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1.0 Introduction and Background

1.1. Executive Summary

The Executive Summary provides an overview of the Strategic Plan. The Strategic Planning Team is a composition of members from the Commonwealth of KY, American Management Systems (AMS), and Deloitte Consulting. The Strategic Plan establishes the framework to guide the project staff through the implementation of the Management Administrative and Reporting System (MARS). This framework provides the approaches, means, and ends to assure a successful MARS implementation. The Strategic Plan defines the project definition and focus, discusses the project strategies, and establishes the project organization and task plan. 

The information provided in this Plan will be used as the basis for project staff to begin work.  As additional information is gathered during the development of the strategies and plans, and the analysis and design phase, the guidelines set forth in this plan will be reviewed, validated, and expanded within the appropriate supporting project deliverables.   This strategic planning document will be overtaken by the Implementation Planning document which will include the results of these more detailed strategies and  plans and results of the design and analysis phase.

Introduction and Background

Section 1.0 Introduction and Background provides the purpose of the Strategic Plan, describes how the Plan will support the development of project deliverables and includes a discussion of the interdependencies between the three Administrative Services initiatives – Business Improvement Project, Change Leadership, MARS Project.   

The  purpose of the Strategic Plan is to consolidate and reconcile the various materials from the EMPOWER Kentucky initiative, the MARS project, and the reengineering activities into a single coherent and consistent planning document that will provide clear guidance to the project team and enable management to validate the overall approach. 

As one of many outcomes from the EMPOWER Kentucky initiative, the MARS project has been preceded by multiple planning, reengineering, and procurement activities.  While the MARS project will target many objectives associated with EMPOWER, a diversity of documents exist which have information relevant to MARS’ objectives, business case, scope, and method of execution.  These include EMPOWER deliverables, RFP materials, vendor proposal materials, and preliminary planning and approach documents.  These materials have proliferated over time and become difficult to use.  Furthermore, planning concepts and assumptions have evolved and changed across the discrete RFP, proposal, contract, and project planning activities. As a result, a useable guiding and planning document does not exist.

Given the importance of MARS and the limited time remaining, reconciliation of these diverse materials and clear direction for all MARS participants must exist for the overall effort to be successful.  This document is intended to consolidate these various materials into a single, coherent and consistent planning document which can provide clear guidance to the MARS participants and which enables management to validate the overall approach.

Project Definition and Focus

The MARS project is a vital component of the Administrative Services Initiative of EMPOWER Kentucky. Along with the Business Improvement Project and the Change Leadership Initiative it aims to streamline and reduce the cost of Commonwealth administrative processes, increase support for administrative workers and managers, and improve service to internal and external stakeholders.

Project Goals:  The vision for MARS includes four components -  the desired benefits, a clear achievable plan, a comprehensive approach, and continuous improvement.  MARS was launched as a re-engineering as well as an implementation project and was approved, in large measure, based on the benefits it would provide. As such, when MARS is implemented on July 1, 1999, a clear set of improvements should result.  The desired benefits include:

· improved ease of use

· automation of cumbersome manual processes

· replacement of many paper based input processes with electronic workflow

· establishment of electronic report distribution

· improved management reporting and decision support

· the implementation of self service functionality for employees and vendors

· streamlined financial and materials management processes for all branches of government

· reduced maintenance effort and cost

· increased flexibility in delegating data entry, authority, source document custody, and system administration functions

The MARS Plan should be achievable, easily understood, and guided by clear priorities. In order to properly define scope and priorities, the project will observe these guidelines:

· replacement of essential functionality by the implementation date and achieving the financial savings targeted in the Business Case are the highest priorities
· conducting a smooth cutover with well prepared users is a project mandate
· achieving non-critical benefits should be a secondary goal
It should also be recognized that the full range of MARS improvements will not be evident until MARS is completely stabilized in the production environment; old systems are fully decommissioned; and user competence with the new software rises with experience. Measurement of system benefits should not occur until a full transition to the software has occurred.

In order to provide the desired benefits, the MARS project must be comprehensive in both its implementation scope and its approach. It’s scope is enterprise wide, and with few exceptions, includes all financial and materials management functions for all Commonwealth institutions.  In this regard it should become the primary vehicle for administrative data entry, processing, and reporting for all branches of government and for all Cabinets within the Executive Branch.

The implementation approach must be equally comprehensive in that it must 1) blend together the appropriate technology, functionality, policies, procedures to meet the full range of EMPOWER Kentucky objectives, 2) ensure that Commonwealth users, managers, IT professionals, and other stakeholders are adequately prepared and trained to use the system and capitalize on the opportunities, and 3) significantly involve all affected management structures and other stakeholders to ensure their needs are met and that the project proceeds with their informed consent. 

While there are high expectations associated with the MARS project, the implementation of the software is the first of many steps that will continue over the life of the system.  Commonwealth senior officials have adopted a philosophy of continuous improvement for Administrative Services and are looking to MARS to provide an infrastructure and supporting contractual relationships to support additional improvement.

Project goals provide the standards by which the Commonwealth can judge the success of the MARS project. While certain goals are common to all system implementation projects, the MARS project has its origins in a re-engineering effort and carries with it the obligation to realize a substantial measure of the EMPOWER Kentucky vision and benefits. As such, it is useful to state and agree on the goals charged to the project and to focus project strategies, plans, and reporting metrics on achieving them. The MARS project goals seek to enable achievement of the redesigned processes either in terms of more efficient processes, cost savings or better information with which to plan and manage activities.  

Key Objectives for Selected MARS Processes:   Major software objectives and issues provide a useful guide for project management, analysts, and stakeholders.  The MARS objectives describe in concise fashion what the software is expected to do and provide a starting point for establishing high level success criteria for the implemented software. The issues describe the major uncertainties regarding use of the software and should be investigated and resolved as soon as is practical on the project timeline.  Appendix B lists MARS software objectives and issues organized by process and module.

Software Functionality to be Implemented:   MARS will be implemented as a single enterprise-wide solution based on three underlying application products.  Effective integration of these will be important to achieve the overall MARS vision. Specifically, the three software products that will provide application functionality for MARS include:

· ADVANTAGE Financial 2000—which will provide most of the financial and administrative management functionality;

· Budget Reporting and Analysis Support System (BRASS)—which provides budget preparation functionality; and,

· Procurement Desktop (PD)—which provides procurement-related functionality.

Figure 1
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The MARS applications will also interface with external systems in order to function properly within the Commonwealth’s environment.  While the specific interfaces to be designed and implemented have yet to be finalized.  Collectively, these applications and interfaces will become the MARS system environment.  Designs completed over the next few months will finalize this environment.

Redesigned and Other Key Processes:  The EMPOWER Kentucky initiative has identified targeted benefits and savings which can be associated with business process areas, such as internal ordering and billing, and which have already been incorporated into budgets and appropriations.  It has also produced redesigned or reengineered business processes in many areas.  To support the business process analysis and the corresponding production of system usage analysis documents, key objectives have been identified for each business process area.  These objectives are consistent with the results of the EMPOWER Kentucky initiative. 

In certain areas, redesigned processes do not exist as a starting point.  In such cases, the design teams will review existing Commonwealth processes and procedures and develop a mapping/system usage approach that takes maximum advantage of the software capabilities.  Thus, if a complex manual process exists today which the software can simply automate, the design approach recommended will call for revision of existing procedures to achieve the process improvements afforded by the software.

Interfaces:  The project team will limit the number of interfaces and design an architecture, which supports an enterprise-wide concept.  A standard interface architecture will be developed to provide consistency for existing and future systems.  Special-purpose interfaces that MARS cannot accommodate through the standard interface architecture will be avoided if possible.  As many existing functions as possible will be integrated into MARS to limit the number of interfaces required.  This, however, must be balanced against the implementation effort associated with replacing these systems and the attendance risk to the July 1999 target.

Data to Convert:  The goal of the conversion effort is to limit the amount of detailed data converted to the MARS database to that necessary to integrate existing functionality into a viable production system.  Other data will be converted to the MARS Management Reporting Database as appropriate.  The conversion of data must be timed to support a smooth transition to production.

The emphasis of the conversion effort is to achieve as smooth a transition as possible from STARS, KAPS, and legacy systems to MARS without missing essential data.  To the greatest extent possible, each conversion candidate will be evaluated on a case by case basis to limit the number of automated conversions where manual conversions would be more beneficial.  Additionally, attempts will be made to minimize data integrity risks through back up and recovery procedures and through efforts to ensure that the MARS production database is secure and stable before conversion begins.  The usefulness of converting detailed historical information in support of the business objective for MARS will also be determined on a per case basis.

Training:  This section, aims to provide a concise expression of the project’s ends and means with regard to training.  It is complemented by Section 3.14, which addresses the particular approach to be utilized in preparing for and executing such training.  Together, these elements lay the foundation for the construction of detailed training plans for End-User as well as Prerequisite training efforts.

Broadly stated, the goal of the entire training effort is to help to prepare the user community for the myriad changes that will result from the implementation of MARS and the Business Improvement initiatives.  Training is, however, but one component of a successful strategy to equip users to do their jobs.  Other, critical components are: thorough user documentation detailing policies and procedures; software functionality; implications of a new chart of accounts (such as reporting, user proficiency, etc.); and new job descriptions.  Similarly important will be the ease of use resultant of the MARS software configuration and the inclusion within MARS of adequate on-line help for users.

Management Reporting:  A major goal of the MARS project is to improve the manner in which financial information is made available and disseminated to MARS end-users.  On the July 1, 1999 cutover date, it is anticipated that this goal will be accomplished through the use of the MARS Reporting Database.  On July 1, 1999, the MARS Reporting Database will include information from the MARS financial, procurement, and budget preparation components of the system.  Post July 1, 1999, other administrative system data will be considered for inclusion in the database.  Also, at some point after July 1, 1999, the Reporting Database will be made available to a broader audience such as the general public and the vendor community.  The schedule for these updates to the data and access methods for the Reporting Database will be determined as part of the Reporting Strategy deliverable that will be developed during the first phases of the MARS project.

Affected Organizations:   It is the intent of the MARS implementation to provide full financial management and related administrative functionality for all organizations in the Commonwealth. As described throughout this document, the scope of the project and the effort to be expended is significant.  In order for MARS to be a successful implementation, it is important to understand these issues as they relate to the agencies of the Commonwealth that will be affected.

Each organization will be affected by the changes that the implementation of MARS implies.  How each organization prepares for and handles these changes will be instrumental to not just the overall success of the implementation, but to the ongoing operation of the agencies and the realization of the benefits of the EMPOWER initiative.  It is important that the project and the agencies organize and plan for the changes, and in that regard the project team and the agencies will have specific roles and responsibilities assigned to them in order to appropriately balance work load, skills, and risk.  It is the intent of the MARS project team to work to lessen the impact of these inevitable changes as much as possible.  In that regard, the team will develop communication and training programs during the first phase of the project. 

For the MARS implementation to succeed, different teams across the Commonwealth of Kentucky will be deployed to perform specific implementation tasks.  There will be a central MARS team that, while responsible for the majority of the implementation of MARS , will rely on agency assistance.  Each Agency will be asked to assign an Agency Implementation Leader (AIL) and to deploy an Agency Implementation Team.  The Central MARS team and Agency teams each have essential and complementary roles. Throughout the course of the MARS project, the Central team will interact with the Agency teams to work on specific aspects of the implementation of MARS.  The Central team will meet with all Agency Implementation Leaders on a regular and as needed basis, to provide guidance and to obtain feedback on important project issues.  In addition, the Agency Implementation Leaders will coordinate the activities of their agency as MARS is implemented.  

History and Perspective on Redesign Processes:  A vital focus of the EMPOWER Kentucky Program has been to redesign processes to render them more efficient. Prior to the MARS procurement, Commonwealth staff evaluated key processes to identify ways to improve administrative business practices. The focus of these efforts was: to employ industry best practices to render processes more efficient; to improve the working situations of Commonwealth administrative employees; and to achieve targeted savings through more efficient procedures and practices such as prompt payment discounts. The redesigned processes represent a diverse collection of activities. In some cases, the process vision was to centralize processing that was previously decentralized and poorly supported by software (e.g. accounts receivable and remittance processing). More often the pattern was based on a decentralized model which allowed for delegation of authority and responsibility (e.g. purchasing and payables). In all cases, the new processes called for fewer steps and quicker cycles.

The key process areas of analysis for MARS include: 

Purchasing/Payables/Disbursement/Bids

General Accounting

Revenue, Receivables and Collections

Internal Ordering/Billing/Payment

Financial Accounting Cycle

Federal Highway, Grant and Project Expenditure/Billing/Collections/Reporting

Budget Preparation/Staging/Adoption/Enforcement/Reporting

Fixed Asset Life Cycle and Capital Projects

Once the redesigned and other processes have been properly documented and mapped to MARS software components, a comprehensive picture of future Commonwealth processing will emerge. Accompanying it will be a plan for modifying the software,  developing policies and procedures, identifying organizational and workforce transition issues and training Commonwealth staff for the new environment. 

Project Strategies

Section 3.0 Project Strategies describes the project approach to accomplishing the sixteen major project initiatives.  Each of these project initiatives is directly related to further detail project planning efforts.  The information in this section of the plan defines guidelines to support the development of the strategies and plans for accomplishing the associated project work.

Technical Environment Management: The Technical Environment Management defines the technology infrastructure that is required to satisfy the MARS information technology needs as well as the technical environment required to support the implementation of the MARS project.  It also identifies the technical environment required to support the implementation of ADVANTAGE, Procurement Desktop, BRASS, and the reporting database

“Big Bang” Implementation:  During previous planning activities of the MARS project, the project team considered various implementation strategies for MARS.   These strategies included phasing the implementation of the software throughout the Commonwealth by groups of agencies, or phasing the functionality of the software in logical groups over a period of time.  Also considered was the “Big Bang” approach for the implementation of MARS.  This approach calls for the implementation of all software functions in all affected agencies on July 1, 1999.  The MARS team recognizes that there are advantages and disadvantages to this approach, but feels that the benefits to the Commonwealth outweigh the risks.  Therefore, this Plan supports a “Big Bang” implementation approach for July 1, 1999.  

Analysis and Design:  The MARS functional and process design activities have been organized by adapting AMS’s Product-Based System Implementation (PSI) Methodology to fit the environment and needs of the Commonwealth and MARS.  This methodology has several key dimensions, which are intended to maximize the project benefits afforded under a product-based implementation approach.  In particular, by focusing design and analysis activities on “gap analysis” (that is, by identifying and resolving areas where product functionality and business need diverge) the overall project effort can be economized.  In areas where a good fit exists, design analysis is not required or can be minimized.  For this and other reasons, a product-based implementation can significantly shorten implementation timeframes and reduce overall risk.  However, the project methodology must focus work effort correctly to obtain these benefits.

Software Development:  Software development activities on the MARS project will produce software enhancements and custom functionality, i.e., new reports and inquiries, interface functions, and automated conversion software.  Detailed plans for these activities will be developed once the actual scope of work associated with these areas is determined.  The critical deliverables, which will define this scope of work, include:

· System Usage Analysis:  This analysis will identify the software modifications required for each business process area and associate them with the particular software components;

· Interface Strategy: This will define the architecture to be implemented to support interface processing, e.g., middleware software.  It will also define the specific systems to be interfaced to MARS as well as the systems to be replaced by MARS;

· Conversion Strategy: This will define the conversion approach for populating the MARS database as well as the processes to be performed manually versus those to be automated;

· Reporting Strategy: This document will define the reporting approach and architectures to be implemented, including how the operational data bases of each product will be used, how the reporting data base will be used, and which tools will be used for which purposes; and,

· Reporting Design:  This will identify specific reports and inquiries to be developed.

Collectively, these design and strategy deliverables will clarify the scope of work associated with software development.  However, all software development work will follow the same basic sequence of work steps with associated project deliverables.  These include: functional Design; Technical Design; Software Development; System Testing; and User Acceptance Testing.

Management Reporting Design and Deployment:   In order to meet the objectives of Management Reporting, the MARS project team will incorporate the use of the Reporting Database as well as information contained in the various software modules into the overall MARS design process.  By doing this, priorities for data and information will be considered throughout the project, consistent with the priorities and objectives of the overall project.  A deliverable from the Implementation Analysis phase of the project is the overall Reporting Strategy, which will describe in detail the approach to reporting for MARS.  

Guidelines have been developed for classification of reports, types of reports and inquiries, audiences and users of the reports, and data types to be considered will be helpful to the project team as they prepare the overall Reporting Strategy.  Overall reporting issues such as:  Reporting Database platform; security of the data; frequency of database updates; use of Crystal Reports and other reporting tools; timing of addition of data to the Reporting Database; and processing and storage efficiency issues can be more easily resolved within the framework described in the remainder of this section.

Interface Approach: The MARS Project will identify and develop interfaces to existing legacy systems. Preceding the development of the Interface Plan, the Commonwealth central MARS team will provide guidance and support to the agencies to generate a preliminary list identifying all systems that initially appear to be interface candidates.  The Commonwealth central MARS team to determine those systems that will be interfaced with MARS will perform a subsequent analysis.  The analysis team will document interface candidates.  AMS will develop the Interface Plan for the final candidate systems that will incorporate the steps necessary for accomplishing development of the interfaces for each candidate system. 

The decision process for determining candidate systems is to perform a functional analysis to identify gaps between the candidate under review and MARS.  If the candidate’s functionality is fully within MARS, then the system’s functionality will be integrated into MARS.  If there are gaps in MARS’ functionality in relation to the system under review, then the system will be a candidate for interfacing with MARS.  The candidate will be interfaced if the business case analysis shows that there is a Commonwealth-wide benefit and the project management team determines that the schedule can safely absorb it.  Analysis will also ascertain whether an interface will be developed using the standard interface architecture, custom design approach, or if developing a temporary or “quick fix” interface is more beneficial and cost effective.

Project Risks, Mitigation Approaches, And Contingency Plans:   Currently identified strategic level risks associated with the MARS project include:  software may not be ready on time, amount of change involved, system scalability, number of new PC and MARS users, shortened implementation window, and infrastructure risk.  The MARS project team will follow a proactive approach to the identification of project risks and dependencies and the development of contingency plans.  A Risk Plan will be developed and monitored as part of the regular project management and status reporting activities, and will reflect new risks, mitigation approaches, and contingency plans associated with them.  These strategic level risks and their respective mitigation approaches will be deconstructed to a tactical level and included within the MARS project workplan, project management meetings, and other project planning and communications vehicles, as appropriate. 

Knowledge Transfer Approach:   For the purposes of the MARS project, the term “Knowledge Transfer” will refer to the entire set of activities, apart from those described elsewhere as training deliverables, that are required to ensure that the Commonwealth has a “critical mass” of knowledgeable personnel to independently operate MARS. These knowledge transfer activities will be a collective effort of MARS central and agency teams and EMPOWER Administrative Services staff.

A key strategy will be the acquisition of skills via Commonwealth participation on all aspects of the project. This will require hands-on involvement and increasing responsibility and independence for Commonwealth personnel.  To facilitate this strategy, a group of Commonwealth employees will be assigned to AMS project teams.  AMS will take responsibility for conducting informal training and providing direction and supervision on these assigned tasks.  The specific activities in which Commonwealth staff will be involved will be identified in the Knowledge Transfer Strategy Plan.  This Plan will be developed as part of Implementation Analysis.  

Coordination With Change Leadership:   Change Leadership for MARS will include activitiesthat better prepare the Commonwealth’s organizations and employees for implementation of the MARS system.  The Administrative Services Change Leadership team will be primarily responsible for project team recruiting, stakeholder analysis, preliminary training needs assessments, agency communications, and other agency related activities.  At least one member of the team will be solely designated to understand and address MARS change leadership issues. Timing of the activities will be closely coordinated with other aspects of the MARS project timeline.

Strategy for Development of Documentation:   A variety of materials will be provided to MARS users to support their effective usage of the system.  These include product documentation (end user and technical), training materials, online help, procedures, and applicable policy.  Each of these serves a particular purpose and should be developed or revised to achieve a consistent and complementary body of resource materials.  Two key deliverables will address how this is to be accomplished:

· Policy and Procedures Approach:  Defines the purpose and content (outlines) to be provided for user documentation (manuals and online), technical documentation, and procedural documentation.

· Training Strategy:  The Training Strategy will describe the overall approach to be used for conducting MARS training, including end user training and technical training.  For each type of training, the strategy will address what training materials will be developed, what media will be used, and how the materials will be developed.

Taken together, these two documents will define the work to be done in preparing documentation and training materials that will become the comprehensive body of materials available to users.

Strategy for Software Testing and Quality Assurance:  Two planning deliverables will address the methods and approaches to be adopted for software testing and quality assurance.  These are the Capacity Plan and the Testing Strategy. 

The Capacity Plan must address a number of specific issues.  The primary issue is that the Capacity Plan will be completed in August while the volume and stress testing will be completed in the 1st Quarter of 1999.  Given the project schedule, with enhancements due to complete by January ’99 and implementation by July ’99, care must be taken to implement appropriate performance improvements given these windows of opportunity.  The Capacity Plan will identify areas of performance concern and key design decisions that may have an impact on performance.  Outstanding issues known at this time, which could impact performance, include: PD Integration Design; Technical Infrastructure Modifications; and Treasury Check Writing Decision

Recognizing this reality, on a periodic basis and as these decisions are made, the Capacity Plan will be revisited in order to assess the impact and make appropriate recommendations on a timely basis.  Ultimately, some uncertainty will exist until performance testing can be conducted with the modified software during the first quarter of ’99.  However, this approach will manage the risk in a proactive manner.

Regarding testing approaches, AMS will follow its standard methodologies for system and integration testing.  Project plans call for all modified products to be migrated to the Commonwealth’s test environment by January of ’99.  The Test Strategy will define how this will be accomplished.  These same basic methods and procedures will be applicable to acceptance testing to be performed by the Commonwealth.  The goal of AMS’ system and integration testing will be to ensure that the software is production ready.  The goals of acceptance testing can vary and will be defined by the Commonwealth; however, software acceptance will be one goal.  Others may include validation of procedural documentation, validation of end user training scripts, etc. 

While this area is a Commonwealth responsibility, given the software “acceptance” objective, AMS staff involved in development and system testing will assist the Commonwealth staff and help prepare an Acceptance Test Plan with the Commonwealth.  This will ensure that the process is efficient and that acceptance test participants benefit from the lessons learned, the tools, and the procedures used during system testing.

Cutover Strategy:  On July 1, 1999, the Commonwealth will “cut over” to the new MARS system.  In order for this cutover to occur in an efficient manner, a Cutover Strategy will be developed by the MARS project team. The Cutover Strategy will detail the activities for establishing the new MARS system environment, including how and when this will be accomplished and for commencing live operations including support strategies for both the near and long term operation of MARS.  The strategy will include an approach for decommissioning of STARS and KAPS system environments, including information on the retention of historical information, and reconciliation between the old and new systems and will detail the activities for the commencement of live operations, 

The Cutover Strategy will be divided into two major components, functional and technical strategies, each with their own set of tasks, activities, and responsibilities.

Training:   The MARS End User training curriculum assumes specific trainee knowledge and skill levels prior to participating in user training.  Prerequisite training aims to ensure such skill levels are indeed in place. Action steps are defined at a high level, and are designed to introduce the information necessary to develop a detailed Prerequisite Training Plan and corresponding task plan.

It is anticipated that Commonwealth staff persons possess widely divergent skill levels with regard to computers. “Leveling the playing field” with regard to these skills will be an essential step toward ensuring effective end-user training.  Thus, prerequisite training will address certain “threshold” skills to prevent such scenarios from materializing.  

The MARS project is implementing a “train-the-trainers” approach for end-user product training.  In this approach, AMS will train Commonwealth trainers, who will in turn train the individual users in all aspects of the MARS system.  A key component of the MARS product training strategy is to provide numerous opportunities for trainers and general users to become familiar with MARS capabilities through the Commonwealth’s User Playground. The training strategy will encompass a range of activities designed to prepare project team staff, technical, and operations personnel, Commonwealth users, and managerial and technical personnel, to be highly effective users, supporters, and maintainers of MARS.  The MARS training strategy will establish a training program that is consistent and portable; accommodates “just-in-time” training; contains realistic job simulations and a high degree of interactivity; and, is highly motivational and encourages learner mastery.

Support Strategies:  The MARS Help Desk will be a component of the Administrative Services Help Desk which will be located in the Finance and Administration Cabinet.  The MARS Help Desk activities are multi-fold.  Its primary role is to provide assistance in using MARS both from a process and operational perspective to handle the administrative and financial functions of the Commonwealth.  As a centralized support function, the Help Desk will be an economical and highly leveraged mechanism to drive EMPOWER Administrative Services objectives.  The help desk will be charged with achieving continued user satisfaction and acceptance, handle support needs for technical and operations personnel, and form a smoothly integrated team with other systems administration functions to ensure complete coverage of MARS support and administration tasks. 

Since MARS will support central and model-agency along with some degree of cabinet-specific functionality, the MARS help desk will act as a repository and central hub for Commonwealth-wide support.  Regardless of subsequent plans for addressing technical support needs, as a front line support service, the help desk will undoubtedly have to identify and refer some technical issues to the appropriate Commonwealth resource.  As a high-profile component of MARS and the overall EMPOWER Administrative Services initiative, the help desk will form a critical link in the process of meeting the EMPOWER Kentucky objectives.  

The post-implementation support plan will include a description of the various ways in which post-implementation support will be delivered.  

Conversion Approach:  A Conversion Plan will be developed to document the decisions about which centrally maintained data and which agency maintained data are candidates for conversions.  For each candidate system, a decision will be made as to whether or not to use automated or manual means to achieve the conversion.  This decision will be based on the following considerations: existence of data in electronic form; source of data; volume of data; accuracy of data; complexity of mapping the data to MARS; and, level of effort for automated versus manual conversion.

