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Pre-Launch: Define Your Baseline
Before day 1, document these: (This is non-negotiable. Without baselines, you cannot measure improvement.)
Problem being solved: ____________________________________________________________
Current cost of this problem ($/time/impact): ____________________________________________________________
Primary KPI to measure: ____________________________________________________________
Target improvement: ____________________________________________________________
Total budget allocated (including staff time): $____________
Named project champion: ____________________________________________________________
Exit trigger (what failure looks like): ____________________________________________________________

Day 1–30: Adoption Phase
Focus: Can your team actually use it?
	Metric
	Target
	Actual

	Staff adoption rate (% using daily)
	60%+
	

	Support tickets raised
	< 5/week
	

	Workflow integration completed
	Yes/No
	

	Staff sentiment (1–5 survey)
	3.5+
	

	Training hours completed
	___hrs target
	

	Critical issues identified
	List:
	



Day 30 Decision: If adoption is below 60%, pause and diagnose. Do not proceed to Day 31–60 without addressing adoption barriers.


Day 31–60: Effectiveness Phase
Focus: Is it solving the stated problem?
	Metric
	Target
	Actual

	Primary KPI movement
	___ (defined pre-launch)
	

	Time saved per week
	___hrs target
	

	Error/exception rate
	< ___% target
	

	Patient feedback (if applicable)
	Neutral or positive
	

	Staff sentiment change
	Improving / Stable / Declining
	

	Unexpected costs identified
	$___
	



Day 60 Decision: If the primary KPI has not moved meaningfully, escalate to vendor support. Begin documenting for potential exit.

Day 61–90: ROI Phase
Focus: Show me the numbers or trigger the exit strategy.
	Metric
	Target
	Actual

	Total cost to date (sub+training+disruption)
	$___
	

	Measurable benefit to date
	$___
	

	ROI calculation
	Benefit ÷ Cost
	

	Primary problem solved? (Yes/No/Partially)
	Yes
	

	Staff recommendation (continue/cancel)
	Continue
	

	GO / NO-GO DECISION
	
	



Day 90 Decision: This is your go/no-go moment. If ROI is not clear and demonstrable, execute your exit strategy. No extensions without a written justification and revised targets.

Post-Decision Notes
Decision made: CONTINUE / CANCEL / EXTEND WITH CONDITIONS (circle one)
Rationale: ____________________________________________________________
Next review date: ______________
