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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,
 

John C. Newman BOOZ, ALLEN & aAMILTON Inc.
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'!ANAGE,'1ENT SUNIMARY
 

The Office of Data Management (SER/DM) secured the
services of Booz, Allen & Hamilton Inc. 
to develop a de­tailed design for the implementation and operation of the
word processing system which 
has 	been ordered for the Bu­reau for Africa (AFR). 
 In the fall of 1981, AFR approved
SER/DM's recommendation to acquire a Wang Office Informa­tion System (OIS) 1.40 (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 process­ing 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 sys­tem 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 im­mediate 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
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which undergo substantial revision. 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 key AFR document preparation processes are:
 

Country Development Straf-egy 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) preparation 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 PLACPMENT OF T2HE SYSTEM ADMINIS-

TRATION STRUCTURE IN THE OFFICE 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 these
 
staff roles and a lead operator in each AFR office who
 
serves as the local source of system operations expertise.
 

Booz, Al!en recommends placement of the system adin­
istrator and assistant system administrator in PIMR. The 
Bureau-wide service functions of PNR 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 challenges for AFR and system manage­
ment staff. Amont 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) anQ
 
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
plementation 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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level of interesz in 
the OIS 140 and awareness of some of

the critical changes in office routine which it will pro­
duce should contrijute to establishing a successful word
 
processing system in the Bureau. 
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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
 
advanced word processing system and placed an order for
 
acquisition of a Wang OIS 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 OIS 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 OIS 140
 

Review SER/DM's recommended equipment configura­
tion and location
 

Recommend an appropriate OIS system management
 

structr.t
 

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 DFFICE AUTOPATIO7 STPATE Y HAZ ST3 
LISHED A THREE-PHASED APPROACH FOR IMPLEMEN.... OFFICE 
AUTOMATION SYSTEM.S 

The 	Agency is pursuing a stra:egy of implementing
 
office automation in response to established needs within
 
each organization. A three-phased office automation con­
cept is guiding 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. Its 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 (C?)
 

Project Identification Documencs (?iDs) and ?roj­
ect Papers (PPs)
 

Project Implementation Orders (PI..0s)
 

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 information 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 INTO 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.
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C'apter VI, Imolement:ation Plan, describes the 
steps AFR management needs to 7-,eIoinstall the 
equipment and to manage the transit'_n period. 

Chapter VII, ?! nning For the Future, outlines a 
recommended strategy for future enhancements to
 
the basic AF? ofrice automation system.
 

Additional information is provided in four appendices
 
to the report for ease of reference.
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II. CURRE'IT ENVIRONMENT
 

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.
 

1. 	 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-i
 

ORGANIZATION OF THE BUREAU FOR AFRICA
 

OFFICE OF THE ASSISTANT ADMINISTRATOR
 

OFFIC 	 OFFICE OF
OF 

ozvxwuwPmE NTANN 	 PROGRAM MAAEENT EORE 

PROGRAM ANALYSIS a BUDGET EXECUTIVE MANACEMENT STAFF 

DIVISION E 

POLICY PLANNING EVALUATION & AFR REGIONAL CONTROLLER 
ECONOMIC ANALYSIS DIVISION STAFF 


I', 

OFFyICE or OFFICE OF 	 OFFICeL OF 


EASTERN AFRICA AFFAIRS CENTRAL AFRICA AFFAIRS COASTAL WEST AFRICA 

AFFAIRS 


• rHIOPlA/$OtALL.A/DJIBO)lI .CAmRRfjON/C /ffTRALAFRICAN I.LBERIA/SIERRA LEONE 

DESK 	 RLE UBLIC/GABON/E UA'IORLIA L DESK 

GUINEA DESK 
•TAAIA DESK 	 GHLANADESK 

• /M.AND/BURUNDI/SAO TOME 

* II DN K 	 DESK NIGERLA DESK 


KENYA/UGANDA/INDIAN 	 TOGO/bENIN/GUINEA/ENTENTE 

OCEANSTATES D'SK 	 STATES DESK 

OFFIE o 	 ROGRAH 

RESOURCESSUPRSTF EEOMNT 


SAHEL &.WEST AFRICA PROJECTS 	 HUMANRESOURCLSDIVISION 

DIVISION

I ,, 

CENTRAL & COASTAL WEST AFRICA HEALTN/NUrTRIT ION DIVISION 
PROJECTS DIVISION | 

EKPIUICULTUALA"'CRAL DEVLOHT[ SPECIAL DEV ONR POSSDS 
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,CUiAD/LAKL CHAD BASIN AFRICA IUMIONAL DESK 

COMMISSION/UPPER VOLTA/ .TECHINICAL STAFF 

NIGER DESK MOZAMBIQUE DESK 

CAMBLA/CUINE.A BISSAU/ MALKWI/SiJAZIIAND/ZIHB] WE 

CAPE U RDE DESK DESK 

SAHEL REGIONAL DESV A 



Office of Develooment Planning (AFR/D?) -- has 22 
authorized staff positions divided among three 
divisions and is responsible for managing the 
programming, budgeting and fiscal monitoring 
functions of the 3ureau. The ajor :-ocumrents 

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 positions 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 regular 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 WORD PROCESSING
 
UNITS DISPERSED AIMONG AFR OFFICES 

Exhibit 11-2, 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 us­
• 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. In 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 PROCESSTNG 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 11-2 

CURRENT WORD PROCESSING EQUIPMENT 

Current 
Equipment 

Office 
Location 

OTn/ 
Lease 

A.B. Dick MAGNA II 1 AA Own 
2 DR Own 
2 SWA Own 

Dictaphone 3000 1 CWA Lease* 
3 DP Lease 
4 DR Lease 
1 RA Lease 

IBM MC/A 1 DP Lease* 
TOTAL UNITS 15 

* 	 The lease expiration date is September 30, 1982, and 
lease can be terminated with 30 days notice. 
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The CP and ABS data processing applications support their
 
respective AFR budget document preparation processes.
 
These automated programs produce the standard numieric
 
tables found in the CP and ABS documents. The OYB system

is a day-by-day budget tracking tool used to provide AFR
 
staff the status of its program/project dollars. AFTRAK
 
is a monitoring system for projects under design. AFR
 
staff are interested in the future potential for accessing

these ADP system; 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.
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The five most significant findings abc.;t these work
 
characteristics are summarized below.
 

Many of the documents sent by the missions to AFR
 
are revised and edited by AFR stff.
 

