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Executive Summary

The challenge is the same whether it is state and local government or corporate America.  There is a critical shortage of skilled Information Technology (IT) resources to fill the existing positions open in government and the private sector.  To complicate the issue state governments are forced to compete for these scarce resources while offering salaries that fall well below the private sector. 

One approach to this challenge is to increase compensation for state government IT employees.  Two years ago, the state of Indiana did just that, resulting in an average compensation increase of 15%.  Even though this reduced turn over rates by more than half, employee satisfaction is a function of several inputs, including belief in the mission of government, a decent boss, access to professional development, and the ability to stay current with the technology.  Leaving the first two to the agency, the CIO’s office focused on improving access to professional development and technology currency.

A task force was formed including members of the State Personnel Department, the Governor’s Office of High Performance Government, and the Division of Information Technology (DOIT), the organization with responsibility to provide IT professional and end-user training services.  The task force determined that there were three significant barriers to providing training and professional development opportunities to IT professionals:  1)  budget constraints, 2) difficulty in taking that much time away from day to day responsibilities, and 3) travel time for those not located in the State capital where classes were offered.

Web Based Training (WBT) was identified as the tool that could reduce or eliminate these barriers.  It was less expensive, modular in design, and ubiquitous in nature.  Additionally, it could be used to deliver training to non-IT employees with the same benefits of reduced cost and ubiquitous, on-demand availability.

The task force identified training needs for state workers that could be provided by off-the-shelf WBT. Four categories were addressed:  Information Technology Professional (IT), End User/Personal Computer (PC), Softskills (SS), and Human Resource Management (HR).  As a result of a broad solicitation, two vendors have been awarded contracts to provide the training; NETg for the IT Professional training and SmartForce for the PC, SS and HR training.  The first course offerings will be available July 1, 2001.   State employees will be able to access the training from their workspace, their home, a library, a hotel room, a remote office or anywhere they have an Internet connection and a  personal computer.  It is truly ubiquitous.

A.  Description of project, including length of time in operation.

Business driver:  Employee satisfaction and retention is a function of many variables including compensation, alignment with mission, relationship with the manager, access to professional development, and technology currency.  A recent increase in compensation has reduced turn over rates by more than half.  However, continual significant increases in compensation will not be feasible.  Exit interviews with departing IT employees indicate that lack of professional development and fear of technology skill obsolescence are strong contributing factors to a decision to leave state government.  

Objective:  Identify the barriers to IT professional development and training.  Recommend and implement a strategy to reduce and/or eliminate the barriers.

Findings:

1) IT training is expensive - Information Technology training does not come with a small price tag.  The more scarce the resource, the greater the demand to train and develop additional resources.  The increasing demand for technical training continues to drive up the cost.  

2) Extended periods out of the office are prohibitive – Training must be integrated into the workday in an efficient way.  Today’s students need to be able to acquire smaller segments of learning with the ability to apply what is learned immediately.  While most IT employees work on the capital campus, a few do not and are faced with the additional burden of travel time and expense.  In other state government occupations (non-IT), more than seventy five percent of employees work outside of the main campus. 

3) Private sector companies are finding success with web based training – The task force visited Eli Lilly, an Indianapolis based company known for their “Virtual Learning Centre”. They report significant success in reducing cost and improving effectiveness of training around the globe through the use of WBT.  They report that adoption rates are slow in the beginning, but increase rapidly.  

Recommendation:

Implement web based training (WBT) for IT Professional courses.  This technology also has application to end user training and may have utility in delivering a variety of other standardized curricula.  Continue to provide instructor-led training until adoption rates for WBT warrant elimination of this traditional method of providing professional development.

Justification:

WBT is less expensive than instructor led training.  It is modular in nature allowing the employee to complete small chunks of training as time allows.  It has the additional benefit of being “just-in-time,” allowing the student to access a module with application to the work at hand, get the training at the moment it is needed, and return to the task armed to successfully execute it.  WBT is available anytime, anywhere, eliminating the need for travel to the capitol campus.

Steps to implementation:

1) Conduct a pilot implementation of WBT to determine potential adoption rates for different types of standardized WBT (e.g. end user, soft skill, HR management, IT professional) and define success criteria for each.

2) Define standardized course requirements.

3) Develop RFP.  (Note: RFP should include prices for custom course development although it is not clear at this time that custom development would be cost effective.)

4) Evaluate and award.

5) Develop pricing on a per student basis to be recovered from the agencies.

6) Develop marketing plan.

Status:

As a result of a broad solicitation, two vendors have been awarded contracts to provide the training; NETg for the IT Professional training and SmartForce for end user PC training, SoftSkills, and Human Resource Management training.  Pricing per student  including administrative overhead has been approved.  The first course offerings will be available July 1, 2001.   The cost of custom course development was not deemed to be cost effective and was not a part of the final contract.  Custom courses will be revisited as the need warrants.

B.  Significance to the improvement of the operation of government.

Desired objective:

State Government historically has had a difficult time recruiting and retaining skilled resources. Although there has been some improvement in the compensation, most technical workers look for benefits far beyond the present.  They need opportunities to acquire new skills, participate in not only requisite but desired training, and be able to steer their own careers.

