In Reply Refer To:

Office of Information

Mail Stop 440

MEMORANDUM









August 16, 2002

To:  

Karen Siderelis and Kevin Gallagher

Through:  
Robert M. Hirsch /signed/



Associate Director for Water

From: 

Katherine Lins /signed/

Acting Chief, Office of Information 

Subject:  
Proposal for Critical Information Technology Support

The purpose of this communication is to suggest a procedure for transitioning four critical WRD IT support functions from having a Water Resources Discipline (WRD) scope to having a bureau scope and to ask for financial assistance in fiscal year (FY) 2003 to accomplish this transition.

Background

Several events over the last year relate to this issue:

For many years, WRD has used headquarters WOTSC money to fund individuals in the field who provide support for critical parts of WRD information technology.  In FY 2002, this funding was $241,400 to 20 people in the areas including Microsoft (MS) Windows and Unix operating system support and standardization, IT security, wide area network (WAN), MS Windows applications, S-Plus, SAS, and Ingres.  WRD has proven that buying in-depth technical expertise by paying partial salary to field personnel is a very cost-effective way to make that expertise available across the Discipline.  Viewed in one way, this practice is just an early example of matrixing.

A plan to transition three WRD technical experts (Bob Wakelee and Jack Yost for WAN and Mike McNally for IT security) from WRD to a bureau scope over FY 2003 and into FY 2004 has been adopted by the Geographic Information Office (GIO) and WRD and service level agreements (SLA’s) have been put into place.  These plans in general call for organizational relocation of the individuals to the GIO and a gradual shift in duties from all WRD to bureau.

2

The GIO tiger team for Help Desks has prepared their draft recommendations report and it includes provisions for the establishment of technical expert support groups using field personnel.

With the change in the way overhead is computed and managed for FY 2003, and the significant budget reduction for the Office of Information, WRD is without funds to continue this field funding.  However, four of the above IT support areas are excellent candidates for evolution into a bureau support structure.

Specific Proposal

Twelve of the 20 funded field people received a combined total of $195,700 in FY 2002 for their work on Sun-TAC, NT-TAC, IT security, and WAN support.  The two technical advisory committees (TAC’s) provide the technical expertise behind WRD's ability to establish a standardized installation for Solaris and MS Windows systems that is secure, efficient, and compatible with NWIS databases.  Ask any of the bureau security people and they can tell you that it is this standardized approach to system installations that makes the incidence of security breaches low for WRD.  The WRD security group has been instrumental in installing and then monitoring perimeter security devices for almost all WRD science centers.  The WAN group provides monitoring, troubleshooting, and problem resolution for the WRD WAN.  Both the security and WAN groups have a formal 7Xabout-18 work plan which provides for significantly extended hours of problem response.

We propose that in FY 2003 these 12 people continue to function in these 4 groups but with the following changes, modeled to some extent after the existing SLA’s for Wakelee, Yost, and McNally:

· The groups be matrixed both to WRD-DIS Office and the GIO:

Sun-TAC and NT-TAC probably to GIO Computing Infrastructure

Security to GIO Security

WAN to GIO Telecommunications

· During FY 2003, the WRD personnel would be meshed with existing GIO personnel (and perhaps other like-experts from other Disciplines) in terms of email groups, teleconferences, etc., but would continue to have responsibility, primarily, for WRD functions.  The expert groups would be scoped up throughout the year by the GIO to meet requirements and Help Desk volume of all disciplines by the end of FY 2003.

· Funding be augmented in FY 2003 and  full funding provided by the GIO in FY 2004 and beyond.
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Advantages to the GIO

· These groups are already formed and effective working groups that can become the kernel for the technical expert groups expounded in the Help Desk recommendations.


· Security of systems in other disciplines will drastically improve by the end of FY 2003 as a result of NT-TAC and Sun-TAC guidance being adopted and endorsed by the GIO.


· Matrixing these groups into the GIO in FY 2003 provides an opportunity to gain experience with how such groups will work and be managed and how the SLA’s should be written.


· The GIO can benefit from the in-depth technical and organizational knowledge of these experienced people.

Advantages to WRD

· WRD will be able to continue to rely on these experts
.

· These WRD personnel will benefit from the in-depth technical and organizational knowledge held by the GIO (and perhaps other Discipline) experts with whom they will more closely associate.

Comments on FY 2004 and subsequent years

If the above arrangement is put in to place, as FY 2003 progresses and everyone gains experience with how it is working, changes should be made for FY 2004.  They could include adding more people to each group to expand the coverage or increasing the amount of time spent by these people on the activities in their area (and a concomitant increase in the funding for them).  It is also important to recognize that we view FY 2003 as a very tight fiscal year, and have not included items in the budget that should be present for all such groups, including costs for  training and travel for meetings and training.

We look forward to your response to this proposal and would like to set up a time to meet with you to discuss this proposal.  For any additional background please feel free to contact Tom Wood at extension 5617.

