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AWS Organizational Change Acceleration (OCA) 6-Point 
Framework - 3. Envision the Future

Nicole Lenz, Melanie Gladwell, Scott Watson, and Monica Wezwick, Amazon Web Services

The AWS Organizational Change Acceleration (OCA) 6-Point Framework is intended to cover 
the full scope of people-related issues and challenges throughout the lifecycle of a cloud 
transformation, which might include migration, modernization, generative AI scaling, and 
innovation. This framework guides customer adoption of AWS technologies, processes, and new 
ways of working by:

• Identifying, aligning, and mobilizing key leaders

• Assessing and mitigating the organizational impacts of cloud transformation

• Designing change acceleration, communications, and training plans

• Developing leadership, sponsorship, and culture strategies

The framework's six points align with an agile sprint cadence, from program initiation through 
sustainable long-term change. The following diagram shows these six points and their subpoints.
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The third point, Envision the Future, helps create a change acceleration strategy and plan to 
communicate, train, and engage the employees of the organization in their cloud adoption journey. 
It contains seven subpoints:

• 3.1 Change strategy and plan. Summarize the strategy and plan for full change acceleration 
across workstreams. Ensure alignment and understanding across workstream leads and 
leadership.

• 3.2 Communications strategy and plan. Promote awareness, understanding, and desire for the 
cloud future state.

• 3.3 Engagement strategy and plan. Engage key stakeholders to enable the organization to move 
to a defined cloud future state..

• 3.4 Training strategy and plan. Make sure that identified stakeholders obtain the necessary 
knowledge, skills, and abilities to implement future cloud processes.

• 3.5 Risk mitigation strategy and plan. Proactively identify and eliminate or control people-
related risks associated with the cloud future state.

• 3.6 Sponsor roadmap. Make sure that sponsors and leaders are aligned on cloud objectives and 
are held accountable for taking action to reduce risk and accelerate cloud adoption.

• 3.7 Sustainability plan. Support the desired future-state behaviors and organizational structures 
beyond the initial phase of cloud adoption.

 This guide discusses each subpoint of Envision the Future in detail.

Intended audience

This guide targets leaders who are responsible for accelerating cloud transformation. Following 
these recommendations will help minimize risks and maximize value.

Targeted business outcomes

The Envision the Future phase of the AWS OCA 6-Point Framework contributes to the following 
outcomes:

• Organizational alignment: Envisioning the future establishes an ongoing partnership between 
organizational structures, business operations, processes, workforce, and culture. This enables 
rapid adaptation to market conditions and the ability to capitalize on new opportunities.

Intended audience 2
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• Cloud acceleration: Envisioning the future identifies and minimizes impacts to people, culture, 
roles, and organizational structure when moving from the current state to a future state. This 
accelerates the adoption of new ways of working.

• Cloud fluency: Envisioning the future builds digital acumen to leverage the cloud effectively and 
to accelerate business outcomes.

• Transformational leadership: Envisioning the future mobilizes leaders to drive transformational 
change and to enable outcome-focused, cross-functional decision-making.

About the OCA 6-Point Framework guides

This guide is part of a set of publications that cover the OCA 6-Point Framework, which is a 
programmatic and evidence-based organizational change adoption framework.

The content set includes a comprehensive set of templates, guidelines, supporting artifacts, 
assessments, accelerators, and tools that are designed to accelerate cloud transformation. We 
recommend that you start with the overview to understand the framework and its six points, and 
then consult the following individual guides for detailed discussions of each point. We will add 
links to these guides as they become available:

1. Mobilize Team

2. Align Leaders

3. Envision the Future (this guide)

4. Engage the Organization

5. Enable Capacity

6. Make Culture Change Stick

For a comprehensive set of cloud transformation strategies, guidance, and resources, see
Accelerating cloud transformation.

About the OCA 6-Point Framework guides 3
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3.1 Change strategy and plan

Overview

The change acceleration strategy and plan provide a structured approach to delivering the right 
change tactics to the right people at the right time during cloud transformation. They ensure that 
changes introduced by the cloud are accepted with minimal disruption and maximum results. The 
strategy outlines how the organization will address changes in operations, technology, structure, 
and processes, and inform decision-making throughout the transformation.

According to Accenture's Modern Cloud Champions study, organizations that manage the people 
side of change effectively are six times more likely to meet or exceed project objectives. A well-
designed change strategy can deliver significant benefits. It can:

• Minimize risk, performance dips, and business disruptions.

• Ensure business continuity and maintain customer service levels.

• Secure leadership alignment and commitment.

• Prepare all impacted audiences for change.

• Foster culture transformation and new ways of working.

• Increase stakeholder awareness, engagement, and understanding.

• Position the organization for ongoing success and adaptability.

New systems and strategies can be highly disruptive to an organization. A well-formulated strategy 
brings the project or change to life, and describes who it will impact in the organization and how. It 
minimizes gaps in perception and productivity, as shown in the following diagram.

Overview 4
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Accenture's study revealed that emphasizing people as much as technology in cloud transformation 
leads to significant improvements. In their study, this approach led to:

• 2.2x improved organizational agility and innovation

• 2.2x stronger business and IT collaboration

• 1.9x faster cloud migration

• 1.7x improved customer experience

• 1.7x achieved cost savings

• 1.7x increased speed or efficiency to launch new lines of business

• 1.6x increased cloud adoption

• 1.4x better use of data for decision-making

You should develop the change acceleration strategy at the program's outset, and create, review, 
and update the accompanying plan at key milestones, phases, releases, or epics throughout the 
program. OCA requires high integration among partners. To ensure the strategy's success, you 
must establish and maintain effective partnerships among human resources (HR), the cloud 
transformation team, executive sponsors, leadership, external vendors, and other relevant partners.

Overview 5
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Best practices

Key best practices for a change acceleration strategy include the following:

• Align the change strategy with the cloud transformation's strategic vision and business case to 
add emphasis and increase consistency.

• Interview key leaders and stakeholders early in the planning process to gain insights and build 
buy-in.

• Assess stakeholder alignment periodically throughout the program to ensure continued support.

• Integrate various partners to ensure consistent objectives, timelines, and motivations across the 
organization.

• Partner with enabling functions such as HR, training, finance, and cross-functional leaders to 
leverage their expertise and resources.

