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TECHNOLOGY
By Marc Umstead,
Plus One Technology
You made the invest-
ment. You did the
research. You sat
through the demos.

You signed the contract for that shiny
new project management software, or
CRM, or time tracking system, or what-
ever tool promised to “revolutionize”
how your team works.

Six months later, you discover half your
staff is still using Excel spreadsheets, email
threads, and sticky notes. Sound familiar?

If you’re a small business owner who’s
ever felt the sting of a software investment
that didn’t stick, you’re not alone. The
problem isn’t that you chose the wrong
tool — though that happens too. The real
issue is more nuanced, more frustrating,
and far more expensive than most busi-
ness leaders realize.

The Real Cost of Software Your
Team Won’t Use

Let’s talk numbers for a moment.
Say you invested $15,000 annually in a

comprehensive project management 
platform for your 12-person team. That’s
roughly $1,250 per month. Now imagine
only six people actually use it consistently,
while the other six have reverted to their
old workflows; or worse, they’re maintain-
ing two systems: the “official” one for
appearances and their real system that
actually works for them.

You’re not just losing half your software
investment. You’re also paying for:
• Duplicate effort: Staff maintaining
information in multiple places
• Data inconsistencies: Different team
members working from different versions
of the truth
• Missed deadlines: Because nobody’s
sure which system has the accurate timeline

(Continued on page 18)
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• Management blind spots: You can’t see
real progress if half the work isn’t being
tracked
• Training costs: For a system people
abandon anyway
• Lost productivity: Staff spending time
navigating around the tool instead of using it

When you add it up, that $15K software
investment might actually be costing you
$40K or more in lost productivity and
workarounds.

Why Software Adoption Fails 
(It’s Usually Not What You Think)
Most business owners assume software

adoption fails because employees are
“resistant to change” or “stuck in their
ways.” That’s rarely the full story. Here’s
what actually happens:

The Software Doesn’t 
Fit the Workflow

Your sales team needs to log client inter-
actions quickly between calls. The new
CRM requires 12 fields of data entry before
you can save a note. So, they jot things down
on paper and promise themselves they’ll
“enter it later.” Spoiler: later never comes.
The software might be powerful, but if it
adds friction to daily tasks instead of reduc-
ing it, people will find ways around it.

Nobody Really Learned 
How to Use It

The software vendor provided a 90-
minute training session. Your team nod-
ded along, tried to take notes, and prompt-
ly forgot 80 percent of what they heard by
the next morning.

Real software adoption requires ongo-
ing support, not a one-time training dump.
People need to practice, ask questions, and
build new habits — and that takes time
and reinforcement.
It Solves Management Problems,

Not Employee Problems
Here’s a tough truth: sometimes we

choose software that makes our lives easier

as business owners while making daily
work harder for the team.

You want real-time visibility into project
status. Great. But does the tool help your
project managers actually manage be!er,
or does it just create more administrative
busywork for them?

If the software primarily serves leader-
ship reporting needs without providing
clear value to the people doing the work,
don’t be surprised when adoption stalls.
The Integration Situation Is a Mess
Your team already uses email, Microsoft

365, QuickBooks, and three other tools.
The new software promised “seamless
integration” with everything.

Except the integrations require IT setup
nobody prioritized. Or they work, but not
quite right — syncing is delayed, data
doesn’t map correctly, or the connection
keeps breaking.

Now your team is manually moving
data between systems anyway, which
defeats the entire purpose.

There’s No Clear 
Owner or Champion

The software got purchased. It got
installed. But who’s responsible for mak-
ing sure it actually works for the team?

Without someone actively champi-
oning the tool; troubleshooting issues,
sharing best practices, celebrating wins,
and adoption drifts. People encounter a
problem, can’t get quick help, and quietly
return to the old way of doing things.

What This Actually Looks Like 
in Real Businesses

The accounting firm that bought prac-
tice management software to streamline
client workflows. Three months in, part-
ners are still emailing spreadsheets back
and forth because “it’s just faster.” The
software sits unused while the annual sub-
scription auto-renews.

The manufacturing company that
implemented inventory tracking software
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to prevent stockouts. The warehouse team
finds it too complicated and continues
using their paper system. Management
makes decisions based on incomplete data,
leading to both overstocking and shortages.

The law office that invested in docu-
ment management software to improve
organization and security. A!orneys con-
tinue saving files to their desktop and
emailing documents because the new sys-
tem “takes too many clicks.” Critical files
remain unsecured and unorganized.

