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This book is written for you. 
 

You... who wishes to have a successful outcome to your software 

project. 
 

You... who wants user training to be thorough and within budget. 
 

You... whose project will necessitate change in the organization. 
 

You... who will ensure the organization is ready for go-live. 
 

You... will use this book to accomplish the above, and more, while 

achieving a flawless software implementation. 
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Uncopyright 

 

This work is free of copyright, and is in the public domain. The author 

completely and explicitly releases any copyrights. No permission is 

required to reprint all or part of the book, though attribution is 

appreciated. 
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Chapter 1: What are we doing here? 
 

 

It’s a fair question to ask. And I’m not asking it in an existential kind of 

way. I’m asking because it’s important to know why you’re about to 

embark on this implementation project.  
 

Did you, or your company, decide to purchase new software? 

 

A new CRM?  
 

A new ERP system?  
 

A new financial reporting tool? 

 

New Help Desk software? 

 

Whatever type of software it is, this new software will represent a shift 

in the organization. A shift from one state to another. From one software 

system, or perhaps no software, to a new software system.  
 

Why are you making this shift? 

 

Why you are implementing new software is just as important as how 

you’re going to implement new software. Businesses first justify the 

why by conducting an ROI analysis on the investment then later figure 

out how they’re going to implement the software. 
 

We’re going to assume the ROI is fantastic and it’s time to figure out the 

how. 
 

This book focuses on how you’re going to implement this new software.  
 

What you will learn after reading this book is it doesn’t matter what kind 

of software is going to be launched. Whether it’s CRM, ERP, or an 

Asset Management System, by following the steps and applying this 
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proven methodology, you will have a successful implementation of the 

software. 
 

You may even be the hero of the project. 
 

Before we go any further I ought to clarify a few things: 
 

1. This book is not going to delve into the technical aspects of 

software (coding, patching, framework, etc). It is written in 

language easy to understand 

2. Anyone can do this. Project managers, project coordinators and 

executives. As Steve Krug said “it’s not rocket surgery”  

3. It focuses on training and organizational readiness...which is just 

one aspect of the overall software implementation project 

4. This book is about focusing on what makes a company great: its 

people. I don’t care how “cool” or “awesome” the software is 

you’re going to implement -- you’ve got to focus on the people 

who will use it each and every day 
 

While the overall plan may be simple, this isn’t going to be an easy task. 

Organizing and preparing groups of people is difficult. Humans are, for 

the most part, unpredictable. You’re going to have to persevere and 

work hard to get these results.  
 

But it will be worth it. Why? Because people hate crappy software 

launches -- especially the ones who have to use it. Oh, and companies 

too. They hate wasting money on crappy launches.  
 

Depending on where you’re at in your career, you may have noticed 

training and preparation are frequently put aside until it’s too late. It’s 

unfortunate, but true. Many executives and organizations just don’t put 

an emphasis on it.  
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Until training is behind, over budget and one of the top reasons an 

implementation will fail.  
 

Don’t let your project fail. 
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Chapter 2: Prerequisites 

 

Before we get into the methodology of the training and implementation 

plan, we need to first identify some prerequisites of the training and 

implementation plan.  
 

Business processes have been identified and documented: it’s not 

fun, nor glamorous, but is certainly required. It makes no difference 

what kind of software you are implementing, your business process is 

going to be represented in the chosen software.  
 

If you still need to map these processes, do it now. Here’s what you do: 

find out who the resident expert is on doing ‘x’ for the company. 

Contact this person (preferably by phone) and let them know you’d like 

to meet them and to observe and ask questions about process ‘x’ because 

you’re helping out with the launch of the company’s new software and 

you want to make sure the process is included.  
 

When you get there, you’re going to keep it simple. Take notes on each 

step of the process and write down these three things: 
 

1. What step is conducted in the process (ex: create project) 

2. Who is responsible for doing this step? (ex: project admin) 

3. Where is the step done? Specifically, the name of the software or 

software module (ex: Projects Module)  
 

 

 

 

 

 

 

 

 

 

 

 

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO


     Share                9 

Like this: 

 

Use common software like Excel or Visio to create the boxes. The 

important thing is to identify and document the process so everyone is 

on the same page and you know how to build out your software and/or 

adjust your business processes.  
 

A functioning test environment: before commencing on the training 

and implementation plan, a little work needs to be completed in the 

software application.   
 

With the business processes identified, it’s time to configure the 

software to meet the business requirements.  
 

Build out as much of the application as you can and test it internally 

with colleagues. Complete the steps of each process in the system and 

ensure it functions as intended.  
 

It’s not required to have the application fully functional from an end-to-

end perspective. The point here is to get the software in a functioning 

state so you can embark on Phase 1 and meet with some of the users.  
 

Pro-tip: the earlier you can get users involved, the better you will be in 

the long run. 
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Create step-by-step documentation: with a functioning system, you 

are now able to create some user documentation. Remember the boxes in 

the process I mentioned above?  

 

The middle box is the “what” needs to be done in the process. In the first 

box, the “what” is “Create Project”. Create a clear step-by-step 

procedure (we’ll call them a Job Aid) to illustrate how this step will be 

completed in the software system. Here’s an example. 
 

