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The Washington State Department of Ecology is requesting contractor services to help evaluate its information management organization and resources.  Currently, these resources exist throughout the agency and depending on the function, are centralized, decentralized and ad hoc.  Ecology’s desire is to continue to improve our information systems.  This requires a thorough look at organization, structure, functions, service delivery, operational norms and staffing.  Ecology can then implement the modifications needed for information integration and internal/external service delivery.  Ecology’s strategic direction cannot be realized without some changes to operation, responsibilities and, probably, organization.





�
Background





In 1992, Ecology began the process to move toward an agency-wide approach to managing information resources.  The move from 20+ locations in Thurston County and implementation of the many agency changes were essential beginnings for that effort.  Initiation of the Information Strategy Plan in 1994 marked the next step in our strategy.  The Information Strategy Plan sets out a series of steps which are required to meet our agency needs.  The plan focuses on managing information resources from the overall agency perspective and priority, an enterprise approach.  It identifies Ecology’s information requirements and presents an approach to develop and manage information to better meet emerging needs and Ecology’s mission. 





Implementation of the Strategy Plan has begun.  We are moving toward greater standardization and eliminating redundant data in multiple systems.  The Facility/Site Identification System, the first step identified in our strategy plan, has been completed and data from the existing systems are being migrated sequentially.  This legacy system migration process will be an ongoing activity throughout our implementation.





Ecology’s environmental information needs, the second and third steps of the strategy plan, have been nicely defined in the Environmental Information Management System business area analysis. Our needs are going to be met if we use EPA’s new STORET X system with minor modifications.  Design and construction of modifications will be completed in June 1997.  Significant data migration will follow.  Linkages will be developed between the new components and the existing Facility/Site Identification System.  This practice allows incremental benefit as we approach our ultimate enterprise-wide solution.





As stated earlier, our common approach to information management requires both infrastructure and support to make it successful.  It also requires changes in some of the agency’s business practices.  For example, because Ecology has been organized by programmatic areas, e.g. air, water, wastes; for many years, individual programmatic solutions have evolved for common practices.  For example, when faced with installing systems across the agency, we found that all of the Local Area Networks (LANs) were configured in slightly different ways.  This has occurred many times throughout the agency--with the most recent sample being the installation of the Facility/Site ID System.  These differences may not affect the way a LAN operates locally; however it causes deployment teams and the LAN administrators a significant amount of effort to overcome.  Essentially, each installation requires custom attention.  This complexity, multiplied by 20 (for the approximate number of LANs across the agency), becomes a significant problem for consistent operation and service delivery.  Additionally, our �e-mail problems have in part been attributed to having multiple desk top operating systems (e.g. Windows 3.1, Windows 3.11, Windows 95, and Windows NT) in the agency.  We need to shift toward enterprise-wide solutions, practices and procedures, and more consistent service delivery if we are to implement the vision of access, consistency and reliability.


�
Scope





An agency-wide approach is a significant change in the way we do business.  The resulting solution(s) need to incorporate Ecology’s Information Integration vision; schedule; staffing; management; and effective service delivery.  Opportunities to out-source services and the overall cost/efficiencies of the solutions need to be identified.  Current thinking would suggest that we expect the outcome to be a mix of decentralized and centralized functions.





The project will establish how the agency currently manages staff and funds its information resources in the following areas:





Management, Planning, and Acquisitions -- who and how, centralized versus decentralized, or a mix �


Information Systems Development and Maintenance -- where, how, and who�


Computer, Network, and Telecommunication Operations -- who and how are the day to day functions carried out�


Desktop and User Support -- standards and who takes care of the individual workstations�


Data and Data Base Administration -- who takes care of agency data and the system holding it �


GIS Support -- how is it provided and to what degree �


Training -- specialized; routine; how and when�


Public Information Dissemination and Management -- who, how, and strategy; including Internet








The scope includes review of Ecology’s assessment of its current structure, management,  staffing, expertise, funding source, and the role of agency standards.  The contractor will then compare the current situation and its overall adequacy from an enterprise-wide perspective. The resultant organizational recommendations, practices and procedures will focus on what needs to happen over the next three fiscal years to provide adequate service delivery to the agency and external stakeholders.  The contractor will also identify areas where phasing or outsourcing would be appropriate.


