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How to use this toolkit
For best user experience and navigation please view this file using Adobe Acrobat.
Available free for download here.

So you’re deploying
Webex Teams in
your company?
We’d like to make
it easy.

In this book, you
can find
	Documents to help you
make a successful Webex
Teams adoption plan.
	Best practices for
using Webex Teams.
	Documents made to inspire
knowledge workers to use
Webex Teams in their
lines of business.
At the bottom of each document,
find a download link to access each
individual file to share as you need.

Made for you
If you want to customize the
files for use in your company,
no problem. At the end of each
section, find a link to all editable
file types. Make changes as
you please.
To leave feedback or to request
more of this content, click:

Love this?

Want more?
Unlock your productivity by joining
Cisco Webex Quick Classes. You'll
learn best practices and top tips
through live, interactive product
demonstrations.
Get on-the-spot answers to your
questions from a Cisco expert.
Learn more and register at
cisco.com/go/quickclass
Join the Cisco Collaboration
community, where you can ask
questions, find all of the great content
discussed in this playbook, and more.
Questions/comments? Join the
Webex Adoption space or email
WebexAdoption@cisco.com
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Welcome to Cisco Webex Teams

Thank you for choosing Cisco Webex
Teams as your collaboration platform.
We’re passionate about creating
a simple, intuitive collaboration
experience for your business. In this
book, we’ll discuss tips to get the
most value from your investment in
Webex Teams based on thousands of
successful customer deployments.

By clearly explaining the value Webex
Teams brings to individual employees
and lines of businesses, your whole
organization will realize the value
of Webex Teams in the fastest
possible time.

To start, we recommend that you
determine your business goals, desired
outcomes, and definition of success.
Next, form a shared understanding
of what the plan will be to get there.
Agreeing on these details before
deployment will help you design an
effective on-boarding process.
You’ll be able to select content that
guides people in your organization
on how to embed the way they work
into Webex Teams.
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Before you begin
Why not launch your deployment using
Webex Teams? This will get everyone on the project
familiar with the platform and sold on the possibilities.
Simply create a team called “Webex Teams deployment”
and invite all project stakeholders. Be sure to let everyone
know what the purpose of the team is by posting in the
General space. Then create additional spaces in the team
for different project workflows, e.g. “Network readiness”,
“Communications”, “Training”, etc.
Be sure to read the best practices sections in
the main playbook for further guidance.
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Planning
Cisco Webex Teams planning
is about capturing a wide range
of information to understand,
plan, and successfully execute
the launch of Webex Teams.
Clearly establish the experience
you want your end users to have
with video meetings, file sharing,
whiteboarding, and group
messaging. It is important to
tie features to the specific
business outcomes you are
looking to achieve.

Planning captures insights from key stakeholders to understand:

01

Business outcomes

03

User devices

05

Education & support

07

Teams & spaces

How will the business
benefit and what’s in it
for employees?

How will users access
Webex Teams?

How will people learn how
to use Webex Teams and
get help?

02

User populations

04

Deployment

06

Use cases

Who will get
Webex Teams
and when?

How will new accounts
be created and new
versions be deployed?

What new ways of working
will Webex Teams enable?

How will Webex Teams
be structured for your
use cases?
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Why do you
need to plan?
Webex Teams is so much better than
email and phone calls, so people
should jump at the opportunity to
use it... right? That’s only part of the
story. To drive behavioral changes,
employees need to buy into the
benefits of the new tool at a personal
level - as this requires the voluntary
effort of employees.
For that reason, we encourage you to
ensure their very first experience with
Webex Teams is delightful. Their first
experience makes one of the biggest
impacts on the adoption of Webex
Teams in their daily work routines.

Who conducts
Webex Teams
planning?
Typically change managers and IT
project managers conduct planning
activities. Early engagement with
stakeholders from a wide variety of
lines of business is recommended.
They can provide input on how best
to land Webex Teams in their area
of the business.

What format?
Planning workshops with key
stakeholders capture the operational,
technical, and change process
information required to prepare and
execute the launch of Webex Teams.
Getting everyone together in person is
best. If that isn’t possible, use a series
of short online meetings and send out
questionnaires to gather input from
across the organization. Whatever
approach you use, we recommend
that all contributions are shared with
the whole group, so that everyone can
review, comment, and give feedback.
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Who should participate?
Engage and ask for input from the following representatives:

Executive sponsors

Internal communications

assign resources to execute the plan
and are ultimately responsible for the
success of the investment. They will
articulate why Webex Teams is important
to your organization.

is a key resource for authoring and
distributing communications for launch
and can advise on the most effective
channels to promote and advertise
Webex Teams internally.

