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Adoption Tracking Worksheet 
For Change Management, AI Adoption, Commercialization, Workflow Redesign, and Operational 

Improvement 

Purpose. Use this worksheet to track whether a new process, system, tool, workflow, strategy, or operating model is 
actually being adopted by the people and teams expected to use it. It is designed for change management initiatives 
involving AI adoption, commercialization, operational redesign, optimization engineering, team scaling, or grant-funded 
growth. 

How to Use This Worksheet 
• Define the behavior, workflow, or tool that must be adopted for the change to succeed. 
• Identify the stakeholder groups expected to adopt the change and the adoption targets for each group. 
• Track usage, confidence, training completion, barriers, and feedback over time. 
• Use the action log to assign follow-up support when adoption stalls. 
• Review adoption trends regularly and adjust communication, training, workflow design, or leadership support as 

needed. 

1. Adoption Initiative Snapshot 
Complete this section to define what adoption means for the initiative. 

Field Response 
Organization / Business Unit  
Initiative or Project Name  
Type of Change □ AI tool   □ New workflow   □ Process redesign   □ Commercialization process   □ New system   

□ SOP / governance   □ Other: ____________ 
Change Being Adopted  
Primary Business Goal  
Affected Teams / Stakeholder Groups  
Adoption Start Date  
Target Adoption Date / Milestone  
Executive Sponsor  
Adoption Owner / Change Lead  

2. Define Adoption Success 
Adoption should be defined in observable terms. Avoid vague language such as “people are using it” unless the expected behavior is 
clear. 

Definition Area Example / Guidance Project-Specific Answer 
Required Behavior / Practice Example: Team members use the new AI-assisted intake 

workflow for all qualifying projects.  

Minimum Adoption Standard Example: At least 80% of qualifying projects use the 
workflow within 60 days.  

Evidence of Adoption Example: System usage log, completed intake forms, QA 
review, project manager confirmation.  

Evidence of Quality Adoption Example: Output meets review standards and does not 
create extra rework.  

What Would Count as Non-
Adoption? 

Example: Users continue using the old workflow, bypass 
the system, or use it inconsistently.  
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3. Stakeholder Group Adoption Tracker 
Use this table to track adoption by stakeholder group. Adoption often varies by function, seniority, role, or workflow dependency. 

Stakeholder 
Group Expected Use / Behavior Target 

Adoption 
Current 

Adoption 
Confidence 

Level Primary Barrier Support 
Needed 

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

    □ Low  □ Med  □ 
High   

4. Adoption Metrics and Data Sources 
Choose a small number of adoption metrics that can be updated consistently. Include both quantitative and qualitative indicators 
where possible. 

Metric Suggested Definition Data Source Target Review Cadence 
Usage Rate % of target users using the tool/process during the review 

period    
Training Completion % of target users who completed required training    
Process Compliance % of qualifying work following the new process or SOP    
User Confidence Average confidence score from quick pulse survey    
Quality / Error Rate Errors, defects, rework, incomplete steps, or review 

findings    

Time-to-Adoption Number of days/weeks until target adoption threshold is 
reached    

Support Requests Number and type of help requests or blockers submitted    

5. Adoption Dashboard Tracker 
Update this tracker weekly, biweekly, or monthly. Use the status column to identify where intervention is needed. 

Review Date Stakeholder Group / 
Team 

Usage or 
Adoption % Target Status Top Barrier Action Needed 

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

    □ On Track   □ At Risk   
□ Off Track   

6. Adoption Barrier Diagnosis 
When adoption is low, use this checklist to identify whether the issue is awareness, willingness, capability, workflow fit, technical 
quality, or leadership support. 
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Awareness and Communication 

Adoption Item Status Notes / Follow-Up 
Target users understand what is changing and why it matters. □ Yes   □ Partial   □ No  
Users know when the change takes effect and what is expected of them. □ Yes   □ Partial   □ No  
Messaging has been tailored for different stakeholder groups. □ Yes   □ Partial   □ No  
Leadership has communicated support for the change. □ Yes   □ Partial   □ No  

Capability and Training 

Adoption Item Status Notes / Follow-Up 
Users have received practical training or demonstrations. □ Yes   □ Partial   □ No  
Training materials are accessible after the initial rollout. □ Yes   □ Partial   □ No  
Users know who to contact for help. □ Yes   □ Partial   □ No  
New responsibilities are realistic given current workload and capacity. □ Yes   □ Partial   □ No  

Workflow Fit and Usability 

Adoption Item Status Notes / Follow-Up 
The new process or tool fits the real workflow rather than an idealized version of it. □ Yes   □ Partial   □ No  
The change does not create unnecessary duplication or extra administrative burden. □ Yes   □ Partial   □ No  
Users can complete the new steps without excessive workarounds. □ Yes   □ Partial   □ No  
Feedback from early users has been reviewed and acted on. □ Yes   □ Partial   □ No  

Leadership and Reinforcement 

Adoption Item Status Notes / Follow-Up 
Managers are reinforcing adoption during regular meetings and check-ins. □ Yes   □ Partial   □ No  
The organization has defined consequences or escalation steps for persistent non-
adoption. □ Yes   □ Partial   □ No  
Success stories, early wins, or performance improvements are being shared. □ Yes   □ Partial   □ No  
Adoption is linked to meaningful performance, quality, commercialization, or 
operational goals. □ Yes   □ Partial   □ No  

7. User Adoption Pulse Survey 
Use these questions as a short survey or interview guide. Score 1 = strongly disagree and 5 = strongly agree. 

Survey Statement Score Comments / Concerns 
I understand why this change is being made. 1  2  3  4  5  
I understand what I am expected to do differently. 1  2  3  4  5  
I have enough training or guidance to use the new process/tool successfully. 1  2  3  4  5  
The new process/tool fits my real work responsibilities. 1  2  3  4  5  
I know where to get help if I have questions or problems. 1  2  3  4  5  
The change is likely to improve quality, efficiency, customer outcomes, or project success. 1  2  3  4  5  

8. Adoption Intervention and Action Log 
Use this log to document support actions when adoption is delayed, inconsistent, or low quality. 

Date Issue / Barrier Stakeholder 
Group Intervention Owner Due Date Outcome / Follow-Up 
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9. 30-60-90 Day Adoption Plan 
Use this section to define the adoption support plan after launch. The timing can be adjusted for shorter or longer initiatives. 

Period Focus Planned Actions Owner Success Measure 

First 30 Days 
Launch communication, training, initial 
usage monitoring, early barrier 
identification 

   

Days 31-60 
Reinforcement, manager follow-up, 
process refinements, support for low-
adoption groups 

   

Days 61-90 
Measure sustained adoption, document 
lessons learned, update SOPs/training, 
transition to normal operations 

   

10. Adoption Summary and Next Decisions 
Use this section during leadership or project team reviews. 

Review Item Response 
Overall adoption status □ Strong   □ Moderate   □ At Risk   □ Off Track 
Highest-adoption stakeholder groups  
Lowest-adoption stakeholder groups  
Most important barriers to address  
Most effective support actions so far  
What needs to change in training, communication, 
workflow, or leadership support?  
Decision needed from leadership  
Next review date  

ScienceDocs Support 
ScienceDocs can help organizations track adoption, diagnose implementation barriers, strengthen communication and 
training, and connect adoption metrics to AI implementation, commercialization, workflow redesign, and operational 
improvement. Ready to get started? Contact us HERE. 

https://www.sciencedocs.com/quotes/
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