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EXECUTIVE SUMMARY

: *
Information®/ 1s a valuable resource of Headquarters, Devartment
of the Army (HQDA). Specifically, information i3 essential -o:

. Effective planning to achieve Army mission goals,
. Efficient execution of the plans, and
. Appropriate feedback from the execution into the planning process.

As the recognition of the value and cost of information increases in
the Army, the effective management of this resource becomes
increasingly important to HQDA,

In Headquarters, DA information is often regarded as a "frese
Jood", something which can be replicated wherever it is to be used or
collected whenever it is needed. However, information is costly to
collect, process, store, and maintain even though such costs are 10t
always explicitly identified.

The cost of information is particularly evident in dealing with
automated systems because of the high capital investment in ADP
equipment and the cost of software development. HQDA does not currently
manage its automated information effectively. The result is that even
though the size, number, and cost of HQDA automated information systems
are increasing, Headquarters decision-makers find that they still
cannot get all the information they need in a timely or consistent
manner.

Managing information as an organizational resource can help HODA
identify and control the costs associated with supplying information
for more effective decision-making. In the course of our study we
have determined a need in HQDA for improvements in the management of
i1ts automated information. We recommend that HQDA adopt the view of
treating information as a resource and proceed with the develooment
of a program for information resource management. We believe thart
such a program can contribute significantly to the effective management
of HQDA.

This Phase I Executive Summary outlines our findings concerning
the need in HQDA for a consclidated program for information management
and presents our recommended conceptual approach to managing the
autcmated information resource. In the next section of this report
we present an overview of the project goals and objectives. This
overview is followed by a summary of the study findings and major
information issues, a brief description of an information resource
management program, and our recommendations regarding establishing
such a program in HQDA.

#1/In the context of this report, the term "information” encompasses
Both processed and unprocessed data as represented in a variety of
formats and storage media.




1. PROJECT OVERVIEW

“The goal of this study 1s to develop the volicy, the conceots ind
directions, the administrative methodologies and procedures, and 2n
organizational approach for use by the Devartment of the Army 1in
accomplishing the management of automated information within HQDA and
1ts supporting Data Processing Installations (DPIs). The specific
objectives of this study are:

/ ''Determination of the requirements for effective automated
’ information management among the HQDA organizational
elements,

. Development of an information resource management (TIRM)
program to manage effectively HQDA's automated information
resources,

R

+ - Development of an information administration structura and
the necessary policies and procedures required to administer
the program,

» ~ Development of a time-phased plan for implementing the IRM
program.

The study is divided into two phases: Phase I - Program
Requirements Definition and Phase IT - Program Implementation Planning.
In Phase I we have concentrated on determining the requirements for
information management and have developed the conceptual framework
for a program for managing the automated information resources cf
HYeadquarters, DA. In Phase IT we propose to develop the program in
greater detail and recommend a long-range approach for implementation.

™~

In order to understand the impact and direction of the
recommendations developed in this report, it is important to clearly
recognize the limited scope of the study:

. The goal of Phase I, as reflected in this report, is the
development of a concept for managing information for HQDA,
In Phase II we shall develop the orogram in detail.

e The objective of the study is the formulation of a plan for
‘ managing automated information in HQDA, not the development
of a HQDA automated management information system.

. The reviews of current HQDA operations were conducted ‘in
this study to allow Arthur Young & Company to determine what
is needed and what is feasible for managing HQDA's automateAd
information resource, not to evaluate individual systems or
activities.




. The study has been limited t> automated i1nformacion usaed bv
HQDA and its supoorting DPIs. Our recommendations ara
offered with this restriction in mind.

Considering the size and complexity of Army operations, the
management structure, and the impact of 1its decisions, th> Armv nee-ds
to Fave the best information available for decision-making. ®ffective
management of 1nformation entails understanding whar data is available,
keeping track of where the data is, and knowing who is resoonsible for
it. In large organizations such as the Headquarters, Department of
the Army, this is extremely difficult. %®ach individual Staff Agency
15 capable of managing its own data, but there is no explicit management
of the data that flows among the agencies. Furthermore, the individual
agenclies each manage their own data in different ways, making the
correlation of data at higher levels difficult or impossible. Who has
access to the data, who actually uses the data, under what conditions
1s the data valid, when can it be released by an organization, when
can 1t be removed or changed, how can it be shared among organ.,zatiors,
and how much does it cost to collect, store, and process the data are
all questions relevant to the management of the information resource.

