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Who is Tracy? Technology

SP Teams

Career Industries
 

• Manufacturing
• Education (K-12 PD)

• Banking

Consulting
Organizational Change Management 
(OCM) Architect

 

• 5 years enterprise transformations
• Manufacturing, Sales, Distribution, 

Prof Services

Business Roles
 

• Business Analyst
• CRM Product Owner 
• Project Manager

My Superpower is ADVOCACY Tracy Bourgoine | LinkedIn

https://www.linkedin.com/in/tracy-bourgoine/


The Adoption Success Formula

50%
PEOPLE

20%
TECHNOLOGY

30%
BUSINESS 
PROCESS



1. Application Focus —  
CE / CRM people?      ERP?

2. Current State — 
Who is currently or about to start an 
implementation project?  
…Or, recently completed? 

3. Roles — 
IT?
Business Users?
Sponsors? 

4. AI — 
Who is actively using M365 Copilot?
And, D365 Copilot? 

Pulse Check



What is OCM?  

Organizational Change Management…

✓Facilitates the progressive understanding 
of what’s changing, and why it matters 

✓Ensures that technical delivery translates 
into real operational change

✓Reduces people risks and elevates value-
realization

 

SO THAT the solution is adopted, 
governed, and sustained—
not just implemented.



Change Management “Schools of Thought”

Learn more:  
https://www.zendesk.com/blog/e
mployee-service/hrsm/change-
management-models/ 

https://www.zendesk.com/blog/employee-service/hrsm/change-management-models/
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Right-Sizing your OCM

Dynamically 
find the balance 

Project ScopeResources & Skills

Project Teams & 
Company Culture

Budget



Aligning Resourcing for Success
How do typical enterprise 
transformation projects get 
resourced?  

• Project Governance
focus on scope, budget and timeline

• Technology experts 
focus on future state

• Process Owners
siloed understanding of current state



STEP    :  Designate a Change Manager

SKILLS & KNOWLEDGE
✓ Good communicator – ability to convey complex processes 

in simple language and effective visuals to all organizational 
levels

✓ Strong Business acumen to include meaningful context in 
communications. 

RESPONSIBILITIES
• Be the voice of the project (+ Sponsor) to the users, and—

the voice of the users to the project team! 
• Understand the current state and the future state enough to 

gather contextual change impacts. 
• Engage with the project team to build solution 

understanding and change impact awareness.
• Support Sponsor(s) in being visibly active to the project 

team. 

I am well 
integrated with 
the project team! 

BUT—I am 
ideally not the 
PM or a BPO. 



STEP    : Assess Current State

PLAN INPUTS
1. Identify Success Metrics 
2. Stakeholder Matrix (template)
3. Current State Assessment (Survey)

ASSUMPTIONS
✓ An Empowered and Enabled Project Team
✓ Visible Engaged Sponsorship

“You can’t improve what you 
don’t understand.”

—W. Edwards Deming



• Project Team
• Roles

• Workstreams

• End User Matrix
• Dept

• High-level Role

• Estimated User 
Counts

Stakeholder Matrix

A stakeholder is any individual, group, or organization that has an 
interest in, is affected by, or can influence the outcome of a project, 

decision, product, or organization.



• Deploy to all Future Users

• Anonymous

• Include a role segmentation question

• Many quantifiable questions

• Targeted open text questions

• Incentivize to elevate response

• Promise (and follow-through) to provide a 
summary of responses

Current State Survey

Deploy from Sponsor with a carefully crafted message:
✓ Tell them WHY their input is needed
✓ Set the level of understanding that resonates with all
✓ Set a clear deadline for response
✓ Share and estimated time to complete the survey



Assess the Data
• Take the time to really see the big picture

• Consult with project resources

• Don’t let a few loud voices override the data

❑Which groups will struggle the most? 

❑Are there process insights that were surprises?

❑Are current communication channels consistently 
reliable? 

❑What will be the blockers for adoption? 

❑What are your recommendations for the Sponsor? 

