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SECTION 1 Overview

1.1 Background

The mission of Integrated Financial Management (IFM) Program is to improve the financial, physical, and human resources management processes throughout NASA.  Under the auspices of the Office of the Chief Financial Officer (CFO), the IFM Program is reengineering NASA’s business infrastructure and implementing enabling technology to provide better management information for decision making.

The Core Financial module provides the backbone of the IFM Program system concept.  Core Financial includes standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management.  The Core Financial implementation has been completed at all ten Centers. 

Critical to the ongoing success of IFM, is achieving the desired human performance and ensuring that the employees in various roles have the necessary knowledge, skills, abilities to perform their jobs utilizing a system that is changing and growing.   In post-implementation new employees will need to learn and understand the IFM system, and current employees will require ongoing support and additional training.

This document outlines the post implementation learning approach that will be used for the IFM Program Core Financial module.  It is based upon the results of an Agency-wide analysis of Core Financial post-implementation training demand and requirements
.         
The approach was derived from defined NASA needs, goals, and best practices and leverages the existing Agency and Center organizational support structure.  Note that this document will be updated on a periodic basis as the post implementation approach evolves.
1.2 Guiding Principles

The following are the guiding principles for the Core Financial post implementation learning approach:

· Maximize use of technology / e-learning where it is most effective
· Maximize use of performance-oriented job aids

· Use a standard Agency approach and solution for training, but provide flexibility to the Centers
· Maximize the use of functional experts as trainers

· Use functional expertise in a way that maximizes their productivity and leverages time 

· Utilize Agency training administration system (AdminStar/NORS) to track training

· Employ standard needs assessments and evaluation instruments

SECTION 2 Approach

2.1 Learning Defined 

This post implementation learning approach includes a broad performance-based definition of learning.  For this document, learning is defined as the process of acquiring skills and knowledge.  This approach includes both learning that allows employees to acquire the skills and knowledge necessary to do their job, as well as learning that helps employees to improve performance.  In this approach, learning activities are defined as any planned intervention focused on skill and knowledge growth, and are not limited to classroom delivery or formal group training activities. 

2.2 Approach Objectives

Following are the primary objectives of the Post Implementation Training Approach for Core Financial:
· Develop and sustain operational learning support for Core Financial post go-live.

· Develop and sustain structural support elements (e.g. training database) to support the Centers in delivering post implementation learning experiences to their users.

· Standardize operational learning support across the Agency to maintain the standardization implemented with the Core Financial module and to ensure the training effectiveness.

· Support the growth of users with advanced learning opportunities as their knowledge of SAP improves.
· Develop and sustain a network of learning support providers.
2.3 Types of Training 

During post implementation, the types of training differ from what was done for implementation.  Post implementation training for Core Financial will consist of five major types of training: New Hire/New User, Refresher, Advanced, New Release/Upgrade, and Ad Hoc.  

New Hire/New User.   Fundamental training provided to a new NASA employee or to an employee new to a role.  For Core Financial it includes training on what the users need to do to function in their new roles with the new software and processes.


Refresher.  Training provided to employees who require a review on processes or transactions they have already learned either formally or informally.

Advanced.   This is training on additional functionality that was not taught before go-live because it was not planned for in implementation, or was only ready in the final weeks of the implementation.   It also includes training that is needed by an employee to increase efficiency or productivity, prepare employees for back up positions, prepare employees to assume additional responsibilities, and/or increase employee’s understanding of Core Financial.

New Release/Upgrade.  Additional functionality scheduled by the Agency Business Process Lead and the Competency Center on workarounds as well as changes to Core Financial and interfaces that require additional learning or communication to the end-users.

Ad Hoc.   Typically, this includes unscheduled workarounds and changes to Core Financial as well as interfaces that require additional learning or communication to the end-users.


2.4 Post Implementation Learning Approach Overview

Post Implementation Learning support at NASA is an integral part of sustaining the operation of key NASA functions to support the NASA Mission.  The Post Implementation Learning Approach for Core Financial is based on the development of a support structure of sustaining Agency-level policies, standards, technology, and resources to support the development and delivery of learning to meet the ongoing learning needs for Core Financial at NASA.   


