
 
 

From Pilot to Enterprise Scale: How Financial
Institutions Embed New Tools Across the

Workforce with Assima
Key Highlights

Successful pilots often stall when organizations try to scale adoption across the entire
workforce.

Role-based training helps employees build practical skills for their specific workflows.

Assima simulations enable safe, hands-on practice across teams, locations, and
languages.

Analytics and in-app guidance help identify adoption gaps and reinforce correct
workflows.

RSA reduced training time by 30% and saved £300,000 annually, while a Canadian bank
saved $3 million.

Introduction
The pilot worked. Scaling it stalled. Pilot purgatory is where most financial transformations
collapse, and a license is never the same thing as capability.

Pilot purgatory: It is the state where an organisation runs successful pilots but
cannot convert them into scaled enterprise value. The initiative sits stuck between a
promising demonstration and workforce-wide adoption. This is where the majority of
digital transformation initiatives currently collapse. 

Every transformation leader knows the pattern. You ran the pilot. A small group of motivated
users adopted the new tool; usage of metrics looked strong, and stakeholders were excited.
Leadership signed off on a full rollout. Then the organization tried to take it from 30 users to
3,000, and somewhere in that jump, things stalled.

Adoption plateaued. The usage dropped after the initial push. The dashboard that looked so
promising in the pilot now shows a workforce that technically has access and practically isn’t
using the tool.

This is a pilot purgatory. According to UC Today’s 2026 research on enterprise technology
adoption, the jump from a compelling demonstration to tangible, scalable enterprise value is
where the vast majority of digital transformation initiatives currently collapse. The reason
sounds almost too simple to be responsible for so much failure: purchasing a platform license
does not guarantee workforce capability. The bottleneck is rarely the platform. It is the pathway
from license to habit.

Pilots succeed because they run on early adopters, the motivated, tech-comfortable staff who
will push through friction and teach themselves what they need to know. The broader workforce
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doesn’t work that way. Those thousands of staff have full-time jobs, little tolerance for self-
directed learning curves, and no personal stake in proving the pilot was a good idea. Providing
access does not equate to generating value. 

In enterprise technology circles, that assumption has been called a pervasive and toxic myth,
and financial institutions learn how expensive it is every time a rollout stalls. If you’re also
navigating agentic AI adoption in banking, the same principle applies even more sharply.

Financial institutions that successfully scale new tools treat enablement as the bridge across that
chasm. This article covers why pilots stall, the five specific barriers that block enterprise scale,
and how financial institutions use Assima to cross each one, with real outcomes as proof. For
financial services training leaders responsible for scaling from pilot to workforce, here is what
crossing that chasm actually looks like.

Why Pilots Stall at Scale

The Pilot Population Is Not the Workforce

Pilots attract volunteers: staff who find the new tool interesting, who see a career reason to learn
it early, and who have the personal bandwidth to work through initial friction. Those are not
typical employees. They are a self-selected subset with characteristics that make them
unusually good at self-teaching. What worked for them, informal learning, trial and error, peer
curiosity, does not transfer to thousands of staff who are already operating at capacity.  

Research from multiple enterprise technology deployments consistently shows that the broader
workforce lacks the bandwidth to self-teach at the pace early adopters do. This is not a
motivation problem. It is a structural one and understanding it is the first step toward solving it.
For more on why this specifically derails banking transformations, see why banking
transformation projects fail at user adoption.

The Access-Equals-Value Myth

At the heart of most scaling failures sits a false assumption: that giving people access to a tool
produces value from it. It does not. A license gives employees permission to use the tool. It does
not give them the competency to use it well, the habit of using it daily, or the confidence to
apply it to their specific workflows under real workload conditions.  

In financial services, where workflows are complex, compliance requirements are strict, and the
cost of errors is high, the gap between access and capability is especially wide. Closing that gap
is the actual job of a rollout, and it requires an enablement investment that most organisations
undersize because the pilot made scaling look easier than it is.

The Real Bottleneck: License to Habit

Scale is not a procurement exercise. Buying another thousand licenses does not produce another
thousand capable users. Scale is an enablement exercise: building the capability and the habit of
use across a full workforce. One professional-services firm referenced in 2026 enterprise AI
research went from 32 pilot users to 2,200 employees generating 282,000 uses a month. That
kind of scale does not happen through deployment.  

It happens through deliberate, structured capability-building that converts license holders into
confident daily users. Financial institutions face that challenge across geographically distributed,
multilingual, heavily regulated workforces, and the degree of difficulty scales with every
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additional variable. Understanding why 70% of bank transformations fail typically leads back to
this exact point.

The 5 Barriers to Scaling a Tool Across the Workforce
Pilot purgatory is not random. It follows a predictable pattern with five recurring barriers that
every financial institution encounters when it tries to take a successful pilot to full workforce
scale. Each one has a specific solution, but first it needs a name.

