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This guide outlines a formula that is guaranteed to work for Microsoft 365 adoption and beyond.

For most organizations, undergoing a Digital Transformation of any kind is a major project that involves the investment 

of many resources. Accurately measuring the ROI of technology implementation isn’t a straight forward formula, but 

widespread user adoption is almost always the best indicator of success. To ensure successful user adoption, integrating 

a thoughtful change management strategy throughout the project life cycle is essential. Smart change management 

provides organizations with the structure they need to reach the level of user adoption they’re looking to achieve.  

WHY SMART CHANGE MANAGEMENT MATTERS
The time, effort and money budgeted for a Digital Transformation can be allocated to all the right resources, and 
the outcome can still result in the worst-case scenario; wasted productivity from an expensive technology that 
no one uses. While change management techniques are never too late to deploy, smart change management 
involves proactively incorporating a well-developed framework from the start of the project lifecycle.

CHALLENGES TO INCORPORATING SMART CHANGE MANAGEMENT ON AN ORGANIZATIONAL LEVEL
While it may seem evident that developing a change management strategy should be an integral part of the digital 
transformation process, it is not without its challenges:

LITTLE TO NO BUY-IN ON IMPORTANCE OF CHANGE MANAGEMENT
It can be challenging to secure buy-in on change management initiatives, mostly due to a lack of understanding of the direct 
impact it can have on project success. Project managers often don’t account for a change practitioner to be involved during 
the project lifecycle. To prevent this oversight from happening, change management needs an active and visible sponsor who 
can articulate its advantages and push initiatives through.

PROJECT MANAGEMENT AND CHANGE MANAGEMENT EFFORTS ARE SILOED
To achieve a positive impact on user adoption, there needs to be a collaborative effort between project management and 
change management efforts — they cannot be siloed. Time and time again, change management activities are impatiently 
executed right before go-live instead of being integrated into the digital transformation process from the start.

IDEAL APPROACH
User adoption is a 
parallel, integrated work 
stream that includes 
deployment.

COMMON APPROACH
User focus is an 
afterthought. Rather 
than engaging users in 
the process, an email 
containing a link to 
training, for example, is 
sent post-deployment.
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POOR COMMUNICATION WITHIN A RESISTANT ORGANIZATIONAL CULTURE
Poor change management experienced during past projects can bring down employee attitude towards new instances 
of change. The history of failed changes can be felt in an organization. As an example, imagine communication was not 
disseminated earlier on during an effort and, instead, employees heard it from other employees. Right away, that is likely 
to result in distrust, bringing both productivity and employee satisfaction down. Communication and messaging are key — 
employees want to know why change is happening and how it will impact their work.

Prosci Flight Risk Model

PEOPLE ARE NOT AT THE FOREFRONT OF CHANGE
In traditional IT projects, the process and technology are typically the focus in achieving a successful outcome while people 
are considered last. For example, in migrations to Microsoft 365, the project team focuses on the back-end components and 
considers communication to the people when training is ready. Instead, if we shift our mindset to focus on people helping 
drive change, that can greatly supplement the process which will lead to achieving technology and adoption goals. How 
do you encourage employees to use these applications and understand what change will happen to their day to day work?  
Technology or process transformations can be overwhelming to staff in ingesting information and knowing what to use when 
and what’s in it for them, so consider the people side of change at the forefront for technology or process change.  

PEOPLE PROCESS TECHNOLOGY

COMMUNICATE
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BUILDING A SUCCESSFUL CHANGE MANAGEMENT FRAMEWORK
Once buy-in for change management is established, the next step is to develop a framework that focuses on being 
transparent with employees on what changes are being made, what pain points the new technology is looking to alleviate, 
and any expectations management has of them. Remember that employee adoption is the key to project success, so when 
creating a change management framework, consider the following five aspects represented by the acronym ADKAR:

AWARENESS
Before asking employees to use new technology, the first step is to provide awareness on what is being changed, why the 
change is needed, and what will happen if the change doesn’t happen. When creating messaging, consider questions like:

Why is this specific change happening and happening at this moment?
What will happen if the change doesn’t occur?
What impact will any changes have on the individual, group and organization?

DESIRE
Employees have a personal choice to commit to change — so users typically need to want the change to get behind it. The 
motivation for change can be stimulated early on if people’s voices are taken into consideration and they can understand 
what’s in it for them.

