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Dear Mr. Rhodes:

Booz, Allen & Hamilton Inc. is pleased to submit this
System Design Document for the Wang OIS 140 system ordered
for the Bureau for Africa (AFR). This report includes a
Management Summary and organizes the study results into
chapters recommending major design elements, system imple-
mentation plan and a strategy for future system enhancements.

We have appreciated this opportunity of working with
SER/DM and AFR staff on this important assignment and look
forward to continuing to assist the Bureau during system
implementation.

Very truly yours,

b= P

John C. Newman B0OOZ, ALLEN & HAMILTON Inc.
Vice President
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MANAGEIENT SUNMARY

The Office of Data Management (SER/DM) secured the
services of Booz, Allen & Hanmilton Inc. to develop a de-
tailed design for the implementation and operation of the
word processing system whicli hau been ordered for the Bu-
reau for Africa (AFR). 1In the fall of 1981, AFR approved
SER/DM's recommendation to acquire a Wang Office Informa-
tion System (0IS) 140 (Model I). The basic components of
this system have been acquired and are currently expected
for July 1982 delivery in the Bureau. Current plans call
for the remaining equipment components to be ordered as an
exchange for AFR's current word processing equipment. It
is anticipated that this exchange can be made by the fall
of 1982 to avoid a long delay in AFR's receipt of the
balance of the equipment in the initial configuration.

1. THE IMMEDIATE OBJECTIVE IS TO APPLY THE WANG OIS 140'S
STANDARD FEATURES TO BOTH EASE AFR'S DOCUMENT PREPARA-
TION WORK LOAD AND IMPROVE THE QUALITY OF ITS DOCUMENTS

SER/DM recommended the Wang OIS to AFR on the basis of
its office automation requirements study which concluded
that AFR's highest priority was for advanced word process-
ing support. The Wang OIS 140 is a shared-logic system in
which a central Processing unit (CPU) is the main storage
and processing source for all the workstations, printers
and other pieces of equipment which are interconnected to
the cpU.

This new word processing system is larger and offers
more capabilities than AFR's current inventory of word
processing equipment. Because it is technically feasible
to link the OIS to other word processing systems in AID/W,
as well as to the Agency's central computer, the Wang sys-
tem also permits continued growth and expansion in AFR's
use of both word processing and data processing support
for its work. ‘

This design effort has, however, focused on AFR's im-
mediate requirements to successfully manage the OIS 140,
rather than its longer-term office automation strategy.
The primary goal of the design study was to plan for the
integration of this new equipment configuration and its
capabilities into AFR's work environment.,

2. IN THE START-UP PHASE, SYSTEM USAGE SHOULD FOCUS ON
SEVEN KEY AFR DOCUMENT PREPARATION PROCESSES
Since the benefits of word processing stem from the

ability to efficiently revise documents, word processing
should be selectively targeted on the kinds of documents




which undergo substantial r=zvision. The series of docu-
ments prepared in AFR's planning, budgeting and implemen-
tation work processes meet this basic requirement and
should be the first documents prepared on the system. The
seven Xay AFR document 2reparation procasses are:

. Country Development Strategy Statement (CDSS)
review

. Annual Budget Submission (ABS) review and
development

. Congressional Presentation (CP) development and

subsequent briefing preparation

. Project design and review based upon the Project
Identification Document (PID) and Project Paper
(PP)

. Project Implementation Orders for Technical

Services (PIO/Ts) prepacation and review
. Congressional Notification (CN) processing
. Project status reporting.

Management emphasis on use of the OIS to support these
processes is expected to result in effective system utili-
zation. In addition, skills developed in these applica-
tions can be transferred to the processing of other docu-
ments and such skill acquisition is a needed foundation
for using the advanced word processing features.

3. THE STUDY RECOMMENDS PLACFMENT OF THE SYSTEM ADMINIS-
TRATION STRUCTURE IN THE GAFFICE OF PROGRAM MANAGEMENT
RESOURCES (PMR) AND THE ESTABLISHMENT OF A SYSTEM
ADVISORY COMMITTEE

The CIS 140 system requires a single management and
decision-making source to:

. Establish and enforce system operational proce-
dures required for coordinated and effective sys-
tem use in the various AFR offices

. Assess overall system status and recommend system
improvements to AFR management.

The system administrator provides this role and is sup-

ported by an assistant system administrator who carries
out routine system operations and maintenance activities.
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There is a functional line of supervision between -hese
staff roles and a lead operator in each AFR office who
serves as the local source of system operations 2¥p2rziza,

Booz, Allen recommends placement of the system admin-
istrator and assistant system administrator in PMR. The
Bureau-wide service functions of PHMR well-position this
office to respond to all AFR OIS system user needs as well
as to e aluate Bureau-wide needs.

To provide local user input and technical expertise, a
small system advisory committee representing major AFR
programmatic functions is also recommended.

4., THE STRUCTURE OF OIS IMPLEMENTATION IN AFR OFFERS
OPPORTUNITIES AS WELL AS CHALLENGES

The near-~term system implementation effort is expected
to demand a large amount of staif effort, especially dur-
ing the transition phase of equipment installation and
start-up use of the OIS 140 in AFR offices. While system
implementation is usually demanding, the planned two waves
of equipment installation and system start-up is expected
to produce several clhallenges for AFR and system manage-
ment staff. Amony the most significant are:

. Repetition of many implementation tasks, e.g.,
training
. Staff competition for access to the inital

equipment configuration in the interval between
its installation (projected for July 1982) ana
receipt of the total equipment configuration
(currently anticipated for the fall of 1982)

. The long transition period will result in a
longer period of system stabilization while
unanticipated problems are evaluated and needed
system refinements are developed.

AFR management can minimize the implications of several of
these challenges by careful implementation planning. Im-
bplementation activities should begin with acceptance of
the system design, well in advance of equipment delivery
dates.

The two waves of equipment acquisition also provide
AFR opportunities to learn and apply experience gained
with the smaller, initial equipment order to the larger
second equipment order. In addition, AFR staff's high
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lavel of inter=st in the OIS 140 and awareness of some of
the critical changes in office routine which it will pro-
duce should contribute to establishing a successful word

processing systa2m in the Bureau.



I. BACKGROUND

The Office of Data Management (SER/DM) contracted with
Booz, Allen and Hamilton, Inc. to design an office automa-
tion system in the Bureau for Africa (AFR). This back-
ground chapter describes the purpose of the study, its
scope and approach and presents the organization of the
report,

1. THE PURPOSE OF THIS STUDY IS TO DESIGN AN OFFICE AUTO-
MATION SYSTEM FOR THE EQUIPMENT CONFIGRUATION WHICH
HAS BEEN ORDERED FOR THE AFRICA BUREAU

At the request of the Africa Bureau and as part of an
overall agency strategy, SER/DM undertook a series of
studies to identify AFR's office automation needs and to
establish an office automation system for the Bureau. On
the basis of a requirements study, SER/DM recommended an
advancecd word processing system and placed an order for
acquisition of a Wang 0IS 140 configuration. Installation
of the first wave of equipment is planneu for the summer
of 1982.

The primary goal of this design study is to plan for
the successful integration of the 0IS equipment configura-
tion into AFR's current work environment. In addition,
the study identifies some longer term office automation
system design elements, which will enhance the system's
capabilities once the advanced word processing system has
stabilized. The specified objectives of this design study
include identification of system organization, management
and technical applications:

. Describe the document preparation process to be
supported by the Wang 0IS 140

. Review SER/DM‘s recommended equipment configura-
tion and location

. Recommend an appropriate 0IS system management
structi.e

. Identify the system's training requirements

. Develop a blueprint for system implementation.

The results of this study are intended to assist the
AFR Bureau in anticipating the activities and issues that
must be addressed as it manages the process of acquiring
and implementing an advanced office automation system.
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2. AID'S EXISTING 2
LISHED A THREE-?H
AUTOMATION SYSTZM

=

TICE AUTOMATIO STRATIGY HAS 23
ASED APPROACH FOR IMPLEMENTING
S

)

TAR-
Or=ICE

The Agency 1s nursuing a stratcegy of implementinag
coffice automation in response to established needs within
each organization. 2 three-phased office automation con-
cept is guiling these Agency-wide office automation
efforts.

. Phase I - Requirements Study
. Phase II - System Design
. Phase III - Selected System Implementation

Assistance.

For the AFR Bureau, SER/DM conducted the Phase I
requirements study and secured Booz, Allen's services for
this Phase II design effort. SER/DM's plans for the pro-
vision of Phase III implementation assistance are not com-
plete at this time.

This system design effort for AFR was undertaken with-
in the framework of this strategy and builds upon SER/DM's
requirements study. Completed in the fall of 1981, the
study included the gathering of all basic data including
work load composition and vo.ume, characteristics of docu-
ment preparation tasks, and analysis of comparative system
costs and benefits. On the basis of this study, SER/DM
concluded that word processing was AFR's highest priority
need, resulting in the acquisition of the Wang OIS 140.

3. A STUDY METHODOLOGY BASED UPON THE ANALYSIS OF KEY ,
PRODUCTS WAS USED TO IDENTIFY SYSTEM REQUIREMENTS AND
TO DEVELOP THIS SYSTEM DESIGN

The product approach refers to a standard methodology
for designing an office automation system and is an
approach which Booz, Allen has used with clients in the
public as well as the private sector. 1Its name stems from
the rationale behind the approach. This rationale is that
a significant portion of an organization's work is often
centered on the preparation of a relatively small set of
key products or documents.

The following seven processes, each organized around
the preparation of an approved final document were
selected for emphasis in the design effort:

. Country Development Strategy Statement (CDSS)

. Annual Budget Submission (ABS)
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. Congression Presentation (CP»)

. Project Identificarion Documencs (2I0s) and Proi-
ect Papers (PPs)

. Prcject Implementatiosn Orders (PINs)
. Congressional Notifications (CN)
. Project Status Reporting.

The work of assessing the preparation of these key docu-
ments included analysis of the other documents produced
during the work cycle, such as briefing papers, issues
papers, cables, correspondence and memoranda.

The participation of selected managers, officers, and
secretarial staff in AFR organizational units was needed
to obtain the required data base. A series of personal
interviews were conducted in AFR offices to collect
detailed informaticn on work flow in the seven key pro-
cesses and on office environment characteristics as a
basis for designing the office automation system for the
AFR Bureau.

4. THE RESULTS OF THIS STUDY ARE ORGANIZED INTQ SEVEN
CHAPTERS

Each of the chapters addresses a separate topic
related to the process of developing an office automation
system design which meets AFR's needs and objectives. The
contents of each chapter are summarized below:

. This chapter has introduced study results by dis-
cussing its background, purpose and approach.

. Chapter II, Current Environment, presents study
findings on existing work flows and document
preparation procedures as a basis for identifying
system requirements and issues.

. Chapter III, Equipment, presents study conclu-
sions and recommendations on needed refinements
to the OIS 140 equipment configuration.

. Chapter IV, Applications, presents study recom-
mendations on how the OIS 140's features and
capabilities can support more effective process-
ing in the seven key document preparation
procedures.

. Chapter V, Management, presents study recommenda-
tions on the management and administrative struc-
ture the acquired system requires.

I-3
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. Chapter VI, Implementation Plan, describes che
steps AFR manadgement neecs to ctake to inscall the
equipnent and to manage the cransitizn period.

Chapter VII, 2lanning for the Furure, outlines a
recommended strateqy for future enhancements to
the basic AFR ofiice automation system.

Additional information is provided in four appendices
to the report for ease of reference.
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IT. CURREUT EHVIROUMENT

This chapter presents study findings on current docu-
ment preparation and information handling activities in
AFR which shape the office automation system design pre-
sented in the chapters which follow.

l. THE BUREAU FOR AFRICA (AFR) SUPPORTS THE PROGRAMS
OPERATED BY ITS OVERSEAS MISSIONS AND SERVES AS THE
INFORMATION LINK BETWEEN THEM AND OTHER AID/W OFFICES

The Bureau for Africa (AFR) is resoonsible for the
planning, formulation, implementation, management and
evaluation of U.S. development assistance programs within
the region., Approximatey 180 full-time and 10 part-time
staff positions are authorized for FY 82 to support the
programs operated by its overseas missions and offices
located in approximately 44 countries.

The Bureau's current organizational structure is shown
in Exhibit II-1, on the following page. A review of the
major functions of each of these offices and the major
documents they prepare provides an overview of the
Bureau's work. :

. Office of the Assistant Administrator (AA/AFR) --
has 6 staff positions and exercises management
leadership and policy guidance for the entire
Bureau. The major documents prepared in this
office are correspondence and memoranda. The
office provides final clearance and approval for
all major AFR documents and it serves as the
control point for Congressional and general
correspondence.

. Office of Program Management Resources (AFR/PMR) ==~
has 16 staff positions divided among 3 divisions
and is responsible for providing guidance and
assistance in overall management of the Bureau
and its resources. The major documents prepared
are standard forms, cables and memoranda. The
operating expense portion of the Annual Budget
Submission is also prepared by this office.
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Exhibit II-1
ORGANIZATION OF THE BUREAU FOR AFRICA

OFF1CE OF THE ASSI1STANT ADMINISTRATOR

OrrICE OF
DEVELOPMENT PLANNING

OFFICE Or
PROGRAM MANAGEMENT RESOURCES

PROGRAM ANALYSIS & BUDCET
DIVISION

POLICY PLANNING EVALUATION &

EXECUTIVE MANAGEMENT STAFF

AFR REGIONAL CONTROLLER

OFFICE OF

DEVELOPHMENT RESOURCES

FPROGRAM
SUPPORT SBTAFF

SAHEL & WEST AFRICA PROJECTS
DIVISION

CENTRAL & COASTAL WEST AFRICA

HUMAN RESOURCES DIVISION

HEALTH/NUTRITION DIVISION

ECONOMIC ANALYSIS DIVISION STAFP PROJECTS DIVISION

EASTERN AFRICA PROJECTS POPULAT ION LIVISION
DIVISION

SCUTHERN AFRICA PROJECTS ENG INLERING DLVIS1ON
DIVISION

AGRICULTURAL & “"URAL DEVELOPHENT SPECIAL DEVELOPHENT PROBIEHS
DIVISION DIVISION
orTicE or OFFICE OF OFFICr OF OFFICE OF OFFICE OF OFFICE OF
COASTAL WEST AFRICA SAHEL & WEST AFRICA SOUTHERN AFRICA
CENTRAL AFRICA AFFAIRS KEGIONAL AFFALRS
EASTERN AFRICA ATFAIRS AFFAIRS AFFAIRS AFFAIRS

ETHIOPLIA/SOMALIA/DJIBOUTI
pEsK

TANZANIA DESK
SUDAN DECK

KENYA /UGANDA/ INDLAN
OCRAM STATES DYSK

. CAHERGON/CENTRAL AFRICAN
REPUBLIC/GABON/EQUATORIAL
GUINEA DESK

. BMANDA/BURUNDI/SAO TOME
DESK

LIBERIA/SIERKRA LEONE
DESK

. GHANA DESK
. NIGERIA DESK

. TOGO/BENIN/GUINEA/ENTENTE

STATES DESK

. MALI/MAURITANIA/SENEGAL

OMVS DESK

. CHAD/LAKE CHAD BASIN

COMMISS ION/UPPER VOLTA/
NIGER DESK

. GAMBIA/GUINEA BISSAU/

CAPE VERDE DESK

. SAHEL REGIONAL DESK

. LESOTHO/RAMIBIA DESK

. MOZAMBIQUE DESK
. MALAWI/SWAZILAND/ZIMBABWE

BOTSWANA /ZAMB 1A/ SOUTHERN
AFRICA RECIONAL DESK

DESK

. PROJECT DIVIBIOW I
. PROJ¥CT DIVISION Il

. TECHNICAL STAF¥




Office of Develooment Planning {AFR/DP) -- has 22
authorized staff positions divided among thr=e
divisions and is responsible for managing the
programming, budgeting and fiscal monitoring
functions of the Bur=3au. The major documents
processed by the office are the Country Develop-
ment Strategy Statement (CDSS), Annual Budget
Submission (ABS), Congressional Presentation (CP)
and Congressional Notification(CN).