IT infrastructure teams

Service desk /
Technical support

advise on the technical aspects of getting
Webex Teams to large numbers of people
and devices in a timely, reliable fashion.

Webex service owner
is responsible for the day to day operations
of the Webex Teams service and can
provide advice on how it transitions from a
project to a ‘business as usual’ service.

Human resources
advise on a wide range of policy issues,
from policies around working from home
to country-specific regulations related to
employment laws and practices.

are essential partners who can create
a simple employee support experience
when people need help, when there are
updates, or when there are technical
issues to resolve.

For larger organizations,
we recommend contributors
make themselves available
for between 1-3 hours

Legal teams

(depending on the size of your business
and complexity of the workflow
you’re targeting)

should be involved as early as possible,
when applicable. They may need to write
legal copy and assist with other compliance
matters.

Line of business
can advise on who needs Webex Teams
by when and which high-value workflows
it can improve. (Like sales, marketing,
engineering, etc.)
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Example email for inviting
workshop attendees

Inbox

We need your help launching Cisco Webex Teams.

Vania Monty - Executive Sponsor
from me

Subject line:
We need your help launching Cisco Webex Teams

We’ve invested in Webex Teams to dramatically improve the
way we work. This transformation can’t happen without high
levels of adoption. Help us make sure our investment works
for you and the whole business.
We’re inviting you to a meeting/workshop to discuss and
agree on various aspects of the Webex Teams deployment.
Your participation will help us capture the information we
need to provide the best possible service to our people.
The format is informal and conversational, conducted as
a Q&A session and we’ll be sure to respect your time.
Please respond and confirm who from your team should
attend the workshop and we’ll coordinate a date and time.
We are happy to meet beforehand to provide a short
summary of the workshop purpose, format, and agenda.

We need your help
launching Webex Teams.

Hello <name>,
We’ve invested in Webex Teams to dramatically improve the way we work. This
transformation can’t happen without high levels of adoption. Help us make sure our
investment works for you and the whole business.
We’re inviting you to a meeting/workshop to discuss and agree on various aspects of the
Webex Teams deployment. Your participation will help us capture the information we need
to provide the best possible service to our people.
The format is informal and conversational, conducted as a Q&A session and we’ll be sure to
respect your time.
Please respond and confirm who from your team should attend the workshop and we’ll
coordinate a date and time. We are happy to meet beforehand to provide a short summary
of the workshop purpose, format, and agenda.
Thank you for your partnership in making Webex Teams successful.
[EMAIL SIGNATURE]

Thank you for your partnership in making Webex
Teams successful.
[EMAIL SIGNATURE]

Download email banner image
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How do I set up planning meetings and workshops?
01
Technology
Deployment

BEST PRACTICE

Run 2 tracks

02
Change
Management
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Technology deployment

The purpose of this track is to
capture and define the technical
requirements for the configuration
and governance of Webex Teams.
This includes setting organizational
level controls/preferences, planning
the user enablement processes,
deciding on service desk procedures,
and setting how licenses will be
managed and distributed.

Typical contributors

Agenda ideas

•

CTO – responsible for approving
network configuration changes.

•

•

IT/Change Manager.

•

IT Service/Support Desk Lead
– responsible for Webex Teams
service acceptance into service/
support.

•

•

•

•

IT Service Introduction
Lead/Analyst – responsible for
service introduction.
IT Desktop Services Lead –
to provide details of desktop
real estate, Active Directory/
identity services and application
delivery processes.
IT Service Owner – your nominated
Webex Teams service owner.

•

IT Information Security (InfoSec)
– to guide on account expiry
issues, password strengths,
compliance and audit policy.

•

 egal Hold/ Legal – to advise
L
on corporate requirements.

 etermine how you will add
D
and maintain user licenses and
who will own this process.

•

 iscuss ways to optimize
D
device management.

•

 etermine type of deployment
D
(cloud and/or hybrid services).

•

 iscuss protocol to register
D
and manage devices in the
Control Hub.

•

 gree what analytics are required
A
to monitor and measure adoption.
Review Webex Teams analytics
and agree high level reporting
requirements in addition to the
dashboard.

