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Executive Summary

The Department of Veterans Affairs (VA) Financial and Logistics Integrated Technology Enterprise (FLITE) Program training strategy details the systematic approach to (1) transitioning VA’s personnel to FLITE and (2) deploying the hands-on systems changes that will affect FLITE end-users on a day-to-day basis and that are required for successful FLITE implementation. The training strategy is intended to guide the work of FLITE program leadership, the implementation contractors, and the FLITE Organizational Change Management (OCM) team, as well as other leaders throughout VA who are responsible for transitioning people from the legacy systems to FLITE. This strategy specifically addresses the training elements identified in the OCM Strategy: training approach, training design and development, training delivery, training evaluation, ongoing training support, and training roles and responsibilities. These elements are briefly described below. 

· Training Approach. This section identifies the need to align training with other critical activities in the FLITE Program as well as to allocate realistic timelines for requisite activities such as training materials reproduction and web-based training development. 

· Training Design and Development. This section focuses on (1) activities that are needed to allow VA and the implementation contractors to align expectations and make mid-course corrections if training activities are not proceeding as expected and (2) the identification of other critical activities.

· Training Delivery. The delivery of FLITE training will require a blended-learning approach. However, the primary delivery method will be through instructor-led training (face-to-face, Live Meeting sessions, and conference calls). For the FLITE pilot and beta deployments, this training method may be more intensive. Given the extent of instructor-led training anticipated, there needs to be a clear plan for the selection and development of FLITE instructors. This section identifies the roles and responsibilities for scheduling training delivery and the coordination required with the implementation contractor and the sites to make training work for both the instructors and the sites. This section also emphasizes the importance of communications related to training activities. 

· Training Evaluation. It is imperative that the effectiveness of training be measured, monitored, and evaluated to meet the needs of the FLITE end-users. This section identifies some potential metrics to be measured, a form and process to accomplish the measurement, and details on how and when the adjustments will be made to the training materials. The two key elements of evaluation include tracking the training and providing support to the sites as they transition to FLITE. 

· Ongoing Training Support. Given the FLITE deployment approach, changes and updates to the training materials are anticipated. It is also recognized that once formal FLITE training is completed, there needs to be additional mechanisms in place to support system updates, transfers, and new hires. Also, a mechanism for maintenance and ongoing ownership of the training materials needs to be put in place between each FLITE phase to ensure that VA has the ability to update and refine the training content.

· Training Roles and Responsibilities. Roles and responsibilities of all participants required to effectively deliver FLITE training from the Planning phase through ongoing operations are discussed in this section. This section identifies FLITE teams (VA personnel or the implementation contractors) responsible for leading a training activity, which team is accountable for training results, which team contributes to the results, or which team needs to be kept informed on progress or issues.
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1. Introduction

1.1 Background

In the late 1990s, the Department of Veterans Affairs (VA) began an effort, called Core Financial and Logistics System (CoreFLS), to develop an integrated financial and asset management system to support approximately 1,000 financial and asset management locations across VA. The intent of CoreFLS was to address a material weakness—the lack of an integrated financial and asset management system. This material weakness was identified as far back as fiscal year 1991 financial performance audit. However, as CoreFLS evolved, numerous problems were encountered, resulting in its termination in July 2004. 

Following the termination of the CoreFLS pilot program in July 2004, the need for an integrated financial and asset management system still existed; therefore, the Assistant Secretary for Information and Technology was charged with developing a new strategy for modernizing VA’s financial and asset management systems. The Financial and Logistics Integrated Technology Enterprise (FLITE) Program was proposed to the VA Deputy Secretary as the follow-on initiative to CoreFLS in September 2005, and efforts began on developing the approach for organizing the FLITE Program to achieve success. In addition, coordination began with other related efforts (i.e., improvements to existing Financial Management System [FMS] reporting and financial data warehouse development, development of asset management and inventory requirements, assessment of potential software tools, and development of financial requirements). 

FLITE’s two primary components are an asset management component referred to as the Strategic Asset Management (SAM) project and a financial component referred to as the Integrated Financial Accounting System (IFAS) project. Both SAM and IFAS will be centralized web-based applications. 
1.1.1 FLITE Program Mission
The mission of the FLITE Program is to address and eliminate the VA's material weakness – lack of an integrated financial system. The implementation of standardized functional processes and the modernization of the information technology (IT) environment that supports financial and logistics management within VA will result in an integrated financial management system.

1.1.2 FLITE Program Guiding Principles
The approach used by the FLITE Program builds on the lessons learned from previous implementations and is summarized in a set of key guiding principles.
 These guiding principles, approved by VA leadership, are a set of key policy statements intended to provide focus, establish standards, prescribe essential characteristics to be achieved, and describe the overarching framework within which the FLITE Program will be managed. Following is the list of principles, which are all relevant to FLITE training development and delivery:

· People, Processes, and Tools, in that order, remain the three primary areas of focus.

· Leadership Involvement at all levels is paramount.

· Standardization and Simplification of processes and data will be critical up-front work.

· Effectiveness and Efficiency in the areas of finance and logistics must be substantially improved as a result of the FLITE Program.

· Accuracy and Relevancy of generated data and reports must be achieved.

· Affordability and Compatibility remain prerequisites for IT solutions and systems implemented.

· Inclusion of the workforce and Interoperability of IT systems will be required.

· Security of data and Reliability of the IT systems implemented will be assured.

· Ubiquity, or essential connectivity everywhere it is needed, and the ability for simultaneous use on a large scale will be inherent aspects of system implementation. 

· Ease of Use will be a major consideration in system selection.

· Mindfulness of the Past will assist in avoiding previous pitfalls.

1.1.3 FLITE Program Objectives
The objectives of the FLITE Program follow:

· Effectively integrate and standardize financial/logistical data and processes across all VA offices.

· Provide management with access to timely and accurate financial, logistics, budget, asset, and related information on VA-wide operations as well as on specific programs.

· Establish an advanced technology environment, which provides the greatest capability and an extended life cycle.

1.2 Purpose and Audience

The purpose of this document is to identify the relevant lessons learned, both positive and negative, from other training programs; define existing training infrastructures that can be utilized; clarify roles and responsibilities of everyone involved in training; and outline critical success factors for the FLITE training program. Accomplishing these tasks will allow VA to better prepare for FLITE implementation and will provide a framework for the planning and execution of training design, development, and delivery by the SAM and IFAS implementation contractors. The FLITE Training Strategy document may be modified as more detail is collected and the actual design, development, and delivery of training for the IFAS and SAM projects begins to take shape.

This document is intended to be a communication artifact within VA to align expectations and identify gaps in the FLITE training approach. Ultimately, it should be used by the implementation contractors responsible for providing training support for FLITE to align expectations and share lessons learned.

1.3 Scope

This document presents a comprehensive framework for the FLITE Program training strategy. The document communicates the approach, roles and responsibilities, and critical success factors required for development of the FLITE training plans. This document provides the program-level framework for the national training solutions of both the SAM and IFAS components of the FLITE Program.

This document describes VA’s training approach for FLITE by outlining the training parameters and accomplishing the following:

· Describing the importance of collaboratively developed and planned training solutions.

· Identifying existing resources for providing the training solutions.

· Outlining the challenges associated with a training program this complex and making suggestions for mitigating these challenges.

· Describing the strategic approach for accomplishing the training, incorporating lessons learned, and incorporating special considerations for the organizations being impacted and the training solutions being delivered.

· Identifying how training performance and progress will be measured and reported.

· Clarifying the roles, people, and dependencies involved in the FLITE implementation from a training perspective.

· Developing a common training vocabulary for use throughout the FLITE Program.

1.4 Methodology

The methodology for laying out the training strategy incorporates lessons learned, best practices from similar implementations, and recognized best practices for instructional design. The methodology also takes into consideration the training solutions delivered and the organizations and end-users impacted. 

1.5 Assumptions

The following assumptions were made in the development of this training strategy:

· Dedicated VA and contractor training resources will be available to support training and incorporate elements in this Training Strategy into the FLITE training program and site training solutions. 
· Detailed training plans will be developed by the implementation contractors in the future for both the IFAS and SAM projects. The IFAS and SAM projects will use the FLITE Training Strategy document as the basis for site training plans and will include specific national training solutions and delivery details.

· Detailed end-user analyses will be conducted to clearly identify all end-users for the SAM and IFAS pilot, beta, and national deployment sites.

· Sites will support the training plan, provide adequate resources, and ensure that targeted end-users participate in scheduled training sessions.

1.6 Critical Success Factors

Successful training is the overarching critical success factor for FLITE deployment and end-user acceptance. The following critical success factors were identified during the development of this training strategy:

· Communications. Stakeholders must be fully involved in the FLITE training program in advance of the FLITE implementation. Site managers and supervisors must be aware of the training program, must be aware of and involved with in the execution of site training, and end-users must be fully informed about their required participation in training. End-users at all levels must receive logistics information sufficiently in advance of the training so that they can be relieved of their regular duties while they participate in training.

· Prerequisites. The FLITE Training Strategy identifies the following basic functional items as prerequisites for IFAS and SAM end-user training. However, these items are the responsibility of the site managers and supervisors and are not considered part of the FLITE national training solution. Prior to attending any IFAS or SAM project training, all VA staff should be familiar with the following items and/or concepts at minimum:
· Basic personal computer knowledge and skills (e.g., mouse use/keyboard skills)

· Basic Microsoft Windows knowledge and skills (conventions and navigation)

· Basic web knowledge and skills (conventions and navigation)
· Basic email concepts and Microsoft Outlook email conventions and navigation
· Strong Course Design and End-user-Friendly Tools. Training courses must be designed so that they are clear and easy for personnel to understand and learn. Training materials must be accurate, well organized, and easily understood. Survey and end-user course evaluation instruments must be designed with appropriate weights to distinguish critical learning requirements. Where web-based tools are selected for use in the FLITE training program, they must be designed to ensure that they are effective. The effectiveness of a given tool may differ across VA administrations, networks, or sites. VA field personnel must find such tools easy to use, and the tools must help personnel learn. Tools must provide both accurate and useful content.

· Sufficient Resources. The success of the FLITE training program depends on having sufficient knowledgeable VA and contractor resources, classroom environments that promote learning and instructors who have proven teaching proficiency. To ensure that sufficient resources are in place, training must be planned for well in advance of execution.

· Effective Instructors. Training success depends largely on the teaching proficiency of the instructors. Critical success factors include whether topics are clearly and completely explained, presentations are clear and logical, and questions are answered to the students’ satisfaction. Most important is the instructors’ ability to clearly explain how to perform the work in VA’s respective business environment. Instructors must effectively use established interactive teaching methods (e.g., knowledge checks and games exercises) to elicit participation and facilitate learning, identify personnel who require additional time or instruction, and use downtime to assess training content value, relevance of the training to the end-users’ daily responsibilities, and identify areas for training improvement.

· Timely Scheduling. Training cannot be conducted until the FLITE technology has been successfully tested. The FLITE Integrated Master Schedule must recognize this dependency and provide flexibility in scheduling. When scheduling training courses, sufficient time must be incorporated and the size of classes should be limited to ensure effective instruction and learning. 

