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PAVILION OFFICE BUILDING
MONTPELIER, VERMONT 05609-020I

OFFICE OF THE SECRETARY
(802) 828-3322

STATE OF VERMONT

AGENCY OF ADMINISTRATION

March 18, L992

Dear Secretaries, Commissioners and Interested Parties:

I am pleased to forward to you the completed report of Phase I of the Vermont
Information Stratery Project. This effort, initiated in the Fall of 1991, was in response to
the perceived need for a coordinated approach to information management to better
manage state government.

Informatíon Stratery Planning is a relatively new, but growing, management tool.
Our consultant, James Martin & Company, has developed and pioneered the use of this
technique in both private and public sector organizations. To our knowledge, our project
is the first time that an Information Strategy Plan has been developed for an entire state
government.

The true strength of this report is that it is a living document. It is a look at
where we are toda¡ where we want to be five to ten years from now, and an initiat
listing of critical success factors which must be met to achieve our desired outcome. This
project has provided us with a solid foundation to use in achieving our goals. I urge you
to review the material and provide us with your feedback. Please channel these
suggestions to Gene Hallman, Project Director of Vermont Information Strategy Plan
(VIsP).

In a time of retrenchment, this forward looking document offers a unique
approach to some of the problems facing the State of Vermont today. We have proven
that Vermont's size and ability to work together has put us on a track to provide overall
improvement in the way we deliver services to the citizens of Vermont.

I would like to thank all the individuals who contributed their time and effort to
make this project possible along with the Cabinet Secretaries who provided key
managerial overview. It is appropriate that this project affecting all of state government
has had such wide ranging participation.

very

M. Wilson
Secretary of Administration
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SECTION II

EXECUTTVE ST]MMARY

BACKGROT]ND

The Vermont Information Strategy Plan (VISP) was initiated under Governor Snelling's
Administration, and Phase I completed under Governor Dean's. This report represents the
results of Phase I of VISP. The purpose of Phase I was to initiate the process of statewide
Information Strategic Planning for the Executive Branch of State Government. Phases II and
III will test, prove out, and implement statewide the policies and directions whose development
was begun in Phase I. Therefore, this report should be viewed as a vehicle for on-going
discussion rather than a final completed product.

What is Information Strategy Planning?

Information Strategy Planning (ISP) is the first step in building an integrated information
infrastructure based upon the needs of Vermont and the Executive Branch of State Government.

Vermont's Information Strategy Planning involved three key areas:

1) Vermont Strategy Definition, which provides the vision for the future as defined
by senior management to serve as the foundation for the entire undertaking;

2) Five Year Target Architecture based on strategy analysis, information needs, and
technical requirements, which will provide the framework for implementing
Vermont's future information infrastructure;

Initial Information systems Management policies, which serve as guiding
principles for steering this implementation.

VISION

The Vermont Strategy Definition is the foundation for VISP. Its vision of Vermont's future and
the responsiveness of State Government to the people of Vermont will shape future information
policy and system decisions. The future vision that energizes VISP was based on Pathways to
Prosperity and Government 2000, as well as interviews with 25 top State Government
executives. This vision can be summarized as follows:

Vermontts future rests on ¡sf¿ining the character of its natural resources while
nurturing a viable economic foundation. Vennont must provide opportunities for
its citizens to pursue their individual goals. State Government must be the focal
point for coordinated programs and policies for Vermont to realize its potential and
preserve its special way of life.

3)
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The Information Strategy Planning approach used by VISP links this vision to key objectives
related to State Government, and then to information-related critical success factors (CSFs) for
those objectives to be met. The Five Year Targei Architecture has been structured to enable the
State to achieve these CSFs.

TTVE YEAR TARGET ARCHITECTTJRE

The Five Year Target Architecture, as shown in Figure 2.1, is
a blending of three architectures with guiding policies to serve
as the foundation and first step towards building an integrated
information infrastructure. The three initial architectures are a
critical part of linking strategy and information systems. The
Information Architecture is a model of the Executive Branch in
terms of its strategy functions and the data that supports them.
Tlte Systems Archítectur¿ is the identification of business areas

and an analysis of how well current application systems support
them to determine areas for future information system design

and construction. The Technical Architecture describes the
computer, telecommunications, and software platforms the State
will use to support user needs. These architectures will serve

as a blueprint from which the State can build coordinated systems supporting the State's
requirements. The architectures are also a focus for communications about important issues like
scope of projects, overlap of systems and databases,' and the cross functional needs of specific
departments and applications. Together these architectures will permit the realization of
integrated systems driven by the needs of the Executive Branch positioned to take advantage of
the technology advances of today and those emerging for the future.

A key thrust of the CSFs in the Vermont Strategy Definition is ease of information sharing, both
within State Government as well as with outside organizations and the general public. The Five
Year Target Architecture will enable ease of information sharing in the following ways:

A common Information Architecture across State Government that allows
visibility into the information resources of the State, and provides a framework
for elimination of needless duplication. A significant barrier in sharing
information today is the large number of collections of information spread

throughout the State that overlap and share no common definitions for data.

Mrn¡gcocot
OOø¿.¿i

Technical Architecturc

Fþre 2.1 - Target Architecture

o

O A common Systems Architecture across State Government provides an integrated

view of the functions and data utilized across agencies and departments for use

as a base to develop coo¡dinated requirements for the development of integrated
information systems. Application systems are cuffently developed based on
individual organizational requirements proliferating copies of similar if not
identical pockets of information across the state.
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A common Technical Archítecture across State Government provides a basis for
agencies and departments with different systems to interface. The current
Information Systems (IS) environment is heterogeneous with a multiplicity of
agency and department networks, computers, and software. In order to share

information easily across the State, this heterogeneous environment must be
managed in such a way that, without starting over again, State Government can

inter-network among different agency and department systems. The common
Technical Architecture will also provide standard interface definitions for
organizations outside State Government, as well as the general public, making
broader inter-networking achievable.

Another key thrust of the CSFs is the need to increase the effectiveness and efficiency of State

Government by improving its information infrastructure. Information infrastructure consists of
information technology, the information itself, and human skills in using that technology to meet

the operational needs of state government. Improving the information infrastructure of State
Government is supported by the Five Year Target Architecture in the following ways:

Government employee skills and information literacy are enhanced by defining
a common, limited set of information, system, and software directions within the
Target Architecture that employees need to learn. By limiting the number of
choices in each of these areas and adhering to standards, the cost of adequately
training and supporting employees becomes more manageable.

Actionable, timely, and accurate management information is enhanced by defining
a common Information and System Architecture. Managers will be able to access

a wider range of data across the State and make more well-informed decisions
when a pre-planned information structure that anticipates their needs is in place.

The efficiency of State Govemment is enhanced by defining common Information
and System Architectures. Unnecessary, duplicative collection of information and
development of systems can be eliminated.

Finally, another theme of the CSFs is the need to promote both near-term and longer-term
improvements in the effectiveness of State Government by adopting appropriate information
planning and implementation processes. The Five Year Target Architecture supports both these

objectives by supplying a shared language describing the State's information capabilities and

directions that can be used by both business and systems professionals. This shared language
will enable users to re-engineer their processes and take advantage of statewide info¡mation
resources. It will also enable agencies, departments and the State as a whole to discuss the most
effective long-term uses of information technology in order to prioritize scarce budget resources.

a

O
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FOLICY

"Information Resource Management (IRM) ",
as shown in Figure 2.2, is that part of the
overall State Government management system
that manages the creation, processing and
distribution of information whether
computerized or not. The focus of the
Vermont Information Strategy Planning
project (USP) thus far has been on
"Information Systems Management (ISM)", a

subset of Information Resource Management
that manages computerized information and
data bases, computing systems, software and telecommunications. The policy structure in this
report establishes a framework for more detaited policy discussions in Phase Itr.

The purpose of IRM Policy is to implement and manage the effective use of information in
achieving the mission of Vermont State Government. As described previously, the VISPproject
has produced a "Five Year Target Architecture" describing a future information environment that
meets that objective. IRM Policy controls the development, operational and management
processes that make the "Five Year Target Architecture" a reality.