Such questions are, at best, difficult and, sometimes, impossible
to answer consistently across HQDA. And yet, the answers to such
questions are central to information sharing, improved management
reporting, and more effective decision-making. To accomplish this
objective, we believe HQDA must establish an effective program for
information resource management.

Information resource management is an aoproach predicated on the
philosophy that information is a basic resource in its own right and
something which can be managed effectively through the applicaticn of
traditionally sound business practices. The view of information as
an 1tem of economic worth, with measurable characteristics, and which
1s capable of being planned, budgeted, and accounted for is fundamenctal
to the improved management of information.

Viewing information as a resource of HQDA provides some advantages
in the management of infonrmation:

. A horizontal view of information across functional areas to
maintain a HQDA perspective

. A coordinated approach to resolving inter-organizational
differences in the definition of the characteristics of
information

. The fixing of responsibilities throughout HQDA vertaining

to information collection, definition, manipulation,
reporting, and retention

. A mechanism for identifying and controlling information
redundancies and inconsistencies.
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This view does not necessarily i1mply that 2 single verson or
organization should be placed in charge of all information for HODA
or that the various functional agencias should r=linguish contro! sver
their i1ndividual cdata bases. What 1s i1mplied 1s the need for
coordinacion and cooperation in the management of information for che
benefit of HQDA as a whole.

Exhibit Y presents the conceptual information resourc
environment and 1dentifies three communities in relation to it. The
information resource management community 1s resovonsible for the
definition, description, and location of the information while the
information resource handling community is responsible for the
hardware, software, and telecommunications involved in the acquisition,
processing, and transmission of information. The information resource
user community includes the mission-oriented organizations which put
the information to use and define the requirements for it. This
tnformation resource environment does not currently exist in
Headquarters, DA. There is, in fact, no central leadershio or direct.on
in the information management domain.

Information resource management does not imoly a single, all-
inclusive integrated data base of every data element used by HQODA.
Such a massive HQDA data base is probably not technologically feasible
nor organizationally desirable. Further, it 1s not necessary to the
implementation of information resource management. What is necessarv
15 the establishment of special types of data bases which contain
information describing the characteristics of the individual daca
pases and files of the Staff Agencies. This special tyve of dara about
data is termed metadata and is essential to the management of
informacion.

2. STUDY FINDINGS AND ISSUES

Our study analysis was based upon an extensive data collection
methodology as 1llustrated in Exhibit 2. We have used this data to
idenctify the need and to develop a conceptual program for managing
automated i1nformation as a HQDA organizational resource. During our
data gathering activities we identified several issues which are of
major concern to HQDA with regard to information management. These
i1ssues are shown in Exhibit 3 and discussed briefly in the paragraphs
which follow.

(1) Limited sharing of information among Staff Agencies and DPIs
results 1n redundant reporting requirements for the field
and increased data processing costs.

HQDA is concerned about the perceived excessive and
redundant reporting requirements imposed on the field. There are
numerous instances, such as with personnel and financial data,
where essentially the same information is reported up through
parallel, but distinct channels to HQDA. This information mav
then be used by the various Staff Agencies to manage their

oy
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EXHIBIT 2
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EXHIBIT 3

A11718vdvI SNOILVIINNWINOD313 L YAOH
IN3IHHND IHL A8 A3TANVH 38 AT3LVvN0IAY LONNVI SMO14 V1vd IdG-HILNI NI SISYIHINI A3 LVdIDILNY

SWVHOOHd INIFWIODVNVIN NOILYIWHOINI NMO
HI3H1 ONIHSIN8VY 1S3 3HV S.1dJ ANV SFHONIOY 44V 1S JHL LNFIWIDVYNVIW NOILVIWHO4ANI AILVWOLNY HOS
ALITIEISNOdSIYH ONILYNIGHOOD TTVHIAO FHL GINDISSY NIId SYH NOILVZINYOHHO YAOH IT19NIS ON ISnvI3d

S3AILYNHILTV INIWIDVNVIN 40 SISATVNY HO4 1HOddNS
LN3I2144NS IAINOHd LON OU SWILSAS NOILYIWHOANI AINIWIDOVNVYIN AILVIWOLNY YAGOH LNIHHND

