
 
 
 
 

Many nonprofits are intrigued by the potential of cloud based storage systems to store and 
manage their documents and deliver value.  At Community IT Innovators, our experience 
has been that although SharePoint and other cloud based platforms are a great fit for many 
organizations, they require a major investment in time, and have many collateral costs.   
 
Our approach is to evaluate the business case for moving to cloud file storage; involve 
multiple stakeholders throughout the migration; spend time on pre-panning, defining roles, 
and developing a strategic approach; design the meta-data Information Architecture (IA) 
and test with super users and staff champions; finally rolling out in phases, while 
maintaining written governance policies and expectations. 
 
These steps are the Community IT Innovators approach to successfully implementing a 
document management cloud migration project.   
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This graphic and more resources available here 
http://www.communityit.com/resources/may-2016-successful-sharepoint-
implementation/   
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Introduction: Starting a Document Management Migration 
 
Many nonprofit organizations are looking for cloud based document management 
solutions that will provide their users with easier and more widely available access to 
documents, more robust collaboration and sharing capabilities, versioning, and 
dynamic records management.  These are all features that can benefit most 
organizations, and are beyond the capacity and functionality of the traditional on-
premise file server. 
 
Mobility is changing the way we do business, and it is having an enormous impact on 
the way we manage documents. Before the “cloud,” most organizations used a 
physical file server to store their documents. Workers developed ad hoc systems to 
manage these documents.  Who did not, at some point, copy a file to their desktop? Or 
email a file to themselves to work on it later? Or save file after file with slightly different 
version names?  These clunky but often effective workarounds can persist into the new 
cloud platform where they no longer will work.  And if a new cloud system is not 
implemented thoughtfully, with full training, workers now have the ability to fashion their 
own “Shadow IT” system - meeting their needs by working around the official system. 
 
Over the past 5 years, nearly every Community IT infrastructure project has included 
some cloud document management component. As we have helped clients plan and 
migrate their platform for managing documents to the cloud, several trends have 
started to emerge.  
 
As you think more seriously about migrating to a cloud based document management 
solution consider our tested and proven methodology: 
 

1) Outline your requirements to build your business case 
2) Define your project scope using research and due diligence 
3) Set expectations and educate users and management early with regards to: 

o what the system can and can’t do 
o extended time and investment of time required 

4) Focus on usability, usability, and usability 
5) Engage senior management as champions 
6) Expect your implementation to take time, and plan accordingly.  This is a major 

investment you are undertaking, and needs planning and attention to succeed. 

 
Outline Your Requirements 
 
There is a myth that the many benefits of a cloud solution will, by fiat, solve most of an 
organization’s IT problems. To ensure the success of a cloud information system project 
you need to start by clearly defining the business case for this specific project. Nonprofit 
organizations are often well suited to analyzing their own business case – when they  
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apply the same scrutiny and diligence that they would to designing a program or 
applying for a grant.  
 
What set of problems do you want to solve?  
 
This first step is to get a clear understanding about the business context for this project in 
your organization.  This will enable you to develop a list of business requirements. Some 
good questions to answer as part of this exercise are:  
 

• What documents do users need to do their daily jobs?  
o What daily processes (such as volunteer management, client intake, 

editing, or marketing) require users to access shared documents?   
• What are some of the challenges users are facing with current system? 
• What types of documents are stored in your current system? 
• Who needs access to which documents? Does your organization have 

documents that need specific security or restricted access, such as HR, SSNs, or 
HIPAA? 

• What are the most important document use cases at your organization? 
• Are there any business processes that can be simplified?  

 
It is also important to understand and inventory your content. What files does your 
organization generate?  Draw up an outline of the content types in your organization. 
At Community IT we use a variety of techniques to better understand content:  
 

• Perform a content inventory.  
o For content inventory, we currently recommend Treesize Pro from Jam Software 

http://www.jam-software.de/treesize/index.shtml and there are other tools. 
o For migration to Sharepoint specifically, you can try the many tools on the market 

such as Sharegate http://en.share-gate.com or  
Avepoint http://www.avepoint.com/products/sharepoint-infrastructure-
management/sharepoint-migration/  

• Focus on recently modified files. 
• Separate documents from images and databases. If your content contains a 

large amount of image files you might want to look for a digital asset 
management system (DAM). 

o There is a basic set of features within Office 365 – SP Online that helps with 
the storing of media, but if more sophisticated features are needed, go 
with a full DAM system. 

