
TECH STACK ADOPTION
OPTIMIZATION GUIDE
with Yasmin Gutierrez

Map, Balance, and Justify Your Strategic Focus

Introduction
You’ve inherited a tech stack that looks shiny on paper—but in reality, the adoption is
low, usage is unclear, and nobody’s sure what’s actually working.

This guide is your step-by-step rescue plan.

Whether you’re an L&D leader, Enablement pro, or Ops manager, this worksheet will
help you assess, triage, and optimize the technology already in place—before you
throw more tools at the problem.

Perfect for:
Taking over a new team or function
Post-implementation slumps
Prepping for budget justification or renewal
Cleaning house before a new rollout

How to Use This Worksheet
1.Diagnose First, Act Later: Work through the sections sequentially—each builds

on the last to uncover the real root cause of adoption issues.
2.Collaborate Across Roles: Use this worksheet in a working session with your

team, vendor, or cross-functional partners (IT, HR, CX).
3.Think in Pilots, Not Perfection: Don’t try to fix everything at once. Identify 1–2

tools to pilot improvements, test your approach, then scale what works.
4.Customize as Needed: This guide is modular—adapt it to fit your org, your stack,

and your timing. Whether you’re doing a full revamp or a one-tool optimization,
use what you need.
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Step 1: Tech Stack Audit
Objective:
Understand what tech exists, how it’s performing, and where the gaps are.

Tool Name
What It’s

Supposed to Do
# Licenses

Active
Users (%)

Adoption
Issues?

Step 2: Root Cause Analysis
Objective:
Identify why adoption is low.

Tool Identified Issue Evidence Type (People / Process / Tech)

Step 3: Vendor Partnership Leverage
Objective:
Turn your vendors into strategic allies, not passive providers.

Ask Your Vendor:
What is the actual usage data by team/role?
What does “good” adoption look like across your customers?
What do successful clients do differently?
Can you challenge our assumptions about how this should be used?

“The worst they can say is no. But what if they say yes?”

Action Steps
Inventory every tool currently in your learning or enablement stack.
Work with vendors to get actual usage data (logins, return visits, feature usage).
Assess overlap: Are tools complementing or competing?

Diagnostics Checklist
Are employees even aware it exists?
Do they know how to use it?
Was it ever positioned with a clear “what’s in it for me”?
Are there too many tools solving the same problem?
Is the vendor providing success support?
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Step 4: End-User Feedback Loop
Objective:
Listen to the learners. Segment their behavior. Respond accordingly.

Segment Behavior Suggested Method Key Insights

Champions Frequent users Focus Group

Laggards Never logged in 1:1 interviews

Passive Infrequent use Survey

✅ Keep If: It’s valuable and just needs awareness or training.

❌ Sunset If: It’s redundant or unused with no path to value.

🔁 Relaunch If: It's underperforming but fixable with a better rollout.

Step 6: Change Management Plan

Objective:

Build desire, not just awareness. Bring people along.

Step 5: Re-Launch or Retire

Objective:
Decide what stays, what goes, and what gets rebooted.

Tool Decision Why Next Step

Keep / Sunset / Relaunch

Discussion Prompts
What helped you adopt the tool?
What’s stopping you from using it regularly?
What would make this more valuable?
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Stakeholders to Include:
End Users
Managers
Internal Support Teams (L&D, Ops, IT)
Executive Sponsors\

Use the ADKAR model to guide rollout:
Awareness: Why this matters
Desire: What’s in it for me?
Knowledge: How to use it
Ability: Try it in workflow
Reinforcement: Recognition, check-ins, nudges

Step 7: Define Success & Measure It
Objective:
Track what matters — and adjust before it’s too late.

Metric Target Frequency Actual Notes

Login Rate 80% Monthly

Task Completion 90% Monthly

Manager Support Score 75% Quarterly

📌 Set alerts for drop-offs. If adoption falls, launch micro-feedback loops immediately.


