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As a teacher, you’ve no doubt noticed this phenomenon: 

students tend to sit in the same seat from the first day of 

class or eat at the same lunch table day after day. 

WHY IS THAT?

It’s because people detest change. More precisely, they’re comfortable doing what 

they’ve always done, so any deviation, even the smallest kind, causes angst. When you’re 

talking about a major change, like a switch to Google Apps for Education, the stress – and 

resistance – will be that much greater.

Schools around the world are quickly adopting Google Apps for Education because they 

realize how much it improves collaboration among teachers, students, and administrators. 

They also understand the benefits of early student introduction to this advanced cloud-

based technology. 

But adapting to the change can be difficult for many people.

You may be painfully aware of that if you’ve already implemented Google Apps but it 

hasn’t flourished as you’d hoped. You have a few enthusiastic adopters but many are still 

resistant and tend to drift back to their comfortable tools, leaving your GA implementation 

to wither. 

Cheer up! We’re here to help. Growing acceptance of your Google Apps for Education 

installation may be difficult, but it’s not impossible. It takes planning, nurturing, and good 

old-fashioned hard work. But the results in improved communication and efficiency are 

well worth it. 

So roll up your sleeves and get ready to go to work. We have some growing to do!
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1. Setting the Stage

Sometimes the hardest thing is to begin – especially when taking on a major change project like 

a Google Apps for Education implementation. Most people are set in their ways and getting them 

to adapt to something new can be difficult.

An article in the Harvard Business Review presented ten reasons people resist change. The list 

included these five that are particularly relevant when making a significant move like a change to 

Google Apps for Education.

• Fear of the unknown

• No time to prepare

• Everything seems different

• Concerns about competence

• More work

These are all legitimate human reactions, but they don’t have to stand in the way of your 

successful implementation. With a well thought out plan that includes orientation, training, and 

ongoing communication, you can overcome these objections.

“When we first began this journey, I spent a lot of time listening to people’s fears and questions,” 

says Kate Fahey, Instructional Technology Specialist, Lockport Township High School East in 

greater Chicago. “If I could alleviate them, I would. If I couldn’t, I was honest with them. Once I 

built that relationship, they trusted me to lead them in the right direction.”

Open and honest communications is the key to getting off on the right foot.

IT STARTS FROM THE TOP

Any new initiative needs the backing of the leaders in the institution, and that’s certainly the case 

with Google Apps for Education. 

“We had the full support of the college’s senior management team,” relates James Kieft, 

E-Learning and Resources Manager at Reading College in Reading, UK. “Their own buy-in and 

wide ranging use of Google Apps helped to reinforce the importance they attached to it.”

WHAT’S IN IT FOR ME?

No matter how attractive or beneficial you make the change appear, it will ultimately come 

down to each individual wanting to know how his or her daily working environment will be 

affected. And if you want them to become adopters, you’re going to have to show them how 

they will benefit.
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“We initially met with our technology advisory 

committee made up of teachers, administrators, 

and IT staff,” said David Andrade, MS Ed., 

Educational Technology Specialist and owner 

of EdTechGuy Consulting. “I started putting 

information together explaining why we chose 

Google Apps for Education and the benefits to 

using it.”

“We focused on Google Drive and showed staff 

how they could work collaboratively on files 

simultaneously with colleagues and students,” 

says Kieft. “We relate tasks we are carrying out in 

training sessions with some aspect of teaching 

and learning to help staff see its relevance as well 

as opportunities for use.”

FIRST IMPRESSIONS ARE KEY

“Configuring Google Apps for Education correctly is absolutely imperative,” stresses Peter 

Henrie, Google and Edtech Consultant at Amplified IT in Virginia. “The service does not come 

configured for a school environment – it’s a business application that is given free to schools. 

Because of that, the defaults are the same for business and education. Going through each 

setting with the Admin console and deciding how it will affect the staff and students is crucial.”

“Communications with staff before moving to Google Apps is key,” Henrie goes on. “Let them 

know it’s coming and what to expect once it comes. As an example, many of the staff already 

had personal Google accounts registered with their school domain address. They needed to 

choose whether to create a new personal Google account or migrate their data into the new 

Google Apps for Education domain. Telling users about these issues and what to do before they 

happen is critical.”

The kickoff and early stages of the implementations are crucial. Work hard to allay fears and to 

prepare people for the change.

