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IT/ITS 2003-2008 STRATEGIC PLAN DOCUMENTS

Three final reports were produced in this strategic planning process:

1. Volume I: IT/ITS 2003-2008 Strategic Plan Summary provides a summary for all
audiences, including executive management.

2. Volume II: IT/ITS 2003-2008 Strategic Plan Detail provides details and technical
documentation on the IT/ITS Strategic Plan. The primary audience for Volume Il is
Information Technology Services staff.

3. Intelligent Transportation Systems (ITS) 2003-2008 Strategic Plan is intended for staff
working on ITS projects and other interested audiences. This report describes
MDT’s intelligent transportation system strategies, initiatives, and issues.

Several other interim reports were generated as supporting documentation for the IT/ITS
Strategic Plan:

e The Current or “As-Is” Architecture is described in the Final Interim Report, July 15,
2003.

e [IT/ITS 2003-2008 Strategic Planning Process Technical Memorandum: Areas for
Architecture Enhancement.

o The process and components used to develop the future or Target Architecture are
described in the Logical Target Architecture Workshop Report, August 28, 2003 and the
Target Physical/Technical Architecture Workshop Report, September 2, 2003.

Purpose of this Volume

Volume Il of provides details and technical documentation on IT/ITS 2003-2008 Strategic
Plan. Technical appendices to Volume Il provide further detail on the Data and Application
Architecture and the Technology Architecture.

Intended Audience
The intended audience is Information Technology staff.
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1 INTRODUCTION

1.1 Purpose of Volume II

This second volume of the Miami-Dade Transit Information Technology (IT) and Intelligent
Transportation (ITS) Systems 2003-2008 Strategic Plan is titled IT/ITS 2003-2008 Strategic
Plan Detail. It contains detailed descriptions that support Volume I, the IT/ITS Strategic Plan
Summary. For example, it contains more detailed explanations of items highlighted in
Volume I, such as the strategic planning process and methodology and the Gartner Group
Rapid Assessment. It also contains detailed summaries of the data/application architecture,
on-board architecture, technology architecture, and the strategic initiatives.

This report does not include the important discussion, which is included in Volume I,
describing the MDT business environment and goals that help drive the IT/ITS strategies
and proposed investments. The reader is also directed to Volume | for a discussion of the
role of technology, and a chapter on the Information Technology Services Division,
including its mission, values, vision, goals, objectives, guiding principles, and critical
success factors.

1.2 Intended Audience

The intended audience for this report is Information Technology Services staff.
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2 THE STRATEGIC PLANNING PROCESS

2.1 Why a Strategic Planning Process?

As service demands grow and business issues become more complex, a critical need across
the Miami-Dade Transit (MDT) business units will be the timely access to operating
information whenever and wherever needed. This computer-based data must be accurate
and consistent throughout every division, and in a useful format that can be easily
interpreted. In addition, the implementation of Intelligent Transportation Systems (ITS) will
require the Information Technology (IT) Division to focus on increasingly complex data and
technology issues. The success of these systems, and the management of the underlying
data, is significant to the support of MDT’s current and future services. An IT/ITS strategic
planning process for a transit agency is critical for both maximizing the benefits of
technology investments and for minimizing risks. An IT/ZITS Strategic Plan supports the
timely, cost effective, and appropriate implementation of technology.

The strategic planning process creates an opportunity and provides a framework for
information technology staff and their clients to plan for future improvements. It provides a
process to reassess their current and future operating environment, consider future needs,
refine goals and strategic objectives, better understand interrelationships and integration
benefits, and define potential improvements to their business efficiency and effectiveness.

A comprehensive look at existing data and systems, coupled with a strategic plan, helps to
do the following:
¢ Refine and communicate priorities so that appropriate technology investments are
made at the right time to achieve the “best bang for the buck”
e Improve the ability to attain the business needs
e Avoid duplication of systems and data acquisition
¢ Avoid duplicative maintenance of systems and data
e Provide seamless integration among systems
¢ ldentify opportunities for leveraging budgets and staff resources by partnering with
other business areas or agencies
¢ Improve understanding and documentation of existing systems and hardware to
better support maintenance activities and training of staff
e Optimize use of networks and hardware
¢ Communicate standards to reduce complexity and maintenance costs
o Communicate business rationale for proposed technology investments

2.2 Approach to Strategic Plan

The approach to the IT/ITS Strategic Plan is designed to obtain a comprehensive view of
Transit that leads to an IT/ZITS plan that supports Transit’s success. The approach uses a
structured and tested methodology that is described in the next section. In the course of
implementing the structured methodology, a variety of techniques will be used to gather the
necessary information and involve Transit staff in the development of the Strategic Plan.
Executive interviews, staff interviews, interactive workshops, architectural diagrams,
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presentations, and interim reports are but a few of the tools and techniques that will be
used.