HIGH

The actual demands of government users on
the information environment is another vital
factor in formulating realistic policy. The
VISP project has based IRM Policy on a

model of two fundamental information-related
user demands, as shown in Figure 2.3. In
each of the quadrants in this model there
should be different policy emphases to
balance the needs for user autonomy in
processing information and the need for
common information and processing control.
For example, in the quadrant aJta¡ Fþre 2'3 - rnformation Related user nemands

"Information Utilities" where users share
common applications to process their own locally controlled information, policy must focus on

standards for common software packages, common user interfaces and inter-networking. Using
this model, an analysis of Vermont State Government and the Five Year Target Architecture has

yielded the following general policy requirements:

In general, users require a low degree of application development control over the

"Information Utilities" of the Vermont State Government. Policy in this area must deal

with central control over common software packages to facilitate inter-networking among

the heterogeneous Agency and Department end user processing systems.

Overall State Government Management

Information Resource Management

Information Systems Management

Information Technology

Telecommunications

Figure 2.2 - Poticy Scope

Nccd for
C-omrm
lnformdlon

LOttr

l. Ccnl¡âl
lnfomalion

2. Inform¡tlon
Utilitics

3. Dishibutcd
Informrt¡m

¡3. E¡d Uær
Pmcc¡ctnt

a

Nccd lor U¡ct
Aùlonorny
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o) Certain user needs, such as improved integration of the financial management or client
services functions, will require critical information to be available to a wide range of
users, either within an Agency, Department or statewide across many agencies. This
user need, lying within the "Central Information" quadrant, demands central information
and systems policy control. In addition, users that largely maintain control over their
own information in the "End User Processing" quadrant still require access to abstracted

information from other areas in State Government. This also requires central info¡mation
standards in the information area.

Vermont State Government currently has a high degree of Agency and Department
autonomy in critical mission-dependent information processing. The Five Year Target
Architecture envisions maintaining this level of mission-dependent processing autonomy,
but increasing the sharing of statewide common information. Therefore, IRM Policy
must begin to deal with the user needs in the "Distributed Information" quadrant of the
model. This implies IRM Policy focused on strong central information architectural
standards with decentralized information control, inte¡-networking standards for
heterogeneous systems, and both central and decentralized application development and

operations management.

Governor/Cabinet

DirScctetary
of Adminiatration ccc

CA¡ir

rsAc rsAc
Suppnrt

Stafi

Figure 2.4 - ISAC Reporting Structure

o

PHASE II

One of the results of Phase I has been the
establishment of an Information Systems
Advisory Council (ISAC) within the Executive
Branch. The ISAC is responsible for
recommending policy and statewide initiatives to
implement the Five Year Target Architecture,
and reviewing Agency/Department plans for
compatibility with policy and architectural
directions. The ISAC, as shown in Figure 2.4,
reports to the Secretary of Administration and is
composed of Information Systems representatives
from major State Agencies and Departments.
The Director of the Government Consulting Group serves as the Administrative Chairperson of
ISAC. The ISAC support staff will be drawn from agencies and departments according to
project requirements.

Phase I of the VISP project has positioned the Executive Branch of Vermont State Government

to initiate a statewide information planning and implementation process, based on ISM Policy.
This process will improve both the short-term as well as longer-term effectiveness and efficiency
of the use of information and systems within State Government.
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Phase II of the VISP project should build on the results of Phase I to accomplish the following,
overall objectives:

Position the Information Systems Advisory Council. (ISAC) to,promulgate IRlvt
Policy statewide, by the end of Phase II;

Lay the foundation for the ISAC to begin strategic projects in Phase III,that:
migrate the State toward the Five Year Target Architecture;

Initiate several projects that pilot new information planning approaches before
more widespread statewide implemenuation in Phase III.

1)

2)

3)
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SECTION III

VE,RMONT STRATEGY DEFIMTION

INTRODUCTION

The Vermont Strategy Definition is the foundation for the Vermont Information Strategy
Plan. Its vision of Vermont's future and the responsiveness of State Government to the
people of Vermont will shape future information policy and system decisions. The Vermont
Strategy Definition is divided into three sections:

A future vision for Vermont based on the needs of the citizens of Vermont,
and state management's vision on how government can be responsive to these
needs;

The views of top management of the Executive Branch of State Government
about the key information-oriented objectives to meet these visions;

The critical success factors for Vermont State Government's future information
infrastructure, linked to these visions and objectives.

It is our view that Vermont must base much
of its future well-being on an effective
information infrastructure that serves the
needs of all its citizens. In the coming
years, economic well-being for any state or
region will depend more and more on the
skill and energy of the knowledge workers
that choose to live in that area. A well-
planned and robust information
infrastructure, in which both government and the private sector play critical roles, is essential
to a strong knowledge work base within the State.

The Vermont Strategy Definition will be the foundation for a robust information
infrastructure for the Executive Branch of the Vermont State Government. This Strategy
Definition will also provide a starting point for broader discussions about approaches to
Vermont's overall information infrastructure, including other government and private
elements that contribute to the needs of the citizens of Vermont.

A.

B.

C.

An Information Infrastructure - is an
organized collection of information,
processes, people skills, technology, üd
policies that provide the foundation for
efficient and effective knowledge-related
work and leisure.
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A. A FI]TTJRE YISION FOR VERMONT

Over the past several years the State of Vermont has completed substantial groundwork
towards reaching a vision of what Vermont will be like in the future. The Vermont Strategy
Definition is based on the efforts of several task forces working with many different strata of
Vermont citizens. Pathways to Prosperity, a Strategic Outlook by the Governor's
Commission on the Economic Future of Vermont, November 1989, was a study performed
by many prominent citizens combined with public hearings which took place throughout
Vermont. Government 2000 Conference Report, January 1989, was compiled by State
Government managers and supervisors. The most recent effort during the Vermont
Information Strategy Planning (VISP) Project has been interviews with 25 executive leaders
within the current administration. From these interviews we were able to substantiate the
views in both Pathways to Prosperity and Government 2000. The common sentiment in all
these sources is stated well in the following quotation:

"The economic success of a nation [or a state] ... must be judged ultimately by how
well its citizens are able to live and whether these standards of living can be sustained
and improved upon in the future. Living standards include more than the level of
material comfort available for purchase, of course. Clean air, personal safety, and
pleasant vistas are aspects of life on which most individuals place considerable value."
(The Work of Nations, Robert Reich, Knopf, 1991, page224.)

As the quote from The Work of Nations states, economic well-being and quality of life are
inextricably linked. The following quotes in Pathways to Prosperity validate this view:

"The underlying message we heard was that Vermonters love their State and want to make
sure our special way of life can be preserved for their children. "

"We believe that now is the time to create a future in which there are no second-class
Vermonte¡s...[by] Charting a 21st century economy that draws strength from its diversity,
provides challenging and rewarding employment, and maintains human values and social
justice. "

"The hope voiced by dozens of Vermonters was that in changing, Vermont will manage not
to lose these qualities;

Its clean environment.
Its farmland.
Its reliance on small business.
Its economic and cultural diversity.
Its heritage of local control.
The Vermont work ethic."
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"In short, the public hearings demonstrated that Vermonters look to government-inspired
planning to provide a formula for sustained economic prosperity that does not destroy the
best qualities of life in Vermont. "

The views of the managers and supervisors in Government 2000 respond to these citizen
needs:

"Dedication to service is a basic, cultural value which must apply to all the activities of all
State employees in all their interactions with all people. In orde¡ to promote a culture
dedicated to service in State Government...

create and continually reinforce the service lattitude] among State employees,
make State services more accessible to those who use them,
design more user friendly processes for the delivery of senrices,
improve the quality of the products and services of the State Government."

'State Government can best operate by viewing itself as one organization. Although
individual divisions and departments have differing roles, reflected in their mission
statements, they are all working towards the achievement of one State of Vermont mission."

