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About Us!



Download presentations and resources at 
the following website:

https://go-
planet.com/evolve365/champions-

workshop/

Presentation
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Adoption is about people
NOT technology
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If you build it,
they may NOT come
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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 adoption, 
engagement, and best practices 

for new tools, processes, or 
technologies.

What is it?



Key Characteristics

Real World!1 2
3



Why does it work?

Reinforcement1 2
3



Journey
Adoption
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In the Moment
Users rely on technology in the 

moment of need.  They use things ad 
hoc and when needed.

Constantly Improving

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

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.

Improving with Technology

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

meet.

Best in Class
The organization sets an example of a service-
driven organization for the industry of best in 
class use of technology.

Adoption Journey



Best in ClassConstantly 
Improving

Proficient with 
Technology

Improving with 
Technology

In the Moment

Providing training on 
new feature and 
notifying users 
proactively

Identifying ways new 
features can improve 
productivity

Search for online helpDiscover it by accidentIgnore ItNew Product / Features 
Released

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

Uses multiple resources:
- Search
- Corporate Training
- Classes
- Help Desk

Search the internet.Call the help desk.Call their favorite admin 
/ friend.

When a users needs 
help, they…

Encourages training, 
provides time to 
complete training and 
delivers training through 
multiple delivery 
channels.

Encourages users to 
attend training and 
tracks completion for 
employee credit.

Includes links to training 
classes and resources in 
regular announcements 
and communications.

Expects users to pull the 
information from 
multiple internal 
resources. (ie Intranet or 
Training Site)

Does not, expects users 
to use external 
resources.

How does the 
organization share 
training information?

Communicates new 
features to users on a 
regular basis, providing 
examples to users on the 
features and how they 
can be incorporated into 
everyday activities.

Explores the what's new 
features regularly and 
incorporates them into 
existing workflows as 
needed to improve 
proficiencies.

Using the core features 
but exploring the new 
features – especially 
when they pop up as 
highlights when I log on.

Only the features I need 
to get my daily tasks 
done.

What are you talking 
about?

How many of Microsoft 
365 Features do you Use



When a users needs 
help, they…

How often do you 
need to reference 
instructions?



How many of Microsoft 
365 Features do you Use

How does the 
organization share 
training information?



Are these the right 
questions for your 
organization?



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?

Activity!













Adoption Tactics

Regular syncs 
where Champions 
share use cases.

Reward usage, 
create 

challenges.

Champions help 
leadership use 
the tool, too.



Champions
Finding Your
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We can’t do it alone.
We need locally sourced Champions.

Successful Champions bring a certain 
something to the table.

How do you describe that certain something
Get together in small groups to develop your 

Champion’s Wanted poster.
8 Minutes and then share with the group.

Activity



Job Posting





Champions Wanted

Small Commitment = 2 hrs/wk Medium Commitment = 3-5 hrs/wk Large Commitment = 5-8 hrs/wk

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









Identify
Champion Types



Champion types

Early Adopters



Champion types

Social Butterflies



Champion types

Resistant Users



Champion types

Practical Users



Champion types

Regulatory Users



Champion types

Frontline Workers



Champion types

Executive Users



Identify
Motivators



Extrinsic Motivators

Intrinsic Motivators



Rewards
1

2

3

4 • SHOUT-OUTS

• NOTE TO BOSS

• DEDICATED STUDY TIME

• NEW SIGNATURE LINE

5 • BADGES

6 • SWAG



Name the
Champions Group



Activity!



Potential Groups

Justice Hall1 2
3



A custom training plan is essential 
because it aligns learning with real 

business needs. Instead of a one-size-
fits-all approach, a tailored plan 

focuses on the specific roles, workflows, 
and goals of your organization. This 

ensures users get the right information 
at the right time—boosting adoption.

Training Plans





Outline
1

2

3

4 • Champions Program

& Activities

• Reporting and Analytics

• Communication Types & 

Channels

• Goals & Objectives

5 • Calendar

6 • Training Management



Are we ready



- 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? 