“We initially met with our 

technology advisory committee 

made up of teachers, 

administrators, and IT staff. 

I started putting information 

together explaining why we chose 

Google Apps for Education and 

the benefits to using it”

David Andrade  
Educational Technology 
Specialist and Owner of 
EdTechGuy Consulting
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Managing change all at once can be daunting. It’s sometimes best to start small and expand 

from there. Keep it simple. You want to present the entire plan to everybody at the school, but 

you don’t want to bury them with detail. Take it in small steps.

WHET THEIR APPETITE

“We spent the summer before implementation migrating emails so that everything was 

there when we started,” says Dean Stokes, a Google Certified Teacher working as a Learning 

Technologies Manager at a secondary school. “We did a short presentation to staff about the 

benefits of the move. We set up ‘stations’ where the idea was to feed the staff small chunks. We 

didn’t want to overwhelm them.” 

 

“We started the project with a small scale trial, with just certain departments using it with their 

students,” relates Kieft. “This proved successful with other teams asking to become part of the 

trial on hearing the positive feedback from those initial teams.”

“We let the staff know that they had Google accounts and focused our initial training on Google 

Drive,” says Fahey.  “We ‘forced’ them into using Drive to store and share documentation 

needed for their evaluation process.  This ensured that everyone at least logged in and was able 

to upload documents and create basic documents. Beyond that, we allowed the teachers to 

explore on their own without formal communication.  As teachers explored Google Drive, they 

immediately began to think of ways to use it with their students.  I worked directly with those 

teachers and their students to begin sharing and creating documents.  It was a very grassroots 

approach and it spread at an incredible rate.”

WORK YOUR PLAN 

Google recommends a communication plan consisting of a series of emails that provides 

information and aims to build support over time. A sample communication plan could look like 

this:

• Announcement email – Lets everyone know about the school’s plan to switch email 

and calendar platform

• Intranet announcement – Broadcasts the school’s plan to convert to Google Apps

• Email to recruit super users – This is a call to teachers and administrators to nominate 

people they think will be able to work with peers during the transition. Known as Google 

Guides, these individuals are crucial to the success of the change effort

• Training email – Announces the schedule for live, online training

• Google posters – Customized posters with information about the transition. These 

could be posted in common areas like the teacher room or lounge for example. 

• First switch notification – Lets users know when their accounts will be migrated to 

Google Apps

• Switch reminder – General reminders about the account migration

• Switch reminder with preparation – Tells folks what steps they need to take

• Final switch reminder – Final reminder about migration with instructions to print out 

documentation

2. Take Small Steps
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• Welcome message – Sent to migrated users, includes information about what to do first 

and where to get help

• Tips and tricks messages – Weekly email highlighting a new tip or trick related to 

Google Apps

• New user welcome message – Welcomes new teachers to their Google Apps accounts

SLOW AND STEADY

Some organizations choose to migrate only email and calendar rather than going with a full-

blown transition initially. This could be an effective way to ease into the change.

“The whole suite of apps was available from 

day one, but we only trained staff on Gmail to 

begin with,” says Stokes. “People have to log in 

to check their email so it’s an easy process to 

move from that point.”

“We initially rolled out Google Drive and this 

got staff used to the idea of a browser being 

something that could be used for more than 

just surfing the net,” says Kieft. 

“We rolled out all of Google Apps to everyone 

right at the beginning but didn’t force anyone 

to use it initially,” says Andrade. “We then 

started migrating users away from their network 

drives to Google Drive without any real issues.”

There are many different ways to implement 

Google Apps and you should tailor your approach based on your knowledge of your staff. 

However, introducing the program in small bites has proven to be most effective.

“The whole suite was available 

from day one, but we only trained 

staff on Gmail to begin with. 

People have to log in to check 

their email so it’s an easy process 

to move from that point.” 

Dean Stokes  
Google Certified Teacher, 
Essex, UK
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3. Get Involved

Training is important, but hands-on learning can be just as effective as classroom instruction. 

Let people experiment and get into the apps. You need a combination of both to get people 

prepared for the change.

“There’s something about Google Apps that makes you want to explore,” says Stokes. “Like when 

someone uses an iPhone or a Mac for the first time. There’s no manual included but it’s so much 

fun to find out the cool little extra features yourself.”