2.2.1 Enterprise Architecture Planning (EAP)

The Project Team will use an Enterprise Architecture Planning (EAP) process specifically
focused on Transit’s needs to develop the IT/ITS Strategic Plan.

The EAP process establishes an agency-wide roadmap to achieve the agency’s mission
through supporting optimal performance of its core business processes within an efficient
information technology environment. It is a method for defining an organization’s current
(baseline) or desired (target) environment, and is essential for evolving information systems
and inserting emerging technologies such as ITS that optimize mission value.

EAP has been approved by the Federal CIO Council (1998) to promote shared development,
interoperability, and sharing of information for federal agencies and other government
entities. In general, the reason for using the EAP process to define the Strategic Plan is to
ensure:

e Alignment — ensure the goals of the plan meet management’s intent.

e Integration — ensure business rules are consistent across the organization, the data,
their use, interfaces, and information flow are standardized, and the interoperability
and connectivity are managed across the enterprise.

e Change — assist in the facilitation and management of change to any area of the
enterprise.

e Time-to-market — reduce cost and effort of systems development, modernization
time frames, and resource requirements.

e Service model — disciplined evolvement of standard and quality IT services.

EAP planning is typically done in four architectural layers, as illustrated in Figure 2-1.
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Through EAP, the MDT 2003-2008 IT Strategic Plan will provide the framework to begin the
definition of documented and coordinated structures for crosscutting business needs and
design developments, and support collaboration among the divisions for increased
efficiency and improved services to the transit customer. The Palisades IT/ITS strategic
planning approach is based on the best practices outlined in IBM’s structured IT
methodology and guidelines for Enterprise Architecture Planning?. It consists of the
following 7 major steps (See Figure 2-2):

o Business Architecture Model: This activity translates MDT business strategies into

Enterprise Architecture goals, objectives, and strategies. Further it links the essential
activities and information required to support MDT’s defined goals, critical success
factors, and performance measures. The process identifies the Information
Technology business unit as a critical partner in Transit where IT plays a significant
role in achieving continued business success.

1 Steven H. Spewak and Steven C. Hill, Enterprise Architecture Planning, John Wiley & Sons,

1995.
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e Current IT/ITS Architecture Model: This activity documents the current IT
environment, and is a high-level assessment of Miami-Dade Transit's current IT
capabilities (e.g., data applications, hardware, software, networks, organization, and
processes) to support the business. It is a baseline from which to develop the target
IT Systems Architecture to support the business vision into the 2003-2008 planning
period.

e Target IT /ZITS Systems Architecture: Analysis and recommendations to develop
high-level data, applications, and technology architectures required to support the
MDT Business Architecture. This provides a gap analysis of the current vs. target IT
environment, outlining tactical and strategic opportunities, and recommended next
steps.

e |IT Organization: Issues, best practices, and recommendations for the IT organization
to support the Business Architecture.

o Final Strategic Plan: The final task will consolidate the four layers of the architecture
planning process (business, data, applications, and technology) to enable the
identification and reasoning of enterprise- and system-level integration concerns and
investment decisions. The Final Strategic Plan provides unifying concepts, common
terminology, principles, and common standards for resolving policy and
management issues. It describes the transit enterprise information systems
architecture and its components through the use of various architectural views and
modeling techniques. Strategic initiatives are defined to support the Business
Model, the Transit Goals, and IT Division’s Goals, and are linked to Regional
Architecture End-User Services where applicable to ensure compliance with the
National ITS Architecture Policy.
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Figure 2-2 IT/ITS Strategic Plan Methodology
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The term “enterprise” is defined within the terms of the MDT organization, and is
understood to transcend established organizational boundaries (e.g., external stakeholders,
logistics). It should also be noted that EAP is in the process of defining (not designing)
architectures for the use of information in support of the business and a high-level plan for
implementing those architectures. The IT Strategic Plan development process, including the
EAP process, will define the systems architectures; EAP does not design systems, databases,
or networks. Thus, the plan does not call for the implementation of specific vendor systems.
The design and implementation work is initiated after the EAP definition process has been
completed. The selection of specific technologies and vendors is part of the analysis of
technical and business requirements associated with a particular project.