Focused on sustaining operations and increasing efficiency, the Post Implementation Learning Approach creates an integrated solution to address the identified post implementation needs and begins to drive the organization to create the foundation for operational sustainment of learning in an SAP environment.   


Post Implementation Learning Approach Components
To support the various types of training as well as begin to establish the foundation for operational sustainment the learning approach has three key areas, Learning Support Structure, Learning Methods and Learning Roles and Responsibilities which are depicted in the following model.  

[image: image5.wmf]Additional information on each of the Learning Approach components is outlined below:  

Learning Support Structure 

The Learning Support Structure is comprised of a variety of one time set up activities and ongoing maintenance and sustaining supporting elements required for the success of post implementation learning at NASA.  This structure creates a foundation for post implementation learning and includes policies, processes, technology and best practices that facilitate an environment for optimal learning and performance improvement.  

[image: image6.wmf]Several of the support structure elements, such as the training database and learning materials, were created for the Core Financial implementation, but have not been transitioned to provide optimal support for post implementation learning.  Other elements will be established or developed to standardize operational learning support across the Agency and ensure post implementation training effectiveness.

Learning Support Methods

The Learning Support Methods provide clear definitions of the various training methods required to support Core Financial post implementation learning within NASA.  Each learning method is supported by the learning demand in the post implementation learning environment.  Currently, several of these methods are being supported by Centers and the Competency Center on an ad hoc basis without Agency standardization.  This component provides an Agency approach for each learning method including policies with regard to audience, delivery approach, delivery method, materials, identified curriculum, guidelines, and process.   

This Agency approach for learning methods and the learning support structure for Core Financial post implementation learning is essential to achieving Agency standardization and to the efficient and effective execution of learning.  
Learning Roles and Responsibilities 

The Learning Roles and Responsibilities are the third component of the learning approach. This component outlines a clear definition of the IFMP post implementation learning roles and responsibilities within NASA which: 
· Results in a structure that is flexible, interactive and efficient

· Provides an opportunity for all stakeholders to better understand their roles, respective roles and responsibilities (duties), and to view the "big picture" and integration points 

The interests and needs of the Agency, each organization, and the Centers were carefully considered in determining the roles and responsibilities.  While the outlined responsibilities are shared among various groups within the Agency, the overall responsibility for executing and administering this approach must be at the Agency level. 


Some of the key roles involved in supporting post implementation learning activities for Core Financial include those of the Competency Center which is responsible for maintaining the training database, and for developing new training materials in conjunction with the Agency Business Process Team, and those of the NASA Centers who will utilize Agency standard materials to deliver training.  A more detailed explanation of these and other roles involved in post implementation training can be found in Section 5.   

2.5 Approach Initiation Activities
There are a number of one-time activities that need to occur to support sustainment of the post implementation learning approach.   Many of these activities reach across all three elements of the approach.  Initiation activities include establishing Agency policies, processes, standards, guidelines, and support technology for many of the foundation areas and learning methods.  The responsibility for establishing these is spread among the organizations with learning responsibility.  These initial activities are vital to developing a successful sustaining operation environment.  Just as the implementation of Core Financial was bound by Agency standards to make it successful, the success of the post implementation learning environment is dependent upon establishment of these controls, expectations, and support.  The following table outlines the high-level tasks associated with each of the Post Implementation Approach initiation activities.  Additional information on each of these activities and tasks is detailed in subsequent sections of this document. 

	INITIATION ACTIVITIES
	TASKS
	RESPONSIBLE PARTY

	Training Database


	Determine & communicate the availability, refresh schedule, access policies, change request procedures of the Production Training Database

Establish a Production Training Database
	Competency Center

	Learning Materials
	Establish policies and processes to support:
· Learning Material Hosting/Management
· Learning Needs Analysis & Identification Processes 

· Learning Material Creation Processes (New/Advanced, etc.)