The aforementioned critical success factors were validated with SAM and IFAS project leadership. In addition to these documented critical success factors, several assumed or unstated critical success factors were identified. They are as follows:

· Flexibility. When working with the pilot, beta, and national deployment sites, it is critical to coordinate with the sites to ensure that management support and commitment are obtained to allow for maximum training attendance. In addition, the contractor instructors and VA instructors must be prepared to address local issues.
· Mandatory Training Attendance. End-user training must be mandatory and tracked. Approaches to making training mandatory include early involvement of management and either not providing or revoking system access for participants who have not attended or completed required training. 
· Simple and Comprehensive Training Documentation. Training documentation is required and it needs to be comprehensive and simple to follow. The documentation should include manuals, quick reference guides, and a comprehensive online help system.
· Hands-on Training Environment/Sandbox. A hands-on training environment is required. In addition, the use of a “sandbox” environment, which would be available before, during, and after training, was identified as an important success factor.
2. Training Approach

The FLITE training approach is illustrated in Figure 2-1. This approach will be repetitious throughout the FLITE lifecycle of pilot, beta, and national deployment phases.
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Figure 2-1. FLITE Training Approach

2.1 FLITE Schedule

2.1.1 Training 

Key program, project, and site level training activities must be completed to ensure a successful implementation. These activities include but are not limited to the design of the FLITE training solution, development and production of training materials, development and production of a training database, development of a project training schedule, development of site training plans, facilities readiness, training delivery, training evaluation, and post-implementation training support.

2.1.2 Training Dependencies

When developing the training schedule, it is critical to align training with other FLITE Program activities. For example, training materials development cannot begin until SAM or IFAS enters the Configuration phase, after requirements are locked down and processes are finalized. Population of the training database cannot begin until SAM and IFAS testing is almost complete, the test environment is relatively stable, and the training environment is created. 

Another consideration is the time required to reproduce training materials. Using the Government Printing Office increases the amount of time required to reproduce materials, but the cost is relatively low, whereas using an external vendor minimizes reproduction time, but costs significantly more. Another option for reproduction is the use of VA Employee Education Services (EES).  Each product and deployment should be evaluated on a case-by-case basis. Also, training must align with end-users’ system roles to ensure that end-users receive the proper training. 

These dependencies need to be identified in the overall deployment schedule so that slippage in dependent events demonstrates the slippage in the whole deployment.
2.2 Methodology 

The FLITE training methodology should be based on industry best practices, proven approaches, and the Instructional Systems Design (ISD) methodology. The ISD methodology must align with the Systems Development Life Cycle (SDLC) methodology adopted by the FLITE Program. 

Figure 2-2 depicts key training activities aligned by project phase. 
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Figure 2-2. Key Training Activities

2.3 FLITE End-users

End-user counts are determined by functional area; therefore, one end-user may be counted multiple times if the end-user performs multiple responsibilities across different functional areas. For example, an end-user who performs activities related to Accounts Payable (AP) and Permanent Change of Station (PCS) needs to receive training in both areas. After end-user roles are mapped to functional areas, each end-user’s training will be identified.

End-users requiring classroom instruction will be trained on a priority basis prior to deployment. The desired goal is to train 100% of end-users prior to go-live; however, given facility and instructor constraints, training at least 80% of end-users prior to the deployment is a more realistic target. The remaining end-users may be trained as soon after deployment as possible. This prioritization helps the site manage workload, year-end close, and other deployment activities.

End-users who may benefit from self-paced training will receive access to the training as soon as it is developed and approved, but not less than 2 weeks prior to deployment. These end-users will be responsible for completing self-paced courses on their own. Tracking of course completion will be monitored. The Site Training Coordinator and the Program Training Lead will monitor and report on completion and assessments.

As is common with any technology implementation, IFAS and SAM training schedules will be closely linked to each project's implementation schedule. Site readiness for training will be determined by a careful review of the end-user analyses, training facility information, the training curriculum, and instructor requirements. A site that is not prepared for training but prepared for implementation may be moved in the implementation schedule until training is completed. It is optimal to provide training as close to implementation as possible, generally no more than six weeks prior to go-live.

Appendices A and B present a preliminary analyses of SAM and IFAS end-users, respectively. These analyses require further research to refine the numbers. However, these numbers have been used to develop preliminary plans and estimates of training development time, training presentation time, and training costs.
2.3.1 Senior Leadership

FLITE training for senior leadership should focus on the strategic application of FLITE. It should consist of an executive overview of FLITE, how it could impact VA, benefits that may be achieved through its use, and specific executive leadership reports or queries. This information will be provided from the FLITE Design phase through deployment using various methods of communication.

2.3.2 Day-to-Day End-users

FLITE training will help end-users understand changed and new business processes and learn to use the new business tools to perform their jobs. These end-users will include VA employees at various levels within the organization and within each facility who use the current financial and asset management systems to perform their duties and responsibilities. 

Although training is critical to end-user adoption of a new system, it is not the only factor. Prior to systems training, end-users must understand why FLITE is being introduced and how it will benefit them. Concerns regarding job security, position prestige, and individual responsibilities must be addressed. These concerns must be largely alleviated prior to systems training so that employees can focus on learning. 

2.3.3 System Super End-users

System super end-users (SSU) are similar to the existing Automated Data Processing Application Coordinators; however, SSUs have additional responsibilities. SSUs for FLITE are defined as end-users who will possess and use advanced knowledge of FLITE applications and processes. SSUs are expected to serve as site go-to personnel for complex system problems and issues. Training for SSUs will be more extensive than that of day-to-day end-users. In addition, SSUs will have more involvement in the FLITE Program, potentially including testing, end-user acceptance, and policy/procedure updates, and may be assigned to assist in training delivery.  For IFAS the SSU’s will be based in Austin and Washington, D.C.
2.3.4 Application Administrators

Application administrators will be responsible for master data maintenance. This will be a centralized responsibility and few end-users fall into this category; however, they play an extremely important role that is frequently forgotten. These end-users should receive training that is more extensive, most likely one-on-one training on their specific maintenance roles. This one-on-one training will be provided by the implementation contractor.

2.3.5 Help Desk Personnel

Technical and functional Help Desk personnel must be considered in the deployment of FLITE. Help Desk personnel should participate as early in the FLITE Program as possible, including in implementation and end-user acceptance testing, as well as in any pilot of the training materials. This involvement will build awareness of FLITE and end-user perspectives. Help Desk personnel should participate in as much training as possible prior to go-live to build their knowledge of FLITE and end-user perspectives.

2.4 Training Infrastructure

The infrastructure required for training delivery on a program as large and complex as FLITE must be strong. The following sections detail the elements of this infrastructure. Appendix C provides a sample survey for collecting information on training rooms, conference rooms, and other facilities that could be converted to support training. Appendix D provides a tool that may be used to collect information on existing CBT/WBT development tools and other resources required to support training.
2.4.1 Training Environment

A hands-on training environment is critical to ensuring that training and post-deployment risks are mitigated. If possible, the training environment should contain the same functionality, views, and reporting structure that are planned for the production environment. In some cases, configuration may need to be adjusted in the training environment to allow all end-users to perform a specific activity. In the production environment, however, end-users may not be able to access the same data. It also is not feasible for the functionality in the training environment to match the functionality in the production environment (e.g., reporting), where the full set of production data is required to create a realistic report. 

Following are critical success factors for the training environment:

· Copy (clone) the production environment configuration as late in integration testing as possible to create the training environment and training materials.

· Ensure that the training environment is incorporated into the promote-to-production configuration process.

· Populate the training environment with data relevant to end-users and in the format planned for the production environment (including data quality standards).

· Leverage test scenarios for training exercises to ensure seed data availability and proven test results.

· Test the training environment for stability prior to and during training, especially after patches or changes.

· Create screen-based materials after integration testing for production-like screenshots. 

· Ensure that the training environment is part of the Instance Refresh Strategy and Configuration Management plan to keep the environment current.

The training team needs to coordinate with the technical team to ensure that the aforementioned activities take place in time for end-user training. Other items to keep in mind related to the training environment include the following:

· The training environment may have limitations on the number of concurrent end-users, which needs to be calculated and communicated early in the design process to adjust as appropriate through the FLITE phases.

· The login IDs for the training environment should be generic logons tied to basic end-user roles, not personalized to individual end-users. Usually the logons are granted access to perform all activities to ensure use in a classroom setting.

The training exercises and supporting data for the training environment should be based on scenarios identified by functional subject matter experts (SME). Ideally, these scenarios will be represented in test case scenarios. The test case scenarios will be designed to demonstrate the functional processes that end-users must perform. 

The training environment approach will be more clearly defined as the training program is finalized and the end-user landscape is more accurately determined. Figure 2-4 depicts a generic training environment approach. A gold training client (TRN 100) is created from the Quality environment; all transports are first tested in Quality before being transported to TRN. TRN has several clients, which generally are defined to support training delivery and a sandbox.

Additional consideration will be needed depending on if and what type of business intelligence solution is added to FLITE, because this may require a different setup of the training environment.
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Figure 2-3. Proposed Training Environment

2.4.2 Learning Management Systems

It is essential that the FLITE Program Office, IFAS and SAM Projects, and the implementation contractor work with individual sites to leverage any training tracking or learning management system that may be used locally or that may be use by VA nationally. Such systems may be able to provide the following capabilities:

· Course scheduling (instructors, facilities, and participants)

· Course completion

· Access to web-based training (WBT)

· Deployment of knowledge checks and surveys

· End-user access support

Training tracking and learning management system capabilities may vary from site to site within the organization. Close coordination with the FLITE Program Training Lead and each site is recommended.

2.4.3 Training Facilities

A detailed survey of site training facilities must be completed as part of the Site Readiness Plan. This survey will identify existing training rooms and resources as well as other facilities that could be converted to temporary classrooms, if required. The survey tool will be refined during the beta implementations for both SAM and IFAS projects. A sample survey is provided in Appendix C.

2.4.4 Training Materials Reproduction

Whenever possible, the in-house services of VA offices such as the Veterans Affairs Learning University (VALU), the VALU Information Technology National Training and Education Office (VALU IT NT&EO), and the VHA Employee Education System (EES) will be utilized to complete all training materials reproduction. However, when necessary, these services may be secured through the Government Printing Office or contractors. In addition, the NT&EO and EES can assist with other services such as the production of CBT/WBT and interactive CDs, and can schedule these services so that they are delivered efficiently and cost effectively.

2.5 Delivery Modes

2.5.1 Instructor-Led Training

Instructor-led training (ILT) will be the primary training delivery method for FLITE training through the pilot, beta, and national implementation. However, as the FLITE program progresses through the implementation cycle, there will be increased training content and access available through alternative training methods, including web-based solutions.
ILT is best accomplished with two instructors per 15 to 20 students. A core instructor delivers content, while a secondary instructor walks through the room helping individual students catch up or solve data/computer issues. Best practice involves a core instructor who is competent in the solution (system, materials, and training delivery) and a secondary instructor who brings knowledge of the organization and processes, as well as familiarity with the new system. VA personnel will be targeted to serve as secondary instructors.
Initially, core instructors will be provided by the implementation contractors. While VA will be able to provide only a limited number of core instructors initially, the intent is to build a cadre of VA instructors and slowly phase out contractor instructors. VA also may develop a cadre of coaches, who can participate in training delivery and providing knowledge on existing business practices, policies, and procedures, as well as representing the site to demonstrate the importance of training. 
To train core instructors, it is beneficial to involve them in the design and development of FLITE and the training materials. Involvement in the design and development of FLITE includes serving as process SMEs and participating in design and validation workshops as well as testing. Additionally, it is critical that core instructors attend an intensive training program designed to provide all the skills necessary to support training delivery, including content knowledge, system knowledge, training delivery knowledge, adult learning theory, technical training approaches, and a practice delivery session with feedback. Coaches require a different training approach that would provide an introduction to the training materials, the training environment, and the roles and responsibilities of the instructors.