In the Job Aid, be sure to include screen shots where appropriate but 

don’t overuse them. There are many applications out there with the 

ability to take screenshots: 
 

1. Snipping tool (installed on all PC’s) 

2. Screen capture is installed on all Mac’s (CMD + Shift + 4) 

3. Snagit (49.95  for the complete package) 

4. Jing (free) - like Snagit’s little brother but free 

5. Skitch (free) - integration with Evernote 

6. Oracle UPK (User Productivity Kit) - licensure cost1 
 

Pro-tip: Each step in the documented processes gets its own Job Aid.  
 

Yes, this will take some time to complete. 
 

                                                
1 If you’re implementing Oracle and have access to their eDelivery portal,  the best software to create Job Aids is Oracle UPK. Set it to record a 

Test Document. Here’s the link to the eDelivery portal  https://edelivery.oracle.com. 
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Best to get the tedious work out of the way first. Also, by creating the 

Job Aids early on you have the opportunity to update them should the 

process or application change.  
 

Identify core group of end users: one of your core users should be the 

business process expert you met with earlier. They may even become 

your Subject Matter Expert (SME) should you deem them worthy (more 

on this later).  
 

Identify other users in the area who will be using the system and begin 

creating a master user list to keep updated throughout the project.  
 

Whew! What a lot of prerequisite work. But it will be worth it, trust me. 
 

You’re ready to start Phase 1.  
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Chapter 3: The Four Phases 
 

Well...almost ready for Phase 1.  
 

Let’s briefly discuss how this thing works. The implementation of your 

enterprise software will be done in four phases. The intent of this plan is 

to communicate early and often to users and stakeholders. There’s 

nothing worse than being left in the dark about something impacting the 

way you work/live.  
 

And if you’re a manager or executive, it’s really annoying when the 

project team doesn’t effectively communicate progress or setbacks with 

the implementation. 
 

But you’re not going to do that.  

 

Our objective with this project plan is to minimize this impact on both 

the person (whether user or executive) and the organization.  
 

Here’s a summary of the four phases: 
 

Phase 1: Face-to-Face Training and User Assessments. This phase 

provides an early interaction between you and the end-users. Show them 

the system as soon as you can. It also gives you an opportunity to 

identify Subject Matter Experts (SME) and build a relationship between 

the project team and users. 
 

Phase 2: Monthly Web Meetings and Mini-CRP Sessions. This phase 

continues where Phase 1 left off by continuing to communicate and 

involve the user community. You’ll be providing project updates and 

any other important news which affects the organization.  
 

Phase 3: Monthly User Proficiency Tasks. Keeping users engaged in 

the system is key to your success. This isn’t a “one and done” type 
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training plan! During this phase, you’ll create fictitious scenarios and 

tasks for users to complete a desired outcome. They’ll enter their results 

using an online form where you’ll be able to gauge user progress and 

report vital training statistics to management.  
 

Phase 4: Final User Training and Certification. The big day is nearly 

here! A final session of formal training is conducted two weeks prior to 

go-live and capped by a thorough certification exam which will ensure 

users are 100% tested and certified to conduct their duties in the new 

system.  
 

OK, enough delaying already! Let’s get this party started.  
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Chapter 4: Phase 1 

Face to Face Training and User Assessments 

 

"Hidden problems are the ones that become serious threats eventually. If problems 

are revealed for everybody to see, I will feel reassured. Because once problems 

have been visualized, even if our people didn’t notice them earlier, they will rack 

their brains to find solutions to them."  
 

- Katsuaki Watanabe, former CEO Toyota 

 

As the name implies, face to face training is defined as the user having 

direct personal contact and guidance from you or someone on the 

implementation team.  
 

Web-meetings and conference calls are not accepted in this phase. You 

actually have to go to the users and meet with them in a classroom 

setting. Not only meet with them but you must also listen to them.  
 

Because you are showing the users the system early on in the project, the 

software may not be 100% fully configured.  
 

And this is OK. 
 

You've done your requirements gathering and now you are validating 

whether the system will do what it needs to at go-live.  If something 

doesn’t line up to the business process or if there is functionality 

missing, it’s a good thing to catch it this early on because it gives you an 

opportunity to fix it (see quote at the beginning of this chapter).  
 

Prior to meeting with the users, you must have a predetermined plan as 

to what processes and procedures you plan to cover while there on site. 

At a minimum, show them basic navigation, log-in, and talk about how 

the system lines up to the business process.  
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Also take the time to create some data sheets with information for the 

users to enter in the system.  
 

If you feel the need, create PowerPoint presentations where appropriate 

to facilitate discussions about any process changes. Just don’t overdo it, 

you’re not there to stand up and talk about all the cool things the 

software is going to do or how much you know about it.  
  

Then let the users log in and follow the newly created Job Aids to 

complete steps in the test environment. Knowing they are in a test 

environment will allow users to relax when interacting with the system. 
 

User assessments. While there, be sure to take mental assessments of 

each user in the class and then write them down. Do they grasp the 

concept you are teaching them? Are they reluctant to use the new system 

or are they embracing it? Do they have the skill set to be successful in 

the new system? Systems such as Oracle and SAP often require an end-

user to have a higher technical aptitude.   
 

Ground rules. Don't forget to set up ground rules during your face-to-

face training. Don't let the users be on their laptop surfing Facebook or 

on their phone texting their friends.  
 

