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Identify opportunity for change

1 Choose a plan

2 Select participants



Choose a Teamwork plan

Focus - Reserving longer periods of time to focus and reach 

a state of flow can lead to higher productivity. Participants in 

this plan will be encouraged to adopt work and 

collaboration habits that help boost innovation. 

Collaboration - Collaboration is essential, but sending 

emails during meetings, redundant attendees, and 

conflicting meeting times can decrease efficiency and 

productivity. Participants in this plan will learn habits to 

optimize their schedules and make the most of collaboration 

time.

Wellbeing - More flexible schedules, global workforces, and 

modern technology have boosted the productivity of 

distributed teams, but workers still need the ability to log off 

and recharge. Participants in this plan will learn tactics for 

achieving and maintaining an optimal work-life balance.

Questions to consider

Do employees have time to focus on important 

work?

Where in the business do you see the most 

burnout or attrition?

Can you support existing change initiatives?

Do internal survey results point to a specific plan 

type?

Which parts of the organization voice concerns 

around work culture (and why)?



Select participants

Best practices

Use these guiding questions based on the analytics provided by the Workplace Analytics app:

• How much time do people get to focus on important work?

• How much time are people spending in meetings?

• How much time is spent in low-quality meetings?

• How much time do people spend working outside of normal work hours?

• Are there existing change initiatives that you can support?

• What themes resulted from the last employee engagement survey?

• Which parts of the organization voice concerns around work culture (and why)?

• Where do you see the most burnout or attrition in your business?

Use context



Set up a plan

1 Plan roles

2 Plan structure



Executive sponsor

Well-defined and empowered team

Program manager

Change agents



Executive sponsor

The executive sponsor is an influential senior leader who actively promotes the value 
of developing healthier collaboration habits.

• Participate in defining and communicating the goal’s purpose.

• Remove obstacles in the way of the team’s success.

• Build excitement for the change plan.

• Participate in select plan activities.

• Serve as a role model for behaviors that you want to promote.

• Encourage managers to participate and support the change.

Core responsibilities



Well-defined and empowered team

The plan participants are also known as a team. While no minimum team size is 
required, a team comprised of between 10 and 20 participants is ideal. If a team has 
more than 20 people, consider creating subgroups based on common characteristics 
and assigning change agents to lead each subgroup. 

• Learn how to leverage Microsoft Viva Insights and/or MyAnalytics for behavioral change.

• Participate and share ideas in group discussions and check-ins.

• Complete all plan surveys.

• Provide input to help set goals.

• Commit time to learning about behavior change.

• Experiment with new behaviors.

• Provide feedback on the plan.

Core responsibilities



Program manager

The program manager is the main architect of the plan and leads implementation. 
This person can either be the manager of the plan participants or another influential 
team member who is endorsed by the manager.

• Secure support from an executive sponsor if the plan is not driven from the top.

• Identify, train, and manage change agents.

• Remove obstacles in the way of the team’s success.

• Lead plan communications and regularly reinforce the plan purpose.

• Structure the change plan and lead activities.

• Lead discussions and idea sharing at check-ins and through collaboration channels.

• Collect, manage, and analyze plan feedback and data.

Core responsibilities

Plans

https://docs.microsoft.com/workplace-analytics/tutorials/solutionsv2-task


Voluntary change agents

Change agents are influential team members who help drive plan awareness and 
engagement. They are great communicators, enthusiastic, and forward thinking. 

• Amplify plan communications.

• Build excitement for the plan.

• Champion Viva Insights and/or MyAnalytics and act as internal product experts.

• Lead select plan activities, such as plan check-ins.

• Prime discussions and idea sharing through collaboration channels.

• Collect and share plan feedback with the program manager.

• Serve as a role model for behaviors that you want to promote.

Core responsibilities



Plan structure

Plan purpose statement

Plan duration and dates

Plan components

Communication plan

Supporting activities



Plan purpose statement

To be enthusiastic about a change plan, participants need to believe in the purpose 
behind the change. When people are asked to behave in a way that conflicts with 
their beliefs, they tend to resist change. Therefore, a plan’s executive sponsor must 
partner with the Plan manager to define a compelling purpose statement. The 
following questions can help to define the plan purpose. Be sure to get input from 
team members as you refine the plan purpose.

• What do you want to change about your existing collaboration habits?

• Why is this change important for the business?