2.5.2 Web-Based Training

For the pilot deployment, minimal training content will be available for CBT/WBT because of the time it takes to create web-based content, as well as the stability of FLITE and the rework required to update training content each time a change is made to the system. It is recommended that at a minimum two to four courses be developed for delivery on the web. The content should include a brief introduction to FLITE, basic navigation in SAM (and subsequently an IFAS version), and use of basic reporting and querying modules. 

This delivery approach allows the FLITE Program to validate and determine any CBT/WBT issues and improve core content topics prior to beta and national deployments. Ultimately, all training content should be available through a web-based solution to allow for just-in-time training of required content and minimize the travel costs associated with sending students to centralized classes. These web-based classes could be supplemented with NetMeeting workshops to address specific questions, provide additional hands-on guidance for difficult topics, and provide system enhancement support.

2.5.3 On-the-Job Training

On-the-job training will be performed primarily by VA staff, on an as-needed basis, when requested by the site, and with the approval of FLITE Program management. In some cases, this training may be performed by implementation contractor resources. This training should be kept to a minimum and only employed when circumstances dictate its necessity. Training related activities performed during site readiness planning may help identify situations that may require this method of training.

2.5.4 Onsite Support

Onsite support may be provided to staff that regularly end-user perform mission-critical activities to ensure that they are able to properly perform those activities. This support may be provided by VA or implementation contractor core instructors. The provision of onsite support will be determined on an as-needed basis, when requested by the site, and with the approval of FLITE Program management. The physical layout of the facility, the number of end-users being supported, and the functions they perform must be taken into consideration when determining the need for onsite support.

2.5.5 Online Help

Online help is required for FLITE deployment, both within SAM and IFAS. The online help should consist of step-by-step end-user instructions, which includes definitions of the fields, the type of data required for the fields, and where the data originates from (e.g., Form XYZ, item file, purchase requisitions). The online help should be imbedded with the SAM and IFAS solutions. Additional help links could include Microsoft PowerPoint slides from the ILT, web-based content, process flows, and quick reference guides.

2.5.6 Help Desk Support

A critical implementation support mechanism is the Help Desk. Help Desk staff require in-depth training that provides knowledge and understanding of the technical and business process aspects of the business solution.  This is required to help end-users either solve both types of problems or to be able to refer end-users to the appropriate staff who can.

Training for Help Desk staff should be conducted as early as possible and they should have access to the training practice or "sandbox" system following training. It may be of benefit to include Help Desk staff as system testing resources and reviewers of training materials.
2.6 Training Governance

The VA training community encompasses a large number of individuals from all levels of the VA organization and includes program and implementation contractors. A best practice for large system implementations is the establishment of a training council. The FLITE Training Council will establish partnerships between VA staff at project offices and local facilities and the implementation contractor. Its mission is to manage the countless issues that may arise in a multi-year, multi-phased implementation. Over time, data from evaluations and experience will highlight the need for corrections and changes that will impact both projects. A coherent body, therefore, is needed to deliberate, decide, and act on ongoing training issues. The FLITE Training Council may provide support in the following categories:

· Coordination of training logistics

· Instructor resources

· Performance issues with the instructors, sites, and infrastructure

· Course materials change management

· Adjustments to the training schedule 

· Remedial or additional training identified

· Assessment of training effectiveness

· Adjustments to the overall training strategy

· Transition to the post-go-live support model

· New hire training

· Site Readiness (training) checks

The establishment of a training council will create an organizational structure, a mission, domains, and authorities. Figure 2-5 presents the training council’s areas of involvement. Initially, the council will be kept small to focus on the current implementation. For subsequent implementations, the council may expand. 
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Figure 2-4. Training Governance Concept

In terms of organizational structure, a collaborative council is recommended. Envisioned is a council whose members’ roles change over time as site implementations initiate and complete. Site training coordinators whose implementations are up next will take active roles on the training council. Council members whose site implementations have completed will move on to observer roles to address global FLITE issues and share lessons learned. 

The training council will establish its own mission, but this mission should revolve around aligning training with VA business objectives and continuously improving training processes and outcomes to achieve business value. The domains and authorities will be organized around FLITE training topics and FLITE site-specific issues and objectives. Meeting frequency will vary depending on the phase of the current implementation. The training council, at minimum, should meet monthly. Meetings will be facilitated by the FLITE Program Training Lead. Council membership will include the FLITE Program Training Lead, implementation contractor training leads, PMOS training representative, representatives from each Administration, and site training coordinators.

2.7 Assumptions and Dependencies

2.7.1 Assumptions

2.7.1.1 Instructor Assumptions
· Instructors will travel to training sites.

· ILT will be scheduled for 12 to 18 students at a time to optimize the learning environment. 

· The recommended minimum instructor-student ratio will be 1:6.

· Each ILT will be conducted by a team of two instructors. 

· Courses will be scheduled to use instructor resources effectively and minimize travel costs where possible.

2.7.1.2 Infrastructure and Facilities Assumptions
· If a site has insufficient training facilities or equipment, the FLITE Program will work with the site to rectify the deficiency. In some instances, a training facility outside of the site and/or additional equipment may be provided by VA.

· Existing resources within VA will be leveraged as appropriate.

2.7.1.3 Training Delivery Assumptions

· Student travel to training sites will be minimal.

· Maximum class size is 18 students; minimum class size is six students.

· Classes will include end-users from multiple organizations as appropriate.

· Instructor-led training will be delivered at each site. However, depending on the circumstances, training may be provided at a VA sponsored off-site location, private facility, or through distance learning.

· Training will be conducted not earlier than 6 weeks prior to site implementation.

· Training will vary in length by functional area.

· All end-users for a given functional area will receive the same training.

· The bulk of training will be scheduled to occur during normal duty hours. However, schedule modifications will be made on a site-by-site basis to accommodate training for staff that work other than normal duty hours.

· The bulk of training will be scheduled to occur during normal duty hours. However, schedule modifications will be made on a site-by-site basis to accommodate training for staff that work other than normal duty hours.

· No class will be scheduled for more than 8 hours per day; however, a class may be held on multiple days.

· Training materials reproduction, as a general rule, will be the responsibility of the VA.

· Live Meeting sessions, conference calls, on-the-job training, and onsite support are additional resources and approaches that may be utilized.

2.7.1.4 Training Content Assumptions

· All FLITE training content will be developed, to extent possible, using development tools already in use by VA. 

· Course material will comply with VA Section 508, Aviation Industry Computer-Based Training (CBT) Committee (AICC), and Shareable Content Objects Reference Model – 2004 (SCORM4) standards.

· Content will include instructor guides (terminology, differences between legacy systems and processes and FLITE processes, and transactions), online help, and step-by-step instructions for performing transactions.

2.7.1.5 Training Environment Assumptions
· Separate training environments will be created for development of training materials, use during instructor-led training for hands-on exercises, and for use as a practice or "sandbox" system.

2.7.1.6 End-user Assumptions
· End-users will be required to complete FLITE training prerequisites (i.e., download and read class documentation) prior to attending training.

· Site leadership and managers will be responsible for monitoring and reporting on prerequisite completion.

· End-users will have basic personal computer knowledge and skills (mouse use / key board skills, basic Windows knowledge and skills (conventions and navigation), basic Web knowledge and skills (conventions and navigation), and understand basic e-mail concepts and Outlook email application conventions and navigation.

· End-users will provide a good faith effort to master skills and concepts presented during training.

Note: End-user assumptions will be addressed through communication activities throughout the FLITE Program. However, site leadership and managers need to assist the deployment teams to ensure that end-users are prepared for training.

2.7.2 Dependencies

2.7.2.1 Infrastructure and Facilities Dependencies
· Site learning management and training tracking system functionality required by FLITE will be available 2 months prior to site training.

· Network and IT conditions will support peak use during the pre-go-live training period.

· PCs will comply with FLITE IT and training standards.

· Classrooms will be equipped with network access, computers, a projector, and a screen.

· Each training room and PC will have access to the Internet and FLITE solutions, including the training environment.

· Onsite technical help will be provided by site resources.

2.7.2.2 Training Delivery Dependencies
· The scheduling of training will be the responsibility of the site and the implementation contractor working together to develop an optimal solution.

2.7.2.3 Training Environment Dependencies
· Access to the training environment will be provided in all training rooms.

· Advanced access to the training environment will be provided to instructors to practice and validate exercises.

· Data will be identified by VA SMEs and, when possible, provided by data conversion activities to ensure that the training database is populated with realistic data that complies with security and privacy requirements. 

· A refresh of the training environment will, at minimum, occur weekly.

· Level 2 and 3 technical support will be provided during training.

Note: Level 1 help will consist of onsite technical support. Level 2 help will support network and system administration. For example, if there is an issue during training, Level 2 help will assist in diagnosing and resolving issues so that training can continue. Level 3 help will consist of configuration and system functionality support.
2.7.2.4 FLITE Team Dependencies – Integrator Team

Business Intelligence Team 

· Loads business intelligence configuration and data to support training 

· Works with the Operations and Maintenance (O&M) team to provide a business intelligence environment linked to FLITE or a database that is linked to the training environment 

Note: The addition of business intelligence adds complexity to the training environment and limits the number of instances available from which to conduct training.

Business Process/Functional Team
· Develops a business process master list 

· Drafts business process flows 

· Configures and tests the training environment 

· Defines and executes to a design freeze 

· Provides input into curriculum development 

· Reviews curricula 

· Reviews and provides feedback on prototype training materials
· Develops comprehensive business process procedures (BPP) 

· Assists in defining data requirements 

· Participates in training pilots to ensure accuracy/clarity of training content 

· Provides technical support/troubleshooting during training

· Approves all business process documentation  and distributes the documentation to all field sites and prepares as-is and to-be models in statement and flow chart forms 

Data Conversion Team

· Loads base training data into the training environment

Operations and Maintenance 

· Provides access to the development environment 

· Stands up the training and sandbox environments 

· Performs refreshes of the training environment on a weekly basis 

· Provides access to the training environment

Organizational Change Management Team

· Communicates training events/awareness leading up to training and post-training 

· Provides position-to-role mapping results 

· Distributes approved policy and procedure documents to all field sites through established communication conduits within VA and individual administrations (Veterans Health Administration [VHA], Veterans Benefits Administration [VBA], National Cemetery Administration [NCA])

· Assists in providing input for VA policy, procedures, handbooks and other guidance documentation

· Notifies instructors about approved policy and procedure changes

End-user Provisioning Team 

· Provides training developers, reviewers, and instructors with access to the development, training, and sandbox environments 

· Establishes generic training access in the master training instance

Testing Team 

· Drafts test scenarios and shares them with the training team 

· Aligns the training schedule and resources with training activities 

· Informs the training team of testing issues that may exist in the training environment

Site Learning Management/Training Tracker Systems
· Ensure leverage of any system in use for FLITE training

VA Site Training Coordinators 

· Assist with the identification of local training resources such as training rooms, computers, and network connections 

· Coordinate final scheduling of training rooms

· Coordinate validation of the final training schedule  

· Coordinate and schedule testing and validation of training facilities 

· Validate receipt of training materials

2.8 Training Risks and Mitigations

There are numerous potential training risks associated with the FLITE Program, during both the IFAS and SAM implementations. These risks and mitigations are maintained in the FLITE Program risk database. The FLITE Program Training Lead and the IFAS and SAM implementation contractors will review and assess the FLITE training risks on a monthly basis.

