
AI Adoption Plan: 12-Week Implementation 
Framework 

Program Overview 
This plan guides your organization through a structured AI adoption journey, moving from 
foundational setup to advanced use cases while maintaining continuous feedback loops and 
expert support. 
 

 

Pre-Start: Foundation Setting 
Objective: Establish clear goals, governance, and internal buy-in before launch. 
 
Key Activities: 
 

-​ Define measurable success criteria (target: 80% active usage by week 12) 
-​ Identify and recruit AI Champions from each team to serve as peer advocates 
-​ Draft a lightweight AI-usage policy covering data handling, approved use cases, and 

guardrails 
-​ Create an FAQ document addressing common concerns (security, learning curve, time 

investment) 
-​ Announce the 12-week roadmap company-wide to build anticipation 

 
Stakeholders: Leadership team, department heads, and designated AI champions​
Deliverables: Success metrics dashboard (Juma Report Dashboard), AI policy v1.0, champion 
roster 
 

 

Weeks 1–2: Launch & Alignment 
Focus: Success Manager onboarding and organizational alignment 
 
Activities: 
 

-​ Kickoff meeting with Customer Success Manager (CSM) to align on goals and timeline 
-​ Complete Goal Alignment Questionnaire to tailor the program to your needs 
-​ Establish monthly CSM sync cadence plus async email support 



-​ Finalize workspace configuration, billing setup, and usage policies 
-​ Review Juma resources (video tutorials, case studies) 

 
Strategic Discussions: 
 

-​ Case study development: Identify 3 case study types relevant to your business 
-​ Integration planning: Evaluate potential tool integrations and partnerships 
-​ Geographic expansion considerations if applicable 
-​ Usage analytics: Track where users disengage and identify friction points 

 
 

Week 3: Building Core Skills 
Workshop #1 – AI Foundations & Ideation 
 
This hands-on session establishes baseline AI literacy across all teams. 
 
Topics Covered: 
 

-​ Model Selection: When to use different AI models based on task requirements 
-​ Prompt Engineering Basics: Structure, specificity, and iteration techniques using 

Juma's prompt builder 
-​ Context Windows: Understanding token limits and how to leverage Juma's context 

management 
-​ Team-Specific Brainstorming: Each team identifies 1 internal use case with real 

business impact 
 
Homework Assignment:​
Every team builds context for a project in Juma and documents where AI could apply (research, 
content creation, analysis, etc.) 
 

 

Week 4: First Check-In 
Feedback Round 1 
 
Conduct a 30–60 minute feedback huddle using a structured survey to capture: 
 

-​ Early adoption barriers and wins 
-​ Usage patterns from analytics dashboard 
-​ Pain points or confusion areas 



-​ Requests for Workshop #2 content 
 
This data shapes the rest of the program, ensuring it addresses real needs rather than assumed 
ones. 
 

 

Week 5: Mid-Point Reflection 
Dual-Track Feedback Collection 
 

-​ Formal: Monthly sync with CSM to review metrics and adjust strategy 
-​ Informal: Team channel check-ins and informal conversations to surface issues people 

might not raise formally 
 
This week is intentionally light on programming to give teams space to experiment 
independently. 
 

 

Week 6: Targeted Skill Development 
Juma Onboarding Session 2 
 
Based on Week 4 feedback, this session addresses specific gaps—might cover advanced 
prompting, collaboration features, workflow automation, or integration setup. The agenda is fully 
customized to your team's needs. 
 

 

Week 7: Applied Learning 
Workshop #2 – Practical Applications (Topics TBD based on feedback) 
 
Potential Focus Areas: 
 

-​ Competitive Intelligence: Using AI for competitor research, positioning analysis, and 
market monitoring 

-​ Research & Optimization: Keyword research workflows and content gap analysis 
-​ Multi-Format Work: Techniques for working with PDFs, DOCS, CSV, XLSX files in AI 

workflows 
 
Each session includes live examples and team exercises using real company data. 



 
 

Week 8: Course Correction 
Feedback Round 2 
 

-​ Post-workshop survey + 30–60 minute feedback session 
-​ Optional office hours for one-on-one troubleshooting 
-​ Identify top 3 requests for final workshop 

 
This checkpoint ensures the program finishes strong by addressing any lingering obstacles. 
 

 

Weeks 9–10: Momentum Building 
Sync with CSM + Internal Feedback 
 
Repeat the dual-track feedback approach from Week 5. By now, usage patterns should be 
solidifying—use this data to identify power users, laggards, and opportunities to cross-pollinate 
successful practices between teams. 
 

 

Week 11: Advanced Applications 
Workshop #3 – Strategic Use Cases (Topics TBD) 
 
Potential Focus Areas: 
 

-​ Campaign Analysis & Forecasting: Using AI to predict performance and optimize 
resource allocation 

-​ Dashboard Prototyping: Building AI-generated insight dashboards for stakeholders or 
internal reporting 

-​ Pilot Planning: Each sub-team defines 2–3 next-phase use cases to implement 
post-program 

 
This session shifts from learning to planning, setting teams up for sustained adoption. 
 

 



Week 12: Closing & Next Phase 
Final Assessment & Program Wrap 
 
Activities: 
 

-​ Program-wide survey measuring satisfaction, confidence, and perceived value 
-​ Final 30–60 minute feedback session capturing lessons learned 
-​ KPI review against initial targets (adoption rate, efficiency gains, outcome improvements) 
-​ Executive recap presentation with recommendations for next phase 

 
Deliverables: Executive summary report, updated AI policy, roadmap for months 4–6 
 

 

Success Metrics to Track 
Throughout the program, monitor: 
 

-​ Adoption Rate: % of team members actively using AI tools weekly 
-​ Engagement Depth: Average sessions per user, context items created, prompts run 
-​ Efficiency Gains: Time saved on specific tasks (measured via surveys or time-tracking) 
-​ Business Outcomes: Quality improvements, faster turnaround, new capabilities 

unlocked 
-​ Sentiment: NPS or satisfaction scores from feedback rounds 

 
 

Tips for Success 
Celebrate early wins publicly to build momentum. Even small victories (a great deliverable, a 
2-hour task done in 20 minutes) should be shared in team channels. 
 
Empower your AI Champions to run mini-sessions within their teams between formal 
workshops. Peer learning often sticks better than top-down training. 
 
Keep the feedback loop tight. The 2-week cadence ensures you can pivot quickly if something 
isn't working. 
 
Don't aim for perfection in Week 1. AI adoption is iterative—focus on progress over polish, 
and normalize experimentation and learning from failures. 
 



This plan balances structure with flexibility, giving you a clear path forward while remaining 
responsive to your team's evolving needs. 
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