
T
H

E
 

C
H

A
N

G
E

 
C

O
M

P
A

S
S

The Comprehensive
Guide to Change
Management Metrics
for Adoption 
B E S T  P R A C T I C E  G U I D E  F O R  C H A N G E  P R A C T I T I O N E R S  



Change management is an intricate dance between vision, strategy, execution, and
perhaps most importantly, adoption. The ultimate goal of any change initiative is not
merely to implement new systems, processes, or regulations, but rather to embed
these changes into the very fabric of the organisation, ensuring widespread adoption
and long-term sustainability.

However, achieving full adoption is no small feat. Many change initiatives falter along
the way, failing to garner the buy-in and commitment necessary for success. Even when
adoption is initially achieved, sustaining it over time presents its own set of challenges.

Understanding the Dynamics of Change Adoption:

Change adoption is not a one-size-fits-all endeavor. It’s influenced by a myriad of
factors, including organizational culture, leadership support, employee engagement,
and the nature of the change itself. Therefore, it’s essential to approach the
measurement of adoption metrics with a nuanced understanding of these dynamics.
Before diving into specific metrics, let’s explore some fundamental principles of
change adoption:

Context Matters: Every change initiative is unique, shaped by its context,
stakeholders, and objectives. What works for one organization may not necessarily
work for another. Therefore, it’s crucial to tailor adoption metrics to align with the
specific goals and dynamics of each initiative.

1.

Focus on Outcomes: Adoption metrics should go beyond mere activities or outputs
and focus on outcomes. Instead of measuring how many employees attended
training sessions, for example, focus on whether the training resulted in improved
performance or behaviour change.

2.

Continuous Monitoring: Change adoption is not a one-time event but an ongoing
process. Continuous monitoring of adoption metrics allows organizations to
identify trends, address challenges, and make course corrections as needed.

3.
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Now, let’s explore adoption metrics across different types of change initiatives:

Metrics for System Implementations:

System implementations, whether it’s a new CRM platform, ERP system, or productivity
tool, often represent significant investments for organizations. To ensure a return on
investment, it’s crucial to measure adoption effectively. Here are some key metrics to
consider:

System Feature Usage Frequency: Measure how frequently employees utilize various
features of the new system. This metric provides insights into whether employees are
leveraging the system to its full potential and identifies areas for additional training or
support.

1.

Process Efficiency: Assess the efficiency gains achieved through the implementation
of the new system. This metric quantifies improvements in workflow efficiency,
resource utilization, and cycle times.

2.

Customer Conversation Audit: If the change is aimed to improve the quality of
customer interactions post-implementation, then the customer conversation should
be audited. This metric focuses on whether the system enhances customer
information accessibility, improves service representation, and ultimately leads to
higher customer satisfaction.

3.

Sales Volume: If the system aims to boost sales, track changes in sales volume post-
implementation. This metric provides a tangible indicator of the system’s impact on
revenue generation and business performance.

4.

Information Completeness: Measure the completeness of customer information
captured by the new system. This metric highlights the system’s effectiveness in
capturing and storing relevant data, which is critical for decision-making and customer
service.

5.

Customer Satisfaction: Gauge customer satisfaction levels following the system
implementation. This metric reflects the system’s ability to meet customer needs,
deliver value, and enhance overall satisfaction.

6.
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Metrics for Compliance Initiatives:

Compliance initiatives, whether it’s adherence to regulatory standards, industry
certifications, or internal policies, require meticulous attention to detail. Here are some
key metrics to consider for measuring compliance adoption:

Process Compliance: Monitor adherence to regulatory processes and requirements.
This metric ensures that the organization remains compliant with relevant regulations
and mitigates the risk of non-compliance penalties.

1.

Rated Compliance of Targeted Behaviours: Evaluate the compliance level of specific
behaviours targeted by the regulatory change. This metric provides insights into
whether employees are adopting the prescribed behaviours and following compliance
protocols.

2.

Frequency of Team Leader Coaching: Track the frequency of coaching sessions
conducted by team leaders to reinforce compliance behaviours. This metric
emphasizes the role of leadership in driving and sustaining compliance across the
organization.

3.

Customer Feedback: Solicit feedback from customers regarding their experience with
the organization post-compliance implementation. This metric captures customer
perceptions of the organization’s adherence to regulatory standards and its
commitment to compliance.

4.

Number of Incidents: Depending on the nature of compliance requirements, track the
number of incidents related to non-compliance. This metric serves as an early warning
system for identifying areas of weakness in compliance efforts and implementing
corrective actions.

5.
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Metrics for Restructuring Initiatives:

Restructuring initiatives, whether driven by mergers, acquisitions, organisational
realignment, or cost-cutting measures, often have far-reaching implications for
employees, departments, and the overall organisational structure. Measuring adoption in
restructuring initiatives requires a nuanced understanding of the changes’ impact on
employee morale, productivity, and alignment with organisational goals. 

Here are some key metrics to consider:

Employee Engagement and Morale: Measure changes in employee engagement and
morale before, during, and after the restructuring initiative. Surveys, focus groups,
and one-on-one interviews can provide valuable insights into employees’ perceptions,
concerns, and levels of commitment to the new organizational structure.

