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Background
The Agricultural Research Service (ARS) is one of the world’s premiere scientific organizations.  The scientific research solves problems that affect Americans daily.  This research is performed across the nation and abroad, and partnerships are often formed with others.  Every research project is carefully planned and executed with state-of-the-art scientific equipment and technology.  Advanced technology continues to play an important role in agricultural research.  As such, understanding the technological environment and how to best support the suite of applications needed to perform the research is critical.  
Additionally, initiatives such as electronic government (eGov) projects and cybersecurity solutions are being mandated, standardized, and implemented across the Federal Government and the Department of Agriculture.  These initiatives are aimed at realizing cost savings and increased effectiveness through, among other things, leveraging discounts using economies of scale and reducing duplication of systems.  In an effort to ensure that our infrastructure can easily integrate with these initiatives, we must also understand how our technological environment fits in this broader Federal picture.
As an integral part of this, the OCIO is documenting the information technology (IT) environment at ARS.  The current ARS IT environment is spread across the entire United States, with more than 120 Locations serviced by eight Area Offices, the National Agricultural Library (NAL), and Headquarters.  
ARS has several IT initiatives underway, including activities from a list of Deputy Area Directors priorities and Area IT Specialists focus areas developed at the 2008 National IT Conference.  In addition, OCIO recently completed an assessment of NAL’s IT environment.  As part of this assessment, systems, applications, and IT services provided by the Library were identified and documented.  Diagrams of the Library’s hardware and software were developed.  The assessment also resulted in recommended processes to ensure that future system development would not be duplicative, would not cause unnecessary rework, and would perform as intended.  
In January 2008, OCIO offered to perform a similar architectural inventory of ARS applications and systems.  Specifically, OCIO plans to develop a map of ARS IT applications and systems that shows current and future architectures.  This project will focus on administrative applications.  A follow-up project on research applications and technology is planned for the future.
Objectives
To develop the map of ARS IT applications and systems, we will address four objectives:

1. identify the current IT environment, including IT applications and systems;
2. determine how ARS can best support its customers’ IT needs in the future; 

3. determine which hardware, software, and technical configuration are needed to meet those needs; and
4. document the suite of IT services provided by ARS. 
Scope  
The scope of this proposal includes administrative IT services and applications that ARS provides or could provide.  The scope does not include activities or resources that are beyond ARS direct control and authority.  As such, the architectural inventory will not analyze external Department or other-owned systems (e.g., those owned by NFC) beyond identifying that ARS uses these systems.  Additionally, recommendations for the target architecture will not include modifications or enhancements to these external systems.  However, the scope of this proposal will include potential Department and Federal Government regulations and guidance on IT standards and cybersecurity solutions.
Methodology
To obtain the information for this project, data calls will be sent out, interviews will be held, surveys may be conducted, and existing documentation will be reviewed.  Data calls will be used to determine the baseline set of IT applications and systems that exist across ARS.  These data calls will go to Area IT Specialists and Deputy Area Directors.  Interviews will be held with relevant personnel, including Area Office staff as well as IT specialists.  Surveys of ARS staff involved in IT may also be conducted.  Any survey instrument will be reviewed by ARS management prior to release.  In addition, existing documentation on ARS’ IT environment, including network diagrams and hardware/software configurations, will be reviewed.  
To identify the current IT environment, we will document ARS’ current IT infrastructure, including applications, systems, and hardware.  We will review any documentation that can be provided on its current state, including IT infrastructure diagrams (e.g., network, hardware, and software diagrams).  
To determine how ARS can best support its customers’ IT needs in the future, we will review current IT policies and technology assets of ARS as well as leading organizations in the agricultural research field.  Additionally, surveys may be conducted to determine potential future ARS IT services and applications.  
To determine which hardware, software, and technical configuration are needed to meet those needs, a committee of relevant stakeholders (e.g., AITS and customer representatives) will look at the IT needs of the ARS customers and provide IT options for meeting these needs.  The team will then propose these options to ARS management for consideration and potential implementation.

To document the suite of IT services provided by ARS, we will identify and record the types of IT applications that are used by ARS.  We will then categorize those applications by IT service the applications provide. 
Deliverables
This proposal is based on a three-stage deliverable process:  determine the current or “as-is” environment, identify the future vision or “to-be” environment, and establish a transition strategy to get the organization from the as-is to the to-be environments.  Along the way, status reports will be generated to keep management apprised of challenges, progress, and potential show stoppers.
Current “As-Is” Application and Technical Architecture:  The current “as-is” architecture will be a snapshot of today’s IT infrastructure.  It will include IT services provided by the organization (software applications and IT services) and the underlying technical infrastructure needed to support those services (hardware, communications, etc.).

