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Wisconsin Department of Administration

Enterprise Information Technology (IT) Training Program

Executive Summary 

The State of Wisconsin is a large, geographically dispersed entity of more than 35 executive departments, independent agencies, boards, commissions, councils and public institutions of higher education with approximately 68,000 state employees.   In January 2003, the state faced a $3.2 billion biennial deficit. The newly elected governor responded to the crisis with budget cuts, lay-offs and a mandate to do more with less.   The fiscal situation was no better for Wisconsin counties, municipal and tribal governments, and school districts.

Typically during such times of fiscal crisis, training opportunities are severely curtailed.  Instead, the State of Wisconsin, under the leadership of the Wisconsin Department of Administration, responded to the challenge by developing an enterprise approach to the information technology (IT) training needs of its workforce. Employees of Wisconsin counties, municipal and tribal governments, school districts, and public institutions of higher education are now provided with the same IT training opportunities available to state agency staff. 

Managed by the Wisconsin Department of Administration, the enterprise IT training program is provided through three inter-related vehicles:

· an enterprise-wide contract for online (i.e., e-learning) IT training,
· an enterprise-wide contract for instructor-led training, and  

· an enterprise IT training Web site for registration and credit card payment for both types of training. 

Through the development of an enterprise IT training program, the Wisconsin Department of Administration has delivered more than $500,000 in contractor savings.  In addition, the Department estimates that the program saves the State of Wisconsin $189,840 in personnel and travel-related costs.  Through these savings, the Department is able to offset over 100% of the cost of the 1.5 FTEs who support the enterprise IT training program. 

Wisconsin Department of Administration

Enterprise Information Technology (IT) Training Program
A.) Description of the project
The State of Wisconsin is a large, geographically dispersed entity of more than 35 executive departments, independent agencies, boards, commissions, councils and public institutions of higher education with approximately 68,000 state employees.   In January 2003, the state faced a $3.2 billion biennial deficit. The newly elected governor responded to the crisis with budget cuts, lay-offs and a mandate to do more with less.   The fiscal situation was no better in Wisconsin counties, municipal and tribal governments, and school districts.

Typically during times of fiscal crisis, training opportunities are severely curtailed.  Instead, the State of Wisconsin, under the leadership of the Wisconsin Department of Administration (i.e., the Department), responded to the challenge by:

· centralizing and expanding existing information technology (IT) training opportunities available to state agency employees,

· providing employees of Wisconsin counties, municipal and tribal governments, school districts, and public institutions of higher education with the same opportunities available to state agency staff, and
· lowering the cost of training and travel related expenses.  
Prior to 2003, the Department provided limited IT training opportunities through an existing vendor contract.  Under the conditions of this contract, 30 instructor-led classes were available at a single location (Madison, WI).  This training was available at no cost to participants, but only to the 1,730 state employees with an IT job focus. For the most part, the topics were that of proprietary software (e.g., Oracle).  Funding for the classes came from the overhead rates the Department charged to state agencies for mainframe computer services.  In essence, larger state agencies, with high mainframe usage, were subsidizing the training costs for smaller, non-mainframe using state agencies.  There was no incentive for managers to keep track of IT training costs.
Because the training offerings were relatively limited in scope and availability, many state employees went out and found their own training.  There was no incentive or framework for state agencies to cooperate and make cost-based training decisions.    
Beginning in fall 2003, the State of Wisconsin took an enterprise approach to the IT training needs of its workforce. Managed by the Department, the enterprise IT training program is provided through three inter-related vehicles:
· an enterprise-wide contract for online (i.e., e-learning) training,
· an enterprise-wide contract for instructor-led training, and 

· an enterprise IT training Web site for registration and credit card payment for both types of training. 
Features of the Enterprise IT Training Contracts

· The Department leveraged the buying power of state and local government to create two statewide IT training contracts.  Both contracts have expanded the number of course offerings, increased the number of individuals eligible to take advantage of training, and at the same time decreased the cost of providing the training.  
· The enterprise approach to IT training uses a “pay as you go” cost model. Now state agencies only pay for the training their staff receives.

· Instructor-led training courses are offered in three geographically disparate locations throughout the state to help reduce travel-related expenses. 

· Empty seats in instructor-led training can be filled by private sector individuals.   

Features of the Enterprise IT Training Web Site 
The creation of a single centralized IT training Web site (http://training.state.wi.us/) has greatly improved the ability of eligible individuals to access IT training opportunities.  The Web site can be accessed by the entire "student" community including all state, tribal, county and municipal employees as well as those of school districts, state universities and technical colleges.  The enterprise IT training Web site serves as the gateway to both the online and instructor-led offerings.  It provides end-to-end transactions, including access to vendor course descriptions, pricing, registration, and payment processing.   Several features of the site are worth noting:

· Individuals create a password-protected user profile they can edit at any time.  When registering for courses, this profile is used to automatically populate their registration information.  There is no need for individuals to continually re-enter their contact information each time they register for a new class.  

· Individuals can register and make payments themselves, without relying on an organization's training officer.

· Individuals can view a list of courses they have registered for as well as those they have already completed.   

· Corresponding to the various billing procedures found throughout Wisconsin government, the Web site offers users several payment options.  For example, an employee may pay using their personal credit card for later re-imbursement, use an agency-issued credit card, or allow an organization's purchasing agent to pay for the course.  If the latter is the case, the purchasing agent is notified automatically via email of an individual's registration and payment is requested. 