Barrier 1: The Workforce Cannot Self-Teach at Scale

What worked in the pilot, motivated self-learners figuring it out as they went, fails when applied
to thousands of staff who are already fully occupied with their day jobs. Most financial
institutions try to address this by expanding the pilot’s informal support structures: more FAQs,
more how-to videos, a Slack channel. These help the early majority marginally. They do not help
the cautious majority or the skeptics at all. Scaling needs structured, guided capability-building
that does not depend on the learner’s personal motivation, which the pilot made look
unnecessary. See how managing digital adoption without overwhelming employees requires this
same deliberate pacing.

Barrier 2: Inconsistency Across a Distributed Workforce

A tool adopted differently in every branch, region, and language produces inconsistent outcomes
and undermines the standardisation that justified the investment. Financial institutions are, by
definition, distributed and multilingual: retail banks with hundreds of branches, insurance
companies with regional underwriting teams, payment processors with operations across
multiple jurisdictions. What gets built in the pilot typically works for one location in one
language. Replicating that across a geographically dispersed organisation without rebuilding
training content from scratch for each context is a fundamental operational problem that pilot
programmes rarely have to solve.

Barrier 3: No Safe Way to Practise at Scale

Thousands of staff cannot practice on the live production system, the risk to real data and real
transactions is too high. Sandboxes are the typical alternative, but they break under the demand
of enterprise-scale rollouts: concurrency limits prevent simultaneous access, data refreshes are
expensive and slow, and the maintenance overhead of keeping a sandbox current across a
months-long rollout is substantial. Without a safe practice environment that scales cleanly, most
of the workforce never builds the kind of hands-on competency that produces confident daily
use. They complete their training module, close the browser, and fall back on old workflows.

Barrier 4: Adoption Is Invisible, So It Cannot Be Managed

In a pilot with 30 users, you can see who is using the tool, how often, and where they are
struggling. Across a workforce of thousands in multiple locations, adoption becomes invisible.
Leaders cannot tell which teams have embedded the tool, which workflows are actually being
used, or where the rollout is stalling versus succeeding. Without that visibility, you cannot direct
support to where it is needed, you cannot identify content gaps before they become adoption
gaps, and you cannot distinguish between teams that are genuinely embedding the tool and
teams that are ticking the completion box. Using digital adoption metrics and KPIs is the only
way to manage what you cannot see directly.

Barrier 5: The Tool Keeps Changing During the Rollout
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Enterprise software rollouts take months. The platform gets updated during that time. Features
change, interfaces shift, workflows evolve. Training content built for the pilot version is partially
obsolete before the last wave of the workforce has completed it. Screenshot-based training
approaches, which most organisations default to, require rebuilding from scratch every time the
interface changes. In a long, large rollout, the content maintenance burden compounds into a
significant programme risk: the later waves of employees receive training that no longer
matches the tool they are actually using. This is not a hypothetical problem. It is a reason to
address change resistance in tool rollouts before the rollout even starts.

How Financial Institutions Bridge Each Barrier with Assima
Each of the five barriers has a direct answer in how Assima is deployed in financial services. The
pattern across successful FI rollouts is consistent: Assima functions as the enablement
infrastructure that converts a license-buying exercise into a workforce capability exercise. Here
is how each barrier gets crossed.

Structured, Guided Capability at Scale

Object-based simulation gives every employee, not just the motivated few, guided hands-on
practice on the new tool’s real workflows. Role-based learning paths mean each person practices
the specific processes that apply to their job, not a generic product tour. This replaces the
implicit assumption of self-teaching with structured capability-building the whole workforce can
complete. The systems training platform behind this has no concurrency ceiling: whether you are
training 500 or 50,000, the infrastructure scales without the bottleneck that sandbox
environments produce. For how this fits into a broader program, see how to build a simulation
training program.

Consistency Across Geographies and Languages

Content built once in Assima deploys everywhere without rebuilding. Interface elements,
instructions, and data fields translate directly from a single source file: no re-recording, no
creating parallel content libraries for each market, no quality inconsistency between what the
London team trained on and what the Singapore team received. For a global financial institution
running a rollout across multiple jurisdictions, that is the difference between a manageable
programme and a translation and quality-assurance nightmare that delays each regional wave.

Safe Practice That Scales Without Limits

Simulations built from staging environments with anonymised data let thousands of employees
practice concurrently, with no sandbox concurrency limit, no production risk, and no data refresh
cycle holding up training schedules. Every employee builds real workflow competency in a
replica that looks, responds, and behaves exactly like the live system, including the edge cases,
error states, and process handoffs where real-world errors cluster. This is what converts access
into competency, and what makes day-one productivity achievable at workforce scale rather
than just at pilot scale.