Pro-tip: Demonstrate the job aid first (click by click and step by step) 

with the group of users watching (laptops down). This usually brings 

about questions regarding how the system was designed to meet the 

needs of the business. 
 

Important: Be cognizant of the fact it costs money to send you to 

various locations and it costs money to pull these people out of their day 

to meet with you.  
 

You are both there to learn; take advantage of this time together, you 

will reap the benefits in subsequent meetings. 
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Take notes on any new findings and missing functionality. When you 

get back, talk it over with the project team to prioritize fixes to be made. 

Address the most severe ones first and work down from there. The 

feedback you will get from this trip is invaluable and the more you get, 

the better prepared you and the project team will be for go-live. 
 

What I’ve learned during this first phase is this initial exposure and 

experience creates a productive learning environment and helps 

promotes rapid adoption of the system. It also lays the foundation for a 

successful relationship between the users and the project team. 
 

Identify Subject Matter Experts (SME’s) 

 

I mentioned SME's above and there’s one thing you ought to know: 

these people will play a critical role in the success of your launch.  
 

SME's need to be included in your overall strategy for a successful 

project implementation and post go-live support. Naturally, you will 

want to include the SME's in your face-to-face training and let the other 

users know this person is the SME for this location.  
 

The SME will act as the liaison between you and the end users. 
 

So how do you evaluate whether someone is a SME?  
 

To be considered a SME for the project, the person will need to meet the 

following criteria: 
 

 Attitude: Does this person have a positive attitude, and is 

he/she able to influence others with their positive attitude? 

 Comprehension: Is this person able to understand how the 

business process and system align? 

 Leadership: Do users look to this person for help and support?  

Does the individual emerge as a natural leader? 
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 Knowledge Seeker: Does this person ask pertinent questions to 

the topics under discussion?  Does the individual seek to 

understand issues and processes outside of their own 

responsibilities? 

 Operational Knowledge Base: Does this person have a solid 

base understanding of the business operating processes and 

procedures required to do their job? 
 

There should only be one SME per location unless there happens to be 

more users than one SME can support. Once you have identified your 

SME, you should begin to share project details with him or her.  
 

The SME should assist the project team in providing local training, 

training reinforcement, on the job training for new hires, and act as a 

feedback loop on issues as they occur both pre and post launch. 
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Chapter 5: Phase 2 

Monthly Web Meetings and Mini-CRP Sessions 

 

“Anyone who has never made a mistake has never tried anything new.”  

- Albert Einstein 

 

When preparing for Phase 2 of the Training and Implementation Plan, 

you will need to have the users segregated by demographic area and 

module (section) of software.  

This should be readily available since you are already keeping an up-to-

date user list in Excel which details this information.  

Also be sure to include key management personnel who will be 

supporting the launch as part of the user list. 

There are two parts to Phase 2. Having an up-to-date user list will help 

you send out the meeting invites for the following: 

Monthly Web Meetings: Once a month, schedule a two-hour 

conference call utilizing web meeting with screen sharing available to 

the participants.  

These conference calls will include the following people vital to the 

success of your project: 

 Subject Matter Experts (SME's) 

 End-users of module/area to be covered during the call 

 Key management personnel who will support the 
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implementation (supervisors/managers) 

Bullet #2 recommends you separate users by module because as an 

example, you don't want to mix users from accounting with users from 

the warehouse function. 

These meetings will serve as a means to communicate progress on the 

project while also opening the lines of communication between the 

project team and the organization. 

The calls should include updates on the following: 

1. Project timeline 

2. Best practices/tips of the software 

3. Issue resolution 

4. Solutions: fixes and enhancements 

5. User proficiency assignments (after starting Phase 3) 

6. User training stats (after starting Phase 3) 

7. Question and answer (Q&A)  session at the end of the call 

This is your opportunity to communicate how the project is going and be 

honest.  

If a solution or fix isn't going as planned, let them know. 

If you can share with them a tip on how to better use the system, tell 

them.  

If you are at risk of missing a deadline, be up front. You will be 

surprised what you may get.  
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When I hosted one of these monthly web meetings, I had a regional 

manager offer up two users to test a fix we had implemented since all of 

the resources on our team were overbooked.  

Because we held these calls every month, he understood our workload 

and our commitment to the project and he offered us a lifeline. 

The Q&A session at the end of the call allows individuals to ask 

anything they want to the implementation team.  

Remember, people might be apprehensive about what is to come so this 

is a good time to let them vent and/or ask something to the team. 

Be consistent with the message. If you are conducting these meetings 

with multiple user groups (example: a group in the USA and one in 

Europe) be sure the message is consistent. The last thing you want to do 

is tell one group something and another group something different.  

This will come back to bite you. Although people might be on two 

different continents, they will talk to each other. Send a consistent 

message to the user base and you will earn their respect. 

These monthly calls are to be conducted all the way up to go-live. The 

monthly rhythm will make these calls habitual and expected by the end-

users and again, foster communication to the organization.  

Have I mentioned communication yet? 

I cannot emphasize enough how important it is to communicate. So 

often I hear of project implementation teams visiting the users, training 

them months in advance and then they are never heard from again.  

One and done. Gone.  

Put yourself in the users' shoes and imagine this happening to you. It 
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doesn't give you a big confidence boost the project will be successful 

does it? 