Geographic Offices -~ Currently, there are five
geographic offices with 58 authorized staff posi-
tions. It is expected that two of the offices
(CWA and CA) will be consolidated. Each of the
geographic offices is composed of country desks
which maintain country expertise, provide back-
stop services and monitor field activities for
field missions. The offices are involved in all
of the key documents, as well as general corre-
spondence, memoranda, cables and briefing papers.
Among the documents they are most involved in are
the Country Development Strategy Statement
(CDSS), Annual Budget Submission (ABS), Congres-
sional Notifications (CN), and Congressional
Presentation (CP).

Office of Regional Affairs (AFR/RA) -- has 15
staff positiuns and is responsible for assisting
in the formulation of Africa-wide policies and
strategies, as well as in developing and super-
vising regional or Africa-wide programs and proj-
ects., With its mission, AFR/RA is involved with
all of the key documents. The major documents
prepared in the office are the Project Implemen~-
tation Document (PID), Project Paper (PP), Annual
Budget Submission (ABS), and Congressional Pre-
sentation (CP).

Office of Development Resources (AFR/DR) -- with
76 staff positions and 12 divisions, AFR/DR is
the largest office in the AFR Bureau. It is
divided into four functional entities which have
major roles in the Bureau's project development,
approval and implementation processes. In addi-
tion to the regqular correspondence, memoranda,
cables, AFR/DR has prime responsibility for both
Project Papers (PP) and Project Implementation
Orders (PIOs).
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2. THERE ARE CURRENTLY 15 STAND-ALONE WCRD PROCESSING
UNITS DISPERSED AMONG AFR OFFICES

Exhibit II-2, on the following page, presents the
inventory and location of AFR's current word processing
equipment. As the exhibit shows, this equipment is
limited to stand-alone, single or half-line display units
which provide basic text processing capability. Repre-
senting three different vendors, these units are incom-
patible, which means that work prepared on one vendor's
equipment cannot be continued or revised on another
vendor's unit.

AFR secretaries and cfficers reported mixed levels of
satisfaction with the existing system. While acknowledg-
ing the efficiency of these units over use of typewriters,
several problems were identified:

. Ease of uce
. Training
. Staff expectations.

Some of the units are difficult to use in preparing AFR
documents. A frequent example was creation of large
tables on the single-line display units. Training was
reportedly inadequate and compounded in offices where only
one operator was trained. 1In these not infrequent cases,
work would be delayed when the trained operator was not
available. Finally, staff spoke of unrealistic expecta-
tions about equipment capabilities, such as speed of docu-
ment production, which created frustration and confusion
for both secretaries and officers about office automa-
tion's potential.

3. AFR CURRENTLY HAS THREE REMOTE DATA PROCESSING TER-
MINALS ACCESSING FOUR AUTOMATED APPLICATIONS

AFR has taken advantage of several data processing
applications supported by the Agency's mainframe
computer. They are:

. Congressional Presentation (CP)
. Annual Budget Submission (ABS)
. Operating Year Budget (OYB)

. AFTRAK.
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EXHIBIT II-2

CURRENT WORD PROCESSING EQUIPMENT

Current Office ovn/
Equipment Location Lease
A.B. Dick MAGNA II 1 AA Own
2 DR Own
2 SWA Own
Dictaphone 3000 1l Cwa Lease*
3 DP Lease
4 DR Lease
1 RA Lease
IBM MC/A 1l DP Lease*

TOTAL UNITS 15

* The lease expiration date is September 30, 1982, and
lease can be terminated with 30 days notice.



The CP and ABS data processing applications suprort their
respective AFR budget document prepa-ation procecsses.,
These automated programs produce the standard numeric
tables found in the C? and ABS documents. The OYR system
is a day-by-day budget tracking tool used to provide AFR
staff the status of its program/project doliars. AFTRAX
is a monitoring system for projects under design. AFR
staff are interested in the future potential for accessing
these ADP systems through the OIS 140 wcrkstations which
may reduce their hardware costs and manual document
preparation steps.

Another capability under development is the linkage of
the Agency's FACS to AFR. AFR anticipates this linkage by
fall of 1982.

4. BASED ON SER/DM'S REQUIREMENTS STUDY, AN ORDER FOR AN
INITIAL WANG OIS 140 EQUIPMENT CONFIGURATION TO EXPAND

WORD PROCESSING SUPPORT IS IN PROCESS

As a result of the requirements study, SER/DM con-
cluded that the AFR Bureau had a high priority for ad-
vanced word processing support. While a total word pro-
cessing equipment configuration based on a Wang OIS 140
was recommended, funding limitations permitted ordering
the basic system without the full set of workstations and
printers. The initial order is expected to be installed
in July 1982.

The additional OIS equipment to complete the configu~
ration is to be acquired as a replacement for word pro-
cessing equipment which is currently leased, when those
leases expire (September 30, 1982) or are terminated.
Chapter III, Equipment, of this design study provides a
more ‘detailed discussion of the current status of AFR's
equipment configuration.

5. THE_AFR BUREAU'S LARGE ANNUAL VOLUME OF PAPERWORK IS
RELATED TO EXTENSIVE REVISION CYCLES IN ITS DOCUMENT
PREPARATION WORK FLOWS

SER/DM established during its requirements study that
the AFR Bureau had an annual document preparation work
load of approximately 255,500 pages, almost half of which
is revision pages. This study focused on the production
of documents in seven key AFR processes which form the
majority of AFR's work load. In the course of the study,
Booz, Allen documented through interviews with AFR staff
the major characteristics of information handling and
document preparation activities in AFR offices.

II1-6
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The five most significant findings abc.t these work

characteristics are summarized below.

tlany of the documents sent by th
are revised and edited by AFR st

2
3

missions to AFR

e

There are a series of informal review cycles
which affect the work flows and production of
revision pages.

The AFR review and clearance processes have many
variations depending on the document type and its
content.

Many of the key document preparation processes
are cyclical.

Documents are usually distributed in multiple
copies to a wide range of offices.

These five characteristics of AFR's document preparation
processes are key factors in the document revision cycles
that contribute to the Bureau's large annual volume of
paperwork.

6.

AID'S DOCUMENT PROCESSING REQUIREMENTS RESULT IN A

HIGH DEGREE OF INTERACTION AMONG AFR OFFICES AND

MISSIONS

There are several different types of interaction among

AFR offices and other Agency organizations located in

AID/W.

They may be characterized as follows:

Internal AFR interactions -- one of the pivotal
linkages is among the AFR offices located in
AID's Washington headquarters. The interactions
include:

- Information sharing and referencing of back-
ground country and project information

- The transfer of documents for both the
formal and informal review cycles.

Other AID/W office interactions -- AFR staff fre-
quently exchange information and documents with
staff in other AID Bureaus and offices. These
interactions include:

- Information sharing to keep other AID staff

appraised of AFR developments related to
their area of expertise

I1-7



- Tachnical assistance and profassional advice
- Final hcument clearance and processing.

Interactions with the Agency's computer -- ARPR
staff work in close coordination with other AID
offices in the production of several key docu-
ments resulting in several ADP linkages support-
ing program and administrative activities.

In addition, AFR offices have frequent interaction

with missions. For example:

AFR staff frequently depend on missions for
inputs needed to complete their work

AFR staff s~»rve as the major transfer point for
information coming in from the field and informa-
tion going to the field.

AFR staff are ultimately responsible for the
review and approval of many decisions and docu-
ments originating in the missions.

This network of interaction between AFR and its missior -
is extensive and frequent, and it appears to be critical
in the preparation of many AFR documents.

7.

ing
the
are

SEVERAL AFR MANAGEMENT INITIATIVES WILL AFFECT THE

SYSTEM DESIGN AS THEY BECOME EFFECTIVE

The AFR Bureau is currently in the process of execut-
several management initiatives which will impact on
ultimate design of an office automation system. They
as follows:

Moves are planned for several AFR offices in the
summer of 1982.

The AA's office is being reorganized to include
three deputy positions.

The Office of Development Resources (DR) is being
reorganized into two separate organizational
units.

DR has begun to develop and install a central
records management unit supported by microfiche
equipment.

Since these changes will not become effective during the
course of this study, the system design may require some
modificaton when the full implications of these initia-

tives are realized.
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8. SER/D!'S REQUIREMENTS STUDY INDICATES THE XKEY MAMNAGE-
MENT, EQUIPMENT AlD APPLICATIONS ISSUES 70 BE INCLUDED

IN THIS DESIGUH EFFORT

This design effort is Leing ceonductad within the
framework ecstaplished by SER/DM's requirements study.
Following th:ough on that study, this chapter has identi-
fied four major characteristics of AFR's document :repara-
tion process which indicate needed office automation sys-
tem capabilities. They are:

. High volume and variety in docume' ts produced

. High level of information and document exchange
among offices

. Large volume of revision pages
. Compilation of numerical information.

The ordered system is not capable of processing clas-
sified material. Since approved security features* are
not yet available for the OIS 140 and since fully secure
systems tend to cost almost twice as much as unsecured
systems, tne Agency has not acquired secured systems.
Classificd material will continue to be produced using the
Bureau's manual or electric typewriters. Limited Official
Use (LOU) material may be prepared on office automation
equipment if all tapes, magnetic cards and diskettes stor-
ing LOU material are secured each day** in accordance with
uniform security regqulations.

In developing the system design for the AFR Bureau,
four critical areas must be examined. These areas can
best be expressed as the following questions:

. What equipment refinements result from the
detailed design?

. How can the 0IS 140's standard features and capa-
bilities best support key AFR document prepara-
tion processes?

* "Electromagnetic Radiation Security of Office Equip-
ment; "5 Foreign Affairs Manual 600; September 19,
1978.

** "processing Limited Official Use Information", IG/SEC
Notice; March 25, 1982.
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37St2m managemenc structure best

. What 1s the OIS sy
suited for AFR?

. After the OIS 140 has stabilized, what strategic
options for system enhancement should AFR begin
to assess?

The following chapters of this report address these
key questions and provide AFR management and staff an
orientation to the implementation activities needed to
establish an effective OIS system serving AFR's document

production needs.

II-10
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IIT. EQUIPMENT

This chapter presents ar overview of the capahilities
of Wang 0I3 system ordered for AFR and discusses recommen-
dations for refinements to this equipment configuraticn
resulting from the detailed system design developed in
this effort.

l. THE RECOMMENDED WANG OIS 140 EQUIPMENT CONFIGURATION
REPRESENTS AN ADVANCED WORD PROCESSING SYSTEM WHOSE
CAPABILITIES EXCEED THOSE OF THE EXISTING SYSTEM

The AFR Wang OIS 140 is a distributed shared-logic
system. As a shared-logic system, all peripheral devices
such as workstations and printers are connected to a cen-
tral processing unit (CPU) permitting shared system opera-
tions and capabilities by all users. While up to 32 peri-
pheral devices can be connected to the CPU, the AFR con-
figuration recommended by SER/DM used 31 connections to
support 19 workstations and 12 daisy-wheel printers. The
total equipment configuration recommended for AFR on the
basis of SER/DM's requirements study is shown in Exhi-
bit III-1 following this paqe.

In keeping with AID practice, this distributed network
of workstations and printers permits the use of current
staff positions to operate and maintain the system rather
than the assignment or hire of dedicated word processing
operators., Additionally, it allows greater access and
flexibility in gaining use of the OIS to a broader range
of user-types.

(1) This System Has Many Standard Features Supporting
Document Preparation

The Wang OIS 140 includes all necessary hardware
and software to support document preparation tasks.
The system software features of particular interest to
AFR staff are:

. Powerful editing -- the ability to make sim-
ple (e.g., change one alpha character) to
complex (e.g., move a paragraph to a new
page) corrections without retyping the com-
pletely corrected text

. Libraries -- the organization of documents
by originating office or division for con-
trol and rapid access

IT1I-1
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Total AFR Coni.gar on Recommended In
SER/DM's Z=qu D e 8

at
iliE

1
1 S -~ LI IR
EMSTNIC SIS LY

Wang Office Information System (0OIS) 140, Model I

1 Central processing unit
1 System disk
11 Workstations

8 Archival workstations

12 Daisy printers [2 of which have twin-sheet

feeder attachments]

Other Equipment

1 Wang 5 stand-alone workstation
1 Wang 5 printer

Optional Software

List processing

*

Includes several modifications made to the original

SER/DM recommendation as of April 1982.
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. Document ID numbers -- &h2 assignmenc of
unique members to idencify documents which
provides timely and shared access to desig-
nated documents

S Svstem security -- the ability to assign

passwords to a document to protect it from
unauthorized access

. Glossaries -- a convenient means to store
and retrieve repetitive keystrokes, instruc-
tions and formats to facilitate routine
document preparation functions (e.g., cables)

. Mathematic support package -- the ability
perform simple arithmetic calculations
within documents on the system without an
eXxternal calculator

- Document merge -- the ability to generate
individual documents by merging of standard
(e.g., distribution or mailing lists) with
variable (e.g., specific correspondence)
information.

For ease of reference, Appendix A to this report pre-
sents definitions of the most frequently used OIS
equipment and feature terms.

(2) This System Also Includes List Processing, An
Advanced Feature

The features discussed above support the prepara-
tion and revision of documents. In addition to these
standard software features, the optional list pro-
cessing software package has been acquired for use in
AFR.

