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INTRODUCTION

In July of 2001, the Town and School of Brookline engaged Pacific
Technologies, Inc. (PTI) to prepare a strategic information technology
(IT) plan. PTI conducted this exercise in partnership with a project
steering committee consisting of directors and managers from across
the enterprise1. PTI supported the effort through quantitative analysis
(including a customer satisfaction survey) and a series of interviews,
focus groups, and workshops. Overall, more than 200 stakeholders
participated in the process.

The body of this report summarizes the findings, strategic
recommendations, and projects to implement the recommendations,
along with associated budget estimates and timelines. In addition, the
data collected to support the findings and recommendations are
detailed in the report appendices.

PTI’s approach to strategic technology planning examines four critical
dimensions of IT:

• Service Delivery — the IT organizational structure and staffing
approach to supporting applications and infrastructure

• Applications — the software used to support Brookline business
functions

• IT Decision Making — theprocesses and participants responsible for
making IT investment decisions

• Technical infrastructure — the hardware, networks and operating
systems that support theapplications

These four dimensions serve as a common thread through the
project’s three major phases:

o Assessment — PTI conducted an evaluation of Brookline’s ITposition
across the four dimensions outlined above and identified major
strategic IT issues that the enterprise must resolve

O Strategy Development — Leveraging the information collected in the
assessment, PTI developed recommendations for addressing those
issues in partnership with the project steering committee

O Implementation Planning — Based on the strategies developed in
the previous phase, PTI and the project team created a costed

1 “Brookline” and “enterprise” in the context of this report refer to the combined

Town and School of Brookline. Where “Town” or “School” are used alone, the
reference is to that particularaspect of the enterprise.

workplan describing management, application, and technical projects
required to achieve Brookline’s technology objectives

The remainder of this chapter summarizes the results ofthe planning

work as follows:

• The “Big Picture”

• Strategic Issues and Associated Recommendations

• Projects, Costs, and Timing

• Conclusion

THE “BIG PICTURE”

Sometimes it’s easy to “lose the forest for the trees” in planning efforts
such as this and miss the “big picture.” With that in mind, this section
presents the major conclusions from this strategic IT planning effort.

The assessment found that, while the Town and School
independently have made commendable progress in deploying their
respective IT infrastructure and applications, Brookline as a whole
faces these primary IT concerns:

• Enterprise-wide IT leadership is tacking

• Separate Town and School IT organizations reduce service
delivery efficiency

• Some core cross-departmental functions are not well
automated

• IT investment decisions are not made on a Brookline-wide

basis
• Teachers and School management are dissatisfied with

integration of Instructional Technology into the curriculum

To address these concerns — and to meet future needs — PTI
recommends the following key strategies:

• Create a central IT department, led by a Chief information Officer
(dO), with two additional positions providing shared IT support to
Town and School departments. Police, Library, Public Works, and
the School will continue to provide their own department-specific
application support, subject to review by the ClO
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• Invest in Maintenance Management and lntemet/intranet
automation to support core enterprise functions and to extend
application functionality out to staff and thecommunity

• Create an annual IT decision process, similar to the annual CIP
process, with increased departmental and community input

• Consolidate servers to a data center, managing all of Brookline’s
technology as an enterprise resource with common standards

• Develop a strategic plan for Instructional Technology, enhancing
education at all grade levels

STRATEGIC ISSUES AND ASSOCIATED
RECOMMENDATIONS

At the conclusion of the assessment, PTI identified several strategic
issues surrounding IT at Brookline:

• What major application investments are required over the next
five years to meet Brookline’s business needs?

• How can Brookline make its IT infrastructure better integrated
and easier to manage?

• What improvements to IT decision making are needed?

• What changes, if any, should be made to the current IT

organization and staffing?

These questions served as a focal point for the strategy development
work. The following expands upon these issues, presents specific
recommendations to address them, and outlines benefits attendant to
the recommendations.

The assessment found some core municipal functions without
supporting automation, including Human Resources and
Maintenance Management. The steering committee agreed that
automation of these core functions is a strategic priority.

Brookline has implemented several core application packages in
recent years. The assessment found that these applications are
fundamentally sound, butshould be extended to achieve additional
functionality.

While the Town and School have made significant strides in use of
the Internet, the project team agreed that additional investments are
desirable to enhance delivery of e-Governmentservices to the
community. A similar investment in intranet technology would give
Brookline staff improved access to enterprise data and applications.

To address these issues, and to meet future needs, PTI recommends
the actions outlined below.

Invest in the following key a~pIications:

• Maintenance Management — automates preventive maintenance,
work scheduling, materials ordering and related activities for the many
departments that maintain fleet, facilities, and infrastructure —

improving efficiency and lowering life-cycle costs of Brookilne’sassets

• Instructional Technology — while this plan did notdirectly review the
computers and curriculum-specific software used in the classroom,
School management and teachers indicated that better integration of
these learning tools into the curriculum is a top priority — improving the
education of Brookline students at all grade levels

• Management Reporting — summarizes critical performance
indicators derived from all core applications — allowing management
to make more timely and informed decisions

Extend the functionality of these existing applications:

• MUNIS financial management system — While MUNIS helps
automate core financial functions, many departments are unable to
use all available features. Additional training and business process
alignment will allowstaff to better utilize thecapabilities of MUNIS. In
addition, migrating School administrative staff to PC’s will allow them
to access to this enterprise application

• Human Resource Managementflraining — modernizes the
automated support of Brookline’s most valuable asset in serving the
community — thepeople who work for the Town and School

• PermitsPlus permit and licensing system — Departments that use
this system are pleased with the resulting customer service and
efficiency improvements. Nonetheless, to achieve the benefits of
Town-wide workflow automation, remaining departments involved in
permit and licensing processes must use the system as well

• Pentamation student administration system —While this system
currently meets central School administrative needs, thekey to
functionality and efficiency improvements will be extension of the
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application to the classroom so that teachers can directly access
student schedules, grades, and records

• Document management system — Replace/upgrade thecurrent
system with a higher-capacity1 up-to-date system that can be utilized
cross-departmentally

Invest in Internet-enabled applications to provide e-Government

services to the community, including:

• Access to homework and studentschedules

• Online registration for Brookline classes and facilities, including parks
and playgrounds

