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Following a social gathering of morning snacks, coffee, and juice, this Manger Forum session was opened by Jimmy Carter, DENR Assistant Secretary and founding member of the Managers’ Forum Workgroup.   Approximately 80 people were in attendance.   Steven Vozzo, the Managers’ Forum Workgroup’s current chairperson, gave a plug for the Manager Forum and the Workgroup that coordinates these efforts.   Group has been active for five years and is seeking new members interested in fostering the goal of the manager forum.    He also stated that this forum would be presented again at the Winston Salem Regional Office on August 12th and he encouraged the attendees to tell their coworkers about the regional forum event.

Jimmy set the stage with a brief description of the IT work in the Department.   In addition to the IBEAM system that Mark Hughes would be presenting, Jimmy discussed DENR’s Information Resource Management Board (IRMB) and the goal for full representation on this workgroup from each Division.   The IRMB also has a development document for information management that should be reviewed by each Division.  [http://www.enr.state.nc.us/its/pdf/ims061404.pdf].   More on this topic later.    For more information on DENR’s IRMB click here - http://www.enr.state.nc.us/its/html/information_resource_managemen.html
Information Management in DENR.

Mark Hughes, IT Director for DENR, made a PowerPoint presentation on Information Management and the The IT Direction for DENR.   Mark shared his visions and philosophies.   He stated, these new DENR IT systems are not about technology; it’s about business.   Business should drive the need for technology (not the other way around).   The systems created need to benefit the people first.    One of the goals of today’s session was for attendees to learn about the shareable modules.   Find out who is doing what and then go look at it.   It may be really similar and easily transferable.   He also stated that what he would be showing today is a follow-up to his Manager Forum presentation of June 2002 at which time he presented a vision.   Today many of those ideas are now a reality and are being used by individual divisions as well as DENR.   The system is called IBEAM for Internet Based Enterprise Application Management.    IBEAM is a framework supported by ITS within which DENR programs build the information systems needed according to standards that ensure seamless connectivity with the department.  

The Powerpoint presentation is not summarized in these notes so please take a few minutes and read through the slides.   Click here for the full PowerPoint presentation [{{{Managers Forum  DENR IT Jun16 .ppt}}}].   

Presentation on GIS Mapping.

Allan Axon, DENR IT’s GIS contact.   Alan gave a demonstration of the GIS mapping system he is developing as an IBEAM module.   It is an impressive overlay of the data from the various Divisions that have been stored in the FITS module.   The viewer can be customized for each Division to only display the information relevant to that division.   He also discussed the NCONEmap project.   Currently these mapping displays are on the development server but could be available soon for use by DENR.

Case Studies / Examples.
Two Case studies were then presented.   Case 1 was presented by Edythe McKinney of the Customer Service Center.   Case 2 was presented by Bud McCarty and Linda Culpepper of the Division of Waste Management.  

Case 1.   Customer Service Center.

Edythe McKinney, of the Customer Service Center, made a presentation on the Tracking System module that was created for her center.    The Customer Service Center works for everyone in DENR and needed a way to track the calls and services provided.   As she demonstrated her module, Edythe’s pitch was that she is proof that anyone can use this system efficiently and effectively.    She encourages everyone (each Division and each work unit) to get a system created.   She has a basic system that allows for business tracking and sharing of information through reports.  Two lessons learned with creating a module for IBEAM.   Lesson 1 - It takes time, energy, and patience.  And Lesson 2 – Only good if people use it.

Case 2.   Division of Waste Management .

Bud McCarty, Head of the Facility Management Branch, and Linda Culpepper, Deputy Director, of the Division of Waste Management presented background on their Division development of IBEAM modules.   Bud’s presentation had three parts.  (i) Why do we use IBEAM, (ii) The IBEAM experience, and (iii) Lesson learned.   Linda then presented information on (iv) The IT Vision, for a Division.

(i) Why did DWM use IBEAM?    Like many divisions, DWM is required to provide data to the US EPA.  They also need to use data internally.   EPA continued to change the business rules, so internal linkages in their homegrown systems were lost.   In 2002, there was a new consumer, DENR who now needs data for FITS.    Therefore IBEAM was seen as a way to provide data to all entities and this system would now be supported by DENR and could automatically update EPA and FITS.   

(ii) The IBEAM experience.   


Need to first analyze your business process.   Remember, managers need to be involved to make sure their needs are being met.  .   Next need to make sure there is good interaction between the analysts and the developers.   Make sure your staff is testing, and testing, and testing.   And then the implementation phase – bugs, communication, and patience.

(iii) Lessons Learned.


- Need full involvement (managers, staff, data entry)


- communications (project coordinators, developers, business analysts, teams, etc.)

Questions :  

Q. What is the cost?   

It was estimated that for 2 business analysts (at 14 month each) and 2 developers (at 7 month each), the cost was $300K.   

Q. What happened in the process?


The Division learned more about their own internal process and linkages, and hopefully there was process improvement for the business processes as the modules were being created.   Do not need to mimic the way it was done in the past; now have new technology available, so create a business system to maximize efficiency.

Q. Does the staff review the business analysis?


Primary it is the division staff who do the business analysis and then give that to the coders.  This is part of the Rapid Application Development [RAD] process.

(iv)  IT Vision.