These views were echoed in the executive interviews of the VISP Project. The constant
themes of these interviews were the importance of responsiveness to the needs of Vermont's
citizens, the requirement to find preventive rather than reactive means to meet these needs,
and the crucial importance of information in the effort to satisfy Vermont's citizens. The
next two sections present the specific objectives and critical success factors that ¡esulted from
these interviews for improving State Government's use of information in achieving
Vermont's future vision.

Vermont's future rests on retaining the character of its natural
resources while nurturing a viable economic foundation. Vermont
must provide opportunities for its citizens to pursue their individual
goals. State government must be the focal point for coordinated
programs and policies for Vermont to realize its potential and
preserve its special way of life.

o

o

o

a
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B. OB.IECTIVES

In discussions with the 25 Executive Branch senior managers and policy makers, a set of
long range (5-10 year) objectives was developed related to the State's information
infrastructure. The intent of these objectives is to focus attention on significant information-
oriented directions that will enable Vermont to reach its overall vision. The day+o-day
services to citizens must be maintained while these objectives are being attained. This is not
just a collection of goals for individual agencies and departments but an expression of
objectives that relate to Vermont as a whole.

The State must provide for its own well-being by supporting environmental,
educational, and economic development programs that capitalize on Ve¡mont's
highly skilled work force and sophisticated telecommunications network.

Vermont must deliver effective services to its citizens by providing convenient,
responsive access to these services. It is important to involve the public in
deciding what level of service should be supported.

To deliver services efficiently, the State must streamline the process for
sharing information among agencies and departments.

rWhile maintaining the privacy and confidentiality of data, the State must
provide access to its repository of information to both the public and private
sectors. This access is important to achieving an informed citizenry and to
stimulating economic progress.

o In order to deliver the best services to the citizens of Vermont, the State must
mærimize the value that each employee can provide. To achieve this
objective, organization, management processes, and information systems must
be redesigned. Through this redesign effort, agencies will realize operating
efficiencies by eliminating duplicate functions.

The above objectives must be achieved in a difficult environment, one in which confidence in
government must be rebuilt. This confidence can be sustained only through efficient delivery
of services, competent fiscal management, and appropriate planning and policy development.
Consensus must be reached on what is a sustainable level of government.

The Executive Branch organizational structure best suited to meet these objectives involves
both centralized direction and policy, and decentralized agency initiative and implementation.
The management of information resources will also embody this same centralized I
decentralized theme. The critical success factors to be discussed in the next section involve
both central policy issues and decentralized implementation and operational issues.

O
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The following table shows the correlation of the Executive Branch interviewees to the
summarized objectives. To keep each interviewee anonymous, a randomly selected number
has been given for each interview. The / indicates that this interviewee's statements
supported the development of the objective.

Fþre 3.1 Objectives/lnterview lVfatrix

\ Interview
\Objectives

I 2 3 4 5 6 7 8 9 10 11 L2 L3 l4 15 16 L7 18 19 20 2t 22 23 24 25

Balanced economic development
consistent with protection of resources
capiølizing on telecommunications and
skilled workforce

/ / / /

Effective deliverv of services involving
the pgh!þ in decidine level of service to
be supported

I ,/ / / / / / / ,/ / / ./ ,/ ,/ / ,/ I / /

Share data amons Asencies and
Departments

/ { { / / { { I / / / I /

Access to repositorv of information
maintaining privacy and confidentiality
to achieve informed citizenry and
stimulate economic pro gress

/ / / / { / / / / / /

Maximize value that each emploveo
provides through redesign of
organization, management processes and
information systems and realiza¡is¡ s¡
operating efficiencies

,/ / / / I /
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C. CRITICAL SUCCF.SS FACTORS

A second result of the executive interviews was a set of critical success factors (CSF) which
identify what events have to happen or what conditions have to exist to achieve these
objectives. These CSFs require executive management's attention and control.

A great number of conditions and events have to happen for Vermont to be the kind of State
envisioned by its citizens and government leaders. A pervasive theme through all the
statements is to make the government more responsive to the needs of its citizens and better
able to meet those needs with cost-effective, well-managed services; in short, to provide the
best government at the least cost. Central to that purpose is the development of an
information infrastructure which can support those services efficiently.

There must be effective information networking and sharing throughout State
Government to support the commitment, cooperation, coordination, and
improved communications needed among all levels of government.

a

o

o

a

a

a

o

o

The scope of State information networking and its quality and ease of use,
must be expanded to improve communication with the public, other
government agencies and private entities.

There must be resolution of privacy and confidentiality issues to promote the
effective sharing of information.

Accurate, timely and actionable management information must be available.
This information must include rneasurements of quality, productivity,
consistency and the timeliness of State services that enable quick action on
operational modifications necessary to meet Vermont's goals.

State Government processes must be re-enginee¡ed to maximize the efficiency
and effectiveness made possible by the new information infrastructure. These
will enable self-service delivery systems, consolidated serrrice availability and
an integrated view of clients.

State Government employees must be empowered by giving them significantly
increased operational responsibility and providing easy access to the-
information necessary to make informed and timely decisions.

Employees' info¡mation literacy and skills must be raised to exploit the
advances made in the Ståte's information infrastructure.

Vermont must have a sustainable information planning process that takes a
statewide perspective for dealing with overall issues and priorities,
transcending political or short term considerations.
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State Government must form partnerships with other governmental agencies
and the private sector to share marketing and economic information in a
coordinated approach to retaining and expanding Vermont's economic future.

The following table shows the correlation of the Executive Branch interviewees to the
summarized critical success factors. To keep each interviewee anonymous, a randomly
selected number has been given for each interview. An "M" indicates that this interr¿iewee's

statements provided major support to the development of the critical success factor. A,/
indicates that this interviewee's statements supported the development of the critical success

factor.

o

\ Interview
Info Related CSFs \

I 7 3 4 5 6 7 8 9 10 1l t2 t3 l4 15 16 t7 18 19 20 2L ,1 23 24 25

Efïective information networkine and
sharine throughout State Government
lo support commitment, cooperation,
coordination and communications.

M M M / / M M ,/ M / ,/ / ¿ / ¿ M / / /

Exoand scooe of State information
networkine and its qualitv and ease of
ry to improvo communication with
public, other govt and private entities.

/ M / / M / M M / ¿ ¿ I M I M I M M

Resolution of the orivacv and
confidentialitv issues for effective
sharing of information.

/ M M / M M M

Accurate. timelv and actionable
manasement information measuring
quality, productivity, consistency and

limelincss.

M M M M M M / { M

Reeneineer Drocesses to achieve better
sen¡ice delivery, consolidated service
availability and an integrated view of
clients.

/ / M M I M M M / / M M / M M I { / I /

Emoower emplovees with increased
operational responsibility and access ûo

information ûo make informed and

timely decisions.

{ M / / / / / ,/ M /

Raise emolovees' information literacv
and skills.

/ / / M M M I /

Sustainable information nlannine
EAS5¡ that t¿kes a st¿tcwide
perspective for dealing with overall
issues.

M M M / M I / / / { / / M

Form oartnershins with othcr govt
agencies and private sector lLlbglg
information in a coordinated approach
to enhance Vermont's economic future.

{ I / M / M / M / M M {

Figure 3.2 - Information Related CSFs/Interview Matrix
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SECTION IV

ITVE YEAR TARGET ARCHITECTTJRE
FOR EXECUTIVE BRÄNCH INT'ORMATION SYSTEMS

The Five Year Target Architecture describes the ideal information infrastructure capabilities that
will equip the Executive Branch of Vermont State Government to achieve the Objectives of the
"Vermont Strategy Definition" effectively and efficiently. The
Five Year Target Architecture is a blending of three
architectures with guiding policies to serve as the foundation and
first step towards building an integrated information
infrastructure. As shown in Figure 4.1, these three separate
architectures are unique and work together under the umbrella
of Information Resource Management (IRM) Policies to build
the information infrastructure capabilities needed to fulfill the
vision of the Executive Branch. Together these a¡chitectures
will permit the realization of integrated systems driven by the
needs of the Executive Branch positioned to take advantage of
the technology advances of today and tomorrow.