• Maps and geographic information based on the GIS system

Invest in intranet-enabled applications giving Brookline staff
easy access to:

• Submission and tracking of help desk problems

• Provision of computer-based training courses

• Human resources information

• Updates to annual benefit enrollment

• Integrated staff and facility scheduling

Benefits include:
• Improved staff efficiency due to better automation of core

functions
• Easier and more convenient services to the community via the

Internet
• Enhanced maintenance management capabilities — leading to

lower life cycle costs for assets
• Greater desirability of Brookline as a placi york
• More Informed management decisions

Brookline’s IT infrastructure is split between Town and School —

reflective of the separate IT organizations — leading to inefficiencies in
service delivery, duplicate skill sets, and barriers to information
sharing across the enterprise. To address these issues, Brookline
should:

) to ‘~

• Consolidate servers to a data center — Consolidation is key to
achieving economies of scale in systems support. The High School,
Sperber Education Center, or Municipal Service Center are the best
current locations, butplans for remodeling Town Hall should also
consider possibly moving the data center there

• Manage Brookline’s technical infrastructure as a single, shared
resource — This initiative will maintain consistent equipment and
software levels, and reduce barriers to information sharing across
departments

• Upgrade the WAN/LAN at schools — Stable, high-speed WAN
connections are critical to an effective data center. Completing the
LAN upgrade at remaining schoolswill remove a key barrier to
deployment of instructional technology in the classroom

• Instructional Technology — While the scope of this work does not
include recommending the specific numberor type of computers to be
used in theclassroom, weanticipate that the Schools’ Instructional
Technology strategic direction could require substantial investments
in this area

• Establish an enterprise database standard — This initiative places a
strategic emphasis on Brookline-wide information management —

addressingthe “data silos” that exist today — by moving toward a
common database standard and migrating packages to the new
standard where possible

• Fully fund life-cycle replacement for major IT assets — This
expands on the current funding mechanism to include file servers,
routers, and major applications

Benefits include:
• More efficient ITservice delivery, freeing up IT staff resources

to focus on application and customer services
• Easier sharing of information across Brookline
• Deployment of needed applications to classrooms and remote

locations- ~ . -

• GreatetiT skill depth-as support staff are able to focus on
fewer functions

• Efficient, up-to-date systems and hardware
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The assessment found that IT investment decisions are not
consistently made on an enterprise basis, with departments able to
“end-run” the existing process. The steering committee agreed that IT
decision making should be elevated to a formal process, akin to the
annual CIP process, for prioritizing Brookline’s IT investments. To
accomplish this, Brookline must:

• Implement the recommended decision-making process presented
in Chapter 3

• Define the key roles and responsibilities of the dO, Town/School
Departmental Committee, and ITAdvisory Committee in this new
process

• Coordinate IT planning based on priority business needs, utilizing a

well defined evaluation criteria
• Conduct post implementation project reviews to assess and

address “lessons learned”

• Re-assess GIS needs to evaluate and optimize the current GIS

configuration, and to support new user requirements

Benefits include:
• Informed enterprise-wide IT decisions, with departmental input
• Better coordination of the planning and review effort
• Ongoing innovation to enhance and support current

technology initiatives

The assessment found that Brookline lacks the enterprise-wide
leadership needed to optimize IT investments and their ongoing
support. Separate IT organizations lead to service delivery
inefficiencies in help desk and PC support, training, application
support, and system services. However, decentralized application
support works well for the School and some Town departments.

Significant changes in current IT organization and staffing are
required to address these issues. Specifically, PTI recommends the
following activities:

• Elevate the IT support function at Brookline to a department
supporting shared IT needs — this allows organizational units to
concentrate on their core competencies, with departments focused on
their specific mission and IT focused on supporting the technical
irifrastructure and enterprise automation

• Create a CIO position at a senior department head level in the
organization — the ClO will provide Brookline-wide IT leadership and
vision, guide departmental application services, and manage the
central ITdepartment

• Develop a Memorandum of Understanding between the Town
Administrator and School Superintendent — defines the
governance and oversightof the CIO and the central ITdepartment

• Add a Customer Services manager position — this manager will
develop and supervise theorganizational unit providing a Brookline
helpdesk, PC support, training coordination, and related services

• Add one network support position, and transfer two support staff
and one manager from School IT to the central IT organization —

these changes are needed to staff a consolidated data center
managing Town and School IT infrastructure. Support provided by
the data center will free other IT staff to focus on application support
and customer services

• Establish an IT help desk — provide a single point ofcontact to track
and resolve IT problems

• Formally charter the IT Advisory Committee (ITAC) — this group
will providea community perspective and outside expertise to assist
the ClO in developing Brookline’s IT future

• Charter a Town/School Departmental IT Committee — Chaired by
the ClO, this group will ensure that departments receive needed
service levels from the central IT department, and that departmental
applications support follows central ITstandards

Benefits include: - - -

• Enterprise-wide IT leadership-and vision -

• Increased IT service delivery:efficiency and-effectiveness
• Enhanced IT customer service - . -

• Greater.community involvement in Brookline’s IT future
• Improvid Information fiow:across applications and between
- departments - -

The diagram on the following page depicts the recommended IT
organization.
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Memorandum of Understanding
- Hire/fire decisions
- Performance evaluations
- Budget & priority setting
- Conflict resolution I

Chief Information

-Brookline-wide IT leadership Officer (ClO) - —‘ -
- IT departmental management
- Town/School Departmental IT
Committee chair
-Strategic ITplanning

Enterprise & Cross-
Departmental
Applications

6.40 FTE

Development & support of:
- GIS
- Web
-Finance
-HR
- Email
- Document rngmt
-Registration/scheduling
- Permits Plus

Town & School
Administrative IT

Operations
4.00 FIE

System Services including:
- Networks
- Sen,ers
- Databases
- Security
- Telecommunications

Central ITDepartment
15.40 FTE

Departmental Applications
12.41 FTE

~PTT
www.pti-consulting.com

- Community perspective
- IT industry expertise
- Advocacy of Brookline ITPlan

- ,-~ov,ueinput on
- Identify departmental functional requirements
- Identify cross-departmental and enterprise application requirements
- Forum for CIO feedback

DePart’]j..... .~ Department - - Department - - — Department I
Head Head Head Head