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 offikes 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 AIDstaff
 
appraised of AFR developments related to
 
their area of expertise
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- T'echnical assistance and professional advice
 

- Final _')cument clearance and processing.
 

Interactions 
.1ith the Agency's computer -- AFR
 
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 sirve 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. 	 SEVERAL AFR MANAGEMENT INITIATIVES WILL AFFECT THE
 
SYSTEM DESIGN AS THEY BECOME EFFECTIVE
 

The 	AFR Bureau is currently in the process of 
execut­
ing several management initiatives which will impact 
on
 
the ultimate design of an office automation system. They
 
are 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/DN'S REQUIREME'TNS STUDY ITDICATES THE KEY MANAGE-
MENT, EQUIPMENT AND APPLICATIOU7S ISSUES TO BE INCLUDED 
IN THIS DESIGN EFFORT 

This design effort is being conducted within the 
framework established by SER/DM's requirements study. 
Following tL:.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 docum' 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, the Agency has not acquired secured systems.
 
Classifie 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 regulations.
 

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 OIS 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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111 is the orS system management structure best 

suited for.R ?V.? 

After the OIS 140 has stabilized, what strategicK22  options for syste-m enhancement should AFR begin
to,assess? , i 

-The following chapters of}lthis' report address these 
key-quiest iohns ..and-p r ide-F:m ngeen.- d staff--- --­
ori.n.ati.o to the implementation!activities needed to 

if . stablish1 an effective 015 system serving AFR's document 
production needs.
 

-,. .. 

2,15 

'1 < ,'7¢ff[~ 2 



III. EQUIPMENT
 

This chapter presents al' overview of the capabilities
 
of Wang 013 system ordered for AFR and discusses recommen­
dations for refinements to this equipment configuration
 
resulting from the detailed system design developed in
 
this effort.
 

1. 	 THE RECOMMENDED WANG OIS 140 EQUIP1ENT 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 page.
 

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
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Total AFR Con2.uirateion Recommended In
 
,SER/DM's jquieeidatc .
ments Stuy 


Wang Office Information Svstem (OIS) 140, Model I 

1l-,,,-Centra,,prcp- ss-uin-__ n-t---­

1 System disk 

11. 	 Workstations
 

8 Archival workstations
 

12Daisy printers [2 of which haive twin -sheet
 

feeder attachments]I
 

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. 

/". .'{.'4..
 



-- 

4'Document 	 ID numbers -- a~ -~nmentofunique members to iden iy documents which
 
provides timely and shared access to desig­
nated fdocuments Ou
 

System 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 
external 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 Processingl 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 informiation in the form of
 
records 2and files. While auto ited records and files
 
are usually tools used in a data processing environ­
ment ,ilist 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 daiyly
 
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, pe'rsonnel career rotation
 
tracking, and project status tracking.
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List procesing is cn advanced function which
requires skill for appication development and opera­
tion. Accordingly, this 
study's emphasis is on full
 
utilization of the OS :40's standard softwage fea­tures ­as part of t',e nicessary foundation 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 FCR 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 111-2, the fol­on

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 APR
 
document preparation.
 

Additional workstations and printers will spread

the system's support more extensively throughout

the Bureau.
 

APR 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.
 

APR 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, IN 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 APR total configuration 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
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EXHIBIT 111-2
 
Initial 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 woLrk load processed ,v the
 
system over time, or diversity of system usage, i.e.,
 
telecommunications, and list processing.
 

Two ootions are available to AFR senior management to
 
relieve this potential overload of the C PU. rhey 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 OTS central
 
processing unit to support the current 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. 
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Thmescn oisdrto 
 Tf'twin-fdr
to expandl thednuhmber. 

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 availabili ty of

funding.
 

" .Because twin-sheet feeders are expensive, AFR1 may 
44 ~ 
wish to consider' using continuous feed paper to' reduce 

also
 
!i ;~ii i!i!!~i~illi i!~~ !il
i i! !i!! ii'~ i~ !i  


4 operator time on the % > <Y >< ,printers. To,,the extent44i ~
l i , ! . i ~!~!.i!iii!ii ii : ii:i:% that con­' i i ~~ :
> ,< > ,.!i <i .. . . . .. .. i: : ;i i/ i .>
tinuous feed paper is available to AFR and of an appro­4'4! 44-.4" :Ui i4!i4 i i ,U7£ 

.4444''- priate document> ,quality, this approach can reduce thei < ,,, .. i~i~~i~iii~iiiiii~>
-number of printers which need the twin sheet feeder.
Continuous feed 'paper's' largest disadvantage is that~it
 
ota i:
17.44
produces-copies which are-usually,'appropriate fo-r draft4


and informal documents,, butt of insufficient quality

appearance for final copy.
 

4. RECOMMENDATIONS'ON OFFICE LCA-iTIONS FOR4 THE EQUIPMENT 
4O ,.4..YP...
.....
 ARE DEPENDENT UPON THE TWO-STAGED ACQUISITION OF THE4 au omat4ca, 

.... 4eed
:.: 4 4: 4nto,' equ 4 'nt4 t m-al
TOTAL OIS CONFIGURATIONu lAS WELL ASg:tTHEe;nIMPENDINGea n a y i f e d 'o4 s a f ; ' meme o Q 44pg4 4e W4-4 4ee4fedr4OFFICE MOVES 
a c 

u e :ori:iaii: a e yp 44[s 4,se4 ep4 4.4 '-' f orm',' 
mcn s 4 4~ :ii44ea a i y n9d 44 4 lVf ua4lV.:-e 4 

: 
n to th'4 

n e exhibits, presentedi4 on ie e -e/;: :f
p ri Two .:2Th~ a r the following~ pages,'ui pre-: 
,sent,'preliminary equipment location recommendations.
Exhibit 111-3 suggest best placement for the total SER/DMequipment configuration' and includes the study recommenda­
tion to, reduce the number of OIS workstations froml11 to
10 and to increase the number of'standalones'from 1 to 2. 

4 , As shown' in the exhibit, DR/ENG as well as AFR/EA would besupported by a Wang 5 standalone unit rather than an'outlying 015 workstation. Exhibit 111-4 presents recom-,

mendations for the placement of the first 'equipment order.
 

111 -7.
 