3. Training Design and Development

This section identifies key activities that need to be incorporated into the training approach and methodology used by the implementation contractor. These activities are not intended to be all-inclusive but allow for mid-term assessments and corrections of approaches that are not achieving the needs of the FLITE Program related to the design and development of ILT and CBT/WBT content. 

3.1 Training Design Process

A significant difference in the FLITE training design process is that design is based on processes, not end-user roles. End-user roles, however, will be mapped to content, ensuring that end-to-end processes are developed and addressed in training and that the appropriate people are identified as needing the content.

Documentation created by the business process/functional team is essential for the training team. The business process/functional team is responsible for providing the business process master list, which is a comprehensive list of all FLITE business processes and related system transactions and business process flows. The business process flows incorporate end-user roles and describe the flow of business processes in the system. Business process flows will be broken down further into business process procedures (BPP), which identify and describe transaction-level actions and data fields. The last element provided by the business process/functional team will be test scenarios.

BPPs will enable the training developers to organize training content into training modules. The modules then will be grouped into the courses. Once the courses are outlined, the test scenarios will be used to develop training content. An additional step in training development is the position-to-role mapping that will be conducted by the system security and OCM teams. Roles defined during the Design phase will be matched to individual end-users to determine each end-user's training requirements. 

3.2 Training Document Standards 

Document standards will be developed by the implementation contractor training team. The purpose of the document standards is to define the training team’s development process, establish document management guidelines and conventions, provide style conventions, and describe the steps to develop all components of the training materials, ILT and CBT/WBT. The document standards will include existing VA document standards, styles and guidelines, as well as define FLITE-specific guidelines. 

Included in the document standards should be the process for training documentation version control. This process will align with the overall program document control process. The training team’s process will be documented, communicated, and clearly outlined in the roles and responsibilities to ensure that all documentation is kept current both during and after deployment. 

The standards should be used as a tool by VA to ensure that the training documents delivered meet quality standards and are consistent with other materials developed by and with VA to help training developers achieve consistency. The FLITE training team will revise this document on an as-needed basis throughout the program. 

3.3 Training Content Development

Five key concepts will be addressed during FLITE training:

1.
Basic Navigation

2.
Business Processes

3.
Reinforcement and Assessment 

4.
Reference Material

5.
Other Support Mechanisms

3.3.1 Basic Navigation
Basic Navigation will introduce students to FLITE and show them how to navigate the system. Navigation learning objectives include helping students understand the following:

· FLITE menu structures, including the setup of preferences

· Basic functions and data field navigation

· How to access FLITE help and reference materials

Depending on the final business solution, Basic Navigation may consist of three modules, one for SAM, one for IFAS, and one for Business Intelligence. 

3.3.2 Business Processes

FLITE training will be derived from FLITE business processes; therefore, training will include an overview of business processes and how end-users’ actions will impact other FLITE functional activities. All training modules will contain business process information to reinforce the concept of an integrated FLITE system.

3.3.3 Reinforcement and Assessment
All FLITE training will incorporate hands-on practical exercises and knowledge checks to reinforce lessons and learning objectives and to measure how well end-users master the lessons. The FLITE training environment will be set up so that students can log into a production-like system and perform transactions that reflect the types of activities they will perform on the job. Assessments will consist of in-classroom knowledge checks as well as web-based checks. Each course will include a minimum of 10 questions and a maximum of 20. End-users will have multiple chances to answer questions correctly.
3.3.4 Other Support Mechanisms

BPPs, business process flow diagrams, quick reference guides, training materials, exercises, etc., will be available to end-users for support during classroom training and after FLITE implementation through online help features in the business solution. Additional support will be available to end-users onsite and online and through CBT/WBT, SMEs, and the Help Desk. These different forms of support will benefit all FLITE end-users, who have diverse backgrounds and needs.

Appendices E and F provide a high-level breakdown of the IFAS and SAM training modules, respectively. These modules will be refined, updated, and modified as the IFAS and SAM solutions become more concrete. Appendix G provides a breakdown of IFAS/IFCAP training seats by organization.

3.4 Prototype Training Materials

Prior to development of training content, a prototype of all training materials should be developed to ensure that the look, feel, and detail of the materials meet the expectations of VA. This will reduce the amount of implementation contractor rework once FLITE enters the Development phase. The prototype materials should include a module of ILT content, including the instructor guide, exercises, knowledge checks, step-by-step procedures, the quick reference guide, and a mock-up of online help, and web-based content. Creating prototype materials will prevent many misunderstandings and misaligned expectations at the end of the Development phase.
3.5 Data

The best type of data to use for training exercises is realistic data. Other options include real data extracted from legacy systems or sample data. Real data is not recommended because of privacy and maintenance concerns. Sample data is not recommended because end-users have a difficult time understanding how it aligns to the data they are used to seeing. Therefore, realistic data is the best solution. Realistic data is based on real data but names and funds are changed. The details, however, are still in the same format and sequencing. Realistic data can also be copied, using tools, to create mass amounts of data. In all cases, all training data will comply with VA standards (VHA Handbook 1605.1, Appendix B for data cleansing and removal of personal identifying information and with VHA Handbook 6102 for document creation and metadata compliance).

3.6 Step-by-Step Procedures

Feedback has identified a key piece of training documentation, step-by-step instructions with screenshots. The business process/functional team will be responsible for creating the business process master list, business process flows, and BPPs. The implementation contractor can use these to create step-by-step procedures. These procedures can be incorporated into classroom materials and self-paced training, as well as online help. 

3.7 Concept Reinforcement

There are four methods of instruction that can be used to reinforce learning: PowerPoint presentations, instructor demonstrations, hands-on demonstrations, and hands-on participant exercises. The method used will vary depending on the frequency and complexity of the scenario. Frequency identifies how often a transaction is performed (daily, weekly, monthly, or annually) and the complexity of a transaction (new process with many screens and data fields or same process with similar screens and data fields). The complexity should also consider the legal, security, and safety implications of performing the transaction incorrectly. Table 3-1 contains a representative matrix describing the instructional method that is most applicable.

Table 3-1. Instructional Development Matrix
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Instructions for the demonstrations and exercises will be developed using the training or development environment as a guide, incorporating the procedures to support the task. The demonstrations and exercises will be tested repeatedly for accuracy in the training environment during development. 

3.8 Quick Reference Guides

Quick reference guides will be provided to participants to provide them with guidance and information after training. After PowerPoint presentations are completed, slides that can serve as effective “takeaways” for participants will be identified and repurposed in the quick reference guides. These slides could include those depicting process flows, commonly used transaction codes, or common data elements. Reference guides were identified as extremely important takeaways from training.

3.9 Computer-Based Training/Web-Based Training Development

CBT/WBT content will be based on ILT content and modules. However, CBT/WBT content development will take a slightly different path, incorporating the ILT materials as they are completed. The following are elements of CBT/WBT that VA has the opportunity to change before it is too late or before changing it would cause significant rework.

3.9.1 Wireframes

Wireframes establish consistency in the location of information, such as navigation, graphical allocation, and messaging, for CBT/WBT. Wireframes show logical page layout and navigational organization. They do not include visual design. 

3.9.2 Look and Feel

The look and feel is created separately from the wireframes and gives direction for the final graphic template. Look and feel is created during the Implementation phase. 

3.9.3 Templates

Templates are created and populated with content, creating storyboards for programming. These templates can be chosen from a Learning Content Management System (LCMS) and provided to the developers to begin populating with content. Document standards are also established in the process of storyboard creation. 

3.9.4 Storyboards

Storyboards provide a layout for programmers and are created from templates. Document standards are utilized in the process of storyboard creation to ensure consistency. The visual design is added to complete the storyboards. The completed storyboards are used to program CBT/WBT.

3.9.5 Testing, Review, and Approval

After CBT/WBT is programmed and built, the high-fidelity prototype of CBT/WBT is tested for functionality. Testing should include functional testing as well as technical testing. Testers should be identified from various parts of the FLITE program, including business process/functional, testing, and security team members; SMEs; site representatives; and FLITE end-users. After review and any necessary remediation, CBT/WBT will be ready for deployment.

3.9.6 Deployment

Once approved, CBT/WBT will be released to a web delivery system and tested for Aviation Industry CBT Committee (AICC) and Sharable Content Objects Reference Model 2004 (SCORM4) compliance, as well as general accessibility. Any necessary troubleshooting will be conducted by the web delivery system manager. When the CBT/WBT is properly accessible, they will be released to the end-users.
3.10 Training Material Compliance Requirements

The FLITE training team will develop training materials that are compliant with all VA standards for documents and training materials. This includes VHA Handbook 1605.1, Appendix B for data cleansing and removal of personal identifying information, VHA Handbook 6102 for document creation and metadata compliance, Section 508 to make the technology accessible to people with disabilities, and SCORM4 to provide a standard method in the development of e-learning content. Validation of Section 508 compliance occurs through the use of tools that are Section 508 compliant and reviews by the VA Section 508 compliance office. Materials developed using these tools are compliant.

3.10.1 Aviation Industry Computer-Based Training Committee 

Compliance with AICC is recommended for FLITE training materials. The tools used to develop the materials should also be AICC complaint.

3.10.2 Shareable Content Objects Reference Model 2004

Compliance with SCORM4 is recommended for FLITE training materials. Specifically, materials should be SCORM 1.2 or SCORM 2004 compliant. The tools used to develop the materials should also be SCORM complaint.

3.10.3 Section 508

Compliance with Section 508 is mandatory for FLITE training materials. The tools used to develop all training materials should also be Section 508 compliant.

3.10.4 Veterans Health Administration Handbook 1605.1: Privacy and Release of Information

Compliance with this handbook specifically, along with adjunct VA handbooks generally, and VA Standards of Ethical Conduct and Responsibility as contained in the Code of Federal Regulations (CFR) is mandatory for FLITE training materials. Such compliance will ensure that Health Insurance Portability and Accountability Act (HIPAA) and data security requirements are met.

3.10.5 VA Handbook 6102: VA Metadata Compliance Standards

Compliance with this directive ensures that document and electronic file metadata requirements are met. Metadata provides summary information about a file posted online. When implemented in a standardized way, metadata can improve the precision of searches, enable enhanced field search, permit the indexing of non-textual objects, increase the consistency of the metadata collected, and provide information about resources on the search results page. As specified in the VA 6102 Handbook, metadata must be implemented on all web pages and documents posted on VA web sites. The VA Metadata Standard was developed to identify the metadata elements being implemented at VA and to provide guidance on the information/content that needs to be included for each element.