1.2. Purpose

As one of many outcomes from the EMPOWER Kentucky initiative, the MARS project has been preceded by multiple planning, reengineering, and procurement activities.  While the MARS project will target many objectives associated with EMPOWER, a diversity of documents exist which have information relevant to MARS’ objectives, business case, scope, and method of execution.  These include EMPOWER deliverables, RFP materials, vendor proposal materials, and preliminary planning and approach documents.  These materials have proliferated over time and become difficult to use.  Furthermore, planning concepts and assumptions have evolved and changed across the discrete RFP, proposal, contract, and project planning activities. As a result, a useable guiding and planning document does not exist.

Given the importance of MARS and the limited time remaining, reconciliation of these diverse materials and clear direction for all MARS participants must exist for the overall effort to be successful.  This document is intended to consolidate these various materials into a single, coherent and consistent planning document which can provide clear guidance to the MARS participants and which enables management to validate the overall approach.

Given this general purpose, the content of this document has been developed to achieve consistency between the various sections and to ensure that appropriate assumptions are made relative to “hand-off” deliverables between teams and activities.  This document describes project scope with particular emphasis since a shared vision of MARS scope can significantly enhance cross-team consistency.

To support this objective, project participants will read the document in total, but with particular attention on areas where they are involved.  In essence, staff who commence design, strategy, and planning work in particular areas will refer to pertinent sections to determine appropriate objectives, guidelines, assumptions, and other key considerations.  Used in this manner, this document will greatly reduce the risk that work by a given team will be inconsistent with work done by other teams and managers, or assumptions they make about deliverable hand-offs.

Another purpose served by this document includes management oversight.  Given the size and scope of MARS, managers responsible for the MARS business case and/or associated EMPOWER objectives would find it difficult to validate project methods and plans through direct team oversight or interaction.  However, since this document will provide operative guidelines for the teams, it offers management an effective means to validate the guidelines and approach being used by the project.

As these comments suggest, more detailed strategy and planning analysis will be conducted in various areas, including business process design, interface and conversion strategy analysis, training strategy development, management reporting, and others.  Such work will be completed on an expedited basis so that the overall project implementation plan can be reviewed and finalized by summer’s end to reflect the results of these more detailed plans.  Therefore, this Strategic Planning document will be replaced by a revised Implementation Analysis document which includes the results of these more detailed plans and associated revisions to the project plan.

1.3. Relationship with Projects and Initiatives

EMPOWER Kentucky is a multi-faceted program which, as it evolves, will affect all aspects of the Commonwealth of Kentucky’s government. Currently, among other initiatives, the EMPOWER Kentucky program is leading three major inter-related projects:

· The Business Improvement Projects (BIPs), designed to realize targeted savings in the next biennium through the implementation of re-engineered procurement and financial management processes with low dependence on technology

· The MARS Project, which will implement a new Financial and Materials Management System built around AMS’s ADVANTAGE Financial( and AMS’s Procurement Desktop(, and BTI’s BRASS applications.  This project will implement or enable those redesigned processes that are technology dependent.

· Change Leadership Initiatives, which will 1) assist agencies in the design of new administrative organization and workforce structures and 2) assist Commonwealth senior managers and project teams in easing the transition to a new MARS environment.

The Business Improvement Projects will primarily change the context into which MARS will be implemented. By the time MARS is implemented there will be the following differences compared to when the project began:

· fewer warehouses 

· vastly less inventory 

· fewer contracts

· fewer imprest cash accounts

· more contracts with purchase discount terms

· more procurement cards

MARS will build upon the efforts of the BIPS by: providing better information on remaining inventory; providing support for procurement cards and the associated post audit function; and providing appropriate purchasing tools to support the “Best Value” procurement approaches pioneered during this phase.

The interaction between MARS and the Change Leadership effort is more complex. As Exhibit 1 indicates,  several MARS project activities will be coordinated by the Change Leadership Team. This delegation includes: project team recruiting, , pre-requisite training needs assessments, agency communications, organizing focus groups; and organizational and other agency related activities. Close coordination between MARS project management and Change Leadership management is essential to the success of MARS.  This close relationship will require, among other things, joint planning, joint execution and joint progress measurement and reporting.

Exhibit 1:
Administrative Services Interactions
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The Change Leadership Team will interact with the MARS Project in two important ways.

1. Redesigning Administrative Organizations.  This effort will:

· Require that MARS project information regarding redesigned processes, software enabled changes, agency system usage, and other analysis phase outputs be provided to the Organization Design Team prior to creating new organization structures 

· Require that new organization structures be provided to the MARS Project Team in time to be reflected in reference data, budgets, conversion and interface routines, policy and procedures, and training.

See the table on the following page for additional details


2. Providing Change Leadership services to the MARS Project.  This will entail:

· Communicating MARS developments in a newsletter; establishing a web page; and developing other communication vehicles

· Ensuring that the MARS web-site contains updated and useful information for stakeholders 

· Conducting Leadership alignment sessions to ensure that Cabinet leaders are informed and supportive

· Working with MARS Project Management and project teams to conduct stakeholder analyses and enrollment sessions

· Ensuring that Training Needs and Training Materials both reflect re-designed process implications 

· Working with AMS to establish a help desk to assist end-users and stakeholders with business related issues arising from the MARS implementation.

· Facilitating feedback sessions with stakeholders

MARS/Organization Design Team Project Handoffs



MARS Project Outputs Needed by the Organization Design Team:



MARS Project Outputs:
Intended Use:

Project Strategy and Plan

· cross team issues will be logged, tracked, analyzed, and resolved as part of the normal project processes.
Ensure that:

· Schedules and handoffs are synchronized.

· Deliverable definitions support Organization Design effort where required

· 

Implementation Analysis

· Generic System Usage

· Agency Usage

· Newly Automated Tasks

· Agency Level System Options

· Agency Administration Responsibilities

· Source Document/Transaction 

· Systems Replaced and Interfaced

· Any project phasing (from contingency plans)

· To-be users by agency

· Training needs assessment

· Workstation needs assessment

· Infrastructure needs assessment
To understand:

· System impact on Commonwealth organizations and workforce

· Opportunities and plans for staff reclassification and workforce transition

· Requirements for workforce transition related training

· New administrative duties arising out of the MARS project.

· The relationship between organizations, functions, system usage, and required staffing levels

· Any changes in the roles of organizations imposed by MARS

Agency Notebooks

Agency Implementation Templates

Completed Agency Implementation Plans
To understand specific agency timelines, issues, existing agency structure, and key contacts.



Help Desk Strategy
To assist in the design and implementation of the agency support organization.

Policy Changes Driven by MARS
To reflect organization role changes driven by MARS in the new structures.

Policy and Procedure Plan

Policy and Procedures Early Draft
· To understand the areas that are to be affected by the implementation.

· To understand the level of detail needed by the MARS project team when new organization structures are created.

· To ensure that the plan for development of policies and procedures on the MARS project shows a dependency on Organization Design efforts taking place outside the project.

Organization Design Team Outputs Needed by the MARS Project



Organization Team Outputs
Intended Use



New Organization Structures
To be used in reference data, budgets, conversion and interface routines, policy and procedures, workflow setup, and training

Names of Line Management and Other Key Users in the New Organization Structures
These will become stakeholders to include in the implementation planning, knowledge transfer, training, security setup, and other project activities

Changes in the division of responsibilities between agencies and the Finance and Administration Cabinet
To properly reflect these new roles and responsibilities in the documented policies and procedures and training materials

Current listing of agencies’ administrative services activities
Assess potential usage of MARS; provide baseline for understanding training audience.

2.0 Project Definition and Focus

2.1. Project Goals

The MARS project is a vital component of the Administrative Services Initiative of EMPOWER Kentucky. Along with the Business Improvement Projects and the Organization Redesign effort it aims to streamline and reduce the cost of Commonwealth administrative processes, increase support for administrative workers and managers, and improve service to internal and external stakeholders.

The vision for MARS includes four major components: 

· Desired Benefits

· A Clear Achievable Plan

· A Comprehensive Approach

· Continuous Improvement

Each of these components is discussed below.

Desired Benefits

MARS was launched as a re-engineering as well as an implementation project and was approved, in large measure, based on the benefits it would provide. As such, when MARS is implemented on July 1, 1999, a clear set of improvements should result. These include:

· improved ease of use

· automation of cumbersome manual processes

· replacement of many paper based input processes with electronic workflow

· establishment of electronic report distribution

· improved management reporting and decision support

· the implementation of self service functionality for employees and vendors

· streamlined financial and materials management processes for all branches of government

· reduced maintenance effort and cost

· increased flexibility in delegating data entry, authority, source document custody, and system administration functions

Appropriate metrics for expected benefits should be developed and actual results should be measured against those expectations. Those benefits called for in the business case should be measured in dollars.

A Clear Achievable Plan

The MARS Plan should be achievable, easily understood, and guided by clear priorities. While achievement of the desired benefits is of paramount importance, the project should avoid the trap of treating all requirements as being of equal value. Perfection should not be the enemy of achievable success. In order to properly define scope and priorities, the following guidelines should be observed:

· replacement of essential functionality by the implementation date and achieving the financial savings targeted in the Business Case are the highest priorities
· conducting a smooth cutover with well prepared users is a project mandate
· achieving non-critical benefits should be a secondary goal
It should also be recognized that the full range of MARS improvements will not be evident until MARS is completely stabilized in the production environment; old systems are fully decommissioned; and user competence with the new software rises with experience. Measurement of system benefits should not occur until a full transition to the software has occurred. This transition is expected to take at least six months and will be effected by future decisions about travel and workflow pilots.

A Comprehensive Approach

In order to provide the desired benefits, the MARS project must be comprehensive in both its implementation scope and its approach. It’s scope is enterprise wide, and with few exceptions, includes all financial and materials management functions for all Commonwealth institutions.  In this regard it should not only become the official book of record for the State, but should become the primary vehicle for administrative data entry, processing, and reporting for all branches of government and for all Cabinets within the Executive Branch.

The implementation approach must be equally comprehensive in that it must 1) blend together the appropriate technology, functionality, policies, procedures to meet the full range of EMPOWER Kentucky objectives, 2) ensure that Commonwealth users, managers, IT professionals, and other stakeholders are adequately prepared and trained to use the system and capitalize on the opportunities, and 3) significantly involve all affected management structures and other stakeholders to ensure their needs are met and that the project proceeds with their informed consent. It is this comprehensive approach that will distinguish the MARS project from the many examples of year 2000 and technological upgrade projects evident in the marketplace today.

Continuous Improvement

While there are high expectations associated with the MARS project, the implementation of the software is the first of many steps that will continue over the life of the system.  Commonwealth senior officials have adopted a philosophy of continuous improvement for Administrative Services and are looking to MARS to provide an infrastructure and supporting contractual relationships to support additional improvement.  Expectations in this area include:

· process monitoring capabilities that allow measurement of process throughput, efficiency, and productivity 
· a high degree of system configurability that allows quick changes to further streamline and improve Commonwealth processes
· supporting relationships with AMS and BTI to upgrade to new technology, functionality, and best practices as they become available.
· a strong partnership with AMS and BTI over time to provide input and guidance as new releases are designed and deployed
· strong, clear, permanent institutional focus on and support for improvement within the Commonwealth
Achieving the MARS vision will require a well planned and executed project, properly modified and configured software, the participation of all major stakeholders, and well trained users, managers, and IT staff.  It will also require continued management commitment and cultural changes on a broad scale.

Project goals provide the standards by which the Commonwealth can judge the success of the MARS project. While certain goals are common to all system implementation projects, the MARS project has its origins in a re-engineering effort and carries with it the obligation to realize a substantial measure of the EMPOWER Kentucky vision and benefits. As such, it is useful to list and agree on the goals charged to the project and to focus project strategies, plans, and reporting metrics on achieving them. The MARS project should seek to:

· Implement a Commonwealth-wide, integrated administrative services system by July 1, 1999 within the established project budget.

· Reduce development and maintenance costs through the replacement of redundant systems and streamlined development, testing and maintenance of interfaces.

· Capture EMPOWER Kentucky initiative targeted benefits through the implementation of re-designed administrative processes.

· Improve overall functionality of administrative services.

· Provide constituents with a user-friendly, flexible administrative services system.

· Preserve an upgrade path to new releases of the baseline software, by baselining most of the modifications and deploying an effective retrofitting strategy for any site specific modifications.

· Ensure a knowledge transfer from the project team and achieve Commonwealth self-sufficiency in the operations and maintenance of the MARS system.

· Ensure that people and organizations are informed and ready for change.

· Establish an infrastructure to support performance measurement and continuous improvement of business processes, especially with regard to the EMPOWER Kentucky redesigned process goals.

·  Establish Web-based self service applications for employees (requisitions and travel vouchers) and vendors (bids and vendor registration).

· Enable Commonwealth cabinets control over the administration of appropriate system functionality such as security, workflow administration and cabinet-specific cost accounting classification elements.

· Improve the accuracy, accessibility and timeliness of management information for decision support.

2.2. Key Objectives for Selected MARS Processes

Major software objectives and issues provide a useful guide for project management, analysts, and stakeholders.  The objectives describe in concise fashion what the software is expected to do and provide a starting point for establishing high level success criteria for the implemented software. The issues describe the major uncertainties regarding use of the software and should be investigated and resolved as soon as is practical on the project timeline.  Appendix B lists MARS software objectives and issues organized by process and module.

2.3. Project Scope, Emphasis, and Related Assumptions

2.3.1. Software Functionality to be Implemented

2.3.1.1. Product Integration

MARS will be implemented as a single enterprise-wide solution based on three underlying application products.  Effective integration of these products will be important to achieve the overall MARS vision. Figure 1 illustrates the preliminary vision for integration points between the three MARS application products as well as probable interfaces with external systems. Specifically, the three software products that will provide application functionality for MARS include:

· ADVANTAGE Financial 2000—which will provide most of the financial and administrative management functionality;

· Budget Reporting and Analysis Support System (BRASS)—which provides budget preparation functionality; and,

· Procurement Desktop (PD)—which provides procurement-related functionality.

The key functions and capabilities for each of these application products are discussed in the next section.  With regard to integration and interfacing between these three products, Attachment C of the AMS Contract defines the requirements associated with PD/ADVANTAGE integration and Section 7.15 of the AMS Proposal defines with BRASS/ADVANTAGE integration functionality.  These documents can be referred to for available detail and expectations related to these interface points.  In both cases, some latitude in the potential architectural approaches exists, but both are consistent with the information flows illustrated in Figure 1.

The MARS applications will also interface with external systems in order to function properly within the Commonwealth’s environment.  While the specific interfaces to be designed and implemented have yet to be finalized, the preliminary interface points are illustrated in Figure 1.  As shown, the key external interfacing systems include:

· HR/Payroll—which will provide information necessary for BRASS to provide salary projections and for ADVANTAGE to post expenditure and payables information associated with payroll processing;

· Treasury—will exchange disbursement information necessary to keep these systems reconciled and to effectively support warrant processing;

· Investments—will exchange cash and income information necessary to support investment processing and associated general ledger updates; and,

· Other—various external systems will exchange journal/general ledger information with ADVANTAGE once the accounting and purchasing legacy systems are replaced by MARS. 

Collectively, these applications and interfaces will become the MARS system environment.  Designs completed over the next few months will finalize this picture.

Figure 1: MARS System Integration Overview (Preliminary)
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2.3.1.2. Product Overviews

The great majority of the MARS functionality to be implemented will be derived directly from the three underlying software products.  Software functionality required for MARS, which is not provided by the baseline versions of these products, will be developed through custom enhancements or modifications.  Project scope implications associated with modifications are discussed in the next section.  Regardless, baseline software product functionality will be a primary determinant of the MARS scope of work.

These software products will be implemented with supplemental products and tools to provide additional services.  For instance, Crystal Info is a third party tool that will be implemented to address ad hoc report, inquiry, and report distribution needs.  Other tools will be implemented as needed to address specific needs.  However, the application or business logic functionality will still be derived from the three products listed above. Specific capabilities and subsystems of these products are listed and/or illustrated below.  In some cases, the application products provide more functionality than will be implemented under current MARS plans.  Where applicable, capabilities or subsystems to be implemented as part of MARS are distinguished from those which exist but which will not be implemented.

The ADVANTAGE 2000 product line is sold and maintained by American Management Systems (AMS). The ADVANTAGE 2000 product line includes three distinct products: ADVANTAGE Desktop, ADVANTAGE Financial, and ADVANTAGE HR (Human Resource). For each ADVANTAGE product, the MARS implementation plans can be summarized as follows:

· ADVANTAGE Financial:  All basic financial management capabilities plus many of the optional subsystems will be implemented as part of MARS; optional subsystems which will not be implemented as part of MARS are illustrated in Figure 2 as shaded boxes);

· ADVANTAGE HR:  Included in the AMS/Commonwealth contract as an option but not currently planned as part of the MARS implementation; and,

· ADVANTAGE Desktop:  All base capabilities are available for implementation as part of MARS; however, the Commonwealth will make a final determination about implementing each feature based on the MARS policies and procedure definition.   Depending on the particular feature, these may be provided simply as agency and or user options.  

Figure 2 lists the basic capabilities provided with ADVANTAGE Financial 2000 as well as the various optional subsystems.  Subsystems which are not planned to be implemented are depicted as clear boxes.

Figure 2: ADVANTAGE 2000 Capabilities
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The Budget Preparation functionality to be implemented for MARS will be provided by BRASS, the Budget Reporting and Analysis Support System, which is sold and maintained by Budgeting Technology, Inc. (BTI).  The BRASS product will be interfaced with ADVANTAGE 2000 where budget control will be provided.  BRASS provides the following capabilities that may be implemented as part of MARS:

· Supports phased budget preparation process, including formulation, review, publishing, and monitoring phases;

· Maintains comprehensive audit trails for budget updates;

· Provides “what-if” analysis;

· Consolidates budgets;

· Provides user determined budget entry forms;

· Supports salary and benefit forecasting;

· Handles biennial budgeting;

· Handles capital budgeting; and

· Supports performance budgeting.

As the list above attests, BRASS is a comprehensive budget preparation application.  During the system usage analysis and associated prototyping process, final determination will be made as to which of these specific features and capabilities will be implemented as part of MARS in order to support process and reengineering requirements related to budgeting.

Figure 3 displays the features and capabilities of the Procurement Desktop (PD) application product.  Like ADVANTAGE 2000, this product is sold and maintained by AMS.  However, this product is sold and implemented as a procurement application for both the public and private sector.  For MARS, PD will be integrated with ADVANTAGE 2000 so that procurement events which have accounting consequences are posted directly to the general ledger, budget control, and cost accounting functions of ADVANTAGE Financial.  Like BRASS, during the system usage analysis and associated prototyping process, final determination will be made as to which of the specific PD features and capabilities will be implemented as part of MARS in order to support process and reengineering requirements related to procurement.

Figure 3: Procurement Desktop Capabilities
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2.3.2. Software Modifications

Support for the Commonwealth’s processing requirements will be accomplished through the combination of baseline product capabilities and functional enhancement.  As the previous section attests, the MARS application products provide comprehensive functionality for administrative processes.  The project plan also provides for modification of the products to supplement that functionality where necessary. Determination of required enhancements (modifications) will be made during the system usage analysis process and will weigh the following minimum considerations:

· Appropriate product enhancement to satisfy Commonwealth requirements;

· Minimization of product modifications to reduce scope of work on the project (and associated schedule risks); and,

· Minimization of MARS deviation from product baseline functionality to preserve and simplify future product upgrades.

On the latter point, modifications will be classified as either “baseline” or “site specific”. Baseline modifications will be incorporated into future releases of the products.  In contrast, site specific modifications will cause deviation from future baseline functionality and therefore effort will be required when upgrading to future product releases to reapply the modifications. Given the considerations listed above, it will be a project objective to minimize the total number of modifications consistent with meeting the Commonwealth’s business objectives and achieving the associated EMPOWER Kentucky objectives and goals.

The AMS services contract includes provisions for modification to each of the three application products, including provisions for the “baselining” of modifications.  Specifically, Attachment B of the contract lists potential modifications cross-referenced both to the RFP checklist and to the applicable software product.  These are “potential” modifications; the final list of modifications will be derived as part of the system usage analysis and subsequent evaluation of the total scope of work relative to the overall project plan.  Thus, the final list of modifications will likely be different from what is listed in the contract.  

Attachment B of the contract is significant, nonetheless, because the level of effort associated with the design, development, and implementation of that set of modifications is provided for within the current project plan and AMS contract.  Therefore, as long as the “final” list of modifications does not deviate materially from Attachment B in terms of scope of work, there will be no need for a contract amendment, and the development phase of the project can be planned accordingly.  

As noted above, the final list of modifications will be developed through two basic steps.  The first will be during the system usage analysis.  Figure 5 illustrates the design approach, which will be followed relative to the initial identification of necessary product modifications.  The overall design methodology is described in more detail in section III.D, Analysis and Design.  As it relates to the identification of modifications, this design approach strives to map software functionality to business processes and associated scenarios.  In essence, this mapping will define how the software will be used to support the business processes and procedures envisioned for MARS, based on specific software functions, application components, and user interface components.  In the final conceptual model deliverable, two key outputs (among others) will be produced: 

· Procedures needed to support the conceptual model; and 

· Business processes and software modifications needed to support the model.

Thus, modifications will be defined as necessary based on a vision and specification for business processes and procedures.

During this process, all modifications will be classified as baseline or site specific.  Modifications listed in Attachment B of the contract that are affirmed as necessary will retain their baseline/site-specific classification (if the original design/development approach is affirmed and validated as well).  All other modifications (i.e., either newly identified modifications or those where the design approach is revised) will be assigned a baseline/site specific recommendation by the respective design team, based on an assessment of its uniqueness to Kentucky and potential product applicability.  A final determination will be made based on subsequent evaluation and discussion between the Commonwealth and AMS.

Also during the system usage analysis process, modifications will be further classified as to whether or not they are necessary and critical for initial live operations.  Again, this will be assessed by the respective design team, based on criticality of the modification in order to support basic business processes and procedures at the outset of live operations.  

Those not classified as necessary and critical for live operations will be reviewed and evaluated for deferred development and implementation (that is, for development and implementation after initial live operations).  The Commonwealth and AMS should make a preliminary determination prior to the completion of the system usage analysis to preserve the stability and accuracy of information and assumptions passed on to the training, documentation, and policy and procedure teams.  Final determination of deferred modifications can be made during the development planning process, which is the last appropriate opportunity to finalize the development scope of work.

2.3.3. Redesigned and Other Key Processes

The EMPOWER Kentucky initiative has identified targeted benefits and savings which can be associated with business process areas, such as internal ordering and billing, and which have already been incorporated into budgets and appropriations.  It has also produced redesigned or reengineered business processes in many areas.  To support the business process analysis and the corresponding production of system usage analysis documents, key objectives have been identified for each business process area.  These objectives are consistent with the results of the EMPOWER Kentucky initiative.

A team will be assigned responsibility for conducting the system usage analysis for each of these areas.  Furthermore, each team will be responsible for ensuring that their design work addresses the key objectives assigned to their area in the best manner possible given the software functionality and mapping analysis.  The premise here is that developing a design approach (i.e., system usage analysis) that addresses the key objectives will lead to achievement of the targeted benefits and savings.

The achievement of these benefits requires not only an appropriate design approach now, but a continuous focus on improvement once live operations have begun.  Recognizing this, the design teams will look for and recommend methods for monitoring performance.  These recommendations may include reports or inquiries to support performance monitoring.  They may also include recommendations for information that is not readily accessible in MARS.  To ensure that this design focus exists, guidelines will be provided to the design teams related to performance monitoring recommendations.

Another design approach MARS has adopted is the review and adaptation of the EMPOWER redesigned processes as part of the system usage analysis work. As Figure 5 illustrates, defining business processes, scenarios, and procedural steps is a preliminary process in this design approach.  In business process areas for which redesigned processes are available, these will be used as the starting point and adapted as necessary to support effective mapping analysis.  To the extent that the EMPOWER targeted benefits and savings depend upon these redesigned processes, using them as the starting point in the design process should protect this important linkage.

In certain areas, redesigned processes do not exist as a starting point.  In such cases, the design teams will review existing Commonwealth processes and procedures and develop a mapping/system usage approach that takes maximum advantage of the software capabilities.  Thus, if a complex manual process exists today which the software can simply automate, the design approach recommended will call for revision of existing procedures to achieve the process improvements afforded by the software.  The design teams will be guided in this respect by the overall project objectives calling for elimination of unnecessary paper and implementation of consistent, enterprise-wide solutions, as well as by the key objectives identified by each process area.  Of course, these changes will be weighed against applicable constraints.  For instance, if the ideal process change would require a policy revision that cannot be achieved in time for the project, that process change would not be recommended.  This type of situation will be handled and managed using the issue tracking procedures established for the project.

Finally, pursuit of business process improvements will not end with system usage analysis.  Development of policies and procedures will occur once the system usage analysis is complete.  This ongoing development will afford further opportunity for optimization of procedures consistent with the key objectives and EMPOWER targets.  Thus, the policies and procedures team will assume ongoing responsibility for the MARS business case as they develop and detail procedures consistent with the system usage analysis.

2.3.4. Systems to Interface

2.3.4.1. Scope

A major goal of the MARS project is to provide a full set of functionality to the Commonwealth.  Because of this, interface requirements can be minimized.  However, the option is available to develop and integrate interfaces that are outside of system interfaces identified in the contract, and that are deemed necessary and appropriate by on-going analysis.  There are several factors that will influence the scope of interface development, including:

· MARS’ capability to replace functional.

· The business case for each potential replace or interface system.