The list processing feature provides a basic cap-
ability to store and use information in the form of
records and files. While automated records and files
are usually tools used in a data processing environ-
ment, list processing provides the AFR user the abil-
ity to manipulate simple records in a word processing
environment. A user who is thoroughly fluent in Wang
text processing operations, can enhance his/her daily
work activity by combining word processing knowledge
and ability with list processing. Together, these
Wang functions can become a powerful tool in develop-
ing small scale records management systems such as
travel budget control, personnel career rotation
tracking, and project status tracking.

ILICIE]
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List prccasing is aa .
requires skill for anrlicaticn development znd opera-

tion. Accordingly, =ais 3tudy's emphasis is on full
utilization of the ©IS 140's standard zo twage fea-
tures as part of tha n:ceszary foundaticn fcr use of

this advanced feature.

2. CURRENT PLANS ARE TO INSTALL A BASIC EQUIPMENT CON-
FIGURATION IN THE SUMMER OF 1982 AND TO TRADE EXISTING
WORD PROCESSING UNITS F2R THE ADDITIONAL EQUIPMENT TO
COMPLETE THE CONFIGURATION

The total configuration shown previously in Exhibit
III-1 represents a major and expensive acquisition for
which full funding was not available. As the first neces-
sary step toward the total configuration, a basic system
has been ordered as shown in Exhibit III-2, on the fol-
lowing page. Two points about this first order should be
noted.

. It includes all equipment required for provision
of the system's standard features supporting AFR
document preparation.

. Additional workstations and printers will spread
the system's support more extensively throughout
the Bureau.,

AFR has been working with SER/DM and SER/MO in anticipa-
tion of receipt of this first equipment order scheduled
for delivery in early July 1982,

AFR has accepted SER/DM's recommendation that the
remaining workstations and printers be acquired as a
trade-in for the 15 current word processing units.

3. THE RESULTS OF THIS DESIGN EFFORT INDICATE A NEED TO
CONSIDER THE CONTINGENCY OF SATURATED CAPACITY IN THE
LONG TERM, AND, TN THE NEAR TERM, SOME MINOR CHANCES
TO_THE TOTAL RECOMMENDED EQUIPMENT CONFIGURATICLI

The requirements study was undertaken by SER/DM with
an assumption that the more detailed design study might
result in some refinements to the recommended equipment
configuration. Installation and operation of 31 peri-
pherals in the AFR total confiquration can result in an
increased burden on the operations of the central proces-
sing unit (CPU), causing slower workstation and printer
response times.

The increased burden and reduced response time would
be experienced when a majority of the workstations and
printers were in operation. This could occur during peak

ITII-4



EXHIBIT III-2
Inicial Configuration Ordered For AFR*

Wang Office Information System (OIS) 140, Model I

1 Central processing unit

1 System disk

8 Workstations

7 Daisy printers [2 of which have twin-sheet

feeder attachments)

Optional Software

List processing

*

Includes several modifications made to the original
SER/DM recommendation as of April 1982.
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work loads, with growth in the worx load processed Dy the
system over time, or diversity of system usage, i.e.,
teleccnmmunicacions, and list processing.

Two options are available to AFR senior manacement to
relieve this potential overload of the CPU, Thav are:

. Exchange of a limited number of OIS workstations
with standalone Wang word processors to con-
tinue meeting AFR document preparation needs and
preserve AFR's office automation system
compatibility.

. Consideration of acquiring a second 0IS central
processing unit to support the currenc total AFR
configuration.

This design study generally supports SER/DM's original
assessment of hardware requirements and recommends
consideration of two minor refinements:

. Reduction in the number of workstations by at
least one unit to provide room for eventual sys-
tem linkages.,

. Acquire more than 2 twin-sheet feeders for easier
usage of the 12 daisy printers,

Each of these considerations is based on AFR's near- and
longer-term planned usage of the OIS 140.

The first is related to AFR's longer-term objective of
linking the OIS to other systems.

. As currently configured, the system's 31 pieces
of equipment provide essentially no room for
expansion since the OIS's total capacity is for
connection to 32 pieces of equipment.

. A minimum of two and preferably three of the sys-
tem's ports will need to be free for projected
connection to:

- An optical character reader (OCR)
- Other systems in AID/W
- Agency's central computer.

III-6
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Acceptance of this :djustment would raduce the number of
OIS workstations from a total of 19 to a total of 17 or

. 18. t i1s assumed chat it will be easier for AFR manage-
ment to implement this change now before equipment is
incstalled rather than to remove equipment later. Therelis
also the possibility of acquiring one or two Wang stand-
alone units to replace the OIS workstations.

The second consideration to expand the number of twin-
sheet feeders is designed to ease processing and reduce
the time required to print documents. Twin-sheet feeders
are attached to daisy printers to automatically feed paper
into the equipment, thus eliminating the need for a staff
member to manually feed each page. The twin-sheet feeder
is used for all paper types except multiple-copy forms
which must be manually and individually fed into the
printer. These are fairly expensive pieces of equipment
at a purchase unit price of approximately $1700 each, and
their acquisition will depend upon the availability of
funding.

Because twin-sheet feeders are expensive, AFR may also
wish to consider using continuous feed paper to reduce
operator time on the printers. To the extent that con-
tinuous feed paper is available to AFR and of an appro-
priate document quality, this approach can reduce the
number of printers which need the twin sheet feeder.
Continuous feed paper's largest disadvantage is that it
produces copies which are usually appropriate for draft
and informal documents, but of insufficient quality
appearance for final copy.

4. RECOMMENDATIONS' ON OFFICE LOC:yfIONS FOR THE EQUIPMENT
ARE DEPENDENT UPON THE TWO-STAGED ACQUISITION OF THE
TOTAL OIS CONFIGURATION AS WELL AS THE IMPENDING
OFFICE MOVES

Two exhibits, presented on the following pages, pre-
sent preliminary equipment location recommendations.
Exhibit III-3 suggests best placement for the total SER/DM
equipment configuration and includes the study recommenda-
tion to reduce the number of OIS workstations from 11 to
10 and to increase the number of standalones from 1 to 2.
As shown in the exhibit, DR/ENG as well as AFR/EA would be
supported by a Wang 5 standalone unit rather than an
outlying OIS workstation. Exhibit III-4 presents recom-
mendations for the placement of the first equipment order.




The

Se recommendations are based upon the following
Critceria:

Document prewmaracion work load

Role in the seven key document preparation
processes

Physical location and accessibility to other
offices and their equipment.

Final decisions on the timing of the planned office moves
and the equipment delivery may result in changes to these

recommendations.
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Office

OIS
Work-
Station

EXHIBIT III-3
Recommended Office Locations for SER/DM's
Total AFR Bureau Equipment Configuration

Archival
Work-
Station

AA/AFR

AAA/PMR
PMR/EMS
PMR/RCS

AAA/DP
DP/PAB
DP/PPEA

AAA/DR
DR/PSS
DR/ENG
DR/HN
DR/SDP
DR/EAP
DR/CCWAP
DR/SAP
DR/SWAP
DR/ARD
DR/PDP
DR/EHR

AFR/SWA
AFR/SA
AFR/CWCA
ARF/EA
AFR/RA

CPU Room

1

=

(S

Total

10

III-9

Twin Stand
Daisy Sheet Alone
Printer Feeder Print
1
1
1 1
1
1
1
1
1 1
1
1
1l
1
1
1
12 2 1



Office

AAA/PMR
DP/PAB
DP/PPEA
DR/ CCWAP
DR/ARD
AFR/SWA

AFR/SA

CPU Room

Total

EXHIBRIT III-4
Recommended Office Locations for SER/DM's
Inicial AFR Bureau Equipment Configuration

OIS
Work

Station

1
1

II1-10
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Printer

1
1
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iV. APPLICATIOQNS

This chapter provides an overview of the Wang
OIS 140's potential support for AFR as well as specific
descriptions of how the 0IS's standard features can be
used to support AFR's seven key document preparation
processes.

1., THIS SYSTEM'S ARILITY TO MORE EFFICIENTLY REVISE
DOCUMENTS AND TO PERMIT SHARED ACCESS TO DOCUMENTS
PROVIDES OPPORTUNITY FOR IMPROVEMENT TO AFR MANAGERS

AND STAFF

Growing experience with and performance feedback data

on the OIS system indicate that the best strategy for
realizing the full potential of office automation's
benefits is an incremental one. Booz, Allen recommends

that AFR management should direct initial system usage to
the seven key document preparation processes selected for

this design study. These are:

. CDSS review and supporting documentation

. ABS review and development

. CP development and subsequent briefing

. Project development, review and supporting

documentation based on the PID and PP

. Congressional notification process
. PIO/T preparation
. Project status reporting.

The rationale for concentrating on skill development in
accessing OIS support for these processes is that:

. These processes represent a majority of the
existing workload.

. System use in these processes should result in
immediate benefits and positive performance
evauation data.

. The skills acquired in these applications provide

a solid foundation for skill transfer to other

areas and for acquisition of more advanced skills.
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Thersiis also Q recognition in thislstrategy that not all
AFR documents are appropriata candidates for word process-
ing supporct. Emphasis on these seven critical processes
can minimize inappropriate use of the 0IS and direct its
support to the work which will provide the greatest pay-

off to the Bureau.

(1) The Wang OIS 140 Provides Several Capabilities
and Benefits to the AFR Bureau

As stated earlier in this report, the Wang system
AFR 1is acquiring represents a major improvement over
the existing system. The improvement is associated
with the power and sophistication of OIS features not
available on AFR's current equipment.

AFR will systematically harness more of the
OIS 140's potential capabilities to its work require-
ments. During the first stage of transition while
staff are becoming proficient in automated processing
skills, the following system capabilities will be most
frequently accessed for immediate assistance:

5 Ease of revision

e Large storage on-line (information on the
System Disk) and almost unlimited off-line
(information on diskettes)

5 Internal AFR communications network

. Shared access to on-line information in the
central processing unit

. Ability to protect specific sets of
information with passwords

> Storage and retrieval of prescribed formats
and ‘tables in the glossary.

All of these capabilities are associated with the sys-
tem's standard features and do not require a high
level of experience or knowledge of the system's more
advanced features.

(2) The Cornerstone of the System's Benefits is Its
Text Processing Support

An illustration of how the OIS 140 is used in
basic document preparation readily shows its poten-—
tial. The system's benefits are largely associated
with the greater efficiency in text revision of both
narrative and tabular or numeric material.

V.2




The most appropriate type of document for the OIS
has at least one of the following three
characteristics:

. More than several pages in lengk
. Subject to extensive revisions

. Standard or prescribed format (forms,
tables, and exhibits).

The document is typed into the system on the work-
station where the operator can see one full page of
text on the visual screen for ready identification of
errors. The typing of the document would be facili-
tated by several standard features, e.q.:

. Glossary to guide entry of information in
prescribed formats, such as cables or
personnel forms

. Math support package to verify arithmetic
calculations in tabular material.

The original document is stored on-line at this time
on the system disk. The operator can then request
print of a hard-copy of the original document at a
convenient daisy printer,.

This original document continues to be stored
on-line on the system disk while undergoing clearance
and revision., The document may be circulated to
reviewing offices in several ways. Alternatively to
being sent a hard copy, AFR offices connected to the
OIS can be given the document ID number (and password
if used) to call up the document:

. At a workstation for visual reading only
. At a printer to produce a hard copy.

Other AID/W reviewing offices continue to receive hard
copies, but offices with Wang equipment may be given a
diskette for entry into their system. AFR offices
would create a diskette on an archival workstation
located near their location for submission to these
other AID/W offices with compatible equipment.

The originating office retrieves the document
from on-line storage and incorporates comments into
the revised document. Only those sections of the
document being changed need to be retyped on the
system. Sections can be automatically moved or

IV-3
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reformatted as nscessary to accommodate the revisions,
e.g., new paragraph insertion and re-ordering of mater-
ial on a page. When the final copy is prepared, the

hard copy is obtained from the printer for use in photo-
ccoying duplicate copies for distribution. Depending on
the nature of the document and its potential for being
re-used as a base document to create new documents, this
final copy may be copied on diskette for off-line stor-
age and is then erased (deleted) from on-line storage on
the system disk.

Nith the preceeding overview of the Wang OIS 140's capabili-
ties and basic usage as a general orientation, the following
sections of this chapter outline initial use of its features
for each of the seven selected applications.

2t T HE CDSS REVIEW PROCESS CAN BENEFIT FROM THE LARGE ON-
LTNE JIS STORAGE CAPABILITY

The CDSS is prepared and submitted by the mission for
review and approval in AFR. Comments and recommended modi-
fications to a mission's CDSS are proposed in issues papers
and decisions are conveyed to missions in a reporting
cable. Exhibit IV-1, following this page, illustrates how
the OIS 140 system supports the CDSS process in AFR offices.

\ Each issues meeting attendee types his or her draft
issues paper on the equipment. The document ID
number is given to the desk officer for meeting
coordination. (Steps 1 and 2)

5 The desk officer creates the issues paper based on
the meeting results or other draft issues papers
(already on system) on the equipment. Desk officer
gives the document ID number to DP for review and
clearance on the workstation display or requests
print at DP location. (Steps 3 and 4).

5 The desk officer may refer to the issues paper
stored on-line as a basis for preparing the report-
ing cable which is typed on the equipment by using
the cable format glossary to guide input. (Step 5)

5 The desk officer revises the reporting cable which
is stored on the system during review and clear-
ance. (Step 6)

In addition to the OIS 140 editing and glossary support, in
the CDSS process this OIS provides on-line storage of the
complete set of CDSS issues papers for ready reference by
reviewing offices during the Bureau's analysis of the ABS
and CP.
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EXHIBIT IV-1

Country Development Strategy Statement (CDSS)
Preparation Process

bP GIVES pPC OK

DP CHECKS CDSS TO SEND CDSS TO (:) (:)
FOR PRINTING ™ priNT AtD
DISTRIBUTION

DESK RECE1VES
AND ORGANLZES
ISSUES AND

COMMENTS

KEVIEWING OFFICE
PREPRKE DRAFT
ISSUES PAPERS

MISSION SUBMITS
CDSS TO PPC

PPC SENDS
CDSS TO DP

START

DESK PREPARES AND
SENDS NOTICE OF
|— s ISSUES MEETING T
REVIEWERS .