KNOWLEDGE
It’s essential to provide employees with the information and/or skills to adapt to change. People don’t always know what the 
expectation of them is or their involvement in the change. If you are a supervisor, think about how to provide your staff with 
the resources and tools needed to ensure successful adoption. Identify if there are any knowledge gaps, and create a plan on 
how to address those gaps.

ABILITY
Ability refers to a user’s ability to demonstrate new skills and behavior. It is the true test of user adoption during training and 
go-live activities. Users should have the chance to practice their new skills, participate in training, and execute key actions. 
They also need to know where to go for support. Advise them on what types of questions they might run into, and where to 
ask for help.

REINFORCEMENT
It’s crucial to strengthen change management through reinforcement. After the initial digital transformation, there may 
be other organizational efforts being introduced. Find creative ways to excite staff and continue the dialogue to keep the 
fire going. Do you have innovative methods for adoption in place, like gamification and/or rewards? Make sure there is a 
mechanism to provide feedback and proper analytics installed to review usage.
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DID YOU KNOW? 

Kurt Lewin has a practical model many organizations adopt today, his theories revolved around human behavior 
contributed to social psychology. The Change Theory of Nursing theorized a three-stage model of change known as 
Unfreeze-Change-Refreeze. 

             “If you want truly to understand something, try to change it” — Kurt Lewin

STEPS TO ACHIEVING WIDESPREAD USER ADOPTION THROUGH CHANGE MANAGEMENT
Incorporating the ADKAR concepts outlined above, the following steps can be used to develop a change management 
framework that directly supports widespread user adoption. We also share examples of possible current scenarios 
preventing you from successful change management and provide recommended approaches.

START EARLY.
While it’s never too late to incorporate change management, starting early in your efforts will put you 
a step ahead. Using ADKAR to inform framework development will aid in the transition from current to 
future state, for any digital transformation effort, small or large.

Example: There is a rush to migrate from InfoPath to PowerApps as InfoPath is retiring. A sales team wants to also automate 
their request process from Outlook and manual entry of Excel spreadsheets to PowerApps and PowerAutomate. The project 
team dives right into the migration steps.  

Outcome: Have a framework in place to use through your transition from current to future. ADKAR helps to contribute to 
phases of actions such as Microsoft’s three-phased Adoption and Change approach, which was inspired by Prosci and other 
change frameworks: Envision, Onboard, Drive Value. Whether you are just now introducing Microsoft Teams or on a larger 
scale migrating to Office 365 for the first time, the scale is irrelevant and this guide can be used for any effort, small or large, 
for an organization or an individual and be tailored to fit your needs.

MAKE PERSONAL APPEALS FOR AND BUILD AWARENESS AROUND NEED FOR CHANGE.
Do employees have a Desire for change? If not, are you able to build the Awareness for it?

Example: G-suite or Dropbox is no longer working for your organization, and you have taken on a 
plan to migrate to Office 365 to improve collaboration and productivity. It’s finally time to migrate, but 

Awareness and Desire for change have not been accounted for. Users are finally introduced to effort but are immediately 
asked to clean up data.

Outcome: Migrations typically happen due to lack of features in the old system, cost savings or innovation efforts. In the 
example, the new applications from G-Suite/DropBox to Microsoft 365 benefits is about your people. 

STEP 0

STEP 1
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You may have to recruit and motivate one individual, a group or your organization as a whole as you need their buy-in whether 
they are involved in the technical migration efforts or not. Make that personal appeal, give someone a call and find out what 
their concerns are and how you can help. Hold an office hour or townhall. Let them know you are listening to them and 
consider them as part of the change! Tell them about the benefits and why it should matter to them.

Method to Build Awareness and Desire: Start with envisioning session(s) with the following activities:

 ■ Develop change network
• A change network will demonstrate key responsibilities during the launch. Think about ways on how to recruit 

members and how to motivate and reward these individuals or groups. These groups will ultimately help in 
creating greater desire and reinforcement of any change management strategies. Be creative such as announcing 
groups as part of the town hall, rewarding through annual compensation, or going out for lunch.

 ■ Define business strategies: identify scenarios and prioritize, define KPIs
• Now is the time to take your vision and mission and unwrap it. Use business scenarios to evaluate the impact and 

difficulty of each target group and their needs. Your KPIs will also help determine adoption success.

