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INTRODUCTION

It s easy to deploy an application |like SharePoi

people to use it in a way which makes them more productive —this is the core issue addressed by
the paper.

It has been demonstrated statistically that whilst use of SharePoint for file sharing at the work group
or departmental level is widespread in organizations, deployments where usage of SharePoint is en-
terprise standard and embedded in core business processes, are far less common.

This paper explores some of the possible reasons for this, and should help organisations to achieve
SharePoint deployments which leverage the full power of the application in relation to core business

processes.

The paper came as the result of a number of online discussions within the SharePoint community. In
September 2009 we asked a question in a number of SharePoint related groups and forums:

"In your opinion and experience, what is the biggest bar-

rier/obstacle to end user adoption of SharePoint?"

The question was answered — often at length, by more than 50 SharePoint professionals from
around the world and this paper summarizes their responses.

Those who contributed include consultants, administrators, systems architects, end users and power
users —their combined experience makes the paper a valuable resource for anyone embarking on a
SharePoint deployment.

Topics covered include:

Perception and Understanding
SharePoint roles and Responsibilities
Training

Culture and Inertia

End User Engagement Business Alignment

= =4 =4 =4 =9

The paper highlights barriers encountered and offers valuable insights into how to overcome them.

To the qualitative insights generated by responses to this question we have added statistical data
drawn fromthe AllM report” St at e o f: tvh e r Masrok ehichSsihaaed enR studyn t
of over 600 businesses, carried out in November 2008.
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FINDINGS

KNOWLEDGE AND PERCEPTION Z QA GLORIFIED FILE SHAREQ

It quickly became clear that respondents felt that a widespread lack of understand-
ing/misunderstanding of what SharePoint is, what it can do or how and why it might be used, was a
major barrier to end user adoption.

O-U APDPAOEAT Ahken&Eubed domdk baller- OE .
stand how to collaborate between teams, and do not under-

stand the benefits of SharePoint over using Outlook and the

File Server. The users also don't understand how collabora-
OEiI1T EAI PO OEAEO AOOET AOO

Stacy Syphrett
Systems Analyst

O-1 00 AT A OOAOO AOA OEI DI U

SEAOAQOTET O 1T £EADOG

Mark van Dijk
Information Technology and Services Professional

Respondents also saw a lack of knowledge and understanding at the organizational level, which
would also impact on end user adoption:

0) 6 AT OI A Al O AA OEAO 11 A"
how to use the base functionality, so the users think it's just a

Cii OEAZEAA AT AOIi AT O OOI OACA

Cole Shiflett

Solutions Architect
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A Bing and Google search combined bring back 19 million
OAAOAE OAOOI 60 11 O3EAOAO0I

know where to begin without the guidance of subject matter
experts?

Veronique Palmer
SharePoint Business Consultant and End User Trainer
Lets Collaborate

Respondents reported that in their experience, where users did feel they had an understanding of
SharePoint, they most often understood it to be a file sharing platform:

O- Abukinessesi AEA OOA 1T £ 3EAOQAO0I
documents and to give "teams" their own space to place doc-
uments and in most implementations I have seen sharepoint
has only been used as an over glorified file storage and index
facility. Most people do not understand due to lack of training
that SharePoint AAT AA O 1 OAE 11 OAc¢

Michael O'Brien
Microsoft Platform Specialist

O" E C @lll©ifdaddation is to make SharePoint more than
"just another place to put files".

Couple of ideas... Use the full feature set. Find ways to incor-
porate features like forms, work flow, alerts to simplify your

users' day and eliminate manual processes. Secondly, use the

power of search to help minimize time spent digging through
AEI A OEAOAO A& O EIT &£ Ol AOET

Sebastian Atar
Consultant, C/D/H
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Statistically, the AlIM report found that amongst businesses that used SharePoint file sharing was
the most widely used functionality - with 97% of respondents using SharePoint for this purpose.
However, in terms of fostering end user adoption, File Sharing may not be the best place to start
with a roll out of SharePoint for a number of reasons:

To the end user the benefits of using SharePoint for file sharing may be difficult to identify. It may
seem like a rather more cumbersome version of network folders, actually requiring more work ra-
ther than solving any pressing problem.