• Develop a flexible strategy that can adapt to emerging challenges and opportunities.

• Incorporate metrics to measure the effectiveness of change initiatives.

FAQ

Q. Who should be involved in this activity? 

A. This activity must be conducted with the executive sponsor, project leader, change leader, 
internal change team liaison, internal communications, and HR.

Q. What are the inputs to the change strategy and plan?

A. Key inputs include the strategic vision, business case for change, discovery documentation, 
OCA project charter, stakeholder assessment, leadership interviews, internal change leadership (If 
available), and internal communications (if available).

Q. When should the change acceleration strategy and plan be created?   

A. Initiate the design of the strategy at the onset of the program. Create, review, and update the 
accompanying plan at key milestones, phases, releases, or epics within the program. 

Additional steps

To begin building the change acceleration strategy and plan, follow these steps: 

Best practices 6
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1. Review the strategic vision and business case to ensure alignment.

2. Analyze discovery assessment findings and outputs.

3. Review the organization readiness assessment to identify gaps and opportunities.

4. Interview executive sponsors, migration team leadership, internal communications, and HR.

5. Consider aligning the strategy with your existing internal change methodologies (if applicable).

6. Leverage OCA goals and objectives to guide strategy development.

7. Incorporate defined future state findings into the strategy.

8. Establish change acceleration governance and project team structures.

9. Draft a comprehensive change acceleration strategy.

10.Review and validate the strategy with the leadership team to ensure buy-in.

11.Obtain sign-off on the final change acceleration strategy.

By focusing on these key elements and best practices, you can develop a robust change strategy for 
your organization that accelerates cloud adoption, maximizes business value, and ensures a smooth 
transition for all stakeholders who are involved in the transformation journey.

Additional steps 7
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3.2 Communications strategy and plan

Overview

As your digital transformation begins to affect your organization and is no longer contained at a 
leadership level, the stakes for communications become high. You must solidify your messaging 
on the case for change and develop milestone plans to define the audiences and appropriate 
channels to deliver and receive communications. The upfront design of a communications strategy 
will define who the audiences are, what the messages need to convey, where target audience 
members will receive those messages, when impacts and calls to action will be revealed, and how 
communications will be monitored and measured for reach and effectiveness.

Early in the planning phases, developing a communications strategy is important, and its 
implementation could be the determining factor in how well the transition is received and 
behaviors are adopted by your audience. For example, are team members aware and prepared for 
a data center exit? Do managers know when they can plan to support their employees' upskilling 
plans? Is it clear to leaders what happens if cloud adoption stops or stalls?

The purpose of the communications strategy is to provide a thoughtful, structured approach to 
delivering the right messages to the right people at the right time throughout the course of your 
cloud transformation. There are subtle differences between a communications strategy and a 
communications plan. Here is how these documents are defined at Amazon Web Services (AWS):

• Communications strategy – A document that expresses the goals and methods of an 
organization's outreach and communication activities.

• Communications plan – Detailed information about communication activities that address the 
strategy and achieve the objectives listed in the strategy. The plan describes each activity with 
information such as delivery date, intended audience, detailed message, media type, creator, 
approver, and messenger.

An effective communications strategy and plan can deliver significant benefits. They can:

• Increase awareness and understanding of the cloud transformation across the organization.

• Align stakeholders on the vision, goals, and progress of the transformation.

• Reduce resistance to change by addressing concerns and highlighting benefits.

• Accelerate the adoption of new processes and technologies.

Overview 8
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• Improve employee engagement and motivation throughout the transformation.

• Enhance trust and transparency between leadership and employees.

• Support a smooth transition to the new ways of working.

A series of documents and assessments will help to inform the foundation of the communications 
strategy and plan. Here are some key inputs and outputs.

Inputs Outputs

Strategic vision Communication guiding principles

Business case Message identification

Stakeholder assessment Stakeholder prioritization matrix

Communication methods assessment Vehicle and media analysis

Change impacts Communication matrix

Cloud transformation milestones and status 
updates

Communication activities (work plan and 
approach)

Best practices

• Start early. Develop the communications strategy and plan in the early planning phases of the 
cloud transformation.

• Understand and follow the communication process to best architect essential messaging and 
communication activities.

• Orchestrate a series of interviews with key stakeholders to identify the level of communications 
required for the plan.

• Align and time communications with key project milestones and decision points.

• Use a variety of communication channels to reach different audiences effectively.

• Customize messages for different stakeholder groups based on their needs and interests.

• Encourage two-way communications. Create opportunities for feedback and dialogue 
throughout the transformation process.

Best practices 9
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• Regularly assess the effectiveness of communications and adjust the strategy as needed.

Getting started

To create a communications strategy, start with a communication needs assessment with direct 
input from the cloud transformation strategic vision, the business case, and the stakeholder 
assessment.

The communications development process consists of the following steps:

1. Assess communication needs.

2. Develop communications strategy and plan.

3. Develop communications.

4. Validate communication content.

5. Distribute communications.

6. Collect feedback.

7. Measure effectiveness.

A communications strategy contains the following components.

Component Description

Communication objectives The rationale and the importance of 
communicating effectively throughout the 
digital transformation or migration.

Communication guiding principles Core values to observe in communications. 
For example, be direct, honest, and open; 
demonstrate integrity.

Communication vehicles The channels to use for communications. 
For example, websites, blog posts, videos, 
vlogs, social media messages, emails, online 
newsletters.

Getting started 10
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Key communications messaging Project status announcements, major 
milestone accomplishments, initial message to 
explain the reason for change.

Target audiences and stakeholders End-users, suppliers, company leaders, IT 
managers and supervisors, business leaders, 
general audiences, steering committee, cloud 
migration team, transformation management 
office, and so on.

Communications approach and work plan A visual representation of all communication 
activities that are built into the plan.

Organizational roles and responsibilities The communication-related tasks and duties 
of executive sponsors, steering committee 
members, process owners, champions, project 
team, internal communications team, and HR 
team.

Note

Depending on your organization, you might add more components to the communications 
strategy.

FAQ

Q. When should you use the communications strategy and plan?

A. Developing a communications strategy and plan is important, and how well you implement 
these could be the determining factor in how well your organization receives the transition and 
adopts target behaviors. Communications strategy and planning efforts start at the beginning of 
your cloud transformation project―typically as soon as project goals and preliminary milestones 
are established. During this phase, gaps, change impacts, and teams and employees who are 
affected by the migration are identified. When you build your communications strategy, follow the 
communication process within your organization to best architect cloud messaging and activities. 