- What internal resources are available? 

- Communication channels 

- Training cadence 

- Leadership events 

- Change network 

Is your Organization Ready?



- Why are you making this change ?
- What benefits do you see happening ?
- What bad happens if we don’t make the change?

Do you know the why?



Things to Consider!

Timing 1 2
3





Meaningful KPIs
A high-level summary for the measure. For example, 
the number of employees that are members of 
Teams.

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

KPI Measure / Name

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

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

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

KPI Formula

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

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

Data Sources



Meaningful KPIs
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 ?

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 ?

Data Gathering, Data Gathering, 
Transformation, & 
Analysis Process

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

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

Data Gathering 
Instruments

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

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

Data Gathering Owner



Success

Reduced operating costs 

Increased adoption 
correlates to reduced 

third-party conferencing 
usage, travel time and 

resource allocation 

Quantitative 

• 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. 



Success Criteria Scorecard
KPI Target KPI Baseline KPI Formula Data Source KPI Measure Business Owner Value Type Business Value 

55% 5% Number of meetings 
online/number of meeƟngs Skype for Business Number of meetings set up and 

conducted 
Alexandre Levesque 
 

Increase sales 

Enabling additional 
customer engagement 
through online 
meetings  

70% 35% 

Number of meetings 
online/number of meeƟngs 
Average stated employee 
saƟsfacƟon 

Skype for Business and an 
employee poll or survey 

Number of meetings set up and 
conducted 

Alexandre Levesque 
 Reduce costs 

Increase customer 
engagement and 
employee satisfaction 
(reduced travel Ɵme) 

80% 45% 

Number of engaged 
members/total number of 
members. 
IP Count 

Yammer and SharePoint Data Reduce % time and cost to 
create customer-ready content Pedro Correa Increase sales / 

Reduce costs 

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

65% 0% 

Number of engaged 
members/total number of 
members 
Number of new posts 
Number of new execuƟve posts 

Yammer Data Percentage of groups that are 
acƟve Maison Saucer Increase sales 

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

90% 25% 
Number of people who have 
shifts in the tool/total number 
of people on shiŌ paƩerns 

StaffHub Data Schedules in tool  Maureen Bousquet Reduce Costs 

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



Reporting Success

Frequency 
1

2 3
4



- Break into groups of 4-6
- Scenario:

- Imagine your team is launching a new company-
wide tool. You’ve been asked to design a training 
plan—but leadership isn’t fully on board yet."

- Prepare a 2-minute pitch to leadership that includes:
- The business value of training
- A risk of not training
- One leadership ask (e.g., funding, communication)

Activity!



Our Resources

1

2

3

4 Storytelling Guide

Training Plan

Learning Campaign

Job Description & Agreement

5 Journey Map

6 Train the Trainer Kit



Download presentations and resources at 
the following website:

https://go-
planet.com/evolve365/champions-

workshop/

Resources



Microsoft Resources

1

2

3

4 Adoption Guides

Storytelling for Champions

Champions Team App

Adoption.Microsoft.com

5 Productivity Library

6 Modern Workplace Training



Champion 
Resources

Build
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Success Stories









Business Need:  Need to replace our third-party ՄSnow 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 BI to report on total number of recognitions per department and per manager. 

   360 hours per year to administer Snow Fly 
   ՞ 52 hours per year to administer High Five solution 
X $80 per hour average wage with benefits 
 
$24,640 per year in savings ՄNot counting cost of Snow Fly) 





Rewards and Recognitions







Get The Word Out



Frequency

Channels



Email (Learning Campaign)



Teams Post



Poster



Training Sessions



We will get started shortly! 







Going!
Keep It
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Succession Plan

Before You Start







Q&A



Download presentations and resources at 
the following website:

https://go-
planet.com/evolve365/champions-

workshop/

Presentation


