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United States Department of the Interior
OFFICE OF THE SPECIAL TRUSTEE FOR AMERICAN INDIANS
Washington, D.C. 20240

November 13, 2001

Memorandum &
To: Secretary
From: Special Trustee for American Indians

Assistant Secretary — Indian Affairs

Subject: EDS Report — Interim Report and Roadmap for TAAMS and BIA Da
Cleanup, November 12, 2001

The purpose of this memorandum is to commend to you the adoption of the EDS
recommendations regarding the TAAMS and BIA Data Cleanup subprojects, as
presented in subject report. As you know from interim briefings, EDS has been
assessing and providing status reports on the state of trust reform regarding these
Interior subprojects for the past five months. In our view the EDS methodology is a
rigorous approach that has led to well-founded findings and solid recommendations for
these particular subprojects. The EDS recommendations were initially presented to
Interior on October 31, 2001.

In summary, the key recommendations that EDS made reflect the need for dramatic
change in Indian trust asset management. EDS recommended that Interior:

Immediately appoint a single, accountable, Trust Reform Executive Sponsor;
Develop an overarching Trust Operations Business Model;

Adopt an overall business and computer systems architecture;

Adopt a consistent information systems acquisition strategy;

implement consistent technology frameworks, methods, and tools;

Establish a Trust Program Management Center;

Execute comprehensive staffing plans for all participating organizations.
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We have not, however, had sufficient time to evaluate and comment on the “Roadmap”
portion of EDS' report, and wish to have further time to complete that process.

A briefing paper with further details on the planning and implementation of the EDS
recommendations is attached.

We concur with the EDS recommendations and, with your concurrence, are committed
to implementing them as soon as possible.

| CONCUR: Z‘}/ 417~ 1DO NOT CONCUR:

cretary of the Interior Secretary of the Interior

Attachment
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This is the third of three deliverable documents for the TAAMS
and BIA Data Cleanup Assessment. DOI conunents on the
-Raonmprigias: ‘FaCompis Rgot” returned as of
November 8, 2001 have been considered in revising EDS’
recommendations and developing the roadmap contained in this
report. The report is labeled ‘Interim’ to recognize that changes
may be incorporated in the "Fiird Rgart o1 DOI's Tnst Rgom
Jitidives” based on additional information obtained during the
overall Trust Reform assessment.
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Interim Report on TAAMS and BIA Data Cleanup

Summary Findings and Recommendations in this report reviews the following topics:

e Introduction

e Program E nvironment

e Successful Change Component
e Strategy, Direction, & Planning
e Business Processes

e Technology & Data

e Orgnization & People

¢ Roadmap Summary

Introduction

In June 2001, the United States Department of the Interior (DOI), Office of the Special
Trustee for American Indians (OST), contracted with EDS to perform an assessment of
business and technical risks of the Trust Asset and Accounting Management System
(TAAMS) and its interfaces to other Department applications. The assessment is to
determine current project status. identify business and technical issues, recommend
improvements, and develop a roadmap for future phases of the effort. Historical
information was only considered to the extent necessary to understand the current status.

This report is the last of three deliverables associated with the TAAMS and BIA Data
Cleanup assessment effort. The purpose of the first deliverable published October 10,
2001 was to allow DOI the opportunity to review the EDS findings to ensure that EDS’
subsequent recommendations and roadmap reports are grounded in accurate perceptions
of the current project objectives and issues. The OST distributed that document for
review and feedback. DOI comments oi “Obsaudias: Highligts avd Coms” retumned as
of October 25, 2001 have been considered in developing the EDS recommendations
contained in this report.

The second deliverable, published October 31. 2001, presented EDS' recommendations
and was again distributed by the OST for review and comment.  Subsequent 1o the release
of the "Reaznmmnitios: ‘For Canmurts’ Rgot”™, the DOI asked EDS to accderate the
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development and publication of a roadmap. As a result. only those comyments returned as
of November 8, 2001 have been incorporated in this report. Any comments received after
that date. together with information obtained during the overall Trust Reform assessment,
will be addressed in EDS’ ‘Find Rgat on DOl Tnst Regormatitives”. That report will be
published in January, 2002.

Throughout this report, the TAAMS sub-project. initiated in 1998, refers to the system
being developed and deployed to handle the land management portion of Trust Reform.
The BIA Data Cleanup sub-project, initiated in early 1999, refers to DOI efforts to ensure
data contained in existing or new’ systems is accurate and complete. BIA Data Cleanup is
closely linked to the TAAMS project and has a direct bearing on TAAMS deployment
implementation.

TOCU Interim Report 1.0.2.doc Copyright: November 12. 2001
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Program Environment

The EDS engagement team has witnessed the complex nature of Trust Reform. As
background, it is important to note the extensive and varied nature of the DOI land and
trust fund management responsibilities. This includes some 56 million acres of Indian
trust Jands and approximately 110,000 surface and mineral leases on these trust lands.

OST has the responsibility for managing the trust funds or revenue that flow from Indian
trust assets. OST maintains approximately 1,400 Tribal trust accounts for 315 Tribal
entities and about 285,000 Individual Indian Monies (IIM) accounts. Each year over $800
million passes through the Tribal trust fund accounts and over $300 million passes through
the IIM accounts.

This workload exists against a backdrop of differing and at times complex situations
related to land ownership, treaty obli gations. lease agreements. state and federal laws, and
other factors. Further, the BIA has had a 130-year history of decentralized program
execution. meaning that roles, business procedures and even terminology vary among the
12 regions and their field offices.

Successful Change Components

Maijor projects such as TAAMS and BIA Data Cleanup involve more than just the
technology itself. Other components integral to project success are illustrated in the
following diagram.

Components of Large Scale Change

Business Processes

Straregn )
Direction c> Iechnology & Dara >
Plunning

Organization & People

Each of these four components requires successful execution and linkage to achieve a
timely and effective overall result. Our assessment approach includes research and analysis
in each of these areas, the findings and associated recommendations of which will be
discussed in the pages that follow. The EDS team has intervienwed over 80 people,
including central, regional and agency DOI staff, tribal Jeaders and other representatives of
the Native American bencficiaries. These interniens 1ook place in Washington. D.C..
Albuquerque. NM, and six regions. In addition to these int erviens, the EDS assessment
team reviewed detailed documentation in al] areas.
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We have found significant problems and shortfalls in each area, and overall, have found
that the components have not been well integrated. Based upon current experience and
problems, both the cleanup tasks and the TAAMS system deployment is not planned to be
completed until at least 2004. However, in some areas we have seen positive progress.

In the assessment, executives and directors of DOI, BIA, OST, and other stakeholders
involved with Trust Reform evaluated the risks and likelihood of success for each of the
Components of Large Scale Change (see diagram on the previous page). There was a high
level of agreement among the interviewees who f ound all but one of the categories
(processes) to be of high risk and high importance. Their responses indicate that these
areas need to be acted upon immediately to assure a reasonable likelihood of success. The
detailed results of these assessments can be found in A ppendix B, Executive & Director
Interview Results.

EDS was engaged to assess the current status of Trust Reform and to recommend any
changes required to ensure the success of Reform Initiatives. EDS'’ first deliverable,
TAAMS/ BIA Daa Clavip Olbsautios: Highligis ad Caxas, documented our findings
relative to the current status of Reform activities. -

This section identifies high-level findings and recommendations that, if implemented. will
increase the likelihood that TAAMS and BIA Data Cleanup will contribute to overall Trust
Reform objectives. It then summuarizes the current status of the TAAMS and BIA Data
Cleanup sub-projects and specific recommendations for each sub-project. These project-
specific recommendations are described in greater detail in the Detailed Recommendations
Section.

The findings and recommendations for the TAAMS and BIA Data Cleanup assessment
are summarized on the following pages.
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~
Rusiness Procesyes .

Strategy, Direction, & Planning

~.

Technolog: & Data >

Orponizanon & Peoplc

summary Findinas

o Positive steps bave been taken since July 2001 to strengthen overadl Trust Reform
adivities At the Trust Reform level, steps have been taken to provide central, unified
direction. A new Assistant Secretary of Indian Affairs was confirmed in July. Recent
efforts by the Special Trustee and the Assistant Secretary - Indian Affairs demonstrate
an ability to work more closely together. Also in July, the Secretary delegated
additional authority to the Special Trustee for overall Trust Reform. In addition, a new
position of the E xecutive Director for Trust Systems and Projects has been established
and filled, but this position has no line authority.

e Until very recently there bas boen no overdl business and systens ardritedae for
Trust Reforn to provide diredion forr TAAMS. The initial version of the architecture
was just completed (August 2001). Until now, the TAAMS application development
process has been proceeding without being able to link to a larger context. (This area
will be discussed in more detail in the EDS Trust Reform Report.)

e Thereisnat adefined shtegic divedion and shaved imderslanding of godls forthe
TAAMS and BIA Data Clemusp projeds The DOI directors, siaff members, and
external entities perceive there to be a disconnect among DOI management as to the
direction of TAAMS and BIA Data Cleanup, as well as Trust Reform on the whole.

e Asa consequence of the above, it is diffiadt to define projed socope and objedives or
sct dearpriovities for TAAMS and BIA Data Cleamp. While the scope and
objectives of the sub-projects are identified in the Amended HLIP (2000), there is not
a consistent, agreed upon understanding of the scope and objectives by organizations
and employees throughout DOI. The specific objectives and priorities, the means for
accomplishing them, and the standards against which the projects will be assessed.
have not been communicated and monitored throughout the relevant aspects of the

Department.

o A Meclrics Plan is nat in place for TAAMS o BIA Data Clecouiy A planis not in
place to identify and utilize metrics to measure and monitor the status of the sub-
projects. There is not a description of what metrics should be collected, who should
collect them. how the metrics will be collected, the frequency they will be collected,
and the method by which the information will be distributed.

o The TAAMS projed is not an integirded effort. There is a lack of communication and
coordination between TAAMS and other Trust Reform sub-projects. TAAMS does
not share the same organizational structure, tools, processes, or project schedule with
its interfaces or other sub-projects. There is no centralized program office in place to
coordinate the various efforts. Within TAAMS, there is no centralized overall project
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schedule. The schedule is focused on development and does not include areas such as
risk management, training. deployment, infrastructure planning, etc.

Buuness Processes -

High-Level Recommendations

Technoiogy & Datu

1. Immediately A ppoint a Single, Accountable, T rust Reform
Executive Sponsor. The Trust Reform sub-projects and breach —
efforts need to be directed by a single, E xecutive Sponsor. The emphasis of this
recommendation is on aligning responsibility with line of authority. The Executive
Sponsor should set strategy and direction for all Trust reform initiatives. This leader
must have the authority and responsibility to direct all Reform initiatives. setting scope
and priorities. This Sponsor must have line authority and control over the budget,
subject matter expertise and the staffing required to keep program initiatives on
schedule. :

Ovgumzonon & People

The Executive Sponsor’s organization should include a Trust Program Management
Center (TPMC )providing metrics and progress assessments. The Sponsor needs to
ensure that meaningful metrics are being monitored and reported with confidence on a
regular basis. The metrics plan should include performance measures on high-level
strategies as well as basic sub-project activities.

Further recommendations regarding the TPMC are found in the “XI. Establish a Trust
Program Management Center”in the Detailed Recommendation section.

11. Adopt an overall business and computer systems architecture. The
Department s business and computer systems architecture needs to be validated,
approved and adopted by both the trust business and technical communities. The
architecture will provide the needed common language for data and processes across
the organization. The TAAMS and BIA Data Cleanup sub-projects should adhere to
that architecture. Detailed recommendations concerning the architecture will be
provided in overall Trust Reform assessment.

I11. Integrate the TAAMS and BIA Data Cleamip sub-projects.

High-leve! recommendation ll, “Infegrate the TAAMS and BIA Data Cleanup sub-projects.”’
has been incorporated into two subsequent recommendations:

X. Immediately Appoint One Individual Accountable for TAAMS and BIA Data Cleanup.”

Vi1 Clérify and communicate the DOI's BIA Data Cleanup responsibilities and objectives.”
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Business Processes

Strutegy
Irrection &

Technology & Dxaa >
Diarrnyg,

,//()lgwu:umm & Peuple

summary Findings

o Some progress bas been made in the identifiattion and priovitization of BIA Dala
Cleanptases During the week of August 27, 2001 BIA officials identified and
prioritized additional BIA Data Cleanup tasks that address ‘duplicate’ data issues and
known inconsistencies in existing data stores. Regional offices are to determine who
will perform these tasks.

o Different business modds and processes tInoughout the regions and fidd offices make
TAAMS development complex and costly. Reengineering and standardization of trust
management business processes was not done prior to TAAMS development. Today,
there remains a wide variation of business processes throughout the regions and ield
offices. Since business processes are not standardized, TAAMS system development
must accommodate the requirements of the different DOT locations, prolonging the
TAAMS implementation. The variations now in place partly reflect differing
circumstances. but often are multiple ways of doing similar tasks.

Mrares .
I):u-cnmn> Technuoionn & Dan \
Plammng,

" Ovganization & People

High-Level Recommendations:

IV. Develop an overarching T rust O perations Business
Model

An overarching Trust Operations Business Model needs to be developed and
referenced by all sub-projects and specifically by the TAAMS and BIA Data Cleanup
sub-project. The Business Model should have a high level of consistency in the core
functions across the organization. The purpose of developing the operat ional business
model is 1o determine which functions and processes are critical to the organization.
The Operational Business Model provides a structured approach to anahyze the
business practices.

The DO has not demonstrated the capabilities required to develop a comprehensive
Trust Operations Business Model and needs to work an experienced third-party
Business and Systems Integration partner to pursue the detailed recommendations
below.

The Business Model needs to incorporate the full high-level lifecycle of Trust
Management and needs to be consistent, wherever appropriate, with Industry
Standards. 1t must also comply with treaty statutes and case law describing DOI
responsibility / duty to beneficiaries. Additional policies, procedures and controls
need to be in place to ensure accountability.

The Trust Management Enterprise Architecture (TMEA) provides an overarching
view of the trust enterprises and includes a high-level business model as a key
component. This high-level business model is the hierarchical parent of the Trust
Operations Business Model.
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The Trust Management Enterprise Architecture will be discussed in more detail
Trust Reform Report.

v. Adopt a consistent Information Systems Acquisition Strategy- Once the Trust
Operations Business Model has been approved, a2 consistent Information Systems
Acquisition Strategy needs to be adopted. The acquisition strategy, together with
complete and accurate descriptions of the reformed business processes, will become
the basis for evaluating the qualifications of integrated Title, Realty and Accounting
software solutions. E ventually. once an integrated solution has been chosen that
sotution will support and enable subsequent changes to relevant pusiness policies and
procedures. :

///
Copyright. November 12. 2001
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Business Processes

Technology & Data

Summary Findings

o The Data Clenp efforts to date appen-to bave been dviven by tedmiad conaems
ratherthan fiom a fichiday responsibility and risk: perspedive. The cleanup strategy
has been focused on the TAAMS module and rollout schedule (e.g, title records in
selected regions). However, there are substantial variations among the data anomalies
in relation to the size of the risk and potential impact to the beneficiaries.

e The Cravent Title Modide of TAAMS is being used in foun-(4) regions 1t is the
system of record in Billings, it is running in parallel in Anadarko. and it is the system of
record in Alaska and Eastern Oklahoma for the small fraction of records that have
been encoded. In general, progress has been made on the Title module.

o The TAAMS requirements determination and gathering process is inadequate.
TAAMS requirements are changing constantly and these changes are not well
controlled. While there are clear high-level requirements for TAAMS, there is not an
accurate set of documented, detailed requirements.

o Testing teams dona have detailed vequarements to test against, making it diffiadt to
measoe suaess Instead. teams test against business functions and check the
tunctionality of the software. Unit, integration, and system test functions and
methodologies are good: however, there are no solid requirements to test against. This
lack of solid requirements has resulted in implementation delays. The BIA did not
participate in developing requirements-driven system and user-acceptance test cases.
further increasing the risk that TAAMS would not support business needs.

o Thereisabigh 1isk that the DOI netuork infiastyudioe uill be insdfident for
ament and fitine support of TAAMS. A network analysis has not been conducted
for the sub-projects, or for the Department as a whole. There is no long-range plan
for the network. The infrastructure team has not been involved in overall planning for
the sub-projects and therefore has not been able to help forecast impacts on the
network or future requirements.

o There remain alage anoor of aomadlies and niissing data within the st of
information needed to suaessfidly operate TAAMS. The full scope of the Data
Cleanup task has not been defined, as explained further below:
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High-Level Recommendations:

.
Business Processes ~ ~

Stran
ircenion a
[ —
/' Orgonizanon & People

z

V1. Immediately assess the mature and magnitude of the BIA
Data Clearmip issue. The DOI needs to move immediately to
accurately estimate the nature and magnitude of the BIA data cleanup issues affecting
Title, Realty and Accounting business processes. This will require the Department to
conduct a statistically valid assessment of data-related issues. It then requires the DOI
to develop a strategy and establish priorities that balance its fiduciary responsibilities
with stakeholder interests and technical considerations. Data cleanup policies and
procedures need to be reviewed to ensure compliance with the Department’s strategy
and priorities. Finally, effort and resource estimates need to be created for performing
the BIA data cleanup effort in line with these priorities.

VII. Accelerate TAAMS Title and Defer Realty and Accounting Functiomality.
Implementing TAAMS Title nation-wide would simplify related business processes
and reduce the risk of introducing errors and inconsistencies in business-critical data
stores. 1t would establish a baseline of certified information against which accounting
and distribution data from IRMS. MAD, LISLA and other Realty applications can be
reconciled.

The introduction of TAAMS Title must be coordinated with relevant BIA Data
Cleanup activities in order to ensure both the initial and ongoing quality of owner,
realty and title information introduced into TAAMS.

Realty and Accounting development and deployment efforts, honever, should be
deferred until the revised Trust Operations Business Model has been developed and
the acquisition strategy has been revisited. This will provide the Department with the
opportunity to evaluate the extent to which information services support the revised
business processes. It will also avoid any risk of reducing the integrity of current
processes and services by introducing unverified functionality.

VIII. Implement consistent technology frameworks, methods and tools.
Information technology suppon for Trust-related business processes will, of necessity;,
embrace disparate architectures and solutions. In order to ensure the fitness of
proposed changes to individual components, the DOI needs to adopt and enforce a
consistent technology framework, together with methods and tools that facilitate
Department-wide development practices.

IX. Establish required computing and communications capabilities. An
assessment should be performed to establish levels of network capacity with
consideration to the technical architecture and future Title, Realty and Accounting
business requirements. The impact of planned initiatives (e.g.: imaging,. etc.) needs 1o
be considered in this assessment. Once the required network capacity is established.
service stanclards need to be established that ensure consistent, reliable support for the
Department's Trust-related business processes. The results of this assessment may
recquire the DOI to acquire significant assets or services 10 meet business needs.
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Brsincss Processes

Organization & People

Technolog & Data

summary Findings

o Forthefirst time, dll Trust Rgfom sub-projed managers bave come togetherto
aonmumiaite status and disass issues During a two-day session in October, sub-
project managers shared project status and activities, lessons learned, success stories
and made personal contact with each other for the first time. The Special Trustee for
American Indians and the Assistant Secretary for Indian Affairs spoke at the session
and developed a common theme for the successful implementation of Trust Reform.
The sub-project managers committed to working together to make Trust Reform a
success, signing a Chater for Tnst Rgormas a symbol of their commitment.

e Thareisno single lead sponsororsingle projed tecon forthe aonbined TAAMS and
BIA Data Cleamp efforts. There is no one individual with complete authority and
accountability for TAAMS and BIA Data Cleanup, and no single dedicated team.
TAAMS management is disbursed across the DOI organization and its contractors,
resulting in conflicting Messages and information regarding organizat jonal priorities
and objectives. Reporting lines are not clear, and it is difficult to identify members of
teams and committees.

e Changestothe projed sope and schectde ae nat memaged uell. There is not an
integrated change cont rol process that ensures project changes are communicated.
documented, approved. prioritized and implemented. Some CORLrACtOrs Were not
aware there is a Change Control Board. In addition. DOI leaders do not have a
strategy for ameliorating the impact of changes in the judicial or legislative agendas on
the core, trust-related DOI operations.

o  Stakebalderinvolvement in the developmant of TAAMS unis soen as inadequate
Many of the regions, agencies, and Tribes (beneficiaries and stakeholders) do not feel
they are involved in decisions regarding TAAMS. Asa result, resistance 1o TAAMS is

high.

o Intemal and extenal TAAMS wnmuaorictions are inadeqquie and in some coeas do
ot exds. Some outreach initiatives have been undertaken. However, communication
plan depicting information to be communicated and agreed upon by key stakeholders
does not exist.
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High-Level Recommendations:

Thereis alad: of qualified resanves to support TAAMS and BIA Data Clecouif
The regions and field offices lack resources with enough experience and expertise to
adequately support TAAMS and BIA Data Cleanup activities. TAAMS and BIA Data
Cleanup have had few, if any, dedicated resources — resources assigned have other jobs
and responsibilities and therefore, are often over-committed. Attrition is also a
concern. The pool of applicants in the regions and field are limited, and it can take up
to two years (o get a new hire fully trained and productive. Finally, IT infrastructure
staff at the BIA Data Center in Reston, Virginia are lacking adequate resources.

Srraregy
Direcrion &

Broad organizational issueswill be addressed in the overall Trust
Reform assessment. The recommendations below focus on issues -
specific to the DOI's position regarding TAAMS and BIA Data Cleanup efforts.

X. Immediately appoint one individual accountable for TAAMS and BIA Data
Cleamp. Adhering to the ‘accountable organization’ philosophy, the Department
needs to invest the authority and responsibility for TAAMS and BIA Data Cleanup in
one individual. This individual needs to report to the E xecutive Sponsor for TAAMS
and BIA Data Cleanup and should directly control all TAAMS and BIA Data Cleanup
sub-project planning and execution activities.

XI. Establish a T rust Program Mamagement Center. The Department needs to
move expeditiously to establish a Trust Program Management Center (TPMC)
operating at the direction of the Executive Sponsor. The function of this TPMC is to
establish consistent project management practices initially for TAAMS and BIA Data
Cleanup projects and then across all Departmental sub projects. The TPMC will
administer the project management tools, establishing standard tables and templates to
be leveraged across the organization. It will also provide a central point for reporting
and visibility across projects, with capabilities such as an Automated Trust Program
Performance Reporting Tool. The reporting tool. or dashboard, would summarize the
status of all trust initiatives. The TPMC will be the hub of project communication. It
will provide consistent management of processes, schedules, resources, risks,
communications and other project management disciplines.  The TPMC should
provide ongoing project management mentoring and training to project managers
across the organization.

Refer to “X1.6 Implement an Automated Trust Reform Performance Reporting Tool.”in the
Detailed Recommendations section for additional information on a performance reporting
tool, or dashboard.

"LCY Interim Report 1.0.2.doc Copyright. November 12, 2001
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XI1. Improve stakehokder involvernent in TAAMS and BIA Data Cleamp. The
changes inherent in a revised Trust Operations Business Model, and specifically in
Title, Realty and Accounting business processes, must be accepted and adopted by all
Regions, Land Title Record Offices, Agencies, Tribes (and Tribal represemaliv&s), and
DOI Bureaus and Agencies. The Department needs 1o take steps to improve
cuakeholder participation in the direction and prioritization of Refornrrelated
initiatives. This will ensure the business model reflects DOT objectives and the unique
trust characteristics imposed by federal and local statutes, treaties and tribal needs.

Specific recommendations for improving stakeholder pariicipation will be included in the
overall Trust Reform assessment.

X111. E xecute comprehensive staffing plans for all participating organizations.
Regional offices are already understaffed in key areas. Further reduction in regional
staff will be required to dedicate resources 1o key trust reform responsibilities. Many
of these resources will have to come from existing operation teans. These reductions
will jeopardize the Department’s ability to comply with ongoing Trust responsibilities.
All participating organizations need to plan for, hire and train appropriate numbers of
personnel to ensure adequate support for both Reform initiatives and ongoing Title,

Realry and Accounting operations.
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Roadmap Summary

Overview

The graphical roadmap below summarizes each of the high-level and detailed activities
required to address the highlighted recommendations and concerns identified during E DS
assessment of the TAAMS and BIA Data Cleanup subprojects. A number of these
recommendations, which will improve current operations and establish a firm foundation
for subsequent efforts, can be completed within the next nine (9) to twelve (12) months:

e Appoint a Trust Reform Executive Sponsor;

¢ Implement a Trust Program Management Center;

e Appoint a single TAAMS / BIA Data Cleanup Sub-Project Manager:

e Increasing Stakeholder Involvement in TAAMS and BIA Data Cleanup;

e Assess the Nature and Magnitude of the BIA Data Cleanup Issues and take actions
to address the highest priority concerns:

e Adopt an Overall Computer and Business Systems Architecture for Title. Realty
and Accounting business areas: and

e Adopt Consistent Data Center Operations, Services and Service Levels.

It must be noted that the completion dates and efforts associated with BIA Data Cleanup
and the implementation of an integrated Title. Realty and Accounting software solution
cannot yet be estimated. These dates depend on the results of the recommended
assessment into the nature and magnitude of the data errors that must be resolved in order
to assure the integrity of Trust business processes. Similarly, the duration required for
successful introduction of an effective Title, Realty and Accounting software solution
depends on the outcome of the “make vs. buy™ evaluations and other related factors.

