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INTRODUCT ION

Every piece of learning technology demos
well, but you know the real test is what
happens after you implement that software.

Inside that gap is where the true reliability and

effectiveness of your investment shines, or

fails. This guide exists to close that gap when

evaluating a training management system.

Since you're reading this guide, you probably

have a good grasp about what a TMS is, and

why you'd want one. If not, take a look at our

website, www.getadministrate.com, and learn

more about training management systems.

This guide is a framework for evaluating any

training management system across five

dimensions. Applied correctly, you'll be able to

determine whether a TMS holds up under

real-world operating pressure: scheduling,

reporting, integrations, AI and automation,

and services. For each dimension, you'll get

the context behind why it matters, the specific

questions to ask every vendor, and a

scorecard for comparing answers.

We built this at Administrate because these

are the questions we'd want someone to ask

us. We're confident in our answers. But more

than that, we believe better-informed buyers

make better decisions for their organizations,

regardless of who they choose.

Use this guide in your next demo. Bring it to

your next vendor call. Share it with your

evaluation team.
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How to use this guide: Each chapter
covers one evaluation dimension.
Read the context to understand why it
matters, use the numbered questions
during vendor demos and calls, refer
to the comparison table to calibrate
what you're hearing, and fill in the
scorecard at the end to compare
vendors side by side.



FRAM ING

What You're Actually Buying

Before we get into specific evaluation dimensions, it's worth being honest

about what drives most TMS purchases. The need almost always comes from

one of four pressures:

Growth Without Matching Headcount

More learners, more sessions, and more

delivery complexity are arriving faster than

teams want to add labor. The training

operation needs to absorb more volume

without a proportional increase in people.

Relief From Manual Work

Spreadsheet orchestration, handoffs between

systems, and exception cleanup after every

schedule change are still a recurring source of

operational fatigue. Teams are spending their

time on coordination instead of strategy.

A Single Source of Truth

Training data lives in too many places. The

LMS says one thing, the spreadsheet says

another, and the finance team has a third

version. Buyers want cleaner operational and

financial visibility, not another disconnected

point solution that adds to the sprawl.

ROI With Operational Credibility

Executive approval depends on throughput,

efficiency, and lower drag, not just a better

admin experience. The business case has to

hold up under scrutiny, which means the

platform needs to produce measurable results,

not just a nicer interface.

The strategic implication: The strongest evaluation conversation is rarely "Does this tool

have feature X?" It's "Can this platform help us carry more operational complexity with less

manual work, cleaner control, and a more credible path to scale?" Every chapter that

follows connects back to these four pressures. If a vendor's story doesn't address them, the

feature list doesn't matter.
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1
Scheduling and Change
Resilience
Building the initial schedule is the easy part. The real

complexity starts when something changes.



SCHEDUL ING  AND  CHANGE  RES IL I ENCE

Why This Dimension Matters
Building the initial schedule is the easy part. The real complexity starts when an

instructor cancels, a room gets reassigned, a client pushes back a session, or capacity

needs shift mid-quarter. When those changes happen, the downstream consequences

need to cascade automatically: enrollment status, learner communications, financial

records, reporting, exports, and any connected systems all need to update.

If those ripple effects require your team to manually chase each one, you haven't

replaced the spreadsheet problem. You've moved it into different software.

During vendor evaluations, don't just watch the schedule get built. Ask the vendor to

walk you through what happens when the schedule changes.
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The reframing question: The issue is not whether a vendor can build a schedule. It's

whether the schedule can change without the rest of the operation falling out of sync.



QUEST IONS  TO  ASK  EVERY  TMS  VENDOR

Scheduling and Change Resilience

01 When a session is cancelled, what happens automatically, and what still
requires manual action?

Look for: automated learner notifications, waitlist promotion, reporting updates, finance

reconciliation, and downstream system sync. Ask them to show you, not describe it.

02 If an instructor needs to be replaced at short notice, how many systems and
steps does your team need to update?

The answer should be: one. If the vendor describes a multi-step process across tools, that's

manual overhead at the worst possible moment.

03 How does your platform detect scheduling conflicts, and does it alert my
team before or after a problem occurs?

Proactive conflict detection (before booking) is significantly more valuable than reactive alerts

(after the damage is done). Ask for a live demo of this.