• Interview stakeholders on how content is being used, found, and accessed. 
• Shadow stakeholders for a few hours and observe/discuss the content they use 

and need access to. 
 
Understanding the key technical and functional requirements of the new system is also 
an important part of the process.  The following questions can help to identify critical 
requirements.   
 

• Are you trying to replace a file server that has reached end of life? 
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• Do you need a new file sharing solution to meet new compliance needs? 
• Do you need an easier way to remotely access data while outside the office? 
• Do you need a system that makes it easy to share data with external partners, 

field offices, or remote users?  
• Do you need larger mailboxes? 
• What systems currently integrate with your document files?  Perhaps more 

important, which systems will need to integrate with the new system? 

Keep in mind any integration needs that might come up as part of this transition. Except 
in rare circumstances, it is unlikely you will be replacing all your systems at once. You will 
need to build integration capacity into your requirements between any systems you 
keep, that need to interact with your new document storage.  Some common 
examples of this are Salesforce or Docusign.   
 
You will also need to pay attention to compliance requirements. For instance, if your 
organization’s work involves healthcare you might be required to keep certain files for 
more than 5-7 years. Developing these requirements will help you narrow down your 
choices between different solutions. 
 

Define Your Project Scope Using Research and Due Diligence  
 
After you have defined your business case will you also need to define the appropriate 
project scope: requirements, schedule, cost, system design, success criteria and 
deliverables. These are the foundations for a successful cloud deployment project.  
 
Begin with research.  Network with colleagues to learn about their systems, and any 
pros and cons they can pass along. In other words, the sales rep interested in selling you 
a product should never be your only source of information on what that cloud solution 
does and how it works in real life. 
 

Here are a few examples of due diligence around pros and cons of a cloud 
based document management solution:  
 

• Your current file sharing solution requires you to download email attachments 
to your local computer hard drive before you can save it to the on-premise file 
library. Your future cloud collaboration platform will allow you to save email 
attachments directly from your email client and reduces the time it takes to 
save each attachment by a few minutes. Highlight this efficiency gain! 

• Conversely, if it will take two steps to store email attachments with the new 
system instead of the one step you currently use, make sure that no one will be 
surprised at roll out to find out it will take a minute or two longer (but highlight 
that with the new system email attachments will be searchable/shared, etc). 

• Your current file sharing solution has a 5GB per user storage quota for user but 
your future cloud file sharing solution has a 100GB per user storage quota. 
Highlight the increased data store limit, perhaps with examples of the number 
or types of files you will be able to store, or current usage as a benchmark (most 
users don’t really know jargon about storage) 
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Set Realistic Expectations 
 
When proposing changes to your organization, it is essential to set realistic expectations 
as early in the process as possible. Although you can start by highlighting the biggest 
benefits and efficiencies of the new systems, you will also need to be honest about the 
potential limitations.  You may reduce functionality in different operating systems, your 
new system may have additional software and hardware that will need to be 
purchased, or you may have incompatibility with existing systems that will no longer 
integrate.  The user interface will most likely change, and in some cases will change 
dramatically.   
 
A good consultant or sales rep should be able to tell you the cons as well as the pros 
about moving to cloud based document storage. Community IT Innovators has started 
to regard our introduction to SharePoint as an “un-selling” process – we consciously 
point out the negatives, which can help us gauge an organization’s tolerance for 
change.  If the benefits are seen to outweigh the drawbacks, then we know we have 
good organizational buy-in for the project. 
  
In the decision making process you will need to examine carefully any processes that 
need to be changed, or created, for effective use of the new platform. If there are any 
hidden or future costs associated with the system, they need to be brought to light. 
 

 
 
 

Here are some examples of process change or hidden cost considerations: 
 

• Your organization stores large video files in your on-premise file server but your 
future cloud file sharing solution does not support files that are larger than 1GB. 
You will need to inform your design team that they will need to continue to use a 
local server or find a new solution such as a Digital Asset Management solution. 

• The data file for your organization’s accounting database is stored on the 
accounting share of the on-premise file server. If you are migrating to a cloud 
document management platform and the on-premise file server will be 
decommissioned, you will have to find a new solution for storing the accounting 
data. This additional cost needs to be included in the total project cost. 

• Your organization doesn’t have a password expiration policy on your on-premise 
email system but your future cloud email solution requires passwords to be 
changed every 90 days. You need to confirm that all staff understand they will 
now change their passwords every 90 days. 