The start dates and durations identified in the graphical roadmap reflect the complexity of
the current Trust environment and the need to incorporate objectives and priorities of all
stakeholders: Departmental organizations and other governmental agencies, tribes and
representatives of the Native American beneficiaries. Start dates are considered accurate
to within the quaner specified. assuming all prerequisite recomumendations have been
implemented on schedule. Durations are estimated in three-month increments. More
precise estimates and schedules can be produced as specific scopes-of-work are defined.

In the chart that follows, 2 *1Q" in the *Start’ column indicates that this activity is expected
to commence in the first (1) quarter of the Reform program. ‘3-6 months’ in the
‘Duration’ column indicates that this activity is anticipated to require from three (3) to six
(6) months to complete. An asterisk (*) indicates that the completion date cannot be
estimated at this time.
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Background
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Bac:kground -

Background in this report reviews the following topics:

e Interim Assessment Background

e TAAMS and BIA Data Cleanup

interim Assessment Background

In June 2001, the United States Department of the Interior (DOD), OST, contracted with
EDS to perform an assessment of business and technical risks of the Trust Asset and
Accounting Management System (TAAMS) and its interfaces to other Department
applications. The assessment is 1o determine curvent project status, identify business and
technical issues, reconmimend improvements. and develop a roadnuap for future phases of
the effort.

The Department subsequently contracted with EDS to perform a general assessment of all
Trust Reform-related sub-projects. including efforts associated with the four (4) breaches
.dentified in Cobell v. Norton. At the time of the modification. it was noted that the
TAAMS assessment, together with an assessment of related Bureau of Indian Affairs
(B1A) Data Cleanup activities, #as still urgently required.

EDS prioritized and delivered an assessment of the TAAMS and BIA Data Cleanup sub-
projects. The initial assessment entitled 74 AMS/ BlA DaaClaatp Olsendias: Higligas
@ Corars. was published on 10 October 2001. DOI comments On “Obsaudios:
Highligts ad Coxs” returned as of October 23, 2001 have been considered in
developing the EDS recommendations contained in this TAAMS/ BIA DaaClav1p
Rapnnwtios: “For Campis’ rgat.

This report is being published to provide DOI leaders an opportunity to review EDS
recommendations regarding the TAAMS and BIA Data Cleanup sub-projects. Except
where specifically noted, the findings and recommendations contained in this document

apply only to those sub-projects. The purpose of this “For Comments” Report is to solicit
feedback on the recommendations and, where appropriate, alternat ives to EDS' approach.

An IitaimReat o TAAMS @ BIA Daa Claarpwill be published after the feedback on
the ‘FarCamis’ repor has been reviewed and incorporated. It must be noted that the
findings and recommendations dentified in the Far Camnts’ and the lizain1 reports may
change upon a detailed examinat ion of other, related. Trust Reform initiatives. Any
changes identified as a result of EDS' assessment of the remaining Trust Reform initiatives

will be incorporatext in EDS’ final report.
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fAAMS and BIA pata Cleanup Background

The raanagement of the Indian Trust Funds has been a long-standing issue that dates back
1o the 1870s. The BIA has land management responsibilities including some 56 million
acres of Indian trust lands and approximately 110,000 surface and mineral leases ON these
trust lands. The OST maintains approximately 1,400 Tribal trust accounts for 315 Tribal
entities with assets in excess of $2.5 billion. In addition, the OST maintains about 285,000
Individual Indian Money Accounts (1IM). Each year over $800 million passes through the
Tribal trust funds and over $300 miltion passes through the 1IM accounts. Almost
170,000 tracts of land encompassing 56 million acres of land are managed in the trusts.

In 1994, Congress enacted the American Indian Trust Reform A, which established the
OST. The OST was given oversight responsibility Later by secretarial order the OST was
given responsibility for managing trust funds and revenues that flow from the Indian trust
assets. This responsibility includes accepting deposits, investing and disbursing trust
funds. as well as audits of the accounts for trust funds held in tribal or Indian IIM
accounts.

Part of the Reform Act states. “The Secretary's proper discharge of trust responsibilities of
the United States shall include (but are not limited to) the f olloning:

e Providing adequate systems for accounting for and reporting trust fund balances.

e Providing adequate controls over receipts and disbursements.

e Providing periodic. timely reconciliation to assure the accuracy of accounts.

o Determining accurate cash balances.

e Preparing and supplying account holders with periodic statements of their account
performance and with balances of their account that <hall be available on a daily
basis.

e Establishing consistent, written policies and procedures for trust fund management
and accounting.

e Providing adequate staffing. supervision and training for trust fund management
and accounting

e Appropriately managing the natural resource located within the boundaries of
Indian reservations and trust lands.
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As a result of this legislation, the Special Trustee, reporting to the Secretary of the Interior,
became responsible for the oversight, reform, and coordination of the policies, procedures
and systems used by various DOT agencies involved in managing Indian trust assets. The
Special Trustee was charged with developing a comprehensive strategic plan that would
ensure the proper and efficient discharge of the DOI Secretary’s Trust responsibilities in
compliance with the American Indian Trust Fund Reform Act  The Special Trustee
submitted a Strategic Plan for Trust Improvement in A pril 19 °. The DOI Secretary had
reservations about the strategic plan but agreed that the trust system improvements and
data cleanup efforts in the plan should proceed as soon as possible. These decisions on
systems improvements and data cleanup became part of the Trust Management
Improvement Project (TMIP) and the original High Level Implementation Plan (HLIP).
Two of the sub-projects contained in the HLIP were the TAAMS and the BIA Data
Cleanup. :

Initially. the DOI believed that one system could perform both the asset and accounting
functions that were needed. This is typically true in most trust departments in that the
trust accounting system usually has a real estate component. However. because of the
complexities of the Indian Trust. it was later decided to split the function into two
Requests for Proposal (RFP): TAAMS -- which nould handie the land management
portion, and the Trust Funds Accounting System (TFAS) which would handle the
accounting portion. It was thought that by acquiring a commercial off-the-shelf system
(COTS) and by modifving it slightly to suit the unique aspects of Indian trust, the system
would satisfy the needs for the land management system. It was also decided that instead
of trving to modernize the LRIS 1nd TRMS. the functionality contained in these tno
systems would be incorporated into the TAAMS project. TAAMS would include three
njor functions: Title, Realty. and Account ing.

TAAMS lhas been described as the centerpiece or backbone of Trust Reform. It was to be
the repository for all of the information regarding the land. Tt was to contain the
description and location of the land: the owners of the land. the valuation of the land: the
Jease information., the billing, and accounts receivable information. Other groups such as
the Mineral Management Service (MMS) would interface their systems with TAAMS.
TAAMS. in tum. would feed information, including asset valuation, to TFAS. TFAS then
manages the investment and distribution of 1IM and Tribal monjes.

In 1998. the BIA entered into a service bureau relationship agreement with Arntesia, a
division of Applied Terravision Systems, Inc (ATS) to use ArtesiaLand. a land leasing
system. BIA's concept was that with minor modifications to the system, they would be
able to “jump start” the development activity. They also believed the delays associated
with traditional development methods were far greater than the risks involved of using this
system. The BIA choseto modify AntesiaLand using an evolutionary prototyping method
for rapid development. This method allows for numerous system releases. each one to be
closer to the end target than the previous one. The system was targeted to be piloted in
July 1999 in Billings, MT. The pilat would last for 100 days. The system would then be
deployed to 12 regional offices and 80 agency offices. The complete implementation was
to be accomplished by March 2001.
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The BIA Data Cleanup activity was initiated in January 1999. A contractor, Datacom
Sciences, Incorporated, was hired to assist in the effort. The effort was to be focused on
Jand title, and resource management information maintained by the bureau in aut omated
systems, microfilm/ microfiche and physical hardcopy files/ folders. The ultimate goal of
Data Cleanup is to ensure that the Indian Trust records are accurate, mect management
and operational standards and establish permanent data integrity.

The BlA Data Cleanup effort was aimed at ensuring that the data contained in existing
sysiems Of NEW SySlems was accurate and complete. BIA Data Cleanup closely linked to
the TAAMS effort and has a direct bearing on the success of the TAAMS deployment.
BIA Data Cleanup consists of: the correction and conversion of data in the legacy systems,
entry of data not previously automated, and seeking missing information required for
TAAMS records and transactions. In addition, it also includes the management of data
after the initial Data Cleanup is accomplished. The data entered into the electronic
systems comes from 2 number of document sources including contracts, encumbrances

and probate orders.

T 12
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—
Sub-Project Status
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Sub-Project Status in this report reviews the following topics:

e TAAMS Summary Status

e BIA Data Cleanup Summary Status

TAAMS Summary Status

TAAMS is a general trust land management system that is intended to efficiently manage
Indian Jands title and land trust assets. 1t is aimed at ensuring accurate distribution of
funds to individuals and tribes through a proper management framework.

The TAAMS system is to consist of three major areas: Title (including Current Title, Title
History. and Name and Address), Realty. and Accounting. Current Title includes
capturing title ownership. beneficial ownership, recording. and legal documents or
encumbrances. Realty performs several functions—contracting. collection and deposit,
disribution. and monetary ownership. These functions are performed for property rights
associated with land surface. range, right-of-way. mineral. and forestry. The Accounting
module tracks billings and accounts receivable of the trust and is to be implemented in
conjunction with Realty.

TAAMS was supposed to be rapidly implemented using a commercial off-the-shelf
(COTS) product, with minor modifications. The initial schedule envisioned a phased
implementation using the COTS product and making as-needed modifications to support
variations in the field. This presumed a high level of consistency between BIA processes
and those assumed in the COTS product. However, the BIA has a highly decent ralized
and varied set of trust management business processes. There is a huge gap between the
set of business processes assumed in the COTS product and the actual practices in the
field. That gap required either a re-engineering of the existing BIA processes (which could
also result in streamlining of activities and improved reporting and monitoring) or an
extensive modification to the COTS product. To introduce these modifications without
first formally documenting and approving the business processes and requirements is
resulting in a difficult software implementation.

Regarding specific areas of functionality, progress has been made in implementing the
current Title application with the name & address module. The current title application is
being used in four regions. Title history is dependent upon BIA Data Cleanup tasks and is
nat vet available in production. The business functions in the Realty area are much more
complex than Title. During development. critical requirements for defining the Realty
application were not appropriately captured, partially due to its accelerated development
schedule. This resulted in extensive re-coding, so that the COTS product is at this point a
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custom design. The original COTS prodluct was focused on the leasing and did not havea
title component that reflected BIA land management practices. In addition t0 being time
consuming and expensive, the extensive set of changes exposes the system to additional
risk of operating problems when placed in production.

A summary of the planned TAAMS deployment schedule for the regions visited by EDSis
provided in Figure 1, below. The table is based on perceptions of regional staff
interviewed. As shown, the revised deployment schedule for these selected regions NOw
calls for rollout into at least 2003. However, comments from the BIA indicate the rollout
will continue until at least 2004. Based on experience to date and the concerns identified
in this report, the likelihood of further slippage is high.

Dffice Address * rain
Great Plains Schedule for Principles of
(Aberdeen) deployment deployment deployment deployment Trust part1 —
unknown unknown unknown unknown complete
Principles of
Conversion dates | Conversion dates | Conversion dates Conversion Trust part 2 —
are unknown are unknown are unknown dates are scheduled
unknown Nov-Dec 2002
Southem Cutover — 7/2000 | Stillin LRIS Cutover — 7/2000 Cutover Principles of
Plains Cutover date - planned for 12/ Trust part1 —
(Anadarko) Spring 2002 2001. complete
Title training
complete
712001
No Reatty
training
: planned
Rocky TAAMS is the Still using LRIS; TAAMS is the Tested Training
Mountain System of Conversion — 90% | System of Record conversion conducted for
(Billings) Record since 29 | complete; since 29 Dec 2000 | process in May | Titile, mostly
Dec 2000 2001 in-house; on
' going. Some
realty training.
Navajo Scheduled for Scheduled for Scheduled for 2002 | Scheduled for
(Gallup) 2002 2002 2003
Eastemn A specific A specific timeline A specific timeline A specific Currently,
Oklahoma timeline has not has not been has not been given | timeline has there is no
(Osage) been given. given. not been given. | worker level
Conversion dates | Conversion dates Conversion dates Conversion training for
are unknown are unknown are unknown dates are TAAMS
unknown
Northwest Scheduled in Scheduled in Scheduled in Scheduled in Limited Title
{(Portland) Group 3 for 2002 | Group 3for 2002 | Group 3 for 2002 Group 3 for training in
2002 2000
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Note: All dates identified above were obtained through phone conversations and
interviews with Regional staff. Deployment, in the above table, identifies the
point in time when the software is installed in the region. Cut-over is complete
when all required data is converted and the legacy application is retired.

To address the requirements problem. a broadened design team was established which
represented multiple functions and regions to help reflect the business process variations
within the regions. However, our assessment is that the absence of a standardized
business model and a shared view of what the system is to accomplish means that there is
a high risk of the realty component not accomplishing its goals and providing BIA with a
useful capability. In addition, our analysis indicates there are serious questions about the
ability of the existing information technology infrastructure network to support TAAMS
on a national scale.

BIA Data Cleanup Summary Status

BIA Data Cleanup is focused on preparing complete and accurate data for use in: the
TAAMS system. It includes both Title and Realty information. 1t addresses correction of
data in existing systems (e.g. Land Records Information System (LRIS), Integrated Records
Management System (1RMS). Royalty Distribution and Reporting Svstem (RDRS) and
others) and supplying missing information that is required by TAAMS. The Data Cleanup
efforts 1o date have focused primarily on Title. rather than Realty information, based on
the rollout schedule of TAAMS. It is in progress in 8 of the 12 regions.

The number. complexity and non-standardization of Title and Realty records within the
regions has been a barrier for DOI to estimate the total magnitude of the Title Data
Cleanup task. Current records exist in a variety of forms, including paper documents,
microfilm. stand-alone computers at field offices, and existing systems such as LRIS.
Further missing or conflicting information presents the need to seek out source
documents outside of BIA at county offices and other local records locations. Some of
the source documents may no longer exist. It is clear that a significant percentage of the
data cannot be found on an existing automated system. Therefore. this data cannot be
readily accessed and corrected as needed, and loaded into TAAMS.

Preparing data for TAAMS presents a number of unique challenges at the regional offices.
Although each regional office uses the identical version of the LRIS software, they vary in
the wnayv LRIS is used  Many regions have coded their unique “intelligent numbers” into
data fields that require different versions of editing and conversion programs. Many
regions also have secondary systems that keep track of information pertinent to TAAMS
(i.e,, Management Accounting Distribution (MAD), Land Information System for Leasing
and Accounting (LISLA), Microsoft E xcel spreadsheets). Further. the data conversions
need to account for the data stored in systems other than LRIS. This requires a unique set
of processes for data preparation at each location.
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The estimate made for the implementation time required for the TAAMS system, was
dramatically underestimated when Datacom Sciences, Incorporated began in early 1999.

Realty deals with current lease agreements and does not involve lease history. Therefore,
realty data cleanup nay be a problem of lesser magnitude than title clean up.

Different BIA regions clearly have varying needs and problems regarding the title and
realty data. In the past this has nuade it more difficult to have an overall plan on howto
address data cleanup and establish consistent priorities. The roles and expectations of the
contractor and BIA field staff have not been well defined, in terms of the impact on the
overall effort.

In late August 2001, BIA off .cials made some progress in the prioritizmioh of future data
cleanup tasks. Thereisa plan under development to define a standard set of anomaly
reports. The BIA Data Cleanup sub-project manager is nworking to prioritize the
anomalies to be addressed (e.g, duplicate information. edit failures. and trace ability of

data). Assignment of responsibility for performing tasks al the regional office level is
pending.

Each regjon is determining what data cleanup activities need to take place and are directing
internal staff and contractors 1o complete those activities. The contractor arci BIA staff
working on the Data Cleanup ar¢ dedicated and committed. However, DOT has not
applied an adequate number of resources to the effort, The shortage of resources can
cause synchronization problems given that the underlying data can change and the delayed
approval can be pased on inaccurate data.

1n conclusion. the BIA Data Cleanup project. under a nes project manager. is proceeding
2t a slosvand steady pace. Progress has been made: however, the effort is limited and
primarily focused on Title. and the magnitude of the cleanup effort is not known. In
addition. there are insufficient DOI resources to work on the backlogs. The Data Cleanup
efforts 1o date appear 1o have been driven by a systems development approach rather than
a mission or business approach. Ina mission or business approach, records of highest
business priority would be denified and given the highest cleanup priority.

e —

/’—'—"’_,__
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Approach

TDCU interim Report 1.0.2.doc Copyright. November 12. 2001 35

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

Approach in this report reviews the following topics:

e Assessment Process
e Recommendations Process
e Roadmap Process

e Information Gathering and Assessment Tools

Assessment Process -

The EDS engagement team followed a multi-step strategy designed to obtain the required
project information. perform an objective review and analysis, and encourage the
participation of all affected stakeholders. This strategy outlined below;, was reviened with

the OST and. subsequently with Trust Management Improvement Project Steering
Committee. OST Advisory Board. and the Inter-Tribal Monitoring Association.

1. EDS engagement leim members interviewed key stakeholders 1o obtain their
insight into Trust Reform and TAAMS contribution to reform. These
interviewns followed an objective instrument for change assessment based on
AT. Kearney's Change Assessment Framework. During these sessions,
interviewees tested eight assumptions of change nianagement and were
encouraged to identify highlights and concerns associated with those
assumptions. Appendix A lists the elements of the A.T. Keaney Change
Assessment Framenork

o

The engagement team produced interview summaries identifying key DOI
comments and concemns regarding current status, and returned them to the
participants for review. The intent of these reviews was to ensure that EDS
accurately captured their perspectives in each area investigated.

3. Theteam obxained the applicable Department documentation to further
understand and explore the areas reviewed. The team reviewed extensive
documentation on TAAMS, BIA Data Cleanup, and overall Trust Reform. A
complete list of documents reviened will be found in the final EDS report.

4. The engagement team wtilized objective references for its reviews such as EDS
Project Management Health Check PLUS. Health Check PLUS s based on '
the Project Management Institute's Project Management Boxdy of K nowledge
(PMBOXK).

_/__,—___—
TOCU tnterim Report 1.0.2.doc Copyright: November 12, 2001 36

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

5. Business and Technical Team Reviews were conducted to evaluate business
policies and procedures and the means by which information technology
resources were aligned with those procedures. Business Assurance reviews
were conducted that focused on the extent to which core business processes
were identified and protected against failures due to changes. Technical
AssSurance reviews were conducted to address the availability and reliability of
information technology-based assets.

The EDS team has interviewed over 80 people, including central, regional and agency staff,
tribal leaders and other representat wves of the Native American beneficiaries. These
interviens took place in Washington, D.C.. Albuquerque, NM and six regions. The
Change Assessment Framework interviews, the business and technical reviews, the project
nanagement health check. and the information assurance reviews, combined with the
document reviews. provided insight into the Department’s operating practices and are the
basis for this initial deliverable. A summary of the key tools used is provided in the next

section.

Recommendations Process

In order to develop specific. practical recommendations that would increase the likelihood
of success. the engagement team needed to understand stakeholder expectations, program
and sub-project objectives, the current status of sub-project activities and the means by
which those activities were being governed. The process below describes the steps and
activities that were followed in developing the 74 AMS/ BIA DaaClevtp
Raonnpnios: ~Fa-Conmpits” Repat:

1. EDS summary findings. as published in the draft TAAMS / BIA Daa Clanip
Olxautios: Hidligts av Camat Rt were reviened to identify those issues
with the greatest impact on the TAAMS and BIA Data Cleanup sub-projects.

.

DO feedback on the TAAMS / BIA Daa Clav1p Obsaudios: Highlighs ad
Co1s Rgat ©as evalhated and changes made 10 the summary findings to
reflect factual issues raised.

3. Highlevel recommendations were ident ified. drafted and reviewed by the
assessment team. These recommendations were based, where appropriate, on
industry standards and practices for large-scale change initiatives.

4. The high-level recommendations were then decomposed into practical. detailed
recommendations that identify specific actions that, if implemented. will
improve the effectiveness of Reform-related initiatives and the TAAMS and
BlA Data Cleanup sub-projects in particular.
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Roadmap Process

In the “TAAMS / BIA Data Cleanup Recommendations: ‘For Comments’ Report " EDS
identified high-level and detailed recommendations that, if implemented, will position the
DOI to achieve Trust Reform objectives related to Title, Realty and Accounting business
processes and data. These recommendations, together with the f eedback received by
November 8, 2001, formed the f oundation of a roadniap, a step-by-step sequence of

activities, which must be performed by the Department ina pre-determmed order to
implement EDS’ recommendations. The steps below describe the assessment team's
approach to developing that roadmap.

,’__._________'—___,____’;————-—,
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High-level recommendations were mapped with business requirements to
identify required Roadmap activities. These activities ensure essential change
components are planned. communicated, implemented and managed by all

participating organizations.

In some cases. detailed recommendations have been added or renumbered in
order to reflect the sequence of activities required to implement high-level
recommendations.

Depen

dencies that would affect the timing or success of Reform efforts nere

then identified for each activity definedt above. These dependencies describe
the nature of the relationship between Roadmap activities and highlight issues
that must be addressed in order for the Department 10 make progress towards
reform.

An order-of-magnitude assessment Wis performed to define an approximate
duration of each Roadmap activity. This assessment divided recommended
activities into five categories:

Activities that can be performed in one (1) to three (3) calendar months.
typically within a single organization;

Activities that will require from three (3) to six (6) months to complete and
may affect multiple organizations contributing to related business
processes;

Activities that will require from six (6) to nine (9) months to complete and
may affect multiple organizations cont ributing to related business
processes;

Activities that will require from nine (9) to taehe (12) months to complete
and nay affect multiple organizations contributing to related business
processes; and '

Activities that will require in excess of tnelve (12) months to complete and
may require the Department 1O integrate the efforts of internal and external
organizations contributing to multiple DUSINGSS processes.
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-

5. The dependencies and estimates were then used to establish the timeframe
within which activities would be initiated.

o Immediate - Activities that need to be undertaken within 0-3 months and
are considered pre-requisites for continuing Trust Reformy;

e Subsequent — Activities that commence after the first 3 months

6. Finally, the assessment team identif ied performance considerations; decision
points, key performance indicators, risks and milestones that must be
monitored by the Department 10 measure Or 255655 its progress in Trust
Reform. These considerations are meant to be representative rather than
exhaustive. One of the essential issues that must be addressed is the need to
identify a comprehensive suite of considerations that must be monitored to
accurately assess progress tonards Reform.

[ —
TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001
39

EDS Confidential




Interim Report on TAAMS and BIA Data Cleanup

Information Gathering and Assessment Tools

The engagement team used several infornuation gathering and assessment tools:

A.T. Keamey ABCD Change Assessment Interview Framework:

fat

: za
Derived from A.T. Kearney's change assessment methodology, this framework zZu )
captures executive- and director- level insight into the objectives, methods, H : -
capabilities and resources available to implement enterprise-wide changes. “SEeD
Likelihood

EDS Program H ealth Check #1@®:

Based on the Project Management Institute Autohealthcheck Survey, the Health
Check 25® enables EDS Project Management Consultants to capture and -
objeatively evaluate the strategies, methods and tools used to monitor and cont rol
program activities.

E DS Information Assurance Assessmernt Process:
Integrated questionnaires and processes that evaluates the extent to which core
processes and data are protected against unaut horized access or modification.

EDS Team Review Frameworks:

Technical Review frameworks define agendas used to explore and evaluate the
extent 1o which prograny’ project scope and requirements are defined and matched
to business and technical designs, produced components, test plans, training efforts
and deployment activities.

Business Review frameworks define agendas that combine general business issues
(for example organizational readiness and business continuity) with a detailed -
examination of the policies, procedures and resources committed to program =
activities. Business and technical frameworks are grounded in EDS’ System Life Cycle 3.0
and the Project Management Institute’s Project Management Body of Knondedge (see

below).

PMI Project Management Body of Knowledge (PMBOK): |

PMBOK establishes a stasidard against which program/ project management et et

activities are measured. The functional areas addressed are: Project Integration. R

Scope, Time Management, Cost/ Procurement Management, Quality, Human

Resource Management, Communications and Risk. ~
Rem=—rm——

E DS RightStep®:
An EDS proprietary methodology for aligning a client’s Information Technology Right Stepig
investments with long-range business objectives and strategies. '

E DS System Life Cycle 3.08:

Consistent with industry standards, EDS’ System Life Cycle methodology enables
the assessment team to evaluate the extent to which current information technology
policies, methods and 1ools reliably and economically support client requirements.
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) -
Detailed
Recommendations

sections that follow provides

The information contained in the
level recommendations stated

supplementary details of the high-
in the previous sections.
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Detailed Recommendations

Detailed Recommendations in this report reviews the following topics:
e Strategy, Direction & Planning
e Business Process
e Technology & Data

e Organization & People

e —
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N

Strategy, Direction &
Planning

S Business Processes \
P s

Jirection g & Teclmologv&Data)
P".g
Bi- 5% Organization & PeoV

In a healthy program of change, the objectives and strategies will
be clearly defined, agreed and communicated to all stakeholders.
A system of governance will be established to monitor and
control progress toward those objectives.
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s’tlfategy;ﬂirection ‘& Planning

1. immediately Appoint a Single Trust Reform Executive Sponsor.

