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SUMMARY 

The O f f i c e  o f  t h e  Audi to r  Genera l  h a s  conducted a  performance a u d i t  o f  t h e  

Department o f  A d m i n i s t r a t i o n  - Data P r o c e s s i n g  D i v i s i o n  ( D O A - ~ a t a  

p r o c e s s i n g )  i n  response  t o  a  January  70,  1980,  r e s o l u t i o n  of t h e  J o i n t  

L e g i s l a t i v e  Overs igh t  Committee. T h i s  performance a u d i t  was conducted a s  

a  p a r t  o f  t h e  S u n s e t  review s e t  f o r t h  i n  Arizona Revised S t a t u t e s  (A.R.s.) 

$541-2751 th rough  41-2779. 

E l e c t r o n i c  d a t a  p r o c e s s i n g  (EDP) h a s  become a  s i g n i f i c a n t  f a c t o r  i n  t h e  

o p e r a t i o n s  o f  S t a t e  government,  w i t h  f i v e  major ,  c e n t r a l i z e d  computer 

c e n t e r s  and a d d i t i o n a l  mini-  and micro-computers and word p r o c e s s o r s  

d i s t r i b u t e d  among S t a t e  a g e n c i e s .  Thus,  EDP s i g n i f i c a n t l y  impac t s  t h e  

e f f i c i e n c y ,  e f f e c t i v e n e s s  and c o s t  o f  S t a t e  programs. F o r  example, i n  

f i s c a l  y e a r  1980-81, S t a t e  e x p e n d i t u r e s  f o r  EDP a c t i v i t i e s  exceeded $28 

m i l l i o n .  

To p r o v i d e  f o r  e f f i c i e n t  and c o o r d i n a t e d  u s e  o f  t h e  S t a t e ' s  EDP r e s o u r c e s  

and t o  p l a n  f o r  f u t u r e  EDP n e e d s ,  t h e  L e g i s l a t u r e  c r e a t e d  DOA-Data 

P r o c e s s i n g  i n  1972. The D i v i s i o n  c u r r e n t l y  h a s  n i n e  f u l l - t i m e  s t a f f  

members and  a  f i s c a l  y e a r  1981-82 budget  o f  $394,700. 

Our review showed t h a t  DOA-Data P r o c e s s i n g  h a s  n o t  f u l f i l l e d  i t s  s t a t u t o r y  

r e s p o n s i b i l i t y  t o  deve lop ,  implement and m a i n t a i n  a  c o o r d i n a t e d  S t a t e w i d e  

p l a n  f o r  d a t a  p r o c e s s i n g .  The S t a t e w i d e  EDP p l a n s  t h e  D i v i s i o n  h a s  

produced a r e  n o t  a d e q u a t e l y  s t r u c t u r e d  and cannot  be  implemented. The 

p l a n s  do n o t  f u l f i l l  s t a t u t o r y  o b j e c t i v e s .  F u r t h e r ,  t h e  D i v i s i o n ' s  

h i s t o r y  i s  r e p l e t e  w i t h  p r o j e c t s  t h a t  have been i d e n t i f i e d  r e p e a t e d l y  i n  

t h e  p l a n s ,  b u t  which have been abandoned o r  n o t  s t a r t e d .  We recommend t h e  

D i v i s i o n  be  r e q u i r e d  t o  r e p o r t  t o  t h e  L e g i s l a t u r e  t h e  p r o g r e s s  i t  makes i n  

implementing a l l  o b j e c t i v e s  and p r o j e c t s  i d e n t i f i e d  i n  i t s  S t a t e w i d e  d a t a  - 
p r o c e s s i n g  p l a n s .  (page  7 )  



We found the  Divis ion ' s  cu r ren t  enabling s t a t u t e s  a r e  inadequate i n  t h a t  

they g ive  t h e  Division the  r e s p o n s i b i l i t y  t o  provide f o r  e f f i c i e n t  and 

coordinated u t i l i z a t i o n  of da ta  processing equipment, techniques and 

employees, but  do not  g ive  the  Division commensurate au thor i ty  over the  

data centers .  Also, the  s t a t u t e s '  s ingu la r  emphasis on cen t ra l i zed  data  

processing no longer appears appropr ia te ,  given today 's  technology. 

Further ,  the  Division l acks  needed s t a t u t o r y  a u t h o r i t y  t o  review EDP 

equipment acqu i s i t ions .  (page 25)  

F ina l ly ,  the  Division i s  not  f u l f i l l i n g  i t s  intended r o l e  i n  the  EDP 

a c q u i s i t i o n  process. The Division has not  published guidel ines  t o  a s s i s t  

agencies i n  the  process,  o r  provided them with adequate consul ta t ion .  

Agencies can and do circumvent the  Division when acquir ing  EDP equipment 

and se rv ices .  (page 35) 

Consideration should be given t o  the  following recommendations: 

1. The Division follow i t s  own Long-Range Planning Guidelines by 

developing a  plan which s p e c i f i c a l l y  defines:  a )  s t a t ed  

ob jec t ives ,  a c t i v i t i e s ,  time schedules and measurable r e s u l t s ,  

and b) t h e  estimated resource requirements t o  ca r ry  out  the  

i d e n t i f i e d  a c t i v i t i e s .  

2.  The Division f u l f i l l  i t s  s t a t u t o r y  planning mandate by developing 

a  Statewide data  processing plan t h a t  addresses the  

consol ida t ion ,  t r a n s f e r  o r  e l iminat ion  of data processing 

a c t i v i t i e s  and the  establishment of add i t iona l  da ta  processing 

operat ions cen te r s .  

3. The Division repor t  t o  t h e  Legis la ture  the  progress made t o  

achieve a l l  objec t ives  t h a t  a r e  s t a t e d  i n  the  plan document. - 

4.  The Legis la ture  consider  the  establishment of a  s t ee r ing  board o r  

committee t o  review and approve Statewide data  processing plans 

prepared by the  Division and t o  monitor the  implementation of the  

Statewide plan. 



5.  The Legis la ture  consider  the  following a l t e r n a t i v e s  regarding the  

funding and opera t ion  of the  da ta  operat ions centers :  

a .  C la r i fy  A.R .S. 541-713 by s p e c i f i c a l l y  including data  

operat ions cen te r s  under t h e  data processing revolving 

fund. This  would involve: 

1) appropr ia t ing  s u f f i c i e n t  monies t o  the  Division f o r  

deposi t  i n  the  data processing revolving fund f o r  the  

purpose of employing persons i n  and purchasing 

equipment f o r  the  data processing operat ions c e n t e r s ,  o r  

2 )  t r a n s f e r r i n g  employees performing funct ions  r e l a t ed  t o  

the  da ta  processing operat ions cen te r s ,  da ta  processing 

equipment and unexpended and unencumbered monies 

appropriated t o  the  host  agencies f o r  performing 

functions r e l a t ed  t o  the  da ta  processing operat ions 

cen te r s  t o  the  Division. 

b. Continue t o  fund the  data  operat ions cen te r s  by 

appropr ia t ion  and s t a t u t o r i l y  e s t a b l i s h  the  

authority/responsibility r e l a t ionsh ip  between DOA-Data 

Processing and the  data  operat ions centers .  

c. Authorize the  a s s i s t a n t  d i r e c t o r  f o r  da ta  processing t o  

deputize employees i n  the  agencies hos t ing  data  processing 

operat ions cen te r s  t o  perform c e r t a i n  funct ions  of the  

Division. 

d. Authorize DOA o r  i t s  Data Processing Division t o  cont rac t  o r  

e n t e r  i n t o  agreements with the  hos t  agencies f o r  j o i n t  o r  

cooperative a c t i o n  regarding the  data processing operat ions 

centers .  

6 .  The Legis la ture  amend A.R.S. $41-712, subsect ion B t o  provide f o r  

da ta  processing systems o the r  than cen t ra l i zed  systems. 

7. The Legis la ture  consider  s t a t u t o r i l y  prescr ib ing the  review 

process f o r  da ta  processing acqu i s i t ions .  
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8. The Divis ion  should provide more consu l t i ng  support  t o  those 

agencies  lack ing  EDP e x p e r t i s e ,  and seek t o  improve 

communications wi th  t h e  l a r g e r  agencies  regard ing  a c q u i s i t i o n s .  

9. The Div is ion  coopera te  wi th  t h e  General Accounting Off ice  of 

DOA-Finance t o  e l imina te  circumvention of t h e  a c q u i s i t i o n  review 

process .  

10 .  The L e g i s l a t u r e  cons ide r  p re sc r ib ing  s t a t u t o r i l y  t h e  review 

process  f o r  da t a  process ing  a c q u i s i t i o n s  and inc lude  s t a t u t o r y  

p rov i s ions  f o r  a n  appea l  process  t o  review d isputed  dec i s ions .  



I N T R O D U C T I O N  AND BACKGROUND 

The Office of the  Auditor General has conducted a  performance a u d i t  of the  

Department of Administration - Data Processing Division ( D O A - ~ a t a  

Processing) i n  response t o  a  January 30, 1980, r e so lu t ion  of the  J o i n t  

Leg i s l a t ive  Oversight Committee. This performance a u d i t  was conducted a s  

a  p a r t  of the  Sunset review s e t  f o r t h  i n  Arizona Revised S t a t u t e s  (A.R.s.) 

$ $41-23 51 through 41-2379. 

Elec t ronic  da ta  processing (EDP) has become a  s i g n i f i c a n t  f a c t o r  i n  the  

operat ions of S t a t e  government, with f i v e  major, cen t ra l i zed  computer 

cen te r s  and add i t iona l  mini- and micro-computers and word processors 

d i s t r i b u t e d  among S t a t e  agencies. Thus, EDP s i g n i f i c a n t l y  impacts the  

ef f ic iency,  e f fec t iveness  and c o s t  of S t a t e  programs. For example, i n  

f i s c a l  yea r  1980-81, S t a t e  expenditures f o r  EDP a c t i v i t i e s  exceeded $28 

mi l l ion .  

To provide f o r  e f f i c i e n t  and coordinated use of the  S t a t e ' s  EDP resources 

and t o  plan f o r  f u t u r e  EDP needs, the  Legis la ture  crea ted  DOA-Data 

Processing i n  1972. The Division cur ren t ly  has nine fu l l - t ime s t a f f  

members and a  f i s c a l  year  1981-82 budget of $394,700. 

The Divis ion ' s  a c t i v i t i e s  include: 

- Preparat ion of the  Statewide Data Processing Plan f o r  Arizona and 

the  Annual Automation Report t o  the  Arizona Legis la ture ,  

- Development and issuance of p o l i c i e s ,  guidel ines ,  procedures and 

d i r e c t i v e s  t o  govern S t a t e  EDP opera t ions ,  

- Technical reviews of S t a t e  da ta  cen te r s ,  and 

- Review and approve each S t a t e  EDP equipment acqu i s i t ion .  

DOA-Data Processing i s  funded by an  appropr ia t ion  from the  S t a t e  General 

Fund. Table 1 d e t a i l s  the  s t a f f i n g  and expenditures of the  Division f o r  

f i s c a l  years  1977-78 t o  1981-82. 



TABLE 1 

FTE p o s i t i o n s *  

EXPENDITURES OF DOA-DATA PROCESSING FOR FISCAL YEARS 
1977-78 THROUGH 1981-82 

P e r s o n a l  s e r v i c e s  
Employee-related e x p e n d i t u r e s  
P r o f e s s i o n a l  and o u t s i d e  

s e r v i c e s  
T r a v e l :  

I n - S t a t e  
Out-of-Sta te  

Other  o p e r a t i n g  expenses  
Equipment 

T o t a l  

The Audi to r  Genera l  e x p r e s s e s  g r a t i t u d e  t o  t h e  a s s i s t a n t  d i r e c t o r ,  

Department o f  A d m i n i s t r a t i o n  - Data P r o c e s s i n g  D i v i s i o n ,  and h i s  

s t a f f  f o r  t h e i r  c o o p e r a t i o n ,  a s s i s t a n c e  and c o n s i d e r a t i o n  d u r i n g  t h e  

course  o f  t h e  a u d i t .  

* F u l l - t i m e  e q u i v a l e n t  p o s i t i o n s .  
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SUNSET FACTORS 

SUNSET FACTOR: OBJECTIVE AND PURPOSE 

I N  ESTABLISHING THE DIVISION 

Although we were unable t o  f ind  a  statement of l e g i s l a t i v e  i n t e n t  

per ta in ing t o  the  purpose i n  e s t ab l i sh ing  the  Division,  the  enabling 

s t a t u t e s  s e t  f o r t h  two main du t i e s :  1 )  t o  provide f o r  e f f i c i e n t  and 

coordinated use of the  S t a t e ' s  EDP resources,  and 2 )  t o  develop and 

implement a  Statewide plan f o r  da ta  processing. 

The Division has s t a t e d  i t s  goal  t o  be: 

"Provide a l l  t he  people of the  S t a t e  of Arizona with 
optimum ef fec t iveness ,  e f f i c i ency  and economy i n  the  , 

coordinat ion,  c o l l e c t i o n ,  s torage ,  interchange,  
management, processing, transmission and protec t ion  of 
information and r e l a t e d  services  by u t i l i z i n g  
automation equipment, techniques and personnel t o  
support the  requirements of the  appropr ia te  l e v e l s  of 
the  Leg i s l a t ive ,  Executive and J u d i c i a l  Branches of 
S t a t e  Government." 

SUNSET FACTOR: THE DEGREE TO WHICH THE DIVISION 

HAS BEEN ABLE TO RESPOND TO THE NEEDS OF THE PUBLIC 

AND THE EFFICIENCY WITH WHICH I T  HAS OPERATED 

I n  con t ras t  t o  a  l i cens ing  board o r  regula tory  agency t h e  Division has 

inc iden ta l  i n t e r a c t i o n  only with the  public .  The nature  and purpose of 

t h e  Division do not  place i t  i n  the  pos i t ion  of responding t o  public  needs 

d i r e c t l y .  

SUNSET FACTOR: THE EXTENT TO WHICH THE DIVISION 

HAS OPERATED W I T H I N  THE PUBLIC INTEREST 

To the  extent  the  Divis ion ' s  f a i l u r e  t o  plan adequately f o r  da ta  

processing a f f e c t s  the  use of public funds, the  Division may not  have 

operated wi th in  the  public  i n t e r e s t .  (page 7) 



SUNSET FACTOR: THE EXTENT TO WHICH RULES AND 

REGULATIONS PROMULGATED BY THE DIVISION ARE 

CONSISTENT WITH THE LEGISLATIVE MANDATE 

The D i v i s i o n ' s  enabl ing  s t a t u t e s  do no t  provide i t  wi th  rule-making 

a u t h o r i t y .  Consequently, t h e  Div is ion  does not  promulgate r u l e s .  

SUNSET FACTOR: THE EXTENT TO WHICH THE DIVISION HAS 

ENCOURAGED INPUT FROM THE PUBLIC BEFORE PROMULGATING 

ITS RULES AND RZGULATIONS AND THE EXTENT TO WHICH I T  

HAS INFORMED THE PUBLIC AS TO ITS ACTIONS AND THEIR 

EXPECTED IMPACT ON THE PUBLIC 

Th i s  Sunset  f a c t o r  i s  n o t  a p p l i c a b l e  t o  DOA-Data Processing.  

SUNSET FACTOR: THE EXTENT TO WICH THE 
- - 

DIVISION HAS BEEN ABLE TO INVESTIGATE AND 

RESOLVE COMPLAINTS THAT ARE WITHIN ITS JURISDICTION 
- -- -- 

The Divis ion  does no t  r ece ive ,  i n v e s t i g a t e  o r  reso lve  complaints.  

SUNSET FACTOR: THE EXTENT TO WHICH THE ATTORNEY 

GENERAL OR ANY OTHER APPLICABLE AGENCY OF STATE 

GOVERNMENT HAS THE AUTHORITY TO PROSECUTE 

ACTIONS UNDER ENABLING LEGISLATION 

The D i v i s i o n ' s  enabl ing l e g i s l a t i o n  does no t  d e f i n e  v i o l a t i o n s  o r  

of fenses .  Therefore,  t h e r e  a r e  no prosecutab le  a c t i o n s  under t h e  enabl ing 

l e g i s l a t i o n .  

SUNSET FACTOR: THE EXTENT TO WHICH THE DIVISION 

HAS ADDRESSED DEFICIENCIES I N  THE ENABLING STATUTES 

WHICH PREVENT I T  FROM FULFILLING ITS STATUTORY MANDATE 

The Divis ion  has  no t  addressed d e f i c i e n c i e s  i n  i t s  enabl ing  s t a t u t e s  t h a t  - 
prevent  i t  from f u l f i l l i n g  i t s  s t a t u t o r y  mandate. (page 32) 



SUNSET FACTOR: THE EXTENT TO WHICH CHANGES ARE 

NECESSARY I N  THE LAWS OF THE DIVISION TO ADEQUATELY 

COMPLY WITH THE FACTORS LISTED I N  THE SUBSECTION 

The enabling s t a t u t e s  of the  Division a r e  inadequate and should be 

amended. While the  Division has been given the  r e s p o n s i b i l i t y  f o r  the  

S t a t e ' s  var ious  data cen te r s ,  i t  has not been given commensurate a b i l i t y  

t o  con t ro l  the  operat ions of those centers .  We recommend i n  t h i s  repor t  

seve ra l  poss ib le  a l t e r n a t i v e s  f o r  s t a t u t o r y  revis ions  t o  c l a r i f y  the  

Divis ion ' s  r e l a t ionsh ip  with the  centers .  (page 26)  

Another needed change p e r t a i n s  t o  the  s t a t u t o r y  language of A.R.S. 

$41-712. B,  which emphasizes the  establishment of cen t ra l i zed  data 

processing centers .  Such s ingu la r  emphasis on c e n t r a l i z a t i o n  may not  be 

appropriate,  given the  advent of d i s t r i b u t e d  da ta  processing systems. 

A.R.S. $41-712.B should be revised t o  provide f o r  both cen t ra l i zed  and 

d i s t r i b u t e d  data  processing. (page 30) 

A t h i r d  needed change p e r t a i n s  t o  providing the  Division with s t a t u t o r y  

au thor i ty  t o  review and approve t h e  a c q u i s i t i o n  of EDP equipment, coupled 

with a  provision f o r  the  appeal  of Division decisions.  Such a  change 

would enhance the  Divis ion ' s  a b i l i t y  t o  coordinate and con t ro l  t h e  S t a t e ' s  

EDP resources. I n  the  absence of such s t a t u t o r y  a u t h o r i t y ,  S t a t e  agencies 

can and do circumvent the  review process. (page 32) 



FINDING I 

DOA-DATA PROCESSING HAS NOT EFFECTIVELY FULFILLED ITS STATUTORY 

RESPONSIBILITY TO DEVELOP, IMPLEMENT AND M A I N T A I N  4 COORDINATED STATEWIDE 

PLAN FOR DATA PROCESSING. 

Arizona Revised S t a t u t e s  (A.R. s . )  $41-712 p r o v i d e s  t h a t  DOA-Data 

P r o c e s s i n g  ". . . s h a l l  deve lop ,  implement and m a i n t a i n  a  c o o r d i n a t e d  

S t a t e w i d e  p l a n  f o r  d a t a  p r o c e s s i n g  ...." Reviewing t h i s  requirement  we 

found t h e  D i v i s i o n  h a s  n o t  e f f e c t i v e l y  f u l f i l l e d  i t s  s t a t u t o r y  p lann ing  

r o l e  i n  t h a t :  

1. The S t a t e w i d e  d a t a  p r o c e s s i n g  p l a n  does  n o t  meet t h e  c r i t e r i a  o f  

a  good p lann ing  document and cannot  be  implemented, 

2.  The S t a t e w i d e  d a t a  p r o c e s s i n g  p l a n  does  n o t  a d d r e s s  o r  f u l f i l l  

s t a t u t o r y  o b j e c t i v e s ,  and 

3. The D i v i s i o n ' s  h i s t o r y  i s  r e p l e t e  w i t h  u n s t a r t e d  o r  abandoned 

p r o j e c t s .  

A s  a  r e s u l t ,  t h e  S t a t e ' s  d a t a  p r o c e s s i n g  u s e r s ,  who s p e n t  more t h a n  $28 

m i l l i o n  i n  f i s c a l  y e a r  1980-81, a r e  n o t  r e c e i v i n g  a d e q u a t e  guidance o r  

p lann ing  a s s i s t a n c e .  

S t a t e w i d e  EDP P l a n  Is Not Adeauate lv  

S t r u c t u r e d  and Cannot Be Implemented 

The S t a t e w i d e  EDP p l a n  developed by t h e  D i v i s i o n  d o e s  n o t  meet t h e  

c r i t e r i a  o f  a good p lann ing  document a s  d e f i n e d  i n  Long Range P l a n n i n g  

G u i d e l i n e s  F o r  EDP F u n c t i o n s ,  which t h e  D i v i s i o n  i t s e l f  developed and 

pub l i shed  i n  August 1980. I n s t e a d ,  t h e  S t a t e w i d e  p l a n  a s  c u r r e n t l y  

s t r u c t u r e d  i s  unmeasurable and  o f  such l i t t l e  p r a c t i c a l  u s e  t h a t  i t  cannot  

be implemented. 



The de f i c i enc ies  i n  Arizona's Statewide EDP plan a r e  more c l e a r l y  

i l l u s t r a t e d  when i t  i s  compared t o  the  EDP plan of the  s t a t e  of I l l i n o i s .  