These recommendations are based upon the following
 

criteria:
 

• Document preparation 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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EXHIBIT 111-3
 
Recommended Office Locations for SER/DM's
 
Total AFR Bureau Equipment Configuration
 

0IS Archival Twin Stand
 
Work- Work- Daisy Sheet Alone
 

Office Station Station Printer Feeder Print
 

AA/AFR 1 1
 

AAA/PMR 1 1
 
PMR/EMS
 

PMR/RCS
 

AAA/DP 1
 
DP/PAB 1
 
DP/PPEA 1
 

AAA/DR 1
 
DR/PSS
 
DR/ENG
 
DR/HN
 

DR/PDP
 

DR/SDP 1
 
DR/EAP 1
 
DR/CCWAP 1 1
 
DR/SAP 1 1
 
DR/SWAP 1
 
DR/ARD 1
 

DR/EHR 

AFR/SWA 1 1 1
 
AFR/SA 1 1
 
AFR/CWCA 1 1
 
ARF/EA
 
AFR/RA 1 1
 

CPU Room 1 
 1 

Total 10 12 2
 

111-9
 

AV)
 



EXHIBIT 111-4 
Recommended Office Locations for SER/DM's
 
Initial AFR Bureau Equipment Configuration
 

OiS 
Work 

Office Station 

AAA/PMR 1 

DP/PAB 1 

DP/PPEA 1 

DR/CCWAP 1 

DR/ARD 1 

AFR/SWA 1 

AFR/SA 1 

CPU Room 1 

Total 8 

Twa i n 
Daisy Sheet 
Printer Feeder 

1 

1 

1 

1 

1 

1 

1 

7 2 
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IV. APPLICATIONS 

This chapter provides an overview of the Wang

OIS 140's potential support for AFR as well as specific

descriptions of how the OIS's standard features can be
 
used to support AFR's seven key document preparation
 
processes.
 

1. 	THIS SYSTEM'S ABILITY TO MORE EFFICIENTLY REVISE
 
DOCUMENTS AN4D 
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 thesu 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.
 

IV-l
 



There s. a-!so a recogniciorl in this strategy that not all 
AFR documen., are approoriate..candidates for word process­
ing support- Emphasis on these seven critical processes
 
can miniizie inappropriate use of the 015 and direct its
 
support to r-he waork' ahich will provide the greatest pay­
off to the Bureau.
 

(1) The Wang OIS 140 Provides Several Capabilities,. 
--- ------------ and B n f t tothe AFR B r a 

As stated earlier in this report, the Wang system
AFR is acquiring represents.a major improvement'over 
the existing system. The improvement is associated 
with the power and sophisticationof 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 immediatela;ssistance:
 

'.. .	 'Ease of revision 

_ Large storage on-line (information on the
 
* 	 .System Disk) and almost unlimited off-line
 

(information on diskettes)
 

Internal AFR communications network
 

* 	 Shared access to on-line information in the 
central processing Iunit 

*. 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 .
I,,
 

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

AA~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.A
 



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

More than several pages in length 

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.g.:
 

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
 



, a; ' ,:. ,. '.. a' : ,,- , . ." a.4' a! aaa 

a. 

a,, 

____ 

a 

rit ..t, at 
reformatted as necessary to accommodate the revisions, 
e.g., new paragraph insertion and re-ordering of mater­
ial.on a page. hen'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 cre atea new documents, this 

.fin alcopymaybecop.iedon,,disketteforoffieso 
age and is then erased '(dele'ted) from on-line storage on 
the system disk.a 

a 

., 

W.ith the preceeding overview of the Wang OS 140's capabili­
ties and basic usage as a general orientation, the fo llowing
sctions of this chapter outline initial use of its features 
f'r each of the seven selected applications. 
a.12 1 REVIEW PROCESS CAN BENEFIT FROM THE LARGE ON-

L; -.,S :STORAGE CAPABILITY 

S. . -

\ T.h C.DSS 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. Exhib.it;IV-l, following this page, illustrates howthe \bIS 140 system supports the CDSS process in AFR offices. 

a acoordination. 

; 

Each issues meeting attendee types his or her draftissues paper on the equipment. The document ID 
number is given to the desk officer for meeting

(Steps 1 and 2) 

a . 

The desk officer. creates the issues paper based on 
the meeting results orother draft issues papers 
(already on system) on the equipment. Desk officer 

Sgives the document ID number to DP for review and 
clearance on the workstat'ion display or reequests a -
print at DP location. (Steps 3 and 4). 

a 

a 

:.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) 

. 

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

" 

a 
In addition to the OIS 140 e:editing and glossary support, inthe CDSS,process this OIS provides on-line storage of the 

,a.- a.La:Icomplete set of CDSS issues papers for ready reference by 
reviewing offices during 'the Bureau's analysis of the ABS 

=CPa 

a'. a IV-4 a 

J'a a '"aLa4',I 



EXHIBIT IV-i 

Country Development Strategy Statement 
Preparation Process 

(CDSS) 

fMISSION SUBMITS :PPCSENDSCUSS~ ~~DSTDD 
C E E D -- *~D 

~ ~ 

UP CHECKS CUSS TO SEND CDSS TO 
FOR PRINTING PRINT ANDDITR(UDO 

~ ~~~~EDTOIC OF 

DESK PRPAE A 

RVEIGFlCL 

PL'lEDAT 

ISSUES PAPER 

DESKRCIE 

AN l AL 

IS UE--l 

COMET 

HD 

DP COPIE 
SFIER 

CUSS _[ NDS NOTICE OF 

kDEORMA REVIEWERS 

OF 

CDSS~~ ~ ~~~~~~~~~~~~DSP IS OFUFICERSISUSIII[DEINOS DSKOP 

LinNEE REPORTIN WIHI SED OFAL 



3. 	 T BILITYTO EASILY REVISE BOTH T 3UR AND NR2RA-

ATVE
MATERIAL CAN IMPROVE THE ABS :REVIEWq AND DEVELOP-

YIENT TASKS 

A country 	ABS is prepared and submitted by each mis­
,review, approval, andiincorporation ,nto the
 

Bureau's regional ABS. The current ABSprocess uses an
 
automated data processing(AD.applicatio..
to prod uethe
 
regional 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)
 

S. 	 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
 

1
by use of a document ID number or requesting 
print at the desk's location where the respon­
sible desk officer can organize all reviewing 
offices' comments. (Step 3) 

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

- Useof a-stored distribution list to create 
clearance list. 

Electronic distribution of thei:,ssues 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:can be retrieved from on­
line storage.for,.incorporationof comments 
in preparation of the final cable copy. 
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Tne O ,c.mn also.assist ,.,DP in regional ABS: .velopment,bv, 

documue nz: criea(-ed b9V a'riou Soffi'ceas andi by mai nt aifning.:­
connsistent'.quality appearance ias; the. regional -ABS::under-:
 
goes revlew.and revision.,
 

. - DP types, revises and prints the project :ranking'
 

!.ii~i': .ii::\:<
, ii~i 'input.and revisions to',standard format pages and !
 

