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CNE – Template – A Health Check for your ITAM Training Plan

IBPL Sample Template
A Health Check for your ITAM Training Plan
Many organizations have formalized a corporate learning strategy that identifies knowledge targets and learning objectives, sources of knowledge, preferences for delivery method and measurement of results.  They then have put this plan into action and seen the results in performance and ROI.   However, on the other hand, we have heard from IT managers in large, well-known organizations who said that their learning strategy was to “get as many people in the classroom as possible and let them drink from the fire hose.”  

So, how is your organization doing in this respect?   If your company doesn’t have a formalized learning strategy or your IT Asset Management team doesn’t even have an approved training plan, there are some simple, practical steps that you can use to justify the efforts needed to ensure your own success and that of your team, all while increasing capability and performance.

The focus of this article is to explain the business levers that should be compelling you to develop and fund the right learning plan for your organization.  Think of this as your Success Plan.  It will then outline a straightforward technique for defining a basic learning plan and schedule.  We will provide an example learning plan and schedule directly related to IT Asset Management.  

Assess Your Education Planning 

The IAITAM Best Practice Library (IBPL) includes a Process Area for Communication and Education.  This Process Area includes processes surrounding organizational change, communication and the acquisition of knowledge.  In this article we address the following two processes:

· Define Functional Knowledge Requirements

· Create Education Plan

The process area also includes goals that can be achieved through successful adoption of the processes.  After reading the following goal statement you should ask: “Do we do this”?  If the answer is yes, then congratulations!  However, if the answer is “partially” or “not at all”, then try to determine where the breakdown occurs.  Is it lack of planning, lack of budget, or is it due to cultural factors?  How successful do you want to be?

IAITAM Best Practice Process Area 

Education and Communication:  Goal 1

Education planning is conducted for each ITAM initiative or Project
In a way that:
· Is based on the functional or knowledge requirements of the initiative

· Results in a formalized plan that defines required training for each role in the organization

So that:
· Personnel have the necessary skills and knowledge to support the overall objectives of the initiative.

· Time to value is reduced for each technology or process investment (Learning Curve)

· Speed and accuracy of learning are maximized. Repetitive mistakes or learning by trial and error are avoided.

· Growth of the individuals involved and leverage of the profession are maximized for all ITAM team members.

Business Objectives for Learning

So, as an IT Asset Manager, why do you care?  There are some very compelling reasons that we all should be aware of:

Lois Pawlak, a business consultant and a certified ISO-9001 QMS Lead Auditor who assists companies in developing systems and methods to improve their business performance, says that having learning plans is key to ensuring business performance.  According to Pawlak, “Many companies do not take the time to define a list of competencies that are necessary for an employee to be successful in their role.  I sometimes refer to this competency profile as a shopping list.  By developing this list you are defining the knowledge and abilities that will be necessary for the person to succeed.  This becomes even more critical when hiring a new employee.  We often hire based upon a candidate’s resume, their experience and our impression of them from the interview.  But you can’t always know if that new hire will be successful in their role without a plan for success.   An example I can recall is a new hire brought in to become the head of purchasing.  Although this candidate was highly qualified and had a strong track record, he wasn’t immediately able to meet all of the goals of the new position.  It turns out that this individual needed training in not only the systems used but also in the processes and overall business of his new employer.  If this had been addressed early on, he would have come up to speed much quicker.”

In the realm of IT, an approved and funded learning plan should be viewed as a critical enabler to achieving the following business levers:

· Reducing time to acquire knowledge

· Reducing risk of failed implementations

· Avoid costs incurred by spending on the wrong training

· Meeting and exceeding projected ROI

· Providing every employee with the means to achieve functional excellence in their respective roles, and thus increasing the overall performance of the organization.