In this strategic planning process, the Current or “As-Is” Architecture is described in the
Final Interim Report, July 15, 2003. The process and components used to develop the future
or Target Architecture are described in the Logical Target Architecture Workshop Report,
August 28, 2003 and the Target Physical/Technical Architecture Workshop Report, September 2,
2003. (Appendix B contains the full references to the three reports.) This Volume Il
document, the 2003-2008 IT/ITS Strategic Plan, has been developed in the final task of the
strategic planning process and is based on the work completed in the prior six tasks. Its
purpose is to provide supplemental technical information to the IT/ITS 2003-2008 Strategic
Plan Summary, Volume 1.
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3 INFORMATION TECHNOLOGY SERVICES

The Information Technology Services Division (IT Division) provides IT services to all of the
business areas of MDT. The IT Division has made significant changes in the technology and
services available to MDT. This chapter summarizes the many accomplishments of the IT
Division that set the stage for moving forward, highlights comparisons against peer
organizations that were completed by the Gartner Group, and identifies MDT’s newly
developed mission, vision, goals, guiding principles, and critical success factors.

3.1 IT Achievements

Over the last few years, the IT Division made significant improvements in the business
environment for MDT and in the IT Division. A summary of the IT Division’s
accomplishments is included below. They were guided by the MDT Information Technology
Strategic Plan for Fiscal Years 2000 through 2002. The accomplishments are grouped under the
prior strategic plan’s six goals. A summarized version of these accomplishments is included
in Volume I, Section 3.

Goal #1: Y2K Readiness

» Successfully prepared for millennium impact on automated systems
« Made required system changes
« Transitioned successfully to the Year 2000
o Created a Disaster Recovery Plan

Goal #2: Improved Network Infrastructure and Environment

» Provided enhanced voice and data communications services across MDT

« Redesigned the voice and data communications infrastructure, implemented
enhancements, and completed ongoing maintenance

« Implemented Voice Mail at MDT

« Implemented improved communications at the Central Garage and Coral Way
with two voice switch projects

. Expanded the LAN to rail stations, including Palmetto Station

« Enhanced the network at Lehman Center

« Completed the TDD/ADA Pay Phones Project

» Adopted Client/Server Technology and Extended Network Browser
Capabilities
. Expanded and improved network capacity with the NT Implementation Project
. Installed 900 new personal computers (PCs)
« Significantly expanded e-mail at MDT and migrated staff to one e-mail system
via the Exchange Project which included converting thousands of user files
« Completed the WEB Redesign Project
« Completed Phase 1 of the CAD/AVL Enhancement Project
. Began the feasibility study for the TOS Upgrade Project
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. Developed the specifications and a RFP for the M3 Project

« Advanced the Metromover Automation Analysis Project to the implementation
phase

« Completed the Paratransit GPS Assessment Project

« Initiated the Consumer Information Network Project that will provide trip
planning via the Internet

« Acquired a Geographical Information System and built key data layers

Goal #3: Improved Application Infrastructure and Environment

> Deploy State-of-the-Art Document Control Center
. Engineering Document Control Center Project is underway, starting with the
“as-built” drawings
- An Enterprise-wide Document Management System Project is in process for all
of MDT

» Deploy State-of-the-Art Data Collection Tools
« Acquired Oracle software as part of the DB Platform Conversion Project
« Developed AVL ad hoc reporting via the web
. Implemented various GIS analysis and reporting applications

> Develop an Enterprise Data Model and Summary Data Warehouse
« Completed the Capital Plan — Phase Il Project
- Initiated Enterprise Data Modeling Project with preliminary guidance from
Palisades Consulting Group
« Began the planning phase of the Data Warehouse Project

» Adopt Standardized Application Architecture
« Approach is being refined as part of the strategic planning effort
« Completed migration of viable applications to Oracle

