
SMB AI Implementation Checklist: Your 90-Day 
Roadmap to ROI 

Based on Small Business AI Adoption Trends for 2025 
This checklist is designed for small and medium businesses (SMBs) looking to move beyond 
experimentation and achieve measurable Return on Investment (ROI) from AI, addressing 
common barriers like the skills gap and data readiness. 

Phase 1:  Discovery & Assessment (Days 1–30) 
Goal: Establish a solid data foundation and define achievable targets. 

✓ Step Actionable Detail Key Insight/Metric 

 1. Define Clear 
ROI Targets 

Set specific, 
measurable goals 
(e.g., reduce 
customer support 
response time by 
30%, save 20 staff 
hours monthly, or 
increase lead 
qualification by 
15%). 

Proven ROI: 
Successful 
adopters save 20+ 
hours and 
$500-$2,000 
monthly. 

 2. Conduct Data 
Readiness Audit 

Assess the quality, 
completeness, and 
accessibility of the 
data needed for 
the target use 
case. Identify 
necessary data 
cleansing and 
structure 
improvements. 

Foundation 
Factor: 85% of IT 
professionals 
confirm AI outputs 
are only as good as 
data inputs. 

 3. Identify Priority 
Use Cases 

Focus on "quick 
win" areas with 
clear data and 
immediate impact, 

Critical Finding: 
Address the belief 
that AI is "Not 
Applicable" by 



such as automating 
repetitive tasks, 
customer service 
routing, or (for 
manufacturers) 
quality inspection. 

showcasing 
low-effort, 
high-impact tasks. 

 4. Inventory 
Current Systems 

Document all 
existing software 
(CRM, ERP, 
accounting, etc.) to 
ensure seamless 
integration. Assess 
the IT 
infrastructure's 
capacity to support 
new AI tools. 

Adoption 
Momentum: 
Businesses must 
move from lagging 
by decades to 
adopting AI within a 
year of large 
enterprises. 

 

Phase 2: Planning & Preparation (Days 31–60) 
Goal: Select the right tools and prepare your team for successful adoption. 

✓ Step Actionable Detail Key Insight/Metric 

 5. Select AI 
Vendor(s) 

Evaluate vendors 
based on their 
specific AI 
capabilities and 
proven SMB track 
record, rather than 
defaulting to the 
lowest price. 

Strategic Choice: 
Growing SMBs are 
1.8x more likely to 
invest in AI and 
prioritize 
capabilities over 
cost. 

 6. Design 
Targeted Training 
Program 

Develop a 
mandatory training 
schedule for all 
employees involved 
in the pilot. Focus 
on practical tool 
use and ethical 

#1 Barrier: 
Skills/Training 
Gaps affect 46% of 
business leaders. 
This step closes 
that gap. 



guidelines. 

 7. Develop a 
Change 
Management 
Strategy 

Communicate why 
AI is being 
implemented and 
how it will positively 
impact employee 
roles (e.g., freeing 
them from tedious 
tasks). Address 
potential security 
concerns. 

Growth Impact: 
82% of AI users 
increased 
workforce, 
suggesting AI is a 
growth engine, not 
a job cutter. 

 8. Formalize Data 
Governance 
Protocols 

Establish clear, 
written procedures 
for ongoing data 
cleansing, security, 
and maintenance to 
ensure the AI 
system remains 
effective post-pilot. 

Data Investment: 
66% of SMBs plan 
to increase data 
management 
investment next 
year. 

 

Phase 3: Pilot & Deployment (Days 61–90) 
Goal: Test the solution, validate the ROI, and prepare for scale. 

✓ Step Actionable Detail Key Insight/Metric 

 9. Initiate Limited 
Deployment 
(Pilot) 

Launch the AI tool 
with a small group 
of users focused 
solely on the 
defined priority use 
case (e.g., use the 
AI chatbot on one 
low-traffic page). 

Roadmap 
Success: The pilot 
phase must 
demonstrate 
measurable 
efficiency gains. 

 10. Performance 
Monitoring & ROI 

Continuously track 
the real-time 

Revenue Impact: 
91% of AI-using 



Tracking metrics (e.g., time 
saved, accuracy 
rates, cost 
changes) against 
the Phase 1 targets. 

SMBs report 
revenue increases. 

 11. Collect and Act 
on User Feedback 

Run weekly 
check-ins with the 
pilot group to 
gather feedback. 
Iterate and refine 
training or the tool 
configuration 
based on user 
experience. 

Adoption Success: 
Aim for a high user 
adoption rate 
(ideally >80%) 
during the pilot 
phase. 

 12. Finalize Full 
Implementation 
Plan 

If the pilot achieves 
the ROI targets, 
create the phased 
plan for 
company-wide 
rollout and 
integration into all 
relevant business 
units. 

Game-Changer: 
78% of SMBs say 
AI will be a 
"game-changer" 
for their 
company—prepare 
to scale that 
change. 

 

Ready to Accelerate Your Business Growth? 
The statistics are clear: Strategic AI adoption is driving revenue growth for small businesses 
today. Use this checklist to transform your adoption intent (now at 96%) into measurable 
success. 

Don't wait to lead—get your AI roadmap started today! 
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