• Your current file sharing system uses the desktop user interface for managing files 
but your future cloud solution is a browser-based system. You will need to 
convince your colleagues that the browser can be an effective file management 
tool. 
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You should expect to be able to test the proposed systems with specific examples of 
your business case (which your proposed system should improve, not just change!)  For 
example, you should expect the sales rep or consultant to be able to show you either a 
demonstration with a sample file from your organization, or a very similar user case. 
Ideally different systems can be tested on the same file set, by your staff who will be 
users, to determine which of them best meets the defined business case. 
 

 
Finally, you will need to take into consideration the culture of your organization and 
plan for roll out, training, and usability testing and corrections after implementation.  
Your decision on a new cloud system shouldn’t be delayed by a fear of roll out, but a 
good sales rep or consultant will help you take roll out and training demands into 
consideration as you compare products.  
 

Here are a few examples of issues with training users and recruiting champions: 
 

• How difficult is the retraining going to be for your organization?  Do you have 
enthusiastic technology adapters or is your organization culture more cautious?  

• Do you have executive cheerleaders who can shepherd the roll out along?  How long 
will you have executive support, and how enthusiastic will your leaders be? 

• How long have similar organizations taken to roll out the proposed system? 
• Does the system appeal to more technology minded adopters, so your technophobes 

will be hopelessly confused by the training?  Is your proposed system and training 
heavily focused on non-technical users, which will leave your more tech-savvy staff 
bored and underwhelmed? 

• What is your plan for usability testing over the first year, and are modifications possible 
after your roll out?  What are the prospective charges for modifications after roll out?  
Is the system geared to be “set it and forget it” or does it evolve with use?  Could it 
evolve out of control once users start creating their own files and sub systems?  How 
will you update and maintain your new system over time? 

 

Some examples of testing different options: 
 

• Most cloud based solutions have a trial subscription period during which you can 
test use cases and review the user interface for free. Testers at your organization 
should set aside time to delve into the new interface and try to use it, not just 
browse through it. 

• The testing should involve different types of users: power users, average users and 
neophytes.  

• You also need relevant stakeholders involved in the testing phase: department 
heads, staff, executives, external partners etc. For example, if the business need is 
successful collaboration with field offices, you will need to include field office staff 
in the testing phase of the project.   

• If you are in a mixed operating system environment you will need to test the new 
cloud platform on different operating systems that are in use. 
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Focus on Usability, Usability, and Usability 
 
Your users will help you with two major aspects of your 
migration.  First, they should be the driving force behind the 
business case – what needs your project must fulfill.  
 
Second, through their adoption of the new system, users 
demonstrate the value of your investment.  The more efficiently 
and productively your users can work, the more work boxes 
your solution can check off for them, the more value you will 
demonstrate.  Successful attention to user adoption is often the 
difference between success and failure. 
 
These two aspects are inter-dependent and mutually 
reinforcing. Involving users in defining the specifics of your 
business case will increase the likelihood that your solution will 
address those specifics and have a positive impact on their 
work.  The better the impact, the more users will embrace the 
change and champion the new system.  
 
As you engage in this project, keep usability front and center in 
writing your requirements and planning your implementation. 
Make sure you understand your users, their use patterns and 
their needs. Use peers and influencers within your organization to set expectations for 
the new normal. Many users will fear change. Get them over this hurdle with empathy 
and support. 
 

A cloud based 
solution might 
address every single 
need presented in 
the business case, 
but still fail due to 
poor usability.  
 
The tool or interface 
may not be a good 
match to the work 
culture of your users, 
may be over 
complicated, or not 
robust enough, may 
have a steep 
learning curve, or 
may allow users to 
bypass it entirely 
without penalty.  
 

To begin building your user case and gathering user champions, you can start by 
conducting a pilot project. 
 

• Identify at least 3 business use cases where gains are easy to see, workflow is critical to 
your organization, or where a natural internal champion exists.  Three examples might 
be a committee that edits documents together, staff who must be able to work 
remotely, or an executive who’s been pushing for your project. 

• Appoint a champion for each use case and give them advanced training 
• Create complete organizational buy-in. Engage your executives. Demonstrate the 

results of the pilot project or advance training. An in-house peer-led demonstration is 
more convincing than a sales demo, and any consultant or sales rep worth their fee 
should be happy to enable this. 