The key to successfully implementing the Reform initiatives (including TAAMS and the
BIA Data Cleanup sub-projects) is to create an accountable organization with the
capabilities and capacity to execute the required activities. Accountability is only attained
when authority and responsibility are linked throughout the organization, beginning with a
DOl-level Trust Reform Executive Sponsor.

A Trust Program Management Center (TPMC) providing metrics and progress
assessments should support the Executive Sponsor.

Further recommendations regarding the TPMC are found in “Organization and People”in
the Detailed Recommendation section.

1.1 Define the objectives, roles and responsibilities of the Trust Reform
Executive Sponsor.

The DOI needs to define the specific objectives against which the Trust Reform Executive
Sponsor’s performance will be measured. These objectives need to be considered as the
Department defines roles and responsibilities that integrate the responsibility for achieving
Trust Reform with the authority to control Ref, orm-related activities.

The Department needs to establish the Trust Reform E xecutive Sponsor’s key
qualifications. Two of these qualifications should be extensive knowiedge of the Trust
environment and a successful track record leading large. complex organizations
undergoing significant cultural changes.

The E xecutive Sponsor should set, and communicate. stralegy and direction for all Trust
efforts. This leader must have the authority and responsibility to direct all Reform
initiatives, setting scope and priorities. This Sponsor must have line authority and control
over the budget, subject matter expertise and the staffing required to keep program
initiatives on schedule.

1.2 Appoint the permanent Trust Reform Executive Sponsor.

The indivichal appointed as Trust Reform Execut ive Sponsor must be capable of fulfilling
each of the roles and assuming all responsibilities and the authority required 10 achieve all
Reform objectives.
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1.3 Define the Executive Sponsor’s reporting and communication lines
and the office structure.

The Executive Sponsor’s lines of reporting need to be clearly defined and communicated
to all organizations contributing to Trust Reform initiatives. The sponsor must be able to
rely on the cooperation and support of all key Departmental Bureaus, Agencies and
Offices in order to establish the momentum needed to achieve Reform objectives.

At the same time, the DOI needs to define an office structure for the E xecutive Sponsor
that incorporates sufficient resources to plan, execute, monitor and control Trust Reform

inuatives.

Il. Adopt an Overall Business and Computer Systems Architecture.

The overall business and systems architecture needs to be validated, approved and adopted
by both the trust business and technicad communities. This will provide the needed -
common language for data and processes across the organization. It should provide a

clear definition of the TAAMS interfaces. TAAMS needs to coordinate and integrate with
the focus and purpose of the architecture.

Detailed recommendations conceming the Department's computer and business systems
architecture will be provided in overall Trust Reform assessment.

l1l. lintegrate the TAAMS and BIA Data Cleanup Sub-projects

The TAAMS and BIA Data Cleanup sub-projects are heavily interdependent. The nature
and extent of these interdependencies require the DOI to integrate sub-project efforts and
develop a coherent approach to the introduction of new business processes and the
information systems that support those processes.

The TAAMS sub-project objectives cannot be fully achieved until complete and accurate
Title. Realty and A ccounting information is available. Likewise, the quality of Title, Realty
and Accounting information will continue to degrade until it resides in an integrated data
store and is supported by coherent business processes. Existing legacy systems (primarily
LRIS and IRMS) have overlapping data stores and no mechanisms for synchronizing

updates.

Current business policies require Regions to update LRIS with changes that ultimately
affect the financial interest in trust properties, but do not ensure that these changes are
reflected in Agency-based Realty and Accounting systems (IRMS, MAD LISLA, etc). As
a result, even data that has been through the BIA Data Cleanup procedures is becoming
increasingly unreliable.
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ll.1 invest the authority and responsibility for TAAMS and BIA Data
Cleanup in one individual.

.1 Invest the authority and responsibility for TAAMS and BIA Data Cleanup in one
individual.” has been incorporated in “X. Immediately Appoint One Individual Accountable
for TAAMS and BIA Data Cleanup.”,

ll.2 Clarify and communicate the strategic direction and goals for TAAMS
and BIA Data Cleanup.

“lll2 Clarify and communicate the strategic direction and goals for TAAMS and BIA Data
Cleanup.” has been incorporated in “VI.1 Clarify and communicate the Department’s BIA
Data Cleanup responsibilities and objectives.”. »

1.3 Adopt event-driven project schedules rather than the previous date-
driven schedules. '

TAAMS and BIA Data Cleanup sub>-project efforts have historically been driven by
commitments to specific dates rather than by the effort required to assure the integrity of
the deliverables that needed to be produced. As a result. sub-project teams were
frequently forced to choose between the quality or the content of the deliverables and. in
either case, the business processes ~ or changes to business processes — suffered and were
delaved.

The Department needs to adopt a program management policy in which schedules are
driven by the effort required to complete deliverables. Reasonable resources then need to
be committed to sub-project activities 1o ensure that deliverables are produced in a timely
manner.
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Business Process

Straregy
Direction &
Plamning

Organization & PeopV

In a healthy program of change, core business operations and
processes will be realigned with enterprise objectives. Steps will
then be taken to ensure that business operations will support
key offerings prior to, during and after relevant changes are
implemented.

Technology & Data
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Business Processes

IV. Develop an Overarching Trust Operations Business Model.

An overarching Trust Operations Business Model needs to be developed and referenced
by all sub-projects and specifically by the TAAMS and BIA Data Cleanup sub-project.
The Business Model should have a high level of consistency in the core functions across
the organization. The purpose of developing the operational business model is to
determine which functions and processes are critical to the organization. The Operational
Business Model provides a structured approach to analyze the business practices.

The DOI has not demonstrated the capabilities required to develop a comprehensive Trust
Operations Business Modlel and needs 1o work an experienced third-party Business and
Systems Integration partner 1o pursue the detailed recommendations below.

IV.1 Define and communicate objectives, core business policiés and key
performance indicators (metrics)

The first component of a Trust Operations Business model is a statement of the
objectives, core business areas, policies and procedures that reflect the Department’s Trust
legal and fiduciary obligations. These policies also need to address the means by which the
DOI will manage the risks associated with implementing and maintaining reformed
business processes and the retention and maintenance of legal Trust documents. As core
business areas and procedures are identified and defined, they need 1o be compared with
industry trust standards to identify appl icable commercial standards and perfornance
indicators. On a broad basis, this means assuring that fair returns are being realized on
each categorv of leaseholds (e.g. forestry. grazing, etc.). Benchmarks for separate Trust
system processes should be established. Where commercial standards and benchmarks are
not applicable. the Department needs to define standards and measures against which
enterprise performance will be measured. Information from these areas should be capture
in an Automated Trust Program Performance Reporting Tool and provided to
Department leaders as wells as external stakeholders.

Refer to “XI. Establish a Trust Program Management Center.” for additional insight
regarding the Automated Trust Program Performance Reporting Tool.

IV.2 Diagram the existing Trust Enterprise Model

The basis for reforming. or transforming, an enterprise act ivity lies in a clear understanding
of enterprise objectives and capabilities. 1n order to understand the Department as a Trust
enterprise, efforts nead 1o be undertaken to identify and define the role and contribution
of organizations currently pasticipating in Trust activities, the basis of relationships
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between those organizations, and the drivers affecting key relationships. This information,
together with the metrics identified during the process described above, is used to baseline
organizational performance against Departmental objectives.

IV.3 Develop and communicate the Revised Trust Enterprise Model

Understanding the gap between current performance and accepted industry standards
(where appropriate) and interal benchmarks, the Department needs to develop a strategy
for achieving Trust objectives and revise the Trust Enterprise Model to reflect an
organization capable of executing that strategy. The resulting enterprise model should not
simply reflect existing business operations, but pattern itself on successful private sector
trust models, modified as required to reflect important differences in the Department’s
Trust responsibilities. This enterprise model should be consistently implemented except
where tribal needs or local statutes require specialization. After any appropriate
organizational and procedural changes have been implemented, organizational
performance needs 1o be re-baselined and monitored. Reformed business process
descriptions need to incorporate descriptions of the procedural interfaces and relationships
with compacted and contracting tribes.

Recommendations regarding the creation of an overarching Trust Operations Business
Mode! will be revisited in EDS’ overall Trust Reform assessment.

IV.4 Approve and adopt the revised Trust Enterprise Model.

Once the revised Trust E nterprise Model has been formalized and documented, the
Department needs to formally approve that model as the basis of future Trust policies and
procedures. The approved Trust Enterprise Model then needs to be communicated to all
participating organizations and stakeholders.

V. Adopt a Consistent Information Systems Acquisition Strategy.

Once the Trust Operations Business Model has been approved, a consistent Information
Systems Acquisition Strategy needs to be adopted. The acquisition strategy, together with
complete and accurate descriptions of the ref ormed business processes, will become the
basis for evaluating integrated Title. Realty and Accounting softnare solutions. Eventually,
once an integrated solution has been chosen, that solution will drive subsequent changes to
relevant business policies and procedures.

Without current, complete and accurate process documentation, the Department risks
introducing systemic failures into core business operations (and fiduciary responsibilities)
when deploying new, or revised, information services.
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Accounting business processes.

Detailed recommendations “V. 1 Document and adopt reformed business processes.”, V.2
Define, communicate and benchmark performance against objective standards.” and V.3
Define the computing and communications requirements for each core business process.”
describe the process by which the revised Trust Enterprise Mode! will be decomposed into
business processes and functional requirements. Each of these steps will be repeated
twice, once for Title-related business processes and a second time for Realty and

V.1 Document and adopt reformed business processes.

The Department needs to document and adopt consistent policies and procedures that

support core Title, Realty, Account ing business processes and land management

disciplines. These policies and procedures need to then be compared with commercial

trust practices to identify process and performance standards applicable to the
Department’s Trust environment.

V.2 Define, communicate and benchmark performance against objective

standards.

As noted. EDS recommends that the DOI adopt commercial standards whenever
Departmental Trust responsibilities don't specifically require specialization. Initial

performance standards and benchmarks must be set high enough to retire procedural
backlogs within a reasonable period of time. Ongoing benchmarks must enable the
Department to quickly determine if organizational productivity is falling behind the

incoming workload so that personnel and procedural changes can be made before

beneficiary service levels are impacted.

Using the standards and benchmarks developed above, the Depantment needs to baseline
organizational performance and productivity. This baseline can be used to identify where
additional resources will be required to overcome initial procedural backlogs. The baseline
will also be used to evaluate progress toward Reform objectives on an ongoing basis.

V.3 Define the computing and communications requirements for each

core business process.

The reformed business process descriptions developed above need to be decomposed 1o
identify required information technology services. High-level and detailed business
requirements documents reflecting all Title, Realty and Accounting policies and procedures

need to be produced and approved.

Refer 1o “IV. Develop an Overarching Business Model.” above for further information

regarding an assessment of computing and communications requirements.
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The requirements documentation needs to address application-specific software
requirements. Requirements documents also need to address issues raised by the
Department’s Computer and Business Systems Architecture and computing and
communications infrastructure.

Refer to “IX. Establish Required Computing and Communications Capabilties” in the
Detailed Recommendation section for further information regarding an assessment of
computing and communications requirements.

V.4 Develop a business case for evaluating and acquiring the information
services. :

Using the high-level and detailed requirements, the Department needs to develop a
business case for the evaluation and acquisition of appropriate information technology
services. Four options are currently available to the Department:

e Modify ATS Inc.'s Trust Asset and Accounting Management System (TAAMS),
e Modify existing host-based systems (LRIS and IRMS),

e Acquire a new, integrated Commercial-Off-the-Shelf (COTS) software solution
(possibly comprised of multiple packages): and

e Define, produce and deploy a new custom-developed software solution.

The evaluation of available software solutions should be based on functionality, flexibility,
and interoperability and anticipated Total Cost of Ownership (TCO) of each alternative.
Total Cost of Ownership addresses the direct and indirect organizational, software and
infrastructure costs associated with acquiring (or developing) deploying and supporting
Information Technology services.

In order to establish an objective basis for the TCO analysis, the Department needs to
identify a reasonable timeframe for support. The support period should range from five
(5) to ten (10) years.

Refer to “VIIl. Implement Consistent Technology Frameworks, Methods and' Tools” in the
Detailed Recommendation section for more information regarding acquisition policies and
procedures.
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V.5 Revise Title, Realty and Accounting business processes to
incorporate solution requirements.

Once the analysis is complete and a solution chosen, the Department then needs to revise
and adopt business policies and procedures to reflect any constraints enforced by the
information services solution.

V.6 Perform required software modifications and implement the
integrated Title, Realty and Accounting solution.

After identifving any required business process changes. the selected software then needs
to be modified to meet business requirements and implemented consistently across the
Department. Implementation plans must be integrated with the BIA Data Cleanup and
conversion efforts to ensure that data is available for conversion into the new solution in a
timely manner.

Refer to “Vil.4 Develop and execute a plan to integrate Title, Realty and Accounting and
perform the associaled data cleanup and conversion activities” in the Detailed
Recommendation section for more information regarding the issues associated with
integrating software deployment and data cleanup and conversion efforts.
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#

Technology & Data

Business Processes
Strategy
Direction & echnology & Data
Planning
Organization & People

In a healthy program of change, the ownership and stewardship
of all critical data will be aligned with organizational roles and
responsibilities. Information Technology services will then be
aligned to ensure adequate support for organizations and
processes.
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Technology & Data

V1. Immediately Assess the Nature and Magnitude of the BIA Data
Cleanup Issue.

The DOI needs to move immediately to accurately estimate the nature and magnitude of
the 3IA data cleanup issues affecting Title, Realty and Accounting business processes.

This will require the Department to conduct a statistically valid assessment of data-related
issues. Subsequently, it would require the DOI to develop a strategy and establish

priorities that balance its fiduciary responsibilities with stakeholder interests and technical
considerations. Data cleanup policies and procedures need to be reviewed to ensure
compliance with the Department’s strategy and priorities. Finally, effort and resource
estimates need to be created for performing the BIA data cleanup effort in line with these ~
priorities.

VI.1 Clarify and communicate the Department’s BIA Data Cleanup
responsibilities and objectives.

The DOI needs to work with all stakeholders to clarify and communicate the impact that
Departmental fiduciary responsibilities have on data cleanup objectives. The Department
has a responsibility to produce and maintain a complete and accurate accounting of Trust
assets, ownership and monies.

Its first objective, however, should be to identify and validate the information required to
support ongoing Trust obligations. These ongoing obligations revolve around the DOI's
ability to maintain ownership and accurately collect, distribute and report on the status of
funds associated with the utilization of Trust assets in a timely manner. In order to meet
these obligations, the Department must have integrated Title, Realty and Accounting
business processes and information services. These services require:

®  Only as much current and historical information needed to support the probating,
re-probating and / or modification of estates as required by current legislation and
judicial decisions (for example the history required to satisfy the departments
responsibilities regarding ILCA and Youpee); and

* Sufficient current leasing and accounting information to calculate owner interest
in the financial proceeds of Trust assets.

Once the first objective has been achieved, Reform efforts should be directed tonarcls
compliance with the overall ficuciary responsibility. As stated above, that responsibility
requires a full and accurate accounting of Trust assets and the income and distribution
derived from those assets. To meet this responsibility, the Department must olxain a
complete set of historical Title, Realty andl Accounting information.
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In order to achieve these objectives, the Department must define the scope and timing of
specific data cleanup efforts, the strategies that will be employed to achieve data cleanup
objectives and the key performance indicators that will be used to monitor the progress of
data cleanup activities:

* The scope needs to clearly define the objectives that must be achieved in order for
TAAMS and BIA Data Cleanup efforts to succeed.

* The strategies for achieving those objectives need to be defined and agreed by
representatives of all major stakeholders (central organizations, Regions, Agencies,
Tribal leaders and representatives) and adopted by all participating organizations.

*  Specific, measurable metrics, or key performance indicators, need to be identified
that will indicate the progress that has been achieved, and still remains, regarding
each objective. -

These objectives and strategies need to be consistently and repeatedly communicated to all
internal and third-party stakeholders contributing to the data cleanup activities. These
communications need to stress the progress that has been made to date, the anticipated
effort required to complete each phase of the data cleanup initiative and the status of any
issues that must be resolved in order for the data cleanup efforts to proceed smoothly.

V1.2 Conduct a statistically valid assessment of Title, Realty and
Accounting data to accurately estimate the magnitude of data cleanup
issues.

The Department needs to administer a statistically valid assessment of Title, Realty and
Accounting data that stratifies records by location, age and subject area. This sample must
incorporate records maintained in all Regjons, Land Title Record Offices (LTROs) and
Agencies. It should include all forms in which different data is maintained, e.g, automated
records, microfilm and microfiche, stand-alone computers and hardcopy records. It
should also address records maintained by Tribes that have assumed full or partial
responsibility for administering Title, Realty or Accounting business processes.

Source documents must be obtained, where they exist, for all records included in the
sample. Sample records are then compared with source documents to assess the nature
and size of BIA Data Cleanup and conversion issues.
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V1.3 Adopt a balanced strategy for prioritizing data cleanup and
conversion efforts.

The Department, working with stakeholder representatives, needs to define and adopt &
balanced strategy for prioritizing data cleanup and conversion efforts. One method of
balancing the interests and responsibilities of multiple stakeholders is to develop a series of
factors that represent stakeholder interests. These factors can be used to weigh the impact
and importance of data cleanup issues. Ata minimum, these factors must address:

e Fiduciary responsibilities;

e Beneficiaries’ interests;

o Business process requirements; and

e Technical considerations and constraints.
Each issue identified in the statistical assessment is then evaluated to determine the impact

it has on stakeholder interests and the relative priority that should be assigned to
corresponding data cleanup and conversion activities.

Refer 1o “Vil.1 Accelerate the nation-wide deployment of TAAMS Title.” in the Detailed
Recommendation section for more information regarding the impact of a balanced data
cleanup strategy on the TAAMS deployment schedule.

The following detailed recommendations address the means by which the Department ¢an
develop, and estimate the effort and resources required 10 €xecute, policies and procedures
that reflect stakeholder priorities and the nature and magnitude of the data cleanup and
conversion issues.

V1.4 Refine the BIA Data Cleanup process.

The existing BIA Data Cleanup activities follow a rigorous process that enforces
consistent business rules and incorporates extensive error reporting and resolution
procedures. Current stralegies divide data cleanup activities into phases. Initial cleanup
activities are performed ‘in place’ — data integrity issues are corrected and the legacy system
of record (LRIS, IRMS, etc.) is updated. Subsequent, Of post-conversion. data cleanup
activities result in updates directly into TAAMS. Due to the complex nature and the
extent of the underlying issues, EDS recommends the following suggestions as
improvements to an otherwise sound Data Cleanup and Conversion process.

BIA Data Cleanmip cfforts need to be prioritized based on Departmental objectives
and the strategies discussed above. E xisting legacy data needs to be segregated based
on these priorities. Lower-priority data needs to be archived until the resources are
available to validate and introduce that data into the integrated Title, Realty and
Accounting software solution.

e
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Adoptapmcmstlmassmusmeongoing qualityofdatatlntiscleaned“ianaCC”.
The DOI needs to develop and adopt a process that assures the ongoing integrity of data
that is corrected and returned to their legacy systems. This process needs to incorporate

notification and confirmation tracking procedures 1O ensure that changes impacting both

Title and Realty are applied in the Regjons and in the Agencies.

Before data is introduced into production data stofes, a reasonable and

tive sample of T rust records should be validated against original source
documents to assess the quality of initial conversion efforts. The incidence of error
determined in the initial sampling process will determine the frequency with which
electronic records will be verif ied against the original source documents. Manually entered
records should be placed in an interim data store and validated with the same frequency as
electronically converted records prior to their introduction into TAAMS.

Introduce measures that will assure only validated data is introduced into the
production system Based on the verification results, the Department needs 1O make a
prudent decision as to whether the records, from which the sample was taken, should be
introduced into the production environment. -

Introduce a recurring audit function that ensures the ongoingqualityofthcdata
and the business processes. In addition to assuring the quality of dataas it is
introduced, the Department needs to adopt measures that will monitor the business
processes and information services that are used to manage that data on an ongoing basis.

In addition to the suggestions ident ified above, the Department needs to develop
comprehensive Metrics that measure the quality and progress of the BIA Data Cleanup
and Conversion tasks.

Refer to “VII. Accelerate TAAMS Title and Defer Realty and Accounting Functionality.”in the
Detaled Recommendation section for more information regarding audit policies and
procedures. ‘

e
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V1.5 Estimate the effort required to obtain complete and accurate Title,
Realty and Accounting information.

The Department needs to develop a comprehensive estimate of the effort and resources
that will be required to obtain complete and accurate Title. Realty and Accounting
information. Data Cleanup and Conversion estimates need to include:

Standard project management functions;
Pre-conversion data cleanup activities;
Business rule development;

Modifications to existing conversion routines and the development, where
necessary, of new conversion routines;

E lectronic data conversion,
Manual data entry; and

Validating the electronic records against source documents.
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VIl. Accelerate TAAMS Title and Defer Realty and Accounting

Functionaiity.

Implementing TAAMS Title natio;
reduce the risk of introducing errors and!

n-wide would simplify related business processes and
inconsistencies in business-crit ical data stores. It

would establish a baseline of certified information against which accounting and
distribution data from IRMS, MAD, LISLA and other Realty applications can be

reconciled.

The introduction of TAAMS Title must be coordinated with relevant BIA Data Cleanup
activities in order to ensure both the initial and ongoing quality of owner, realty and title
information introduced into TAAMS. .

Realty and Accounting developn
until the revised Trust Operations

strategy has been revisited. This will provi
evaluate the extent to which information services support the revised business processes.
1t will also avoid any risk of reducing the integrity of current processes and services by

introducing unverified functionality.

VIi.1 Accelerate the nation-wide de

1ent and deployment efforts, however, should be deferred
Business Model has been developed and the acquisition

de the Department with the opportunity to

ployment of TAAMS Title.

Title and realty information is currently maintained in two primary applications: the legacy

L and Records Information Syst

em (LRIS)

and Artesia's TAAMS application. TAAMS has

been implemented, to varying degrees, for four (4) regions (Alaska, Rocky Mountain,
Southern Plains and E astern Oklahoma) for over one (1) year. Havingtitle and realty

information segregated berween two un-
the complexity of key business processes

(TSRs).

integrated applications has significantly increased
such as the generation of Title Status Reports

Accelerating the nation-wide deployment of TAAMS Title will simplify those business
Processes, reduce the risk of introducing errors and inconsistencies in business-critical data
stores, and establish a baseline of certif :ed information against which accounting and

distribution data from IRMS, M

reconciled.

1n addition to the activities identified

assessment to identify the steps

AD, LISLA and other Realty applications can be

below, the Department should undertake an

must be taken in order to assure the integrity of Title-
related data and business processes if the schedule is accelerated:

E xisting T itle functionality must be validated and approved.
A process must be defined to validate and obtain formal approval for existing title
functionality. This will increase buy in and understanding for stakeholders, users and the

technical community.
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Role-specific training materials need to be developed and the mation-wide training
schedule needs to be revised.

TAAMS training and reference materials need to be tailored to the specific roles of
individuals contributing to Title business processes. The nation-wide training schedule
then needs to be revised to ensure A1l affected individual receive the necessary training.

A revised TAAMS Title deployment schedule must be developed that reflects the effort
required to meet business objectives rather than arbitrary dates. This schedule must
address development, testing, training, data conversion and ongoing support.

Data cleanup and conversion efforts must be reprioritized.

1n order to coordinate the delivery of accurate Title information with the deployment of
TAAMS Title functionality, data cleanup and conversion offorts must be prioritized to
focus on the subset of Title :nformation essential to the deployment efforts.

Refer to “V1.3 Adopta balanced strategy for prioritizing data cleanup and conversion efforts.”

in the Detailed Recommendations section for additional information on data cleanup
strategies.

Vil.2 Defer Realty and Accounting Functionality.

While Title business processes are reasonably consistent across the Regions and LTROs,
Realty and accounting processes are far more diverse. Before committing addit jonal
resources to the development and deployment of Realty and Accounting functionality, the
revised business processes need to be documented. verified and approved.  Once the
business model and process descriptions have been approved, available alternatives need
to be evaluated using 2 consistent acquisition Stralegy.

Refer to “V.4 Develop a business case for evaluating and acquiing the information services”
in the Detailed Recommendation section for further insight info the application of a

consistent information systems acquisttion strategy.

In the interim, resources that would have otherwise been dedicated to Realty and
Accounting should be dedicated to the nation-wide Title and BIA Data Cleanup
deployment effort.
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VIi.3 Defer changes in Agency responsibilities until Realty and
Accounting functionality is deployed.