Using thedoument ID n!'umbers for varou sec-. ; 
i": QIS .,£tion's of :the:ABS, ;DP can combineof twothesewys.documentPs-!'The cinto the rieionalABS in one . 

easi-ng: On the system, byautomatically mergingth
..
 
document cr adocuments together and printing the total
 

'! , ' ABS ,at DP's printer '"
 
consitent quManually, byprinting each section sepa-
 4
 

vrately and-combining them into thetotal ABS 
Dte e s p t e jrdocument.anking 

.......... ., nptReviasions due to reviewers'ao ments a andges
 

..:..,. can be made. to-sections of the ABS prepared on
_ .,:

the-OIS. (Step 8) , - . . 

- . :; --As AFR.mis sions !a"cquire:Wang.: Word :processing., suppor t,,the ..i
ABSprocess inAFR will be further fenhanced by te ability

AAS atE
DOCUsMrinte
n sreceivemission ABS on diskette. These diskettes
ohe 


. can be ennto thtoethe OIS 140via an archival work
 

-- ,station
., to decrease typing,-time and to perform revisions
 
-. , ....in a more timely manner. :Until AFR.missions have this :"
ability, "Ocn thque an interimacapabilityby using an
 

' 
. ::
'-": :optical char-acter reader. to transfer -the :mission's hard - ,. ; :
 cdosopy onto OdiS tthehuset tforhfuturee 


.:i';i .BY USING "
ii.:4;.: ii:-CP::PRODUCTION IS ENHANCED :A-GLOSSARYITO :iFOR-


ca eetrd OIS 140 ann antal hiva
uprc
nothe viate wPpok-s

The CPpreparation process begins in the field w th
 

...
creationofdocuments which are-ncorporatedintoAFR"sCP
 
'Revis ion o
ue previeuses'anADP applicationgt
 
prd ce md ' tbande cion elecric nype­

-
itm adt
writersstatinand stand-alcieecreae ty wrd opr doument revi
to cessors eromrviinfo 


to.rEi th-eiss A lwin Tges dusttesh
o on diste. 




EXHIBIT IV-3
 

Congressional Presentation (CP) Preparation Process
 

NUMEICA C TABLES
 

DATA 01110XAl LFROM ADO 
 0YSTEMSYSTEM 
-
I
M S' SENDS I~~~-+ I I--)'f4s-v~w~" Lil L----A',.LAR40 -

R AFTVAEA OD TTOL ESA ID RV IEFW N 

A0 OESFICES CI At ' OFFCE 


SDRAFT 
_ 

REGIONAL
 
COUNTRY NARRATIVES
 
SECTIO14S 



TIhIe (,es2 '•- :yves :he country narra - _ves anA o roject
activi.v sheecs into a document ID for subsequent 
revie<i a d vision using basic text p rocessing 
and glossa~y to gu-de standard format t'inca. 
(Step 1) 

AFIR offices pr e aring 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 either request 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 AriD PP PROCESSES 'J.ILL L 1T -. .
 
SYSTEtIS REVISION AND SHARED AC ..... -3 .. ..
 

The Project Identification Document (PID) an,' cie 
Project Paper (PP) ara the Daic dccuments in ; c n 
and planning of a program or project. In the A?' Bureau, 
the geographic desk currently has lead responsibility for 
the PID review process, while the project officer 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 OIS 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).
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EXHIBIT IV-4
 

Project Identification Document (PID) And Project
 

0 Paper (PP) Preparation Process 
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. -
Thelead oficer can ,refer to the ? iss 1'e 
paper stored on-line or on 'diskettea:s a Iasi~s 

4for2 drafting therreporting cable wh2.ch can be 
prepared using the standard cableformat stored 
in the I1 glossary. (Step,6) 

.'The 
 draft reporting cable can be distributed for
 
2review and clearance using.aastoredisrbuon 


.:.ri",i.:"iS-a-ddres .'e covering action memo and can 
__
 

be~electronically distributed to.AFR offices con­
nected to the QIS. (Step 7)
 

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)
 

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

* iThe 	project authorization package can be sub­
' mitted to final clearanceprocessing 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
 
i2 	 to designated documents facilitates the PID and PP pro­

duction arnd 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 015'S 
REVISION CAPABILITIES AS WELL AS BY DISKETTE EXCHANGE 
WITH SER/CM 

j4 

Project implementation orders for technical services . 22 

(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.
 

2-'4.) ,Exhibit IV-5, following:this page, illustrates the
 

2preparation 
 process of the PIO/T using the OIS 140 system.
 

* 2 	 . If the mission-prepared PIO/T requires su bstan­
-,tial revision, the re6vised,PIO/T,and attachments .'
 

2 (e.g,., 2waivers and 2supporting documentation) are2
 
typed and r O using aglossary to
revised on the:OiS 


guide input on standard sections. (Step 1) .
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EXHIBIT IV-5
 

Project Implementation Order/Technical Services (PIO/T)
 
Preparation Process
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When the PIO/T and its atcichments are prepared 
in AFR offices, they are typed and revised in the 
OIS systern using th: ?IO/T for:nat guides stored 
in the OIS glossary. (Step 2) 

Staff in the originating AR 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 OIS for Agency-wide processing. While
 
AFR offices will immediately benefit from more efficient
 
document preparation work steps due to the system's glos­
sary, editir3, 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
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CN documents -- 3c:i'
the revised project sheet and the
 
advice of program change memorandum. 3he
1MS's support
 
for this process is presented in Exhib'7 FV-6, on the fol­
lowing page.
 

Derending 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 be 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)
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EXHIBIT IV-6
 

Congressional Notifications (CN) Preparation Process
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Smajor advantage of the QIS for the CN process stems

from thoe ability to access stored original documents (the
I' prject ac, vity sheet and the project approval package)

asija basis for, more efficient preparation of C11 paper

lo-,r. in the longer~ em the system may provide even 
greater assistance since an automated monitoring system
-.--..,..--.--,-.---.l s ed.r-as .li.............t . .rc ss n -ap l a i o ni-S c -u ......
for 	tracking the status of the CN process could'.be estab­

information could support project implementation reporting
a..d provide ready response to field and other inquiries on
 
the status of the processing and Congressional action.
 