IT Reporting Analyst – provide
usage reports, billing data for
existing conferencing and
collaboration services.

•

Review the Control Hub*
Overview screen to understand
Webex Teams licensing: Establish
owners and review process for
enablement. Agree on settings
that will improve adoption.

•

 stablish the flow of internal
E
support process. Review the
troubleshooting analytics and
build this into your existing
process. Plan training for your
support agents.

•

 eview and set options
R
that will ensure a great end
user experience.

•

Ensure network readiness:
review network, firewall,
and bandwidth requirements
More information in appendix

The result of this workshop
will be a document describing
the technical delivery and
support requirements,
recommendations, and an
overall deployment plan.
This can also serve as inputs
to change management
workshops that will drive your
communications plans, training
needs, and self-learning
content.

*The Cisco Webex Control Hub
is the central interface to manage
your organization, manage your
users, assign services, view
usage analytics, and more.
Org admins can log in here.
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Technology deployment: Questions to cover

A

B

C

User populations

User devices

Deploying Webex Teams

1. How many people are getting Webex Teams?
Where are they based?

1. What are the different operating systems
used? (PC, Mac, iOS, Android) Do you have
standalone or virtualized desktops?

1. Are you automatically provisioning accounts
from your master employee directory
(for example Active Directory ‘AD’) or
managing this manually from the Cisco
Webex Control Hub?

2. How can we best segment them?
By role, region, or something else?
3. Is Webex Teams replacing another
collaboration tool?
4. Who are the most frequent users of this tool?
5. Who are the priority groups for receiving
Webex Teams first?

2. How many people have been issued USB
headsets? What brand and model? Do you
have enough?
3. Are your devices BYOD or corporate owned?
Do you use a Mobile Device Management
(MDM) system? If so, how can we introduce
the Webex Teams app?
4. What Cisco supported devices do you own
that can be registered to the Webex Teams
service? Which devices need to be purchased
for launch?

2. Do you have multiple domains? Do you wish to
consolidate these? What is the impact, if any,
on user experience? Have you added, verified
and claimed all domains?
3. Do you have a single sign-on service (SSO)?
Are all users able to login via SSO? Do you
want users to authenticate to Webex Teams
with SSO?
4. If you do not have SSO, what are the security
considerations for logging into Webex Teams?
E.g. password complexity.
5. Do you plan to enable any Hybrid Services
such as Calendar Sync or Hybrid Call?
Review the prequisites and map out
the integrations.
6. How can you package and deploy the Webex
Teams desktop application to everyone who
will have a Webex Teams license?
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Technical appendix

Use the following resources to achieve technical readiness
for your Cisco Webex Teams deployment.
1. Add, verify, and claim domains
You can add and verify your
domains in Webex Control Hub to
ensure the security and integrity
of your organization and help with
user management.

5. Webex Hybrid Deployments
Increase benefits of on-premises
unified communications and
collaboration investment with
Webex Hybrid Services.

2. Directory Synchronization
Deployment Cisco Directory
Connector is an on-premises
application for identity
synchronization into the cloud.

6. Webex Analytics Deployments
Pro Pack for Webex Control
Hub add-on service provides
advanced functionality in security,
compliance, and analytics that
can integrate with your software.

3. SSO Deployment
If you have your own identity
provider (IdP), you can integrate
the SAML IdP with your Webex
organization so that your Webex
Teams users have a single,
common set of credentials.

7. Network requirements
This article is intended for
network administrators,
particularly firewall, proxy and
web security administrators. It will
help you configure your network
to support Webex Teams.

4. Webex Devices Deployments
Improve collaboration with
endpoints designed for every
use case.

8. Bandwidth whitepaper
This paper provides
measurements for the network
bandwidth generated during
a Webex session. It describes
Webex high-quality, highdefinition video technology and
provides details on how it works
in the context of your meetings.

9. Network test
Use this tool to perform
a Webex Teams network
test in all of your locations.
10. Security and Privacy
Webex Teams is an
end-to-end security solution
that keeps your content safe
from everyone. This paper
provides the key information
that enables Cisco’s secure
architecture.
11. Integrations and BOT’s (API’s)
A central hub to discover app
experiences on the Webex
platform.

Top tips
A common mistake is
forgetting to change domain
status from “verified” to
“claimed”. See point 1.
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Change management

The purpose of this track is to
provide business stakeholders
with a detailed understanding
of how Webex Teams will affect
the organization. It captures
guidelines on how to manage
the people side of change and
what you need to do to prepare.