F-Town & School
Administrative

Customer Services
4.00 FTE

- Help desk (tier 1)
- Desktop support (tier 2)
- Training
- ITplanning &
administrative support
- Telephony

Instructional
Technology

4.00 FTE
Support of:
- Instructional
applications
- Macintosh
desktop

Public Safety

2.00 FTE

Support of Public Safety:
- Applications
(Laramore)
- System services
- Customer services

School Town
Administrative Departmental
Applications Applications

4.60 FTE 1.81 FTE

Development & support Development & support
of: of:
- Pentamation
- IEP
- Cafeteria

- Assessors
- CADD (Drafting)
- Library
- Maintenance Mgmt

Town and School of Brookline January 23, 2002 1-5
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PROJECTS, COSTS, AND TIMING

The following pages present the project costs and timing associated
with implementing the recommendations in this plan. Costs
presented are one-time and annual recurring costs. A Gantt chart
that provides the recommended timeline for implementing the projects
follows the cost table. Chapter 4 includes more detailed annual
tables, and Appendix B contains complete project descriptions.

This plan asks Brookline to significantly increase its funding of
information technology. Specifically, over the next five fiscal years,
the plan:

• Recommends$16.0 million in total IT-related projects

• Includes $4.2 million currently planned for in the operating budget and
CIP

• Requires a net increase in funding of $11.8 million

Of the $16.0 million in recommended spending, 80% is related to five
major projects:

• $5.7 million,for life-cycle replacement of Town and School IT assets,
ensuring efficient, up-to-date systems and hardware

• $3.0 million for increasing the numberof desktops in the classroom to
meet future requirements for an improved student-to-desktop ratio

• $1.5 million to implement theorganizational recommendations
establishing a central IT department supporting Brookline-wide needs

• $1.4 million to upgrade networks in the schools, bringing instructional
technology capabilities to every classroom

• $1.1 million for upgrades to instructional software appropriate to each
grade level in Brookline

Town and School of Brookline January 23, 2002 1-6
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The table below presents low and high range estimates of the one-time costs for each of the recommended projects. It also presents the
estimated annual recurring cost of each project, based on the high-end capital cost.

TOTAL PROJECT COSTS
(costs in thousands)

M3 GIS needs re-assessment and system evaluation 15 40 N/A
M4 Develop and implement IT policies and procedures 0 30 N/A
M5 Develop delivery and coordination framework for ITtraining 0 45 N/A
M6 Establish IT help desk 17 32 5
M7 Develop a plan for integrating Instructional Technology into curriculum 0 150 N/A
M8 Establish and fund life-cycle replacement for IT assets 0 15 1413
M9
~

Conduct annual review and update of IT Strategic Plan
~tr~m~71r~.

0 0 N/A

Al Implement human resource system 0 85 10
A2 Implement a maintenance management system 142 270 18
A3 Establish a management reporting platform and develop key reports 16 76 3
A4 Extend MUNIS functionality to all departments 19 49 N/A
A5 Complete implementation of Permits PIus 0 60 6
A6 Deploy Pentamation to teachers and community 26 56 N/A
A7 Implement Internet priorities 0 270 43
A8 Implement intranet priorities 0 75 N/A
A9 Upgrade classroom applications 366 706 136
AlO
~

Re lace/u rade document management system
• •. • • - 4.

544 790 32

Tl Establish a data center 50 175 N/A
T2
T3
T4
T5

Upgrade WAN/LAN in schools
Implementan enterprise database
Migrate school administrative staff to PC platform
Upgrade classroom computing platform

i.i~i

1,350
230

30
0

~il

1,350
660
37

0
~

24
106
N/A
986

:~

1. Costs do not include internal labor, except for project Ml, which incorporates benefits-inclusive compensation for ClO and new IT staff, and
project T3, which includes funding for a database administrator.
2. Recurring costs for projects Ml and M8 are for FY2007, reflecting expected step increases (Ml) and increases in the number of computers
on lease (M8). Recurring costs for FY2003-2006 are somewhat lower than the figures shown, and are reflected in the five-year totals shown on
page 1-9.

Implement organizational recommendations
M2 Implement IT decision-makina ~rocess 0 20 N/A

Town and School of Brookline January 23, 2002 1-7
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The table below presents the total project costs reduced by the amounts currently planned by the Town.

TOTAL PROJECT COSTS — MINUS CURRENTLY PLANNED FUNDING
(costs in thousands)

M3 GIS needs re-assessment and system evaluation 15 40 N/A
M4 Develop and implement IT policies and procedures 0 30 N/A
MS Develop delivery and coordination framework for IT training 0 45 N/A
M6 Establish IT helpdesk 17 32 5

Develop a plan for integrating Instructional Technology into curriculum 0 150 N/A
M8 Establish and fund life-cycle replacement for IT assets o 15 796
M9
~

Conduct annual review and update of IT Strategic Plan
~

0 0 N/A

Al Implement human resource system 0 85 10
Implement a maintenance management system 142 270 18

~. Establish a manaaement reoortina Dlatform and develoD key reoorts 16 76 3
A4 Extend MUNIS functionality to all departments o 30 N/A
AS Complete implementation of Permits Plus 0 60 6
A6 Deploy Pentamation to teachers and Community 26 56 N/A
A7 Implement Internet priorities 0 105 43
A8 Implement intranet priorities ‘ 0 60 N/A
A9 Upgrade classroom applications

-

366 706 136
AlO~ Re lace/u rade document management system~L7L 544 790 32

Tl Establish a data center 50 175 N/A
T2
T3

Upgrade WAN/LAN in schools 600 600 24
Implement an enterprise database 230 660 106

T4 Migrate school administrative staff to PC platform ‘ 30 37 N/A
T5

U
Upgrade classroom Computing platform

I•~~l

0

~

0

~

986

~

1,2

2

2

2

2

2
1

I. Costs do not include internal labor, except for project Ml, which incorporates base compensation for ClO and new IT staff, and project T3,
which includes funding for a database administrator
2. Costs for projects M8, A4, A7, A8, and T2 do not include funds currently planned for these projects

lmth~mc~nt~r ni72tir~r,~lr~t---------——-‘--‘~--— -

M2 Imr~lementIT rl~’I~lr~n~maklnanrocess 0 20 N/A
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This final table summarizes the net increase in funding needed for the next fiscal year, and for the next five fiscal years, to support the
recommended projects

