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How do you define and communicate value
when “value” is often subjective?

We interviewed Adobe Workfront customers who lead the strategy for Workfront at
their organizations to learn how they define the value they are achieving and how
they communicate that value to support growth and scale. While there are some
unique challenges, we found a surprising number of trends and commonalities across
organizations.

Two of the most common ways customers define the value they are achieving with
Workfront is through time savings and cost savings. In addition, nearly everyone we
interviewed shared a third, more business-specific value (work visibility, cross-
functional collaboration, content supply chain optimization, auditing and compliance,
employee satisfaction, etc.).

Time Savings Cost Savings Business-Specific

Before you can demonstrate that you've achieved value, you must first define what
value means to you. Once you've done that, you can translate that value into
measurable benefits, track it over time, and communicate your specific outcomes back
to the business.
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. Defining Value
Define What is your “why" for using
Workfront? What are you
trying to achieve?

Measuring Value
Measure How can you translate
your “why"” into
measurable outcomes?

Communicating Value
Are you communicating
your outcomes up, down
and across the business?

Communicate

Workfront Value Realization

This playbook will walk through 3 distinct phases — defining the value you are
attempting to achieve (ie. "Why Workfront"), translating that “why" into measurable
outcomes, and communicating those outcomes to stakeholders to showcase your
success and learnings. Along the way, we'll share common roadblocks and tips for
overcoming them from your Workfront peers.
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‘ ‘ Your "Workfront Why” will naturally evolve over
time - that's a good thing! As you begin to
incorporate new processes or expand with other
teams, it’s critical to continue investing in dedicated
resources that match and enable your platform’s
growth aspirations.

Joshua T. Maldonado
VP, Strategic Platform & Transformation Leader
Synchrony
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Defining Value

The first step in the value realization process is to be crystal clear on what you are
intending to achieve with Workfront. What is your vision? Why did you originally
decide to purchase Workfront?

In the Executive Guide to Success with Adobe Workfront, we encourage new executive

sponsors of Workfront to create a two to four sentence statement describing their
"Why Workfront” Craft this in a way so it can easily be communicated during
departmental and staff meetings, shared with peers and direct reports, and reinforced
regularly. Here is example from that guide:

"Our organization has invested in Adobe Workfront to manage employer-based requests via
intakes and project assignments and validating employee data to increase operating

efficiencies and to minimize redundancies across teams through intelligent automations.”

In addition to your “Why Workfront” statement, help your teams connect the dots to
how Workfront will support their own team and more broad organizational goals.

Expert Tip: To show progress, it is critical that you first set a baseline. You can use baseline to compare the current
plan to the original to identify problems, scope creep, and other trends over time. Learn more about baselines.
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:é/f Defining Value Worksheet

Use this worksheet to draft or refine your “Why Workfront” statement and specific Workfront outcomes. From there,
determine how these Workfront goals will support your team and organizational-level goals. We recommend
creating SMART (Specific, Measurable, Achievable, Relevant and Time-bound) goals whenever possible.

“Why Workfront?" Statement

By adopting agile methodologies and using Adobe Workfront, we're streamlining work and
transforming manual processes into more efficient and productive ways to collaborate. Our
goal is to reduce assessment process time from weeks to hours, improve purchasing's ability to
deliver on service-level agreements by 500%, and increase marketing's efficiencies by 15-20%.

Workfront Goals

= Digitize 3 manual, paper-based processes in Workfront by end of year

= Decrease assessment process time from weeks to hours by Q4

= Over the next 12 months, improve purchasing’s ability to deliver on SLAs by 500%

= Increased efficiency in campaign production by 20% vs. previous year

Marketing's Objectives
= 25% increase in pipeline in 2H to support revenue growth goals
= Optimize marketing technology stack to reduce redundancies

= Launch multi-year campaign to support of product launch in 2H

Business Objectives
= Increase revenue by $1 billion in the next 3 years
= Improve customer experience to reduce customer churn by 5% by end of 2H

= Attract and retain top talent to support a 2x growth plan over the next 3 years
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:é/f Defining Value Worksheet

Use this worksheet to draft or refine your “Why Workfront” statement and specific Workfront outcomes. From there,
determine how these Workfront goals will support your team and organizational-level goals. We recommend
creating SMART (Specific, Measurable, Achievable, Relevant and Time-bound) goals whenever possible.

