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Over the past year, the Office of the CIO and IRM are proud of the following significant accomplishments:

· Intranet:
Agency Forms Management:  Over the past year the Intranet Team inventoried more than 650 forms, streamlined Agency Forms Management, standardized forms format, offered an online forms and tracking system, and revised Peace Corps Manual Section 890.

Site Usage:  The Intranet site statistics show that an increasing number of people are relying on the Intranet for their information needs.  Use has increased from 450-850 people accessing the site daily.

Intranet for Posts:  The majority of our posts still have unreliable connections to the internet.  To assure that all of our overseas staff have the same access to Intranet resources, each Post has received a CD-ROM of the site.  This will continue on a quarterly basis.  

On-Line Applications:  The Intranet Team migrated the agency from a paper-based phone directory, to an on-line “Staff Directory” which is dynamically updated, keeping it a current and reliable resource.  The agency time keeping function, TimePeace, was also made available via the Intranet
Online Submission of Key Agency Information:  A new version of the Intranet piloted an online alternative for submitting key Agency information.  The new system streamlines existing business processes by automating workflow.

New File Transfer Tool for Overseas Posts:  Until recently, overseas posts relied on an outdated tool to transfer critical financial information with Peace Corps headquarters.  This new tool integrates this function with the Intranet and increases security.
· Overseas Migration:  An increase in funding, allowed for additional staff accelerating the project completion in half the amount of time.
Inter-America and the Pacific (IAP) Region:  To date we have migrated 20 posts and will have the IAP Region fully migrated by June 2002.  

Europe, Mediterranean and Asia (EMA) and Africa Regions:  Migration of the EMA Region has begun, with full migration to be completed in October 2002.  The Africa Region is scheduled for completion by June of 2003.
IT Specialist Training Workshop:  The first Workshop conducted by the Migration Team, was held  in Washington, D.C. in February.  There were 12 participants from 11 posts.  Future trainings will be conducted on a sub-regional basis and include 6-8 posts per training.
· Technology Infrastructure Systems and Services:

Mainframe Computer Systems Upgrade:  The mainframe computer central processor and mass storage systems were upgraded, increasing storage capacity and improving performance.  A new support contract was established to ensure adequate long-term support for mainframe hardware and operating system software.

Systems Documentation:  Several major systems documents were reviewed and revised improving the level and quality of technical systems documentation and other standard operating procedures.  Plans were completed for additional work in this area during the balance of FY 2002. 

Domestic Technical Support:  The availability of computer and network systems was expanded to meet the increasing and continually evolving needs of the user community.  Systems availability and support services were monitored and maintained well within the applicable service level agreements.  Approximately 400 users per month requested and received technical support, consultation, and support services via the domestic IT help desk.

International Technical Support:  IT capacity at post was increased in connection with the Overseas Computer Migration Project.  Approximately 25% of the existing overseas posts received connectivity and network infrastructure upgrades, full-time IT staff, and customized IT operations and support training.  IT Specialists responded to over 200 requests per month from overseas users for assistance and consultation.  “Back-office” IT services such as asset management, data security, and data backup were expanded at overseas posts.  IT support services and equipment were provided for Overseas Staff Training sessions.

· IT Security Program:  Peace Corps Manual Section 542, IT Security Policies and Procedures was reviewed, revised, and reissued, providing expanded guidance for Agency technology users with respect to IT Security.  Expanded Agency-wide security practices were implemented to better protect the Peace Corps IT assets and ensure that sensitive information is secured at the appropriate level.  An updated Agency Security Plan was provided to OMB, and significant improvements were achieved in the areas of IT Security Awareness Training, Agency-wide Computer Incident Response Capability, systems monitoring and intrusion detection.
· Business Application Systems:  IRM provided continuing technical assistance and support to all Agency Program Offices for over 100 business application systems.  A number of systems including TimePeace, Staff Directory, PTS, HRM, Partnership, etc. were redesigned to meet new web-based standards.  The Readjustment Allowance (RA) System process was redesigned to automatically send out the quarterly Volunteer Readjustment Allowance Activity Reports replacing the manual method of printing 7,000 pages and mailing/pouching them to each country.  BizApps, a standard common logon and menu software framework, was developed, tested, and implemented.  Over 100 FileMaker Pro database systems were evaluated and/or migrated to the Agency standard software.

