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The Oracle License Management Services (LMS) Steering Groups 
reached a milestone in 2017: our fifth year of holding these sessions 
aimed at championing best practice in software asset management. 
It’s been an interesting journey to date, and one that’s occurred at a 
time of changing priorities in the license management function.

When we first started out, attendees were 
primarily focused on control—and maintaining 
oversight into usage versus entitlements to 
avoid any unwanted surprises. It was about 
controlling risk, and minimizing the potential 
for any financial or legal penalties due to end  
users accessing more capabilities than  
the contract allowed for.

This is still of paramount importance of 
course. Yet, there’s also been a subtle shift 
in organizations toward managing licenses in 
a more fluid and flexible manner. Partly this 
has been due to the way modern businesses 
consume IT.  Yet equally it’s about the way 
IT, security, and procurement teams want to 
offer more cost-efficient services, to reach 
a new level of maturity in their monitoring 
capabilities—and in their relationships with 
key technology vendors.

All of which brings me to the latest Steering 
Group in New Delhi, the first we’ve held 
in India. This session presented a great 
opportunity to dive into local practices and 
procedures for license management, to 
uncover the real-life experiences of attendees, 
and to use these as the basis for a series of 
proof points to share with other customers. 
It was a typically spirited discussion, with the 
headline message to emerge being around 
the need for proactivity from the asset 
management and compliance functions.

To be more specific, attendees were vocal in 
promoting the value of internal collaboration 
to inspire the necessary behaviors from end 
users, as well as external collaboration, and 
actively engaging with vendors to maintain the 
necessary visibility across the deployed estate 
—to support short-term decision-making, and 
longer -term investment strategies.

I hope you find our report informative.

Kind regards,

Jonathan Koop 
Senior Vice President, Oracle LMS

At the Steering Group meeting  
in New Delhi, we were joined by 
guests from organizations including 
Visaka Industries, The National 
Stock Exchange of India, Canon 
India, WNS Global Services,  
Tata Communications, Tata  
Steel Group, Tata Services,  
Tata Projects, and Bajaj Allianz.



THE SHIFT TOWARD  
GREATER PROACTIVITY
Many licensing teams talk about being more proactive in managing 
their software assets, of adopting a more sophisticated, collaborative 
approach to working with internal audiences such as IT leadership, 
business users, and data security, and to building more regular and 
responsive relationships with license management teams inside key 
technology vendors. But is this ambition matched by today’s reality?

“We’re setting up one central team,”  
was the response from one attendee. 

“Mature Software Asset Management (SAM) 
capabilities are important because they 
enable us to be more proactive in managing 
our entire license estate across all major 
vendors. It’s firmly on my CIO’s agenda, 
which means it’s now recognized as a 
significant business opportunity—and  
a core business risk”. 

Such a statement was echoed by the 
majority of delegates, who collectively 
described the desire to move toward a 
stronger, more dedicated and competent 
SAM function. This requirement highlights 
the trend for those licensing teams that 
view their capabilities as immature wanting 
to progress toward a more mature and 
proactive state, and for those who already 
consider themselves mature to upscale,  
and to transform from a team fixated on 
control, to one intent on adopting a more 
flexible ‘managed’ approach.  
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PROACTIVITY SITS AT THE HEART  
OF BOTH ASPIRATIONS

As one delegate stated: “The move from immature 
to mature SAM capabilities is intended to increase 
your ability to take ownership of software licensing 
as a distinct discipline. It’s about ensuring you have 
the team and the methodology in place to optimize 
every deployment, to ensure the best returns for your 
investment, and to master the compliance angle”.

Another important point that was clarified during  
the session was the difference between ‘control’ 
versus ‘manage’. Essentially, both relate to how the 
SAM function behaves: is it intent on having complete 
visibility and ‘final say’ on all licensing activities, and to 
ensure rigid processes exist for approving any new 
licenses, or does it build on this visibility to help manage 
the delivery of IT capabilities in line with business 
demand—and dynamically aligning available licenses 
with shifting end user requirements?