• What are the employee benefits of the change?

• What is the risk of not changing?

Define your plan purpose

Plan purpose statement 

https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-intro#a-program-purpose-statement


Plan duration and dates

Workplace Analytics typically recommends a plan duration of 12 weeks to give 
people adequate time to learn how to use Viva Insights and/or MyAnalytics, process 
new learnings, and experiment with new behaviors. Depending on your team’s needs 
and where they are in the behavior-change journey, plans might be shorter or longer.

• Find a period when you expect few major disruptions to your team’s calendar.

• Avoid the holiday season and summer vacation to avoid atypical work weeks.

• Consider your team’s rhythm of business. Avoid peak workload periods or around big or unusual projects.

• If Viva Insights and MyAnalytics are new to your team, wait at least two weeks after getting it set up for your team before 

starting a change plan. This gives participants time to baseline behaviors and get used to the product’s capabilities.

Best practices

Viva Insights MyAnalytics Team adoption plan 

• Enrollment in plan through Workplace Analytics 1+ week in advance of plan start.

• Viva Insights, MyAnalytics, and Workplace Analytics licenses assigned 2+ weeks in advance of plan start.

Technical specifications

https://docs.microsoft.com/workplace-analytics/use/viva-insights-intro
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-plan#program-duration-and-dates


Plan components

Design your plan to meet the needs of your team. Familiarize yourself with the 
resources available, either from Microsoft or an alternate source, then select the ones 
that will work best for your team. For example, if your group communicates well by 
using a collaboration application and you are aiming to minimize the weekly time 
commitment, you might choose to exclude weekly check-in meetings and rely solely 
on the application for plan discussions.

• Determine the right dates and frequency for each component.

• Consider the applications your team uses to collaborate—maybe you can minimize time commitments by using the app for 
plan discussions.

• Estimate a weekly time commitment for your team and include the estimate in plan communications.

• Consider when you want the executive sponsor to be most visible and active during the plan. Include these touch points in 
your schedule.

Best practices



Communication plan

Successful change plans rely on consistent and transparent communication. Use these 
communications to address expectations, communicate the plans, and explain how 
the change will affect employees.

• Focus on the impact of the change on the employee.

• Be clear about what you know now and what you do not know now.

• Let employees know when more information will be available.

• Be clear how employees can provide feedback about the plan.

Best practices Plan launch email

Have the executive sponsor send it.

Keep it as short as possible. Rely on links to more 
detailed information when available.

Personalize the message to draw attention.

Frame the plan as an opportunity for learning and 
experimentation.

Provide employees with plan contact information 
and easy feedback channel.

Include the Viva Insights and/or MyAnalytics 
Privacy information.

Use Microsoft’s communication template

Viva Insights Adopt MyAnalytics Develop a communications plan 

https://docs.microsoft.com/workplace-analytics/use/viva-insights-intro
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/adopt-myanalytics
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-plan#develop-a-communications-plan


Supporting activities and resources

Kickoff meeting

• The kickoff meeting is the first event in your plan, following the plan launch email, and should be scheduled for at least one 
hour. See Kickoff meeting to learn more about proposed agenda items and other strategies.

Surveys

• In addition to the quantitative data that Viva Insights and/or MyAnalytics provides, you can use surveys to collect qualitative 
data before, during, and after your plan. See Create surveys for more about survey recommendations.

Learning modules

• Use learning modules to help you set up and use the Viva Insights and/or MyAnalytics data. They are organized by 
collaboration topic to help you build new work habits and learn how to use Viva Insights and/or MyAnalytics more effectively.
See Learning modules for more details.

Habit playbooks

• Habit playbooks show how to use Viva Insights and/or MyAnalytics to turn specific behaviors into habits using the Habit-
building method. See Habit playbooks for examples and templates.

Check-ins

• Check-in meetings let you and plan participants discuss plan learnings and the experience in general. See Check-ins to learn 

more about check-in meeting best practices.

Collaboration channel

• Adding a social component to your plan will help spread new habits. Try to set up a collaboration channel, such as a 
Microsoft Teams channel, to support your plan. See Establish a collaboration channel for more best practices related to 
collaboration channels.

https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-implement#kickoff-meeting
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-plan#create-surveys
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/adopt-learning-modules
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/adopt-habit-playbooks
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-implement#check-ins
https://docs.microsoft.com/en-us/workplace-analytics/myanalytics/use/mya-adoption/team-adopt-plan#establish-a-collaboration-channel


Engage

1 Plan development

2 Plan maintenance 

3 Microsoft partnership (optional)



Plan development

• Identify population goal (1 to 2 hours)
• Discuss opportunity with group managers and teams.