• Show your users the benefits of adopting this new system. Showcase efficiency gains 
found in the pilot users group. 
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As with all technology solutions, it does not matter how well you plan for your migration 
and how much it will benefit your users if they don’t know how to use it. Don’t forget to 
provide training to your users on the most common tasks. This may be most important to 
increase user adoption! 
 
  

Microsoft and SharePoint Usability Notes 
 
If your users are heavily reliant on Microsoft Office applications, take advantage 
of this! One of the key methods of gaining user adoption of SharePoint is 
leveraging the integration of SharePoint with Microsoft Office (2013 & 2016) and 
Microsoft Windows (7, 8 & 10). 
 
You can leverage this integration by: 

• Adding the SharePoint Site to their Office 2013 applications 
• Adding SharePoint Site’s document libraries to their Office 2013 

applications 
• Adding SharePoint Sites to their browser favorite’s bar for easy access 

Outlook integration can also help to ease the transition. Most Outlook users 
collaborate by sending files as attachments. By default, Outlook opens the local 
“My Documents” location when attaching a document. Users then need to go 
through the confusing and time consuming steps of manually enter the SharePoint 
document library to attach those documents.  
 
Here are some tips to help: 
 
Attaching a document from my SharePoint document library to Outlook 

• Compose your message as usual 
• Click on “attach a file” 
• Enter your SharePoint Site address and click enter 
• Navigate to your location 

Another option is to send the attachment from within the document 
• Go to the “file” tab in the document you want to send 
• Click on “share” select “email” and send as attachment 

It is also worth mentioning the other options available from the “Share” option are 
to share from Office365 itself, convert to a PDF and send as attachment, or simply 
send a direct link. You can also invite people within your organization to share 
documents, and you can set edit or read only permissions. 
 



Cloud Migration for Document Management  
White Paper 2017 
Page 9 

 
Community IT Innovators | 1101 14th Street NW, Suite 830 | Washington, DC 20005 | 202.234.1600 | CommunityIT.com 

 
 

 
 
Engage Senior Management as Champions	
	
Gaining the support and engagement of senior staff is so important, we believe it 
requires special attention.  
 
One or more members of the senior management team should be designated as a 
project sponsor to champion the project and give it the appropriate organizational 
priority to ensure its success. The project sponsor should also be the lead for internal 
communication and should stress the importance of active participation by all relevant 
stakeholders.  
  

Here are two concrete examples from our Community IT Innovators experience 
where executive sponsorship was critical for project success or failure: 
 

• In one file migration project, the on-premise file server was being decommissioned 
and the organization was moving to a cloud based document management solution. 
At the halfway point the project was behind schedule.  We learned non-IT staff didn’t 
appreciate the benefits of the system and were not actively participating in the 
required training. We convinced one of the Vice Presidents to become the project 
sponsor. He communicated the benefits of the new system to the other senior 
management staff and helped them incorporate the training into their weekly 
meetings. The VP’s efforts helped complete the project within budget and on time. 
 

• One client had new compliance needs and embarked on a migration from one 
cloud file sharing system to a more secure platform. The senior management team 
were not involved in the initial decision. Department heads did not communicate 
milestones with their team members. Fewer than half of the staff attended training, 
reviewed the manual or watched the training video, and the CEO was not aware that 
the new system had a different user interface. The CIO had failed to communicate 
these important project requirements to the other executives in the organization. The 
project was canceled one week after the rollout and the client migrated back to their 
old file storage platform despite its security risks. 
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Expect the Implementation to Take Time, and Plan for it to Take Time 
 
Timing is vital. 

• You will need the attention of all stakeholders who will use the new system.  
• You should schedule the project when there won’t be other competing 

organizational priorities. For example, don’t schedule a cloud migration project 
just before an important annual event such as a conference or board meeting.  

• While there maybe be better times to implement this project, there will probably 
be no perfect time. Part of your planning should be an assessment of your 
organization needs and any mission critical aspects of your implementation that 
will determine your schedule.   

o For example, if you need to change systems for security reasons, a long 
methodical roll out may place your organization at risk and speed up the 
urgency of your implementation.  

o Conversely, if you know your organization will need to manage an annual 
conference, you might create an implementation schedule with 
deadlines spread over time and a break in the middle to focus on the 
conference. 

• Plan for implementation to take longer than you expect, and build flexibility into 
your schedule to allow for breaks in training and delays in roll out due to other 
schedule priorities and unexpected events. 