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

Both routine and special requests for projec,'t status
 
F: 	 'reports can be supported by re-use of information stored 

in previously prepared documents. The feasibility of andthe 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 OIS. The OIS can also serve as a 
terminal for accessing, automated data processing programs'
for project. status reporting which may be created cin 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 

Sstorage 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 OIS's 

F 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 lwith the document 11D number to restrictF
 
access to the. document only,'to authorized staff.' 	

F 

IVF1
 

http:could'.be


Four types of glossaries need to be established 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 testiag 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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* . AAN4AGEENT 

This chapter discusses study conclusions and recom­
me;'dations on several related management topics including

the overall AFR management 
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 MANAG MENT 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 a!;.>'s a challenging undertaking to manage

changes in the work environment. A single source of
 
management is needed to plan, monitor and administer the
 
successful integration of the OIS 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 administratnr 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.
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Thes ss system ianagemenP resonsibilities should be 

,,assigned to current .FR, staff. TT'he Agencyls funding andastaff situation do not suppor Itcreationlof new positions
a nd hiring new staff to fill these roles. Consequently, 
'these responsibilities must be assumed as collateral 
duties by incumbent AFR staff by incorporating these new 

.. 

responsibilities into their position descriptions. 
2-, LED--BY-THE, SYSTEM-DM I NIiSTRATOR -- T HE --SY T.. F-MA NAGEM E NT} 

.STRUCTURE IS ORGANIZED ALONG FUNCTIONAL LINES 
OPERATING WITHIN AFR'S EXISTING MANAGEMENT STRUCTURE
 

The functional line of supervisibn between the4 system 
administrator and other system management staff does not 
affectthe 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
 

* Major equipment modifications.
 

Such clarifications in authority would permit thesystem 
administrator to carry out major responsibility for 
maintaining a smoothly operating and productive OIS system 
and to assumethe lead role in defining system issues and 
options for.AFR management's consideration and clearance. 
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The major responsibilitie-, Q.f each of the AFR system
 
management roles are outln ed in the sections which follow.
 

(1) 	The System Administr,,,or Has Primary

Rspo n sibfli ty for S.; mWide Management and
 
Decision-Plaking
 

following types'of responsibilities: '<7. 	 . , .' 

Supervision of system start-up
 

* Provision of technical guidance
 

-Coordination 

offices on office automation topics
 

* .	 with SER/DM, Wang and other 

* 	 Development ard enforcement of system 
operating policies and procedures
 

Formulation 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, distinguishesbetween these two key roles in
 
several functional areas of responsibility.
 

The major responsibilities of this rle include:
 

.	 Provides expert technical assistance on
 
operations on the OIS, 140
 
Carries out daily maintenance funtions, 
. 

i.e., brings the system up and takes it down
 

Maintains supply inventory
 

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

Maintains AFR performance logs for

W evaluation.
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EXHIBIT V-I
 
Major Responsibilities of the AFR Sv, Ar1ministrator
' 


and Assistant System Admini2:racor
 

Functional Area 


Technical 

Expertise 


Library and 

Glossary 


Organization
 

Training 


Enforcement 


Evaluation 


Refinement 


System Administrator 


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 


Assistant System
 
Administrator
 

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 y and
 
procecures
 

Prepares monthly
 

SER/DM reports
 
with data from
 
lead operators
 

Maintains records
 
of operational
 

problems and
 
office suggestions
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Following a brief transition period, into tChe new 
responsibilities, the assistant system administer'z,

role should require several hours a week.

(3) Lead Operators Serve as the Source of Operati-na
 

ExpDertise For Their Offices
 

~A lead operator should be appointed in each AFR<
ooff ice ,o er -s -th........e-.o f. u.ipment-I.t-i s
 
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 systen

administrator.
 

In addition, each office manager may wish 
to appoint a
 
professional staff member to back-up the lead operator
on recurring decisions 1such as work priorities and Ad

diskette storage procedures. This role would be
 
similar to the system wo'rking group role currently

assigned to representatives of each AFIR office.
 

3. 	 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)

appeari., 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..........II
 
....... 
 existing service functions
 

PMR isl in a position to coordinate the proposed
 
2', expansion of office automation in the missions
 

with enhancements to AFR's system.
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To promote coordination, the assistant -- stem a i2-, ­
trat,)r should also be located in PMIR tc Dpermit t-ie fr­
quent interaction and comolementarv surmrt .... ed e';n 
these two -olas. E;,perince in other ofZices suggests 

- -that the system administ nLo be s-&:ced fo:, -Dfssa 
sional staff while the assistant s/srem administrator se 
selected from senior administrative or support staff.
 

Booz, Allen recommends that AFR establish a system
 
advisory 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
 

PMR SYSTEM 
SSYSTEM 

ADVISORY 
Professional ADMINISTRATOR 
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.
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4. 	 AN OPERATIONAL PRCCEDUR7; :HANDBOOK iCULD "AS5 3-
MANAGERS AND STAFF IN IVC:GRATING T7E SIs7:1i -- T'O 
CURRENT OFF7CE ROUTINES 

In addition to uiring: new systeam ma ent 
structure, the introduction oz an office automation system

also requires the development of new operational proce­
dures to assure effective 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
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tack-up- policy (copying to diskette) 

* 	 System security 

* 	 Care of dis ettes 

• 	 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 Most 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.
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Some examples help to illustrate the importance 
of procedures. At inccnvenient times, the system will 
go down, and some wo:. will be lost. 3ack-up 
procedures and cransfer of important i nformation Lo 
diskettes will ese th2s prob!am. There will also '­
times when staff will compete for limited time on tha 
equipment, and some work will be ielayed. Claar 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 label a document with its reference ID number, 
and the work must be redone since it cannot be 
retrieved froam 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.
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On the basis of reports that Wang-provided training has
 
not been sufficient in the past, SER/DM is in the process

of developing and specifying needed additional training.
 