· COA analysis and ability to preserve existing systems and interfaces.

· Limitations on the labor resources available to design and develop interfaces.

· Limitations on the elapsed time available to replace systems or construct interfaces.

A risk of scope creep exists, if not actively managed.  Too many interfaces could exceed resources available to design and develop the interfaces as well as to provide regular, post-implementation maintenance.  Likewise, resources to develop temporary interfaces (for example, Imprest Cash, Cost Allocation) would also be affected.

The most recent estimate is that there will be 26 interfacing systems and it is assumed in the current work plan that there will be no more than 26 interfaces that must be designed and developed.  However, as analysis continues, there may be additional interfaces discovered due to unknown systems.  

Additional systems will likely be discovered in the course of evaluating systems whose functionality may be incorporated into MARS.  There may also be systems that interface with the applications that will be incorporated into MARS.  These additional systems, when discovered, may have to be interfaced directly with MARS if their parent data sources have been integrated into MARS.

2.3.4.2. Emphasis

The project team will limit the number of interfaces and desing an architecture, which supports an enterprise-wide concept.  A standard interface architecture will be developed to provide consistency for existing and future systems.  Special-purpose interfaces that MARS cannot accommodate through the standard interface architecture will be avoided if possible..  As many existing functions as possible will be integrated into MARS to limit the number of interfaces required.  This, however, must be balanced against the implementation effort associated with replacing these systems and the attendance risk to the July 1999 target.

2.3.4.3. Related Assumptions/Issues

There are a number of assumptions about interfaces that are built into the current MARS work plan:

· The expectation at the time of contract execution was 26 interfaced systems; however, it is assumed that the actual number will be determined as the result of the Interface Plan analysis.

· The Chart of Accounts design and product mapping will be complete before interface design begins.

· The Commonwealth central MARS team is responsible for the identification of systems to be interfaced with MARS with assistance from AMS.

· The Commonwealth central MARS team will furnish an analyst who will provide continuity from the beginning of interface analysis and selection through design and development.  This will help ease the transition from AMS designers to Commonwealth developers.

· AMS is responsible for developing an Interface Plan.

· AMS is responsible for developing interface middleware as specified in the interface designs.

· AMS is responsible for the design of interfaces for systems that are not agency maintained.

· The Commonwealth central MARS team is responsible for the development of interface programs with the exception of interfaces to agency maintained systems and for up to three complex interface programs chosen by the Commonwealth to be developed by AMS.

· The responsibility for designing and developing interfaces to agency maintained systems will be determined on a per-case basis during the analysis conducted for the Interface Plan.

· The Commonwealth central MARS team will identify in the Interface Plan the three complex interface programs to be developed by AMS.

· The Commonwealth central MARS team and agencies are responsible for any interface-associated enhancements to the interfaced, external systems.

· AMS will provide assistance to the Commonwealth in interface development in the amount of 1 FTE for up to 6 months.

· AMS will assist the Commonwealth central MARS team in the preparation of system and acceptance test plans for interfaces.

· All interface transactions will be year 2000 compatible.

The following are issues related to interface development and must be taken into consideration during the analysis, design, and development process:

· MARS’ capability to handle Check-writer applications.

· Relationship of Treasury versus Finance and Administration responsibilities.

· Stakeholder engagement is required for successful implementation of interface policies.

· Technical and operations training in the use and timing of interfaces.

· Organizational design and associated workforce transitions.

2.3.5. Data to Convert

2.3.5.1. Scope

The goal of the conversion effort is to limit the amount of detailed data converted to the MARS database to that necessary to integrate existing functionality into a viable production system.  Other data will be converted to the MARS Management Reporting Database as appropriate.  The conversion of data must be timed to support a smooth transition to production.  To meet these goals, the MARS Project will:

· Convert only STARS and KAPS data to populate the MARS reference production database (e.g., table information, vendor inventories, open transactions, etc.)

· Convert other data on a per case basis (e.g., projects and grants inception to date history, open items).

· Populate the Management Reporting Database with historical data from integrated legacy systems in accordance with the Management Reporting strategy.  

· Efficiently ready the MARS production data for fiscal year 2000.

· Limit the number of automated conversions when manual conversions are more beneficial (e.g., where small amounts of data or highly complex data relationships are involved).

· Limit historical data conversions for the July 1, 1999 implementation to the level required for production (to be followed by additional subsequent phased conversions).

· Convert summary totals and balances only where appropriate (e.g., inception to date balances for grants and projects with supporting detail in the Reporting Database).

· Populate BRASS for use as the system of record to support preparation of the 2000/2001 biennial budget.

There are risks that could affect the scope of the conversion effort.  The timing of conversions may disrupt daily operations and the quality of legacy data is unknown and may not support the accuracy and data integrity required by MARS.  These risks could adversely impact the central Commonwealth MARS team’s resources available for performing conversion activities.  The availability of Commonwealth resources may not be adequate to support the conversion effort without management of these risks.

The expectation is that data mapping from legacy systems to MARS is straightforward.  If this is not the case, conversions on the whole may be more difficult and require more resources.

2.3.5.2. Emphasis

The emphasis of the conversion effort is to achieve as smooth a transition as possible from STARS, KAPS, and legacy systems to MARS without missing essential data.  To the greatest extent possible, each conversion candidate will be evaluated on a case by case basis to limit the number of automated conversions where manual conversions would be more beneficial.  Additionally, attempts will be made to minimize data integrity risks through back up and recovery procedures and through efforts to ensure that the MARS production database is secure and stable before conversion begins.  The usefulness of converting detailed historical information in support of the business objective for MARS will also be determined on a per case basis.

2.3.5.3. Related Assumptions/Issues

The MARS contract makes provision for converting legacy data into the MARS system.  Based on these provisions, the MARS Work Plan has been created with the following assumptions incorporated: 

· The central Commonwealth MARS team is responsible for identifying data sets to be converted from legacy systems other than STARS and KAPS.

· AMS is responsible for developing the Data Conversion Plan.

· The Commonwealth is responsible for converting and validating all data for the MARS program.

· The central Commonwealth MARS team is responsible for design and development of programs associated with automated conversions.

· AMS will provide one FTE for up to six months to assist the Commonwealth with programming automated conversions.

· Expectations for automated conversion activities presume a relatively straightforward data mapping between the legacy systems and MARS.

· The central Commonwealth MARS team is responsible for developing procedures for manual conversions.

· The central Commonwealth MARS team is responsible for performing setup steps (e.g., selecting system options, establishing workflow routings, and entering beginning balances).

· If a system will be interfaced with MARS and requires data conversion with that system in order to accomplish the interface, data conversion will be the responsibility of the central Commonwealth MARS Interface Design team.

· Data converted from legacy systems that have been integrated into MARS will not be sufficient to meet all inquires and will require retaining legacy system data outside of MARS for some period of time to be determined on a per case basis.

· Conversion will continue on an ongoing basis for some period after cutover to MARS.
· Agencies are responsible for designing and providing resources to convert, cleanse, and validate their own Agency-specific cost accounting data.

In order to facilitate a smooth transition of functionality from legacy systems to MARS, a number of issues must be addressed:

· When should conversions occur in relation to the end of the fiscal year?

· If conversion is to occur only once, when will it occur?

· If conversion is to occur twice, would the most logical choices be 6/30 and at fiscal year close?

· Should data in legacy systems be converted to MARS through the interface middleware or within the legacy systems to align the legacy data to the new Chart of Accounts in MARS?

· How long will legacy systems be maintained to provide access to historical data for inquiries?

· What are the timing and procedures for entering new contracts into MARS for the new fiscal year?

· How to convert accounts receivables from prior years?

· How to convert beginning balances that normally originate from external systems?

These issues will be resolved in the MARS Conversion Plan, which will be developed during the Implementation Analysis phase of the MARS project.

2.3.6. Training

2.3.6.1. Training Scope: Introduction

This section, aims to provide a concise expression of the project’s ends and means with regard to training.  It is complemented by Section 3.13, which addresses the particular approach to be utilized in preparing for and executing such training.  Together, these elements lay the foundation for the construction of detailed training plans for End-User as well as Prerequisite training efforts.

The MARS End User training curriculum assumes specific trainee knowledge and skill levels prior to participating in user training.  Prerequisite training will be designed to ensure such skill levels are indeed in place.  Although this section places some parameters around End-User and Prerequisite training, these distinctions must not be understood to imply absolute independence.  Instead, Prerequisite training and End-User training may be understood to comprise different “roads” to staff proficiency; understanding and addressing the intersections of these paths will be critical to a successful implementation.

Broadly stated, the goal of the entire training effort is to help to prepare the user community for the myriad changes that will result from the implementation of MARS and the Business Improvement initiatives.  Training is, however, but one component of a successful strategy to equip users to do their jobs.  Other, critical components are: thorough user documentation detailing policies and procedures; software functionality; implications of a new chart of accounts (such as reporting, user proficiency, etc.); and new job descriptions.  Similarly important will be the ease of use resultant of the MARS software configuration and the inclusion within MARS of adequate on-line help for users.

These components must be properly emphasized.  They will aid in fostering user self-sufficiency, permitting an environment of continuous improvement and change.  Recognizing such “supports” is especially important to the MARS project, given certain circumstances that constrain the role of formal training.  These include the:

· Large number of users affected: up to 26,000 users might use the Web-based components of MARS such as travel vouchers and requisitions.

· Significant degree of change that will be introduced: the Commonwealth is pursuing an ambitious and comprehensive set of objectives for streamlining administrative processes.

· Timing imperatives resultant of the “Big Bang” implementation approach, which calls for implementation of virtually all software functions in all affected agencies at the same time.

These circumstances, along with the finite number of training resources that exist, limit the provision of formal training for users of the Web-based functionality of MARS.  Training scope must be limited so that it does not exceed the capacity of the individual trainers and training facilities available.  For the purposes of Prerequisite training, that capacity is estimated at 1,500 persons.  Training estimates (an audience of 3,000 is contemplated for End-User training) will be refined once the Training Needs Assessment is conducted.
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The context in which training will be planned for and executed is reflected on the following page.  Represented are Prerequisite training, End-User training, as well as related MARS milestones.  It should be noted that the “bars” according to each individual task represent an approximate time period in which that activity will take place.  In some instances (such as End-User training), the activity may not extend for the entire duration shown.  Conservative estimates were used to ensure that the maximum time required for tasks is accommodated.

2.3.6.2. Prerequisite Training

2.3.6.2.1. Scope

The MARS Project is responsible for defining a standard “foundation” upon which End-User training will build.  This “foundation” will be established, in large part, via the delivery of Prerequisite training.  The scope of the Prerequisite training to be provided follows.

· Prerequisite training is not product training, and will not overlap with the MARS End-User training curriculum.

· The audience for Prerequisite training includes staff in every cabinet, agency, and department impacted by the implementation of the MARS system and the Business Improvement initiatives.

· Prerequisite training will cover 3 distinct areas.  These areas are represented below, along with anticipated delivery formats:

Table 1: Prerequisite Training Topic Area and Delivery Format

Topic Area
Anticipated Delivery Format

PC Literacy/Core Competency Training
“Direct” training of identified Commonwealth staff by the Department for Information Systems (D.I.S.) 

Infrastructure (Organization Design & Workforce Transition)
“Direct” training of agency teams in three courses comprising no more than 200 total staff


Policies and Procedures
“Train the Trainer”; agencies will be asked to identify training resources who will, following Policies and Procedure training, deliver such training to agency staff

These three areas, together with the MARS system functionality and its related implications for workflow and processes, are the primary “drivers” of changes to be encountered in the MARS environment.  Structuring training around each of them will require considerable research and strategy formulation.  Preliminary approaches to each are delineated in the “Strategies” section of this document.

Deloitte & Touche Consulting Group, working in conjunction with the Commonwealth and D.I.S., will develop the Prerequisite training plan, which will include training curriculum.  Agencies may adapt the Prerequisite training curriculum as their needs and preferences dictate; however this customization will be the responsibility of the agencies.

2.3.6.2.2. Prerequisite Training/Emphasis

Prerequisite training aims to provide a context in which End-User training may be understood.  The degree and sweeping nature of the change associated with the MARS implementation impact a host of interrelated conditions comprising the end user’s work environment.  The actual tool via which work will be completed – MARS and its attendant functionality – is but one change among many.  It is with these other changes that Prerequisite training is concerned.

2.3.6.2.3. Prerequisite Training/Related Assumptions/Issues

Several specific assumptions and/or issues have been identified to date relevant to the creation of Prerequisite training.  These include the following (segmented by general topic area):

Responsibilities and Scope

· All training that is the result of a new position being created will be addressed in the Workforce Transition Training Plan, due to be completed by March of 1999.

· For the PC Literacy/Core Competency Training, D.I.S. and K.C.T.C.S. will coordinate with the MARS Central Team, Deloitte & Touche Consulting Group, and AMS consultants to plan and deliver training as identified by individual agencies.

· Deloitte & Touche Consulting Group staff will coordinate with EMPOWER Kentucky, MARS Central Team, Personnel Cabinet and the Governmental Services Center (GSC) resources to develop and execute the Infrastructure Training.  This training will target teams assembled by individual agencies to lead their respective organization design and workforce transition efforts.

· The MARS Central Team will be responsible for the training on Policy and Procedures.

· Agency size and/or anticipated system usage is expected to drive the degree to which agencies, following “Train the Trainer” sessions, customize the core Prerequisite curriculum before delivering it to agency staff.

· Each agency will specifically determine how many staff need to be trained and to which training group(s) individuals will be assigned.  The Agency Implementation Team Leads will lead this identification process.

· Each agency should have a member of its Agency Implementation Team dedicated toward monitoring Training concerns (though this person may also have responsibilities in other areas).

· A training schedule will be discussed and developed within each agency by the Agency Implementation Teams.  This training schedule must support and accommodate the Commonwealth’s intended “live” date of 7/1/99 for the MARS system.

· The MARS Central Team will make recommendations with regard to tracking and evaluation mechanisms; monitoring the specifics of agency progress will be incumbent upon each agency.

· Agency teams will be expected to share with the MARS Central Team periodic updates reflective of such progress.

· The MARS Central Team will define reporting standards and expectations pertaining to such progress updates.

Timing Considerations and Trainer Selection

· As the timeline reveals, PC Literacy/Core Competency  training must take place in advance of End-User training.  This training must take place in conjunction with the acquisition and deployment of PC’s in the agencies.  It is important that users have adequate time to practice the skills they learn prior to utilizing them on the job.

· As the timeline reveals, Policies and Procedures training must take place in advance of End-User training.  End-User training should, however, reinforce this learning.  MARS use will be integral to the documented procedures and completely separating the two would be unnatural.  MARS use will be similarly integral to understanding specific processes and workflow; these concerns should be “folded into” End-User training.

· Likewise, although Infrastructure training precedes End-User training, “refresher” information should be distributed during End-User training to reinforce the earlier training message.

· Agency trainers will be identified and engaged in the planning effort as soon as possible. It is unclear what level of overlap will exist between the trainers selected for Prerequisite training and those for End-User training.

· Competing needs exist with regard to the identification and allocation of Commonwealth trainers.  “Key” individuals who may be sought as trainers may also be desired for other initiatives, such as:

· System usage testing;

· User acceptance testing; and

· Agency specific policy and procedure development.

· In order to avoid staffing conflicts, the MARS Central Team needs a clear picture of the number of central resources available.

· Correspondingly, the MARS Central Team may need to introduce a “stagger” with regard to responsibilities for some resources (such as Subject Matter Experts) to permit an adequate number to assist with training.

· The MARS Central Team will provide guidelines to the agencies to assist them in selecting trainers from amongst their respective staff members.

· Agencies will be asked to commit their “best and brightest” to the training effort.  The importance of the trainer role will be affirmed at leadership alignment sessions scheduled to take place in the summer of 1998.

2.3.6.2.4. Prerequisite Training Audience

As previously described, the audience for Prerequisite training includes staff in every cabinet, agency, and department impacted by the implementation of the MARS system and the Business Improvement initiatives.  Broadly speaking, the total number of the training population has been cited at 1,500.  This number will vary, however, depending upon the particular Prerequisite area being considered and the needs and imperatives communicated by the individual agencies.

2.3.6.2.5. Prerequisite Training/Quantity of Training; Number of Trainers

As outlined in Section 1.1.1.1, training numbers for certain Prerequisite training classes are “capped.”  Limits are due to resource constraints and, in some instances, to concerns regarding the appropriateness of the audience.  For example, enrollment in the PC Literacy/Core Competency Training will be bounded by  the need for training communicated by agencies.

Enrollment for Infrastructure Training will be “held” at 200 persons due to instructor resource constraints, and because this instruction is aimed at agency leadership.  Though participants are not expected to (as in the “train the trainer” model) teach a formal class each will be counted upon to serve as a resource for ongoing workforce transition and organizational design efforts underway in his/her particular agency.

Ultimate participant levels in the Policies and Procedures training should reflect a wide audience, given that the content of these courses will be broadly applicable.  Future usage estimates for MARS
 will provide an indicator in determining this impact.

2.3.6.2.6. Prerequisite Training/Facilities/Logistics

Given the considerable scope of training, efforts to identify training facilities are scheduled to begin immediately.  Design specifications will need to be advanced by AMS and the Commonwealth to provide guidance in the site selection process.  Once identified and confirmed as meeting (or capable of meeting) these specifications, locations will need to be secured.

In identifying such sites, consideration must be given to training users not located in the Frankfort area.  This could be done either by having trainers travel to remote facilities or by having users from other areas of the state travel to Frankfort.  Reasonable, cost-efficient strategies will be pursued.

2.3.6.2.7. Prerequisite Training/Evaluation

Evaluative information will be sought from trainees in each of the Prerequisite training offerings.  As part of this process, trainees will be asked for information at the beginning of each training class, as well as at the conclusion of each class.  In this way, trainers and trainees will be able to discuss training expectations, and determine – at the end of each course – its relative success in meeting them.  For classes that may be iterative in nature (such as the PC Literacy/Core Competency Training, for example), trainers will be able to act upon feedback received and, where appropriate, incorporate changes into the class curriculum.

2.3.6.3. End-User Training

2.3.6.3.1. End-User Training Scope

The MARS Project is responsible for defining a standard model of operations for the MARS system.  Agencies may modify this model to fit agency-specific needs; however, this modification and associated training will be the responsibility of the agencies.  The scope of the MARS product training program is as follows:

· End-User training extends to those people who have executive, supervisory, data entry, or inquiry and reporting responsibilities associated with the MARS software.

· The audience for the End-User training includes all MARS users in every cabinet, agency, and department.
· AMS will provide train-the-trainer sessions for up to 100 Commonwealth trainers.

There is a risk that the goals of the training program may not be met if special care is not taken in the early selection and integration of the Commonwealth trainers.  Trainers who have not been involved with the MARS Project effort from the beginning might not be able to learn all aspects of the system to the degree necessary to effectively train others.  If class size does not permit one student per PC, trainers may not be able to cover all the material intended for a class.  These concerns will be monitored and managed so that success of the training program is not endangered.

2.3.6.3.2. End-User Training Emphasis

The objective of the MARS product training program is to prepare Commonwealth employees for new ways of doing business.  The MARS product training program will provide executive, financial and materials management, purchasing, and technical staff with the necessary knowledge and skills to effectively use and maintain MARS. 

2.3.6.3.3. End-User Training Related Assumptions/Issues

The design, development, and implementation of an effective product training program must adapt proven educational techniques to the specific situation of the target training population.  The MARS training is bounded by the following assumptions:

· Commonwealth trainers will be trained by AMS to train others to perform operations in accordance with the standard MARS model.

· Agencies will need different levels of support based on size and training capabilities:

· Large agencies will have the ability to perform formalized training using their own trainers and facilities.

· Mid-size agencies will need centralized support to formulate materials and approaches.

· Small agencies will use the enterprise-wide policy model and require centralized training support.

· Agencies are responsible for tailoring the standard MARS training model to their own agency-specific needs and for training their agency personnel in these agency-specific activities and policies.

· Agency-specific customization of training will not occur until post-implementation unless there is a “must have” need identified during system usage analysis.

· Separate training sessions on policies and procedures will be conducted before users will take the general MARS training to ensure that they are familiar with Commonwealth policies and procedures as they will exist in the new system.

· The classroom training will incorporate the application of the standard enterprise-wide model for policies and procedures involved with using MARS, to the extent that those policies and procedures have been defined.  

· Agency specific policy and procedures will not be incorporated in MARS training.

· Users will be familiar with a Windows/PC environment and possess basic skills in word-processing, spreadsheet, Internet, and e-mail software packages. 

· Commonwealth training personnel will work in partnership with AMS in the training development process.

· Commonwealth trainers will facilitate all training sessions and develop the ability to:

· Facilitate the learning activities in the curriculum

· Assess/diagnose difficulties that trainees are experiencing in achieving success

· Relate system functions being learned to the trainee’s job context

· Coach a learner to successful demonstration of a skill or ability

· Commonwealth instructors and classrooms will be available throughout the state to meet the training schedule needs.

· All training databases will be accessible from all classrooms.

· AMS will provide classroom materials for Commonwealth trainers to customize further to include desk procedure content, organization context information, and comparisons with previous procedures.

· All classroom training will be designed for a classroom with one student per PC in order to provide students with maximum hands-on experience on the training version of the system.  

· Classroom training materials will be developed using Microsoft Word and Microsoft PowerPoint.

· Trainers will need a LCD or other projection device in order to project the image from their PC to the wall or screen during trainer presentations.

· Trainees will have access to MARS immediately upon completion of training.

· The Commonwealth MARS Help Desk will make recommendations for post-implementation training assistance 

The MARS training program must address a number of complexities and issues that the Commonwealth faces, including:

· Multiple, large target audiences required to execute new processes

· Geographic dispersion of the target audiences

· Staff turnover

2.3.7. Management Reporting

A major goal of the MARS project is to improve the manner in which financial information is made available and disseminated to MARS end-users.  On the July 1, 1999 cutover date, it is anticipated that this goal will be accomplished through the use of the MARS Reporting Database.  The Reporting Database will have the following characteristics:

· It will be database separate from the production MARS database to provide secure and efficient access to financial data.

· The database will be constructed in a manner to facilitate ease of use by the end user, such that data is easily accessible for different classes of users, and for different types of data.

· It will provide a mechanism to reduce the number of paper reports produced on a regular basis.

· It will contain a library of ad hoc reports and inquiries for cross agency use, controlled for accuracy across jurisdictions.

· It will supplement the traditional MARS inquiry and reporting function by providing another vehicle by which users can obtain financial information.  

· The database will be updated on a regular/scheduled basis in order to contain timely and accurate information.

· Appropriate security will be established to govern the use of the database.

On July 1, 1999, the MARS Reporting Database will include information from the MARS financial, procurement, and budget preparation components of the system.  Post July 1, 1999, other administrative system data will be considered for inclusion in the database.  Also, at some point after July 1, 1999, the Reporting Database will be made available to a broader audience such as the general public and the vendor community.  The schedule for these updates to the data and access methods for the Reporting Database will be determined as part of the Reporting Strategy deliverable that will be developed during the first phases of the MARS project.

2.3.8. Affected Organizations

It is the intent of the MARS implementation to provide full financial management and related administrative functionality for all organizations in the Commonwealth. As described throughout this document, the scope of the project and the effort to be expended is significant.  In order for MARS to be a successful implementation, it is important to understand these issues as they relate to the agencies of the Commonwealth that will be affected.  On July 1, 1999, it is expected that the implementation of MARS will affect most of the following Commonwealth organizations. 
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Figure 4. Affected Organizations

Large Counties

While the relationship of most of the organizations to MARS is evident, there is one organization that deserves special note.  The Commonwealth is constitutionally mandated to handle a limited number of financial transactions for all counties with a population larger than 70,000.  These transactions include such items as:

· Receipt Deposits

· Payments

Processing for these transactions is primarily a manual process today.  No changes will be made to the methods of handling these transactions for purposes of MARS prior to the July 1, 1999 cutover.  The MARS team will also postpone training and other MARS support until after July 1, 1999, which is different than for other Commonwealth agencies.

2.3.8.1. Organizational Impacts of MARS Scope

Each organization will be affected by the changes that the implementation of MARS implies.  For example, processes and procedures will change, additional functionality will be available, internal agency systems may be replaced, and people’s jobs will change.  How each organization prepares for and handles these changes will be instrumental to not just the overall success of the implementation, but to the ongoing operation of the agencies and the realization of the benefits of the EMPOWER initiative.  It is important that the project and the agencies organize and plan for the changes, and in that regard the project team and the agencies will have specific roles and responsibilities assigned to them in order to appropriately balance work load, skills, and risk. 

It is the intent of the MARS project team to work to lessen the impact of these inevitable changes as much as possible.  In that regard, communications and training programs will be developed by the team during the first phase of the project.  During this phase, called the Implementation Analysis Phase, a number of key deliverables will be produced which will help guide the project to manage the impacts that the MARS implementation will have on the Commonwealth.  These deliverables are listed below, and are described in relevant sections of this Strategic Plan.  

· Communications Plan

· Training Plan

· Implementation Plan

· Agency Notebook

· Change Leadership Plan

2.3.8.2. Central and Agency Team Roles

For the MARS implementation to succeed, different teams across the Commonwealth of Kentucky will be deployed to perform specific implementation tasks.  There will be a central MARS team that, while responsible for the majority of the implementation of MARS , will rely on agency assistance.  Each Agency will be asked to assign an Agency Implementation Leader (AIL) and to deploy an Agency Implementation Team.  The Central MARS team and Agency teams each have essential and complementary roles.  It is equally important for the Central and Agency teams to understand what their roles are, and to deploy the appropriate resources to fill these roles.