During a typical technology and process deployment having the right knowledge is essential for the success of each stage of the effort.
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Knowledge Components for a Typical IT Technology and Process Initiative

Steps to Define a Learning Plan

1. Define the organizational scope of your plan

2. Identify Functions, Tasks and Processes

3. Identify Sources of Knowledge Skills and Experience required for proficiency in each

4. Map learning events to roles 

5. Select appropriate delivery methods

6. Develop a training schedule

 Map the plan to people and create a schedule in time

7. Create a Training Cost schedule

Let’s create a hypothetical company example to illustrate the process.  Our company, Hypothetical Resources, Inc. (HRI) has 5,000 employees in five geographic locations in North America.  The company has approximately 10,000 IT assets including 100 servers and 5,500 desktop computers.  HRI has a newly formed IT Asset Management (ITAM) team that reports to the CIO and also has built relationships with others in the organization that are critical to the ITAM goals being achieved.  Let’s further assume that the HRI ITAM team is embarking on a new software asset management effort, which will require implementation of software discovery tool.

When developing this initiative, HRI already had established some procurement and license management processes.  However, HRI was aware that they were not always being followed.  Based on this problem they spent extra effort in the project planning to ensure that the scope of the program addressed all individuals who should be included and provided the right type of training and communication programs to ensure that all employees involved understood what was at stake and what their responsibilities were.   Specifically, they conducted executive briefings during the planning stage and also conducted HRI specific process training during the rollout stage.

Additionally, HRI created the basic learning plan outlined here as part of the overall project plan and made sure that the learning events were fully integrated with the project schedule.  It should be noted that we are describing a basic learning plan.  There are many additional steps that can be taken to define customized learning plans and measurements for determining performance improvements and ROI.  These are beyond the scope of this article.

Step 1 - Define the organizational Scope

We define the organizational scope for our Learning Plan by reviewing the initiative with respect to the organization and identifying who will be involved and what their roles is with respect to the effort.  We look at this for each of the four stages: Plan, Implement, Rollout and Operate.  

Develop a list of job roles involved for each stage of the initiative.  Then list the actual number of resources and each individuals name if it can be determined at this point in time.
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Step 2 - Identify Functions, Activities and Processes

Continuing in our example, we can create the following table listing all the key functions, activities and processes, which our team will perform and break it out by stage.  From this high-level view (oversimplified for this article), we can now move to the next step which will be to select sources of the knowledge, skills and expertise that will be necessary for our team to succeed.
	Planning
	Implementation
	Rollout
	Operate

	Initiate Project
	Define Processes
	Conduct Physical License Inventories
	Manage License Inventory

	Identify Project Objectives
	Identify system interface requirements
	Implement discovery scripts/agents for each site
	Manage Software Purchase Requests

	Prioritize SAM Initiatives
	Document requirements specification
	Train site specific personnel
	Renegotiate License Agreements

	Define Measures of Success
	Technology Selection and Purchase
	Train Audit Response Team
	Track and Report Savings

	Define Criteria for Effective SAM Implementation
	Installation
	Reconcile Discovered Inventory with Physical Records
	Manage Financial Baselines and Budgeting

	
	Configuration
	Standardize Terms and Conditions for Software
	Provide Reports

	
	Customize Reports
	
	Proactive Reviews for Compliance

	
	Pre-deployment Testing
	Conduct Project Closure
	Monitor Performance / ROI / Optimize Solution


Key Functions, Activities and Processes for the Initiative

Step 3 –Identify Sources of Knowledge

With our high-level activities and roles defined, we can now develop a list of candidate sources of knowledge.  These sources are referred to as Learning Events.  These Learning Events can comprise many different activities, sources and delivery methods.  Some examples of Learning Events are:  Instructor Led Training, Web Seminars, Self-paced Training, Self-study, Completion of Hands-on Exercises, Certification Courses, etc.