Manåge¡Ðe¿,

%u.
ug.

Technical Arcl¡ite¡ture

Flgure 4.1 - Target Architecture
The first piece of the Target Architecture is the Information
Architecture, which models the Executive Branch in terms of its
business activities and the data needed to support these functions. The Information Architecture
establishes a common view of the enterprise's functional and informational needs to ensure
information strategy plans are built on the business needs and priorities of the enterprise.

The second piece of the Target Architecture is the $stems Architecture, which defines the
groupings of similar business functions and data, identifies potential areas for development of
integrated systems, and assesses the current application systems to develop plans for future
systems. The Systems Architecture recognizes data as a statewide resource and establishes a
common view for future development of integrated systems that reflect the integrated nature of
the Executive Branch.

The final piece of the Target Architecture is the Technical Architecture, which describes the
technical components, €9. hardware and software platforms, that will be used by the state to
implement systems. The Technical Architecture provides the technical strategy fo¡ the best use

of information technologies in support of the business and application systems strategies.

The implementation of the Target Architecture will be controlled by Information Resource

Management (IRM) Policies. IRM Policy will provide management with planning, evaluation
processes, and standards to balance operational needs, benefits with implementation cost, and
risk in achieving the Target Architecture. The Five Year Target Architecture will be updated
during Phase II of the Vermont Information Strategy Project (VISP) and as part of the strategic
planning process described in the IRM Policy Overview Section.
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TARGET ARCHITECTURE
LINKAGES TO THE VERMONT STRATEGY DE,FIMTION

The Critical Success Factors (CSFs) of the Vermont Strategy Definition state what the Executive:

Branch of Vermont State Government must do, in the area of information infrastructure, to

achieve the Objectives of this shared vision. The specific attributes of the Five Yea¡ Target
Architecture are linked with these CSFs in the discussion below. These linkages:provide the

underlying rationale for pursuing this strategic information direction.

A key thrust of the CSFs is ease of information sharing, both within State Government as well
as with outside organizations and the general public. The Target Architecture will enable,ease

of information sharing in the following ways:

A common Inþrmatíon Architectrlr¿ across State Government allows visibility
into the information resources of the State and provides a framework fo¡
elimination of needless duplication. A significant barrier in sharing information
today is the large numbe¡ of collections of information spread throughout the

State that overlap and share no common definitions for data.

o

o

a

A common Systems Architecture across State Government provides an integrated
view of the functions and data utilized across agencies and departments for use

as a base to develop coordinated requirements for the deveþment of integrated

information systems. Application systems ¿lre currently developed based on,

individual organizational requirements proliferating copies of simila¡ if not
identical pockets of information across the state.

A common Technical Architecture across State Government provides a basis for
agencies and departments with different systems to interface. The current
Information Systems (IS) environment is heterogeneous with a multiplicity of
agency and department networks, computers, and software. In order to sha¡e

information easily across the State, this heterogeneous environment must be

managed in such a way that, without starting over again, State Government can

inter-network among the different agency and department systems. The common
Technical Architecture will also provide standard interface definitions for
organizations outside State Government, as well as the general public, making
broader inter-networking achievable.
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Another key thrust of the CSFs is the need to increase the effectiveness and efficiency of State

Government by improving its information infrastructure. Information infrastructure consists of
information technology, the information itself, and human skills in using that technology to meet

the operational needs of State Government. Improving the information infrastructure of State

Government is supported by the Five Year Target Architecture in the following ways:

Government employee skills and information literacy are enhanced by defining
a common, limited set of information, system, and software directions within the
Target Architecture that employees need to learn. By limiting the number of
choices in each of these areas and adhering to standards, the cost of adequately
training and supporting employees becomes more manageable.

o

a

o

Actionable, timely, and accurate management information is enhanced by defining
a common Information and System Architecture. Managers will be able to access

a wider range of data across the state and make more well-informed decisions
when a pre-planned information structure that anticipates their needs is in place.

The efficiency of State Government is enhanced by defining common Information
and System Architectures. Unnecessary or duplicative collection of information
and development of systems can be eliminated.

Finally, another theme of the CSFs is the need to promote both near-term and longer-term
improvements in the effectiveness of State Government by adopting appropriate information
planning and implementation processes. The Five Year Target Architecture supports both these

objectives by supplying a shared language describing the State's information capabilities and

dire.ctions that can be used by both business and system professionals. This shared language will
enable users to re-engineer their processes and take advantage of statewide information
resources. It will also enable agencies, departments and the State as a whole to communicate
about the most effective long-term uses of information technology in order to prioritize scarce

budget resources.
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SECTION V

INITIAL INFORMATION ARCHITECTTJRE

The Vermont Initial Information Architecture is a high level model of information needs

expressed in a series of diagrams and matrices. The information needs span the entire enterprise
of the Executive Branch. The Information Architecture is based on the things that are relatively
stable within State Government. Therefore, projects that result from the architecture will have
a solid business foundation. The architecture can also be used as a blueprint that will enable the
definition of integrated systems with a focus on shared data.

The Vermont Information Architecture was developed by representatives from the Executive
Branch business areas and its primary function is that of a planning tool. The ultimate objective
of this architecture is the identification of Business Areas, which will define the boundaries of
the projects to be initiated during future phases of the VISP effort.

The diagrams and matrices that represent the Vermont Information Architecture are described
in this section. These models fall into the three general categories of FUNCTION, DATA and

INTERACTION, which together are often referred to as an Enterprise Model. An enterprise
model can be viewed as a three sided pyramid, as seen in Figure 5.1, which represents the
information needs of the Executive Branch of Vermont State Government.

Function

Figure 5.1 - Enterprise Model
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FTJNCTION MODEL

A Function is a group of related business activities which support furthering the vision expressed

in the Vermont Strategy Definition. Functions are expressions of what activlties are done rather
than how they are done. The reason for that is the what, in terms of an enterprise's activities,
is always going to be more stable than the how. Functions are also independent of the
organizational units that perform them. In other words, the activities contained in a function like
"Planning" are the same whether the individual performing them works at the Agency of Natural
Resources or the Agency of Transportation.

The Function Model consists of two components, the Functional Decomposition Diagram and
the Function Definitions. The decomposition diagram shows the breakdown of functions into
progressively increasing detail. For clarity of what each function includes, this diagram should
be reviewed only along with the associated Function Definitions. (See Appendix C)

The Functional Decomposition Diagram for VISP is included as Figure 5.2. The context for
this decomposition is Vermont State Government Executive Branch, which is the subject of VISP
Phase I. The diagram also includes the next three levels of decomposition. For example
"Policy and Planning" is a level 1 function, "Planning" is a level2 function, and "Develop Plan"
is a level3 function. The most common error when viewing a decomposition diagram is to view
it as an organizational chart. It is essential to keep in mind that it was produced based on
function not organization.

The Functional Decomposition Diagram definitions of each individual function are contained in
Appendix C. The definitions are o¡dered in the same manner as the diagram. For example, the
first definition is the context level "Vermont State Government Executive Branch" followed by
the first of its sub-functions which is "Policy and Planning". The next definition is the first sub-
function of "Policy and Planning" which is "Policy", followed by the definitions of the sub-
functions underneath "Policy" which are "Public Policy Forecasting" and "Policy Development".
The rest of the definitions correspond the same way with the rest of the decomposition diagram.
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VERMONT INFORMATION STRATEGY PLAN (VISP)
Functional Decomposition Levels 1,2,3
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DATA MODEL

The Data Model is a graphical representation of the fundamental "things" of interest to Vermont
State Government about which data can be kept. These things, called entity types, do not exist
in isolation and therefore relationships may be identified between them. This model provides
a global view of the data resources needed to achieve the Vermont vision and perform the
functions previously identified. As is the case with the Function Model, definitions of each
entity type are provided in Appendix D.