Mini CRP Sessions (every 4-6 weeks). Time to know everything you 

wanted to know about a CRP.  

A Conference Room Pilot (CRP) gets its name from the setting in which 

the pilot (or test) is run: a conference room. Clever, right? 

Typical ERP implementations will have at least three CRP's throughout 

the project. Depending on the type of software you are implementing, 

multiple CRP’s may not be necessary. This is your discretion. 

CRP’s are basically a means of testing a business process and 

demonstrating the functionality of the software while identifying any 

gaps between the two.  

Since these sessions are conducted during the design phase, it gives 

implementation teams an opportunity to correct things in the new system 

before going live. Full CRP's typically run for one or two weeks 

depending on the scope and magnitude of the implementation.  

For our purposes however, you will only conduct mini-CRP's. 

Every four to six weeks (depending on how fast you can fix problems 

with the software), schedule a mini-CRP session with conference call 

and screen share and with the same group of people from the monthly 

conference calls.  

In your meeting invites, make the supervisors and managers optional to 

attend. Since they are not going to be an end-user, they don't need to sit 

through a session on how to create an invoice or issues goods to a 

customer order.  
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But by inviting them, they will see you are engaging the users and 

actively pursuing feedback from them. 

Before scheduling the mini-CRP, you will want to choose which part of 

the system, or business process, you will demonstrate to the users.  

Will you demonstrate how to create a purchase order (PO)? How to set 

up a customer or opportunity? A recent fix? Whichever business process 

you choose, make sure you, or someone on your team, has tested the 

functionality and everything works as intended.  

There is nothing worse than attempting to demonstrate something to 

people and it doesn't work. Not a good look. 

I mentioned Job Aids in Phase 1. Make sure you, and preferably another 

person, have tested the functionality of the system using the job aid step-

by-step.  

One deviation from the job aid (missed click or required field) will 

create confusion for you and the users during the demonstration.  

After demonstrating to the users, email them the job aid(s) you just used 

and have them complete the same task you just demonstrated on their 

own.  

Keep the conference line open and be available to answer questions or 

note any issues. 
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In general, the format of the mini-CRP should look like this: 

 Introduction to the session and topic to be covered. Share any 

slides, images etc. with the group - 15 mins 

 Demonstration of selected business process, or fix, in new system 

using job aid – ½ hour 

 SME's and end-users complete the tasks on their own using job aid 

– 30 mins 

 Q&A session, notation of issues and wrap-up – 15 mins 

Your own times may vary but in general a well thought out session will 

easily last this long. 

Be careful what you choose to demonstrate, don't choose five processes 

to demo -- this will be unproductive for everyone.  

In these mini-CRP’s you’re essentially doing a ghetto usability session. 

It’s not the prettiest thing, but the point is to demonstrate progress by 

you and the team and to also see if the users uncover more issues for you 

to fix. Remember, finding bugs in the system are a good thing! 

Be cognizant of people's times and make these sessions beneficial to 

both of you. As with the monthly conference calls, these mini-CRP's are 

to be conducted leading up to go-live. 

Phase 2 may not be the most exciting of the four but it pays off in the 

end because you’re doing two things: providing updates, and 

demonstrating progress. 
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Chapter 6: Phase 3 

Monthly User Proficiency Tasks 

 

“Choose to be optimistic, it feels better.”  - The 14th Dalai Lama 

 

 

Phase 3 of the Training and Implementation Plan gives you an 

opportunity to showcase some creativity and to highlight, with real data, 

how users are progressing in the new system.  
 

This phase keeps users engaged in the system leading up to go-live. 

During this phase I will be introducing the use of one of my favorite 

(and free) collaboration tools: Google Drive.  
 

As the name implies, the objective of this phase is to accurately gauge 

the proficiency of your user base.  
 

Not just by seeing if they can follow a job aid to click where told, but to 

ascertain whether or not users are comprehending how the re-engineered 

business processes are functioning in the new system. 
 

By conducting monthly user proficiency tasks, you will be keeping users 

engaged in the system and processes while helping them develop the 

required skills to operate post-launch.  
 

Those of you implementing an ERP system will already know this: ERP 

systems are big, clunky, and often unintuitive to the user. It will take 

some time to get everyone in the organization functioning at the same 

skill level within the system but by conducting these monthly tasks, it 

will shorten the time frame.  
 

Other benefits of these monthly exercises are users can practice and 

learn the system on their own time and it reduces the training time 

required during Phase 4.  

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO


     Share                25 

 

Data will also show if users are struggling in certain areas and allow you 

to focus your training efforts there so they are prepared for go-live.  
 

Participants of the monthly tasks will include the SME's and all end 

users broken out by module/section of the system as defined in the user 

tracking sheet. Supervisors and managers who will not be performing 

these tasks in the new system are not required to complete these tasks.  

Creating and Setting up Proficiency Tasks 

 

There are five steps to creating user proficiency tasks: 

1. Create task 

2. Create online assessment 

3. Validate task with colleague 

4. Email task and assessment URL (link) to users 

5. Review and report user training statistics 
 

As with Phases 1 and 2, these exercises will be conducted in a 

functioning test or development instance of your application. 
 

Step 1: Create task. Create tasks derived from the business processes to 

be conducted in the new system. Examples of this might be to run an 

inventory valuation report, create an invoice or create a trial balance 

from certain accounts.  
 

