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Why Upgrade?
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Benefits of Upgrading

User Experiences

• Modern, rich experiences

• State-of-the-art cross-platform 

and mobile experiences

• Collaboration, Teams and 

Channels

Features & Capabilities

• Teams can already do more 

than Skype for Business Online

• Rich Intelligent 

Communications roadmap

and rapid innovation

Operational Performance

• Modern client built on modern 

infrastructure

• Teams can provide 

improvements in quality and 

operational metrics
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5 Features in Microsoft Teams

Team Collab 

Workspaces

Channel Group

Chat, Tabs, Files, 

Bots

Online

Meetings

Voice (VoIP

and PSTN), Video, 

Desktop sharing, 

schedule and

ad-hoc

COMMUNICATIONS

VoIP/Video Calls

User to User,

voice but no

phone number

Phone Calls

A real phone 

number, real IP 

phone

Private Chat

2 or more people, 

ad-hoc, private, 

async

1 2 3 4 5
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+

Flexibility Based on a Proven Framework

Project 

Stakeholders

https://aka.ms/skypetoteams

Project 

Stakeholders

Technical Readiness

and User Readiness
Deployment and 

Implementation

Operational 

Excellence

Gather the right 

sponsors and 

project team

Define your 

project scope, 

goals and timeline
Assess network 

readiness; test

for quality

Assess user 

acceptance & design 

readiness plan

Implement pilot, 

coexist and 

upgrade strategy

Drive value with 

sustained operations 

and user adoption

https://aka.ms/skypetoteams
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Upgrade Options
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Upgrade 
Objectives

• Enable SfB Online users to 
move to Teams

• Enable SfB on-prem users to 
move to Teams

• Provide interop between 
users who have SfB and 
those with Teams

• Empower admins to 
selectively move users

Note: The terms “upgrade” and “migration” 

are used interchangeably in this deck
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The 5 “User Modes”

I Want Some of Teams, Choose Your Features:

Teams Collaboration

Teams Collaboration with Meetings

4

5

I Only Want a Single Client SfB or Teams:

SfB Only (Teams turned completely off)

Teams Only (SfB in meeting join only mode)

2

3

For Testing Only:

1 Islands/Evaluation
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Skype for 

Business

to Teams: 

Customer 

Journey

Where to Begin
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Know Where You Are Coming From

In all scenarios Teams adds new collaboration abilities that 

need change management and adoption

SfB for Instant

Messaging

SfB for IM

and Meetings

SfB for IM,

Meetings and Voice
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Full Side by Side (with feature overlap)

• Enable Teams with broadest possible functionality

• Allow users to experience benefits of Teams and experience Teams capabilities soonest

• Each service operates independently, without interoperability

• All users must run both Skype for Business and Teams clients at all times until they 

become Teams Only

+
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Phased Upgrade (no overlap)

• Starting point: user is in Skype for Business with UC functionality

• Introduce Teams to the user, without UC functionality

• All calls & chat continue to land in and originate from Skype for Business  

• User can explore net new functionality of Teams (Channels, notifications, files, apps…)

• Switch UC functionality over to Teams

• Non-upgraded users and upgraded users rely on interop to communicate

For on-prem & hybrid orgs, or organizations that want to minimize multiple communication apps

+
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Meetings First

+

• Start state: user only has SfB with UC functionality

• Introduce Teams to the user, without UC functionality (as previously described)

• Adopt Teams Meetings First: switch Meetings scheduling functionality from Skype for Business  to Teams

• Up to this point, all calls and chats initiate from and land in Skype for Business, no need for interop yet

• At some point in the future, upgrade fully to Teams-Only Teams

• Chat & Calling between Upgraded (Teams-Only) users and all other users relies on interop

For on-prem & hybrid orgs that will move to Meetings First before going to Teams Only

+
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Meetings First 
Experience
Initiative to move meetings 
workload to Teams first

Keep running Skype for 

Business Server for chat 

and calling

• Address meetings first, 

Enterprise Voice and

Chat next

• Simplified, streamlined 

meetings-centric Teams 

experience

Meet in Teams

• Provide best, richest, 

complete meetings 

experience

• Include meeting rooms, 

devices, services (Cloud 

Video Interoperability)

Skype & Teams Co-Exist

• Your Teams and Skype for 

Business clients play nice 

with each other

• Your Skype for Business 

meetings are now Teams 

meetings

• Full IT story –

provisioning, reporting
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Interop: 

How do 

Teams and 

SfB users talk 

to each other 

during 

upgrade?