The Data Model will be the basis upon which the State will determine what information is
available for statewide access. The model represents the entire population of statewide
information and is the foundation upon which both real time and abstracted statewide information
will be determined.

The technique used to develop this model is called Entity Relationship Modeling and produces
an Entity Relationship Diagram (ERD). The ERD for the VISP is included as Figure 5.3. This
diagram shows the entity types as rectangles and the relationships between them as lines that
connect one entity type with another. Also, each relationship is named using a velb that
describes, in business user terms, the nature of the relationship.

The relationship names are read in a clockwise manner. Stepping through an example from
Figure 5.3 will best explain how to read the ERD. Near the middle of the diagram on the far
left side the entity type "ORGAMZATION" may be found. Directly underneath it are
"POSITION" followed by "EMPLOYEE". On the right hand side of the vertical (relationship)
line between "ORGAMZATION' and "POSITION' the verb f'contains" may be found. This
instance should be read 'ORGAMZATION" "contains" "POSITION'. The verb "fills" on the
relationship between 'POSITION" and "EMPLOYEE" is on the left hand side and should be
read "EMPLOYEE" "fills" 'POSITION". Relationships with the verb on top of the line are
read from left to right, and when the verb is on the bottom, the relationships are read from right
to left.

In summary, the Data Model consists of two components, the Entity Relationship Diagram
(ERD) and the Entity Type Definitions. The ERD should be reviewed only along with the
associated Entity Type Definitions. A list of the entity types in alphabetic order with definitions
are contained in Appendix D.

Page5-4 vrsP 3ll7l92



VERMONT TNFORMATION STRATEGY PLAN (VrSp)
Entity Relationship Diagram (BRD)

Revised 2ll8l92
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INTERACTION MODEL

The final piece of the Enterprise Model deals with the interactions of Functions and Entity Types

and the interactions between Functions and Organizational units. This portion of the model is,

in the form of two matrices that will be used to identify and seope Business Areas. Business

Areas will be described in the Initial System Architecture section of this: document. The

matrices contained in Appendix E and are titled Function/Entity Type as shown:in Figure E.l
and Function/Organization as shown in Figure E.2.

FI.INCTION/EI.{TITY TYPE MATRIX

Figure E.1 - Function/Entity Type Matrix shows the interactions between Functions and Entity
Types and the degree of that interaction. This matrix is a valuable tool that will assist in
determining opportunities for statewide data sharing. It shows at a high level what data is
required by each function and where in the functional model that data was created. It can also

be the genesis for establishing data ownership.

FT]NCTION/ORGAMZATION MATRIX

The second matrix is titled Function/Organization Matrix and is shown in Appendix E as Figure
8.2. This matrix ¿urays the third level functions with the major organizational units of the

Executive Branch. It shows the degree of involvement that a given organization has with e¿ch

of the functions. The premise for this matrix is that functional decomposition differs from an

organizational structure. However, people do perform the functions in an organizational context.

This matrix communicates how the existing organizational structure maps to the functional
model. This matrix will also help to identify the appropriate participants for future phases of
VISP.
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SECTION VI

IMTIAL SYSTEM ARCHITECTTJRE

The Initial System Architecture uses the results of the Initial Information Architecture to identify
Business Areas. A Business Area is a collection of associated Business Functions and Entity
Types which will be used to scope future projects of VISP. Due to the inherent high level
nature of Phase I of the VISP, concessions have been made as to the attainable level of detail.
Therefore, a Business Area will be used to detail the Information Architecture and narrow the
scope for further analysis. The Initial System Architecture also includes an analysis of the
distribution of current systems pertaining to the Business Areas. This analysis is helpful in
determining the prioritization of projects during future phases of VISP.

BUSINESS AREAS

A Business Area is identified by "clustering" similar interactions between Business Functions
and Entity Types. A Business Area is the result of these clustering as shown in the Business
Area Matrix - Figure 6.1. Further, from each Business Area an analysis about the relationship
between the Business Functions and the Entity Types can be drawn, as represented below. This
is not a precise technique, rather, its objective is to identify areas for further analysis not to
come up with exacting results. For the detailed analysis undertaken to identify the Business
Areas, see the descriptions for the Function/Entity Matrix in Appendix E, and the
Function/Entity Cluster Matrix in Appendix F.

The seven Business Areas identified a¡e:

Policy and Planning
Public Awareness and Advocacy
Marketing and P¡omotion
Client Service
Regulatory Activity
Public Facility and Property Management
Government Support Operations

Policy and Planning

Policy and Planning deals with the gathering of information from many sources to
support the formulation of policies and program. This includes the analysis of current
social, economic, and environmental needs; the analysis and support of legislation to
meet those needs; and the interpretation of statute and executive orders for developing
programs for their implementation.

Public Awareness and Advocacy

Public Awareness and Advocacy develops and promotes programs to support and advance
public well-being. Public Advocacy is carried out through the representation of public
interests before bodies which control and regulate programs which impact the public.

Page6-1 vrsP 3n7t92



Public Awareness identifies areas where information and campaigns may be needed to
inform and educate the public and about policies and programs which are of benefit to
health, welfare, safety, the environment, and general well-being.

Marketing and Promotion

Marketing and Promotion is responsible for identifying the markets for the products and
assets of the State and the coordination of their promotion in both domestic and
international markets. Assessment of market needs, design of specific activities and
materials needed for promotion campaigns, and the maintenance of contacts with
customers and customer groups are essential pieces of this function. The collection and
evaluation of sales, usage, and customer response information support the assessment of
program effectiveness, the development of new programs or appropriate modification of
existing efforts.

Client Services

Client Services includes a broad range of programs designed to deliver benefits and
services to individual citizens, groups, or communities entitled to receive them under
State statute. The Client Services functions qualify recipients, manage the delivery of
the benefit, and monitor that delivery for tracking service effectiveness and compliance
with established regulations. Benefits may be in the form of financial aid, training,
technical assisûance, family support, employment assistance, or other types of aid.

Regulatory Activity

Regulatory Activity is responsible for all the licensing and monitoring of activities
covered by State statutes and regulations. The granting and revocation of licenses and
permits as well as management of appeal processes falls within this responsibility. The
monitoring of compliance and enforcement of corrective actions and regulatory decisions
serves to enforce the policies and statutes implemented to maintain the public good and
promote responsible use of public resources.

Public Facility and Property Management

Public Facility and Property Management is concerned with the planning, construction,
and ongoing maintenance of State buildings, roads, forest lands and parks. This includes
the evaluation of needs, impact studies, facility planning and design, property acquisition
procedures, construction management, and maintenance administration.

Government Support Operations

Government Support Operations performs the administrative and financial aspects of
staflìng and supporl.ing tlrc dclivcry o[ govcrnnrcnt scrviccs. Thc managerncnt of
personnel, the intake of revenue, and control of expenditures are within this area. The
range of interactions with the federal government tbr acquisition of t'unding and
accounting for its disbursement are another operational function.
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VERMONT INFORMATION STRATEGY PLAN (VISP)
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CURRENT SYSTEMS ASSESSMENT

An important part of understanding each Business Area is an appreciation of the automated'

systems which support its functions and data. The current situation was evaluated in conjunction,
with the Initial Information to provide a view of the relative positions of the Business Areas in
terms of systems support.

The analysis focused on major systems, i.e. those systems which support the prime business

functions of a given area. Based on descriptions of the major systems and a limited number of
user evaluations, the assessment outlined what functions were supported by automated, s)¡stems

and how well the systems satisfied the users' business needs. The Function/Current S"ystems

Matrix (located in Appendix F) shows the Business Functions arrayed with a list of major
systems. From this matrix it can be observed that Client Service and Government Support
Operations are supported by a number of systems while the areas of Policy and Planning, Public
Awareness and Advocacy, and Marketing and Promotion have relatively limited statewide
systems support.