 

photo credit: http://www.flickr.com/photos/10278395@N08/3494382794" vintage alarm clock via http://photopin.com 
https://creativecommons.org/licenses/by-nc/2.0  
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Checklist of Questions for Consultants on Cloud Migration Projects 
 
Be sure to ask your consultant, IT Provider, Managed Services Provider (MSP), or IT 
Department the following questions before embarking on a cloud migration project. 

People 
• What experience do they have with the proposed solution?  How many times 

have they implemented this solution?  Do they have a single solution and 
expertise that they (are paid to) recommend or can they help you compare 
solutions?  

• Conduct extensive interviews with their references (hopefully nonprofits of similar 
size and temperament to yours) asking questions about their experience in 
planning the project, training, and support they provide after rollout. 

• Get to know your main contact/trainer early in the process.  Does this person 
seem a good fit with your organization?  Will you have a single point of contact 
or multiple trainers depending on the day?  Consider what will work best for your 
organization and be picky. 

• Understand your contract and what is considered “extra.”  Knowing how 
important user consultation and training is, it would hurt to find out that training is 
not included in your implementation, or is billed separately. 

• Ask how long and how often the consultant plans to meet with you to develop 
your new information architecture.  In our experience learning your 
organizational culture and needs is not something that can be done in a single 
meeting. 

• Ask about their philosophy toward involving users in all phases of the 
implementation.  Be wary of consultants or companies that promise to minimize 
staff involvement or plan to develop your information architecture on their own 
and present it back to you at roll out. In our experience the more involved you 
can be, the better your system will fit your organization, be adopted by your 
users, and be useful. 

• How flexible is the organization to your timelines, and what incentives are in 
place – in both organizations – to reach your deadlines and goals?   

• You can’t be too careful!  Ask about and understand your cloud solution’s 
approach to security and passwords, and shared documents.  If you have 
concerns or hesitation, share them with your consultant or provider. 

• Ask how to contact your consultant, how long they take to respond, and what 
response levels are covered by your contract. 

Process 
• Understand how your migration will progress and what the deadlines and 

benchmarks are.   
• How and when does your consultant perform a data inventory? Who is involved 

and how long is it expected to usually take?  How often will you be meeting to 
gather the data that will be migrated?  What incentives are in place to meet 
deadlines? 
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• How and when will your new Information Architecture (IA) be created? Who is 
involved from both their organization and yours, and how long is it expected to 
usually take?  What incentives are in place to meet deadlines?   

• How do they perform training?  When do they expect to commence training?  
Do they have a one-size-fits-all approach to training? Can you speak to 
references who have been through their training? Are their training standards 
and expectations compatible with your organization culture? 

• What is their policy toward changes and training after rollout?  Do they expect 
the cloud system to be set in stone, and will they charge for any additional 
changes or additional training after the new system is being used by all staff?   

• After rollout, what mechanism is in place for feedback from staff? How are 
improvements or corrections for problems incorporated into the new system?  
What incentives are in place for staff to use the new system?  What incentives 
are in place to prevent staff working around or refusing to participate in the new 
system? 

Technology 
• Is the cloud system proprietary?  Are alternate consultants or technicians readily 

available or does your new system depend on your relationship with this 
consultant forever? 

• Is the cloud system expected to have longevity?  Is it new, or has it already been 
around a while and is well-tested?   

• Does the cloud system require integration with other legacy systems such as HR, 
payroll, or CRM, or docusign or other document software?  Does your consultant 
have experience creating the integrations you need, or is this the first time? 

About Community IT Innovators  
 
Community IT Innovators is a Washington, D.C. based IT 
consultancy providing technical staff and strategic 
technology support to nonprofit organizations. Community IT 
have focused exclusively on nonprofit technology since 
1993, and have a staff of about 40 providing the depth and 
expertise needed for the broad range of technology 
management challenges unique to nonprofits.  Community 
IT is the only company from among the top 200 managed IT 
services providers in North America that is focused 
exclusively on nonprofit technology support, with 
certifications in all of the major (and some less common) 
technologies in use at nonprofit organizations today.  
Community IT serves customers primarily in the DC and 
Baltimore areas, with clients ranging in size from a few staff 
to several hundred. For more information please visit 
http://www.communityit.com  
  

 “It’s tough managing IT 
for a small office and 
we appreciate your 
help with the big things 
we have no idea about 
– and the small things 
we may just not be 
able to handle on our 
own.” 

 

Joanna Sandager,   
Coalition on Human 
Needs (CHN) 
 


