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Adoption Metrics Tracker

Successful change is not measured by completion of tasks, but by how well people adopt
new ways of working. This tracker helps monitor adoption levels across systems,
processes, and behaviours, providing data to support continuous improvement.

1. Purpose of This Tool

1 Measure progress in user adoption and engagement.

U Identify where adoption is lagging and requires additional support.
U Link adoption results to business outcomes and performance.

1 Enable data-driven decisions for future change initiatives.

1 Reinforce accountability for sustaining change.

Tip: Adoption metrics tell the real story of change success - not project completion.

2. Change Overview

Field Details

Change Initiative

Sponsor

Change Manager

Review Frequency Weekly / Monthly
Last Updated

1 Record key details before tracking adoption progress.

Tip: Update metrics consistently to maintain visibility of trends.
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3. Adoption Categories
Category Description Typical Measures

. Login rates, task completion, usage
System Adoption Use of new tools or software.

time.

Process Following new workflows or . .

. Compliance rates, audit results.
Adoption procedures.
Behavioural Demonstrating new habits or  Observation feedback, peer
Adoption cultural shifts. reviews.
Leadership Manager engagement and Communication activity, coaching
Adoption advocacy. sessions held.

1 Choose relevant categories based on the nature of the change.

Tip: Balanced tracking across categories provides a fuller picture of adoption.

4. Adoption Metrics Table

. L. % Trend (Up / Down
Metric Description Target Actual ) Owner
Achieved /Flat)

System Logins

Training
Completion

Process
Compliance

Feedback
Participation

Manager Check-Ins

[1Record key adoption metrics and compare them against targets.

Tip: Use arrows or colour coding in Word to highlight upward or downward trends.
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5. Adoption by Department / Team

Department Adoption Rate (%) Target (%) Variance Comments

I Track variations between teams or departments to identify local support needs.

Tip: Tailored interventions based on data drive faster improvements.

6. Adoption Over Time

Week / Month Adoption Rate (%) Target (%) Notes

1 Use this section to track trends across time periods.

Tip: Plot this data in a simple line chart to show steady progress.

7. Training and Support Correlation

Training Programme Completion Rate (%) Adoption Rate (%) Observation

U Link adoption levels to training outcomes to identify where more learning or
reinforcement is needed.

Tip: Low adoption despite high training completion suggests behavioural barriers.

8. Adoption Barriers Log

Barrier Description Impact (H/M/L) Affected Group Resolution Plan Owner

[1Record issues preventing full adoption and track progress in resolving them.

Tip: Barriers are normal - the goal is to remove them quickly and transparently.
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9. Engagement and Sentiment Metrics

. Current Data
Indicator Measure Target

Value Source
Awareness of % of employees who understand the
Change change purpose.

Communication .
% receiving key updates.

Reach
Employee Overall positive response to the
Sentiment change.

. % who feel capable of using new
Confidence Level

systems/processes.

[J Combine adoption and engagement data for a complete understanding of readiness
and acceptance.

Tip: High awareness with low adoption usually indicates a need for practical support,
not more communication.

10. Adoption Heatmap (Optional Visual)

Adoption Range Colour Code Description

90-100% Green Fully adopted and embedded.

70-89% Amber Progressing but still maturing.

50-69% Orange Partial adoption - targeted action needed.
Below 50% Red Low adoption - high priority intervention.

I Apply colour coding in Word for quick visual insight.

Tip: Use heatmaps in leadership presentations to highlight key focus areas.
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11. Adoption Improvement Actions

Focus Area Action Owner Deadline Status

System Training

Process Reinforcement
Leadership Communication
Behavioural Support

[ Define specific actions to address low adoption areas.

Tip: Actions should be reviewed weekly during transformation meetings.

12. Overall Adoption Summary

Adoption Category Current Score (1-5) Status (Green/Amber/Red) Comment
System Adoption

Process Adoption

Behavioural Adoption

Leadership Adoption

I Provide a summary view for leadership updates.

Tip: Combine this section with transformation dashboards for executive reporting.

How to Use This Tracker

Use this tracker to measure and communicate adoption progress throughout a
transformation. Review data regularly with project sponsors and managers to maintain
accountability and momentum. Combine it with the Transformation Dashboard and
Change Champion Role Guide for a full adoption and sustainability toolkit.

Notes
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