• Recommended: Review Workplace Analytics data and engagement survey results,

• Enable licenses (30 minutes)
• Work with IT Admin to enable Viva Insights and/or MyAnalytics and Workplace Analytics licenses for appropriate 

population and enable program manager with Analyst or program manager role in Workplace Analytics.

• Create communication plan (30 minutes)
• Tailor Microsoft template for your team to communicate what is the need for the change why the change should 

matter for your company.

• Optional: Request executive support for broad communication.

• Establish cadence of supporting activities (1 to 2 hours)
• Determine bandwidth available (for you and your participants) and expected ROI of support activities.

• Recommended: Arrange kick-off call to share goals and objectives of plan.

• Recommended: Select from out-of-the-box Viva Insights and/or MyAnalytics and other collaboration best practices 

training.

• Optional: Arrange cadence of check-ins with participants to solicit feedback.



Plan maintenance

• Review plan progress (30 minutes each week)
• Review Plans Track dashboard weekly to measure change.

• Optional: Share results with stakeholders and modify plan components based on findings.

• Support behavior adoption through supporting activities (1 to 2 hours each 

week - optional)
• Optional: Get started with predefined activities (kick-off calls and trainings).

• Wrap up your plan (1 to 2 hours)
• Communicate the completion of a successful plan and thank participants for their effort.

• Recommended: Share plan impact with participants and stakeholders.

• Optional: Arrange a plan review session with participants and stakeholders.



Microsoft partnership (optional)

• Pre-launch (low investment)
• 30-minute meeting in advance of plan launch to review goals, participants, stakeholders, and other components.

• 30-minute meeting for Microsoft-guided plan set-up (can be combined with previous discussion).

• During the plan (moderate investment)
• Bi-weekly 30-minute check-ins with Microsoft Product team to review Track page results and discuss plan progress, 

product feedback, and troubleshoot.

• Short mid-plan survey (provided by Microsoft) for program manager and 5 plan participants.

• Recommended: Arrange Microsoft-led Viva Insights and/or MyAnalytics or other best practices training (in person or 

remote).

• Post-plan (low investment)
• 60-min plan review, debrief, and next steps discussion with Microsoft Product team.

• Optional: Short post-plan survey (provided by Microsoft) for program manager and 5 plan participants.



Sample plan timeline



Measure progress

1

2

Track progress through Workplace 
Analytics (and iterate)

Bi-weekly check-ins



Track progress through Workplace Analytics (and iterate)

Best practices:

• Encourage informal group or buddy chats to discuss progress and assist with challenges.

• Schedule a check in every 2 weeks with plan participants to review progress and identify any issues, which you can resolve as

needed.

• When people get stuck, remind them to “think globally, but act locally,” and then take action where you can.

• Conduct mid-point surveys.



Bi-weekly check-ins

Best practices:

• Dedicate part of the agenda of an existing team meeting for these check-ins.

• The recommended duration time is 15 to 30 minutes, depending on the agenda and size of the team.

• Hold meetings virtually, in-person, or a mix of both depending on where team members are located.



Spread the change

1

2

Habit formation

Best practices



Habit formation

Rewards are critical to habit formation. We’ve all heard about how animals, such as rats, dogs, and monkeys, can 

learn new behaviors in labs when given rewards, such as food. Human beings are no different from other animals 

when it comes to habit formation.

In his book The Power of Habit, Charles Duhigg describes the habit-formation process as a three-step loop. “First 

there is a cue, a trigger that tells your brain to go into automatic mode and which habit to use. Then there is a 

routine, which can be physical or mental or emotional. Finally, there is a reward, which helps your brain figure out 

if this particular loop is worth remembering for the future.”

Rewards can come in many forms and can be delivered in many ways. Structures, processes, systems, target 

setting, and incentives all offer ways to reinforce and embed the changes that you want. The challenge is 

selecting the right reinforcement mechanism. The way a reward is delivered also matters – timing of rewards and 

perceptions of fairness also impact effectiveness (The Four Building Blocks of Change).

https://www.mckinsey.com/business-functions/organization/our-insights/the-four-building-blocks--of-change


• Send ROI and analysis to sponsors and managers.