“Why Workfront?” Statement

Workfront Goals

Team's Objectives

Business Objectives
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Measuring Value

In the previous section, we explored the importance of defining your "why" for using
Workfront—establishing the core reason behind your efforts and the specific value
you're striving to achieve. With that foundation in place, it's time to take the next step:
translating your "why" into concrete, measurable outcomes that align directly with
your broader objectives.

This step is key in transforming your vision into actionable, trackable results that can
guide your team'’s progress, help you make informed decisions, and ensure your
success is clear and demonstrable.

For example, if one of your Workfront goals is to increase efficiency in campaign
production by 20% compared to the previous year, you will need a way to report on
and show year over year volume of campaigns.

By focusing on measurable outcomes, you'll not only see your team's success more
clearly but also be able to share those wins back with your team and with
stakeholders.
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:é/( Measuring Value: Volume

Workfront Goal:
Increased efficiency in campaign production by 20% vs. previous year

Translate the goal into measurable impact:

To show how you are trending against campaign production goals, start with a simple “Year over
Year Campaign [Project]’ report. This will help you visualize the total output of campaigns
completed each year, making it easy to report on goals or identify possible risks. This post on the
Workfront Community goes beyond volume, encouraging you to also look at the velocity of
work being completed to pinpoint where roadblocks (or efficiencies) might be occurring.

Instructions:

1. Create a Project report
2 Add the Filter for Project > Status Equates With > Complete
3. Add the Grouping for Actual Completion Date > Year

4 Add a bar chart with Actual Completion Date as your Left (Y) Axis and Record Count as your
Bottom (X) Axis. Add a report name, a description, and add in any other relevant columns

Groupings ¥

Grouping Preview

Project» Actual Completion Date
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%/f Measuring Value: Volume (cont.)

Report Display Examples:

REPORT
. . fe}
YoY Project Volume Show Filters Report Actions As of October 30,2024 at 330 PM Eastern Daylight Time &

Detalls  Summary  Chart

Export | | Hide Values Showing default Report Filters, Views and Groups

Year 2019

Year 2021

Year 2022

s — >

Year 2024

Actual Completion Date

°
-
s
=

20 25 30 35 40 45
Record Count (Count)

REPORT

YoY Project Volume Show Filters s+ Report Actions s of October 30, 2024 at 331 PM Eastern Daylight Time 1>
Details  Summary  Chart
> v Q 2ot Y ReportDefoult @ Report Default Report Default
Actual
¥ Project Oviner Sponsor Planned Hours  Actual Hours Hours Variance Planned Duration Actual Duration Duration Variance Start On Due On Completion
Date
v Actual Completion Date: 2019 (7) 0 Hours 0 Hours 1Day 0 Days
PMO Request IT Group Admin 0 Hours. 0 Hours 0 1Day 0Days -1Days 71229 7122019 712219
Professional Services Request Queue Services Group 0 Hours. 0 Hours 0 1Day 0 Days 1Days 712219 7123019 722119
Admin
Finance & Legal Request Queue Finance Group 0 Hours 0 Hours 0 1Day 0 Days 1Days 71229 7122019 712219
Admin
Employee Requisition Request HR Group Admin 0 Hours 0 Hours 0 1Day 0 Days 1Days 712219 71229 722119
Product Development Request Product Group 0 Hours 0 Hours 0 1Day 0Days 1Days 712219 7122019 712219
Admin
IT Request IT Group Admin 0 Hours 0 Hours 0 1Day 0 Days -1Days 712219 71229 712219
Contact Internal Workfront Support Workfront Admin 0 Hours 0 Hours 0 1Day 0 Days 1Days 72219 7122019 712219
v Actual Completion Date: 2021 (9) 26.67 Hours 0 Hours 2733 Days 535 Days
Test1 Workfront Admin 30 Hours 0 Hours 30 30 Days 0 Days -30 Days 2021 12 20121
Test6 Workfront Admin 30 Hours 0 Hours 30 30 Days 0Days -30 Days 1203/21 1124122 1202
Test3 Workfront Admin 0 Hours 0 Hours 0 1Day 0 Days -1Days 1o 1213/21 23
Test2 Workfront Admin 30 Hours 0 Hours 30 30 Days 0Days -30 Days 22 mn2 12/6/21
Test 7 - Task Approval from Template Workfront Admin 30 Hours 0 Hours 30 31Days 82 Days -23 Days A 112122 12h3/21
Test 8 - Task Approval from Template Workfront Admin 30 Hours 0 Hours 30 31Days 992 Days -21 Days 202 12122 124

