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Cried “Wolf”
too many times










An Internal Champions Program

is a structured initiative where
selected employees act as peer

‘advocates to drive adop’aon,

engagement, and best practices

for new tools, processes, or

technologies.




Champions are enthusiastic
users who influence and
support their colleagues.

Real World!

They provide real-world use
cases, troubleshooting, and
encouragement to drive
adoption.

The progroam reduces IT
workload by fostering peer-to-
peer learning.




Creates a feedback loop

between end users, IT, and
Reinforcement over time 5 leadership.
makes adoption stick beyond |
training sessions.

People trust peers more
than IT or leadership when
adopting new technology.




Adoption
Journey

May 2025




Best in Class

The organization sets an example of a service-
driven organization for the industry of best in

class use of technology.

Proficient with Technology

The organization runs well using
technology efficiently to solve its
biggest problems. They spend their
time finding new value in tech vs fixing
inefficient processes.

A plan is in place to help users improve productivity
with specific tools and there are measurable goals to

meet.

_Improving with Technology

Constantly Improving

The organization has a continuous
feedback loop that allows them to fix
problems as soon as they are
identified.

In the Moment

Users rely on technology in the
moment of need. They use things ad
hoc and when needed.
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Improving with Proficient with Constantly Best in Class

Technology Technology Improving

' New Product / Features  Ignore It Discover it by accident Search for online help Identifying ways new Providing training on
Released features can improve new feature and
productivity notifying users
proactively

. When a users needs Call their favorite admin Call the help desk. Search the internet. Uses multiple resources:  Solves issues and then
. help, they... / friend. - Search puts together FAQs for

- Corporate Training others to utilize their
- Classes solution.
- Help Desk

How does the Does not, expects users Expects users to pull the  Includes links to training  Encourages users to Encourages training,
. organization share to use external information from classes and resources in attend training and provides time to
training information? resources. multiple internal regular announcements tracks completion for complete training and

resources. (ie Intranet or  and communications. employee credit. delivers training through
Training Site) multiple delivery
channels.

What are you talking Only the features | need Using the core features Explores the what's new  Communicates new
about? to get my daily tasks but exploring the new features regularly and features to users on a
done. features — especially incorporates them into regular basis, providing
when they pop up as existing workflows as examples to users on the
highlights when I logon.  needed to improve features and how they
proficiencies. can be incorporated into

everyday activities.




How often do you
need to reference
instructions?

All the time

Some of the time

Rarely

only when I am trying something

When a users needs
help. they...

coll their favorite admin / friend.

Call the help desk.

search the internet.

Uses multiple resources:

* Search

Corporate Training

Classes

*  Help Desk

solves issues and then puts together
FAQs for others to utilize their solution.




How does the
organization share
training information?

Doesn 't
Internal resources. (ie Intranet or Training)
* Reqular announcements and communicotions.
*  Attend training and tracks completion for
- employeecredit.
*  Encourages training, provides time to complete
training.

How many of Microsoft
365 Features do you Use

what do you mean

what I need to get my daily tasks done.
Using the core features but exploring the
new features

Explores the what's new reqularly and

incorporates them
Commuhicates new features to users on
a reqular basis




Are these the right

questions for your
organization?

Maybe, Maybe Not
Adjust the questions you use based on your
organization's specific goals or setup




Take a few minutes to think about your

organization and answer the following:

- Where are you on the adoption journey?

- Where do you want to be?

- What are your top 3 blockers / concerns?
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Communities of
Practice
Reqular syncs

where Champions
share use cosges.

Gamification &

Incentives

Reward usage,
create
challenges.

Reverse
Mentoring
Champions help

leadership use
the tool, too.




Finding Your
Champion
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something to the table
How do you describe that certain something
Get together in small groups to develop your

Champion’s Wanted poster.

§ Minutes and then share with the group.










Champions Wc):m‘ed

Are you passionate about driving our success from the inside out?
We're looking for Champions to be the enthusiastic voice of our people and tools
to rally teams, gather feedback, and empower adoption across the organization.

What You’ll Do: Evangelize tool value across departments * Act as a bridge between the business people and the tool
team * Provide training, support, and best practices to maximize adoption * Gather feedback and insights to inform tool
and solution improvements * Answer questions from the business people on tool value and usage * Create internal
momentum and build a network of advocates

What We’re Looking For: A thirst for knowledge * Understanding of the tools available * Natural communicator
with influence and energy * Problem-solver who thrives on collaboration

small Commitment = 2 hrs/wk Medium Commitment = 3-5 hrs/wk Large Commitment = 5-8 hrs/wk
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w hamion Agreement

This agreement defines the role, responsibilities, and expectations for a Champion

participating in the successful rollout and continuous improvement of Microsoft 365 and the

- Power Platform.

. Champion Responsibilities

- As a Champion, you agree to:

Serve as the primary contact for [Team/Department Name] regarding Microsoft 365 tools and the
Power Platform.