· Ongoing Learning Material Maintenance Processes
	Competency Center



	
	Update the existing foundation materials to represent the current configuration and work with the Production Training Database 
	Competency Center

	
	Develop an Agency Design and Development Guide for all to use to develop standardized and effective learning experiences
	IFM PO



	Material Sharing
	Develop an inventory of Center learning materials for use by the Competency Center
	IFM PO

	End-User ID Certification Training Guidelines
	Develop Agency standard guidelines for post implementation training required for end-user ID certification
	IFM PO

	Planning and Delivery Guidelines
	Develop and disseminate Learning Planning and Delivery Guidelines in the form of checklists
	IFM PO

	On Line Quick Reference
	Synchronize OLQR updates with system changes

Explore various options for maximizing use of the OLQR both at the Competency Center level and the Center level
	Competency Center

	Learning Impact Assessment
	Establish a process to identify learning needs, develop effective solutions, and deliver successful learning interventions
	Competency Center

	Super User Roles
	Develop Super User role descriptions that include learning for post implementation

Create and implement a “Road show” to clarify the Center Super User’s Responsibilities & Roles 
	IFMPO (Supported by Competency Center)

	Training Measurement (Evaluation)


	Develop and implement an Agency-wide standard learning evaluation process for all projects that includes post implementation learning that incorporates Level 2 training evaluation in any new training developed for CF
	IFM PO



	Learning Methods
	Develop an Agency Training Policy Document (IFMP Post Implementation Learning Policy and Guidelines) to provide insight and direction on policies, processes, standards, requirements, and guidelines for all Learning Methods should be provided by the Centers and Competency Center
	IFM PO


2.6 Approach Sustainment Activities

The following represent areas where sustaining activities will occur over the next several years to support the design, development, and delivery of Agency standard Core Financial learning experiences:

· Maintain the Training Databases

· Maintain Materials 

· Create New Agency Materials, as Required 

· Facilitate Material Sharing 

· Manage Standard Evaluations 

· Include Learning in Integration Agreements 

· Perform Learning Impact Assessments 

· Support Center Super User Cadre

· Identify & Deliver New User/New Hire, Refresher, Advanced, New Release/Upgrade, and Ad Hoc Training

SECTION 3 Learning Support Structure

3.1 Training Database

In order for new and existing end users to gain, retain, and improve the skills and confidence required to perform job functions as process changes are made, and advanced topics are introduced, they must have access to a hands-on training environment that facilitates controlled practice in a safe environment.  The Post Implementation learning approach relies on two training databases, the Implementation Training Database and the Production Training Database.

Implementation Training Database

The Implementation Training Database is the database that was used to support training for “go-live”.  This database has a finite amount of data that is Marshall centric and was created to make the existing implementation training materials work in a classroom setting.  The Implementation Training Database will not be updated to reflect the most recent configuration.   It is currently available and will be maintained “as is” until a plan is finalized for transitioning to the Production Training Database and communicated to the Centers.  Upon communication of the plan the Centers will be given a finite amount of time to complete any training they need using the Implementation Training Database.  The Competency Center’s existing policies and procedures related to access and the use of the Implementation Training Database will remain in effect until the Implementation Training Database is retired.  
Production Training Database
The Competency Center will establish and maintain a Production Training Database to support sustaining operational learning.  The Production Training Database will mirror all configuration, master data, baseline data, system design, and transactions in NASA’s Core Financial production environment. The Production Training Database will be used for New Hire/New User training, Refresher training, training on Ad Hoc changes, Advanced training, Integration training, and New Release training.  Centers will have access to a copy of their own data for exercises, practices, and demonstration purposes.   The Production Training Database will not include the interfaces to Travel Manager, Bankcard, and Business Warehouse. 


A plan for transitioning to the Production Training Database will be developed and communicated to the Centers.  Establishment of the Production Training Database will require two weeks of time when a training database will not be available for the Centers to use.  To avoid reconciliation or re-keying (where users accidentally access and perform their work on the Production Training Database verses the live Production Environment), the Competency Center will develop policies for database access including how access will be controlled, where the Production Training Database will be available at the Centers, and the number of log in ids that will be provided to each Center.   The Competency Center will communicate the final policies and processes on availability, security, and the refresh schedule of the Production Training Database to the Centers prior to its launch.  
3.2 Learning Materials  

Consistent well-designed and developed learning materials are key to providing effective learning experiences.  In addition, in order to maintain the standard processes and procedures that were taught during implementation, it is important that all Centers  provide the same amount and level of information to their users through the use of  Agency standard learning materials.  

