce Omnichannel operations, inventory sync, customer experience, marketing
automation
Financial Services Client lifecycle, compliance, advisor productivity, reporting and controls
Healthcare Asset/inventory traceability, service delivery, compliance and operational visibility
Education Admissions, student lifecycle, service operations, finance and communication
Construction & Engineering Project controls, profitability, document flow, procurement and reporting
Professional Services Resource utilization, project profitability, timesheets and customer delivery
Technology & SaaS Revenue operations, customer success, support, subscription growth and
analytics
Startup (1-25 employees) CRM, service or lightweight back-office Build scalable foundations early
platforms
Small business (25-100) CRM + finance + service + workflow Improve standardization and reporting
automation
Mid-market (100—1000) Cross-functional automation and integrated = Strengthen governance and adoption

business systems

Enterprise (1000+) ERP/CRM transformation, complex Drive structured value realization
integrations, PMO-led delivery
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10. Platform Ecosystem and Implementation Behaviors

The framework can be used across leading SaaS and enterprise platforms covering CRM, ERP, finance, service,
analytics, collaboration and work management. The visual below also summarizes core “do” and “don’t” behaviors
expected for successful implementation.
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zendesk
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= overruns.
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COMMUNICATION Marketing Hub derail the project.
@ Don't Migrate Bad Data ~ Garbage in, garbage out.
ANALYTICS & e ko L, Google = © Don'tC: i — 0 increases
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© Den't Go Live Without Readiness - Ensure testing, training
If it's SaaS, EIIARS™ makes it Successful. and support are complete.
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11. Partner and Certification Ecosystem

EIIARS™ is not only a delivery framework; it can evolve into an implementation ecosystem. The partner model allows
consulting firms and independent experts to align to a common operating methodology. The certification model allows
practitioners and organizations to demonstrate capability.

Registered Partner Independent consultant or boutique practice =~ Framework awareness and basic adoption

Certified Partner Growing implementation firm Methodology-led delivery capability

Advanced Partner Established consulting / regional S Higher quality controls and broader framework
use

Strategic Partner Enterprise-grade transformation provider Large program governance and value

realization focus

Associate Entry-level professionals Framework fundamentals and terminology

Practitioner BAs, PMs, consultants Operational execution using EIIARS™

Consultant Senior consultants / leads Transformation delivery, governance and ROI application

Architect Program leaders / enterprise Enterprise governance and cross-program transformation
architects

Certified Partner Organizations Delivery quality, compliance, adoption and value realization
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12. lllustrative Transformation Scenarios

The following transformation scenarios are illustrative and are intended to show how EIIARS™ can be applied across
industries and platforms. They are not presented as named client references. Each scenario summarizes the
business challenge, the EIIARS™ emphasis, and the typical outcomes expected from a disciplined implementation
approach.

Scenario 1: Salesforce for Technology Services

Business challenge: Fragmented lead-to-revenue process and poor forecast visibility

EIIARS™ focus: Evaluate sales process, govern handoffs, improve adoption, measure conversion and
retention

Illustrative business outcomes: Improved pipeline visibility, forecast accuracy and customer lifecycle
management

Scenario 2: NetSuite for Wholesale Distribution
Business challenge: Inventory inaccuracy, delayed fulfilment and disconnected finance
EIIARS™ focus: Assess order-to-cash, standardize controls, optimize adoption in warehouse and finance

Illustrative business outcomes: Better stock visibility, faster fulfillment and stronger cost control
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Scenario 3: SAP S/4AHANA for Manufacturing
Business challenge: Legacy ERP constraints, poor reporting and operational inefficiency
EIIARS™ focus: Map production-to-finance processes, govern rollout, drive change and KPI tracking

Illustrative business outcomes: Improved production visibility, integration and executive reporting

Scenario 4: Microsoft Dynamics 365 for Professional Services
Business challenge: Resource planning gaps and weak profitability visibility
EIIARS™ focus: Set project governance, standardize data and strengthen adoption by PMs and finance

Illustrative business outcomes: Better utilization, project margins and leadership insight
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Scenario 5: Zoho One for Retail & eCommerce
Business challenge: Disconnected apps across sales, inventory, support and marketing