Defer changes in the organizational roles associated with Title business processes unt il an
integrated Title, Realty and Accounting software solution is ready to be deployed. Regions
and LTROs currently have the staff that maintains Title Related information. Agencies are
staffed to manage the Realty related data. If TAAMS Title is deployed to the agencies, that
staff must then maintain both Title (in TAAMS) and Realty (in IRMS, etc). Agencies do
not have the staff to perform the duplicate business functions required to leverage
disparate Title and Realty applications. In order to resolve this issue, TAAMS Title should
be initially deployed to the Regions rather than the Agencies. Deferring changes in the
organizational roles until an integrated solution is available aligns the workload with
available resources. Once an integrated Title, Realty and Accounting solution is available,
the Title maintenance workload can be transferred to the A gencies. ‘

Vil.4 Develop and execute a plan to integrate Title, Realty and Accounting
and perform the associated data cleanup and conversion activities.

The Land Title Records System (LRIS), however, has not been — and cannot be — retired
from any location until sufficient historical title information has been converted to enable
TAAMS to assume the full responsibility of a system-of-record.

The Department should consider implementing TAAMS Title version 1.5 as the basis for a
consistent, nation-wide Title application, without activating the Realty and Accounting
functionality incorporated in that release. This decision should be made based on the
costs associated with completing the 1.5 release and the benefits associated with
incorporating the ability to review both current and historical Title information using a
consistent tool.

In order to deploy TAAMS Title, the Department needs to develop a plan that
incorporates both the Site Assessment strategy and the BIA Data Cleanup and Conversion
strategy. Those strategies need to be revised to reflect stakeholder priorities rather than

simply addressing technical cleanup and conversion issues.

Refer to “VI. Immediately Assess the Nature and Magnitude of the BIA Data Cleanup Issue”
"in the Detailed Recommendation section for more information regarding audit policies and
* procedures. ’ ' >

This plan must be accompanied by a detailed assessment of the computing and
communications capabilities and capacities required to support Title-related business
processes (see below) together with an estimate of the broader requirements of an
integrated Title, Realty and Accounting solution.
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The plan must also account for the creation of complete and accurate requirements and
design documentation reflecting current Title functionality. This documentation should
then be compared with the Title business process descriptions to determine if any software
modifications are warranted.

Refer to “VI.1 Clarify and communicate the Department's BIA Data Cleanup responsibilities
and objectives’, “V1.3 Adopt a balanced strategy for prioritizing data cleanup and conversion
efforts” and “IX. Establish Required Computing and Communications Capabilties” in he
Detailed Recommendation Section for further information regarding the strategies that must
be implemented in order to retire existing legacy systems.

The TAAMS and BIA Data Cleanup sub-project manager, with the assistance of the Trust
Program Management Center (TPMC) needs to develop, execute and monitor an
integrated TAAMS Title and BIA Data Cleanup implementation plan. That plan must be
based on the priorities and estimates developed in the above activities. It needs to address
the schedule of deanup and conversion activities and the effort and resources required to
execute those activities. 1t must also address the timing of TAAMS Title training and
deployment activities.

Refer to “XI Establish a Trust Program Management Center” in the Detailed
Recommendation section for more information regarding role and responsibilities of the sub-
project managers and the TPMC.

VII.5 Comprehensively evaluate the quality and progress of initial cleanup
and conversion activities.

The TAAMS and BIA Data Cleanup sub-project team needs to periodically create a
comprehensive report on the progress towards Reform objectives. The Data Cleanup
portions of this report should include both the progress made towards converting source

documents into the electronic system of record and the incidence of error observed in the
conversion process.

In order to evaluate the reliability of cleanup and conversion efforts, a Quality Control
(QC) team needs to periodically obtain a statistically valid sample of the Title, Realty and
Accounting information that has been introduced into the integrated data stores.

In order‘ 1o assure the validity of this process, the QC team needs o report to the Trust
Reform Executive Sponsor and the QC sample needs to be re-administered for each
reporting period. S
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Source documents for the entire QC sample need to be retrieved from their respective
physical storage locations and compared with the electronic representation of that datato
obtain a rate of error.

The cleanup and conversion sub-project plan then needs to be amended to reflect any
corrective actions required to address policies and procedures that resulted in the
introduction of incorrect data.

VIL.6 Develop and execute an integrated assurance and user acceptance
test.

The DOI needs to develop and execute an integrated assurance and user acceptance test
plan that combines all elements of the data cleanup, conversion, data entry and Title
functionality. The objective of this test is to assure the Department’s ability to support
ongoing business processes with released functionality and converted data.

VIL.7 Assess the quality of ongoing data cleanup and conversion efforts
and monitor organizational performance and productivity.

Part of the process of ensuring the complete and accurate translation of information
between source documents and the electronic system of record requires a continual
process evaluation. An ongoing audit process will ensure that data contained in the system
of record is consistent with the source documents. These audit reports can then provide

the means to create the metrics to validate the data cont ained in the system of record.

Once the initial metrics are created and maintained, audit history is available. Audit historv
is an important aspect in evaluating the effectiveness of the Title, Realty and Accounting
data introduction process over time. The metrics can be substantiated as long as a
statistically valid sample is used in the selection of records for the audit process.

As with other aspects of data cleanup, a prioritization of audit failures needs to be created
to allow for workflow assignment. The prioritization needs to reflect the magnitude of the
failure, the effect on the Department’s fiduciary responsibilities, and other factors deemed
critical to the stakeholders.
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VIiL. implement Consistent Technology Frameworks, Methods and
Tools.

Information technology support for Trust-related business processes will, of necessity,
embrace disparate software architectures and solutions. In order to evaluate the fitness of
proposed changes to individual components, the Department needs to adopt and enforce
a consistent technology framework. Adopting a consistent f ramework will decrease the
effort associated with managing information services that consistently and reliably support
for business processes.

Vill.1 Implement a program-wide requirements determination process.

Implement a common requirements determination process to obtain, understand, validate
and document business requirements. These requirements definitions are the basis for
component designs and test cases that will verify the extent to which application
components are fit for use. Complete, accurate requirements also facilitate training and
education and serve as the basis for defining and implementing metrics that monitor
overall business process performance.

Requirements determination, as described below, is an iterative, three (3) step process in
which requirements are first obtained, then analyzed, verified and finally decomposed into
Jogical groups that can be supported by specific information services components.

[ Plan / Manage
‘ Customer ‘)
L

a0 -

i

At each step of the determination process, requirements are cataloged together with the
trace-ability and validation criteria required to establish a credible basis for the indicated
information services. As requirements are validated, the stakeholder(s) responsible for
supported and impacted business areas need to approve those requirements as complete
and accurate.
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ViiL.2 Define and implement an integrated testing process.

Testing software for conformance to requirements is an integral part of the software
development process. Testing consists of documenting, validating and executing test plans
based upon detailed business requirements. integration between system components and
required system interfaces to achieve formal client acceptance.

By developing a requirements-based testing process all organizations have a unified view
of how the system should act. By adheringio generally accepted testing procedures at all
levels of testing you avoid implementation delays since everything is thoroughly tested
prior to User Acceptance Testing,

The generally accepted different types of testing include:

e Unit testing — Individually testing each software component produced for the
system. Unit testing is based upon detailed business requirements traced to each
component and includes boundary testing and logical edits:

e Integration testing - Testing the integration between system modules, as well as the
required system interfaces. The interfaces include both components within the
same system as well as the interaction to outside systems. This includes boundary
testing and error handling for invalid data from outside systems.

» System testing - Testing the system as an integrated whole. System testing is often
viewed as an internal user acceptance test.

e  Stress testing - Stress testing subjects the system to high volumes of input for a
specified period of time. Testing a system under stress validates the capability of
the system to allocate and share resources. A stress test will test several levels of
transaction volume including the typical peak load, the predicted maximum peak
load, and progressively greater loading until the system fails

e User acceptance testing - testing the system's compliance to formal acceptance
criteria established during the detailed business requirements determination

e Regression testing — The process of testing changes to make sure that all previously
tested features still work as required and no errors were introduced into the system.

For each type of testing you need to create detailed test plans that identify the test
objectives, approach and environment. Test plans identify the test cases, test data,
expected results and validation criteria for completing the test. The responsibility for
executing test cases and approving test results should be identified for each type of test.
Test cases should be reusable for use in regression test ing. Change control should be
implemented for test cases and whenever a system requirement is changed, the test plan
needs to be examined and updated as appropriate. There should be an agreed upon single
method or tracking the test and the anomalies.
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VIil.3 Adopt a common systems deployment framework.

Adopt a common systems deployment framework that ensures the system is delivered and
installed in the production environment in a timely manner. The systems deployment
framework needs to include an analysis of computing and communications infrastructure
impacts, the acquisition and/ or development of required infrastructure components and
the integration of systems deployment activities with anticipated business process changes.

Implement project level data center and network impact analysis procedures as
part of the initial project planning process.

Every project, whether itis a implementing a new service or a changing an existing
computer application, has some implications to the current infrastructure. The
implications could be anything from shutting down a system or office and reducing
nerwork traffic to adding new servers and databases that require set-up, maintenance and
upgraded communication lines. The purpose of an impact analysis is to capture this
information early in the process so appropriate business decisions can be made.
Incremental costs are often not factored into the cost benefit analysis for the project.

The recommendation to perform a network impact analysis on all changes as part of the
standard change control process for Trust Reform. The analysis should capture changes
to data stores, transaction volume, numbers of users, expected network traffic, security
implications. help desk volume. data recovery plans, operational processes, training needs
and computer configurations. The costs associated with these changes can be used in both
the business case for the change and the operations budget process.

Developamlemcuteasystemdcployment planto;nocuxcandimtallanyxeqlﬂmd
hardware and software. The deployment plan also needs to address the development
and introduction of user’s guides and reference materials, operations and procedures.
These guidelines and procedures need to reflect the service levels required to provide
consistent and reliable support for the revised business procedures.

Refer to YIX.2 Adopt a standard for core Information Technology services and service levels”
in the Detailed Recommendation section for additional insight into the characteristics of
qualified IT services. '

Integrate systems deployment efforts with planned changes in Title, Realty and
Accounting business policies, procedures. Systems deployment efforts need to be
coordinated with organizational changes and revisions to business policies and procedures.
Measurement and monitoring systems need to be in place prior to the deployment of
revised policies and procedures in order for the Department to evaluate the effect of
planned changes.

Refer to “Organization and Peoplé”in the Detailed Recommendation section for additional
insight into the organizational issues that need fo be addressed in order to implement
reformed Title, Realty and Accounting business processes.
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Vill.4 Adopt consistent lifecycle methodologies for development and
maintenance efforts.

ATS, as well as other contractors, have a role in supporting the Department’s effort to
adopt consistent lifecycle methodologies. Third-party contractors should apply sound and
consistent lifecycle methodologies to both development and maintenance efforts
throughout the life of their contracts. This is the only means by which the Department
can ensure that current, complete and accurate definitions of the business requirements,
and supporting components, are maintained as the systems mature. Without these
definitions, the Department risks introducing systemic failures into core business
operations as a result changes in business objectives, strategies Or processes.

The key elements of robust lifecycle methodologies, together with high-level deliverablcs

essential to maintaining a complete, accurate description of business process support are
identified below.

e Define — establishes the scope and objectives for a information systems project
and needs to be updated whenever proposed changes fundamentally impact
business direction and goals.

o Amalyze — describes the high- and lowelevel business requirements supported by
information systems. These requirements are the basis for validation and
verification testing and must be updated whenever business process changes affect
underlying information systems.

Refer to “VIil.1 Implement a program-wide requirements detemmination process.” in the
Detalled Recommendation section for more information regarding high- and low-level
requirements management.

e Design - business and technical descriptions of the individual components that
comprise an information technology application. Design documentation augments
high- and low-level requirements as the basis for component-specific technical
testing, These designs need to be updated whenever business changes require
modifications to the logical or physical component definitions.

e Produce — operating platform-compliant implementations of the components
defined and designed above.

o Test — the process of ensuring that information systems consistently and reliably
support business procedures within the scope. and according to the requirements
defined above.
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Refer to “VIIL2 Define and implement an integrated fesfing process.” in the Detailed
Recommendation section for more information regarding test formats, objectives and
requirements. ’

e Implement — the process of delivering verified and validated information
technology components to the organizations that will leverage those components
to support business processes.

Refer 1o “VIll.3 Adopt a consistent systems deployment framework.” in the Detailed
Recommendation section for more information regarding implementation policies and
procedures.

e Support — an iterative process consisting of the activities defined above, support is
the mechanism by which existing information systems components are kept
consistent with changes in business objectives, strategies and processes.

IX. Establish Required Computing and Communications
Capabilities.

The result of this assessment should be an agreed set of service level requirements
addressing local- and wide-area network availability and capacity, client- and server-based
computing capabilities and information technology (IT) operations policies and services.
The results of this assessment may require the Department to acquire significant
computing and communications assets or services to meet business needs.

IX.1 Assess the Network Infrastructure Requirements and Capabilities.

No factual data to measure existing infrastructure loads on the network are available. No
estimates have been developed to determine the capabilities and capacities required to
support future business operations. The Department needs to perform a Network
Infrastructure Assessment to evaluate whether existing capabilities are sufficient to meet
ongoing business requirements.

Network Infrastructure Assessments measure and analyze network traffic to identify
average and peak network utilizatior. and assess the bandwidth available to support new
information services. Specific assessment results need to include measures of:

e Current network traffic load by application.

e Current network traffic load by network node.

e The number of network hops (how many routers to a destination)
o Anticipated traffic for new implementations.

e Business transaction times by node.
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The assessment needs to address a comprehensive cross-section of network characteristics
including line speeds, line configurations, and transaction types. Enough data is collected
10 determine available capacity and to enable analysts to confidently predict behavior of
parts of the network not directly measured.

With this information, the effect of new Title, Realty and A ccounting information services
on general network performance can be assessed and the Department will be able to
determine if, and where, additional network resources might be required. Existing and
potential network bottlenecks can be identified and remedied before core business
operations are impacted.

The results of this assessment may require the Department to acquire significant
computing and communications assets or services to meet business needs.

1X.2 Adopt a standard for core Information Technology services and
service levels.

E nsure that intemal and external IT service providers adhere to at least the minimum
service levels required to assure consistent and reliable support for business processes.

e Introduce a Service Level Agreement (SLA) between Data Center as a service
provider and agencies.

A Service Level Agreement (SLA) is a contract between service provider and a
service recefver that specifies, in measurable terms, what services the provider will
furnish. Services can be measured, justified, and compared with other available
options. Typical service level metrics include:

o What percentage of the time services will be available

o The number of users that can be served simultaneousty

o Specific performance benchmarks to which actual performance will be
periodically compared

o The schedule for natification in advance of network changes that may
affect users

o Help desk response time for various classes of problems

o Dial-in access availability

e Develop and implement daily performance measurements.

A list of performance measurement performed daily should be established. The
metrics should support the information described in the SLAs. Typically it would
be lower level or more detailed information than the service level agreements. The
information would be used to identify areas that need attention. When aggregated,
the daily information should reflect metrics in the service level agreements.

These could include:

o Server memory and space utilization statistics
o Server application response times
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o Overall network response times collected in 15 minute or 30 minute
increments

IX.3 Standardize BIA information technology operations and processes.

Adopt a standard for IT Operations services and service levels. Ensure that internal and
external 1T service providers adhere to at least the minimum service levels required to
assure the available of 1T assets and capabilities.

A data center needs to perform many tasks to ensure they provide an acceptable level of
service. The BIA Data Center in Reston needs to perform these additional standard
operational processes and practices. The operational processes that should be
implemented include:

e Establish a Capacity Planning Process
The Department needs to adopt a capacity planning process that includes network
design modeling techniques as well as organizational and cost considerat ions. The
formulas must take into account the fact that different variables change at different
rates as the number of users and system loads increase. Some of the relationships
are not linear.

The network topology and the cost of bandwidth must be taken into consideration
when specifying the mumber and location of compute resources. It is necessary tO
calculate the bandwidih requirements and to work with the network supplier 10
determine the costs involved in different deployment scenarios.

e Establish a Network Management Center.

A Network Management Center (N MC) monitors, administers and controls the
Wide- and Local-Area Network resources that comprise the BIA’s
communications infrastructure. 1t includes backup and restore, scheduling, and
virus protection functions and procedures.

The objective of the N etwork Management Center is to ensure the availability and
responsiveness of computing and communication resources to the end-user
community. The NMC includes a help desk as discussed below.

e Publicize and use the existing help desk.

In a business enterprise, a help desks enable end-users to obtain assistance in
solving general and specific technology-related issues. In larger companies, a help
desk may consist of a group of experts using software to help track the status of
problems and other special software to help analyze problems (for example, the
status of a company's telecommunications network).

The World Wide Web offers the possibility of a relatively inexpensive, standard
user interface to help desks and facilitates automated help desk services.
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Develop escalation procedures for problem reporting,

E scalation procedures describe the general protocol for problem resolution.

E scalation procedures should be defined for errors and should be included in
service level agreements with each service provider. The escalation procedures as
well as the hours of support and system maintenance windows should be
communicated to users, help desk personnel and system support personnel. All
problems should be logged and tracked through resolution. The metrics capt ured
should be tracked against the service level agreements for compliance and metrics

reporting.
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Organization & People

Business Processes \

Straregy
Direction & Technology & Data
Planning

Organization & People

In a healthy system of change, organizational roles and
responsibilities will be aligned to establish and / or reinforce
accountability for achieving enterprise objectives. Steps will
then be taken to ensure all organizations are appropriately
staffed, trained and prepared to embrace required changes.
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Organization & People )

X. Immediately Appoint One Individual Accountable for TAAMS and
BIA Data Cleanup.

Investing both the authority and responsibility for achieving planned objectives for
TAAMS and BIA Data Cleanup in one individual creates accountability for sub-project
objectives.

Refer to “. Immediately Appoint a Single Trust Reform Executive Sponsor.” and ‘Xl
Establish a Trust Program Management Center” in the Detailed Recommendation section
for additional insight into the roles and responshiliies of the Trust Reform Executive
Sponsor and a Trust Program Management Center.

X.1 Define sub-project manager objectives, roles and responsibilities.

The DOI needs to define the specific objectives against which the sub-project managers’
performance will be measured. These objectives need to be considered as the Department
defines roles and responsibilities that integrate the responsibility for achieving sub-project
goals with the authority to control sub-project activities.

As with the Trust Reform E xecutive Sponsor, the Department needs to establish the key
qualifications of the TAAMS / BIA Data Cleanup sub-project manager. These should
include extensive project management experience in an Information Technology
environment and a Trust background.

The role of that individual will be to direct and control all sub-project elements, and
sufficient staff, ensuring critical-path activities proceed according to schedule. Where
additional resources are required to support non-critical activities, the sub-project manager
coordinates with other Departmental leaders to staff and control those efforts.

X.2 Define sub-project manager reporting and communication lines.

The sub-project manager needs to report to, and take direction from, the overall Trust
Reform E xecutive Sponsor. In this capacity, the sub-project manager will coordinate
efforts with other sub-projects via the Trust Program Management Center and the Trust
Reform E xecutive Sponsor.
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X.3 Appoint an acting TAAMS / BIA Data Cleanup sub-project manager.

The office of the TAAMS and BIA Data Cleanup sub-project manager needs to be
immediately established and filled, to provide the authority required to pursue essential
activities. If an extended period of time is required to fill this position with a permanent
sub-project manager, an acting manager should be appointed in the interim.

X.4 Appoint the permanent TAAMS / BIA Data Cleanup sub-project
manager.

The individual appointed as TAAMS and BIA Data Cleanup sub-project manager must be
capable of fulfilling each of the roles and assuming all responsibilities and the authority
required to achieve all sub-project goals and objectives.

X1. Establish a Trust Program Management Center (TPMC).

Consistent project management practices and artifacts need to be adopted by all Reform-
related sub-projects and initiatives. All sub-projects need to adopt consistent methods and
artifacts for managing schedules, resources, risks, communications and other project
management disciplines. These practices and artifacts will be developed and consolidated
by the TPMC.

The sections that follow describe najor functions and responsibilities of a Program
Management Center. TAAMS and BIA Data Cleanup project management efforts need to
be driven by policies, procedures and tools defined and adopted across all Trust Reform
initiatives. Specific recommendations regarding TPMC roles, responsibilities and
resources will be addressed in EDS’ assessment of the overall Trust Reform initiative.

Xl.1 Establish an interim Program Management Center.

It will take several months to fully develop and implement the Trust Program Management
Center. In the interim, sufficient program management functions and tools need to be
implemented to support initial Trust Reform coordination activities.

X1.2 Implement standard program management functions and roles.

Standard program management functions typically provide policies, procedures and tools
that assist project leaders as they manage issues related to scope and objectives, project
integration, risk and quality management and communications. Program management
activities typically revolve around the consolidating and reporting of inforniation related to
the above activities in addition to project schedules and resource plans, time management
and vendor relations (cost/ procurement management).

Program management centers typically develop policies and procedures, evaluate and
select tools that facilitate key program management activities and provide project leaders
with the training and mentorship required to integrate project-specific efforts into overall
program initiatives.
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X1.3 Identify and develop/acquire the TPMC infrastructure, templates and
tools.

Once the Trust Program Management Center functions and roles have been established,
the interim PMC staff needs to identify and develop / acquire the templates and tools
required to fulfill those functions.

X!1.4 Develop and execute a staffing and training plan for TPMC staff and
sub-project managers.

After tool selection and acquisition is complete, staffing plans for the TPMC need to be
updated, tool- and role-specific training materials need to be created and TPMC and sub-
project training plans need to be developed and executed.

X1.5 Implement consistent scope and change management practices.

Implement a consistent Change Control Framework for managing changes in scope,
objectives, strategies and requirements across all Trust Reform initiatives. The framework
is the starting point for program specific implementations. This will allow DOI to manage
changes within a controlled process and it will provide an audit trail for all changes.

The framework will allow the appropriate stakeholders to assess the impact of changes on
cost, schedule, and resources. This in turn ensures that all modifications introduced into
business models and processes are fully understood and all system changes are planned,
scheduled and released with the appropriate priority.

Additional details addressing Scope and Change Management will be included in the overall
Trust Reform assessment

X1.6 Implement an Automated Trust Program Performance Reporting Tool.

One of the key responsibilities of the TPMC is to regularly report on the progress made,
and resources expended, toward overall program objectives. These reports also typically
include estimates of the effort and time remaining to achieve sub-project milestones and
objectives. A common means of enabling stakeholders to quickly identify areas requiring
executive attention is to develop an automated performance-reporting tool that
summarizes the status of individual initiatives and the relationships and dependencies
between initiatives. Individuals can then view those components of overall performance
appropriate for their roles and responsibilities. A TAAMS / BIA Data Cleanup project
reporting tool, or dashboard, subsequently integrated with a dashboard that reflects all
Trust Reform initiatives to create a Automated Trust Program Performance Reporting
Tool, would enable leaders to identify and address issues before they impact overall
progress tonvards Reform objectives.
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XIl. improve stakeholder involvement in TAAMS and BIA Data
Cleanup.

The changes inherent in a revised Trust Operations Business Model, and SpeCifiCle]Y in
reformed Title, Realty and Accounting business processes, must be accepied and adopted
by all Regions, Land Title Record Offices, Agencies, Tribes (and Tribal representatives)
and DOI Bureaus and Agencies. In order to gain the required acceptance, the Department
needs to take steps 1o improve st akeholder participation in the direction and prioritization
of Reform-related initiatives. This will ensure the business model reflects DOI objectives
and the unique trust characteristics imposed by federal and local statutes, treaties and tribal
needs.

Specific recommendations for improving stakeholder participation will be included in the
overall Trust Reform assessment.

Xlll. Execute comprehensive Staffing Plans for All Participating
Organizations.

Sufficient, qualified resources need to be available to all participating organizations based
on defined roles and responsibilities.

Regional offices are already understaffed in key areas. Further reduction in regional staff
will be required to dedicate resources 1O key trust reform responsibilities. Many of these
resources will have to come from existing operation teams. These reductions will
jeopardize the Department’s ability to comply with ongoing Trust responsibilities. All
participating organizations need to plan for, hire and train appropriate numbers of
personnel to ensure adequate support for Reform initiatives and ongoing Title, Realty and
Accounting business operations.

XIIl.1 Establish an interim workforce plan for all participating
organizations.

The revised Trust Enterprise Model and associated changes to business processes will take
some time to complete. In the interim, the Department needs to develop a staffing plan
that ensures all participating organizations have the staff required to support ongoing
Trust obligations while the new business environment is being defined.

XIll.2 Develop a comprehensive sub-project staffing plan.

The staff required to support Title, Realty and Accounting sub-project efforts must

adldress the needs of several organizations. Comprehensive staffing plans need to be
developed and executed that reflect those organizations’ contributions to sub-project
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roles and the basis for their staffing

efforts. Major organizations, their fundamental
requirements are identified below:

e The Sub-Project Team —the sub-project team is ultimately responsible for
defining, developing and deploying reformed Title, Realty and Accounting business
policies, procedures and information services. This team must have the subject
matter expertise and capacity to perform. at a minimum, all critical-path project
activities that are not contracted to a third party. Critical-path activities, a5 defined
by the Project Management Body of Knowledge, are those act wvities that cannot be
delayed without impact ing the overall project schedule.

e Other Departmental Organizations — other Departmental organizations need to
understand the roles and responsibilities they will have regarding the execution of
sub-project tasks. Central, Regional and Agency staff may be called upon to
provide subject matter expertise over an extended period of time. This staff may
also be required to perform project-specific tasks for which the schedule provides
some flexibility (this will permit the Department to m imize the number of
additional resources required to define and deploy required changes).