04 Can I see a live demo of rescheduling, not booking, including what updates
automatically across enrollments, communications, finance, and integrated
systems?

This is the most revealing demo you can request. A polished booking UI is not the same as

resilient rescheduling under real operational pressure.

05 If 20 sessions shift by one week, what stays aligned and what breaks?

A bulk reschedule test reveals infrastructure quality. Ask the vendor to run this scenario live

and narrate what the system handles versus what requires manual cleanup.

06 How does your AI or automation capability reduce the manual work involved
in planning and adjusting schedules at scale?

Ask whether the system can optimize a schedule based on resource availability, instructor

calendars, and room capacity, not just flag conflicts after the fact.

© 2026 Administrate, Inc. getadministrate.com 6



CAL I BRAT ION

What Strong vs. Weak Answers Looks Like

Use the contrast below to calibrate what you're hearing during demos.

WARN ING  S IGNS S IGNS  OF  STRENGTH

"You would just go in and update that

manually."

Changes cascade across enrollments, comms,

finance, and integrations.

Downstream systems require separate manual

updates after changes.

AI-assisted scheduling that factors real-time

constraints.

No live demo of change propagation, only initial

scheduling.

Conflict governance that prevents problems

before they happen.

Waitlists require manual re-enrollment. Quantified time savings with customer proof

points.

No measurable planning-time reduction claims. Live demo of complex reschedule with full

propagation.
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The reframing question: The issue is not whether a vendor can build a schedule. It's

whether the schedule can change without the rest of the operation falling out of sync.



D IM ENS ION  TWO

2
Reporting and Data
Adaptability
Dashboards answer the questions you already know you

have. The harder test is the next question.



REPORT ING  AND  DATA  ADAPTABIL ITY

Why This Dimension Matters
A polished dashboard is the easiest thing to build in a demo. It's also the least useful

thing to evaluate. Dashboards answer the questions you already know you have.

Utilization rates. Cost per session. Enrollment trends. Those are fine.

But the harder question, the one that determines whether reporting actually serves the

business long-term, is what happens when someone asks a question you didn't

anticipate. A CFO wants cost per learner outcome by region. A new VP wants instructor

utilization cross-referenced with satisfaction scores. The board wants a metric that

didn't exist when you implemented the system.

If answering the next question means rebuilding reports, bringing in the vendor's services

team, or exporting to Excel and doing the math yourself, you're not looking at a reporting

platform. You're looking at a screenshot with a timestamp.

© 2026 Administrate, Inc. getadministrate.com 9

The reframing question: Visibility is table stakes. The real comparison is which platform

makes the next question easier to answer.



QUEST IONS  TO  ASK  EVERY  TMS  VENDOR

Reporting and Data Adaptability

07 What is your data model, and can I run reports that cross entities like events,
enrollments, instructors, resources, and finance in a single query?

Many vendors offer dashboards per entity but struggle with cross-entity reporting. This is

where operational insight actually lives, and where most platforms fall short.

08 If I add a new custom field today, how quickly does it appear in reports,
exports, and any connected downstream systems?

The answer reveals whether reporting is infrastructure (flexible) or a static view (rigid). Ask

them to show you in the platform, not describe it in a slide.

09 When a senior leader asks a question your current reports don't answer, how
do you get there, and how long does it take?

You're testing self-serve adaptability versus services dependency. If the answer involves

raising a support ticket or engaging a consultant, that's a cost you'll pay repeatedly.

10 Does your platform offer AI-powered insights, and if so, what data does it
draw on, and how do I know the outputs are reliable?

Distinguish between AI that summarizes existing dashboards and AI that interrogates

structured operational data and provides deterministic, trustworthy answers.

11 How does reporting feed into our external tools: can data flow into our BI
platform, finance system, or HRIS without manual export steps?

Reporting that stays inside the TMS has limited executive reach. Ask for evidence of API-

accessible data, webhook support, and export continuity.
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CAL I BRAT ION

What Strong vs. Weak Answers Looks Like

WARN ING  S IGNS S IGNS  OF  STRENGTH

"We'd need to scope that with our services
team."

New fields propagate across reports, exports,
workflows, and APIs.