Linda Culpepper shared thoughts on things each Division needs to consider as they develop IT infrastructure.


a) Need an IT Steering Team for each Division.   This team should look at and then prioritize the IT needs (hardware and software) for the Division.   This will be an ongoing team.  A member from this team would be a good Divisional representative for the DENR IRMB.


b) Alignment of needs with resources.   Need to have continual maintenance of the IT structures and IBEAM systems you create.   Also need to have communication between all partnerships e.g. between central office and the regional offices.   And need to consider the planning and budgeting of IT for your Division.  Look at modules other programs have already developed and use/tweak them.   See of there are other funding sources via partnerships with other agencies (DOT, Commerce, etc).


c)  Include IT in Strategic planning.   Work closely with Dept. Administration programs (Budget, Planning, and Analysis, and HR) in your planning, and 


d)  Development and Maintenance.    Where are you headed?   These systems will not be successful unless you get people to use them.   Design your system at the level you need and can maintain – as complex or simple to meet your needs in the near and long term.   Plan on training and followup.

Information Management System Guide, draft version 2004.


Jimmy Carter briefly spoke about the guide.  It is a container; a collection of IT related processes.   It will be filled over time with policies, procedures, and protocols that have been reviewed by the DENR IRMB in concert with DENR IT.   Again, the philosophy of data storage at DENR needs to consider – you will manage information whether or not you have a computer system; today considerable data is available instantaneously.  We need a way to organize and manage this data effectively and efficiently in DENR.   Each attendee is encouraged to read the document located at  http://www.enr.state.nc.us/its/pdf/ims061404.pdf    

This will the guide for DENR in the future so all Divisions are encouraged to get involved.

Question and Answer Session.


Jimmy Carter and Mark Hughes hosted the question and answer session.   

(Q1)  How do we deal with the statutory mandate to make available everything to the pubic?


Citizens need to get information instantaneously so each module need to create reports so that both the citizen and DENR can access the data.   DSS will be for internal use, but phase II will be to provide data to the public.   Note some data is already being sent to public accessible webpages (e.g. permit application data).

(Q2)  Will a new database be created for DENR and then who updates it?


All Divisions create their data needs.   These databases will then be placed in IBEAM and will supported by DENR.   Each Division is responsible only for the data in these databases; DENR will be responsible for the container they get placed in.   Some older systems will need to run parallel to the IBEAM framework and connect data to it.   When you update a system (or create a new system), you will need to do it in the IBEAM framework.   

(Q3)  Recently, the Department issued a mandate that you will by god give me the data we need to determine compliance . . . now or later, but you will do this.   Is this an optional system?


The goal is that instead of each division creating individual databases to track this compliance data, you should create a system that connects the data to a system for use by others without your internal intervention.   As your needs grow, you will need to change.   Managers themselves need to know this information to evaluate themselves and their division.   Without this information, this evaluation is not occurring effectively.   Bottom line, this compliance data is needed by all, and DENR is trying to create a module, a container, to place it.

(Q4)  What is the cost to produce a module?   


The cost continue to change.   Modules are being built to be shareable.   Also trying to purchase statewide licenses.   Therefore the cost today is not the same as a year ago.   Again, nothing is for free.   No matter who creates it, there will be long-term costs for staff, connections, equipment, maintenance.   Ultimately, the accessibility of data will add value to the agency.

(Q5)  How quick can a new program be IBEAM compatible?


Have learned many things from the production of modules for DAQ and DWM.  Process keeps getting quicker.   It depends on how big it will be - - small house vs. big house.   Development will move from RAD (rapid) to Agile.

(Q6)  When will public be able to access a FITS point and know compliance?


Hopefully part will be available by next year.  May be several years for complete data. 

(Q7)  Who responsibility is it to provide information?


It is for each division to provide the data.   But IBEAM gives you a great selection of tools and canned reports (or output of datatables for you to run your own reports).

(Q8)  Does the framework have the ability to convert and existing Access database?


Yes, BUT . . . but first need to look at your business processes.   Again, evaluate your business process before you create a system to mimic an old system.

Summary from Jimmy Carter.   


Two years ago a vision, a concept.   Today there is lots on the table and in production.   Saw only a partial demonstration of what is being used in various DENR Divisions and units.  If you need assistance or guidance, call Mark Hughes or Jimmy Carter.   Thanks for coming.   Read the new IT document and start with the “Principles” section.  Send comments.   IRMB will be populating this document over the next couple of years.

NEXT FORUM-

Repeat Presentation of

Information Management - The IT Direction for DENR

which will be held at Winston Salem Regional Office on August 12th 2004 from 0900 am - Noon

This session will again be hosted by Mark Hughes, DENR IT Director, and Jimmy Carter, DENR Asst Secretary.

Managers’ Forum – IT Forum 

Sept. 23, 2004
 Winston-Salem Regional Office

A Big Thank You, to Sandra Yeats, Leza Hauser and Randy Oakley, for setting up the conference room and being gracious hostesses/host.

(Q) Does the framework have the connectivity among Divisions’ databases?


Databases in the IBEAM framework will be able to share data.

(Q) How often is the data updated?

The Decision Support Systems can report data from those programs that have data in the IBEAM framework.  Other programs are reporting the data as requested in flat files.  

(Q) How do programs change and maintain their systems once they are in IBEAM?

Some programs are keeping a running list of changes they want to make and will use money when it is available to make these changes.  Other programs are using different options to develop staff within their programs to have the skills necessary to maintain their systems: training existing staff, reclassifying vacant positions, and requesting expansion positions.

(Q) Those Divisions that are not in the IBEAM framework, are they not able to communicate to other staff in the Department?

IBEAM has a messaging feature that you can use to send messages to those in the framework (ex: system is being shutdown for some reason).  This is separate from NCMail. 

(Q) The Storm Water needs to communicate with Land Quality since they issue the sedimentation permit and DWQ enforces the Storm Water requirements.  Will they be able to connect to each other’s data?  

Will BIMS be apart of the IBEAM framework?

BIMS is being integrated into the IBEAM framework so that its staff will be able to share data with other programs.

(Q) What about delegated programs (ex:  Mecklenburg Co. air program)?  How does their data get put in?

Since the IBEAM is based on a web interface, those local programs can do direct entry.