ONIIVI NOISIO3A TYNOILVYHIdO
VAOH NO 1J3VdWI 3SHIAAQVY NV 3AVH SSINITIWILNN ANV ‘SIIIVHNIIVNE ‘STIINILSISNOINI NOLLYWHOANI

SIN3IWIHINDIY ONILHOdIH ANV S3SVE ViVa 40 NOILVHIA1T0Hd ANV HIMOHD AidvH V
S3ISNVYI IONVHI 31 vAOWWOIIY OL SWILSAS NOILVYWHO4NI VADH INIHHND 30 ALIT8IX3 T4 LNIIDIH44NSNI

SW31l NOILIV HO4 3SNOdS3Y
ATIWIL SLISIHNI NOLLVWHO4NI 31LYWOLNY HO4 3JIAHIS HOLYI01 NOILVIWHO4NI TVHINII V 40 MOV

S1S0J DNISS3ID0Hd V1ivad d3SY3IHONI ANV 71314 3HL HO4 SINIWIHINDIY ONILHO4IY LNVANNA3Y
NI'S1INS3YH S.1d0 ANV SIIONIOV 44V 1S DNOWY NOLLYWHOLSNI 40 ONIHVHS 3 LIWIT

sanss| 10D
JuswaBoUD uolPWIO| YAOH

-

- -y




nder.duzl oSrograms Tut 2ften _3 norn sharaed 2gross fonctnion

arsas. HQ3A l3cks an =2ffacrive mecnan:L3T f2r monltori— ! oin?t

Jor=mrolling the C¢sts 3Ss3oC:27ed with <he r2TorTing oo e 27
~ne f.=2.4 as well as 1723 own 372€¢ jyzenc.23 3rnt TPIT

C 2 Lack of 3 central information loc3ator servicd g
information innibits timelv rasponse for action itZTms.

A large part of an Action Officer's time in work.ng 3an 3Scion
135 spent in determining where relevant informacion might ke “ound
within HQDA. There is no central reference service 1n HODA which
can rapidly direct an Action Cfficer to possible sources of
relevant automated information. The OPTIMIS system is one =201
Wwhich has been developed to assist Acrtion Officers in identi€vinz
previous action reports. However, OPTIMIS often does not <concain
sufficient information tdo permit a complete resmnonse €o an ac=il
Thus, 2an information network of Action Officers has avolved [
wnich an experienced Action Officer atrtempts to locate =
approvriate data via telechone calls tc other szaff members,
Given the long learning curve associater with this informa-.
network and the limited zours of most action Qfficers, =R:
approach 13 ofren not efficient nor effective in proviiing zim=2
accurate, and consistent information for HQDA decisions.

-~
e

{(3) Insufficient flexibility of current HQDA information svstams
to accommodate chande causes a rapld growth and
prosiferation of data bases and reporting reguirements.

Current HQDA information systems generally do not oroviie
adeguate flexibility to accommodate changes in requirements.
Conseguently, there is a tendency in HQDA to develop automacad
Systems to support one-time critical studies or information
analyses which may or may not be required again. HQDA mavy undergo
considerable expense in developing a resovonse to a regquest for
information. In order ‘to reduce the cost of answering that
guestion again, should it be asked, an automated system mav "e
developed or selected data elements may be added to an existing
system. The result can be a growth and proliferation of Adata
bases and reporting requirements which tend to remain long afrers
the original need 1s satisfied.

(4) Information inconsistencies, inaccuracies, and untimeliness
have an adverse 1mpact on HQDA operational decislon makling.

Inconsistencies and inaccuracies in information can have an
adverse impact on HQDA operational decicsion making both in t=2rms
of the timeliness and quality of the decisions made. General
Officers at HQDA are aware that, at times, decisions must he made
based on information of questionable quality. However, at oresent
there 1s typically no mechanism for quantifying the validitv or
reliability of information. In essence, they, or their staff, 4o
10t have available to them the relsvant backgrournd data zhout

1t




Y—.—_-—,.——— - —— —— e ———— - e i & 1tn | T S il e e A S L

.

Tne infn
muiltipla
Sr Jut 2
correcet.
avoirdanc
I2r m.sg
33 an svesavs o

Currenrt HODA aurtomated maragerment nfcrmart.
not oroviie sufficient suvport for analvsg
alrternatives.

