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Purpose 
You have set your adoption goals, managed the change skillfully through implementation and had a successful launch. Your users have been provided with comprehensive training and resources to support them in using Borealis.  
So why aren’t people using the system the way you planned? 
Even the strongest implementation plan may encounter some challenges in uptake during the period following implementation. 
This document will help you identify any challenges with implementation and build a plan to address them. 
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Slow or poor system adoption can look like many different things: 
· Low log-in rates 
· Poor data quality 
· Incomplete or missing data  
· Uneven uptake across departments 
· Active or vocal resistance 

Before you can build a corrective action plan to tackle your problem, you’ll need to identify what is driving the poor adoption. 
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Here are some common issues with new IT system adoption, along with some combat tips. 
 
	Challenge 
	Potential reasons 
	Some combat tips (non-exhaustive list) 

	Resistance to change 
(see ‘Worksheet: Stakeholder analysis and engagement plan’ for more information on managing resistance) 
	· People need more training 
· People don’t trust the department/leader implementing the change 
· People don’t understand the benefits of the change 
· Not enough time has passed for the change to be fully embraced 
	· Reinforce, individually or in team meetings, the purpose and benefits of the tool. 
· Identify the roadblocks to adoption (at which stage do they give up?) and address them with targeted training 
· Identify and leverage champions: identify early adopters, share their positive experiences. 
· Recognize all efforts, even the most simple ones, in adopting the tool, on internal platforms (Teams, Intranet…). 

	Lack of skills or confidence in using the system 
	· People need more training  
· People don’t have enough support 
· People aren’t getting their questions answered 
· Not enough resources
	· Use surveys/ open discussions to identify the support required 
· Facilitate users' access to self-learning resources:  
· Borealis helpcenter 
· Training presentations 
· Internal resources 
· Set-up / clarify support channels, and ensure that a knowledgeable resource manages them.  
· Use peer support by pairing colleagues together 
· Highlight efforts made by the team to use Borealis, give users a platform where to share their discoveries about the tool. 

	Users don’t understand how to apply Borealis in their work 
	· Lack of contextual and specific examples for your organization 
· Internal processes not well defined in relation to Borealis 

	· Review your internal documentation to make sure that each process is properly identified, documented (who, when, what, how?), and make this documentation easy to access.  
· Use RACI documents to clarify accountability 
· Conduct workshops where users will be able to apply a process while being able to ask questions. This may also be an opportunity to fine-tune the process.  

	Overwhelmed by digital systems 
	· Multiple digital solutions deployed at the same time 
· Confusing internal process for data flow across systems 
· Demands on user time/workloads  

	· Bring clarity on the purpose and benefits of each tool 
· Review with your IT department the possibility to implement SSO, to facilitate logins 
· Reduce the usage of Borealis to the most common tasks - don't try to push too many processes at the same time.  
· Build a plan for the gradual introduction of additional processes. 

	Lack of executive buy-in 
	· Multiple projects competing for resources 
· Leadership hasn’t seen the benefits of deploying Borealis 

	· Build reports fit for executive needs 
· Have them automatically sent to your executive team (Use Scheduled Reports) 
· If Leadership team changed over time, make sure the new team is aware of the purpose and benefits of Borealis 

	Technological challenges 
	· Lack of integration with other systems 
· Undefined internal processes 

	· Come back to the purpose and benefits of Borealis, to highlight the benefits in pushing further systems integration 
· Review with your Borealis contact the possibilities of Borealis integration 
· Processes: if not properly documented yet, conduct workshops to properly draw your flows. Use RACI to determine responsibility levels. Conduct meetings to familiarize your team with the processes.  
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Corrective action plan 
Once you have identified your core challenges and the underlying reasons, build your plan using the template below. 
	Problem statement 
	Actions 
	Measurement 

	E.g. Land team is not logging into the system because they weren’t able to attend training.  
	E.g. Schedule targeted training session with the Land team, develop a land team guidebook. 
	E.g. By the end of the quarter, land team will be meeting the adoption goal of entering 5 communications/week. 
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