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ITAM 3.0.
And the ten ways it differs from ITAM 2.0.

This guide sets out what changes when asset management stops optimizing the estate and starts operating it, stated as
ten differences a SAM, HAM or IT operations leader can check against their own program. It assumes you already own a
SAM tool, a CMDB and discovery, and that each of them works. That assumption is the point: the limit described here is
not a limit of any one product.

W H AT  I S  I N  T H I S  G U I D E

1 What it should look like 2 The contradiction 3 Three operating models 4 What ITAM 3.0 means

5 Differences 1 to 5 6 Differences 6 to 10 7 Three decisions, both ways 8 Where the model extends next

9 What stays human 10 Which operating model you are
running

11 Where to start

1 W H AT  I T  S H O U L D  L O O K  L I K E

This is the operating state
every ITAM program is already trying to reach.

Any material question answered now, not in three weeks. A departure closes every entitlement that depended on it.

A renewal opens from a position already maintained. A refresh or a patch targeted by condition and version.

When systems disagree, policy resolves it consistently. When a lifecycle completes, the end state is provable.

Most programs cannot do these things today, not because the tools are bad but because the operating model stops at recording
and optimizing. ITAM 1.0 recorded the estate. ITAM 2.0 optimized it. ITAM 3.0 operates it.

2 T H E  C O N T R A D I C T I O N

Every tool in your ITAM program can be right.
The estate can still be wrong.
Discovery knows what it found. SAM knows entitlements. UEM knows devices. Procurement knows what was bought. Each is authoritative for
its own slice, and none is authoritative for the estate. So when one answer is needed, a person assembles it by hand. That work is not a defect
in any of those tools. It is the space between them.

1 The tools scale. The person does not.
Each product you add is one more source to reconcile. It does not take a share of the coordination work away, it adds to it. These systems coordinate
steps, and several of them do it well. None of them maintains the combined state or owns the outcome across the seams.

2 The audit did not create the work. The drift did.
Most of what an audit costs is not the settlement. It is people rebuilding a position that was allowed to decay, under a thirty-day clock, out of the same
nine products that were each accurate the whole time.

3 You automated the workflows. You did not automate the handoffs.
Traditional automation can automate every individual step in a lifecycle and still leave the handoffs between those steps, and accountability for the final
outcome, with people. Automating the steps does not eliminate the handoffs.
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3 T H R E E  O P E R AT I N G  M O D E L S

Three operating models of asset management.
Only the third one holds.
The three are cumulative, not competitive. ITAM 3.0 adds what the existing stack was not built to provide: one maintained state across it, with
the authority to act.

Read the ladder in terms of what gets automated: 1.0 records the things. 2.0 automates the processes. 3.0 operates the outcome across the handoffs.

You do not have to climb it in order.

These are operating models, not maturity gates. A firm still struggling with inventory and discovery does not have to perfect ITAM 2.0 before moving to
3.0. ITAM 3.0 builds and maintains the Position from the evidence already produced across identity, endpoint, SaaS and procurement systems, using an
existing SAM baseline where one exists. Where the evidence is incomplete, the Position says so instead of guessing.

4 W H AT  I TA M  3 . 0  M E A N S

A Position, not a report.
That single substitution is most of the difference.

T H E  D E F I N I T I O N

A Position is the continuously reconciled state of the estate across
technical, commercial and business evidence, current at any moment, with
the next action attached. In ITAM it takes two forms. The Software
Position holds entitlement, contract metric, installation at version level,
assignment, usage, employee state, cost, compliance and renewal
exposure. The Device Position holds identity, owner, location,
performance, security, management state, warranty, age, recovery and
disposition. Every familiar output, the ELP, the refresh list, the audit
response, the executive brief, is a view published from a Position rather
than a document rebuilt for the occasion.

W H AT  C H A N G E S  B E C A U S E  O F  I T

ITAM 2.0 ends at the finding. ITAM 3.0 continues through governed
execution and verification, using the systems already in place. No rip-
and-replace is required: systems of record remain authoritative for what
they genuinely know, while existing SAM and HAM tooling can go on
feeding evidence into the Position. Where the evidence already in place
is sufficient, XOPS can maintain the Position directly.