Continuing with our example, we find that the HRI ITAM team consulted with their technology providers, consultants, internal training department, and did some research on the internet.  They then developed the following list of learning events:

	Learning Event
	Event Type / Delivery Method
	Knowledge Addressed



	IAITAM Executive Briefing
	Instructor Led Training, Seminar
	· Identify Project Objectives

· Create Organizational Awareness

· Establish Risks and Success

	IAITAM Certified Software Asset Manager (CSAM)
	Instructor Led Training (ILT) and Certification
	· Prioritize SAM Initiatives

· Define Measures of Success

· Define Criteria for Effective SAM Implementation



	Discovery Tool Administration Class
	Instructor Led Training
	· Installation

· Configuration

· Developing reports

	Discovery Tool Software Development Kit
	Self-study, Self-paced training
	· Development of necessary integrations, data export,  and reporting.

	HRI Process Training for Site Personnel
	Internally Developed ILT class
	· Using inventory information

· Executing Reports

· Software acquisition and compliance procedures.

	Audit Response Team Training
	Instructor Led Training (ILT), 

Mentoring
	· Response to Compliance Events

· Reconcile discovered inventory with physical records.  

· Negotiation Tactics

· Advance Preparation

	Vendor Performance Management Training
	Instructor Led Training, Seminar
	· Renegotiate License Agreements

· Best Practices for Terms and Conditions

· Monitor Performance / ROI

· Optimize Solution




Example Table of Required Learning Events

Step 4 – Map Learning Events to Roles

	Learning Event
	IAITAM Executive Briefing
	IAITAM Certified Software Asset Manager (CSAM)
	Discovery Tool Administration Class
	Discovery Tool Software Development Kit
	HRI Process Training for Site Personnel
	Audit Response Team Training
	Vendor Performance Management Training

	Event Type
	SEMINAR
	CLASS
	CLASS
	REF MATL
	CLASS
	CLASS, MENTOR
	SEMINAR

	Delivery Method
	ILT
	ILT
	ILT
	DOC, SPT
	ILT
	ILT
	ILT

	Role
	 
	 
	 
	 
	 
	 
	 

	Application Developer
	 
	 
	1
	1
	1
	 
	 

	Asset Coordinator
	 
	 
	2
	 
	2
	 
	 

	Business Analyst
	1
	 
	1
	 
	1
	 
	 

	CIO
	1
	 
	 
	 
	 
	1
	 

	Finance
	1
	 
	 
	 
	1
	1
	1

	Hardware Asset Manager
	1
	1
	1
	 
	1
	 
	1

	Human Resources
	1
	 
	 
	 
	 
	1
	 

	IMAC Planner
	 
	 
	1
	 
	1
	 
	 

	Implementation Specialist Integrator
	 
	 
	1
	1
	1
	 
	 

	IT Asset Manager
	1
	1
	1
	 
	1
	1
	1

	IT Infrastructure Services
	1
	 
	1
	 
	1
	 
	 

	IT Procurement Specialist
	2
	2
	2
	 
	2
	 
	2

	IT Project Manager
	1
	1
	1
	 
	1
	 
	 

	IT Service Management
	2
	 
	2
	 
	2
	 
	 

	Legal Council
	1
	1
	 
	 
	 
	1
	 

	Process Manager
	1
	1
	1
	 
	1
	1
	 

	Site-specific Support Personnel
	 
	 
	5
	 
	25
	 
	 

	Software Asset Manager
	1
	1
	1
	 
	1
	1
	1

	System Administrator
	 
	 
	5
	 
	5
	2
	 

	Vendor Manager
	1
	1
	1
	 
	1
	1
	1

	Totals Event Participants
	16
	9
	27
	2
	48
	10
	7


Learning Events Mapped to Each Role

Step 5 - Select Appropriate Delivery Methods

Now that we have a complete set of learning events, mapped by role and a total count of participants, we can fine tune the plan by making sure that the right delivery methods are chosen for each event.  Often times a vendor will offer choices of self-paced training, Instructor-Led Training (ILT), public classes, onsite classes, web-based classes and so on.  Each of these has distinct advantages and disadvantages.  Make sure to evaluate each on its merits and applicability to your project, not on cost alone.