Target “To-Be” Application and Technical Architecture:  The target “to-be” architecture will be a proposed snapshot of future operations—how we want to do things in the future.  It includes a vision of where the organization wants to be, how it wants to support that vision (application and service delivery), and which infrastructure is necessary to carry out the vision.  
Transition Strategy:  The transition strategy is the map to get from the current architecture to the target one—the “how-to” manual. It includes high level incremental steps on how to transition the organization from today’s environment to tomorrow’s.  For example, a transition strategy may have proposed projects that will enable the organization to get closer to its target environment, such as upgrading existing infrastructure or implementing certain technologies.  The transition strategy provides guidance for how to reach the organization’s vision. 
Milestones

There are four major milestones for this project.  
Milestone I:  (4-6 weeks from start date) The current Application and Technical Architecture will be developed, depending on information that is readily available.

Milestone II:  (8-10 weeks from start date) The target Application and Technical Architecture will be developed.

Milestone III:  (12-14 weeks from start date) The transition strategy will be developed.  

Milestone IV:  (4-5 months after start date) A final report, including findings and recommendations, will be provided.  

Bi-weekly:  Status reports will be issued to keep ARS management abreast of the status of the project.  These status reports will be sent to the OCIO Senior Management Team who will serve as an Executive Review Board (ERB).  Additionally, the project team will provide a midway briefing on preliminary issues and a final briefing at the completion of the project to the ERB.  
Resources Needed

The resources needed to complete the project include OCIO and other ARS staff, accessibility to the information, and time.  A complete work breakdown structure will be developed to outline detailed timelines and staffing resources needed to complete the project.  
A key critical resource is an integrated project team that is comprised of staff ranging from the technical side (typically IT network staff) to the research functional operations side (typically the end users of the IT services and applications).   
An integrated project team (IPT) comprised of the following individuals is recommended to ensure that all aspects of the review are adequately addressed: 

· Team Leader/Chief Architect (suggested candidates include the Enterprise Architect):  Person who can guide and oversee the development of the deliverables.  The Team Leader will review all deliverables and present information to ARS management.  The Team Leader will also keep ARS management informed on the progress of the project, including any performance concerns, schedule delays, or cost overruns.  Further, this person will have experience in documenting current and target architectures and developing transition strategies.  He/She will oversee the development of the various architecture layers and will integrate the layers of the architecture to ensure alignment.
· Team Member(s) (suggested candidates include OCIO staff, Area IT Specialists, or Location IT Specialists):  Person who can assist the Team Leader in all aspects of the architectural inventory.  The Team Member will be responsible for helping to work with the software tool, develop project documentation, and analyze the feasibility of recommended solutions.  

· IT Solutions Architect(s) (suggested candidates include Area IT Specialists, Location IT Specialists, or OCIO staff):  Person familiar with cutting edge IT solutions for agricultural research management systems.  The IT Solutions Architect should be familiar with agricultural management IT solutions and the back end technical resources that are needed to support those solutions.  The IT Solutions Architect will provide guidance on feasibility of implementing IT solutions.

· IT Technical Architect(s) (suggested candidates include Area IT Specialists, Location IT Specialists, or OCIO staff):  Person familiar with ARS IT infrastructure.  The IT Technical Architect will provide “rubber meets the road” assistance on the inner workings of the IT infrastructure, including hardware, software, and communications. 

· Business Architect(s) (suggested candidates include Deputy Area Directors or their designee):  Person familiar with how ARS operates and conducts its business.  The Business Architect will be instrumental in developing the business layer of the architecture.  Specifically, this person should be intimately familiar with what ARS does and how IT is used to support what ARS does (end user interface).  
· Cultural Advisor(s) (suggested candidates include staff from the field and staff from headquarters):  Person familiar with ARS culture.  The Cultural Advisor will help to shape the transition plan by identifying areas of potential resistance to change and solutions for best meeting this resistance, as well as areas of potential facilitations.

In many cases, the knowledge for these roles is spread among various individuals.  Their cumulative information will help draw a complete picture of ARS.  Participation from these different individuals is critical to ensuring that the final results are accurate and fully represent ARS.

The team will need three FTEs at a minimum for four to five months.  These FTEs will be the core team members that develop the deliverables and conduct the majority of the architectural inventory.  They will play the roles of Team Leader/Chief Architect, team member(s), and IT technical architect.  These members need to be dedicated full-time to the project to ensure timely progress and quality products.  Additionally, approximately three part-time staff will be needed to ensure that the architectural inventory provides a complete and accurate picture of the current and target IT environments.  These members will play the roles of business architect, cultural advisor (which could be more than one person), and IT solutions architect.   
Conclusion
This project will assess ARS’ ability to provide timely and sufficient IT services and applications in the most effective and efficient manner.  The architectural inventory will determine whether ARS has the right technical infrastructure, can support the right suite of technological solutions, and is positioned to achieve this goal.  The project will take approximately four to five months to complete, and a final report will be delivered at the project’s completion.
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