B common exercise on the 4YQDA Staff concerns derar—mini~-=

the 1mpact of selected changes in the militarv environmant,
as budget curs or mcobilization. These "whaz L1°" zvee

ares common on the Staff, but the currant method oF
raguired informac-ion 13 slow and fregusn=lv unrasco
Information to 34pUortT these 3IN21VSS23 13 Now LIrIal

5 € manual processes or the sublect ofF larze stud . as
2laborate, spec.ally built models. A sudstantial 20

these exercises is the location of aporooriata 1090

the 1nteroretation of this data across systems and

(o

Because nc single HQDA organization has bean 3ss
overall cnordinating resoonsibilicy for automare
informartion managemen=t tne Staff Agencies and D¥
ectablisr.nad their own information manacement °r

The activ.ries pertinent to the managemenzt 9F autdmacad
ynformaciaon as a resource are described in rthe next sectitn 0F
tnis summary. Some of these activizies are currently beina
performed in several Staff Agencies and soma2 are not being
performed at all. The responsiblity for establishing policy wit
regard to the management of automated information 1s distribured
amonj ACSAC, TAG, COA, the Computer Systems <~ommand, and the
various Staff Agencies and DPIs. Yo one 1s currently in char3de
of i1nformation management, and the agencies, derceivinag a lack oF
direction, are proceeding to develoo localized, independent
solutions to their information management vroblems. Ther=a i3
liztle consistency among these efforts, and what HODA informa=ion
oolicies do exist are not followed uniformly. These indiviiua:
solutions, i1f left uncoordinated, will result in further
information conflicts and inhibited information sharing.

¥

(7) Anticipated increases in inter—-DPI data flows cannot
adequately be handled by the current HQDA telecommunications

cagabllitz.

The dynamic nature of the HQDA environment is causing
increased demands for data by other agencies in addition to the
DPI's functional proponent. DPI manaders envision ever increasing
requests for data, but the DPIs do not have sufficient automated
telecommunication iaterfaces to supoort this increased demand.




Mash of the Linzer-2PI communizazion of daca s ostilloun

2% magnet.ic taves or narid covy ra2sorcs. Informaciotn gha Nt L
“voizaily aidressed on 3 Z3se-By-Case Dasis 30 that the ~rerall
croblam of sommuniczating iarje voluames 2% 3aza ancng DPT:E (3
~oscurad,

c2rn L HONDA

o]
jo !

The common theme among these i13sues indicatas 2 <o
over the effectiveness of the current aooroach to managine _nformazian
and a widespread recognition that a new aporoach is required.
Typically, HQDA management today focuses on the logistics of hanilinz
information and not on the management of the informacion itself., Hancse,
there are organizations responsible for data processing,
communications, word processing, forms management, reports control
records retencion, etc. But these acrtivities, while necessary, te
to focus on the medium of the information and not on the informazion
itself.

Informaction 1s one of four fundamental rescurces of Headquarzars,
Separtment of the Army: people, money, 2quiznent, and informanion.
9QDA 13 currently organized around the management of plans, svsteTs
iife cycles, supvorting services, and Army resources. 1In the areaz o~
resource management there are agencies resconsible for managing
versonnel (ODCSPER), finances (0OCOA), and equipment (ODCSLCG), bux
there i35 no single organization clearly responsible for managing
+nformation as a resource.

Information resource management is concerned with the knowledge
and management of the composition, description, acguisition,
disseminatvion, and flow of data or information where the information
i35 held to be a resource of the entire organization. This does noct
1Mply that the management of these activities requires the execution
of these funcrions by a single organization, nor that information
resource management will control the collection, processing, or
reporting of information to the exclusion of the individual Staff
Agencies. These activities may be performed at many locations
~hroughout HQDA, but there is the need for some consistent direction
and guidance.