If people still reconcile it,
it is not automated.

1.0 R E C O R D
Systems establish what exists

Inventory, discovery, the repository. Know what
you have. Necessary, and where most ITAM
programs started.

2.0 O P T I M I Z E
Where the market is today

Specialized tools identify utilization, licensing,
cost and risk. The estate is analyzed one slice at
a time, and the finding is handed to a person to
assemble, defend and act on.

3.0 O P E R AT E
The maintained state

The platform maintains the combined Position,
executes governed actions and verifies that the
intended state remains true. Humans set the
policy and handle the exceptions.
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5 D I F F E R E N C E S  1  T O  5  ·  H O W  T H E  E S TAT E  I S  M A I N TA I N E D

The first five differences
change what you know.
ITAM 2.0 produces answers about the estate. ITAM 3.0 maintains the estate itself. If a renewal answer has to be assembled before it can be
given, the program is still running 2.0, no matter how much of it is automated.
T H E  D I F F E R E N C E I TA M  2 . 0  ·  O P T I M I Z E I TA M  3 . 0  ·  O P E R AT E

1 The unit of work A report. The ELP, the refresh list, the audit
response: each one assembled for an occasion,
and stale from the moment the review ends.

A Position. One continuously reconciled state that
the ELP, the refresh list and the audit response are all
published from, so none of them has to be rebuilt to
be believed.

2 How current it is Point in time. A baseline is accurate on the day it
is produced and decays from there, which is why
every cycle opens with a rebuild.

Continuous. New evidence from identity, endpoints,
SaaS platforms, contracts and procurement is
reconciled as it arrives. Current at any moment, rather
than current on a schedule.

3 The scope of truth One slice each. SAM is right about entitlement,
UEM is right about devices, procurement is right
about what was bought. Nothing is right about the
combination.

The combination. Entitlement, installation, usage,
assignment, ownership, employment state, cost and
contract are held together, because the combination
is the unit a decision is actually made on.

4 What gets automated The step. Each individual process can be
automated, and usually is. The handoffs between
them, and accountability for the result, stay with
people.

The outcome. The whole chain is the unit, seams
included. One outcome can cross a dozen systems
with no person carrying state between them.

5 What starts the work The calendar and the ticket. A renewal window
opens, an audit letter lands, a laptop turns three,
somebody files a request.

The condition. The Position changes and the action
that change requires begins. An employment status
changes at 4:12pm and the entitlements that depend
on it are already moving.

A report is rebuilt to be believed.
A Position is simply current.
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6 D I F F E R E N C E S  6  T O  1 0  ·  W H AT  H A P P E N S  N E X T

The second five
change what happens because you know it.
Identifying an exposure and closing it are different jobs. ITAM 2.0 was built for the first. ITAM 3.0 continues through the second.
T H E  D I F F E R E N C E I TA M  2 . 0  ·  O P T I M I Z E I TA M  3 . 0  ·  O P E R AT E

6 After the finding A person acts. The tool identifies the unused
license or the aging device, then routes the finding
to someone who gathers the context, makes the
case and executes across the systems by hand.

Governed execution acts. The action is policy
bound, approval gated, fully logged and reversible
where policy allows, and it runs through the systems
already in place. No new agent on the endpoint.

7 When systems disagree It escalates, or a precedence rule settles it. Either
way the answer is unstable: the rules differ
between feeds, so the same contradiction can
resolve one way today and the other way
tomorrow, depending on which source reported
last.

It arbitrates. Conflicts resolve deterministically
against policy. Given the same Position, the same
events and the same policy, the result is the same
every time, and it replays.

8 What done means The workflow completed. Every step returned
success, the ticket closed, the report shipped.
Whether the intended state is actually true is a
separate question nobody owns.

The state is verified. The outcome stays open until
every affected system reflects what was supposed to
become true. A completed workflow is not evidence
that the estate is right.

9 The unknowns They are estimated, or they fall off the report.
Records the tools cannot place get excluded,
guessed at or footnoted, which is what makes a
reclamation hard to defend when the vendor asks
how you know.

