Executive Summary
This report includes the recent changes implemented in Microsoft 365 products, the transition from Skype for Business to Microsoft Teams. Microsoft Teams isn't just an upgrade for Skype for Business Online, it's a powerful tool that opens the door to an entirely new way of doing business.
The researcher took the opportunity to put forward the report about the reasons and types of changes and explained about the plan and the implementation stage of Microsoft teams. 
Senior Leaders, programme manager and internal agents influenced employees and users to make them understand about the essentials needs of changes. Microsoft 365 products Skype for the business seen failed to achieve customers expectations and the market share, as the trend of external influence and internal product weaknesses hindered to compete for the market. Complex area and resistance for the changes have been discussed, models of the change management process and the contribution of change agents and adoption teams has also reported.
Researchers examined, reported the whole change process, their successes and their achieved market growth for newly introduced tools Microsoft team, however, the researcher took the opportunity to report about the potential threats and weaknesses of the change and further recommendation advised.


Content Page:
Terms of Reference 2.0 Procedure                                                  Page 2
Introduction                                                                                        Page 3
Findings                                                                                                Page 4-9
3.0 Conclusion                                                                                    Page10
Recommendation                                                                              Page 11
References                                                                                          Page 12
Appendix                                                                                             Page 13











1.0
Terms of reference:   An analysis and critical review of a major change previously implemented by Microsoft corporation 365 products, The transition from Skype for the business to Microsoft teams. Report requested by the lecturer Maria Heffernan. Submission due date by 3rd July 2020.
2.0
Procedure  
The report completed by reading lots of academic books, articles, journals about change management, reviewed feedback and interviews of customers online. A wide researched also made online about Microsoft corporation and their recent changes to Microsoft teams. The researcher also acknowledges the great help and support of Lecture and colleagues to accomplish the report. 























Introduction:
"Change is the law of life and those who look only to the past or present are certain to miss the future."
– John F. Kennedy
A critical analysis and report included by the researcher about the recent change of Microsoft Teams. The researcher took the effort from the extensive and wide research from different sources to identify the reason and types of recent changes in Microsoft 365 products. 
The report critically explains concludes with the details of change processes, the plan and implement stages and the contribution of the leaders and potential weakness and threats.
























2.1
 Findings
According to John Kotter's consultancy, change management: "Refers to a set of basic tools or structures intended to keep any change effort under control. The goal is often to minimize the distractions and impacts of the change." (Smith, 2019)
A change and adaptation of Microsoft teams which enabled employees, users, stakeholders in the organisation such as marketing and sales, finance, HR professionals, engineers and education to communicate and collaborate across all groups. The change distinguished in the organisation a unique benefit to every team to enhance their productivity and to fit them in one world from a single unite Hub.
Recent key changes and success factors:
Microsoft considered an internal rollout of Microsoft teams which is a cultural and operational change, eventually revised and rebranded of Skype for the business. Microsoft Teams is a metrics-driven digital transformation tool, a single integrated user interface that operates consistently across the devices. A greater communication and collaboration hub enables channels and team-based threaded conversions for both public and private, support live and streamed events, enables external application integration, file sharing and real-time collaboration.
As forecasted from Microsoft teams (2019),  the new strategy prepares for employees for a new culture of work. Eighty per cent of an individual's time spent in some form of collaboration. Microsoft Teams has designed open and inclusive for the modern business place and the designed fluid which more than 70 per cent of workers by 2020 will be working remotely.
Microsoft CEO Satya Nadella revealed that recently Microsoft teams reached over 75 million daily users, a big player in the world of videoconferencing, building a big audience and 200 million meeting participants. (Microsoft Teams jumps 70 per cent to 75 million daily active users, 2020)
Microsoft teams, an introduced Hub offering the extended capabilities of Skype for the business, bringing people together for calling, to chat, meeting, collaborating, file storage and file share, an extended opportunity and an application for a person for the single interface to access in multiple application. Microsoft teams a central Hub for the teamwork to do the things done, the right path for the organisation to achieve and navigate the successful journey in one world. Acquired from the source.
(Microsoft Teams adoption strategy prepares employees for a new culture of work, 2019)
Background history
On 4 April 1975 Bill Gates and Paul Allen founded multinational computer technology, Microsoft Corporation. Microsoft developed many products, operational systems, services and holds a greater share in the national and international market. 
Key information about Microsoft and as identified: 
According to Microsoft key facts (2020) Microsoft corporation founded in1975, the CEO Satya Nadella, the headquarter situated in Redmond, USA, It's a Public limited company, Member of the employee as per 2018 total 134,944, present market capital $ 777.62 Billion, Annual Revenue $114.91B and Profit Net Income $ 72.01B as per 2018.
Partners and Stakeholders:
Microsoft teams digitally transform tools operate with the stakeholder government, justice, defence, education, and health customers.