FAQ 11
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Q. Who is involved?

A. Executive sponsors, digital transformation leader, internal communications, and HR teams are 
typically involved in creating the communications strategy and plan.

Q. What are the inputs to the communications strategy and plan?

A. Inputs include the strategic vision, business case, stakeholder assessment, communication 
methods assessment, change impacts, and cloud transformation milestones and status updates.

Q. What are the outputs of the communications strategy and plan?

A. Outputs include communication guiding principles, message identification, stakeholder 
prioritization matrix, method and media analysis, communication matrix, and communication 
activities (work plan and approach).

Additional steps

To begin to create the communications strategy and plan, complete these tasks:

1. Collect information from discovery documents, including the business case and stakeholder 
assessment.

2. Conduct interviews with the executive project sponsor and project leadership team.

3. Conduct interviews with internal communications teams.

4. Conduct interviews with HR to understand potential impacts to future state roles.

5. Conduct interviews with functional process area leaders.

6. Conduct interviews with outward-facing groups such as sales.

7. Evaluate all documentation and information, and follow up with key stakeholders as needed.

8. Build your communications strategy deck.

By focusing on these key elements and best practices, you can develop a comprehensive 
communications strategy and plan that support the cloud transformation journey, engage 
stakeholders effectively, and drive the adoption of new ways of working.

Additional steps 12
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3.3 Engagement strategy and plan

Overview

The engagement strategy and plan outline a systematic approach that describes specific ways in 
which individuals, stakeholder groups, or organizations will address the changes caused by the 
cloud transformation. The primary intent of the engagement plan is to keep all key stakeholders 
committed to, and focused on, the desired business results of the cloud transformation. Identifying 
stakeholders and engaging them appropriately throughout the change process are critical to the 
success of the project.

The engagement strategy and plan heighten the involvement within and outside the cloud 
transformation team. They ensure that the right people receive the right information, so they can 
participate at the right time and in the right way. They work as a forcing function to proactively 
manage the pace and amount of change that each stakeholder group must undergo to avoid 
overload.

An effective engagement strategy and plan can deliver significant benefits. They can:

• Increase stakeholder buy-in and commitment to the cloud transformation.

• Identify and mitigate potential roadblocks early in the process.

• Enhance the organizational capability for change.

• Maximize the potential for a successful transition to cloud adoption.

• Improve alignment between different stakeholder groups.

• Accelerate decision-making processes.

• Foster a culture of collaboration and shared responsibility.

Best practices

An engagement strategy and plan actively involve stakeholders and can help identify, manage, 
and avoid potential roadblocks. These documents result in additional organizational buy-in, 
commitment, and capability for cloud transformation, and further maximize the potential for 
successful cloud adoption.

The OCA team goal for this activity is to:

Overview 13
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• Determine where stakeholders stand and create an engagement plan to influence them in a way 
that aligns with the cloud migration vision.

• Secure strong leadership alignment and support.

• Collaborate with HR and the internal change team, if available, to understand the organization's 
change practices used in the past.

Engagement plan components

The following illustration shows the key components of the engagement strategy and plan, what 
each component does, and the target audience.

The following table provides more information about each component.

Component Activities

Leadership alignment and sponsorship • Share and reinforce the IT vision with 
business teams.

• Establish an operating rhythm of 
communication and dialogue.

Engagement plan components 14
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• Provide intranet support assignments (for 
example, blogging).

• Plan events (for example, lining up business 
speakers).

• Provide regular updates at leadership 
meetings.

• Communicate and celebrate successes.

• Identify new improvement initiatives.

• Gain alignment on priorities.

IT education and development • Provide rich and collaborative content on 
the intranet, including:

• Leader blogs, discussion forums, articles, 
external sites, professional associations, 
news, case studies

• Communities of practice

• Produce educational materials, including:

• Quick, animated e-learning with voice-ove 
r

• Capability-related educational concepts, 
case studies, application activities

IT leadership should receive the materials 
and coaching kit 48 hours before training.

• Design formal development programs for 
employees, starting with VPs.

Engagement plan components 15
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Specialized communications • Launch the IT vision through:

• Web meetings with the IT community

• Video introduction by the chief technolog 
y officer (CTO) on the intranet

• Comments solicited in IT and business 
discussion forums

• Provide general updates on progress 
through intranet announcements, emails, 
town halls, conference calls, and web 
meetings.

• Share success stories and quick wins.

• Host a road show to promote communica 
tions, learning, and community building.

Improvement initiatives • Establish an organization-wide time for 
learning, for a specific duration and on a 
scheduled cadence.

• Launch a net new rewards and recognition 
program that's specific to the enterprise 
transformation.

 

Each component also includes ongoing change acceleration monitoring that involves the following 
activities:

• Monitor and measure change awareness, understanding, and acceptance.

• Measure overall program progress and effectiveness.

• Develop, implement, and refine change and initiative plans.

• Identify new initiatives to enable change.

Engagement plan components 16
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Categorizing stakeholders

After you develop the plan, place each stakeholder into one of the five stages of involvement or 
engagement (from least involved to most involved):

• Awareness: Stakeholders are aware and understand the purpose and progress of change.

• Understanding: Stakeholders have a sound understanding of the benefits and implications of 
change.

• Collaboration: Stakeholders support the change, believe it is worthwhile, and would act if 
prompted.

• Commitment: Stakeholders proactively communicate and take actions required to support the 
change.

• Advocacy: Stakeholders own initiatives and work to improve and sustain performance.

The following illustration describes ways to achieve these stages and desired outcomes.

Each stage requires a unique communication objective and mechanism to effectively engage the 
organization, as shown in the following illustration.

Categorizing stakeholders 17
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Prioritizing and mapping stakeholders

Stakeholder prioritization and mapping should occur after you conduct a stakeholder assessment. 
The OCA team needs to build and maintain strong relationships with these stakeholders. The team 
can use the following matrix and place stakeholders in the appropriate quadrant based on how 
critical they are to transformation success and the degree of impact to the stakeholder. After this 
mapping, the OCA team can develop a strategy to build and maintain the relationships.