Another aspect to consider in the analysis is whether or not the systems that support a Business

Area are integrated or if the various technical platforms make data sharing cumbersome or
impossible. Figure 6.2 illustrates the diverse systems hardware installed in the major agencies

and departments in the Executive Branch of State Government.

Fþre 6.2 - Current Systems Hardware Environment
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Each Business Area has its own unique situation in terms of systems opportunities. Each
Business Area is analyzed in the following paragraphs based on the matrices desc¡ibed in
preceding section and the following tables. Figure 6.3 - Distribution of Major Applications
summarizes the relative application system distribution by Business Area and Figure 6.4 -
Percentage of Organizational Involvement shows the total percentage of organizations that have
major functional involvement in each Business Area.

Blsinas fue¡s
Pcrccnt¡¡c of

Ors¡n¡zatioÏú nith
Major hvolveneat

Policy &, Pluning 50¡ú

Public Awa¡enes¡ & Advoc¿cy 22%

Markcllng & P¡onotíon 't%

Clicnt Scrviæs 27%

Regulabry Act¡v¡ty 28%

Physical Facility Managemenl 8lo

Govc¡nment Support Opcrationr 301f

F",g. 6.3 - Distribution of l\4qior Application Systems Fig. 6.4 - Percentage of Organizational Involvement

Policy and Planning Opportunities

The functions contained in Policy and Planning are widespread among the organizations of
Vermont State Government. Half the organizations within the project scope have major
involvement with at least one of the functions in this Business Area. Although major application
systems support is slight, office automation tools like word processing and spreadsheet programs
are being used by many agencies and departments creating a large number of isolated systems.

The integration of budgeting and analysis activities into a coordinated statewide system appea$
to be a strong candidate for future development effort in this Business area. Establishing a
statewide data directory to assist departments in locating data sources currently available is
another area to consider for future projects.

Public Awareness and Advocacy Opportunities

There are two distinct groups of functions contrained in the Public Awareness and Advocacy
Business Area. The Public Awareness functions are prevalent among the organizations in State
government, while the Public Advocacy functions a,re contained in only a few. Major
application systems support for both these areas is slight. However, office automation tools,
such as wordprocessing and some desktop publishing, have assisted in this area.

Busincs¡ Arcæ

Policy &. Planníng

Public Awarcncss & Advocacy

Marl*ing &' Pmnotion

Cllic¡t Serviccs

Rcgulalory Act¡vity

Physical Facility Mamgeúent

Crovernment Support Operations

III
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A subject for possible pursuit as a future project in the Public Awareness Business Area would
be developing coordinated ways to make information more readily available to the public. For
example, putting kiosks in libraries, malls, and other public places and use emerging
technologies such as multimedia, touch screen and/or advanced telecommunications to give the
public easy access to information on such subjects as AIDs, recycling, and other State sen¿ices.

Marketing and Promotion Opportunities

The organizations performing Marketing and Promotion functions are supported by a variety of
manual and automated systems. Although the support has many common elements, there is no
integtation among these groups.

Travel and Tourism, a subset of this Business Area, supports one of Vermont's largest industries
and would benefit from integrated systems support. The ability to explore integrating and

coordinating these functions with the small number of organizations involved in this area makes

this an excellent pilot project candidate.

Client Services Opportunities

The functions contained in the Client Services Business Area are spread across the major
agencies in Vermont State Government. The client base represents a significant number of
citizens, businesses and towns across the State. There is considerable systems support for this
Business Area but it is on a individual program-by-program basis. There is much duplication
of client information and minimal shared information between programs serving the same client
base. An additional area for concern is the lack of a direct linkage between provider information
and the client base.

A subject for a possible future development effort would be pursuing an enhanced infrastructure
to enable self-service delivery systems, consolidated service availability, and an integrated view
of clients.

RegulatorT Activity Opportunities

The functions contained in the Regulatory Activity Business Area are spread across the major
agencies similar to the Client Services functions. The regulatory client base also represents a

large number of citizens, businesses, and towns across the State. Systems support is strong
within some subfunctions but weak in most. There is minimal shared information or integration
between regulatory entities leading to a non-unified approach with clients.

An area for a future enhancement effort would be streamlining, coordinating and integrating
Vermont's regulatory processes.
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) Public Facility and Property Manaeement Oppoúunities

The functions contained in the Public Facility and Property Management Business Area are
found in relatively few organizations in Vermont State Government. There appears to be
adequate systems support for the majority of organizations involved with this Business Area.
A number of system projects are currently underway or planned in this area.

Future efforts should include integration of other State Government organizations' facility
management needs into the currently planned projects.

Government Support Operations Opportunities

The functions contained in Government Support Operations are widespread across State
Government organizations. There is considerable systems support for this Business Area with
a number of centralized systems as well as departmental and individual systems. However,
many systems are dated, non-integrated, and use diverse hardware platforms.

A candidate for a future project in this Business Area is developing an efficient and effective
method for collection of State revenues. Another possibility fo¡ a future project would be
establishing a Generally Accepted Accounting Principles (GAAP) financial system that includes
performance data and can be used as a hub for an executive information system for monitoring,
measuring and tracking the effectiveness and efhciency of State programs.
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SECTION VII

IMTIAL TECHNICAL ARCHITECTURE

The Initial Technical Architecture is a statement of direction for the computer hardware,
software and communications facilities that will be needed on which to build future Information
Systems. The Initial Technical Architecture is presented in terms of three views of future
information systems:

The Information View - The logical view of information within State
Government, independent of system or geographic location.

The System View - The physical components of information systems within
State Government.

o The User View - The services provided by information systems to users.

The Information View

As shown in Figure 7.L, all Executive Branch information will be "owned" by a designated
agency or department. Critical terms such as "owned", "access", and "agency and statewide
information" are defined in the IRM Policy Overview section. Some information will be
available for use only within that specific agency or department called "agency information or
data". Other agency or department information called "süatewide information or data" will be
available for use by any appropriately qualified person within State Government. Statewide
information also may be made available either on a real time or abstracted basis. Agency
information also may be abstracted and made available as statewide information.
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The System Yiew

As illustrated in Figure 7.2, two levels of computer and communications facilities a¡e defined.
Facilities managed by individual agencies or departments for their own use a¡e called "Agency
Networks" or "Agency Processing". Facilities managed by agencies or departments for
statewide use are called "Statewide Networks" or statewide processing. These two levels of
facilities will interconnect and interwork at defined interfaces.

The statewide network will have the following attributes:

The network will support the state's multi-vendor computer environment,
allowing interconnection using standard ISO or other "open" interfaces.

o

a

All state buildings (owned or leased) should be able to access the network

The network will provide certain intelligent functions to facilitate statewide
information sharing, e.g. network directory.

Agency networks will be responsible for interfacing to the available network
services and interfaces.

The network will be capable of expanding to meet future demand and
technological trends.

Quality and pricing for network services will be competitive with other available
alternatives.

The state will retain control of critical network management and control
functions.

The boundaries between statewide, agency, and user responsibilities are shown
on Figure 7.3 - State Network Boundaries of Responsibilities.

Critical networks and processing facilities, especially those involving statewide
functions, must have alternate routes and/or be fault tolerant to avoid single-
points-of-failure.

Electronic Data Interchange including Electronic Funds T¡ansfer and Electronic
Benefits Transfer will be a primary external networking mode of operation. This
will require standardization of forms and information formats.

All equipment will be ergonomically sound and adaptable to handicapped people
and to those with special needs.

a

O

o

a

o

a
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o
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The User Yiew

As shown in Figure 7.4, information services available to end users are defined in terms of three
general types of services -- "Information Access", "Networking", and "Knowledge Navilation".
Each of these categories has an associated set of standard applications that users access through
a "Common User Interface" that appears the same to all stiate users. These interfaees will be
provided on individual Pcs as well as multi-user systems. The common interface wilL be
provided as an option along with other user options.

Idealty, the user will not know (or care) where data resides or where a program executes..