These considerations were summed up by one delegate 
who stated: “Yes, most organizations would like to 
proactively manage their licenses, to be more flexible 
and understanding in light of what the business is trying 
to do. That’s because we want to be educating users 
on what can be done from a licensing perspective, and 
providing frameworks that the technology can fit within, 
rather than the other way around. But first you need to 
master the control phase, and only leave there when 
you’re confident you have a clear view of what exists 
and who’s using it.”

MANAGING CONFIDENCE

What other factors are driving this trend to move, to 
evolve, from a ‘control’ position to one of ‘manage’?  
A good example is IT security. The Steering Group 
provided examples of the control mindset here, which 
would lead to a complete lockdown in the light of any 
security issues. “There’s a reason why we moved to a 
more controlled approach,” said one attendee. “A few 
years ago, we had the experience of people downloading 
and using apps on their own laptops, causing us to fall 
out of compliance with our agreement, and giving us a 
security headache as well!”

The alternate position was to apply the ‘manage’ 
philosophy, to ensure a more collaborative approach 
to security. “I believe we should be promoting users 
to make the most of what’s already been bought with 
confidence,” stated one attendee. This opinion, heard 
throughout the session, again highlighted the need for 
license management to adopt more of a partnership 
‘stance’ with business users.

That said, other delegates suggested their principal 
hurdle was of a more technical nature—and the 
growing complexity of cloud and hybrid environments. 

“With cloud, we know that business users are being 
encouraged to use it more, and we want them to feel 
that they have that flexibility. We don’t want IT to be 
a barrier, but we have to ensure the company doesn’t 
become non-compliant.”

A QUESTION OF POTENTIALS

Yet for other delegates, such considerations were 
subordinate to the drive for ROI: “We see increasing 
maturity as important for judging how much value we 
are really getting from our investments, and for making 
sure we’re using what we’ve bought to its full potential. 
It’s one thing to fall out of compliance—that should be 
avoidable—but it’s another to not be making the most 
of what we’ve paid for. That would be a real shame.”

Then there was the risk of non-compliance. As was 
stated a few times, there is a measurable cost for 
building and developing a SAM team, yet this expense 
can be offset by reducing the amount of contingency 
budget put aside to cover the potential for any 
instances of non-compliance. “There is a financial 
impact of keeping the team and building the maturity,” 
stated one attendee. “But that can be predicted and 
planned, and it’s a lot lower than the financial impact  
of falling out of compliance.”

Finally, there were listed the broader business benefits of 
adopting a more proactive approach. These ranged from 
achieving greater alignment between IT procurement 
and the overall business strategy, to experiencing an 
overall reduction in IT spend. The consensus within the 
group was that a more responsive licensing function was 
the basis for adopting smarter ways to utilize assets, for 
making the most of what’s being purchased, and for not 
repeating any mistakes from the past.



STORIES OF COLLABORATION REMOVING OBSTACLES

For another attendee, the bigger question concerned both 
training and change management. “What is the power 
of the solution? What delight can it give us? To be able to 
answer these correctly is first to train not just end users, 
but also IT and procurement, and making sure everyone 
knows what has been bought, and the benefits on offer”.

It was also made clear however that having a license 
management team involved in controlling what tools 
and apps were being installed on individual machines, 
should not become barriers to getting the right features 
to those end users operating at the front line. “We don’t 
want people to feel limited by our involvement,” said one 
attendee. “If they found an application they wanted to 
use, our job is more about helping them be aware of  
the rules and processes surrounding the technology”.

“By educating end users on licensing implications,” 
agreed another delegate, “we feel they’re far more 
ready to self-manage their own tools. As a result, we 
now run regular sessions for the leaders of those areas 
most likely to want to procure or extend their tool sets. 
Importantly, we also include the software vendors 
themselves in the discussion to inform people of  
what needs to be checked”.

KEEPING THINGS SECURE

Internal collaboration also extends to the IT security 
function, and ensuring both the necessary controls are 
in place, and that the SAM team is keeping on top of 
what software is being installed and used. “The insider 
threat aspect of security is as much about monitoring 
what’s being downloaded inside the firewall, as it is about 
data being shared with the wrong people,” claimed one 
attendee. “By working closely with the security team,  
we can at any time restrict installation, and closely  
control what people are putting on their machines”. 

“We’re currently performing an internal review to see 
what’s installed on all machines, and anything that’s  
not licensed is being deleted,” said another attendee. 