Custom fields only appear in some parts of the
system.

Cross-entity reporting without data stitching
workarounds.

Exports are static snapshots, not live
connections.

AI-driven insight layer that surfaces patterns
automatically.

Reporting is limited to pre-built dashboards. Self-serve report building that doesn't require
vendor help.

No cross-entity query capability. Reporting that behaves like infrastructure, not a
static view.
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The reframing question: Visibility is table stakes. The real comparison is which platform

makes the next question easier to answer.



D IM ENS ION  TH R E E

3
Integrations and
Technical Durability
"Integrates with" and "holds up under change" are two very

different claims.



INTEGRAT IONS  AND  TECHN ICAL  DURABIL ITY

Why This Dimension Matters
A long list of integration partners looks great on a website. LMS. HRIS. ERP. CRM. Virtual

classroom. Accounting. It reduces perceived switching risk and suggests that the

platform fits into your existing ecosystem. But "integrates with" and "holds up under

change" are two very different claims.

The real integration test isn't whether data flows on day one. It's what happens when a

schedule change needs to propagate through three connected systems. When a sync

fails at 2 AM and nobody discovers it until Thursday. When the LMS vendor updates their

API and enrollment data starts drifting.

If the vendor's integration story depends on "Our team will help you set it up" but can't

clearly explain what happens when something breaks, the risk just shifted from the

vendor to you. Integration failures don't announce themselves. They surface as data

mismatches, confused learners, broken reports, and trust erosion with stakeholders.
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The reframing question: "Connected" is not the same as governable. Test how the

integration story behaves when something breaks, not only when everything is working

perfectly.



QUEST IONS  TO  ASK  EVERY  TMS  VENDOR

Integrations and Technical Durability

12 Are your integrations event-driven or sync-based, and what technical
documentation exists for my IT team to review before we commit?

Event-driven integrations are more reliable and auditable. Ask for actual API documentation,

not a connector list. Strong vendors make this publicly accessible.

13 When an integration fails or data gets out of sync, how does my team find
out, and who is responsible for reconciliation?

This exposes whether failure handling is visible and buyer-governable, or buried in a support

queue. The answer determines your operational risk exposure post go-live.

14 Can my developers build custom integrations or automate workflows
without going through your professional services team?

A mature integration story includes a public API, webhooks, and developer documentation your

team can act on independently. Ask to see the developer portal today.

15 How does your platform handle changes to our HRIS, LMS, or ERP, such as a
system upgrade or data model change on our side?

Integration durability under change is the real test. If every change on your side requires a

services engagement, that's ongoing cost and vendor dependency.

16 Can you show me how your platform embeds into our existing learner-facing
experience, rather than requiring learners to navigate a separate portal?

Ask specifically about embedded catalog widgets, checkout flows, and real-time course

availability. Learner experience should live within your environment, not alongside it.

© 2026 Administrate, Inc. getadministrate.com 14



CAL I BRAT ION

What Strong vs. Weak Answers Looks Like

WARN ING  S IGNS S IGNS  OF  STRENGTH

"We'll walk you through it during
implementation."

Public API docs your IT team can review pre-
purchase.

No public API documentation. Event-driven architecture with webhooks.

No explanation of failure handling or retry logic. Visible monitoring, retry logic, and audit trails.

Integrations rely on vendor's services team to
configure.

Buyer-governable integration logic (workflow
builders, automation).

Sync drift has no monitoring or alerting. GraphQL or similarly flexible query capabilities.
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The reframing question: "Connected" is not the same as governable. Test how the

integration story behaves when something breaks, not only when everything is working

perfectly.



D IM ENS ION  FOUR

4
AI and Automation
Everyone has AI now. The word has stopped being useful,

so you have to ask the hard questions.



AI  AND  AUTOMAT ION

Why This Dimension Matters
Every vendor in this category talks about AI now. Which means the word has stopped being useful

on its own. The conversation gets more productive when you separate AI into three distinct lanes.

Not every vendor operates in the same lane, and the lane determines whether AI actually

changes your operational workload or just adds a buzzword to the marketing page.

The Three Lanes of AI in Training Operations

LANE  1

Content AI

Content generation,
translation, learner

recommendations, learner-
facing chatbots.

