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Overview

A step-by-step method using the ADKAR model to move employees from awareness to
reinforced adoption, so digital investments deliver value instead of stalling after launch.

Isn't this just standard training and communications?

No — training and comms typically only address the Knowledge stage of ADKAR. This
playbook diagnoses which of five distinct stages (Awareness, Desire, Knowledge, Ability,
Reinforcement) is actually broken before deciding whether more training, different
messaging, or manager reinforcement is the right fix.

How big does a change need to be before this playbook is worth running in full?

Any rollout that changes the daily workflow of more than roughly 50 people, or touches a
customer-facing or revenue-critical process, justifies the full cycle. For smaller or lower-
stakes changes, you can run a lightweight version using just the Change Impact Map and
manager conversation guide.

What if we don't have budget for a dedicated change management resource?

The Change Impact Map and champion network can be run by a program manager or HR
business partner adding this as a defined workstream, not a full-time headcount. The critical
investment is the structured cadence, not a large team.
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How do we measure adoption if the new system doesn't have built-in usage telemetry?

Fall back to proxy indicators: help-desk ticket volume related to the old vs. new process,
manager-reported workflow completion, or a simple weekly self-report survey. Imperfect
telemetry is still far better than waiting for a quarterly business review to reveal adoption

gaps.

What's the single biggest predictor of adoption failure based on this framework?

A Desire gap disguised as a Knowledge gap — employees who technically know how to use
the new system but don't want to, because nobody made the personal case for why it
benefits them specifically. Teams that skip the baseline ADKAR survey almost always
misdiagnose this and over-invest in training that doesn't move the needle.

{ "@context": "https://schema.org", "@type": "FAQPage", "mainEntity": [ { "@type™:
"Question", "name": "Isn't this just standard training and communications?",
"acceptedAnswer": { "@type": "Answer", "text": "No — training and comms typically only
address the Knowledge stage of ADKAR. This playbook diagnoses which of five distinct
stages (Awareness, Desire, Knowledge, Ability, Reinforcement) is actually broken before
deciding whether more training, different messaging, or manager reinforcement is the right
fix." } }, { "@type": "Question", "name": "How big does a change need to be before this
playbook is worth running in full?", "acceptedAnswer": { "@type": "Answer", "text": "Any
rollout that changes the daily workflow of more than roughly 50 people, or touches a
customer-facing or revenue-critical process, justifies the full cycle. For smaller or lower-
stakes changes, you can run a lightweight version using just the Change Impact Map and
manager conversation guide." } }, { "@type": "Question", "name": "What if we don't have
budget for a dedicated change management resource?", "acceptedAnswer": { "@type":
"Answer", "text": "The Change Impact Map and champion network can be run by a program
manager or HR business partner adding this as a defined workstream, not a full-time
headcount. The critical investment is the structured cadence, not a large team." } }, {
"@type": "Question", "name": "How do we measure adoption if the new system doesn't
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have built-in usage telemetry?", "acceptedAnswer": { "@type": "Answer", "text": "Fall back
to proxy indicators: help-desk ticket volume related to the old vs. new process, manager-
reported workflow completion, or a simple weekly self-report survey. Imperfect telemetry is
still far better than waiting for a quarterly business review to reveal adoption gaps." } }, {
"@type": "Question”, "name": "What's the single biggest predictor of adoption failure based
on this framework?", "acceptedAnswer": { "@type": "Answer", "text": "A Desire gap
disguised as a Knowledge gap — employees who technically know how to use the new
system but don't want to, because nobody made the personal case for why it benefits them
specifically. Teams that skip the baseline ADKAR survey almost always misdiagnose this
and over-invest in training that doesn't move the needle." } } 1}
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Author
Mithun A. Sridharan
I'm Mithun A. Sridharan, Founder of this website - Think Insights - on Strategy, Management

Consulting, Leadership, Digital Transformation, and Data Literacy. Follow me on social
media or connect with me on LinkedIn for updates.
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