To facilitate the learning needs identification, materials development and maintenance, and sharing of Agency Standard Learning Materials the Competency Center will set up processes and procedures to sustain the learning materials and provide Centers with access to current materials for post implementation learning.  The processes will encompass ongoing updates to the existing foundation courses (as required) as well as the creation and distribution of new learning materials.
In addition, many of the existing implementation training materials were designed for classroom training environments and the exercises were tied to specific data sets in the implementation training data base.  The Competency Center will undertake the effort to update materials to the current configuration, align them with the new (dynamic) training data base, and structure them for the post implementation training scenario as described in the next several sections.  
Updating Existing Foundation Learning Materials (i.e. Agency Implementation Learning Materials)

Selected existing Agency implementation learning materials will be updated in two phases by the Competency Center to reflect the existing configuration.  Phase I will represent priority courses.  Determination of which courses are updated during which phase will be based on established priorities, such as  

· If they are effected by the October Release for Core Financial

· If they are courses for roles with high demand for post implementation training  
After Phase I and Phase II all foundation learning materials will be updated as changes are made to the system and will reflect release and demand priorities.  

Transitioning Existing Foundation Exercises to Work with Production Training Database
As the Competency Center is updating the foundation learning materials, they will also transition the exercises of the foundation learning materials so that they can be used by the Center Super Users to train effectively with the Production Training Database.  They will restructure exercises and identify data that might need to be set up prior to the student working the exercise.  The exercises will be able to run in the Production Training Database using Center specific information.  No other changes to materials will be made to effect the transition of materials from instructor-lead to one-on-one so it will be important for Center Super Users responsible for all types of learning to be familiar with the materials and follow the Planning and Delivery Guidelines (see subsection 3.4) to prepare for and provide effective training.  

Agency Design and Development Style Guide 

The IFM Program Office will develop and disseminate an Agency Design and Development Style Guide with tips for designing and developing learning materials to effectively achieve learning objectives as well as 
standards and guidelines for the Competency Center, Module Projects, and Centers to use when designing or developing post implementation and implementation training materials

New Agency Learning Materials
The Competency Center will communicate processes for determining new learning needs that will facilitate the contribution of learning needs from the Agency Business Process Team, the Competency Center, and the Centers.  During Phase I and Phase II previously identified new and advanced learning needs will be addressed.  New and advanced learning materials will be developed by the Competency Center (with the support of a learning expert) or a Center, in conjunction with the Agency Business Process Team.  

As new learning needs are identified post Phase I and Phase II they will be integrated into existing materials or will require additional materials to be developed.  

Ongoing Learning Material Maintenance & Agency Learning Material Retirement
After Phase I and Phase II, all learning materials will be updated as changes are made to the system and will reflect release and demand priorities.

In certain cases, materials may become irrelevant based on changes that have occurred in the system.  A process for retiring learning materials will be established and communicated by the Agency Business Process Team in conjunction with the Competency Center for learning materials that cover processes and transactions that have changed significantly and are no longer relevant.

3.3 Training for Purchasing Roles 

The post implementation training analysis conducted by the IFM Program Office indicated significant demand for new user and refresher training for the Core Financial purchasing area.  However, there is some indication that the training materials utilized for implementation may not be sufficient for use post go-live specifically in the Bank Card and Requisitioner roles.  Given the forecasted high demand for these training areas in new and refresher learning, the IFM Program Office will conduct a training analysis specifically targeted at understanding the skill and knowledge requirements for these roles and assess the adequacy of existing materials to address the identified requirements.  Based on the analysis, the Program Office will recommend an Agency standard learning solution. 

Upon selection of the Agency standard learning solution for the Purchasing roles the Competency Center will design and develop the solution during Phase I of the Learning Material updates.    

3.4 Material Sharing

Centers have created learning materials to augment the Core Financial implementation training, support their users during post implementation; and provide training on advanced topics.  To facilitate sharing of the most effective and correct materials across the Centers, the IFM Program Office will create an inventory of Center learning materials.   The Program Office will solicit the Training Officers at the Centers to assist in the collection of learning materials.  The Training Officers will serve as a “clearing house” to identify and submit materials.  During Phase I and Phase II the Competency Center will review the Center materials and utilize them to supplement the advanced learning materials development as well as supplement existing foundation courses.  Thus, allowing the appropriate and correct information to become part of the Agency standard training and to be shared by all Centers. 