XIll.3 Develop a comprehensive business process staffing plan.

As described above, business processes will be impacted during the definition and
deployment of revised poticies, procedures and tools. All Departmental organizat ions
need to develop comprehensive staffing plans that ensure core business processes are
adequately staf fed during these key periods of change as well as once the required changes
have been implemented.

Staffing plans need to reflect the decrease in productivity that will occur during and
:mmediately followning the introduction of revised policies, procedures and tools. In
addition to the direct effects of a comprehensive training program (see below), individual
productivity will decrease until the central, Regional and Agency-based staff are familiar
with the new policies and procedures.

Xii.4 Develop and execute a comprehensive, role-based training plan.

The Department needs 1o define and execute 2 comprehensive training plan for all central,
Regjonal and Agency-based staff that is driven by individual Trust roles and '
responsibilities. Training curricula will need to be defined and adopted. General and
curriculum-specific training materials will need to be published and distributed to relevant
staff. These training materials need to address relevant statutes and regulations,
Departmental policies and procedures in addition to the revised information services.

A well-planned, and executed, comprehensive training program will minimize the
productivity issues that inevitably result from large-scale change programs. This, in turn,
will minimize the impact of these changes on internal organizations, third-party providers
and beneficiary services.

c
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Roadmap

The Roadmap section in this report reviews the following topics:
e Overview

¢ Roadmap Activities

overview

The high-level and detailed recommendations described in the report above address each
of the major highlights and concerns identified during EDS’ assessment of the TAAMS
and BIA Data Cleanup subprojects. They do not, however, describe the sequence in
which each activity (recommendation) should be executed, nor do they describe
interdependencies, effort or performance considerations that must be monitored in order
(o ensure smooth progress towvards Trust Reform objectives. Each of these issues is
described in the roadmap section below.

Rather than being presented in mmerical order, high-level recommendations are
presented in execution sequence, together withEDS’ assessment of:

e The duration of that activity;

o Key interdependencies represent ing refationships with other high-level
recommendations;

e Detailed recommendations, or tasks, that identify specific steps required to
implement the recommendation;

e Detailed interdependencies represent ing relationships berween activities within the
same high-level recommendation. These dependencies are identified to provide
sub-project managers with an appropriate view of the anticipated contribution that
each task makes to the overall effort; and

e Performance considerations that provide both Trust executives and sub-project
managers with insight into the key issues, measures, decision points and/ or
milestones that must be monitored in order to assure a successful implementation.

e
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It must be noted that the completion dates and efforts associated with BIA Data Cleanup
and the implementation of an integrated Title, Realty and Accounting software solution
cannot yet be estimated. These dates depend completely on the results of the
recommended assessment into the nature and magnitude of the data errors that must be
resolved in order to assure the integrity of Trust business processes. Similarly, the
duration required for successful introduction of an effective Title, Realty and Accounting
software solution depends on the outcome of the “make vs. buy” evaluations and other
related factors.

The start dates and durations identif ied in the graphical roadmap reflect the complexity of
the current Trust environment and the need to incorporate objectives and priorities of all
stakeholders: Departmental organizations and other governmental agencies, tribes and
representatives of the Native American beneficiaries. Start dates are consideved accurate

to within the quarter specified, assuming all prerequisiie recommendations have been
implemented on schedule. Durations are estimated in three-month increments. More
precise estimates and schedules can be produced as specific scopes-of -work are defined.

The graphic on the right lustrates the relationship between each 10: 3-6 months (*)
recommendation and the core change components and the means e

by which activity start dates and duration are indicated throughout
the body of the roadmap. The ‘1Q’ to the left of the colon
indicates that this activity is expected to commence in the first (1)
quarter of the Reform program. The *3-6 months’ indicates that
this activity is anticipated to require from three (3) 10 six (6) months to complete. An
asterisk (*) indicates that the completion date cannot be estimated at this time.

Business Processes \\

Straregy
Direction &
Planning

Organtization & People
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Roadmap Activities

1. iImmediately Appoint a Single Trust Reform Executive 10Q: < 3 months
Sponsor. o

Bustness Processes .

\\
Direction &

Tectmningy & Data >
Planning,

Organizarion & People

Strategy
The Trust Reform sub-projects and breach efforts need to be
directed by a single, Executive Sponsor. The emphasis of this
recommendation is on aligning responsibility with line of authority. T he Executive
Sponsor should set strategy and direction for all Trust reform initiatives. This leader must
have the authority and responsibility to direct all Reform initiatives, setting scope and
priorities. This Sponsor must have line aut hority and control over the budget, subject
matter expertise and the staffing required to keep program initiatives on schedule.

The E xecutive Sponsor’s organization should include a Trust Program Management

Center (TPMC) providing metrics and progress assessments. The Sponsor needs to ensure
that meaningful metrics are being monitored and reported with confidence on aregular -
basis. The metrics plan should include performance measures on high-level strategies as
well as basic sub-project activities.

Scope and Duration
Task(s) Task Drration
1.1 Define the objectives, roles and responsibilities of the Trust <3 months
Reform E xecutive Sponsor.
1.2 Appoint the permanent T rust Reform E xecutive Sponsor. Milestone

Depark Upan Inthe Fdlouirg Maner

1.1 Define the objectives, roles and The selection of a permanent Trust Reform
responsibilities of the Trust Reform E xecutive Sponsor should be based in part on the
E xecutive Sponsor. roles and responsibitities that individual will assume.

I3 Define the E xecutive Sponsor’s reporting and comnmnication lines <3 months

and the office structure.
Depark Upon Duthe Fdlauirg Maver
1.1 Define the objectives, roles and The permanent Trust Reform E xecutive Sponsor,
responsibilities of the Trust Reform however. should not be appointed until the roles,
E xecutive Sponsor responsibilities and lines of control have been
established. .
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Performance Considerations

* Appoint an executive sponsor. (Milestone)

¢ Establish the Trust Program Management Center to support the Executive
Sponsor’s efforts.
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X1. Establish a Trust Program Management Center

Consistent project management practices and artifacts need to be
adopted by all Reform-related sub-projects and initiatives. All sub-

projects need 10 adopt consistent methods and artifacts for managing

10Q:6-9 minu,[s

Business Processey

T~

Technolomn & Data

Organization & People

schedules, resources, risks, communications and other project

management disciplines.
by the TPMC.

T bis adivity depends upon

1.2 Appoint the permanent Trust
Reform E xecutive Sponsor-

scope and puration

Task(s)

X1.1Establishan interim Program Management Center.

These practices and artifacts will be developed and consolidated

In the follouing manmner

The office of the Trust Reform E xecutive Sponsor
must be created and f lled, at least on an acting basis,
to provide the authority required to create a Trust
Program Management Center.

T ask Dradtion

<3 months

<3 months

Do Upat
1.1 Establish an interim Program
Management Center.

X1.2 Implement standard program mamgement functions and roles.

In the Fdlauiig Maner
The interim PMC staff, in conjunction with the Trust
Reform E xecutive Sponsor, will define the TPMC
organization, roles and responsibiliti@.

X1.3 Identify and develop/ acquire the TPMC infrastructure, templates <3 months
and tools. '
Depars Upon Inthe FEdlaug Maner

X1.2 Implement standard Program
Management Center functions and roles.

X1.4 Develop and execute a staffing and training plan for TPMC staff

and sub-project managers.

Depark Upon
X1.3 Identify and develop/ acquire the
TPMC infrastructure, templates and tools.

TDCU interim Report 1.0.2.doc Copyright. November 1

The infrastructure requirements. templates and tools
will be based on TPMC functions and roles.

<3 months

Inthe Fdloupg Mane:
The training program needs to be tailored to the
specific TPMC roles and the templates and tools that
will be used to support those roles.
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T asks (Continued) T ask Dhavtion

X1.5 Implement consistent scope and change managemernt practices.  3-6 months

Degpark Upon Inthe FdloungMaer
X1.2 Implement standard Program Scope and change management practices must be
Management Center functions and roles. consistent with TPMC polices and procedures.

X1.6 Implement an Automated T rust Program Performance Reporting  3-6 months

Tool
Depark Upon - Inthe Fdlaung Maver
X1.2 Implement standard Program The types of metrics (performance, cost, etc.) that
Management Center functions and roles. will be captured and the means that will be used to
present those metrics will be defined as part of the
metrics plan. -
Performance Considerations

e A metrics plan that captures all key performance indicators needs to be defined
and implemented. These metrics should, at a minimun, evaluate data cleanup and
conversion progress, data integrity and business process quality and productivity.

e An experienced Program Management Center development and implementation
manager is essential if the Department is to adhere to the timeframes identified
above.

e The Trust Program Management Center charter must be communicated to all sub-
project leaders and stakeholders.

e TPMC staff and sub-project managers are trained on processes, templates and
tools (Milestone)
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X. Immediately Appoint One Individual Accountable for 10: < 3 months
TAAMS and BIA Data Cleanup

Busmess Processes e

The DOI needs to immediately take steps tO establish and fill, at
least on an acting basis, the office of TAAMS and BIA Data
Cleanup sub-project managet. The role of that individual will be to
direct and control all sub-project elements and staf(- ensuring critical-path activities
proceed according to schedule. Where additional = . wrces are required to support non-
critical activities, the sub-project manager will coorcurate with other Departmental leaders
to staff and control those efforts.

Organization & People

scope and Duration

Task(s) Task Dwtion

X_1Define sub- project manager objectives, roles and responsibilities. < 3 months
<3 months

X.2 Define sub-project manager reporting and communication lines.

Depat Upan Inthe Fdlowirg Marer
X .1 Define sub-project manager rolesand  The lines of report ing and communicat ion need to
responsibilities. reflect specific roles and responsibilities.
X.3 Appoint anacting TAAMS / BIA Data Cleamup sub-project Milestone
manager.

Depak Upon Inthe FdlamgMarer
1{.2 Define sub-project manager report ing Inorderto be effective, any individual appointed 10
and communication lines. lead TAAMS and BIA Data Cleanup efforts must be

comfortable with expected roles and responsibilities,
sub-project objectives and anticipated reporting and
communication lines.

..o e

X.4 Appoint a permancnt TAAMS and BIA Data Clearmup sub-project <3 months

manager.

Daeanrd Upa Intbe Fdlaung Marer
X2 Define sub-project manager reporting  1n order to be effective, any individual appointed to
and communication lines. jead TAAMS and BIA Data Cleanup efforts must be

comfortable with expected roles and responsibilities,
sub-project objectives and anticipated reporting and
communication lines.

1.2 Appoint the permanent Trust Reform The E xecutive Sponsor will want input into key
E xecutive Sponsor. staffing positions in the Trust organizations.

_—

e
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Performance Considerations

The objectives, responsibilities and authority of the TAAMS and BIA Data
Cleanup sub-project manager must be communicated to all affected organizations.
(Consideration)

The sub-project manager must have effective, timely support from the Trust
Reform E xecutive Sponsor. (Consideration)

The sub-project manager must, eventually, be supported by a Trust Program
Management Office to reduce the effort required to consolidate and report on sub-
project status. (Consideration)

Appoint one individual accountable for TAAMS and BIA Data Cleanup
(Milestone)
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lil. Integrate the TAAMS and BIA Data Cleanup Sub- 10: Milestone
Qmiects. a Businevs Processes \.‘\\

Srrategy

Direction & Technology & Duta \
Planning -

Organization & People

The TAAMS and BIA Data Cleanup sub-projects are heavily
interdependent. TAAMS objectives cannot be fully achieved until
complete and accurate Title, Realty and Accounting information is available. L ikewise, the
quality of that information will continue to degrade until it resides in an integrated data
store and is supported by coherent business processes. The nature and extent of these
dependencies make sub-project integration necessary.

T bis adivity depends upon In the fallouing manner
1.2 Appoint the penmanent T rust The office of the Trust Reform E xecutive Sponsor
Reform E xecutive Sponsor. must be created and filled to provide the authority

required to coordinate the efforts of the various
Trust stakeholders.

Scope and Duration
Task(s) Task: Dwration
111.3 Adopt event-driven project schedules rather than the previous Milestone
date-driven schedules.
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XI1. Improve Stakeholder Involvement in TAAMS and BIA 10: < 3 months
Data Cleanup. *

Business Processes

Technology & Data >

Organization & People

The changes inherent in a revised Trust Operations Business
Model, and specifically in reformed Title, Realty and Account ing
business processes, must be accepted and adopted by all Regjons,
Land Title Record Offices, Agencies, Tribes (and Tribal representatives) and DOI Bureaus
and Agencies. In order to gain the required acceptance, the Department needs to take
steps to improve stakeholder participation in the direction and prioritization of Reform-
related initiatives. This will ensure the business model reflects DOI objectives and the
unique trust characteristics imposed by federal and local statutes, treaties and tribal needs.

T bis adivity depends tpon In the following manner
1.2 Appoint the permanent Trust The office of the Trust Reform E xecutive Sponsor
Reform E xecutive Sponsor. must be created and filled to provide the authority

required to coordinate the efforts of the various
Trust stakeholders. -

scope and Duration

Tas(s) Task Dhaation

X11.1E ngage stakeholders to establish TAAMS / BIA Data Cleamip <3 months
objectives and priorities.

X11.2 Maintain stakeholder involvement in sub- project direction and Ongoing
priorities.

As noted in the “Detailed Recommendations”, further insight into improving stakeholder
participation in Reform-related inifiatives will be provided in the overall Trust Reform
assessment.
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IV. Develop an Overarching Trust Operations Business 10Q: 9-12 months
Model

Sirateen
Direction & Technology: & Data
o —

//Zhyum:nliun & People

The first component of a Trust Operations Business model is a
statement of the objectives, core business areas, policies and
procedures that reflect the Department’s Trust responsibilities. As
core business areas and procedures are identified and defined, they need to be compared
with industry trust standards to identify applicable commercial standards and performance

|V

indicators.
T bis adivity depends upon In the following manmer
XI1. Improve Stakeholder Involvement  The Trust Operations Business Model must reflect
inTAAMS and BIA Data Cleamup. the objectives and priorities of all stakeholders.

Those stakeholders, therefore, must participate in
the development of that model.

X.3 Appoint an acting TAAMS / BIA The TAAMS and BIA Data Cleanup sub-projet

Data Cleamup sub-project manager. manager will ensure that sufficient subject matter
expertise is available to document the existing and
revised business processes.

VI1.2 Defer Realty and Accourting The decision to defer further development and
functionality. deplovment activities on Realty and Accounting
functionality will free resources, some of which can

be leveraged to revise the Trust Operations Business
Model.

Scope and Duration

Each of the activities identified below should be performed twice. The first iteration
should be to develop the Title-related business policies, processes and data requirements.
The second iteration should address Realty and Accounting related components.

Task(s) Task Dination

IV.1Define and communicate objectives, core business policies and 3-6 months
key performance indicators (metrics).

IV.2 Diagram the existing T rust E nterprise Model 3-6 months
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Tasks (Continued) T ask Durdtion

IV.?,Developmrlco:mmnicatetlx:xevisedTrustEmenpﬁse Model.  3-6 months
Deavavk Upon Inthe Fdlarg Mawe:

V.1 Define and communicate objectives, The revised business model must reflect overall trust

core business policies and key performance obligations and objectives.

indicators.

IV .2 Diagram the existing Trust E nterprise  Existing business processes must be mapped to the

Model. revised business model to determine what types of
changes (organizational, operational, etc.) will be
required in order to implement the revised model.

IV.4AppmveandadoptthcxevisedTmstEmerpdseModeL <3 months
Deard Upon Intbe Fdlaumg Maver -
IV 3 Develop and communicate the revised The revised Trust Enterprise Model must be
Trust Enterprise Model. documented and published for review and approval.
performance Considerations

e The Department must ensure adequate stakeholder involvement in the
development of the revised Trust E nterprise Model.

e Define key performance key performance indicators must be identified for each
core business area and process.

e Once developed, the revised Trust E nterprise Model must be approved and
adopted by all contributing organizat ions to ensure that all Reform-related
nitiatives are directed by consistent objectives. strategies, policies and procedures.

TDCU Interim Report 1.0.2.doc Copyright. November 12, 2001
90

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

Vl. immediately Assess the Nature and M nitude of the 10: 6-9 months
BIA Data Cleanup Issues I,

.

Business Processes N

.

Srraed
Dircctron &
Planmnty

/ “Organization & Peop e

The DOI needs to move immediately to accurately estimate the Technology & Data

nature and magnitude of the BIA data cleanup issues affecting
Title, Realty and Accounting business processes. This will require
the Department to conduct a statistically valid assessment of data-related issues. It then
requires the DOI to develop a strategy and establish priorities that balance its fiduciary
responsibilities with stakeholder interests and technical considerations. Data cleanup
policies and procedures need to be reviewed to ensure compliance with the Department’s
strategy and priorities. Finally, effort and resource estimates need to be created for
performing the BIA data cleanup effort in line with these priorities.

v

Scope and Duration
Task(s) - Task Dwation
VI.1 Clarify and communicate the DOI's BIA Data Cleamup <3 months
responsibilities and objectives.
V1.2 Conduct a statistically valid assessment of Title, Realty and 3-6 months
Accounting data to accurately assess the magnitude of data cleamup
issues.
Daark Upan Inthe Fdlauig Mave:
V1.1 Clarify and communicate the DOI's The stratified random sample must reflect the DOI's
BIA Data Cleanup overall Trust Reform objectives responsibilities and
objectives
VI.3 Adopt a balanced strategy for prioritizing data cleanup and <3 momnths
conversion efforts.
Depark Upon Inthe FdlamgMarer
V1.1 Clarify and communicate the DOI's The strategy and priorities must balance the DOI's
BIA Data Cleanup overall objectives as well as responsibilities and the
needs of other stakeholders.
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T ask s (Continued) T ask Duration
V1.4 Refine the BIA Data Clearmp process. <3 months
Depark Upon Inthe Fdlourg Mane:
IV 3 Develop and communicate the revised The data cleanup process needs to ensure that all data
Trust Enterprise Model. required to support the revised Trust Ent erprise
Model has been accurately identified and accounted
for. '

V1.2 Conduct a statistically valid assessment  The frequency and scope of quality assurance

of Title, Realty and Accounting data to checkpoints built into the data cleanup process need
accurately estimate the magnitude of data 1o reflect the nature and magnitude of the issues
cleanup issues. identified in the statistical assessment.

V1.3 Adopt a balanced strategy for The process used to establish the integrity of data
prioritizing data cleanup and conversion entered into an integrated Title, Realty and

efforts. Accounting data store needs to reflect the priorities

adopted as part of a balanced strategy.

V1.5 E stimate the effort required to obtain, complete and accurate < 3 months
Title, Realty and Accounting information.
Deparrk Upan Inthe Fdladrg Marer-
V1.4 Refine the BIA Data Cleanup and The effort, time and resource estimates for BIA Data
Conversion process. Cleanup and conversion must be based on the nature

and magnitude of the data cleanup issues, and the
process defined to remedy those issues.

Performance Considerations

e Organizational, stakeholder and technical interests nmist be considered when
refining the BIA Data Cleanup and Conversion process (Consideration)

e Communicate the magnitude, extent and effort of the data cleanup issues.

e Communicate the strategy for refining data cleanup efforts to all contractors or
indivicuals responsible for this effort (Consideration)

e The sample needs to reflect atrue representation of all Title, Realty, and
Accounting records (ex. LTROs, Agencies, Regions. Compacted tribes)

e The incidence of error for each type of issue identified (Metric)
e A root cause analysis needs to developed for each type of issue ident ified

e The Department must be able to maintain a comprehensive accounting of data
cleanup efforts across all participating organizations (Consideration)
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VII. Accelerate TAAMS Title and Defer Realty and
Accounting Functionality

Implementing TAAMS Title nation-wide would simplify business
processes, reduce the risk of introducing errors and inconsistencies
in business-critical data stores, and establish a baseline of certif! ted

information against which accounting and distribution data from IRMS, MAD, LISLA and

other Realty applications can be reconciled.

—

10: 27-30 months *)

Business P'rocesses

Stratesy
Durec tion & Technology & Duta

Pluanning,
" Organization & People

The introduction of TAAMS Title must be coordinated with relevant BlA Data Cleanup
activities in order to ensure both the initial and ongoing quality of Title information.

V1.1 Clarify and communicate the
Department’s BIA Data Clearmip
responsibilities and objectives.

In the following mamer -

The strategy, direction and goals for BIA Data
Cleanup will be driven by the integrated
TAAMS and BIA Data Cleanup TAAMS / BIA

Data Cleanup strategy and goals. -

V1.5 E stimate the effort required to
obtain complete and accusate T itle,
Realty and Accounting information

The effort, time and resource estinates for BIA
Data Cleanup and conversion must e based on
the nature and magnitude of the data cleanup

issues, and the process defined to remedy those

issues.

V. Adopt a Consistent Information

The IT solution used to assure the integrity of

Systems Acquisition Stratcgy. business processes and data must be based on
the revised business process descriptions.

scope and Duration
Task(s)

VI1.2 Defer Realty and Accounting Functiomality
Dapork Upan

T aske Diaxtion

Milestone

Inthe FdlaurgMawre”

V.5 Revise Title, Realty and Accounting Realty and Accounting information systems

business processes to incorporate
solution requirements

development and deployment must be based on
the revised business processes.
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T asks (Continwed)

T ask Durdtion

V11.3 Defer changes inAgency responsibilities until Realty and Milestone

Accounting functionality is
Daak Upan

Vi1.2 Defer Realty and Accounting

Functionality

Inthe Fdlaug Marer

The decision to defer realty and accounting
functionality must be made. Changes in Agency
responsibilities need to be deferred until revised
business processes have been defined and
adopted and the resources are available to
deploy an integrated informat jon services

solution.
3.6 months i

Dgpark Upor!
V1.1 Clarify and communicate the
Department’s BIA Data Cleanup
responsibilities and objectives.

V1.2 Defer Realty and Accounting
Functionality

e

VI1.4 Develop and executc planto
Accounting and perform the associat

conversion activities.

Dok Upat
V 4 Develop a business cas¢ for
evaluating and acquiring information
services.

V1.5 Estimate the effort required to
obtain complete and accurate Title,
Realty and Accounting information

V111 Accelerate the nation-wide
deployment of TAAMS Title

VI1.1Accelerate the mation-wide deployment of TAAMST iﬂe.

In the Fladrg Maner

(see above)

Tlnle decision to defer Realty and Accounting
functionality will allow additional staff to focus
on the deployment of TAAMS Title.

integrate Title, Realty and 9-12 months
od data cleanup and

Inthe FdlouhgMarer

The plan to incorporate data conversion
activities cannot be f inalized until the Title-
related computing requirements have been
finalized and an appropriate solution adopted.

The effort, time and resource estimates for BIA
Data Cleanup and conversion nust be based on
the nature and magnitude of the data cleanup
issues, and the process defined to remedy those
issues.

The introduction of Title data must be
coordinated with the planned introduction of
Title functionality in each region.
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Tasks (Continued) T ask Dwration
VII.SCmnplemsivelyevaluatcthcqualityand progress of >12 months (*)
initial clearup and conversion activities.

Dk Upon Inthe FdlauigMare:
VI1.1 Accelerate the nation-wide A comprehensive quality assurance program
deployment of TAAMS Title. needs to evaluate the extent to which the

applications and data are capable of supporting
ongoing business processes before approving
the cut-over to new information services.

V11.4 Develop and execute a plan to Quality assurance processes need to address the
integrate Title, Realty and Accounting  full scope of data integrity issues and must be

and perform the associated data timed to support the plan for remedying those .
cleanup and conversion activities. issues.

V11.6 Develop and execute an integrated Assurance andUser > 12months ()

Acceptance Test.
Depard Upan Inthe Fdlouirg Maver

V11.5 Comprehensively evaluate the The assurance test must evaluate both the

quality and progress of initial cleanup ~ released functionality and the reliability of the

and conversion activities data upon which that functionality relies.

VII.7A55€SSt1tqu3]ityofongoing data cleanup and > 12 months (*)

conversion efforts and monitor organizational performance and

productivity.

Depark Upat Inthe Fdladig Marer

V.1 Document and adopt reformed The procedures used to monitor ongoing

Title, Realty and Accounting business  performance must ensure that the reformed

processes business processes assure the ongoing quality of
the data required to meet the DOT's fiduciary
responsibilities. These procedures must also
evaluate the efficiency of the process.

VI1.5 Comprehensively evaluate the The procedures used to monitor ongoing

quality and progress of init ial cleanup ~ organization performance, and the quality of

and conversion activities reformed business processes will be partially
derived from the processes and tools used to
evaluate the quality of initial data introduction
procedures.