Expert Tip: With Workfront Data Connect, customers can access their data directly in a business intelligence tool to
create data visualizations or export data to a data warehouse. Learn more in this overview on Experience League.
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:é/( Measuring Value: Efficiency

Workfront Goal:
Decrease assessment process time from weeks to hours by Q4

Translate the goal into measurable impact:

To demonstrate time saved, we'll compare the hours planned vs. hours worked, providing
concrete evidence that your team's efforts (through automation, process improvements, training,
etc.) have yielded tangible results. This can also help identify discrepancies in forecasting,
resource allocation, and planning, crucial for further optimizations.

Instructions:
Rather than starting from scratch, leverage the pre-built Core Value Dashboard Blueprint that is
designed to help you identify value realized by centralizing your work and streamlining your

processes.

1 Install the Core Value Dashboard Blueprint
2 Once installed, scroll down to the report, Planned Hours & Duration vs. Actual on Completed
Projects by Group, and make the following edits:
1. Rename the report (ex: Planned vs Actuals on Completed Projects by Year)
2 Remove the text mode grouping (it's okay to click Continue!) and replace it with Project >
Actual Completion Date (Year)
3. Add a bar chart with Actual Completion Date as your Left (Y) Axis and Project > Planned
Hours, Summarized by Sum as your Bottom (X) Axis
4. Toggle on Combination Chart and set the value to Project > Actual Hours, Summarized
by Sum
Note: Actual Hours is the SUM of hours logged. If no time has been logged, Actual Hours
will be 0.

.  Expert Tip: Want to dig deeper into turnaround time? In the report, Planned Hours & Duration vs. Actual on
' Completed Projects by Group (within the Core Value Dashboard Blueprint), review the columns for Planned
Duration, Actual Duration, and Duration Variance to identify efficiencies and bottlenecks.
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E/f Measuring Value: Efficiency (cont.)

Report Display Examples:

wepor
Planned Hours & Duration vs. Actual on Completed Projects by Actual Completion Date ShowFlters |+« ReportActions  Asof October 0,034 336 P Eastem Deyight Time 3
Shows the variance of planned vs. actusal of both hours and duration on completed projects. Use this report to analyze project cycle time and level of effort, in the l negative numbers indi ity lower leve . More

v Q Bomn | reportDetait @ Report Defautt  [§5] Report Defauit
b Project Owner Sponsor Description Planned Hours  Actual Mours Hours Variance Planned Duration Actual Duration Duration Variance Start On DueOn T
v Actusl Completion Date: 2019 (7) 0Hours 0 Hours 1Day 0Days