One of the major reasons ;ihy A:D offices have not been 
satisfied with the Wang introductory 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-specifir7 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 OIS 140
 

Office automation and specific OIS 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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The system alminiistrator, advised by the system adv-s* y 
committee, shculd be in a position to advise AFR manage­
ment of a fe.siule training strategy in advance of equip­
ment install..:ion to provide suffici.:1t lead time for 
adequate training. The equipment shoul d not be o-Der­
tional until staff are trained to use it properly.
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VI. IMPLEMENTATION PLAN
 

AFR's implementation effort will face the challenges
 
resulting from two waves of equipment installation. Con­
sequently, many of the initial implementaton tasks must be
 
repeated and reviewed for possible modification as the
 
second wave of equipment is installed. Exhibit VI-l, 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 OTS 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 Lesponsibilities 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- I
 
Sequence of AFR System


Implementation Activities
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EXHIBIT VI-2
 

AFR SYSTEM IMPLEMENTATION PLAN
 

TASK 


1. Staffing
 

* 	Define system administrator role 


objectives
 
* 	Outline system administrator role 


responsibilities
 
* 	Write formal system administrator role 


description
 
* 
 Define lead operator role objectives 

* 	Outline lead operator role 


responsibilities
 
* 	 Write formal lead operator role 


description
 

* 	 Determine staffing 

- system administrator and assistant
 
- lead operators
 
-	 other operators
 

2. Total Configuration Planning
 

* 	 Evaluate system configuration 


recommendations
 
" Order additional equipment 

" 	Recommend office locations for 


Wang equipment
 

LEAD RESPONSIBILITY
 

BAH Design Study
 

AFR Management
 

AFR Management
 

BAH Design Study
 
BAH Design Study
 

AFR Management
 

AFR Management
 

AFR Management and SER/DM
 

SER/DM and System Administrator
 
BAH Design Study
 



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
 



EXHIBIT VI-2 (Continued)
 

AFR SYSTEM IMPLEMENTATION PLAN
 

TASK 


6. 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 


7. 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 


glossaries
 

8. Evaluation
 

* 	 Provide evaluation guidelines 

* 	Specify AFR evaluation policy 

* 	 Collect data and submit reports 

* 	 Coordinate evaluation efforts 

* 	 Use results to modify system 


(if necessary)
 

LEAD RESPONSIBILITY
 

BAH Design Study
 

BAH Design Study
 

System Administrator and SER/DH
 
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
 



T, 2 'OTAL CONFIGr1,AT;I "PlINING 

The objective of. this task is to determine the total
 
equipment configurationa nd initiatpe activities to
 
acquire, install and op~erate the additional equipment. 

(i) Major Activity 

.here-are.-four-major.act.vities.­

* 	Approve a final total equipment configura­
tion for acquisition
 

. .Schedule return of existing equipment
 

. ,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,- thclsystem administrator is responsible for
 

* coordinating with SER/DM the work that must be under­
taken to order and acquire the total configuration.
 

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

Space available for the furniture and
 

equipment
 

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 slould 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 Responsibility
 

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.
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These offices w.&t-l negotiate and secure the ser­
vices necessary to adc'ress these requirements. How­
ever, it is che ssi1n administrator' s eszonsibilicy 
to supervise tie si-: modification work within the 
9ureau for proper comoliance twith the Bureau's Peeds. 

TASK 4 POLICY AND PROCEDURES 

The objective of this task is two-fold.
 

Establish uniform AFR policies and standards
 
on system usage 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 operators 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 outlina of the major procedures
 
that must be developed in the AFR Bureau.
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(2) Lead Resrot-jilitv
 

The syste m inistrator is responsible for 
establishing uniform policies and standards in a hand­
book approv V7d AR management. 

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.
 

(I) 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 (ribbons, 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.
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TAS K 6 TiRAITjN G. 

The objective of this task is to provide the training
 
requredto effectively use the Wang OIS 140 system. A
 

discussed in;Chapter V, a successful training program is
 
crucial to office automation success. The initial train­

ds'E d- u1.ng, program mufi --adYi Th -d C-6hn of key APR clocu­
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 APR can'begin to form a core resource of in­
house Wang expertise for new Wang- users and applications. 

This task will occur in two phases corresponding to
 
the receipt of the two waves of equipment. The basic
 
training. strategy wiill be developed in preparation for the
 
first equipment wiave and may bi- modified by experience to
 
guide subsequent training.
 

(1) major Activity
 

The focus in'this task is in the completion of
 

* four a'ctivities:
 

Development of a training strategy
 

Identification of APR trainees
 

S , ....... .. cneduing of training with vendor,
 

Planning for provision of additional,"AFR­
specific training, probably through use of
 
resources outside APR.
 

An APR training strategy should ',be established to 
direct the formulation_ _' .. ofthe' t a trainingn program.a . This'4' " I . 4: n .t. a .. : 

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
 
:.i rlequired,r e.g.,
:iiide -AF444e~ources!O text processing, glossary,
 

list processing
 

Type.of outside supplemental training, e.g.,,
 

"Wang, M/PM/TD.
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Appndi D t t':. prt'4:4 p t n outli of 

Apptend thDavlea report-biitzet n outine ofd
 
ampWant01g thein'FRg trainiangopguodeamainingmanningen

andsosbe o strategydveo'vn
prvngatann 


Teeoed he system administrator theadirycm
nduid 


Bureau's training activiLies. 
 4 

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
 
basi's of system utilization information.
 

eAFR 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.
 

4 ~ 

TASK 8 EVALUATION
 

~Although APR equipment w'ill be'arriving in two waves,4
4 

a. .ngle evaluation should be conductedafter a suitable
 
period of full operationhas passed (e.g.,, a year after
 
system 'start-uip). This~will allow the4 evalution findings
 

.to be accurately compared to the requirements and design
" 

studies
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The:objective of this.ask is to prepare AFR to par­
ticipate in pos-implementation evaluation of the equip­
ment. wirh SER/DM;' This evaluation~ is to compare Projeted,
productivity~to the actual productivity achieved and t'
o
 
idehtify needed system refinements and possible corr1':tve'
 

:~ ~actions. 

The primary indicators, e.g., pages produced and the
 
hours used, are selected b 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 guidelines. AFRi can expand the types

of indicators and guidelines specified by SER/DM to'sat­

:-isfy any AFR-*wide monitoring requirements developed by the
 
c Bureau.
 

(1) major Activity
 

'To perform the evaluation,, the methodology ori­
ginally used to justify the system should be
 
repeated. T'his involve's ongoing collection of 

equipment utilization and work load information. 

I 

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:
 

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

Combining the workstation totals
 

Divide each total by the numbertof 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 imnthly report summarizing these weeklfiue
 
should be sent to -SER/DM. l iue
 

S - . ."..' I 1 
 .I
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During the evaluation, the hours used, oriqinal
 
pages, and revised pages per day averages are compareci
 
to the following criteria to determine if the sys:em
 
is meeting the projected productivity:
 

• 5 hours per day 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 valid
 
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
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• 	 Users assist with observations and reco:mmen­
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-l 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 T: 743 FUTURE 

As the AFR Bureau gains word processing experience on
 
the 	OIS 140 system, AFR can begin to formulate a strategy
 
for 	expanding the system's capa,)ilities 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 0IS 140 as
 
well as possible linkages to the Agency's data processing
 
systems.
 