Secondly, first use of SharePoint for file sharing does nothing to help users experience the web
based collaborative nature of the solution.
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JusT BECAUSE ITG THERE

Firstly it should be remembered that WSS is delivered to organizationsfreewi t h t heir server
there, so it is easy to understand the temptation to just use it:

Lack of planning and direction on how SharePoint is going to

Joshua Fuente
SharePoint Enterprise Administrator

Respondents report SharePoint simply being “rele
as a solution to specific issues.

A sQid4'her®yfa oD |
I ET OACOA

Cole Shiflett

Solutions Architect

This sentiment is re-enforced quantitatively, by the AlIM report, which sees adoption of SharePoint
as a grass roots movement, with the majority of SharePoint deployments being at the work group

(69%) or departmental level, with a far lower number having deployed at the organizational level
(39%)

O0) £# OEAOA AOA j10 1T AAA Ol
boration, document storage and audit-trails for various work
efforts, then SharePoint would in all likelihood get adopted
fairly easily and readily by a target community. If it's another

nightmare killer app being shoved down the workers' throats
by management and IT, well, gol A 1 OAE xEOE

David Whitney, MBA

DOD Information and Systems Engineering Practitioner
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CULTURE, FEAR AND INERTIA

Where SharePoint has been released into an organization with little forethought or planning it is
perhaps not surprising that our respondents report resistance, apathy and inertia in some circums-
tances.

E O --fodplAjusbviant £ Be&) on kde-O

Barbara J. Silvis
Vice President and Manager, Loss Prevention Web Resources

This sentiment is likely to ring bells with anyone who has tried to implement new technology into
any sort of organization. But with a SharePoint implementation the issues may go even deeper:

Culture change: employees are not so familiar with Internet
for many reasons and the matter of structuring and formaliz-
ing information for collaboration is not a reflex.

Patrick BACHET

Owner Planet Award

O3EAOA0OT ET O EO A bi xAOA&EODI
COLLABORATION (yes I'm yelling) is a new process in the
corporate and governmental worlds. Yes 20 to 30-somethings
get it, but we're not the managers and leaders of organiza-

tions yet. Workers need to be guided that keeping a single

copy of a financial spreadsheet in a document library is more
efficient than sending 20 copies out and then collating. This,
Ei xAOAOh EO A AEAI T AT CA Oi

Adam Levithan
Technology Consultant, SharePoint Architect, and Trainer

For those brought up on Facebook, instant messaging and Wikipedia SharePoint is going to come
naturally, and for the rest of us it will be a new way of working; and in some cases a threatening one:
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0&O0T I xEAO ) I A@oPAOEAT AEI
to adapt to new technologies that can improve collaboration.
SharePoint has everything it takes to work on a unified plat-

form with Office & Exchange...but as long as people don't

want to learn or adapt to new things, we'll keep encountering

Kurt Van Hoecke

External Licensing Sales Specialist
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THE EXECUTIVE SPONSOR

Without management buy-in...forget about it8 6

David Whitney, MBA
DOD Information and Systems Engineering Practitioner

Many respondents felt that securing the commitment of a senior level executive sponsor was key in
overcoming some of the barriers identified here.

Gt also starts with a proper sponsor. Someone high up that
supports the initiative and provides/approves for proper
scoping, design, deployment and management and control
throughout the rollout. If these areas are met hopefully end
user adoption will be a component and be addressed through
the process.0

Kevin Powell

Senior Analyst, SharePoint Admin/Developer

O AOOGETI ¢ A DPOI EAAO ODPI 101 068
is not driven from the top it makes it even harder for the end

users.0

Veronique Palmer
SharePoint Business Consultant and End User Trainer
Lets Collaborate
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BUSINESS ALIGNMENT

O4EAOA OET O A Al xAUO AA Al
tive you want to achieve when rolling out SharePoint in an

organization. In fact there is so much functionality provided

by SharePointt OEAO O I AOEI AO EOB8 O

xEAOA OOAOO xEiI 1 OAEA OEA

Razi Rais
SharePoint MVP

As we saw in a previous section, SharePoint is used more widely at the work group or department

level than organization wide. In the same vein, the AlIM report shows quantitatively, that whilst

much SharePoint functionality is used widely within surveyed organizations, very few are using
SharePoint in an “Enterprise Standard” capacity.
business activities, such as customer service, compliance or Business Process Management. This

finding is also echoed in our qualitative results. Respondents report that in order for the full power

of SharePoint to be used in relation to core business processes a clear, business-aligned, project mis-

sion is required.