DP COPIES CDSS
AND SENDS TO

DESK
H
< DESK OFFICER
1 SENDS NOTICE OF
w @ @ FORMAL REVIEW @
MEETINGS
DESK OFFICER
P ETERMINATIC
CDSS 1SSUES CREATES ISSUES D¥ REVIEWS AND DETERMINATIONS DESK OFFICEK
CLEARS ISSUES ON ISSUES MADE
MERTING 1S PAPER FROM MEET- PADER AT REVIEW DRAFTS REPORTING
HELD ING RESULTS DESK OFFICER MEETING CRBLE
SENDS ISSUES

PAPER TO EACH
MEETING ATTENDEE

e —

®

AFR/AA SIGNS

CABLE WHICH IS
MISSION

REVIEW MEETING
ATTENDEES
CLEAR CABLE

DESK REVISES
REPORTING
CABLE




THE ABILITY TO EASILY REVISE! BOTH T2ABULAR AND MJARRA-
TIVEMATERTAL CAN IMPROVE THE' ABS REVIEW AND DEYELOP-
MENT TASKS

A country ABS is prepared and submitted by each mis-
sion for review, approval, and incorporation into the
Bureau's regional ABS. The current ABS process uses an
automated data processing (ADP) application to produce the
ragional ABS tables and electric typewriters for document
revisions. Exhibit IV-2, following this page, illustrates
how the OIS 140 system can initially support the ABS
process.

The ABS review process can be supported in the fol-
lowing ways:

. If a country ABS requires substantial revisions,
the desk officer types and revises the edited
sections on the OIS. (Step 1)

. Reviewing offices can refer to the stored CDSS
issues papers in analyzing the country ABS. The
draft issues papers requiring extensive revision
are typed and revised on the system. (Step 2)

. AFR reviewing offices electronically forward
their issues and comments to the appropriate desk
by use of a document ID number or reguesting
print at the desk's location where the respon-
sible desk officer can organize all reviewing
offices' comments. (Step 3)

5 The distribution of the issues papers is sup-
ported by: (Step 4)

- Use of a stored distribution list to create
clearance list.

- Electronic distribution of the issues papers
to AFR offices connected to the system.

. The desk officer can refer to the ABS issues
papers stored on-line or off-line on a diskette
as a basis for drafting the reporting cable to
the mission: (Steps 5 and 6)

- The standard cable format stored in the OIS
glossary can guide cable typing.

- The draft cable c¢an be retrieved from on-
line storage for incorporation of comments
in preparation of the final cable copy.




L=AT

T

EXHIBIT IV-2

Annual Budget Submission (ABS) Preparation Process

ob Lp
ENTERS NU- RESOLVES
MERIC ABS DATA

DATA ONTO
DP SYST

CONFLICTS

Prc COriEs D OKGAN1ZLES
AND DISTRI- COUNTRY
BUTES ABS COMMITTEL
MEETING
SCHEDULE

LP PREPAIES

AND SENDS e i
MEETING HENO >

MISS1ON
SUBMI'TS ABS
O DP

O

DESK DESK REVISES
REVIEWS S AS

’ ! ABS AS
AES

NEEDED

© ® ©

COMMITTEE
MEMBERS RE-

DESK CREATES DP SCHEDULES
AN ABS ISSUES GEOGRAPIIC

COMMITTEE SRS ' VIEW AND ’ b—— —
pnl). E.R e e 1 o -4 »
. MEETING ME LRNG 2 CLEAR ISSUES WRAP-UP
IS HELD RESULTS PAPER

REVIEWING OF-
FICES PREPARE
DRAFT ISSUES
PAPERS

DESK RECEIVES
AND ORGANIZES
ISSUES AND
COMMENTS

COUNTRY

DP
UPDATES
ABS ADP
SYSTEM

@ AA/AFR @

REVIEWS
ABS

DP PREPARES
REVISIONS TO
KEGIONAL ABS

DP PREPARES
REGIONAL

PPC PREPAKES

AGENCY Ali—J—M' Enb )

@ ABS
PPC AND FM
DETERMINATIONS DP PRODUCES A REVIEW
ON ISSUES MADE PROJECT RANK- ABS
AT “WRAP-UP" ING MEMO
MEETING STATING UNRE-
SOLVED
ISSUES
DESK DRAFTS “;-‘V'“‘-'W~ DESK REVISES AFR/AA SIGNS
REPORTING MEETING REPORTING CABLE WHICH .
e —————P] arrenpEEs CABLE b IS SENT TO
CLEAR MISS10N
CABLE
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23sing cthe ravision and merging of the sections of this
docum=anc crsacsd by varlous ofrfices and by maintaining
consistent gquality appearance as the regional ABS under-
goes reviaw and revision

3 DP types, revises and prints the project ranking

memorandum on the OIS using a glossary to guide
input and revisions to standard format pages and
tables. (Step 6)

6 Using the document ID numbers for various sec-
tions of the ABS, DP can combine these documents
into the regional ABS in one of two ways:

(Step 7)

= On the system, by automatically merging the
documents together and printing the total
ABS at DP's printer

- Manually, by printing each section sepa-
rately and combining them into the total ABS
document.

. Revisions due to reviewers' comments and changes
can be made to sections of the ABS prepared on
the 0IS. (Step 8)

As AFR missions acquire Wang word processing support, the
ABS process in AFR will be further enhanced by the ability
to receive the mission ABS on diskette. These diskettes
can be entered into the OIS 140 via an archival work-
station to decrease typing time and to perform revisions
in a more timely manner. Until AFR missions have this
ability, AFR can acquire an interim capability by using an
optical character reader to transfer the mission's hard-
copy onto the OIS for future use.

4. CP PRODUCTION IS ENHANCED BY USING A GLOSSARY TO FOR-
MAT THE DOCUMENT

The CP preparation process begins in the field with
creation of documents which are incorporated into AFR's CP
Annex. The current CP process uses an ADP application to
produce the CP tables and a combination of electric type-
writers and stand-alone word processors for document revi-
sions. Exhibit IV-3, following this page, illustrates how
the OIS 140 system can initially support the CP process.
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EXHIBIT IV-3

Congressional Presentation (CP) Preparation Process

MISSION SENDS
DRAFT CP TO DP
AND DESK

LEG, PPC, AND
GC REVIEW AND
CLEAR CP ANNEX

DP ENTEKS

DESK REVIEWS
AND EDITS

h A

- ©

COUNTRY
SECTIONS

0)

DP READS
REVISIONS T0
THE CP ANNEX

A4

DP PROWUCES
CP TABLES

FROM ADP

SYSTEM

AFF OFFICES
DHRAFT REGIGUAL
HARKATIVES

®

h 4

DP SUBMITS AFR
ANNEX TO LEG

DP COMUBINES
TABLES AND
HRRRATIVES

INTO CP AHUE

AR/AFR L LLALS
REVIEWS REVISIGHS 10
CP ANNEX THE CP ANNEX
/—‘
N~

®

LEG PREPARES
AGENCY CP

. 4

—

h 4

DP COORDINATES
BRIEFING PAPERJ
FOR CONGKRES-

SIONAL HEART

AFR OFFICES
DRAFT BRIEF-
IHG PAPERS
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. The deglk Types <he country narra:ives and oroject
activicy saeecs lnto a documentc ID fOr sSubsequent
reviay ang ravislion using Dasic cteit processing
and clossary o guide standard format tvping,
(Step 1)

. AFR offices pr:paring regional narrative and
exhibits also use glossary to guide typing.
(Step 2)

. The country and regional CP drafts can be elec-
tronically sent to DP by providing DP the docu-
ment ID numbers so they can review the documents
on the workstation display or can print at a
designated location. (Step 3)

. DP can elther reguest that the original drafting
offices revise draft CP sections at their work-
station or can perform minor revisions electro-
nically on the drafts stored on-line for shared
access by all AFR offices during CP preparation
activities. (Step 4)

. DP coordinates the production of briefing papers
by having the AFR offices draft these papers on
the OIS 140 for direct electronic submission to
and review by DP. (Step 5)

These briefing papers can be organized and stored off-line
on diskettes with an on-line library index listing for
later retrieval by AFR staff for use, such as, in prepara-
tion of the Assistant Administrator's briefings before
Congressional hearings.

As AFR missions and other AID/W offices acquire Wang
word processing support, the CP process in AFR/W will be
further enhanced by:

. The ability to receive mission CP materials on
diskette
. Having CP guidance and format using glossary

established by LEG and placed on diskette for
Bureau use.

These diskettes can be entered into AFR's OIS 140 system
using an archival workstation to decrease initial document
preparation steps and to perform revisions in a more
timely manner.
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5. THE PID AND PP PROCESSES 7/
SYSTEMS REVISION ALNID SHARED

The Projecrt Identification Document (2ID) and cthe
Project Paper (PP) ara the basic decuments in =hz d2zizn
and planning of a program or proiecc. In the AFR Bureau,
the geographic desk currently has lead responsibility for
the PID review process, while rthe project officey in DR is
responsible for the PP review process. Although some PIDs
and PPs are prepared in AFR (e.g., for RA projects), the
majority of the documents are prepared in the field.
Exhibit IV-4, following this page, illustrates the docu-
ment preparation steps in the PID and PP review cycle
which can be supported by the 0IS 140.

. If the document is prepared in AFR, the PID or PP
is typed and revised on the OIS using its text
processing and editing support. (Step 1)

. If the document submitted by a mission requires
substantial revision, the lead office types and
revises the edited sections on the OIS using the
text processing and editing support. (Step 2)

. PID/PP reviewing offices prepare their draft
issues papers on the system and may send their
issues to the lead officer by hard copy or by
giving the document ID number for electronic
retrieval at either the lead officer's work-
station or printer. (Step 3)

. The lead officer prepares the PID/PP issues paper
for the first series of review meetings by incor-
porating reviewers' issues and comments into the
document using the OIS's on-line storage and
document merge features. (Step 4)

. Issue paper distribution can be enhanced into two
ways (Step 5):

- Retrieval of stored PID/PP reviewing offices
distribution lists for merge with covering
action memorandum

- Use of the system's shared access capability
to electronically distribute the issues
papers to AFR offices connected to the OIS
by giving the document ID number permitting
AFR offices to receive the issues paper at
their workstation (in visual form) or
printer (in hard copy).

Iv-11
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0 Thelil'ead lorfficers can irefier tolche BEREBDE {aans
paperistoredion=1ne orton !disketite g5 a ihasiis
for drafting the reporting cable whic
prepared using the standard cable formatc stored
in the OIS glossary. (Step 6)

3 The draft reporting cable can be distributed for
review and clearance using a stored distribution
list to address the covering action memo and can
be electronically distributed to AFR offices con-
nected to the 0IS. (Step 7)

5 The lead officer can receive AFR reviewers' com-
ments in hard copy or electronically and incor-
porate them into the final reporting cable.
(Step 8)

5 The lead officer edits and/or prepares the proj-
ect authorization memo and other documents for
the project authorization package. (Step 9)

. The project authorization package can be sub-
mitted to final clearance processing offices
(e.g., AFR/GC) in both hard copy and diskette to
facilitate final document revisions. (Step 10)

The use of the OIS's editing power and shared access
to designated documents facilitates the PID and PP pro-
duction and review process. The immediate benefits of the
system will be realized with the ease in which documents
can be stored and accessed for later editing or reuse.

6. 'PIO/T PREPARATION CAN ALSO BE IMPROVED BY THE 0IS'S
REVISION CAPABILITIES AS WELL AS BY DISKETTE EXCHANGE
WITH SER/CM

Project implementation orders for technical services
(PIO/T), the basic document for acquisition of outside
staff resources, are prepared in both the field and AFR
offices. When the PIO/T is prepared in the missions, it
is received and reviewed by the responsible lead office in
AFR which edits and/or revises the PIO/T.

Exhibit IV-5, following this page, illustrates the
preparation process of the PIO/T using the OIS 140 system.

5 If the mission-prepared PIO/T requires substan-
tial revision, the revised PIO/T and attachments
(e.g., waivers and supporting documentation) are
typed and revised on the OIS using a glossary to
quide input on standard sections. (Step 1)
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EXHIBIT IV~5
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. When the PIO/T and its atcachments are prepared
in AFR offices, thev are tvmed and revised in the
OIS system using th: 2I0/T format guides stored
in the OIS glossarv. (Sten 2)

. Staff in the originating AFR office review and
clear the draft PIO/T by use of the document ID
number to visually retrieve the draft on the
workstation screen or to receive a copy at their
printer, (Step 3)

. The lead officer revises the PIO/T and attach-
ments to include any submitted comments using the
OIS system's basic text processing functions.
(Step 4)

. The lead office can either send a hard copy to
DR/PSS or provide the document ID number to allow
DR/PSS to electronically receive the document at
their own workstation/printer. (Step 5)

. DR/PSS makes any necessary minor revisions to the
PIO/T documents at its own workstation and
returns the document to the lead officer for
extensive revisions. (Step 6)

. Upon receipt of the approved PIO/T documents,
DR/PSS sends a printed hard copy and a diskette
of the PIO/T and its attachments (particularly
the Statement of Work) to SER/CM for further pro-
cessing. (Step 7)

The PIO/T preparation process illustrates the future
potential of the 0IS for Agency-wide processing. While
AFR offices will immediately benefit from more efficient
document preparation work steps due to the system's glos-
sary, editiry, and shared access capabilities, the disk-
ette exchange with SER/CM is a first step toward more
far-reaching automation benefits. SER/CM has the oppor-
tunity to use the diskette as a basis for more efficient
processing of the next stage of contractual document pre-
paration and processing, e.g., an RFP statement of work.

7. THE CONGRESSIONAL NOTIFICATION (CN) PROCESS WILL BENE-
FIT FROM THE SYSTEM'S OFF-LINE STORAGE CAPABILITY

AFR missions initiate this process by drafting the
project amendment(s) requiring Congressional review.
Notice of these changes is sent to the desk which reviews
the amendment(s) and forwards the mission's materials to
the responsible project officer who prepares the two basic

IV-15



CH documents =-- the revised project acz17i=v sheet and the
advice of program change memorandum. Th= OIS's support
for this procass is prssented in Exhibiz IV~-5, on the fol-
lowing page.

. Deprending upon the extent of changes in the proj-

ect, the project officer either: (Step 1)

- Retrieves the original project activity
sheet prepared for the CP from off-line
storage on diskette and revises the sheet to
incorporate the changes

- Drafts a new original project activity sheet
whose typing is guided by the stored glos-
sary format for the CP project activity
sheets.

. The project officer has the option of distri-
buting hard copies of the draft CN for clearance
and/or providing the document ID number to AFR
offices on the system to electronically receive
and review the draft. (Step 2)

. The draft CN can bhe efficiently revised on the
system. (Step 3)

. DP can receive the draft electronically by use of
the document ID number, enter any necessary final
revisions to the CN and electronically circulate
it for final clearance among AFR offices on the
system again by use of the document ID number.
(Step 4)

. If any changes in the project approval package
result from the CN, the original documents pre-
pared during the PID/PP process can be retrieved
from off-line storage on diskette to assist pre-
paration of revised documents. (Step 5)

. Upon receipt of Congress's decision, the report-
ing cable can be typed by using the cable format
glossary to guide input. (Step 6)

. Cable clearance among AFR offices connected to
the OIS can be done electronically by use of the
document ID number. (Step 7)

. Final revisions to the reporting cable can be
made on the system. (Step 8)

IV-16
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A major advantage of the 0IS for the CN process stems

from the ability to access stored original documents (the
Project accivity sheet and the project approval package)
as a basis for more efficient preparation of CN paper

work. In the longer term, the system may provide even
greacter assistance since an automated monitoring system
for tracking the status of the CN process could be estab-
lished as a list processing application. Such status
information could support project implementation reporting
and provide ready response to field and other inquiries on
the status of the processing and Congressional action.