USE THE TOOLS

There are a number of other training strategies to implement that will help make the transition 

go smoothly. One of those is using the Apps as part of the training program.

“When launching apps the focus is on how they can support or enhance teaching and learning,” 

says Kieft. “With Hangouts for example, I did a number of Hangouts on Air where I talked to 

different staff about how they were using technology in the classroom. This leading by example 

has worked in helping staff identify how apps could benefit their own teaching.”

“Following Gmail training at the beginning of the term I sent out a Google Form via email,” 

Stokes says. “It’s simple and asks staff to rate themselves as a beginner, intermediate, or 

advanced user. This was key because it meant that when the training came along they felt 

comfortable in their surroundings with people of a similar skill set. For the more advanced users 

it meant that they didn’t have to sit and get bored because what we were doing was too simple. 

They were also having their first experience of using a Google Form without realizing it. This was 

intentional because it’s such a good tool for schools!”

“To demonstrate their features, we used Sites to create a site which we used to host all of the 

videos and guides that we created using the various Google Apps,” says Kieft.

TRAIN AS YOU GO

“I’m a huge fan of just-in-time training,” says Fahey. “When we were rolling out Google Drive 

to our teachers, we met with departments and focused on the specific task, such as updating 

a document. I supplemented the department trainings with individual teacher sessions as 

needed. I also go into the classroom and co-teach with my teachers when they need that extra 

assistance. My door is always open to quick questions or longer, and scheduled sessions with 

teachers and small groups.”

“We have run half hour bite-sized sessions focusing on a particular aspect of Google Apps,” says 

Kieft. “For example, how to create a Site, adding buttons to a site, creating a Google Form, and 

reviewing responses.”
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ENABLE SELF TRAINING

Another effective addition to an implementation program is to create a training website. This is 

a great way to promote all the training content you’ve developed. Add videos where people can 

brush up on the basics. This is a good place to add a training calendar where users can click on 

a particular training course, get information about it, and sign up. Add a link to your home page 

to drive traffic to the training site.

“I created a resource website with how-to’s, tips, 

resources, and more,” says Andrade. “We then sent  

an email to staff explaining everything and how it 

would work.”

Email can also be an effective vehicle for training.

“I send out a ‘Friday Tech Tips’ email that highlights 

new features in Google Apps,” says Fahey. 

“I email individuals and groups with new 

announcements from Google or feature releases,”  

says Stokes.

“Once Google Apps is up and running, I try to keep it in the forefront of people’s minds by 

providing Tips of the Week on how to use tools like Chrome and the other services,” says 

Henrie. “You can create a demo slam contest and ask teachers to come up with three minute 

showcases on time savers/cool tweaks or tools and get them to show off at meetings.”

“We used a combination of Google Sites, Docs, Sheets, Drawing, and Calendars to advertise 

training sessions and share resources with staff,” say Kieft. “This had two benefits: one it 

highlighted to staff the functionality of Google Apps and secondly, it provided ideas on the 

possible ways Google Apps could be used.”

The easier you make it for people to get in and experiment, the faster they will learn and the 

more successful your transition will be.

“I send out a ‘Friday Tech Tips’ 

email that highlights new features 

in Google Apps” 

Kate Fahey  
Instructional Technology 
Specialist, Lockport  
Township High School
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4. Communicate Relentlessly

Keep your implementation alive by continuously communicating with everyone involved. That’s 

the most effective way to keep it fresh and give it the best chance to succeed.

GOOGLE GUIDES ARE KEY

One of the keys to the success of a Google Apps implementation is to develop a core group of 

committed Google Guides. These are specially selected people – many times volunteers – who 

will serve as your in-the-trenches ambassadors, counselors, advocates, trainers, and front line of 

support. Many users will be apprehensive about the change and will need live, hands-on help no 

matter how much training and documentation you provide. 

This is where the Guides can be indispensable. They are transitioned to Google Apps earlier than 

most of the users and given extra product training and support. This is an especially effective 

program because users are usually more productive with the new product if they can get 

immediate, one-on-one help from a peer. Google Guides understand the user’s needs – because 

they walk in the same shoes – and can provide more targeted, efficient, and personal support.

This also reduces the workload on the IT group, which will have its hands full in the early going 

with system support and troubleshooting issues.

“Find interested teachers who are pushing ahead with the technology,” says Henrie. “Turn them 

into your Google Ninjas who can provide training to other staff who haven’t quite caught up yet.”