» Upgraded Vendor Supported Software/Hardware
« Completed the Phase | CHOICE Upgrade to Oracle and Phase Il is underway
« Upgraded the Watermark Scanning Software
« Completed upgrades to the PALS Project and coordinated with the county
« Completed the Overtime Reporting System Conversion
« Completed upgrades to the CIS project and is now in a conversion phase
« TOS/Bops Interface Upgrade Project

» Provided Enhanced Government Reporting Tools
« Supported National Transit Database compliance and began additional needs
assessment
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» Expanded Functionality/Accessibility of Profession-Specific Hardware/
Software

Upgraded the BusFare System and improved its probes
Implemented an ID card with a contactless reader as part of the Transit
SmartCard Project/Golden Passport Project
Planned and initiated a project to sell fare media on the Web
Planned and implemented a Bus Stop Inventory and built the Bus Stop layer in
the GIS
Initiated a trip planning project in coordination with regional partners
Initiated the Metromover Automation Analysis Project
Provided laptop computers for field supervisors
Implemented two of the three Kiosk Projects, with the third underway
Initiated the planning phase for Automated Passenger Counters
Developed specifications and an RFP for automated fare collection
Completed the Electronic Signage RFP
Completed a wide range of projects such as the following:
o0 DBE Contract System Project
Reduced Fare Permit Project
Fueling System Implementation Project
Graphical Scheduling System Project
Daily Logs Project
Disciplinary Action Reports Project
SOTA printer/scanner Deployment Project
Random Drug Testing System Conversion Project
PACE Evaluation and Conversion
Rail Computer/Central Control
WEB Redesign Project
M3 Project
TOS Bus Interface
TRI (Phase 11)/TEA Enhancements

OO0 O0O0O0O00OO0O0OO0OO0OOoOOo

Goal #4: Timely and Consistent IT Service

» Implement a Quality Assurance (QA) Function for IT

Developed a budget proposal for a QA function
Began posting policies and procedures on Intranet
Developed improvement strategies in strategic planning effort

> Review and Adopt New Performance Measures for IT Services and
Deliverables

Hired Gartner Group to assist with performance measures and QA

» Provide More Timely and Consistent IT Services

Redesigned approach for providing desktop support
Expanded Call Center support hours
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« Improved Call Center performance by implementing new procedures and by
adding a Call Center website for customers
« Completed Core Needs Analysis during strategic planning effort

Goal #5: Efficient Management of IT Resources

>

Adopted Standard Application Tool Set
« Adopted key standards and acquired Oracle, SQL, JAVA, Oracle Developer, and
other standard tools

Implemented Cost Control Measures

« Acquired resources to help manage costs

. Implemented new budget planning and management procedures
. Improved budget and cost controls; reduced duplicated costs

Established Formal Data Retention/Recovery Policies
. Developed data retention and data recovery policies

Adopted Standardized Business Analysis and Cost/Benefit Analysis

Procedures

« Worked with FTA to obtain free ITS Architecture Assessment and technical
support

« Developed plan and acquired resources for a 2003-2008 IT/ITS Strategic Plan

. Initiated the use of Project Charters to improve project implementations

« Working with consultants to improve business practices

« Completed Core Needs Analysis Project

« Developed procedures for the Information Technology Services Procedures
Manual Project

. ldentified user needs and developed the RFP for improving resource
management with the M3 Project

. Developed an automated planning and project tracking system

« Increased efficiency by implementing Voice Mail

. Began Contract Database Analysis Project

Goal #6: Technical Training for All End-Users and ITS Staff

>

Adopt an Aggressive Employee Development and Technology Training

Program

« Implemented a Tech Training Program with ITD and Human Resources

« Provided training to MDT staff on basic computing skills, Word, Outlook, and
other new systems

« Provided technical training to IT staff on GIS, LAN support skills, and other new
tools

« Provided Oracle training for IT staff
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3.2 Gartner Group Rapid Assessment for Total IT Expenditure

This chapter contains an expanded summary of the Gartner Group Rapid Assessment that
provides more detail than in Volume One of the IT/ITS Strategic Plan. MDT’s IT Division
engaged the Gartner Group to complete a rapid assessment of MDT’s IT environment,
focusing on cost efficiency observations and the alignment of IT and the Business. The
intent was to find areas for IT to improve and to understand its cost performance relative to
other enterprises with similar workloads, complexity, and performance characteristics.