LANE  2

Operational
Intelligence

Summaries, issue spotting,
pattern detection, signal

extraction from operational
data.

LANE  3

Operational Execution

Schedule optimization,
workflow automation, guided

actions, exception resolution.
This is where operator

leverage lives.

Lane 1 is where most of the industry's AI energy has gone. It's real, it's useful for L&D content teams,

but it doesn't touch the operational workload of scheduling, resource management, and training

logistics.

Lane 2 is where your operational data starts working for you instead of just sitting in reports. It

surfaces what matters faster, so your team spends less time hunting for problems and more time

solving them.

Lane 3 is where AI actually removes work from your team's plate. Not by describing the problem, but

by taking controlled, governed actions to resolve it.

The key distinction: Lanes 2 and 3 are where training operations leaders get real leverage.

If a vendor's AI story never gets past Lane 1, or stays in "we recommend, you act" territory,

the operator is still doing the cleanup. The system just added a notification before the

manual work started.
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QUEST IONS  TO  ASK  EVERY  TMS  VENDOR

AI and Automation

17 What specific actions can your AI take autonomously, and what still requires
a human to review and confirm before anything changes?

Insight-only AI and execution AI create very different operator value. Understand which you're

actually buying, and what the boundaries of autonomous action are.

18 Which AI capabilities are currently live, which are in beta, and which are on
the roadmap, and how do you communicate status changes?

AI hype frequently outruns shipped value. Demand clarity on what is available and working in

production today, versus what is aspirational.

19 Can your workflow automation operate across multiple systems, not just
within your platform, without requiring IT involvement every time?

The most valuable automation connects your TMS to your broader tech stack. Non-technical

training operators should be able to build and modify automations independently.

20 After an AI recommendation or automated action, what does my team still
need to manually verify or clean up?

The winning AI story is not "We also have AI." It is "Our operators do materially less cleanup

because the system can act in controlled, trusted ways."

21 How does your platform use structured training data, such as schedules,
bookings, resources, and instructor availability, as the foundation for AI
decision-making?

Operational AI is only as credible as the structured data underneath it. A strong TMS data

model produces more reliable AI outcomes than one bolting AI onto weak foundations.
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CAL I BRAT ION

What Strong vs. Weak Answers Looks Like

WARN ING  S IGNS S IGNS  OF  STRENGTH

AI is described in generic, category-level
language.

Named, productized AI capabilities with
specific functions.

Capabilities are "coming soon" or "on the
roadmap" with no live demo.

Live demo of AI taking controlled actions on
real data.

AI identifies issues but can't resolve them. Clear distinction between what's shipped,
what's beta, and what's planned.

No clear answer on what's shipped vs. what's
aspirational.

Structured data layer powering the AI, not just
an LLM chatbot.

Human-supervised framing that means the
human still does all the work.

Workflow automation the buyer can inspect
and govern.
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The reframing question: The test is not whether AI appears in the narrative. It's whether

the operator gets controlled action they can trust, and whether exception handling actually

goes down after go-live.



D IM ENS ION  F IV E

5
Services,
Customization, and Cost
of Change
The gap between "flexible at launch" and "affordable to

maintain" is where total cost of ownership really lives.



SERV ICES ,  CUSTOM IZAT ION ,  AND  COST  OF  CHANGE

Why This Dimension Matters
"We'll customize it to fit your exact workflow." That's one of the most reassuring things

you can hear during a sales cycle. Dedicated project manager. Tailored implementation

workshops. White-glove onboarding. Managed services. It feels like risk reduction, and it

often is. At the beginning.

The problem shows up six months later. Every organization evolves. New regions come

online. Compliance rules change. Reorganizations happen. And when the operating

model shifts, the training system needs to adapt. If those adaptations require reopening

a services engagement, waiting for a project manager, or filing a request with the

vendor's consulting team, that "flexible" implementation has become an ongoing cost

center.

The gap between "flexible at launch" and "affordable to maintain" is where total cost of

ownership really lives.
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The reframing question: Don't just ask what can be customized. Ask what your team can

still change on their own, 12 months after launch, without a services ticket, a consultant, or

a wait.



QUEST IONS  TO  ASK  EVERY  TMS  VENDOR

Services, Customization, and Cost of Change

22 What is standard in the platform, what requires configuration, what requires
paid professional services, and what would my team own and maintain?