POWER UP PEERS

The Guides benefit from the program as well. Through the extensive training and support of the 

new services, they’ll gain a high level of proficiency quickly. This is an ideal role for those who 

like to be “power users.”  They’ll get the opportunity to help their co-workers and demonstrate 

leadership within their teams.
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As the transition proceeds, there will be another group of users who emerge. They will be the 

early adopters who will become additional advocates for the conversion. These folks are to be 

nurtured and encouraged. The more users who get on board, the faster your implementation 

will flourish.

“We’ve run training sessions by the learning 

technology team and by experienced academic 

staff,” says Kieft. “The advantage of having 

academic staff running sessions is that they 

add an element of credibility. They also invoke 

feelings of ‘if they can do it, so can I.’” 

“I relied on my more experienced, enthusiastic 

teachers to help those who were struggling,” 

says Fahey. “They would talk to them or show 

them what they had already done and that had 

a huge impact.”

There are many ways to spread the word. 

Using the Google Apps tools is a great way 

to communicate and demonstrate their 

effectiveness at the same time.

“The advantage of having 

academic staff running sessions 

is that they add an element of 

credibility. They also invoke 

feelings of ‘if they can do it, so 

can I.’”

James Kieft  
Learning Technologies 
Manager, Reading 
College
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5. Stamp Out Negativity

No matter how well you prepare, there are always going to be issues with your transition to 

Google Apps. Some people will seize on those issues to reinforce doubts and resistance to your 

implementation.  The key is not to let those small missteps derail your program. Don’t give in to 

the negativity. 

SHOW THE VALUE

“I think it’s best not to directly address negativity,” 

says Stokes. “Obviously you need to answer 

questions, but it’s much better to spend as much 

time as possible with those people, guiding them 

through different features so that they end up 

seeing for themselves how good this stuff is.”

“The key is providing proper training that doesn’t 

just show how to use the basics of Google Apps for 

Education, but how to actually integrate it into the 

curriculum,” says Henrie. “Administrative staff are  

regularly resistant to the switch, but showing them 

Google Forms and how it can save many steps 

on gathering data can turn a non-believer into a 

dedicated follower within minutes.”

KEEP ON TALKING

Fahey says that ongoing training and communication is the most effective way to overcome 

resistance.

“I am in constant contact with the teachers via email, department meetings, district meetings, 

quick questions in the hallway, brainstorming sessions, co-teaching, and many other avenues,” 

says Fahey. “Some of the most eager teachers were the most inexperienced, yet some of the 

negative ones were already using technology in a meaningful way. For some, it was as simple as 

sharing a Google Doc with their students for the first time.”

Eliminating the fear of new technology is also beneficial.

“Sitting beside them while they explore is intrinsically more motivating as they begin to realize 

that the scary online things are much less scary and much more helpful than they originally 

thought,” says Stokes. 

You are always going to have naysayers. Information and communication are the best ways to 

win them over.
 

“The key is providing proper 

training that doesn’t just show how 

to use the basics of Google Apps 

for Education, but how to actually 

integrate it into the curriculum.” 

Peter Henrie  
Founder Amplified IT
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Once your implementation is in full swing, there will be pockets of success. Don’t miss an 

opportunity to share those moments. Proof of success is the most effective catalyst for further 

growth. 

Google stresses the importance of celebrating success and recognizing everyone for making 

it happen. You have to note the achievements of your team and user community. Google 

suggests a number of ways to accomplish this:

• Have your executive sponsor send a message describing the success of the 

deployment. Explain the progress made toward achieving the project goals.

• Recognize the contributions of your project team and the Google Guides through email 

or a post on the intranet.

• Reward users who have embraced Google Apps. You can set up a contest to come up 

with the most innovative new uses of Google Apps.

• Reinforce your Google Apps vision. Reuse your original marketing campaign tying it to 

the successes achieved.

Fahey relates a success story that highlights the benefits that Google Apps provides.

“One of our initial Chromebooks/Google Apps pilot programs involved a teacher we’ll call 

Jenny,” she relates. “Jenny didn’t ask to be part of the pilot.  She inherited a class that was 

already slated for the pilot and was NOT happy about it.  She didn’t want anything to do with the 

Chromebooks.  Fast forward that school year and she was begging our director to let her keep 

the Chromebooks for her next year’s class.”