This Photo by Unknown Author is licensed under CC BY-NC-ND

Copilot makes this 
MUCH easier! 

https://bettysgenealogyblog.blogspot.com/2016/11/discovering-melungeon-ancestry-in.html
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/


❑ Communication Channels
❑ Hub site / Newsfeed
❑ Email
❑ Town Halls
❑ Top-Down 

❑ Engagement – Feedback loops
❑ Pulse Check surveys
❑ Champion Network
❑ Feedback loops
❑ Sponsor walkabouts

❑ Training
❑ Identify Trainers 
❑ Delivery:  remote, in-person
❑ Curriculum development 

STEP    : Create an OCM Plan

✓ Create a central source of information 
(SharePoint)

✓ Gather Change Impacts, prioritize and mitigate
✓ Aim for 20-30 for a typical ERP/CRM project
✓ Work with team to understand and 

communicate mindset shifts 
✓ Rolling wave communication  planning 

✓ Project announcement
✓ Project highlights
✓ Solution concepts
✓ Solution teasers

TACTICS



• Planning a Dynamic and Iterative Approach to Successfully 
Navigating Change

Define 
Strategy and Plan

Provide Framework 
and Tools Examples Adjust 

Based on

Sponsorship How will the sponsor provide active 
and visible support of the project from 
start to finish?

• Key Messages
• Communication Channels
• Cadence

• Sponsor walk-abouts
• Town halls, 
• Top-down messaging

• Event attendance 
Feedback/insights

Communications How will we build awareness by 
delivering messages to the right 
audiences at the right time?

• Key Messages
• Communication Channels
• Cadence & Authors 
• Deployment Process

• Project Status and Milestones
• Solution Previews
• Training Plans
• User Feedback Highlights
• User Impact stories

• Open rates
• Feedback

Engagement How will we generate buy in among all 
stakeholder groups?

• Change Agents
• Feedback Opportunities
• Hands on Exploration

• Change Agent Meetings 
• Team Engagement Surveys
• Gamification

• Ongoing Stakeholder 
Analysis

Progressive 
Learning

How will we promote stakeholder 
enablement throughout the project?

• Change Impacts
• Benefits and ‘WOWs’
• Mindset Shifts
• New SOPs

• Demos
• Screenshots
• Microlearning
• SOP Development

• Knowledge Pulse 
Checks

• Questions Asked

Continuous 
Improvement

How will we promote a culture that 
embraces change?

• Governance Structure
• Communication and 

Escalation Pathways
• Approval Processes

• Change Board
• Governance Visuals
• “Ask Us” Form
• Modern Workplace Enablement

• Feedback received
• Suggestions made
• Project Health Surveys

Informed by Change 
Readiness Assessment

STEP    : Deliver on the OCM Plan



STEP    :  Measure Success

Remember those success metrics agreed on in 
the early stages of the project?

Plan to measure progress
• Timing
• Methods

and to:
✓ Celebrate wins
✓ Mitigate gaps



DO NOT let the team just revert to 
business as usual after go-live!!!

STEP    :  Continuously Improve

D365 F&O Post Go-Live Optimization: The 
Roadmap Nobody Builds 

CRITICAL

“It is not laziness. It is exhaustion 
combined with a structural gap in 
how ERP projects are planned.”

ROI, 

left on 
the 

Table! 

https://erpsoftwareblog.com/2026/03/d365-fo-post-go-live-optimization-roadmap/
https://erpsoftwareblog.com/2026/03/d365-fo-post-go-live-optimization-roadmap/
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Right-Sizing your OCM

Dynamically 
find the balance 

Project ScopeResources & Skills

Project Teams & 
Company Culture

Budget



Q & A



You know the drill….
Please share your feedback!

Connect with me! 
 

Tracy Bourgoine
Senior Change Management Architect



OCM is a Differentiator


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     Operational Discipline     →
How well the organization designs, governs, and executes processes and decisions.

CHAOS
• Constant fire-fighting
• Conflicting messages
• People improvising workarounds
• Change fatigue and burnout
• Outcomes depend on heroics, not systems

RIGID EXECUTION
• Processes are defined and enforced
• Changes are technically “rolled out”
• Low buy-in, surface compliance
• Shadow processes emerge
• Adoption lags deployment

HEROIC EFFORT
• Strong messaging and enthusiasm
• High empathy, lots of listening
• No clear decisions or process ownership
• Confusion about “how work actually gets done”
• OCM is asked to compensate for structural gaps

OPERATIONAL EXCELLENCE
• Clear operation model
• Change is expected, not feared
• Roles and processes evolve intentionally
• High adoption, sustained performance
• Continuous improvement is normal How Intentionally 

the organization 
prepares, equips 

and supports 
people through 

change.
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