You must be SfB Online or setup for Hybrid (interop is routing via SFBO)

You get basic P2P (user to user) chat, voice and video calling (no emojis)

To do multiparty (more than 2 people) Chat/Call/Video/Conference, it must be on 

either Microsoft Teams or SfB

If a SfB mode user, you can join using Teams in Meeting mode or via Web Browser 

(no plugin)

If a Teams Mode user, you can join using the SfB client in meeting only mode,

or via the SfB Web client (plugin)

In an Escalation scenario, whoever initiates the conference will dictate the platform
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How Microsoft Did It



Our Internal Approach

Technical readiness—transition when the product 

meets our users’ needs

• User-validated minimum viable (and valuable) product

• Functionality tested at scale through the internal Microsoft 

365 ring structure and by other early adaptors

Adoption—win the hearts and minds of our 

employees

• User-validated, scenario-based training and adoption 

strategy

• Comprehensive data-driven listening strategy

• Globalized change management framework

Sponsorship and personalization—enable and ease 

change

• Local adoption teams guide organizations through change 

• Global toolkit tailored to your organization or area’s needs

1

2

3



Our story to Teams



Meeting the needs of the modern workplace: Microsoft employees and our customers 

have evolving expectations for how we work – we need digital workspaces like Microsoft 

Teams that feel inclusive and open, where we can easily share, connect, and work 

together seamlessly

Simplifying the meeting and calling experience: Upgrading from Skype for Business to 

Teams gives us a single client for meetings, calls, and collaboration tools in one 

application.

Providing better quality and reliability: The modern infrastructure supporting the Teams 

meeting, voice, and video experience will typically result in better quality meetings and 

calls. This includes improvements for low-bandwidth locations, the ability to maintain 

and upgrade the service without interruptions, and faster meeting join times. 

Our Upgrade Goals

1

2

3



T E A M S

Telemetry to 

ensure service 

health

Ensure Employees 

can Work with 

Customers

Anchor on 

Productivity

Manageability 

Features for IT 

Admins

Support Globally 

and Locally from 

ITMS

Establish User 

Confidence

Migration Guiding Principles

• Monitor top 

feedback trends

• Improved service 

reliability and 

quality in Teams.

• Honor existing 

meetings

• No disruption to 

Field Sellers and 

Finance during 

Q4 and month 

end

• All MVP features 

must be fully 

functional/GA, and 

& room upgrades 

complete

• 10K user migration 

policy to ensure 

user disruption 

during migrations 

are minimized

• Ensure change 

management and 

support plan are in 

place for greater 

success and 

adoption
• Intuitive, guided 

experience for 

users before, 

during and after 

migration to Teams

• Be transparent, be 

authentic about the 

end user experiences

• IT Admin’s should 

have ability to 

control features at 

the tenant level

1 2 3 4 5 6



1. Support
• % of Support tickets are lower than upgraded user base

• No severity 1 issues

• Daily monitoring to review support ticket types

2. Temporary “opt out” 
• User deferment should be based on exclusion scenarios and less than a % of upgraded user base
✓ Federation : Contacts & Presence

✓ Accessibility

✓ Outlook Meeting Add-in and Integration for MAC users

3. Calling quality
• Target of % : Poor Call Rate (PCR) represent the % of dissatisfied ratings (1 o22 stars) from in-product 

surveys that capture user feedback after a meeting or call 

4. Healthy Call Index (HCI)
• Target % or higher. Healthy Call Index represent the % of calls encountering no unexpected setup 

or drop issues.