Andrade has also seen a high level of acceptance.

“Teachers are reporting increased student engagement and learning and they love that they 

can have their students do research, more projects and work collaboratively,” he says. “Staff is 

also using Google Docs to create collaborative documents for teams and curriculum planning. 

Students with special needs are getting additional support and resources through Google Apps 

and we haven’t had any issues.” 

6. Share Successes
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“Over the years it’s become easier and easier to deploy Google Apps for Education,” says Henrie. 

“At this point, teachers and students are both crying out to use Google Apps.”

Stokes is seeing the same kind of response.

“I think the whole thing has been a success,” he says. “As a school, we must have saved 

thousands of hours by using Google Apps. That doesn’t mean we have less staff now, it just 

means that people now have a more balanced workload and can be more productive.”

“The main thing though,” Stokes sums up, “is if I were to tell the staff I was turning off Google 

Apps tomorrow, I think they’d tell me I was crazy and it’s the worst decision I could ever make. 

They’d maybe even start a petition! That says it all.”

Sharing these kinds of individual and group success stories and company-wide productivity 

improvements are effective ways to build support for the program. People seeing that it’s 

easier to perform their daily functions and to collaborate with co-workers will go a long way to 

encourage adoption.
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BONUS: 4 Tech Tips for Google Apps
• Take advantage of the Edu-specific communities within Google+ for questions you may 

have or to seek advice on pretty much any aspect of Google Apps for Education. 

• Google launched its Classroom product in August 2014 as a learning management 
system. It’s worth checking out but in order to work successfully, students and faculty 
need to be on the same domain. Migration tools are available if it becomes necessary 
to migrate everyone on to a single domain (as opposed to separate student/faculty 

domains). 

• Explore the Google Apps Marketplace for tons of apps you can easily integrate into your 

suite. Some of the most popular are: EasyBib Biblography, PlanbookEdu Lesson Planner, 

Haiku Learning, and ThinkWave School Management System.

• If your school is taking advantage of Drive or planning to take advantage of Drive by 

storing critical data there, consider a cloud to cloud backup provider. 

SUMMARY

So now the hard work has paid off. The early resistance and negativity has melted away and your 

implementation is now flourishing. There were times when you didn’t think you could pull it off, 

but you never gave up and the results are worth it. Your organization is now bursting with new 

ideas and more people are enjoying the benefits every day.

Despite your success, you can never take your Google Apps implementation for granted. You 

need to continue to manage and nourish it. Left alone, it can easily fall by the wayside. The 

benefits are too great for you to let that happen so stay vigilant.

Most of all, happy growing! 

https://www.backupify.com/tools/migrator-google-apps
https://www.backupify.com/
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OUR EXPERTS 

James Kieft is the Learning Technologies Manager at Reading College in 

Reading, UK. He started teaching in further education in 1996 and has always 

used technology as integral part of delivery. In 2011, he took on the role of 

Learning Technologies Manager, initially working with the College’s Moodle 

platform. He then oversaw the move away from Moodle to using Google 

Communities, sites and other web based apps, which he promotes via his blog.  

He was the joint runner up in the ALT Learning Technologist of the Year award in 

September 2014.

David Andrade, MS Ed., Educational Technology Specialist, Consultant, Educator, 

Education Administrator, Project Manager. Experienced in Google Apps for 

Education, Chromebooks, Evernote and Educational Technology planning, 

deployment, application and support.  Owner of EdTechGuy Consulting  

Kate Fahey is an Instructional Technology Specialist at Lockport Township High 

School District 205, located in the southwest suburbs of Chicago.  Kate is also a 

Google Education Trainer who develops and delivers training on all things 

Google Apps.  Kate’s district has recently gone 1:1 with Chromebooks, so she has 

experience in all aspects of deploying, managing, and training on Google Apps.  

Her main focus is working with teachers on ways to use the tools in a classroom 

to enhance student learning. 

Dean Stokes is a Google Certified Teacher and authorized Google Education 

Trainer working as a Learning Technologies Manager at a secondary school in 

Essex, UK. He managed the change to Google Apps for Education at his school 

and now supports others to do the same. You can find out more on his blog or 

follow him on Google+.

Peter Henrie is one of the founding members of Amplified IT, an education-

focused Google Apps consultancy group with an approach that focuses on 

empowering schools and districts.  Working with a large number of schools and 
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