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INTRODUCTION

Why This Transition Is Different From a

Hardware Swap

Replacing an old intercom panel is fundamentally a hardware and infrastructure project. Moving from guard-

managed entry to automated access is a different kind of project entirely — it changes how residents feel

about safety, it changes what your guard staff does every day, and it changes the mental model everyone at

the property has for "how someone gets in."

None of that means the transition is risky or ill-advised — automated access, done well, generally provides a

more reliable audit trail and a more consistent experience than a guard checking names against a printed

list. But it does mean this transition needs to be managed as a change in how people work and feel, not just

a hardware installation with a resident announcement attached.

WHAT THIS GUIDE COVERS

How to decide your guard staff's new role, how to integrate guards into the new system rather than

sideline them, how to talk to residents about the security question directly, how to handle edge cases

automation doesn't solve on its own, and a week-by-week plan for the first 30 days after cutover.
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THE BASICS

Understanding What Changes — and What

Doesn't

The most common misconception about this transition is that it means eliminating guard staff entirely. In

practice, most properties that make this move keep some or all of their guard staff, but change what those

staff members actually spend their time doing.

Function Under Guard-Dependent Entry Under Automated Access

Routine visitor verification Guard manually checks ID/list for

every visitor

Handled automatically via QR code or video call

Physical security presence Guard stationed at the gate Guard freed up for patrol, incident response, or

concierge duties

Emergency and exception

handling

Guard resolves in person, case by

case

Guard still resolves exceptions — this doesn't

go away

Record-keeping Paper log or guard's memory Automatic, timestamped digital log

After-hours coverage Depends entirely on guard's

presence

System operates continuously regardless of

staffing

The exception-handling and emergency-response role doesn't disappear — it's usually where guard staff add the most value

after this transition, once routine verification is no longer consuming their time.
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STEP 1

Deciding the Guard's New Role

This decision should happen before installation, not after — guards who don't know what their job looks like

on day one of the new system tend to either resist the change or disengage from it, neither of which serves

the property well.

Whichever direction you choose, document the new role clearly and communicate it directly to guard staff before residents

hear about the change — guards who feel blindsided by their own property's announcement rarely become effective

advocates for the new system.

Patrol and physical presence. Many properties redirect guard hours from standing at a gate to walking

the property, which residents often experience as more visible security, not less.

Concierge and resident services. Front-desk or lobby staff can shift toward package handling, visitor

assistance for those who need help with the app, and general resident support.

Exception handling and escalation. Guards become the response for anything the automated system

flags or can't resolve — a visitor without a valid credential, an access dispute, or an after-hours issue.

Reduced hours or reallocated staffing, if the property determines that a smaller guard presence

adequately covers the reduced verification workload — this is a legitimate outcome, but should be a

deliberate decision, not an assumption.
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STEP 2

Guard Workflow Integration

Guards shouldn't be sidelined by the new system — they should have visibility and override capability, so

they remain the backstop when automation isn't the right tool for a specific situation.

Give guards dashboard access, so they can see real-time entry activity, not just find out about an

issue after a resident complains.

Confirm manual override capability for situations the system can't resolve on its own — a resident

locked out with a dead phone, a legitimate visitor without a valid credential, or an emergency responder

needing immediate access.

Define an escalation path for when a visitor or resident needs a human, not an app — this should be a

simple, well-known process, not an afterthought.

Train guards on the resident-facing app or process as thoroughly as residents are trained, since

guards will field far more troubleshooting questions than property management staff in the early weeks.
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STEP 3

Resident Communication — Addressing the

Trust Question

For many residents, a guard at the gate is a visible, human symbol of security — even when a guard

checking names against a list isn't actually catching much that an automated log wouldn't also catch, or

catch better. Removing or reducing that visible presence is the single biggest emotional hurdle in this

transition, and it needs to be addressed directly rather than glossed over.

Don't frame this as "removing security." Frame it as changing how security works — from manual

verification to a system that records every entry with a timestamp, which a guard's memory or a paper

log never reliably did.

Be specific about what stays the same. If guards remain on-site in a different role, say so clearly and

explain what they'll be doing instead.

Acknowledge the change directly rather than avoiding the topic — residents who feel a change is

being minimized or hidden tend to react more negatively than residents told plainly what's changing and

why.
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STEP 3, CONTINUED

Sample Messaging for the Security Question

ADDRESSING "ISN'T THIS LESS SECURE?"

"Our new system creates a complete, timestamped record of every entry to the property — something

a manual check-in never fully captured. Our guard team remains on-site, now focused on patrol and

responding directly to any situation that needs a person, rather than spending most of their time on

routine visitor check-ins."

ADDRESSING "WHAT IF SOMETHING GOES WRONG?"

"Guards remain available to override the system directly for any situation it can't resolve on its own,

and [SPECIFIC CONTACT METHOD] reaches them immediately if you ever need in-person help at

the gate."

ADDRESSING "I LIKED KNOWING THE GUARD BY NAME"

"[GUARD NAME(S)] will still be on-site regularly — you'll see them on patrol rather than at a fixed

post, and they're just as reachable as before for anything you need."