8. PROJECT STATUS REPORTING CAN BE FACILITATED BY READY
ACCESS TO PREVIOUSLY PREPARED DOCUMENTS

Both routine and special requests for project status
reports can be supported by re-use of information stored
in previously prepared documents. The feasibility of and
the contributions from this type of application are depen-
dent upon the prior existence of a well-organized and com-
prehensive project recordkeeping system.

The long-term potential for processing improvement in
this area is large. Automated project monitoring systems
providing a straightforward inventory of project status
can be developed on the 0OIS. The OIS can also serve as a
terminal for accessing automated data processing programs
for project status reporting which may be created cn the
Agency's computer in the future.

9. THESE PROPOSED APPLICATIONS INDICATE LIBRARY ORGANIZA-
TION AND INITIAL GLOSSARY REQUIREMENTS

All information processed on the OIS is organized into
libraries to ease reference and access. Booz, Allen
recommends that AFR maintain several libraries for AFR-
wide usage and assign each office a specific library for
storage of its documents.

It is also recommended that the 52 separate library
units be assigned gradually as they are needed rather than
all at once. Since AFR is acquiring the equipment in more
than one phase and since some AFR offices will need more
libraries than others, this gradual approach to library
assignment provides flexibility to organize the 0IS's
libraries with judgements based on experience.

Libraries which will store "limited official use"
documents and other sensitive information must be pro-
tected through the use of a password. The password is
used together with the document ID number to restrict
access to the document only to authorized staff.



http:could'.be

Four types of glossaries need to be =2stablished for
immediate use in the seven key AFR processes:

Cable
PIO/T

Project activity sheets for the CP and congres-
sional notifications

Selected tables in the ABS and CP.

In addition, glossaries may support the preparation of AFR
personnel, budgeting and other administrative documents.
Further investigation through testi.g is needed to estab-
lish the relative advantages and disadvantages of pro-
cessing certain forms, such as the SPAR, on the OIS rather
than on electric typewriters.
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7o JANAGZIMENT

This chapter discusses study conclusions and recom-
merdations on several related management topics including
the overall AFR manayement structure and its implications
for staff responsibilities, new operational procedures and
additional stzff training needed to incorporate the sys-
tem's capabilities into AFR office practices.

1. A NEW MANAGEMENT STRUCTURE IS NEEDED TO DIRECT AND
CONTROL OPERATION OF THE ADVANCED OFFICE AUTOMATION
SYSTEM

While the introduction of the OIS 140 into AFR offices
will not affect basic Agency processing and work flow re-
quirements, it will affect many established office rou-
tines. It is alvavs a challenging undertaking to manage
changes in the work environment. A single source of
management is needed to plan, monitor and administer the
successful integqration of the 0IS 140 into AFR offices.

In the AFR Bureau as in most organizations, a new
management structure must be established to assume these
office automation responsibilities since current job posi-
tions and descriptions do not correspond to the functions
required to manage the OIS 140. The OIS management struc-
ture is composed of the following staff roles:

. System administrator who directs and enforces
system policies and procedures to control
system~wide operations

. Assistant system administrator who supervises
daily routine system-wide operations

. Lead operators who guide daily system usage in
their offices.

Appendix B to this report inventories the large set of
responsibilities associated with each of these three staff
roles,



These systsm managemenst respensicilities should be
assigned to current AFR staif, The Agencv's funding and
staff situation ¢o not support creation of new positions
and hiring new staff to £ill these roles. Consegquently,
these responsibilitizs must be assumed as collatesral
duties by incumbent AFR starff by incorporating these n=sw
responsipilities into their position descriptions.

2. LED BY THE SYSTEM ADMINISTRATCOR, THE SYSTEM MANAGEMENT
STRUCTURE IS ORGANIZED ALONG FUNCTIONAL LINES
OPERATING WITHIN AFR'S EXISTING MANAGEMENT STRUCTURE

The functional line of supervision between the system
administrator and other system management staff does not
affect the direct supervisory line established in AFR's
organizational structure. Staff assigned to these roles
continue to report to and .to be evaluated by their current
supervisors. Performance evaluation, however, would
include assessment of system management responsibilities.

To assure that the system administrator role operates
within the recognized decision-making structure and line
of command, AFR senior management must determine the level
of policy authority the system administrator may
exercise. One approach would be to delegate operational
policy decisions to the system administrator while
retaining decisions affecting AFR staff and budget at the
AFR management level. Delegated operational policy
- decisions would include:

. Standards for documentation of applications

. Enforcement measures to maintain system integrity
and effectiveness

¢ Local office user reporting requirements to
monitor and evaluate system performance.

Decisions which should be retained by AFR management would
include:

. System management roles and staffing
. Training strategy
o Major equipment modifications.

Such clarifications in authority would permit the system
administrator to carry out major responsibility for
maintaining a smoothly operating and productive OIS system
and to assume the lead role in defining system issues and
options for AFR management's consideration and clearance.




The major responsibilitiz: uf s2ach of the AFR system

management roles are outlined in the sections which follow.

(1) The System Administri:or Has Primary
Responsibility for S ::2m=-Wide Management and
Decision-Making

The system administrazor role includes the
following types of responsibhilities:

. Supervision of system start-up
5 Provision of technical guidance
“ Coordination with SER/DM, Wang and other

offices on office automation topics

g Development and enforcement of system
operating policies and procedures

. Formulaction of issues and recommended
strategies in office automation for AFR
senior management.

Management skills are more essential than technical
expertise in performing these duties. It is
anticipated that the initial start-up phase will
demand considerable system administrator time and be
reduced as the system enters routine operations.

(2) The Assistant System Administrator Carries Out
Daily System Operations Supervision

The assistant supports the system administrator
in managing the system. Exhibit V-1, on the following
page, distinguishes between these two key roles in
several functional areas of responsibility.

The major responsibilities of this role include:

e Provides expert technical assistance on
operations on the OIS 140

g Carries out daily maintenance funtions,
i.e., brings the system up and takes it down

5 Maintains supply inventory

5 Supervises daily usage in accordance with
established procedures, i.e., system storage

. Maintains AFR performance logs for
evaluation.




EXHIBIT V-1

Major Responsibhilities of the AFR Svs-=~n xdministcrator
and Assistant System Adminic:racor

Functional Area

System Administrator

Assistant Svstem
Administrator

Technical
Expertise

Library and
Glossary
Organization

Training

Enforcement

Evaluation

Refinement

Serves as primary
resource in system
use and representa-
tive to SER/DM and
Wang

Assigns libraries
and glossaries

Establishes train-
ing strategy and
assesses results

Takes corrective
action to maintain
system integrity
by all system users

Reviews monthly
reports and coor-
dinates post-
installation evalua-
tion with SER/DM

Identifies and
assesses need for
system updates and
new acquisitions

Serves as first
source of techni-
cal application
assistance to
equipment operators

Monitors library
and glossary usage

Schedules and
monitors
training

Monitors and
reports on
infractions of
poli v and
procedlures

Prepares monthly
SER/DM reports
with data from
lead operators

Maintains records
of operational
problems and
office suggestions



Following a brief transition period into the new
responsibilities, the assistant system adminiscer':
role should require several hours a week.

Operators Serve as the Source of Operatilona
rtise For Their Offices

A lead operator should be appointed in each AFR
office to supervise the use of equipment it is
assigned. The primary role of lead operator is to:

Serve as the office's expert on system
operations

Orient office staff to appropriate use of
system capabilities

Coordinate their office's-system usage with
the system administrator

Bring system-related problems and :
initiatives to the attention of the system
administrator.

In addition, each office manager may wish to appoint a
professional staff member to bhack-up the lead operator
on recurring decisions such as work priorities and
diskette storage procedures. This role would be
similar to the system working group role currently
assigned to representatives of each AFR office.

BOOZ, ALLEN RECOMMENDS PLACEMENT OF THE SYSTEM
ADMINISTRATOR ROLE IN THE OFFICE OF PROGRAM MANAGEMENT
RESOURCES AND THE ESTABLISHMENT OF AN ADVISORY
COMMITTEE

The Office of Program Management Resources {PMR)
appears to be the best location for the system
administrator for several reasons:

PMR has an AFR-wide perspective

The types of responsibilities complement PMR's
existing service functions

PMR is in a position to coordinate the proposed
expansion of office automation in the missions
with enhancements to AFR's system.




To promote coordination, :he assistant srstem adninlz-
trator should also be located in PHR Lo narmit ths fra-
guent interaction and rcmolenenta*/ supzort n=22ded hazvzan
these two rolzs, Euperiznce in other offices suggests
that the system administzator be zzlacted form profaz-
sional staff while the azsistant syscem administrator he
selected from senior administrative or support starf

Booz, Allen recommends that AFR establish a systenm
adv1sory committee to the system administrator. The
primary purpose of this committee would be to provide
local office user input as well as supplemental technical
expertise to AFR office automation management.

Exhibit V-2, on the following page, graphically represents
the recommended AFR system management structure.

To increase the effectiveness of the system advisory
committee, it should be structured to include the
following characteristics:

. Small size for efficiency and quick response when
needed

. Representation from DR, DP and the geographic
offices

. Ability to assume special assignments when needed

to support the system administrator.

The committee membership should not be larger than three
or four. A large committee, such as has been appropriate
for the AFR working group, is not an efficient
deliberating body for providing the kind of rapid
responses and suggestions as are envisioned from this
advisory committee. Representatives from the three
functional programmatic areas in the Bureau are needed not
only to provide contact within AFR's large organizational
size but also to share programmatic insights affecting the
feasibility and benefits of alternative decisions which
will need to be made. Finally, these committee members
should be able to carry out special assignments which
equire their expertise, e.g., equipment considerations for
the proposed OCR capability.

While the recommended system advisory committee would
strengthen system management, it is imperative that its
advisory relation to the system administrator be
maintained., The system administrator must be the single
source of overall-system decision-making and enforcement,
and the committee must assist, not direct, the system
administrator as he or she carries out these
responsibilities.
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EXHIBIT V-2
Recommended AFR System Management Structure

SYSTEM
PMR SYSTEM ADVISORY

Professional ADMINISTRATOR ""\COMMITTEE

Position
| —

PMR ASSISTANT
Support SYSTEM
Position ADMINISTRATOR

One Support LEAD

Position in _ OPERATORS
Each AFR Office*

* The total number of lead operators equals the
total number of AFR office-level organizational
units. Since there are currently a total of ten
AFR offices, this would result in ten lead
operators which could be reduced to nine if the
assistant system administrator can serve as PMR's
lead operator.



AN OPERATICHAL PRCCEDURIS FANDBOOX .JCJLD A

LD ASSIST ATERE
MANAGERS AND STAFF IN INTIGRATING T2 STaT=1 -0
CURRENT QFFIC: ROUTINES
In additisn %2 requiring 2 new systam managemeac

structure, the introduction of an office automa-ion 3y3tam
also requires tae development of new operational proce-
dures to assure 2ffective use of the system and to mini-
mize potential problems. These new procedures need to be
organized into an AFR-specific operational procedures
handbook which is desseminated to all AFR managers and
staff. Such a reference document provides a basic set of
controls which should reduce staff frustration during
start-up and avoid some risks which can seriously disrupt
office operations and productivity,

(1) Operational Procedures Need To Be Specified As
AFR-Wide Guidance On A Large Number of Topics

AFR staff will need a wide range of information
on how the system is organized and its capabilities,
when it should be used, who should operate it and how
it should be operated. The procedural topics include
the following information:

. Overview of AFR system concept and operation
. Location of equipment

. Scheduled hours of operation

. Names and overview of system management and

operations staff

- System administrator
- Assistant system administrator
- Lead operators

- Other trained operators
. Overview of equipment capabilities
. Use of document ID numbers
. Content of the available glossaries
. Standard revision marks
. Establishment of document priorities
. Library availability
. Library maintenance
. Guidance for filing documents to diskette
V-8
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. zack-up policy {(ccpving to disxette)

. System security

. Care of diskattes

. Glossary origination

. Circulation of system update information

. Circulation of SER/DM system bulletins

. Supply acquisition

. Technical support acquisition

. Maintenance support acquisition

. Scheduling on-going training

. Recording equipment utilization statistics.

Appendix C to this report provides definitions of each
of these needed procedures as well as specific
recommended procedures for AFR usage where appropriate.

(2) Experience in Other Offices Indicates Areas Where
Operational Proolems Are iMost Likely to Appear

AFR can benefit from the lessons learned by other
organizations during system start-up and ongoing
operations. Recurring procedural problem areas are
identified below:

. Failure to label material with reference
document ID numbers

. Inadequate verification of original input
data for reports

. Leaving material on-line with no back-up
copy of diskette

. Competing work priorities for system use.

The establishment and enforcement of system procedures
will address the serious consequences which could
result from improper system usage.



Some examples help to illustrate tane importance
of procedures. At inccnvenient times, the system will
go down, 2nd some woirk Wwill be lost., 3ack-up
proceadures and cransfer of important Iaformation to
diskzttes will =22ze th's problam. Ther=2 will 21so o2
times when staff will compete for limited time on the
equipment, and some work will be Jelayed. Clear work
priority guidelines and professional staff discipline
in sched- uling can manage thi- problem. Finally,
there will also be instances when staff will not
clearly lapel a3 document with its reference ID number,
and the work must be redone since it cannot be
retrieved from the system. This problem can be
largely prevented by maintenance of good document
identification logs and staff support of this process.

(3) Developed by the System Administrator, the
Procedural Operations Handbook Can Become A
Valuable Training Tool

System procedures should be drafted by the System
Administrator and reviewed and formally approved by
AfR senior management. The procedures manual can then
be prepared for distribution to AFR staff.

With some additions, this manual can be further
expanded into a training tool for staff directly
operating the equipment. Appendix D discusses the
relation between these two manuals. The additional
sections would provide application- and feature-
specific guidance for staff to follow as they indepen-
dently acquire skills or for staff to use as they
provide instruction to others on AFR usage of the Wang
OIS 140.

5. VENDOR-PROVIDED TRAINING MUST BE SUPPLEMENTED BY
IN-HOUSE TRAINING TAILORED TO THE AFR SYSTEM DESIGN

The development of a training strategy will be one of
the system administrator's and the system advisory com-
mittee's first priorities. Such a strategy establishes
the guideposts for selecting appropriate training re-
sources from among several options.