· Telecommunications Systems and Services:  The capacity of Agency Domestic Wide Area Network was doubled, positioning the Agency for easier expansion of data transmission in the future.  A pilot test of wireless handheld communications devices was completed and implementation begun in support of the Agency Disaster Recovery Plan.  The wireless and satellite telephone systems inventories were upgraded.  Communications capability in the New York, Chicago, and Rosslyn Regional Recruiting Offices was restored and upgraded.  Implemented direct on-line transmissions of financial data with the Treasury Department, eliminating the need for tape generation.
· Special Projects and Initiatives:  

User Training:  New Employee Orientation IT training sessions were revised and expanded.  

Web-based Computing Environment:  Provided technical support to the Office of Communications in its efforts to redesign and expand the Agency Internet site, expanding the site capabilities to include an Online Status Check System.
Personnel Tracking System:  An intensive cleanup and synchronization of Agency staffing and organizational data was begun to ensure accurate emergency contact information.

A. Strategic Analysis

The internal conditions, key opportunities, and challenges under which the CIO and IRM offices operate are as follows: 

· Seat Management:    Many of the key IT initiatives undertaken during the next two years will be driven by the results of the recently completed Customer Satisfaction Survey, the Total Cost of Ownership Study scheduled for late FY 2002, and the domestic technology refresh scheduled for August 2003.  The findings, recommendations, and requirements associated with these activities will require continued diligence in planning of investments, staffing, and work prioritization.  They will provide IRM with its primary opportunities and challenges with respect to capitalizing on past IT investments and ensuring continued progress and quality customer service in the IT arena.

· Mixed Mainframe/Client-Server Architecture:  A mixed mainframe/client-server architecture will dominate the IT infrastructure during the time period covered by this plan.  Projected deployment of TNS will drive a number of infrastructure issues including support for and retirement of the remaining MacIntosh computers and the increased human and technological resources needed to support UNIX based servers required by TNS.  IRM will need sufficient resources and expertise to support multiple hardware systems and software platforms.  The management of rapidly growing Agency information holdings will also take on increased importance.  Information continues to be stored in disparate databases residing on both the mainframe and servers, as well as on numerous end-user computers throughout the agency.  The overhead needed to support this architecture is excessive, indicating a continuing lack of an Agency data management plan.  Continued use of application system technologies such as web-based applications, process and data modeling, content and configuration management tools, and enterprise architectural principles will systematically improve the potential for data access, sharing, and interoperability.  The potential to improve agency operations and improve overall programmatic decision-making is significant.

· Growing Demand for Expansion of Web based applications:  Several opportunities exist for leveraging Web technology to further improve Peace Corps business processes and support Agency goals.  Many business units, including VRS, the Center, OMS, Domestic Programs, and others, are considering an increase in their use of Web technologies.  Examples of projects in the works include delivering online training, resource libraries, secure medical information, multimedia, and other information.  With this increased traffic and capacity will come increased requirements for bandwidth.  Additionally, expanded access to internal Peace Corps applications for overseas offices and staff traveling around the world as well as deploying enterprise-wide applications such as the new financial management system (TNS) require new technological solutions to protect the Peace Corps network, systems and data.  
· Applications Development:  Most software applications are developed in-house and automate business processes viewed as unique to the Peace Corps.  However, this has resulted in individual offices developing systems that have similar requirements.  This is due, in large part, to the lack of an articulated Agency vision for coordinating its informational needs and a historical trend of taking an unstructured and decentralized approach to applications systems management.  The anticipated implementation of TNS during FY 2003 will drive much of the software development, maintenance, and support of Agency business application systems.  The new technology deployed worldwide during the last two years will continue to dramatically increase demands on the IRM software development function.  There will be a critical need to provide increased software development and support capabilities in terms the number of systems supported and the level of expertise needed to provide that support. 