S
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Performance Considerations

e Develop a process to keep TAAMS Title and other non-TAAMS systems of
record (LRIS, IRMS, etc) synchronized until the deployment of a combined Title,
Realty, and Accounting system.

e User's guides and reference materials created and distributed. (Milestone)

e Incorporate performance metrics and management reporting

e Cutover from LRIS to TAAMS should be based on a successful assurance test.
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IX. Establish Required Computing and Communication 20: 6-9 months
Capabilities -

N
N N
Rusincsy Processes *\

Strutegy
Dircenon &
Plammng,

/,//()r_quni:milm & People
/

The result of this assessment should be an agreed set of service Tuchnology & Dara

level requirements addressing local- and wide-area network
availability and capacity, client- and server-based computing
capabilities and information technology (IT) operations policies and services. The results
of this assessment may require the Department to acquire significant computing and
communications assets or services to meet business needs.

T bis adivity depends upon In the following manner
VIII.3 Adopt a common systems The network infrastructure assessment must address
deployment framework. the computing and communications requirements

associated with deploying information services to
the business conmmunity.

X1.2 Implement a consistert scope and  The network impact analysis, completed for each

change management cortrol process. change to a system, must be an integral part of the
change control and approval process.

Scope and Duration

Task(s) Tasle Draation

IX.11Assess current network infrastructure capabilities. 3-6 months

IX.2 Adopt a standard for core Information Technology services and  3-6 months

service levels.
Depak Upon Inthe Fdlouwirg Mane®
11. Adopt an Overall Business and Information Technology services, and the operating
Computer Systems Architecture. platforms on which those services are delivered, will
be established as part of the Business and Computer
Systems Architecture. This architecture, therefore,
needs to be in place before service levels are finalized.
In the meantime, interim services and service levels
can be adopted.
IX.3 Standardize BIA Information T echnology operations and 3-6 months
processes.
Daark Upan Dithe Fdlagig Marer
1X.1.1 Assess the network infrastructure Information Technology processes chosen must
capabilities. reflect the current capabilities and future
requirements.
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T asks (Contimied) Task Duwration
1X.12 Assess network infrastructure requirements. <3 months
Depards Upon Inthe Fdlauirg Marver”

IX .2 Adopt a standard for core Information N etwork infrastructure requirements must be based,

Technology services and service levels. in part, on the services and service Jevels needed to
support business operations, as well as the current
network capabilities.

IX .3 Standardize BIA Information IT capacity planning policies and procedures must be

Technology operations and processes. in place to provide guidelines for assessing the impact

of new information services and requirements.

Performance Considerations

Common change control process implemented (Milestone)

Network impact analysis completed for TAAMS. overall Trust Reform, other
current Departmental systems and future projects (M ilestone)

Capacity planning process in place (M ilestone)

Network Management Center established (Milestone)

Current network traffic load by application and network node. (Metric)
Anticipated traffic for new implementations (Metric)

Track service level metrics (Metric)

Track daily performance measures (Metric)

The Department must determine whether to acquire assets or services to provide
the network infrastructure capabilities required to support business needs.
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il. Adopt an Overall Business and Computer Systems 20: 6-9 months
Architecture

The overall business and systems architecture needs to be pmvcin

validated, approved and adopted by both the trust business and izl”%')rgum':uli(m & People
technical communities. This will provide the needed common '
language for data and processes across the organization. It should provide a clear
definition of the TAAMS interfaces. TAAMS needs to coordinate and integrate with the
focus and purpose of the architecture.

T bis adivity depends upon In the Following Manner

IV. Develop an Overarching Trust The business and computer systems architecture

Operations Business Model must support the overarching Trust operations
business model.

Detailed recommendations conceming the Department’s computer and business systems -
architecture will be provided in overall Trust Reform assessment.
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XIIl. Execute Comprehensive Staffing Plans for All

Participating Organizations.

Sufficient, qualified resources need to be available to all
participating organizations based on defined roles and

responsibilities.

20: 6-9 months

Business Processes

™~

Technolag & Dara

Organization & Pevple

Regional offices are already understaffed in key areas. Further reduction in regional staff
will be required to dedicate resources to key trust reform responsibilities. Many of these
resources will have to come from existing operation teams. These reductions will
jeopardize the Department s ability to comply with ongoing Trust responsibilities. All
participating organizations need to plan for, hire and train appropriate numbers of
personnel to ensure adequate support for Reform initiatives and ongoing Title, Realty and

Accounting operations.

T bis adivity depends upon
IV.3 Develop and commmumnicate the
revised T rust E nterprise Model

V.2 Define, commumnicate and
benchmark performance against
objective standards.

VII. Accclerate TAAMS Title and Defer
Realty and Accounting Functionality.

XI.2 Implement standard Program
Management Center functions and
roles.

In the following manner -

The revised Trust Enterprise Model will identify
functions kept in-house, demarcate functions
performed by different agencies and identify
functions to be outsourced. This will change the
staffing requirements for both the sub-projects and
the business processes.

When the new Realty and Accounting functions are
deployed. there will be changes to the staffing
requirements at both the Region and Agency level.
These changes must be based on overall
organizational performance and productivity.

The sub-project and business process staffing and
training plans must accommodate the frequency and
timing of Title, Realty and Accounting functional
distributions and data cleanup activities.

The sub-project and business process staffing plans
must be consistent with TPMC policies and
procedures.
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Scope and Duration

Task(s) Task Duration
X111.1E stablish an interim staffing plan for all participating <3 mornths
organizations.

Depard Upon Inthe Fdlouing Marwor
X1.2 Implement standard Program (see above)

Management Center functions and roles.

X111.2 Develop a comprehensive sub- project staffing plan <3 months
Depark Upon Inthe Fdlouing Maner

1V 3 Develop and communicate the revised  (see above)
Trust Enterprise Model.

V1. Accelerate TAAMS Title and Defer (see above)
Realty and Accounting Functionality.

X1.2 Implement standard Program (see above)
Management Center functions and roles.

X111.3 Develop a comprehensive business process staffing plan <3 months
Depark Upon Inthe Fdlouig Maner

1V.3 Develop and communicate the revised  (see above)
Trust Enterprise Model.

V .2 Define, communicate and benchmark (see above)
performance against objective standards.

VII. Accelerate TAAMS Title and Defer (see above)
Realty and Accounting Functionality.

X1.2 Implement standard Program (see above)
Management Center functions and roles

* X111.4 Develop and execute a comprehensive, role based training plan. 6-9 months

Degpark Upon Inthe Fdlauig Marer
X111.2 Develop a comprehensive business  The training plan must reflect the revised business
process staffing plan. model and processes. All staff with Trust-related

responsibilities (see the staffing plan) must receive
training tailored to their roles and responsibilities.
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Perfonnance considerations

The revised Trust Enterprise Model is completed and approved.
The plan 10 accelerate the nation-wide deployment of TAAMS Title is approved.

A training plan must be developed and executed to support the nation-wide
deployment of TAAMS Title.

An integrated Title, Realty and A ccounting software solution has been identified
and acquired.
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VIIL. Implement Consistent Technology Frameworks, 20: 6-9 months
Methods and Tools D

Business Processes

Strateey
Deciint &
Pl

7 Onramzation & People

Information technology support for Trust-related business Technology & Data

processes will, of necessity, embrace disparate software
architectures and solutions. In order to evaluate the fitness of G
proposed changes to individual components, the Department needs to adopt and enforce
a consistent technology framework.  Adopting a consistent framesork will decrease the
effort associated with managing infornation services that consistently and reliably support
for business processes.

~
< JR—

T his adivity depends vpon In the follouing manmer

I1. Adopt an Overall Business and The system deployment framework must be

Computer Systems Architecture. consistent the overall business and computer
systems architecture.

Scope and Duration )
Task(s) Task Dration
VIII.11mplement a program-wide requirements detenmination 3-6 months
process.

VIII.2 Define and implemernt an integrated testing process. 36 months
Degpard Upan Inthe Fdlauip Mlave
VII1.1 Implement a program-wide Test cases and plans should address all functional
requirements determination process. requirements. Hence, the testing process needs to be
integrated with the requirements determination
process.
VIII1.3 Adopt a common systems deployment framework. 3-6 months
Depork Upon Intbe Fdlaug Viane:
11. Adopt an Overall Business and (see above)

Computer Systems Architecture.

VII1.2 Define and implement an integrated  The systems deployment framework must be

testing process. integrated with the adopted testing process to ensure
that only validated changes are introduced into the
production environment.

VII1.4 Adopt consistent lifecycle methodologies for development and  6-9 months
maintenance efforts.
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performance Considerations

Identify metrics that will be used to track system changes, test results and
production defects. (Metric)

Approve integrated systems testing process. including roles, responsibilities, and
metrics. (Milestone)

Network impact analysis procedures implemented as part of the initial project
planning process. (Milestone)

Roles and responsibilities are defined betneen DOI and third party contractors.
(Milestone)

Deliverables, metrics, fornats, and approval procedures are defined between DOI
and third party contractors. (Milestone)

Systems deployment efforts are coordinated with organizational changes and
revisions to business policies and procedures. (Consideration)

Measurement and monitoring systems are in place for deployment. (Milestone)
Operations and Procedure manuals created and distributed. (Milestone)

Help desk is trained and prepared for each new deployment. (Milestone)
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V. Adopt a Consistent Information Systems Acquisition 30: 12-15 months (*)
Strategy. o .

Once the Trust Operations Business Model has been approved, a
consistent Information Systems Acquisition Strategy needs to be rgpamizaation & Pephe
adopted. The acquisition strategy, together with completeand 777
accurate descriptions of the reformed business processes, will become the basis for
evaluating integrated Title, Realty and Accounting software solutions. Eventually, oncean
integrated solution has been chosen, that solution will drive subsequent changes to
relevant business policies and procedures.

Rusiness Processes ~

N

Technology & Dato

T bis adivity depends 1ipon Inz the folloving naomer
IV.3 Develop and communicate the The reformed Title. Realty and Accounting business
Revised T rust E nterprise ModeL process descriptions must support the revised Trust

Operations Business Model.

scope and Duration

Detailed recommendations “V.1 Document and adopt reformed business processes.”, V.2
Define, communicate and benchmark performance against objective standards.” and V.3
Define the computing and communications requirements for gach core business process.”
describe the process by which the revised Trust Enterprise Model will be decomposed into
business processes and functional requirements. Each of these steps will be repeated
twice, once for Title business processes and a second time for Realty and Accounting
business processes. Each teration of the core activities will take approximately 3-6 months.

Task(s) ' , Task Dwation
V.1Document and adopt reformed T itle, Realty and Accounting 6-9 months
business processes.

Dgpark Upon Dnthe Fdlauiig Maner

IV.3 Develop and communicate the revised  (see above)
Trust Enterprise Model.

V.2 Define, communicate and benchmark performance against 6-9 months
objective standards for Title, Realty and Accounting business
processes.

Depard Upon Inthe Fdlauip Alarer

V.1 Document and adopt ref: ormed Title, The performance metrics and benchmarks required

Realty and Accounting business processes. 10 a55€sS organizational productivity and quality must
e developed as the Title, Realty and Accounting
business processes are being revised.

TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001 0
105

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

T asks (Continved) T asl: Dwovtion

V.3 Define the computing and communications requiremerts for each 6-9 months
core business area.
Deperk Upon Inthe Fdlauirg Mame:

V 2 Define, communicate and benchmark ~ Some of the gaps identified when benchmarking

performance against objective standards for  organizational performance against objective

Title, Realty and Accounting business standards will be closed! by defining information

Processes. services that reduce the effort/ time required to
complete core activities.

V.4 Develop a business case for evaluating and acquiring information 3-6 months

Services.
Depard Upan Inthe Fdlouirg Mave
V.3 Define the computing and Core business requirements should be used to
communications requirements for each core  develop objective evaluation criteria. These criteria
business area. will be used to evaluate available IT solutions to
determine the extent to which they can be leveraged
to support the revised Trust Operations Business
Model.
V.5 Revise Title, Realty and Accounting business processes to 3-6 months
incorporate solution requiremers.
Deparrk Upoi Inthe Fdlaug Mare:
\" 4 Develop a business case for evaluating After a business case has been developed and a
and acquiring information services. solution adopted. the Title, Realty and Accounting
business processes must be revised to reflect
constraints imposed by that solution.
V.6 Perform required software modifications and implement the 36 months (*)
integrated Title, Realty and Accounting solution.
Dk Upan ' Inthe Fdladrg Mare
V 5 Revise Title, Realty and Accounting Once the business processes have been revised to
business processes Lo incorporate solutions reflect any incremental solution capabilities or
requirements. constraints. the solution then needs to be modified to
support all revised functionality requirements.
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Performance Considerations

Revised business processes must be adopted.

Computing and communications requirements must be finalized and approved.
Network and communications impact analysis must be completed.

Create benchmark performance on industry standard metrics.

Suitable commercial alternatives need to be identified and evaluated against the
Department’s other options for obtaining an integrated Title, Realty and

Accounting software solution.

Once the package has been identified, the software must be acquired / developed
and, if necessary, modified to meet business needs.
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e
Appendix A -
Detailed Findings

The information contained in the sections that follow detailed
findings identified in the TAAMS / BIA Daa Clearp
Obsenations: Highlights aod Corarrs report.

TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001 108

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

H

Scope & Objectives

In a healthy program of change, the objectives and scope of the
change prograni(s) are agreed and will remain consistent with

the political agenda.
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Scope & Objectives

Scope and Objectives in this report reviews the following topics:

. TAAMS/ Data Cleanup Scope and Objectives
. Stakeholder Participation

TAAMS/Data Cleanup Scope and Objectives

Definition — To define the breath, depth and the desired outcome of both the BIA Data
Cleanup and the TAAMS projects, and how they relate to each other.

Goal — To ensure that these programs are clearly defined, understood, and acknowledged
within DOL.

Extracts from DOI Interviews

Current planning is done in the dark. We do not have a clear picture of what is required,
how it will impact Data Cleanup. possible impact on the current staff, or what is required
to fulfill information needs.

EDS Observations and Findings

The general objectives of the BIA Data Cleanup sub-project are identified in the Amended
High Level Implementation Plan (HLIPX2000). However, the magnitude or scope of this
effort is not well defined. The scope for TAAMS is also identified in the Amended HLIP.
TAAMS objectives. However. the scope is left to be inferred by the reader and is not
clearly understood throughout the Department. The core of these objectives is found in
the Policies and Procedures sub-project.

The objectives of Data Cleanup activities are not widely and consistently understood at
lower levels of the organization. In addition, the specific objectives, the means for
accomplishing those objectives, and the standards against which cleanup efforts will be
assessed and measured have not been developed or communicated throughout the
Department.

The objectives of Data Cleanup are stated in the HLIP as follows:

“The ultimate goal of Data Cleanup and Management is to ensure correct and
upclated data such that Indian trust records are accurate. meeting management and
operational stanckuds, and establish pernmanent data integrity at all BIA levels.”
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The project’s scope is broadly stated as: “The proper administration of BIA's data
consists of three major functions: 1) the cleanup of existing data in BIA’s
automated systems, 2) initial entry of data not previously automated into an
electronic format and 3) the continuous, comprehensive management and care of
data after the initial Data Cleanup is accomplished.”

The HLIP identifies the scope for TAAMS as follows:

*The TAAMS system will include master lease, billing and accounts receivable,
collection subsystems, and land title functions.”

The Amended HLIP focuses on shortcomings of the current systems (from which
TAAMS' objectives might be derived) and an explanation of the current status of the
TAAMS implementation and deployment efforts. While other sub-projects highlight the
need to manage trust assets and distribute trust proceeds using consistent policies and
procedures, that objective is not reinforced as it relates to TAAMS and BIA Data Cleanup.

Impact and Importance

The scope and objectives of Data Cleanup and TAAMS are not universally known or
established. The lack of clarity causes regions and agencies to pursue diverging priorities,
jeopardizing both current Trust obligations and the Department’s ability to pursue
Reform-related initiatives.
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stakeholder Participation

Definition — The involvement of all concemed parties in each important step of a program,
but especially during program definitions and program acceptance.

Goal - To ensure proper definition acceptance and use of the products of the program.

Extracts from DOI Interviews

Sometimes I wonder whether we are including necessary requirements oF simply reflecting
different ways of doing the same thing,

The tribes must be allowed to participate in so that they will buy in to the eventual policies
and procedures.

EDS Observations and Findings

The challenge of stakeholder participation in a systems development project is to obtain
input from all affected parties. allow for genuinely important regional and local
distinctions. and explain why accommodating other desires would not be in the best
overall interest of the endeavor. The highly decentralized operational and decision making
tradition of the BIA has led in the past to highly customized systems development, such as
the current LR1S. This tradition has continued with TAANMS. No core business model for
the Title. Realty and Accounting functions of TAAMS has been developed. Extensive
customization and variation of TAAMS is undernay to accommodate wide variation in
Jocal processes and approaches.

At the same time, participation and inclusion of all-important stakeholders is key to the
success of process change. The complex and diverse nature of the BIA's trust
management activities is real, and must be caprured. Furthermore, the tribes and
individua! Indian beneficiaries have not felt included in the systems development effort.
The benefits of TAAMS and Data Cleanup have not been sufficiently discussed with the
tribes and individual Indian beneficiaries. This disbursement of information would assist
in building a clearer understanding and support for change.

Impact and Importance

Buy in from all of the internal and external stakeholders is essential to achieving the
objectives of TAAMS. The regions and agencies need to feel they are involved in the
decisions regarding TAAMS: otherwise it will meet with resistance. The Tribes, as
beneficiaries and stakeholders, need to feel their voice is being heard in order to support
its deployment.
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structure, processes, and plans will be adequate to successfully
deliver the progranxs).

EDS Confidential



- -

Interim Report on TAAMS and BIA Data Cleanup

Project Governance

Project Governance in this report reviews the following topics:

. Introduction

i Project Integration Management
. Human Resource Management

. Scope Management

o Communications Management

. Time Management

. Cost / Procurement Management

o Quality Management

o Risk Management

Definition — The establishment of clear roles, responsibifities, and accountabiliies for the
program.

Goal - To run the program in an organized and efficient manner.

introduction

Governance establishes clear roles, responsibilities, and accountabilities for all
organizational constituents, including executive leadership and program managers.
Industry best practices include the use of a governance process to oversee and manage
spending and to ensure there is an acceptable return on investment. The Value
Management discipline enables a program (o monitor benefit realization and validate
return on investiment.

The key to governance is the identification of the program prime sponsor. The program
sponsor is a senior executive who fully endorses the program charter and has the authority
to control the allocation and retention of required resources, enforce the priority
established for the program. and obtain the timely cooperation of all participants. To set
direction for the program, the program sponsor must understand the business drivers,
organizational hierarchies, and high-level business processes.
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Governance provides a shared understanding and agreement among all participants as to
what will be delivered, how it will be completed, and the commitment required.

Governance ensures a unified view that supports achieving the following desired business

benefits:
. E nsure programs are delivered on time and within budget
e E nsure issues and risks are identified, managed and appropriately escalated
. E nsure money is not spent on initiatives that will not be implemented

. Address the need for alignment of programs to enterprise goals
. Provide executives with access to information about programs in a consistent
format so they will be able to compare various options and make better

informed decisions .

J E nsure that the change process is managed effectively to minimize the
potential negative impact on our employees, organization, and clients

. E nsure that expected benefits of the program are achieved.
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Project Integration Management

Definition — Project Integration Management includes the implementation of the tools and
processes required fo ensure that the various elements of the project are properly
coordinated.  These include the Project Management Infomation System, Integrated
Change Control, Work Authorization System, and organizational procedures.

Goal - To run the program in an organized and efficient manner.

Extracts from DOI interviews

One of the biggest problems is the lack of project management tools, skills, and practices.
BIA doesn’t have appropriate controls for project management, nor do they possess the
skills for project management.

How one sub-project impacts other sub-projects are not being coordinated or
communicated.

BIA and OST do not have a change process, which allows changes to be timely processed.
It is not clear who will approve changes and new requirements, resolve issues, or make
decisions.

EDS Observations and Findings

The TAAMS project is not an integrated effort. TAAMS interfaces, conversions, and data
readiness do not share the same organization structure, tools, processes, and project
schedule. There is not a program office in place to coordinate the various efforts.

There is no collaborative electronic capability for all project team members to share
project management and product information.

A project charter, which lays out the goals and expectations of participants, does not exist.

A consolidated baseline project schedule with responsibility assignments for all project
team members, including the contractors, vendors, committees, and work groups with all
dependencies, does not exist. Some contractors do not have a schedule with milestones,
while others maintain their own schedules and do not share these with the TAAMS project
office.

The only issues tracked are the problems encountered during user acceptance testing.
There is no integrated change control process and tracking tool, which addresses scope
changes, schedule changes, cost changes, quality plan changes, and communication plan
changes.
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Project status meetings are not held consistently. There is no reporting on project
management activities.

Impact and Importance

Without the project charter and an overall project director setting priorities as well as
shared goals and objectives, there is confusion and a lack of trust.

Project measurement and timely, accurate status report ing are necessary o track progress,
control and report on the work and to provide confidence to the affected organizations.
To provide project coordination requires standard tools, documented processes, and
information stored in a collaborative workspace that all team members can share.

Without consistent status meetings with all the key players of the project the actual status
of the project, issue resolution, and decisions are not timely and often not shared.
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Human Resource Management

— ]

Definition — Human Resources Management consists of the processes required to make the
most effective use of all of the people involved with the project. It includes organizational
planning, staff acquisition, and team development.

Goal - To make the most effective use of the people assigned to work on the project.

Extracts from DOI Interviews

The lack of adequate governance is a critical problem. The OTFM organization was
extracted from the BIA and placed under the authority of OST. Subsequently, the
relationship between the BIA and OTFM has been somewiiat adversarial.

The BIA Data Cleanup effort is hindered by delays caused by reviews of information or
information requests of the Title Plant that can take over a year for BIA to respond, due to
resource constraints.

The TAAMS project impacts many organizat ions. The lack of defined roles and
responsibilities is a hindrance. The fragmented oversights in multiple organizations are not
conducive to managing a project. It is not clear who will approve changes and new
requirements, resolve issues or make decisions.

It is not always clear who is accountable for the success or failure. There is a problem with
the delegation of authority throughout. People without responsibility are in positions of
authority and people with responsibility do not have authority. The Project Manager
needs to have full authority to run the project.

The TAAMS project manager does not have a full-time staff. The project suffers as some
of the key people have multiple roles and are not dedicated to TAAMS.

EDS Observations and Findings

The management of the TAAMS project is disbursed across the DOI organization and its
contractors. It is unclear who the prime sponsor of TAAMS or BIA Data Cleanup is. The
TAAMS Project Manager does not have full responsibility and authority for TAAMS and
BIA Data Cleanup. Coordination. communication, and timely information exchange
among these entities has not been fully satisfactory.

Some of the Title Plants are not fully staffed.

The TAAMS project lacks organizational planning We were unable to obtain a project
organizational chart. Project st akeholders do not have roles and responsibilities defined.
Accordingly, those roles and responsibilities have not been communicated to the team
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members. However, we were able to find some roles documented in the Dryft Proed
Maggenet Pla, Daa Clavip Swunmmy Repat, Deloanert ard Inplerartaion Pleat, but these
are not synchronized. Membership of committees and work groups were not clearly
defined. The BIA central office did not commit full-time resources to the TAAMS
project.

The TAAMS Project Manager does not have authority to manage the project. The
TAAMS Project Manager's position description limits his oversight to the establishment of
long-range goals and objectives within the BIA program. The TAAMS Project Manager
works with the CIO and the Director of OIRM to develop program direction and
priorities.

We were unable to determine who has responsibility for Data Cleanup in the field (TROC,
Title Plant Manager, or Data Administrator). '

There have been repeated complaints by TAAMS project oversight personnel, as well as
OST. that there is poor financial management and tracking. Timely reports on status,
allocation of expenditures to task, and related information is not available.

Impact and Importance

An organization chart shows the lines of authority which helps identify and communicate
who does what which will reduce the project risk. The organization chart is the basis for
developing roles and responsibilities. A responsibility assignment matrix defines who does
what and who decides what. Without it, there is confusion about authority and
responsibility. These documents are necessary for developing the project schedule and the
project communication plan.
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scope Management

Defirition — The processes required to ensure that the project includes all the work required,
and only the work required, to complete the project successtully. The scope statement
forms the basis for an agreement between the project team and the project customer by
identifying both the project objectives and the major project deliverables. A change control
process should be part of this process. ’

Goal - To ensure that initial scope and subsequent changes are defined and prioritized, and
the project efficiently delivers what has been agreed upon.

Extracts from DOI Interviews

There is not an effective change process, which would allow changes to be processed on a
timely basis. It is not clear who will approve changes and new requirements.

For requirements gathering, we need to remove the middleman and work directly with the
customer to gather requirenents. Currently NAID. BIA, and ATS are sharing the

responsibility for requirements.

When the project scope increases put the targeted end date does not change, the project
becomes difficult to manage.

EDS Observations and Findings

The scope of both the TAAMS and BIA Data Cleanup projects are ill def ined. Changes to
the TAAMS project schedule have been incomplete and not baselined. There is not an
integrated change control process that is agreed upon by the Change Control Board, which
is communicated, and tracked to completion ina re-baselined schedule. Some of the
contractors were not even aware that there is a Change Control Board. ATS and BIA
negotiate on prioritization, not the Change Control Board. Approved change requests
cannot be recognized in the project schedule.