3.5 End-User ID Certification Training Guidelines

After go-live, it is anticipated that one-on-one training provided by a functional subject matter expert will become the primary delivery vehicle for the New Hire/ New User audience.   In order to ensure new end users are receiving the information needed to perform their job in the Core Financial system, the IFM Program will develop Agency standard guidelines for post implementation training required for end-user ID certification.  These guidelines will outline the training required (by role) to receive an ID, define the roles and responsibilities in the process, and will be included in the IFMP Post Implementation Learning Policy and Guidelines document.  

3.6 Planning and Delivery Guidelines

In the post implementation environment the delivery methods for most learning experiences will not use the traditional instructor-led training model; instead learning will be delivered using One-on-One (On the Job Training), Self-Paced Hard Copy Learning, Existing WBT, and other learning interventions such as Face-to-Face Workshops, Learn at Lunch/Brown Bag Sessions, Demonstrations, and Virtual Workshops via VITS and Conference Calls.  To facilitate effective consistent learning delivery using these methods the IFM Program Office will develop and disseminate Learning Planning and Delivery Guidelines in the form of checklists.  

The Competency Center Functional Support Team (sub process leads) and Center Super Users who deliver learning will utilize these checklists in planning for and delivering learning activities to both small and broad audiences.  The checklists will support those delivering learning experiences by providing them with the expectations and framework for successfully transferring skills and knowledge to their users and Center Super Users.  These guidelines are necessary to ensure training consistency and effectiveness across the Agency when post implementation learning activities depend on the ability of the functional experts and our broad community of Center Super Users to successfully facilitate learning.  

3.7 On Line Quick Reference 

In the post implementation environment the On Line Quick Reference (OLQR) is the key performance support mechanism for up to date information on the functionality and processes of the Core Financial system.  It needs to be utilized by every user to support their ongoing learning and maturation in their new SAP world.  The Competency Center is responsible for updating and communicating OLQR changes to the Center Super Users and CBPLs.  The CBPLs, Center Super Users, and Center Help Desks are responsible for promoting and facilitating the use of the OLQR at their Centers. 

To support ongoing user learning and maturation in the new SAP environment the Competency Center will explore various options for maximizing OLQR usage at both the Competency Center level such as ease of use and intuitive structure, and at the Center level utilizing strategies to motivate users to use the OLQR.  The Competency Center will also verify that the current process used to update the OLQR is in sync with actual system changes and take increased steps to notify Center Super Users and CBPLs of system changes so that the Center Super Users and CBPLs have the maximum time and enough information to notify users at their Centers to support system process and configuration changes.
3.8 Learning Impact Assessments

The growth of the Core Financial system will continue in the form of ad hoc configuration changes and scheduled releases and upgrades.  Currently, an Agency approach does not exist to address the learning needs when a change is initiated.  For future unscheduled and scheduled process and configuration changes the Competency Center will 
establish and implement a learning impact assessment to be included as part of the existing technology assessment process.  This learning impact assessment will identify learning needs and will identify what learning solutions need to be developed and delivered to address the identified requirement.  The Competency Center will involve the support of a learning expert in the assessment process in order to identify the best learning method and approach for the proposed system changes.
3.9 Learning Related to Multiple Projects (Integration)

The integration of multiple projects is a given at the functional and technical level, but the training requirements resulting from integration are often overlooked.  
The Competency Center will determine learning integration implications for projects that have already transitioned to the Competency Center support structure.  The Competency Center will work together with module project representatives to determine if the planned integration has any learning implications and if so, who is responsible for addressing them.  The agreement will be documented in the Integration Agreement that is developed jointly by the affected parties.

3.10 Super Users 

Super User Role 

Post implementation, there will be ongoing reliance on Center Super Users to provide support, especially in the area of learning.  The Super User role provides significant value to the Centers in delivering learning, and the demand for this support is expected to continue.  The IFM Program Office with the support of the Competency Center will develop and communicate Super User learning responsibilities in the form of role descriptions.  These learning role descriptions will assist Center Super Users in understanding the learning support expectations that are associated with their role.  They will also help the Super User’s management in estimating and allocating the Super User time expected to be spent providing ongoing learning expertise in support of Core Financial.  