3.11 Review Process

3.11.1 Development Review Process

Thorough review of the training materials is critical to successful FLITE training. To that end, there will be multiple reviews to ensure quality and accuracy. These reviews are described below.

3.11.2 Training Team Review

As the content is being developed, the training team will perform a peer review of all material prior to sending it out to other teams and SMEs for review. This review will ensure that all material adheres to the document standards, presents a uniform voice, and contains no errors. This review will also assess the matchup between the content and learning objectives or outcomes expected.

3.11.3 Business Process/Functional Team Review

After the training team has reviewed the training content, it will be forwarded to the business process/functional team for review. This review will be aimed at correcting any errors or content points that have changed in the system since the training content was developed. The business process/functional team will review primarily to ensure that the training content clearly and accurately reflects the processes and procedures, as they will be performed in FLITE. The business process/functional team will be responsible for the accuracy of the training content. 

4. Training Delivery

4.1 Delivery Approach

The FLITE training delivery approach is founded on the just-in-time training delivery principle. Just-in-time training emphasizes delivering training as close to go-live as possible for maximum skill retention and to reduce the risk that the training materials and environment will not match the production environment. The just-in-time training approach will have to be balanced with the number of end-users who need to be trained in a short period of time and during the year end/audit season. On-the-job training may be considered on an as-needed basis, when requested by the site, and with the approval of FLITE Program management.
4.2 Learning Management Systems

Learning management and training tracking systems are an essential tool in managing and implementing FLITE training. It is essential that the FLITE Program Office, IFAS and SAM Projects, and the implementation contractor work with individual sites to leverage any learning management or training tracking system that may be used locally or that may be use by VA nationally.

4.3 Training Environments

There is unanimous agreement that a hands-on training environment and sandbox environment are critical to the success of FLITE training. These environments need to be planned and tested rigorously because this is VA’s first experience with the FLITE solution. The environments need to have good response times, be free of glitches, and be available during training.
4.4 Blended Learning

A blended learning solution is the most appropriate solution for FLITE training. FLITE training will initially focus on ILT, but additional solutions will be developed, including online help, CBT/WBT, and Live Meeting sessions. The SAM project training approach includes more CBT/WBT in the initial deployment than the IFAS training approach. 

Training also needs to consist of onsite support at go-live and focused on-the-job training. Live Meeting sessions may be most effective during the beta and pilot deployments if any mid-deployment adjustments are made to the system. Live Meeting sessions should be no longer than 2 hours.  

Appendices E and F provide a high-level breakdown of the IFAS and SAM training modules, respectively. This training will be refined, updated, and modified as the FLITE solution becomes more clearly defined.

4.5 Classroom Requirements

Because ILT will include hands-on practical exercises, computers will be required in each classroom. The requirements for these computers will be defined by the technical team based on FLITE software requirements and performance needs. These requirements represent the minimum functionality of similar solutions; however, as development proceeds and more information is gathered about the FLITE technical infrastructure, these requirements will be updated. Classrooms will need Internet access and a projector and screen. The requirements that follow are general classroom requirements, which will be updated when the full FLITE training solution has been identified. 

For Windows XP (Minimum)

· 22-inch monitor

· 256 colors (3200  recommended)

· 1024 by 768 resolution

· 667+ MHz (minimum 233 MHz)

· 4 GB RAM (minimum 64 MB)

· 500 MB to 1 GB available disk space, depending on components installed (an additional 200 MB of disk space may  be required for installation)

Other applications that may be required to support the solution (e.g., business intelligence/data warehousing) in the classroom will be identified during future iterations of the training strategy.

4.6 Instructors

Best practice is to provide two instructors per classroom, with a minimum of one instructor per six students and a maximum of two instructors per 18 students. VA-provided instructors are key to the knowledge transfer approach and should be selected and integrated into FLITE early in each implementation cycle. VA will attempt to provide one instructor, and the implementation contractor will provide the second instructor. VA-provided instructors will attend train-the-trainer sessions. Some may be involved early in FLITE, in FLITE functional requirements definition, as well as later, in end-user acceptance testing and training. VA instructors may develop their FLITE knowledge through the following activities: 

· Participating in the FLITE Design and Development phases

· Setting up and testing data in the training environment

· Preparing integration and end-user acceptance test scenarios and scripts

· Preparing and/or reviewing training documentation

· Practicing, preparing for, and conducting classroom instruction

· Measuring training effectiveness

· Providing site end-user support and/or mentoring

4.6.1 Selection

It is highly recommended that VA instructors represent business process experts within VA to support the need for long-term knowledge transfer and a credible instructor pool. Selection criteria for training activities include the following:

· Credibility among end-users (e.g., supervisor, manager, former trainer or super end-user for legacy systems)

· Knowledge of functional areas

· Ability to introduce and summarize topics

· Ability to demonstrate a concept or principle

· Ability to measure a student’s understanding of the content 

· Ability to execute the training exercises

· Ability to recommend remedial actions to address any knowledge or skill gaps

· Ability to understand and apply learning objectives and training modules in the classroom

· Experience with delivering presentations and/or instructing training 

The use of individuals who most closely fit the aforementioned profile is the recommended approach to building a pool of competent VA instructors.

4.6.2 Train-the-Trainer

In some previous VA projects, the train-the-trainer approach has not been successful. However, with some modifications to the approach and combining VA instructors with implementation contractor instructors, the train-the-trainer approach may be of long-term benefit. Planning this activity early is critical to FLITE success. VA instructors need to be identified early, and their desire to participate needs to confirmed. Also, if sufficient VA instructors are not identified, VA must work with the implementation contractor to fill the instructor gaps. 

VA and implementation contractor instructors need to be trained in to-be business processes and FLITE functionality. It is recommended that a minimum number of instructors be allocated 100% to FLITE to ensure adequate knowledge transfer within each functional area. However, some instructors may not be working full time on FLITE and will have to balance FLITE responsibilities with their daily business responsibilities. In any case, early engagement and timely managed integration will be critical in preparing quality instructors and developing their knowledge of FLITE. Experience has demonstrated that a formal training process results in a higher likelihood of instructor readiness, increased competency, and consistent training delivery.

The train-the-trainer program may include tips on delivering technical training, using the training environment, specialized business processes, and FLITE functionality.

4.7 Scheduling

Specific training activities are an integral part of the Site Readiness Planning performed by each site before implementation. The training details related to a site implementation will be addressed, including the number of instructors required by functional area, scheduled dates in which training will occur, and the number of end-users who are expected to be trained, how much onsite support will be required as well as candidates for on-the-job training. The implementation contractor will assist the site with using this information to deliver site training.
As detailed information related to each implementation is gathered, the VA FLITE Program Training Lead, working with Project Training Lead and the Site Training Coordinator, will be able to present a clearer picture of the number of instructors required and the overall training schedule. A key to obtaining this clearer picture is the detailed end-user landscape for the deployment that specifically ties the names of end-users to the roles they will perform within FLITE. 

The training team and Site Training Coordinator will use the detailed end-user landscape as the basis for developing the schedule of classes for each deployment. The Site Training Coordinator will create a database, utilizing a tool provided by the implementation contractor, containing the names of individual end-users and their assigned roles. This tool will allow the FLITE security, OCM, and training teams to group end-users into course sessions and schedule the various courses in a manner that allows end-users with multiple roles to attend all their required training in the allotted pre-deployment timeframe. The potential complexities associated with multi-role end-users will necessitate that these end-users attend the specific sessions for which they have been enrolled because they may not be able to make up a missed course prior to deployment.

Once the training modules have been mapped to roles, the training team will work with the Site Training Coordinator to accomplish the following:

· Identify classroom participants

· Determine the number of classes to be offered

· Create a master training schedule identifying all classes to be offered, including when and where

· Validate training schedules and rosters with mid-level release managers

· Deliver prerequisite training material

· Track attendance

· Administer and track assessments and evaluations

· Determine training facility requirements

· Report required training data to the Site Training Coordinator, Site Leadership, and the FLITE Program Training Lead

· Determine the efficiency of the schedule as it pertains to the use of instructor resources and travel expenses

Another consideration for training delivery is the prioritization of end-users that need to be trained prior to go-live and those who can wait until the system has been deployed. The recommendation is that approximately 90% of end-users be trained prior to go-live. The specifics, however, depend on functionality—in one functional area the site may need 90% of end-users trained prior to go-live, whereas in another area only 5% of end-users may need to use the system on Day One.

4.8 Training Communications

To ensure that the information needed prior to training is delivered to the appropriate audiences, it is essential that communication messages are correct in content and distributed in a timely manner. Training communications include awareness messages alerting VA that training is being provided. More specific information will be provided as training is developed, such as training schedules and course descriptions.

The OCM team is responsible for developing and delivering training messages via existing communication channels within the sites. The messages, developed using an approach called the “communications continuum,” which ranges from simple FLITE awareness messages to messages for end-users who are prepared for go-live. The information needs for each end-user group differs at each phase along this continuum.

Training messages will be incorporated into the overall communication campaign within each phase of the communications continuum. As with other FLITE messages, training messages may be developed by staff at many levels in the organization and coordinated through the FLITE Program Training Lead.

5. Training Evaluation

5.1 Approach

The effectiveness of classroom training will be determined through the use of evaluations. The FLITE evaluation approach is based on the Kirkpatrick Model. Participants will complete facility, instructor, and course evaluations to provide their feedback. Appendix H contains a sample course evaluation form that may be used. Participants in other types of training, such as CBT/WBT, will complete an evaluation form that can be emailed back to FLITE or a web-hosted evaluation form. The evaluations, for both classroom and self-paced courses, will be online tied to the courses’ learning objectives to assess end-user knowledge of the subject matter presented.

The results of the evaluations will be analyzed by the FLITE Program Training Lead and shared with the project training leads, site training coordinators, and the FLITE Training Council to determine what, if any, changes are required to training modules and delivery and whether follow-on training is necessary. Evaluation results will be compiled weekly to determine the need for any mid-course corrections. This dynamic approach will facilitate training development prior to and immediately following FLITE deployment and promote end-user productivity.

5.2 Forms

Existing VA resources (VALU, NT&EO, EES) will be used in the development of a standard training evaluation form. Once agreement is reached on the evaluation form, it will be delivered in an online format and be available in paper format for participants to complete and submit. Online responses will be collected immediately and stored in a database. Paper forms will require manual entry of responses. Evaluations will be conducted in class to allow participants to ask additional questions of the instructor. The combination of prerequisite completion, training attendance, satisfactory completion of the training, and completion of the evaluation form will be required before a participant is granted access to the FLITE production environment. 

Once all participants have completed and submitted their evaluation forms, access to the database containing their responses will be available immediately to enable the querying and reporting of the latest evaluation data to calculate training metrics. This also will allow the quickest response to student concerns because the training content and/or delivery method can be modified before the next course is offered.

5.3 Measurements
Multiple measurements will be made to evaluate the FLITE training program. At the lowest level, attendance rosters, prerequisite completion, and evaluation forms will be used to measure participation levels and end-user satisfaction levels. At the organizational and administration level, surveys and readiness assessments will be used. 

Attendance rosters will be completed and submitted by instructors for training tracking. The FLITE Program Training Lead will track training information and be responsible for defining attendance-reporting requirements. Attendance may be reported to site training coordinators, site executive steering committees, change leads, deployment management, and others in real time.