The I l l i n o i s  p lan  does f u l f i l l  t he  requirements f o r  a  good planning 

document a s  out l ined i n  the  ~ i v i s i o n ' s  long-range planning guidel ines.  

Each of the  I l l i n o i s  plan ob jec t ives  i s  out l ined i n  nine major a reas :  

1. Current s t a t e  of a f f a i r s ,  

2 .  Forces cons t ra in ing f u r t h e r  a c t i o n ,  

3. Problems which need t o  be addressed, 

4. Emerging technology, 

5. S t r a t e g i e s  which w i l l  in f luence  e f f o r t s ,  

6 .  Descript ions of a c t i o n s  t o  e f f e c t  those s t r a t e g i e s ,  

7 .  Benef i t s  of implementation of these  ac t ions ,  

8. Resources necessary t o  implement ac t ions ,  and 

9. Milestones which can be measured. 

Two s i m i l a r  objec t ives  from t h e  1980 Arizona and I l l i n o i s  p lans ,  data 

communications and long-range planning, a r e  cont ras ted  below. 



I. Data Communications O b j e c t i v e  

A .  Arizona P l a n  - The o b j e c t i v e  and p l a n s  t o  implement t h e  

o b j e c t i v e ,  a s  s t a t e d  i n  t h e  1980 S t a t e w i d e  p l a n ,  a r e  p r e s e n t e d  

f u l l y  below: 

"Communications 
"Define  p l a n s  t o  meet s t a t e w i d e  ( d a t a )  
communications needs  w i t h i n  FY 1980-81. 

"Plans:  DFD w i l l  produce d e f i n i t i v e  p l a n s  
d u r i n g  FY 80-81." These w i l l  t a k e  
i n t o  account  t h e  e x i s t i n g  networks 
and f a c i l i t i e s  and f u t u r e  
requ i rements  . " 

B. I l l i n o i s  P l a n  - A few major  e lements  o f  a 14-page p l a n  a r e  

summarized as  f o l l o w s :  

c Problems t o  be a d d r e s s e d  

- E x i s t i n g  networks  a r e  v e r y  complex, 

- Technology c u r r e n t l y  i n  u s e  i s  hardware-dependent,  

- No s t a n d a r d  p r o t o c o l  e x i s t s ,  and 

- Improvement i n  d a t a  communications must be  r e l a t e d  t o  

changes  i n  computing equipment,  d a t a  management and 

a p p l i c a t i o n s .  

a S t r a t e g i e s  t o  i n f l u e n c e  e f f o r t s  

- E s t a b l i s h  a s t a n d a r d  p r o t o c o l ,  

- Encourage t h e  s h a r i n g  o f  t r a n s m i s s i o n  l i n e s ,  

- Use a p p r o p r i a t e  t echnology ,  and 

- Seek a balanced communications network. 

* I t  should be n o t e d  t h a t  t h e  D i v i s i o n  d i d  n o t  produce a d a t a  
communications p l a n  d u r i n g  f i s c a l  1980-81. 



a E s s e n t i a l  a c t i o n s  

- Build acceptance f o r  u se  of a  s tandard  p ro toco l ,  

- Undertake coopera t ive  planning f o r  a  balanced network, 

- Demonstrate the  cos t - e f f ec t iveness  of new 

communications technology, and 

- Conduct b i e n n i a l  review of d a t a  communications, 

Q C r i t i c a l  mi les tones  

- Dissemination of p o l i c y  and suppor t ing  p l an  f o r  use  of 

s tandard  p ro toco l  by t h e  f o u r t h  q u a r t e r  of 1980, 

- Recommendations f o r  enhancements i n  d a t a  communications 

by t h e  f o u r t h  q u a r t e r  of 1981 and every two years  

t h e r e a f t e r ,  

- Acceptance of p l an  f o r  a  balanced s t a t e  government 

network by t h e  second q u a r t e r  of 1982, 

- Revision of network p l an  t o  i nco rpora t e  u se  of 

communications c a r r i e r ' s  expanded s e r v i c e s  by t h e  t h i r d  

q u a r t e r  of  1984, and 

- Beginning of conversion t o  external ly-provided expanded 

communications s e r v i c e  by t h e  f i r s t  q u a r t e r  of 1985. 

The d a t a  communications s e c t i o n  of t h e  I l l i n o i s  p l an  a l s o  con ta ins  a  c h a r t  

showing a c t i o n s  t o  be completed during a  f ive-year  time frame, the  

resources  necessary t o  implement t h e  p lan  and t h e  pro jec ted  b e n e f i t s .  

11. Long-Range Planning Object ive 

A .  Arizona P l a n  - The a c t i o n  p lan  designed t o  achieve  t h e  long-range 

planning o b j e c t i v e  i s  presented i n  i t s  e n t i r e t y  a s  s t a t e d  i n  the  

1981 Statewide p lan .  

"Long-Range Planning f o r  Data Process ing  
"The complexity and c o s t  of d a t a  processing 
r equ i r e  formal planning f o r  t h e  f u t u r e  development 
of S t a t e  automation resources.  



"Agency 1981 EDP Plans  
"The Department of Publ ic  S a f e t y  has  i nd ica t ed  
t h a t  a  long-range p lan  f o r  da t a  processing w i l l  be 
developed i n  1981. DOR w i l l  complete an  EDP p lan  
begun i n  1980. The DOA-Data Center  w i l l  complete 
a n  update t o  i t s  o r i g i n a l  long-range p l an  i ssued  
i n  1979. The Department of Economic S e c u r i t y  has 
agreed t o  develop a  computer system capac i ty  p l an  
t o  he lp  ensure t h a t  i t s  hardware w i l l  be adequate 
t o  accommodate t he  ex tens ive  a p p l i c a t i o n s  
development a l r e a d y  begun." 

B. I l l i n o i s  P l an  - The major elements of a  30-page p l an  a r e  

summarized a s  fol lows:  

o Problems t o  be addressed 

- Def ic i enc i e s  i n  p r i o r  planning procedures,  

- Inadequate means t o  r e so lve  c o n f l i c t s  between planning 

agency and EDP u s e r s ,  

- Lack of t r a i n i n g  i n  c u r r e n t  planning techniques ,  and 

- Lack of cont inuing  planning assignments. 

s S t r a t e g i e s  t o  i n f luence  e f f o r t s  

- Developing t h e  process  f o r  comprehensive EDP planning,  

- Strengthening the  resources  f o r  EDP planning,  

- Linking EDP planning t o  f i s c a l  c o n t r o l ,  and 

- Evaluat ing communitywide EDP performance a s  w e l l  a s  t h e  

q u a l i t y  of t h e  planning process  on t h e  b a s i s  of t h e  

r e s u l t s  of t he  comprehensive planning system. 



o Essen t i a l  ac t ions  

- Obtain management support and involvement i n  

comprehensive planning, 

- Organize and s t a f f  the  EDP planning process,  

- Maintain necessary policy and procedural support f o r  

comprehensive planning, 

- Improve fact-gathering funct ion  f o r  s t r a t e g i c  EDP 

planning, 

- Provide formal t r a i n i n g  f o r  comprehensive planning, 

- Conduct annual s t r a t e g i c  EDF planning, 

- Prepare short-term EDP planning, and 

- Conduct mid-year EDP planning reviews. 

The long-range planning sec t ion  of the  I l l i n o i s  plan a l s o  included the  

necessary resources and expected b e n e f i t s  from t h e  planning process and a 

l i s t  of milestones which could be e a s i l y  monitored. 

A s  shown, the  I l l i n o i s  p lan  i s  f a r  super ior  t o  the  Arizona plan. The 

de f i c i enc ies  i n  the  Arizona plan a r e  f u r t h e r  i l l u s t r a t e d  by comments made 

by managers of S t a t e  da ta  processing operat ions centers .  During our 

review of the  Division we interviewed the  management of the  f i v e  S t a t e  

da ta  centers .  The following statements about shortcomings i n  the  

Statewide EDP plan a r e  representa t ive  comments: 

Data Center No. 1: 

"The purpose of a  p lan  i s  t o  determine where you a r e ,  
where you want t o  go and how t o  g e t  the re ;  the  
statewide p lan  addresses none of these  concerns i n  
s u f f i c i e n t  d e t a i l  t o  be useful ."  

"The current  plan ( o r  lack of one) does not  provide f o r  
coordinated data processing and data  communications; 
f o r  example, the  statewide plan does not  deal  with: 
1) how t o  g e t  s t a t e  computers t o  t a l k  t o  each o ther ;  
2) how t o  use da ta  communications; o r  3)  the  exchange 
of information between data centers .  " 

"The statewide plan cannot be implemented because the  
plan does not  have enough d e t a i l  t o  implement." 



Data Center No. 2: 

"Several changes and improvements need t o  be made i n  
the  statewide plan: 1) s p e c i f i c  goals  and objec t ives  
need t o  be s e t  out  i n  the  plan; 2)  the  plan should s e t  
out  func t iona l  requirements f o r  each data  cen te r  agency 
and how the  agency w i l l  meet those needs. Also, t h e  
statewide p lan  should e s t a b l i s h  what DPD w i l l  do on a  
s tatewide b a s i s ;  3) the  p lan  should i d e n t i f y  statewide 
needs and obta in  the  support of the  Governor and agency 
heads. " 

"There a r e  no s p e c i f i c  plans t o  guide implementation o r  
t o  monitor progress." 

Data Center No. 3: 

"The statewide p lan  does not represent  a  plan. 
Although goa l s  and ob jec t ives  have been developed, no 
one has worked on d e t a i l .  The r e a l  meat of the  
planning job has not  been performed." 

"The meat of planning i s :  1) t o  f ind  out  what the  
s ta te-of- the-ar t  i s  and how i t  bes t  f i t s  t h e  S t a t e ' s  
needs and 2) based upon t h a t ,  how each s t a t e  agency 
and data  c e n t e r  can f u l f i l l  a  p a r t  of the  S t a t e ' s  EDP 
need." 

"Although goals  have been developed, the re  i s  no 
s u f f i c i e n t  a n a l y s i s  on how t o  g e t  there." 

"There i s  r e a l l y  no plan t o  implement, only goals  t o  
achieve. " 

Although A.R.S. $41-712 requ i res  the  Division t o  develop - and implement a  

Statewide plan,  the  a s s i s t a n t  d i r e c t o r  f o r  the  Division t o l d  a u d i t  s t a f f :  

"The statewide EDP p lan  document i s  intended t o  be a  
s t r a t e g i c  document t o  provide d i r e c t i o n  and i s  not a  
plan t h a t  i n  i t s e l f  emphasizes a c t i o n s  toward 
implementation. The individual  data cen te r  and DPD 
plans should emphasize a c t i o n s  toward implementation." 



E f f e c t s  Of Inadequate  P l an  

Because t h e  D i v i s i o n ' s  Statewide d a t a  processing p lan  con ta ins  

nonimplementable and nonmeasurable o b j e c t i v e s ,  t h e  S t a t e ' s  d a t a  processing 

u s e r s ,  who spent  more than  $28 m i l l i o n  i n  f i s c a l  y e a r  1980-81, a r e  not  

rece iv ing  adequate  guidance o r  planning a s s i s t a n c e .  I n  a d d i t i o n ,  t h e  

d e f i c i e n c i e s  i n  t h e  D i v i s i o n ' s  p l an  p l ace  o t h e r  func t ions  of DOA-Data 

Process ing  i n  a  vacuum. For example, t he  Div is ion  has  assumed 

r e s p o n s i b i l i t y  f o r  t h e  fol lowing a c t i o n s :  

1. Reviewing every a c q u i s i t i o n  of da t a  process ing  equipment and 

s e r v i c e s  by S t a t e  agenc ie s ,  

2. Reviewing budget r eques t s  involv ing  t h e  expendi ture  of  funds f o r  

d a t a  process ing ,  and 

I 

3 Reviewing o t h e r  S t a t e  agencies '  EDP plans.  

The purpose of t h e s e  reviews i s  t o  ensure  conformance wi th  t h e  s ta tewide  

plan. However, t h e  e f f e c t i v e n e s s  of t h e s e  reviews i s ,  of neces s i ty ,  

hampered by inadequacies  i n  t h e  plan. 

Statewide P lans  Do Not 

Meet S t a t u t o r y  Objec t ives  

Our review of t h e  1979, 1980 and 1981 Statewide d a t a  process ing  p lans  

published by t h e  Div is ion  has  revealed t h a t  t h e s e  p l ans  n e i t h e r  address  

nor f u l f i l l  s t a t u t o r y  o b j e c t i v e s .  S p e c i f i c a l l y ,  t h e  p l ans  do no t  address  

t h e  fol lowing a r e a s  a s  required by A.R.S. $41-712: 

"1. ... conso l ida t ion ,  t r a n s f e r  o r  e l imina t ion  of da t a  
processing a c t i v i t i e s . .  . . 

"2. ... establ ishment  of  one o r  more c e n t r a l i z e d  da t a  
process ing  ope ra t ions  centers . . . ."  



According t o  the  DOA-Data Processing a s s i s t a n t  d i r e c t o r ,  the  

consol ida t ion ,  t r a n s f e r  o r  e l iminat ion  of da ta  processing a c t i v i t i e s  and 

the  establishment of data cen te r s  have not  been addressed i n  the  plans 

because the re  has been very l i t t l e  a c t i v i t y  i n  e i t h e r  a r e a  s ince  the  plans 

have been published. However, the  a s s i s t a n t  d i r e c t o r ' s  comments 

notwithstanding, planning i s  by d e f i n i t i o n  a  forward-looking a c t i v i t y  

designed t o  guide f u t u r e  ac t ion .  A s  such the  Division should be 

projec t ing  the  need f o r  f u t u r e  da ta  cen te r s  and es tab l i sh ing  t h e  c r i t e r i a  

f o r  the  necessary decision-making involved. With t h i s  process absent ,  

major da ta  processing decis ions  a r e  made without knowing i f  such decisions 

a r e  i n  the  bes t  long-term i n t e r e s t s  of the  S ta te .  Two examples involving 

the  DOA-Data Center i l l u s t r a t e  t h i s  point :  

1. The DOA-Data Center cu r ren t ly  i s  implementing an  $820,000 

hardware upgrade i n  September 1981. This  w i l l  be t h e  f i f t h  

upgrade i n  the  pas t  th ree  years  a t  a  cos t  of $7.2 mi l l ion .  

2. The S t a t e  Compensation Fund cur ren t ly  spends almost $1.2 mi l l ion  

a  year  f o r  data processing se rv ices  a t  the  DOA-Data Center. By 

way of c o n t r a s t ,  the  Ca l i fo rn ia  S t a t e  Compensation Fund has i t s  

own data  c e n t e r ,  pays l e s s  than $1.7 mi l l ion  a  year  f o r  

comparable da ta  processing se rv ices ,  bu t  i s  f i v e  times a s  l a rge  

a s  the  Arizona system. 

I n  the  absence of long-range plans and c r i t e r i a  concerning the  

establishment of add i t iona l  cen te r s ,  i t  cannot be determined i f  the  

DOA-Data Center should continue t o  upgrade i t s  equipment o r  a  new cen te r  

should be crea ted .  S imi lar ly ,  i t  cannot be determined a t  what point ,  and 

under what condi t ions ,  i t  may become more e f f i c i e n t  t o  e s t a b l i s h  a  

separa te  da ta  cen te r  f o r  major da ta  processsing use r s  such a s  the  S t a t e  

Compensation Fund. 



The Divis ion ' s  His tory  Is  Replete 

with Unstarted o r  Abandoned P r o j e c t s  

I n  add i t ion  t o  developing a  Statewide p lan  f o r  da ta  processing, t h e  

Division i s  required s t a t u t o r i l y  t o  submit t o  the  Legis la ture  an amual  

r epor t  which includes p lans  f o r  the  ensuing f i s c a l  year .  

Our review of the  annual r epor t s  t o  the  Leg i s l a tu re  and the  Statewide data  • 
processing p lans  prepared by the  Division d isc losed t h a t  s e v s r a l  

s i g n i f i c a n t  a c t i v i t i e s ,  i d e n t i f i e d  a s  needing a t t e n t i o n  o r  requi r ing  

s p e c i f i c  Division a c t i o n ,  have not  i n  f a c t  been completed. I n  add i t ion ,  

the  Divis ion ' s  annual r epor t s  t o  the  Legis la ture  and t h e  Statewide EDP • 
planning document do not  include those a c t i v i t i e s  which were abandoned o r  

never s t a r t e d .  Five ins tances  of such inac t ion  by the  Divis ion  a r e  

documented i n  the  case  h i s t o r i e s  t h a t  follow: 

Case His tory  No. 1 - Data Communications 

Source and 
Date of Statement Statement 

Annual Report* 4 
May 1975 ". . . the purpose of the  Master P lan  f o r  s ta tewide  data  

processing providers ,  i s  t o  promote b e t t e r  s e r v i c e  
and lower c o s t s  through a  s e r i e s  of c a r e f u l l y  planned 
and cos t  j u s t i f i e d  s t e p s  t h a t  w i l l . . . .  

"Link these  Functional Networks through a  common, 0 
shared,  Statewide Data Communications Network." 
( ~ m ~ h a s i s  added) 

EDP Master Plan** 
1975 " A  high-speed, da ta  communications network i s  being 

developed t o  support t h e  func t iona l  cen te r s  i n  the  • 
processing of da ta  from the  o r i g i n a l  sources t o  
po in t s  of need." 

* The pub l i ca t ion ' s  f u l l  t i t l e  i s  "Annual Automation Report t o  the  
Arizona Legis la ture"  and i s  published annually. ** The pub l i ca t ion ' s  f u l l  t i t l e  i s  "Data Processing Master P lan  For The 
S t a t e  of Arizona." This plan was never implemented. 



Case His tory  No. 1 - Data Communications ( ~ o n c l ' d )  

Source and 
Date of Statement S t  a t  ement 

Annual Report* 
January 1977 "There appears t o  be a  need t o  e s t a b l i s h  a  

telecommunications network f o r  da ta  communications 
wi th in  the  State. . . .  

"Therefore, a  major e f f o r t  by DPD i n  (FY)  77-78 w i l l  
be t o  add an  individual  t o  the  s t a f f  t o  accomplish 
needed work i n  t h i s  a rea .  .. . 
" I t  appears reasonable t o  expect t h a t  from 
$50,000-100,000/yr. could eventual ly be saved through 
t h e  use of a  s tatewide data  network." 

Annual Report 
January 1978 "with the  added technica l  s t a f f  pos i t ion  f o r  (FY)  

77-78, e f f o r t s  a r e  underway t o  study and repor t  on 
t h i s  sub jec t  . I n i t i a l  recommends t i o n s  and plans 
should be ava i l ab le  f o r  both executive and 
l e g i s l a t i v e  branch review by the  end of t h i s  f i s c a l  
year  .'I 

Annual Report 
January 1979 "Continued e f f o r t s  t o  def ine  the  needs of the  S t a t e  

f o r  a  coordinated data  network a r e  planned t o  be 
completed by f i s c a l  year  1979-80." 

Statewide EDP Plan 
February 1979 "Data Communications.. . . 

"DPD i s  working toward publishing formal p lan  by 
6/80." 

Statewide EDP Plan 
February 1980 "DPD w i l l  produce d e f i n i t i v e  plans during FY 80-81. 

These w i l l  take i n t o  account the  e x i s t i n g  networks 
and f a c i l i t i e s  and fu tu re  requirements." 

Annual Report 
January 1981 

and 
Statewide EDP Plan 
March 1981 "The Data Processing Division w i l l  form a  committee 

of da ta  processing managers, communications exper ts  
and o the r  S t a t e  o f f i c i a l s  t o  work on a  s tatewide 
pol icy  f o r  voice and data  telecommunications." 

* The pub l i ca t ion ' s  f u l l  t i t l e  i s  "Statewide Data Processing Plan  For 
Arizona" and has been published annually s ince  1979. 



A s  shown, t h e  Division has made l i t t l e  progress towards achieving a  data 

communications plan o r  network i n  s p i t e  of: 1 )  h i r i n g  a  technica l  

s p e c i a l i s t  f o r  da ta  communications on Ju ly  25, 1977, 2 )  recognizing the  

need f o r  da ta  communications network a s  e a r l y  a s  1975, and 3) promising 

t o  produce plans by June 30, 1978, June 30, 1980, and during f i s c a l  year 

1980-81. According t o  the  Divis ion ' s  technica l  s p e c i a l i s t  i n  da ta  

communications: 

"Nothing has r e a l l y  been accomplished towards 
developing a  common communications network i n  th ree  
years .  " 

I t  should be noted t h a t  the  Division completed a n  inventory of data 

communications c i r c u i t s  i n  e a r l y  1980. However, t h i s  inventory a l ready i s  

outdated because i t  has not  been maintained properly. 

Case His torv  No. 2 - Cost Allocat ion 

Source and 
Date of Statement Statement 
Annual Report 
January 1976 "Some o the r  a r e a s  t h a t  need a t t e n t i o n  are : .  . . 

"Establ ish  a  s e r i e s  of ' s tandard p rac t i ces '  t o  be 
applied t o  such EDP a r e a s  a s ;  

"- uniform cos t  a l l o c a t i o n  procedures f o r  a l l  s t a t e  
data processing operat ion centers . . , "  

Annual Report 
January 1977 "Other s p e c i f i c  p lans  and objec t ives  scheduled f o r  

F  .Y. 77-78 are. .  ." 
Provide i n i t i a l  guidel ines  f o r  uniform cos t  
a l l o c a t i o n s  a t  t h e  f i v e  s t a t e  computer cen te r s  by 
September 1977.. .." 