It will be important to provide detailed instructions with these tasks and 

to include necessary job aids and data sheets so users can complete these 

with minimal assistance. 
 

For example: you just returned from vacation and have to send an 

invoice to the client ASAP. Log in to the system and navigate to 

appropriate screens to complete this task.   
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Be sure to list the specific items to be shown on the invoice in your data 

sheet: 

 Widget X, Qty 5 

 Widget Y, Qty 10 

 Widget Z, Qty 15 
 

These three line items will total to a known amount. On the assessment 

form, you can create a multiple choice question for the users to choose 

from or a blank box where they must enter the invoice total.  
 

The difficulty level of proficiency tasks can be raised should you choose 

to do so. For instance, you could have one of the items above be 

exclusive of tax. Or you can split the invoice in two and then test users 

on the new amounts. 
 

Take this opportunity to be creative with these assignments while also 

challenging users to raise their level of proficiency in the new system. 
 

Step 2: Create online assessment. With a proficiency task created, we 

need a method of capturing the results of each task sent to the users. 

Here is where Google Drive comes in. Within Google Drive there are 

applications to allow the creation and collaboration of documents, 

presentations, worksheets, drawings, and forms.  

 

For the monthly proficiency tasks, you will use Google Forms to create 

the user assessments. If you have a Gmail account, log in click on the 

square tiles in the top right corner of the application and choose Drive.  
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Even if you don't have Gmail, Google Drive is free to anyone with a 

valid email address.   
 

 

 
 

After you have successfully logged in to Google Drive, create a new 

form by clicking "Create", then clicking "Form" as shown below. 

 

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO
http://drive.google.com/


     Share                28 

 

The application automatically places you in editing mode of the form.  
 

Creating and designing these forms is fairly intuitive and there are many 

types of questions you can create. Click the drop down box next to 

"Question Type" to see the list. To add a new question, click "Add Item" 

and select the type of question you want to create. 
 

Start by capturing the names of those who are completing the form so 

you can calculate the completion rate of the tasks and follow up with 

those who did not complete it.  

 

The types of questions to create are entirely up to you but I strongly 

recommend mixing in practical and theoretical questions so users not 

only understand how things are done in the system, but why. 
 

An example of a practical question would be: "What is the total amount 

of your invoice?" while a theoretical question would be "Using the 

examples below, which one bests illustrates why an invoice hard limit 

should be set for a project?" 

 

I recommend also adding two scales at the end of the assessment to help 
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you adjust future proficiency tasks: the time it took to complete the 

assigned task and task difficulty.  

Just like this: 
 

 

This lets you know how much time users are spending to complete the 

task and whether the assigned tasks are too difficult or easy for them. 
 

As always, be courteous of people's time and don't create long, 

complicated tasks to take up 8 hours of their day.  
 

At the same time, look for outliers who may be taking an excessively 

long time to complete and reach out to these people to see if they need 

help and guidance from you or someone on the team. 
 

If the tasks are too easy for them, kick it up a notch. If it is too difficult, 

scale it back. Remember, the objective is not to trick users but rather 

keep them working in the system while at the same time learning from 

the assigned tasks. 
 

Step #3: Validate task with colleague. Just like in Phase 2, it is 

important to always validate and test what you are about to send out to 

the masses and will actually work the way you want it to.  
 

Email the proficiency task with the instructions, data sheets and link to 

the online assessment to another member of the team. Have this person 

assume the role of the user by completing the task and taking the online 
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assessment.  
 

This will ensure the instructions and test questions are well written and 

will save you from being inundated with questions from the users. To 

get the link (URL) to the online form, click "View Live Form" when in 

editing mode of the form, then copy the link in the URL bar of the 

browser. 

 
 

Step #4: Email task and assessment URL (link) to users. With the 

proficiency task and online assessment validated, send it to the specified 

users to complete along with a due date for completion. The 

recommended due date is two weeks from when the proficiency task is 

emailed.  
 

Why? As I discovered, humans like to procrastinate and will wait until 

the last minute to complete an assignment. Anything longer than two 

weeks will just mean the next month's task will be mailed soon after.  
 

Two weeks is just long enough for people to figure out when they can 

complete the task and it gives you time to review the data coming in 

from the assessments before creating the next one. Also be sure to send 

out reminders as the due date nears. 
 

Another thing I recommend is to encourage users to form teams or 

groups and work on the proficiency tasks together. This creates a 

camaraderie among the user groups and a sense of "we are in this 
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together."  
 

It also gives the nominated Subject Matter Experts (SME's) an 

opportunity to start being a point of contact for users at various sites 

prior to go-live.  
 

The goal here is knowledge transfer to the business. The business 

"owns" the enterprise software, not those who are on the implementation 

team. 
 

Step #5: Review and report user training statistics. With users having 

completed the online assessments, it is time to review how they fared 

with the proficiency task.  
 

Hats tip to Google for this one. As you are capturing user data, Google 

Forms is quietly aggregating and summarizing the data for you in to nice 

charts and graphs.  
 

Thanks Google, what a time saver! 
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To get these charts, open the assessment form you created and click 

"Responses" then "Summary of Responses" as shown below. 