Prioritizing and mapping stakeholders 18
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The quadrants are:

• Monitor and respond. Stakeholders in this quadrant are neither highly influential nor greatly 
affected by the changes, but they hold a stake in the results. These stakeholders require minimal 
communication activities; mass communications are usually sufficient. The main objective is to 
monitor their feedback to avoid problems.

• Keep informed. Stakeholders in this quadrant are affected significantly by the outputs of the 
transformation but have less influence over others and less potential to disrupt the process. 
Communications with these stakeholders should be strongly proactive and preemptive, and more 
influential stakeholders (from other quadrants) should influence their acceptance.

• Maintain confidence. Stakeholders in this quadrant have significant influence over others and 
therefore have the potential to disrupt the process. For this reason, it's important to anticipate 
their objectives and adverse reactions when you plan communications. The project's impact 
on this group is lower, so there is less need to involve them in development. Communications 
should aim to sustain and expand their support, but need not be as resource-intensive or 
frequent as the next quadrant, because the need for them to change their behavior is lower.

Prioritizing and mapping stakeholders 19
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• Win them over. Stakeholders in this quadrant are highly influential, and the outputs of the 
transformation work have significant impact on their future work processes and behaviors. 
The possibility of this group to disrupt the project is potentially very high. Involve them in 
communications, keep or develop them as allies, and emphasize frequent personal contact and 
face-to-face communications.

Measuring success

Measuring the success of engagement activities, plans, and the strategy is critical to the success of 
the overall cloud transformation. Here are some mechanisms and measurements that you can use 
to rate the success of the plan:

• Change readiness surveys (champions and end-users)

• Change acceleration scorecard

• Preparation and readiness sessions (evaluations)

• Training assessments

• Attendance reporting and curriculum completion

• Implementation (go or no-go) decisions

Examples

The following illustrations provide examples of change activity plans that could be derived from 
the engagement strategy and plan.

Measuring success 20
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FAQ

Q. Why are the engagement strategy and plan valuable? 

FAQ 21
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A. These deliverables heighten involvement within and outside the cloud transformation team, 
ensure that the right people receive the right information at the right time, and proactively 
manage the pace and amount of change for each stakeholder group. By actively involving 
stakeholders, they help identify, manage, and avoid potential roadblocks and increase 
organizational commitment and capability for cloud transformation . 

Q. When do you use them? 

A. Use an engagement strategy and plan after you complete the preliminary work of assessing 
stakeholders, creating the change strategy and plan, and developing the communications strategy 
and plan. These documents can drive ongoing support and leverage the influence of stakeholders. 

Q. Who should be involved in this activity? 

A. Participants should include the executive sponsor, cloud leader, OCA leader, HR lead, chief 
architect, data lead, security lead, operations lead, training lead, finance lead, infrastructure 
leaders, lines of business leads, and the internal communications team.   

Q. What are the inputs to this strategy and plan?

A. Inputs include the strategic vision, business case, Migration Readiness Assessment (MRA) 
outputs, people acceleration project charter, stakeholder assessment (analysis), interviews with 
the executive sponsor, HR, and migration leadership, and input from internal change leadership (If 
available) and internal communications team (if available).

Q. What are the outputs of this activity?

A. The outputs of this activity are an approved engagement strategy and plan.

Additional steps

To create the engagement strategy and plan, follow these steps:

1. Review the strategic vision and business case.

2. Review the findings and outputs from discovery.

3. Review the stakeholder assessment.

4. Review and expand the stakeholder list.

5. Identify the change impact (for example, on roles and responsibilities, or training) by role.
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6. Group roles into categories based on change impact.

7. Map each stakeholder group to the prioritization matrix by defining existing and desired states.

8. Define what each stakeholder group needs to know.

9. Determine the timing for providing the information to each stakeholder group.

10.Define the key messages for each stakeholder group, based on the commitment model:

• Goals

• Measurable objectives

• Additional information to back up key messages

11.Review and expand on the communication methods list.

12.Determine the communication methods that are preferred for each stakeholder group.

13.Identify the messengers and message for each stakeholder group.

14.Determine how best to measure communication effectiveness and how often this assessment 
should occur.

15.Develop the work plan by using the communications calendar as the baseline.

16.Implement the communications plan and measure the results.

17.Manage the feedback process, and refine or redesign the approach as required.

18.Draft the engagement strategy and plan.

19.Review and validate the engagement strategy and plan with the leadership team.

20.Sign off on the engagement strategy and plan.

By focusing on these key elements and best practices, you can develop a comprehensive 
engagement strategy and plan that support your organization's cloud transformation journey, 
ensure stakeholder commitment, and maximize the potential for successful cloud adoption.
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3.4 Training strategy and plan

Overview

Training is crucial for preparing your cloud migration, modernization, or transformation team to 
understand and perform their jobs in a cloud-transformed future state. It provides the formal 
structure, instruction, and practice that help users learn new processes and technologies. A well-
designed training strategy ensures that employees can operate confidently in the new cloud 
environment.

The training strategy and plan defines:

• Target audiences

• Training methods

• Content

• Timelines

• Facilitators

• Logistics

AWS takes a data-driven approach to training requirements. You can identify your organization's 
cloud skills gaps by using the free AWS Learning Needs Analysis (LNA) tool, which helps you create 
targeted, cost-effective training plans.

Training for new cloud skills is often a blend of different formats, including on-demand, virtual 
instructor-led, in-person instructor-led, hands-on labs, game days, and immersion days. An 
effective training strategy delivers significant benefits:

• Accelerates adoption of new cloud technologies and processes

• Reduces errors and improves operational efficiency

• Enhances employee confidence and job satisfaction

• Improves organizational agility and innovation capabilities

• Increases return on investment (ROI) from cloud technologies

• Mitigates risks associated with skill gaps
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• Supports talent retention by providing growth opportunities

Best practices

• Align with business objectives. Make sure that the training strategy supports overall cloud 
transformation goals.

• Prioritize critical competencies. Focus on the most important skills for successful cloud adoption.

• Use diverse learning formats. Blend different training methods, including:

• On-demand courses

• Virtual, instructor-led sessions

• In-person workshops

• Hands-on labs

• Game days

• Immersion days

• Take advantage of data-driven insights. Use tools such as the AWS LNA to identify skill gaps and 
to tailor training plans.