 ■ Create a communications plan
• Communication strategies should include key messaging, timing, and delivery method(s). Based on your audience 

you may want to have executives send out company notifications, while supervisors reinforce by following up with 
their direct reports.

 ■ Plan for resistance management
• Determine any key target individuals or groups that may resist and set back your efforts and develop a remediation 

plan. Ask how you can motivate them but also what you can do better to mitigate resistance. Desire and personal 
appeal factors need to be considered.

CONTINUED FROM PAGE FIVE
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ONBOARD AND BRING VISION TO LIFE.
Example: A roadmap has been laid out for the creation of a new intranet chat-bot that will result 
in the retirement of a popular mailbox for the help desk. Phase 1 release has been completed for 
all implementation tasks. The project lead sends training invites to all the staff and announces the 
organization’s plan to get everyone quickly trained up.

Outcome: Training is just one small component that helps propel the people side of change. Before sending out training 
invites, make sure you are ready. You can finally showcase your new change effort and find out how successful you have been 
in the previous steps. During this time, make sure you have assessed your staff’s knowledge level, such as technical literacy, 
and ensure staff will be able to execute the new skills as part of their day to day routine.

Method to Build Knowledge and Ability

 ■ Develop training plans
• Think of early adopters and laggards. Do you want to have them in the same training sessions? Training plans 

can include job aids, the facilitation of training, one-on-one or group plans tailored to fundamentals or advanced 
topics, can be tailored to specific geographies and audiences. They can also include user experience sessions that 
explore short-cuts, quick tips, and other advanced streamlining options, as well as IT management training, to 
ensure in-house experience and facilitate more widespread in-house adoption.

 ■ Implement plans
• Through Ability, everything will come to life, and it will be the ultimate test on whether or not all the other steps 

were achieved properly. 

STEP 2

STAKEHOLDER
 ENGAGEMENT

TRAINING 
DELIVERY

COMMUNICATIONS 
DELIVERY
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DRIVE VALUE AND REINFORCEMENT
Example: An executive sponsor receives a usage report that shows Microsoft Teams chat is 
exponentially higher than any other activity in Microsoft Teams, such as channel posts, but doesn’t 
know what to do about it. The executive sponsor wants greater transparency and visibility and 
thinks using chat as the primary method of communication on Microsoft Teams will take away from 
collaborating on the platform.

Outcome: Recall the KPI’s built during your envisioning session? Bring those back during this time, evaluate and re-assess 
your building blocks. Create a schedule to track usage and understand trends. Some trends may indicate additional training 
needs to occur, or a new job aid needs to be sent. Announce rewards and recognition. It is time to celebrate your staff in being 
part of the change and sending them thank you notes.

Method to Build Ability and Reinforcement

 ■ Setup dashboards and reporting
• Review analytics from report and tracking tools to gain insight into technology engagement and performance

 ■ Develop a feedback loop for continuous improvement
• Gather feedback, make changes, measure and reinforce, iterate and repeat
• Reinforcement is the concept that during any future lifecycle, there’s the ability to go back to the desired state and 

make changes

CONTINUOUS REFINEMENT
Step four is just repeating steps zero through three to improve user adoption and engagement 
consistently. Any of the previous steps can be revisited and refined. To help prioritize areas of 
improvement, identify any components of ADKAR that are blocking a successful move to the next 

step. For example, say Awareness for an effort has been achieved, but a CIO doesn’t have the Desire, what can be done 
to help the CIO participate in the change? All of these activities and more can only aid in Adoption. If you do not gain the 
expected results, change management lends a hand to fix these problems. Change management assists with adoption for a 
moment but will need to be a living activity.

STEP 3

STEP 4
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HOW ADOPTION IMPACTS ROI

User adoption, or the “people side” of technology, directly impacts ROI. Unlike the traditional technical implementations of 
the past, the success of today’s digital transformations isn’t just measured on technical output alone. Still, it must include 
a balance of powerful capabilities and a premier user experience. The best way to ensure project success is through the 
development and integration of a change management framework.

Looking for guidance on developing a change management process, or have other questions on how 

to measure the ROI of a digital transformation? Give us a call at 240-406-9960 or contact us online.

CHANGE MANAGEMENT EFFECTIVENESS STUDY

of participants met or exceeded project objectives, with 
excellent change management effectiveness. 94%
They were six times more likely to reach 
or exceed their goals. 6X