“We can only do this now because of the work  
previously undertaken to boost the relationship and 
working processes that exist between licensing and 
security. It helps to show immediate benefits for this 
collaboration, which makes people more prepared to 
extend such efforts into other areas of the business.”

AN EXTERNAL FOCUS

Collaborating externally, particularly with software 
vendors, was for all present at the Steering Group an 
act that begins at the level of pre-sales. As one attendee 
commented: “From the earliest possible moment in the 
sales process, I’m looking for active involvement from 
the vendor’s licensing team. I want to get to know them, 
to identify a person able to educate us upfront on likely 
compliance issues and the most common violations”.

“It’s an important part of our thinking,” added another 
delegate. “We need to confidently understand everything 
from the licensing experts for a given product. To gain 
insights that can influence our final decision, as well 
as our plans for how we will implement the solution”. 

“Agreed,” said another attendee. “One thing we can do 
as customers is to encourage a stronger relationship 
between the vendor’s sales team and our own licensing 
function. The goal must be to receive the best advice 
before the contract is signed”.

Engagement at the pre-sales phase was also considered 
vital from a technical perspective. “It’s important to bring 
the vendor’s licensing experts into the sales dialogue 
early if for no other purpose than to ensure we’re 
structuring the contract in line with how we plan to use 
it,” said another attendee. “For my company’s last major 
purchase we had questions relating to the models of 
virtualization and how backup was to be configured. The 
answers we received certainly affected our final decision, 
and the contract’s overall value.”

FROM RETURN ON INVESTMENT TO  
DO IT YOURSELF

Then of course is the desire to generate the best return 
on investment from the technology. “There are definitely 
cases in the past where we haven’t implemented 
solutions to their fullest potential,” admitted one attendee. 

“It would be good to have the relationship with the 
vendor’s compliance team to identify what measures 
exist for helping us see that and to fix it”.

Finally, talk turned to better enabling customer SAM 
teams to ‘do-it-yourself’, when it comes to managing and 
monitoring compliance metrics, as well as fully optimizing 
the deployed estate. Here, the topic of certification was 
soon raised. As one attendee stated, “When it comes 
to educating our internal teams, it would be interesting 
to have the option to certify them on Oracle compliance. 
One of the objectives being that we as customers can 
start to almost audit ourselves”.

With agreement from the group that moving toward a more proactive 
and managed SAM function is a worthwhile effort, talk turned to how 
teams are trying to actually do it in practice. As attendees detailed 
their views and experiences to date, one central theme emerged: 
collaboration is fast becoming a core skill for licensing professionals 
irrespective of company size or industry focus.

The conversation first turned to internal 
considerations. “A core role of our asset 
management team is to make sure the 
architect community and other relevant 
in-house parties are aware of exactly what 
capabilities we’ve paid for,” said one attendee. 

“We’re also spending more time now actually 
talking them through how they can and can’t 
use them according to our contract.”

As to the why, and the value on offer 
from encouraging a more active, visible 
SAM function, the general view was that 
with technology being such a force for 
transformation, the emphasis now was on 
extracting as much value as possible from 
every deployment. “I know of one business 
in my sector that is only using about 20% of 
the capabilities available from a big new ERP 
implementation. I just couldn’t allow for that 
to happen in my environment”.
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IN SUMMARY
Proactivity and collaboration were certainly the two words of the day 
at this first Steering Group session held in India. 

Jonathan Koop, the Oracle LMS host for the 
day, commented in response that the role of 
his organization is to help promote these two 
behaviors. He also added that Oracle LMS is 
tasked with becoming increasingly proactive 
in sharing information, updates, and insights 
into all aspects of Oracle licensing—as the 
first step in helping customers manage their 
investments more effectively. 

To educate, equip, and enable customers is an 
objective openly pursued by the global Oracle 
LMS team, which evidently fits neatly to the 
objectives being set internally by compliance 
and SAM professionals when engaging with 
their own business leaders too.

STAY IN TOUCH…

If you’d like to keep up to date on future 
events being planned by Oracle LMS,  
or would like to attend one yourself,  
then please visit:  
www.oracle.com/goto/lms