• Develop a timeline. Create a training sequence that aligns with the cloud transformation 
roadmap.

• Evaluate knowledge acquisition. Implement assessment methods such as certifications or 
practical demonstrations.

• Continuously update your plan. Regularly review and update the training plan to keep pace with 
evolving cloud technologies and organizational needs.

Key components of a training strategy and plan are:

• Training objectives: Define expected outcomes for participation, skill growth, certifications, and 
specific capabilities.

• Training guiding principles: Establish decision-making boundaries that address funding, 
requirements, and sourcing.

• Training methods: Determine delivery methods such as in-person, virtual, computer-based, self-
paced, or a combination.

• Target audiences: Identify key roles, departments, and users for training.
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• Training activities: Create a timeline that's aligned with the cloud program. Include specific user 
stories in project tracking tools.

• Organizational roles and accountabilities: Define responsibilities for implementing, monitoring, 
and measuring training and communicating results.

FAQ

Q. Why is the training strategy valuable?

A. A training strategy aligns knowledge, skills, and capabilities with organizational goals while 
demonstrating the value of training investments.

The AWS LNA produces learning recommendations for continued growth. It enables you to use the 
data you collect on the workforce, training activities, and knowledge growth in a practical way.

If you don't have a well-articulated training strategy, employees who aren't familiar with the 
requirements for operating effectively in the cloud and how it differs from operating on premises 
have to rely on their own resources to gain that knowledge. This can result in unproductive time 
spent on training and knowledge acquisition that aren't related to cloud operations. A clear 
training strategy and plan provide an individualized roadmap for all impacted employees that 
covers the skills they will need to successfully operate in a cloud environment. 

Q. When would you schedule this activity?

A. Begin training strategy and planning efforts at the start of your cloud transformation project, 
after you determine gaps and change impacts, and identify affected teams and employees.

Q. What is the AWS LNA?

A. The AWS LNA is a free self-assessment tool that identifies an organization's cloud skills gaps. 
Employees complete an adaptive survey, and AWS experts use the results to create targeted, cost-
effective training and certification plans.

Q. Who should be involved in this activity?

A. Participants should include the executive sponsor, cloud leader, OCA leader, HR lead, chief 
architect, data lead, security lead, operations lead, training lead, finance lead, infrastructure 
leaders, and lines of business leads.

Q. What are the key inputs to this activity?
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A. Inputs include the stakeholder assessment, training assessment, discovery documentation, and
change impact assessment.

Q. What are the key outputs of this activity?

A. Outputs include training guiding principles, audience analysis, training plan, training roles and 
responsibilities, training objectives, and training budget.

Additional steps

To create the training strategy and plan:

1. Interview internal training teams to understand specific needs and appropriate delivery 
methods.

2. Consult HR to understand potential impacts on future state roles.

3. Interview functional process area leaders to understand the specifics for their area.

4. Consult outward-facing groups to understand potential training impacts on customers and 
suppliers.

5. Evaluate all documentation and information, following up with key stakeholders as needed.

6. Build your training strategy document by following this structure:

• Training objectives

• Training guiding principles

• Training methods

• Target audiences

• Training activities (work plan and approach)

• Organizational roles and accountabilities

By focusing on these elements and best practices, you can develop a comprehensive training 
strategy for your organization that supports cloud transformation, addresses skill gaps, and 
enables employees to thrive in the new cloud environment.
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3.5 Risk mitigation strategy and plan

Overview

People-related issues can become risks or blockers that impede the start or scaling of the cloud 
journey. A risk mitigation strategy and plan offer a structured approach to provide visibility into 
these issues, dismantle roadblocks, and accelerate change. Common people-related issues include:

• Misalignment between leaders about cloud objectives

• Prioritization differences related to timelines and resource allocation

• Communication breakdowns between siloed functions or management layers

• Cloud skill shortages throughout the workforce

Mitigating these risks saves companies effort, time, and money, and reduces organizational friction. 
These risks can take a toll on employees if they aren't properly managed.

An effective risk mitigation strategy delivers significant benefits:

• Accelerates cloud adoption by proactively addressing potential roadblocks

• Improves project timelines and budget adherence

• Enhances stakeholder alignment and communications

• Reduces employee stress and turnover related to transformation challenges

• Increases the overall success rate of cloud initiatives

• Provides a structured approach to continuous improvement

Best practices

• Review the cloud strategy and plan for desired outcomes and timelines.

• Align with the project manager on overall issues and the risk mitigation process.

• Develop an ongoing risk identification process.

• Establish dimensions for risk categorization, such as vision and clarity, culture, commitment, 
communications, retention and engagement, and skills and capability.
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• Assess the severity of risk and probability of occurrence.

• Develop a risk tracking and evaluation tool (see the example table later in this section).

• Document people-related issues that might pose a risk to timely completion of people 
transformation deliverables.

• Look across the program to see how technical, budgetary, and timing risks will impact people 
and create people-related risks.

• Handle sensitive or confidential risks appropriately, and communicate these only to a small circle 
of people who need to know.

• Track the mitigation and closure of people-related risks over the course of the cloud program to 
evaluate their impact on achieving desired cloud outcomes. For example, an impact statement 
might be: "15 high-severity risks were identified and mitigated; if these risks had not been 
mitigated, the cloud journey would have been delayed by approximately 6 months."

The following illustration shows the inputs and outputs of a risk mitigation strategy.
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The following table provides an example of a risk tracking tool.

Risk 
category

Severity Probabili 
ty

Risk 
descripti 
on

Mitigatio 
n actions

Owner Status Due date

Resourcin 
g

Medium High Security 
SME is 
taking a 
leave of 
absence 
that 
overlaps 

Onboard 
and train 
backup 
security 
SME on 
specific 
tests and 

Martha 
Rivera

In 
progress

31 March 
2025
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with our 
testing 
and 
cutover 
phase.

cutover 
planning.

FAQ

Q. Why is the risk mitigation strategy valuable? 

A. The risk mitigation strategy and plan offer a structured way to gain visibility into people-
related issues that can stall, derail, or delay a cloud transformation. This process helps ensure that 
deliverables are on time, on budget, and produced with high quality, while offering an integrated 
approach to identify, assess, and address risks with the cloud transformation team.

