
Avoiding Implementation Purgatory 
With a Learning Technology Strategy

Chris McRae
Senior Director, Global Customer Success

chris.mcrae@docebo.com

Lee Collier
Senior Account Executive

lee.collier@docebo.com



Avoiding Implementation Purgatory
With a Learning Technology Strategy 

Overview

Impact

Things to Consider

Scope

Project Team

Migration

Timeline

Questions to Ask

Key Takeaways

Source: Public Domain



POLL

Have you implemented a learning 
technology solution before?



POLL

What was the biggest pain point in your 
implementation journey?



Overview: Implementation Purgatory

²ŜΩǾŜ ŀƭƭ ōŜŜƴ ǘƘŜǊŜΦ

tǊƻƧŜŎǘ ƪƛŎƪƻŦŦΣ ǘƘŜƴΧ

Å Tasks take longer than anticipated

Å¢ƘŜ ǇǊƻŘǳŎǘ ŘƻŜǎƴΩǘ ǿƻǊƪ ŀǎ ǘƘƻǳƎƘǘ

ÅMajor items were missed in planning

Å Key team members are unavailable

ÅOrganizational change impacts timelines

ÅRoadmap change blocks critical path

Source: Public Domain



The Impacts

Source: Public Domain

Project team 
embarrassment

Vendor relationship 
tension

Business impacts

Time & resource 
costs

Loss of confidence 
in solution

Resistance to adopt

Impact of Poor 
Implementation



Things to Consider

Scope

Project Team 

Migration ςMoving Day

Timeline



Establish Scope

Must haves vs nice to haves

Break it down into phases

What integrations are required?

Subprojects: e.g.content revamp, pending software 

deployments

Does plan include testing, soft launch, and 

contingency?

Source: Public Domain



Define the Project Team

Goes beyond L&D - (SSO, IT, Salesforce, HR, etc.)

How many other teams/departments are involved?

Are those resources available on the schedule that you need?

Who owns the project?

Who sets the top priorities?

Who owns the communication Plan?

Source: Public Domain



Plan for Migration

Source: Public Domain

HOW

Will it be migrated 

from existing 

systems

WHAT

Data needs 

to be migrated

How will migration affect

BUDGET & TIMELINE



Source: Public Domain



POLL

How long do you expect an implementation 
process to last?



Establish Timeline

Source: Public Domain

20XX

Procurement

What does your procurement process 

look like?

20XX

Build Scope and Team

Based on the scope and the team, are 

my timeline goals achievable?

20XX

Soft Launch

Have I built in time for soft launch and 

feedback incorporation?

20XX

Companywide  Deployment

Are we ready for deployment?

Subprojects (e.g. content revamp, pending software deployments)

Contingency Planning



Source: Public Domain



Key Questions to Ask Before I Select a Vendor

1 2 3

Also:
What implementation methodology and resources are offered?
How do you approach integrations with other systems?
²ƘŀǘΩǎ ǘƘŜ ŜǎǘƛƳŀǘŜŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǘƛƳŜƭƛƴŜ ōŀǎŜŘ ƻƴ ǘƘŜ ǎŎƻǇŜ ƻŦ Ƴȅ ǇǊƻƧŜŎǘΚ
What expectations should I be setting my with internal resources?



Takeaways

Project starts before the contract is signed

Know your procurement process

Have I identified and engaged all key stakeholders

Ask questions to your vendors, they want to help

Share plans, information, and timelines

Try before you buy
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