Historical development and 5 key dates of Microsoft corporation seen as:
1975: Microsoft founded, January 1, 1979: Microsoft moves from Albuquerque, New Mexico to Bellevue, Washington
Feb. 17, 2000: Microsoft launches Windows 2000, June   22, 2000: Bill Gates and Steve Ballmer outline Microsoft's .NET strategy for Web services.
Oct. 21, 2003: Microsoft launches Microsoft Office System
June 28, 2011: Microsoft launches Office 365
July 12, 2018: Microsoft 365 for business introduced Microsoft Teams free transition from Skype for business.
(Microsoft in Numbers, 2020)

Reasons and Types of changes
The researcher identified that the modern technoculture and the technological advantage given the skilled workforce, productivity, employees retention, enables better communication and collaboration in the workplaces.
As per Bass and Lanxon (2018) the influence of the trend of modern Techno-innovation apps and the rise of competitors like Apple, Google and WhatsApp reduced the market share of Skype for the business. Also, the reason for the dissatisfaction of Skype for business users was overlooked, such as software update issues, limitation of collaboration, functionalities, and features of the tool.
The research found that the benefit of changes from Skype for the business to Microsoft teams enabled an extensive opportunity to collaborate and communicate in accelerating the business outcome, growth and satisfaction for users and shareholders to get the things done in one hub. (Microsoft Teams upgrade - Microsoft Teams, 2020)
It has also been identified that the change management process and adoption in Microsoft 360 products, Microsoft Teams found fundamentally cultural transformation through the technology and operational changes.



2.2 
The change of Skype for the business bear evident use of Lewin's model in planning and implementing from Skype for business to Microsoft teams. The classical change model introduced by Kurt Lewin (1947) are three stages of model Unfreeze,  Act and move and Refreeze. A change model is a popular approach in the change management for both in the processes and people in the organisation. (Please see appendix)
Benefits of using Kurt Lewin's model and advantage and disadvantage of Kubler- Ross model
Many models have introduced in the change management process. The complex area of the change management process is the people, as the resistance of accepting new things found difficult for the nature of people, for organisational culture, values, beliefs, and the influence from the internal and external aspect.
The Kubler-Ross change curve tool is known as the emotional stage of employees during the transition journey (please see appendix) and helps the management to manage the situation through effective communication. Advantage of using the Kubler-Ross model to understand the emotional stage, easy to understand the situation but disadvantage lacks empirical evidence to support the assumption and fails to explain complex forms of emotion during the change process. (Tahir, 2019)
As CIPD's(2008,p.1) more recent definition is "The behaviour the employees must have, or must have acquire, to input to a situation to achieve a high level of performance." (Gold, Thorpe and Mumford, 2008,p.64)
However, using Lewin's model, the benefits found for the Microsoft leaders as a radical change, to plan and minimize the difficulty of oppositions, helped to change organisational structure, changing the behaviour, attitude, skills of individuals, where employees and users depended on using Skype for business long time.
(Kurt Lewin's Change Management Model: The Planned Approach to Organizational Change, 2020)
The research found that several critics criticized for Lewin's model in radical or transformational changes and also in the planning approach of the change management process. However, in Microsoft executive sponsor as influential senior leaders, programme manager, internal change agents and programme participants were benefited using the model in implementation stage to minimize the disruption of structure's operation and were able to understand that the change of the new product adopted permanently by the employees and users.
The new tool Microsoft Teams feedback and success identified from customers and users as "A single integrated app of collaboration that the companies across the world becoming more agile, shortening cycle times, improving the efficiency of key workflows, and cutting out unnecessary overhead." (Skype for Business Online retirement - Microsoft Teams, 2020)
3 stages of Lewin's model 
According to the Lewin's theory, the unfreeze stage was introduced to the employees and users by the CSEO (Core Services Engineering and Operations ) about the essentials needs of the change by effective communication and explaining the desired support to adopt and implement Microsoft teams.
During the implement phased of adoption, the strategy included training, users survey and analytical tools which presence found within the office 365 admin content pack, created a Power BI dashboard with which the development of adoption could capture the insights and monitor the progress by the programme manager, change agents and adoption teams.
According to Microsoft Teams adoption strategy (2019), the evidence explains Microsoft ran many pieces of training in the adoption stages as such 100 and 200 training sessions launched provided live demos, positively influenced the small and large features of Microsoft Teams that enabled employees and users more productive to adapt successfully.
Unfreeze and Survival guides
Lewin's force field analysis seen considered by the change agents to during the unfreeze stage of Teams by moving to change and achieved the desired situation. After two years of worked closely with teams and customers and from their positive meaningful feedback of using Microsoft teams, CSEO as such programme manager and adoption teams announced the migration of Microsoft teams and retirement of Skype for the business. 
At the unfreeze stage of Microsoft teams, to stronger the driving forces, motivate behaviour, and for effective results, programme manager and change agents introduced survival guide, aims to gather useful materials and information's to increase the effectiveness in the organization and for better use of Microsoft teams. (Microsoft Teams Survival Guide - TechNet Articles - United States (English) - TechNet Wiki, 2018)
2.3 
Microsoft teams have identified as a cultural and techno- operational rollout and upgraded tools of  Skype for the business. The tools failed to meet the user's needs for the insufficient collaboration and communication functionalities, having dissatisfaction of customers feedback and rapid update request made the users upset. It has also been identified as the influence of techno-cultural trend and exclusive innovation from Google, Apple and WhatsApp acquired relatively better market share which hindered the growth of the business of Skype and reduced users.
A change found necessary in the operational process and the influence went through that process to plan and implement the upgrade of Skype for business to Microsoft teams in 2018. ( What's new in the Microsoft Teams, 2020)