The Gartner assessment activity was also designed to serve as a baseline for the IT Division.
It establishes a preliminary set of performance measures that the IT Division can measure
going forward, and provides a better understand of how to gather performance measures in
a consistent manner. The IT Division intends to develop and implement additional ongoing
performance measurements that would be helpful in monitoring and improving IT service
provision.

3.2.1 Efficiency Observations

The preliminary Gartner Measurement Report: Rapid Assessment for Total IT Expenditure (June,
2003) provides benchmark statistics for MDT’s IT Division in the following seven IT
functional areas:

« IT Help Desk

« Distributed Computing

« Midrange Computing

o Wide-Area Data Network

« Voice Technology

« Applications Development

« Applications Support

The results indicated that when MDT was compared to the composite peer group:

.« MDT’s Total Cost by Technical Area was significantly lower overall and was lower on
eight of the ten technical areas measured.

« MDT’s Total Cost by IS component (Outsourcer, Disaster Recover, Transmission,
Personnel, Software, and Hardware) was lower than that of the peer group.

o The 32.2 Total Full Time Equivalents (FTEs) in the MDT IT Division were significantly
less than the total for the peer group (42.6 FTESs) for the IT functional areas that were
assessed.

The Gartner Group’s good cost efficiency findings, coupled with the above average
customer satisfaction ratings discussed below, indicate that the IT Division has done
remarkably well in the past with tight budget and FTE resources. The new challenges of
significant transit service, departmental growth, and the need to update or replace old
legacy systems will require the addition of new IT staff to the division to meet MDT’s
growing business needs. This is particularly true given the current staffing levels that are
below those of comparable peers.
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3.2.2 IT/Business Alignment

The second portion of the Gartner Group assessment focused on the alignment of the IT
Division and the Lines of Business (LOBs). Surveys assessing the rated importance and
satisfaction of the 14 IT services and four components of IT deliverables, shown in Table 3-1,
were completed by both IT staff and by staff in the LOBs.

Table 3-1 Areas Rated for Importance and Satisfaction by IT and the LOBs

Areas Rated for Importance and Satisfaction

IT Services Components of IT Deliverables
Desktop Environment/Infrastructure Content

IT Planning/Standards Quality

End User Support/Services Timeliness

Large-Scale Processing Cost

Applications Development

Applications Support

Communications Infrastructure/Services
Internet Capabilities/Access

Intranet Services
Negotiations/Procurement

Electronics Linkages to Customers/Partners
Project/Data Management

Multimedia Operations and Development
Security and Disaster Recovery

The Gartner Group compared the importance and satisfaction ratings of the IT staff and the
LOBs to see how well they were aligned in their perceptions and ratings of the services and
deliverables. According to the Gartner report, “Overall the department participants
responding to the survey indicated a higher level of both Importance and Satisfaction than
MDT ITS perceive with the services provided by MDT ITS.” For example, the combined
Importance ratings of the LOB respondents were all 4.0 or higher for each of the 14 IT
Service areas (on a five-point scale where 5 is Extremely Important), while the IT staff rated
seven of the IT Service areas between 3.0 and 4.0. The users in the LOBs also rated their
Satisfaction with the IT Services higher than did the IT staff.

The survey was helpful in highlighting the importance to the users of the different IT
services. In particular, the survey findings serve as a baseline for future assessments of
progress in meeting the IT needs of the customers. The development over time of more
performance measures in the various IT service areas will also help the organization track
its performance and customer satisfaction.
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3.3 IT Mission, Values, and Vision

As a part of this strategic planning effort, the IT Division updated its mission, values, and
vision after an assessment of the business needs of MDT and the current operating
environment. The IT Division’s mission is shown below.

MISSION: Promote the improvement of Transit’s performance through the application of
technology and technical support services.

The values of the IT Division, shown below, reflect the commitment of the IT staff to a
customer and business focus, teamwork, and accountability, among other values.

VALUES:

v" We understand and enhance our clients’ business operations

v" We proactively make things happen and seek opportunities for improvement

v" We cooperate and work well with teammates, clients, and business partners

v" We progressively innovate while maintaining a stable operating environment

v" We are dependable and follow through on commitments

v" We accept accountability to educate ourselves and maintain superior technical skills

The five-year vision statement was also developed by the IT Division management and
senior staff in July 2003. Itis included below.