O3EAOAO0T ET O ZEZEOOO PAOAADGE
ument management" or "improved Intranet”. To get full ben-
efits of SharePoint, it must be understood as a platform to
manage/support real, consistent and comprehensive business
processes. In consequence there is a real work of designing /
reengineering business processes and to translate them into
SharePoint technologies...as this job was done with SAP im-
plementation. It is so a re- engineering that we cannot just
wait for user requirements but we have to propose innova-
tions in business process to the end users. In simple words the
question to the end users i.e.: what are the issues you face in

your business and we have to prove to these users that

~

SEAOAO0I ET O AAT EAI P OEAI E

Patrick BACHET
Owner Planet Award
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0)1 TU T PETEIT OEA buEwhenke O
SharePoint project does not have a clear defined business ob-

jective. Once you get your first couple of quick wins from

SharePoint and business owners start to realize the benefits
and potential it becomes easier for them to justify and thus
AOu ET O OEA AEAT CA86

Eamon Breen

Owner, Inspired Software and Services

00 A AT PATU xA OOA OEA iO
tect to help them bridge the gap between what SP can do and
what they need to accomplish. The most critical part of the
interaction is the second part. "What do you need to do and
what do you want to do?" I ask these questions many times a
day because if they are clear and reasonable it becomes a
small matter to identify the platform and solution.

Teach your users to answer the need and want questions be-
fore looking at SP for the solution and they will find the
DOl AAOO ¢i AO Ei il AAOOOAAIT U

Art Gelwicks

Information/Solution Architect

O$APITUETI ¢ 3EAOAOTET O xEOE’

~

objective will hinder OOA O AAT BPOET 18 O

Robert Brockhaus

Technical Solutions Architect

PENTALOGIC
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Some respondents also identify the possibility that starting with a grass roots/work group based im-
plementation may hamper later adoption of SharePoint at the enterprise level.

07 A A QhAtinkoQlbadup a poor implementation of
SharePoint because the users demanded it. They usually have
implemented it in their department to solve issues and it oth-
er departments see it and the wild fire spreads unchecked.
Everyone wants it and IT is at a loss to control it.

The ensuing fallout with IT is where I find the difficulty for

adoption. IT does not have the manpower or resources to
bring it into control nor do they have the knowledge to devel-
op and implement proper governance. Governance to me is
key and must be done from the beginning to ensure con-
trolled adoption that fits within the overall business objec-
tives and IT strategy.

Caleb C Morris IV, MSc, PMP
PMP Certified Project Manager, Ciber
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FEEL THE PAIN AND FIND THE WIIFM

Having identified corporate objectives for SharePoint deployment, respondents felt that the next key
step for success was to

It was mentioned often that due to the complexity of SharePoint, implementations tended to be
more successful, in terms of end user adoption, where the initial implementation was quite small
and simple, addressing a particular and specific end user issue.

(oo much, too fast. Pick an area where employees have a

real need (and are experiencing pain in their current sys-
tems). It could be anything from simple calendaring to docu-
ment management to review/approval workflows. Start slow,
and don't roll out too much at one time. O

Brad George

Senior Consultant

CThe best way to get end users (and management) on board
is to first determine their pain points and then develop a solu-
tion that makes think 'wow this SharePoint thing is the best
thing since sliced bread, wonder what else it can do'? From
that success you can build additional solutions and improve-
ments that are more complex and require further buy in and
user adoption. I don't care how simple the first wow solution
is, i.e. conference room sign ups, business travel request ap-
provals, or a weather web part. Get some value out of the im-

plementation from the start and you'll get users on board. O

Robert Brockhaus

Technical Solutions Architect

PENTALOGIC
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G've found if you develop a solution to what is perceived as a

very big problem (by the users!) and deploy that very careful-
ly WITH them, they become champions and then you're off
and running. Just be very specific about your first solution de-
livered and you'll be fine! O

15

Barbara J. Silvis

Vice President and Manager, Loss Prevention Web Resources

Looking at the same issue from a slightly different angle many respondents felt that planning an im-

pl ementation with the end users “ Wh
for success.