Over the next 18 months Centers plan to expand the number of Center Super Users in most Core Financial sub process areas.  To add and augment Center Super Users with the appropriate skills, expectations, and competencies the Centers will need training for new and existing Center Super Users as well as opportunities for all Center Super Users to network and share ideas.  The IFM Program Office provide a road show to the Centers directed at Center Super Users and their supervisors.  The road show will clarify the Super User role and provide high-level training for Center Super Users on their roles and responsibilities.  Agency-wide workshops by Super User role will also be provided to facilitate networking.  
  

3.11 Training Measurement (Evaluation)

The IFM Program Office will develop and implement an Agency-wide standard learning evaluation process that will be used for post implementation training as well as for all future IFM projects.  This will allow for consistent administration post-go-live and will include a process for evaluation for the different types of training delivery (e.g. one-on-one) that are unique to post implementation.  This Agency-wide tool and process will consider requirements and have reporting capabilities at the Center, Project and Agency level.  The design of the tool and processes will consider existing and future Agency offerings such as AdminStar and NORS and the evaluation policies will be included in the IFMP Post Implementation Learning Policy and Guidelines document.  

The strategy for this effort will be to utilize the first two of Kirkpatrick’s four levels of learning evaluation; Level 1 and Level 2 measurements.  Level 1 measurement is the end of course evaluation and captures the learner’s reaction to the training.  Level 2 evaluation measures whether or not learning has occurred.  Level 2 evaluation will be incorporated into training for all future IFMP Module Projects where applicable, as well as into any new training that is developed for Core Financial.  This will permit a determination of knowledge or skill gains.  Included in the evaluation plan will be guidance to course developers and Projects on when Level 2 evaluations should be utilized.  

Currently, a project that is complementary to the IFMP evaluation needs is being led by the Agency Training Office.  The purpose of the effort is to develop a methodology and strategy for Agency-wide training evaluation at NASA based upon the Kirkpatrick model and Federal and commercial best practices.  This work is scheduled to be completed in December of this year.  A training effectiveness sub-committee provides input and direction to this effort.  The IFM Program Office will work with this sub-committee in order to represent IFM interests for the Agency sponsored Training Assessment and Evaluation project.  The scope of work for the IFMP Agency-wide evaluation will be reevaluated in December 2003 after the Agency study is completed.  
SECTION 4 Learning Methods

The Post Implementation Learning Approach focuses on supporting five identified post implementation types of training and users including:

· New Users

· Refresher

· Advanced

· New Release & Upgrades (scheduled process, configuration changes)
· Ad Hoc (unscheduled process, configuration changes)

The IFMP Post Implementation Learning Policy and Guidelines document will be developed for the Centers providing Agency policies, processes, standard requirements, and guidelines for training all identified post implementation types of training. This policy guide will include information on roles, Agency preferred delivery approaches and delivery methods, learning materials to be used, required curriculum, as well as any certification, administration, and evaluation requirements.  


4.1 New User/New Hire Learning Approach

At a high-level, New User/New Hire learning for all functional roles will follow a standardized Agency supported process, but will be coordinated and delivered by the Centers using One-on-One training utilizing Agency Standard implementation materials.  ID certification requirements, trainer qualifications, administration requirements and evaluation requirements will be documented in the policy guide.  

4.2 Refresher Learning Approach

Refresher learning for all functional roles will follow a standardized Agency supported process.  Refresher needs will be identified by Center Super Users and Supervisors at the Center level for individuals and functional process groups.  Delivery of learning interventions will be coordinated and delivered by the Center Super Users at their Centers using Practice Sessions and One-on-One training utilizing Agency Standard implementation materials.  On an as needed basis, limited expert support will be provided to a Center for a day or two to augment refresher knowledge.  Trainer qualifications, administration requirements and evaluation requirements will be documented in the policy guide    