PROJECT COST SUMMARY
(costs in thousands)

-ii ~ ~ ______________________
Mi Implement organizational recommendations 273 113 160 1,469 589 8801
M2 Implement IT decision making process 20 0 20 20 0 201
M3 GIS needs re-assessment and system evaluation 40 0 ‘ 40 40 0
M4 Develop and implement IT policies and procedures 30 0 30 30 0 30
M5 Develop delivery and coordinaton framework for IT training 45 - 0 ~ 45 45 0 45
M6 Establish IT help desk 32 0 , 32 52 0 , 52
M7 Develop a plan for integrating Instructional Technology into curriculum 0 0 0 150 0 150
M8 Estalish and fund life-cycle replacement for IT assets 179 164 16 5,662 2,561 3,100
M9 Conduct annual review and update of IT Strategic Plan 0 0 , 0 0 0 , 0
‘‘S

Al Implement human resource system 0 0 0 104 0 104!
A2 Implement a maintenance management system 0 0 0 324 0 324!
A3 Establish a management reporting platorm and develop key reports 0 0 0 86 0 86!
A4 Extend MUNIS functionality to all departments 0 0 0 49 19 , 30!
A5 Complete implementation of Permits PIus 0 0 0 78 0 , ,

A6 Deploy Pentamation to teachers and community 0 0 0 56 0 , , 56~
A7 Implement Internetpriorities 270 165 105 443 297 1~J
A8 Implementintranetpriorities 0 0 ~0 75 15 , 60
A9 Upgrade classroom applicatic _________ 0 , , 0 1,114 0 1114
AlO Re lace/u radedocumentrulaIQ~IIucntsysterT. 0 0 854 0 , 854

i • I • — - 4..

Ti Establish a data center I ________ 0 , 0~ I 175 01 175]
T2__Upgrade WAN/LAN in schools j ________ ~0 , 01 ~ 1,422 750j 672j
T3 Implement an enterprise database J 0 0 ,, 0! I 766 Oj 766!
T4 Migrate school administrative staff to PC platform 37 0 37] 37 0 37
T5 Upgrade classroom computing platform 0 0 0! 2,958 0 2,958

f~i ~jJ’)’L. -1~1~)’ -~I~I

)ns 0
0

0
150 i~

(~PTT
www.pti-consulting.com
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Task Name
Management Projects

Ml. Implement IT organizational recommendations

M2. Implement IT decision—making process

M~Perfon-n GIS needs re-assessment and system evaluation

M4. Developand implement IT policies and procedures

FY2002 Fv2OO~ FY2004 FY2005 FY2006
Qtrl
:
:
:

:
:

:

I Qtr2 I Qtr3 I Qtr4 Qtrl I Qtr2 I Qtr3 lotr4 Qtrl IQlr2 I Qtr3 I Qtr4 Qtrl I QIr2 I Qtr3 I Qtr4 QIrl lQlr2 I Q1r3 I Qtr4
- -

:
~

~
~

-

Ms. Developand implement IT training framework

ME. Establish IT help desk

M7 Develop aplan for integrating Instructional Technologyinto curriculum

M8. Establish and fund tife~cyclereplacement for IT assets

MS. Conduct annual review ofIT strategicplan

Application Projects

Al Implement human resource system

P2, Implement maintenance management system

A3 Establish a management reporting platformand develop key reports

A4 Extend MUNIS functionality toall departments

A5 Complete implernenlaliori of Permits Plus

AS Deploy Pentamation toteachers and community

A7 Implement Internet pnonlies

AS. Implement intranet prlodties

AS Upgrade classroomapplications

PlO. Upgrade document management system

Technology Projects

•

:

:

lEi~i~iiiiii~
::~i~

~
iii ~ ~

~j 1~!I
,

~

I
I I

I I

I

‘~ir :
TI. Establish a data center

T2 Upgrade WAN/LAN in schools

:

.-.-.—

T3. Implement an enterprIse database : :
T4. Migrate school administrative staff to PC platform : ~,

— T5. Upgrade classroom computing platform

(~P11
www.pti-consulting.com Town and School of Brookline January 23, 2002 1-10
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CONCLUSION

In many respects, this planning effort — though comprehensive —

represents the ueasy part.” The real work lies ahead: translating
recommendations into results. The implementation plan presented
in the previous section requires a substantial IT investment. To
accomplish these projects, Brookline must commit to the requisite
resources, including additional funding for the purchase and
deployment of applications, the acquisition of required technical
infrastructure, and the appropriate staff to implement and support
them. Beyond that, the strategic plan belongs to Brookline.
Staff and community members must support this plan and.see
it to fruition.

Earlier in this executive summary,we presented recommendations
and attendant benefits associated with addressing each of the
major strategic IT issues surfaced by the analysis. Overall,
implementing these strategic recommendations will result in the
key benefits presented below:

BROOKLINE-WIDE IT PLAN BENEFITS
• Enhanced’serviëes tO~thecommunity

• Innovation and leadership for Brookline’s IT future

• Improved productivity through investments in key
applications - -

• A solid foundation for e-Government enhancement
efforts -

• Improved IT decision making with an enterprise view

• Increased staff satisfaction with IT service ,

Town and School of Brookline January 23, 2002 1-Il
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O How can Brookline make its IT infrastructure better integrated and easier to manage?
Separate networks and diverse desktop standards make internal communications and data sharing more
difficult, and increase the workload of IT staff.

O What improvements to IT decision making are needed?
Major IT investment decisions tend to be departmentally focused, without considering the advantages of a
Brookline-wide view.

O What changes, if any, should be made to current IT organization and staffing?
The Town and School maintain separate and distinct IT organizations, resulting in a number of service
delivery inefficiencies.

Town and School of Brookline
Information Technology Strategic Plan 2-2
January 23, 2002

~PTT
Pacific Technologies, Inc.

Strategic IT Issues
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ASSESSMENT

O What major application investments are required over the next’five years to meet Brookline’s
business needs9

While many applications at Brookline are fundamentally sound, several key applications do not meet
minimum user needs — or do not exist at all.



• The Pentamation system largely meets the School’s central administrative needs for
student services, medical records, etc.