Adapt the bracketed language to your property's specific staffing plan before sending — vague reassurance lands worse than

specific, honest detail.
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STEP 4

Handling Edge Cases Automation Doesn't Solve

Alone

Visitors without a smartphone. Confirm your platform supports an alternative — a directory call, a

printed one-time code issued by the resident, or a guard-assisted entry — before assuming every visitor

can use the app-based flow.

Residents uncomfortable with the technology, particularly older residents. Plan for extended one-on-

one onboarding support, and confirm a non-app fallback remains available for them specifically.

Delivery drivers and service providers who visit frequently but aren't full residents — a recurring,

simplified credential process reduces friction for both them and your front desk.

Emergency responders needing immediate access — confirm and document how fire, police, and

EMS gain entry under the new system, and make sure this is tested, not assumed.

Network or power outages. Confirm what the guard's manual override process looks like specifically

during a connectivity failure, since this is exactly when residents will expect a human backstop to work.
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STEP 5

The Parallel Operation Period

Rather than removing guard coverage the same day automated access goes live, most properties benefit

from a short parallel period where both systems operate together.

Keep guards at their normal post for the first 1–2 weeks, now assisting residents with app activation

and troubleshooting rather than performing routine verification.

Let the automated system handle real traffic during this period, with the guard as a visible backstop

rather than the primary verification method.

Use this window to catch workflow gaps — edge cases from page 8 that didn't come up during

planning tend to surface in the first two weeks of real usage.

Set a specific date to transition guards to their new role fully, rather than letting the parallel period

drift indefinitely, which tends to slow resident adoption of the new system.

VIVO CONTROL 9



THE FIRST 30 DAYS

Week-by-Week: What to Expect

Period What to Expect and Monitor

Week

1

Highest volume of resident questions and app activation support requests; guards actively assisting

alongside the new system

Week

2

Adoption rate climbing; edge cases from page 8 surfacing in real usage; guard role beginning to shift

toward its new focus

Week

3

Most residents comfortable with the new process; remaining holdouts identified for targeted follow-up

Week

4

Guard role fully transitioned; review entry logs and resident feedback to confirm the system is functioning as

intended

If adoption or comfort noticeably lags this pattern by week 3 or 4, it's worth revisiting resident communication (Step 3) and

onboarding support directly, rather than assuming it will resolve on its own.
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MANAGING PUSHBACK

Common Pushback and How to Respond

1 "I don't feel as safe without a guard at the gate."

Point to the specifics from Step 3 — the timestamped log, the guard's continued on-site presence in a

different role, and the escalation path for anything the system can't resolve.

2 "My guests don't know how to use this."

Confirm and communicate the non-app fallback options from Step 4 — most resistance here comes from

residents not yet knowing an alternative exists.

3 "The guards seem confused about their new job."

This is a sign Step 1 wasn't communicated clearly enough internally before rollout — revisit the role

definition directly with staff, not just residents.

4 "Why did we do this if the guards are still here anyway?"

Reiterate the actual change: routine verification is now automated and logged, freeing guard time for patrol

and response — the guards being present doesn't mean nothing changed.
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AFTER 30 DAYS

Measuring Success

App/credential adoption rate — the percentage of residents actively using the new system versus still

relying on guard-assisted entry.

Entry-related incidents or complaints, compared against the same period under the old system —

this is the most direct security comparison you can make.

Guard time reallocation, confirming staff are actually spending time on patrol/response rather than

informally reverting to manual verification out of habit.

Resident satisfaction feedback, gathered directly rather than assumed — a short survey at the 30-day

mark surfaces issues before they become recurring complaints.

Edge case frequency, to confirm the fallback processes from Step 4 are being used appropriately and

not creating a workaround that undermines the new system's audit trail.
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CONCLUSION

Key Takeaways

Pair this guide with our Multifamily Operator's Playbook for the broader staff workflow and resident app

adoption framework this transition sits within.

This transition changes what guard staff do more often than it eliminates them — decide and

communicate the new role before installation, not after.

Give guards dashboard visibility and override capability so they remain the backstop for anything

automation can't resolve.

Address the security perception question directly with residents — specificity beats vague reassurance.

Plan for edge cases (no smartphone, low tech comfort, delivery drivers, emergencies, outages) before

go-live, not as they come up.

Use a short parallel operation period rather than a hard cutover, and give the first 30 days a structured

week-by-week review rather than assuming adoption will happen on its own.
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VIVO CONTROL

We've Helped Properties Make This

Exact Transition

Vivo Control's onboarding process includes guard workflow planning

and resident communication support, built specifically for properties

moving from staffed to automated entry.

Book a Free Demo →

www.vivocontrol.com/en/demo/  ·  hello@vivocontrol.com  ·  This guide provides general

planning guidance and does not constitute labor, employment, or legal advice regarding

staffing decisions at your property. 

https://www.vivocontrol.com/en/demo/
https://www.vivocontrol.com/en/demo/
mailto:hello@vivocontrol.com
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