Throughout the course of the MARS project, the Central team will interact with the Agency teams to work on specific aspects of the implementation of MARS.  The Central team will meet with all Agency Implementation Leaders on a regular and as needed basis, to provide guidance and to obtain feedback on important project issues.  In addition, the Agency Implementation Leaders will coordinate the activities of their agency as MARS is implemented.  The Agency Implementation Notebook will be an instrumental tool to the Agency Implementation Teams, as it will contain templates and guidance on implementation issues, including interface specifications, training needs data requirements, communications plans and requirements, and change leadership activities.

Throughout the Implementation Analysis phase of the MARS project, additional and more detailed analysis of the new MARS software, and the related changes that will occur as a result of the new system, will be performed.  As these analysis tasks are completed, roles and responsibilities between the two teams may grow, shrink, and shift.  However, at this time, the intended roles and responsibilities of these two groups are identified below.

The Central Team’s role consists of:

· Acquiring and installing MARS server hardware

· Getting software and related documentation ready

· Creating automated interfaces and converting data

· Preparing model policies and standard procedures

· Preparing model training materials

· Training the trainers and training end users on model policies, procedures, and system use

· Installing software in the production environment

· Supporting agency implementation efforts

· Coordinating with the Change Leadership Team for communication and organization design activities

· Central agency cutover activities

· Establish on-going support infrastructure:

· Help Desk

· Operations, Policies, and Procedures

· Backup and Recovery

· Management Reporting

The initial roles and responsibilities of the Agency Teams include:

· Creating agency implementation plans

· Tailoring model policies and procedures, within allowed parameters

· Tailoring model training materials

· Converting data

· Installing software in production environment, where applicable

· Training end users on Agency-specific procedures e.g., necessary extensions to model procedures

· Acquiring PC’s and network upgrades

· Agency organization design

· Agency cutover activities

· Coordinating interface activity, as appropriate

· Workforce transition in coordination with the Administrative Services Workforce Transition Team

Implications for Agency Teams

The overall scope of the MARS project will influence the level of resources and commitment that the Agency teams must have as they prepare for the implementation of MARS.  Some of the factors that each Agency team must take into consideration when planning for the implementation of MARS include: 

· Number of users to train

· Policies and procedures that are changing

· Effort to decommission legacy system

· Conversion factors such as amount of data to convert

· Organizational design

· Number of people required to maintain agency specific MARS data

· Maintenance agreements for replaced/interfaced systems

· Year 2000 legacy system compliance

· System infrastructure, e.g. appropriate LAN/WAN connectivity and support

· Realization of EMPOWER business case timings

These considerations are critical, as they will drive the level of effort that the agency is required to expend to successfully implement MARS.  

Implications for Central Team

The Central Team will have a different set of factors to take into consideration when planning for the implementation of MARS, as they will be focused on the overall implementation of MARS across all Commonwealth organizations.  The scope of the following items will be critical in determining the number of resources and level of effort that the Central Team must expend to successfully implement MARS:

· Training

· Modifications

· Conversion

· Interfaces

· Implementation Support

Matrix of Organizations and MARS Usage by Sub-Process

The following chart depicts the MARS implementation team’s initial assessment of the features and functions of MARS that will be used by each of the affected organizations noted above.  This chart will be the starting point for both the Central and Agency teams to determine MARS usage by Cabinet and Agency.  The data will assist both teams focus on the specific implementation requirements for each agency such as training, policy and procedure development, and communications.  Also, during the Implementation Analysis phase of the MARS project, the Business Process Analysis and Modeling Approach will be followed to determine the specific functions and features of MARS that will be utilized by the Commonwealth. 
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MARS Users by Agency and Functions

One of the most critical factors that will affect all of the organizations’ implementation of MARS is the number of MARS users, both at the gross total level, and by specific function such as Purchasing, Budget Preparation and Accounts Payable.  Both the Central and Agency Implementation teams will use this data to make specific determinations regarding the implementation such as:

· Number of PCs to purchase

· Number of people accessing the system

· Number of people to be trained and on what aspects of the system

· Communication of project information

Throughout the course of the Implementation Analysis Phase, data will be gathered through the training assessment, change leadership, and technical implementation initiatives that will determine the number of MARS users and which functions they will use, with specific data gathered to support the particular initiatives.  This data gathering exercise will be closely coordinated so that it can be performed in the most efficient manner.

2.3.9. History and Perspective on Redesign Processes

A vital focus of the EMPOWER Kentucky Program has been to redesign processes to render them more efficient. During the MARS implementation project, a deliberate effort has been made to preserve the process orientation as the organizing motif of the analysis effort. This focus allows Commonwealth teams to analyze all initial, interim and culminating steps associated with a business event and to determine how the software best accommodates the process objectives. The System Usage Analysis Document, a milestone deliverable, will be organized to preserve the process orientation of EMPOWER Kentucky. 

The MARS project will use the System Usage Analysis effort to set the stage for subsequent project activities. From the supporting analysis should come a number of important outputs, including: 

· documentation of how re-engineered processes, software features and procedural steps combine to meet process objectives. The Implementation Team will use this in subsequent definition of policies and procedures, training materials development and acceptance test scenarios.

· a mapping of appropriate processes to automated workflow features. The Implementation Team will use this in later development of workflow administration guidelines, the workflow pilot and the development of the workflow rollout plan. 

· a list of modifications required to meet the Commonwealth’s re-engineered processing needs and business case. The AMS and Commonwealth Technical Teams will use this as the basis for designing and developing modifications.

· a clear sense of  how reengineered processes will be integrated using the MARS software. The EMPOWER Kentucky Change Leadership Team will use this to focus and validate Communication and Organization activities.

Origin of the Re-designed Processes

Prior to the MARS procurement, Commonwealth staff evaluated key processes to identify ways to improve administrative business practices. The focus of these efforts was: to employ industry best practices to render processes more efficient; to improve the working situations of Commonwealth administrative employees; and to achieve targeted savings through more efficient procedures and practices such as prompt payment discounts. The redesigned processes represent a diverse collection of activities. In some cases, the process vision was to centralize processing that was previously decentralized and poorly supported by software (e.g. accounts receivable and remittance processing). More often the pattern was based on a decentralized model which allowed for delegation of authority and responsibility (e.g. purchasing and payables). In all cases, the new processes called for fewer steps and quicker cycles.

A number of the processes are dependent on new technology delivered via the MARS project. Particular reliance is placed on:

· Automated workflow

· Relational database and desktop reporting tools

· Web based user interfaces to support vendor and employee self service applications

· Graphical user interface components with robust text processing and desktop integration

· Modern budget preparation and analysis tools.

While a great deal of analytical work is contemplated in the redesign process areas, significant additional work is also planned to map non-redesigned processes into MARS. In order to ensure that all such processes are catalogued and analyzed, a comprehensive effort is underway to document all existing forms and procedures and to schedule analysis activities as part of the project plan.

Once the redesigned and other processes have been properly documented and mapped to MARS software components, a comprehensive picture of future Commonwealth processing will emerge. Accompanying it will be a plan for modifying the software, developing policies and procedures and training Commonwealth staff for the new environment.

Once implementation occurs, the benefits of the redesigned processes should become more evident. Specific functionality is being designed into MARS to measure the effectiveness and productivity of the new processes. From there further refinements to re-engineered processes can continue and new processes can be examined to determine if additional efficiencies can be achieved. 

The key process areas of analysis for MARS include: 

Exhibit 2:
MARS Redesigned Process Areas

· Process Areas

· Purchasing/Payables/Disbursement/Bids

· General Accounting 

· Revenue, Receivables and Collections 

· Internal Ordering/Billing/Payment

· Financial Accounting Cycle

· Federal Highway, Grant and Project Expenditure/Billing/Collections/Reporting

· Budget Preparation/Staging/Adoption/Enforcement/Reporting

· Fixed Asset Life Cycle and Capital Projects

3.0 Project Strategies

3.1. Technical Environment Management

3.1.1. Production and Interim Technical Configuration

This section of the Strategic Plan defines the technology infrastructure that is required to satisfy the MARS information technology needs as well as the technical environment required to support the implementation of the MARS project.  It also identifies the technical environment required to support the implementation of ADVANTAGE, Procurement Desktop, BRASS, and the reporting database.

The MARS project team’s approach to configuration planning and management involves developing several models, or architectures. These include:

· Current Systems Analysis (CSA)—The CSA deliverable defines where the Commonwealth is today with its existing set of systems. The level of detail required in the CSA is defined by the information needed to evaluate the potential for integrating existing systems into the new environment, and to identify and evaluate the existing infrastructure ability to support the implementation of MARS.

· Application Architecture (AA)—The AA defines a logical view of the core business systems and their related information repositories needed to support MARS. The AA identifies how the applications are integrated to support transaction processing functions and Management Reporting.

· Technical Architecture (TA)—The TA defines the requirements for platforms, database management systems (DBMSs), networks, workstations, and the associated operating systems needed to support the business environment.

3.1.1.1. Current Systems Analysis (CSA)

The Current Systems Analysis component will identify systems to be replaced and systems that will continue to be used.  The CSA will identify the technical environment that currently exists within the Commonwealth of Kentucky, including equipment, application development and support tools, geographic dispersion of systems, current support roles, and the communication infrastructure.  The following information will be gathered for all current systems:

System Information

SYSTEM INFORMATION

· System Names:

· Year of Orgins:

· No. of Users:

· Org. Owner:

· Application Support Group:

· User Support Group:
TECHNICAL INFORMATION
· Platform:

· Database:

· Develop. Tools:

· On line/Batch:

COMMUNICATION INFORMATION
· User Location:

· System Location:

· Communication Protocol:

· Communication Speed:

· Functional Issues & Limitations:

· Other Information:

· Network Design:
3.1.1.2. Application Architecture (AA)

The Application Architecture defines the overall structure of the MARS System from an application software perspective.  The goal of an Application Architecture is to identify the different components and layers of the application and describe the processing that occurs within each component and layer, i.e. Application Specific software vs. Platform, Database, and Communication software.  The application architecture identifies how the key software components and general types of lower-level components function together to form a fully integrated application. 

3.1.1.3. Technical Architecture (TA)

The Technical Architecture provides a high-level view of the technical infrastructure, specifically the platforms that will support the MARS system in Kentucky. The platform descriptions include hardware, operating system, communication protocols, development software and database management systems (DBMS).

The TA will describe the following environments:

· Operational or Production Environment - This section describes the workstations and servers that will support the MARS production environment.  All software applications that will be used by the Commonwealth staff will be identified.

· Development Environment - This section describes the workstation and server requirements for development and support of the MARS system.  This will include the testing and training environments. 

· Network Infrastructure - This section will describe the network infrastructure that will be required to support the MARS computing environment.  Network structure, major hardware requirements and communication protocols will be identified in this section.

The environment development activities will include the following:

· Assessing “server” options and the types of functions and services located in this tier, including both the mainframe and UNIX servers;

· Assessing “client” environments and the types of functions and services located in this tier;

· Assessing communication options, especially the Wide-Area Network configurations that are required to support MARS;

· Assessing the support functions required, such as file and print sharing services; and

· Assessing the desired office automation and collaborative computing environments.

3.1.2. Strategy for Migration and Environment Management

This strategy will define the MARS project approach to both Migration and Environment Management.  Migration for the MARS project will cover the movement from the interim development and testing environment to the production environment.  Environment Management will cover the areas of Software Distribution, Configuration Management, Modification management, and Release Management.  This document will define the areas that these components should cover.

3.1.3. Migration

The Migration plan will identify the process of moving from the interim development environment to the production environment.  This plan will identify how this migration will occur, what will be covered by the migration, and the timeframe for the migration.

3.1.4. Environment Management

The effective management of the numerous components in a complex project is essential for achieving a project’s objectives. Environment Management covers the following areas:

Software Distribution – Software Distribution is the process of controlling and coordinating the distribution of application software to the appropriate environment.  As the Commonwealth defines its strategy for software distribution the following issues must be defined:

Software Location.  Software Location will identify the location of the desktop application software.  There are two primary choices for the location of this software:

Desktop.  The application software can be distributed to the end-users workstations.  The primary benefit of this choice is performance, as it is usually quicker to execute an application that is resident on the workstation.  The primary issue is that distribution of software to the workstation is significantly more complex, especially when these workstations are geographically distributed.

Network.  The application software can be distributed to a network file server, and as the end-user executes the application the programs are downloaded and executed on the workstation.  The primary benefit is that distribution of the application to network file servers is significantly easier than to the desktop.  The main issue is one of performance, as it is usually slower to execute an application that is on a network file server, than an application that is resident on the workstation.

Software Distribution Tools.  If the Commonwealth’s goal is to automate the software distribution function, then an analysis of the available tools will need to be performed.

Workstation Management.  As mission critical applications are implemented on workstations that are geographically distributed across the Commonwealth, the ability for end users to load personal software, upgrade software on the workstations, or change their configurations must be constrained.  These types of changes could make the application software stop working.

Configuration Management - Configuration management is the process of controlling and coordinating work products and technical environments throughout a system’s life cycle.  As the Commonwealth defines it’s Configuration Management Strategy the following areas must be considered.

Platforms.  What platforms are covered by the configuration management strategy?  The two primary platforms are mainframe and server based, and the configuration management strategy will need to define the process for each environment.

Scope.  What work products does the configuration management process cover?  Application code will initially be covered, but is there a need to cover additional work products?

Tools.  The appropriate tool will need to be selected.  In many ways, the tool selection may drive the other choices.

Modification Management – Modification Management is the process of tracking and identifying modifications made to the ADVANTAGE, Procurement Desktop, and BRASS Applications.  As there are multiple languages for each of these applications, a method for tracking modifications across these applications must be defined.  At a minimum, a method for tracking modifications in COBOL and PowerBuilder must be developed.

Release Management - The Release management strategy should specify the approach for handling new releases of both ADVANTAGE, Procurement Desktop, BRASS, and third-party products, such as operating systems, databases, and development languages and tools. Release frequency can range from once to several times a year. When several products are used, the release of a key part of the development environment may occur every month. This can have a huge impact on the stability and productivity of the project’s development environment, and the impact is often not considered in original cost estimates or schedule.

The strategy might specify that no new releases of third-party software will be applied during development except for unavoidable defect corrections. The technical architecture will clearly state the versions of hardware and software products that will be used to develop and deploy the initial system so that there are no surprises or invalid assumptions. 

When a new release must be deployed for new functionality or defect corrections, the project plan should include adequate time and resources for accomplishing this with minimum risk. The release strategy should describe when and how new releases would be incorporated and tested.

3.1.5. Future Scalability and Capacity Planning

3.1.5.1. Scalability and Capacity Planning Approach

Performance and capacity planning is concerned with:

· Setting objectives. Ensure that a system's per​formance objec​tives are based on a proper bal​ance between user needs and the cost of com​puter capacity to meet these needs.

· Predicting performance. Determine if technical and application architectures will meet performance objectives and provide insight into how the sys​tem will behave under different scenarios.

· Anticipating problems. Forecast when growth in workload volumes will threaten the continued achievement of an implemented system's performance objectives.

Performance and capacity management includes the fol​lowing key activities:

· Identifying performance and capacity objectives. Identify man​age​ment objectives related to performance and capacity.

· Characterizing system workloads. Determine the volume and range of business transactions the new implementation environment must sup​port.

· Selecting performance estimating techniques.  Deter​mine which performance estimating techniques are relevant to the project.

· Estimating performance.  Using the performance estimating techniques identified above, estimate performance for the identified system workloads.

· Monitoring performance and capacity utilization.  Set up mechanisms to gather and review service level and capacity data on a periodic basis (daily, weekly, or monthly, as appropriate).

3.1.5.2. Identifying Performance and Capacity Objectives

A system’s performance and capacity objectives should be based on business need. The critical first step in perform​ance and capacity management is thus to relate how a system’s performance fulfills the overall management ob​jectives for the system.

3.1.5.3. Characterizing System Workloads

To identify the business workloads that the systems must support, a workload characterization will be completed by:

· Identifying relevant business processes

· Categorizing each process according to the load it imposes on the system

· Forecasting volumes for each classification

· Identifying relevant business processes. The project will develop a workflow characterization spreadsheet with a row for each business process that is relevant to meeting an identified perform​ance objective. This spreadsheet will designate each as a transaction type for the purpose of workload characterization. Note that these business processes are not necessarily transactions in the system design sense, but rather recurring loads on the system.

· Categorizing each process. The project will classify transactions accord​ing to how much of a load they place on the system.  For existing transactions in ADVANTAGE, Procurement Desktop, and BRASS, the known performance will be used. For new transactions, Workload categorization will consider the following:

· Read input/output (I/O) operations

· Write I/O operations

· Complex internal processing

· Network accesses, particularly across heteroge​neous networks

· Use of specialized system software facilities such as data base management systems or security software

· Size and number of databases accessed across the network

· Forecasting volumes for each category. Transaction volumes will be estimated for each transaction type and category.  In addition, user loads by geographic location must also be estimated.  This will be used for network capacity planning

It is expected that MARS activity will fall within the capacity of the recommended architecture identified in the proposal. However, the following considerations will be reviewed during the capacity planning effort:

· Actual transaction volumes could differ from those provided in the RFP.

· Actual transaction volumes could increase due to an increase of users or the addition of functionality beyond the initial implementation.

· The AMS estimates assume that the transactions will be processed through the system at a uniform rate (average number of transactions are processed daily).  Since there will be peaks and valleys in transaction processing, the ability of the system to handle the peak load must be analyzed.

· If performance is not explicitly addressed in the design of application software modifications, modified software may not perform adequately to provide the throughput used in the initial capacity estimates made by AMS.  These estimates were based on the baseline ADVANTAGE Financial software.

3.1.5.4. Selecting Performance Estimating Techniques

A key to successful performance and capacity manage​ment is selecting the proper combination of the following techniques and strategies for forecasting a system’s performance.

· Comparison. Comparisons show the direct corre​lation of a new system to an existing system for which performance characteristics are already known. 

· Modeling and simulation. Creating a statistically valid mathematical model to forecast system performance under a variety of workloads. 

· Benchmarking. Running a similar system with similar workloads that mimic the characteris​tics of the new system provides a basis for esti​mating its performance.

For the MARS project, a combination of these techniques will be used.  For the existing systems, ADVANTAGE, Procurement Desktop, and BRASS, the primary sizing technique will be comparison with other existing clients.  For modifications, the reporting database, and other new functional areas, the primary sizing technique will be benchmarking.  For all areas a sizing model will be developed.

3.1.5.5. Estimating Performance

Comparison. For the existing systems, ADVANTAGE, Procurement Desktop, and BRASS, comparable clients will be identified, and their performance and sizing will be analyzed and compared to the Commonwealth

Benchmarking. For modifications, the reporting database, and new functional areas, benchmarking will be performed.  Initially, assumptions will be developed, but as software is available for benchmarking, simulations will be developed and run. To perform analysis of transaction throughput, these tests must be run both off-line and on-line in an operating environment similar to the production environment.

· On-line - These simulations may use software tools such as TPNS or LoadRunner for the Client/Server systems, or where appropriate, simply involve scheduling multiple users to process transactions manually.  This simulation will provide a measurement of performance that can be compared to average baseline performance to determine whether the system can perform adequately under peak transaction throughput conditions.

· Off-line - Selected offline processes will be estimated so that tests can be run to determine throughput times for such transactions.  Using the results of these tests and estimated peak volumes, throughput time for an entire processing day can be estimated to determine whether the system will meet the processing requirements.

3.1.5.6. Monitoring Performance and Capacity Utilization

As design and development proceeds, decisions will be made that impact the performance and capacity plan.  Those decisions that could have the highest impact on the plan will be identified and the plan impact will be estimated. 

It is recommended that a plan be in place for regular monitoring of MARS performance using the recommended tools. With such a plan in place, it will be possible to ensure that MARS continues to operate with optimum performance. 

Performance should be monitored throughout MARS implementation and into production. Performance measurements captured on a regular basis will assist in the determination of the source of performance problems should they arise.

3.1.5.7. Capacity Plan Deliverable

The Capacity Plan Document is the element of the MARS project that defines the performance and capacity planning requirements of the technical infrastructure for the MARS implementation. This deliverable details the sizing requirements for the technical environment required to support the implementation of the MARS project.  Specifically, the deliverable identifies:

· Assumed transaction volumes for ADVANTAGE, Procurement Desktop, BRASS, and the reporting database;

· Server sizing to support the transaction volumes for ADVANTAGE, Procurement Desktop, BRASS, and the reporting database;

· Assumed user loads for ADVANTAGE, Procurement Desktop, BRASS, and the reporting databases;

· Network sizing to support the user loads for ADVANTAGE, Procurement Desktop, BRASS, and the reporting database, and

· The project approach to performance and volume testing.

3.2.  “Big Bang” Implementation

3.2.1. Description and Project Implication

During previous planning activities of the MARS project, the project team considered various implementation strategies for MARS.   These strategies included phasing the implementation of the software throughout the Commonwealth by groups of agencies, or phasing the functionality of the software in logical groups over a period of time.  Also considered was the “Big Bang” approach for the implementation of MARS.  This approach calls for the implementation of all software functions in all affected agencies on July 1, 1999.  The MARS team recognizes that there are advantages and disadvantages to this approach, but feels that the benefits to the Commonwealth outweigh the risks.  

The advantages to the “Big Bang” implementation approach include:

· Avoiding dual operation of old and new systems, which allows all users to focus solely on the implementation of the new system.

· Major project focus on a common goal and a common date for cutover, thus building on momentum already established through the EMPOWER initiatives.

· Avoiding the complexity of staging multiple cutovers, including multiple system reconciliation tasks.

· Avoidance of creating temporary interface software.

· Availability of new Information Technology (IT) tools near the time of organizational redesign and skills training, such as workflow, electronic approvals, and a reporting database.

· Simultaneous implementation of “model” processes and procedures throughout the Commonwealth which will provide the greatest return on the work already performed to reengineer key Commonwealth-wide business processes.

The risks of the “Big Bang” approach include:

· The potential issues related to asking end users who are confused about their roles to effectively manage new IT tools, which could result in resistance to using the new system.

· The possibility that the number of users will exceed the Commonwealth’s capacity to train them.

· The possibility that the time required for system development, testing, and implementation tasks will exceed the available window of time.

· The possibility that the number of Subject Matter Experts (SMEs) will be inadequate to cover the MARS project’s needs.

· The difficulty of conducting comprehensive system testing in such a complex environment.

While the project team has reached consensus that the Big Bang strategy should be employed for the MARS project, the success of the implementation will result from managing expectations for the project using the following set of assumptions. 

· MARS will serve a manageable number of users.  This is currently projected to be 3000 management and data entry users and 30,000 casual users.   If the number fluctuates upward, there is a much greater risk of untrained users being asked to use a new system.

· High volume processes will be performed in centralized operations, except where agency requirements dictate otherwise.  This provides both the project team and those responsible for the ongoing operation of MARS an opportunity to focus on those areas that are most vulnerable if problems should occur.

· The level and timing of change in roles, responsibilities, and required skills will be kept to a manageable level.  This includes support and contingency resources.  Only so much change can be absorbed by any individual at any given time.

· A sufficient window of time is available to accommodate the work to be done.  This implies that the overall scope of the work to be done and ready by July 1, 1999 must be carefully managed.

3.2.2. Managing the Risk of the Big Bang Approach

Overlapping Tasks and Activities – Managing to the Short Time Frame

In order for the Big Bang implementation of MARS to be successful, and to accomplish the work in the time frame available, many of the tasks and activities that normally occur in a sequential fashion will overlap.  For example, design work for software enhancements is generally complete before development work begins, and the development of training materials is contingent on all testing being complete.  For the MARS project, these and other activities will overlap. 

The approach that the MARS team will take to minimize the risk of a project plan with many overlapping activities will be to track and monitor the dependencies of each of the areas by task and across the entire project.  This will be accomplished by organizing the MARS team into small manageable teams, each of which will have a detailed task plan with the work divided into small chunks, with dependencies clearly identified and understood.  Each of the small teams will work with overall MARS project management to monitor the dependencies across each small set of work, so that the overall risks and dependencies are monitored.  Weekly status meetings will be held to review and assess the risk of this approach to implementation, which will provide sufficient time to make changes and amendments to project schedules and resource assignments should the need arise.

Agency Involvement – Sharing the Risk

It is also important to realize that it is not just the MARS project team who has responsibility for tasks and activities on the workplan.  Agency Implementation Leads will direct their agency resources in performing work towards the implementation of MARS.  Communication with the Agency Implementation Leads, and support from the central MARS team for those leads, will be critical to the success of the project.  In that regard, regular briefings, as well as a web site and other communications vehicles, will be used to keep the Agency Implementation Leads informed and current on project tasks, activities, scope, and schedule.  The Change Leadership section of this plan further defines the roles, responsibilities, and approach to Agency Implementation.

Number of Initial Users – Managing the Scope of Training 

While there are expected to be up to 30,000 eventual users of MARS, about 10% of these users will use the system almost daily, while the other users can be catagorized as “casual users”.  If the number of devoted users grows beyond the 3,000 number, it will be difficult to provide the appropriate training for these individuals.  Therefore, as agency training needs are determined, a concerted effort will be made by the project team to work with the Agency Implementation Leads, to keep the initial number of users to a manageable size.   This implies that each agency must carefully select individuals who will both provide and receive initial MARS training.

Approach for Managing the Change Introduced

While the Big Bang approach calls for all functions and features of MARS to be made available to all affected organizations, the amount of change that this implies may threaten to overwhelm Commonwealth agencies and users.  Throughout the course of the project, phasing might be considered.  Some potential areas in which the Commonwealth will consider phasing in change include:

· Organization design

· Introduction of and training on personal computers

· Some aspects of workflow

· Deferred rollout of web based components

· Management reporting capability

· Replacement of the redundant systems currently targeted for elimination (although phasing would typically require an additional automated interface to be built.)