In each case, the business didn’t just
waste money on unused software. They
reinforced the status quo, created shadow
IT problems, and missed the operational
improvements they were trying to achieve.
The Hidden Shadow IT Problem
When employees can’t or won’t use

official business software, they don’t stop
working. They improvise. They find free
tools online. They use personal Dropbox
accounts. They create elaborate
workarounds in Excel. They develop sys-
tems that work for them but remain invis-
ible to management.

This is “shadow IT”—technology solu-
tions that exist outside official channels
and IT oversight.

Shadow IT creates serious problems:
• Security vulnerabilities: Personal tools
don’t have business-grade security

• Compliance risks:Sensitive data flow-
ing through uncontrolled systems
• Data loss potential: Information stored
in places that aren’t backed up
• Integration impossibility: Systems that
can’t connect with anything else
• Knowledge silos: Processes that only
work if specific people are around

The irony? Shadow IT often emerges
because official software doesn’t work well
enough. Your team isn’t trying to be diffi-
cult, they’re trying to get their work done.
How to Actually Get Your Team

to Use New Software
Here’s the good news: software adop-

tion doesn’t have to be a coin flip. There are
practical steps that dramatically improve
success rates.

Start with the Workflow, 
Not the Software

Before you shop for solutions, map out
how work actually flows through your
business. Not how you wish it worked —
how it actually works today. Talk to the
people doing the work. What are their
pain points? What slows them down?
What workarounds have they already cre-
ated? Then find software that fits those
workflows, not software you’ll need to
twist your workflows around.

(Continued on page 20)
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Involve the Team in Selection
The people who will use the software

daily should have input on which tool you
choose. Not final decision authority neces-
sarily, but genuine input. Run trials. Get
feedback. Let staff test drive options and
report back on what actually helps them
work be!er. When people have owner-
ship in the selection, adoption improves
dramatically.

Plan for Real 
Training and Support

Budget time and money for proper
onboarding. Not a single training session
— ongoing support.

This might mean:
• A phased rollout instead of big-bang
implementation
• Internal champions who become power
users first
• Regular office hours where people can
get help
• Wri!en guides and video tutorials spe-
cific to your workflows
• Patience for the learning curve

Software adoption is a change manage-
ment challenge, not just a technical imple-
mentation.

Make Sure Integrations 
Actually Work

Before you fully commit, verify that
integrations with your existing tools actu-
ally function the way you need. Test the
data flow. Confirm syncing works reli-
ably. Make sure the connected systems
actually talk to each other in meaningful
ways.

If integrations require significant IT
work, factor that into your timeline and
budget. Don’t assume “it just works.”

Assign Clear Ownership
Someone needs to own this software’s

success. Not just manage the subscription,
but actively champion adoption.

This person:
• Monitors usage and addresses problems
• Gathers feedback and suggests improve-
ments
• Helps struggling users get unstuck
• Shares success stories and best practices
• Acts as the bridge between vendor sup-
port and your team

Without this ongoing ownership, even
great software can fail to stick.
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Start Small and Prove Value
Don’t try to revolutionize everything at

once. Pick one workflow or one team to
start with.

Prove that the new software actually
makes life be!er for that group. Document
the wins. Show concrete improvements.
Then expand to other areas with a proven
track record and real examples of success.

When to Get Professional Help
Sometimes the problem isn’t the soft-

ware choice — it’s the implementation
strategy, the integration complexity, or the
change management process. This is
where working with an experienced MSP
makes a significant difference.

A good IT partner helps you:
• Evaluate software options based on
actual business needs
• Plan implementations that set up for
adoption success
• Handle the technical integration work
properly
• Provide ongoing user support during
the transition
• Monitor usage and address roadblocks
proactively

The difference between software that
transforms your operations and software
that collects dust often comes down to pro-
fessional implementation support.

The Bottom Line
Buying business software is easy.

Ge!ing your team to actually use it? That’s
where the real work begins. The good
news is that software adoption failure isn’t
inevitable. When you involve users in
selection, plan for proper training, ensure
working integrations, and provide ongo-
ing support, adoption rates improve dra-
matically.

Your team doesn’t hate new software.
They hate software that makes their jobs
harder, wastes their time, or solves prob-
lems they don’t actually have. Choose
tools that genuinely help them work 
be!er. Implement them thoughtfully.
Support the transition properly.

Do that, and you’ll stop throwing mon-
ey at unused software licenses and start
seeing real operational improvements.

Struggling with software that isn’t
delivering results? Plus 1 Technology helps
small businesses evaluate, implement, and
optimize technology solutions that actually
work for your team. We focus on practical
implementations that drive real business
value, not just impressive feature lists.
Contact us at 610.792.5660 to discuss how
we can help you get more from your tech-
nology investments. 