• The School’s cafeteria management system works well, although it is not integrated
with Pentamation or with the Brookline’s finance system (MUNIS)

• Users are generally satisfied with the MS Office tools (Word, Excel, etc.) provided

• Brookline has done a good job at providing e-Government transactions for utility bill
payment, property tax payments, and recreation registration and payment. The
Town is one of a small number of communities in the state that offers such services
to its citizens
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Strengths

• Geographic Information Systems (GIS) are highly regarded by users and were
recently recognized nationally for excellence

• Police have a highly functional and well-integrated application suite from Laramore
Systems that should be easily extensible to Fire and EMS when these services move
into the newly renovated public safety building



Strengths
(continued)

• The School (and to a lesser extent the Town) has made an extensive investment in

networks, servers, and communications equipment.

• The Town and School have several areas of IT skill strengths
• The Police Department is quite satisfied with the support from its own IT staff
• Web services provided by the Town are well regarded -

• GIS services also receive favorable comments from many departments
• In-house support provided for the Macintosh is viewed positively by School

administrative staff
• Overall IT staffing levels seem on par with local towns and school districts of

comparable size
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IT ServiceDelivery:
Overview



• Town and School maintain separate and distinct IT organizations, as do several departments, resulting in

service delivery inefficiencies

• Brookline’s approach to IT operations is largely informal, leading to
• IT and non-titled lTstaif1 managers who are in the background of IT operations — diverted from management

and planning
• Lack of clearly defined responsibilities within the IT organizations

• Service delivery that is more reactive than it is planned

• End-users have not utilized the training made available to them, resulting in applications not being used to
their full potential:

• Staff expressed lack of understanding of many features in Permits Plus
• Users found it difficult to understand and navigate MUNIS and Harper’s Payroll
• No formal program exists to train new hires in Brookline IT basics

• Training for IT staff development has been budgeted, but many staff feel that more training is needed

• Many staff see the lack of an IT help desk as an issue:
• There is no single point of contact for problem resolution
• Trouble calls are not logged and tracked to identify common concerns and solutions

• Service is available only during normal business hours, and often takes longer at remote locations

Town and School of Brookline ~Non-titled ITstaff refers to individuals who spend at least
Information Technology Strategic Plan 10% of their time on ITjob duties but do not have ITjob titles 2-6
January 23, 2002
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IT ServiceDelivery:
Findings



r IT ServiceDelivery:
L Findings (cont’d8)

• Instructional staff are quite dissatisfied with instructional technology support in
the classroom

• Desktop computer services are understaffed as measured by the ratio of PC’s to
support staff

• Town ratio is 275 1 — PT! typically sees ranges of 100 1 - 150 1 for municipalities
• School ratio is 777:1 — we have fewer data points for this, but found a range of250

- 550:1 for Oregon school districts in 1998
• Some services suffer from “too many cooks1” delivering similar support:

• Help desk and PC support
• Application support
• Training
• Server and database administration

• Non-titled IT staff tend to come from management:
• Providing IT support takes time from their departmental management

responsibilities

~Note: “Cooks” compares the number of staffdelivering a particular service to the total amount of

effort for that service — for instance, 24 individual staffprovide some help desk support at an
Town and School of Brookline aggregate effort level of 1.57 FTE.
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IT ServiceDelivery:
Current IT Organization

Townil
9.40 FTE
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Development & support Support of:
of: - System services
- Pentamation
- IEP
- Cafeteria

School IT & IS Suooort
11.80 FIE

Support of:
- Instructionalapplications
- Macintosh desldop

2-8
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of:
- Assessors
- CADD (Drafting)
- Library
- DPW

Support of Public Safely:
- Applications (Laramore)
- System SeMces
- CustomerServices

3.81 FTE



r IT ServiceDelivery:
L Current IT Staffing Levels

• In developing the findings delineated on the previous pages, PTI evaluated the IT
staffing levels across 5 functional areas

• Customer Services — functions related to the support of the desktop environment
• System Services — functions related to managing and maintaining hardware and network

resources
• Business Application Services — functions related to developing and maintainihg

software in support of Town and School needs
• IT Planning — functions related to the development of long-term IT vision
• IT Administration — functions related to the management of IT

• The staffing matrix on the next page defines the staffing levels by functional area across
all School and Town departments, including the levels for non-titled IT staff

• Page 3-15 presents a matrix of recommended future staffing levels

• Appendix F contains definitions of the service areas and associated functions listed
above

2-9
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£ IT ServiceDelivery ]
FTE Totals

~

L
aQ~

~
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~

1~‘5~(00)
~

Help Desk (Tier 1) 0.50 0.17 0.80 - 0.10
Desktop PC support (Tier 2) 0.39 0.25 1.33 - 0.10
Business application support 0.56 0.34 0.43 0.60 0,30
Trainin

9~
0.19

~
0,14

~I~$
1.06

1~d(4~
0.70

~$~IO~be

0.15~
Networkconnectivity (WAN/LAN)
Server administration

0.24 0.12 0.77 - -

0.30 0.39 0.77 0.01 0.05
Data center operations 0.81 0.14 0.48 - 0.05
Database administration 0.56 0.15 1.47 0.05 0.10
Security administration 0.10 0.18 0.59 0.02 -

Telephone systems support 0,13 0.09 0.12 - -

Mobile computing support
~

-~ 0.14~ 0,02~ -

ea
-

~
Application development 1,96 0.17 0.25 0.30 -

Small application support 0.30 0,13 0.61 0.27 0.10
Internetiintranet support 0,79 0.12 0.39 - -

Requirements analysis 0.11 0.06 0.43 0.02 -

Custom application maintenance 0,11 0.19 0,44 - 0.05

Packape application maintenance
~

0.14
~

0.10
~

0,39
~

0.10
~

0.05
~

Strategic planning 0.10 0.12 0.12 0.20 -

Research and development 0.11 0.09 0.07 0.05 .