· Overseas Migration and IT Support:  With the Overseas Migration Project well underway, a significant remaining challenge requiring increased and ongoing attention is the effort to ensure appropriate long-term technical support for posts.  The objective of building local capacity at post will guide many of the decisions and projects undertaken.  In addition, there is no doubt that new countries and country reentries will increase the workload.  New post IT specialists and newly equipped posts require significant support while they learn the new operating environment.  Thereafter, ongoing training and second level technical support will need to be available.  The Migration Project itself must continue to be a paramount priority activity to ensure that the remaining posts are successfully migrated on time and within budget.
· Agency-wide IT Strategic Planning:  In the past, the Agency’s IT planning and acquisition processes has not always been fully aligned with its overarching strategic goals.  When the Agency completes its review of IPBS submissions, the CIO strongly recommends an agency-wide review process to assess all proposed IT initiatives and investments.  The challenge for Peace Corps is to move toward a cohesive and comprehensive planning strategy for all IT investments.  As the Agency completes the transition, the CIO looks for renewed senior staff commitment to re-invigorate the IT Investment Review Board.
· Growth Initiative:  The Administration’s announced intention to double the size of the Peace Corps over the next five years means a dynamic and parallel increase in the need for technology infrastructure support.  This expanded program activity, new country entries, country reentries, increased overseas computer support requirements in training and applications development, and the expanded use of technology by Volunteers will have a dramatic impact on operations in the Offices of IRM and the CIO.
· Succession Planning:  During FY 2003 and 2004 a large number of the current IT staff will reach the end of their terms of service.  Retaining the right kind and amount of technical expertise will be critical to IRM’s ability to continue to provide program offices with sufficient technical support.  The recurring arrival of new staff associated with staff turnover requires implementation of an ongoing staff development program and increased attention to systems documentation. 

The external conditions, key opportunities, and challenges under which the CIO and IRM offices operate are as follows:

· Rapidly Changing & Emerging Technologies:  Continued rapid evolution and development of new technologies will continue to pose a challenge to Peace Corps organizations using IT.  The continuing challenge will be to implement an IT  operating environment that is based on well informed, cost effective, and timely decisions on technologies that will have a profound impact on the Peace Corps, its mission, and Volunteers.  Continuous and proactive assessment and incorporation of appropriate new technologies will allow the agency to effectively plan and budget for innovative business processes.
· Security:  Security at the Peace Corps is driven by an economic need to protect our hardware assets, administratively confidential information and staff time investments.  The Peace Corps IT Security Program’s goal is to effectively protect the privacy, and promote the integrity and availability of the systems and data processed by them.  The CIO must integrate security within this framework to ensure that it remains cost-effective, is an integral part of agency business processes, enables rather than impedes agency missions, and operates effectively over time.  Several legislative and regulatory requirements must be met this fiscal year including adoption of a minimum set of risk-based management controls for all Federal computer systems and recurring evaluations, audits and reviews.  The Peace Corps IT Security Program has identified the necessary budget requirements to meet the program goals, by Q4 FY 2003.
· Government Regulations:  Compliance to the Health Insurance Portability and Accountability Act (HIPPA) will require significant IT Security related investments. HIPPA mandates the implementation of protection (confidentiality) standards of medical data in any form.  The Government Information Security Reform Act (GISRA) requires the Peace Corps to conduct annual independent and self-assessments of its IT Security controls for sensitive systems.  The Clinger Cohen Act of 1996, initiated a major shift in the process for acquiring and managing information technology.  Circular A-130 requires that federal agencies integrate planning for information systems into plans for resource allocation and use.  Circular A-76 requires agencies to determine whether recurring activities should be operated under contract with commercial sources, in-house using Government facilities and personnel, or through intensive support agreements.  The Government Paperwork Elimination Act (GPEA) sets standards for the use of electronic signatures on forms submitted online.  Within four years, all government agencies will be required to accept electronic submissions.  Additionally, Section 359 of Public Law 10-346 sets forth requirements for establishing a telecommuting policy.