at’ s i

O4EA 7))&- EAO O AA AT OxA

What has not happened is the end-user analysis to under-
stand the current pains and then define solutions around that
pain. If this was done before solution selection phase and de-
OA1 1T Pi AT Oh OEA OOAAAOO OAO

Harold Rozario

Information and Process Management Specialist

Wsers find the WIIFM (what's in it for me) and are motivated
to learn to use it. Executive sponsorship is needed, but the
real emphasis needs to come from the user community, which

will drive growth. A good adoption strategy will have a viral

effect on an organization, and new users will be clamoring to
AA PAOO T &£ EO86

Wise RIM

Joan Muschamp (Fagnani)
Marketing Manager, Applied Knowledge Group
Where the WIIFM is ignored, it was felt that successful implementation was much less likely.
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0) O EO i1 00 EIi Dl othehdofle affedted
by the change to have an answer this most important ques-
OEI1T ET OEAEO T ETA O7TEAOQ0 E

CilET¢c O AATAEEO i Aeo -1 @0
iT OAA AT A OEAOA EO £ OAAA

Vinod Ponoth

Experienced Information Technology Executive
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TRAINING

O, AAE T &£ ATA OOAO OOAEIT E4 C.
tion that gets deployed with less user training. (Except maybe

the phoneOUOOAT Qo

Joshua Fuente
SharePoint Enterprise Administrator

Given that quite a number of our respondents were training consultants, it is perhaps not all that
surprising that training was seen as an extremely important factor in successful end-user adoption of
a SharePoint deployment.

However, the presence of some bias need not invalidate the comments. Given that the majority of
SharePoint deployments are “grass roots’" driven,
haps not surprising that accompanying training strategy was seen as somewhat lacking.

However, given the power and complexity of SharePoint respondents felt that this could have se-
rious repercussions.

O3EAOAO0T ET Oh AOPAAEAT T U -/
that's part of the problem. Companies have to adopt a new
paradigm to take full advantage of MOSS. Users (who learn
how to use it) have immense power in their own hands to
create solutions to their business needs... no more submitting

a development request to the IT department. Too often

SharePoint is stood up in organizations with little thought as

to how they will leverage the technology, little training on
xEAO EO AAT Al h AT A AOAI

Rich McAdams

President at enGenius Consulting Group

In arguing the case for thorough training respondents stressed the complex and unfamiliar nature of
SharePoint technology:
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o#1 1 AAPDOO OOAE AO EEAI A OU:
document libraries (check in/out), and workflows are new to

many users. I work with clients to insure that they have a sol-
id communication, training, and support plan around their
SharePoint implementation. Once users are educated and
O06pbi OOAAh OEAU xEI1EICIU

Steven M. Fowler

Founder & Principal at SharePointPS.com

O, A AE -ulerEraifing.Ahey do not know what can be
done and how. When they know something, they know that
SharePoint can be used to share documents. "Uhmmm, why
do I need SharePoint if I can share my documents using net-
work folders??"

André Magni
Training / Consulting Executive

Some respondents expressed concern regarding “ov
to users specific business needs.

OThe standard of training in the industry is not all that high
either, there is a disconnect between the theory and real

world situations and trainers tend to be too technical for the

business users.0

Veronique Palmer
SharePoint Business Consultant and End User Trainer
Let’s Collaborate

Al so, a number of respondents felt that aSharePoi
ther an ongoing process.
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Gn my SharePoint consulting/training experience, from the

end-user perspective, the low adoption rate is because of lack
of proper end-user business-specific hands-on training.

Adoption can be achieved if there exists continuous learning
in forms of retraining / mentoring every 3-6 months after
deployment.6

19

Denny Daniel

Technology Trainer

Persistent training is key. SharePoint training shouldn't be
looked at as a point-in-time event. It needs to be applied

throughout the lifecycle of the product.6

Lee Reed

Senior Principal Consultant

PENTALOGIC
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THE SHAREPOINT CHEERLEADER

In addition to the executive sponsor, the trainer the project planner and the system administrator
respondents identified another role which was seen to make a significant contribution to the suc-
cessful end user adoption of SharePoint.