Annual Report 
January 1978 "Also scheduled f o r  completion during t h e  coming year  4 

a r e  guidel ines  f o r  uniform statewide cos t  a l l o c a t i o n  
and charge r a t e  s t ruc tures . . . . "  

Statewide EDP Plan 
February 1979 "Minimum standards t o  be defined by DPD i n  calendar 

year  1979 ." 



Case His tory  No. 2 - Cost Allocat ion ( ~ o n c l ' d )  

Source and 
Date of Statement Statement 

Annual Report 
January 1980 "The Data Processing Division w i l l  produce guidel ines  

f o r  t h e  development of computer cos t  systems during 
1980. " 

Statewide EDP Plan 
February 1980 "DPD w i l l  i s s u e  guidel ines  f o r  computer cos t  

a l l o c a t i o n  i n  FY 79-80." 

Statwide EDP Plan 
March 1981 "DPD w i l l  produce Cost Allocat ion Guidelines..  .by 

June, 1981." 

The Division has i d e n t i f i e d  the  need t o  e s t a b l i s h  uniform cos t  a l l o c a t i o n  

procedures f o r  S t a t e  da ta  cen te r s  and has promised t o  provide cos t  

a l l o c a t i o n  guidel ines  every yea r  s ince  1977. However, a s  of September 16, 

1981, no guidel ines  had been provided. 

Case History No. 3 - Compatability of Computers 

Source and 
Date of Statement Statement 

Annual Report 
March 1974 "Information has value t o  management only i f  i t  can - 

be i n t e r r e l a t e d  and t o  t h e  degree 2 t  i s  i n t e r r e l a t e d .  

" I t  i s  p r a c t i c a l l y ,  and t echn ica l ly  impossible t o  
i n t e r r e l a t e  da ta  wi th in  Arizona government because of 
the  d iverse  programming languages, methods, s tandards 
and non-compatible computers." 

EDP Master Plan 
1975 "The organizat ion s e t  f o r t h  i n  t h i s  p lan  

involves..  . s tandardiza t ion ,  t o  the  extent  f e a s i b l e ,  
of da ta  processing equipment conf igura t ions  u t i l i z e d  
by t h e  State. . ."  



Case His tory  No. 3 - Compatability of Computers ( ~ o n c l ' d )  

Source and 
Date of Statement Statement 

Statewide EDP Plan 
February 1979 "Improved compatabil i ty which w i l l  y i e l d  interchange 

of information and reduced c o s t s  i s  a  des i rab le  
goal.  Economic and technica l  benef i t / cos t  a spec t s  of 
achieving compatability should be studied i n  
a n t i c i p a t i o n  of a  decision t o  be e f f e c t i v e  i n  the  
next 5-7 years." 

Statewide EDP Plan 
February 1980 "Economic, s e c u r i t y  and multi-agency information 

exchange advantages of increased compatabil i ty w i l l  
be s tudied  i n  a n t i c i p a t i o n  of a  decis ion  by 1984-86." 

Statewide EDP Plan 
March 1981 "Economic, s e c u r i t y  and multi-agency information 

exchange requirements w i l l  bene f i t  from increased 
compatibi l i ty.  These f a c t o r s  w i l l  be s tudied and 
plans made t o  achieve a  s a t i s f a c t o r y  so lu t ion  by F'Y 
1986." 

Although the  quest ion of computer compatabil i ty has been i d e n t i f i e d  a s  a 

topic  requi r ing  a t t e n t i o n  s ince  March of 1974, the  Division has not  made 

demonstrable progress i n  t h i s  a rea .  A c a r e f u l  reading of the  1981 

Statewide data  processing plan i n d i c a t e s  t h a t  the  Division expects the  

problem t o  provide i t s  own solu t ion .  

The plan s t a t e s ,  

"Fortunately,  vendors i n  the  marketplace s e e  s u f f i c i e n t  
value i n  compatabil i ty t o  work toward i t  on t h e i r  own 
with t h e  p o t e n t i a l  r e s u l t  t h a t  Arizona may be a b l e  t o  
meet t h i s  need simply by keeping i t  i n  mind whenever a  
change i n  computer hardware, software o r  telecom 
network design i s  contemplated ." ( ~ m ~ h a s i s  added) 



The data  center  managers, however, f e e l  t h a t  the  DOA-Data Processing 

philosophy i n  t h i s  a r e a  i s  inappropriate.  During the  June 4 ,  1981, 

day-long semiannual Division planning sess ion  one data  cen te r  manager 

s t a t e d  t h a t  i f  t he  S t a t e  waited f o r  vendors t o  provide i n t e r f a c e s  t o  allow 

compatabil i ty,  the  S t a t e  would s t i l l  be wait ing i n  1986. Several  o the r s  

i n  attendance agreed, and were recept ive  t o  be "up and doing." 

Case History No. 4 - Minicomputer and Dis t r ibuted  Data Processing 

Source and 
Date of Statement Statement 

Annual Report 
January 1976 "Some o the r  a r e a s  t h a t  need a t t e n t i o n  are : .  . . 

" Inves t iga te  and determine which of the  new 
techniques and technologies (such a s  minicomputers) 
can and should be adopted t o  our S t a t e ' s  automation 
f a c i l i t i e s  i n  a  uniform manner." 

Annual Report 
January 1977 "Other s p e c i f i c  plans and objec t ives  scheduled f o r  

F.Y. 77-78 are: . . .  

" I n i t i a t e  p i l o t  i n s t a l l a t i o n s  t o  study t h e  various 
a spec t s  and c a p a b i l i t i e s  of applying minicomputers t o  
general ized data  processing wi th in  our s t a t e  
government." 

Annual Report 
January 1978 "Because the  o v e r a l l  technology of computers i s  

changing, and t o  f o s t e r  a  needed l o g i c a l ,  o rde r ly  and 
f a c t u a l  inves t iga t ion  of how t h i s  changing 
environment might benef i t  t he  S t a t e ,  the  following 
minicomputer pol icy  w i l l  be e f f e c t i v e  during the  
study and evaluat ion phase which w i l l  extend f o r  
approximately 18-24 months. 

"No new ' s tand a lone '  computer cen te r s  w i l l  be 
es tabl i shed.  A l imi ted  and contro l led  number of 
' p i l o t '  minicomputer i n s t a l l a t i o n s  w i l l  be authorized 
by the  DPD from those requested by the  agencies." 



Case Hi s to ry  No. 4 - Minicomputer and Di s t r ibu ted  Data Process ing  ( ~ o n c l ' d )  

Source and 
Date of Statement Statement 

Statewide EDP P lan  
February 1979 "0b j e c t i v e / ~ s s u e  

"Allow expanded deployment of gene ra l  purpose 
minicomputers i f  app ropr i a t e  economic, managerial  and 
s t a f f i n g  s tandards  a r e  met i n  t h e  judgment of t h e  
c e n t r a l  reviewing a u t h o r i t y  (DPD) ." 

Annual Report 
January 1981 "This  d i v i s i o n  and t h e  managers of t h e  l a r g e r  d a t a  

process ing  c e n t e r s  w i l l  add res s  t h i s  important  new 
technology i n  t h e  coming yea r  t o  a t tempt  t o  a r r i v e  a t  
a  s t a t ewide  po l i cy  t h a t  w i l l  permit  o r d e r l y  growth 
wi th  cont ro l . "  

Statewide EDP P lan  
February 1981 "A s t a t ewide  p o l i c y  w i l l  be developed t o  de f ine  

d i s t r i b u t e d  processing and t h e  requirements f o r  
p a r t i c i p a t i o n ,  inc luding  t h e  u s e  of minicomputers, 
communications devices  and techniques.. . .This should 
occur dur ing  t h e  1982 ca l enda r  y e a r  t ime frame." 

Although the  Div is ion  has  recognized t h e  need t o  determine i f  

minicomputers should be app l i ed  t o  t h e  S t a t e ' s  automation f a c i l i t i e s ,  i t  

has  made l i t t l e  progress  toward such a  de te rmina t ion  o t h e r  t han  monitoring 

t h e  use  of a  Department of Heal th Se rv i ces  minicomputer. A pol icy  

s tatement  dated January 25, 1978, i nd ica t ed  t h e  s tudy  and eva lua t ion  phase 

would be extended t o  January 25, 1980. I t  should be noted t h a t  t h i s  phase 

has  been extended t o  1982. 



Case Hi s to ry  No. 5 - Computer Applicat ion 

Source and 
Date of Statement Statement 

Statewide EDP P lan  
February 1979 " ~ b j e c t i v e / ~ s s u e  

"The EDP community i n  coopera t ion  wi th  u s e r s  should 
e s t a b l i s h  a  process  f o r  t h e  review of e x i s t i n g  a s  
we l l  a s  new a p p l i c a t i o n s  l ead ing  t o  poss ib l e  
recommendations f o r  r e v i s i o n  o r  even e l imina t ion  from 
automated processing."  

"C omment 

"A number of l e g i s l a t o r s  and o t h e r s  were concerned 
about  t h e  poss ib l e  misuse of computers r e s u l t i n g  from 
running unnecessary, i nappropr i a t e  o r  i n e f f i c i e n t  
app l i ca t ions . "  

Statewide EDP P l a n  
February 1980 "DPD w i l l  produce s t anda rds  o r  gu ide l ines  governing 

t h e  a p p l i c a t i o n s  review procedure dur ing  ca lendar  
y e a r  1980." 

Statewide EDP P lan  
March 1981 "Guidel ines  w i l l  be produced i n  1981 

fo r . . . app l i ca t ions  reviews..." 

A s  of September 16,  1981, t h e  Div is ion  had not  produced a p p l i c a t i o n s  

review g u i d e l i n e s  t h a t  were scheduled f o r  completion i n  1980. 

The above f i v e  c a s e s  i l l u s t r a t e  t h a t  t h e  Statewide d a t a  process ing  p l a n  i s  

not  being developed o r  implemented properly.  A p o s s i b l e  s o l u t i o n  might be 

t o  e s t a b l i s h  a  Statewide ED? advisory  counci l .  I n  t h e  1979 Statewide p l an  

DOA-Data Process ing  suggested t h e  c r e a t i o n  of such a  counc i l ,  s t a t i n g :  

"The group should c o n s i s t  of non-DP p r o f e s s i o n a l s  from 
t h e  l e g i s l a t i v e ,  execut ive  and j u d i c i a l  branches and 
poss ib ly  members of t h e  p r i v a t e  s e c t o r .  The counc i l  
should meet approximately f o u r  t imes each y e a r  t o  
review EDP p l ~ n s  and recommend ac t ions . "  

I f  such a  counc i l  were c r ea t ed  t o  review p lans ,  monitoring the  

implementation of t h e  p l ans  could be a  n a t u r a l  ex tens ion  of  i t s  d u t i e s .  



CONCLUSION 

The Divis ion ' s  Statewide data  processing p lan  i s  inadequate i n  t h a t  i t  

does not  meet the  c r i t e r i a  of a  good plan document, cannot be implemented, 

i s  not  i n  compliance with s t a t u t o r y  requirements and i s  r e p l e t e  with 

abandoned o r  never-star ted p ro jec t s .  

A s  a  r e s u l t ,  t he  S t a t e ' s  da ta  processing use r s  a r e  not  receiving adequate 

guidance o r  a s s i s t ance .  

RECOMMENDATIONS 

Consideration should be given t o  t h e  following recommendations: 

1. The Division follow i t s  own Long-Range Planning Guidelines by 

developing a  p lan  which s p e c i f i c a l l y  def ines :  1 )  s t a t ed  

ob jec t ives ,  a c t i v i t i e s ,  time schedules and measurable r e s u l t s ,  

and 2)  t h e  estimated resource requirements t o  ca r ry  out  the  

i d e n t i f i e d  a c t i v i t i e s .  

2. The Division f u l f i l l  i t s  s t a t u t o r y  planning mandate by developing 

a  Statewide data processing plan t h a t  addresses the  

consol ida t ion ,  t r a n s f e r  o r  e l iminat ion  of data processing 

a c t i v i t i e s  and the  establishment of a d d i t i o n a l  data processing 

operat ions centers .  

3. The Division repor t  t o  the  Legis la ture  the  progress made t o  

achieve a l l  ob jec t ives  t h a t  a r e  s t a t e d  i n  the  plan document. - 

I t  i s  f u r t h e r  recommended t h a t  the  Legis la ture  consider  t h e  establishment 

of a  s t e e r i n g  board o r  committee t o  review and approve Statewide data 

processing plans prepared by the  Division and t o  monitor the  

implementation of t h e  Statewide plan. 



FINDING I1 

THE ENABLING STATUTES FOR DOA-DATA PROCESSING ARE INADEQUATE.  

I n  1972 the  Legis la ture  es tabl i shed by s t a t u t e  DOA-Data Processing, t h e  

pos i t ion  and r e s p o n s i b i l i t i e s  of an a s s i s t a n t  d i r e c t o r  f o r  da ta  processing 

and a  revolving fund t o  be managed by the  Division. 

Our review shows the  s t a t u t e s  a r e  inadequate i n  t h a t :  

1. While the  Division i s  given the  r e s p o n s i b i l i t y  t o  provide f o r  

e f f i c i e n t  and coordinated u t i l i z a t i o n  of da ta  processing 

equipment, techniques and personnel i t  i s  not given commensurate 

a u t h o r i t y  over the  S t a t e ' s  f i v e  major da ta  centers .  

2.  The enabling s t a t u t e s '  emphasis on a c e n t r a l i z a t i o n  of da ta  

processing may no longer be appropr ia te ,  given t h e  s t a t e  of 

to&ay 's  technology, and 

3. There i s  no s p e c i f i c  s t a t u t o r y  a u t h o r i t y  f o r  t h e  Division t o  

perform a c q u i s i t i o n  reviews. 

I n  add i t ion ,  the  Division has not  sought cu ra t ive  l e g i s l a t i o n  t o  address 

needed c l a r i f i c a t i o n s  and revis ions  of i t s  s t a t u t e s .  A s  a  r e s u l t ,  the  

Division has not  provided e f f e c t i v e l y  f o r  the  e f f i c i e n t  and coordinated 

use  of the  S t a t e ' s  da ta  processing resources envisioned i n  i t s  enabling 

I, 
s t a t u t e s .  



I n a b i l i t y  t o  Enforce Eff ic iency and Coordination 

A.R.S. $541-711 through 41-713 conta in  the  enabling s t a t u t e s  f o r  the  

Division,  desc r ip t ions  of i t s  r e s p o n s i b i l i t i e s  and a  da ta  proc;ssing 

revolving fund. A.R.S. $41-712 s t a t e s :  

"A. The data  processing d i v i s i o n  s h a l l  provide f o r  an  
e f f i c i e n t  and coordinated u t i l i z a t i o n  of da ta  
processing equipment, techniques and personnel t o  
achieve optimum effec t iveness  and economy i n  
c o l l e c t i o n ,  s torage ,  interchange,  r e t r i e v a l ,  processing 
and transmission of information. 

"B. The data  processing d i v i s i o n  s h a l l  develop, 
implement and maintain a  coordinated statewide plan f o r  
da ta  processing and data  communications systems, 
inc luding but  not  lilriiteci t o  the  consol ida t ion ,  
t r a n s f e r  o r  e l iminat ion  of da ta  processing a c t i v i t i e s ,  
and the  establishment of one o r  more cen t ra l i zed  da ta  
processing operat ions cen te r s ,  f o r  the  purpose of 
serving the  management and o ther  needs of the  
l e g i s l a t i v e ,  executive and j u d i c i a l  branches of s t a t e  
government." 

I n  g iv ing t h e  Division the  mandate t o  achieve e f f i c i e n c y  and coordinat ion,  

A.R.S. $41-712 gives  the  Division r e s p o n s i b i l i t y  f o r ,  and s o l e  au thor i ty  

over, the  da ta  processing needs of S t a t e  government, Reviewing A.R.S. 

$41-712, Leg i s l a t ive  Council commented: 

" In  author iz ing  t h e  DPD t o  develop, implement and 
maintain a  coordinated s t a t e  plan f o r  da ta  processing 
and da ta  communications systems f o r  the  purpose of 
serving the  needs of s t a t e  government, the  l e g i s l a t u r e  
has c l e a r l y  expressed i t s  i n t e n t  t o  confer  on the  DPD 
the  s o l e  a u t h o r i t y  t o  provide f o r  the  da ta  processing 
needs of the  branches of s t a t e  government and t h e i r  
departments; agencies,  boards and commissions." 

"The a s s i s t a n t  d i r e c t o r  f o r  data processing i s ,  
the re fo re ,  responsible f o r  t h e  d i r e c t i o n  and con t ro l  of 
da ta  processing operat ions cen te r s  which DPD 
e s t a b l i s h e s ,  and - no t  t h e  departments, agencies,  boards 
o r  commissions which serve only a s  hos t s  f o r  the  
centers ."  ( ~ m ~ h a s i s  added)" 

* A f u l l  t e x t  of the  opinion i s  included a s  Appendix I. 



Despite t h i s  s t a t u t o r y  a u t h o r i t y ,  t h e  Division i s  unable t o  enforce 

e f f i c i ency  and coordinat ion because: 

a .  The Division does not  have a u t h o r i t y  over the  da ta  processing 

resources of o the r  agencies,  and 

b. The method of f inancing the  S t a t e ' s  da ta  c e n t e r s  s e t  f o r t h  i n  

A.R.S. $41-713 has not  been implemented. 

Lack of Authori ty over Resources 

The Division has attempted t o  achieve e f f i c i ency  and coordinat ion by 

i s su ing  p o l i c i e s ,  d i r e c t i v e s ,  guidel ines  and procedures f o r  the  S t a t e ' s  

f i v e  da ta  processing cen te r s .  However, t h e  da ta  processing c e n t e r s  and 

the  host  agencies f o r  those cen te r s  e i t h e r  ignore the  Divis ion ' s  

d i r e c t i v e s  o r  do not  comply with them i n  a  timely manner. 

Data Processing Division Direc t ives  80-OlD, 80-04D and 80-05D i l l u s t r a t e :  

Direct ive 80-01D 

This d i r e c t i v e  required appl icable  agencies t o  develop and submit EDP 

s e c u r i t y  plans by the  end of t h e  t h i r d  quar t e r  of 1980. None of the  

data operat ion cen te r s  complied. One cen te r  submitted the  requested 

plan i n  the  four th  quar t e r  of 1980, one i n  the  f i r s t  qua r t e r  of 1981 

and the  o ther  th ree  i n  the  second quar te r  of 1981. 

Direc t ive  80-04D 

This d i r e c t i v e  required the  data  operat ions cen te r s  t o  submit 

long-range plans annually. Only two of the  f i v e  da ta  operat ion 

cen te r s  complied. 

Direct ive 80-05D 

This d i r e c t i v e  required the  data  operat ions cen te r s  t o  f i l e  a  copy of 

t h e i r  disaster-recovery p lans  with the  Division by June 30, 1981. A s  

of Ju ly  14, 1981, none of the  da ta  cen te r s  had complied. 



According t o  t h e  L e g i s l a t i v e  Counci l ,  t h e  a s s i s t a n t  d i r e c t o r  f o r  da t a  

processing i s  " . . . responsible  f o r  t h e  d i r e c t i o n  and c o n t r o l  of da ta  

processing ope ra t ions  cen te r s . .  . ." However, t h e  Div is ion  has no c o n t r o l  

over  c e n t e r  employees o r  equipment i n  t h a t  " t h e  hos t  agency, no t  DPD, i s  

au thor ized  t o  supe rv i se  t h e  persons s t a f f i n g  t h e  da t a  processing 

ope ra t ions  centers. . . ."" Therefore,  while  DOA-Data Process ing  may be 

gene ra l ly  r e spons ib l e  f o r  d i r e c t i o n  and c o n t r o l  of d a t a  process ing ,  t he  

h o s t  agencies  c o n t r o l  t h e  resources  and may ignore  Div is ion  d i r e c t i v e s  i f  

they  so  choose. 

Responding t o  t h e  incongru i ty  of Div is ion  r e s p o n s i b i l i t i e s  without 

a u t h o r i t y ,  L e g i s l a t i v e  Council  o f f e red  f o u r  poss ib l e  so lu t ions :  

"1. Authorize t h e  a s s i s t a n t  d i r e c t o r  f o r  da t a  
process ing  t o  depu t i ze  employees i n  t h e  agencies  
hos t ing  da t a  processing opera t ions  c e n t e r s  t o  
perform c e r t a i n  func t ions  of t h e  DPD. 