5. Meeting Quality • Target % of Meeting Quality Rating. 

6.  Healthy Meeting Index 

(HMI)
• Target of  %. Healthy Meeting Index represents the % of perfect meetings across all participants 

for all modalities for a given meeting 

7. User Sentiment
• Ad- hoc Survey, Pulse, GESS

• User sentiment; Yammer, User Voice, Champions

• Utilize EUSE global footprint to support  

Our Upgrade Success Criteria 

• Survey for trend through the upgrade 

• Users Opt. In for deeper level conversations ( 

1:1 Conversations & focus groups)    



1. Already Online

2. No Response Group Services (RGS) 

4. No India User

5. No Cloud Calling

6.  No Opt Out Requested

Our Teams-Only Eligibility Criteria 



Validate policy change per wave

Re-run script to reapply policy for all users

Spot Check users to ensure accuracy, rollback if issue persists

Monitor support queues

If >5% of upgraded user base per wave, review and assess for 24 hours, roll-back if support ticket increase or Severity 1 

issue occur

Review “Opt Out” request. if >10% of upgraded user base per wave, review and assess for 48 hours, contact users, meet 

with org leaders, and roll-back if requests continue

Healthy Call Index (HCI) drops below 90% (Target 97%)  Review and assess feedback, monitor daily, escalate to PG, 

rollback if HCI continues to drop and users encounter unexpected setup or drop issues.

Healthy Meeting Index (HMI) drops below 90%. Review and assess feedback, monitor daily, escalate to PG, rollback if HCI 

continues to drop and users encounter unexpected setup or drop issues.

Our Roll Back Criteria



There are four key elements to a successful upgrade experience

Brown Bag 

Sessions were 

delivered to the 

Help Desk

All Support, training 

Material, 

Documentation, 

Known issues, FAQ’s 

and details were 

shared with 

Helpdesk

Shared 

Communication 

emails that were 

sent to the 

Helpdesk

Part of the 

Helpdesk Team 

channels in MS 

Teams



aka.ms/givemeteams

• Allows users who are not 

upgraded to onboard earlier to 

the Teams Interop Policy.

• Automatically Changes the 

Policy within 15 minutes.

• PowerBI data gives IT and 

Microsoft Teams Product 

Group (PG) a view into why 

users are opting out.

https://forms.office.com/Pages/ResponsePage.aspx?id=v4j5cvGGr0GRqy180BHbR00gYqZ_sXJCoZYdI4O4MLtUMldHNzlOUlJCNU01SjM0VEVGQVIyVFM0VC4u


aka.ms/defermyteamsupgrade

• Allows users who are not ready 

to onboard, opt out of the 

Teams Interop Policy.

• Automatically Changes the 

Policy within 15 minutes.

• PowerBI data gives IT and 

Microsoft Teams Product 

Group (PG) a view into why 

users are opting out.

https://forms.office.com/Pages/ResponsePage.aspx?id=v4j5cvGGr0GRqy180BHbR00gYqZ_sXJCoZYdI4O4MLtUNllBQTk3RjBaSk9ZSzNXUjFLRjNWS1lSTi4u


Internal Adoption Program 

Pilots

ENGAGEMENT

Support the Change

• White glove exec 

engagements e.g. 

Sales; WW Industry; 

Xbox; Legal

• WW Teams & 

Teamwork Training

• Showcase successes 

via #TeamsStories

MEASUREMENT

Analyze & Adjust

• Usage, support & 

health metrics inform 

baseline for adoption 

journey

• Drive listening systems 

engagement

• Improve customer 

guidance

MANAGEMENT

Improve the 

Experience
Land the Message

• WW Art of Teamwork 

training series 

(L100/L200) 

• Tailored content by 

persona & usage 

journey

• Teams Champs launch

• Awareness campaigns, 

digital & physical

AWARENESS

• Improve the product 

from employee 

feedback (User Voice 

& Elite)

• Deliver integrated 

service roadmaps

• Iterate messages & 

tactics frequently



Org Leader Chief of Staff Comms Lead Exec Admin Adoption Lead

• Sponsor the change

• Lead by example 

• Evolve org processes to 

new modern vision

• Keep accountability to 

new way of working

• Drive comms plan

• Steward for org’s Team 

and Yammer

• Replace emails with 

modern methods, where 

appropriate

• Assist leader to adopt 

framework and to lead 

by example

• Replace Skype meetings 

with Teams meetings

• Drive org adoption plan

• Participate in training 

• Deliver org brown bags

• Contribute to Adoption 

Leads community

Teamwork Champions

Alignment across the org is critical to success:

Organizational Adoption Team Model



Get ready! Your upgraded experience is coming!