Dedicate approximately 2-4 hours per week for Champion-related activities, including:

- Reviewing product updates

- Participating in feedback sessions

- Engaging in early testing of new features

- Answer user questions

Attend and contribute to Champion check-ins:

O Weekly [ Bi-Weekly [1Monthly (select one)

Promote user adoption through peer support, encouragement, and example.

Share product updates, tips, and resources with your team.

Gather and communicate feedback, pain points, and success stories to the product team.
Support onboarding of new users by answering questions and sharing training tools.

Stay informed on new features, releases, and known issues.

~ Collaborate with fellow Champions to align feedback and identify opportunities for enhancement.




Supor Prvided

Champions will receive:

Priority access to training, product documentation, and resources

Direct input opportunities into Microsoft feedback

Early access to upcoming features or pilot programs [Check with IT about early access]
Direct line of communication to the [collaboration] team

Acknowledgment and Agreement

| understand and accept the responsibilities of a Champion and agree to contribute to the
success of Microsoft 365 and the Power Platform in my team.

Champion Name

Department/Team

Start Date

Commitment Frequency O Weekly O Bi-Weekly O Monthly

Estimated Weekly Hours [ 2 hours [ 4 hours 1 8 hours




- Digital Signatures

Champion:

Name:

Signature:

Date: /

Champion’s Supervisor/Manager:

Name:

Signature:

Date:
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Characteristics

Provide advanced training

Innovators Access to new features

tt shers
Button pu Encourage to share Knowledge

Enjoy research




Characteristics

Provide introductions to others

Tech-savy Set up space for
: knowledge sharing

Collaborators

Set up space for collaboration
Brings people together




Characteristics

Ge gentle

Reluctant to change .~ Bringinearlyin the process

Gatelceter: Tidbits of training

Likes established routines
Support that builds




Leaders by reputation. 5 show efficiency gains
Not by title.

short trainings with leave

Steady and reliabl
eady and relioble behinde

No time to spare




Compliance-driven

Needs official policy, rule, or
quideline for usage

Preserve data
security and privacy

Get policies in place on when and
how to use M365 products

Share how the changes prevent
breaches and non-compliance




Characteristics

won’t let new
product/systems get in the
way of completing job

On the move

Don’t have their own
desk or computer

Drive home the mobile and
offline features

Provide training that tokes their

“on the move” requirement into
account




Characteristics

Remove unnecessary details

Get to the point

Big picture
Show data-driven decision
Long-range making
strategy planning ;

W“ Wi Allow workers to catch them

s ta be' 4  7 .
Al 51 MBS 13 using the tools
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ldentify

Motivators




Intrinsic Motivators

comes from within
personal Achievement

purpose and growth
Enjoyment and engagement

Extrinsic Motivators

Comes from outside
Recognition and rewards

organizational culture and peer influence
structural and systemic encouragements




ewards

* NEW SIGNATURE LINE * SHOUT-OUTS

e DEDICATED STUDY TIME  BADGES

* NOTE TO BOSS




Name the

Champions Gro




Do you already ha

Champions program?

What are they called ?

What would you like to name

the group and the




Minhow

Citizen i Groundbreakers

Guppy - .
Goldfish : Sidekick Innovators

Superhero Vanguards
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utline

* Goals & Objectives * Champions Program
& Activities

* Communication Types & e Calendar

Channels

* Reporting and Analytics * Training Management




*Clear vision for organization
*Clear vision for the individual

*Level of overall change
*Executive alignment




How have past adoption programs faired?

Are there other key initiatives rolling out ?

What are the perceived risks and benefits?

How will you highlight benefits?

How can you mitigate risks?

Communication channelg

Training cadence

Leadership events

Change network



Why are you making this change ?
- What benefits do you see happening?




Audience

Not all users need the same
training. Break your audience
into groups based on roles,
technical comfort, or use
cases. Tailor content so that
each group gets what’s most
relevant to them—power
users need different support
than casual users.

Roll out training in phases
that align with your
implementation timeline.
Include a mix of formats—
live sessions, on-demand
videos, quick reference
guides—to meet different
learning styles and
schedules.

One-time training isn’t enough.
Plan for follow-ups like office
hours, microlearning, and in-
product tips to reinforce
learning. Make sure users know
where to get help when they
need it.
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eaningful KPls

A high-level summary for the measure. For example,
KPI Measure [ Nome the number of employees that are members of
Teams.

KPI Reporting The cadence that reporting runs on for this metric.
Frequency

The details of the calculation ensuring it’s
KPI Formula connected to the data sources and instruments
2 below.

Details on exactly where the data is coming from.
Data Sources How many people ? Which groups ?
Which systems ?
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eaningful KPls

Data Gathering,
Transformation, &
Analysis Process

Data Gathering
Instruments

Data Gathering Owner

How is the data being pulled from the data sources
? For example, is this a dynamic pull at 7 a.m. the
first Monday of the quarter, or is this an extract
from a static file that is always two weeks old ?