"2. Authorize t h e  DOA o r  t h e  DPD a lone  t o  c o n t r a c t  o r  
e n t e r  i n t o  agreements wi th  t h e  hos t  agencies  f o r  
j o i n t  o r  coopera t ive  a c t i o n  regard ing  t h e  d a t a  
process ing  ope ra t ions  cen te r s .  A.R. S. sec t i o n  
11-952, subsec t ion  A provides t h a t :  

" ' I f  au thor ized  by t h e i r  l e g i s l a t i v e  o r  o t h e r  
governing bodies ,  two o r  more pub l i c  agenc ie s  by 
d i r e c t  c o n t r a c t  o r  agreement may c o n t r a c t  f o r  
s e r v i c e s ,  o r  j o i n t l y  exe rc i se  any powers common t o  
t h e  c o n t r a c t i n g  p a r t i e s  and may e n t e r  i n t o  
agreements wi th  one another  f o r  j o i n t  o r  
coopera t ive  a c t i o n ,  except t h a t  i f  two o r  more 
school  d i s t r i c t s  a r r ange  t o  become c o n t r a c t i n g  
p a r t i e s  under t h e  terms of t h i s  s e c t i o n ,  such 
c o n t r a c t  s h a l l  f i r s t  be approved by t h e  s t a t e  
board of educat ion. '  

"The departments of revenue, economic s e c u r i t y ,  
publ ic  s a f e t y  and t r a n s p o r t a t i o n  a r e  au thor ized  t o  
e n t e r  such agreements wi th  o t h e r  agencies .  See, 
r e s p e c t i v e l y ,  A.R.S. s e c t i o n s  42-104, 41-1954, 
41-1713 and 28-114. 

* A f u l l  t e x t  of t h e  opinion i s  included a s  Appendix 11. 
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"3. Appropriate s u f f i c i e n t  monies t o  the  DPD f o r  
deposi t  i n  the  da ta  processing revolving fund f o r  
the  purpose of employing persons i n  and purchasing 
equipment f o r  the  da ta  processing operat ions 
centers .  

"4. Transfer personnel performing funct ions  r e l a t e d  t o  
the  da ta  processing operat ions cen te r s ,  data 
processing equipment and unexpended and 
unencumbered monies appropriated t o  the  host  
agencies f o r  performing funct ions  r e l a t e d  t o  the  
data processing operat ions cen te r s  t o  the  DPD." 

The t h i r d  a l t e r n a t i v e  i s  p a r t i c u l a r l y  noteworthy i n  l i g h t  of the  e x i s t i n g  

s t a t u t o r y  provisions f o r  f inancing S t a t e  da ta  cen te r s .  

Financing Centers According t o  A.R.S.  $41-713 

Four of the  f i v e  da ta  processing operat ion cen te r s  have been funded 

through appropr ia t ion  s ince  t h e i r  c rea t ion  i n  1975. These data cen te r s  

should be operat ing under t h e  da ta  processing revolving fund provided f o r  

i n  A.R.S. $41-713 . I n  a  May 4 ,  1981, memorandum t h e  Leg i s l a t ive  Council 

s t a t ed :  

"A.R.S. sec t ion  41-713 i s  appl icable  t o  a l l  da ta  
processing opera t ions  cen te r s  i n  t h a t  t h e  a s s i s t a n t  
d i r e c t o r  f o r  data processing may prescr ibe  t h a t  a l l  
da ta  processing opera t ions  cen te r s  be financed from and 
operate under the  da ta  processing revolving fund." 

I n  add i t ion ,  the  Leg i s l a t ive  Council s t a t ed  i n  an  opinion dated June 1, 

1981 : 

" . . . i f  the  l e g i s l a t u r e  appropr ia tes  monies t o  the  DPD 
f o r  deposi t  i n  t h e  da ta  processing revolving fund and 
those monies a r e  expended by DPD f o r  da ta  processing 
equipment of the  da ta  processing operat ions cen te r s  and 
s a l a r i e s  of employees i t  ass igns  t o  the  da ta  processing 
operat ions cen te r s ,  DPD i s  the  owner of the  equipment 
and the  supervisor  of a l l  persons i t  employs f o r  
assignment t o  the  da ta  processing operat ions centers .  
The host  agencies would serve  only a s  h o s t s  of the  da ta  
processing opera t ions  centers ."  



Under the  revolving fund concept the  Division would possess much broader 

au thor i ty  over the  da ta  c e n t e r s  than i t  now has. I t  should be noted t h a t  

the  Division attempted t o  requi re  a l l  the  da ta  c e n t e r s  t o  operate under 

the  revolving fund by i ssuing Pol icy  Statement 80-02 and Direc t ive  80-03D 

on August 11, 1980, e s t ab l i sh ing  a  uniform method of f inancing,  cost  

a l l o c a t i o n ,  cos t  recovery and budgeting f o r  the  S t a t e ' s  da ta  processing 

operat ion cen te r s  by including a l l  of them under t h e  revolving fund. 

However, the  pol icy  and d i r e c t i v e  never were implemented* because of 

s i g n i f i c a n t  opposi t ion from the  data cen te r  managers, department heads of 

the  hos t  agencies and l e g i s l a t o r s .  

The l ack  of Division a u t h o r i t y  over the  resources of the  da ta  cen te r s  

precludes i t  from enforcing i t s  p o l i c i e s ,  d i r e c t i v e s ,  procedures and 

guidel ines.  According t o  the  Division a s s i s t a n t  d i r e c t o r :  

"DPD has very few mechanisms ava i l ab le  t o  exerc ise  i t s  
a u t h o r i t y  over those agencies host ing t h e  designated 
S t a t e  da ta  cen te r s  o the r  than the  power t o  e s t a b l i s h  
them. For example, the  DPD would need more d i r e c t  
involvement i n  the  f i s c a l  management of t h e  S t a t e ' s  
da ta  processing resources including review a u t h o r i t y  
over da ta  processing revenues and expenditures i n  order  
t o  enforce i t s  s t a t e d  and implied s t a t u t o r y  
r e s p o n s i b i l i t y  f o r  those who choose t o  ignore i t . "  

S ta tu to rv  Focus On Central ized 

Centers May Be Inappropriate 

The focus of A.R.S. $41-712 .~  on cen t ra l i zed  data cen te r s  may not  be i n  

the  b e s t  i n t e r e s t  of the  S t a t e .  Some experts  now bel ieve  d i s t r i b u t e d  data 

processing, through the  use  of minicomputers, microcomputers and word 

processing cen te r s ,  i s  the  new generat ion of da ta  processing. 

Dis t r ibuted  data  processing has been defined a s  a  system: 

" . . . in  which the  computing funct ions  a r e  dispersed 
among severa l  physica l  computing elements. These 
elements may be colocated o r  geographically separated." 

* The Director  of the  Department of Administration countermanded Policy 
Statement 80-02 and Direc t ive  80-03D on August 27, 1980. 



Such systems have evolved because technological  advancements have reduced 

c o s t s  of minicomputers and microcomputers t o  the  extent  t h a t  i t  i s  

f e a s i b l e  t o  buy th ree  o r  four  small computers t o  do work previously 

performed by one l a r g e  c e n t r a l  computer. 

Although not  appropr ia te  f o r  a l l  app l i ca t ions ,  d i s t r i b u t e d  data  processing 

can provide s i g n i f i c a n t  advantages over cen t ra l i zed  systems. Some of the  

advantages a r e :  

- - More specia l ized  and responsive se rv ices  - The use of more and 

smaller  computers al lows f o r  information systems t h a t  b e t t e r  

match the  needs and objec t ives  of the  users .  

- - More r e l i a b i l i t y  - A l l  computing systems a r e  subjec t  t o  f a i l u r e .  

However, when small  computers a r e  l inked i n  a  multiprocessor 

system, provis ions  can be made f o r  backup computers i n  the  event 

of such f a i l u r e s .  It usual ly  i s  cos t -prohibi t ive  t o  maintain 

backup f o r  l a r g e ,  cen t ra l i zed  computers. I n  add i t ion ,  software 

packages f o r  smaller  computers o f t en  a r e  simpler and more l i k e l y  

t o  be e r ro r - f ree  than the  more complex software packages f o r  

l a rge  computers. 

Cost ' savings and product iv i ty  improvements - Depending on t h e  

s i t u a t i o n ,  d i s t r i b u t e d  data  processing can o f f e r  cos t  savings and 

product iv i ty  improvements over cen t ra l i zed  systems. For example, 

the  Connecticut department of education reported t h a t  the  

implementation of a  d i s t r i b u t e d  data  processing system increased 

product iv i ty  40 percent  and c u t  computing c o s t s  60 percent a s  

compared t o  the  cen t ra l i zed  system i t  replaced. S imi lar ly ,  a  

d i s t r i b u t e d  data  processing system used by the  of f - t rack  be t t ing  

system i n  New York Ci ty  processes four  times the  data  and c o s t s  

$250,000 a  month l e s s  than the  cen t ra l i zed  system i t  replaced. 



Arizona's s t a t u t e s  regarding the  Division predate many of the 

technological  advancements t h a t  fos te red  the  development of d is t r5buted  

data processing. The s t a t u t o r y  language provides only f o r  "...the • 
establishment of one o r  more cen t ra l i zed  data  processing opera t ions  

centers . .  . . " ( ~ m p h a s i s  added) 

Such language, i f  adhered t o ,  may r e s t r i c t  DOA-Data Processing from 0 
planning and implementing d i s t r i b u t e d  data  processing systems -- even 

though i n  some ins tances  such systems may o f f e r  s i g n i f i c a n t  advactages 

over cen t ra l i zed  systems. 

Lack of S ta tu to ry  Authori ty 

t o  Make Acquisi t ion Reviews 

A major funct ion  of the  Division i s  t o  review the  data  processing 

a c q u i s i t i o n  of S t a t e  agencies. While not s t a t u t o r i l y  mandateC, the  a 
a c q u i s i t i o n  review process has evolved through Division cooperat ion with 

various o f f i c e s  wi th in  DOA-Division of Finance. Through the  review 

process the  Division can prevent e f f e c t i v e l y  the  purchase of  da ta  

processing hardware and software by S t a t e  agencies. However, i t  should be a 
noted t h a t  S t a t e  agencies can and do circumvent the  approval process and, 

i n  the  absence of Division s t a t u t o r y  a u t h o r i t y ,  such circumventions a r e  

not i l l e g a l  o r  preventable. ( s e e  Finding 111, page 38) 

Inadequate Division E f f o r t s  t o  Address 

Def ic iencies  i n  i t s  Enabling S t a t u t e s  

The Division appears t o  have done l i t t l e  t o  obta in  co r rec t ive  l e g i s l a t i o n  

t o  address t h e  de f i c i enc ies  i n  i t s  enabling s t a t u t e s .  

Apparently the  sum and substance of Division e f f o r t s  t o  obta in  

c l a r i f i c a t i o n  regarding i t s  s t a t u t e s  was one request  i n  August 1978 f o r  an 

Attorney General opinion regarding i t s  a u t h o r i t y  and enforcement powers. a 
The DOA-Director withdrew the  request  before the  Attorney General prepared 

h i s  opinion. The Division has not  suggested l e g i s l a t i o n ,  o r  formally 

sought l e g i s l a t i v e  changes, t o  c o r r e c t  the  de f i c i enc ies  i n  i t s  s t a t u t e s .  



The Divis ion ' s  enabling s t a t u t e s  were enacted i n  1972. I n  our opinion, 

the  Division must accept some r e s p o n s i b i l i t y  f o r  the  de f i c i enc ies  t h a t  

have been i n  i t s  s t a t u t e s  f o r  nine years. 

CONCLUSION 

Our review revealed t h a t  DOA-Data Processing has not been able  t o  f u l f i l l  

i t s  s t a t u t o r y  mandate because i t s  au thor i ty  t o  enforce i t s  p o l i c i e s  and 

d i r e c t i v e s  i s  unclear.  I n  add i t ion ,  there  has been l i t t l e  formal e f f o r t  

t o  c l a r i f y  the  s t a t u t e s .  We a l s o  determined t h a t  the  s p e c i f i c  s t a t u t o r y  

language regarding c e n t r a l i z a t i o n  may be inappropr ia te  due t o  

technological  advances i n  d i s t r i b u t e d  data  processing. Fur ther ,  the  

review process f o r  da ta  processing acqu i s i t ions  should be prescribed 

s t a t u t o r i l y  t o  help prevent circumventions of the  process. 

REC ONMENDAT1 ONS 

Consideration should be given t o  the  following recommendations: 

1. The Legis la ture  consider the  following a l t e r n a t i v e s  regarding the  

funding and operat ion of the  da ta  operat ions centers .  

a .  C l a r i f y  A.R .S. $41-713 by s p e c i f i c a l l y  including da ta  

operat ions cen te r s  under the  da ta  processing revolving 

fund. This  would involve: 

Appropriate s u f f i c i e n t  monies t o  the  Division f o r  deposi t  i n  

the  da ta  processing revolving fund f o r  the  purpose of 

employing persons i n  and purchasing equipment f o r  the  da ta  

processing operat ions cen te r s ,  o r  

Transfer employees performing functions r e l a t ed  t o  the  da ta  

processing operat ions cen te r s ,  da ta  processing equipment and 

unexpended and unencumbered monies appropriated t o  the  host  

agencies f o r  performing funct ions  r e l a t ed  t o  the  da ta  

processing operat ions centers  t o  the  Division. 

b. Continue t o  fund the  data  operat ions cen te r s  by 

appropriat ion and s t a t u t o r i l y  e s t a b l i s h  the 

authority/responsibility r e l a t ionsh ip  between DOA-Data 

Processing and the data operat ions centers .  



c.  Authorize the  a s s i s t a n t  d i r e c t o r  f o r  da ta  processing t o  

deputize employees i n  t h e  agencies hos t ing  data processing 

operat ions cen te r s  t o  perform c e r t a i n  funct ions  of the  

Division. 

d. Authorize DOA o r  i t s  Data Processing Division t o  con t rac t  or  

e n t e r  i n t o  agreements with the  host  agencies f o r  j o i n t  or  

cooperat ive a c t i o n  regarding the  data  processing operat ions 

centers .  

2. The Legis la ture  amend A.R.S. $41-712, subsect ion B t o  provide f o r  

da ta  processing systems o the r  than cen t ra l i zed  systems. 

3. The Legis la ture  consider  s t a t u t o r i l y  prescr ib ing the  review 

process f o r  da ta  processing acqu i s i t ions .  



FINDING I11 

DOA-DATA PROCESSING IS NOT FULFILLING ITS INTENDED ROLE I N  THE EDP 

ACQUISITION PROCESS. 

On July  10,  1979, the  Department of Administration issued t o  agency heads 

a  procedures manual e n t i t l e d  The Acquisi t ion of Elec t ronic  Data Processing 

Hardware, Software and Sources.* The manual provides a  guide f o r  

converting j u s t i f i e d  EDP** needs i n t o  ZDP c a p a b i l i t y ,  and i t  s p e c i f i e s  

t h a t  the  Division w i l l  p a r t i c i p a t e  i n ,  review the  progress o f ,  provide 

consult ing during,  accept  o r  approve eleven s p e c i f i c  t a sks  i n  t h e  EDP 

a c q u i s i t i o n  process. Our review revealed t h a t  the  Division i s  not  

f u l f i l l i n g  i t s  intended r o l e  e f f e c t i v e l y  i n  t h e  EDP a c q u i s i t i o n  process i n  

t h a t  i t s  funct ion  i n  the  process i s  confined t o  reviewing and approving 

requested acqu i s i t ions  and t h a t  agencies f requent ly  circumvent the  

Division i n  acquir ing EDP equipment and services .  

According t o  t h e  DOA procedures manual, " i t  i s  t h e  r e s p o n s i b i l i t y  of t h e  

Data Processing Division (DPD) t o  provide guidel ines  throughout the  Phase 

I*** evaluat ion  and t h e  s p e c i f i c a t i o n  development process t o  ensure t h a t  

the  r e s u l t a n t  system conforms t o  the  S t a t e  da ta  processing plan."**** The 

EDP a c q u i s i t i o n  process i s  divided i n t o  two, phases and severa l  s p e c i f i c  

tasks .  These t a s k s  and t h e  Divis ion ' s  supposed involvement i n  each a r e  

summarized i n  Table 2 .  

.x. Appendix I11 conta ins  the  manual t e x t .  
jc* The procedure manual descr ibes  EDP a s  da ta  processing equipment, 

software, se rv ices  and word processing systems including 
typewriters  t h a t  have a  t e x t  s torage ,  e d i t i n g  and automatic 
p r in t ing  capab i l i ty .  

ltw Pro jec t  d e f i n i t i o n  and approval. 
-x-x-*Q See Finding I ,  page 7 regarding inadequacies i n  the  S t a t e  da ta  

processing plan. 



TABLE 2 

EDP ACQUISITION PROCESS AND DOA-DATA PROCESSING INVOLVEMENT 

Division Involvement 

Task 

Phase I -Projec t  Def in i t ion  and Approval 

Review 
Consult Progress P a r t i c i p a t e  Accept Approve 

- Statement of need 
- Benefi t  c o s t  j u s t i f i c a t i o n  X 
- Define EDP resources X X 
- Se lec t ion  and approval of 

a l t e r n a t i v e s  X 

Phase 11-Project and Acquisi t ion 
Implementation 

Determine a q u i s i t i o n  
method( s) 

Develop bid proposal t echn ica l  
s p e c i f i a t i o n s  

Assemble bid/proposal document 
I s sue  IFB o r  RFP 
~ i d / p r o ~ o s a l  evaluat ion and 

s e l e c t i o n  
Contract f i n a l i z a t i o n  and 

award 
Order EDP equipment, goods 

and se rv ices  
Delivery and acceptance of 

EDP equipment, goods and 
se rv ices  

Payment and operat ions 



Our review revealed t h a t  while the  Div i s ion ' s  r o l e  i n  t h e  EDP a c q u i s i t i o n  

process i s  designed t o  be pervasive and extensive,  i t  i s  i n  f a c t  l imi ted  

t o  the  point  of being i n e f f e c t i v e .  For example, DOA-Data Process ing ' s  

involvement with agencies during the  p ro jec t  d e f i n i t i o n  and approval phase 

is  t o  consul t  with them i n  preparing benef i t / cos t  j u s t i f i c a t i o n s ,  def in ing 

EDP resources and s e l e c t i n g  a l t e r n a t i v e s .  I n  t r u t h ,  the  Divis ion ' s  

consult ing se rv ices  a r e  nothing more than general  guidel ines  which a r e  

appended t o  the  July  10,  1979, procedures manual. The absence of 

consult ing se rv ices  i s  p a r t i c u l a r l y  c r i t i c a l  f o r  those agencies t h a t  do 

not  have the  exper t i se  t o  i d e n t i f y  and s e l e c t  EDP a c q u i s i t i o n  options,  a s  

the  following case i l l u s t r a t e s .  

The Department of Insurance has  budgeted funds t o  purchase a word 

processor i n  f i s c a l  year  1981-82. The business manager asked f o r  Division 

ass i s t ance  and received a copy of the  a c q u i s i t i o n  review procedures and 

copies of submissions by o t h e r  agencies. The business manager, f inding 

t h i s  unsa t i s fac to ry ,  continued t o  ga ther  information question-by-question, 

and i t  took him more than four  months t o  compile and submit h i s  request .  

According t o  the  business manager, he may never need t o  submit another  

request  f o r  da ta  processing o r  word processing equipment and t h a t  i t  does 

not seem l o g i c a l  t h a t  he should be expected t o  acquire  EDP exper t i se  t o  

make a one-time purchase. He suggested t h a t  the  Division e i t h e r  a s s i s t  

agencies i n  performing evaluat ions  o r  provide them with s p e c i f i c  

parameters (such a s  the  number of l e t t e r s  processed each month) f o r  which 

data  should be gathered and developed. 

According t o  the  Division,  i t  does not have s u f f i c i e n t  s t a f f  resources t o  

consult  with agencies i n  developing a c q u i s i t i o n  requests .  



Of t h e  e leven  EDP a c q u i s i t i o n  process  t a s k s ,  DOA-Data Process ing  i s  most 

v i s i b l y  and a c t i v e l y  involved i n  t h e  approval  of EDP a c q u i s i t i o n  

reques ts .  During ca l enda r  y e a r  1980, t h e  Div is ion  received 135 agency EDP 

a c q u i s i t i o n  r eques t s ,  o f  which i t  approved 125. According t o  t h e  employee 

who i s  p r imar i ly  r e spons ib l e  f o r  r ece iv ing  agency r eques t s ,  many approved 

r eques t s  a r e  changed o r  modified through nego t i a t i ons  between t h e  Divis ion 

and t h e  agencies .  Such r e q u e s t s  a r e  considered approved even though they  

may d i f f e r  s i g n i f i c a n t l y  from t h e  o r i g i n a l  submission. Fu r the r ,  a  

Div is ion  r e j e c t i o n  does not  mean t h a t  a n  a c q u i s i t i o n  i s  no t  made. More 

o f t e n  than  n o t ,  a  r e j e c t i o n  merely r e s u l t s  i n  a n  agency acqu i r ing  a  

d i f f e r e n t  p i ece  of equipment. 

While t h e  Div is ion  does review many EDP a c q u i s i t i o n  r eques t s ,  i t  appears  

t h a t  agencies  can  and do circumvent i t  i n  a c q u i r i n g  EDP equipment and 

s e r v i c e s .  

Three examples of such circumvention a r e  presented i n  t h e  fo l lowing  cases :  

Case I - Mine Inspec to r  Microcomputer 

Ar izona ' s  Mine Inspec to r  prepared a n  a c q u i s i t i o n  r eques t  f o r  a  

microcomputer system t o  suppor t  a n  emergency mine rescue p ro j ec t .  The 

Div is ion  denied t h e  r eques t  and recommended t h a t  t h e  Mine Inspec to r  

recons ider  a v a i l a b l e  opt ions.  The Mine Inspec to r  d i s regarded  t h e  d e n i a l  

and purchased a  microcomputer. The c la im was processed by DOA-Finance, 

Accounts and Cont ro ls  s e c t i o n ,  wi th  no Div is ion  approval .  