4.3 Advanced Learning Approach 

Advanced learning for all functional roles will follow a standardized Agency supported process.  Advanced learning needs will be identified by the Competency Center, the Agency Business Process Team, and the Centers.  Processes for the identification of learning needs will be developed by the Competency Center and communicated to the Centers.  Delivery of learning experiences will be coordinated and delivered by the Competency Center to the Center Super Users who will in turn cascade the delivery of training to their user communities.   Delivery to the Center Super Users will include Instructor-Led Training and Workshops.  Delivery to the users by the Center Super User will occur through:  Learn at Lunch Sessions, Instructor-Led Training, One-on-One training using Practice Sessions and Demonstrations.  The Competency Center will design and develop Agency Standard learning materials or work with Centers to design and develop Agency Standard learning materials for the Center Super Users to utilize in training their users.  Trainer qualifications, administration requirements and evaluation requirements will be documented in the policy guide   

4.4 New Release/Upgrade & Ad Hoc Learning Approaches 

New Release, Upgrade, and Ad Hoc learning for all functional roles will follow standardized Agency supported processes.  Needs will be identified by the Competency Center and the Agency Business Process Team through the Learning Impact Assessments and the development of Integration Agreements.  Delivery of New Release, Upgrade, and Ad Hoc learning experiences will be coordinated and delivered by the Competency Center to the Center Super Users who will in turn deliver training to their user communities.  Delivery to the Center Super Users will include Instructor-Led Training and Workshops.  Delivery to the users by the Center Super User will occur through:  Learn at Lunch Sessions, Instructor-Led Training, and  One-on-One training using Practice Sessions and Demonstrations.  The Competency Center will design and develop Agency Standard learning materials for the Center Super Users to utilize in training their users.  Trainer qualifications, administration requirements and evaluation requirements will be documented in the policy guide    

SECTION 5 Learning Roles and Responsibilities 

5.1 Overview of Key Post Implementation Training Roles

Agency Level 

Agency Business Process Team.  This is the functional team responsible for policies, standards and overall direction of the functional capabilities.  This team includes the Agency Business Process Owner, Agency Business Process Lead, the Competency Center Functional Support Team and other members as necessary to support their activities.  The Configuration Control Board (CCB) provides input to this team.   For Core Financial, the Agency Business Process Lead is housed in the Competency Center.  This team works content changes and provides functional expertise in the determination of learning needs and the development of new training and tools.   
Agency Training Office (Code FT).  At the Agency level, the Agency Training Office will take an active, consultative role in coordinating training activities with the IFM Program by reviewing and providing input to training requirements, plans and tools and by supporting the dissemination of training requirements and tools to the Centers.   Code FT will also work with the IFM Program Office to coordinate communication to Center Training Officers on post implementation training requirements to ensure clear communication lines throughout the Agency training community.   Additionally Code FT will provide post-implementation support for Agency training processes such as learning evaluation, registration and administration of web-based training.   
Program Level 

IFM Program Office.  The IFM Program Office (PO), in particular the Corporate Change Management Team, will play an active role in forming the vision and philosophy for training, and shaping the learning approach for IFM activities across the Agency. The IFM Program Office will help coordinate between the various players in the training arena, including clarifying their respective roles and responsibilities.  The Program Office will also lead the development of standard training processes and guidelines to ensure consistency across projects and in the Centers.  The Program Office will provide oversight to assess training activities and ensure user needs are addressed.  

IFM Competency Center.  The IFMP Competency Center is responsible for delivering and managing operational support.  The Competency Center maintains the training database, web-based and ILT materials, and works in collaboration with stakeholders to develop new training solutions and to improve effectiveness of support methods such as the Super User structure and the OLQR.  Along with the Agency Business Process Lead, and technical support staff, representatives in the Competency Center focused on post implementation support include a Change Management Lead and a Core Financial Functional Process Lead.  

Center Level 

NASA Centers.  These are the receiving Centers that have implemented Core Financial.  Key stakeholders at the Center include the Center Training Office, the Center Business Process Lead, and the Center Super Users. The Centers are responsible for developing Center-specific post-implementation training plans.  They will assess Center-specific training needs and tailor training provided by the Agency to address their specific requirements. Centers are also responsible for identifying and providing functional experts to deliver training where necessary. 