Each of these considerations will be made deliberately, and often on an agency by agency basis for those agencies who are particularly affected by the amount of change brought on by the implementation of MARS.

Approach for Controlling Scope

If the scope of the MARS project grows beyond a manageable size, the implementation cannot be completed in the time frame allotted.  If necessary, the Commonwealth can manage the project scope during the planning and analysis phase by limiting the following:

· Systems to be replaced by July 1, 1999.  This does have the implication of dual systems for certain functionality.

· Modifications to be performed, (e.g., no more than 26,000 hours).  

· Data to be converted.  The Commonwealth may consider converting historical data post July 1, 1999.

· Custom reports to develop.  The Commonwealth may consider utilizing the Reporting Database to a greater extent.

· Postponed implementation of certain functionality, e.g., current systems which are largely manual.

· Bringing smaller agencies temporarily under the central support as “off-line” agencies.

The project team will develop a Risk Plan as part of the Implementation Analysis phase of the MARS project.  This Risk Plan will address suggested strategies for dealing with scope control.

3.3. Analysis and Design

3.3.1. Overview

The MARS functional and process design activities have been organized by adapting AMS’s Product-Based System Implementation (PSI) Methodology to fit the environment and needs of the Commonwealth and MARS.  This methodology has several key dimensions which are intended to maximize the project benefits afforded under a product-based implementation approach.  In particular, by focusing design and analysis activities on “gap analysis” (that is, by identifying and resolving areas where product functionality and business need diverge) the overall project effort can be economized.  In areas where a good fit exists, design analysis is not required or can be minimized.  For this and other reasons, a product-based implementation can significantly shorten implementation timeframes and reduce overall risk.  However, the project methodology must focus work effort correctly to obtain these benefits.

Figure 5 illustrates the Business Process Analysis Approach being followed on the MARS project. The MARS design approach was finalized during the month of April as part of a larger effort to adapt AMS’s design methodology and a supporting design toolset for use on MARS.  This was a cooperative effort between AMS and the Commonwealth whereby the design process and the design tool were reviewed in detail, and sample Commonwealth processes were mapped against the design process and toolset.  The finalized design approach was described in a document, “Business Process Design Approach”, which has been prepared for the project and can be found in the project directory.  Furthermore, the toolset, referred to on MARS as ROVER, was modified to support the data capture and naming conventions decided upon.  A MARS user guide that was prepared for ROVER can also be reviewed on the project network.

There are several highlights to the MARS design approach which clarify how it will provide needed MARS design outputs consistent with a product-based methodology.  

Figure 5: Design Analysis Approach
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Central to the MARS Business Process approach is the conduct of mapping analysis and conceptual model development.  This activity focuses on mapping product functionality to business process requirements, as well as identifying issues where a straightforward mapping does not exist.  This mapping analysis is a focused, and relatively high-level activity.  It’s purpose is to define a vision (i.e., the conceptual model) of how the product functionality will be used to support the Commonwealth’s business processes.  Once a clean “mapping” is defined, the business process team will move on to the next business process area.  While not to diminish the importance of the mapping analysis, the real focus of the analytical effort will be on the “gaps”,  where either Commonwealth policy and procedure, product functionality, and/or both must change in order to define a feasible solution.  With this general approach, there can be confidence that the solution is comprehensive, since all major business processes will be mapped, and the benefits of a product-based approach can be realized.

An important organizing principle for this mapping analysis involves the Commonwealth’s business processes.  While the product functionality and associated documentation is well defined based on subsystems and modules, efficient mapping analysis requires that the business processes be well defined.  Toward that end, a hierarchical approach is used to define business processes based on Functions, Processes, Procedure Steps, and Scenarios.  Essentially, these take major business processes, such as “procurement”, and break them down into manageable components which can be used to define specific procedures and associated inputs and outputs.  This structure can then be mapped to specific product capabilities and functions in order to define and understand how manual and automated functions will combine to support business processes and procedures.

An important validation and learning technique illustrated in the Figure involves prototyping.  Following a structured process, specific scenarios are scripted and simulated using the product.  This involves hands-on usage, execution of the scripts, and documentation of associated issues as they are discovered.  This technique offers several benefits, but perhaps the most important is the overall quality of the design analysis.  There is no substitute for validating design and mapping assumptions through actual simulation and hands-on verification.  Issues and gaps missed during white board sessions are frequently detected through actual simulation on the system.  This technique also allows the subject matter experts to internalize designs and procedures in preparation for downstream implementation and development activities.  This is another benefit afforded under a product-based implementation approach which has been incorporated into the general MARS design approach.

3.3.2. Key Inputs

Of course, the MARS design process will not be conducted in a vacuum and has been preceded by a significant amount of work associated with the EMPOWER initiative and the MARS RFP.  As Figure 5 illustrates, several key inputs will be available to the business process design teams.  Together, these various inputs will help ensure that the designs are comprehensive and focused on the underlying MARS objectives and business case.  Each key input is summarized below:

· Preparatory Notebook: Prior to the commencement of formal business process designs, preparatory work was done to organize the teams and work effort.  As part of this work, a Preparatory Notebook containing standards and work descriptions associated with preparatory design work was designed.  This Notebook includes crosswalks of the RFP requirements, contract modifications, and contract deliverables to the process teams.  This was an important document for organizing the design work effort.

· RFP Checklist Response: An extensive requirements checklist was prepared and included in the MARS RFP.  This document provides a baseline of the functional requirements across the various process areas.  Formal AMS responses were prepared as part of the formal proposal and contracting process.  This document will help to ensure that the defined business processes used for mapping analysis are comprehensive.  Furthermore, based on the results of mapping and conceptual model analysis, every item on the checklist will be reviewed and an appropriate disposition defined.  This will address whether the requirement is still valid and, if so, how it will be supported by system functionality.

· Reengineering Objectives: Based on the EMPOWER reengineering analysis and related work, specific goals and objectives have been developed for each business process area.  Design and prototype analysis in each such area will use this information as a key input.  Issue analysis and related design decisions involving tradeoffs will be weighed against these objectives to ensure that final decisions and recommendations maintain the appropriate focus.

· Source Documents: Design analysis in each business process area will include a mapping analysis whereby existing and planned input and source documents of the Commonwealth are mapped to appropriate input transactions and capabilities of the software products.  This will require the design teams to fully consider and analyze inputs and associated procedures, thus helping to ensure a comprehensive MARS solution. 

· Product Functionality & Product Training: Although review of the RFP checklist, reengineering objectives, and source documents will force the design analysis to be comprehensive from a Commonwealth perspective, it is likely that the products being implemented provide additional which, if implemented, could further the MARS objectives.  The lead AMS and BTI consultants will review product capabilities as part of the design process to discover such opportunities.  Furthermore, as part of the design methodology, Commonwealth staff will participate in product training to facilitate this aspect of the design analysis. 

· Contract Modifications: Beyond baseline product functionality, enhancements will be defined to augment the products and provide appropriate MARS functionality.  The contract includes a preliminary list of modifications identified during the proposal process as necessary to support the RFP checklist requirements.  This preliminary modification list obviously does not reflect the review and analysis which will be conducted during the business process design.  Nonetheless, it provides an important tool for focusing the analysis effort, validating assumptions about requirements and product capabilities, and estimating the level of enhancement development effort necessary for the implementation of MARS.

Taken together, these inputs will help to ensure that the design analysis is comprehensive, sufficient to support the Commonwealth’s business processing needs, and focused on meeting the EMPOWER objectives.

3.3.3. Key Outputs

Equally important to the success of the MARS design process are the key outputs to be produced.  They must not only provide the information needed to support efficient development of software modifications, policies and procedures, documentation, and training materials, but they must also provide the information required to enable commencement of agency and central implementation planning work.

Figure 2 lists the primary outputs to be produced as part of the business process analysis.  Throughout the design process, an automated tool (ROVER) will be used to capture information in support of the various design processes.  This will enable ROVER to generate the majority of the key design outputs. Figure 6 illustrates the ROVER database and the various tables to be populated and maintained during the design process.  

Certain of the key design process outputs are separate tables in ROVER.  These include:

· Issue Resolutions: Design and implementation issues will be captured in ROVER and managed using associated reports and listings.  Issues will be fundamental to the design process since they represent the fundamental design tradeoff decisions and resolutions for requirement/product “gaps”.  Alternatives, considerations, recommendations, and signoffs will all be captured in the ROVER Issues table.

· RFP Checklist Disposition: the final disposition of all RFP Checklist requirements will be captured in ROVER.  Since the RFP Checklist is a key input that helps achieve a comprehensive solution, capturing the “disposition” of each item resulting from the design process is important to support design closure.  The disposition will indicate whether a requirement is met through baseline functionality, a modification, deletion (e.g., if it is no longer a valid requirement), or other dispositions as appropriate.  

· Inputs and Outputs: key inputs (forms) and outputs (inquiries or reports) will be defined on a separate table and cross-referenced to procedural steps based on their planned usage.  This also will support mapping analysis between source documents and product functionality.  This will provide an important hand-off for downstream forms and reports design work.

· Interfaces: key interfaces needed to support the business processes will be defined in a separate table and cross-referenced by procedural step.  This will provide an important hand-off for subsequent interface design work.

In addition to the detailed information captured in ROVER during the business process design, a Conceptual Model document will be prepared by the design team.  This document will provide a narrative description of the component business processes in each area, focusing on the inputs, processes, and outputs.  Since most of the design process outputs will be generated from ROVER, the Conceptual Model will be an important document for summarizing the results of the design process with both narrative and graphical content. 

Perhaps the most important function of ROVER is to provide “hand-off” information for downstream work pertaining to software development, documentation and training materials development, and policies and procedures development.  To support these activities, modifications and procedures associated with the design must be captured properly.  These are discussed further below.

During the design process, modifications needed to support the business process/scenario designs and/or to properly address the RFP checklist will be loaded into the design toolset (ROVER).  As shown in Figure 6, ROVER provides a table that will be used to list and briefly describe required modifications.  All modifications will be cross-referenced to RFP checklist requirements, design issues, or both, as appropriate to indicate the reason that the modification was required. 

Later in the process, a Functional Specification will be prepared for each modification identified in this manner.  This specification will serve two basic purposes.  First, it will describe how the modification will be designed and developed in sufficient detail so that the user representative (e.g., Lead SME) can understand and approve the functionality provided by the modification.  Second, the specification will provide sufficient information so that the development team (i.e., technical staff) can prepare Technical Specifications and develop the software modification.

Information about required procedures that are associated with designs will be provided by multiple sources.  As Figure 6 illustrates, ROVER provides several tables that will be used during the design process to define and cross-reference the procedural aspects of the design.  These tables include:

· Process:  This will define procedural groupings (i.e., processes) at a high level; for example, “generation of an RFP” might be a process defined for the procurement area;

· Procedure Step:  This will define each procedural step associated with the parent process; for example, “identify qualified bidders” might be a preliminary step associated with the process of generating RFPs;

· Scenario:  This will define variations in the ways processes may be conducted.  For example, a scenario for generation of an RFP for computer equipment might involve unique approval processing or specification development, while a separate scenario might generate an RFP for office suppliers;

· Step Usage:  This table defines unique ways of conducting a Procedure Step depending upon the applicable Scenario.  For example, DP approval might only apply for Process Scenarios involving computer equipment and telecommunications.  While DP approval would be a generic Procedure Step, the Step Usage would clarify the Scenarios to which it applies;

· Actors:  This table will define user types or groups.  For example, agency purchase agents might be a designated as one set of actors and DP analysts might be another.  Actors are cross-referenced in Step Usage to clarify which user groups are responsible for which Procedures and Scenarios; and

· Forms/Reports:  This table defines key inputs and outputs and cross-references them to Step Usage.  This will enable key inputs and outputs to be associated with procedural steps.

Taken together, these tables will be used during the system usage analysis to capture, aggregate, and cross-reference various aspects of the procedural design and how it maps to the software components.  This will provide a rich source of data with which to support the development of MARS policies and procedures and the organizational design required for MARS implementation, as well as training materials and user documentation.
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Figure 6: Design Toolset (ROVER) Data Base

Another important “hand-off” requirement of the system usage analysis and design process involves workflow usage.  In this respect, the informational requirements are complicated by the fact that two potential workflow solutions could be implemented:

· In the procurement area, the Procurement Desktop (PD) product provides workflow functionality as an integral aspect of the application.  Thus, for business processes supported through PD, workflow will be implemented.  Only the complexities of the rules and workflow configuration remain to be determined; and 

· For areas other than procurement where ADVANTAGE Financial will support the business processes, a “front-end” ADVANTAGE workflow engine may or may not be implemented, depending upon an assessment of the relative benefits, effort, and risks associated with such an implementation.  Therefore, the design process must identify opportunities for this potential workflow application.  

To support this hybrid workflow requirement, two tables in ROVER will be used to capture useful information.  Referring to Figure 6, the Scenario Detail table will be used to capture specific rules-oriented information associated with the Process/Scenario.  This will include information such as the Agency involved, the price range criteria applicable, and condition variables (such as Commodity groupings or revenue classifications).  For PD in particular, capture of this type of information is intended to support the eventual development of workflow rules.

An additional data capture provision exists on the Procedure Step table.  As procedures are identified and described in this table, a flag can be toggled to indicate that workflow functionality is applicable and potentially could support automation of the step.  This will enable extraction and reporting of all process steps where the design team believes workflow usage should be considered.  For ADVANTAGE functions in particular, this is intended to support a later determination and evaluation of how ADVANTAGE Workflow might be implemented.

A more detailed description of the ROVER application can be found in the project directories by reviewing the ROVER User Manual which is available in the project network directory.

As a final comment, each subsequent project work activity that will use procedural requirements identified during system usage analysis should review the information being captured in ROVER as it is being developed.  This will be relevant to policies and procedures development, workflow rules development, and documentation and training materials development.  This will be an important planning activity for each of these areas in order to finalize work methods and appropriate design/development plans based on a true understanding of the type, extent, and structure of the information that will be made available to them.  This will also provide them with a better understanding of ROVER to facilitate its use in supporting their ongoing work after system usage analysis.

3.4. Software Development

Software development activities on the MARS project will produce software enhancements and custom functionality, i.e., new reports and inquiries, interface functions, and automated conversion software.  Detailed plans for these activities will be developed once the actual scope of work associated with these areas is determined.  The critical deliverables, which will define this scope of work, include:

· System usage analysis:  This analysis will identify the software modifications required for each business process area and associate them with the particular software components;

· Interface Strategy: This will define the architecture to be implemented to support interface processing, e.g., middleware software.  It will also define the specific systems to be interfaced to MARS as well as the systems to be replaced by MARS;

· Conversion Strategy: This will define the conversion approach for populating the MARS database as well as the processes to be performed manually versus those to be automated;

· Reporting Strategy: This document will define the reporting approach and architectures to be implemented, including how the operational data bases of each product will be used, how the reporting data base will be used, and which tools will be used for which purposes; and,

· Set 3/Reporting Design:  This will identify specific reports and inquiries to be developed.

Collectively, these design and strategy deliverables will clarify the scope of work associated with software development.  However, all software development work will follow the same basic sequence of work steps with associated project deliverables.  These include:

· Functional Design;

· Technical Design;

· Software Development;

· System Testing; and,

· User Acceptance Testing.

For each of these work steps, the associated objectives, necessary predecessor steps, applicable tools, and particular considerations are discussed briefly in remaining sections.  Specifically, the remainder of this section discusses Functional Design, Technical Design, and Software Development.  Section 3.12, Strategy for Software Testing and Quality Assurance, discusses System Testing and User Acceptance Testing.

3.4.1. Functional Design

3.4.1.1. Objectives

During the Functional Design, the business objectives are refined, translated into system requirements, and documented as functional modifications to ADVANTAGE, Procurement Desktop and BRASS.  The objectives of this activity are to delineate the system modifications and to develop a detailed functional description of modifications from which programming specifications can be developed.

3.4.1.2. Predecessor Activities

As described above Functional Design should be preceded by the following deliverables:

· System Usage Analysis;

· Interface Strategy;

· Conversion Strategy; and,

· Reporting Strategy.

3.4.1.3. Tools

Tools used during the function design process include:

· Microsoft Word

· Visio

· ROVER.

3.4.1.4. Specific Considerations

None

3.4.2. Technical Design

3.4.2.1. Objectives

During the technical design, the detailed specifications for the software, database, hardware and network architecture components that will implement the functional design are written.  In addition, the project technical environment required to perform the work and prepare for development activities is established.

During Functional Design, system modifications should be defined such that the only questions remaining are of an entirely detailed or technical nature. These details are described in the Technical Design. 

During technical design, the following activities are accomplished:

Design the conversion functions - Define the design model for conversion functions and document it in the target development language. Define the process for automated conversion of data from legacy systems to the proposed system.

Design software components - Produce a detailed design of the software components specified in the functional design.  This includes Graphical User Interface (GUI) Designs, Transaction Processing Designs, Inquiry and Report Designs, and Offline Process Designs.

Design the physical data structures – The physical data structures include the distribution of data across databases and the physical database design, including database schema for tables, indices and views, database access, and security.

Design the production environment - Design the production (operational) dimension of the system environment—the environment of databases, software, and hardware/networks necessary to operate the designed system solution.

Design and implement the configuration management components and procedures. Design and develop the components, procedures, and roles required to implement the configuration management strategy.

Set up and maintain the project's technical environment. Implement the components necessary to perform the activities to design, develop, and test the components. 
This process involves a significant amount of work, which includes creating, reviewing, and refining the design of the components identified in the functional design to the level of detail necessary to construct the components. The technical design answers all substantive design questions without being open to interpretation, so the components can be developed without significant risk of unplanned rework.  Furthermore, responsibilities will be divided between the Commonwealth and AMS.  For instance, the Commonwealth will assume primary responsibility for interface and conversion development whereas AMS will assume primary responsibility for product enhancements.  These activities must be coordinated to ensure that consistent methods and standards are applied.

3.4.2.2. Predecessor Activities

Completion of the Functional Design, Interface Strategy, Conversion Strategy, and Reporting Strategy.

3.4.2.3. Tools

Microsoft Word, Visio, and ROVER.

3.4.2.4. Specific Considerations

None

3.4.3. Software Development

3.4.3.1. Objectives

The purpose of this activity is to code and unit test the components designed during the Functional Design. This includes all software components identified during the design, such as:

· Business domain components

· GUI components

· Common services components

· External system interfaces components

· Batch function components

· Conversion function components

· Applications

This task includes coding, testing, and reviewing the components. 

The following activities will be accomplished:

Partition and assemble developer packets. The purpose of this activity is to partition the design into logical groupings and assemble developer packets so that the groups may be assigned to different developers.

Code and unit test new components. The purpose of this activity is to code and test the new components designed during the Functional Design activity.

Code and unit test modifications to existing components. The purpose of this activity is to code and test the modifications to existing components designed during the Functional Design activity.

Code and unit test system interface components. The purpose of this activity is to code and test the system interface components designed during the Functional Design activity.

Code and unit test system conversion components. The purpose of this activity is to code and test the system conversion components designed during the Functional Design activity.

Code and unit test report and inquiry components. The purpose of this activity is to code and test the report and inquiry components designed during the Functional Design activity.

3.4.3.2. Predecessor Activities

Technical Design Documents.

3.4.3.3. Tools

Micro-Focus Cobol, PowerBuilder, Oracle, Neuron Data, Crystal Info., PVCS.

3.4.3.4. Specific Considerations

The following issues must be resolved prior to software development beginning:

Development Sequencing – The sequencing of development needs to be identified.  For example, the database modifications may be done first to allow development of the Interfaces, Conversions, and Reporting database to be started.  Secondly, development of the Graphical User Interface may start to allow development of training and documentation to proceed.  This is one of the initial deliverables in the Software Development phase.

User Review during Development – As part of the AMS Development Approach, walkthroughs of software development and modifications will be conducted. Commonwealth staff fulfilling QA roles should participate in this process to support technical review, keep apprised of development status, and ensure adherence to applicable development standards and Functional Designs.

Development Location – The development location for the following components based on preliminary plans are:

· ADVANTAGE (with the exception of Workflow) will be in Frankfort, Kentucky;

· Procurement Desktop will be in Fairfax, Virginia;

· BRASS will be in Bethesda, Maryland;

· Reporting Database will be in Frankfort, Kentucky, and

· New Travel Subsystem will be in Fairfax, Virginia(
1).

Product Releases – With multiple releases of application software (ADVANTAGE, Procurement Desktop, BRASS, New Travel) from different geographic locations and infrastructure software (PowerBuilder 4 vs. 5, Oracle 7 vs. 8, etc.) a release management strategy must be developed. 

Environment Migration – A plan should be developed to support the migration from the current server environment to the proposed production environment.

Modification Retrofitting Strategy – Until such time as MARS enhancements (including BRASS and PD functionality) are baselined into ADVANTAGE Financial, it is important to track both “baseline” and “site-specific” modifications to each of the three products. This will ensure that they can be retrofitted, if necessary, into other versions (such as upgrades) of the software products.  It will also help ensure that PD and BRASS modifications are easily identified for implementation in ADVANTAGE Financial.  Options to be considered in finalizing a MARS Modification Retrofit Strategy are discussed in the next section.

3.4.3.5. Modification Retrofitting Strategy

As previously discussed, MARS will be implemented by integrating the following three products:

· ADVANTAGE Financial 2000;

· Budget Reporting and Analysis Support System (BRASS); and

· Procurement Desktop (PD).

Based on the functional checklist provided in the RFP, these products substantially meet the Commonwealth’s base system requirements.  Once again, the implementation strategy is to baseline most MARS enhancements in order to minimize deviation from product baseline functionality.  Furthermore, through the re-architecting effort planned for ADVANTAGE Financial 2000, the BRASS and PD functionality will eventually be absorbed into ADVANTAGE Financial.  

To appropriately track modifications, a Modification Retrofitting Strategy must be defined prior to the beginning of development.  This strategy should be clearly defined and followed for both “baseline” and “site-specific” modifications to all three software products.  Since the software language for ADVANTAGE Financial (COBOL) differs from that of BRASS and PD (PowerBuilder), the strategy must cover software written using either language.

Modifications to COBOL Code.  AMS provides user exit technology and in-stream version control techniques that can be used during the development process.  Using either or both techniques, modifications are developed that can be identified and isolated for application to future baseline product releases.  Both are valid approaches depending upon the specific enhancements and will allow the Commonwealth to take advantage of the AMS maintenance services and utilize future ADVANTAGE product releases.  These techniques and approaches have been used successfully by numerous clients.

In-Stream Version Control Techniques.  In-stream changes are used in situations where the baseline logic must be altered to address a requirement or where the management team believes that this is the most effective approach.  In-stream changes are also appropriate when AMS and the Commonwealth have agreed to incorporate the enhancement back into the baseline.  

When in-stream changes are made, AMS follows the same version control standards and procedures used in the standard release development process.  A combination of manual procedures and automated tools is used.  First, each modification is uniquely numbered to allow tracking of all associated program changes and design documents.  When baseline programs are changed, logic targeted for removal or alteration is commented out (rather than deleted) and the new logic is added with beginning and ending comment cards to flag the change.  The comments include the associated enhancement number and explanatory narrative for the particular change.

A development utility extracts changes commented in the manner described above using various reporting options, such as extracting all code changes by modification number, or extracting code changes to a given program by release level and modification number.  These reports display the old and new code and can be used to facilitate code walkthroughs or to compile system documentation.  The utility also facilitates the reapplication of modifications to new releases by extracting all source code changes by program and modification number.

User Exit Technology. User exits are an appropriate approach for site-specific modifications.  User exits allow for functionality to be developed external to the delivered software programs.  Under this approach, user exit code is developed for each table or document processing program in ADVANTAGE Financial where site-specific functionality is required.  Site-specific logic can be invoked at many points in the processing logic of the baseline program.  Up to 14 entry points are provided within a typical processing program. When a new version of the software is issued, user exits can simply be linked with the enhanced programs to incorporate the site-specific logic.

Because much of the baseline functionality is table-driven and can be disabled through flag settings or other usage options, many types of modifications can be accommodated easily with this technique.  For instance, baseline logic can be disabled through table settings and corresponding user exit logic can be added.

The main consideration for this technique is its complexity.  It involves two individual programs: the user exit program and the baseline program.  Both must be simultaneously analyzed and tested.  Since baseline code is not changed, analysts must understand all downstream implications of how the user exit code is applied.  Nonetheless, this is a powerful technique and can support the incorporation of significant new functionality that is needed to address unique requirements.

Modifications to PowerBuilder Code.  While AMS provides a strategy for modifications to COBOL programs, the approach is different for both BRASS and PD. Code can be commented and reports generated in a way similar to the in-stream version control technique described for COBOL modifications, configuration management procedures can be established by which objects must be “checked in” and “checked out”, and the latest version of PowerBuilder (6.0) provides built-in configuration management capabilities.

The options of using comments in code, “difference” reports, manual configuration management, and the PowerBuilder 6.0 configuration management capability are described below.  In developing the Modification Retrofitting Strategy, decisions must be made as to how (or if) these options will be used for MARS modifications.

Comments in Code and “Difference” Reports.  As with in-stream version control in COBOL programs, comments can be used in objects and functions to indicate code that is removed as well as the beginning and ending points of code that is added.  These comments can be structured to include the modification number and explanatory narrative for the particular change.

While there is no specific utility to extract modifications from PowerBuilder modules under this approach, “difference” reports can be generated to compare two versions of the same object or function (or of all objects and functions for a product) and report differences between them. These reports generally display every line of code that is changed, so they will show lines that are “commented out” (since “commenting out” a line of code changes that line) as well as those that are added.