Typical contributors
IT/Change project manager

Human resource (HR) lead

Responsible for the Webex Teams project
change management overall.

Understands the regulatory and policy
landscape in the various locations of your
Webex Teams roll out.

Change manager
Responsible for the people side of change,
helping transition employees from current
process to future state and assesses change
impact to employees.

Internal communications lead
Understands communication channels, content,
tone of voice and options for content and/or
training delivery.

Business case owners

Intranet lead
Advises on how self-learning content can be
published and maintained. (If applicable)

Brand lead
Advises on customization and branding of
content and communications materials.

Line of business representatives
Co-design the highest value use cases to lead
the launch with.

Responsible for calculating individual lines
of business, or workflow-based return on
investment, if required by your business.
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Change management: Questions to cover

A

B

C

Business drivers

Creating awareness

Use cases

Help answer the question
“Why Webex Teams?”.

Inspire a desire for change to secure
employee buy-in.

Create value for the business.

1. What are our key strategic objectives as a
company for the next 1-3 years?

1. Considering our business drivers and goals
for Webex Teams, what are the key benefits
we want to highlight in our communications to
various lines of business?

2. Are there existing initiatives that Webex Teams
can tie into? E.g. flexible working, wellness,
employee engagement.
3. Are we primarily concerned with reducing
costs, driving revenue or making work better
for our people?
4. What are the key challenges for our
business today?
5. Are there specific processes we want to
focus on improving first?

2. What is the value proposition for our
employees? What will resonate? Is it different
depending on employee type, persona, or line
of business?
3. How do we answer the question
“what’s in it for me?”
4. What communications channels do we have
open to us? How can we exploit all of them?
5. Who will create a communications plan?
Who will sponsor and send communications?

1. How is our company organized into divisions
and lines of business?
2. What are the needs of these lines of
businesses, and pain points?
3. How can we best map our divisions and
lines of business to teams and spaces in
Webex Teams?
4. How can we get a full list of our internal email
distribution lists and shared mailboxes?
Do we want to move all of these to Webex
Teams or give people the option?
5. What are the highest value use cases and new
ways of working we would like to showcase in
phase 1 of the rollout?
6. What are the priority workflows and processes
we need to focus our change efforts on?
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D

E

F

Teaching Webex Teams

Supporting Webex Teams

Timeline

Get the team on board.

Make help available.

Make a plan for a smooth roll-out.

1. How will we direct users to Webex Teams
learning content?

1. How do we inform service desk agents
and local IT teams about Webex Teams?
How will we train and prepare them?

1. When will we launch Webex Teams?

2. How will we upskill our internal trainers?
(If applicable)
3. How will users register for training?
(If applicable)
4. Where can users ask questions about
using Webex Teams?
5. How can we identify enthusiasts to act as
pioneers and champions?
6. How will we induct and train our champions?
How will we recognize and reward them?
7. How will users find a Webex Teams champion?
8. What training success measures have
we identified?

2. How will we capture common issues and
share troubleshooting steps?
3. How will we escalate issues to our delivery
partner or Cisco?

2. Will we roll out to different groups in phases?
In what order? How many users per phase?
3. What needs to happen first? What are the
milestones and dependencies?
4. Are we retiring another collaboration service at
the same time? By when must this happen?
5. What dependencies do we have from
elsewhere in the business?
6. Do all of the activities in our timeline have
owners? Do we have sufficient resource to
deliver on time?
7. What risks have we identified that may impact
the rollout?
8. What is the timing of the commitment from
our sponsors to promote and reinforce
Webex Teams?
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Preparing the Webex Teams environment
Once you have discussed and agreed on all
factors relating to the technical deployment
and change management of Cisco Webex
Teams, you will need to prepare the
environment so it’s clear how to get started.
Preparing your Webex Teams environment
includes four steps:

01

Map organizational structure
Understand how departments and business
functions will be represented by teams and
spaces, and who should be members of them.

02

Migrate email groups and
instant messaging (IM)

03

Discover new ways of working

04

Setup and invite

Determine how email distribution lists,
shared mailboxes, and legacy (IM) tools will
be migrated to Webex Teams.