�
Specific Deliverables�


Ecology


1)	A report detailing Ecology’s current organization, management, functions, staffing and expertise levels and service delivery concerning the eight areas listed above.





Consultant


1)	A report detailing at least two organizational/management models which strategically place the agency in the required position to implement and meet its vision of an enterprise-wide approach to managing IS resources.





2)	A report detailing the agency-selected model which addresses the organization, management, functions, staffing, and expertise levels, and service delivery for the areas listed in consideration of current practices.





3)	A final report which incorporates agency comments and includes all of the above.








Project Team





The project will be an interactive experience where Ecology and the consultant team will work closely together.  The Project Team will consist of a project leader, subject matter leads who are a cross-section of Ecology managers and staff, and the consultants.  





Subject matter leads will coordinate and convene workgroups comprised of regional, headquarters, program, system managers, and end users to work through the issues.  Subject matter leads will need to be “champion of change” who will provide internal leadership and coaching in a variety of areas.  These areas include change management, problem solving, and team management and dynamics.  The consulting team will also need to understand change management and enterprise-wide information management solutions for larger, geographically-diverse organizations.  The consulting team must have a willingness to understand our:  vision; schedule; geographic diversity; corporate culture; enterprise-wide phased implementation; and need to participate in the process. The structure of the Project organization and role is presented on the following page.
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Project Timing and Schedule





Project Executive Steering Committee Established				10/01/96


EMT Reviews and Approves Project Proposal				10/25/96


Request for Proposal Advertised						12/16/96


Project Manager Selected							12/31/96


Pre-proposal Conference for Consultants					12/30/96


Ecology begins organization, operation, staff analysis & service delivery	01/15/97


Consultant Proposals Due							01/20/97


Proposal Review Completed							01/30/97


Contractor Selected								01/31/97


Contract Negotiations Begin							02/01/97


Contract Signed								03/03/97


Ecology Deliverable -	Ecology’s complete report on IIP current 		03/31/97�organization structure assessment, service �delivery, management, and three-year �implementation schedule available





Agency Review/Comment Period Ends					04/15/97





Contractor Deliverable 1- Enterprise-wide organizational models and 	04/30/97�benefits/costs presented to Project Team,�EMT, and interested agency staff





Agency Review/Comment Period Ends					05/05/97





EMT Selects Model								05/23/97





Contractor Deliverable 2- Implementation plan developed and presented	06/16/97





Two-week review of the compiled draft report				06/30/97





Contractor Deliverable 3- Final documents due/contract ends		07/15/97





EMT accepts final report and decides when to implement 			08/01/97�recommendations	
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EMT





Role:  Oversight & implementing�           body





Information Resources�Executive Steering�Committee





Role:  Keep apprised of progress�          & facilitate implementation





Role:  Provide guidance & �          management perspective to�          the Project Team





D.J. Patin (EMT Lead)


Mike Rundlett


Ron Carlson


Lynn Singleton


Bob Monn


Aaren Purcell


Jim Pendowski


Jane Smith


Jerry Gilliland





Project Manager*





Lynn Singleton (Chair)








Project Executive�Steering Committee





Project Team





Project Manager*





Ecology*





Role:  Provide the how, who & perception of �           adequacy to the Consultants & the �          Executive Steering Committee








Subject matter leads**


Management, Planning, Acquisition


Information Systems Development





Public Information Dissemination





Role:  Facilitate, compile, review &�           recommend needed agency changes

















Consultant*





  * To be selected


** Leads will coordinate, convene workgroups comprised of regional, HQ, program, system managers and end user staff to work through �    the issues.