A site readiness assessment, part of the overall site readiness plan, will be monitored as each phase of training is completed. This assessment will be presented to FLITE leadership to assess training satisfaction. The assessment will report on attendance, participant opinions, and participant classroom performance. Attendance metrics will indicate the number of participants enrolled in each course, the number who actually attended the course, the variance between these two numbers, and the attendance rate showing the number of participants attending as a percentage of participants enrolled. Participant opinions will be collected through their evaluations of facilities, training modules, and instructors. 

Assessments and knowledge checks will evaluate participants’ ability to retain key learning concepts that are critical to successful job performance. Participant performance will be presented as the percentage of participants who complete the course and the number of attempts they needed to do so. Participants will have multiple chances to answer questions correctly. Multiple attempts may indicate that the training material needs to be enhanced or that a particular instructor is not effectively teaching a subject.

Training readiness will be managed and verified by the FLITE training team, site training coordinators, and training leads to ensure that facilities, materials, the training environment, and resources are ready to support an effective training experience. A checklist defining roles and responsibilities will be used to support this review. This will include IT contacts who will be identified and available onsite to support any unexpected technical problems. 

5.4 Reporting

Measurement and reporting are precursors to the improvement and planning of any activity. It will be essential going forward to identify measurements and report on measurements that drive organizational change at the individual, site, and administration levels. The OCM contractor, with input from the implementation contractor, will define specific measurements to be collected and reported on throughout the FLITE Program life cycle. 

5.5 Continuous Improvement

Continuous improvement includes the incorporation of lessons learned and feedback from previous deployments as well as tracking success and identifying areas for improvement.

5.5.1 Track the Training
It is critical to track the training that has been successfully completed. The FLITE Program Office, IFAS and SAM Projects, and the implementation contractor will work with individual sites to leverage any training tracking or learning management system that may be used locally or that may be use by VA nationally. Where possible, the system will be used to schedule training, track successful completion, and share successful completion information with the system security team so that it can provision trained FLITE end-users and issue them end-user IDs and passwords. Where possible, reports will be generated and included in monthly status reports for the FLITE governance structure, PMO, site training coordinators, project training leads, and employee supervisors. 

5.5.2 Provide Ongoing Support
During pilot deployment, VA will work with the implementation contractor to develop a post-implementation training support plan that deals with the maintenance and support of the training program, materials, and database after go-live. This plan will also include how VA or O&M will analyze system changes and how the Help Desk will incorporate questions into the training materials. It is recommended that the development of this plan be a high priority during the early phases of FLITE so that VA and the implementation contractor can work toward developing an efficient plan and put together a hierarchy and team to implement the plan.

6. Ongoing Training Support

6.1 Online Help

An online link to all training documents will be created for end-users. During training, end-users will be taught how to access the online documents from their desks. The intent is to provide end-users with the most current documentation. This approach will accomplish the following:

· Improve productivity for end-users by giving them immediate online access to documentation

· Ensure that end-users always access the most up-to-date documentation

· Allow the documentation to be quickly updated when changes occur

· Eliminate the need to perpetually create and mail paper updates

6.2 Training Material Updates

Updates to functionality resulting from enhancements, fixes, and/or requirement changes are anticipated. The training team will be responsible for updating the training materials, both ILT and CBT/WBT materials, incorporating changes resulting from the defect resolution process and changes to the production environment prior to the each deployment. Time for this requirement needs to be built into the processes and schedule. 

Minor updates will be expected by instructors as they deliver content. These updates must be provided to the training team for incorporation into training materials. Major training material updates will be required at the end of pilot deployment and the start and end of beta deployment before national deployment.
6.3 Post-Release Training

If a site already has delivered training and requires additional ILT for a subsequent release, the training will be performed either by VA instructors, via CBT/WBT, or through the proposed ongoing training approach. 
6.4 Ongoing Training

Ideally, FLITE training will be incorporated into an ongoing program within VA to provide ongoing training support. This concept needs to be investigated further and discussed for viability and resources. The VA Program Training Lead will lead this effort, which will be incorporated into the FLITE solution moving forward.

6.5 Knowledge Transfer

Knowledge transfer (KT) as it relates to training will occur in three communities: the business process/function team, application development team, and the training team. In each case, a mix of formal and informal training activities will be applied to the crucial KT process. 

For the Business Process/Functional and Application Development teams, KT most likely will rely on face-to-face sessions between the implementation contractor and VA functional and technical leads. Such sessions, which often are highly interactive, will be supplemented by informal one-on-one mentoring sessions. The number of and duration of both formal and informal KT sessions for Business Process/Functional and Applications Development team members will be determined as dictated by the complexity and topic area. Topics generally covered by KT include master data maintenance and other rarely performed transactions and transactions that are performed by limited end-users for security purposes. Many times these transactions are sufficiently covered during integration and end-user acceptance testing.

Training team KT for the most part will encompasses the operation of learning management and training tracking systems and the use of training content development tools and methods. Again, a combination of formal training events and informal mentoring will be used to complete KT. Collaboration between implementation contractor training team members and VA training team members will be an ongoing process throughout the deployment life cycle and will cover most areas where KT is required. Where KT gaps are identified, possibly in terms of train-the-trainer and some content tools, the implementation contractor training team members will build appropriate plans to manage KT to VA training leads. As with the business process/functional team and the development team, this effort will vary based on the audience and deployment specifics and usually will include both formal and informal KT activities.

7. Roles and Responsibilities
Table 7-1 lists key cross-training activities. The key for the table is as follows: R = Responsible, A = Accountable, C = Contribute and I = Informed. The Responsible team is responsible for performing the action. Although accountability may role up to a higher level, the Accountable team is responsible for correcting anything that goes wrong. The Contribute team is responsible for reviewing documents, providing support, and generally collaborating with the Responsible and Accountable teams. Informed teams are those that are informed of the process, the results, or the outcome. 

Following are the proposed compositions and descriptions of the teams:

· Training Team. This team will primarily be composed of implementation contractor staff with oversight provided by the VA FLITE Program Training Lead. In addition, PMOS contractor staff will advise on and support training activities.

· Instructors. The instructors will be a mix of implementation contractor staff and VA personnel. For planning purposes, the instructors should be made up of 50% implementation contractor staff and 50% VA personnel; however, as the FLITE Program progresses this split may shift.

· Business Process/Functional Team. This team will comprise business and functional personnel from both VA and the implementation contractor. These personnel will have knowledge of as-is and to-be business processes.
· System Security Team. This team will primarily consist of implementation contractor staff; however, the team should have a primary point of contact within the VA FLITE IT PMO. 
· Technical Infrastructure Team. This team will be a mix of implementation contractor staff and VA personnel; however, day-to-day tasks most likely will be performed by the implementation contractor.
· Testing Team. This team will be a mix of implementation contractor staff and VA personnel. The implementation contractor staff will plan the work and create the scenarios, while VA personnel will conduct the actual testing of the system to validate that it meets VA business needs and performs as identified in the scenario.
· Data Conversion Team. The data conversion team will be led by the implementation contractor; however, VA will provide legacy system data to the implementation contractor.
· VA Site Training Coordinators. These roles, which will be performed by VA personnel identified as part of the Site Steering Committee, will be responsible for the site logistics associated with training delivery (facilities and students).
· VA Site Steering Committee. This site leadership group will be responsible for FLITE implementation at the site and includes site training, communications, IT, etc..
· End-users. This group will consist of all the end-users impacted by the FLITE solution (i.e., VA personnel who will work hands-on in the FLITE solution). 
· O&M. The O&M role will be split between VA and the implementation contractor and will be based on what is needed for the ongoing support of FLITE. This description may change as the program matures.
Table 7-1. Roles and Responsibilities Matrix

	Training Responsibilities
	Training Team
	Instructors
	Business

Process/Functional Team
	System Security Team
	Technical Infrastructure Team
	Testing Team
	Data

Conversion Team
	VA Site

Training Coordinators
	VA Site

Steering Committee
	OCM Team
	Users
	Operations and Maintenance

	Identify users and target audiences
	I
	
	
	I
	I
	I
	
	
	R, A
	A
	
	

	Identify, communicate, and manage templates and document version control
	R, A
	
	I
	
	
	
	
	I
	
	
	
	

	Identify training modules
	R, A
	I
	C
	
	
	
	
	I
	I
	I
	
	

	Create/validate training content
	R
	
	A, C
	
	
	
	
	C
	C
	I
	
	

	Map modules to roles
	R
	I
	C
	C
	
	
	
	I
	C
	C
	
	

	Develop final training materials and “cheat sheets”
	R, A
	I
	C
	C
	
	
	
	I
	I
	I
	
	

	Create training schedules
	C
	C
	
	I
	I
	
	
	R
	A
	I
	I
	

	Validate training schedules with site
	C
	
	
	
	
	
	
	R, A
	R, A
	C
	
	

	Communicate training schedules to users
	C
	
	
	
	
	
	
	R, A
	R, A
	C
	
	

	Communicate training  prerequisites
	C
	
	
	
	
	
	
	R, A
	R, A
	C
	
	

	Design training environment strategy
	R, C
	
	C
	C
	A
	C
	C
	
	
	
	
	

	Design security authorization profiles for training
	C
	
	C
	R, A
	
	C
	
	
	
	
	
	

	Define VA refresh and backup requirements
	C
	I
	
	
	C
	
	
	I
	
	
	
	R, A

	Define training environment data requirements
	R, A
	C
	C
	
	
	R, A
	R
	
	
	
	
	

	Set up training environment data
	A
	
	C
	C
	R
	
	
	
	
	
	
	

	Test training development software 
	R, A
	
	C
	
	
	
	
	
	
	
	
	

	Identify virtual classroom tools
	R, A
	
	
	
	
	
	
	C
	C
	
	
	

	Set up and maintain virtual classroom tools
	R, A
	
	
	
	
	
	
	C
	
	
	
	

	Identify collaboration tools
	R, A
	I
	
	
	I
	
	
	I
	
	I
	
	

	Maintain collaboration tools
	I
	I
	
	
	I
	
	
	I
	
	I
	
	

	Create security profiles
	I
	I
	
	R, A
	
	
	
	I
	
	
	
	

	Refresh and back up data
	I
	I
	
	
	
	
	
	I
	
	
	
	R, A

	Train instructors
	R, A
	I
	
	
	
	
	
	I
	I
	I
	
	

	Train users
	A
	R
	
	
	
	
	
	A
	I
	I
	
	

	Create practice strategy
	R, A
	I
	
	
	
	
	
	C
	C
	C
	
	

	Create/maintain training environment
	C
	I
	C
	C
	C
	C
	C
	I
	I
	
	I
	R, A

	Communicate and reinforce practice approach
	C
	C
	
	
	
	
	
	C
	R
	C
	
	

	Reproduce training materials
	R, A
	I
	
	
	
	
	
	C
	
	
	
	

	Distribute training materials
	C
	C
	
	
	
	
	
	R, A
	C
	
	
	

	Verify training room/logistics readiness
	C
	C
	
	
	
	
	
	R, A
	C
	
	
	

	Provide technical support during training
	R
	
	A
	A
	A
	A
	A
	C
	C
	I
	
	

	Track user completion of prerequisites and certification
	C
	
	
	C
	
	
	
	R, A
	
	
	
	

	Evaluate training
	R, A
	C
	
	
	
	
	
	C
	C
	C
	C
	

	Report on training metrics
	R, A
	C
	I
	
	
	
	
	I
	I
	C
	
	

	Distribute required software to users
	
	
	
	
	
	
	
	
	
	
	
	

	Reproduce training materials
	C
	C
	
	
	
	
	
	R, A
	
	
	
	

	Conduct remedial training on subsidiary systems
	I
	I
	
	
	
	
	
	R, A
	C
	
	
	

	Analyze training program results
	R, A
	C
	
	
	
	
	
	C, I
	C, I
	C
	
	

	Identify lessons learned
	R, A
	C
	C
	C
	C
	C
	C
	C, I
	C, I
	C, I
	C
	

	Develop post-implementation support strategy
	R, A
	C
	
	
	
	
	
	C
	C
	C
	
	


Note: R = Responsible, A = Accountable, C = Contribute, I = Informed.

