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Many specialty medical groups and health systems 
grow by acquiring existing practices and facilities. These 
acquisitions bring in new providers and patients, as well 
as a lot of new technology platforms.  And while most 
healthcare practices run on Microsoft 365, merging two 
accounts can be painful without preparation.  

When one organization acquires another, Microsoft 365 
and SharePoint intranet migration often take a backseat 
to other systems such as patient records, billing, or payroll.  
Nonetheless, harmonizing your business productivity 
tools is an important part of achieving efficiencies of 
scale.  Long-term, it doesn’t make sense to keep separate 
technology environments, and when a new practice joins 
your group, you want their staff to have easy access to all 
the same information, communications, and resources as 
the rest of your team.

This whitepaper outlines best-practice strategies for 
merging two organizations’ Microsoft 365 accounts post-
acquisition, and pitfalls to avoid during the process. 
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Even apart from acquisitions, it is vital to have a coherent architecture for your own 
Microsoft 365 environment. Your organization should already have standard guidelines for 
how SharePoint sites, Teams Teams, and other applications are configured and used.  If 
your own system is disorganized, adding in another practice’s files, data and information 
will be chaotic. 

If your Microsoft 365 tenant is a bit of a mess, it’s usually best to start by establishing a 
well-organized SharePoint intranet offering resources everyone (including staff of newly 
acquired practices) can benefit from right away - like a library of compliance policies or a 
company directory to help people identify who in the organization they should reach out 
to with questions.  Getting everyone to clean up their backlog of personal files can usually 
wait until later. 

A great intranet should serve as a starting point from which anyone 
- even a brand new hire - can find answers to any question they 
might have about your organization with a few clicks, a search, or by 
connecting to an expert colleague.

1. Get Your Own Microsoft 365 Tenant In Order
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Once you’ve established some semblance of order, make sure everything about your 
intranet / Microsoft 365 environment is thoroughly documented - not just the technical 
aspects, but also any related policies and processes.  This includes:

• Navigation (both on a tenant / hub level and individual site level)

• Explanations of where different types of documents and information (like policies) 

should be stored

• Taxonomies for tagging assets with metadata

• SOPs for who updates content on sites, publishes news, etc.

• Lists of automations and processes that are actively running and what they do

• A comprehensive list of what areas need to be updated after an acquisition (i.e. the staff 
directory, adding metadata / drop-down items for forms, portal sites with information 
on the new practice, etc.)

• Security and information management protocols 

You’ll also want to make sure your team has buy-in from leadership about the purpose 
and governance of the intranet, so that it’s clear who makes the rules and how to deal 
with exceptions. 
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Once an acquisition is announced, employees from the two organizations will begin to 
communicate and collaborate. The longer that happens outside a structured environment, 
the harder it will be to get everyone aligned.  

While your impulse might be to skip the assessment and jump straight to moving files 
from one tenant to the other, take time to talk with staff from the acquired practice 
about how they use Microsoft 365.  Even if you have to completely reorganize their 
files and workflows, understanding their present state will help you better explain your 
organization’s model to your new colleagues.  

Meanwhile, be open to learning from the newly acquired practice.  For instance, if they 
use their intranet effectively for internal communications, but that hasn’t been a priority 
for your organization in the past, you may want to consider incorporating their approach 
into your system. But make sure it’s done in a way that’s consistent for everyone, and not 
creating parallel systems for the same function.

2. Assess the Acquired Practice’s Platform, 
Processes, and Policies
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Once you know what assets the newly acquired practice has and what modifications 
might need to be made to your own model to accommodate them, it’s time to move 
the acquired organization’s files, people, and data into your organization’s Microsoft 365 
instance.

Having a clearly defined Microsoft 365 migration strategy for acquisitions will significantly 
cut down on the time it takes to make the transition. Given that most healthcare 
organizations use Microsoft 365 and most practices in the same specialty will have 
generally similar business processes, you should be able to outline a standard “playbook” 
which can be modified as needed for each practice you acquire.  