Disaster recovery/planning 0.07 0,03 0,05 - -

Governance coordination
~

0,04 -

,

0.08
~

0.03

~

-

Asset management 0.06 0.12 0.15 0.02 -

IT procurement 0.17 0.15 0.27 0.05 -

Projectmanagement 0.57 0.20 0.11 0.05 -

Standards and policies development 0.13 0.02 0.06 - -

Administrative support 0.81 0.15 0.17 0.02 -

Departmental management 0.15 0.05 0.17 - -

tTE TOTAL 9.40 3.81 11.60 2.49 1.05
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Town

PC Support Ratio
PC’s
PC Support
RATIO

School

360
1.31

274.81

Server Support Ratio
Servers 29
Server Support 0.69
RATIO 42.03

1758
PC Support Ratio
PC’s
PC Support 2.33
RATIO 754.51

ServerSuppórt Ratio
Servers 76
Server Support 0,82
RATIO 92.68

Percent of Effort
Customer Services 31 .21%
System Services 36.38%
Application Services 21.64%
IT Planning 2.76%
IT Administration 8,02%

Percent of Effort
Customer Services 19.23%
System Services 25.36%
Application Services 31.64%
IT Planning 4.24%
IT Administration 19.53%
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Customer Services — functions related to the support of the desktop environment

• Lack of a formal help desk corresponds to skill gap around help desk and PC
supportservices: . .......

• No help desk supervisory skills are in place

• Staff are not trained in standard help desk and PC support procedures

• There are currently no skills in place to provide IT training oversight and structure

• Current IT staff are capable of learning help desk, PC support, and training
coordination skills

• Given the appropriate guidelines and resources, department staff are capable of
delivering Brookline-specific application training

Town and School of Brookline
Information Technology Strategic Plan 2-11
January 23, 2002
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r IT ServiceDelivery:
L Skills Assessment J



IT ServiceDelivery:
Skills Assessment (cont’cL)

System Services — functions related to managing and maintaining hardware and
network resources . .
• School IT staff have strong System Services skills

• The Town lacks staff with specific skills focused in this area, so this s’ervice is
partially outsourced; although Town managers and application support staff attempt
to meet service needs, this is not their area of IT expertise

• Town phone support is provided by staff without in-depth technical skills in this

service area
• The variety of application-specific databases spreads data management

responsibilities across numerous staff, resulting in a lack of in-depth database
administration skills1

• Town IT staff are not fully trained on the version of UNIX used by MUNIS

Town and School of Brookline
Information Technology Strategic Plan
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So long as Brookline relies on its current application architecture, with a mix of database types and versions

(e.g., Informix forPentamation and MUNIS, Access/97 forHarper’s, Access/2000for internally developed
applications), these skills will remain dispersed across appilcation supportstaff

£
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r IT ServiceDelivery:
L Skills Assessment (cont’d~)

Application Services — functions related to developing and maintaining software
in support of Town and School needs
• Web skills meet Town needs; School does not have staff with skills focused in this

area .

• Town G1S staff are highly skilled

• Town and School application support staff generally perform well at supporting
packaged applications, and have the capability to learn new package support skills

• Police Department support staff skills meet public safety needs

• In-house application development skills are adequate for the currently predominant
application tool — Microsoft Access — which is appropriate, given the trend toward
acquiring packaged applications for major functionality and filling in application
gaps using developer-friendly tools such as this one

Town and School of Brookline
Information Technology Strategic Plan
January 23, 2002
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r iT ServiceDelivery:
L Skills Assessment (cont’cL)

IT Planning and Management — functions related to the development of long-term

vision and management of IT

• Town and School lack enterprise IT leadership, planning, and management skills

• Town and School have the requisite skills to manage Operations (Systems
Services) and Applications Services

• The requisite IT skills are not currently in place to manage a Customer Services
function

• Police Department, School Administration, and Instructional Technology have
adequate IT management skills to meet departmental needs

• Brookline lacks the specialized project management skills needed to procure and
implement major packaged solutions — given the infrequency of such projects,
most municipalities of similar size use contractors for these skill sets

Note: The skills assessment for the IT Planning and ITAdministration functional areas were consolidated

due to similarity of skill requirements.

Town and School of Brookline
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IT Decision Makinga
Overview



r IT DecisionMaking: 1
LCurrent Decision Making ModeIJ

[~oolprocess is
liens formal for small
litems- nqueaky
~,~eeIgetgrease~
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r IT Decision Making:.
Current Roles and

Responsibilities

TOWN ADMINISTRATOR
Submitsrecommended financial plants the

Board of Setectman and Adinso,y Committee

BUDGET STAFF
- Review budget reltuests
- Recommend requests tot Town
Admlnlutrato,’s financial plan

I ADVISORY COMMITTEE
I Re em of Town Mmlniolrato(g fnanoal planI FeralR commendaton of bud9 t to Tow Meeting
[~~ts Advlso,y Sub~mmtsees ....

I
I I

rADVISORY SUBCOMMITTEES
- Review dnpailmental budget
- Recommend budget to Aduiuuly
C,ommeee

CIP COMMITTEE
- Production of CIP
- Reviews requests
- Prioritizes req000ts
- Identities acquisition itmeframe
- Identities funding source

DEPARTMENT HEADS
- Submitand reulewsproposais with Budget Stall
orcip committee
- Review with Mvissry Commetee, Selectme
and - Muisory subcommittee
- submit wquists000
- Devetsp ptopesals

I TOWNIT
- Reviewe technotogy ,equests

Town and School of Brookline -Coostto~v~1tttcbosllStosetstaoda,ds I
- Assists depattments to Identity technology
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January 23, 2002

(~PTI
Pacific Technologies, Inc.

SCHOOL COMMITTEE
- Reulews school budget
- Recommends budgetta Advlso,y
citmmeee
- Accepts grace
- sets potcies and directivet

PRINCIPALS
- Stdnnt proposal to Supe,intendenl’s
Senior cabinet
- Submit requisitions
- Develop proposals

SCHOOL IS
- Reviewstechnology requests as
necessary
- Ws,huwith Town IT to set technical
standards

SCHOOL SUPERINTENDENT
- Final recommendation of financial plan
to School Committee

2-17

TOWN MEETING
- vote final approval of Town budget

BOARD OF SELECTMEN
- Reviews Town Administrator’s financial plan
- Accepts grants
- Sets policies and directives

TOWN MODERATOR
- Appoints Advisory Committee

members



£
• IT initiatives are not reviewed on an enterprise-wide basis to identify

• Economies of scale across departments

• Potential interfaces to existing systems
• Alternative or existing solutions . ....