Manual Configuration Management.  Manual configuration management requires a designated Configuration Manager to oversee the process of “checking in” and “checking out” objects and functions, much as a librarian oversees this process for books in a library.  The Configuration Manager makes regular backups of software modules that have changed since the previous backup.  “Difference” reports can then be used to show changes that have been made between backups.

Version Control Tools.  Version control tools can automate and considerably simplify the process for tracking differences between releases or versions of software.  AMS’s standard version control methodology (used internally for ADVANTAGE product support) includes the use of Intersolv’s PVCS product for client/server software and Legent’s Endevor product for mainframe software.  These tools can automate many aspects of the migration, comparison, and application update process.

Finally, it is important to remember that design documents will be written for each modification.  These documents will provide sufficient information to allow for the implementation of functionality in the three products, as well as re-implementation of the modifications in ADVANTAGE Financial wherever code cannot be reused.

3.5. Management Reporting Design and Deployment

3.5.1. Information Management and Dissemination Design and Deployment

In order to meet the objectives of Management Reporting, the MARS project team will incorporate the use of the Reporting Database as well as information contained in the various software modules into the overall MARS design process.  By doing this, priorities for data and information will be considered throughout the project, consistent with the priorities and objectives of the overall project.  A deliverable from the Implementation Analysis phase of the project is the overall Reporting Strategy, which will describe in detail the approach to reporting for MARS.  

The following guidelines for classification of reports, types of reports and inquiries, audiences and users of the reports, and data types to be considered will be helpful to the project team as they prepare the overall Reporting Strategy.  Overall reporting issues such as:  Reporting Database platform; security of the data; frequency of database updates; use of Crystal Reports and other reporting tools; timing of addition of data to the Reporting Database; and processing and storage efficiency issues can be more easily resolved within the framework described in the remainder of this section.

3.5.2. Classification of Reports and Inquiries

In order to understand the various methods by which MARS data and information will be disseminated, it is important to classify the types of reports and inquiries that will be considered during the design process.  As the MARS system is based on the ADVANTAGE Financial, Procurement Desktop, and BRASS budgeting software, many reports and inquiries already exist as part of the baseline of each of the modules.  Some of these reports and inquiries will be used “as is” while others may need to be modified for use in Kentucky.  Also, custom development may be required for some reports and inquiries.  So, the first level of classification is to determine whether the information need can be met with baseline capabilities, modified baseline capabilities, or whether custom development is required.

The second level of classification is whether the information need is best met from data contained in the relevant software module database, or whether the Reporting Database is required to meet the need.  For example, if the report is of an operational nature and the data can be easily obtained from the relevant module, then the application database can be used to provide the information.  If the information requirement involves sorting and summarization of data across different data types, such as combining financial and procurement data, then the Reporting Database is probably a better source of data to satisfy the need.

3.5.3. Types of Reports and Inquiries

It is the intent of the reporting component of the MARS project to provide the information to relevant audiences and users in the most efficient manner possible.  In that regard, there are a number of different types of reports and inquiries which will be considered by the design team in order to best meet the requirements of the users of MARS.  These three key classifications are:  reports, inquiries, and exports. 

Reports generally present information in one format, with limited ability to change parameters and output format without report coding changes.  Reports are usually distributed on a pre-defined schedule, although some reporting mechanisms allow on demand requests for reports.  While reports are generally delivered in hard copy form, electronic report distribution provides a means to transmit and deliver reports in an electronic format.  The MARS Reporting Strategy will address the tools and methods to facilitate electronic report distribution.

Inquiries are generally considered on-line information delivery mechanisms.  Inquiries give the user some flexibility to select parameters that customize the output.  For example, if a user is looking at a vendor file through a vendor inquiry, the user can begin the inquiry at a certain point in the file by putting in either that vendor’s name or part of a vendor code.  The output returned begins at that point in the file.  

Exports are a means to disseminate data or information in an electronic, pre-defined format.  There is no presentation of the data; rather, a file is created and sent to the recipient for further processing and manipulation.  A good example of an export is an extract from the daily transaction file that is sent to a department for further analysis of transaction activity.

3.5.4. Audiences for Reporting

There are five identified audiences of MARS and related information:

1. State Cabinet/Department Users

2. Legislature

3. Vendors

4. Media

5. Public

For the July 1, 1999 implementation of MARS, the first two audiences’ needs will be considered priority.  The other audiences’ needs will be considered and planned for post July 1, 1999.

3.5.5. Users of the Information

Within the first two audiences, there will be four different types of users. These users are:

1. Analyst

2. Management

3. Executive

4. Casual

As the design teams work through the information needs of the audiences, they will also determine how to best address the needs of these types of users within the audiences.  In general, the analyst has a requirement for lots of detail information that can be sorted and summarized by the analysts themselves, most often.  The requirements of Management, however, are to present detail information in a more summary fashion.  This requirement for more and more summarization continues through the remaining two users.

3.5.6. Types of Data

At this time, there are fourteen types of data that can be used for preliminary grouping of information for design purposes.  These data types are:

1. Financial/Accounting

2. Cost Accounting

3. Budget (Preparation and Control)

4. Programmatic

5. Acquisition Planning

6. Materials Management

7. Process Management Data (e.g. productivity, throughput)

8. CAFR

9. Service, Efforts and Accomplishments

10. Cash

11. Audit Trail

12. Document History

13. Status Information

14. Performance Data

As the designs progress, the designers will consider which audiences and users will require what types of data, as well as consider the appropriate output mechanism for each data type.  For example, audit trail data is generally of no interest to a casual user, but a management user may have specific requirements for audit trail information.

3.5.7. Approach for Development of Reports/Inquiries/Extracts and the Reporting Database

The development of appropriate reporting mechanisms for MARS will have two key components; the development of the Reporting Database, and the development of the reports and inquiries themselves.  The Reporting Strategy Deliverable will address each of these areas in detail.  What follows is the high level strategy for each of these key components.

The Reporting Database will be developed as an operational reporting database, which means it will be designed to enhance reporting from the operational systems.  The design approach to be employed with the development of the Database is called an iterative design and development approach.  This approach, depicted below, is a step by step approach to the development process, which organizes the work to be performed into logical units.  This approach also acknowledges that developing a reporting database is evolutionary, starting with a well designed foundation and followed with iterative growth in small increments.  
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Development of the actual reports, inquiries, and exports will be accomplished using the following approach.

· Needed reports/inquiries/exports list developed as a result of RFP requirements review and system prototyping

· Specifications developed for needed reports/inquiries/exports, including:

· Purpose and requirements

· Baseline module report or inquiry to be modified, if applicable

· Data sensitivity

· Report type

· Data availability

· Data sources (e.g. application database or Reporting Database)

· Distribution requirements (e.g. paper, electronic)

· Frequency

· System impact

· Layout mockup

· Reports/inquiries/exports developed

· Reports/inquiries/exports tested

AMS has primary responsibility for the design and development of the Reporting Database, with the assumption that the Commonwealth will provide two technical resources to assist in the development effort, primarily on data base and environment set-up and management tasks.  In addition, AMS will provide up to 3,600 hours in the development of reports/inquiries/extracts in support of the MARS reporting effort.

3.6. Interface Approach

The MARS Project will identify and develop interfaces to existing legacy systems using the following approach:

· Develop a complete inventory of candidate systems to be interfaced or functionally integrated.

· Perform a preliminary analysis to determine those candidates to be interfaced.

· Develop an Interface Plan identifying the final list of systems to be interfaced and a plan for accomplishing the interfaces.

· Develop General Functional Designs for interfaces.

· Develop middleware designs to accommodate interfaces.

· Develop and unit test middleware code.

· Design and develop interface programs.

· Develop System and Acceptance Test plans for interfaces.

· Test all interfaces.

· Implement production interfaces.

Preceding the development of the Interface Plan, the Commonwealth central MARS team will provide guidance and support to the agencies to generate a preliminary list identifying all systems that initially appear to be interface candidates.  A subsequent analysis will be performed by the Commonwealth central MARS team to determine those systems that will be interfaced with MARS.  Interface candidates will be documented by the analysis team and tracked in the MARS ROVER system where the design team will examine these interfaces.  AMS will develop the Interface Plan for the final candidate systems that will incorporate the steps necessary for accomplishing development of the interfaces for each candidate system. 

The decision process for determining candidate systems is to perform a functional analysis to identify gaps between the candidate under review and MARS.  If the candidate’s functionality is fully within MARS, then the system’s functionality will be integrated into MARS (see section on Conversion for further information about these systems).  If there are gaps in MARS’ functionality in relation to the system under review, then the system will be a candidate for interfacing with MARS.  The candidate will be interfaced if the business case analysis shows that there is a Commonwealth-wide benefit and the project management team determines that the schedule can safely absorb it.  Analysis will also ascertain whether an interface will be developed using the standard interface architecture, custom design approach, or if developing a temporary or “quick fix” interface is more beneficial and cost effective.

The Commonwealth central MARS team will generate a functional requirement for each system that will be interfaced.  The requirements will establish guidelines for defining the business objective of each system.  The functional requirement will identify the volume of data produced by the system, describe the system’s functions, and map the system’s functionality and data to MARS. 

Once the Interface Plan and functional designs have been completed for each interface, AMS will begin designing and developing the middleware software.  The middleware software ensures that MARS can read and process “external” system’s data by interpreting or cross-walking the system’s data into a format that can be interpreted and processed by MARS.

The Commonwealth central MARS team is responsible for developing the interfaces.  AMS will assist the Commonwealth, and will be responsible for designing and developing up to three interfaces identified by the Commonwealth central MARS team.  The designs will include information about the interface, such as the nature or characteristics of the interface and if the interface feeds information to MARS, extracts information from MARS, or both.  The design will identify where the grouping of interfaced systems is feasible so that more than one application can use a common interface.

AMS will develop a Test Plan to be used to perform system and acceptance testing of the interfaces.  The Test Plan will include all aspects of interface processing to ensure that the interface is functioning correctly, and that all MARS updates have occurred properly.   The Commonwealth central MARS team will conduct acceptance testing using the Test Plan.  Once acceptance testing is completed, the interface will be implemented into MARS.

3.7. Project Risks, Mitigation Approaches, and Contingency Plans

The table below contains a list of the currently identified strategic level risks associated with the MARS project.  Strategic level mitigation approaches and contingency plans for each risk are also included.  The MARS project team will follow a proactive approach to the identification of project risks and dependencies and the development of contingency plans.  As previously noted, a Risk Plan will be developed and monitored as part of the regular project management and status reporting activities, and will reflect new risks, mitigation approaches, and contingency plans associated with them.  These strategic level risks and their respective mitigation approaches will be deconstructed to a tactical level and included within the MARS  project workplan, project management meetings, and other project planning and communications vehicles, as appropriate. 

Figure 7.  Risk Mitigation

Risk, Management, Contingencies

Risk
Management
Contingency

Failure to support Business Case
· Evaluation & finalization of Modification Lists based on Business Case criteria

· Design and development of policies and procedures based on Business Case criteria

· Evaluation of deferment options for modifications and policy changes which balance schedule constraints with Business Case optimization
· Implementation of modifications, functionality, and/or policy/procedures on a phased basis

· Based on design & implementation analysis, identification of additional Business case opportunities (e.g., through use of baseline software functionality)

Software may not be ready on time
· Early Design And Analysis

· Target:  Late Summer
· Phased Introduction of Mods

Amount of Change
· Coordinated Change Leadership Strategy

· Scope Control
· Phased Org Design

· Phased Implementation of some modules

Scalability
· Stress and Volume Testing in Proxy Environment

· Scope Control
· Hardware upgrades

· Change Configuration

· Software tuning

· Altering on-line/offline processing

· Database Tuning

Number of New PC and MARS Users
· Early Training on PC Skills

· Scope Control

· Limited of phased Web training
· Phased implementation of Workflow to cut number of approval only users

Shortened Implementation Window
· Phase Overlap Strategy

· Scope Control
· Phased implementation of selected components or mods

Infrastructure Risk
· Early testing

· On-going capacity planning
· Network Upgrades

3.8. Knowledge Transfer Approach

For the purposes of the MARS project, the term “Knowledge Transfer” will refer to the entire set of activities, apart from those described elsewhere as training deliverables, that are required to ensure that the Commonwealth has a “critical mass” of knowledgeable personnel to independently operate MARS. These knowledge transfer activities will be a collective effort of MARS central and agency teams and EMPOWER Administrative Services staff.

3.8.1. Objectives and Strategies

A key strategy will be the acquisition of skills via Commonwealth participation on all aspects of the project. This will require hands-on involvement and increasing responsibility and independence for Commonwealth personnel.  To facilitate this strategy, a group of Commonwealth employees will be assigned to AMS project teams.  AMS will take responsibility for conducting informal training and providing direction and supervision on these assigned tasks.  The specific activities in which Commonwealth staff will be involved will be identified in the Knowledge Transfer Strategy Plan.  This Plan will be developed as part of Implementation Analysis.  

The delivery mechanisms for Knowledge Transfer may include any appropriate project techniques that accomplish our objectives.  Therefore, while most of the Knowledge Transfer activities will probably be informal and hands-on, formal classroom training may be part of the Knowledge Transfer work if it is deemed necessary and is not covered in other planned MARS training. The Knowledge Transfer Strategy Plan will recommend the appropriate mode (i.e., group working session, one-on-one direction, etc.) in which knowledge transfer will be conducted as well as optimal group ratios of AMS and Commonwealth personnel for knowledge transfer to occur. A key objective for MARS Knowledge Transfer is that it acts synergistically with other MARS training deliverables. To realize this objective, it is important that Commonwealth staff have direct involvement in relevant project activities immediately after they have received training. This combination of learning techniques will optimize knowledge transfer for Commonwealth staff.

Knowledge transfer will occur widely and frequently during the MARS project implementation.  Examples of work activities and deliverables where commonwealth involvement will further knowledge transfer include:

· Creating the chart of accounts. 

· Developing a Cost Accounting Classification and associated reports.

· Creating an operational help desk.  

· Creating screens

· Creating training materials.

· Assistance with agency implementation activities

The Knowledge Transfer Strategy Plan will address an appropriate mechanism for the periodic assessment of the effectiveness of knowledge transfer.  For example, a quarterly managers meeting might serve to develop and communicate ways in which knowledge transfer activities can be coordinated in a better way. The Knowledge Transfer Strategy Plan will also address how useful metrics will be developed and deployed to address the thoroughness and effectiveness of MARS Knowledge Transfer.  For example, a checklist of objectives and related activities may be developed for this purpose.

3.8.1.1. Targeted Functions and Positions

MARS knowledge transfer will be targeted at a core group of Commonwealth business analysts, technical, operational, and managerial staff.  The objective of knowledge transfer for business analysts is to ensure that this group has a thorough understanding of MARS functionality.  The objective of technical and operational knowledge transfer is to enable these groups to perform their responsibilities for MARS implementation and post-cutover operations. The objective of managerial staff knowledge transfer is to enable Commonwealth management to effectively use MARS as a tool to realize EMPOWER Administrative Services goals.

3.8.1.2. Project Roles

AMS will be responsible for working with the Commonwealth in developing a strategy for knowledge transfer for business analysts, managerial, technical, and operational personnel. While AMS’s project role in this regard will be aimed at transferring the knowledge needed to implement and operate MARS, the actual completion of the knowledge transfer activities are a shared responsibility between AMS and the Commonwealth.

Agency-specific knowledge transfer will be addressed by the Knowledge Transfer Strategy Plan.  Agency teams will be responsible for completing any agency-specific knowledge transfer activities and implementing that knowledge effectively within their respective agencies.  

3.9. Coordination with Change Leadership

Change Leadership for MARS will include activities, except training, that better prepare the Commonwealth’s organizations and employees for implementation of the MARS system.  The Administrative Services Change Leadership team (CL team) will be primarily responsible for initiating and executing all Change Leadership activities.  At least one member of the team will be solely designated to understand and address MARS change leadership issues.

Specific activities the Change Leadership team will drive include: 

· Internal and external stakeholder and communications strategy development and implementation;

· Leadership Alignment Sessions;

· Organizational design and related training; 

· Workforce transition planning and training; and 

· Team development.

Timing of the activities will be closely coordinated with other aspects of the MARS project timeline.  Critical milestones and dates are noted below.
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3.9.1. Stakeholder and Communication Strategy

Communications for Change Leadership refers to communications with stakeholders within and external to Administrative Services.  Project team communications including the process, frequency, and content are addressed under the Project Management section of this document.

Working with the EMPOWER Kentucky Administrative Services Change Leadership Team, the core MARS Implementation Team will develop and integrate a comprehensive stakeholder communication strategy for MARS.  The strategy will include a complement of activities designed to inform stakeholders of MARS progress, milestones and future events in preparation for MARS implementation.  The communication strategy will also drive consistent and reliable messages that encourage full participation and feedback throughout the process.  The anticipated deadline for the initial strategy is July 31, 1998.  The strategy will become a working document, revised as needed.  The overall strategy at the Administrative Services level includes the following tasks:

· CL team integrates elements of the EMPOWER Kentucky Administrative Services communication strategy into the MARS communication strategy, as appropriate.

· Design, develop, and maintain a Simplified Administrative Services Web Page.  This web page will provide core information about the project, its history, current activities, resources, and feedback opportunities.  For MARS, there will be a separate button to access MARS specific information and protected access can be set up to limit viewership to approved Administrative Services employees as necessary.  The web site will also be the future location for posting all newsletters.

· CL team appoints a MARS Communication Lead to coordinate and oversee communications.  In this capacity the communication lead will:

· Engage MARS teams in stakeholder identification and analysis activities;

· Seek input from all MARS management regarding upcoming activities to incorporate in MARS related publications;

· Draft communications for agencies, Agency Implementation Leads and communication contacts  - after review by MARS management and the Commonwealth’s Change Leadership contact;

· Develop and coordinate MARS communication events; 

· Oversee the implementation of the communication strategy and implement other key tasks. 

· Assist in the planning and coordination of Leadership Alignment sessions to provide pertinent information regarding the MARS project

· Train Agency Implementation Leads in using the available stakeholder identification and analysis tools and templates. The completion of the initial agency stakeholder identification and analysis is currently scheduled for July 15, 1998.

To ensure that the agencies and critical stakeholders receive necessary MARS communications, the following process will be implemented:

· Agencies designate MARS communication contacts who will be responsible for ensuring communication within their agencies and encouraging two-way interaction between agency stakeholders and the MARS project team. 

· Communication lead provides team contacts with monthly communications material to ensure clear, frequent and consistent messages to agencies.

· Agency Implementation Leads provide agency management with communication, material and contact information to anticipate and respond to agency stakeholder concerns.

· Agency implementation teams conduct agency feedback sessions.

Overall and agency – level communication methods will include:

· Printed, electronic and web-based newsletters

· Electronic messaging to stakeholders with technology capacity

· Manager’s messages within agencies

· ‘Walk-abouts’ for face-to-face and informal communication

· Agency information and feedback sessions

· Brown bag question and answer sessions

3.9.2. Leadership Alignment

3.9.2.1. Leadership Alignment Strategy and Objective

Leadership Alignment provides an environment that creates a common understanding of and support for the overall Administrative Services project, MARS implementation, redesigned processes, and business improvement projects (BIPS).  As part of the overall Administrative Services effort, these sessions will be used to keep Commonwealth leadership aware of changes and progress, solicit feedback, build commitment and address implementation issues.  The sessions will provide a consistent message that leaders can disseminate to their employees and other stakeholders.  Additionally, the sessions will provide a regularly scheduled opportunity to facilitate implementation action planning and review. 

Outcomes resulting from Leadership Alignment will include: 

· Developing an understanding of MARS implementation, issues, opportunities, strategies and action plans among cabinet, agency, Administrative Services and MARS project leadership. 

· Facilitating the review and discussion of implementation plan components and related concerns.

· Developing clarity and consensus on key messages, leadership action and communications to support implementation. 

· Increasing overall understanding, support and commitment among leadership regarding MARS implementation and other Administrative Services activities.

The MARS Implementation team, Business Improvement Projects team and Administrative Services Change Leadership team will: 

· Determine relevant leadership issues that should be included as part of each session’s agenda.  Anticipated topics include:

· Agency training 

· New Administrative Services infrastructure

· Agency implementation expectations

· New policies and procedures

· Technology requirements

· Strategic plan roll-out

· Agency interface expectations and training

· Schedule, plan and convene sessions.  This will require a significant effort by the teams and session participants.

· Develop a mechanism for effectively addressing leadership issues uncovered during the sessions.

· Provide session output and action planning information to session participants in a timely manner.

3.9.2.2. Target Participants

The Leadership Alignment session will target key participants in two tiers.  One tier includes cabinet and agency executive leadership.  The other tier includes Administrative Services leaders, including fiscal and purchasing officers.

3.9.2.3. Timing and Frequency of Session

Six sessions are currently envisioned prior to the MARS implementation date of July 1, 1999: 

· Cabinet and agency executive leadership

· August 1998

· November 1998 

· March 1999 (will include fiscal and purchasing officers)

· Administrative Services leaders, fiscal officers and purchasing officers

· September 1998

· February 1999

· May 1999

3.9.3. Organizational Design

Organizational design activities as they relate to MARS will occur at two levels:

· Redesign of the Finance and Administration Cabinet to capture changes required by MARS, Business Improvement Projects (BIPS) and other process redesigns

· Redesign of agency organizational structures

For the purpose of this document organizational design activities related to MARS will include:

· Restructuring of an agency’s administrative units at the cabinet, department, division, and branch level

· Assessing cost and benefits of restructuring

· Assessing fiscal impact across these units to reflect changes in FTEs and other resource requirements

· Changing reporting relationships

· Integration and communication with the overall Commonwealth Administrative Services Infrastructure

3.9.3.1. Finance and Administration Cabinet

The Finance and Administration Cabinet redesign will be completed by the assigned Administrative Services organizational design team.  To ensure that the structure is in place in time for MARS design considerations, a target completion date has been set for October 30, 1998.  At this time, the structure will be defined down to at least the Branch Manager Level.  For those branches that will remain the same or that are created in response to the BIPS or non-MARS related redesigns, the design will be complete down to specific employee position descriptions and classifications.

To complete those employee classifications and positions that rely on understanding MARS usage requirements, the organizational design team will work with designated MARS team members beginning in September, 1998 to specify future skill requirements and anticipated workload (e.g., processing times, frequency, quantity) for appropriate Finance and Administration Cabinet employees.  The completed to-be structure down to the individual position level for the Finance and Administration Cabinet will need to be completed by the end of February 1999.

· Employees will be informed of their new positions and trained in their new roles and responsibilities through a series of communications and trainings provided by the core implementation team and the Finance and Administration Cabinet before March 1999.  Some employees, such as those who will be responsible for the Help Desk, will be trained much earlier in their new roles Purpose and Approach

Agencies will be faced with the decision of either leaving their existing Administrative Services organization intact or restructuring.  To help agencies with both the decision-making and design process, agencies will be able to participate in organizational design training.  This training will be provided by the CL team and a designated group of organizational design trainers.  The purpose of the training will be to:

· Provide each agency with organizational design criteria and methods by which it can assess the level of organizational or workforce change required 

· Maximize the efficiency of training by using a large group training approach

· Transfer organizational design and workforce transition skills from trainer to participant 

· Produce an effective feedback and evaluation mechanism

The organizational design training will be presented in two courses by members of the CL team and a group of Commonwealth trainers:

Course 1:
Preparing Your Agency’s Infrastructure for Simplified Administrative Services Implementation: This course provides the baseline for understanding the future Administrative Services organizational model and future organizational and workforce design issues.  Also, provides training in key data collection and analytical skills that will provide critical information to the agencies around workforce transition, MARS training needs, and anticipated MARS usage. The course is recommended for all agencies affected by MARS and BIPS initiatives.  Course 1 training is currently planned for August 1998.

Course 2: 
Restructuring Your Agency’s Administrative Services Organization: This course teaches the foundations of organizational design from an analytical perspective.  Modules on directional and detailed organizational design provide key tools in understanding how to optimally design their organization.   The course is recommended for agencies that anticipate a need to restructure either because of internal or external pressures to do so or by identifying the opportunities through the module in Course 1.  Course 2 training is currently planned for October 1998.

Regardless of whether an agency participates in the organizational design training, each agency  will be responsible for :

· Ensuring that their structure is capable of supporting MARS and the new redesigned processes

· Drafting and submitting any Executive Orders for organizational redesign within the designated timeframe 

· Providing collected agency level to Agency Implementation Leads

· Communicating organizational restructuring intent to Gail Prewitt by September 30, 1998

An in-depth discussion of the agency training courses, modules, schedule, and target audience is provided in the “Training Plan for Agency Administrative Services Organizational Redesign” and the pre-requisite training approach of this document.

3.9.4. Workforce Transition

For the purpose of this document, workforce transition activities will refer to:

· Redeployment of state employees whose positions are affected as a  result of the redesigns in accord with EMPOWER workforce transition policies

· Reclassification of jobs due to significant changes in employee’s roles and responsibilities

· Creation of new job descriptions to support new activities as a result of MARS 

· Scheduling and planning the transition from the old to the new job duties

· Communication, counseling, and other support activities for the above, which includes communication to those who are and are not affected by the transition

· Developing training strategies for employees to assure their new roles and tracking progress

The organizational design team and a core group of individuals from the Personnel Cabinet will provide the training to the agencies in workforce transition.  Agencies that anticipate workforce transition within their Administrative Services operations are encouraged to take the first course under organizational design noted above as well as the following: 
Course:
Workforce Transition for Your Agency’s Administrative Services Positions: This course, heavily supported by the Personnel Cabinet, will teach agencies how to structure their administrative services workforce around the new redesigned processes and new systems.  Lessons on identifying necessary skill sets, reclassifying positions, and developing a workforce transition plan are key elements of the course.  The course is recommended for any agency that anticipates it will need to either reclassify positions, develop new positions, or redeploy individuals as a result of the Business Case and redesigned processes (this would apply to almost all agencies). The course is currently scheduled for December 98/January 99.