If you are unfamiliar with how Webex
Teams is structured with teams and
spaces, please read in the main playbook
before proceeding with this section.
When people log into Webex Teams
for the first time, the experience will
be much better if a sample team is
set up as an example for users to see
and use. It’s important to create a
structure for first time users to jump
in and immediately see value.
People will continue to build teams
and spaces alongside the initial
structure you create.

Determine which workflows and processes
will be targeted for transformation in Webex
Teams and how they will be enabled with
teams and spaces.

Create the teams and spaces required for
steps 1, 2, & 3 and get ready to invite users.
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1. Map organizational structure

Most organizations create a few
‘organizational level‘ teams and
spaces to get started. For larger
organizations, just one per LOB is
manageable. For smaller businesses,
you can create specific teams and
spaces for a more tailored experience.
If you want to set up this way,
we recommend:
•

 apture all divisions, lines of
C
business, and the teams they’re
made up from.

•

Decide how best to represent
them with teams and spaces.

•


Determine
a naming convention
for teams and spaces.

•

 btain a list of email addresses
O
for the people who should be
added to each team.

While a complete list of divisions and
lines of business should be available
through your HR department, directly
contacting each line of business
often offers more insight into the
structure of individual teams.
When mapping your organizational
structure to Webex Teams, it may
make sense to represent divisions
and lines of business with teams.

Use spaces in each team to
subdivide various teams and
functions. Ask someone who
understands at what level their
functional working groups begin.
For larger organizations, teams
might be used to represent a global
line of business, and other teams
for regional divisions. Up to 5000
members can be in any space.
These larger organization teams
often use the “General space” for org
announcements that used to come
through e-mail. You can encourage
the ‘org leader’ to add additional
spaces to their main team, such as
“Watercooler” or “In the news”.
These organizational spaces are just
intended as a starting point. This will
serve as an example to show users
that they can start other spaces and
teams as they wish, for their
functional working groups or
projects. In this way, users will get
organizational announcements from
their leaders in the pre-setup spaces.
In addition, they will be able to do
their own work in the spaces they
set up themselves as they go.

Before ‘Creating’
teams and spaces,
here’s a brief
reminder of how
they differ.



Team

A team is a group of
people who are connecting
for a longer-term community,
a larger project or business
objective. Each team has a space
called General that everyone
belongs to and any number of
additional spaces that divide
up the work or priorities
of the team.

Space
A space is a group
of people who have been
invited to work together. Spaces
typically have names that describe
what they’re for or are named after
the people in them if they’re
1 on 1. A space can either be
standalone or within a team.
They can grow or shrink
as needed.

Top tips
Give teams and spaces
meaningful names that
say something about
their purpose.
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2. Migrate email groups and IM
4
1
Webex Teams offers an
experience that can’t be
matched by older tools like email.
To help people adopt Webex Teams,
you need to eliminate uncertainty about
which communication platform to use,
and when. The more you can migrate
existing messaging channels and
workflows to Webex Teams
the better.

Next, contact email
group owners and share your
plans for migration. In the change
management section, there is a question
about whether you could work with mailer
owners to improve their communications
by giving them a space in Webex Teams.
You may decide to take a blended approach
by migrating the busiest or largest email
groups, and giving everyone else the
option, with instructions for doing
it themselves.

3
Work with your
IT department to
understand most used
email mailers. They’re
primary candidates
for spaces.

6
2
A great place to start
migration is with email groups
like distribution lists
and shared mailboxes.
Most organizations have a lot
of these providing departmental
announcements, local office
communications, and social
group updates.

5
Make contact with
the users that have the
largest email footprint in
your organization first, and
encourage them to use Webex
Teams as an upgrade to their
email messages.

In addition to email groups,
also examine any legacy instant
messaging (IM) and communication
platforms. Can they be retired once
Webex Teams is deployed? Can you get
a list of existing user groups with their
members and owners? Again, work with
your IT department to get the data you
need and analyze in the same way
as email lists.
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Example email copy

Inbox

Why we need to embrace Cisco Webex Teams.
Can you help me promote it?
Richard Nickson - IT Services
from me

Example template for the admin to send to the mail
distributor owner/in a 1 on 1 space or email
Subject line:
Why we need to embrace Cisco Webex Teams.
Can you help me promote it?