Making Adoption Visible Across the Workforce

Step-level analytics show, by team, region, and workflow, where employees are building
competency and where adoption is stalling. Leaders can see the specific workflows where
completion rates are lagging, the regions where progress is behind, and the roles where the
content may need adjustment. That visibility converts a passive rollout into a managed one.
Assima In-App Search then closes the last gap: it embeds guidance directly inside the live tool,
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so when employees encounter a workflow they are unsure of in a real task, the answer surfaces
in the flow of work rather than requiring them to leave the system and search for help. That in-
flow reinforcement is how a license becomes a habit.

Content That Stays Current Through a Long Rollout

Object-based simulation content updates from a single source edit and propagates across all
dependent lessons automatically, roughly 10 times faster than rebuilding screenshot-based
training from scratch. When the platform updates during a six-month rollout, which every major
enterprise software platform does, the training content reflects the change without a manual
rebuild cycle. The later waves of the workforce train on the same content as the early waves,
without the drift that breaks screenshot-dependent approaches. That same library then serves
ongoing new-hire onboarding after the rollout completes, making the capability-building
infrastructure permanent rather than a one-time push.

The Proof: How Financial Institutions Have Scaled with
Assima 
The title of this article promises evidence of how financial institutions are actually doing this.
Here is what crossing pilot purgatory looks like in practice, with outcomes verified from Assima
case studies.
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Scaling to Thousands, Without the Bottlenecks

RSA, a leading UK insurance company, needed to train 750 employees across multiple sites on a
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new underwriting system in just 12 months. Two RSA developers built all the simulation content
in four weeks, and the resulting training program cut total training time by 30%, saved 3,455
staff days per year, and delivered an annual cost saving of roughly £300,000. Read the full RSA
case study. 

That pattern, small content team building at speed, full workforce trained at scale, repeated cost
savings, is what separates an Assima-backed rollout from a traditional approach dependent on
sandbox environments and rebuilding content after every interface update.

Consistency Across Languages, Sustained Over Time

Case Study

Canadian Bank
Major Retail Bank·SAP CRM Rollout

  $3M
  Training cost savings vs. dedicated training client
  2,500
  Branch and operations staff trained in 6 months
  3
  Languages delivered from a single content source
  
  Read the case study

The Canadian Bank example demonstrates the multilingual scale challenge directly. The bank
trained 2,500 branch staff, operations employees, insurance staff, and contact center teams in
English and French from a single content source, with glossaries handling the translation
automatically. Estimated savings against a traditional training client approach reached $3
million, and competency across the bilingual workforce remained consistent because the source
training material was identical, not adapted separately for each language. Read the full
Canadian Bank case study. 

The pattern across all three examples is consistent. These organisations did not just deploy the
tool. They embedded the capability to use it across their workforces, measured the result, and
built a training infrastructure that sustained competency beyond the initial rollout push.

The Pilot-to-Scale Playbook 
Crossing pilot purgatory is not accidental. The financial institutions that do it successfully follow
a recognisable sequence. Here is the playbook distilled from how Assima is actually deployed in
FI scaling programmes. 

Step 1: Plan for Scale from Inside the Pilot 

The enablement design decisions made during a pilot determine whether scale is achievable.
Build role-based simulation content that serves the whole workforce from day one, not just the
pilot cohort. Define the content governance model, who owns updates, how quickly changes
propagate, and how multilingual delivery works, before the pilot closes. Scaling is infinitely
harder when you retrofit these decisions after the pilot is already declared a success. For
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guidance on structuring this from the start, see how to build a simulation training program.

Step 2: Bridge License to Habit Deliberately

Pair pre-use simulation, which builds competency before employees touch the live system, with
in-app guidance, which sustains it in the flow of work until the tool becomes routine. Research on
enterprise tool adoption shows that peer-supported adoption sustains roughly double the usage
of top-down mandate-driven rollouts. Equip internal champions to model the habit and support
peers through the awkward early weeks of real-system use. The two-part bridge, structured
practice plus in-flow reinforcement, is what converts a deployment into an embedding.

Step 3: Measure Embedding, Not Deployment

License counts and training-completion rates confirm that access has been provided. They say
nothing about whether employees can use the tool well or actually do. Track proficiency by
workflow, actual usage patterns across teams and regions, adoption depth over time rather than
just an initial spike, and correlation with operational outcomes: error rates, support ticket
volumes, time-to-task completion. Use the ROI Calculator to translate those metrics into a capital
case that the COO and CFO can act on. When you can show that completion rates correlate with
reduced errors and support costs, the enablement investment justifies itself beyond the L&D
budget.

Ready to Cross Pilot Purgatory?
Assima gives financial institutions the enablement infrastructure to take a successful pilot and
scale it across the full workforce, consistently, multilingually, and measurably.
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