B.
Strategic Statement

During the next three years, the CIO and IRM organizations will focus their efforts on five strategic areas that address the full range of Agency IT requirements.  They represent a fundamental and logical approach to applying IT to the Peace Corps mission.  Goal 1 is the alignment of IT investments with the Peace Corps mission, goals, objectives, and priorities.  Goal 2 is inseparably linked to Goal 1 and is the development of an enterprise architecture that will ensure all of the pieces of the IT infrastructure fitting together properly thus maximizing system interoperability and information sharing.  Goal 3 builds on Goals 1 and 2 and sets the mark for how hardware and software systems will be used to support the real-world information needs of Agency program offices.  Goal 4 focuses specifically on IT Security and how we will protect Peace Corps IT infrastructure and information holdings.  Goal 5 reflects our continuing efforts to treat IT users as valued customers and describes how we will manage our working relationships and provide “best of class” IT service to them.
C.  Goal Statements  

1. Agency Mission/IT Alignment 

Align core business processes and the Information Technology (IT) used to support them with the Agency’s mission to assure that investments in IT meet the defined needs of the Peace Corps. (Supports Performance Goal 7B.  Indicators are appropriate)

Objective 1:
IT Strategic Planning:
Focus more directly on agency-wide IT strategic planning, goal setting and the development of performance measurements.  Institutionalize the Information Technology Investment Review Board (ITIRB) by ensuring that all identified IT investments are presented to the Board for review, approval, and continued control and evaluation by Q4, FY 2002.

Objective 2:
Internal Partnerships:  

Implement an expanded and coordinated outreach effort to Agency program offices that results in productive internal partnerships that are collaborative and effective.  Organize and facilitate office focused discussions to bring appropriate resources to IT project planning by Q4, FY 2002.

Objective 3:
Business Process Reengineering (BPR):   
Design and implement a program that promotes BPR as the rule rather than the exception in the systems development and implementation.  Play the role of catalyst with Agency program offices by providing expanded technical services and support for re-designing and realigning their core business processes.  Collaborate with agency managers to create the capacity to initiate, identify, document, and implement line of business process reengineering and business process improvement opportunities activities by Q4, FY 2003.  

Objective 4:
Standards, Policies and Guidelines:   
Develop and implement a framework of policies, standards, and guidelines that facilitate alignment of IT with the Agency mission, promote interoperability, and are responsive to IT users and their operating needs.

Objective 5:
Portfolio Management:  
Design and adopt an IT “Portfolio Management” approach to managing IT operations.  Organize all IT assets into an Agency IT Portfolio and establish supporting management and oversight processes whereby all major IT investments and initiatives are evaluated, prioritized, and monitored, assuring that the IT portfolio accurately reflects official Agency work priorities and resources. 

2. Enterprise Information Architecture

Develop and implement an enterprise information architecture (EIA) program that maximizes Information Technology efficiencies and systems interoperability.  (Supports Performance Goal 7C.  Indicators are appropriate).   

Objective 1:
Define and Document Baseline Information Architecture:  

Define and document the existing (baseline) information architecture and establish an appropriate update and maintenance program for a Peace Corps EIA by Q1, FY 2003. This architecture would meet the requirements of the Clinger Cohen Act of 1996, be information based, identify core business processes and provide for their systematic improvement.  It would also document current data descriptions and relationships and the applications and infrastructure systems used to support them.  
Objective 2:
Define and Document Target Information Architecture: 

Define and document a desired (target) information architecture that will meet the projected information processing needs of the agency for a planning period from 3 to 5 years by Q4, FY 2003. This architecture would meet the requirements of the Clinger Cohen Act of 1996, GPEA, be information based, provide for business process improvement, and describe projected data descriptions and relationships and the applications and infrastructure systems needed to support them.  
Objective 3:
Develop an Information Architecture Migration Plan:

Develop and implement a plan to move from the baseline to the target EIA by Q4, FY 2003. This plan will be reflected in the IPBS and provide direction for continuing maintenance and update of the EIA.

3.   Information Technology Systems Implementation and Operation

Design, develop, and implement IT systems that provide the program offices with appropriately configured hardware, software, and communications systems in support of their mission objectives.

Objective 1:
Technology Infrastructure Systems:
Document the existing mainframe and network equipment and operating software configuration and develop a long-term plan for ongoing management and systematic upgrades.  Begin laying the groundwork for the domestic technology refresh scheduled for August 2003.