1.

Organizational Alignment: Assess the degree to which the restructuring initiative aligns
with the organization’s strategic objectives and long-term vision. Key performance
indicators (KPIs), such as revenue growth, market share, and customer satisfaction,
can help gauge the effectiveness of the restructuring in driving organizational
alignment and performance.

2.

Communication Effectiveness: Evaluate the effectiveness of communication channels
and messaging during the restructuring process. Metrics such as employee feedback
on communication clarity, frequency of updates, and perceived transparency can
shed light on the effectiveness of communication strategies in managing change and
alleviating uncertainty.

3.

Employee Productivity and Performance: Monitor changes in employee productivity
and performance following the restructuring initiative. Key metrics may include
employee turnover rates, absenteeism, and performance evaluations. By tracking
these metrics over time, organizations can assess the impact of restructuring on
employee motivation, workload, and job satisfaction.

4.

Leadership Effectiveness: Assess the effectiveness of leadership in navigating the
restructuring process and driving adoption of the new organizational structure.
Metrics such as employee ratings of leadership communication, support, and
decision-making can provide valuable feedback on leadership effectiveness and its
impact on employee morale and commitment.

5.

Team Dynamics and Collaboration: Measure changes in team dynamics, collaboration,
and cross-functional cooperation post-restructuring. Surveys, team assessments, and
project outcomes can help identify strengths and weaknesses in team dynamics and
collaboration, enabling organizations to address barriers to adoption and foster a
culture of teamwork and collaboration.

6.
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Implementing and Measuring Adoption Metrics:

Once you’ve identified the relevant adoption metrics for your change initiative, the next
step is to implement and measure them effectively. Here are some practical strategies to
consider:

Surveys: Utilize surveys to gather feedback from employees, customers, and other
stakeholders. Design surveys to capture both quantitative data, such as ratings and
frequencies, and qualitative insights into the perceived effectiveness of the change
initiative.

1.

Observations: Encourage stakeholders, subject matter experts (SMEs), change
champions, and leaders to observe and provide feedback on the implementation
process. Their firsthand observations can uncover valuable insights into adoption
barriers and successes.

2.

System Tracking Data: Leverage data captured by the system itself to track usage
patterns, process compliance, and other relevant metrics. Analyze this data to identify
trends and areas for improvement in adoption efforts.

3.

Employee or Stakeholder Feedback Sessions: Conduct regular meetings, interviews, or
workshops to solicit feedback from employees and stakeholders. Create a safe and
open environment for sharing concerns, challenges, and suggestions related to the
change initiative.

4.

Continuous Improvement: Use adoption metrics as a basis for continuous
improvement. Regularly review and analyze adoption data to identify areas of success
and opportunities for enhancement. Make adjustments to strategies, communication
plans, and support mechanisms as needed to drive greater adoption.

5.
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Measuring Behaviours in System Implementations:

A significant portion of change involved system or digital change.  In system
implementations, the successful adoption of new technologies and processes often
hinges on changes in employee behaviours. While it’s essential to track macro-level
outcomes such as system usage frequency and process efficiency, measuring micro-
behaviours provides a stronger link to the direct, underlying drivers of adoption. 

Here’s how to measure targeted and specific micro-behaviours in the context of a system
implementation:

User Interface Navigation: Assess employees’ proficiency in navigating the new
system’s user interface. Track metrics such as the time taken to complete common
tasks, the number of clicks required to access key features, and the frequency of help
requests. If these are not available, observational studies and user feedback can also
provide valuable insights into usability issues and training needs.

1.

Data Entry Accuracy: Measure the accuracy of data entry performed by employees
using the new system. Compare the quality of data input before and after the
implementation, looking for improvements in data accuracy, completeness, and
consistency. Conduct periodic audits and spot checks to identify errors and areas for
improvement.

2.

Workflow Integration: Evaluate the extent to which employees integrate the new
system into their existing workflows. Track metrics such as the proportion of tasks
completed using the new system versus legacy systems, the frequency of
workarounds or manual interventions, and the level of integration with other tools or
processes. Interviews and focus groups can uncover barriers to workflow integration
and inform targeted interventions.

3.

Collaboration and Knowledge Sharing: Measure employees’ engagement in
collaborative activities and knowledge sharing facilitated by the new system. Look for
indicators such as the frequency of document sharing, participation in online
discussions or forums, and contributions to shared repositories or knowledge bases.
Social network analysis and peer assessments can highlight patterns of collaboration
and identify key influencers or knowledge brokers within the organization.

4.

Adoption of Best Practices: Assess employees’ adoption of best practices and
standardized workflows supported by the new system. Monitor adherence to
established guidelines, protocols, and procedures, looking for deviations or non-
compliance. Use performance metrics such as error rates, rework cycles, and
customer satisfaction scores to evaluate the effectiveness of best practices in driving
desired outcomes.

5.