Dear email list owner,

Dear email list owner,
We are moving our company communications to Cisco Webex Teams! We are
excited to be streamlining our company’s communications in one easy-to-use
place. Please move your email list to Webex Teams, so your group can now
get updates within the app. To get started, you can add large group of email
addresses and users to a space, using the Cisco Power Pack.
We recommend your new team be moderated, so you can still control the
messages shared as you did with your mailer. You can then decide if your new
team will be announcement only (enable the “Turn on announcement mode”
option) - eliminating the “reply all” avalanches we all hate. Or, you can have a
fully open, collaborative space where everyone can post questions and answers!

We are moving our company communications to Cisco Webex Teams! We are excited
to be streamlining our company’s communications in one easy-to-use place. Please move
your email list to Webex Teams, so your group can now get updates within the app. To
get started, you can add large group of email addresses and users to a space, using the
Cisco Power Pack.
We recommend your new team be moderated, so you can still control the messages shared
as you did with your mailer. You can then decide if your new team will be announcement
only (enable the “Turn on announcement mode” option) - eliminating the “reply all”
avalanches we all hate. Or, you can have a fully open, collaborative space where everyone
can post questions and answers!
Please contact IT ______ for questions.
Thank you for being a Webex Teams pioneer,

[EMAIL SIGNATURE]

Please contact IT ______ for questions.
Thank you for being a Webex Teams pioneer,

[EMAIL SIGNATURE]
Download email banner image
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3. Discover new ways of working

Step 3 is about identifying
innovative new ways of working
with the technology. These are
called use cases.

What is a use case?
In this context, a use case is a
group of people doing something
together in Webex Teams to
achieve a business benefit.
Defining and implementing specific
use cases is a great way to ensure
that your rollout of Webex Teams is
focused on your team’s real needs.
These use cases will show users
how to get value from this new
way of working, and will inspire
other people to use Webex Teams
for their own use cases.

WHO?

WHAT?

WHY?

A group of people...

...doing something together
in Webex Teams...

...to achieve a
business benefit.
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Ask people what they need

How do you find out what people
really need to work better together?
It’s simple– just ask! You’ll figure
out what capabilities people find
important, and will also learn why.
To develop user stories about
Webex Teams that will inspire a
whole department, start by gathering
the right information. The user story
method, will help you identify specific
outcomes that specific people want
to achieve.
When beginning conversations
about Webex Teams with different
departments or lines of business,
schedule some time with small
groups who represent key roles
and invite them to join you for the
following fun exercise.

Exercise: Tell us your stories

Participants
5-10 people representing
a mixture of key roles from
a specific business area
(marketing, sales, HR, etc.)

Objective
Understand how different
people work, so you’ll know
how to meet the needs of their
role. See teamwork through
their eyes, so you can launch
Webex Teams in their
language.

Duration
60-90 minutes.

What you
will need
Post-it notes
and pens.
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How to play

Begin the exercise

1. S
 tart with a round of introductions, and let the participants know why there are there.
Explain that you’re trying to get a new understanding of how they work.

1. Ask participants to write as many user stories as they can think
of on separate post-it notes. 15 minutes is usually enough time.
Be available to answer questions as they write.

2. Next, introduce Webex Teams to the group, and explain why your company is trying
something new. Give everyone a brief highlight of what Webex Teams can offer, to get
their brains started. Ask that they keep these capabilities in mind during the exercise.
3. Explain that the goal of the exercise is to capture stories about how they work on
post-it notes using a special format:

I am a...

I want to...

So I can...

[role]

[do something]

[create value]

4. Before starting the exercise, walk through some examples with your team.
The following are examples for a sales audience:

I am an account
manager.
I want to improve my
customer experiences.
So i can build better
relationships.

I am a product
service rep.

I am a sales leader.

I want to meet
my customers.

I want to connect my
teams across
multiple locations.

So i can demonstrate
and sell products
and services.

So i can inspire and
motivate to grow
the business.

2. Once people have finished writing, ask each person to
“call out” their stories by sticking them on a wall and reading
them out loud. As they do this, ask questions to develop your
understanding and to add context. Encourage other group
members to share their thoughts. If patterns emerge,
group similar post-its together.
3. Highlight some of the excellent points that your group brought
forward as a team. Make it clear that you were listening.
Thank them for their time and gather up the post-its.

Analysis
Record user stories along with any notes and contextual
information. Identify what patterns emerged of their needs
and values. Use these stories to create detailed use cases,
communications messaging, and training that matches
their needs.
Prove that Webex Teams can deliver the business results
they need.