AID's contract with Wang provides for several training
courses available to AFR as part of the system acquisition:

. System administrator
. Basic skill
. Advanced concept.

v-10



Cn the basis of reports that Wang-provided training has
not been sufficient in the past, SER/DY is in the nrocass
of ceveloping and specifying needed additional training.

Cne of the major reasons why AID offices have not been
satisfied with the Wang introductorv training is that it
concentrates on equipment-specific operations. Some
translation of these skills to the AFR work environment is
needed to provide a context which gives meaning to equip-
ment features and functions. Booz, Allen recommends an
applications-specifin training approach which has been
effective in other organizations. In this approach,
operators learn how to complete a work process using auto-
mated support. Rather than emphasizing equipment opera-
tions, this approach emphasizes office-specific work rout-
ines. Equipment features, e.g., math and glossary, are
not learned in isolation but as parts of the process of
preparing a major series of exhibits in a recurring
report. Such a learning approach permits the transfer of
already acquired skills to additional work processes and
directly harnesses the system's capabilities to improving
important work documents and flows.

SER/DM has accepted these recommendations and is in
the process of establishing at least two kinds of training
courses:

. Applications-specific training for operators on
the 0IS 140
. Office automation and specific 0IS 140 orienta-

tion for AID managers and professional staff.

At the time of this writing, it is not clear when such
training courses may be available to AFR, and there is a
real possibility that they may not be offerred in time for
AFR's equipment delivery schedule.

AFR must consider several alternatives then in devel-
oping its training strategy which are dependent upon the
results and timing of SER/DM's initiatives:

. AFR may be able to use Agency-provided application-
specific trining if it is available during AFR
implementation.

. AFR may have in-house resources if any AFR staff

with training skills can be identified.

. AFR may need to request contractor resources to
develop and provide needed additional training.
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VI. IMPLEMENTATION PLAN

AFR's implementation effort will face the challenges
resulcing from two waves of equipment installation. Con-
sequently, many of the initial implementaton tasks must be
repedated and reviewed for possible modification as the
second wvave of equipment is installed. Exhibit VI-1, on
the following page, provides an overview of the sequence
of implementation activities in AFR.

This chapter provides a detailed plan which AFR
management can follow in their initial transition to the
use of the Wang OIS 140, Chapter VII discusses issues and
options for system expansion which may be considered by
AFR management after both implementation phases for the
total OIS 140 configuration are completed.

Booz, Allen has identified eight key tasks in the
implementation of AFR's office automation system. These
tasks are outlined in Exhibit VI-2, following Exhi-
bit VI-l, and are discussed in the sections which follow.

TASK 1 STAFFING

The objective of this task is to properly define and
assign the responsibilities of the staff who will manage
and coordinate the Wang OIS 140 system.

(1) Major Activity

AFR management must approve a system management
structure as a foundation for subsequent staffing
activities., The roles and responsibilities of the
system administrator, assistant system administrator
and lead operators should be specified and included as
updates to formal staff positions. Finally, appro-
priate staff should be designated for the system
management roles.

(2) Lead Responsibility

The system administrator and assistant system
administrator roles should be reviewed and approved by
AFR management which also approves staff selections
for these roles. Lead operators and operators should
be appointed by each office director.
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EXHIBIT VI-2

AFR SYSTEM IMPLEMENTATION PLAN

TASK LEAD RESPONSIBILITY
1. Staffing

. Define system administrator role BAH Design Study
objectives

. Outline system administrator role AFR Management
responsibilities

. Write formal system administrator role AFR Management
description

. Define lead operator role objectives BAH Design Study

. Outline lead operator role BAH Design Study
responsibilities

. Write formal lead operator role AFR Management
description

. Determine staffing AFR Management

- system administrator and assistant
- lead operators
- other operators

2. Total Configuration Planning

. Evaluate system configquration AFR Management and SER/DM
recommendations

. Order additional equipment SER/DM and System Administrator

. Recommend office locations for BAH Design Study

Wand equipment
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EXHIBIT VI-2 (Continued)

AFR SYSTEM IMPLEMENTATION PLAN

TASK

3. Physical Site Preparation

Approve or modify the recommendations
for office location

Determine site preparation required
Procure services to perform the site
modifications

Monitor site modifications

4. Policies and Procedures

Define initial policy and procedures
required

Outline technical issues for procedures
Draft initial procedures

Review, approve or suggest modifications
to procedures

Revise initial procedures

Reproduce, distribute, and implement
procedures

Identify revisions and update procedures
Monitor and update procedures

5. Equipment Installation

Plan Wang equipment and furniture set-up
Schedule equipment start-up
Monitor start-up

LEAD RESPONSIBILITY

System Administrator and

AFR Management

SER/DM and System Administrator
SER/DM and SER/MO

System Administrator

BAH Design Study

BAH Design Study
System Administrator
AFR Management

System Administrator
System Administrator

and Lead Operators
System Administrator
System Administrator

System Administrator
System Administrator and SER/DM
System Administrator and SER/DM
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EXHIBIT VI-2 (Continued)

AFR SYSTEM IMPLEMENTATION PLAN

TASK

Training

Identify initial training needs

Recommend AFR-wide training strategy
outline

Develop training strategy

Implement AFR-wide training program
Provide office-specific training
Identify on-going training needs
Schedule on-going training

Library and Glossary Management

Identify initial set-up of libraries
Approve and coordinate initial set-up of
libraries

Implement and update AFR wide libraries
Identify initial set-up of glossaries
Approve and coordinate set-up of
glossaries

Implement and update AFR-wide glossaries
Implement and update office specific
dlossaries

Evaluation

Provide evaluation guidelines
Specify AFR evaluation policy
Collect data and submit reports
Coordinate evaluation efforts
Use results to modify system
(1f necessary)

LEAD RESPONSIBILITY

BAH Design Study
BAH Design Study

System Administrator and SER/DM
System Administrator

Lead Operators

System Administrator

System Administrator

BAH Design Study
System Administrator

System Administrator
BAH Design Study
System Administrator

System Administrator
Lead Operators

SER/DM

System Administrator

System Administrator

SER/DM and System Administrator
AFR Management
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The objective of this task is to determine the total
aquipment configuracion and initiate activities to
acquire, install and operate the additional equipment.

(1) Major Activity

There are four major activities:

5 Approve a final total equipment confiqura-
tion for acquisition

o Schedule return of existing equipment

5 Approve office locations for total equipment
configuration

. Establish office locations for the first

wave of equipment.

(2) Lead Responsibility

Upon approval of the configuration by AFR manage-
ment, the system administrator is responsible for
coordinating with SER/DM the work that must be under-
taken to order and acquire the total configquration.

TASK 3 PHYSICAL SITE PREPARATION

The objective of this task is to prepare the sites
identified by AFR management for the installation and
operation of the OIS 140 system.

This task will occur in two phases corresponding to
the receipt of the two waves of the equipment. In both
cases, the major activity and lead responsibility remain
the same.

(1) Major Activity

There are two major activities which must be com-
pleted in this task:

. Confirming the locations for the OIS equip-
ment and furniture
. Laying the cables and attaching the connec-
tors to link the workstations and printers
to the CPU.
VI-6




In order to carry-out the activities, the following
items need to be determined:

. Space available for the furniture and

aquipment
. Amount of light available
. Noise level of the printers
. Temperature and humidity levels (especially

for the CPU)

. Cabling distances between CPU and worksta-
tions and printers within hardware
specifications.

Wang provides a site preparation manual during its
pre-installation visit which is helpful in addressing
these and other installation considerations.

It is important that the site modifications be
monitored by AFR staff to ensure that the following
activities are addressed:

. Cables s!tould be labeled on the ends enter-
ing the CPU room to indicate from which room
they originate.

. Openings in the walls where the cables enter
the room should be insultated (e.g., with a
rubber socket) to prevent damage to the
cables,

. Exposed cables in each location should be
reviewed for correct length considering the
planned furniture placement.

(2) Lead Responsibilitv

The system administrator determines the exact
room locations for both waves of equipment and related
furniture, with guidance from SER/DM and AFR manage-
ment approval.

The requirements and responsibility for laying
the cables, attaching the connectors to the cables,
and any electrical modifications are SER/DM's and
SER/MO's.

VI-7
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These offices will negotiace andé secure the sar-
vices necessary to ancdrzess these requirements. How-
aver, 1t 1s tne svsten adminisctracor's responsibilicy
to supervise the sit: modification work within the
Rureal for proper conrliance with the Rureau's needs,

TASX 4 POLICY AND PRCCEDURES

The objective of this task is two-fold.

. Establish uniform AFR policies and standards
on system usagde and integration into AFR
operations. These policies are the founda-
tion for all office automation functions and
provide AFR management with a mechanism to
guide and monitor office automation manage-
ment and operational activities.

. Establish a procedures handbook which will
provide guidance to both the operacors of
the equipment and the staff generating docu-
ments as to the basic process by which a
document is produced, revised and stored on
the system.

These policies and procedures are vital to the smooth
day-to-day operations of AFR's OIS system.

(1) Major Activity

In establishing policies and standards it is
important to develop uniform regulations which can be
utilized and followed by all AFR staff. AFR manage-
ment must decide upon the role it wishes to play in
maintaining control and tracking system operations.
For example, AFR management might delegate operational
(day to day) policy making to the system administra-
tor, while retaining control over all decisions which
affect personnel, budget or equipment.

The procedures handbook established by the AFR
Bureau must accomplish the following:

. Orient the professional staff as managers
and system users

. Provide operational guidance on effective
system and equipment usage for operators.

Appendix C provides an outlinz of the major procedures
that must be developed in the AFR Bureau.
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(2) Lead Resncasinilicv

The svscam 2a7dninistrator is res
establishing uniform policies and st
book approvzd vy LITR managenent.,

ponsible for
andards in a hand-

Once the documents are written and approved, they
should be distributed by the system management staff
to all AFR staff, both support and professional. As
changes are made to the documents, the system admin-
istrator is responsible for updating the documents.

TASK 5 EQUIPMENT INSTALLATION

The objective of this task is to install the equipment
in as efficient a manner as possible so that operations
can begin as rapidly as possible.

This task will also occur in two phases corresponding
to the receipt of the two waves of equipment. In both
cases, the major activity and lead responsibility remain
the same.

(1) Major Activity

The focus here is to ensure that the following
tasks occur at the same time.

. Completion of all site modifications

. Delivery of equipment and furniture

. Delivery of supplies (iibbons, print wheels,
etc.)

. Beginning of operator training.

In each of the equipment waves, the Wang equip-
ment and related furniture should arrive simul-
taneously. Upon its arrival in AFR, Wang and SER/DM
should be notified of its arrival so that the on-site
installation process may begin.

(2) Lead Responsibility

It is the responsibility of the AFR system admin-
istrator to coordinate the four prime equipment
installation activities with AFR management, SER/DM
and Wang.

VI-9
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TASK 60 TRATNING

The objsctive o this cask 1s to provide the training
required to effectively use the Wang 0IS 140 system. As
discussed in Chapter V, a successful training program is

2

crucial to office automation success. The initial train-
ing prodram must address the production of key AFR docu-
ments as well as the basic and advanced operation of the
system. By tailoring the training program to satisfy key
document production as well as advanced office automation
functions AFR can begin to form a core resource of in-
house Wang expertise rfor new Wang users and applications.

This task will occur in two phases corresponding to
the receipt of the two waves of equipment. The basic
craining strategv will be developed in preparation for the
Llrst equipment wave and may be modified by experience to
guide subsequent training.

(1) Major Activity

The focus in this task is in the completion of
four activities:

. Development of a training strategy

; Identification of AFR trainees

: Scheduling pf training with vendor

. Planning for provision of additional, AFR-

specific training, probably through use of
resources outside AFR.

An AFR training strategy should be established to
direct the formulation of the training program. This
strategy should cover such areas as:

. Who should receive training, e.g., managers,
users, operators

. What should be included in each group's
training

. What specific equipment training is

required, e.g., text processing, glossary,
list processing

. Type of outside supplemental training, e.q.,
Wang, M/PM/TD.

VI-10




Appendix D to E2is report presents an outline of
a Wang OIS training maaual to guide training planning
and stratagy developm=znc,
(120 liead Responsibiliktw

The system administrator and the advisory ccm-
mittee have the lead responsibility in formulating and
implementing the AFR training program. AFR management
is responsible for approving a training strategy
developed by the system administrator to guide the
Bureau's training activities.

TASK 7 LIBRARY AND GLOSSARY MANAGEMENT

The objective of this task is to organize the system
to support the document preparation functions. The ini-
tial, internal set-up of the Wang system requires the
assignment of libraries and creation of glossaries.

(1) Major Activity

Libraries need to be assigned to each AFR
office. As recommended in this report, each office
should be assigned one library during start-up and
additional libraries should be assigned later on the
basis of system utilization information.

AFR requires four types of glossaries to support
the seven key processes -- cable, PIO/T, CP project
activity sheet and selected CP and ABS tables. These
glossaries must be designed and programmed as soon as
possible following equipment start-up.

(2) Lead Responsibility

The system administrator reviews and coordinates
all glossary applications and library assignments. A
copy of all glossary applications must be forwarded to
SER/DM.

TASK 8 EVALUATION

Although AFR equipment will be arriving in two waves,
a single evaluation should be conducted after a suitable
period of full operation has passed (e.g., a year after
system start-up). This will allow the evalution findings
to be accurately compared to the requirements and design
studies.

VI-11
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The objective of this task is to prepare AFR to par-
: ticipate in posc-implementation evaluation of the equip-
‘ ment wich SER/DM. This evaluation is to compare projectea
productivity to the actual productivity achieved and to
identify needed system rzfinements and possible corrective
actions,

The primary indicators, e.g., pages produced and the
hours used, are selected bv SER/DM to meet National
Archive Records Service (NARS) requirements for office
automation productivity and utilization. The following
description of an approach for system evaluation is con-
sistent with SER/DM gquidelines. AFR can expand the types
of indicators and guidelines specified by SER/DM to sat-
isfy any AFR:-wide monitoring requirements developed by the
Bureau.

(1) Major Activity

To perform the evaluation, the methodoloqy ori-
ginally used to justify the system should be
repeated. This involves ongoing collection of
equipment utilization and work load information.

The information from the weekly logs of each
workstation are the foundation of this evaluation.
When the logs are submitted to the assistant system
administrator each week, he or she calculates the
original pages per day, the revised pages per day, and
the hours of use per day averages for the total
equipment configuration. This is done by:

c Adding the total number of original pages,
revised pages, and hours used for each
workstation

. Combining the workstation totals

5 Divide each total by the number of days in

the week to get the daily system averages of
original pages, revised pages, and hours used

. Divide these averages by the number of work-
stations to get the daily workstation aver-
ages of hours used, original pages and
revised pages.