	NASA ENTITY
	POST-IMPLEMENTATION TRAINING RESPONSIBILITIES

	Agency Business Process Team


	· Work with Code FT and the IFM Program office to develop and execute a strategy, standards, and guidelines to support on going Core Financial training requirements for NASA employees.

· Determine and create new Agency standard content for advanced training, new releases, and any additional identified ad hoc content need.  Work with Competency Center to modify existing Agency ILT materials to support the transition to post-implementation learning 

· Work with Program Office to conduct a learning analysis and recommend learning solutions for the Bank Card and Requisitioner roles 

· Drive the process to ensure that Agency standard job roles and training course descriptions are complete  kept up to date and are easily accessible

· Support the communication of new policies and procedures, as needed
· Review the post implementation end-user ID certification process 
· 


	NASA ENTITY
	POST-IMPLEMENTATION TRAINING RESPONSIBILITIES

	Agency Training Office
	· Provide SOLAR and AdminStar / NORS support to the IFM learning efforts
· Work with the IFM Program Office to develop and implement an approach for training evaluation for
IFMP 

	IFM Program Office

	· Work with Competency Center to create and validate role descriptions and competencies for super users

· Define, communicate and implement standard processes and guidelines for post implementation learning 

· Design, develop and implement an approach, process tool and guidelines for Agency-wide training evaluation for IFMP., in conjunction with the Agency Training Office.     

· Create guidelines for post implementation end-user ID certification

· Develop and communicate standards and guidelines for planning and delivering post implementation training

· Work with the Competency Center to identify and collect training materials from the Centers to facilitate sharing

· In conjunction with the ABPT, conduct a learning analysis and recommend learning solutions for the Bank Card and Requisitioner roles 

· Work with Competency Center to design, develop and communicate training opportunities for Center Super Users  
· Work with Competency Center to provide support to Centers to assess and improve Super User structure.


	NASA ENTITY
	POST-IMPLEMENTATION TRAINING RESPONSIBILITIES

	IFM Competency Center
	· Work with Program Office to create and validate role descriptions and competencies for Center Super Users

· Design, develop and implement new learning solutions for the Bank Card and Requisitioner roles based on the analysis conducted by the IFM Program Office
· Establish and maintain a training database and refresh schedule that meet Center training requirements.  Communicate availability to Centers. 
· Develop and implement a process to validate Center developed training materials, post to a repository to  facilitate sharing, and establish a process to maintain and retire these materials.   

· Update the OLQR on a timely basis; explore options to maximize OLQR utilization

· Work with the Program Office to design, develop and communicate training opportunities for Center Super Users  

· Work with the Program Office to provide support to Centers to assess and improve Super User structure.  

· Maintain and update Agency training materials 
· Assess the impact of systems changes on learning 
· Determine implications to Core Financial learning of any integration of new modules.  Clearly document responsibility for learning in an integration agreement

	NASA Centers (CBPL, Super Users)


	· Work with training office to identify Center post implementation training needs and demand

· Tailor Agency standard materials to Center needs 

· Ensure that there are adequate training resources to address Center training requirements 

· Coordinate and deliver post go-live training to users using Agency standard materials, guidelines and procedures

· Measure training effectiveness utilizing the Agency-wide IFMP training evaluation process and tool 
· 


	NASA ENTITY
	POST-IMPLEMENTATION TRAINING RESPONSIBILITIES

	NASA Center Training Office
	· Support enrollment and logistics of instructor-led training; Schedule training, secure facilities, enroll participants, copy materials, 
· and implement communications and marketing

· Distribute, collect and analyze evaluation data, utilizing the Agency-wide IFMP training evaluation process and tool for learning measurement

· Work with the CBPL to determine Center level learning needs; identify employees that require fundamental, refresher, ad hoc, and advanced training, and determine the most appropriate delivery method for the situation

· Ensure trainers have the prerequisite skills to deliver training 

· Coordinate updates to AdminStar /NORS to reflect user participation in training events


SECTION 6  Schedule to Initiate and Sustain Operational Learning
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Various learning methods required for post implementation training 








� For additional information refer to Post Implementation Learning Analysis, Core Financial Project, June 13, 2003 version 2
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