• Departments can “end-run” the process to buy systems on their own, leading to:
• Unanticipated IT support costs

• Increased IT support needs with no increase in staff
• Potential impact to existing system resources (e.g. network traffic)

• The process is cumbersome, with too many participants

• There is no post-implementation review to incorporate “lessons learned” into future
decisions

• GIS steering committee works well, but needs improved coordination with outside
agencies

• The School lacks an Instructional Technology strategic plan

Town and School of Brookline
Information Technology Strategic Plan 2-18
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IT DecisionMaking:
Findings



• Brookline falls within the low
end of that range, with 1.9% of
all operating funds allocated to
IT operating spending

• These numbers do not include
capital expenditures

FY02 Operating
Budget

FY02 IT
Expenditures

IT as % of
Budget

Town $67,202,528 $1,317,386 1.96%
School 69,996,896 1,323,786 1.89%

Notes

‘1. All figures are adjusted to account for Town spending on behalf of the School

2. Capital expenditures as defined in the 2002 budget document are excluded

3. The labor portion of the expenditures is derived from PTI’s staffing analysis, and includes departmental IT staff along with non-titled IT staff

Town and School of Brookline
Information Technology Strategic Plan
January 23, 2002

(~PTI
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r IT DecisionMaking:
L Budget Summary

• In PTI’s experience, municipal
IT operating budgets typically
range from 1.5% to 3.0% of
overall operating budget



Applications:

Applications refe t are h t suppo dai y

his section b ie I zes P i ing e
applications n i
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Overview
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• Human Resources: The School uses the HR capabilities of Harper’s to centrally track credentials. Overall,
departments have chosen not to implement HR functionality, especially its decentralized aspects.

• Permits Plus: This system is not yet deployed to all staff involved in permit and license approval processes (e.g.,
Fire, Town Clerk, parts of Public Works & Planning). Additional features such as workflow, which would automate
the distribution of work inter- and intra-departmentally have not been implemented.

• Payroll: Many departments report duplicate data entry into spreadsheets that track time at the departmental level.
The interface to MUNIS requires manual intervention.

• Document management: The system in place is used only for scanning accounts payable invoices and associated
checks. In addition, minimal disk space is provided for the application requiring frequent offloading to CD ROM.
Given the age and capacity constraints, the current system would not be expandable to meet Brookline’s needs
outside of the Accounts Payable function.

Town and School of Brookline
Information Technology Strategic Plan 2-21
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Applications:
Findings

• MUNIS The financial system lacks automated interfaces to other enterprise systems and is not fully configured for
decentralized, departmental use (e g , receipting, requisitions)



Findings

• Pentamation As noted, this application meets central administrative needs well It has been recently
Web-enabled for teacher access to grades, attendance, etc However, it is not yet Web-enabled to provide
parent access to student schedules, homework, grades, etc

• Instructional Technology: Review of the applications used to support curriculumdelivery was
specifically excluded from the scope of this study. Nonetheless, interviews, focus groups, and survey data
indicated dissatisfaction in this area. The dissatisfaction appears to stem from issues with technology
deployment and support in the classroom, rather than with the instructional software tools themselves.

Town and School of Brookline
Information Technology Strategic Plan 2-22
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Applications:
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Technical
Infrastructure

Overview



[ Findings

• There are separate networks for Town, School, Police, and Library

• Servers are located in Town Hall, the schools, Police, Library, and several remote sites

• A mixture of PC and Macintosh computers exists in School administration and the high school
computer labs

• The fragmentation of Brookline’s technical architecture as noted above leads to:
• Increased effort required to manage networks, servers, and desktop computers
• Impediments to cross-departmental communication and sharing of applications
• Increased skills required to support a complex environment

• The First Class email system meets Brookline’s current email needs:
• Well regarded by users
• Provides good PC and Mac functionality at a lower cost than market-leading systems
• A few minor implementation issues still surround the system (e.g., requires users to log in

frequently to check email, generally not used to coordinate individual calendars)

Town and School of Brookline
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Technical
Infrastructure: J



r Technical
I Infrastructure:
L Findings

• There are several databases in use at the Town and School:
• MUNIS and Pentamation use Informix
• In Police Department, Mug Shots uses SQL Server and Laramore uses Microfocus C-ISAM
• Other Town applications use a mix of Access/97 and Access/2000

• Existing telephone systems largely meet Town and School needs:
• Staff seem satisfied with the system and its voice-mail capabilities
• There have been some reliability issues in the past at remote sites, but these appear to be

resolved with the improved cable service

Town and School of Brookline
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Technical
Infrastructure:
Current Architecture

RF Data Comm
Town owned
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Elementary Schools

£ J

LEGEND

___.## ~B

Windows/NT Alpha Server

Server

UNIX server
Macintosh

Cable Modem
Desktop PC Connection
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Assessment

Strategy
Development

implementation
Planning

strategic
direction
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Linkage of Strategic
Issues and

Recommendations

Town and School of Brookline
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• Invest in the following key areas not currently automated:
• Maintenance Management

• Management Reporting

• Extend implementation of the following applications to achieve additional
functionality:

• Human Resource Management/Training

• MUNIS

• Permits Plus (e.g., workflow enablement)

• Pentamation (e.g., support for K-8 teachers and principals)
• Document management (e.g., upgrade equipment and extend to more

departments)

• Use the Internet and intranet to enhance delivery of application services to
the community and staff

• Upgrade classroom applications as determined by the School Instructional
Technology strategic plan

3-2
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r Linkage of Strategic
I Issues and
L Recommendations
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•

•

•

Consolidate servers to a data center

Manage Brookline’s technical infrastructure as a single, shared resource

Upgrade WAN/LAN infrastructure at schools

Standardize on an enterprise database platform for new applications

Upgrade classroom computers as determined by the School Instructional
Technology strategic plan
Fully fund life-cycle replacement for major IT assets

Implement a new decision-making process for future IT investments

Promote a Brookline-wide approach to IT investments

Develop charters for ITAC and cross-departmental committees

Assess and address “lessons learned” through post-implementation
reviews

Perform a GIS needs assessment and system evaluation
Develop a strategic plan for Instructional Technology

3*3



Elevate the IT support function at Brookline to a department that
supports shared IT needs

• Create a ClO position at the senior department head level in the

organization

• Formalize the ITAC’s role in providing community input and IT oversight

• Charter a Town/School Departmental IT Committee

• Develop a Memorandum of Understanding between the Town
Administrator and School Superintendent defining the governance and
oversight of the ClO and the central IT department