Each participating agency will be responsible for the following workforce transition tasks:

· Identify an appropriate group of training participants

· Collect the necessary data per provided templates and tools

· Analyze the data and provide analysis and raw data to agency implementation leads.

· Develop job descriptions and career paths appropriate for the administrative service functions in the agency

· Request help as necessary from their agency implementation leads

· Develop a workforce transition plan

· Plan and deliver training to their agency Administrative Services employees to communicate new roles and responsibilities prior to end-user training.

3.9.5. MARS Team Development

The MARS project is supported by a number of teams, each with its own set of roles and responsibilities and each with its own developmental needs.  The designated MARS CL team member will be responsible for working with the MARS project management to ensure that these teams:

· Clearly understand their roles and responsibilities

· Have clearly defined milestones that are appropriately timed and tracked

· Receive opportunities to have open feedback sessions

· Have the required support and documentation to successfully meet their objectives (e.g. the agency notebook for the Agency Implementation Teams)

3.9.6. Critical Change Leadership Hand-offs and Data Collection Controls

Many of the data collection activities supported by the agency organizational design, leadership alignment, and workforce transition result in information that is needed by other parts of the project, including assessing MARS usage requirements, targeting initial workstation needs, and identifying future end-user training participants.

3.9.6.1. Process for Coordinating Information Requests

To ensure that agencies are asked for information only once, the CL and Core Implementation teams will serve as the central coordinator for all agency information requests.   The coordinating mechanism to be used is the Agency Notebook.  This notebook will provide templates and instructions for collecting data within the agencies.  Each template, prior to being added to the agency notebook, will be provided to the MARS management team, critical AMS team leads, and Deloitte Consulting Group.  Data collection templates should be submitted to Gail Prewitt, the Commonwealth’s Change Leadership Team Lead, two weeks prior to the necessary data collection activity.  The template and accompanying information will be disseminated for review with an expected one week turn-around.  Once data is collected by the agencies, the agency implementation leads will be responsible for submitting their information in the specified format to Gail Prewitt for central coordination and dissemination.

3.9.6.2. Expected Hand-offs and Interaction Points

The change leadership team expects to provide information and receive information that is instrumental in supporting the successful implementation of the MARS project.   Initial expectations for both receiving and providing information include:

Change Leadership Team Receives:

· Sub-Process ownership decisions (e.g., where will a sup-process or business event take place -- F&A Cabinet or Agency Level) (September 1998)

· Drafted agency implementation  team charters and workplan’s (September 1998)

· Additional data collection requests and refinements to include in as-is activity analysis template for agencies (mid-June 1998)

· Complete as-is activity analyses from agencies (August 1998)

· Defined policies to support business events and processes from design teams (October 1998)

· Skill requirements for to-be business events/tasks identified (September/October 1998)

· Core competency (PC literacy, etc.) requirements defined

· Executive Order approved (August 1998)

· Agencies informed about policies and new F&A structure (September 1998)

· Preliminary procedures drafted and handed off (March 1999)

· Agency Position Descriptions drafted (January 1999)

Change Leadership Team Provides:

· Position Profiles for F&A Cabinet to MARS and AMS for review and comment (October 1998)

· Executive Order for Finance and Administration Cabinet’s Organizational Redesign Drafted and submitted to Governor’s Office (August 1998)

· Policies supported by organizational structure completed and handed off to develop procedures (January/February 1999)

· Career path in Administrative Services developed -- both F&A and agency (October 1998)

· Workforce transition plan for supporting the new F&A structure finalized and provided to AMS and MARS management team (February/March 1999)

· F&A Position Descriptions to MARS Management team for review (October 1998)

3.10. Strategy for Development of Documentation

A variety of materials will be provided to MARS users to support their effective usage of the system.  These include product documentation (end user and technical), training materials, online help, procedures, and applicable policy.  Each of these serves a particular purpose and should be developed or revised to achieve a consistent and complementary body of resource materials.  Two key deliverables will address how this is to be accomplished:

· Policy and Procedures Approach:  Defines the purpose and content (outlines) to be provided for user documentation (manuals and online), technical documentation, and procedural documentation.

· Training Strategy:  The Training Strategy will describe the overall approach to be used for conducting MARS training, including end user training and technical training.  For each type of training, the strategy will address what training materials will be developed, what media will be used, and how the materials will be developed.

Taken together, these two documents will define the work to be done in preparing documentation and training materials that will become the comprehensive body of materials available to users.

For certain software products, such as Crystal Info or CAFRonMicro, enhancements are not planned or anticipated.  The documentation provided for these products should be sufficient, so alterations to their documentation is not planned or anticipated.

3.10.1. Policy and Procedures Approach

The Policies and Procedures Approach will define the strategy for user documentation, technical documentation, and procedural documentation.  Some additional clarifying comments can be made about the planned methods for producing this documentation as well as some of the key issues to be addressed.

3.10.2. User Documentation

The user documentation provided with the baseline products will drive MARS user documentation.  For BRASS and ADVANTAGE Financial, full hardcopy manuals and online help information is provided and maintained as part of the respective product release programs.  For PD, associated documentation is provided largely through online help information and will include a brief, hardcopy quick reference guide.

Revisions to baseline user documentation will be driven by the modifications identified during the system usage analysis process.  Thus, modifications and their corresponding Functional Specifications will be used by the documentation team to revise the product documentation, just as they will be used by the development team to revise/modify the software.  The structure, organization, and format of the product documentation and materials will be preserved.

Adopting this approach will do more than just simplify the process of enhancing product documentation; it will also simplify future product upgrades for the Commonwealth.  In other words, by preserving the structure and organization of the product materials, future product releases will be more compatible with the MARS production materials.

One issue that must be addressed in the Policy and Procedures Approach is which software package will be used to produce the user documentation.  ADVANTAGE Financial documentation was developed using Framemaker, a desktop publishing package from Adobe Systems, Inc. Other documents (such as policy and procedures or training materials) are typically developed using a more simple, word processing file format.  Documentation files can be provided in Rich Text Format, but is difficult to maintain without the Framemaker software.  ADVANTAGES of the Framemaker product include advanced capabilities for handling large volumes (such as index generation and automated cross-references), use of “conditional text” to mark text (such as MARS modifications) that make it easy to identify changes and can be optionally included or excluded when printing, and advanced search capabilities.

Another related issue is that of online help generation.  Online help for the ADVANTAGE Financial baseline is generated from the user documentation using an AMS proprietary utility.  It reads Framemaker files and generates online help entries.  This utility is an internal AMS tool and is not maintained as a product.  Thus if Framemaker is not used to modify the user documentation, a separate strategy must be developed to apply those modifications to online help.

3.10.3. Technical Documentation

Application of Commonwealth standards relative to technical documentation may impact the structure and organization of technical documentation for the baseline products.  However, the approach followed in this area should preserve the modularity of the documentation to the greatest extent possible.  That is, individual chapters from the baseline documentation should be kept as intact modules even if they must be supplemented or incorporated into broader Commonwealth documents.

For example, the ADVANTAGE Financial System Administration manual includes separate chapters describing daily, monthly, and annual processes as well as operational procedures such as backups and restores. Commonwealth standards may require operational procedures to be described in an Operations Guide while daily, monthly, and annual processes are described in a System Administrator’s manual. Even though these chapters might be distributed between the two Commonwealth manuals, they should be kept intact so that they could be easily replaced for future product releases.

Once again, online help is an issue with technical documentation.  ADVANTAGE Financial does not include any of its technical documentation in online help.  If technical information needs to be accessible via online help, a strategy must be developed to compile that help file along with ADVANTAGE Financial online help.

3.10.4. Procedural Documentation

The approach taken toward policies and procedure documentation will be driven by applicable Commonwealth standards.  If applicable source materials exist, they could be revised to produce applicable materials; otherwise, a more custom-oriented development approach will be required.  The structure and content of these materials will also be determined based on organization design considerations.  That is, policy and procedure information should be packaged consistent with the way jobs are designed.

3.10.5. Training Strategy

Training materials must reflect both the product orientation as well as the procedural dimension.  That is, effective training must show users how to do their jobs (procedural/job orientation) using the system (product orientation).  As such, training materials will have to use information from both sources and package them in a meaningful manner, consistent with the curriculum that will be defined in the Training Strategy.

Given these diverse dimensions, the Training Strategy and the Policy and Procedures Approach will be key documents since they must address how these various materials with diverse orientations will be developed into a comprehensive body of MARS resource materials.

3.10.6. Related Strategy Documents

Of note are two other strategy documents which may have some relevance in this area:  

· Knowledge Transfer Strategy:  This document will address effective training and the achievement of self-sufficiency under a broader perspective.  That is, beyond ensuring that end users and operations staff know how to use the system effectively, this strategy will consider how the total project approach addressed knowledge transfer objectives, whether through formal training, project assignments, or any other aspect of the project.  Among the recommendations made in this strategy, documentation and training materials could be considered.

· Help Desk Strategy:  This document will address the overall strategy for establishing and running a user and technical help desk.  As such, this strategy will undoubtedly address appropriate materials to support the help desk function.

3.11. Strategy for Software Testing and Quality Assurance

Two planning deliverables will address the methods and approaches to be adopted for software testing and quality assurance.  These include:

· Capacity Plan: This document will define the strategy for performance testing (volume and stress) and capacity planning; and,

· Testing Strategy: This document will define the approach to be used for system and integration testing.

The capacity plan must address a number of specific issues. The primary issue is that the Capacity Plan will be completed in August while the volume and stress testing will be completed in the 1st Quarter of 1999.  Given the project schedule, with enhancements due to complete by January ’99 and implementation by July ’99, care must be taken to implement appropriate performance improvements given these windows of opportunity. The Capacity Plan will identify areas of performance concern and key design decisions that may have an impact on performance. Outstanding issues known at this time, which could impact performance, include: 

· PD Integration Design

· Technical Infrastructure Modifications

· Treasury Check Writing Decision

Recognizing this reality, on a periodic basis and as these decisions are made, the Capacity Plan will be revisited in order to assess the impact and make appropriate recommendations on a timely basis.  Ultimately, some uncertainty will exist until performance testing can be conducted with the modified software during the first quarter of ’99.  However, this approach will manage the risk in a proactive manner.

Regarding testing approaches, AMS will follow its standard methodologies for system and integration testing.  Project plans call for all modified products to be migrated to the Commonwealth’s test environment by January of ’99.  The Test Strategy will define how this will be accomplished.  These same basic methods and procedures will be applicable to acceptance testing to be performed by the Commonwealth.  The goal of AMS’s system and integration testing will be to ensure that the software is production ready.  The goals of acceptance testing can vary and will be defined by the Commonwealth; however, software acceptance will be one goal.  Others may include validation of procedural documentation, validation of end user training scripts, etc.  While this area remains a Commonwealth responsibility, given the software “acceptance” objective, AMS staff involved in development and system testing will assist the Commonwealth staff and help prepare an Acceptance Test Plan with the Commonwealth.  This will ensure that the process is efficient and that acceptance test participants benefit from the lessons learned, the tools, and the procedures used during system testing.

For both System Test and Acceptance Test, the associated objectives, necessary predecessor steps, applicable tools, and particular considerations are discussed briefly in remaining sections.

3.11.1. System Test

3.11.1.1. Objectives

The tasks within this area focus on building and executing an integrated system test and a volume/stress test.  The integrated system test verifies that the various system sub-components communicate effectively within the integrated system (modified product, interfaces and external systems, and conversion processes).  It also tests the new operations software and it can test cross‑system functions in preparation for the user acceptance test.  The volume/stress test verifies and ensures that the system meets the technical performance criteria.

The final deliverable of this task area is an integrated system that meets the design specifications and the performance criteria.  The testing effort includes the modified product, the interfaces, the modified external systems, the conversion processes, the operations software, and the documented results of the testing efforts.  The specific tasks associated with this area are listed below.

Prepare test scripts. Identify the scripts to be executed in the test and ensure that all reference materials, source data, and other information required for the test is available.

Prepare the test environment. Set up the environment for the test, including identifying information technology resources, testing tools and procedures, and data recording formats. Record the version number of each component to provide an unambiguous definition of the system under test.

Schedule tests. Prepare a detailed schedule for test execution and make explicit assignments of responsibility for testers.

Execute tests. Follow the script for each test. Record the results and document in an incident report each apparent test failure and each discrepancy between expected and actual results.

Prepare the test report. Prepare a report summarizing the results of the testing.

3.11.1.2. Predecessor Activities

Completed Software Development, Complete Testing Strategy, Complete Reporting Strategy, Complete Interface Strategy, and the Complete Conversion Strategy.

3.11.1.3. Tools

Microsoft Word, Microsoft Excel, ROVER, and Volume/Stress Testing Tools.

3.11.1.4. Specific Considerations

The following issues must be resolved prior to the start of System Testing.

Testing Methodology – Generally, ADVANTAGE testing is built around the concept of “Days”. Starting with “Day 0”, and moving on to cover as many “Days” as required.  The actual details of each “Day” need to be identified but generally these are constructed to provide repeatable cycles and to accommodate functions which rely upon updates and data from preceding cycles (days).  For instance, cost allocation testing must follow test scripts which create accounting actuals to distribute.  Therefore, these functions would be tested in separate, sequential test days.

Tools – The tools that will be used for testing, both system and volume/stress testing must be identified.  AMS has experience with a number of effective tools which can be considered.  Furthermore, given the extensive use of ROVER during design and prototyping activities, it also will be an option as a supporting tool for testing. 

Software Migration – The process for software migration will need to be developed. There are two different strategies for accepting updated software during testing:

· Batched. Accumulate changes in the development environment, then turn them over as a batch for testing.

· Incremental. Turn over changes as they are ready.

The batched update approach is preferred early in the test process because it allows the test team to run their tests, measure the results, and analyze the results in a more controlled manner. In a manual testing environment, the batched approach also results in more efficient testing.

Late in the testing process, when a lengthy delay between updates would be unacceptable, the incremental approach is generally necessary. A deadline for updates (for example, 19:00) is established, then all updates are incorporated into the day's build. A standard regression test is run to verify the integrity of the build, then allow the test team to perform their testing on the build.  The reason for the daily build is to maintain the integrity of the integrated system. If an update breaks the build, it is relatively easy to fall back to the previous day's build while the problem is isolated.

3.11.2. User Acceptance Test

3.11.2.1. Objectives

The objective of the User Acceptance Test task area is to develop and execute a test to ensure that the new system meets the requirements specified in the functional design.  Other objectives are to test the training effort and to verify the conversion process. The specific tasks associated with this area are listed below.

Refine User Acceptance Criteria - In this activity, the system designers/analysts and the users define the specific criteria which will signify acceptance of the system. 

Document User Acceptance Test Plan - Prepare a plan for testing the integrated system to certify that it meets the stated design specifications and to ensure a smooth system implementation. 

Prepare User Acceptance Test Data - Review the Acceptance Test Plan and prepare detailed test data. 

Conduct Acceptance Test Training - The User Acceptance Test usually presents the first chance to test the training program on uninitiated users - those who have not been exposed to the new system.

Migrate Application Software and Design Repository - Before the software can be migrated to the acceptance test environment, fully address the software migration procedures, the libraries and any other installation requirements.

Conduct User Acceptance Test - The objectives of the user acceptance test are to ensure that the system meets design specifications 

3.11.2.2. Predecessor Activities

The acceptance criteria developed during Implementation Analysis and refined during the design process provide the basis for test development, system verification and acceptance sign‑off.  Detailed test plans should be prepared that include schedules, resources and test conditions for the user acceptance test.  Once the test plans have been developed, data for the test is gathered and prepared, then the tests are executed. 

3.11.2.3. Tools

This will be a Commonwealth choice; however, for support and efficiency reasons, the tools used for system test should be adopted.

3.11.2.4. Specific Considerations

None

3.12. Cutover Strategy

On July 1, 1999, the Commonwealth will “cut over” to the new MARS system.  In order for this cutover to occur in an efficient manner, a Cutover Strategy will be developed by the MARS project team to address the cutover to MARS and related issues.  Included in this Cutover Strategy will be:

· The establishment of the new MARS system environment, including how and when this will be accomplished.

· The decommissioning of the old STARS system environment, including information on the retention of historical information, and reconciliation between the old and new systems.

· The commencement of live operations, including support strategies for both the near and long term operation of MARS.

The Cutover Strategy can be divided into two major components, functional and technical strategies, each with their own set of tasks, activities, and responsibilities.  The components are discussed in more detail below.

3.12.1. Functional cutover strategy

The following are categories of functional cutover activities, and will be performed by the Central Team and the Agency Teams, respectively:

Central Team:

· Manual Conversions (based on volume)

· Verification of converted data, where possible

· Creation and entry of the security and workflow rules and profiles

· Creation of the report distribution schedule

· Copying and distribution of the system and procedures manuals (possibly as online files)

· Creation, distribution and training on temporary procedures during the transition from the old to the new systems.

Agency Teams:

· Activities as described in the section on Agency Team roles

· Manual activities, as appropriate

· Agency delegated security and workflow administration

3.12.2. Technical cutover strategy

The following are categories of technical cutover activities, as performed by the Central Team and the Agency Teams, respectively:  

Central Team:

· Automated Conversion

· Creation of the production server environment

· Creation of the production client environment

· Creation of production scripts, jobstreams, and operations documentation

· Loading jobs into job scheduler (if appropriate)

· Creation, distribution, and training on temporary variations to model procedures during the transition from the old to the new systems, if necessary.  

Agency Teams:

· Subject Matter Expert (SME) advisory services regarding  Agency-specific production scripts, jobstreams, and operations documentation.  

· Creation, distribution, and training on Agency-specific variations to model procedures.  

3.12.3. Deployment of Team Resources

Team resources will be deployed in several ways at implementation.  The Cutover Strategy will discuss these roles in more detail, but the following is a list of items to be considered.

· At the Help Desk.  See Help Desk Section 3.15.1.1 for more details.

· Organizing, staffing, and implementing the appropriate systems administration and technical environment administration groups.  

· Returning to agencies to become each Agency’s core group of users.  

3.13. Training

3.13.1. Prerequisite and End-User Training

3.13.2. Pre-Requisite Training

As indicated in Section 2.3.6, the MARS End User training curriculum assumes specific trainee knowledge and skill levels prior to participating in user training.  Prerequisite training aims to ensure such skill levels are indeed in place.  Summary overview information and corresponding action steps pertaining to each of the Prerequisite training areas follow.  Action steps are defined at a high level, and are designed to introduce the information necessary to develop a detailed Prerequisite Training Plan and corresponding task plan.

3.13.2.1. PC Literacy/Core Competency Training

3.13.2.1.1. Summary Overview

It is anticipated that Commonwealth staff persons possess widely divergent skill levels with regard to computers.  Some staff may utilize one or more of the Commonwealth’s existing systems (certain of which are candidates for replacement by MARS), providing broad familiarity with computers.  Other individuals may utilize computers in their homes, accessing a variety of Internet sites and options.  Still others may find exploring the Web a daunting prospect.

“Leveling the playing field” with regard to these skills will be an essential step toward ensuring effective end-user training.  Though fellow trainees needn’t possess identical experiences with regard to computer use, all must be able to use their respective computer knowledge effectively and readily in executing a certain task or system command.  Otherwise, training efforts run the risk of getting diverted by struggling trainees who are unable to keep pace with basic classroom exercises.

Thus, prerequisite training will address certain “threshold” skills to prevent such scenarios from materializing.  Included among them may be:

· computer security (logging on and off the network);

· keyboarding skills (cursor movement and function keys);

· fundamentals of operating within a Windows ’95 (or higher) environment;

· GUI (graphical user interface) screen standards;

· on-line and screen help standards;

· internet basics; and/or

· instruction regarding corresponding desktop applications (Outlook, etc.).

Action Steps 

Determining the particulars of the PC Literacy/Core Competency training will require additional information about the training audience.  Training population groups and any unique sub-groups must be identified and the resources (material and people) needed to train them estimated.  Training preferences of the population group and existing delivery methods also must be understood.  Particular training needs must be identified and prioritized, and resources and logistics pertinent to their training must be confirmed.

The Agency Implementation Teams will be essential to gathering this needed data.  The MARS Central Team will provide the Agency teams with templates structured to facilitate information gathering and analysis.  Guidelines for use will accompany the templates, the creation of which soon will be underway.  Guidelines will cover data gathering objectives, timelines, and contact names should subsequent questions arise.

Collected data then will be used by D.I.S., in coordination with the MARS Central Team, Deloitte & Touche Consulting Group, and AMS consultants to plan and deliver training as identified by individual agencies.  An overview of the MARS project training strategy will be provided on June 17th, 1998, to the Agency Implementation Leads.  Training is scheduled to begin in October of 1998 and be completed in April of 1999.

3.13.2.2. Infrastructure Training

3.13.2.2.1. Summary Overview

Much the same way that PC Literacy/Core Competency training is intended to prepare Commonwealth employees for technological change, “Infrastructure” training is designed to prepare them for organizational change.  As mentioned in the Introduction to Section 2.3.6.1, the Commonwealth is engaged in an ambitious effort to streamline administrative services.  This work will result in the identification of new processes in the material, financial, and budget management areas – changes that may require supporting changes in organizational and/or work force structures.

Accordingly, Infrastructure training is intended to equip agency members with the requisite skills in organizational design and workforce transition.  More specifically, Infrastructure training will:

· Provide every agency with organizational design criteria by which it can assess the extent of restructuring required;

· Identify which agencies are appropriate for organizational or workforce restructuring;

· Train appropriate agencies in a core set of tools and methods;

· Minimize the quantity of training by using a large group training approach;

· Transfer organizational design and workforce transition skills from trainer to participant; and

· Produce an effective feedback and evaluation mechanism.

Infrastructure training will be grouped into three audiences: large and medium sized agencies with centralized administrative services units; large and medium sized agencies with decentralized administrative services units; and agencies, boards, and commissions with limited administrative services activities.

3.13.2.2.2. Action Steps

Audience groupings are intended to ensure that agency specific needs are not “lost” in an overly generalized training.  Much of the responsibility for ensuring this effort is successful, however, will rest with the agencies.

Information will be needed from agencies concerning their anticipated participation level (in the training), their expected usage of the MARS system, and key organizational data.  Change Leadership resources, to ensure that agencies are not asked more than once for the same information, will coordinate data collection efforts.  Initiation of communication with agencies pursuant to these topics is expected to begin at the June 17, 1998 orientation planned for the Agency Implementation Leads (AIL’s).  Simultaneous efforts will be launched to keep agency leadership informed.

Infrastructure training is segmented into three courses, each of which comprises a series of modules.  The timing of the courses has been planned to integrate into the implementation of MARS and the Business Improvement initiatives.  Courses will be delivered using a “large scale” training event format, followed by break-out sessions and more tailored exercises.  This format has been selected in that it will allow for expedient training delivery and optimal utilization of a limited number of training resources.

3.13.2.3. Policy and Procedures

3.13.2.3.1. Summary Overview

The MARS implementation, together with the changes brought about as part of the Business Improvement Projects, will yield a vastly different work environment for Commonwealth staff.  Policies and procedures will, correspondingly, be modified to exploit MARS functionality as well as to incorporate other business improvements in administrative processes.  This work, which will result in a model “Policies and Procedures Manual,” will begin in August 1998, and extend into December 1998.

Revised policies and procedures will represent a definite course or method of action, selected from among alternatives in light of given conditions, to guide and determine present and future decisions.  The manual itself, which will be produced primarily by the Commonwealth, is expected to be process and function oriented and to describe:

· how to enter, correct, and post transactions;

· how to reconcile data (where required);

· approval requirements;

· the relationship of paper forms to input screens;

· the frequency, distribution, and use of operations reports; and

· other information that binds organizations, procedures, and organizations into a functioning whole.

This document will be initially produced by the MARS Central Implementation Team and will then be tailored, as required, by individual Cabinets for their use.  Cabinets will receive communications from the Central MARS Team regarding how such customization efforts should be conducted.  Agencies will be advised that customization efforts will be resource intensive.  Resources who will work on the customization efforts will themselves need training, to ensure they understand where latitude exists and where, conversely, changes are not advised.

General instruction will be provided regarding the customization process and initial steps will be taken to determine which Cabinets plan to pursue the process.  Following this communication, agencies will be required to identify “must-have’s” – system procedures, requirements, and/or functionality pursuant to the agency’s way of doing business.  Broadly speaking, it is expected that the needs of the smaller Cabinets will be served by the model document, while larger Cabinets will require considerable customization.

3.13.2.3.2. Action Steps

There are two primary sources of input into the model Policies and Procedures Manual.  The System Usage document currently being completed by AMS will create the conceptual basis for documentation activities.  Scheduled for completion by late August 1998, this document is expected to analyze how the Commonwealth will use the system and which categories of users will be performing what roles.

Documentation activities also will be shaped by the work of the MARS Process Teams: Purchasing, Payables, and Receivables; Budget; and Revenue and Receivables.  During the course of design and analysis work, each process team will identify areas around which policies and/or procedures need to be created.  This information will then be available to the MARS Central Implementation Team.  Each process team contains a representative serving on the MARS Central Implementation Team, ensuring continuity in the development of policies and procedures.

The MARS Central Implementation Team is targeted to have model documentation completed in December 1998.  Detailed, formal agency instruction will take place in March and April 1999.  This instruction will clarify areas for which agency customization is appropriate and desirable.