Step 6 - Develop a Training Schedule

Now it is time to build the training schedule.  In our example, HRI chose to synchronize each learning event with all other project activities.  This is really the best practice and should always be done as early as possible.  By involving the Project Manager and vendors in the development of the schedule, HRI avoided scheduling learning events that conflict with other project activities.

Step 7 - Create the Training Cost Schedule

Lastly, based upon all the information developed to this point you are now able to determine the cost of each learning event and build a cost structure for the entire learning program.  Is this plan cost effective?  Is it time effective?   You may need to optimize your plan to select the best options for your team.

	IAITAM Certified Software Asset Manager (CSAM)
	Typical - Discovery Tool Administration Class
	Typical - Vendor Performance Management Seminar



	
	
	

	Scope and Business Issues Underlying Software Asset Management
	Software Discovery Overview
	Understanding a Vendors Impact on Your Organization’s Business

	Software Compliance
	System Installation and Configuration

	Using Cost-based Measurements

	Defining a Software Asset Management Programs
	Conducting Automatic Discoveries
	Designing a Vendor Evaluation System

	Software Licensing Principles
	Viewing Hardware and Software Information
	Conducting Vendor Performance Reviews

	License Documentation and Proof of Purchase Process
	Define Asset Types and Policies
	Applying Concepts to Vendor Selection

	Contract Knowledge Management
	Configure Inventory Database
	Managing Vendor Relationships

	Understanding Legislation Related to SAM
	Creating and Executing Queries
	

	Understanding Proactive versus Reactive SAM
	Creating and automating with scripts
	

	Savings Opportunities
	Software Metering
	

	Software License Negotiations
	Manage Software Licenses 
	

	Creating, Deploying and Managing Policy
	Running Reports 
	

	Software Asset Management Technology
	Creating a Custom Report 
	

	Scope and Business Issues Underlying Software Asset Management
	Exporting Inventory Information
	


	Learning Delivery Method
	Advantages
	Drawbacks



	Internally Developed Training
	· Instructor is in-house expert with knowledge specific to your business

· Content highly customized
	· Instructor may lack broader industry perspective

· May be difficult to schedule instructor due to conflict with other job responsibilities


	Mentoring


	· Expert one-on-one coaching
	· Hard to structure learning activities.

· Less consistent



	Commercial Instructor Led Training (ILT)


	· Most valuable for hands-on technical and industry certification

· Public classes offer opportunity for valuable interaction with others and expert instructors


	· Typically most expensive

· May require travel

· Requires dedicated block of time away from job

	Self-paced training (SPT)


	· Extremely flexible time wise

· Avoid time away from critical activities.


	· Requires individual discipline

· Prone to interruption

	Performance Support Tools


	· Highly customized to business

· Can produce dramatic performance boost / cost savings for call centers and repetitive operation tasks


	· Significant development cost

	e-Learning such web-based interactive or web-based live instructor


	· Provides flexibility in terms of time and location.

· Retains benefit of expert instructor.

· Typically lower cost than ILT, no travel cost


	· Hard to focus for lengthy class

· Classroom interaction difficult

· Prone to distractions



	Self-study


	· Provides flexibility in terms of time and location.

· Highly effective for some individuals

· Gain ability to focus on needed learning

· Low-cost


	· Doesn’t work for everyone.

	Conferences and Seminars


	· Interaction with Experts

· Ability to build professional relationships

· Highly concentrated experience
	· Requires Travel and Time Away from Job


Summary and Recommendations

· Consider developing and maintaining learning plans for your ITAM initiatives as critical enabler of success and ROI.  These plans are you Success Plans.

· Consult with your technology providers on their training offerings and assistance available in customizing a learning plan for your ITAM team.

· The samples shown in this article are basic examples.  IAITAM’s Best Practice Library contains more detailed templates and methods.  For more information visit www.iaitam.org .
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