EIIARS™ focus: Create unified customer and operations view, train users, track operational and revenue
KPIs

Illustrative business outcomes: Stronger omnichannel coordination and service visibility

Scenario 6: NetSuite for Healthcare Equipment Distribution
Business challenge: Traceability, compliance and multi-location inventory complexity
EIIARS™ focus: Assess controls, improve inventory processes, govern approvals and reporting

Illustrative business outcomes: Reduced stock-outs and stronger compliance visibility
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Scenario 7: Salesforce for Financial Services
Business challenge: Advisors lacked a complete customer and relationship view
EIIARS™ focus: Align client journey, improve compliance workflows, train advisors and track service KPIs

Illustrative business outcomes: Improved client engagement, onboarding speed and relationship insight

Scenario 8: SAP S/4HANA for Automotive Manufacturing
Business challenge: Complex supply chain and production planning challenges
EIIARS™ focus: Set plant governance, manage phased adoption, monitor production and inventory KPIs

Illustrative business outcomes: Higher throughput and reduced operational inefficiency
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Scenario 9: Dynamics 365 for Construction & Engineering
Business challenge: Project cost overruns and poor project-control visibility
EIIARS™ focus: Govern project operations, integrate finance and reporting, track issue and risk metrics

Illustrative business outcomes: Better project visibility, cost control and delivery confidence

Scenario 10: Zoho One for Education & Training
Business challenge: Fragmented admissions, finance and student support operations

EIIARS™ focus: Map student lifecycle, train teams, deploy reporting and measure service and growth
outcomes

Illustrative business outcomes: Unified campus operations and stronger service responsiveness
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13. Comparison with Common Methodology Families

EIIARS™ does not aim to replace project management or vendor implementation methods. Instead, it complements
them by explicitly strengthening the value-realization layer.

Capability PMBOK / PRINCE2 Vendor implementation method€IlARS™ emphasis

Project governance Strong Moderate to strong Strong
Requirements and Strong Strong Strong

planning

Adoption as a Limited Usually partial Core differentiator

dedicated phase

ROI as a dedicated Limited Usually objective-driven, not Core differentiator
phase phase-driven

Continuous Often post-project Varies by vendor Built into lifecycle
enhancement

Vendor agnostic use Yes Usually no Yes

Business value Indirect Platform-centric Direct and explicit

realization framing
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14. EIARS™ Maturity Path

Level 1 Reactive Projects are tool-led, documentation is inconsistent, and benefits are not visible.
Level 2 Managed Basic project controls exist but adoption and ROI discipline remain limited.
Level 3 Standardized Common templates, governance routines and delivery practices are used

consistently.

Level 4 Optimized KPI dashboards, change enablement and continuous improvement are embedded
in delivery.

Level 5 Transformational The organization operates with an enterprise-wide, value-led transformation
capability.

Executive interpretation

e Level 1 and Level 2 organizations typically need the strongest uplift in governance, adoption planning and KPI
discipline.

e |evel 3 organizations are ideal candidates for a structured framework roll-out across business units or partner
teams.

e Level 4 and 5 organizations can use EIIARS™ as a repeatable operating system for scaled transformation
programs.

15. Recommended Next Steps

A pragmatic way to adopt EIIARS™ is to start with one initiative or one transformation stream, establish the templates
and cadence, and then scale the operating model. Executive sponsorship and change ownership should be explicit
from the outset.

Recommended action

1 Adopt the EIIARS™ language and phase model for upcoming CRM, ERP or digital transformation initiatives.
2 Use the Discovery Workbook to baseline current challenges, process gaps and success criteria.

3 Set governance and a clear escalation model before implementation begins.

4 Create an adoption plan, not just a training plan.

5 Define ROI baselines and executive dashboards before go-live.

6 Institutionalize support and enhancement reviews to sustain value after deployment.

Public framework name
EIIARS™ Business Value Realization Framework

Framework creator
Pravash Pujari

Suggested public positioning
A business value realization framework for SaaS, CRM, ERP and digital transformation programs.

End of executive whitepaper. This document can be complemented by the full EIIARS™ Framework Body of Knowledge, templates
library, certification guide, partner guide and detailed website content pack.
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