A monthly report summarizing these weekly fiqures
should be sent to SER/DM.




During the evaluation, the hours used, oriainal
pages, and revised pages per dav averagas ar2 compared
to the following criteria to determine i1f the syscen
is meeting the projected productivity:

. 5 hours per dav of utilization
. 17 original pages per day
. 44 revised pages per day.

The work load information in SER/DM's Require-
ments Study is compared to the current totals of ori-
ginal and revised pages produced on the system. Ques-
tionnaires or interviews could he used to indicate
achieved improvements, for example:

. Reduced typing time

. Increased support time to do work delegated
from the professional staff

. Increased satisfaction with the level of
secretarial support provided.

This information from the evalution can be used
to point to areas to investigate for system refine-
ments if expected productivity has not been satis-
factorily met or confirm that actual productivity
improvements have been achieved and provide a basis
for system expansion if needed.

The timing associated with performing the evalua-
tion is an important factor contributing to valia
results. If the evaluation is performed too soon
after implementation, meaningful results are not
achieved because of inadequate break-in time.

Although the evaluation could take place six months
after implementation, Booz, Allen recommends that AFR
wait one year to allow the work environment conditions
to stabilize.

(2) Lead Responsibility

The system evaluation task is an ongoing activity
performed by all users and operators:

. System administrator specifies specific pro-
cedural policy in coordination with SER/DM

. Ongoing data collection of actual produc-

tivity is done by the lead and other
operators

VI-13
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. Users assist with observations and recommen-
dations for improvement.

SER/DM has the lead responsibility to ensure that sys-
tem evaluation guidelines are current and met by AFR.

* * * * *

The AFR Bureau will face several challenges as a
result of the planned two phased implementation of an
OIS 140 advanced office automation system, including:

. Repetition of many tasks

. High level of system management staff time

. Competition for access to first wave of equipment
. Longer transition time to realize implications

and plan needed system refinements,

Because of AFR's implementation process, it is important
that AFR management realize that the implementation pro-
cess begins as soon as the design study is accepted and a
system administrator appointed. It does not begin when
the equipment arrives. A tremendous amount of work can be
done, and in fact has to be done, prior to the arrival of
the first wave of equipment. Exhibit VI-1 graphically
illustrates and this chapter has explained in detail the
major activities that must be accomplished to provide a
foundation for smooth system operation.

Although the implementation of the second wave of
equipment does not require all of the same work that the
initial wave does, it presents other challenges that must
be met by the system administrator and AFR staff. The
system administrator must evaluate, assess and modify
where appropriate each of the steps and decisions made
during the implementation of the first equipment wave.
AFR has the opportunity to incorporate lessons learned
from the smaller system's operations into the process of
successfully managing the full system.
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VII., PLANNING ©°7 THI FUTURE

As the AFR Bureau gains word processing experience on
the OIS 140 system, AFR can begin to formulate a strategvy
for expanding the system's capaoilities to include needed
advanced features and functions. The Booz, Allen study
team has repeatedly observed that AFR staff are eager to
take full advantage of the capabilities of the OIS 140 as
well as possible linkages to the Agency's data processing
systems.

The sections which follow present conclusions and

o lcng-taer

-
[
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rec-mmendations for planning near- ng rm OIS 140
system enhancements including:
. Usage of advanced 0IS 140 features
. Acquisition of Optical Character Recognition
(OCR) capability
. Establishment of telecommunications linkages.

These recommendations provide AFR a starting pocint for
developing an advanced office automation strateqgy.

1. MANAGEMENT INFORMATION AND PROGRAM MONITORI!G TOOLS
CAN BE DEVELOPED ON THE VANG OIS 140 WITHOUT DATA PRO-
CESSING INTERVENTION

List processing, an advanced OIS capability, can pro-
vide AFR management some ability to set up files to track
and monitor internal administrative tasks, such as:

. Travel budgets
. Personnel career or foreign service tracking
. Staffing training plans.

This advanced feature is specially designed by Wang to
help users create and maintain data files and selectively
retrieve data from these files without the complexity of
traditional business programming.

List processing combined with standard Wang word pro-
cessing capabilities provides AFR users a powerful auto-
mation tool. These capabilities used jointly give AFR
users the ability to create report listings, repetitive
memoranda, and high volume correspondence.
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In addition to supporcting administrazive tasks, list
Jrocassing can support some Pprogram managament acktlivities
as:

. Inventory of active prcjzctis

. Status of AFR research budget

. Tracking of PIO/T and Congressional Notification

status.

These automated files can provide senior AFR manaccment
with increased flexibility and data access for management
reporting and control.

2. OPTICAL CHARACTER RECOGNITION (OCR) CAN BE AN INTERIM
STEP TOWARDS ELECTRONIC SUBMISSION OF FIELD MISSION
DOCUMENTS

As a potential Agency prototype for OCR operation and
utilization, AFR's advanced office automation system can
become capable of electronically reading mission docu-
ments, prepared on OCR-font capable typewriters. OCR
usage should be considered an interim AFR document prepa-
ration solution while field missions are planning and
acquiring office automation equipment which will permit
diskette exchange.

Wang offers an OCR option which uses the fi3llowing
hardware and software:

. An OCR scanner to read text which is purchased
separately from an OCR equipment vendor

. A Model OCR-1 interface--a "black box" translator
used to convert the OCR-generated electronic
characters into Wang-compatible characters

. One or more optimal modems to transmit informa-
tion either over phone lines or directly into the
OIS 140 system

. An available port on the OIS 140 master console
in the central processing unit (CPU)

. OCR software is included in the Wang telecommuni-
cation software package.

Additionally, use of an OCR requires specific document
preparation procedures enabling the OCR scanner to read
documents with ease and accuracy. Depending upon the
equipment vendor, they can include the following
requirements:
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. OCR font usage

. Minimum oZ one-haif inch nazgins on all sides of
the pager

. Non-rag bond paper

. Typewriter impression 3 or thickness A
. Single-use carbon ribbon

. Double space format recommended

. No strikeovers

. No correctional fluid

. No special typing training.

The OCR can also serve as another form of electronic
input into the OIS 140 system by AID/W offices. To
achieve greater use of AFR workstations, users can create
lengthy documents on electric typewriters with an OCR font
and without special training or rekeying. These documents
can then be electronically read onto the OIS 140 system
disk by an OCR scanner for subsequent reviews and revi-
sions. This input method frees workstations for other
uses such as heavy revision typing, additional user train-
ing, and other Wang functional usage.

3. THE ESTABLISHMENT OF LINKAGES TO OTHER SYSTEMS AND THE
MAINFRAME COMPUTER IS CONTINGENT UPON AGENCY POLICY

AFR has significant and generally positive experience
in the use and operation of data processing appreciations,
as in the ABS, CP, and OYB systems. The Booz, Allen team
has repeatedly observed that the AFR staff are eager to
take full advantage of the existing data processing cap-
abilities represented by the Agency's mainframe computer.
Three potential opportunities for OIS 140 linkages exist
in the AFR Bureau:

. Linkages to other AID/W word processing systems
to supplement current manual document and
information transmission

. Linkages of the OIS 140 to the Agency's mainframe
computer for data entry, manipulation, storage
and retrieval

VII-3



Linkages to other federal and commercial Zata
bases.,

While the establishment of these linkages is technically

feasibple,

the type and extent of these linkages ar=2 con-

tingent upon Agency policy. SER/DM has initi-ted inves-
tigation of several issues which will shape tie Agency's
policy in this area, including:

Software requirements

Telecommunications and network objectives and
specifications

Relative costs of linkage design and
implementation

Data privacy and security of other federal and
commercial data bases

Benefits to be realized.

AFR can undertake the following tasks to position itself
for anticipated future telecommunications linkages:

Become proficient in Wang OIS 140 word processing
operations

Define specific objectives and uses of telecom-
munications linkages.

Working closely with SER/DM, AFR can effectively plan and
define its telecommunications data needs and requirements
for incorporation into the agency-wide telecommunications
policy issue.
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APPENDIX A

OIS SYSTEM DEFINITIONS



QIS SYSTEM DEFINITZCMNS

Archival A workstatio:n equipped with an

Workstation attachment tc create a diskettes
for off-line storzage of documents
processed on the OIS and for re-
entry of information stored on
diskettes into the OIS system disk
for further processing.

Configuration The sum of the various components
that make up a word processing
system. Most systems include a
keyboard, a CPU, a form of mag-
netic storage (such as diskettes),
a printer and a video display
device,

CPU Central Processing Unit -- the
power base for the entire OIS con-
figuration -- the CPU serves as
the processing source for all
equipment (peripherals) attached
to it. A total of 32 pieces of
equipment may be connected to the

CPU.

Disk A high-capacity magnetic storage
medium.

Diskette A magnetic coated disk, similar to

a record, on which information is
stored off-line.

Document ID The identifier consisting of four
digits and an alphabetic charac-
ter, assigned by the system to a
document when it is created. It
must be used to access the docu-
ment for any subsequent system
operation (edit, print, archive,
etc.).

Document Merge Provides an operator with the
ability to merge two separate
documents into a new third docu-
ment with its own unique document
ID number.

A-1



Floppy Diskette

Font

Glossaries

Libraries

List Processing

An elacz:zonlc impact printer which
produces aigh quality documents on
any type of paper at an average
race ot 40 characters per second
(CP5). It utilizes interchange-
able printwheels to produce a
variety of type styles and sizes.

O

See Diskette.

The device which actually contains
the characters, e.g., the IBM golf
ball element and the daisy wheel.

Special instructions prepared by
an operator which contain fre-
quently used commands, phrases,
paragraphs or formats for routine
document preparation. By giving
the system a glossary command,
these stored instructions can be
attached to a document currently
created or edited with minimal
keystrokes.

Documents are catalogued into spe-
cific storage areas on the system
disk called libraries. When using
a document on the system, it must
first be retrieved from the
library to which it was assigned
from on-line storage. After use,
the system automatically returns
the document to the library unless
it is otherwise instructed by the
operator, (e.g., to delete the
document) .

An advanced word processing fea-
ture which permits the user to
create files of similar informa-
tion for data manipulation and
management, e.g., administrative
recordkeeping, individual staff
schedules, supplies and personnel
records. The stored information
can be printed in user specified
options, e.g., sorted in ascending
or decending order, alphabetically
or numerically.




Mach

Modem

OCR

OIS 140

Password

Peripherals

Thefmachipackage o i Sicaliculacor
allows the operacor) :o perform the
b alsnicEARTh o o R NS B ER o (e
subtract, multipls/, 1de, com-—
pUuter poWersiandi roers ©Of nlim-
ters. The svstem acs JE CO ﬁp
displays each subtotal on the

workstation screen. :l1 computa-

tions performed on th2 calculator

can be printed out in 1ard copy or
stored for later refer=ance.

A device used to link two com-
ponents by telephone llne
interconnection.

Optical Character Recognition -- a
method of converting typewritten
material into an acceptable com-
puter input medium. Data is typed
on a selectable tyvpeface type-
writer, converted hy OCR, and
entered directly into the OIS sys-
tem for later editing or printout.

Office Information System 140
(Model I) -- is an advanced
shared-logic word processing sys-
tem consisting of a CPU and a
variety of workstations, printers
and other attachments. It allows
for the creation, editing and
transmission of a document as well
as a host of other document speci-
fic functions, e.g., paragraph
numbering math support and
pagination.

A unique word or string of charac-
ters that a word processing
operator must supply to meet
security requirements before gain-
ing access to a document.

Devices, such as printers and
workstations, which are inter-
connected to the CPU.




Shared Access

Shared-Lcgic
Word Processing
System

Stand-alone
Workstation

Twin-Sheet Feeder

Workstation

The “2ature which permics use of a
docum=:nt created at various loca-
tionz on the 0IS.

A mulciple workstaticn syzcam
each workstation shares the wo
processing capabhilities, stora
and peripherals of a CPU.

ge

A single-station word processor
which does not share the proces-
sing power of a CPU,

An optional attachment to the
daisy printer, which is mounted on
the printer's top and automati-
cally inserts sheets of paper into
the printer and receives the fin-
ished copy in a special hopper.
The twin-sheet feeder allows for
the feeding of letterheads and
second sheets automatically.

A component of the system consist-
ing of a CRT (Cathode-Ray-Tube)
and keyboard at which an operator
keys in and edits a document. The
workstation works in conjunction
with the CPU and printer.
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tories' Service Representative.

. Wang Office Information System 140 Data Sheet
700-484-0C 11-80-10M

. Wang List Processing Application Sheet
700-6107B 6-81-10M

. Wang Advanced Functions Application Sheet
700-6557 6-81-10M

. Wang Document Summary Collection Application Sheet
700-6118A 11-80-15M4

. Wang Operator Guide
Version QH October 1980
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SYSTEM ADMINISTRATOR

The principal responsibilities of the system admini-
strator are to:

. Identify, develop and distribute operational pro-
cedures under the technical guidance of SER/DM

. Revise (as necessary) the operational procedures

. Define and revise (as necessary) the system
back-up policy

. Develop training strategy

. Monitor and assess training

. Determine and revise assignment of libraries

. Review glossaries for consistency with AID
regulations

. Establish passwords

. Receive SER/DM bulletins

. Send copies of PPC-developed glossaries to SER/DM

. Participate in a group composed of office automa-

tion users, sponsored by SER/DM, to identify
operational problems and solutions

. Distribute technical and procedural information
throughout PPC

. Maintain knowledge of system operations and docu-
ment applications

. Serve as the primary in-house expert on the use
of the system

. Provide guidance to other PPC staff members on
technical and procedural issues

. Place call to Wang for technical support if
necessary
. Maintain inventory of installed equipment



Critigue new features and equipment as they be-
come available

Serve as adviscr on eguipment configuration
modifications

Help justify equipment changes

Maintain equipment utilization statistics as
required by SER/DM (e.g., operation logs that
identify amount of time equipment is in use and
the amount of output produced)

Participate with SER/DM in operational reviews
and post-implementation evaluations, as
appropriate

Advise PPC senior management of the status of

office automation operations and the need for any

corrective action.



ASSISTANT SY3TEM ADMINISTRATCR

The assistant svs

to the system administ
responsibilities:

em administrator serves as a back-up
rator with emphasis on the following

. Maintain knowledge of system operations and docu-
ment applications

. Serve as an in-house expert on the equipment
operations of the system

. Provide guidance to equipment operators on
tachnical and procedural issues.