Do we need to create any instruments (surveys,
feedback forms) or create guides on data
transformation to collect the data we want ?

State which person, or group of people, is assigned
to each part of the data gathering, transformation,
and analysis process.
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Success Criteri

Reduced operating costs

Increased adoption
correlates to reduced
third-party conferencing
usage, travel time and
resource allocation

Method

Quoantitative

Microsoft 365
reporting
Finance/accounting
reports

Travel and phone
expense reports

Comparison of pre and post
Microsoft 365 reports will
show cost savings. Post
rollout usage of third-party
phone conferencing should
show decreasing usage of
10% per month.
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Business Value

Value Type

Success Criteri

Business Owner

KPI Measure

Data Source

corecard

KPI Baseline

Enabling additional
customer engagement
through online
meetings

Increase customer
engagement and
employee satisfaction
(reduced travel time)

Increase access to
information and the
ability to share best
practices and learn
from each other

A safe and open
collaboration
approach for easy
sharing of messages
~ and news between
employees

Provide a consistent
schedule and task
management
application for
managers, shift
leaders and
employees

Increase sales

Reduce costs

Increase sales /
Reduce costs

Increase sales

Reduce Costs

Alexandre Levesque

Alexandre Levesque

Pedro Correa

Maison Saucer

Maureen Bousquet

Number of meetings set up and
conducted

Number of meetings set up and
conducted

Reduce % time and cost to
create customer-ready content

Percentage of groups that are
active

Schedules in tool

Skype for Business

Skype for Business and an

employee poll or survey

Yammer and SharePoint Data

Yammer Data

StaffHub Data

Number of meetings 5%
online/number of meetings

Number of meetings

online/number of meetings 35%
Average stated employee

satisfaction

Number of engaged
members/total number of
members.

IP Count

45%

Number of engaged

members/total number of

members 0%
Number of new posts

Number of new executive posts

Number of people who have
shifts in the tool/total number 25%
of people on shift patterns

55%

70%

80%

65%

90%

KPI Target




Microsoft 365
Steering Committee

Share success
scorecard during live
meeting and post to
Teams channel after
monthly meeting for

access by all key
stakeholders

PowerpPoint




- Breakinto groups of 4-b

- Scenario:

- Imagine your team is launching a new company-

wide tool. You’ve been asked to design a training

~ plan—but leadershipisn’t fully onboard yet."

- Prepare a 2-minute pitch to leadership that includes:

- The business value of training

- Arisk of not training

. .
- OnNne egqge D QSK (.0 UNQG 0 O
ll, ,




ur Resources

Job Description & Agreement Storytelling Guide

Learning Campaign Journey Map

Training Plan Train the Trainer Kit
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Adoption.Microsoft.com Adoption Guides

Champions Team App Productivity Library

Storytelling for Champions Modern Workplace Training
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High Five - $24,640 savings per year

Business Need: Need to replace our third-party (Snow Fly) Rewards and Recognition
tool due to high costs and limitations.

Solutions: Built a new solution in 24-hours using SharePoint to submit and store the
“High Fives”, Power Automate to process and notify recipients and managers, and
Power Bl to report on total number of recognitions per department and per manager.

360 hours per year to administer Show Fly
- 52 hours per year to administer High Five solution
X $80 per hour average wage with benefits

$24,640 per year in savings (Not counting cost of Snow Fly)
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Channels

Email
Teams Posts
VIVA Engoage
Posters
Intranet Announcements
Intraonet Events
champions —Word of Mouth

Frequency

Too little or too much is no good.
You need to find that sweet spot.
Reach out on a variety of channels ona
cadence.
sending new messages in each of the
channels to reach all of your audience.




Veryone can stay in the know, Features
with your Team easil
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Get Your Teams Under Control

verything eve \ATB

crosoft Iearﬁ.{mmmgjmn@foughoul your da
i off the exact notification you don't need toget. —— -

Description: s e
osoft y? Pinging and alerting you to

tifications you need without all the extra

you are getting the no

in the 4:00

Join thé 4.UY




No question tog big.
No question too small.
No. Really. Ask Me Anything.

Join the meeting at

https://tinyurl.com/YourCompanyNameAMA







Train the Trainer -
What to Use When

We will get started shortly!

(8lanet | Evolve 365

Technologies Microsoft Learning and Adoption Service
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Before You Start

Launching . Champions Program is just
the beginning. You’re not just building
community—you’re building
infrastructure for scale. Identify
roles, responsibilities, and repeatoble
processes from day one. Champions
chould know how the program works,
not just why it exists.

Every Champion is both o leader and a
mentor. Start succession planning
early—develop the next wave of
leaders before you need them. The
best programs thrive without you.
Empower others to lead so the mission
continues—even if you move on.










Any final questions for Tamara & Jennifer, or
do you have any internal scenarios that you
want to talk through with the group so we
can brainstorm together?

NEVER STofP
LEARNING
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