According to Lussier and Achua (2014) "The need for the change may be triggered by weaknesses in an organisation's internal environment or because of threats in its external environment."
However, the change in Skype for the business by upgrading skype to Microsoft teams identified as cultural and techno-operational development, a communication tool for its users anywhere any time professional online meeting solution with various functions in a single platform to compete for the market. 
SWOT:            
Strength: Company had only modest success in establishing a collaboration tool beyond email. Microsoft has seen triple the amount of organizations integrating apps with Teams. Microsoft claims over 500,000 organisations are using Teams and it has amassed over 75 million daily users and 200 million meeting, participants.
(Microsoft Teams jumps 70 per cent to 75 million daily active users, 2020)
Weakness: Tool is not easy to use in real-time collaboration. Lacking market leadership in internet browser segment and Cybercrime theft.
Opportunities:  Cloud business growth, Cost leadership strategy, empower today's workforce, Customer support remote collaboration, increase automation in business, Increase volume of transaction.
Threats: Users look for alternatives and ended up on tools. Aggressive competition, Workforce related criticism. Cybercrime and privacy.
(Microsoft Teams: The good, the bad, and the ugly, 2019)
External influences  (Pestle)
Microsoft needs to work on its weak aspects and embrace opportunities.
Technology ​
The rapid adoption of mobile technology in the market which could be the opportunity to acquire a market share of Microsoft teams and threat, as the limited collaboration functionalities seen at present. Increasing volume of online transactions is an opportunity and lack of Cybersecurity system could be a threat. ​
Increasing automation and innovation in businesses could bring opportunity to acquire market share.


2.4
Effective leaders are the role model of changes. A leader must embody the change that he or she wants to see in followers. Effectively managing in the process, focusing on how the needs to infuse new values, expectations and believes in the organisations overcoming the resistance in the change process.
The complex area of change management process identified the people, culture, behaviour, attitude, and skills to adopt new things. Management of Microsoft corporation CSEO (Core Services Engineering and Operations ) knew that the upgrade would be a heavy lift.  As Microsoft was deprecating skype for business where employees and users depended upon.
According to Lussier and Achua (2014) "Leader's responsibility to  communicate the need for the change, especially when the organization is in a crisis state."
The way to overcome the resistance in change process CSEO of Microsoft considered theories carefully to plan and implement the change by open communication with employees and users. Senior member and change agents helped about to understand the need for change and to embrace a tool that would change the way they interacted and engaged with each other and the world. 
In the change, phage employees were critical to adopt and for success. However, to encourage employees to adopt the new product release the internal change agents and the whole adoption team developed an adoption plan to worked closely with the organisational influence.
(Megginson and Clutterbuck, 1995, p 137) expresses as "Building relationship valued in each case the outcome had been expressed in terms of insights, awareness, confidence, breadth of perspective." As seen CSEO (Core Services Engineering and Operations ) the end-users established a relationship with the personnel to execute effective communication and delivered updates for relevant information of development.
According to Owen(2008) "Discussion allows of a complex issue or question by those who have the interest to explore the possibility of collaborative action based on what emerges." The research found facilitating the open channel by the Senior leaders, programme engineer and adoption teams enabled to provide feedback and relevant information to each engineering section who were engaged actively building and developing the product to adopt. (MyAnalytics Team Adoption --Plan - Workplace Intelligence, 2018)
The CSEO (Core Services Engineering and Operations ) deployed the whole team to adopt  Microsoft Teams. Aa investigated When Microsoft teams generally available in March 2017, Microsoft ran Teams and Skype for business side by side to adopt the cultural and operational migration and to be familiar with operational and implement the process.