Impact and Importance

If scope is not managed, the project will never meet agreed upon satisfactory results within
the time and budget allotted.
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Communications Management

Definiion - The processes required to ensure timely and appropriate generation, collection,
dissemination, storage, and ultimate disposition of project information. This includes
determining the information needs of the stakeholders: who needs what information, when
they will need it, how it will be given to them, and by whom. Status reporting and forecasting
provides stakeholders with information about how resources are being used to achieve
project objectives.

Goal - To ensure everyone concemed has the information needed 1o carry out their work
on the project. '

Extracts from DOl Interviews

Communication is very poor. There are almost no horizontal communications. There is
no TAAMS Communication Plan. Feedback loops are nearly non-existent. One
interviewee said, “BIA and OST don't like, trust, or communicate with each other. There
isn't even common courtesy communication between the groups and both organizations
are of equal blame.”

Plans that were developed were not communicated or followed.

EDS Observations and Findings

A communication plan has not been developed with the stakeholders. A project
workbook does not exist where the project team shares all the project management and
project work products.

TAAMS issue tracking database is limited to tracking only problems associated with
testing. There is a much greater set of issues to acknomledge and discuss.

We were unable to obtain documented processes that explain how to deploy and
implement project management deliverables. Meeting minutes from key committees and
workgroups were not available.

Well-planned project schedules, which have been baselined, are neither available nor
updated weekly. A shared understanding of the project status was not known.
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Impact and Importance

Communication management should provide the critical links among the team members,
ideas, and information necessary for success. To gain support and ef fective progress,
everyone involved should be sending and receiving appropriate and effective
communications required for performing their function.

Communications are also vital for informing management of the status and progress of the
work.
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Time Management

Definition - the processes required to ensure timely completion of the project. To effect this
specific activities that must be performed to produce the deliverables are identified and
decomposed into smaller, more manageable components to provide better management
control. These activities are sequenced, and estimated; then resources are assigned before
the schedule is developed, validated, and approved.

Goal - to ensure the project is completed on time.

Extracts from DOl Interviews

The Schedule (Project Plan) is date driven, not event driven.

One of the major problems is that the DOI has never been able to properly coordinate the
work that must be performed.

TAAMS scheduling is too aggressive in that the planners have not taken into consideration
input from the people working in the field.

When the scope increases and the targeted end date does not change, the project becomes
difficult to manage.

In the past, milestones were arbitrarily set for TAAMS and were unrealistic. The priorities
are set at the Deputy / Assistant Secretary level and above.

A schedule isn’t needed for Data Cleanup. These are defined tasks that reoccur each day
until work runs out, which so far hasn't happened.

EDS Observations and Findings

There is an obvious weakness and a lack of discipline in planning, reporting, and
forecasting.

There is no TAAMS and BIA Data Cleanup Project Schedule, decomposed to a level
manageable with resources and dependencies identified.

The TAAMS Project Office does not integrate ATS's schedule into the Integrated
Schedule.

Many tasks have estimates of 66 days.

ATS baselines their project scheclule when it is approved by the Project Manager.
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There are no documented standards for using project management tools including MS
Project.

The Project Schedule is neither baselined nor approved by BIA and OST.

None of the schedules reviewed, including the 74 AMS Drgfi Integted Schatde 07-03-2001
contained an adequate work breakdown structure to complete the TAAMS and BIA Data
Cleanup work. The BIA Data Cleanup activities do not natch the phases and activities in
the process used by Datacom Sciences, Inccrporated. ATS tasks do not match the
TAAMS Software Release for May 2001 schedule. All of the activities necessary to
complete TAAMS and BIA Data Cleanup are not identified in the integrated schedule.
Activities for BIA, TROCs, Data Administrator’s, Title Plant Managers, Design Team
Leaders, Data Administrators, Business Process Trainers, System Trainers, and Project
Management are not incorporated into the schedule. The Resources are not consistently
identified. (Some resource names are COMPLETED, “J", 445, Super-Users, or no
resources are assigned at all.) Various activities are missing.

Dependencies between the activities that are in the schedule are also often missing.

E stimates based on duration of more than 5 days do not provide timely insight to the
project, (examples of durations in the schedule: 18 weeks, 26 weeks, 12 weeks, 622 days.)
Detection of missed completion dates would only occur after the 18 weeks and 26 weeks,
which makes it too late to take preventative action.

E ffort variance (planned effort compared to actual effort) has not been tracked in the
project schedule, which would provide feedback for schedlule refinement.

Impact and Importance

Without a schedule the status of the project, neither corrective actions that need to be
taken, nor forecasting (time, resources, and costs) can be accomplished.

A schedule must include all the activities in the Work Breakdown Structure. correct

dependencies, estimates that can be measured at the end of each week, and resources
assigned. It is essential that these components be included in order to have an accurate

schedule.
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Cost/ Procurement Management

Definition — Cost Management includes the processes required to ensure the project is
completed within the approved budget and is primarily concemed with the cost of the
resources. Procurement includes the processes required to acquire goods and services
from outside organizations '

Goal - to ensure the project is completed within budget.

Extracts from DOl Interviews

The constraint on staffing is the money and the availability of people.

Temporary stop work orders on TAAMS because of funding approval delays are having an
adverse effect on the project.

EDS Observations and Findings

Financial tracking is a huge problem and there have not been adequate resources assigned
to this work.

There are no direct line accounts for Indian related affairs, so money is usually allotted
from other accounts.

TAAMS. funded through OST appropriations, has difficulty getting resources and funds.
TAAMS is not receiving timely funding from the OST.

The primary problems identified- in the area of cost and procurement- are the lack of
manpower and timeliness of funding,

Human Resource and Procurement costs are not tracked in the Project Schedule.

Impact and Importance

Tracking actual costs and projected costs in the schedule by activity provides the ability to
report on the project status, make accurate forecasts and take corrective action.

A well defined Work Breakdown Structure allows variances and forecasting to be
performed based on similar activities, type of work to be performed, Regions/ A gencies. or
across the entire project.
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Quality Management

Definition — The process by which standards are set, communicated and used.

Goal - To ensure the end product complies with the applicable standards and is sufficient
and effective. '

Extracts from DOl Interviews

We need to define, measure, and track metrics to get an accurate measure of where we are.

The current process is reactive rather thana thought out process. GAO has faulted
TAAMS development with these issues.

EDS Observations and Findings

There is a definite and perceived lack of quality metrics by which project and program
performance can be tracked.

For the overall TAAMS effort we could not identity a metrics plan. quality plan. nor
documented project management processes. There are no methods for gathering
meaningful metrics on a project wide basis, or adequate measurement systems to usc them.

The TAAMS project team does not Manage issues and has no issue aging report.

We did find quality procedures and metrics associated with the BIA Data Cleanup tasks.
which was performed by the contractor, and for individual segments of the TAAMS
system development process.

There are no documented standards that have been developed and deployed for project
management tools.
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impact and Importance

The absence of adequate quality management exposes projects to risks of cost overruns,
missed deadlines and unfulfilled requirements. The absence of a metrics plan means the
project leaders are not able to determine the status of the project. It also identifies who
will collect the information, how to collect it, the granularity, the frequency to collect, and
the method to distribute the information. The metrics plan needs to be approved by the
prime sponsor and key stakeholders.

Standards for using project management tools should be developed to support the metrics
plan. Without standards there is no basis for accurately determining the status of the
project.

Documented plans and processes are of no value if they are not approved by management,
communicated 1o the correct participants, training provided, and implemented.
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Risk Management

Definition - The process by which threats to the success of a project are identified,
quantified, communicated and mitigated fo the extent possible.

Goal - To ensure that the threats to the success of a project are mitigated and eliminated.

Extracts from DOl Interviews

Presumably, the risks and priorities have been identified, but they are not properly
managed, nor have the responsible individuals been identified. .

EDS Observations and Findings

The risk management plan created by the TAAMS project Off ice covers TAAMS only. A
similar document covering BIA data cleanup has not been identified. The Risk Reporse
Plan (Risk Hardling ) does not contain the actions to be taken. The project schedule does
not contain the actions to be taken and therefore they are not tracked in the schedule.
Since the work breakdown structure (work to be done) in the project schedule is not
robust, using the existing project schedule is not a valid source of risk identification.

The TAAMS project office, rather than a risk management team. performs risk
assessments. A risk management team has not been identified.

As mentioned in earlier discussions (above), the TAAMS effort does not have some of the
building blocks to provide for effective risk management. These include the absence of a
project charter, work breakdown structure (association of discrete tasks with responsible
units and resources) and a comprehensive project schedule.

Impact and Importance

Risk monitoring and control processes provide information that assists with making
effective decisions in advance of the risks being realized. It is necessary te identify the
actions that are to be taken to mitigate the risk and to ensure that the appropriate actions
have taken place.
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Executive Alignment and
Commitment

In a healthy program of change, senior management and project
sponsors will remain committed to, and engaged in, all key
aspects of the program(s).
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Executive Alignment and Commitment

Executive Alignment and Commitment is reviewed in this section using the following

topics:
Sponsorship — TAAMS and BIA Data Cleanup

Commitment

Sponsorship - TAAMS / Data Cleanup

Definition - The overall responsiility for defining, supporting, allocating resources and
ensuring accountability.

Goal - To ensure the work is completed on time and on budget.

Extracts from DOI Interviews

The Southern Plains Regional Realty Director has been designated as the TAAMS
Software Design Manager. His priorities and direction. however. are perceived to originate
from the Deputy Commissioner for Indian Affairs. rather than the TAAMS Project
Manager.

Key external contributors are unsure as to who has project management responsibility for
BIA Data Cleanup.

EDS Observations and Findings

The individuals responsible for establishing program and sub-project direction and
priorities have no (or little) authority over the resources dedicated to project activities.
Individuals controlling the application of program and project resources have little input
into overall direction and responsibilities.

According to the formal job description, the TAAMS Project Manager. is responsible only
for long-term direction and high-level goals. At the same time, and with no authority over
contributing organizations, he is expected to be creative in the resolution of project-related
issues.

The Director of the BIA Office of Trust Responsibilities has recently been named
program owner for BIA Data Cleanup. Under the Director there is an acting dav-to-day
Project Lead. Similarly, with the TAAMS Project Manager. the BIA Data Cleanup Project
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Lead has no direct control or authority over the resources and priorities assigned to Data
Cleanup activities.

Impact and Importance

TAAMS and BIA Data Cleanup are two of the comerstone sub-projects upon which the
Trust Reform initiative is founded. Departmental, other governmental and external
agencies need to know from whom to obtain information regarding program direction and
the status of changes to both business processes and technology services.

without direct control over the resources committed to sub-project activities, project
managers and program owners are unable to ensure that methods and tools are
consistently applied, or that metrics designed to baseline current performance — or monitor
future performance - are consistently and objectively captured and evaluated.
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commitment

Definition — Being convinced that the program is correct and providing whole-hearted
supporttoit

Goal - To ensure the work is properly supported in order to achieve the programs goal.

Extracts from DOl Interviews

Senior management is knowledgeable as to what has to be achieved and is very committed
to achieving the goals. :

Trust Reform receives a high level of attention and visibility.

While senior leaders are individually committed to Trust Reform, their efforts are not
aligned.

When you get to the upper levels of management. reform is not their primary focus.

EDS Observations and Findings

While committed to TAAMS and BIA Data Cleanup goals. the DOI leadership is not
alnays in agreement as to the status and the priorities. However, the recent efforts on the
part of the Special Trustee and the Assistant Secretary - Indian Affairs of Indian Affairs.
indicate an intent for the BIA and OST to work more closely together.

The joint BIA/OST memorandum, published by the Special Trustee and the Assistant
Secretary - Indian Affairs for Indian Affairs, announcing and ident ifying an Executive
Director of Trust Systemns and Projects indicates that the BIA and OST leadership team
recognize the impact and importance of working together.

Further evidence of this recognition, and executive commitment to results, can be found
in the results of the October 2™ and 3" sub-project managers meeting jointly hosted by
OST and BIA. The common objective for this meeting was to establish unified
mechanisms for monitoring and controlling sub>-project and reporting on sub-project
status.
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impact and Importance

E xecutive alignment and conunitment is required to ensure that consistent objectives and
priorities are communicated and that both business processes and technical services are
aligned to Departmental goals.

Commitment also is manifest in the proper allocation of resources and ensuring these
resources are assigned and used in an organized fashion.
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-
Organizational Alignment

In a healthy program of change, the goals and status of the
program(s) are understood and communicated.

TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001
134

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

Organizational Alignment

Definition ~ Ensuring there is a coespondence between the business and its processes,
and the people who are called upon to use them.

Goal — To ensure that its people using its business processes can effectively run the
business. ‘

Extracts from DOI Interviews

Trust reform objectives are not clearly understood throughout the organization. People
don't understand their role and the need for change.

Because of the litigation, people are afraid to speak directly. As a result communications
get filtered through a prism and some light gets through but not all.

The objectives are not completely understood or shared by all organizations.
A primary source of TAAMS information is a non-DOI public Internet site.

EDS Observations and Findings

The broader OST, BIA. and other stakel rolder organizations do not understand the
objectives, goals. priorities, or status of TAAMS and BIA Data Cleanup. The "what.
where. when. and how™ regarding the activities and changes that must take place for
successful implementation have not been adequately communicated. Generally.
stakeholders do not understand their role in the process, how the implementation will
impact them, and what changes will be required in their skills.

There is not an adequate mechanism for ongoing communication regarding TAAMS and
BIA Data Cleanup projects throughout the stakeholder organizations.

Impact and Importance

Organizational alignment is critical to running any business or organization. It is
important that the staff understand Trust Reform and how their roles supports Trust
Reform objectives. Without aligning an organization to its business and processes, the
business will be inefficient at best and fail to operate at worst.
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Allocation of Resources

In a healthy system of change, sufficient and appropriate
resources will be available to be applied to the program(s).
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Allocation of Resources

Allocation of Resources is reviewed in this section using the following topics:
J TAAMS and BIA Data Cleanup Resources
. Feedback Loop

. Resistance to Change

Definition — Assigning people, time, equipment, and money.

Goal — To ensure appropriate people, ime, equipment and mone)}‘are provided fo complete
the work.

TAAMS and BIA Data Cleanup

Extracts from DOl Interviews

There is a conflict for time and resources between the TAAMS and BIA Data Cleanup
efforts and current operations. Also, the resources that are available are not properly
trained; thus, qualified staff is difficult to obtain.

EDS Observations and Findings

There is no central management with statutory authority to set the priorities and hold
people accountable. The field managers do not always have a full understanding of the big
picture and what has to be done.

Impact and Importance

Dedicated, focused and trained human resources are required for projects to meet
aggressive schedules. They must be engaged. Without dedicated human resources,
continuity and “institutional memory” is virtually impossible to obtain. The resources do
not have to be fulltime, just dedicated, focused, and trained to perform the tasks required
of the plan. Without these resources, the schedule is almost certain to slip. Without the

resources, any project is at risk of failure.
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Feedback Loop

Definition — The retum flow of information from those who have received a communiqué.

Goal - To validate a common understanding of information.

Extracts from DOI! Interviews

Feedback loops are nearly nonexistent within these projects. Those that do exist are very
roundabout. Often the feedback loop relies on field personnel calling a very senior
individual not directly related to their particular area. They then wait for the information
to filter down through the chain of command to the team leader.

EDS Observations and Findings

Staff in the field does not always receive messages. which makes it difficult to grasp the
“big picture.” Feedback loops are not being used effectively to create change and
determine understanding of key messages.

There is little bottom up feedback happening. Therefore, it is not clear if messages being
provided are fully understood.

Impact and Importance

The feedback is critical for senior management to understand the communications they
provide are correctly understood. 1t is also critical that communication from the bottom
to the top is understood and goes through a minimum of filters. The risk is that the
executive tean is getting an inaccurate picture of projects and their progress and the
project team is getting conflicting priorities.

TDCU interim Report 1.0.2.doc Copyright: November 12, 2001
138

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

Resistance to Change

Definition — Not wanting to move from a current position fo some other position.

Goal - To ensure that changes can be made as necéssary by using the appropriate means
of facilitation. '

Extracts from DOI Interviews

The organization is resistant to change. There has to be a najor cultural change to achieve
project success. Education is a major requirement.

BIA is committed to TAAMS. TAAMS is of major impact and importance of to DOI and
BIA executives.

EDS Observations and Findings

TAAMS should change the way the BIA, OST, and the Regjonal Offices work by adding
new functionality and creating a standard way of doing business across all of the BIA
Regions. Trust Reform is not top priority to all Regional Directors who are likely to be
more focused on local issues. In addition, there is a sense of “protecting my area” and this
approach has an affect on priorities. The field has had very little input into the direction
and pace of these sub-projects. This causes unnecessary tension and confusion as changes
are introduced.

impact and Importance

Individuals and organizations generally are comfortable with, and have emotional
attachment to, the status quo, or the existing state of affairs. This condition, in its least
effective form. is called complacency. Although aware that moving away from the present
state is the right choice. and perhaps the only choice for survival, individuals and
organizations fear the unknown more than the known. Therefore, the motivation to leave
the present state—their comfort zone—must be sufficiently strong to move them through
the states of transition—denial, resistance, exploration, and renewal. Recognizing and
dealing with the resistance to change will help to ensure success in organizational,
technology and process changes.
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Measurement Systems

In a healthy program of change, suitable measurement systems will be
established to ensure that program benefits are realized and sustained.
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‘Measurement Systems

Definition ~ Quantitative status and forecasts that provides a shared understanding of the
current program performance among all stakeholders.

Goal - To ensure the program is being run properly and is attaining its goals.

Extracts from DOI Interviews

We do not know where we stand. There is no one office that has a compréhensive handle
on the status. There are no measurement systems in place. We need to define, measure,
and track metrics to get an accurate measure of where we are.

Measurement milestones exist but they do not monitor the effectiveness of the system.
More metrics and quantitative data are necessary. Unrealistic timeframes have been set.

The only measurement for TAAMS is whether it has been deployed

It is tough to have a measurement system when there are no clearly defined business
practices that measure that progress.

E ffective measurement systems are difficult to establish and have not been well defined.
As a result, proper metrics are not in place, nuking it difficult to monitor and measure
accomplishments.

We need to improve how we measure the quality on cleaning up our information.

EDS Observations and Findings

There are no adequate measurement systems in place to measure the progress, forecast the
effort, schedule, or cost to complete the TAAMS and BIA Data Cleanup projects.
Progress to date compared to the remaining effort, schedule, and cost needs to be
communicated.

TAAMS has never stabilized the requirements nor baselined the TAAMS project schedule.
This reduces the possibility of measuring the project and makes it impossible to identify
and control variance to the schedule, effort, and cost.

BIA never defined the size of the BIA Data Cleanup Project. thercfore making it
impossible to forecast the cost. effort. and schedule to complete the cleanup activities.
There is not an agreex! upon position on the status of TAAMS and BIA Data Cleanup.
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Program-level planning has been ineffective; an effort to produce a nanageable, integrated
scheclule that encompasses the tasks for all affected parties, including the Department’s
tasks, is not underway. Managing the schedule has been neither robust nor proactive. The
failure to plan effectively has in turn resulted in deficient program tracking and forecasting.
Trends cannot be tracked nor corrective actions taken to maintain project momentum.

The HLIP and Quarterly Report are the main measurement tools used to evaluate Reform-
related efforts. They are not granular enough, however. to truly measure progress.
Milestones identified in the HLIP frequently indicate the beginning of reform efforts
rather than the completion of those efforts. This leaves the Department with no objective
means of evaluating the results of efforts to date. Without this information, it is difficult
to assess the remaining effort, time and resources that will be required to achieve HLIP
objectives.

There is a definite and perceived lack of quality metrics by which project performance can
be monitored. The responsibility for metrics is divided across the vendors. A metrics plan
was not developed with the prime sponsor(s) and the key stakeholders agreement upon
which metrics would be used to measure the project. Therefore, the project is not
successfully measured. Consequently, responsibility for project measurement is not

understood.

Measurement of the BIA Data Cleanup effort cannot be processed timely when reviews of
information to be changed or information requested from the Title Plant sometimes takes
over a year to get resolved.

MS Project is used as the scheduling tool. The project status is conducted every mo
weeks through meetings and conference calls. Hownever, the schedule is not always
updated at this time. NAID maintains the TAAMS schedule. All measurements are
schedule related. A schedule with activities defined, correct dependencies, weekly
measurable estimates, and resources assignments has not been developed. As a result, the
primary metrics of effort; cost and schedule cannot be captured. A schedule without
dependencies and resources is simply a list of tasks and not a schedule.

All of the activities (svork) to be accomplished to complete TAAMS and BIA Data -
Cleanup have not been identified in the integrated project schedule for TAAMS and BIA
Data Cleanup. The BIA Data Cleanup activities do not match the phases and activities in
the process used. ATS tasks in the integrated schedule do not match the ATS schedule.
All of the resources to perform the activities have not been incorporated in the schedule.
The resources are not consistently identified. Dependencies between the activities that are
in the schedule are also often missing. This prevents scheduling and baselining the project,
which must occur prior to tracking effort, cost, and schedule measurements.
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Impact and Importance

Measuring the performance of a project is critical in determining the current status of the
project, identifying trends, taking corrective actions, and forecasting. This is critical in
meeting the needs of the stakeholders,

momentun.

The benefits of measurement Systems are to provide project status and forecasts to the
prime sponsor and stakeholders as well as provide direction for corrective actions to keep
the project on schedule within budget.
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Methods & Processes

In a healthy program of change, one key ingredient to a
successful project implementation is the use of a proven
repeatable methodology.
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Methods & Processes

Methods & Processes in this report reviews the following topics:

e Overview

¢ Development Methodology
* Scope

* Requirements Determination
¢ Change Control

* Integration

® Tesling

* Configuration Management

Overview

One of the key ingredients to any successful project implementation is the use of a proven
repeatable methodology. A logical methodology will include requirements determination,
system development, system deployment, training, project management, metrics. and other
components necessary for successful project scoping, implementation and control.

There are many different methodologies for system development, each with its own set of
terminology. All methodologies include performing basic processes. The design process
documents, develops, maintains and verifies the system design. It provides a solid
framework for producing the individual system components that meet the stated
requirements.

Deploying hardware and software throughout an organization can be standardized into a
repeatable set of actions, resulting in reduced risk, improved efficiency and improved cost
effectiveness. The deployment process should be driven by events rather than pre-selected
dates. Through the use of after-action reviews and communication of lessons learned, the
deployment teams can further streamline their approach and decrease the difficulty and
complexity of large rollouts.
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Development Methodologies

Definition — A set of processes that integrate requirements detemmination, system
development, system deployment, training, project management, metrics, and other
components necessary for successful project implementation.

Goal - To use processes that provide a framework within which a project can proceed in an
organized and structured manner.

EDS Observations and Findings

In the initial stages of the TAAMS development process. it appears that there was not a
rigorous development methodology being used. More recently Rational Software’s Unified
Process (RUP) has been used.  Although this methodology is a frequently used industry
standard, its application has been less optimal on the TAAMS Title and Realty modules. -
The RUP methodology is based upon and starts with the development of a redesigned
business model from which requirements are developed. Since BIA started the TAAMS
development with a COTS software product, redesigned business models and overall
systems requirements were never developed. Rather a series of incremental requirement
development processes were used. Therefore, the RUP methodology is highly dependent
on the business mode] design and systems requirement. it becomes difficult to have
confidence in the whole process down to user testing and user acceptance. For new
modules, such as probate, this methodology could be successful if it is followed from start
to finish.

ATS is trying to accommodate all of the new requirements into the existing software. The
main concern is that there needs to be significant changes to the internal system
organization once the requirements are finalized. The development methodology that
ATS follows to produce physical and logical component designs appears to be sound.
Without detailed requirements, however, those designs cannot be fully validated.

The difference between newly specified and existing components is significant. ATS'
methodologies for newly specified and developed functions are based on RUP. RUP
provides a well-coordinated set of methods for defining requirements, designing.
producing and testing components. However, the RUP methods currently leveraged to
modify existing COTS components do not incorporate the robust requirements and design
procedures found in ATS’ development process. As a result, there is no current,
comprehensive documentation describing the requirements or the designs for Title
(current or historical) and key Realty components.
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Impact and Importance

Using a development methodology is the only way to deliver a product that consistently
meets the expeciations of a client. Scope, requirements, change control, development,
integration, testing and configuration management are all accommodated in the
development methodology to ensure timely and cost effective delivery of the correct
system.

Various system life cycle methodologies exist and the choice of one depends on the
individual project circumstances. The nature of the particular project, coupled with project
management experience play an important role in determining the appropriate
methodology to utilize.
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scope

Definitior — Sets the goals and objectives for what is to be included and excluded in the
project.

Goal - To define the boundaries and the parameters of the project.

S

EDS Observations and Findings

DOI made a decision to purchase a COTS system and make minor modifications to suit
their needs.

A COTS solution was chosen in order to force consistent business practices across the
regions. About 90 percent of the COTS system was redesigned.

Although a decision was made to use a COTS approach to leverage consistent pProcesses,
the extensive system modifications that were required did not result in the quick
implementation and siandardization that the DOI had hoped for. The lack of applied
system development lifecycle processes and methods have caused an unplanned expansion
of scope. Extensive customization may have subverted the benefits of standardization.
Reprogramming Costs may have exceeded the expected benefits of the effort. As a resuit
of all the changes the final outcome far exceeds the original scope of the project. Business
and system risks have Deen injected during the extensive modification to COTS.