(The most successful user adoption here has happened when

there is an onsite champion who takes the initiative to drive it
into business and make sure end users are trained sufficient-
ly, as well as ensuring they become product experts them-
selves. Hand holding / floor walking for at least 6 months
helps. Constant contact with your user base; send tips, tricks,
news etc on a weekly basis. A user group with monthly meet-
ings is a must. A site dedicated to all things SharePoint in
your organization so users know where to get help is a win-
ner. Walk the talk and lead by example. O

Veronique Palmer
SharePoint Business Consultant and End User Trainer
Let’'s Coll abor

This individual, probably one in each area of the business, combines a degree of technical ability
with a “hands on” understanding of end wuser i ssu

Qrou really need an SME on each "team” or where ever it
makes sense. I think users are more apt to use it if someone
can really show them how it can use it day-to-day. Yes there
are some users that can just take to it, but the vast majorities
of them look at it, and think, "Yah OEAO8 O 1 EAA
help me?" This is especially true when users are "hooked on"

managing everything via email, PSTs, and file servers. O

Joshua Fuente

SharePoint Enterprise Administrator

PENTALOGIC
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G agree. Lists of SharePoint roles will always mention the

need for infrastructure and developer roles but often forget
the need for the business solution role that is crucial for deli-
vering success. o

Aidan Garnish
SharePoint Technical Lead

The ability of this group to act as a conduit of information between the end user, and the project
team, is seen as <critical to the project

S S UCCE

O4EAOA EO A1l EIT OAOAOOET ¢ £ |
ten neglected with SharePoint and other Enterprise level ap-
plications. In most deployments.

"Power Users" will make up a pretty small portion of your
user base. Even with more robust end user training I feel, as
software pros E @r{@b to remember that SharePoint isn't
the job of the functional users. They have their own priorities,
and mastering SharePoint probably isn't one of them.

This is why I recommend a "middle-tier" of Business Solution
Support. Basically E Qe Ob of these people to listen to re-
quirements for small or localized business problems and see
what can be solved with out of the box, help the business us-
ers build the solutions, and route the requirements that can't
be met up the chain.

SharePoint is capable of delivering tons of value without any
customization, but most people even with some training just
learn the basics. I feel that its arrogant to expect your aver-
age business user to be a SharePoint wiz, be linking lists, con-

figuring workflows etc. The middle tier I am describing is

constantly demonstrating the value to both end users and
upper management by taking real business problems and

helping users solve them with SharePoint on a regular basis.

PENTALOGIC
...



22

Sometimes users feel that SharePoint isn't going to solve
THEIR problem. But maybe it CAN with a little help from
someone more experienced. My advice is, don't install an en-

vironment and say "go forth and SharePoint". Rather, engage

users, take requirements and see how you can help people
Oi'1l OA OEAEO bOI Al Ai 0856

Justin Devine, MCP, PMP
Technology Strategist
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END USER ENGAGEMENT

Many respondents felt that the most successful deployments were those where the end user was
engaged and involved from the start:

0) EAOA A OTA EA£ UI O ¢CAO O
automatically creates buy in and even SharePoint champions.

Since the design is the hardest part, and arguable the part

that gets glossed over the end users are the ones who pay the
ultimate price. Find out what their current "issues” are with
processes in the organization and then determine how
ShPAOAOT ET O AAT OI1 OA OEI OA

Sharee English
Director of Information Services, SeattlePro

O- AEA OEA OOGAO AT i i O1lEOU b,
get out in front of the implementation with training and "did
you know that you could..." brown bag talks or video blogs on
the corporate Intranet. Users obviously need to know what's

in it for them. Treating them like junior Marines and ordering
them to use it will, in all likelihood, result in a slow or non-

existent adoption of the system by the targeted user commu-
I EOQUBDS

David Whitney, MBA
DOD Information and Systems Engineering Practitioner

Respondents felt that a well planned adoption strategy was key.

O! 1 AAE Ildnn@& adoptivnitrateqy ®hich needs to

focus on the People and the Process, so users find the WIIFM
(what's in it for me) and are motivated to learn to use it. Ex-
ecutive sponsorship is needed, but the real emphasis needs to

come from the user community, which will drive growth. A

PENTALOGIC
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good adoption strategy will have a viral effect on an organi-

UAOGETTh AT A TAx OOAOO xEII

Joan Muschamp (Fagnani)
Marketing Manager, Applied Knowledge Group

It was also thought to be very important that adoption should not be forced, coerced or prescribed:
O4EA T AGETATITTCU 1T &£ EI b1 AT,

success of MOSS or any other solution implementation. It
OEI Ol A 116 AA & OAAA 10 PO

Harold Rozario
Wise RIM

There was also seen to be a need to be aware to the end users existing work load when planning roll
out:

Qln adoption plan should be one that integrates into the end
users normal routine instead of requiring them to learn lots
of new processes.