VISION:

v’ The five-year vision of the Information Technology Services Division is to provide reliable,
cost-effective services that meet customer expectations

Key services to be provided include:

Systems and tools to solve the customer’s business needs

Easy to access data that is accurate, secure, and integrated enterprise-wide

Fast access to customer information, including real-time data, via multiple modes

The team will implement integrated systems and data, using standards, to improve data
access, usability, maintainability and costs

The team will operate using good guiding principles and business practices

The services will be provided by motivated, happy, innovative employees who are skilled,
caring, and customer oriented

ANANANA YN

AN
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3.4 IT Technology Guiding Principles

3.4.1 Introduction

IT Technology Guiding Principles provide a common understanding needed by the MDT IT
group to assist the decision-making process for:

» Technical strategies for distributing data and applications

= Strategies for designing and implementing systems

= Build versus buy

= Define conceptual configuration or vision of the technology environment using
principles and platforms agreed upon, i.e., mainframe as enterprise server, 2-tier, 3-
tier, N-tier models

= Define conceptual locations for storing data and executing applications, e.g.,
conceptual distribution models

= Support for current and future business locations

= Implementation of vendor technology platforms

3.4.2 Key Factors Driving IT Technology Guiding Principles

Key factors drive the development of MDT IT Technology Guiding Principles. Factors
include the consideration of the MDT business environment, direction and organization,
generally accepted computing principles or “best practice,” the analyses of the current MDT
computing environment, and the Target Technical Architecture.

The IT Technology Guiding Principles adopted by the MDT IT Division are based on Transit
business needs and focus on the IT/ITS technology strategy. The principles represent ITS
basic technical philosophies that address:

e Political/geographical/regional/organizational characteristics

e Organization emphasis on the amount of data or access time

e Strategic direction of projects — performance, cost reduction, accuracy, speed to market,
or older technology

e Strategic direction of technology (e.g., use of client/server)

The IT Technology Guiding Principles are closely tied to the MDT IT Division’s Vision, the
role of the MDT IT Division in the region, and the need to prepare for rapidly expanding
transit services as defined in the People’s Transportation Plan (PTP). The MDT IT Division’s
Vision describes where the organization wants to be in the future. The IT Technology
Guiding Principles will define how the MDT IT organization wants to get there.

Additional considerations of the MDT business environment that would impact the
adoption of MDT IT Technology Guiding Principles are summarized in Table 3-2.
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Table 3-2 Considerations Impacting MDT IT Technology Guiding Principles

# Consideration Description

1 Regional Integration County goals for multimodal regional transit

2 Geographical distribution | Business functions are spread over several different
sites; expansion to new sites is planned.

3 Centralization of services Ability of local sites to be able to operate

vs. local autonomy independently from the central organization.

4 Performance Business improvement goals as measured by service
and ridership, and by technical improvement goals as
measured by response time and/or batch throughput.

5 Scalability Plans for services expansion (PTP) and use of ITS has
caused volume of data to expand, and volume of
processing to increase.

6 Mobility Business functions require workers to have access to
corporate information even when they are out of the
office or unable to connect to the corporate network.

7 Multiple distribution New Transit services will provide customer

channels information through a variety of communication
devices.

8 Currency Business requirements for freshness of some data will
indicate that real-time or close-to-real time data
currency is necessary.

3.4.3 MDTIT Technology Guiding Principles

The MDT IT Technology Guiding Principles relevant to the organization’s business and
technical strategies are listed below in Table 3-3. The IT Guiding Principles support MDT
Mission, Vision, and Goals. The IT Guiding Principles establish the basis for governance
and implementation of the IT/ZITS Strategic Plan and architectures, and affect development,
maintenance, and selection of technologies.

Table 3-3 MDT IT Technology Guiding Principles

1. Data will be owned, shared, and controlled as a Transit asset.

2. Applications will be developed using a cooperative process.

3. Application initiatives will be guided by an established methodology using a
systems engineering approach.

4. Technology infrastructure will be developed to facilitate integration of data and
systems.

5. Secure network architectures will be employed.

6. IT will focus on and be measured by the value of solutions delivered to internal and
external stakeholders, as well as Transit customers.

7. IT will be a partner in reengineering and improving business processes related to IT
systems.

8. IT will adhere to national and regional standards for Transit architecture.

9. IT will insure recoverability to protect the continuation of the business.
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10. Apply open systems concepts to insure portability, scalability, interoperability, and
compatibility of information technology systems.