Q. When should you use it? 

A. Use a risk mitigation strategy and plan at the start of the program to design the format and 
establish risk dimensions. Review the strategy and plan on a regular cadence and update them as 
required.

Q. What types of issues are classified as a people-related and fall into the scope of this activity?

A. People-related issues are any non-technical issues that could hinder the cloud journey, such as 
leadership misalignment, prioritization differences, communication breakdowns, and cloud skill 
shortages.

Q. Who should be involved in this activity? 

A. Participants should include the executive sponsor, cloud leader, OCA leader, HR lead, internal 
communications team, workstream leads, the project management office (PMO), and engagement 
managers.

Q. What are the inputs to this strategy and plan?

A. Inputs include culture assessment, organization readiness assessment, leadership assessment 
review workshop, user readiness assessment, Migration Readiness Assessment (MRA) and Migration 
Readiness Planning (MRP), program risk log, and status reports.
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Q. What are the outputs of this activity?

A. This activity produces the risk identification and management process and tracking tools that 
will be integrated into the overall program risk processes.

Q. Why should time be spent on this activity?

A. The risk mitigation strategy and plan ensure a seamless and integrated process to manage 
status, issues, and escalations, and to resolve conflicts before they block or slow down your cloud 
journey.

Additional steps

To develop a risk mitigation strategy and plan, follow these steps:

1. Collect potential people risks from various sources such as leadership alignment interviews, 
organizational readiness assessments, workstream leads, and status reports.

2. Evaluate and prioritize risks.

3. Assign risks to owners for mitigation and disposition.

4. Determine priorities for action, and assess the risks of not acting on identified issues.

5. Develop a risk escalation process.

6. Ensure that the people-related risk management process is integrated with customer and 
program processes.

7. Draft the risk mitigation strategy and plan.

8. Review and validate the strategy with the cloud leadership team.

9. Obtain customer and leadership signoff on the risk mitigation strategy and plan.

10.Conduct periodic risk management review meetings.

11.Track risk status on an ongoing basis.

By focusing on these elements and best practices, you can develop a comprehensive risk mitigation 
strategy for your organization that supports cloud transformation, addresses potential roadblocks, 
and ensures a smoother transition to the cloud environment.

Additional steps 32



AWS Prescriptive Guidance AWS Organizational Change Acceleration (OCA) 6-Point Framework - 
3. Envision the Future

3.6 Sponsor roadmap

Overview

Sponsor support and actions are critical levers for driving adoption. Having an active and 
visible sponsor is the most significant factor in achieving change adoption. The sponsor's active 
engagement and presence are instrumental in establishing the desired behaviors that are expected 
of individuals and organizations. A structured process secures consistency in messaging and helps 
achieve intended organizational objectives.

An effective sponsor roadmap delivers significant benefits:

• Accelerates cloud adoption through consistent leadership support

• Enhances alignment between leadership and transformation objectives

• Reduces resistance to change by demonstrating top-down commitment

• Improves communication effectiveness across the organization

• Increases the likelihood of achieving desired business outcomes

• Supports the cultural change that's necessary for successful cloud transformation

Best practices

To develop the sponsor roadmap, secure sponsor commitment at the beginning of the cloud 
program and take initial steps to:

• Provide general awareness and understanding of the sponsorship process to executives and 
cloud leaders.

• Onboard sponsors and provide role descriptions, accountability expectations, key messaging, and 
implementation timeline.

• Use key messaging from the business case for change to reinforce the cloud migration vision, 
benefits to the enterprise and stakeholder groups, and overall business value.

• Reinforce the message that the OCA team will be there every step of the way to foster 
commitment.
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Consider both business and IT sponsors. When cloud adoption is a key component of your business 
strategy and outcomes, you must have sponsors from the business side of your organization, such 
as an executive sponsor and lines of business sponsors.

To design the sponsor roadmap:

• Review the strategic vision, business case, and outputs from earlier workshops and 
organizational analysis to gain insights into benefits and business value. Inputs often include:

• Strategic vision

• Business case

• Discovery and other workshop findings and outputs

• Executive sponsor and leadership interviews

• Feedback from:

• Change leadership stakeholder (If available)

• Communications stakeholder (If available)

• Training stakeholder (if available)

• HR stakeholder

• Identify leaders and their assigned stakeholders who are essential for program messaging and 
engagement, will implement the program, and will engage with the selected stakeholders. At a 
minimum, this would include the executive sponsor, project leader, change leader, change agents 
or champions, internal change team liaison, internal communications, and HR.

• Define engagement objectives:

• Understand the role of key stakeholders in implementing the program.

• Define critical objectives for engaging selected stakeholders on a regular basis.

• Socialize, discuss, and finalize engagement objectives with leaders who are responsible for 
achieving these objectives.

• Discuss the format and frequency of stakeholder engagements.

• Assess the engagement quality and address gaps. Establish a cadence for progress monitoring, 
review, and support.

• Meet regularly with leaders to self-assess the current opinions of stakeholders against 
objectives.

• Discuss the formats and frequency of stakeholder engagements. Is the current approach 
sufficient? Are new solutions required?Best practices 34
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• Identify adjustments to the current approach and design new solutions for engaging 
stakeholders.

• Synthesize inputs and leader discussions to develop the OCA sponsor roadmap.

To implement the sponsor roadmap:

• Develop specific objectives for stakeholder and leadership action plans that align to the OCA 
sponsor roadmap.

• Engage with stakeholders as defined in the roadmap.

• Track the progress of planned actions to measure commitment risk.

• Update leadership action plans at appropriate intervals (at a minimum, quarterly) as phases and 
program risks change over time.

To be an effective sponsor:

• Stay focused on the vision, and remain active and visible to others throughout the project 
lifecycle.

• Communicate clearly and often, and provide targeted messaging to all stakeholder groups.

• Do not delegate sponsorship. Employees need to see ownership and accountability from their 
leaders.

• Lead from the front by clearly demonstrating your support for the project to empower your 
teams.

• Engage others in your business, and develop a sponsorship coalition to expand change 
ownership.

• Manage resistance by listening and responding to stakeholder feedback.

• Reinforce the change by rewarding and celebrating successes.

• Educate yourself on the people side of change and take a programmatic approach by applying 
the OCA 6-Point Framework. Be willing to devote the necessary amount of time and resources to 
address your sponsorship responsibilities.