The full benefits of information resource management are long-
range in perspective. The realization of some of these benefits mavy
require several years to develoo fully. However, immediate substantial
benefits may be obtained earlier through implementation of IRM
policies, procedures, and methodologies which will result in a
reduction of redundant collection, processing, and storage of data.
In addition, near-term improvements in the utility of existing Aarta
bases for multiple users can also be expected. The total impact of
IRM will be seen as new information systems are developed and installed
or as older systems are upgraded or replaced.
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need for an i1nformation resource managenent DroJrar
these

INFORMATION RISQURCE MANAGIMENT PROGRAM

The requiremants for i1nfrrmaction managetent 3t 40D

=3

1ssues. Such a program will include:

. An information management philosophy which must become an
integral part of HQDA's management approach

. A set of policies and procedures to impart the ovhilosoochy
and to govern the program

. An organizational structure to develop, imolement, monitor,
and execute the vrocedures and the orogram itself

. 4 set of tools to assist the develooment, imovlementation,

monitoring, and execution process.

We have ldentified 11 activities which are relevant to the

management of information as a resource of HQDA. These activities are
presented in Exhibit 4 and summarized in the following paragraohs.

(1) Information Policy Development and Promulgation

A key concept of information resource management is the
development and promulgation of a consistent setr of policies for
HQDA with regard to information and information management.
Basically, these policies relate to the remaining 10 activities
of the information resource management program listed below.
There 1is no single source of information policy in HQDA, todav.
Several agencies have a portion of this responsihility, includinag
ACSAC, TAG, and the individual Staff Agencies themselves.

(2) Review and Coordination of Information Systems Planning

The vertical orientation of current HQDA information svstems
planning tends to focus on systems more than on the information
they contain. There needs to be a horizontal view of information
systems in HQDA which considers the potential use and availability
of information among all of the agencies and organizations in
HQDA. Such a horizontal view of information is rare in HODA,

{3) Information Resource Education

One of the major benefits of the information resource
management program is the ability to provide HQDA personnel with
information on the location, description, use, and constraints of
the data in the information resource. The develoopment of such
an information locator service and the education of HQDA personnel
in the availability and use of the information resource is a
significant activity of the program. Little effort is now devoted
to the information resource education function.

13
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‘1) Information Resource Techrnoloav issessTent.

Information technologv i3 a raoiily chanizing and growi-as
field. An important function of an information rasource
management vrogram i3 the tracking and assessmen=t of current
technolsgical trends and Z2evelcpments 1n infarmzciin Mmanaje~ans,
While the assessment of equioment technologiss mav he bett
considered an ADP function, ther2 will be sufficianr technolog
and methodologies relevant to information resource management td
warrant a specific function in the program devoted to the
assessment of information resource technology. Currently, this
funcrion 1s primarily addressed in the DPIs.

(5) Metadata Management

Metadata is data about data. Just as there 1s personnel
data for the personnel resource or financial data €or the
financial resource, so too, is there metadata for the infsrma=-ion
resource. The management of metadata 1is basic to develowning an
understanding of the contents and characteristics of the
information resource. A metadata management system desiiyned to
support IRM is critical to the effective and efficient execution
of the program. 1Individual efforts at managing metadata are
underway 1in several DPIs.

{6) Data Base Administration

Data Base Administration (DBA) is concerned with the
technical design and maintenance of data bases used in informacion
systems. Data Base Administration is a highly technical area
which requires significant technical training. The DPIs ar=
beginning to address the DBA function, but DBA skills are scarce
within the Army today. Training, guidance, and assistance programs
will need to be established as part of the information resource
management program.,

{7) Data Standardization

Data standardization is the development, maintenance, and
enforcement of DA standard data element names, values, and coding
schemes. The Army is currently pursuing a program in data
standardization under ACSAC, CSC, and the DPIs. A data standards
program is an integral and essential part of an information
resource management program.

(8) IRM Policy Compliance Audit

An important aspect of a program involving policies anid
standards is the development of a process for auditing compliance
with that program. The auditors (e.g., the Inspector General)
will require sufficient technical training to determine opolicy
compliance and sufficient authority and backing to insure
cooperation in the audit process.
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(9) Forms Management

Forms management concerns the design and control of the
empty forms to be used as input media to automat2d information
systems. The management of forms addresses the possible use of
alternative forms, the consolidation of redundant forms, and the
retention or purging of existing forms. Forms management orovides
a method for monitoring and controlling the information revorting
requirements levied on the field. TAG is currently resoonsible
for forms management, Army-wide.

(10) Records Management

Records management includes the management activities
relating to the creation, maintenance, and use of official recoris.
An information resource management program is concerned with
monitoring and coordinating the information content of these
records and managing the availability of official records for
the benefit of the entire organization. TAG is the vroponent for
records management for the Army.