· Supervisors are automatically notified when their employees register for courses.  

· The enterprise IT training Web site is seamlessly integrated with vendor course descriptions and class schedules.

B.) Significance to the improvement of the operation of government
The Department's enterprise approach to IT training has a positive impact on the operation of Wisconsin state government.  The enterprise approach has led to both a reduction of state training costs and, at the same time, allowed for the expansion of training opportunities.    
Reduction of Training and Related Expenses
· The creation of enterprise contracts for both instructor-led and online training options has leveraged the buying power of Wisconsin government to create more and cheaper training opportunities.  Previously, vendors contracted separately with agencies to receive minor discounts and/or individuals made their own arrangements to pay market rate for training.  For example, a five-day, instructor-led CISCO networking course is offered by a major national provider of IT training for $2,800.  The same five-day, instructor-led course is available from a vendor through the Department's contract for $1,000.  

· Instructor-led training ─ now available in three locations in Wisconsin: Madison, Brookfield (near Milwaukee) and Appleton ─ has severely decreased the travel costs associated with instructor-led training.  Previously, individuals would need to travel to the closest major metropolitan area (e.g., Minneapolis or Chicago) to receive specialized IT training courses.  

· Taken from an individual's desktop, online training effectively eliminates the travel-related expenses associated with instructor-led training. 
· Online training has reduced the cost of a two-hour course to between $1.00 and $2.00 per class per individual.
· Online training has dramatically reduced training costs.  For example, project manager certification via instructor-led training can take six months at a cost of $6,000.  Project manager certification can now be completed in 96 hours at a cost of $1,000 for an 83% per student cost reduction. 

· Because larger state agencies are no longer subsidizing training costs for smaller agencies, all managers now have the incentive to better track their training costs.  

Expanded Training Opportunities
· Online training options, available 7x24x365, have expanded the training opportunities available to staff who work part-time or non-standard hours, as well as of those who work in organizations with little or no funds for travel expenses related to training.  

· Recognizing that IT staff require more than just technical skills, the project's managers ensure online offerings include courses on improving writing skills, project management, managing meetings, etc.
· The scope of IT training offerings has been broadened to include not only specialized courses required by IT staff (e.g., CISCO) but also desktop productivity tools used by the vast majority of employees in the workplace (e.g., Microsoft Word, Excel, etc.).  
C.) Benefits realized by service recipients, taxpayers, agency and/or state
The enterprise IT training program has a number of benefits, which extend beyond the boundaries of state government agencies:    
· A statewide market, able to attract very competitive bids from vendors, was created by opening up the state's IT training contracts to employees of counties and municipalities, tribes, school districts, and public institutions of higher education.  

· By opening up state IT training contracts to employees of counties and municipalities, tribes, school districts, and public institutions of higher education, the Department is helping to improve the IT knowledge base of the entire public sector workforce in Wisconsin.

· Instructor-led IT courses are now available in locations in Wisconsin previously unable to attract the depth and diversity of IT training offerings.  For example, more than 50 instructor-led courses are now available in Appleton, WI (population 70,000), to serve public sector employees in northern Wisconsin. 
· Unfilled seats in instructor-led training are now made available to private sector individuals, resulting in fewer cancellations of courses and the provision of IT training opportunities for the private sector.
D.) Return on investment, short-term/long-term payback
Contract Savings of More Than $500,000
The Department has delivered over $500,000 in contractor savings by using an enterprise approach to IT training.  Prior to 2003, the Department's IT training program was providing approximately 30 instructor-led IT training classes to approximately 1,700 state employees with an IT job focus.  Annual spending costs for this contract amounted to approximately $1 million per year. 

By renegotiating the instructor-led training contract, creating enterprise contracts and adding an online learning option, the Department now makes available 502 online and instructor-led courses to approximately 288,000 employees of state, local and tribal governments, school districts, and public institutions of higher education.  The total cost of both contracts is approximately $489,000 per year.  At the same time, the Department has been able to decrease the number of staff dedicated to our IT training program to 1.5 FTE.

Personnel & Travel Savings Off-Set Program Costs
The Department estimates that the enterprise IT training program saves the State of Wisconsin alone approximately $189,840 in the personnel and travel-related costs of state employees.  Through these savings, the Department is able to off-set more than 100% of the cost of the 1.5 FTEs who support the enterprise IT training program. 
· Because the enterprise training Web site allows payment by credit card, the Department has eliminated the need to manually invoice and receive payments from participants.  In doing so, the Department has eliminated the need for at least one half-time FTE within its Division of Administrative Services at a figure of $57,420.
· By offering extensive online learning opportunities, the Department estimates a reduction in travel-related training expenses of $75,000 (i.e., 250 staff registered for an online training course x $300 in hotel and meals expenses associated with a three-day instructor-led class.)  This is a conservative estimate: it does not include air fare for those courses that are only offered outside of driving distance from Wisconsin.  

· The Department has reduced the staff time needed to process training requests forms as they are now completed online and no longer require routing and sign-off by a supervisor.  The Department estimates this saves another half-time position at $57,420.  
These savings total an annual savings of $189,840 (i.e., $57,420 + $75,000 + $57,420).  At the same time the enterprise IT training program is supported by 1.5 FTEs at a cost of $172,260.  The personnel and travel-related savings more than off-set the personnel costs of running the enterprise IT training program.  
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