 
  

Now you can see all of the user responses neatly charted along with a 

percentage of what question was selected. And since you already know 

the answers to these questions, you can easily determine how many 

people chose the correct answer.  
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How did users fare on a particular proficiency task? Let's have a look: 

 

We can see 86% of users correctly chose "False" in question #12 but 

with question #13, people didn't seem as certain what the answer was.  
 

This might be something I want to address with the users in phase 4 of 

the Training and Implementation Plan.  
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How about the time it took to complete the task and task difficulty? 

 

It appears the proficiency task took the majority of users between 3 and 

4 hours but there were quite a few who took 6 hours to complete.  
 

Notice the bars on the far right? Looks like 2 people took 8 hours to 

complete while 3 took a whopping 10 hours to complete! We ought to 

dig into the data and reach out to these people to see why they struggled 

with the task and offer them some one-on-one training and assistance to 

get them up to the same level as other users. 
 

As you can see, this is powerful stuff! How many implementation 

projects do you know can provide up-to-date training metrics like this? I 
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would estimate close to zero. 
 

After reviewing the data and charts, share it! Send it to the users, along 

with the correct answers. They will want to know how well they did on 

the assessment.  
 

Most importantly, share this information with the project team, steering 

committee, management and any other key stakeholders.  
 

Be transparent and honest. If users are doing well, great! If not, adjust 

the training and focus on the trouble spots. At least you know where to 

focus rather than guessing or taking the word of one or two individuals. 
 

User readiness is one of the many things keeping executive management 

up at night during a big implementation.  
 

Think about this: say you’re in an elevator or walking into the building 

when the CEO asks you how the project is going and then asks this 

question, "Do you think users will be ready?" 

 

If you didn’t have reliable data from proficiency tasks, how could you 

possibly answer this question with conviction?  
  

But by having this training data you can safely say: "Yes. Users are 

averaging 78% on their proficiency tasks and improving every month." 

 

Pro-tip: Here’s how to use Google Sites to host all proficiency tasks. 
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Chapter 7: Phase 4 

Final User Training and Certification 

 

“You can't stop the waves, but you can learn to surf.”  

- Jon Kabat-Zinn 

 

 

This is it! You’re SO close to finishing your implementation project. 

There’s only one phase left to complete and it is Final Training and User 

Certification.  
 

The fourth phase is a culmination of the three prior phases. Its purpose is 

to certify users are, in fact, ready to use the system on day one.  
 

How does this certification take place? After UAT2 (User Acceptance 

Testing) has been conducted and the users have accepted the current 

configuration of the system, conduct a certification training session with 

said users in a test instance. 
 

When should this training occur? It should take place approximately two 

weeks before go-live and the length of the training session 

commensurate with the amount of material to be covered.  
 

It will serve as an end-to-end walk through of all the functions users will 

be performing in the new system. 
 

For example, a user who is responsible for client billing will need end-

to-end training on setting up the customer, creating billable and non-

billable items, entering quantities, creating invoices, correcting invoices, 

and closing out the project when all the activity has been completed. 
 

                                                
2 Every software systems needs to be signed off or “accepted” by the business. UAT does just that, you show the 

users everything from end-to-end and they either accept or reject. You could, in fact, have UAT be the final training 

session. 

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO


     Share                37 

It is important to accurately plan the agenda and segregate users by 

function during this training. Example: purchasing, supply chain, 

finance, etc. will each have their own sessions. 
 

At the end of this training, the users will take an exam created and 

administered by you and the project team. The exam will be created 

using Google Forms (as demonstrated in Phase 3) and is a 

comprehensive exam which includes both practical and theoretical 

questions.  
 

The length of the exam and types of questions should be representative 

of what a user would know after using the system for 8-12 months. 
 

If this sounds unreasonable, it’s not.  
 

Remember, we need to transfer as much knowledge from the project 

team to the user base.  
 

Wouldn’t it be nice if all of users were as proficient as the project team? 

If they were, go-live would be a non-event and no one would be worried 

about whether the organization is ready, right? 

 

The training and exams should be administered on site where the user 

base is located. If your company is based in the USA but is rolling out 

the software to a group of users in Belgium, members of the core team 

will travel to Belgium to deliver the training and administer the exams.  
 

The reason for this is obvious: it costs less to send a small team to 

Belgium than it does to send a large user base to the USA for training.  
 

To be certified using the system, users need to achieve a passing rate of 

75%. Ensure a member of the core team has taken the test first and 

correctly answered every question. This first entry in the spreadsheet 

will be the “answer key”.  
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Once you have an answer key created, you can set up Google Forms to 

automatically grade the results for you (conduct a Google seach: Self-

grading quizzes using Google Forms).  
 

Below is a snippet of a certification exam I used during one of the 

Oracle rollouts.  

 

After each person has submitted their responses, sit down with them 

individually to review the automatically graded results.  
 

If a person failed the exam, work with he or she privately to determine if 

the reasons were related to not knowing the content or simply nerves 

when taking an exam. Allow them to retake the exam after speaking 

with them. Always be encouraging and positive when working with the 

users during certification. 
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What if a person simply cannot pass the exam even after multiple tries?  
 

This could happen and did happen to me. After we completed the 

training session, I spoke with this person’s supervisor and advised him 

of the results. It was decided this person would be retrained privately 

and retake the exam.  
 