Appendix A.   Preliminary SAM End-user Analysis

The following table is a preliminary analysis of the Strategic Asset Management (SAM) end-users at the Milwaukee site. This analysis includes only Veterans Health Administration (VHA) end-users. As the project progresses, more detailed analyses will be conducted and updated. In addition, the courses identified are notional only and will need to be refined by the implementation contractor.
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Courses











Training Seats



Navigation / Querying / 

Workflow / Reporting

Inventory (w/Reports)

Purchasing (w/Reports)

Work Management (w/Reports)

Querying / Workflow  

(w/Reports)

Local System Admin - Attends 

all training

Application Administrator

Real Property

Real Property

752

284

132

147

38

142

4

5

200

400


Appendix B.   Preliminary IFAS End-user Analysis

The following preliminary Integrated Financial Accounting System (IFAS) end-user analysis identifies all potential IFAS end-users but has not been refined for pilot, beta, or national deployment. In addition, the courses identified are notional at this phase of the project and will be refined by the integration contractor once an IFAS solution is more clearly defined.

[image: image7.emf]IFAS Training Estimate

# TO BE TRAINED

CRITICAL: Require Training 

before Go-Live

POST GO-LIVE CRITICAL: 

Require Training after Go-Live

Courses



Training Seats



Introduction

Navigation

Purchasing - Contracting

Nationwide Budget Execution

Field Budget Execution

Training Seats 57788 57788 5514 1068 4853


	IFAS Training Estimate
 

	# TO BE TRAINED
	CRITICAL: Require Training before Go-Live
	POST GO-LIVE CRITICAL: Require Training after Go-Live
	Courses






Training Seats
	AP Obligations
	AP Receiving Reports
	AP Online Certification
	AP Payment Management
	AP Payment Confirmation

	 End-user
	 
	Training Seats
	 
	6583
	9721
	39499
	39277
	16852


	IFAS Training Estimate 

 

	# TO BE TRAINED
	CRITICAL: Require Training before Go-Live
	POST GO-LIVE CRITICAL: Require Training after Go-Live
	Courses






Training Seats
	AP Cancelled Checks/Limited Payability
	AP Vendor Management
	TDY
	PCS
	BeneTravel

	 End-user
	 
	Training Seats
	 
	5908
	41386
	5231
	4871
	5242


	IFAS Training Estimate


	# TO BE TRAINED
	CRITICAL: Require Training before Go-Live
	POST GO-LIVE CRITICAL: Require Training after Go-Live
	Courses






Training Seats
	Local
	Real Property
	Personal Property
	PA - Non-Recurring Mainetenance
	PA -Construction

	 End-user
	 
	Training Seats
	 
	17786
	8017
	8017
	20234
	20448


	IFAS Training Estimate 

 

	# TO BE TRAINED
	CRITICAL: Require Training before Go-Live
	POST GO-LIVE CRITICAL: Require Training after Go-Live
	Courses






Training Seats
	PA - CWT
	Non-Medical Debt Management
	Medical Debt Management
	General Ldger Accounting
	Advance Reporting (e.g. 224, 133, FACTS, etc.)

	 End-user
	 
	Training Seats
	 
	2808
	4505
	4022
	4889
	1046


	IFAS Training Estimate 

 

	# TO BE TRAINED
	CRITICAL: Require Training before Go-Live
	POST GO-LIVE CRITICAL: Require Training after Go-Live
	Courses






Training Seats
	Business Intelligence (i.e. OLAP, Data Warehousing, ad hoc)
	Loan Guarantee

	 
	 
	Training Seats
	 
	697
	330


Appendix C.   Facility Analysis

The following table presents the format of the facility analysis. This information will be collected from both Veterans Integrated Services Networks (VISN) and sites, focusing on pilot, beta, and then national deployment. This analysis will be used to estimate training delivery as well as potential facility shortages.
	VISN
	Station
	Facility State
	Facility City
	Facility Office
	Facility Address
	Number of Training Rooms
	PCs per Room
	Classrooms (No PCs)
	Possible PCs

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


Appendix D.   Training Infrastructure Inventory

This section will include information on existing learning management and training tracking system in VA, CBT/WBT development tools, and other resources (e.g., servers, refreshes, connectivity) required to support training. As the FLITE Program progresses, this section will be completed with more detail.

· iContent Server  

· IFAS (solution to be determined) Online Help 
· Laptop Computers  

· Live Meeting 

· SAM (Maximo) Online Help 
· Training Environment  
· VA Instructors (IFAS)  

· VA Instructors (SAM)  

Appendix E.   Preliminary SAM High-Level Training Outline

The SAM training will be developed by the implementation contractor in alignment with the system design. For planning and estimating purposes, VA used these assumptions regarding course duration and delivery approach. It is anticipated that with more definition around the training solution, course durations will shift, as will the delivery approach.

	Total Hours
	Courses
	Navigation/Querying/Workflow/Reporting
	Inventory (w/ Reports)
	Purchasing (w/ Reports)
	Work Management (w/ Reports)
	Querying/Workflow (w/ Reports)
	Local System Administrator Attendance at All Training
	Application Administrator
	Real Property (ILT)
	Real Property (WBT)

	 End-users
	752
	284
	132
	147
	38
	142
	4
	5
	200
	400

	68
	ILT Class Length
	
	16
	16
	32
	4
	0
	0
	16
	 

	2
	WBT Class Length
	2
	 
	 
	 
	 
	 
	 
	 
	4


Appendix F.   Preliminary IFAS High-Level Training Outline

IFAS training will be developed by the implementation contractor in alignment with the system design. For planning and estimating purposes, VA used these assumptions regarding course duration and delivery approach. It is anticipated that with more definition around the solution, course durations will shift, as will the delivery approach.
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118 Class Length Estimates Used (in hours): 2 2 4 4 4
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POST GO-LIVE CRITICAL: 

Require Training after Go-Live
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Training Seats



AP Obligations

AP Receiving Reports

AP Online Certification

AP Payment Management

AP Payment Confirmation

118 Class Length Estimates Used (in hours): 4 4 4 4 2
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POST GO-LIVE CRITICAL: 

Require Training after Go-Live
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POST GO-LIVE CRITICAL: 

Require Training after Go-Live
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Local

Real Property

Personal Property

PA - Non-Recurring 

Mainetenance

PA -Construction

118 Class Length Estimates Used (in hours): 2 4 4 4 8
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POST GO-LIVE CRITICAL: 

Require Training after Go-Live
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Training Seats



PA - CWT

Non-Medical Debt Management

Medical Debt Management

General Ldger Accounting

Advance Reporting (e.g. 224, 

133, FACTS, etc.)

118 Class Length Estimates Used (in hours): 8 8 0 16 0


	IFAS Training Estimate 



	 
	 
	POST GO-LIVE CRITICAL: Require Training after Go-Live
	Courses






Training Seats
	Business Intelligence (i.e. OLAP, Data Warehousing, ad hoc)
	Loan Guarantee

	 
	118
	Class Length Estimates Used (in hours):
	 
	8
	8


Appendix G.   IFAS / IFCAP Training Seats by Organization

	IFAS/IFCAP Training Seats
	FSC
	VACO
	ALAC
	HAC
	VHA Field
	VBA Field
	NCA Field
	Total

	IFAS Pilot/Beta -S1
	          434 
	            302 
	           -   
	           -   
	                -   
	                -   
	                -   
	             736 

	IFAS Pilot/Beta -S2
	            -   
	              -   
	         802 
	           -   
	              565 
	             422 
	               95 
	          1,882 

	IFAS ND
	       3,904 
	         1,509 
	           -   
	         678 
	         10,692 
	           2,782 
	             208 
	        19,774 

	IFCAP Development
	            -   
	              -   
	           -   
	           -   
	                -   
	                -   
	                -   
	               -   

	IFCAP Pilot - S1
	       2,221 
	              -   
	          35 
	           -   
	                -   
	           4,974 
	               95 
	          7,325 

	IFCAP Pilot - S2
	            -   
	              -   
	           -   
	           -   
	           2,138 
	           4,974 
	             284 
	          7,396 

	IFCAP Beta
	            -   
	              -   
	           -   
	           -   
	           6,187 
	                -   
	                -   
	          6,187 

	IFCAP ND
	            -   
	       18,447 
	           -   
	         399 
	       444,599 
	                -   
	           9,651 
	       473,096 

	Total
	       6,559 
	       20,258 
	         836 
	      1,078 
	       464,181 
	         13,152 
	         10,332 
	       516,396 


Appendix H.    Course Evaluation Form
The following is a sample training class evaluation form to be completed by training participants after instructor-led training. This form can be distributed in the class or potentially completed in a web-based format. VALU, the NT&EO, and/or EES may be able to assist in the creation of a standard evaluation form with input from the OCM contractor and SAM and IFAS implementation contractors. Scores from this evaluation will be used to measure training satisfaction levels.
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Instructor Names:  

_______________________________________

_

 Course

 Name: 

____________________

 

Location: 

 ____________________ 

Date:  

_____

_____

____  

 Your Name 

(optional)

: 

_____________________

 

 

 

 

 

 

To what extent do you agree or disa

gree with the following statements?

 

   

 

 

Course Content

 

Strongly 

Agree

 

Agree

 

Neutral/

Unsure

 

Disagree

 

Strongly 

Disagree

 

N/A

 

 1

 

The course was successful in meeting its stated objectives.

 

 

 

 

 

 

 

 2

 

The material presented increased my ability to use the 

soft

ware/system/process.

 

 

 

 

 

 

 

 3

 

The course was logically organized. 

 

 

 

 

 

 

 

 4

 

The class provided me with the right balance of hands

-

on and lecture.

 

 

 

 

 

 

 

 5

 

The exercises were easy to understand and perform within the allotted 

time.

 

 

 

 

 

 

 

 6

 

Exercises re

inforced the course content.

 

 

 

 

 

 

 

 7

 

The course was well paced.

 

 

 

 

 

 

 

 

Instructor

(s)

 

Strongly 

Agree

 

Agree

 

Neutral/

Unsure

 

Disagree

 

Strongly 

Disagree

 

N/A

 

 8

 

The instructor

(s)

 demonstrated knowledge of the training topic/material.