What to expect
• Announcement email 1-2 weeks in advance

• Chat, Meetings and Calls will now be initiated from Teams

• Skype for Business (SfB) reduced mode – don’t worry, you can still join SfB

meetings and participate in chats with users who have not yet been 

upgraded

Keep Skype for Business & Teams running
Until you are upgraded to Teams-only mode, keep both applications running while 

you work to ensure you receive timely messages and calls from other colleagues.

Why wait? Opt-In to the Teams Only Experience Now!
The Teams-only upgrade will occur in phases by organization.  If you prefer to 

upgrade now, please visit aka.ms/GiveMeTeams to opt-in.



Microsoft Teams 

Readiness & Adoption

Get Teams!

Get Trained!

Get Help!

Microsoft Confidential



Microsoft Intranet 
Everything lives here…

Aka.ms/GetMicrosoftTeams

• Announcements

• Get Teams

• Using Teams

• Meetings in Teams

• Learning Resources

• Teamwork Champions Program

• Microsoft Teams Success Stories

• Accessibility Support

• FAQs

• Known Issues

• Feedback & Support

Microsoft Confidential



“Snackable” Training Videos

Scenario based videos in 5 
minutes or less!

1. First 5 Things to do in Microsoft 
Teams

2. Scheduling a Private Meeting in 
Microsoft Teams

3. Navigating within a Microsoft Teams 
Meeting

4. Transforming Skype for Business 
Meetings to Microsoft Teams

5. Teams-Only Mode in Microsoft 
Teams

6. Screen Share & Control Mode in 
Microsoft Teams

7. Accelerating your Workgroup’s 
Move to Teams: Top 10 Tips!

Microsoft Confidential



We provide this highly active community everything needed to deliver Teams training & Support!

GIVES
Art of Teamwork Training & Office Hours

Teams Yammer Group Support

Microsoft Champions List on Intranet

GETS
Digital Profile Badge

Digital & Physical Swag

Engage with SMEs & the Teams Product Group

Monthly Champions Calls

Access to the Team – Community 

RECRUITING POOLS
Active Teams Yammer participants

EUSE Field Support & IT Managers 

Teams Elite members

Art of Teamwork attendees

Recommendations from other Champions

FUNDAMENTALS
Make it Global

Make Champions identifiable

Ask Champions to land specific activities (Gives)

Provide a value proposition (Gets)

April’18 February’19

Retention 74.9% 99.7%

Chat 33% 94.7%

Meetings 41% 91.9%

Teamwork Champions: >1200 – 56 Countries – 157 Buildings

Microsoft Confidential



STEP 6

Training – learning curve; Outlook Add In driving change/key enablers to adoption6

STEP 4

OnPrem to Online migration and the preparation that has to happen to enable the change 4

STEP 3

Communication/ Marketing efforts3

STEP 2

Capturing & surfacing unknowns2

STEP 1

Accessibility needs and escalations must be addressed as early as possible1

STEP 5

Training – learning curve; Outlook Add In driving change/key enablers to adoption5

Our Lessons Learned



Our Best Practices



avepoint.com/resources
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What We Covered 

Why Upgrade

Upgrade Options

Microsoft’s Journey
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Q+A



Let’s 
Connect

Pouneh Kaufman
linkedin.com/in/pouneh-minovi-kaufman-csm-6a6a56/ 

Tom Arbuthnot
linkedin.com/in/tomarbuthnot/

Dux Raymond Sy
linkedin.com/in/meetdux
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