She ended up passing this time — barely. After go-live, we sent a 

member of the core team to her location to support her since we knew 

her level of proficiency was low, compared to her peers.  
 

Remember how I mentioned in Phase 1 the level of skill required to 

operate in systems like Oracle and SAP are often higher than what was 

required of the legacy system being replaced? That was the case for this 

person. Despite being retrained and retaking the exam, she could not 

adequately work in the new system.  
 

Her supervisor ended up re-purposing her to another function within the 

organization where heavy use of Oracle was not required. 
 

Well, with all of the users certified, the four-phase plan is complete and 

there is nothing left to do, right?  
 

Well, not exactly.  
 

Is the training complete? Yes it is. Users are ready to go! 

 

But from a systems and organization standpoint, there are a few more 

things we must cover to make this implementation complete.  
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Chapter 8: Cutover 
 

What the heck is a “cutover”?  
 

Simply stated it is a move from one defined state to another.  
 

With regard to software implementations, it is the move from one 

system to another — for example: from a legacy system to SAP.  A 

cutover plan is designed to minimize the ongoing risk of moving from 

one system to another.  
 

It is the process of identifying key activities to be performed prior to 

moving to the new system. Some examples of these activities are: 

loading inventory items into the new system or creating and setting up 

projects in the new system prior to go-live.  
 

It also includes the task of migrating code from a development or test 

instance to the production instance.  
 

Once these activities have been identified, they become tasks and are 

assigned to key stakeholders of the project. These stakeholders can be 

anyone from a project lead to a controller who has to ensure the books 

are reconciled prior to moving to the new system.  
 

When developing a cutover plan, you will want to identify key activities 

well in advance so the project team and stakeholders can agree on the 

tasks and be aware of when they need to be completed. 

It’s a good idea to lay out this plan in both task format (Excel) and 

calendar format.  
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In the task format, list the following items with each activity needing to 

be performed: 
 

 Task name 

 Start Date 

 Finish Date 

 System (legacy or new) 

 Resource (group or person) 
 

Everyone needs to have a copy of this task list.  
 

Ensure there is oversight and follow up to make sure the tasks are 

getting completed by the finish date. 
 

While adequate planning is the best form of preparation, there also needs 

to be a section in the cutover plan where a critical decision is made by a 

key stakeholder: move forward with the new system or rollback to the 

legacy system.  
 

Go or no go.  
 

This means you need to have decision checkpoints along the way during 

the cutover process. For example, a piece of code migrated to production 

is not working and is requiring a significant amount of troubleshooting.  
 

Do you hold off on go-live until this code is functioning or do you press 

forward with go-live and create a temporary work-around to this 

process? These types of issues need to be considered in your cutover 

plan. 
 

Another key part of the cutover plan is the ramping down of business in 

the legacy system prior to transitioning to the new system. Projects need 

to be closed out, payments need to be applied to A/R balances, and items 

need to be received against open PO’s.  
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There are a number of things taking place during the ramping down of 

business activities. A good illustration of this was created by Mahesh 

Vallampati, a Practice Principal at Keste: 
 

 
 

The graph is self-explanatory and as you can see, business ramps up 

prior to go-live. This is due to all of the cutover activities to be 

completed (like those open PO’s I mentioned above). You can also see 

productivity in the business is dropping just before go-live.  

This is because cutover activities have been completed and the user base 

is ready to use the new system. Once go-live has occurred, there is a 

controlled business ramp up in the new system.  
 

People become comfortable with the system and the project teams roll 

out parts of the system in small phases. After a period of time, business 

volume returns to normal and all is well within the company. 
 

There’s also a cutover perspective from those in IT and those who are 

part of the core project team. Both of these groups have a set of cutover 

activities to be completed prior to go-live.  
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This could include the migration of code, completing setups within the 

new system or bringing new servers online. Here’s another graphical 

representation from Mahesh: 

 

The activities for this group also increase prior to go-live as they are in 

the trenches executing the well thought out cutover plan and wrapping 

up last minute configurations of the system.  
 

They are utilized immediately after go-live to support business ramp-up. 

As activities in the new system increase and business returns to normal, 

the IT team moves to a steady state support of the business.  
 

As you can see with line Y-Z, there was always a steady state support of 

the business from IT via the ubiquitous Service Desk. 
 

This is the cutover plan from both the business perspective and an 

IT/core team perspective. These charts provide a useful illustration as to 

what is going on within a company leading up to go-live.  
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Use these charts to communicate to your users and stakeholders — it 

helps get everyone on the same page leading up to the event. 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO


     Share                45 

Chapter 9: Managing Change 

 

As with the need to mention a cutover strategy, it is also prudent I 

mention another important component to implementing software: change 

management.  
 

There is a large amount of information out there on the web with regard 

to change management. Over 92,000 titles on amazon, in fact. Yes, 

92,000. Have a look: 
 

 
 

You might have a favorite book or theory regarding change management 

and I’m not here to challenge it.  If you don’t have a favorite book, find 

one highly rated on Amazon. Some of the popular books are: 
 

● Leading Change by John P Kotter 

● Who Moved my Cheese by Spencer Johnson 

● HBR’s 10 Must Reads on Change Management by Harvard 

Business Review 
 

Change management is a critical success factor for any major company 

project; especially for enterprise software projects. 
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Due to the scope of the Oracle rollouts I led, it was important to identify 

where the organization was on the “change curve”.  
 