 

 

 

 

 

 

 

 9

 

The instructor

(s)

 was familiar with the course materials.

 

 

 

 

 

 

 

10

 

The instructor

(s)

 clearly presented the training objectives and 

expectations.

 

 

 

 

 

 

 

11

 

The instructor

(s)

 demonstrated and

/or

 explained exercises before they 

were performed by participants.

 

 

 

 

 

 

 

12

 

Th

e instructor

(s)

 used class time well.

 

 

 

 

 

 

 

13

 

The instructor

(s)

 was responsive to questions and shared both the 

question and answer with the class.

 

 

 

 

 

 

 

14

 

The instructor

(s)

 encouraged student participation.

 

 

 

 

 

 

 

15

 

The instructor

(s)

 adequately expla

ined the use of reference materials

 

(

quick

 reference guide

s, course materials, simulations

, Help Desk).

 

 

 

 

 

 

 

 

Facilities

 

Strongly 

Agree

 

Agree

 

Neutral/

Unsure

 

Disagree

 

Strongly 

Disagree

 

N/A

 

16

 

The training facility was set up effectively for course activi

ties.

 

 

 

 

 

 

 

17

 

There was adequate space for the participants and instructor.

 

 

 

 

 

 

 

18

 

The software/system was available during class.

 

 

 

 

 

 

 

 

Overall Course

 

Strongly 

Agree

 

Agree

 

Neutral/

Unsure

 

Disagree

 

Strongly 

Disagree

 

N/A

 

19

 

I understand how this soft

ware/system/process meets the needs of the 

organization.

 

 

 

 

 

 

 

20

 

I understand the processes/transactions of the new software/system.

 

 

 

 

 

 

 

21

 

I can apply the new software/system I learned back on the job.

 

 

 

 

 

 

 

22

 

I understand how to access online help

 and/or other support.

 

 

 

 

 

 

 

23

 

Overall, I thought the course was effective and useful.

 

 

 

 

 

 

 

    

 

 

 

 

                                         

  PLEASE PROVIDE COMMENTS ON THE BACK OF THIS FORM

            

 

 

Course Evaluation Form
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ADDITIONAL COMMENTS

 

 

What topics would you like

 to see covered in:

 

 

a) more detail? 

_________________________________________________________________________________________________

 

 

b) less detail? 

__________________________________________________________________________________________________

 

 

 

Wha

t was the most valuable thing you learned from training? 

 

_____________________________________________________________________________________________________

 

________________________________________________________________________________________________

_____

 

_____________________________________________________________________________________________________

 

 

 

What was the hardest part of training? 

 

 

_____________________________________________________________________________________________________

 

 

__

___________________________________________________________________________________________________

 

 

_____________________________________________________________________________________________________

 

 

Do you have any concerns regarding this application/

training?

 

 

_____________________________________________________________________________________________________

 

 

_____________________________________________________________________________________________________

 

 

_______________________________________

______________________________________________________________

 

 

Please provide additional comments or suggestions: 

 

 

_____________________________________________________________________________________________________

 

 

____________________________________

_________________________________________________________________

 

 

_____________________________________________________________________________________________________

 

 

______________________________________________________________________________________

_______________

 

 

Are there areas where you would like additional training?

 

 

_____________________________________________________________________________________________________

 

 

_____________________________________________________________________________

________________________

 

 

_____________________________________________________________________________________________________

 

 

 

 

Office Use Only

 

 

Date rec’d: _________________  Entered by: ______________________   Date: _____________________    Evaluatio

n #: ____________________

 

 



Acronyms

	AICC
	Aviation Industry Computer-Based Training Committee

	ADL
	Advanced Distributed Learning

	AGR
	Aviation Industry Computer-Based Training Committee Guidelines and Recommendations 

	ALT
	Advanced Learning Technology

	AP
	Accounts Payable

	BPP
	Business Process Procedure

	CBT
	Computer-Based Training

	CFR
	Code of Federal Regulations

	CMI
	Computer Managed Instruction

	CoreFLS
	Core Financial and Logistics System

	CR
	Change Request

	EES
	Employee Education Services

	FAQ
	Frequently Asked Question

	FLITE
	Financial and Logistics Integrated Technology Enterprise

	FMS
	Financial Management System

	HIPAA
	Health Insurance Portability and Accountability Act

	IFAS
	Integrated Financial Accounting System

	IFCAP
	Integrated Funds Distribution, Control Point Activity, Accounting, and Procurement

	ILT
	Instructor-Led Training

	ISD
	Instructional Systems Design 

	IT
	Information Technology

	KT
	Knowledge Transfer

	LCMS
	Learning Content Management System

	NCA
	National Cemetery Administration

	O&M
	Operations and Maintenance

	OCM
	Organizational Change Management

	OI&T
	Office of Information and Technology

	OLAP
	Online Analytical Processing

	PA
	Project Accounting

	PCS
	Permanent Change of Station

	PMO
	Program Management Office

	SAM
	Strategic Asset Management

	SCORM
	Sharable Content Objects Reference Model

	SDLC
	Systems Development Life Cycle

	SME
	Subject Matter Expert

	SSU
	System Super End-user

	TDY
	Temporary Duty Assignment

	TRN
	Training

	VA
	Department of Veterans Affairs

	VBA
	Veterans Benefits Administration

	VHA
	Veterans Health Administration

	VISN
	Veterans Integrated Services Network

	WBT
	Web-Based Training


Glossary

	AICC
	The term “AICC compliant” means that a training product complies with one or more of the nine Aviation Industry Computer-Based Training (CBT) Committee (AICC) Guidelines and Recommendations (AGR). “AICC compliant” can mean different things because there are nine possibilities for training products comply with. Only AGR-006 and AGR-010 have formal tests for compliance. 

· AGR-002, Courseware Delivery Stations 

· AGR-003, Digital Audio 

· AGR-004, Operating/Windowing System 

· AGR-005, CBT Peripheral Devices 

· AGR-006, File-Based CMI [Computer Managed Instruction] Systems

· AGR-007, Courseware Interchange 

· AGR-008, Digital Video 

· AGR-009, Icon Standards: End-user Interface 

· AGR-010, Web-Based CMI Systems

	Blended Learning
	The use of multiple media to deliver training content. Blended learning combines instructor-led training with several forms of distance learning, including computer-based and web-based training.

	Computer-Based Training
	Computer-based training (CBT) involves the execution of training programs on a computer. CBT is especially effective for training people to use computer applications because the CBT program can be integrated with the applications so that students can practice using the applications as they learn. Historically, CBT growth has been hampered by the enormous resources required: human resources to create a CBT program and hardware resources needed to run it. However, the increase in PC computing power, especially the growing prevalence of computers equipped with CD-ROMs, is making CBT a more viable option for corporations and individuals alike. Many PC applications now come with some modest form of CBT, often called a tutorial. Web-based training (WBT) is a type of training that is similar to CBT; however, it is delivered over the Internet using a web browser. WBT frequently includes interactive methods, such as bulletin boards, chat rooms, instant messaging, videoconferencing, and discussion threads. WBT is usually a self-paced learning medium, though some systems allow for online testing and evaluation at specific times.

	Curriculum
	A detailed description of all of the training offered in a particular subject.

	Distance Learning
	Delivery of education to students who are not physically on site. Rather than attending courses in person, instructors and students may communicate at times of their own choosing by exchanging printed or electronic media or through technology that allows them to communicate in real time. 

	e-Learning
	Electronic learning, or e-learning, is a general term used to refer to computer-enhanced learning. It is used interchangeably in so many contexts that it is critical to be clear about what one means when one speaks of e-learning. In many respects, e-learning is commonly associated with the field of advanced learning technology (ALT), which deals with both the technologies and associated methodologies in learning using networked and/or multimedia technologies.

	Instructor-Led Training
	Training delivered by a person. Instructor-led training can be conducted in a real classroom or a virtual classroom.

	Kirkpatrick Evaluation Model
	This model consists of four levels of learning evaluation. The four levels of Kirkpatrick’s evaluation model essentially measure the following:

· Reaction of student. What the student thought about the training 
· Learning. The resulting increase in the student’s knowledge or capabilities 
· Behavior. The extent of the student’s behavior and capabilities improvement and the implementation/application of these behaviors and capabilities

· Results. The effects on the business or environment resulting from the student’s performance 

	Module
	Training is comprised of multiple modules. A module is a unit of study in a subject area. Included within each module is a topic.

	Online Help
	Resource available to end-users that provides assistance in correcting errors, performing actions, and locating additional help resources.

	Onsite Support
	Live support provided post-go-live. Support can include one-on-one assistance or support via various subject matter experts.

	Power End-user
	Synonymous with “system super end-user.” A power end-user utilizes his or her advanced knowledge of the solution and processes. A power end-user usually has some system administrative rights to correct errors in and/or approve corrections to master data. A power end-user is expected to be the site go-to person for complex system problems and issues.

	Process-Based Training
	Training that is based on a group of transactions within a process. Multiple job roles may be involved in the performance of the processes.

	Role-Based Training
	Training that is based on a group of processes or transactions that are performed by specific job roles.

	Section 508 Compliance
	Section 508 requires that federal agencies’ electronic and information technology be accessible to people with disabilities. 

	Shareable Content Objects Reference Model (SCORM)
	A collection of standards and specifications for web-based e-learning. SCORM defines communications between client-side content and a host system called the “run-time environment” (commonly a function of a learning management system). SCORM also defines how content may be packaged into a transferable ZIP file. SCORM is a specification of the Advanced Distributed Learning (ADL) Initiative, which comes out of the Office of the U.S. Secretary of Defense. SCORM 2004 introduces a complex idea called “sequencing,” which is a set of rules that specify the order in which a learner may experience content objects. The standard uses XML and is based on the results of work done by

	Subject Matter Experts
	Resources that provide expertise in a specific functional, technical, or organizational area.

	System Refresh
	A process in which the training instances used for training delivery are copied into the pre–training delivery state. This allows for the reuse of training data throughout multiple training deliveries.

	System Super End-user
	Synonymous with “power end-user.” A system super end-user utilizes his or her advanced knowledge of the solution and processes. A system super end-user usually has some system administrative rights to correct errors in and/or approve corrections to master data. A system super end-user is expected to be the site go-to person for complex system problems and issues.

	Topic
	A training course comprises multiple modules. Included within each module is a topic. This is the lowest level of training element included in a curriculum.

	Training Environment
	A live system dedicated to hands-on training. Generally, the environment comprises a “gold” instance and at least one “execution” instance. 

	Training Instance
	Generally, the environment comprises a “gold” instance and at least one “execution” instance. The gold instance is where all data is set up in preparation for training exercises. It is used to create the execution instances. The execution instances are refreshed from the gold instances on a periodic basis as data is used up during training. The number of execution instances depends on the number of courses delivered simultaneously and the number of end-users.

	Training Plan
	The training plan should align with the training strategy but should provide more specific details on curriculum, end-users, facilities, development, testing, and delivery of training.

	Virtual Classroom
	A learning environment in which the instructor and student are separated by time or space, or both, and the instructor provides training content through such means as course management applications, multimedia resources, the Internet, and videoconferencing. Students receive the content and communicate with the instructor via the same technologies.

	Web-Based Training
	Training content delivered to end-users via their computers. This type of training is generally self-paced.
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