(11) Reports Management

Reports management involves the management of the revorts
produced by HQDA's information systems. This function includes
tracking the need for continued production of (possibly outdated)
reports and coordinating the development of new (possibly
redundant) reports. TAG currently runs the reports management
program for the Army. .

2 believe these 11 functions are basic to a program for managing the
atomated information resources of HQDA. Many of these functions are
21ng performed in HQDA today, but they are lacking overall direction
! 1d a coordinated approach. We believe an information resaource
inagement program can provide that direction and coordinacion.

STUDY RECOMMENDATIONS

We have developed the following recommendations for HQDA in
stablishing an initial program for information resource management.
1ese recommendations are summarized in Exhibit 5.

SCOMMENDATION 1: The concept of information.as an organizational
resource should be recognized by HQDA management
and promulgated as Army policy.

Information is critical to the performance of HQDA managerial
inctions. To provide proper focus and direction for information
anagement at HQDA, we recommend that the concept of information as a
aluable and expensive organizational resource be recognized by HODA
anagement and promulgated as Army policy. The promotion of this
rganizactional philosophy is needed so that managers tnroughout HQDA

10
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EXHIBITS
Page 1cf2
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EXHIBITS

Page 2 of 2
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RECOMMENDATION 2: Too management commitment and suodport should e
Jiven td the cevelooment Of an informazion
resource manaJjement- Droaram. 1

The 1mplementation of any new orogram cutting across
organizational lines will fail without vositive and continuina
management backing. Recent initiatives in the ADP and infarmazinn
management areas at HQDA, although offering the potanctial for imorovina
management and organization effectiveness and efficiency, have nor
been fully implemented. To realize the full benefits of IRM and =2
establish and maintain proper program 4direction, we recommend ctharc <he
commitment and support of the Army Staff be given to the develooment
of an i1nformation resource management program.’

RECOMMENDATION 3: An evolutionarv approach should be followed in
the development of the IRM program.

The implementation of the IRM program at HQDA should not be
revolutionary, but racher must be built on existing information
management activities. Many of the functions relevant to TRv aras
currently being performed in a number of locations throughout HNQDA,
but there 1s a lack of coordination among the activities, especiilly
across Staff Agencies. There is also a lack of focus on managing
informaction as a resource, i.e.,, from a horizontal view. TInstead, 3
concentration exists on managing systems In a vertical fashion with
a view of information as an integral part of each system. The resul
1S the local optimization of information definition and reoresenration
to achieve Staff Agency missions.

! e

We recommend that the IRM program at HQDA be evolutionary in
nature, Initially, the concept must be established with sufficient
resources to assure its growth, Too broad an objective at the outset,
however, could prove fatal to the program by forcing change too raoidlvy.
A gradual controlled transition will be necessary over a period of,
perhaps, 5-10 yesars. The transition must be directed or focused bv an
organization or group of leaders with a long-term perspective: vDeople
who can coordinate the ongoing and future development of informarion
systems, but who can also achieve the shorter term benefits to ensure
success.

RECOMMENDATION 4: Automated information systems at HQDA should be
used as the starting point for the implementation
of the IRM program.

The overall success of the IRM program will be directly depvendent
on 1its ability to demonstrate improvements in the early stages of
program development. A comprehensive program addressing all aspects
of information management would require major organizational and '
technological changes, and may encounter much resistance by HODA Qra&F
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Agencies. Many management programs have: failed 1n the Dast te
of the setting of over ambitious 2and unachiavable orogram 30als an?
objectives 1n their initial vears of develoomenrt.

eC21s8"?

4

as the starting point for the i1molementation of an IRM orearam. Wisth
this more narrow focus, the information management staff can
concentrate on specific areas which will bring about the greatest '
rerurn in terms of informaction improvement during the first several
years of operation. There are already well-defined tools to assist
in the management of automated information, and certain doctrines and
concepts relarcing to automated data bases and data administration are
already established. Further, metadata about automated information is
more readily available. This gradual implementation aporoach beginning
with automated information is also compatible with the develooment of
alrernatives for addressing the full spectrum of information, both
aidtomated and manual. The IRM program for zutomated information could
oe used as a baseline for the development of a HQDA or Army-wide long
range vlan for i1nformation resource management.

RECOMMENDATION S5: The development of the HODA automated TRM orogram
should proceed 1n Phase II following the
distributed organizational aporoach.