A set of standard operating systems, data base management systems (DBMSs):,, and; other
applications will be supported statewide. The additional costs of non-standard,solutions will be
borne by the user.
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Fþre 7.4 - User View of Information Infrastruchrre

G)()

Þ
C)

ct)
l.{
(¡)
(t)

€c
r¡l

Messaging

Utilities

Filing

PageT - 4 vrsP 3lt7l92



SECTION VIII

INFORMATION RESOURCE MANAGBMENT POLICY OVERVIEW

This section presents the foundation for the Information Resource Management Policy for
Vermont State Government. As Figure 8.1
shows, "Information Resource Management
(IRM)' is that part of the overall state
government management system that manages
the creation, processing and distribution of
information whether computerized or not.
The focus of the Vermont Information
Strategy Planning project (VISP) is on
"Information Systems Management (ISM)", a
subset of Information Resource Management
that manages computerized information and
data bases, computing systems, software and
telecommunications. In Phase II, the
Information Systems Advisory Council
(ISAC) will begin to define and develop IRM
policy more fully.

) POLICY FOUT{DATION

The purpose of IRM Policy is to implement and manage, within the direction of state statutes,
the effective use of information in achieving the mission of Vermont State Government. As
described in the previous section, the VISP project has produced a "Five Year Target
Architecture" describing a future information environment that meets that objective. IRM policy
controls the development, operational and management processes that make the "Five Year
Target Architecture" a reality.

Overall State Government Management

Information Resource Management

Information Systems Management

Information Technology
Computing

Telecommunications

Fþre 8.1 - Policy Scope
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The needs of government users in the
information environment is another vital
factor in formulating realistic policy. The
VISP project has based IRM Policy on a
model of two fundamental information-related
user needs as shown in Figure 8.2. In each
of the quadrants in this model there should be
different policy emphases to balance the
different need for user autonomy in
processing information and the need for
common information and processing control
in each quadrant. For example, in the
quadrant called "Information Utilities" where
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a

users share common applications to process their own locally controlled information, policy must
focus on standards for common software packages, common user interfaces and inter-
networking. Using this model, an analysis of Vermont State Government and the Five Year
Target Architecture has yielded the following general policy requirements:

In general, users require a low degree of application development control over the
"Information Utilities" of the Vermont State Government. Policy in this area must deal
with central control over common software packages to facilitate inter-networking among
the heterogeneous Agency and Department end user processing systems.

Certain user needs, such as improved integration of the financial management or client
services functions, will require critical information to be available to a wide range of
users, either within an Agency, Department or statewide across many agencies. This
user need, lying within the "Central Information" quadrant, requires central information
and systems policy control. In addition, users that largely maintain control over their
own information in the "End User Processing" quadrant still require access to abstracted
information from other areas in state government. This also requires central information
standards in the information area.

Vermont State Government currently has a high degree of Agency and Department
autonomy in managing critical mission-dependent information processing. The Five Year
Target Architecture envisions maintaining this level of mission-dependent processing
autonomy, but increasing the sharing of statewide common information. Therefore, IRM
Policy must deal with coordinating user needs in the "Distributed Information" quadrant
of the model. This implies IRM Policy focused on strong central information
architectural standards with decentralized information control, inter-networking standards
for heterogeneous systems, and both central and decentralized application development
and operations management.

o

a

One of the results of Phase I has been the
establishment of an Information Systems
Advisory Council (ISAC) within the Executive
Branch. The ISAC is responsible for
recommending policy and statewide initiatives to
implement the Five Year Target Architecture,
and reviewing Agency/Department plans for
compatibility with policy and architectural
directions. The ISAC, as shown in Figure 8.3,
reports to the Secretary of Administration and is
composed of Information S ystems representatives
from major State Agencies and Departments.
The Director of the Government Consulting Group serves as the Administrative Chairperson of
ISAC. The ISAC support staff will be drawn from agencies and departments according to
project requirements.

Governor/Cabinet

D¡rof Adm
Sccrctäry

GCC

Cbåfu

ISAC rs.A,c
SuDmrt

3r¡fi

Figure 8.3 - ISAC Reporting Struchrre
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IRM POLICY SLMMARY

Mana gement Responsibilities

Information Resource Management (IRM) is an operating management responsibility. The
principle goal of IRM is to promote improvements in the service quality and productivity of state
government. Operating management must be directly responsible for achieving these goals and,
as a consequence, must be directly responsible for IRM.

The responsibility for statewide IRM Policy must be at a level consistent with other top policy-
making roles in the state. The Information Systems Advisory Council (ISAC) has been given
the IRM Policy formulation and compliance role, reporting to the Secretary of Administration.
The responsibility for execution of IRM Policy established by the ISAC rests with operating
management.

Policy Objectives

The ISAC will formulate IRM Policies that achieve the following objectives:

Facilitate cross-Agency/Department initiatives that encourage statewide data
sharing and effective use of information resources.

Stay abreast of legislation involving information implications.

Encourage compliance with established policies.

Each Agency/Depafment will appoint an Agency/Department ISAC (or the equivalent) reporting
directly to senior management. The Agency/Department ISAC will be responsible for drafting
the annual strategy plan as well as status reports on in-progress projects. The ISAC will monitor
"significant" projects, and will develop mechanisms for feedback among the various parties.
The Agency/Department ISAC will report major deviations from standards to the ISAC in a
timely manner. The ISAC will use the Agency/Department plans and status to assess and
prioritize initiatives for use by the Executive Branch.

fnformation Strategy Planning

Information and information handling technologies are valuable assets of the state and must be
managed effectively to achieve higher levels of efficiency, productivity, and service to the
public. Technology is as important to program success as personnel and money. Information
Resource Management has become an integral part of the overall business of each department
and a fundamental concept of service delivery.

Agencies and departments are the primary definers of information resource requirements.
However, centralized coordination and planning is also necessary. On-going information

o
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resource planning, at both the State and Agency/Department level, is required to ensure that
expenditures a.re linked to the Vermont Strategy Definition, Five Year Target Architectures, and
program and policy objectives.

A well coordinated planning process will help agencies and departments articulate their
information resource needs in a way that builds consensus, and communicate their needs as part
of the long term Agency/Department strategy. This process will ensure a better fit between the
information resource assets of the Agency/Department and the policy and mission objectives
identified by Agency/Department management.

Planning becomes even more important as the State attempts to improve the sharing of
information and technology between programs and Agencies/Departments. On a statewide level,
this process will encourage interagency cooperation, increase accountability, and ensure realistic
information resource initiatives. The resulting statewide Information Strategy Plan (ISP) will
assist agencies and departments in setting their strategic directions, provide the Five Year Target
Architecture to coordinate future initiatives and capitalize on new opportunities.

The following points should be considered as guidelines in developing Agency/Department
Information Strategy Plans (ISP):

The plan for any Agency is a consolidation of the plans of all the Departments
within that Agency. The plan for a "stand alone" Department is considered the
same as an Agency plan.

a

o

o

The plan must have the commitment of Agency/Department senior management.

The plan must support the Agency/Department mission and strategic business plan
and contribute positively to the Critical Success Factors as set forth in the
Vermont Strategy Definition and enhanced at the Agency/Department level.

The plan should be based on an Agency/Department architecture that is consistent
with the statewide Five Year Target Architecture.

The plan should be consistent with statewide IRM principles and policies as

promulgated by the Information Systems Advisory Council (ISAC).

The plan must be technically feasible, beneficial, and capable of being effectively
implemented.

The plan will be submitted to the ISAC concurrently with the first draft of the
annual budget.

Both business and systems professionals should be involved in the planning
process.

o

a

a
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Every IRM project shall be reviewed by the sponsoring Agency/Department for its statewide
implications, and the ISAC notified of potential statewide projects. Every project determined
by the ISAC to be a statewide project will be assigned a sponsoring Agency/Department which
alone, or together with other interested Agencies/Departments, will select a project director.
The project director will have the authority and responsibility for the management and control
of the project, and will report to the ISAC as well as to the sponsoring Agency/Department
during the project.