Solution: 

Through a training survey conducted in 1999 employees indicated the significant need for additional technical training.  Identifing training needs for state workers and finding a cost effective way to provide training to the entire population of state government workers, regardless of their location, was a challenge.  Web Based Training, or e-learning as some refer to it, was the solution that would most universally meet the needs.  Most state employees can access the Internet, whether in the office, at home or at a community facility.  

Expectations:

· Training will be significantly cost effective.

· Travel associated with training will be reduced or eliminated.

· More individuals will be able to receive training within allocated budgets.

· Employees will hold the key to their own growth and potential.

· Employee satisfaction will increase, thus increasing retention of good workers.

· Training will be available to 75% - 90% of employees rather than 25% - 30%.

· Learning will be integrated into the work environment, not time away from it.

· WBT can become a training vehicle for all Indiana citizens to retain intellectual capital.

Current operation:

State employees currently have Instructor Led Training (ILT) for IT and PC available to them through the Computer Learning Center on a fee basis.  Softskills (meaning interpersonal skills such as listening successfully, leading a team, dealing with conflict, effective leadership) and Human Resource training (such as the abc’s of discrimination, conflict resolution, ethics, sexual harassment prevention) is offered by the State Personnel Department, usually at no cost to the student.  This training is only conveniently available to the 25 percent of employees in and near the state government campus. 

New paradigm:

The Web Based Training will represent a significant savings over ILT classroom training, projected to be as much as fifty to eighty percent.   Students acclimated to PCs will adapt readily to learning objects and simulations accessible via the worldwide web.

Softskills courses for professional development, although not generally a high priority, will be easily accessible and can be used for individual or group training.  The small fee charged for the WBT in this category will make it very attractive.  Human Resource Management Web Based Training  provides the opportunity to deliver consistent training to all members of the audience and to quickly and efficiently satisfy requirements pertinent to all employees.

Marketing:

The vendors are actively engaged in the implementation process and will be a vital link in the marketing efforts throughout state government.  Many other states have provided beneficial information to Indiana during the planning process.  

Accessibility:

WBT will also be accessible from any location in the state.  This will significantly benefit those agencies outside the state capitol by reducing travel time or, more importantly, providing training where it was prohibitive before.    Employees will be able to take the training on their own time if desired and they can continue to update skills that might be required for a better job opportunity in state government.

Future objectives:

Custom courses can be developed that address training needs that are unique to the State of Indiana and applicable to large numbers of state employees, such as new employee orientation or ethics policy.

C.  Benefits realized by service recipients, taxpayers, agency or state.

· Ubiquitous:  State employees will be able to access the training from their workspace, a dedicated classroom, their home, a library, a hotel room, a remote office or anywhere they have an Internet connection and a suitable personal computer.  Training will be available 24 X 7 along with vendor help desk assistance and course mentors.  

· Manageability:  The course library will be managed by the vendors and housed on the vendors’ server farms with redundancy built in to provide continuous access.  

· Flexibility:  Both vendors not only offer full training courses and certification curriculums but, more importantly, topical learning objects to foster “just-in-time” training when an employee needs additional help while performing his job functions.  

· Availability:  State workers who cannot travel to the main campus for training will now have the opportunity on their desktop.  WBT will allow them to segment their training into manageable pieces so they can continue to perform the job functions and take a small chunk of time for training on a regular basis.  Not all state employees work 8 to 5 so having the training available 24 hours a day will accommodate any work schedule.

· Affordable:  The pricing will be on a subscription basis.  For a nominal fee, a student will have access to any courses within a given library.   The subscriptions will provide a savings of 30% - 80% over current single course pricing for instructor led courses.

· Correctly targeted training:  The implementation will include pre and post assessments to determine what courses are necessary for the student.  The pre-assessment eliminates the need for taking a course when the student has already mastered the material.  The post-assessment provides a way to track the student’s learning performance and skills acquisition.

· Retention:  WBT provides a risk free environment for workers to “spread their wings” to determine if a career in IT might be a suitable match.    Supervisors could encourage employees to assume responsibility for building their repository of knowledge through WBT to enhance their value in their current job and to open up possibilities for career advancement.  

D.  Return on Investment, short-term/long-term payback.
Web Based Training will  serve as a very cost effective alternative to traditional training methods.  Anticipated savings per student seat will be on the order of fifty to ninety percent.  Access to an entire library for a single subscription fee presents limitless cost savings. State agencies will be able to serve more employees with the allocated training funds. 

Classroom IT training requires the student to be away from the work environment for multiple days at a time which represents significant cost not only in the price of the course but the work that is not getting accomplished.   With WBT learning can be in manageable segments of time, which can be worked into the employee schedule

The contracts are for two years with the number of subscriptions for the first year at 7,300 and the second year at 17, 600.  The success of the first year will rely on effective marketing, adaptation to learning via a computer, the desire to use budgeted funds prudently, and a positive experience with this method.  The second year allows for anticipated growth.  The subscription fees will be recovered from the agencies that purchase through an interdepartmental billing mechanism. 

Indiana has a sizeable investment in its employees.  It is our desire to keep them, help them to be more productive and help them to feel more rewarded.  It costs far less to retain a good employee that to go out and recruit and train a new one.  The expectation is that Web Based Training affords many exciting avenues to learn, to grow, to be fiscally responsible, to show interest in our workforce, to be innovative, and to continue to invest in the Indiana workers of tomorrow.  