Case I1 - Department of Education - Word Processor  Upgrade 

The Department of Education reques ted  a n  upgrade f o r  i t s  word processing 

system i n  November 1980. The a c q u i s i t i o n  review procedures  c a l l  f o r  such 

r eques t s  t o  be approved by t h e  Div is ion ,  J o i n t  L e g i s l a t i v e  Budget 

Committee (JLBC) s t a f f  and Executive Budget Of f i ce  (EBO) s t a f f .  The 
(I 

Divis ion  and t h e  JLBC s t a f f  gave pre l iminary  approval  t o  t h e  reques t  on 

December 15,  1980, bu t  EBO withheld approval  pending f u r t h e r  r e sea rch  i n t o  

t h e  reques t .  However, t he  Department of Education proceeded t o  o rde r  t h e  

equipment on December 31, 1980, without  ob ta in ing  a l l  approvals .  EBO' s  

research  even tua l ly  l e d  t o  a  d e n i a l  of t he  reques t  on February 23, 1981, 

bu t  by t h a t  t ime t h e  equipment had been purchased. 



Case I11 - Attorney General - Word Processor 

The Office of the  Attorney General acquired a  word processing system i n  

January 1981. I t  did not  submit an  acqu i s i t ion  request  t o  DOA-Data 

Processing u n t i l  February 23, 1981. The Division response t o  the  Attorney 

General commented : 

"We were most disappointed t o  l e a r n  t h a t  the  requested 
equipment was acquired p r i o r  t o  submission t o  t h i s  
o f f i c e  of your Phase I information. Our approval of 
t h i s  a c q u i s i t i o n  the re fo re  must be a f t e r  the  f a c t  ," 

A s  the  above cases  i l l u s t r a t e ,  Division review of EDP acqu i s i t ions  can be 

circnmvented. I t  cannot be determined how widespread t h i s  p r a c t i c e  may be 

because of i n s u f f i c i e n t  c o n t r o l s  and documentation. Further ,  a s  shown i n  

Case 111, i n  the  absence of s t a t u t o r y  a u t h o r i t y  t o  perform the  review 

process, the  Division has l i t t l e  a u t h o r i t y  t o  take  a c t i o n  aga ins t  agencies 

t h a t  do not  obta in  Division approval before acquir ing  EDP equipment o r  

services .  

No Appeal Procedure f o r  EDP 

Acquisi t ion Review Decisions 

The procedures manual f o r  EDP acqu i s i t ions  does not  conta in  an appeal  

process f o r  agencies t h a t  d isagree  with a  Division review decision.  Such 

an appeal  process appears e spec ia l ly  appropr ia te  when l a r g e  acqu i s i t ions  

a r e  involved o r  t h e  request ing agency has i t s  own EDP employees, such a s  

the f i v e  agencies with da ta  centers .  The absence of such an appeal  

process may account f o r  some agencies not submitting reques ts  t o  the  

Division o r  may r e s u l t  i n  an  agency acquir ing equipment i t  should not ,  a s  

the  following case i l l u s t r a t e s :  



The Department of Economic Secur i ty  (DES) received approval from DOA-Data 

Processing i n  August 1979 t o  proceed t o  bid and contrac t  with an outside 

vendor f o r  a  software conversion and re la t ed  hardware requirements. The 

accepted bid included $760,000 f o r  an at tached processor a l t e r n a t i v e  and 

$240,000 f o r  increased memory capacity f o r  t o t a l  hardware cos t  of 

$600,000. However, the  con t rac t  was not f i n a l i z e d  due t o  a  lack  of 

Federal funds. Before the  con t rac t  was signed the  vendor n o t i f i e d  DES 

tha t  a  used processing system could be purchased from Arizona S t a t e  

Universi ty (ASU) f o r  approximately $690,000. Advantages of the  ASU system 

over the  at tached processor were increased processing power and a  dual 

system capab i l i ty .  The Division re j ec ted  a  DES request t o  obta in  the  ASU 

system because: 1) DES had not documented properly the  need f o r  added 

processing capaci ty ,  and 2 )  a  system with s i m i l a r  capacity t o  the  ASC 

system could be purchased on the  open market f o r  approximately one-half 

the cos t .  DES, however, did not want t o  purchase a  system on the  open 

market because bidding and Federal  approval requirements would have caused 

an i n t o l e r a b l e  delay i n  acquir ing the  equipment and software conversion 

needed. Because of time pressures  DES opted t o  obta in  the  at tached 

processor and i n  Ju ly  1980, the  Division,  a l legedly  because of pressure 

from the  Direc tor  of DOA t o  resolve the  i s sue ,  approved a  DES lease  of the  

at tached processor. That l ease  was not however, implemented and DES 

subsequently circumvented DOA-EDP acqu i s i t ion  procedures and purchased the 

at tached processor ou t r igh t .  According t o  DES o f f i c i a l s  such an a c t i o n  

was p rec ip i t a t ed  by the  f a c t  t h a t  i t  was $40,000 cheaper t o  buy the  

equipment than l ease  i t  f o r  18 months. I r o n i c a l l y ,  the  Div i s ion ' s  

a s s i s t a n t  d i r e c t o r  had pointed out p r i o r  t o  t h e  approval of the  cont rac t  

and has s ince  confirmed t h a t  the  equipment DES acquired was possibly the  

worst a l t e r n a t i v e  t h a t  could have been se lec ted .  

I t  should be noted tha t  the  Department of Administration d i r e c t o r  and the  

Division a s s i s t a n t  d i r e c t o r  agree t h a t  a formal appeal process should be 

es tabl i shed.  



CONCLUSION 

DOA-Data Processing i s  n o t  f u l f i l l i n g  i t s  intended r o l e  i n  t h e  EDP 

a c q u i s i t i o n  process i n  t h a t  i t  has not provided adequate consul t ing  t o  

a s s i s t  agencies. I n  add i t ion ,  agencies can and do circumvent t h e  review 

process. F ina l ly ,  the  process can be improved by es tab l i sh ing  a  formal 

appeal procedure. 

RECOMMENDATIONS 

Consideration should be given t o  the  following recommendations: 

1. The Division should provide m r e  consul t ing  support t o  those 

agencies lacking EDP exper t i se ,  and seek t o  improve 

communications with the  l a r g e r  agencies regarding acqu i s i t ions .  

2. The Division cooperate with t h e  General Accounting Off ice  of 

DOA-Finance t o  e l iminate  circumvention of the  a c q u i s i t i o n  review 

process. 

3. The Legis la ture  consider  prescr ib ing s t a t u t o r i l y  the  review 

process f o r  da ta  processing a c q u i s i t i o n s  and include s t a t u t o r y  

provisions f o r  an  appeal process t o  review disputed decisions.  

I f  the  Legis la ture  e s t a b l i s h e s  a s t e e r i n g  board o r  committee t o  

oversee Division a c t i v i t y  a s  recommended i n  Finding I (page 24)  

such a  body could review disputed a c q u i s i t i o n  decisions.  



STATE OF ARIZONA 

T H E  C A P I T O L  BRUCE BABBITT .  G O V E R N O R  

P H O E N I X ,  A R I Z O N A  85007 George Gri t t o n ,  Acti ng D I R E C T O R  
(602) 255-3669 JACK S T A N T O N ,  

A S S I S T A N T  D I R E C T O R  

October 19 ,  1981 

Mr. Douglas R .  Norton 
Auditor General 
S t a t e  of Arizona 
Phoeni x, Arizona 85007 

Dear Mr. Norton: 

You wi 11 f ind  enclosed our  w r i t t e n  response t o  t h e  performance a u d i t  
of  the  Department of  Administration - Data Processing Division. 
This response i s  based upon the  d r a f t  r e p o r t  provided September 25th,  
our meetings September 29th and October 14th and amendments received 
October 5 and October 14 ,  1981. 

We apprec ia t e  the  opportuni ty t o  meet with you, discuss t h e  d r a f t  and 
t o  comment i n  w r i t i n g  about the  a u d i t  and r epor t .  

Jack Stanton 
S t a t e  Automation Direc tor  

Approved : 

J S : j f  

Attachment 
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T H E  CAPITOL BRUCE BABBITT. G O V E R N O R  

P H O E N I X ,  A R I Z O N A  85007 

(602)  255-3669 
George Bri t t o n  , Acting D I R E C T O R  

J A C K  S T A N T O N ,  
A S S I S T A N T  D I R E C T O R  

RESPONSE O F  THE DATA PROCESSING DIVISION TO TiiE PERFORMANCE AUDIT CONDUCTED BY TtIE 
a 

OFFICE OF THE AUDITOR G E N E R A L  AS PART OF THE SUNSET REVIEW 

The Data Processing Division ( D P D )  wishes t o  thank the Auditor General ' s  

s t a f f  f o r  the i r  e f fo r t s  and courtesy in conducting the i r  audi t .  Thei r report 

general ly ref1 ects the substance of our discussions and points of concurrence. 

However, there s t i l l  a re  several areas where the Division has concern about and/ 

or  contention with the report .  

Because there i s  s igni f icant  agreement with the basic premise of Finding 11, 

we will  address th i s  area f i r s t .  I t  also permeates the other findings and in- 

f l  uences the conclusions. Findings I11 and I will be addressed aft.ery@;iading I1  

respecti vely . 
FINDING I1 

We concur with the basi c conclusion presented. There a re  additional consider- 

ations and a1 ternat i  ves tha t  shoul d be exami ned. For i nstance, agencies coul d s t i  11 d 
be direct ly  appropriated the funds, b u t  as "outside professional" t o  the programs/ 

di visions which use data processing services . DPD advocates th is  approach with the 

computer centers operating out of a charge-for-servi ces rev01 vi ng fund. 

The report does not c la r i fy  the scope of DPD's s ta tutes  in such areas as the 

universit ies and the leg is la t ive  and judicial branches. The exis t ing s ta tu tes  

(ARS 41-712) mention a l l  three branches as par t  of the scope of D P D .  Legislative 

appropriations, however, have t radi t ional ly been made to a9encies c.ri t h  l i t t l e  o r  

no regard t o  t h i s  provision. We recommend such c la r i f ica t ion .  

Regarding your argument presenting the advantages of distributed data proces- 

sing over centralized systems, normally the objective i s  one of determining the l(d 

proper mix of centralized and distributed f a c i l i t i e s  t o  be used for  the most ef- 

fect ive solution. This must be done on an agency by agency application basis.  

The requi rement for  management's control of the i nformation processing resource as 

well as the level of security of the information and supporti n g  eq~ ipnen t  are 

extremely important factors to  also consider in such a decision t o  decentralize. 



The samples presented for  the States of Connecticut and New York in t h e i r  

implementing distributed processing must be viewed with caution 'if d i rec t  ex- 

trap01 ation of the quoted savings to Arizona i s  intended. There a re  rcany con- 

s i  derati ons , i  ncl udi ng the di fferences i  n s ta tu tes  governing the agencies, 

geographi c distances and population distribution whi ch can i  nfl uence the econ- 

omi cs of t r a i  ni n g  , tel  ccommuni cat i  ons costs and servi ce avai labi 1 i  ty to remote/ 

distributed equipment. 

FINDING 111 

We generally agree with those statements and examples of th is  finding 

regarding those instances where agencies can and do circumvent the EDP Acqui - 
s i  tion Procedure. The lack of c lear  s ta tutory authority covered i n  Finding I1 

t o  enforce D P D  policy and di rect i  ves clearly i s  appl i  cab1 e in  this  area as we1 1 . 

Your recommendations s t a t e  tha t  DPD should "cooperate wi t h  the Accounts 

and Controls Section" (General Accounti ng Offi ce) to  el imi nate ci rcumventi on 

of the acquisition review process. We feel t h i s  reco~mendation should go 

further to include the State  Purchasing Office, and be factored into s tatutory 

changes in  these areas as we1 1 as for  DPD.  

There needs t o  be c la r i f ica t ion  of the term "consulting services" as used 

in the report .  The s ta f f ing  level of D P D  has not allowed us t o  provide primary 

resources t o  an agency to actually perform the detailed analysis and developnient 

of docurnentati on t o  s a t i s fy  DOA's EDP acquisition procedure. The "consul t i  ng" 

provided i s  to help define the process and what the State  agency needs to do 

t o  proceed. As s tated in your report ,  current s ta f f ing  i s  insuff ic ient  to  meet 

this  need. We have no objection to expanding our function to include actual 

needs analysis services to agencies, b u t  the Legislature and others must rea l ize  

i t  would s ignif icant ly increase our FTE count, related resources and budget 

appropriation to do so. 

The irnpetus behind issuing DPD Procedure #Kl-OlP dated January 31 , 19e0, 

t i t l e d  "Procedure for Agency Problem/Pieed Resolution t h a t  Occur Prior to  Phase 

I of the EDP Acquisition Procedures", was to  a s s i s t  acencies who may not have 

the resources to sa t i s fy  the acqui s i  tion requi rements. 
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The addi t ion of our Off ice  Automation s t a f f  rnernber l a s t  f i s ca l  yea r  has 

a1 1 owed LIS t o  prepare seminars and more speci f i  c procedures f o r  conducting 

word processing s tud ies  t o  determine i f  and t o  what extent  t h i s  f a c i l i t y  may 

bene f i t  an agency. A new seminar, t o  be completed t h i s  Fa1 1 1981 w i l l  use 

a procedure document as a " t ex t " .  I t  wi 11 a1 low managers t o  b e t t e r  conduct 

an analys is  of t h e i r  agency's word processing needs by f i l l i n g  i n  the  study 

forms provided. This wi 11 be suppl emented by 1 imi ted i ndi vi dual agency con- 

sul  t a t i o n  from DPD's ex i s t ing  s t a f f .  

Our agreement with es tab l i sh ing  an "appeal process" i s  based upon pro- 

viding v i s i b i l i t y  t o  the  major decision makers who a r e  concerned with assuring 

t h a t  t he  proper data processing a1 t e rna t i  ve i s  se lec ted  and imp1 emented. We 

o f f e r  t h e  following comments regarding t h a t  port ion of Finding I11 t h a t  .;s- $- re fe r -  

ences DES's operating system conversion bi d and contract .  

Exception i s  taken with the contention t h a t  bidding the equipment port ion 

on t he  open market and/or Federal approval would have caused "an i n to l e r ab l e  

delay" f o r  the  following reasons: 

1 - In June 1980, DES had decided t o  proceed with the p ro jec t  using 

descret ionary funds ava i l ab le  t o  the DES Director and not re ly  on 

di rec t Federal fundi n g .  

2 - The Department of Adnii ni s t r a t i o n  had cornmi t t e d  t o  p a r t i c i p a t e  wi th 

DES and expedi t e  open market bi ddi ng t o  be co~npl eted w i  t h i n  60-90 

days. (The o r ig ina l  bid was issued i n  August 1979 w i t h  the  provi- 

s ional  award made in  October 1979 - a period of l e s s  than 90 days.)  

3 - The Division a s s i s t a n t  d i r ec to r  had received a quote froni a t h i r d  

party broker of 30-60 days deli  very f o r  an essenti  a1 1y equi valent  

capacity processor (an IBM 370/158-3) t o  the machine being released 

from ASU (an IEF1 3031) f o r  a purchase p r i c e  of l e s s  than $275,000. 

This information was presented t o  DES. 

4 - The pri ce/cost  of the  computer memory portion dropped s i gn i f i c an t l y  

from August 1979 ' t i  1 June 1980. The IBM pr ice  \$as down to  ap- 

proximately ha l f  f o r  the quant i ty  involved, and the open market 

p r ice  was l e s s  than $100,000. 



5 - Even though DES used the  ex i s t ing  bid and award, they did not i n s t a l l  

the  a t tached processor unti 1  approxi mately s i  x months 1  a t e r  (January 

1981 ) , a  time g r ea t e r  than would have been required t o  b id ,  award and 

i n s t a l l  more powerful equipment a t  l e s s  cos t  from the  open market. 

6 - Based upon the bid spec i f i ca t ion  and the schedule shown in the  

vendor's proposal,  a  12 month conversion period was indicated with 

the 13th month f o r  turnover to  DES of the product of the conversion 

con t rac t .  

7 - The bas is  f o r  the decision by the  Division t o  only approve the rent /  

l ease  of  the at tached processor f o r  t h i s  9-12 month duration was 

t h a t  i t  would have been l e s s  cos t ly  than purchase and a1 low time 

f o r  DES t o  def ine  and acqui re needed ongoing capaci ty beycpd* 

conversion period. 

The key question from t h i s  argument was and i s  t h a t  i f  the  3031 was the  

most e f f e c t i v e  a1 t e rna t i ve ,  why did ASU choose t o  re lease  i t  in  favor of a  

370/158 ( s i nce  essen t ia l  ly  the same performance and coinpatibi l i  ty pias pro- 

vi ded) ? 

FINDING I  

We agree t h a t  improvernents t o  the S t a t e  E D P  planning process and plan 

document can and should be made. Arizona's data processing plan e f f o r t s  in  

general must be viewed as being i n  the ear ly  stages of evolution.  The DPD 

has been and wi 11 continue emphasizing the  need fo r  b e t t e r  planning. 

The points  made i n  your repor t  under Findi ng 11,  supporting inadequate 

D P D  enforcement power under exis  ti n g  s t a t u t e s  , have a l so  s i gn i f i c an t l y  in-  

fluenced the statewide data processing planning process. In f a c t ,  the three  

exarnpl es quoted under Fi ndi fig I  I regarding D P D  di r e c t i  ves :'SO-01 D ,  +80-04D 

and Pa-05D a1 1  involve d i rec t ion  f o r  planning and the lack of the rnajori ty 

o f  agencies involved t o  comply. 



Regarding I1 l i  nois ' plan document as a yards t ick  by which t o  compare 

Ari zona, the fol lov~i ng points  a r e  offered:  

1 - "Scope 80",  as the  I l l i n o i s  plan document i s  c a l l ed ,  was issued in 

March 1980, t h e i r  f i r s t  such major e f f o r t .  Arizona i n i t i a t e d  our  

cur ren t  plan publicat ion on an annual bas is  i n  February 1979. 

I l l i n o i s '  plan was developed using a task force of seven s t a f f  men- 

bers , a professional management consul t a n t  and an IEM advisory rnarket- 

i  ng  representa t i  ve supported by three  admi ni s t r a t i  ve and s ec r e t a r i  a1 

s t a f f .  The work of t h i s  task force  was supervised by a Managment 

Review Comrni t t e e  of s i x  top s t a t e  administrators.  Arizona has one 

FTE appropriated and a l located t o  t h i s  planning function who works 

with the  data center  and major agency data processing managers t o  
+ 7 9&.+. 

devel op Ari zona ' s  pl an. 

3 - There a r e  s i  gni f i  cant  differences i n  the  s t a t u t e s  regardi ng scope 

and au thor i ty  between I l l i n o i s  and Arizona as well as the level  of 

expenditures of the  two s t a t e s  f o r  data processing. 

4 - The cos t  to  develop, publish and d i s t r i b u t e  the I l l i n o i s  lona-range 

data processing plan exceeds the e n t i r e  annual budget of the D P D .  

The DOA Data Center provides services  t o  over 25 S t a t e  agencies, son:e 

of which a r e  major users such as t he  Departments of Health Services,  Education, 

Corrections,  Econorni c Securi ty as well as the  Compensation F u n d .  As f a r  as 

growth r a t e  and to ta l  budget i s  concerned, rvhil e  servic ing the 1 a rges t  f i e l d  

of users of any center ,  i t s  recent growth has been rnuch l e s s  than t h a t  of 

the DES center  f o r  example. Since the DOA center  operates olrt of the D . P .  

, easure  Revol vi n g  F u n d  ( t h e  only center  t o  do so )  i  t s  growth i s  a  di r ec t  c 

of the demand f o r  service  from users.  

The comparison of the  Arizona t o  California Conipensation F u n d  a l s o  can 

be misleadi ng. The f igures quoted a r e  not t o t a l l y  co~pa rab l  e .  Far  i n5tarIce 

the  Cali forni a  f igures do not include the cost  of  such servi  ces/i t e r s  a s :  

techni cal support personnel , tnagneti c  records 1 i  brary , computer room space,  



uti 1  i  t i  es , environmental services , f i  re and d isas te r  recovery protection, 

e tc . .  The figure quoted f o r  the Arizona Compensation Fund does include 

these added cost elements. 

Further, there a r e  differences in the level of autoration co~lmitment 

between California and Arizona; Arizona leads in  our opinion. There are  

differences in  the s t a tu t e s  that  govern the two s t a t e s  as we1 1 . I t  would 

be erroneous to conclude tha t  because the California Fund i s  "five times 

larger" that  Arizona could provide t h e i r  current level of service/use a t  

one-fifth the California cost i f  they had the i r  own center. 

DPD has and i s  involved in analyzing how best to  understand and apply 

the changing technology, the best  way t o  plan fo r  i t s  implementation and 
- ;r 

where appropriate employing the use of decentralized versus centralized 

computer fac i l  i  t i  es. The on-goi ng pi 1 o t  projects authorized and monitored 

by D P D ,  such as those in DHS (minicomputer use),  the Energy Office and Depart- 

ment of Corrections (microcomputer use) and the shared resource off ice auto- 

mation e f f o r t  i n  DOA, are current e f for t s  being undertaken within Arizona t o  

provide a  sound comparison and basis f o r  such planning decisions. 