IT Policies and Guidelines, the Systems Life Cycle Development, and the Capital Process are
impacted by the actions driven by the IT Guiding Principles, as illustrated in Figure 3-1.
Explicit standards-oriented policies and guidelines have been developed in compliance with
these principles and are included in the remainder of this document.

Figure 3-1 Role of IT Guiding Principles
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3.5 IT Goals and Objectives

The Information Technology Services Division adopted the following seven goals, with their
objectives, to guide the division over the 2003-2008 time period. Each year the goals and
objectives will be refined to reflect changes in business needs and the operating
environment.

Goal #1. Enhance Customer Information through Technology

Objectives:
e Expand access to passenger information (e.g., through wireless technology, internet,
kiosks)
Allow Transit customers to purchase fare media through Web technology
Improve the provision of regional trip planning information
Provide on-board transit information and integrated stop announcements
Provide Transit customers with real-time next bus/train information
Provide Paratransit customers with enhanced trip and routing information
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Goal #2: Improve Business Tools and Access to Information for Management and Staff

Objectives:

e Expand functionality and accessibility of profession specific hardware/software,
such as the Transit Operating System (TOS)

o Deploy state-of-the-art document control center and related tools

o Deploy state-of-the-art data management tools and improve data collection, storage,
access, integration, analysis, and reporting

o Develop enterprise-wide summary data warehouse(s), including an agency-wide
source of geographical data

Goal #3. Upgrade and Standardize Transit’s Information Technology Environment

Objectives:

e Implement ongoing maintenance and enhancements
Develop an enterprise data model and ITS architecture
Implement a standardized database environment and application architecture
Refine and adopt an electronic communication policy and standard for Transit
Provide enhanced voice and data communication services across Transit, including
adoption of browser-based technology
Upgrade and standardize equipment agency-wide
e Implement an improved application infrastructure and environment

Goal #4: Improve the Management of IT Resources and Processes, Including
Communications with Business Functions

Objectives:

e Be avaluable partner in reengineering and improving business processes as systems
are improved

e Institute a formal approach to the creation of all Information Technology projects

e Increase Transit’s reporting tools, including development of tracking systems to
assist management with employee performance

e Improve IT quality assurance function

e Improve performance measures for IT services and deliverables

¢ Implement improved cost control measures

o Adopt standardized business analysis and cost benefit analysis procedures

Goal #5: Improve Services and Operating Efficiency through On-Board Vehicle
Technology Improvements

Objectives:
¢ Implement on-board architecture, on-board systems, and necessary modifications in
partnership with other stakeholders to support Transit needs
¢ Enhance field communications to central control through technology
e Improve quality and availability of real-time information
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e Support integration between on-board ITS applications, field equipment, and central
computers for increased information and reduction of costs

Goal #6: Enhance Safety and Security through Technology

Objectives

e Improve passenger safety and security through on-board video surveillance and
real-time information capabilities

¢ Enhance systems that capture incident and accident information for more accurate
reporting

¢ Provide enhanced analysis and reporting tools to improve and ensure customer
safety

e Integrate voice annunciation with digital display to comply with ADA requirements

Goal #7: Improve Skills and Effectiveness of Staff through Training Program
Enhancements

Objectives:

¢ Provide project management and needed technical training for IT Services staff

e Support training for business area staff and system users when a new system is
implemented

e Support agency-wide training efforts, such as creating a web-based training program for
MDT employees

3.6 IT Critical Success Factors

The management and senior staff of the IT Division identified factors that need to be in
place which are critical for the success of the IT Division as it strives to achieve its vision and
goals. A summary of the key critical success factors is included below. The first four critical
success factors in the list were cited as being extremely important by many of the staff.

Staff resources

Financial resources for capital projects and operations and maintenance
Training, including technical and project management

Executive Leadership/Line Management support

Enterprise-wide and “customer-centric” view

Transition management as the organization and the technologies change
Modernization of the systems environment

Core data management

Planning and prioritization by MDT management
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4  BUSINESS ARCHITECTURE

The Business Architecture layer of the EAP process provides the understanding of the
existing business practices, basic business operations, and functionality. It is the result of
understanding Transit’s strategic business objectives, and provides the baseline for
understanding the information needed to support business, what applications are needed to
provide the information, and what technology is needed to support the applications.

Necessary to the development of the Business Architecture is important background
inform