Objective 2:
Business Application Systems:
Develop a life cycle management plan for each mission critical and enterprise business application system.  In addition, establish and/or adopt standard operating procedures, tools, and technologies, for system requirements analysis, modeling, and documentation.  Promote the use of standard commercially available business support software and applications systems developed by other agencies rather than custom-building information systems by Q4, FY 2003.  

Objective 3:
Web-based Computing Systems:

Develop and implement a systematic plan for migrating existing (legacy) application systems from obsolete operating environments to more efficient and dynamic Internet/Web based systems by Q3, FY 2003.  The benefit of this model is that it is more adaptable, interoperable, less dependent on specific hard and software and eliminates the need for applications to be installed on the individual user computers. 

Objective 4:
Telecommunications Systems:
Improve communication capabilities worldwide, both voice and data, by assessing connectivity capabilities between headquarters, regions, and posts.  Develop and implement an agency-wide telecommunications long-range management plan, along with policies, standards, and procedures for the design, distribution, and use of communications tools throughout the Agency by Q3, FY 2003.  Document the existing telecommunications network and design and implement diversified backup routes for critical circuits.  

Objective 5:  
Complete Phase II and III Overseas Migration:

Complete deployment of the new Overseas IT Architecture based on the Windows platform at posts in the Europe, Mediterranean and Asia Region (Q1, FY 2003) and Africa Region (Q3, FY 2003).  Complete staffing of IT specialists at all overseas posts, provide training and follow-up technical support associated with that deployment by Q3, FY 2003.

4.   IT Security 
Implement security practices that provide an appropriate level of protection for the Agency’s IT assets and sensitive information.   Increase the availability, confidentiality and integrity of systems that Peace Corps uses for its critical business functions.  Develop, implement, enforce and monitor an Agency security plan by Q4 FY 2002.
Objective 1:  
Risk Management:

Develop and implement a comprehensive Risk Management Program that supports well-informed risk management decisions regarding IT investments.

Objective 2:  
Security Awareness:

Engender a sense of personal responsibility regarding IT security in all Agency IT users by implementing a comprehensive Information Technology (IT) security awareness, training, and education program.

Objective 3:  
Security Assessments:

Improve and increase the Agency’s security control level using the CIO Council Federal Information Technology (IT) Security Assessment Framework established to measure Agency progress.  This framework provides a method to determine the current status of security programs relative to existing policy and where necessary, establish a target for improvement. 
5. Customer Service

Advance a comprehensive and ongoing Customer Relationship Management program that ensures customer needs and concerns are addressed in all agency IT Initiatives. (Supports Performance Goal 7E. Indicators are appropriate). 

Objective 1:
Customer Service As A Primary Operating Principle:
Continue focus on customer service standards in each IRM/CIO employee’s performance appraisal.  Develop IRM/CIO performance metrics, quality assurance processes, performance monitoring/feedback tools and methodologies such as questionnaires, customer satisfaction surveys, and user follow-up interviews to determine the effectiveness and respond to customer needs by Q4, FY 2003

Objective 2:
Communications, Training, and Customer Education:
Expand and promote an Agency-wide IT training program for desktop technologies and applications. Provide Computer Based Training options worldwide and establish an on-going classroom training program by Q4, FY 2003.

Objective 3:
User Technical Support:
Establish and implement a support structure that focuses on developing capacity building at the local level.  Refine and expand the overseas IT specialist training program such that each post has a fully qualified IT specialist capable of providing comprehensive level-one technical support.  Establish local training and technical support contracts as appropriate to meet post operational IT needs.  Analyze, refine and streamline core business processes associated with providing customer technical support.  Refine and streamline work processes and appropriate service level agreements associated with services provided outside of the Seat Management contract.
Objective 4:
Succession Planning System:
Establish a succession planning process within IRM to project and plan for ongoing staff requirements.  Identify and track anticipated IT vacancies based on tour expirations, new requirements, and continual monitoring/discussion of employee separation plans by Q3, FY 2003.

Objective 5:
Staff Development:
Implement a “right skilling” assessment program to match skills to an ever changing technology base.  Improve  the Agency’s ability to recruit and maintain staff.  Support a process for employees to ensure continued availability of essential IT skills that also improves the Agency’s ability to recruit and retain qualified employees by Q3, FY 2003.
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