The need fo r  improvi ng Ari zona's pl anni n o  process and resul tan t  plans 

i s  very real and i s  not contested. To progress fur ther ,  hol,vever, will take 

the Legislature 's  support including s tatutory changes incl udi ng  those dis- 

cussed in  your Finding 11. Our position i s  that  the examples quoted by the 

auditors of the apparent lack of ~ l a n  execution i s  in  rea l i ty  a reflection 

of the 1 ack of total  co~nmi tment by b o t h  the Legi s l  a  ture and State  A~enci es and 

acceptance of the D P D  as a  necessary central managenlent and control organi- 

zation. 

For your information, the Cost Allocation Guideline for  EDP Services 

document was issued in  September 1981 with DPD Directive %l-O1D. A copy of 

both documents has been transrni t t ed  to  your off i  ce. 
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May 4,  1951 

TO: Douglas R. Nor ton  
Auditor G e n e r a l  

FROM: Arizona Leg i s l a t ive  Council  

RE: Request  f o r  R e s e a r c h  and S t a t u t o r y  In t e rp re t a t ion  (0-81-28) 

This is in response  t o  a r e q u e s t  submi t t ed  on  your  behalf  by Gera ld  A. Si lva in a 
m e m o  da ted  April 15,  1981. No  input  w a s  r ece ived  f r o m  t h e  a t t o r n e y  gene ra l  conce rn ing  
this  request .  

F A C T  SITUATION: 

During 1968 t h e  Ar i zona  Leg i s l a tu re  a m e n d e d  Ar izona  Revised  S t a t u t e s  (A.R.S.) 
s ec t ion  35-122 by adding  subsec t ion  B, pa rag raph  2. This  a m e n d m e n t  was  l a t e r  codi f ied  
as A.R.S. sect ion 4 1  -712 r ep resen t ing  t h e  du t i e s  of t h e  d a t a  process ing  division (DPD) 
when t h e  depa r tmen t  of admin i s t r a t ion  (DOA) was  fo rmed  in  1972. As  a r e su l t  of th is  
s t a t u t e  e f fo r t s  w e r e  m a d e  t o  consol ida te  t h e  s t a t e ' s  d a t a  process ing  r e sources  f r o m  many  

( smal l  inef f ic ien t  and  less  e f f e c t i v e  ins ta l la t ions  t o  a f e w  l a rge r  c e n t r a l i z e d  m o r e  e f f i c i e n t  
compute r  service c e n t e r s .  T h e s e  e f f o r t s  cu lmina ted  in 1975 when f i v e  d a t a  process ing  
c e n t e r s  were  au tho r i zed  t o  s e r v e  t h e  state's d a t a  processing needs. 

When DPD w a s  c r e a t e d  in 1972 t h e  d a t a  processing revolving fund w a s  c r e a t e d  by 
A.R.S. sect ion 41-713. P re sen t ly  only o n e  of t h e  f i v e  s t a t e  d a t a  processing c e n t e r s ,  t h e  
DOA cen te r ,  o p e r a t e s  f r o m  th i s  revolving fund. 

On August 11,  1980,  t h e  DOA ass i s t an t  d i r ec to r  for  d a t a  processing issued DPD 
d i r ec t ive  #80-03D implemen t ing  D P D  policy s t a t e m e n t  #80-02 which r equ i r ed  t h e  
remaining four au tho r i zed  state d a t a  processing c e n t e r s  to i n t e g r a t e  t h e i r  f inancia l  
managemen t  i n to  a c o m m o n  s y s t e m  o p e r a t e d  and funded through t h e  d a t a  process ing  
revolving fund. T h e s e  fou r  d a t a  processing c e n t e r s  h a v e  been  historical ly funded  by 
appropriat ion t o  t he i r  hos t  agencies .  

QUESTIONS PRESENTED: 

1. Does A.R.S. s ec t ion  41-712 g ive  t h e  DPD t h e  so le  au tho r i ty  t o  provide  f o r  t h e  
d a t a  processing needs  of state gove rnmen t?  

2. What a u t h o r i t y  re la t ionship  should ex i s t  b e t w e e n  t h e  DPD a n d  t h e  f ive  
authorized s t a t e  d a t a  process ing  c e n t e r s  in l ight  of A.R.S. s ec t ion  41-712, subsec t ion  E? 
Specif ical ly,  does  D P D  h a v e  t h e  au tho r i ty  t o  exe rc i se  line au tho r i ty  ove r  t h e  s t a t e  d a t a  
processing centers?  

3. Do t h e  provisions of A.R.S. s ec t ion  41-713 apply only t o  t h e  DOA d a t a  
processing cen te r  o r  t o  a l l  f i v e  au tho r i zed  s t a t e  d a t a  processing c e n t e r s ?  



& 

ANSWERS: 

1. Yes. 

2. S e e  discussion. 

3. A.R.S. s ec t ion  41-713 is app l i cab le  t o  a l l  d a t a  process ing  ope ra t ions  c e n t e r s .  

DISCUSSION: 

1. A.R.S. s ec t ion  41 -712 provides: 

A. T h e  d a t a  process ing  division sha l l  provide f o r  a n  e f f i c i e n t  and  
coordina ted  u t i l iza t ion  of d a t a  process ing  equipment ,  techniques  and  
personnel  t o  a c h i e v e  o p t i m u m  e f f e c t i v e n e s s  and  economy in col lec t ion ,  
s to rage ,  in terchange ,  r e t r i eva l ,  p rocess ing  and t ransmiss ion  of informat ion .  

B. T h e  d a t a  process ing  division shal l  develop,  imp lemen t  and  
ma in ta in  a coord ina t ed  s t a t e w i d e  plan f o r  d a t a  processing and d a t a  
communica t ions '  sys t ems ,  including b u t  n o t  l i m i t e d  t o  t h e  consolidat ion,  
t r ans fe r  o r  e l iminat ion  of d a t a  processing ac t iv i t i e s ,  and  t h e  e s t ab l i shmen t  
of one  o r  m o r e  c e n t r a l i z e d  d a t a  process ing  ope ra t ions  c e n t e r s ,  f o r  t h e  
purpose  of serv ing  t h e  m a n a g e m e n t  and o t h e r  needs  of t h e  l e g & I a ~ e L  
execu t ive  and judicial b ranches  of state gove rnmen t .  (Emphasis  added.) 

T h e  in t en t  of t h e  l eg i s l a tu re  is t o  b e  d e t e r m i n e d  pr imar i ly  f r o m  t h e  l anguage  o f  t h e  
s t a t u t e  i t se l f ,  and when t h a t  is plain a n d  unambiguous a n d  conveys  a c l e a r  and  de f in i t e  
mean ing  t h e r e  is no  occas ion  f o r  r e so r t ing  t o  t h e  ru les  of s t a t u t o r y  cons t ruc t ion .  The  
s t a t u t e - m u s t  b e  given i t s  plain a n d  obvious  meaning.  D e  Wi t t  v. Magma  Copper  Company,  

( 1 6  Ariz. App. 305, 492 P.2d 1243 (1972). S e e  Marquez  v. Rapid  Harves t  Co., 89 Ariz.  62, 
358  P.2d 168 (1961), c i t e d  in  Ar i zona  Legis la t ive  Counci l  Memorandum (0-81-9). 

In au thor iz ing  t h e  DPD t o  develop ,  i m p l e m e n t  and  ma in ta in  a coord ina t ed  s t a t e  
plan for  d a t a  processing and  d a t a  c o m m u n i c a t i o n s  s y s t e m s  fo r  t h e  purpose of s e rv ing  t h e  
needs  of s t a t e  gove rnmen t ,  t h e  l e g i s l a t u r e  h a s  c l e a r l y  expressed  i t s  i n t en t  t o  c o n f e r  on  
t h e  DPD t h e  so le  a u t h o r i t y  t o  provide  f o r  t h e  d a t a  process ing  needs  of t h e  b ranches  of 4 
state gove rnmen t  and the i r  d e p a r t m e n t s ,  agencies ,  boa rds  and commissions.  

2. A.R.S. s ec t ion  41-712,  subsec t ion  B provides: 

The  d a t a  process ing  division shal l  develop,  imp lemen t  and ma in ta in  a 
coordina ted  s t a t e w i d e  plan f o r  d a t a  processing and d a t a  communica t ions  
systerns, including b u t  no t  l imi t ed  t o  t h e  consolidat ion,  t r ans fe r  o r  
e l iminat ion  of d a t a  process ing  ac t iv i t i e s ,  and t h e  e s t ab l i shmen t  of o n e  o r  
m o r e  cen t r a l i zed  d a t a  process ing  ope ra t ions  c e n t e r s ,  f o r  t h e  purpose of 
serv ing  t h e  m a n a g e m e n t  and  o t h e r  needs  of t h e  legislat ive,  execu t ive  and  
judicial b ranches  of state gove rnmen t .  (Emphasis  added.) 

T h e  g r a n t  of a n  expres s  power  t o  a n  admin i s t r a t ive  agency  c a r r i e s  wi th  i t  t h e  
a u t h o r i t y  t o  exe rc i se  al l  b t h e r  a c t i v i t i e s  reasonably  necessa ry  t o  c a r r y  i t  i n t o  e f f e c t .  
Suther land ,  S t a t u t e s  and S t a t u t o r y  Cons t ruc t ion  sec t ion  65.03 (4th ed., Sands, 1974). 

T h e  DPD is requi red  t o  develop ,  imp lemen t  and  ma in ta in  a coord ina t ed  s t a t e w i d e  
p lan  f o r  d a t a  processing and  i s  c l e a r l y  g iven  t h e  power  t o  es tab l i sh  and ma in ta in  o n e  o r  



m o r e  d a t a  processing ope ra t ions  c e n t e r s  fo r  t h e  purpose  of s e rv ing  t h e  n e e d s  of s t a t e  
government.  

c A.R.S. s ec t ion  41-712, subsec t ion  A provides: 
\ 

The  d a t a  process ing  division shal l  provide f o r  a n  e f f i c i e n t  and  
coordina ted  u t i l iza t ion  of d a t a  process ing  equ ipmen t ,  t echn iques  and  
personnel  t o  ach ieve  o p t i m u m  e f f e c t i v e n e s s  and economy in co l l ec t ion ,  
s to rage ,  i n t e rchange ,  r e t r i eva l ,  processing and t ransmiss ion  of informat ion .  
(Emphasis added.) 

In cons t ru ing  s t a t u t e s ,  t h e  c o u r t  m u s t  look t o  a s t a t u t e  as a whole and  g ive  a 
harmonious e f f e c t  t o  a l l  of i t s  sec t ions .  S t a t e  v. S tandsberry ,  114 Ariz. 351, 560 P.2d 
1258 (1976 C t .  App.). 

As w a s  s t a t e d  in Ar i zona  Legis la t ive  Council  Memorandum (0-81-10),  t h e  a s s i s t a n t  
d i r ec to r  for  d a t a  process ing  is respons ib le  f o r  d i r ec t ion  and con t ro l  of t h e  D P D  and m a y  
issue policy s t a t e m e n t s  and  d i r e c t i v e s  in  t h e  p e r f o r m a n c e  of his  duties .  T h e  a s s i s t an t  
d i r ec to r  f o r  d a t a  processing is, t h e r e f o r e ,  responsible f o r  t h e  d i r ec t ion  and c o n t r o l  of d a t a  
processing ope ra t ions  c e n t e r s  which DPD es tabl i shes ,  and n o t  t h e  d e p a r t m e n t s ,  agencies ,  
boards or  commissions which  s e r v e  only as hos ts  f o r  t h e  c e n t e r s .  H e  was  au tho r i zed  
pursuant  t o  his powers  and  d u t i e s  provided  fo r  in A.R.S. s e c t i o n s  41-711 thr~wg+&&.1-713 t o  
issue policy s t a t e m e n t  1180-02 and  d i r e c t i v e  //go-03D t o  a s su re  and  t o  provide  f o r  a n  
e f f i c i en t  and coord ina t ed  u t i l i za t ion  of t h e  d a t a  processing r e sources  of t h i s  state by 
establ ishing a uniform m e t h o d  of f inancing,  c o s t  a l loca t ion ,  c o s t  r ecove ry  and  budget ing  
f o r  d a t a  processing func t ions  and  s e r v i c e s  within t h i s  state and t o  requi re  d a t a  process ing  
opera t ions  c e n t e r s  t o  develop ,  i m p l e m e n t  and  o p e r a t e  a f inancia l  m a n a g e m e n t  p rog ram,  
including f inancing,  c o s t  a l l oca t ion  and  c o s t  r ecove ry  p rocedures  f o r  t h e  s e r v i c e s  t h e y  

D < provide. 

3. A.R.S. s ec t ion  41-713 provides  f o r  t h e  e s t ab l i shmen t  of t h e  d a t a  process ing  
revolving fund "in suppor t  of t h e  p rog ram of t h e  division of d a t a  processing." F o r  t h e  
reasons  s t a t e d  ea r l i e r  in t h i s  Memorandum and Memorandums (0 -81 -9 )  and (0-81-10),  i t  
s e e m s  appa ren t  t h a t  t h e  a s s i s t a n t  d i r e c t o r  fo r  d a t a  processing is au tho r i zed  t o  e s t ab l i sh  a 
uniform method of f i nanc ing  and t o  p re sc r ibe  t h a t  a l l  d a t a  process ing  ope ra t ions  c e n t e r s  
be  f inanced f r o m  and o p e r a t e  under  t h e  d a t a  processing revolving fund as o n e  s t e p  t o w a r d  
providing for  a n  e f f i c i e n t  a n d  coord ina t ed  u t i l iza t ion  of t h e  d a t a  process ing  r e sources  of 
this  s t a t e .  The  l eg i s l a tu re  h a s  c l e a r l y  expressed  i t s  des i re  f o r  coordina t ion  a n d  economy 
of d a t a  processing ope ra t ions  by t h e  b ranches  of s t a t e  gove rnmen t  and  the i r  d e p a r t m e n t s ,  
agencies,  boards and  commiss ions .  

T h e  f a c t  t h a t  only t h e  DOA d a t a  processing ope ra t ions  c e n t e r  h a s  been  f i n a n c e d  by 
t h e  d a t a  processing revolving fund  and  t h e  a s s i s t an t  d i r ec to r  has  only r ecen t ly  d i r e c t e d  
t h a t  al l  t h e  c e n t e r s  b e  f i n a n c e d  f r o m  and o p e r a t e  under t h e  revolving fund t o  e s t ab l i sh  a 
uniform me thod  of f i nanc ing  is n o t  necessar i ly  ev idence  t h a t  A.R.S. s e c t i o n  41  -7  13 
applies  only t o  t h e  DOA d a t a  process ing  ope ra t ions  c e n t e r  and t h a t  t h e  a s s i s t a n t  d i r e c t o r  
has  exceeded  his au tho r i ty .  S e e  Ar izona  Dept .  of Revenue  v. Transamer i ca  T i t l e  Ins. Co., 
124 Ariz. 417, 604 P.2d 1128 (1979). 

T h e  a s s i s t an t  d i r e c t o r  f o r  d a t a  process ing  and his  predecessor ,  t h e  commiss ione r  of 
f inance,  have  appa ren t ly  b e e n  working many  y e a r s  t owards  t h e  goal  of a n  e f f i c i e n t  and 
coordina ted  u t i l iza t ion  of t h e  d a t a  process ing  r e sources  of Arizona. 



The  magni tude  of t h e  d u t y  of  DPD is r e f l e c t e d  by Governor  Cas t ro ' s  Apr i l  6, 1975 
l e t t e r  t o  Dr. Brent  Brown, D i rec to r ,  O f f i c e  of Economic  Planning and Developmenr ,  in 
which h e  observed t h a t  DPD,  s t a t e  agencies ,  leg is la t ive  l eade r s  and  t h e  governor ' s  o f f i c e  
would have  t o  work t o g e t h e r  in t h e  e s t ab l i shmen t  a n d  des ignat ion  of c e n t r a l i z e d  d a t a  

( processing opera t ions  cen te r s .  T h e  l e t t e r  itself implied t h e  f u t u r e  f inancing  of al l  d a t a  
processing opera t ions  c e n t e r s  f r o m  t h e  d a t a  processing revolving fund. 

CONCLUSIONS: 

1. A.R.S sec t ion  41-712 g ives  t h e  DPD so le  au tho r i ty  t o  provide f o r  t h e  d a t a  
processing needs of t h e  b ranches  of state gove rnmen t  and  the i r  d e p a r t m e n t s ,  agencies ,  
boards and commissions. 

2. T h e  DPD is  r equ i r ed  t o  develop,  i m p l e m e n t  and  ma in ta in  a coord ina t ed  
s t a t e w i d e  plan fo r  d a t a  process ing  and is c l ea r ly  g iven  t h e  power  t o  es tab l i sh  a n d  ma in ta in  
o n e  or  m o r e  d a t a  process ing  ope ra t ions  c e n t e r s  f o r  t h e  purpose of serv ing  t h e  needs  of 
s t a t e  government .  T h e  a s s i s t a n t  d i r ec to r  fo r  d a t a  process ing  is responsible f o r  d i r ec t ion  
and cont ro l  of t h e  DPD and,  t he re fo re ,  d a t a  process ing  ope ra t ions  c e n t e r s  which  DPD 
es tabl i shes  and m a y  issue policy s t a t e m e n t s  and  d i r ec t ives  in t h e  p e r f o r m a n c e  of  his  
duties. 

3. A.R.S. s ec t ion  41-713 is appl icable  t o  al l  d a t a  process ing  ope ra t ions , cen te r s  in 
t h a t  t h e  assis tan1 d i r ec to r  f o r  d a t a  processing may p resc r ibe  t h a t  a l l  &ta$~ocess ing  
opera t ions  c e n t e r s  b e  f inanced  f r o m  and o p e r a t e  under t h e  d a t a  processing revolv ing  fund. 

cc: Gera ld  A. Si lva 
P e r f o r m a n c e  Audit  Manager  
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J u n e  1, 1981 

TO: Douglas R. Nor ton  
Auditor G e n e r a l  

FEIOM: Arizona Leg i s l a t ive  Counci l  

RE: Reques t  f o r  Resea rch  and  S t a t u t o r y  In t e rp re t a t ion  (0-81-44) 

This  i s  in response  t o  a reqi lest  s u b m i t t e d  on  your behalf  b y  Gera ld  A. Silva in a 
m e m o  d a t e d  May 13, 198 1. No input  was  r ece ived  f r o m  t h e  a t t o r n e y  gene ra l  conce rn ing  
th is  reques t .  

F A C T  SITUATION: 

T h e r e  a r e  present ly  f i v e  au tho r i zed  state d a t a  c e n t e r s  hos t ed  by t h e  d e p a r t m e n t s  of 
adminis t ra t ion ,  revenue ,  economic  secu r i ty ,  public  s a f e t y  and  t ranspor ta t ion .  T h e  ' 

employees  who s t a f f  t h e s e  d a t a  c e n t e r s  a r e  hired,  f i r ed ,  p r o ~ n o i e d  a n d  d i r e c t e d  i n  t h e i r  
du t i e s  by t h e  r e spec t ive  host  agency.  Per  your r e sea rch  and s t a t u t o r y  i n t e r p r e t a t i o n  
memorandum (0-81-28), t h e  d e p a r t m e n t  of admin i s t r a t ion  (DOA) division of d a t a  

( processing (DPD) has  t h e  so le  au tho r i ty  t o  provide f o r  t h e  d a t a  processing needs  of s t a t e  
gove rnmen t  and i s  respansible fo r  t h e  d i r ec t ion  and con t ro l  of d a t a  processing ope ra t ions  
c e n t e r s  and not t h e  d e p a r t m e n t s  which s e r v e  only as hos ts  f o r  t h e  cen te r s .  

QUESTIONS: 

w 1. What s p e c i f i c  a u t h o r i t y  does  D P D  and  t h e  hos t  a g e n c i e s  respec t ive ly  h a v e  over  
t h e  employees  who s t a f f  t h e  state d a t a  c e n t e r s ,  and who owns and con t ro l s  t h e  d a t a  
process ing  equipment  of t h e  state d a t a  c e n t e r s ?  

2. If all  d a t a  processing opera t ions  c e n t e r s  w e r e  f inanced  f r o m  a n d  o p e r a t i n g  
under t h e  DPD d a t a  processing revolving fund,  t h e n  wha t  a u t h o r i t y  nlouid DPD and t h e  
hos t  agencies  respec t ive ly  h a v e  over  e:nployees and who would own t h e  processing 
equ ipmen t  purchased through t h e  revolving fund? 

3. If t h e  d i rec t ion  and  con t ro l  provided by DPD ove r  t h e  state d a t a  c e n t e r s  a r e  no t  
coinplied with by t h e  individual d a t a  c e n t e r  manage r s  and/or  t h e  hos t  agency ,  is t h i s  
cons idered  nonfeasance  and w h a t  a c t i o n  c a n  b e  t aken  t o  r e c t i f y  t h e  noncompl iance  
s i tua t ion?  

I., 2. and 3. S e e  discussion. 



1. The  hos t  agenc ie s  of t h e  d a t a  process ing  ope ra t ions  c e n t e r s ,  t h a t  is, t h e  
d e p a r t m e n t s  of admin i s t r a t ion ,  revenue ,  e c o n o m i c  secu r i ty ,  public  s a f e t y  a n d  
t r anspor t a t ion  a r e  au tho r i zed  by s t a t u l e  t o  employ,  d e t e r m i n e  t h e  condit ions of 
employment, p r e s c r i b e  t h e  powers  and du t i e s  of  and  supervise  persons t h e y  employ. See ,  
respec t ive ly ,  Ar izona  Revised  S t a t u t e s  (A.R.S.) s ec t ions  41-702, 42-103, 41-1954, 41-1711, 
41-1713 and 28-108. 

