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Introduction 
This might be your first MS Teams deployment but there are well-trodden footsteps you can follow 
in to step around, rather than into, some thorny problems. Overcoming the 5 obstacles below will be 
crucial to getting it right first time, avoiding project overruns and ensuring business continuity.  

 

POOR VISIBILITY OF CURRENT STATE 

Having accurate, up-to-date information on the current telephony setup is crucial to enabling a 
smooth lift and shift. A solid understanding of the telephony configuration from old to new prepares 
you for the complexity of the transition and any issues arising that require workarounds e.g. 
identifying where Teams may need to deliver certain services in a slightly different way. 

With little or no access to this data, it takes longer to get to order provisioning as potentially it means 
starting from scratch. And all that could need buy-in from each Head of Department, and will take 
time to gather, validate and implement. 

ACTION: Conduct a thorough audit to capture and cleanse current information. You can also use 
this opportunity to ‘spring clean’ services and challenge what needs to be carried across. Support to 
Win can deploy software to automate rapid, accurate data collection without requiring onsite access. 

LACK OF CLARITY ON TELEPHONY PBX VS. TEAMS PBX 

In all instances of direct routing from our experience of large deployments, the breakout from MS 
Teams is provided by a separate PBX with its own features and functions. There needs to be a 
decision made before implementation as to which PBX will be controlling these features. 

Voicemail is a simple example – either Teams or a separate platform can manage this depending 
on which VM the customer wants to use and manage moving forwards. What’s important is to 
ensure that features from the telephony PBX do not conflict with the features in Teams, and vice 
versa. There are likely to be features currently unsupported by Teams which will need to be 
managed by the telephony PBX. 

Some customers use Teams as the soft client only and everything is managed through the 
telephony PBX. This is simpler but requires adjustments to the default configuration in Teams. 

ACTION: Don’t begin without making these decisions first. Consider the needs of different worker 
styles and how these user groups can be supported going forward. Ensure that information is 
properly documented to enable future service handovers and starters/leavers provisioning. Do you 
need to maintain two platforms? How does this affect BCDR plans? 
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FAILURE TO MANAGE TECHNOLOGY REFRESH DEPENDENCIES 

Migrating to MS Teams is typically part of a larger wider technology refresh project within the 
business. You need to fully understand the drivers for this migration and what dependencies are 
interlinked. 

For example, a move to Teams telephony may have a dependency on a Microsoft Dynamics 
implementation. If there are any delays with that rollout, or upgrades required to get that moved 
forwards, how does that affect the Teams project? 

ACTION: Get to grips with the wider context for the Teams project. Look out for if there are too 
many minor implementation projects causing confusion among users as each week they are forced 
to adapt their way of working with the introduction of new features. Get progress moving faster by 
showing internal stakeholders the impact of unwarranted disruption on project delivery targets. 

INABILITY TO ABSORB CHANGE MID-PROJECT 

Staged rollouts are inevitable, especially with larger organisations that are dependent upon buy-in 
from each department to agree parameters, communicate the change and facilitate training. If any 
steps are missed, it has a snowball effect down the line to each department thereafter. 

At some stage you will need to ‘freeze’ the data driving the project, but how you manage this is 
incredibly important especially over a rollout that may take months. A large business will have 
starters and leavers on a weekly basis, for example, so consider how to manage that churn over 
time, what change processes are required and how to audit this at the end of each phase. 

ACTION: Accept that staged rollouts are necessary and prepare to accommodate change during 
the project lifecycle. Plan for how users in the new state contact those in the old state seamlessly 
between two technologies. Look for automated processes and establish a single place where 
admins can manage starters, leavers and new requests. Support to Win aims to ensure that all that 
changes for the end user is their endpoint. That requires us to work smart with processes and 
integrating systems. 

UNCLEAR OWNERSHIP OVER THIRD-PARTY SYSTEM INTEGRATIONS 

Something commonly overlooked when moving to MS Teams is interoperability with existing third-
party suppliers (for functions such as WFM, payments, auto attendant, etc.). It is very important to 
understand if those third-parties are intended to provide the same services in both the old and new 
‘world’. 

Often the customer will need to upgrade to new technology to ensure service continuity – or even 
seek new supplier relationships to get the requisite functionality – but this always comes with a cost 
which needs to be understood and evaluated upfront against the cost of the project. Sometimes, the 
customer’s underlying infrastructure needs to be upgraded too (i.e. not just a service upgrade), 
forcing project costs and timelines to be completely reworked. 

ACTION: Ensure the project is properly costed by considering all third-party dependencies, 
including the ownership of supplier relationships. Invariably, the communication and management of 
the third party is owned by the customer, but the entire project team need to be mindful of 
responsibilities between all stakeholders of the solution being delivered. 