2.5
Change agents
Change agents are the person who initiates the change and increases organisational effectiveness. Change agents can appoint internally or from external sources. The influential team member is known as the change agents of an organisation who helps to drive, making awareness and engage people in the change management process. The critical responsibilities for the change agents to listen, communicate, motivate, lead programmes activities, idea sharing collect and share feedback with the programme manager.
"Effective change agents must be a good listener as listening helps a leader to have a better understanding of the root causes of resistance." (Lussier and Achua, 2014)
Benefits of internal change agents
Internal change agents involve continuously during the change process, they are from the specific department for a specific period, familiar with the colleagues to communicate, understand the attitude, behaviour, skills, and organisational culture. Smoothen to promote behaviour skills and effectiveness in the change process.  (Change Agent: Meaning and Role | Organisation, 2020)
The research found that the internal change agents established a strong relationship with the employees and adoption teams during the migration phases of Skype for the business. The open channel enabled effective communication, facilitated the movement by delivering relevant feedback from each group and actively build and improved team products in the change process. The contribution of change agent empowered employees to build confidence and effectiveness to adapt and develop the product. 


3.0
Conclusion
Skype for business to Microsoft teams represents a cultural operational transition in the organisation a communicate and collaborate tools with an extensive functional opportunity to work remotely in a single Hub.
During the change process, senior leaders, programme manager, change agents and the whole operational team and their contribution took challenging efforts who actively promote the value of healthier work habits. Their effective communication, support and positive work culture helped to overcome resistance, to work smoothly in the complex the areas and to adopt and implement the transition from Skype for the business to Microsoft teams.
Core engineers and change agents used change models, applied strategic plan to overcame resistance and the barriers in the changes process.
Change found difficult as employees and users depended on Skype for the business long time. The leaders influenced the essential needs of changes, in many phases, adoption teams organised training and development courses to improve the behavioural skills of employees and users to achieve the desired result. The open channel, effective feedback and relationship moved forward during the transition period to achieve the development.
External and internal influences and weakness were observed by Microsoft and taken consideration during the transaction,  still, potential weakness and threats were not properly taken in account for the future plan and users found difficult to use the new tool and unseen threats from cyberhacker is a concern to the users and customers.
 However, Microsoft Teams optimized its capabilities to communicate and collaborate in a new way and break down its barriers in the organisation and also for the geographical aspect.
Microsoft Teams encouraged users and shareholders to adopt the technological changes an extensive experience and business realization and they are proud for the success as 500,000 organisations are using Teams and it has amassed over 75 million daily users and 200 million meeting participants at the moment.
So far Microsoft achieved the transition for Skype for the business to Microsoft teams successfully, but as observed there are still few things found weaknesses and threats for the new tools which can be a cause of customers dissatisfaction and hinder the market share and face potential competitors in future. As per required change plan to implement for continuous success. 







4.0 
Recommendations:
Future planning and implementation in the change process.
It has been identified, despite the enormous success of Microsoft teams and its users' meaningful feedback, customers and users found it difficult to use the Hub and that could potentially switch customers to another provider.  To enable smooth and comprehensible use of Hub, change and urgent action advised in future.
Microsoft should concentrate on the growth of internet users support, look at upgrading versions and further innovation and strong Cyber securities to protect the data and information.
External Influences, as many competitors such as Apple, Google, Zoom and WhatsApp ran open network and upgraded version of collaboration and communication apps and mobile technologies. Microsoft teams should consider new trends and apply mobile technologies with better functionalities to attract Users and customers to protect switching to another provider.
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