If t h e  l eg i s l a tu re  had  in t ended  t h a t  t h e  D P D  e x e r c i s e  au tho r i ty  ove r  employees  of 
t h e  host  agenc ie s  f o r  t h e  purpose o f  perforrning c e r t a i n  funct ions  of t h e  DPD, i t  would 
have  s o  provided. F o r  example ,  t h e  l eg i s l a tu re  provided t h a t  t h e  DOA ass i s t an t  d i r ec to r  
fo r  personnel  m a y  "depu t i ze  employees  in various state agenc ie s  where  c e r t a i n  of t h e  
func t ions  of t h e  personnel  a d ~ n i n i s t r a t i o n  division c a n  b e  per for ined  by such deputies." 
A.R.S. s ec t ion  41-763, pa rag raph  4. (See  "deputize" and  "deputy", Black's L a w  Dic t ionary  
398 (5 th  ed., 1979).) 

In addi t ion ,  t h e  hos t  agency ,  n o t  DPD, i s  t h e  owner  of a n y  d a t a  processing 
equipment  of t h e  d a t a  process ing  ope ra t ions  c e n t e r  which i t  hos ts  f o r  which monies w e r e  
appropr ia ted  by t h e  l eg i s l a tu re  t o  t h e  agency.  S e e  Ar izona  ~ e g i - s ~ % t ? & - - ~ o u n c i l  
h lemorandum ( 0 - 3  1-32). 

2. As s t a t e d  above ,  if t h e  l eg i s l a tu re  appropr i a t e s  monies  t o  t h e  D P D  for  depos i t  
in t h e  d a t a  process ing  revolving fund and t h o s e  monies  a r e  expended by  DPD fo r  d a t a  
processing equiprnent  of  t h e  d a t a  process ing  ope ra t ions  c e n t e r s  and  sa l a r i e s  of employees  
i t  assigns t o  t h e  d a t a  process ing  ope ra t ions  c e n t e r s ,  DPD is  t h e  owner of t h e  equ ipmen t  
and  t h e  supervisor  of al l  persons  i t  ernploys f o r  ass ignment  t o  t h e  d a t a  processing 
opera t ions  cen te r s .  T h e  host  agenc ie s  would s e r v e  only as hosts  of t h e  d a t a  processing 
ope ra t ions  c e n t e r s .  

3. A.R.S. s e c t i o n  38-443 provides  tha t :  

A public  o f f i c e r  or  person holding a posi t ion of public  t r u s t  or employmen t  
who knowingly o m i t s  t o  pe r fo rm any  d u t y  t h e  p e r f o r m a n c e  of which i s  
requi red  of him by law is  gui l ty  of a c lass  2 misdemeanor  unless spec ia l  
provision h a s  been  rnade f o r  punishment of such  omission. 

I t  is i nappropr i a t e  for  t h i s  o f f i c e  t o  d e t e r m i n e  whe the r  manage r s  of t he  d a t a  
processing ope ra t ions  c e n t e r s  o r  t h e  host  agenc ie s  a r e  gui l ty  of nonfeasance  in public 
o f f i c e  for  t h e i r  f a i l u r e  t o  comply w i t h  d i r ec t ives  issued by t h e  ass is tan t  d i r ec to r  for  d a t a  
processing. You rnay wish t o  r c c o ~ n r n e n d  t h a t  t h e  a s s i s t an t  d i r ec to r  for  d a t a  processing 
s e e k  an  opinion of  t h e  a t t o r n e y  g e n e r a l  regard ing  th i s  s i tua t ion .  

CONCLUSIONS: 

1. The  hos t  agency ,  n o t  DPD,  i s  a u t h o r i ~ e d  t o  supervise  tile persons s t a f f ing  t h e  
d a t a  processing ope ra t ions  c e n t e r s  whorn i t  employs.  Jn addi t ion ,  t h e  host  agency  is t h e  
o;Lfner of any  d a t a  processing equ ipmen t  of t h e  d a t a  processing opera t ions  c e n t e r  for  
which monies w e r e  appropr i a t ed  by t h e  l eg i s l a tu re  t o  t h e  agency.  



2. DPD ~vould  be  t h e  o\vner of t h e  d a t a  processing equipment  and t h e  supervisor of 
all persons i t  ernploys for  assignment t o  t h e  d a t a  processing opera t ions  cen te r s  if the  d a t a  
processing operations cen te r s  were  f inanced under t h e  d a t a  processing revolving fund. 

3. I t  i s  inappropriate f o r  this  o f f i c e  t o  de te rmine  whe the r  managers of t h e  d a t a  
processing operations cen te r s  or t h e  host  agencies  a r e  guil ty of nonfeasance in  public 
off ice  f o r  the i r  fa i lure  t o  comply with d i rec t ives  issued by t h e  assistant  d i rec tor  fo r  d a t a  
processing. 

RECORIMENDATIONS: 

You may  wish t o  recommend t o  t h e  legis la ture  t h a t  i t  do one  or m o r e  of t h e  
following: 

I) 1. Authorize t h e  ass is tant  d i rec tor  for  d a t a  processing t o  deputize employees  in 
t h e  agencies hosting da ta  processing opera t ions  c e n t e r s  t o  perform ce r ta in  functions of 
t h e  DPD. 

2. Authorize t h e  DOA or t h e  DPD alone t o  c o n t r a c t  or e n t e r  in to  agreements  wi th  
the  host agencies  fo r  joint or cooperat ive  ac t ion  regarding t h e  d a t a  p roces~Tn~%p&ra t ions  
centers .  A.R.S. sect ion 11-952, subsection A provides that:  

If authorized by the i r  legislat ive or o ther  governing bodies, two  or m o r e  
public agencies  by d i r e c t  c o n t r a c t  or ag reement  m a y  c o n t r a c t  fo r  services,  
or jointly exerc ise  any powers common t o  t h e  con t rac t ing  part ies and m a y  
en te r  in to  agrzements  wi th  one  another  fo r  joint or cooperative ac t ion,  
excep t  t h a t  if t w o  or m o r e  school d is t r ic ts  a r range  t o  become contract ing 
par t ies  under t h e  t e r m s  of this  sect ion,  such c o n t r a c t  shall f i r s t  be approved 
by t h e  s t a t e  board of education.  

The depar tments  of revenue,  economic  secur i ty ,  public s a f e t y  and t ranspor ta t ion a r e  
authorized t o  e n t e r  such agreements  with o ther  agencies. See,  respectively,  A.R.S. 
sections 42-104, 41-1954, 41-1713 and 28-114. 

3. Appropriate suff ic ient  monies t o  t h e  DPD for deposit  in  t h e  d a t a  processing 
revolving fund fo r  the purpose of employing persons in and purchasing equipment fo r  t h e  
da ta  processing operations cen te r s .  

4. Transfer personnel performing functions re la ted  t o  t h e  d a t a  processing 
operations centers ,  da ta  processing equipment and unexpendzd and unencumbered monies 
appropriated t o  t h e  host agencies  for  perforrning functions re la ted  t o  the  d a t a  processing 
operations cen te r s  t o  t h e  DPD. 

cc: Gera ldA.S i lva  
Performance Audit Manager 
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STATE OF ARIZONA 

MEMORANDUM: 

TO Agency Heads 

DEPARTMENT OF ADMINISTRATION 

Robert C.  Dickeson, Director 
FROM : Depart~ient of Administration 

SUW ECT : PROCEDURES MANUAL 
For The Acouisi t ion  of Elec t ronic  Data Processing 
Hardware, Software and Services 

The attached copy( ies )  of the  revised p r ~ c e d u r e  f o r  the  acqu i s i t ion  of 
EDP equipment and services  becomes e f f e c t i v e  as o f  t h i s  da te  and 
supersedes the  previous document and procedure dated February 1978. 
You should note tha r  t h i s  procedure has been expanded t o  include word 
processing systerns as well a s  data processing s y s t m s  consistent-#i.L&, 
current  t e c h n o l o y  and tne  expressed des i res  of the  Governor's Office 
t o  e f f e c t i v e l y  control  the  expanding use of these f a c i l i t i e s .  

As s t a t e d  in the  procedure, specia l  o r  unusual s i t u a t i o n s  in the 
various port ions of the EDP acqu i s i t ion  process a re  bound t o  a r i s e ,  
and i t  i s  not  the  i n t e n t  t h a t  t h i s  document t r y  t o  d e t a i l  a l l  such 
contingencies. When such inc idents  or cases occur o r  there  are  quest ions 
about d e t a i l s  of how t o  apply the procedure, please contact  our S t a t e  
Purchasing Of f i ce ,  Finance o r  Data Processing d iv i s ions  f o r  c l a r i f i c a t i o n  
and guidance. 

Robert C.  Dickeson 

RCD/ 1 b 

Attachment 
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f o r  

The . \ ca ,u i s i t ion  of  E l e c r r o n i c  Pa:a P r o c e s s i n g  

Hardliare,  Sof tware  and S e r v i c e s  

Approved : 
D i r e c t o r ,  D e ~ a r t m e n t  o f  Xiimnistra: ion 

Date 



A PROCEDURE FCR EDP .ACOUISITICY 

Forward: 

T h i s  p rocedure  i s  p u b l i s h e d  a s  a  guide  f o r  c o n v e r t i n g  j u s t i f i e d  EDP needs in:? 
EDP c a p a b i l i t y .  I: i s  an i n ~ e r n a l  p o l i c y  docmenr f o r  a l l  s t a t e  a g e n c i e s .  For 
p u q o s e s  o f  t h i s  p rocedure  "EDP" means a l l  d a t a  p r o c e s s i n g  ea.ui?men:, c f t ~ s r c ,  
s e r v i c e s ,  and word ~ r o c e s s i n g  sys tems i n c l u d i n g  t ) ~ e w r i t e r s  t h a t  have a  r e x r  . . 
s t o r a g e ,  e d i t i n g ,  and a u t o m a t i c  p r i n t i n g  c a p a b i l i t y .  The p u r c h a s e  o f  consi~-!2-i? 
s ~ ~ p l i ' e s  and maintenance D a r t s  a r e  excluded from t h e  p r o v i s i o n s  o f  t h i s  ? r o c e C ~ r . - .  
I t  i s  t h e  u s e r ' s  r e s p o n s i b i l i t y t o  document and j u s t i f y  h i s  needs and o b t ~ i n  :?.P 

n e c e s s a r y  fxnds  t o  make t h e  ac0,uisi:ion. I r  i s  t h e  r e s ? o n s i S i l i t y  o f  :he Data 
P rocess ing  D i v i s i o n  (DPD) t o  p r o v i d e  g u i d e l i n e s  th roughout  t h e  Phase I e ~ a : z z t : - n  
and t h e  s p e c i f i c a t i o n  development F r o c e s s ,  t o  i n s u r e  t h a t  t h e  r e s u l t a n t  s y s ? e z  
conforms t o  t h e  S t a t e  daza p r o c e s s i n g  p l a n .  I t  i s  t h e  r e s p o n s i b i l i t y  o f  t h e  
S t a t e  Purchas ing  C f f i c e  (SPO) t o  expedi: iously award c o n t r a c r s  f o r  t h e  ? u r c > a s e  
o f  approved i t e n s .  T h i s  p rocedure  i s  p u b l i s h e d  a s  a  d i r e c t i v e  t o  f u l f i l l  
s t a t u t o r y  requ i rements  of Arizona r e v i s e d  s r a t u t e s  i n c l u d i n g  s e c t i o n s  41--11,  
41-71?,  41-713, 11-729,  51-730,  71-1051, 41-1052, 31-1053, 41-1054, 41-19::, 
41-1056, t h e  S t a t e  Procurement !.lanual, and Data P r o c e s s i n g  D i v i s i o n  P o l i c y  - ' - 9 - i ' l .  
The o b j e c t i v e  o f  t h e  p rocedure  i s  t o  p r o v i d e  a  s y s t e m a r i c  EDP a c q u i s i t i o n  ?recess 
t h a t  i s  bo th  e f f i c i e n t  i n  t ime  and e f f e c t i v e  i n  c o n t r o l .  

The S t a r e  Purchas ing  O f f i c e  w i l l  award open end c o n t r a c t s  f o r  s t a n d a r d  EDF i t e z s  
t h a t  can be a c q u i r e d  d i r e c t l y  by t h e  u s e r s  a f t e r  approva l  o f  t h e  Data P r o c e s s i n ;  
D i v i s i o n .  The S t a t e  Purchas ing  O f f i c e  w i l l  award s p e c i f i c  c o n t r a c t s  f o r  unic.ce 
one t ime requ i rements  on t h e  b a s i s  of  a r e q u i s i t i o n  and s p e c i f i c a t i o n s  f r o c  t h e  
u s e r  and a?proved by t h e  Data P r o c e s s i n g  D i v i s i o n  under  t h i s  p r o c e h r e .  The 
r e q u i s i t i o n  w i t h  c o n t r a c t  award endorsement w i l l  be r e t u r n e d  t o  t h e  u s e r  f o r  
d i r e c t  p u r c h a s i n g  a c t i o n .  

I t  is  e s s e n r i a l  t h a t  each a c q u i s i t i o n  under  t h i s  p rocedure  be  made on a nunbere?  
purchase  o r d e r  wi th  f u l l  t e r n s  s p e c i f i e d .  The S t a t e  Purchas ing  O f f i c e  c o n r r a c t  
number and t h e  approva l  of  t h e  Data P r o c e s s i n g  D i v i s i o n  must be i n d i c a t e d  on rF.2 
purchase  o r d e r .  Vendors t h a t  a r e  awarded EDP c o n t r a c t s  w i l l  be  a d v i s e d  n o t  t c  
a c c e p t  purchase  o r d e r s  u n l e s s  t h e y  s a t i s f y  t h e  above r e q u i r e m e n t s .  Any ac!drt:sr.a! 
c o n t r o l  doccnent  t h a t  may be d e s i r e d  be theen  t h e  agency and t h e  vendor  x ~ z t  
be i d e n t i f i e d  and r e f e r e n c e d  t o  t h e  a p p l i c a b l e  purchase  o r d e r  and [<ill Seczze  
p a r t  o f  t h e  pe rzanen t  purchase  o r d e r  f i l e .  

Procedure  : 

The p r o c e s s  o f  a c q u i r i n g  EDP r e s o u r c e s  t o  s a t i s f y  an a g e n c y ' s  needs  i n v o l v e s  :he 
e f f o r t s  o f  s e v e r a l  depar tments  and i s  g e n e r a l l y  c o q o s e d  o f  two p h a s e s .  Phase I 
i n v o l v e s  t h e  d e f i n i t i o n  o f  t h e  need o r  problem,  e v a l u a t i o n  o f  a l t e n a t i l , - e s ,  
funding review and DPD approva l  t o  p roceed  w i t h  a c q u i s i t i o n .  Phase  I 1  inl;olves 



X Procedure  f o r  EDP A c q u i s i t i o n  ( c o n t i n u e d )  

t h e  s p e c i f i c a t i o n s ,  t h e  b i d  y r o c e s s ,  a c q u i s i t i o n  and implementa t ion .  The t o t z l  
p r o c e s s  w i l l  r e s u l t  i n  t h e  ? r e ? a r a t i o n  o f  r e p o r t s  and memos t o  d o c ~ y e n t  3 c t h  
t h e  p r o c e s s  and t h e  d e c i s i o n s  made a t  each s t e ? .  

Appendix 1 p r o v i d e s  a  r eady  r e f e r e n c e  o u t l i n e  t o  a s s i s t  i n  t h e  developnen: o f  
documentat ion t o  s u p p o r t  any ED? requiremen?.  The f o m  and c o n t e n t  o f  t?,e dccx- 
menta t ion  i n  Phase I w i l l  b e  a s  a v e e d  upon between t h e  agency and t h e  Darn 
P r o c e s s i n g  D i v i s i o n  bu t  w i l l  g e n e r a l l y  vary  ~ i : h  t h e  n a t u r e  and c o ~ l e x i t y  cf 
t h e  r e q u i r e n e n t  b e i n g  developed.  The  c h a r t  on ?age 3 p ros . ides ,  i n  t a b u l a r  fa:, 
ar! o u t l i n e  o f  t h e  a c q u i s i t i o n  p r o c e s s ,  t h e  n o m a l  sequence  o f  e v e n t s ,  and 
~ e c i f i e s  t h e  ~ a r t i c i p a n t s  t o  a i d  i n  u n d e r s ~ a n d i n g  xho does khaz and when. 
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~e~er.",see A ~ e s ? . h  1) 

I = k - - t i z t e  
P  = P ~ r t i c i p a t e  
C = C 0 r , " ~ t  
B = Rev'-ew progress  
A = A ~ r n - e  - 
A = Acceptzrxe 

- - - - - - - . . - - .- . _ __  _ - - 
1 f  i h e  s e l e c z e d  a l i e n a t i v e ~ ~ s a n  i t e m  on onen s t a t e  contracz o r  i n v o l ~ e c  
i c t e r - a g e n c y  agreement s e e  Appendix 2 .  



EDP .ACQUISITION PRCCESS 

Documentation Cut . l ine  

Phase I  

1. S t a r e n e n t  o f  Need. 

Develop a  g e n e r a l  s t a t e m e n t  o f  t h e  s i t u a r i o n  t h a t  r e q u l r e s  reso1u:i:c. 
Desc r ibe  t h e  s i t u a t i o n  i n  n o n - t e c h n i c a l  t e m s  char  can be u n d e r s t z c ?  
by a l l  l e v e l s  o f  management. T r y  t o  a n t i c i p a t e  f a c t s  t h a t  managenext 
w i l l  need T O  u n d e r s t a n d  t h e  s i t 7 a t i o n .  I d e n t i f y  t h e  c a u s e ,  t h e  e f f e z r ,  
and t h e  iriipact on o t h e r  depar tments .  A t  t h i s  ~ o i n t  do n o t  tr;, t o  j cs t : l . . .  
e q u i p e n t  o r  o t h e r  means a s  a  s o l u t i o n .  Your o b j e c t i v e  i s  t o  des2r15e a 
problem,  o r  need,  t o  a  degree  t h a t  w i l l  convince  Eanazeaen: t h a t  ac::oz 
i s  n e c e s s a r y .  

2 .  E~:aluate t h e  . A l t e r n a t i v e s .  

, . There  a r e  u s u a l l y  a  number o f  d i f f e r e n t  p o s s i b l e  s o l u t i o n s  t o  a  proole:. 
L i s t  t h e n ,  t h e n  e v a l u a t e  t h e n  one a t  a  t i m e .  Some k i l l  b e  more o p ~ i x !  
t h a n  o t h e r s  and some p o i n t s  w i l l  seem obvious  t o  you,  bu t  f a i l u r e  t o  -- ' - 7  

c o n s i d e r  t h e n  i n  your  e v a l u a t i o n  xay r e s u l t  i n  q c e s c i o n s  l a t e r  th2;  ;(::i 

d e l a y  a  d e c i s i o n .  

Each a l t e r n a t i v e  c o n s i d e r e d  s h o u l d  i n c l u d e  t h e  ad\:antages and d i s a l -  
van tages  a s s o c i a t e d  wi th  i t s  i ~ p l e m e n t a t i o n  ( o r  i n  t a k i n g  no a c t i o n ) .  
I n c l c d e  b e n e f i t / c o s t  a n a l y s i s  and j u s t i f i c a t i o n  where a p p r o p r i a t e .  For 
t h o s e  a l t e r n a t i v e s  t h a t  i n c o q o r a t e  EDP r e s o u r c e s ,  5 0 t h  t h e  type  and 
q u a n t i t y  must be i d e n t i f i e d .  

3. S e l e c t i o n  and Approval o f  Optimal A l t e r n a t i v e .  

.A t ho roug3  e v a l u a t i o n  o f  t h e  a l t e r n a t i v e s  w i l l  u s u a l l y  r e s u l t  i n  t h e  
i d e n t i f i c a t i o n  o f  one t h a t  i s  c l e a r l y  more o p t i m a l  t h a n  a l l  o t h e r s .  
The j u s t i f i c a t i o n  f o r  t h e  s e l e c t i o n  o f  a  p a r t i c u l a r  s o l u t i o n  wi th  c o s t  
i n f o r n a t i o n ,  budget i q a c t  f o r  3-5 y e a r s ,  and r e a l i s t i c  es1ima:es o f  
implementa t ion t ime  f rames shou ld  be  i n c o r p o r a t e d  i n t o  t h e  ? r e c e e d i r g  
documentat ion f o r  review by EBC, approva l  by D P D  and .Agency managece::. 

Agency management d e t e r n i n e s  t h e  r e l a t i v e  p r i o r i t y  o f  t h e  p r o j e c t .  For 
example,  t h e  p r o j e c t  a e f i n i t i o n  and approva l  may be a  p r o d u c t  o f  an 
agent? ? l a n n i n g  and b u d g e t a r y  e f f o r t .  I f  t h i s  i s  t h e  c a s e ,  and f u k s  
a r e  no: y e t  a ? ? r o ? r i a t e d  o r  a v a i l a b l e ,  i t  rnay be  months o r  y e a r s  b e f o r e  
t h e  EDP a c q u i s i t i o n  can b e  i n i t i a t e d .  On t h e  o t h e r  h a n d ,  i f  f s n l s !  
a l l o c a t i o n s  a r e  c u r r e n t l y  a v a i l a b l e ,  a c q u i s i t i o n  cou ld  proceed  in:^ 
Phase I 1  immedia te ly .  