PMO Request 1T Group Admin 0 Hours 0 Hours 0 1Day 0 Days -1 Days na2ne mnane
Finance & Legal Request Queue Finance Group 0Haurs 0 Hours 0 108y 0Days 1 Days mne 722119
Admin
Employee Requisition Request HR Group Admin 0 Hours 0 Hours 0 1Day 0 Days -1Days 7229 729
Product Development Request Product Group 0 Hours 0 Hours 0 1Day 0 Days -1 Days. nans mnane
Admin
1T Request 1T Group Admin 0 Hours 0 Hours 0 100y 0 Days -10ays 22109 72
Contact Intemal Warkdront Support Workfront Admin 0Hours 0 Hours o 108y 0Days 1Dsys m2m m219
Professional Services Request Queve Services Group 0 Hours 0 Hours 0 1Day 0 Days -1Days. 2y 73m
Admin
> Actual Completion Date: 2021 (9) 240 Hours 0 Hours 2733 Days 4813 Doys
> Actusl Completion Date: 2022 (3) 45 Hours 305 Hours 14 Days 4198 Days
> Actual Completion Date: 2024 (5) 500 Hours 37 Hours 274 Days 29954 Days

Actual Completion Date: 2023 (38)

seronr
Planned Hours & Duration vs. Actual on Completed Projects by Actual Completion Date ShowFiters | c:t ReportActions  AscfOcober 30 2004 328 P Eastem Daight Tme
Shows the variance of planned vs. actual of both hours and duration on completed projects. Use this report to analyze project cycle time and leved of effort, In the vari i negative numbers indi rly jon or lower leve . More

Detsds  Summary  Chart

Export Hide Values Showing default Report Filters, Views and Groups

0
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°

Year 2021 rs
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0
Year 2023 P
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:5/( Measuring Value: Advanced

In addition to the example reports showcased on the previous pages, you may want to leverage
custom data. Calculated custom fields allow you to create your own data expressions using
existing Workfront fields. Like using a formula in Excel, you could create a field that shows the
difference between how long a task was planned to take and how long it actually took These
custom fields help you track specific information, like time saved or task efficiency, without doing
manual calculations every time.

Example #1: Timelines

= Calculate the number of weekdays between the entry date and actual start date of a project
Custom form type: Project
ROUND(WEEKDAYDIFF({entryDate}{actualStartDate}),2)

= Calculate the number of weekdays between request entry date and date project was converted.
Custom form type: Request/Issue
ROUND(WEEKDAYDIFF({entryDate} {resolveProject}{entryDate}),2)
*NOTE: This calculation will only work if issues are kept during the conversion process.

Example #2: Approval Duration

= Calculate the number of weekdays between an object's approval path start date and approval
path completion date
Custom form type: This can be attached to Projects, Tasks, Issues, etc. Be sure to set the format
to ‘Number !
ROUND(WEEKDAYDIFF({approvalStartDate} {approvalCompletionDate}),2)

Expert Tip: Want to learn more? Read about calculated custom fields and the different date-based expressions on
Experience League.
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Communicating

Value

In the previous section, we dug into the very specific ways you can translate your
Workfront "why" into concrete, measurable outcomes that align directly with your
broader objectives. Now that you've done that, it's time to communicate the impact
of your work to stakeholders.

Communicating value is crucial because it bridges the gap between raw data and
meaningful insights, showing how your efforts directly contribute to the company's
broader goals.

When communicating results, tailor your message to your audience—executives may
care more about high-level metrics, while end users need practical takeaways. Visual
aids like charts or dashboards can make complex data more digestible and
highlighting success stories or specific improvements helps to make the value relatable
and memorable.

Lastly, it's important to align your message with the strategic priorities of the business,
so your results feel relevant and timely. Regular communication helps keep the
momentum going and reinforces the ongoing value of using Workfront.
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25/( Communicating Value — Leadership

Customer Story: Daniel Clarke, EMMsphere
In the on-demand Adobe Skill Exchange presentation, Experience Makers Spotlight: Process

Enhancements & Operational Efficiencies, Daniel Clarke, a Senior Workfront Consultant at

EMMsphere, shared how he removed bottlenecks in a previous client's processes using
automation to save time, money, and resources. Daniel provided regular communication to
leadership that not only demonstrated the value his team was bringing to the business, but it

also allowed him to secure additional resources for future enhancements.