The ISAC's role in statewide projects will be to:

o Define responsibility and authority for such projects.

o Ensure appropriate project planning methodology has been applied.

o Ensure open communications among the interested Agencies/Departments.

o Ensure timely completion and quality of results.

o Ensure that the appropriate people a¡e involved in the project and that pertinent
issues are addressed.

Contents of ah Agency/DepaÉment Information Strategy Plan ûSPl

The Agency/Department ISP will be developed using a "tool-kit" furnished by the ISAC. Each
ISP must be linked to the Vermont Strategy Definition critical success factors as well as
Agency/Department objectives. In general, each ISP must cover areas such as:

Overviews of existing and planned systems.

Significant project expenditures to include hardware, software, communications.

Personnel/resource requirements.

Use of emerging technologies.

Agency/Depaftment training needs and initiatives.

Effect on statewide or shared resources (e.g. communications, data file structures)

General architecture of systems initiatives to include statements on: hardware
platforms, DBMS/languages, networks, disaster recovery. A statement on
compliance with established architectural standards, or request for deviation.

Project justification (cost/benefit statement or statement of mandate).
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Information Sharing Standards

The responsibilities for ownership of and access to information will be defined in common terms
across state government to improve access to information while still controlling costs. The ideal
situation will be to capture common information once at its source with zero defents and make
it available to everyone with a need and right to know.

There are two general types of data defined:

Agency data is all data collected by an Agency or Department.a

Statewide data is a subset of Agency data that is shared outside the Agency or
Department.

"Ownership" of data is defined as the authority and responsibility to collect and maintain
information with the resources to accomplish this. Ownership may be assigned (delegated) to
individuals, but ultimate ownership remains with the organization.

"Access" to data is defined as a way or means to get to data. Access includes the following
parameters:

o Knowledge about the existence and whereabouts of information.

o Knowledge of the attributes of specified information.

o Knowledge of the mechanisms and procedures of access to specified information.

o Possession of the appropriate level of authorization commensurate with the
security and confidentiality of specified information.

The following points are policy guidance for sharing of statewide and Agency/Department
information:

The ISAC will assign responsibility for ownership and access to statewide data.
Agency/Department management will assign responsibility for ownership and
access to Agency data.

Agency data will be defined in a single, publicly available "data dictionary" to
facilitate data sharing and identify areas of duplication. The individual Agency
data dictionaries will be linked together to form a single logical data dictionary
for data in state government.

All software application designs will consider inter- and intra-organizational needs
to share data as part of planning, and define the attributes and mechanisms for

a

a

a
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accessing the data for every appropriate level of access identifîed. The owner
Agency/Department will determine data availability and accessibility on the basis
of privacy, confidentiality and security (i.e. level of access). The owner
Agency/Department, in conjunction with requesting Agencies/Departments, will
define methods of access (e.g. on-line, summary, report). Methods of access will
be determined by technological appropriateness and cost effectiveness, and will
reflect priority ranking of access based on need, cost and resource. These
priority ranking criteria are defined as:

Need:
Number of requests for the data
Frequency of requests for the data
Importance: Value of the information to the requestor

Cost:
To the owner Agency/Department and
Agency/Department to provide

the requesting

Resources available to develop and maintain access including:

' Funding
' Staff. Hardware/software capabilities

The burden for providing resources for statewide data access may not rest with
the owner Agency/Department alone. ISAC will serve as the body to facilitate
the sharing and access process, and resolve issues concerning resources.

Inter-networking and Other Standards

Inter-networking standards for information resources are established by the ISAC to move State
Government towards seamless user interfaces to the information resources of the state. Over
the next five years the objective will be to improve inter-connectivity of existing
systems/resources while migrating toward the ideal of a higher level of inter-operability among
future systems.

The ISAC will develop standards to allow interconnection of existing systems using proven
commercial products. ISAC will also work with agencies and departments to develop plans to
build in greater levels of cross-functional integration. Minimurn shndards will be estabtished
in selected areas of information systems to promote these goals while leaving maximum freedom
of action to the individual agencies and departments. Standards set by ISAC will be followed
by individual agencies/departments except where a specific exception has been granted to an
Agency/Department by the ISAC prior to project initiation.

o
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The ISAC will work with the Personnel Department and Agencies/Departments to ensure
equitable classification of IRM positions across state government at all levels -- enfty,
supenrisory, ild management. The Personnel Department will review and restructure IRM
positions as necessary, ild will establish basic computer literacy prerequisites for state
employees. Agencies/Departments will provide on-going training for IRM personnel to
correspond with the technical standards developed by the ISAC. ISAC will also establish
organizational models for IRM within Agencies/Departments.

The ISAC will establish criteria for software utility selection to enable their inter-operability
across state government (e.g. word processing, spreadsheets, database management, E-Mail).
The ISAC will review exceptions against these criteria.

The ISAC will work toward the delineation of Application Development Standards

The ISAC will establish criteria for Agency/Department networks and systems to improve inter-
operability (e.g. micro, mini, mainframe computers, LANs and WANs). Agencies/Departments
will evaluate existing systems and networks against these criteria and develop migration plans
to bring existing systems into compliance over the next five years. The ISAC will review
exceptions against these criteria.

The Purchasing Division will negotiate contracts for hardware/software that meet ISAC
standards.
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SECTION D(

PHASE II PLANS

Phase I of the VISP project has positioned the Executive Branch of Vermont State Government
to initiate a statewide information planning and implementation process, based on IRM Policy
directions. This process will improve both the short-term as well as longer-term effectiveness
and eff,iciency of the use of information and systems within State Government.

Phase U of the VISP project should build on the results of Phase I to accòmplish the following
overall objectives:

1) Position the Information Systems Advisory Council (ISAC) to promulgate IRM
Policy statewide, by the end of Phase II.

2) Lay the foundation for the ISAC to begin strategic projects in Phase III that
migrate the State toward the Five Year Target Architecture;

Initiate several projects that pilot new information planning approaches before
more widespread statewide implementation in Phase III.

The following is a list of recommended projects for Phase II grouped by each of the above
objectives.

1) Position the ISAC to promulgate statewide IRM Policy

. Standards Definition Project

This ISAC project will define an initial set of standards to be used statewide,
focusing particularly on "Information Utility" application packages and their inter-
networking in Phase II. This will accomplish two ISAC objectives:

Test the ISAC standards definition and promulgation process to be
more fully implemented in Phase III, and

b) Position the State to implement a more effective set of statewide
utility applications in Phase III that wilt promote efficient
information sharing among agencies and departments.

3)

a)
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O Agency Planning Project

This project will define an Information Strategy Planning process and fofmat for
agencies and departments (on the model of VISP). The ISAC then will assist
several major state agencies to develop initial Information Strategy Plans using
this process. It is recommended that Human Services be one of the agencies
selected in Phase II. The remainder of state agencies and departments will
implement this process in Phase III. The ISAC will need these
Agency/Department plans in order to coordinate Agency/Department information
systems programs and priorities to achieve the Five Year Target Architecture.

2\ Lay the foundation for strategic target architecture projects

Information Sharing Project

This project will define an initial collection of abstracted information to be shared
statewide. The project will define ownership and access responsibilities,
procedures and standa¡ds for this collection of information. Inter-networking
approaches will also be developed for a set of major Agency/Department
platforms to facilitate broad access to the abstracted information. The
information view will be upgraded for this collection of information. The actual
implementation will be done in Phase III.

Statewide Network Project

This project will define the general requirements for a statewide network to
position the State to proceed with more detailed planning efforts and vendor'
discussions in Phase III. The networks functional capabilities and
Agency/Department interfaces to the network will be outlined in a draft network
description document. The existing networks within the State will be surveyed
and possible migration approaches from this baseline to the statewide network will
be outlined.

3) Pilot strategic approaches

Travel and Tourism Project

a

o

o

This project will use a re-engineering approach to define new ways of doing the
Marketing and Promotion functions within Vermont State Government.

Tax Revenue Collection Project

This project will use a re-engineering approach to define new ways of doing a
portion of Vermont's Tax revenue collection function.
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