The company was divided into four regions: North America, Asia 

Pacific, Latin America, and EMEA (Europe Middle East and Africa) and 

there were three planned rollouts.  
 

Latin America and EMEA were combined during the third rollout. These 

regions contained the end-users, the organization, a.k.a the money 

makers.  
 

In addition to regional personnel, there were company executives and 

members of the project team (OneCore Team) who were involved in the 

decision making process from the beginning. Let’s have a look at the 

chart below to see where everyone was at different phases of the project. 

 
 

The project kicked off 2010 and as you can see, the executives and core 

team were at the height of the change curve with “Informed Pessimism” 

which turned to “Hopeful Realism” and “Informed Optimism” as we 
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neared our first rollout which was in North America (Note: go-lives 

dates are indicated by the apex of the curves).  
 

This was because they were kept informed about the progress of the 

project and whether or not we would be ready for the first go-live. 

Notice how the green line representing the executives ticks upward 

during the next two launches but by the third rollout their focus returned 

to the daily issues of running the business.  
 

By the third rollout, we predicted the executives would be returning to 

running the company after being successful with the first two launches. 

You’ll also note how the regions reacted to each go-live. Latin America 

and EMEA didn’t even register a pulse for the first rollout in North 

America because they were still a year away.  
 

Asia Pacific showed some “Informed Pessimism” during the first launch 

and after we completed the North America implementation. 
 

Our team shared this chart every opportunity we could with both the 

executives and the users throughout the implementation. It provided 

individuals with information about what to expect during the milestones 

of the project.  
 

Using this information and communicating the Training and 

Implementation Plan, it helped foster change within the organization. As 

with the previous charts in the cutover section, use this chart for your 

project to indicate where people lie on the change curve. 
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Chapter 10: Supporting the Organization 

 

“Be kind whenever possible. It is always possible.”  

– Tenzin Gyatzo, The Dalai Lama 

 

The final piece to a successful software implementation is providing on-

site support at key locations within the organization.  
 

It’s important a member of the project team is sent to locations where 

there is a large user base or a location generating a lot of revenue or has 

a high volume of transactions.  
 

While there will be a Subject Matter Expert (SME) on site, it’s still wise 

to put a member of the core team there to assist with any potential issues 

with the system and/or users. If you can, put someone at each location. 
 

Psst! Let me tell you a secret: there will be issues at go-live.  
 

No matter how much testing or planning is done, inevitably something 

goes wrong in the system. Especially if it’s a large scale ERP like Oracle 

or SAP. I’m not referring to “show-stoppers”. I’m talking about bugs in 

the system.  
 

Bugs may force you to create temporary work-arounds until it’s fixed. 
 

Having a member of the core team on-site at go-live gives a significant 

morale boost to end-users. Even though you have thoroughly prepared 

people for the big day, there is going to be anxiety about what will 

happen on Day One.  
 

I cannot tell you how many times I was thanked for being on-site during 

the big launch and how it alleviated tension within the office. It was a 

stress reliever for both users and their managers.  
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In addition to providing on-site support during go-live, I highly 

recommend having a core member of the project on-site during the first 

month-end close if you are implementing a financial module as part of 

your software.  
 

Just as there will be anxiety about go-live, there will be anxiety around 

first closing of the books. Ensure there is someone on site a couple of 

days before the last business day of the month and stay at least a week to 

support month-end. 
 

Be there for the users, you will be forever thanked by them.  
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Chapter 11: Well, How Did It Go? 

 

You’ve come to the end of the book! 

 

Well, how did it go? 

 

I really want to know.  
 

You did use what I taught you, right?  
 

Or did you just nod your head at this book and say “interesting ideas” 

and then carry on as before? 

 

My theory is if you used everything in this book for your project then 

you, your boss, your boss’s boss and your company are satisfied with the 

results of your software project.  
 

But this is only a theory. We won’t know until you put this plan to work. 

So what are you waiting for? 

 

See what happens. Then let me know: Project Results  
 

You can let me know how it went, or if you have questions or obstacles 

you’d like to report.  
 

It would really help me out.  
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Thanks for reading this, my friends. Enjoy life’s journey. 
 

Carlos L. Aguilar 

LISO  

caguilar@lisocorp.com 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO
http://www.lisoblog.com/blog
http://www.lisoblog.com/blog


     Share                52 

 

 

 

 

 

 

 

About the Author 

 

Carlos is a software implementation consultant who has implemented 

Oracle on three separate occasions and Salesforce.com on two 

occasions. Both implementations were done on a global scale in more 

than 14 countries.  

 

His passion lies in helping others realize success with their projects and 

business endeavors.  
 

When he’s not working, he enjoys spending time with his wife, two 

daughters and his French Bulldog named Oscar. He currently resides in 

Phoenix, Arizona. 
 

 

http://twitter.com/intent/tweet?text=Download SHIFT to learn the secrets to implementing software. FREE ebook via @lisocorp http://bit.ly/1oF6RrO
http://www.facebook.com/sharer/sharer.php?u=http://bit.ly/1oF6RrO
http://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1oF6RrO
https://plus.google.com/share?url=http://bit.ly/1oF6RrO