Your team, and for that matter your organization probably
already has more work in front of it than it does hours in the
day.

With that in mind you need a plan that keeps it simple and

keeps it aligned with the groups you are rolling out to.
To the IT team (Typically your first adopters) this curve can
AA A 110 OEAOPAO OEAT A& O

Sean OReilly
VP of Sales, black blade associates

Failure to plan with or for the end user was often cited as a barrier to successful adoption.
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...


http://www.akgroup.com/
http://www.akgroup.com/
http://www.akgroup.com/
http://www.linkedin.com/in/haroldrozario
http://www.linkedin.com/in/haroldrozario

25

TA OOAO AT CACAI A

s A

AT A AOGAT AOEO

Joshua Fuente
SharePoint Enterprise Administrator

Gn my experience, the users are generally last on the list of
people to be informed about a system implementation ("we're
still building it, we can't tell you anything yet"), and only
thinking about buy-in at implementation is major point of
failure8 0

Cara Turner

SharePoint Information Architect and Project Manager

Airborne Consulting

Where these issues were taken into account during implementation planning, respondents reported
highly successful roll outs.

GharePoint has a huge variety of options for different needs.
We are a small company and had a workshop first what we
can do with SharePoint and based upon that developed our
specific requirements what we would like to do with Share-
Point. Acceptance is high by my employees because they have
been an active part of the process. And by trying things out in
test environment they are getting great new ideas.0

Sandra Soniec
Managing Director

Grrom a different perspective, we have a client who have
rolled out intranet and extranet highly successfully - it's not
always a case of "if you build it they won't come”".

In this company's case, intranet was rolled out first, and Mar-

PENTALOGIC o
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keting was involved from the start, driving the implementa-
tion, while IT built according to business requirements.

The company made a serious marketing effort to communi-
cate to staff primarily how the intranet would resolve their
issues, and then how it would benefit business. Super users
were trained early in the build, and made owners of the con-

tent in each of their areas.

They also had a very thorough launch strategy, using the
launch to celebrate and educate, with a focus on fun and buy-
in (content-related competition as a SharePoint survey, with

good prizes). The end result: user adoption was fantastic.

They are just launching their extranet now, and have had a
similar level of feedback. Users really appreciate:

1. a site that is well structured, elegant, that has good brand-
ing, that make the user feel that they are worth the effort
that the business has spent on them

2. Being made to feel that the site is for their use, not just a
place for HR documents to live

3. Last on the list is the usefulness (although obviously, if use-

fulness hasn't been considered, the implementation will fail).

Cara Turner
SharePoint Information Architect and Project Manager
Airborne Consulting
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SUMMARY AND CONCLUSIONS

From both the responses to our qualitative question, and the quantitative findings of the Aiim report
it would seem that if a SharePoint deployment is to be considered successful in terms of end user
adoption then that adoption should be:

9 Broad —in terms of use of a wide range of SharePoint functionality
9 Deep —in terms of use of SharePoint in relation to core business processes.
9 Pervasive —in terms making SharePoint usage Enterprise Standard.

Some of the main barriers to adoption which have been identified include:
9 Lack of knowledge and understanding
1 Perceptonof SharePoint as “just another file shar

9 Lack of Executive Sponsorship
9 Inertia and Cultural Issues

In order to achieve these objectives respondents point to a number of key considerations, including

9 Clear business alighment
 End User involvement and training
T I'dentifying “What’s in it for me” and genui n

Overall, the main message seems to be that to successfully foster end user adoption of SharePoint
the end user should be involved informed and considered, throughout the process.

However, allowing the local and immediate needs of the end user to become the focus or driving
force behind an implementation is likely to limit its success in terms of using the full functionality of
SharePoint in relation to core business processes.

Pentalogic Technology

This paper has been produced by Pentalogic Technology, who

design web parts for use with SharePoint. Our products help
end users to work more productively in a SharePoint envi-

ronment.
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