In adddition, the principal responsibilities of the as-
sistant system administrator are to:

. Schedule training and provide staff orientation

. Create and update the library assignments on the
volummes of the disk

. Monitor the space utilization of the disks

. Notify operators to remove documents if space
utilization is to high

. Bring system up and take it down daily

. Serve as advisor when equipment malfunctions

. Place service calls as necessary

. Maintain records of equipment problems, amount of

downtime, responsiveness of service calls, and
Wang service receipts

. Maintain equipment utilization statistics as
required by SER/DM

. Maintain adequate levels of expendable supplies

. Order supplies as necessary

. Determine workstations not "in use" on request.
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LEAD OPERATOR

In eacnh office-lev2l organizational unit, one person
snould be designated tne lzad operator. The objectives of
tnis role are:

. Serve as the local expert on office-specific
system applications and procedures

. Provide a central point of ccordination within
each office.

The person also works closely with the system
administrator and the assistant system administration.

The principal responsibilities of the lead operator
are to:

. Provide ,ystem orientation to office staff

. Recommend revisions to existing operational pro-
cedures to the assistant system administrator

. Check supply levels at work area

. Notify the assistant system administrator of sup-
plies needed

. Determine equipment malfunctions

. Contact assistant system administrator to secure
service

. Maintain knowledge of document applications and

system operations
. Test new equipment

. Monitor the recording of system utilization sta-
tistics for the workstation

. Submit utilization statistics required by SER/DM
to the assistant system administrator.
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PROCEDURES

The following sections provide definition and some
discussion of major operating procedures which need to be
developed for the Wang OIS 140. This information may be
used as the foundation for development of an OIS policy
and procedure manual.

(1) Location of Equipment

This is a listing of each location, the equipment
installed, and the system (port) number for each work-
station and printer. The numbers for the printers are
especially important because an operator can use them
to direct to printing a document at another location
if desired.

(2) Scheduled Hours of Operation

The assistant system administrator routinely
brings the system up and takes it down at specific
times each day. The hours the system is available for
use should be specified.

(3) Names and Overview of System Management and
Operations Staff

This is a listing of staff in key OIS roles and
an overview of the responsibilities of each role:

. System administrator

. Assistant system administrator
. Lead operators

. Other trained operators

This information establishes whom to contact for
specific questions, comments, or tasks.

(4) Overview of Equipment Capabilities

This is a listing of the key features and func-
tions the equipment provides to help the staff under-
stand what can be done. Examples of key capabilities

include:
. Largely on~line disk storage
. Ability to create a back-up (duplicate) copy

of a document on diskette



. txpandable off-line storage
. Powerful editing

. Easy recall of z:ored repetitive text, for-
mats, and instructions through glossaries

. Protection of documents from unauthorized
access via assignment of passwords

. Shared access to designated documents

. Mathematic functions

. Hard copy printing

. Automatic paper feeding

. Creation, maintenance, and output of simple
files

. Ability to sort (reorder) information alpha-

betically and numerically in ascending and
descending order.

(5) Use of Document ID Numbers

The document ID number is the way the system
easily retrieves a particular document. Therefore, it
is important that the author and operators keep track
of these numbers. To facilitate this tracking, the
following steps should be taken:

. Develop a "Document Identification" form to
transmit the ID number.

. Instruct the operators to attach the com-
pleted form to the document when it is typed
and returned to the author.

. Instruct the author to return this form with
the document when revisions are submitted.

Adherence to this procedure eliminates wasting opera=-
tor time searching for the correct document.

(6) Content of Available Glossaries

Glossaries are created on the equipment to in-
stantly retrieve commonly used words, phrases, and/or
instructions. A list of glossaries available and a
brief description of each should be provided. This
list serves as a basis for processing work and a stim-
ulus for identifying new glossary applications. Any
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Jestions Zor new glossaries snould be discussed
n an operator so that development can take place.

]
1
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(7) Standard Revision Marks

A list of standard revision marks helps create
consistency throughout the Bureau and facilitates ease
in understanding what revisions are desired. A sample
list is provided in Exhibit C-1, following this page.

(8) Establishment of Document Priorities

The workstations in AFR will be shared by sev-
eral operators. Occasions will arise when there is a
conflict. When this occurs, there are two available
choices:

. Attempt to use another office's equipment
. Make a document priority decision.

If the first choice is selected, the office's
lead operator should call the assistant system admin-
istrator who can use the system control functions to
quickly determine if any workstations are currently
idle or turned off. The operator can then contact the
lead operators for these workstations to determine the
length of time the workstation may be available and
make arrangements for use.

If an operator does not want to go to another
location or another location's equipment is not avail-
able, a work priority decision must be made by the
lead operator, in consultation with the office
director or his/her designee if needed.

(9) Library Availability

Each office and division within an office is as-
signed a specific library for the on-line creation and
storage of documents. Other libraries should not be
used without system administrator approval.

(10) Library Maintenance

Libraries are designed to keep active documents
on-line and accessible. Each operator should either
delete or file to diskette any document that is not
active.

(11) Guidance For Filing Documents To Diskette

When a document is filed to diskette, it no
longer exists in the library. However, it can be re-
trieved at any time. Any document that has not been
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EXHIBIT C-1
STANDARD RIVISION MARKS
SYMRECL DETINITICN
by or ¥ or 7 delete; take Y‘{Ol,lt
~ . —~
- close up; print as o_ne word
~ =
1 delete and clggse up
Nor 7 or L caret; irser=, here :
. \__~— something
7+ insert aspace
# #
-3 space evenly A whereindicated
atet let marked tex= stand as set
A transpags, changew
/ used to separate two or more marks
and coften as a concluding stroke
at the end of an insertion
E lset farther to the left
j set| farther to the right
, _Tnient
- straighten alic
” H straighten or align
@ imperfect or broken character
D indent or insert em guad space
® begin a new paragraph
spell out -~ 5 lbs. as five pounds
Cap set in capitals (CAPITALS)
em capor S.c. set in small capitals (SMALL CAPITALS)
fe set in Zowercase (lowercase)
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EXIIBIT C-1 (Continued)

STRNDAZD FEZWIZICZN MAZRKS
SYMBOL DIZINITICN
LLal set in italic
% set in boldface
AN
— hvphen
\% superscript cor superior (as in " r2)
A subscript or infericr (as in H20)
N\
AN orv centered (\~/> for a centered dot in
/,\ comma
14
N/ apostrophe
@ period
or )/ semicolon
. or@ colen
29 s
\/ quotation marks
( /) parentheses
E/:J ~brackets
OK/? guery to author: has this been set
as intended?
.
] move up or move down
wo F no paragraph
S centered matter
cap e capitalize first; lower case remainder

MZSSILES EnD SZLCE



accessaed or printed in the past two weeks should be
£iled to diskette.

a new document is created, a "Document Sum-
¢2n apreacrs. Operators should always com-
@ following antries:

1
[ 2

. Document Name
. Operator
Author.

Every two weeks, the lead operators chould request
that each designated operator print a list of docu-
meats processed on his or her workstations. The date
the document was created, last revised, or last
printed will appear on the list. Check with the
author to determine if any documents not accessed in
the last two weeks can be deleted. 1If deletion is not
approved, file the document to diskette to make space
available in the library.

The assistant system administrator monitors the
status of on-line storage weekly. If the percentage
of disk utilization is high, lead operators are asked
to file documents to diskette. 1In this case, the
office director's, or his/her designee's, discretion
must be used to determine which documents should be
removed from the libraries and stored on diskette.

(12) Back-up Policy

All documents are created and stored automati-
cally in a library on the system disk. However, some
important documents should be copied (back=-up) onto
diskette. When documents are copied, they exist in
two places, on the disk and on the diskette. If the
system should go down, the diskette could be taken to
another system or standalone unit to process the
document.

The following criteria should be used to deter-
mine whether a document should be backed-up:

. Document length over ten pages
. Document being prepared to go outside AFR
. Request for back-up from author.

If a back-up copy of a document exists, each time
the document is revised the new version should replace
the old version on the same diskette.



L1

(12) Care of Diskettas

Disk=2tt=2s nave valuablz datn raco
The following tipzs nelp aveid damaging

. 2o not axvose to sunlight or heat.
. Store in their jackets or envelopes.
. Do not touch the ekposed areas.
. Keep magnets far away.
Other tips are available from Wang.

(L4) Glossary Origination

Operators create new glossaries as suggestions
are made or needs are addressed. When this occurs,
the description of the ¢glossary content and use should
be sent immediately to the system administrator, who
is responsible for the distribution of technical in-
formation throughout the Bureau. The information
about the new glossaries is then circulated so that
all operators can benefit. A copy is also sent to
SER/DM for possible circulation throughout AID.

(15) Circulation of System Update Information

Periodically, Wang provides system update infor-
mation. In addition, technical (e.g., new glossary)
and procedural updates are generated within ARF. The
system administrator is responsible for distributing
this information. Any shortcuts or useful information
discovered should be given to the system administrator
for distribution.

(16) Circulation of SER/DM System Bulletins

SER/DM issues periodic bulletins to offices with
Wang equipment to convey useful information. The sys-
tem administrator circulates this information within
AFR if it directly applies to the document preparation
functions being performed.

(17) Supply Acquisition

The maintenance of adequate supply levels for AFR
is the responsibility of the assistant system admi:.i-
strator. Requests for supplies should go to the
office's lead operator who forwards the request to the
assistant.

(v



(18) Technical Supoort Acquisition

The system administrator and assistant system
administrator are the in-house experts on the use of
the equipment. Reguests for technical support should
go to them. If they are unable to provide assistance,
the Wang customer support person is called and if
necessary, an appointment for technical assistance is
scheduled.

(19) Maintenance Support Acquisition

The assistant system administrator is the in-
house advisor when equipment malfunctions. Requests
for maintenance support should go to this person. If
a malfunction is determined, the Wang customer service
representative is called in to make the repair.

(20) Scheduling Follow-on Training

All operators are initially trained on the basic
word processing and glossary functions. Depending on
need, selected operators also receive advanced func-
tion training. Operators should periodically check
the equipment capabilities list to determine if they
could benefit from the use of any advanced functions.
If so, consult the assistant system administrator to
schedule the desired training.

Since Wang periodically upgrades its software,
AFR may add new equipment and the system administrator
may recommend additional training for operators to AFR
management.

(21) Recording Equipment Utilization Statistics

A log should be designed to accumulate
utilization figures. Utilization figures are kept for
all word processing units, including ariy equipment AFR
maintains in addition to the OIS workstations. This
log can also serve as a means of reserving equipment.
The lead operator monitors the log to make sure all
equipment use is recorded. The entries in the log
should follow SER/DM guidelines which include:

. Name of person typing
5 Office of person typing
. Amount of time workstation used
. Number of origiﬁal or revision pages
produced.
C-8
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The lesad cperaco

for their office's eg

‘ tant system administr
statistics for sach w

send the previous week's logs
ment each Monday to the assisz-
r who maintains utilization
station. These reports are

YA O'T

regularly reviewed by the system administrator prior
co submission to SER/Di to assess performance, make
needed adjustment and identify significant operational
problems as early as possible.
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SXAZLIING

The OIS training manual for AFR could be divided into
three major chapters:

. General Information
. Procedures
. Equipment Operating Instructions.

The sample of the possible content of these chapters is
outlined in Exhibit D-", on the following two pages.
Chapter II of this trzining manual includes the same
information as the procadures manual each staff member is
given as a system refsrence guide. In addition, Chap-

ter IT contains references to equipment operating instruc-
tions when necessary to perform a function. Chapter III,
Equipment Operating Ins:iructions, includes references to:

. wang OIS Operators Guide (Version 2H, October
1980)

. Wang supplemental manuals

. Exercises developed by AFR showing the use of the

operating instructions in performing daily
functions.

Once the training manual is developed, it becomes the
foundation for training both system users and orerators.
Chapters I and II of the manual contain the information
that should be presented during th: orientation sessions
to all system users to introduce the system. Each staff
member should leave the orientation session with a copy of
the AFR procedures manual, which specifies the topics also
included in Chapters I and II of the training manual.
These orientation sessions provide all the necessary in-
formation for the system users.

However, those staff members who are either designated
operators or plan to use the equipment directly require
additional information. These trainees should use the
training manual in conjunction with the equipment to
develop the desiced skills.

As trainees progress through the training manual, they
are expected to read Chapters I and II. Although the in-
formation in these chapters is the same data that should
be presented to the entire AFR staff during orientation
sessions and is included in the procedures manual, it is



important to read these chaptars ton leazn che eguipment
operating instructions necessary to perform specified pro-
cedural functions. Chapter III requires them to read =ha
chapters of the Wany manual, perform the axzercises in-
cluded in the chapters, and then perform the supplemental
AFR-specific exercises. Proper use of Chapter III

requires tailoring to address specific operator needs and
the availability of a trainer (e.g., the assistant system
adminisratur or a lead operator) to monitor progress,
answer questions, and review concepts.




I.

II.

III.

ELUEIZIT D-1

Cutline of CI3 Training Manual

GENERAL INFORMATION

1. Objectives of the system
2. Overview of equipment capabilities
3. Objectives of the training manual
PROCEDURES
l. Location of the equipment
2. Scheduled hours of operation
3. Names and responsibilites of equipment trained
st.ff
4. Establishment of document priorities
5. Use of document ID numbers
6. Standard revision marks
7. Glossaries
- Content of those available
- Origination
8. Libraries
- Availability
- Maintenance
9. Diskettes
- Back-up policy
- Guidance for filing documents
- Care
10. Support Acquisition
- Supplies
- Technical
- Maintenance
ll. Circulation of System Information
- Updates
- SER/DM bulletins
12, Scheduling on-going training
13. Recording equipment utilization statistics

EQUIPMENT OPERATING INSTRUCTIONS

1.

Basic Concepts

Wang OIS Operator Guide
Chapter 1--A Wang Office Information
System (OIS)

- Chapter 2--System Description

- Chapter 3--Basic Inctructions

- Chapter 4--Word Processing

- Chapter 5--Creating a Sample Letter

- Chapter 6--Create, Print, and Edit a
Memo



- Chapter 7--Create, Print, zad Zdi: a
Letter
- Chapter 3--Create, Print and EPriat a
Four-Page 3rochure
. AFR Exercises

Printing and Special Operational Feature
Concepts
. Wang OIS Operator Guide

- Chapter 9--Printer Playout

- Chapter 10--Special Print Functions

- Chapter l6--Special Operational Features
. AFR Exercises

Diskette and Indexing Concepts

. Wang OIS Operator Guide
- Chapter ll--Document Filing (Archival)
- Chapter 12--Document Index

. AFR Exercises

Advanced Concepts
. Wang OIS Operator Guide
- Chapter 1l4--Utilities
- Chapter 15--Glossary Functions
. Supplemental Manuals
- Glossary
- Mathematic Support Package
- System Security
- List Processing
- Document Merge
. AFR Exercises