Here are two examples of sponsor roadmaps, in the form of worksheets for leadership action plans.
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FAQ

Q. When do you conduct this activity? 

A. Secure sponsor commitment from the beginning of the cloud migration and modernization 
process. Provide general awareness and understanding of the sponsorship process to executives 
and cloud migration and modernization leaders. Onboard sponsors appropriately and provide 
role descriptions, accountability, key messaging, sponsor roadmap, and timeline. Reinforce the 
message that the change acceleration team will be involved in every step of the process to ensure 
commitment. Key messaging reinforces the cloud migration vision, benefits, and overall business 
value.

Q. Who should be involved in this activity? 

A. Participants should include the executive sponsor, cloud leader, OCA leader, HR lead, the internal 
communications team, workstream leads, the project management office (PMO), and engagement 
managers.

Q. What are the inputs to this activity?
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A. Inputs include the business case, discovery documentation findings, executive sponsor and HR 
interviews, stakeholder analysis, cloud strategy, and business value realization plans.

Q. What are the outputs of this activity?

A. Outputs include the identification of sponsorship needs, the sponsor plan design, and an 
implementation plan for sponsorship.

Additional steps

1. After you create your sponsor roadmap and implementation schedule, review it with workstream 
members and stakeholders, and refine it based on feedback.

2. As you roll it out, be prepared to modify it or iterate to align to program progress.

3. Consider asking a peer outside the cloud program to review the roadmap and ask them 
questions such as:

• Is the sponsor roadmap easy to understand?

• Can you explain it to others?

• Does it address all leader stakeholder groups?

• Is it achievable?

• Where should it be shared? Which audiences need to hear about it?

• Is it compelling enough to create a sense of urgency to change and adopt the cloud?

4. Track your progress, evaluate sponsor effectiveness by obtaining feedback from stakeholders, 
and adjust leadership action plans as needed.

By focusing on these elements and best practices, you can develop a comprehensive sponsor 
roadmap that supports cloud transformation, ensures consistent leadership engagement, and 
drives adoption throughout the organization.
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3.7 Sustainability plan

Overview

The sustainability plan provides a proactive approach for transitioning organizational change 
acceleration activities from project status to business as usual (BAU). By developing this plan early, 
in the Envision the Future phase, you can create a roadmap for ensuring ownership of the cloud 
journey and minimize the risk of abandoning the project soon after its adoption.

Align planning activities with the cloud leadership team to understand and establish expectations 
beyond the initial phases of the cloud transformation journey. Consider:

• Organizational changes

• Gaps in positions, roles, and responsibilities

• Communication needs

• Additional training requirements

• Knowledge libraries or repositories

• Business metrics correlated with OCA measures

The sustainability plan evolves frequently; capture needs from status meetings, retrospectives, and 
risk, action, issue, dependency (RAID) logs throughout the cloud journey.

An effective sustainability plan delivers significant benefits:

• Ensures long-term adoption of cloud technologies and practices

• Reduces the risk of reverting to old ways of working

• Embeds cloud-centric culture into the organization's ways of working

• Maximizes return on investment (ROI) in cloud transformation efforts

• Supports continuous improvement and innovation

• Enhances organizational agility and adaptability
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Best practices

In the early stages of the cloud journey, the move to the cloud is likely to be treated as a high-
priority project or initiative. As such, the project often influences project and leadership behaviors 
and activities that contribute to success. For example:

Project behaviors and activities:

• Metrics

• Change acceleration and communications

• Assertive change agents and consultants

Leadership behaviors and activities:

• Creating important projects that the organization can support, and sustaining momentum

• Defining the long-term consequences of activity or non-activity for these projects

• Asking questions about the project and value realization

• Steering committee meetings

However, at some point, the journey to the cloud should stop being treated as a project or initiative 
and become business as usual.

Sustaining improvement gains over time requires a proactive and systematic approach for creating 
internal sustainability and ownership.
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FAQ

Q. Why is the sustainability plan important?

A. The sustainability plan looks beyond the initial cloud migration phase to secure the necessary 
steps for adopting the future state model and standing the test of time. It provides a mechanism 
for future-proofing the cloud transformation as people and technologies evolve.

Q. What are the inputs to this plan?

A. Inputs include organizational change acceleration ownership vision and goals and any gaps that 
need to be addressed from an OCA perspective (for example, retrospectives, culture assessment, 
organization readiness assessment, leadership readiness review workshop, user readiness 
assessment, program risk log, and status reports).

Q. What are the outputs of this activity?

A. The main output is a project closure and sustainability plan that establishes ongoing ownership 
of OCA.

Q. How do we ensure that our CCoE is also sustainable?

A. As part of the AWS Cloud Center of Excellence (CCoE) methodology, we recommend that you 
evaluate the composition of your CCoE (the people, the processes, the tools, the policies, and so 
on) every quarter. As with the cloud transformation program, the CCoE will evolve as a leadership 
function.

Q. Where is sustainability applied in the cloud transformation lifecycle, and when should it be 
started?

A. Initiate the design of the sustainability plan in the Envision the Future stage of the cloud 
transformation lifecycle, and then scale the program.

Q. Why should time be spent on this activity?

A. Your cloud transformation journey will continue to introduce substantial changes to the 
organization as you move through migration, optimization, and innovation. Your ability to achieve 
and sustain desired business outcomes from your cloud program is directly proportional to your 
ability to own and sustain organizational change acceleration.
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Additional steps

Here are the recommended steps to plan for ownership of future phases of your organizational 
acceleration strategy:

1. Review your cloud strategy and objectives. Are you on track to achieve desired business 
outcomes? Which people-related barriers do you need to overcome to achieve or accelerate your 
desired business outcomes?

2. Develop the vision and goals for organizational change acceleration ownership of the future 
state. Develop and validate assumptions.

3. If you have a Cloud Center of Excellence (CCoE), evaluate your Cloud Business Office 
(CBO) capability maturity as it relates to leadership, change acceleration, training, and 
communications.

4. Review your change planning materials and feedback. For example:

• Which key risks have been identified?

• What unexpected feedback has emerged?

• Where do you see natural next steps for the organization?

5. Conduct frequent retrospectives on the change acceleration workstream. Solicit input from all 
other workstreams. What is working well? What can be improved?