We have defined the HQDA requirements for an IRM orogram for
automated information. Three organizational alternatives were
rdentified and evaluated. These alternatives were:

. centralization of authority and responsibility at the v
highest common point in HQDA to insure an effxcxant and
effective program

. Distribution of operational aspects of IRM authority and
responsibility with centralization of information policy
and some HQDA-wide information management activities.

. Decentralization of authority and responsibility as close
as possible to the level of HQDA where the information i3
used; coordination of inter-functional area concerns would
be accomplished through an Oversight Commitctee.

Our assessment of the advantages and disadvantages of each
alternative, the demonstrated needs of HQDA, and the current
organizational environment have led to our recommendation of a
distributed approach which is a hybrid of the classical centralized
and decentralized approaches. The basic philosophy of this aooroach
1s analogous to that of distributed processing: Locate the work at
the level in the organization which is best suited to perform the task,
We have developed the essential philosophy and conceots of the
distributed approach in Phase I of our study. 1In Phase TI we shall
proceed with the detailed definition of the selacted aporoach and the
specification of an implementation plan for installing informaticn
resource management at HQDA.

12
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REZIMMENDATION 9 Zonsideration 3nculd Te 3iven T2 Tme extengiin T°
t*e TRM Drodgdram t2 incisde ~on-automated
snformavion a3frer -he Tasgic TrO3IraT .S

establizhed,

Jur studvy "as fzcuas2? on devealorins 31 Sro3ram for manazint -
automated information resource of HQDA, Auromated i1nformacion i3 ©
one subsetr 0f the cverall information reasources of 40NA, The Zonce
of information management are equally aoolicable to non-automaced
informartion and should be considered irresvective of tne medium on
which the i1nformartion is collected, stored, transmitted, or reoorted.
Any future program development should consider the limited
organizational scope of the present study. Much of the 4data raceived
by HQDA 1s submitted by field commands and operating agencies.
Extension of the scope of the program bevond HQDA can facilitate the
submission of this data.

Ne recommend that full consideration he given to the extension
of the IRM program to include= non-aurtomated information as well as
tnformation management policies which are apolicable to all Army
activities. The early focusing of scove 1s commensuzate with the long-
term evolutionary approach to IRM by defining an achievable but
important first step to serve as a prototype. The IRM program for
4QDA has been carefully designed so that future extensions of scove
are possible. It should also be pointed out that the growing trend
towards more and more automation in the Army implies that information
considered beyond the scove of this effort roday may well be automated
and, hence, within the program scope in the near future. There is also
the likelihood that an effective information resource management
program at HQDA will foster similar, related programs throughout DB
as well.

RECOMMENDATION 7: Consideration should be given by HODA too
management to the placement of authorityv and
assignment of responsibilities in establishing
the IRM program.

The management of the information resource must be accomolished
in a way that assists the various Staff Agencies (and, thus, the fieald
and installation commands) in meeting their missions and not as a
program which merely regulates their actions. To achieve this goal
will require extensive user involvement in the process of managing
the information resource. User responsibilities will need to be
clearly defined and accepted. Proponents, consumers, and sources of
information will need to be integrated into the information resource
management process and not relegated to merely a passive, compliance
or recipient role.

Given the present organizational structure of HQDA and its
associated information management functions, one of the most critical
decisions to be addressed by the Army Staff in this area is the
placement of authority and assignment of resoonsibilities for

13




informacion resource management. «We racommnend that fara©
consideraction be 3Jiven by HQDA oo manazement Jurinz Phas ;
placement ¢f authority and assiiynment of ra2sconsimiliTi?y Lo T
establishment of an IRM program for 4YQDA. 2Drganizationa. 23
must include the blending of the right Darticinancs =2g=zhar 1o
righet degree of authority and control. The succassful ‘molamincas
of the program will devend upon the oproper pe:sception 2and su

the program by the Staff.

RECOMMENDATION 8: Particular emphasis should be vlaced on making
improvements 1n the data element standards, data
resource directorv, guality assurance, and
information COSt accounting areas.