Impact and Importance

Writing a definitive scope document and functional specifications define the scope of a
project. This is fundamental to planning and executing the project.
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Requirements Determination

Definition --Obtaining, understanding, validating and documenting what is required of the
end result of the project.

Goal - To ensure that the product produced satisfies and performs as required,

EDS Observations and Findings

DOI still does not have a complete set of requirements for TAAMS Title and Realty. The
decision to use a COTS solition was, in part, based on the hope that it would force a
standardization of business practices across the Regions. 1t would have been better 1o
gather requirements up front and at least gain a greater certainty that the COTS would
meet the general needs before going ahead. -

ATS used a number of different requirements gathering techniques. While ATS and
NAID have decided to use the RUP, they are not utilizing it in the same way. NAID is
using context diagrams to build a set of requirements that meets the original RFP. This
will be used as a starting point for requirements. The context diagrams are being
converted into IDEF0 models using BPWIN . They will be fed into a RUP when
complete. ATS is creating process models, and UML Use Cases. The ATS and NAID
efforts are being done independent ly. This allows inconsistencies between the data model,
design process and the test cases. Therefore, modules are not designed to match test cases
or functionality. Without this standardization success is unlikely.

For TAAMS Title and Realty, the RFP was used as the initial system requirements
specification. There were no formal requirements gathered for the project. Moxlifications
were made to the COTS software to meet the general specifications of the RFP. After the
initial pilot test, there were major features identified that were missing from the software
and a gap analysis was performed to rectify the situation. The original gap analysis
generated a list of TAAMS Control Numbers (TCN ) that were then used as requirements
to modify the software. When these changes were made, the system was to be complete.
The IUAT generated another set of TCN's which were used as requirements for changes to
the TAAMS system. Withcut a detailed list of verified, prioritized, validated and signed of f
requirements there is no accurate way to control the scope of the project.
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Impact and Importance

Using a standard methodology to gather requirements for a complex software application
is as important as having a blueprint prior to beginning construction or renovation of a
large building. The reason requirements are so critical is they are used during several
stages cf software development including planning, validating design, testing, creating on-
line help, and developing user guides. Documented requirements allow trace ability of
specifications to modules. It also helps in developing test cases and serves as input to
measurements systems. Due to the original direction of the TAAMS project, forcing
consistency through the use of a proven commercially available software package:
ArtesialLand, detailed requirements were never gathered, documented, validated or
approved. The lack of requirements has caused delays not only in the deployment
schedule of the pilot and acceptance of TAAMS, but with the rollout of other projects in
the HLIP. The different directions being taken on requirements determination by NAID
and ATS will cause further erosion to a common set of agreed upon requirements.
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Change Control

Definition ~ A means to manage afterations from the onginal requirements.

Goal - To ensure alterations are approved, planned, scheduled and carmied out in an
organized and controlled manner.

EDS Observations and Findings

The TAAMS project is not leveraging an effective change control process. Requested
changes are not tied to business requirements. The different contractors use separate
change control databases. As a result, no one understands the complete scope of required
changes. This has caused delays in development and implementation.

EDS was unable to obtain a published or documented process for change control.

Impact and Importance

Change control is a necessary component to manage the scope of a project. Even with the
incomplete set of requirements for TAAM S, an agreed upon change control process is
paramount to implementing the product. All prospective changes must be categorized,
prioritized and approved by all significant parties before they can be scheduled for
development. This is the only way to make sure that the appropriate items are being
worked on and in an orderly manner. One or two people cannot develop the priorities for
a project of this scope. There is no way to understand the implications of a single change
to the system. The approval and prioritization will allow the developer to work on the
most important changes.
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Integration

Definition — The process in which separately produced systems are combined and their
interactions are defined, developed, tested, and deployed.

Goal - To ensure all connections to TAAMS from other DO systems operale as required.

EDS Observations and Findings

The integration of TAAMS with the other projects in the HLIP was not well defined in the
RFP. Other teams responsible for systems to which TAAMS interface have not been as
thoroughly involved, as they should have been. Since there is no clear overall project
manager, the individual project team leads did not have direction to integrate their systems
with each other. g

Impact and Importance

It is very important to determine which systems must be interfaced and integrated with
each other. This should be done early in the project and be documented in the functional
specifications. By not doing this, risks are introduced which can cause delays and cost
overruns and detracts from the overall architecture and integrity of the resulting system(s).
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Testing

written requirements.

defined by the requirements.

Definition — A means by which a system is compared and verified to perform against its

Goal - To systematically prove the system delivers the agreed upon features and functions

EDS Observations and Findings

No consistant methodology has been used for testing. There is no clear ownership of the
testing processes. Test methods and tools are largely un-integrated, and provide no means
of identifying the source or means by which errors are introduced into the soft tware.
Without these capabilities, it is difficult to determine where design, development need to

change to reduce the likelihood and impact of software failures,

Unit Intergration and System Testing

While current unit testing is performed manually, ATS is deploying an automated
testing tool 1o assist in identifying any other system features that may have been

affected by a coding change. Asa result, this will help reduce defects.

ATS adds modifications to the pre-existing system or integration test plans as

appropriate when modifications are made to the system. The changes to the test

scripts are not tied back to the modifications and BIA has never approved the

integration test plans as a complete test of the systems,

Without an automated testing tool, system tests are only using test scripts deemed
appropriate for the changes made to the system. This process risks int roducing errors

in other parts of the system not thought to be relevant to the changes.

Integrated User Acceptance Testing

NAID served as the most recent of three Independent Verification and Validation (1v
& V) contractors for IUAT. The three vendors used distinct IV & V" test strategies,
making it difficult to assess the extent to which TAAMS software has stabilized over

time.

NAID is developing test cases from live data (documents) and using those test cases to
evaluate specific funct ionality. The candiclate live data is entered into the LRIS or

IRMS legacy system depending on whether it is Title or Realt

y data respectively. The

legacy data reports are then compared to the TAAMS’ equivalent reports to identity

inconsistencies. These inconsistencies are then marked as issues that must be
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evaluated and resolved. Reports with no inconsistencies are also identified in the test
results.

IUAT test cases attempt to evaluate all possible business conditions. With the absence
of approved business requirements, however, there is no means of either tying test
cases to specifications or ensuring that all business requirements have been evaluated.

Since the system requirements are unclear and not well documented, it follows that there
will be problems testing. All tests, except ad-hoc, should directly tie back to system
requirements. Test cases and test scripts need to be designed around each requirement
and placed under configuration control. A direct correlation between a requirement and
test cases and test scripts that exercise potential variations is needed. If there is a direct
correlation, each requirement can be measured and deemed acceptable or not. Without
the direct correlation the test cases are at risk of not completely exercising the variables.
The test may pass with one document, but fail with another that has a different set of
variables. This condition increases the risk that the system will have latent defects that are
not discovered until there is damage to the underlying infornation.

ATS recognizes the need for a more structured test environment that svould test all
functionality and also provide “suspect™ areas that are not clearly defined. There has been
significant progress in this area.

Impact and Importance

The testing process validates and verifics components as independent units, as an
integrated system, and as a complete system. The four test ing scenarios are unit test,
integration test. system test and user acceptance test. These four testing scenarios reduce
the risk of failures. For each of these scenarios there should be a set of test specifications
that includes the test plan, test cases and test data strategy. Each of the testing scenarios
builds upon one another and serves as a checkpoint along the way for user acceptance
testing. If there is a failure at any step, it is fixed when it is in its most simple form. It is
easier to fix a failure at the unit test level than at integration testing. It is easier to fix a
failure at integration testing than at user testing. Finally it is easier to fix a failure during
user acceptance testing than months later after a system is in production. There should be
no surprises along the way. All parties should be well anare of the test ing process and
expected results prior to each test. The only area where there is any uncertainty is during
the final portion of IUAT where the customer has the opportunity for ad-hoc testing,

If the testing scenario described is not followed the risk is increased. There is no way to
tell if latent defects are corrupting production information. Any delays in testing affect the
roll out of TAAMS and thus other projects in the HLIP.

TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001
154

EDS Confidentiat



Interim Report on TAAMS and BIA Data Cleanup

Configuration Management

Definifion — A methodology to keep track of source code, documentation, problems,
changes requested, and changes made to a system as well as control the release into the

production environment.

Goal - To have the processes and controls in place to minimize disruption when introducing
changes into the production environment.

EDS Observations and Findings

ATS does a good job with configuration management. Configuration management tools
and processes varied by development environment. Configuration management in the
TAAMS Smalltalk development environment is much more rigorous than that used in the
database, reports and conversion environment. The same configuration management tools-
cannot be used in both environments due to platform differences.

ATS used IBM Visual Age Smalltalk for developing TAAMS. 1t includes an integrated
configuration management tool to control and package releases. 1t is a very robust
development environment.

ATS uses policies and procedures to control and package the releases for the database,
reports and conversion environment.

The backbone for the procedural portion of configuration management is the common
ATS Job Status Database. This intemal control application along with a stringent set of
standards is very adequate for guiding the mechanics of configuration management.
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impact and Importance

Software and hardware deployment is a very complex process. Configuration management
helps guide and control the mechanics of the process to reduce the potential for human
error. Configuration management allows developers to keep track of the source code,
documentation, problems, changes requested. and changes made to a system. If it does
not directly link to the change control process it needs to be tightly integrated through
processes and procedures.

A good configuration management process will allow multiple developers to work on the
same system without risk of interfering with each other. It will also have the capability of
creating “builds™ or versions of the software that can be thoroughly tested, packaged and
deployed. Through the use of good configuration management practices, previous builds
of the software can be reproduced even if the original developers are no longer available.
The processes associated with configuration management allow for the verification of
related activities such as system and user documentation. test case modifications; unit and
integration testing and all appropriate reviens are completed.

TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001
156

EDS Confidentiat



Interim Report on TAAMS and BIA Data Cleanup

Organizational Readiness

In a healthy program of change, all participating organizations

will be trained and equipped to ensure that business benefits are
achieved and sustained.

EDS Confidential



Interim Report on TAAMS and BIA Data Cleanup

Organizational Readiness = = |

Organizational Readliness is in this report reviews the following topics:

. Requirements for Change
. Transformation Strategies
Requirements for Change

Definition — Where all concemed understand and can accommodate the necessity of
carrying out their work in a new way.

Goal - To ensure everyone can make the changes necessary in the way they carry out their
work.

Extracts from DOI Interviews

There has never been a comprehensive effort to convey to the organization what needs to
change nor why the change is taking place. There are pockets of people that understand
the transformation taking place but those are mostly limited to senior people. Only a few
understand the full spectrum.

People in the field are not knowledgeable about the required steps to successfully
implement TAAMS at their location. This includes the processes, conversion, data
cleanup, and implementation.

EDS Observations and Findings

The high level requirements for change were originally established in 1997, have not been
reinforced since the original Strategic Plan was replaced by a series of HLIPs. Detailed
change requirements have not been developed for the TAAMS system.

The Trust Reform Act of 1994, outlines the Department’s trust responsibilities and, in
creating the Office of Special Trustee for American Indians, establishes a mechanism by
which reform requirements are to be identified and prioritized. In 1997, the Special
Trustee published a Strategic Plan to implement reforms required by the 4 nevia idicon
Tnst Frod Maygenrot RgomAd o 1994. The Strategic Plan clearly identified issues that
needed to be resolved in order for the Department to fulfill its trust responsibilities.

The Special Trustee developed a set of individual initiatives, or sub-projects, that must be
completed in order to fulfill the obligations set forth in the Tnst RgomA a o 1994. These
elements were addressedt in the HLIP (1998) and the amended HLIP (2000). There have
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been no subsequent publications that describe a new approach, or strategy, for
implementing mandated reforms.

These plans envision moving Trust Reform activities from individual field and regional
business models to a standardized business model. Some Regional leaders appear willing
to change (standardize) title and realty business practices in order to implement
information technology systems that will improve overall productivity and reduce the
effort required to manage trust responsibilities.

The changes required to effectively manage title and realty data stores are not clearly
defined nor is the magnitude of the effort associated with clearing existing backlogs
understood. Regions do not yet understand what cleanup issues need to be resolved in
order to successfully convert existing electronic, filmed and paper documents into the new
system. In addition, the relative impact and importance of these issues have not been
defined to enable the regions to prioritize local activities.

The Inplenertation Plars, 1998 ad 2000, identify 13 Reforny-refated sub-projects. The plans
highlight the need for current, accurate information and integrated information technology
support for that information. The need for “consistent, up-to-date ... policies and
procedures covering ... management of trust assets to distribution of trust income” is
described in the policies and procedures sub-project. Until September 2001, there has
been little effort to integrate and coordinate the project.

Impact and Importance

Understanding the requirements for. and the impact and importance of change is essential
if departmental and other governmental organizations are to commit SCarce resources to
change initiatives. This understanding enables contributing organizations to assess the
impact of proposed changes on current and future business operations and information
technology services.
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Transformation Strategies

Definition — A means to enable people to change their way of thinking and working from
one-way to another.

Goal - To help people make the changes necessary 10 think and work in new ways.

Extract from DOl Interviews

One interviewee noted: “A transformation strategy is not complete.” There is no single
document on Trust Reform, however, there are pieces, but all of the organization issues
are not resolved. No transformation strategy has been developed. There are more than
550 Indian tribes in the country and they all may do things differently. It is not
understood what needs to be done at the local levels to bring about the required change.
The current model is to put a system into place and then adapt procedures rather than
putting the procedures into place first and then adding the system. New ideas and people
are needed to change the organization and move the organizat ion.”

EDS Observations and Findings

There is not an overall big picture transformation strategy in place. There is a somewhat
limited project plan but not an overall strategy of all of the components that are needed to
effect the change from the old to the new business model, processes and systems.

There are no tactical plans in place describing how TAAMS and BIA Data Cleanup will
change the processes, responsibility, and duties of DOI employees as well as Tribal or
individual Indian responsibilities.

Impact and Importance

“There needs to be an overall plan established so that everyone has an understanding of the
events that will take place, the impact and importance of those events and the part that
they play and the impact on them. Once this is in place, operating units can then develop
tactical plans.
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Workload Backlog

Definition — Work waiting to be done.

Goal - To have as small a list of work waiting attention as appropriate.

EDS Observations and Findings

BIA staff at the Title Plants have a significant backlog of Data Cleanup recommendations
to process. Data Cleanup activities are started based on an anomaly report generated by
BIA or its subcontractors. The reports highlight errors and other conditions that are not
clear enough to categorize. These uncategorized conditions are not always clear-cut errors;
therefore, the reports are called anomaly reports. The anomalies are provided by reports
run from legacy databases.

Anomalies can be categorized as duplicates, edit failures. or trace ability failures. There are
a series of reports that identify duplicates at the field level. There are anomaly reports that
identify edit failures. This encompasses data that has the wrong data characteristics such
as a number present in an alphabetic field. The third type of anomaly is the tracing of
records through the system. An anomaly occurs when the trace ability is broken. Every
anomaly report identifies records with one of these anomaly conditions.

When contractor work is finished on an anomaly, a set of documentation is collected. The
documentation supports a recommended action. BIA staff then performs a QA review
before it is finalized and data entered into the svstem. The recommendation and the
supporting documentation are combined in a set for BIA review. The task can be delayed
based on staffing levels and competing task priorities.

At the time of this report about 10% of the workload was awaiting BIA or Agency actions.
There were not enough reviewers to keep up with the contractor output. As a result. the
backlog was growing.

Impact and Importance

It is important to take action on an anomaly recommendation quickly. If thereis a
prolonged lag between anomaly clarifications to entering data in the system, the risk is that
another action has taken place and the underlying data has changed. If data change occurs
it may nullify the recommended course of action. This adds risk that corrected data will

still be incorrect.
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Common Processes

Definition — A processes in the same way to resolve common problems.

Goal - To have common solutions to common problems.

EDS Observations and Findings

Data Cleanup processes ate customized for each region. Data Cleanup activities are driven
by the local processes. Different processes in different regions make the data cleanup
activities more complex. This reflects the separate methods used in each region to
respond to unique requirements

An example of a procedure used for essentially the same task is shown with Alaska and
Anadarko, OK. Alaska is so new that all data was entered on a first time basis with all -
documentation available for entry. Anadarko has gaps in their information because they
are trying to trace 100 years of documentation.

Impact and Importance

The multiple processes used to capture and report data add unnecessary complexity to the
overall process. The reasons for the complexities are understood and effectively dealt with
in the local Title Plant. The standardization on a single svstem would help simplify the
processes and standardize the information in the systems.
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Appendix B -

Executive & Director
Interview Results

The information contained in the sections that follow detailed
findings identified in the TAAMS / BIA Data Cleanp

Obsautions: Highlights ard Conans repoit.
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Appendix B - Executive & Director Interview

Results

-

This appendix contains the results of the ABCD Change Assessment interviews conducted
with Departmental executives and directors.

Many of the key DOI messages were obtained during interviews with key Department
executives and directors involved in the Trust Reform initiatives. A structured framework,
based on A.T. Kearney's ABCD Change Assessment template, enabled interviewees to
examine eight characteristics of the TAAMS / BIA Data Cleanup projects, and of the
Trust Reform initiative: '

1.

v

4.

Scope and Objectives. The scope and objectives of the program (or projects)
are agreed and will remain consistent with the legislative and judicial agenda for
Trust Reform.

Govermance. The current governance structure, processes and plans will be
adequate to successfully deliver the program.

Management and Sponsorship. Senior management and project sponsors
will remain committed to, and engaged in, all key aspects of the program.

Goals. The goals and status of the program(s) are understood throughout the
organjzation.

4b. Resources. Sufficient and appropriate resources will be available to be applied

~l

to the program.

Measurement. Suitable measurement systems will be established to ensure
that program benefits are realized and sustained.

Processes. Development and delivery teams will successfully leverage
consistent processes and approaches to deliver Trust Reform.

Training. All participating organizations will be trained and equipped to
ensure that business benefits are achieved and sustained.
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Understanding the Scoring Summaries

Each of the above assumptions is expected to be true if an organization is experiencing
healthy, constructive change. As participants addressed each assumption. they were asked
to evaluate:

. Likelihood: the extent to which the assumption was currently, and was likely
to remain, true (an A for likelihood indicates that the assumption is, and is
likely to remain true; a D indicates that the assumption is currently, or is likely
to become false); and

o Sensitivity: the importance, in terms of overall success, that should be assigned
to ensuring that the assumption remained true (an A for sensitivity indicates
that the project will, in all likelihood, be successful regardless of whether this
assumption is true; a D indicates that it is critical to the success of the program
that the assumption remain true). h

The engagement team has graphed a scoring summary for each major program assumption
identified above. The scoring summary illustrates the perceptions of all participating
organizations relative to each program characteristic. Small turquoise circles represent
individual responses. grouped as follows:

. E xecutive perceptions — Assistant Secretary level and their direct reports.
o Director perceptions — Regional and Deputy Regional Directors and their

direct reports. Program Managers, Sub-Project Managers and key
representatives from third party contractors.

J Bureau of Indian Affairs (BIA) perceptions
. Office of Special Trustee for American Indians (OST) perceptions
. Other perceptions - Non-BIA and non-OST participants, such as BLM. MMS

and third-party contractors.

In addition, each Scoring Summary includes EDS’ observed status (plotted using EDS’
corporate logo) and each group's summary evaluation — the arithmetic average — (plotted
using a large, pale blue circle).

Plotting the summary perceptions of each group enables EDS’ engagement team to
determine the extent to which information relevant to key program characteristics is being
consistently shared within and across all participating organizations. This information is
then included in EDS' observations.
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Interpreting the Assessments

Program characteristics that were described, or observed, to be in the upper right hand
quadrant need to be acted upon immediately in order to assure a reasonable likelihood of

SUCCCSS.

Characteristics observed to be in the lower half of the chart are generally accepted to be
less important to program success; characteristics found on the left side of the chart are
generally accepted to be contributing to, rather than detracting from program success.

Summary Assessments for TAAMS BIA Data Cleanup

The ABCD Assessment Diagram below summarizes EDS’ observed status of the TAAMS

and BIA Data Cleanup efforts and their current contributions to Trust Reform.

D
> C
S B
o
A
A B C D
Likelihood

ABCD Assessment Diagram

The assessment diagrams for each of the eight ABCD categories are found in the sectons

that follow.
e"s - EDS Observed Status

Q - Individual response

Q - Group’s Summary Response
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Characteristic #1 - Scope and Objectives

The objectives and scope of the program(s) are agreed and will remain consistent with the

polincal agenda.
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3

o

Director Scoring

b 2 , [ o[ee .G ®
L X0 il ® (o S
B e e r. oo e
" 5 ¢ e
Z ® @
& B S B -
@
A A
A B C D ' A B C D
Likelihood Likelihood
BIA Scoring OST Scoring Other Scorting
¢ o060 o % ® ) b
. . . efs D >[i D LN
& o (6 > & (@
® | 5C ic
i .g; .g
S B S B
&
A A
A B C D A B C D A B C D
Likelihood Likelihood Likelihood
TDCU Interim Report 1.0.2.doc Copyright: November 12, 2001 173

EDS Confidential




Sensitivity
w @) =}

>

Interim Report on TAAMS and BIA Data Cleanup

Characteristic #2 - Project Govemance

The current governance structure, processes and plans will be adequate to successfully deliver

the program(s).
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Characteristic #3 - Executive Alignment & Commitment

Senior management and project sponsors will remain commutted to, and engaged in all key
aspects of the change program(s).
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Characteristic #4a - Organizational Alignment

The goals and status of the program are understood and communicated.

Executive Scoring
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Characteristic #4b - Resource Alignment

Sufficient and appropriate resources will be available to the program(s).
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Characteristic #5 - Measurement Systems

Suitable measurement systems will be established to ensure that program benefits will be
realized and sustained.

Executive Scoring

Director Scoring

X ¢« o
D oee p ®
\ e
2 @S 3 C bfs
5 C X =
£ ® |® g LI
@« 9 B
g 5 o »T e e
” ®
A
A o
A B C D Ll'3k l'hcd b
Likelihood Heelihoo
BIA Scoring - OST Scoring Other Scoring
® o LX) [
D ® D
W o
lo®- | zc| | el | =
o (& o 3 @ E [
e @ & B ® s B
30
® A A
A B C D A B C D A B C
Likelihood Likelihood Likelihood

D

TDCU Interim Report 1.0.2.doc

EDS Confidential

Copyright: November 12, 2001

178



Sensitivity

Interim Report on TAAMS and BIA Data Cleanup

Characteristic #6 - Methods & Processes

Development and delivery teams will successfully leverage consistent methods / approaches to

deliver Trust Reform.
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Characteristic #7 - Organizational Readiness

All participating organizations will be trained / equipped to ensure that business benefits are

achieved and sustamned.
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Appendix C -
Glossary and Acronyms

The information contained in the sections that follow detailed
. findings identified in the TAAMS / BIA Data Clavep
Obsavatios: Highlights and Conen's report.
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Aﬁpendix C - Glossary and Acronyms

Term Definition :

ATS Applied Terravision Systems, Incorporated

Beneficiary Any Native American tribe or individual on whose behalf trust properties are
being managed by the Department of the Interior.

BIA Bureau of Indian Affairs

CCB Change Control Board

Communication A document which identifies the information and communications needs of

Plan the project stakeholders.

COTS Commercial Off-the-Shelf

Development Plan

A document which addresses the development needs of individual team
members.

DOI Department of the Interior

HLIP High Level Implementation Plan

M Individual Indian Monies

IRMS Integrated Records Management System

IT Information Technology

ITMA Inter-Tribal Monitoring Association

IUAT Integrated User Acceptance Test

LISLA Land Information System for Leasing and Accounting

LRIS Land Record Information System

LTRO Land Title Records Office

MAD Management Accounting Distribution

Metrics Plan A document that identifies the measurements necessary to be collected to
satisfy the needs of the project sponsor and key stakeholders.

MMS Mineral Management System

NAID Native American Industrial Distributors

NARA National Archives and Records Administration

NMC Network Management Center

OIRM Office of Information Resource Management

OST Office of Special Trustee for American Indians

OTFM Office of Trust Funds Management

OTR Office of Trust Responsibilities

PMBOK Project Management Body of Knowledge

PMC Program Management Center

PMI Project Management Institute

Project Charter A document issued by senior management that provides the project
manager with the authority to apply organizational.

Project Workbook Collaborative workspace for all project team members to share project
documents.

Quality Plan A document that identifies the quality standards that is relevant to the
project and determining how to satisfy them.

RDRS Royalty Distribution and Reporting System
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Term Definition

SLA ‘ Service Level Agreement
| SME Subject Matter Expert (Expertise)
TAAMS Trust Asset and Accounting Management System
TAIP Task Approval & Implementation Proposal
TFAS Trust Fund Accounting System
TIME TAAMS Information Migration Evaluation
TMIP Trust Management Improvement Project
TPPD Trust Program Performance Dashboard
TPMC Trust Program Management Center
TPMT TAAMS Project Management Team
TROC TAAMS Regional Office Coordlnator
WBS Work Breakdown Structure
Work Breakdown Project elements which organizes and defines the total scope of the
Structure project. Each descending level represents an increasingly detailed
definition of a project components.
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