I f  t h e r e  i s  a  s i g n i f i c a n t  d e l a y  (beyond s e v e r a l  months) between a?src1:a! 
o f  t h e  p r o j e c t  and EDP a c q u i s i t i o n  p r o c e s s i n g ,  D P D  may r e q u e s t  t h a t  :?.e 
p r o j e c t  be reviewed t o  be  c e r ~ a i n  t h a t  r h e  a l t e r n a t i v e  s e l e c t e d  i s  it::i 
v a l i d  i n  t e m s  o f  v a r i o u s  changes  i n  EDP t e c h n o l o g y ,  s t a t e  EDP s e r v i c e s  

* 
a v a i l a b l e ,  e t c .  



.Appendix 1  ( c o n t i n u e d )  

Phase i I  

1. D e t e r a i n e  . \ c q u i s i t i o n  !lethod(s j . 

%en t h e  agency has  completed t h e  Phase I a c t i v i t i e s  and h a s  a d e c u a t s  
f a n d i n g  t o  proceed wi th  acquisition, r h e  agency sl iould c o n s u l t  with :Fie 
SPO t o  d e t e r x i n e  k h e t h e r  t h e  ECP r e s o u r c e  needed i s  a v a i l a b l e  under  a n  
e x i s t i n g  s r a t e  c c n t r a c t  o r  wherher i t  w i l l  be n e c e s s a r y  t o  ? r e p a r e  a?-. 
IF3,'RFP. .Appendix -3  o u t l i n e s  t h e  ? rocedures  t o  be f s l l o w e d  f o r  a c q u i -  
s i t i o n  from an e x i s t i n g  c o n t r a c t  o r  by " i n t e r - a g e n c y  agreement" &her. 
d e t e m i n e d  t o  be a c p r o p r i a t e .  

2 .  Develop Bid iPropcsa l  Document. 

iit-ien t h e  need t o  deve lop  an i n v l t a t i o n  f o r  b i d  has  Seen i d e n t i f i e d ,  t h e  
DP,'DC canazexen t  f u n c t i o n  w i l l  i n i t i a t e  t h e  deve locnen t  o f  t h e  t e c h n i c z l  
s p e c i f i c a t i o n s  t o  be i n c l u d e d  i n  :he RFP'IFB. The DPD and t h e  end u s e r  
w i l l  p a r t i c i ? a t e  i n  d e v e l o p i n g ,  r ev iewin2  and approving t h e  t e c 5 n i c a l  
s p e c i f i c a t i o n s .  .A l i s t  o f  p r o s p e c t i v e  vendors  w i l l  a l s o  be developed an: 
reviewed wi th  CP9. Upon recei? :  o f  t h e  t e c h n i c a l  s p e c i f i c a t i o n s ,  r!-&e SFS 
w i l l  a s s e n b l e  t h e  remain ing  p o ~ t i o n s  n e c e s s a r y  t o  c o n p l e t e  t h e  overa!; 
WF/ IF3  a o c m e n t  . 

5 .  I s s u e  o f  r h e  RF?iIFi3. 

The b i d  docxien: w i l l  be p r i n t e d  and d i s t r i b u t e d  t o  ? r o s ? e c t i v e  vendcrs  
by t h e  S?G. I f  a  p r e - b i d  vendor confe rence  i s  r e o c i r e d ,  i t  w i l l  be 
a r ranged  by t h e  SPO. S t a z e  p a r t i c i p a t i o n  & i l l  i n c l u d e  t h e  end u s e r ,  
t h e  D P / D C  nanager ,  DPD, SPO and any o t h e r  depar taen:  t h a t  may be  r e q u e s t e l  
by t h e  SPO t o  a s s u r e  adequa te  t e c h n i c a l  s u p p o r t .  

4.  Bid/Pro?osal  E v a l u a t i o n  and S e l e c t i o n .  

The SPO w i l l  d e s i g n a t e  an e v a l u a t i o n  committee composed o f  t h e  end u s e r ,  
DP/DC manager, u s e r  agency,  DPD and SPO. A b i d / p r o p o s a l  e v a l u a t i o n  
meet ing w i l l  be c a l l e d  by SPO a s  soon a s  ~ r a c t i c s b l e  a f t e r  b i d  o p e n i n g .  
The s i z e  and c o ~ o s i t i o n  o f  t h i s  committee f o r  any p a r t i c u l a r  eva1uat:on 
w i l l  depend on t h e  complexi ty  o f  t h e  s y t e n  b e i n g  a c q u i r e d  b u t  ma), i n c l u d e  
r e p r e s e n t a t i v e s  from a l l  t h o s e  depar tments  c i t e d  above.  The e v a l u a t i o n  
committee w i l l  recommend a  p a r t i c u l a r  b i d / p r o p o s a l  f o r  c o n t r a c t  a x a r d .  

5 .  C o n t r a c t  F i n a l i z a t i o n  and Award. 

Based upon committee e v a l u a t i o n ,  t h e  SPO w i l l  ? & l i s h  a  h o r i c e  o f  .\ha:? 
and Order  Data (FD- 143) t o  t h e  successfu!  vendor  ( s )  , t h e  u s e r  agent:. . z n i  
w i l l  n o t i f y  a l l  o t h e r  vendor  ~ a r t i c i p a n t s  o f  t h e  d e c i s i o n .  

SP9 w i l l  conduct and c o o r d i n a t e  f i n a l i z i n g  t h e  p o s t  award  contract:^;, 
i n v o l v i n g  t h e  DP/DC management and DPD f o r  i n ? u t  and t h e  Attorney Geners; 
f o r  c o n s i d e r a t i o n  and a p p r o v a l  o f  c o n t r a c t  a s  t o  l e g a l  form. 



* Appendix I ( c o n t i n u e d )  

Phase I I ( c o n t i n u e d )  

6 .  Order  EDP Equ ipment /Serv ices .  

m e  FD-143 i s  n o t i f i c a t i o n  t o  t h e  end u s e r  agency thzit t h e  r e q u e s t e t  
EDP equipment o r  s e r ~ i c e s  a r e  now a v a i l a b l e  f o r  d i r e c t  p u r c h a s e .  (.\is: 
s e e  Appendix 2 . )  The agency p u r c h a s i n g  a c t i v i t y  w i i l  p r e p a r e  a  ? u r c h ~ s ?  
o r d e r  t o  t h e  d e s i g n a t e d  vendor  and a r r a n g e  d e l i v e r y  a f t e r  r e q u i r e 2  
a ~ p r o v a l  o f  agency management, D P D ,  and c e r t i f i c a t i o n  o f  f u ~ d s  ava:!- 
a b i l i t y  o f  .Accounts and C o n t r o l s .  

a 

7 .  Deliver]; and Acceptance o f  EDP Equipment, Goods, S e r v i c e s .  

The D P / D C  xlanageaent working w i t h  t h e  end u s e r  w i l l  v e r i f y  and -. apr::-? 
t h z t  t h e  DP r e s o u r c e  a c q u i r e d  i s  a c c e p t a b l e  w i t h  regarc! t o  c o n z l g u r s t l z n  . . 
and p e r f o n a n c e  c r i t e r i a  a s  s p e c i f i e d .  A copy o f  t h e  agency rece:i-::.s 
r e p o r t  endorsed  by t h e  u s e r  t o  i n d i c a t e  performance acceprsnce  w i l l  5 s  
p r o v i d e d  t o  DPD and SPO o f f i c e s .  Equipment o r  s e r v i c e  p r o b l e x s  t h a t  
canno t  be r e s o l v e d  t o  t h e  s a t i s f a c t i o n  o f  t h e  end u s e r  by t h e  agency . . hi:: 
be d o c m e n t e d  and r e f e r r e d  t o  t h e  SPO f o r  a ~ p r o p r i a t e  resal.wZ*.&ltri f:? 
vendor .  (I 

8 .  Pa:ment and O p e r a t i o n .  

.I c l a i n  w i l l  be  s u b n i t t e d  t o  .Accounts and C o n t r c l s  f o r  p a F , e n t  on t h e  
b a s i s  o f  t h e  endofsed  r e c e i v i n g  r e p o r t  (Ref .  Paragraph T). I n f o r a a r i c n  
on long t e r n  i n s t a l l a e n ;  payment s c h e d u l e s  and o t h e r  o b l i g z t i 3 n s  t h a t  
i n p a c t  budget  composi t ion must be communicated t o  t h e  E30. 

S p e c i a l  o r  unusua l  s i t u a t i o n s  i n  t h e  EDP a c q u i s i t i o n  p r o c e s s  a r e  bound t o  a r i s ? .  
and i t  i s  no t  t h e  i n t e n t  o f  t h i s  document t o  t r y  t o  d e t a i l  a l l  such contingenc:?s 
h%en such i n c i d e n t s  o c c u r  o r  t h e r e  a r e  q u e s t i o n s  abou t  d e t a i l s  of  t h i s  ?rosed;re ,  
t h e  head o f  t h e  depar tment  concerned ,  DPD, o r  SPO, shou ld  be c o n t a c t e d  f o r  i : ~ r r -  
f i c a r i o n  and gu idance .  



APPENDIX 7 

There a r e  two c a s e s  khere  t h e  Phase I 1  p rocedures  t h a t  i n v o l v e  t h e  S?O can be 
bypassed.  These a r e  when t h e  r e q u i r e d  equipment o r  s e n i c e s  a r e :  

1.  a v a i l a b i e  on an e x i s t i n g  s:ate c o n t r a c t  a n d l o r  
- -.- 

2 .  t o  be p rov ided  by a n o t h e r  governmer.+;: sgency .  

=--a- - . .  In t h e  f i r s t  c a s e ,  =he u s e r  agency w i l l  p roceed  t o - 3 t - p  6 o f  Phase I 1  anc : z - . : . . .  
t h e  reiiialning a c t i v i t i e s  o f  Phase 11.  

In t h e  second c a s e ,  t h e r e  a r e  c e r t a i n  s t a t u t o r y  p r o v i s i o n s  t h a t  must be ~2::s- 
f i e d  i-n consu j rm~r lzg  an i n t e r - a g e n c y  agreement .  To a s s u r e  t h a z  t h e s e  require- 

ments a r e  s a t i s f i e d ,  t h e  f o l l o w i n g  a l t e r n a t e  Phase I 1  f o r n a t  w i l i  be f o l l o k e c .  

Leqend ( s e e  .\ypendix I ) 

I = I n i t i a t e  

1 i End , 3F,/  , I ;\c.. . 
I T.AS K I User ! DC Ngr. I 1 .  DPD ESC ' CrPC ' 4.  ;. 

I I 

t \ /.\l:cr-are Phase I 1  : Pro)  e c t  , 

I ! : and 4cquisi::on 1, ' ;rplenentatl on :  1 
I ! 

, I 

I t I 
I 

' " $&- * ' .  

; 1. ( I n t e r a g e n c y  a g r e e n e n t  1 '  I 1  ! , P  ! ' P , i  
I 

I I d e t e m l n e i  a p p r o p r i a r e )  
9 I 

I 
; 

I 
I 

I i : 2 .  F i n a l i z e  t h e  f o r n a l  a g r e e -  ! I 

I 1 
men: b e t z e e n  t h e  a g e n c i e s :  [ i I , 

I I I I 

I 
I ! P  j I I \ C ,  1 I) a .  d e t a i l  EDP eqc lpment ,  , 

I ! goods,  s e n l c e s  t o  be i I 
f 

I 
i 

1 1 : prov ided  (and by hhom) ' I i I ! I 
I I 

b .  n e ~ o t l z t e  t h e  f o r a a l  I  P,; I ? -  ' C . ;  
I i n t e r - a g e n c y  agreemen: ' I I 

i - -  
I 

I I 

i 
I I 
I 3. D e l i v e r y  and a c c e p t a n c e  I 1.5 P,." 1 I 

P = P a r t i c i ~ a ~ e  
C = Consu l t  
R = Review p r o g r e s s  
.I\ = ,.Approve - 
A = Acceptance 

o f  EDP equipment ,  goods ,  

I s e r v i c e s .  l i  I 

I 4 .  Paynent and o p e r a t i o n .  
I ' I  I I 

I 
I "Both p r o v i d e r  and u s e r  a g e n c ' e s )  
I 

I -- i I 

I I 
I 

I 

I 

I 
I 
I 

! ! 

i i I , 



.b,p~endi.u 7, ( c o n t i n u e d )  

The wide range  o f  se?:ices t h a t  can be p rov ided  from one agency t o  a n o t h e r  ~ i ; l  
r e q u i r e  some cus7omi:ing o f  t h i s  p rocedure  when used i n  s p e c i f i c  c a s e s .  Addi -  
t i o n a l  equipment r equ i rements  g e n e r a t e d  a s  a  r e s u l t  o f  t h e  i n t e r - a g e n c y  agreaaenr  
w i l l  be a c q u i r e d  through t h e  n o r n a l  EDP a c q u i s i t i o n  p r o c e s s .  

I n  t h e  c a s e  o f  a  major  sys tem a c q u i s i t i o n ,  i z  i s  c o n c e i v a b l e  t h a t  v a r i o u s  elernen:: 
could  be o b t a i n e d  by a combinat ion o f :  i n t e r - a g e n c y  a g r e e c e n t ,  s t a t e  s c n t r a c r  
and t h e  b i d d i n g  p r o c e s s .  



.ACTION AGENCIES IS TtiE E D P  .ACQUTSITIOS PRCCESS 

END USE2 - The p r i n c i p a l  p a r t y / P u n c t i o n  t h a r  r e q u i r e s  s u p p o r t  from o r h e r  fxzct;=rs 
(such a s  E D P j  t o  s a t i s f y  an o v e r a l l  agency need .  The f u n c t i o n  which 2c.t 
d e l i v e r  t h e  u l t i m a t e  agency end p roduc t  and /o r  s e r / i c e  t o  s a t i s f y  t h e  n2eJ .  

D . P .  >l.A.V.AGE!iEST - The management o f  t h e  D . P .  r e s o u r c e  f o r  an end u s e r  asezc-:.  
( k h e t n e r  u s i n g  in-houze o r  o u t s i d e  EQP r e s o u r c e s  t o  s a t i s r ' v  a l l  t h e  anezc-. 's  
D.P. u s e r s ) .  S i n c e  c h i s  f u n c t i o n  h a s  agency ED? p l a n n i n g  and o p e r 2 t i o z ~ :  
r e s p o n s i b i l i t y ,  i t  must be invo lved  i n  s a t i s f s - i n g  t h e  "end u s e r s "  needs  :%nen 
t h e y  i n v o l v e  a ~ p l i c a t i o n  o f  EDP r e s o u r c e s .  

D;IT.\ CESTE?? (3 .C . )  !KT. - The management o f  one o f  t h e  S t a t e ' s  c e n t r a l i z e d  3 . ' .  
o c e r a z i o n s  c e n t e r s .  l 3 e  D .  C .  31gr. must be i n v o l ~ e d  i n  plannin:  f ~ r ,  a-2 
o p e r a t i o n  o f ,  EDP f a c i l i t i e s  70 s a t i s f y  "end u s e r "  n e e d s .  Tney must a i s s  
p a r t i c i p a t e  i n  e v a l u a t i o n  o f  a l t e r n a t i v e s ,  t h e  s e l e c t i o n  c f  t h e   optic^^ 
a l t e r n a t i v e ,  and o t h e r  r e l a t e d  a c t i v i t i e s  t o  meet t h e  "end u s e r ' s "  o 'cjez- 
t i v e s .  \\%en r e q u i r e d ,  t h e  Data Cenzer  must i n i t i a t e  EDP a c q c i s l t i o n  t?.zt 
w i l l  r e s u l t  i n  t h e  mosr e f f i c i e n t  EDP f a c i l i t y  c c n f i g u r a r i o n  n e c e s s a r y  ts 
s a t i s f y  t h e  l s e r ' s  needs .  

. . .AGESCY !.t1Y.I\GE,IE?;T - This  i n c l u d e s  a d m i n i s t r a t i v e  and. execuz ive  nanasenen: r*:tnln 
r h e  "end use ' '  agency.  They a r e  t h e  F r i n c i p a l s  xho nave t h e  u l t i n a r e  r e s 3 c r s l -  
b i l i t y  f o r  d e l i v e r i n g  t h e  s e r v i c e / p r o d u c t s  o f  t h e i r  agency,  t h e y  musr am:::.? . . 

a l l  a c t i o n s  t h a t  r e q u i r e  use  o f ,  and a c q u i s i t i o n  o f ,  EDP s e r ~ i i c e s  and ec,cl?-  
ment. T n e i r  r e s p o n s i b i l i t y  i n c l u d e s  p l a n n i n g ,  budgetin:, a l l o c a t i n z  a??:>- 
p r i a t i o n s  and approv ing  e x p e n d i t u r e s .  

D.1T.I PRCCESSISG DI?'ISIC'S (D.P.D.)  - The D i r e c t o r  o f  t h i s  d i v i s i o n  h a s  t h e  res7ons:-  
b i l l t y  t o  accoun t  f o r  t h e  c o n f i g u r a z i o n  o f  EDP sys tems under  t h e  c o n t r o l  ci 
S t a t e  a g e n c i e s  and must a s s u r e  t h a t  a l l  EDP f a c i l i t i e s  a c q u i r e d  by t h e s e  
a g e n c i e s  c o n f o m  t o  t h e  S t a t e  Data P r o c e s s i n g  P l a n .  I t  i s ,  t h e r e f o r e ,  
e s s e n t i a l  t h a t  D.P.D. p a r t i c i p a t e  i n  a  c o o r d i n a t i n g  c a p a c i t y  d u r i n g  Phase ; 
t o  t h e  degree  n e c e s s a r y  t o  e n s u r e  t h a t  t h e  r e s u l t s  o f  Phase I conform t o  
t h e  S t a t e  Data P r o c e s s i n g  P l a n .  The p a r t i c i p a t i o n  i n  Phase I 1  d u r i n s  s) .ster .  
s e l e c t i o n s  i s  n e c e s s a r y  f o r  t h e  sane  r e a s o n .  The r e a u i r e m e z t  t h a t  QFD 
approve a l l  purchase  o r d e r s  f o r  EDP i s  a  n e c e s s a r y  f o r m a l i t y  t o  a s s u r e  t h a i  
DPD i s  cogn izan t  o f  a c t u a l  d e l i v e r y  s c h e d u l e s .  

ST.ATE PURCHASING CFFICE (S . P .  C . )  - This  o f f i c e  h a s  t h e  a u t h o r i r y  and res?onsi5i:i:!- 
t o  c o n t r a c t  f o r  t h e  needed EDP r e s o u r c e s  f o r  t h e  S t a t e  a s  d e f i n e d  b y  A r l r ~ n z  
Revised S t a c u t e s  and t h e  S t a t e  Purchas ing  ?tanual .  

0 LYEC'WIVE BUDGET OFFICE (E.B.O.)  - A11 d e c i s i o n s  t h a t  i n v o l v e  fund s v a i l a b i l i ~ y .  
botn  rn  t e r n s  o i  q u a n z l t y  and t ime  p h a s i n g ,  must be  c o o r d i n a t e d  by t h e  E . 3 . G .  

THE XTTORUEY GENERAL (.A.G.) - The s t a t e  l e g a l  a u t h o r i r y  t h a t  must r e v i e k  and a=.?r2:'? 
t h e  f o r x s  o f  a l l  s t a t e  c o n t r a c t s .  



APPENDIX 4 

DEFISTTION OF FUNCTIOSXL P.\KTICIPXTIOS !N THE ED? .?ICQLTSITIOS P?CCES? 

( I )  INITI.ATE - de?ar tment  o r  f u n c t i o n  r e s c o n s i b l e  f c r  i n i z i a t i n g  and coz?:erlr.; 
a c +  L A  4 Y ~ i t y .  

(P) P.4RT:CIP.ATE - 3 r o v i d i n g  s t a f f  s F ? o r t  a n d / o r  r e s o u r c e s  t o h a r d  comp le::?.~ 
t n e  a c t i v i t y ,  b u t  n o m a l l y  wi th  s u b o r d i n a t e  a u t h o r i t y .  

(C) COSSULT - r e n d e r  o p i n i o n s ,  p r o v i d e  e-xpert guidance and i n t e q r e t  ?oIi::. - - 
and p r o c e d u r e s  wi th  l i t t l e ,  i f  any ,  s t a z r  r e s o u r c e  t o  acconi?lish 
3 c t i v i  t y  . 

(R)  RE'.'IEK PROGXESS - f o m a l  l y  a t t e n d  s t a t u s  z e e t i n g s  , re-vrie!< docmentzt ;2 ;n  
and p r a g r e s s ,  and i n  g e n e r a l  kee? a b r e a s ?  of p r o j e c t  s t a t a s  azd 
d i r e c t i o n .  

. . 
( 4  .APPROVAL - g r a n t  authority t o  p r o c e e f i a s e d  =?on s t a t x t e ,  po!icy a n c , o r  

managenen: a u t h o r i t y .  - ;** -.&, 

( 4  .?ICCE?TVI\;CE - acknowledge a c c e p r a b i l i t y  o f  t h e  p r o g r e s s ,  ~ r c d u c t  , o r  
activity. 