• Establish an enterprise IT help desk

• Within the central IT department, organize 3 divisions:
• Operations: supporting implementation and maintenance of Brookline’s

computers, systems software, and connectivity
• Applications: providing, maintaining, and supporting the use of

enterprise software needed to meet the operational, management, and
reporting requirements of the organization

• Customer Service: supporting help desk, PC’s, desktop applications,
and IT training coordination

Town and School of Brookline
information Technology Strategic Plan
January 23, 2002
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r Linkage of Strategic
I Issues and
L Recommendations

•
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Supporting IT Strategies
• Effectively automate core functions of the Town and School
• Efficiently deliver IT services
• Promote a Brookline-wide approach to IT investments driven by clearly defined objectives
• Provide a reliable, secure, and adaptable technical architecture
• Deliver excellent customer service to Brookline staff and community members

• Continually enhance, update, and apply innovative technology to support interaction with the

Brookline community

Town and School of Brookline
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IT Mission

IT Mission
Usetechnology to enhance delivery of Town

and School servicesto the community.
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Strategic
Recommendations



• Staffing Allocation by IT Function:
• Summary staffing tables for central and departmental IT staff within the

recommended structure
• Discussion of major shifts in service effort for each of the five IT functional areas

• Service Delivery Guidelines:
• Changes to IT service delivery needed to address current issues
• Factors that will shape future changes to IT service delivery

Town and School of Brookline
Information Technology Strategic Plan 37
January 23, 2002

(~PTT
Pacific Technologies, Inc.

r Recommended IT
I Service Delivery

Approach J
• IT Organizational Structure:

• Aspects addressed by the recommended organizational model
• Diagram of overall staffing levels and reporting relationships
• Key organizational changes needed to achieve the recommended model
• Benefits of the new structure



• Brookline lacks the enterprise-wide view needed to optimize IT investments and
ongoing support

• Decentralized application support works well for the School and some Town

departments

Town and School of Brookline
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r IT ServiceDelivery
I Recommended Organizational
L Structure J

• Brookline’s approach to IT operations is largely informal

• There are service delivery inefficiencies in the areas of:
• Help desk and PC support
• Training
• Application support
• System services



IT ServiceDelivery
Recommended Organizational

Structure

Town Administrator

Memorandum of Understanding
- Hire/fire decisions
- Performanceevaluations
- Budget& priority setting
- Conflict resolution

Town/School Departrn
- Provide inputon Standards,directions,policies

- Identifydepartmentalfunctionalrequirements
- Identifycross-departmentaland enterpriseapplicationrequirements
- ForumforCI~~feedback

o*~u~J_cHenntormat~j..... - - - — - -~ Department - ~ DePartmenf - - Department
- Brookline-wideIT leadership
- ITdepartmentalmanagement
- Town/SchoolDepartmentalIT
Committeechair
- StrategicITplanning

Enterprise & cross-
Departmental
Applications

6.40 FTE

Development & support of:
- GlS
- Web
* Finance
- HR
- Email
- Documentmgmt
- Registration/scheduling
- PermitsPlus

Town and School of Brookline
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Town & School
Administrative IT

Operations
4.00 FTE

System Services including:
- Networks
- Servers
- Databases
- Security
- Telecommunications

Centrai ii Department
15.40 FTE

Town & School
Administrative

Customer Services
4.00 FTE

- Helpdesk(tier 1)
- Desktopsupport(tier 2)
- Training
- ITplanning&
administrativesupport
- Telephony

12.41 FTE
3-9
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- Communityperspective

Town/School Citizen IT - IT industly expertise
Advisory Committee - Advocacyof BrooklineIT Plan

Support of:
- Instructional
applications
- Macintosh
desktop

Development &support
of:
- Pentamation - CADI) (Drafting)
- IEP - Library
- Cafeteria - MaintenanceMgmt

Departmentai Appilcations



• Create a ClO position at a senior department head level in the organization:
• Provides Brookline-wide IT leadership and vision
• Guides departmental application services via the Town/School Departmental IT Committee
• Manages the central IT department

• Add a Customer Services manager and a network support position to meet IT service needs

• Alter the current ITAC committee to include citizen involvement in the CIP approval and annual update of the
IT strategic plan

• Charter a Town/School Departmental IT Committee:
• Includes all major departments, chaired by ClO
• Ensures that departments receive needed service levels from the central IT department
• Ensures that departmental applications support follows central IT department standards

• Develop a Memorandum of Understanding (MOU) between the Town and School defining the governance and
oversight of the ClO and Central IT Services:

• Phase I MOU establishes framework for shared recruitment of a ClO
• Phase II MOU details role of ClO, shared oversight and governance, and operational aspects of the central IT department

Town and School of Brookline
Information Technology Strategic Plan 3-10
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IT ServiceDelivery
Recommended Organizational

Structure

• Elevate the IT support function at Brookline to a department supporting shared IT needs:
• Central IT department focuses on supporting technical infrastructure, shared applications and data, and common help desk
• Accordingly, departments are better able to focus on department-specific services and application needs



• Operations provides centralized support for networks, servers, phones~etc.:
• Transfer 2 staff and I manager from School IT
• Additional IT network support position augments team to operate consolidated data center

• Applications supports enterprise and cross-departmental applications:
• Use current Town IT staff to form division
• Includes application, Web, GIS staff

• Customer Service provides help desk, PC support, training coordination, and IT administrative
support:

• Customer Service manager develops this organizational unit
• Staff with Town IT administrative and customer service personnel

Town and School of Brookline
information Technology Strategic Plan
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IT ServiceDelivery
Recommended Organizational

Structure



• Promotes Brookline-wide view of IT

• Increases IT service delivery efficiency and effectiveness as a result of:
• Economies of scale
• Better definition of roles
• Increased skill depth and specialization of IT staff

• Establishes a Brookline-wide IT help desk

• Improves the flow of information through better cross-departmental and enterprise
application support

• School and Town departments retain control of department-specific applications

• Organizational units concentrate on their core competencies:
• Departments focus on their specific mission
• IT focuses on supporting the technical infrastructure
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r IT ServiceDelivery 1
L Staffing Allocation by IT FunctionJ

• Detailed, individual staffing analysis

• Current industry practices

• PTI’s extensive experience in IT organizational design