Ask for this breakdown in writing. The difference between "configurable" and "customized by

our services team" has significant ongoing cost implications that don't show up in the license

fee.

23 Six months after go-live, if our business processes change, what does it take
to update the platform, and do I need your services team involved?

This is the most important services question. Flexible at launch but dependent on the vendor

for every change is not flexibility. It's lock-in with professional services invoices attached.

24 What is your onboarding timeline, and what does success look like at 30, 60,
and 90 days post go-live?

Ask for reference customers who implemented in a comparable timeframe. Look for structured

methodology, not just good intentions.

25 Can you show me exactly what my team can configure and change in the
platform without involving your support or services team?

Ask them to open the platform and demonstrate: custom fields, workflow rules, communication

templates, reporting logic. Strong vendors show this confidently; weaker ones avoid it.

26 How do you handle changes to our organizational structure, such as new
departments, cost centers, or business units, and how long does that
typically take?

Organizational change is inevitable. If every structural change requires a services project, your

total cost of ownership is materially higher than the headline license fee suggests.
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CAL I BRAT ION

What Strong vs. Weak Answers Looks Like

WARN ING  S IGNS S IGNS  OF  STRENGTH

Blurry lines between standard, paid services,
and custom work.

Clear separation of what's standard, paid, and
buyer-owned.

Change requests go through the vendor's
services queue.

Self-serve configuration surfaces the buyer can
manage.

Custom configuration that only the vendor
understands.

Custom fields that work across every entity and
surface.

Workshops, consulting, and PM involvement for
routine changes.

Embeddable experiences without custom
development.

"Flexibility" that depends on ongoing services
spend.

Goal of implementation: hand the buyer a
system they can govern.
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The reframing question: Don't just ask what can be customized. Ask what your team can

still change on their own, 12 months after launch, without a services ticket, a consultant, or

a wait.



DUE  DIL IGENCE

Five Questions to Ask a
Vendor's Reference Customer

Every vendor will offer you a reference customer. Here's how to get the most

out of that conversation, and hear what the vendor won't tell you themselves.

27 What was the biggest surprise after go-live that the vendor didn't prepare
you for?

Reference customers are briefed to be positive. This question cuts through to operational

reality. Listen carefully to what they hesitate before answering.

28 How many times in the past year have you needed the vendor's help to make
a change you expected to handle yourself?

This reveals the true cost of ownership beyond the license, and how self-sufficient you'll

actually be twelve months post go-live.

29 When the platform had a problem, such as an outage, a data issue, or a
failed integration, how did the vendor respond, and how long did resolution
take?

Vendor relationship quality is revealed under stress, not during the smooth periods. The answer

tells you who you're really partnering with.

30 If you were buying again today, would you choose the same vendor, and is
there anything you'd do differently in the evaluation?

Open-ended and revealing. Listen to the pause before the "yes" as much as the answer itself.

This surfaces regret and lessons that are otherwise polished away.

31 What measurable results have you achieved, such as time saved, costs
reduced, revenue generated, or compliance improved, that you can share
specifically?

Ask for specifics. Vague satisfaction is not the same as measurable operational improvement.

The strongest vendors have customers who answer this immediately.
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SCORECARD

The Evaluation Scorecard
Use this scorecard to compare vendors across all five dimensions. For each row, record how each

vendor answers the key question during your evaluation. The "strong" and "weak" columns are

reference points, not pass/fail criteria.

DIMENSION THE  KEY  QUESTION STRONG  ANSWER WEAK  ANSWER VENDOR  NOTES

Scheduling After a schedule
change, what stays
aligned automatically
vs. needing manual
cleanup?

Changes cascade
across enrollments,
comms, finance, and
integrations. AI-
assisted optimization
with quantified time
savings.

Schedule creation looks
good, but changes
require manual follow-
up across systems. No
measurable time
savings proof.

Reporting Can new data points
flow through reports,
exports, workflows, and
APIs without rebuilding?

New fields propagate
everywhere. Cross-
entity queries. AI-driven
insights surface
patterns proactively.

Reports are pre-built or
require services to
modify. Custom fields
don't flow to exports or
APIs.