• Present progress, feedback, and next steps to the participants.

• Ask questions like: What did you get out of the plan? What would you do differently?

• Conduct post-mortem surveys.

• Determine next steps.

• Repeat the process with another team.

• Periodically and publicly recognize a member of your team for demonstrating healthy collaboration habits, and explicitly 

state the reason they were selected – for example, for always including an agenda in meeting invites. Consider 

combining this recognition with a reward such as a gift certificate to an awesome new restaurant. 

• Make a routine of sharing stories at team meetings about how healthier collaboration habits have enhanced 

performance and culture. For example, a reduction in after hours has enabled team members to attend more family 

events in the evening.

• Restructure a current highly visible system or process, such as a weekly team meeting or periodic business review, to 

reflect new team-collaboration norms.

• Require managers and executive sponsors to commit to consistently and visibly role-modeling new behaviors.

• Continue to offer learning opportunities – for example, send articles about healthy work habits and offer specific 

additional training around meeting facilitation or writing.

• Share the link to Viva Insights and/or MyAnalytics Individual adoption with your team so that they can continue to use 

Viva Insights and/or MyAnalytics on their own to sustain new habits and build additional ones.

Best practices to spread change

https://docs.microsoft.com/insights/viva-teams-app-install
https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/indiv-adopt-get-started


Plan resources: Habit playbooks and templates

https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/adopt-habit-playbooks


Plan resources: Learning modules

https://docs.microsoft.com/workplace-analytics/myanalytics/use/mya-adoption/adopt-learning-modules


Optional plan components

In addition to the Viva Insights and/or MyAnalytics metrics you will track during the plan, you might choose to 
define a supplementary outcome metric to measure outside of Viva Insights and/or MyAnalytics. This metric could 
include engagement or productivity measures and can help you understand and communicate the effects of the 
overall plan.

Establish a control group to measure whether the habit changes that occurred during the plan resulted from the 
plan or from other changes in your business. A control group is a group of people similar to your group but who 
do not participate in the plan. Comparing the control results with the plan metrics can help you gain a clear 
understanding of the drivers of change.

Control group

Supplementary outcome metrics



Technical Resources

Workplace Analytics setup

Viva Insights setup

MyAnalytics setup

• Workplace Analytics Plans setup

• Learn how to use Viva Insights and MyAnalytics

https://go.microsoft.com/fwlink/?linkid=2002303
https://docs.microsoft.com/workplace-analytics/use/viva-insights-intro
https://go.microsoft.com/fwlink/?linkid=2005209
https://docs.microsoft.com/workplace-analytics/tutorials/solutions-intro
https://aka.ms/viva-insights-app
https://go.microsoft.com/fwlink/?linkid=2005405


Can a manager enroll their employees in more than one Plan?

An employee can only be in one change management Plan at a time. If a Plan is launched, then the system will notify the manager if one or 

more of the team is already enrolled in a plan.

Are plans meant to target individual employees who need improvement? Is this a disciplinary plan?

Plans are change management plans that are meant to encourage behaviors and discourage others. For example, if a team in the organization 

spends a lot of time working after hours, and you enable a change management Plan to target that behavior, individuals in the team will get 

inline notifications that suggest ways to reduce after-hours work.

When will the Plan start?

All plans start the Sunday following the Plan activation. Participants will receive their first updated Viva Insights in Microsoft Teams or in a 

MyAnalytics plan digest email on the Monday following the plan start. The manager can choose or edit the start date on the activation screen 

when launching the plan.

Will a manager receive data about the plan as soon as they begin a Plan?

The data about the Plan’s performance is available in stages. The cohort average for the preceding twelve weeks is available right away. The 

cohort performance can take up to two weeks to populate on the Track page. 

What is the minimum group size?

In Workplace Analytics Admin settings, admins can set the minimum group size for your organization. They cannot reduce this setting below 

the absolute limit of five people. For details, see minimum group size setting.

What if you see little to no change in behavior?

Change takes time, and seeing updated metrics is only one of the ways to measure progress. Others have been successful by using surveys and 

regular check-ins to measure progress qualitatively as well as watching the numbers.

FAQ

https://docs.microsoft.com/en-us/workplace-analytics/use/privacy-settings#minimum-group-size