Unresolved is a state. Where evidence is missing or
contradicts itself, it is held visible and named, with
the missing source identified. No invented owners,
and no dropped dollars.

10 What counts as an asset Devices and software seats. The asset classes the
tools were built for, found by an agent or reported
by an admin console.

Anything that consumes spend and authority.
Including AI seats, tokens, API keys, model endpoints
and autonomous agents, which provision themselves
between the inventories and can outlive the employee
who created them.

A tool tells you the gap exists.
An operating model is told what should be true, and closes it.
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7 T H R E E  D E C I S I O N S ,  B O T H  W A Y S

The same three decisions,
made under each operating model.
The differences are easier to judge against decisions you already make. All three of the following are ordinary. None of them requires an
unusual estate, an unusual vendor or a failure by anyone involved.

An employee leaves. Eighty-seven days before a major publisher renewal. S O F T WA R E  P O S I T I O N

U N D E R  I TA M  2 . 0

Workday processes the termination and Okta deprovisions within
minutes. The SaaS admin consoles never get the signal, because no
system holds the relationship between the person and every entitlement
they carried.

At quarter close, finance finds paid entitlements still assigned to
somebody who left ninety days earlier. A reclaim project starts. The
renewal forecast has already been built on the inflated number.

U N D E R  I TA M  3 . 0

The same Workday event changes the Position, which already maps that
person to every entitlement in the estate. Reclamation is
recommended, approved where policy requires it, and executed.

Seats return to the pool, the commercial position updates, and the
renewal posture reflects real demand. Nobody filed a ticket. The Position
noticed, recommended and followed the approved control.

A laptop hits the calendar. Three years old, and on this quarter's refresh list. D E V I C E  P O S I T I O N

U N D E R  I TA M  2 . 0

Age policy says refresh, so the device is refreshed. The telemetry showing
that this particular machine is healthy sits in a DEX or endpoint platform
that the refresh list was never joined to.

Meanwhile a degraded device belonging to someone whose work
depends on it stays in the fleet, because it is only two years old.

U N D E R  I TA M  3 . 0

Performance, security posture and warranty are part of the Device
Position, so the healthy device is extended and the degraded one is
prioritized in its place.

The refresh forecast updates and the evidence stays traceable. The
calendar said replace it. The Position knew better, and could prove it.

A critical vulnerability lands. In one build of an application deployed across the estate. S O F T WA R E  P O S I T I O N

U N D E R  I TA M  2 . 0

Discovery reports the application on thousands of hosts. The system of
record carries only the current release as the official version, so which
machines are running the affected build is not a question it can answer.

So the estate is swept, or it is patched broadly and watched over the
weekend. Either way the response is scoped by guesswork and staffed by
people.

U N D E R  I TA M  3 . 0

The Position resolves installs at version level, so the affected build, the
machines carrying it, their owners and what those machines are used for
are already known. Remediation is scoped to the machines that
actually have it and routed through the tools that perform the patching.

The outcome stays open until the Position shows the affected version is
gone, which is also the audit answer.

In all three cases, the evidence already existed. What was missing was one maintained state with the authority to act on it.
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8 W H E R E  T H E  M O D E L  E X T E N D S  N E X T

The same operating model,
applied to the newest thing that spends.
AI expands the technology estate rather than sitting beside it. It creates new forms of spend and authority between the inventories, exactly
where a 2.0 program has no maintained state. The point is not to settle whether an agent is technically an IT asset. The ten differences already
answer the operational question either way: an owner, a cost, a policy and a lifecycle that ends are what a maintained Position holds, whatever
the thing turns out to be called.

No invented people. No dropped dollars. Agents running with no accountable owner, credentials still live after the owner left, token spend outside every budget line and
duplicate assistant entitlements all resolve the same way the rest of the estate does: an owner is assigned or the thing is retired, and spend that resolves to nobody is held
visible rather than attributed to a guess. A guessed owner is what makes a chargeback indefensible. This is the newest of the lifecycles, specified and in early deployment; the
production proof at scale is in software, device and employee.