There are a number of i1mprovements which can te made ar HODA thac
ar=2 a part of the overall IRM program but which could be implemented
:ndependent of a decision to proceed with the Jevelooment 0F an T3M
orogram. These i1mprovements are directed at svecific oroblems =zhacx
were identified during the conduct of the study. These svecific ar=223
include data element standards, data dictionaries and director.es,
qualizy assurance, and cost accounting for data. These areas, althouahn
somewhat independent of a full informaction resource manaaement Drogran,
are essential to the success of IRM. In particular, the imovlementation
of a distributed metadata management system 1S essential to HODA's
management of 1ts complex information environment.

S. CONCLUSION

As a result of implementing these recommendations, we anticioaze
the Army will gain substantial near-term and longer range benefirts.
However, it should be recognized that IRM is necessary, but not alone
sufficient to achieve these benefits. To achieve these benefits IRM
must be integrated into the Army's existing management process. The
definivion of this integration is the subject of Phase II of this
study. The benefits the Army should expect to obtain are:

(1) More Effective Operational Decision Making

HQDA can facilitate effective decision making bv enhancing
the sharing of information across functional organizations.
Critical HQDA decisions typically require the integration of
information, thus implying the need to know where relevant
information can be found and the context under which it should
be interpreted. The management of information as a resource can
lead to reduced data inconsistencies and the identification of
conditions relating to the currency Ind accuracy of the
information.

(2) Improved Planning and Resource Management

Managing information as a resource of HQDA can improve the
planning and resource management Drocess by oroviding more
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manaiing sys:eis; Zan IonTzLnuTe 7o oaTmprevTa3 olanning fhrouat e
sdpTort oI M"what 1" Zdrills and znzlvzizal models.,

(3) More Cost-Effective Information Svstem Develonment

An i1nformation resource management Brogran can 3sSi3t the
planning process for information system develooment bv
establishing stable definitions for information, identifving
alternative sources of information which may alreadv exisz, 3nd
providing a framework for the identification and verificartion o5°
information system requirements. The result can be reduced
duplication of informacion and development =2ffort, reduced Haman-
for computar resources t. Trocess essentiallv the same data, 3n7d
a reduction 11 svstem redesi3in costs 3as changes OCcur in the
system environment.

(4) Reduced Reporting Burden on the Field

The 1dentification and coordination of the i1nformation
requiremantcs of the HQDA Staff Agencies can effectively reduce
the reporting burden on the field by consolidating informaction
reporting channels. Properly planned, the field commanders can
repcrt specific information to a particular designated agencv,
and the other agencies can obtain the information thev need ‘rom
that proponent. Staff Agencies would be more aware of the
reporting burden which their requests for information impose on
the field.

{(5) Increased Responsiveness to Requests for Information

An information resource management program can increase the
responsiveness of the Staff Agencies to satisfy external
information requests by oroviding information locator services
to assi1st the Action Jfficers, by establishing the framework ‘or
sharing information among the various data processing
installations and Staff Agencies, and by coordinating tche
reporting of information to control inconsistencies.

(6) Improved Posture for Transition to Future Environments

The IRM program can place the Army in a better vosition for
evolving to the automation environment of the future. The
development of future decision support systems is predicated on
the availability and accessibility of information from a varietv
of sources. This information, to be useful, must be coordinated
in a fashion which permits the application of automated technology
which 1n turn will require a heavy emphasis -n standardization
and common data representations.
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Of course, the iTplaman
Management program ~ill not ith
e that associated w.th versonnal ©o asrt3 zh ;
srogram. However, many 2f tne activizies o9f (normati
management can be staffed from existinag so
lacking 13 coordinatad direcrion 2f 1nfs3rm
across the Staff Agencies.

A significant cost 1tem for the Army will be the develooment >°
an information system to manage metadata throughout HQDA, The
development of a Data Resource Directory will require a substantial
effort (perhaps phased over several years), but such a system can be
expected to provide considerable savings in the form of reduced staff
time to locate relevant information, identification of potentially
costly information redundancies, and improved effectiveness of
selecting relevant and timely information in conducting studias and
actions.

More and more information can be expected to be automated 1a the
years ahead. Continuation of the Army's current aporoach to informarison
management can be expected to lead to still further oroblems in
awareness, responsiveness, and reutilization of information.
Implementation of an i1nformation resource management orogram now can
establish the process of organizing and inventorving the Armvy's
information to facilitate the transition to this environment of
automated support for the decision making process and to orovide a
mechanism for controlling the costs of automataed systems.
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