The sections which follow present conclusions and 
rec-mmendations for planning near- to long-ceam 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 point for
 
developing an advanced office automation strategy.
 

1. 	 MANAGEMENT INFORMATION AND PROGRAM PIONITORINTG TOOLS 
CAN BE DEVELOPED ON THE WANG (iS 140 IWITHOUT 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 supporcing administrt:>e Lasks, list
 
orocssing can support some program manag:iment act-77ities 

Inventory of active pro J--ts 

Status of AFR research budget
 

Tracking of PIO/T and Congressional Notification
 
status.
 

These automated files can provide senior AFR manac, ment
 
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 f',llowing
 
hardware and software:
 

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

A Model OCR-l 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
 

,%inimum oz one-half inch ma:gins on all sides of 
the 	paper
 

Non-rag bond paper 

Typewriter impression 3 or thickness A
 

Single-use carbon ribbon
 

Double space format recommended
 

No strikeovers
 

0 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
 

/V 



Linkages to other federal and commercial data
 
bases.
 

While -he establishment of these linkages is technically 
feasible, the type and extent of these linkages are con­
tingenc upon Agency policy. SER/DM has initi-ced inves­
tigation of several issues which will shape t-e 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
 



Archival 

Workstation 


Configuration 


CPU 


Disk 


Diskette 


Document ID 


Document Merge 


OIS SYSTEM DEFINIT-CITS
 

A workstatio2 equipped with an
 
attachment tc create a diskettes
 
for off-line storace of documents
 
processed on the OIS and for re­
entry of information stored on
 
diskettes into the OIS system disk
 
for further processing.
 

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.
 

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.
 

A high-capacity magnetic storage
 
medium.
 

A magnetic coated disk, similar to
 
a record, on which information is
 
stored off-line.
 

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.).
 

Provides an operator with the
 
ability to merge two separate
 
documents into a new third docu­
ment with its own unique document
 
ID number.
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Daisy Printer An e tr-onic impact printer which 
produ-ces 'high'quality documents on 

----­any.-tyne--of- paper 'at--an-ave rage--­
rate of 40 characters per second 
(CPS). It. utilizes interchange­
able printwheels to produce a 
variety of type styles and sizes. 

Floppy Diskette , See Diskette. 

Font The device which actually contains 
the characters, e.g., the IBM golf 

,ball element and the daisy wheel. 

Glossaries ,,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 
createdor edited with minimal 
keystrokes. 

Libraries Documents are catalogued into spe­
cific stbrage 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). 

List Processing An advanced word processing fea­
ture which permits~the user t6' 
create files of similar informa­

.......~ tion for data manipulatin, ad 
management, e.g., administrative 
recordkeeping, individual staff' 
schedules, supplies and personnel 
records. The stored information 
can.be pri'nted in user specified 
options, e.g., sorted in ascending 

' or decending order, alphabetically; 
or numerically. ' 
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Matc;-4age 	 efai at or<?a:.k:: 

<
 ...........g..Theipac!age oz
ma 	 &,culato
 

55allows the operator, p-	 the5 erftorm 
- - ~~. i c-:-, 0,_-,'- ns--­-------	 as i c_.a.r-izrh'm 

subtract, multioly, 	 o
or­
. .. puter powers.,anl roc.. of n rn- , 

- -bers. The system as !;7 computes 
displays each subtot-a on the 
workstation screen. All computa­

tions performed on tlh calculator
 
can be printed out in 'hardcopy or
 
'stored for later refere 
 'nce.
 

Modem 	 A device used to link two com-,
 
ponents by telephone line
 
interconnection.
 

OCR 	 Optical Character Recognition -a
 

method of converting typewritten

material into an acceptable com­
puter input medium. Data is typed
 
on a selectable typeface type­
writer, converted by OCR, and
 
entered directly into the OIS sys­
tem for later editing or printout.
 

OIS 140 	 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 I-
 S 

and otherattachments. 	 It allows
 
for theicreation, 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.
 

Password A unique word or string of charac­
., . ,ter's that a word proce.ssing ,
 

operator must usupply to meet
 
security requirements before gain-


S. 	 ing access to a document.
 

Peripherals Devices, such as printers:ando.
 
.. workstations, which are inter­

connected to the CPU.
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Shared Access 	 The C ature whichi permits use of a 
docuFent created at various loca­
tions on the OIS. 

Shared-Lcgic A mulipla workstation sysem e 
Word Processing each workstation shares the w;or' 
System 	 processing capabilities, storage
 

and peripherals of a CPU.
 

Stand-alone A single-station word processor
 
Workstation which does not share the proces­

sing power of a CPU.
 

Twin-Sheet Feeder 	 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.
 

Workstation 	 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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BiBLiOGRAP H7
 

The following publications are available from Wang
 
Laboratori-s and describe in detail the various functions
 
and characteristics of Wang office automation equipment.
 
All questions regarding specific definitions, functions,
 
ect. should be addressed to SER/DM and/or the 'ang Labora­
tories' Service Representative.
 

Wang Office Information System 140 Data Sheet
 
700-484-OC 11-80-10M
 

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

Wang Advanced Functions Application Sheet
 
700-6557 6-81-1OM
 

Wang Document Summary Collection Application Sheet
 
700-6118A 11-80-1511
 

Wang Operator Guide
 
Version QH October 1980
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APPENDIX B
 

SYSTEM MANAGEMENT STAFF RESPONSIBILITIES
 



SYSTEM ADiAISTR7 -TOR 

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 ident:ify
 
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
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Critique new features and equipment as they be­
come available
 

Serve as adviscc on equipment 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.
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ASSISTANT SYSTEM ADMINIST2ATO.
 

The 	assistant system administrator serves as a back-up

to the syste administral-or ;ith emphasis on the following 
responsibilities:
 

* 	 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
 
technical 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 each office-level organizational unit, one person
 
should be designated cne lead operator. The objectives of
 
this role are:
 

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

• 	 Provide a central point of coordination 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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APPENDIX C
 

PROCEDURES
 



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
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• 	 Expandable off-line storage
 

Powerful editing
 

Easy recall of stored repetitive text, for­
mats, and instructions through glossaries
 

Protection of documents from unauthorized
 
access via assignment of passwords
 

Shared access to designated documents
 

0 Mathematic functions
 

0 Hard copy printing
 

0 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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suggescions for new glossaries should be discussed
 

wit an operator so that development can take place.
 