6. Evaluate your organization's ability to own and sustain each major component of your 
organizational change acceleration strategy:

• Business value and outcome realization tracking

• Whether leadership is driving cloud adoption

• Whether executive sponsors are communicating the case for change and removing blockers

• Culture change for achieving optimal benefits of the cloud

• Communications to affected stakeholders

• Training plans for current and future cloud needs

• Talent acquisition strategies that are aligned to future cloud needs

• Talent management and workforce transformation that is aligned to the cloud strategy

• Strategy to retain valuable cloud talent after they become digitally fluent and skilled on cloud 
solutions, or have obtained cloud certifications

7. For each component, consider resources, competencies, processes, structure, behaviors and 
tasks, and consequences and incentive systems.
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Focus area Considerations

Resources • How many resources were required to lead 
and implement the current (cloud or on-
premises) scope?

• How many resources will be needed to lead 
and implement the future state?

• How can we close the gap and create more 
ownership?

Competencies • What is the current competency compared 
with the desired level of competency?

• What is the highest priority (for example, 
planning, training, communications)?

• How can we close the gap and increase 
competency through formal or informal 
training, shadowing, and experiential 
activities?

• How do we measure or ensure proficiency?

Processes • What is the current process for implement 
ing the organizational change acceleration 
component? Where are the likely failure 
points?

• Is there a future state process that has less 
friction and can be made more adaptable 
by frequent feedback loops? How can it be 
more automated?

• Who is accountable for the process? Does 
a responsible, accountable, consulted, 
informed (RACI) matrix exist?
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Structure • Do we have the right structure (for 
example, centralized, distributed, or 
embedded) to support our future state?

• Do we have people in the right locations 
to support the organizational change 
acceleration strategy?

• Do we have the appropriate lines of 
accountability and feedback?

Behaviors and tasks • What are the behaviors or tasks needed 
to implement the organizational change 
acceleration component?

• What are the guiding principles of 
organizational change acceleration?

• Are the behaviors or tasks clearly defined 
so that others can implement them?

Consequences and incentive systems • Are formal and informal incentive systems 
aligned to support the desired future state 
behaviors?

• What additional positive consequences 
or incentives can we put into place to 
encourage future state behaviors?

• Are desired behaviors being met with 
negative consequences, inadvertently?

• Are undesired behaviors being rewarded, 
inadvertently?

By focusing on these elements and best practices, you can develop a comprehensive sustainability 
plan that ensures long-term success in your organization's cloud transformation journey.
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Resources

References

• Accelerating your return on cloud investment by adopting a strategic transformation and change 
methodology

• AWS Change Acceleration 6-Point Framework and Organizational Change Management Toolkit

• AWS Organizational Change Acceleration (OCA) 6-Point Framework – 1. Mobilize Team

• AWS Organizational Change Acceleration (OCA) 6-Point Framework – 2. Align Leaders

• AWS Organizational Change Acceleration (OCA) 6-Point Framework – 4. Engage the Organization

• AWS Organizational Change Acceleration (OCA) 6-Point Framework – 5. Enable Capacity

• AWS Organizational Change Acceleration (OCA) 6-Point Framework – 6. Make Culture Change 
Stick

• AWS Cloud Adoption Framework (CAF)

• AWS Cloud Adoption Framework (CAF) People Perspective

• 2024 IT Skills and Salary (Skillsoft Global Knowledge report)

• AWS Certification and Training

• AWS GameDay

• AWS Solutions-Focused Immersion Days

• AWS Learning Needs Analysis (LNA)

Partners

• Accenture

• Contact Partner

• Contact the Accenture AWS Business Group

• Future Talent Platform

• Accenture and AWS take you further faster

• Deloitte

• Contact Partner
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https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-enterprise-transformation/
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-enterprise-transformation/
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-mobilize-team/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-align-leaders/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-mobilize-team/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-align-leaders/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-engage-organization/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-enable-capacity/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-make-culture-change-stick/
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-make-culture-change-stick/
https://docs.aws.amazon.com/whitepapers/latest/aws-caf-people-perspective/aws-caf-people-perspective.html
https://docs.aws.amazon.com/whitepapers/latest/aws-caf-people-perspective/aws-caf-people-perspective.html
https://www.globalknowledge.com/us-en/content/salary-report/it-skills-and-salary-report/#gref
https://aws.amazon.com/certification/
https://aws.amazon.com/gameday/
https://aws.amazon.com/events/sfid-2022/?solution-immersion-days-cards.sort-by=item.additionalFields.sortDateTime&solution-immersion-days-cards.sort-order=asc&awsf.content-focus=*all&awsf.event-type=*all&awsf.language=*all&awsf.location=*all&awsf.level=*all&awsf.month=*all&awsf.topic=*all
https://aws.amazon.com/training/teams/learning-needs-analysis/
https://partners.amazonaws.com/partners/001E000000VHBQIIA5/Accenture
https://aws.amazon.com/accentureaws/
https://www.accenture.com/us-en/services/technology/future-talent-platform
https://www.accenture.com/us-en/services/cloud/aws-business-group
https://partners.amazonaws.com/partners/001E000000NaBHWIA3/Deloitte
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• AWS and Deloitte

• Where Innovation Meets Impact

• PwC

• Contact Partner

• PwC and AWS

• Slalom

• Contact Partner

• AWS and Slalom Launch Centers

• Roberts Group Consulting

• Contact Partner
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https://aws.amazon.com/partners/deloitte/
https://www2.deloitte.com/us/en/pages/about-deloitte/solutions/deloitte-aws-relationship.html
https://partners.amazonaws.com/partners/001E0000012d430IAA/PricewaterhouseCoopers
https://www.pwc.com/us/en/services/alliances/amazon-web-services.html
https://partners.amazonaws.com/search/partners?keyword=slalom
https://www.slalom.com/aws-slalom-launch-centers
https://robertsgroup.com/
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Contributors

• Melanie Gladwell, AWS Senior Practice Manager

• Scott Watson, AWS People Transformation Lead

• Tierra Jennings-Hill, AWS People Transformation Lead

• Nicole Lenz, AWS Sales Transformation Lead

• Jermel Moddy, AWS Change Acceleration Lead

• Travis McNeal, AWS Change Acceleration Lead
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Document history

The following table describes significant changes to this guide.

Change Description Date

Initial publication — January 31, 2025
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