Integrations What is event-driven,
documented, auditable,
and buyer-governable
over time?

Public API docs. Event-
driven architecture.
Monitoring and audit
trails. Buyer-
manageable
automation.

Broad connector list but
no failure handling
detail. Docs unavailable
pre-purchase.
Services-dependent
setup.

AI &
Automation

What capabilities does
the AI layer have today
without requiring
manual follow-up?

Named, live capabilities
across scheduling,
insights, and
automation. Clear
shipped vs. beta
distinction.

AI described
generically. No live
demo of actions. Most
capabilities are planned
or directional.

Services What can the buyer still
change independently
six months after
launch?

Clear
standard/paid/buyer-
owned separation. Self-
serve config. Goal is
buyer autonomy.

Lines between
categories are blurry.
Routine changes go
through vendor
services. Ongoing
dependency.

Copy this scorecard for each vendor on your shortlist. Fill it in during demos and follow-up calls. When you
compare the completed scorecards side by side, the differences tend to be clear.
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OUR  ANSWERS

How Administrate Answers
These Questions

We built this guide because we think every buyer deserves a better framework

for evaluating TMS platforms. We're also confident in how Administrate

performs against it. Here's how we answer each dimension:

Scheduling: Built for Change, Not Just Planning

Administrate's AI Scheduler optimizes session planning against real-time instructor availability,

room constraints, time zones, and conflict rules. When schedules change, the downstream

updates (communications, enrollment status, financial records, integrated systems) propagate

automatically. Our customers report measurable reductions in planning time because the

platform handles the complexity that used to live in someone's head and a dozen follow-up

emails.

Reporting: Infrastructure, Not Dashboards

Administrate's reporting model works across the entire data structure: events, contacts,

bookings, finance, custom fields, and more. When you add a field, it's available in reports,

exports, workflows, and APIs. Our AI Insights layer surfaces patterns and anomalies in your

operational data proactively, so you're not just answering questions. You're catching problems

before they become visible.

Integrations: Inspectable and Governable

Administrate offers GraphQL APIs for flexible, precise data queries. Webhooks provide real-time

event-driven notifications. Our Automator lets you build workflow logic that connects systems

with rules your team can see, test, and govern. We publish our API documentation so your IT

architects can evaluate depth before you sign anything. Named integrations with platforms like

Docebo, Cornerstone, Workday, Salesforce, and SAP SuccessFactors are built and maintained to

enterprise standards.
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OUR  ANSWERS  (CONT INUED )

How Administrate Answers These Questions

AI: A Productized Stack, Not a Narrative

Administrate operates across all three AI lanes. AI Insights (Lane 2) surfaces operational

patterns from your real data. AI Scheduler (Lane 3) optimizes session planning against live

constraints. AI Assistant (Lanes 2 and 3) lets you manage training operations through natural

language. Automator (Lane 3) executes workflow logic with rules your team controls. We're

transparent about what's shipped, what's still maturing, and what's on the roadmap. We'd rather

show you what's working today than paint a picture of what might exist next year.

Services: Structured for Buyer Autonomy

Administrate offers structured implementation services because complex rollouts deserve expert

support. But the goal is to hand you a system your team can govern, not one that keeps you

dependent on ours. First-class custom fields across every entity. Cross-database reporting your

team can extend. WebLink widgets for embedded experiences. Configuration surfaces designed

for self-service. Structured onboarding in as little as 12 weeks, with a methodology that gets you

to live, not just to a project completion date.

Ready to pressure-test these claims?
We welcome evaluations that use this guide's framework. Ask us every question in this

document. Demo the scenarios. Share the API docs with your IT team. If we can't answer it

live, we'll tell you. That's the kind of evaluation both sides deserve.
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BOOK  A  D EMO

See how
Administrate stands
up to every question
in this guide.
www.getadministrate.com/demo

Book time with Administrate →

TRUSTED BY TRAINING TEAMS AT

Administrate is the enterprise Training Management System trusted by Wilmington PLC, Siemens

Healthineers, Royal Caribbean Group, Roche Diagnostics, Maersk Training, Ping Identity, CDW,

and more — eliminating up to 90% of manual training operations work.

getadministrate.com

https://www.getadministrate.com/demo