= Workfront goals:
» Introduce automation to the intake process to eliminate manual steps that cause delays
» Leverage automation to validate customer data and create personalized emails
= Utilize the continuity of the Adobe ecosystem to easily integrate and share data

EXPERIENCE MAKERS

LEADERSHIP METRICS - SHOWCASE ROl THE SKILL EXCHANGE

“More with Less”

Fusion is a codeless connector from Adobe where we can
build automations — both internal and external to Workfront. 9
* 38 active scenarios: System management, project setup,
external and internal communications, and more
* 10 million operations per year

Stock
Images

| Used for bulk purchase,
{ renaming, download
into database,

Customer
Follow Up

Project
Renewals

Bulk Project
Setups

Import and validate
data against CRM,
create projects and
send welcome email.

$24k
saved

Renew annual
memberships.

Personalized DTC emails
sent every 60 days.

$146k
saved/year

$42k
saved/year
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‘ ‘ In the current environment it is not enough to just

FA\ Adobe

add value, you must be able to communicate and
share that value to all your stakeholders and
leaders. Set yourself up for success by identifying
the KPIs your leaders care about, tracking data
from the origin to current (improved) state, and
finally, share it in a format that resonates for them.
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:5% Communicating Value — End Users

Customer Story: Ellen Saltmarsh, Synchrony
Ellen Saltmarsh, Vice President and Change Management Leader at Synchrony, knows that
regular communication with end users is paramount for adoption. She shared her "recipe” for

how they communicate with end users in the £nd User Communications Cookbook for Workfront,

hosted on Experience League. Her team sends a regular newsletter to active, internal Workfront
users with a high-level summary of all upcoming enhancement impacts and benefits. This
format allows users to quickly review and understand what changes have been implemented
and how each one affects their daily work

= Workfront goals:

= Minimize disruption in work by informing end users of updates and enhancements

= Increase confidence in Workfront by clearly communicating the benefits of changes

S

COSMOS Log-in | COSMOS New User Registration | COSMOS Team St Febeuary 5, 2024
Greetings Growth,

February kicks off the first COSMOS release of 2024 and the Marketing Plotform Optimization teom is excited 1o invite you to toke advantege of the new features, enhonced user

interfoce, and streomiined processes. Learn about the Top 4 Highlights from the releose and several more updates coming s« . With a focus on high-quality exex on ond anolytical

oopabiities, we've rolled out new features within the beta segmentation and traffic matrices. Upgrodes to the SundaySky video oreation and foreign translation processes have been

toilored to your way of working to best meet the needs of our plotform users

Read on 1o leam more about these new aond upcoming enhoncements.

Multi-Select Channels in Beta Segmentation Matrix

¢ Channel column changed from o single-select drop-down to @ multi-select format* Legocy Matrix Layout Boto Motrix Loyout

*  Only channels selected in the Pre-Project Brief will display - making it very eosy to view

and select the correct chonnel(s)

* Enables ooourote anolytios’ measurement and reporting s our business continues to

expond dgrd chonnel usoge
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Understanding and demonstrating value is a process that evolves over time. Whether
you're new to Workfront or stepping into an existing instance, here are some steps to

guide you:

= Collaborate with Stakeholders. Work together to define your “Workfront Why" and
how it connects to broader organizational and/or team goals.

= Use Resources. Leverage the worksheets and examples in this playbook for
inspiration on what to measure and how to get the data you need from Workfront.

= Communicate Milestones. Regularly update stakeholders on milestones and
outcomes to help them make informed decisions. Remember to tailor your message
to your audience and use visual aids to make complex data more digestible and
success stories to make it more memorable.

Collaboration and communication not only builds trust, but also demonstrates the
practical and tangible value of the work you and your team are doing and helps to
secure support for your initiatives. While the definition of value may sometimes feel
subjective, you now have the tools to realize it's very attainable — and measurable!

"‘ AdObe © 2024 Adobe. All Rights Reserved. Adobe Confidential.



0N

Adobe