5. Let the group know they can write user stories from both their perspective, and from
the perspective of people they interact with. For example, they can write user stories
from the point of view of their customers, managers, or teammates.
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What makes a good use case?

Clear purpose

Solves a problem

Leadership

Membership

Delivers value

Why it’s needed and
what it will do for the
business.

Makes a current
workflow or process
better and fills a gap.

Has an enthusiastic
owner and backing
from senior
stakeholders.
Includes clearly defined
groups of people and
what they will do.

Explains how it
will deliver new or
increased value to the
business.

Identifying potential
use cases

Prioritizing and
selecting use cases

To identify innovative new use cases,
engage with the business to understand
what workflows and processes are not
working well or could be improved.
Ask them:

If you’ve captured a lot of use cases from
across the business, prioritize ones that:

•

Where are the pain points?

•

What is taking too long?

•

Where is quality suffering?

•

What is costing too much?

Discuss how the groups involved can work
together in Webex Teams to solve the
key issues.

•

Have a clear purpose

•

Solve very specific problems

•

Have strong support from leaders

•

Have value that can be easily measured

Once prioritized, select the use cases to
deploy for launch. The number depends
on timelines, resources, and complexity.
Five use cases is often a good number
to start with.

Some of this information can be captured
earlier in change management workshops
with lines of business. See use case
questions in the change management
section. Take note of potential use cases
and the value they can bring.
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Defining use case in detail
It’s now time to flesh out the details of each use case. Identify a use case owner and which groups of people will participate.
You can take a better look and define each use case with the worksheet below.

The main purpose of the
use case is…

The owner of the
use case is…

The current state of the
workflow/process is...

The desired future state
in Webex Teams is…

The key groups of
members are…

The key activities in
Webex Teams are…

The value for
members is…

The value for the
business is…

The teams and/or spaces
required are…

The success criteria are…

We will communicate
and promote this use
case by…

We will assist people’s
learning by…
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Here is an example of a completed use case
The main purpose of
the use case is…

The owner of the
use case is…

The current state of the
workflow/process is...

The desired future state
in Webex Teams is…

The key groups of
members are…

The key activities in
Webex Teams are…

To better coordinate global
marketing teams and create
a single marketing culture.

Seth Martindale
(Marketing Director)

We have grown by acquisition
and each global division has
its own marketing team and
practices. We try to keep
everyone coordinated with
bi-weekly calls but attendance
is poor and we don’t get
many questions. When a new
campaign is launched, it’s painful
getting everyone singing from
the same hymn sheet. There are
often frustrating inconsistencies
in our messaging.

We want to create one global
marketing team with a shared
culture and ways of working.
We want to learn from each other
and build a shared marketing
practice that eliminates
inefficient ways of working.

Marketing teams from each of
the global divisions. We also
need participation from key
people in sales and product lines
who can keep our campaigns
honest. We would also like to
collaborate more freely with our
partner agencies.

• A
 ll marketing personnel in
one team to stay updated
on the latest directives from
the group.

We want to get to know each
other better and be available
for questions, updates, etc. We
want to be able to meet on the
fly and also schedule regular all
hands video meetings. We want
one organized place for sharing
content and getting things done
that’s easily searchable

The value for the
business is…

The teams and/or spaces
required are…

• M
 embers will be part of one
marketing division and can
learn from the best around
the business.

• M
 ore coordinated global
marketing campaigns.

A team called
“Joined-up global marketing”

• Quicker time to market.

With the following spaces:

• M
 arketing strategies informed
by our best minds everywhere,
not just Group.

• General

• B
 uild networks and discover
advancement opportunities.
• Streamlined working practices.
• F
 ewer mistakes and
redundancies.

• H
 appier, more engaged
marketing employees who feel
part of one team and have
a voice.

• Latest news
• Ask the CMO
• A
 sk sales (includes internal
people from sales)
• A
 sk product (includes internal
people from product)
• Your ideas
• I need help
• Campaign x
• Campaign y
• Agency a
(includes external people)
• Agency b
(includes external people)

The success criteria are…
Moving away from email and
conference calls as the main
means of collaboration between
marketing divisions.
After 3 months, marketing
people in all divisions agree that
we have a much better way of
working together.
Campaigns are delivered faster,
within budget, and consistently
on message.
After 6 months we have
happier, more engaged people,
as measured by the annual
engagement survey.
We have greater staff retention,
demonstrated by HR reports.