3. Plan the Migration
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The playbook should include guidelines for:

• Freezing creation of new sites / teams / etc. on the acquired practice’s tenant

• Requirements gathering

• Creating accounts for new staff

• Migration of email

• Harmonizing policies / SOPs for use of Microsoft Teams and other tools (e.g., Planner or 
Project)

• Assigning roles and responsibilities (will the acquired practice continue maintaining 

their own sites, drafting their own newsletters, etc.)

• Mapping of user groups and permissions

• Moving documents to libraries and tagging

• Migrating intranet sites, pages, and lists

• Developing a unified internal communications strategy

• Merging training resources and event calendars

• Links to the acquired practice’s other IT systems (until they can be migrated)

• Reviewing any automated processes or custom apps on the acquired practice’s 
Microsoft 365 tenant

You will also need to decide if it’s possible to migrate everything all at once (over a weekend 
or within a week), or if the migration will need to take place in stages.

In terms of timeline, most organizations we’ve encountered either tend to move too 
fast or too slow.  For some, everything in the business needs to happen right away, and 
unfortunately, that isn’t realistic or possible. It can be tempting to set a timeline based on 
leadership’s desire for everything to happen “right now” - but by moving too quickly, there 
will likely be mistakes that will ultimately waste more time and resources.  
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If everything has been mapped properly, 
then the actual migration should be a 
straightforward process.  Depending 
on the volume of content, the process 
can take anywhere from a weekend to a 
week or longer.  Using a software utility 
like ShareGate can automate most of 
the work, though you will still need a 
technical specialist on call to monitor 
and troubleshoot any cases where the 
utility is unable to process a particular 
file, list, and / or library.

Generally, it’s best to err on the side 
of migrating too much.  If there 
are materials from the acquired 
practice that seem irrelevant to your 
organization, you can set up an archive 
library to store them, just in case.  
SharePoint can hold tens of millions of 
files, so limits shouldn’t be an issue.

If everything in your SharePoint lists and 
libraries is meticulously tagged, then 
you’ll also need to budget some time for 
cataloging the incoming files and data.  
While it might not be worthwhile to 
tag everything, you should focus on the 
most essential files / information that 
will be needed in the immediate term.

  4. Migrate
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Apart from the technical side of a migration, you will also need training and 
change management. 

Creating a welcome video to orient new users to your intranet is an excellent first step.  You 
can assign it to people from the acquired practice as part of their onboarding, then provide 
more in-depth training for individuals who need to interact with more advanced features 
(e.g., fulfilling orders submitted through an online PPE ordering form).  Ideally, if your 
navigation is well-designed and your content well-managed, people shouldn’t need 
much direction. 

Change messaging is important, and should start even before the migration.  If the 
acquired practice was undisciplined in how they managed files or communication online, 
then it’s good to let them know about your organization’s ways of working and how your 
team has benefitted.  Remember, the staff of the acquired practice weren’t part of the 
initial design of your Microsoft 365 environment and related processes / policies, so they 
might question the rationale and value.

Whatever you do, don’t skip the training and change communications aspect of a 
migration: even more than the technical implementation, it’s what makes or breaks 
adoption of your Microsoft 365 platform and tools.  

5. Follow Up with Training and Support
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Conclusion
Your organization will be plenty busy after 
acquiring another practice. Hopefully this 
whitepaper has given you ideas to make the 
Microsoft 365 migration aspect go smoother. 

If you have questions about your existing 
intranet, or need support with an upcoming 
acquisition, consider reaching out to Sonata 
Digital.  

Our team can help you set up Microsoft 365 
in a way that is robust, secure, user-friendly, 
and scalable, then support your team with 
training and change communications. We 
have worked with all types of healthcare 
organizations, from small community clinics 
to specialty medical groups to large health 
systems, and are familiar with their unique 
requirements and business needs. 

For more information contact 
info@sonatadigital.com 
 +1-773-649-1460
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