3.13.3. End-User Product Training

The MARS project is implementing a “train-the-trainers” approach for end-user product training.  In this approach, AMS will train Commonwealth trainers, who will in turn train the individual users in all aspects of the MARS system.  A key component of the MARS product training strategy is to provide numerous opportunities for trainers and general users to become familiar with MARS capabilities through the Commonwealth’s User Playground.  Users will learn about the system and they will be given an opportunity to provide feedback to enhance project implementation.  Trainers will gain additional confidence in their understanding of the MARS system through participation in acceptance testing.  By following this approach, trainers and users can easily transition to MARS.

The training strategy will encompass a range of activities designed to prepare project team staff, technical, and operations personnel, Commonwealth users, and managerial and technical personnel, to be highly effective users, supporters, and maintainers of MARS.  The MARS training strategy will establish a training program that is consistent and portable; accommodates “just-in-time” training; contains realistic job simulations and a high degree of interactivity; and, is highly motivational and encourages learner mastery.  This strategy involves:

· Conducting a Training Needs Assessment that will result in a detailed Training Plan.

· Providing prompt project team training to give Commonwealth staff a sound understanding of the baseline system.

· Presenting a mix of formal classroom and on-the-job training for technical and operations staff, as determined by the Training Needs Assessment.

· Designing, developing, and prototyping a mix of instructor-led training and online workshop sessions for end-users.

· Using a core training team, including future Help Desk staff, to provide examples, guidance, and feedback during the iterative development process for end-user training.

· Delivering a train-the-trainer program for up to 100 Commonwealth trainers, who will provide training classes for 3,000 MARS users.

· Preparing Commonwealth employees for new ways of doing business.

The training needs assessment will be conducted as soon as the Commonwealth organizational roles are defined.  The purpose of the needs assessment is to collect, analyze, and synthesize data about:

· Target audiences

· Content that these audiences must know about features of MARS

· Hardware and software environments and facilities available

· Training delivery methods best suited for each target audience

· Required curricula by job function

· Required skills by target audience and mapped to job function 

The training needs assessment forms the foundation for the delivery of training to the Commonwealth users.  There are four groups of MARS users who will receive training.  The training approach for each is to provide:

· Project Team Training: A combination of AMS instructor-led and on-the-job training will be provided for the central Commonwealth MARS Project personnel.  Product related topics, such as ADVANTAGE overviews, will be provided to the whole team.  Other topics, such as specific functional or technical areas, will be provided for smaller groups assigned to directly related areas. 

· Technical and Operations Training: A combination of AMS instructor-led and on-the-job training will be provided for the central Commonwealth MARS Project technical and operations personnel.  During the training needs assessment, personnel in these groups will be assigned to specific training curricula based on their current or anticipated responsibilities (i.e. application developers, LAN/WAN administrators, database administrators, or operations personnel) in the long-term support of MARS.

· End-User Training: AMS will provide training to Commonwealth trainers who will in turn conduct formal, instructor-led training sessions for end-user personnel.  These sessions will include the use of hands-on workshops on a training version of MARS.  The train-the-trainer approach allows a large-scale rollout to be accomplished efficiently and in a compressed timeframe.  A large number of trainers will be required to train 3,000 users during the few weeks preceding cutover.  However, if trainers are obtained from throughout the Commonwealth, they will bring familiarity with agency-specific issues and procedures to the effort.  This will allow them to explain MARS concepts while also addressing the agency-specific issues raised by their audience. 

· Core Training Personnel: Core training personnel will participate in a variety of experiences, including initial project team training, selected technical and operations training, acceptance testing, and end-user training.  Core personnel will participate on the project from its inception to aid in the development of the system and the training materials. This approach will help ensure that critical knowledge about building and maintaining MARS is transferred to core Commonwealth staff throughout the project life cycle.

· Users of Agency Specific Functionality:  The MARS Project Team anticipates that all, or nearly all agency-specific functionality will be accommodated within the MARS baseline product.  If agencies should choose to utilize MARS system functions or model policies and procedures in agency-specific ways, those agencies will be responsible for developing and delivering all needed training and materials.  Flexibility in the MARS schedule is extremely limited, and any agency-specific training development will have to occur concurrently with MARS baseline training development activities.

3.14. Support Strategies

3.14.1. Help Desk

3.14.1.1. Help Desk Objectives

The purpose of the MARS Help Desk is multi-fold.  A role will be to provide assistance in using MARS to handle the administrative and financial functions of the Commonwealth.  As a centralized support function, the Help Desk will be an economical and highly leveraged mechanism to drive EMPOWER Administrative Services objectives.  The help desk will be charged with achieving continued user satisfaction and acceptance, handle support needs for technical and operations personnel, and form a smoothly integrated team with other systems administration functions to ensure complete coverage of MARS support and administration tasks. Since MARS will support central and model-agency along with some degree of cabinet-specific functionality, the MARS help desk will act as a repository and central hub for Commonwealth-wide support.  Regardless of subsequent plans for addressing technical support needs, as a front line support service, the help desk will undoubtedly have to identify and refer some technical issues to the appropriate Commonwealth resource.  As a high-profile component of MARS and the overall EMPOWER Administrative Services initiative, the help desk will form a critical link in the process of meeting the EMPOWER Kentucky objectives.  

To reduce the reliance on help desk support, Commonwealth technical and operations staff will be expected to exercise self-reliance in utilizing the customized MARS User, Technical, and Operations Documentation.  However, whenever this documentation is not sufficient, the help desk will be responsible for handling support needs.  

The MARS Help Desk will coordinate with other systems administration functions to ensure complete coverage of support and administration tasks, prevent duplication of effort, and ensure smooth coordination of the help desk with other MARS system administration functions. The Help Desk represents the primary source of change requests, and these change requests will be managed as part of the system administration function.

3.14.1.2. Help Desk Strategy Support Plan Description

A Help Desk Strategy Support Plan will be developed as part of MARS implementation.  This plan will be developed in sufficient detail to guide all subsequent Help Desk development and deployment activities.  To ensure effective implementation, the Plan will also highlight areas in which special coordination will be required across the MARS project team.  Below is a description of the contents of this Plan.

The Help Desk Strategy Support Plan will discuss the series of activities which must be conducted in order to create an effective help desk.  These activities include:

· Setting up, obtaining agreement on, and planning for maintenance of effective help desk coverage;

· Identification of help desk tools;

· A description of the role each tool will play in supporting the help desk’s mission; and

· Setting up liaison with complementary Commonwealth support resources.

The Plan will also include detailed definitions, descriptions, and procedures for identifying and addressing various types of issues.  For example, the Plan will discuss:

· Issue classification, i.e., defect, enhancement, training need, etc.;

· Issue recording;

· Issue tracking;

· Issue escalation; and

· Issue resolution.

· Other aspects of the Help Desk function, which will be included in the Plan, are:

· A description for how Help Desk training will occur;

· A description of what the Help Desk training will include;

· A discussion of how MARS knowledge transfer activities will apply to the Help Desk;

· A description of how the Help Desk will be staffed, both at cutover and after the cutover transition period has ended;

· A description of what role the Help Desk may play in the post-cutover support phase, beyond its normal mission;

· A detailed discussion of how agency support will be delivered;

· Procedures for change order handling;

· Procedures for establishing and maintaining service level expectations;

· Reporting procedures;

· A description of the metrics for performing audit and analysis of the Help Desk workload;

· Recommendations for using the results of Help Desk workload analyses for making improvements in overall MARS support; and

· Lessons learned from other successful Help Desk implementations which can be applied to MARS.

A Help Desk manual will be developed during MARS implementation.  The Help Desk Strategy Support Plan will address how this manual is to be created, what its contents will be, and how it will be communicated and used.   The Plan will also address how the manual is to be revised and otherwise kept current and useful.

The MARS Help Desk must build upon existing help desk resources.  The Help Desk Plan will fully address how the MARS help desk will leverage all of these resources, including technical, facilities, and personnel.  The Plan will also describe how the MARS help desk will form a liaison with off-site product support, such as the ADVANTAGE Telephone Support.  As part of ensuring an effective implementation of help desk services, the Plan will also address how the MARS help desk will relate to the Commonwealth’s overall technical support organization.

The Help Desk Plan will include a description of the Help Desk Communications Plan.  A help desk will be of limited value if its “customers” do not use it.  The communications plan will address how the help desk will promote its services, shape user behavior to enable effective help desk processes, and form an evolving relationship with the MARS community.  The Help Desk Plan will also describe ways in which the help desk can use a communications program to support ongoing knowledge transfer about using MARS.  

One potential purpose of the MARS help desk will be to conduct audit and analysis activities and create recommendations for remedial end user education.  In some cases, the help desk might initiate these educational activities, e.g., as part of an end user communications program.  In other cases, the help desk will work with other Commonwealth technical education resources to identify and define other necessary training.  

The Commonwealth will assume primary responsibility for establishing and staffing the help desk.  AMS will provide training and support specifically for the purpose of setting up the help desk function in addition to direct post-implementation support.

3.14.2. Post Implementation Support Plan

The post-implementation support plan will include a description of the various ways in which post-implementation support will be delivered.  It will include:

· The process for identifying of issues to which post-implementation support services will be directed;

· How post-implementation issues will be classified, i.e., systems issue, change leadership issue, etc.;

· The relationship of post-implementation support to delivery of the normal Help Desk functions;

· How procedures and tools related to change requests and version control will be refined for post-implementation usage through the system and acceptance test activities;

· A description of post-implementation AMS, Central and Cabinet teams and their respective roles; and

· A description of how the MARS Central team will plan, staff, qualify, and deploy support for agencies where it is needed.

As part of their post-implementation support activities, AMS will also provide telephone support for technical and user questions.  This support will be delivered via AMS’s ADVANTAGE Telephone Support services offered to ADVANTAGE clients on product maintenance by support staff located in Virginia.  Telephone support strategy deliverable will describe how this service will supplement the Help Desk when questions which are originated by end users but which the operational and technical staff at the Commonwealth’s Help Desk are unable to resolve.

3.15. Conversion Approach

The MARS Project will convert data to build the MARS production database using an approach which involves the following activities:

· Identify data sets to be converted for each candidate system

· Develop a Conversion Plan

· Design automated conversion programs

· Develop manual conversion procedures

· Code and test conversion programs

· Test manual conversion procedures

· Develop validation and reconciliation procedures 

· Develop procedures for cleansing legacy system data

· Define the set-up steps in business terms and production cutover requirements 

· Incorporate conversion testing into the MARS Test Plan

· Simulate production database set-up steps in required sequence

· Prepare legacy system source extract files

· Cleanse legacy data

· Prepare backups of production databases

· Test backup and restore procedures

· Perform production database set-up steps in required sequence

· Verify results

The central Commonwealth Interface Design team will analyze and identify those candidates for conversion to MARS.  A Conversion Plan will be developed by AMS to document the decisions about which centrally maintained data and which agency maintained data are candidates for conversions.  For each candidate system, a decision will be made as to whether or not to use automated or manual means to achieve the conversion based on the following considerations: existence of data in electronic form; source of data; volume of data; accuracy of data; complexity of mapping the data to MARS; and, level of effort for automated versus manual conversion.

Based on the Conversion Plan, the central Commonwealth MARS team will create a design for converting each selected external data set identified.  For automated conversions, the design will address coding requirements.  For manual conversions, the design will provide detailed procedures. The design document will identify the legacy system data source, define the file layouts, and describe the functional requirements to be served by the converted data in MARS.  Agencies will take the lead in developing the design and performing validation activities for automated conversions for agency-specific data.   For those non-agency specific data that will be automatically converted, conversion programs will be developed and unit tested by the central Commonwealth MARS team with assistance from AMS.  

The central Commonwealth MARS team will develop validation and reconciliation procedures for each conversion data set based on source and target data structures and regardless of whether the conversion is automated or manual.  The validation and reconciliation procedures will provide guidance for verifying the results of conversion and will identify: sources of data; descriptions of any required queries; procedures for validation; results of comparisons; and, steps to correct data.

The central Commonwealth MARS team and agencies will develop procedures for data cleansing based on the validation and reconciliation procedures.  Data cleansing is the process by which identified data problems, whether structural or content in nature, are rectified prior to the actual conversion into MARS.  Data cleansing procedures will provide the necessary steps to identify duplicate records or records that will not be converted to MARS.  Procedures will explain how to identify fields that contain invalid values not supported by the MARS production database, but may be converted to the Management Reporting Database.  On a per case basis, a decision will be made about cleansing data that will be retained in legacy data systems, but needed to interface with MARS.  Data cleansing procedures will specify how to test the cleansing process during the simulation of production database setup.  AMS will incorporate all conversion testing activities into the MARS Test Plan.

When the conversion programs and procedures have been completed and individually tested, the project will simulate the creation of a MARS production database.  The simulation will take place during the System Test period so that the validated results can be used during Acceptance Testing.  During this simulation, data validation, reconciliation, and cleansing procedures will be tested on a subset of live data from each of the candidate conversion data sets to validate the whole process.  Sequencing of the conversion and loading of data will be a major activity during the simulation.  Participants in this activity will organize all of the production database setup steps, including back up and restore procedures, the automated and manual conversion processes, selection of system options, and verification of results against source data output.  Problems encountered will be corrected and re-tested until there is a high degree of confidence that the conversion will create a valid production database. 

After a successful simulation, legacy data will be extracted and cleansed in preparation for the actual production database build.  In parallel, backups of the production database will be created and tested to safeguard data already successfully loaded.  Open payables, receivables, requisitions, purchase orders, and receivers will need to be converted at implementation as there will be no parallel or overlapping operations due to the “big bang” approach.

As a result of completing the validation and reconciliation procedures for automated conversions, a resulting file containing accurate data to be loaded to the target tables will be created.  For data that are relatively static, conversion can be conducted early.  For data that are dynamic, conversion will need to be performed at cutover to eliminate reconciliation problems. 

The automated conversion programs will be executed in two stages: 1) convert legacy data from its source format into the target system format; and, 2) use the appropriate loading utility to load information into the proper application tables.  Subsequent to each step, data files will be reviewed and corrected to maintain accuracy and completeness.  To the greatest extent possible, the conversion programs will automate corrections during the conversion process.  However, data may require manual correction either prior to, or during, the conversion steps.  The objective of cleansing the data after extracting it from the source system is to eliminate problems existing in the source system, and to meet all validation requirements of the MARS system.  Having completed all conversion tasks, the Conversion Team will verify the results of the conversion using the documented and tested validation and reconciliation procedures.

4.0 The Project Plan

The project work plans and supporting materials provided in this section have been compiled through a series of discussion, development, and review cycles that began in March.  The project plan from the AMS BAFO response provided the starting point for this process.  Several focused update and review cycles have been conducted to-date which can be summarized as follows:

· Incorporate business process design model: The first major effort involved revising the work plan to reflect the business process design model to be used for MARS. Several revisions were made to reflect organizing principles related to business process design that are specific to MARS.  Accomplishing a quick start for the business process designs was a key initial priority for the project; therefore, much of April was spent finalizing the approach, tools, methods, and organization associated with this effort.  The BAFO work plan was revised and reviewed to reflect these organizing principles and associated outputs.

· Update major project milestones: Early planning discussions established targets for the major project milestones.  Having revised the work plan to reflect the business process design approach, the remainder of the BAFO work plan was revised to reflect changes made during the contracting process (e.g., elimination of web development activities to reflect Procurement Desktop functionality) and to reflect schedule changes associated with these major milestone targets. 

· Ongoing revisions for project standards and Commonwealth activities: The revisions cited above enabled an internal review to ensure that all required RFP deliverables were included, that deliverables were associated with teams and activities properly, and to ensure that business process design plans were reflected.  The final set of reviews and revisions have focused on incorporating appropriate MARS project standards (such as standardized deliverable review activities) and activities excluded from the AMS contract.  The latter are important since they enable tracking that is needed for the overall project. 

The project plans included with this document reflect these specific types of revision and associated reviews.  However, another major revision to the project plan is expected toward the end of the Implementation Analysis phase.  At that point, the availability of the various business process designs and implementation analysis strategies will support evaluation of the plan based on a more precise understanding of project scope.  Planning alternatives, risks, and contingencies will be reviewed at that time, and associated decisions that impact the plan will be incorporated accordingly. 

4.1. Project Organization, Team Members, Roles and Responsibilities

4.1.1. Steering Committee

John McCarty, Secretary of the Finance and Administration Cabinet, will chair the MARS Steering committee.  This committee will meet at key milestones to review the progress of the project and to provide guidance and support where Commonwealth wide leadership is required.  The identification of roles and responsibilities for this committee is currently under discussion.  Once those discussions are finalized this section will be revised to include the following:

· Composition of the Committee
· Roles and responsibilities of the Committee and 
· Schedule for meetings of the Committee
4.1.2. Project Management Structure

The MARS Project management structure is devised to partner the strengths of both the Commonwealth of Kentucky, American Management Systems (AMS), and Deloitte Consulting.  The Commonwealth management provides the strong functional guidance and direction to the project, while AMS brings the knowledge of the packaged systems.  Deloitte provides the project oversight skills to assure that the business objectives are met during the MARS implementation phase. This section describes this project organization.  All up-to-date organization charts are on the project-shared drive at the following location:

The MARS Project organization is shown in Figure 8.  The Project Director will provide management direction on overall project management, policy, contract oversight, key project issues, and stakeholder interaction.  The Project Manager will manage the MARS project on a day-to-day basis and will be responsible for oversight of AMS and for management of Commonwealth resources assigned to the project.
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Figure 8.  MARS Project Management Structure.

Figure 8 shows the management structure of the Commonwealth of Kentucky MARS project.  Each of the teams shown in Figure 8 is responsible for the project roles as defined in Section 4.1.3 Team Structures. 

Team Structures

Analysis and Design Team
· Incorporate the redesigned processes into MARS

· Map the Commonwealth requirements to the software

· Determine the most appropriate configuration options

· Determine which modifications should be recommended to project and senior Cabinet leadership for consideration

· Create the functional designs for all modifications, custom reports, conversions, and interfaces




Implementation Team
· Develop policies and procedures

· Manage the training strategy, including the development of training materials and end user training

· Coordinate the efforts of the agency implementation teams

· Coordinate user acceptance testing

· Manage the functional aspects of transition to the new software, including guiding the manual loading of data (where appropriate) and supervision of system cutover




Technical Team
· Installation of hardware and software

· Create and manage the technical infrastructure

· Perform performance and system testing

· Providing system and acceptance test support

· Develop conversion and interface programs

· Coordinate the technical aspects of production turnover

· Oversight of AMS technical efforts




AMS Team
· Partner with the Commonwealth of Kentucky to achieve their goals and objectives for EMPOWER Kentucky through the application of information technology

· Work with the Commonwealth to define functional and technical designs

· Modify and integrate the software products to achieve agreed upon functionality

· Provide technical and implementation support




Deloitte Consulting
· Provide varied assistance to project and Cabinet management.  

· Provide assistance in planning the project, analyzing key processes, identifying software modifications, and providing quality assurance and change leadership services.

MARS Project Management will be responsible for identifying and securing the appropriate Commonwealth resources to participate in the project.  Where possible, project management should target request for resources to the Cabinets most affected by the processes supported by MARS.  The MARS Project manager should use the following process to determine the resource request for each Cabinet:

· Identify the Cabinets most affected by the functionality, which the Commonwealth will implement.

· Map the functionality to the appropriate software module 

· Map the software module to the processes it supports

· Identify the number and types of positions for each process team

· Assign resource requests for each team based on the following presumptions: 1) the cabinets with the highest impact should provide the support for the areas which affect them most; and 2) Cabinets which have typical usage should provide the remaining positions.

Not all Commonwealth organizations will use the MARS software to its full extent. The need for particular functionality defines usage.  For example, Cabinets that do not receive federal grants will have a low need for grant functionality.  To determine this need, each Cabinet has been evaluated as to their level of use (high usage, normal usage, and no usage) for each of the following applications:

· Federal Highway billing

· Employee Travel

· Cost Allocation

· Job Cost and Job Billing

· Grants

· Projects

· Management Reporting

· Fixed Assets

· Inventory

· Workflow

· Purchasing

· Encumbrance and Budget Control

· Accounts Receivable

· Accounts Payable, and

· General Ledger

Accordingly, the Commonwealth organized process teams that directly correspond to the AMS software modules.  These teams and the corresponding software modules include:

Process Team
Supporting Module

Purchasing /Payables/Disbursements/Bids
Purchasing, Accounts Payable, Employee Travel, Workflow

General Accounting/Financial/Accounting Cycle
General Ledger

Revenue/Receivables
Accounts Receivable

Internal Order/Billing/Payment
Job Cost and Job Billing

Federal Hwy, Grant & Project Expenditure, 

Billing, Collection, Reporting
Projects, Grants, Cost Allocation, Job Cost and Job Billing

Budget Preparation, Staging, Adoption, Enforcement & Reporting
Budget Preparation, Encumbrance and Budgetary Control

Fixed Asset Life Cycle and Capital Projects
Inventory, Fixed Assets

Management Reporting
All

A Lead Subject Matter Expert will lead each team. Several (from four to six) Subject Matter Experts will serve full time on each team. Each Team will also have 3 part-time Functional Area Reviewers, which will validate analysis performed by the team. In addition, each team will have a representative from the Implementation team in order to provide continuity between the early and later phases of the project.

The Finance and Administration Cabinet should formally request participation from each Cabinet to support the staffing requirements.  If affected Cabinets can not supply sufficient resources to meet the staffing requests, then the Project Manager and the Planning team should address this by re-evaluating the project plan in light of the resource limitations.

4.2. American Management Systems

American Management Systems (AMS) is the selected vendor to provide enabling technology under the EMPOWER Kentucky program.  The AMS team organization is shown in Figure 2.

The AMS Project Management will directly supervise all AMS project related efforts.  They will be responsible for coordinating with Commonwealth project management to ensure that the MARS project is properly planned and executed and that AMS meets its project and contractual obligations. The AMS engagement Manager will serve as the AMS project executive. He will provide overall project management guidance and quality control review.  In this role he will work with Commonwealth senior management to ensure that appropriate coordination and issue resolution occur between the parties to the MARS contract. 
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Figure 9.  American Management Systems Organization Chart.

4.3. Staffing and Facilities Plan

During the planning process the Commonwealth proceeded in requesting participation from the Cabinets.  To day the Commonwealth has 31 full time staff with approximately 130 part-time staff participating. AMS currently has 47 full time staff on site. With the decision to move Advantage development on site AMS staffing will increase to approximately 65 staff by August 1998. The development of the modification to Procurement Desktop and BRASS will be off site.

The MARS Project Team, consisting of Commonwealth, AMS, and Deloitte Consulting resources are housed on the ground level of the Health Services Building at 275 East Main Street. Advantage development will be done on site at the project location in the Health Services Building.

The Training Strategy will define the facilities for training. These facilities will not be located at the Health Services Building.   The number of classrooms needed to do just in time end user training need to be identified as soon as possible. It is anticipated that the facilities to meet the training requirements could exceed the training facilities currently available. 

4.4. Task Plan (Microsoft Project)

This section describes the current MARS project task plan.  This plan is comprehensive for MARS and is used to track progress teams on the project as part of weekly and monthly meetings and reports.  All major activities and deliverables identified in the MARS RFP and AMS Proposal are included in this work plan.  Other activities associated with MARS have been added and will continue to be added as needed during the Implementation phase.

Beyond Task Names, Deliverables, and planned Start and Stop dates, this plan indicates both the current responsible manager and a Team/Plan Column.  An entry in the Team/Plan column indicates activity or task areas where more detailed plans exist, or will exist, for management of the associated tasks by the Manager(s) and specific Team indicated.  While the project level plan supports tracking of status across the project, these detailed plans are used by the respective team leads and managers to manage individuals and interim tasks for their specific teams.

Both the project level work plan and the detailed work plans are built using MS Project and stored in the project network directory.  While the detail plans may be structured somewhat differently than the project level plan, they support the same target dates and deliverables.  Therefore, to support cross-referencing, the detail plans will include the corresponding task number (referred to in MS Project as a work breakdown structure, WBS number) from the project level work plan.  Thus, managers who wish to view or research the detailed plans with the project level plan will be able to do so using the WBS code.

The Task Plan will be a living document and will be kept current in Microsoft Project. The Task Plan submitted by AMS in their Best and Final Offer (BAFO) will be the plan used to begin project activities.  In order to render this plan suitable for use on the MARS project, the following revisions will have to be addressed:

· The delay in the project start dates and resulting reduction in overall project duration

· The addition and integration of Procurement Desktop to the MARS system

· The integration of tasks for developing the interfaces and conversions carried out by the Commonwealth

· Changes in scope, technical environments, strategies, performance measurement, payment procedures and all other changes during the negotiation period. 

· The insertion of the appropriate Commonwealth review and approval tasks for project deliverables.   

· Work on the task plan will commence as a concurrent activity during development of the Strategic Plan. 

A number of important activities need to commence while a complete and approved project task plan is being established. These project startup activities include finalize facilities, identify key resources, project team recruiting, installation of the software, establishment of the User Playground, project team orientation and training, and development of the Project Management Notebook. These tasks are defined in the BAFO Task Plan under Task 1.0 Project Startup and Task 3.0 Implementation and Planning Analysis. These activities will be initiated while the task plan is being reworked.

The task plan is accessible by the MARS Project Team members on the MARS Intranet site.
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� Please see the “Training Plan for Agency Administrative Services Organizational Redesign,” drafted May 1998,  for additional information.


� Usage estimates will be captured using data collected in initial as-is activity assessment conducted by each agency.


� As of this writing, the Commonwealth has not formally decided to implement the new Travel Subsystem being developed in Fairfax as part of ADVANTAGE new product development.  If the Commonwealth decides not to implement this new subsystem, enhancement work for Employee Travel will be conducted in Frankfort with the rest of the ADVANTAGE enhancement work.
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