• T
 he ability for everyone to
regularly check in on progress.
• Share work-in-progress
campaign content and
give feedback.
• E
 asy access to key people
from sales and product lines.
• S
 mooth collaboration with
external agencies.

It should be really easy for
people to stay in the know
about the latest developments
and know where to go and
who to ask.

The value for
members is…

• T
 he ability to ask questions
and get answers when
needed most.

• O
 n the fly video meetings
with screen sharing.

We will communicate
and promote this use
case by…
• A
 nnouncing and repeating
our plans in all upcoming
teleconferences.
• Emailing plans to all members.
• G
 etting buy-in from marketing
leaders in all divisions and
getting them to spread
the word.

We will assist people’s
learning by…
• M
 aking sure they have access
to the learning guides and
cheat sheets and they’re
translated into local languages.
• M
 aking sure that the
champions are fully trained,
bought into Webex Teams,
and aware of the use
case objectives.

• Identifying and training at least
3 champions in each division.

• M
 aking sure that everyone
knows who their nearest
champion is.

• P
 ut a banner on our intranet
site with a post explaining
what’s happening.

• S
 etting up scheduled training
sessions online.

• S
 howing what people will get
out of it by taking part.
• S
 end use case graphics and
flyers for printing out and
distributing.

• R
 ecording trainings and
making them available on
the intranet.
• E
 ncourage people to use
the “I need help” space when
they have questions about
Webex Teams.

HOME | DEPLOYMENT

26

Monitoring use case success

Success with use cases
isn’t just about definition and
deployment. Monitor them to
ensure that, in practice, they’re
meeting people’s needs, solving
problems, and creating value
for the business. If there’s low
adoption, then investigate and
identify what adjustments can
be made.
Use the success criteria you
identified in the use case
worksheet example to monitor
each use case. You can think
about success in four areas:

01

02

Usage

Business value

Are people actually using
the teams and spaces you
have created for them? If not,
what are they using instead?

Are business goals being
achieved better, faster,
or cheaper than they
were before?

03

Satisfaction
Are people happier with the new
ways of working with Webex Teams?
Is it making their life easier?
How do they react to the thought
of going back to the old
ways of working?

04

Success stories
What amazing outcomes have
resulted from the new ways of
working in Webex Teams? What has
been made possible that wasn’t
possible before? How can you
capture these stories and
play them back to the
business?
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4. Setup and invite

To get things started, make a plan for setting up spaces and
on-boarding new users

Creating teams and spaces
You have a couple of choices, depending on your strategy:

01 Assisted set-up
One person can create all the teams and spaces identified earlier by the
org structure, mailers, and use cases. They can then review these teams
and spaces with the key stakeholders for sign off. They can then invite the
leaders identified as owners to be moderators. This is often successful as an
organizational springboard.

02 Directed set-up
You can connect with organization leaders and encourage them to create
their own organization spaces, determined by the structure, email lists, and
use case identified. They then become responsible for adding their own
team members. This is often successful to catch the smaller groups or more
selective use cases.

03 Self set-up
Additionally, encourage anyone to create extra teams and spaces organically.
Encourage users to make extra spaces with their functional teams or project
groups, for open collaboration as needed.

Space moderating

Inviting members

Space leaders will need to decide
whether to make certain spaces
moderated or not. By default,
spaces are unmoderated, meaning
that any member can invite other
people, both internal and external,
and make changes to space
settings. If set to moderated,
then they will have control over
membership and settings.

Provide each owner with a list
of the members they need to
invite to the teams or standalone
spaces they’re going to look after.
Or in the case of organic teams,
encourage people to include
anyone they need. The timing for
actually inviting members should
be coordinated with your overall
launch plan.

Unmoderated spaces improve
collaboration and organic growth
so it’s good practice to leave them
as such where possible, however
there may be situations that require
control. Read more on moderation.

If member numbers are low (say
less than thirty) then owners can
opt to invite users manually. If
much higher, then they can opt
to use the Power Pack tool to
bulk add new members using a
CSV file.
If you have opted to create teams
and spaces on behalf of certain
teams, then once the owners are
aware and prepared for inviting
users, the person responsible for
initial setup can either leave the
teams and spaces or stay for a
time to monitor how things go
after launch.

Often times, a combined mix of the above strategies optimizes
successful adoption.
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Questions/comments?
Join the Webex adoption space or email WebexAdoption@cisco.com
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