9 W H AT  S TA Y S  H U M A N

ITAM 3.0 does not remove the ITAM team.
It removes the reassembly.
Plenty of firms have no dedicated ITAM team at all and run it as an extension of operations. ITAM 3.0 does not require one to be created, and it
is not staffed into existence: in one production deployment, the onboarding and offboarding work that used to occupy 89 people now runs as
a report, watched by one part-time operator reviewing the output. The work that disappears is the work nobody was hired to do: exports,
spreadsheets, reconciliation, chasing the handoff, rebuilding a number that was true last month. What remains is judgment, and there is more
room for it.

R U N S  C O N T I N U O U S LY S TAY S  W I T H  P E O P L E

The evidence gate. When the Position is incomplete, contradictory or below the confidence required to act, execution pauses rather than guesses. AI explores and
recommends; people set policy and approve exceptions; execution remains deterministic, with no model in the execution path.

Reconciling evidence from every contributing system→

Publishing the ELP, refresh list and audit response as views→

Acting when a status change makes an entitlement wrong→

Resolving conflicts deterministically against policy→

Verifying that the intended state became true→

Preserving lineage, reconstructable for any prior date→

Setting the policy the execution is bound by•

Approving the exceptions the policy reserves•

Commercial strategy at the renewal table•

Deciding what the business actually requires•

Judging the cases the evidence gate refuses to guess•

Owning the outcome, with evidence behind it•
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10 W H I C H  O P E R AT I N G  M O D E L  Y O U  A R E  R U N N I N G

Six questions.
They take about ten minutes to answer honestly.
They ask what happens between a tool being right and a decision being made.

1 Can you produce a defensible ELP for your largest publisher today,
without notice?
If the honest answer is "in about three weeks", the number is being
assembled rather than maintained.

2 When someone leaves, what closes their entitlements, and how long
does it take?
If the answer differs by application, the estate has no single state for that
person.

3 When two systems disagree, who decides, and would they decide
the same way twice?
A decision that depends on who picked it up is an escalation, not a control.

4 After a lifecycle workflow reports success, what confirms the end
state is true?
If nothing does, "complete" is a statement about the workflow, not about the
estate.

5 What happens to records your tools cannot place?
If they are estimated or excluded, the gap is real and it is invisible at exactly
the wrong moment.

6 Who owns each AI agent operating in your environment, and what
does it cost?
If the question has no owner, the newest form of technology spend is already
outside the program.

A well-run program can still answer these badly. They are the predictable result of an operating model that stops at the finding.

11 W H E R E  T O  S TA R T

One publisher, one cohort,
or one decision on your calendar.

Every customer result in this guide was measured in the customer's own environment, not modeled and not a pilot. They are achieved outcomes, not a guarantee
of the same result in any other estate.

W H AT  X O P S  I S ,  I N  O N E  S E N T E N C E

XOPS is the system of action behind ITAM 3.0: it maintains the Software and Device Positions, executes governed actions across the systems already in
place, and verifies that the intended state became true. The systems of record stay where they are and stay authoritative for what they genuinely know.

40%
SOFTWARE SPEND
REDUCTION

92%
OF THE HARDWARE L IFECYCLE
RUN AUTONOMOUSLY

$4.3M
ANNUAL REFRESH SAVING,
OBSERVED

“We did not replace a single system. We declared the
end state. The engine ran on the stack we already
had.”

VP of IT Operations · Fortune 15 pharmaceutical

T H E  I TA M  3 . 0  O P P O R T U N I T Y  R E V I E W

Bring one renewal, audit or lifecycle decision your systems
cannot answer cleanly.
We map how the answer is assembled today, name where people are carrying the process, and
give you three recommended next actions in priority order. No data changes hands for the
review itself, and nothing in the three actions requires a purchase.

xops.io/itam-3-assessment

H O W  A D O P T I O N  W O R K S

Choose one publisher or device cohort with a
renewal, refresh or audit in the next two quarters.
Connect the relevant systems read-only, least
privilege, nothing written back without approval.
Assemble the Position, deliver the decision-ready
output before the deadline, and defend the math
from there.

XperiencOps, Inc.  ·  xops.io  ·  hello@xops.io

© 2026 XperiencOps, Inc.  ·  xops.io PUBLIC Page 7 of 7

https://xops.io/itam-3-assessment