Change Agent Engagement: Measure the engagement and effectiveness of change
agents, champions, or ambassadors tasked with promoting adoption of the new
system. Track metrics such as the frequency of communication and training sessions
led by change agents, the level of participation in peer support networks or mentoring
programs, and the impact of their advocacy efforts on adoption rates. Surveys and
feedback mechanisms can assess the perceived credibility, accessibility, and
responsiveness of change agents.

6.
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Implementing and Measuring Micro-Behaviours:

Define Clear and Measurable Objectives: Identify specific behaviours that are critical
to the success of the system implementation and define clear, measurable objectives
for each behaviour. Ensure alignment with broader adoption goals and desired
outcomes.

1.

Select Relevant Metrics: Choose metrics that are closely aligned with the targeted
micro-behaviours and are actionable, observable, and trackable over time. Consider a
combination of quantitative data (e.g., completion rates, error rates) and qualitative
insights (e.g., user feedback, observational data) to provide a comprehensive
understanding of behaviour change.

2.

Utilize Multiple Data Sources: Gather data from multiple sources, including system
logs, user activity tracking, surveys, interviews, and observational studies.
Triangulating data from different sources enhances the reliability and validity of
measurement and provides a more holistic view of behaviour change.

3.

Monitor Progress Continuously: Establish a system for continuous monitoring of
micro-behaviours throughout the implementation process. Regularly review and
analyze data to identify trends, patterns, and areas for improvement. Use real-time
feedback mechanisms to address issues and reinforce positive behaviours promptly.

4.

Provide Timely Feedback and Support: Provide employees with timely feedback on
their performance and progress toward behaviour change goals. Offer targeted
support, training, and resources to address skill gaps, overcome barriers, and
reinforce desired behaviours. Celebrate successes and recognize individuals or teams
that demonstrate exemplary behaviour change.

5.

Iterate and Adapt: Continuously iterate and adapt your measurement approach based
on ongoing feedback and insights. Adjust metrics, data collection methods, and
interventions as needed to respond to changing circumstances, emerging challenges,
and evolving user needs. Be flexible and open to experimentation to optimize the
effectiveness of your behaviour change efforts.

6.
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How Many Metrics Should I Use?

When it comes to measuring behaviour change in change initiatives, the age-old adage
“less is more” holds true. While it may be tempting to track a multitude of metrics in the
hopes of capturing every aspect of adoption, focusing on the critical few behaviours that
will have the most direct impact on the outcome of the change is essential.  You are also
not going to have the bandwidth and resources to measure ‘everything’.  Here’s how to
determine the right number of metrics to use:

Focus on Key Objectives: Start by identifying the key objectives of the change
initiative. What are the primary outcomes you hope to achieve? Whether it’s increased
system usage, improved process efficiency, enhanced customer satisfaction, or
compliance with regulatory standards, prioritize the behaviours that directly
contribute to these objectives.

1.

Prioritize High-Impact Behaviors: Narrow down your list of behaviours to those that
have the most significant impact on achieving your key objectives. What are the
critical few behaviours that, if changed, would lead to the greatest improvement in
outcomes? Focus on behaviours that are both important and feasible to change within
the scope of the initiative.

2.

Consider Complexity and Manageability: Be mindful of the complexity and
manageability of the behaviours you choose to measure. While it’s important to
capture a comprehensive view of behaviour change, tracking too many metrics can
become overwhelming and dilute focus. Aim for a manageable number of metrics that
are meaningful, actionable, and directly linked to the desired outcomes.

3.

Quantitative vs Qualitative Metrics: Whilst quantitative metrics are usually preferred
by executives and easier to report on, sometimes you may need to incorporate
qualitative metrics to gain a holistic understanding of behaviour change. Quantitative
metrics such as completion rates, error rates, and productivity measures provide
objective data on behaviour performance, while qualitative insights from surveys,
interviews, and observations offer deeper context and understanding.

4.

Consider Interdependencies and Trade-Offs: Recognize that behaviours are often
interconnected, and changes in one behaviour may impact others. Consider the
interdependencies and potential trade-offs between different behaviours when
selecting your metrics. Focus on behaviours that have a ripple effect and can drive
change across multiple dimensions of the initiative.

5.

By focusing on the critical few behaviours that have the most direct impact on the
outcome of the change, you can streamline measurement efforts, maintain clarity of
purpose, and maximize the effectiveness of your change initiative. Remember, the goal is
not to measure everything, but to measure what matters most and use that information to
drive meaningful behaviour change and achieve successful adoption of the change.
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Change adoption dashboard

Now that you have determined exactly what you want to measure to drive adoption, you
may want to create a dashboard.  Check out our article on ‘Designing a Change Adoption
Dashboard’.

To read more about measuring change check out our articles here.

Change adoption is the ultimate goal of any change initiative, and effective measurement
of adoption metrics is key to achieving success. By understanding the dynamics of change
adoption, selecting the right metrics, and implementing them effectively, change
practitioners and leaders can navigate the complexities of change and drive meaningful
outcomes for their organizations. Remember, adoption is not a destination but a journey,
and with the right metrics and strategies in place, sustainable change is within reach.
To find out more about leveraging a digital platform to create a change adoption
dashboard click the below to chat to us.
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