(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-i, 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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SYM1BOL 

or or 7 

'_ 


A or or < 


/used 


~Iset 


-3 


II II 

aspell 


C4LF 

,Cm tpor S~c. 

EXHIBIT C-I 

STANDARD REVISION MARKS 

DEF ": -:::J 

delete; take Aou" 

close up; print as o ne word 

delete and c!24se up 

caret; insert0here 5ome+hir% 

insert asTpace 
space evenly A wherendicated 

let marked -tand as set
 

transpqE', change orde the 

to separate two or more marks
 
and often as a concluding stroke
 
at the end of an insertion
 

farther to the left
 

set farther to the right
 

straighten aliaThent
 

straighten or align
 

imperfect or broken character
 

indent or insert em quad space
 

begin a new paragraph
 

out -- 5 lbs.. as five pounds 

set in capitals (CAPITALS) 

set in small capitals (SMALL CAPITALS) 

set in/owercase (lowercase) 
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EXIIIBIT C- tu, 

SYMOL D FiNiTZC 

set in italic 

set in boldface 

V 

hyphen 

superscript or snerior (as in 
V 

r2 

A 

A 

or V 
subscript 

centered 

or inferior (as in H20)
A 

(..for a centered dot in 

V/ 

0 

or 

comia 

apostrophe 

period 

semicolon 

d 

orQ colon 

V 

/ )parentheses 

/ 

quotation marks 

brackets 

query to author: 
as intended? 

has this been set 

L_4 move up or move down 

- E-

no paragraph 

centered matter 

7A A capitalize first; lower case remaincer 

Y27 = E F E 
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accessed or printed in the past two weeks should be
 
filed to diskette.
 

When a new document is created, a "Document Sum­
mary" screen apeeas. Oerators should always com­
pleze the following entries: 

• Document Name
 
• Operator
 
• Author.
 

Every two weeks, the lead operators should request

that each designated operator print a list of docu­
meaits 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. If 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. In 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.
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(12) Care of Diskettes 

Dislkgttas nave valuabla darn recorded on them.
 
The following rics help 2void damaging them:
 

. Do not exose to sunlight or heat. 

. Store in their jackets or envelopes.
 
• Do not touch the exposed areas.
 
• Keep magnets far away.
 

Other tips are available from Wang.
 

(14) 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.
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(18) Technical Su~oort Acquisition
 

The system administrator and assistant system

administrator are the in-house experts on the use of
 
the equipment. Requests 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
 

(19) Maintenance Support Acquisition
 

The assistant system administrator is the in­
house advisor when equiipment '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 deermine 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 upgradesdits software,
 
AFR mayadd new equipment and the system administrator 
mayrecommend additional training for operators to AFR 
management . 

(21) Recording Equipment Utilization Statistics 

A log should be designednmto accumulate 
utilization figures. Utilization figures are kept for 
all word processing units, including any equipment AFR 
maintains in addition to the IS 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 inithe log
 
should follow SER/DM guidelinesnwhich include:
 

Name of person typing
 

,: 01i'd iro es ig 54" nit i n l d n }ny : q :~m nt iOffice of person typing F 

- Amount of time workstation used 

Number of originalfor revision pages
 
produced.
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..... . .nd ,w s : ...
 

The lead Lperators send the previous week's logs
for their office's equipment each Monday to the assis­
tant system administrator who maintains utilization
statistics for each workstation. These reports are
 
regularly reviewed by the system administrator prior( ­

-! Lo submission to SER/DA4 to assess performance, make
 
Sneeded 
 adjustment and identify significant operational
 

V ~'>'problems as early as possible. 
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APPENDIX D
 

OUTLINE OF OIS TRAINING MANUAL
 



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 :ini:g :nanual includes the same
 
information as the procedures manual each staff member is
 
given as a system reference guide. In addition, Chap­
ter II contains references to equipment operating instruc­
tions when necessary to perform a function. Chapter III,

Equipment Operating Instr.ictions, 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
 
Jfunctions.
 

Once the training manual is developed, it becomes the
 
foundation for 
training both system users and oEerators.
 
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 desired 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
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<important to read these chaptrs .to learn h e equipmentU,. operating instructions necessary to perform specified o­
cedural functions. Chapter III requires them to read '-,he
sof'
the Wang manual, perform the exercises in­
cluded in the chaptarsj and then perform the supplemental

APR-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
.-- adminisrato -ala -operator)-tomonitor--prgress 
answer questions, and review concepts. 
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EX:I221 D-1
 

Outline of C7S Training Manual
 

I. 	GENERAL INFORVATION
 

1. 	Objectives of the system
 
2. 	Overview of equipment capabilities
 
3. 	Objectives of the training minual
 

II. 	 PROCEDURES
 

1. 	Location of the equipment
 
2. 	Scheduled hours of operation

3. 	Names and responsibilites of equipment trained
 

st.ff
 
4. 	Establishment of docume.,t 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 polity
 
- Guidance for filing documents
 
- Care
 

10. 	 Support Acquisition
 
- Supplies
 
- Technical
 
- Maintenance
 

11. 	 Circulation of System Information
 
- Updates
 
- SER/DM bulletins
 

12. 	 Scheduling on-going training
 
13. 	 Recording equipment utilization statistics
 

I. 	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 Instructions
 
- Chapter 4--Word Processing
 
- Chapter 5--Creating a Sample Letter
 

Chapter 6--Create, Print, and Edit a
 
Memo
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- Chapter 7--C:eate, Print, .nJ a 
Letter 

- Chapter 8--Create, Print and Print a 
Four-Page 3rochure 

A2R Exercises 

2. 	Printing and Special Operational Feature
 
Concepts
 
* 	 Wang OIS Operator Guide
 

- Chapter 9--Printer Playout
 
- Chapter 10--Special Print Functions
 
- Chapter 16--Special Operational Features
 

* 	 AFR Exercises
 

3. 	Diskette and Indexing Concepts
 
* 	 Wang OIS Operator Guide
 

- Chapter 11--Document Filing (Archival)
 
- Chapter 12--Document Index
 

* 	 AFR Exercises
 

4. 	Advanced Concepts
 
* 	 Wang OIS Operator Guide
 

- Chapter 14--Utilities
 
- Chapter 15--Glossary Functions
 

* 	 Supplemental Manuals
 
- Glossary
 
- Mathematic Support Package
 
-
 System Security
 
- List Processing
 
- Document Merge
 

.	 AFR Exercises
 

/
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