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Honorab le Ma yor and Members of the City Council
City of Hag ersto wn, Mar yland

I am pleased to pr esent to you the first  Information Technolog y Strategic Plan for the City
of Hagerstown.  This plan is consistent with the stated mission of the City of Hag erstown; “...
will pr ovide super ior ser vices to make the City the location of choice f or residents, busi-
nesses, and visitors”.   The plan is dr iven by a commitment to impr ove citizen access to
government, deli ver super ior ser vices to both citiz ens and staff, maximiz e the producti v-
ity of City emplo yees, reduce oper ating costs and shor ten pr oject cycle times.

Our City is f aced with man y technical challeng es as we enter into this plan.   Obsolete
hardware, software, and processes has placed the City in the daunting position of scr am-
bling to f ind v endors to pr ovide necessar y suppor t and services while also f acing pr e-
mium char ges to perf orm these ser vices.  This plan pr ovides a compr ehensive plan to
upgr ade these obsolete systems w hile maintaining data integr ity.  More impor tantly, this
plan will enab le the City to impr ove its processes and customer ser vice in or der to pr o-
vide our citiz ens with fast, reliab le, and open access to government inf ormation and op-
erations.

In addition to these incr eased and impr oved services, this plan will also addr ess the criti-
cal need f or b usiness resumption and disaster r ecovery for City oper ations in the event of
a serious outage.  As events of the past few years have shown us, Hagerstown is not im-
mune to envir onmental or human e vents that could r ender all or par ts of the City inoper-
able.  A BR/DR plan would pr ovide the fr amework for the b usiness of the City to contin ue in
a modif ied f orm and contin ue to provide our Citiz ens with a minimum of ser vices.

The IT staff is confident that this plan will pr oduce long-term r esults such as reducing the
City’ s cost of doing b usiness, impr oving access to ser vices, and generating higher cus-
tomer satisf action r ates.  We look f orward to meeting this challeng e and to contin uing to
serve the needs of the citiz ens of Hagerstown.

Respectfull y submitted,

Scott Nicewarner
IT Manager

October ,  2005
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VISION
All City depar tments and exter nal customers will r ealize benef its from

technolog y planning;  therefore technolog y planning needs to be a par t of
each depar tment’s annual and long-r ange planning ef for ts.  It must be kept in

mind that the Vision is intended to encompass all inf ormation technolog y-related
functions - not just computing functions.

The Vision is best descr ibed b y the following:

o  To build a technology infrastr ucture that estab lishes br idg es
betw een our human resources and our technical resources to dev elop

a common and comprehensiv e repositor y of infor mation that promotes
cost effectiv eness w hile increasing process efficiency .

o  To use this infrastr ucture to enhance community par ticipation
and pro vide exce ptional pub lic ser vice .

o  To lev erag e this infrastr ucture in pro viding exce ptional ser vice and
technical resources to our City user community .

Provide inf ormation technolog y-related leadership to both inter nal and
exter nal customers b y:

o  Identifying , pro viding , maintaining , and re placing infor mation
technology-related tools and systems w hich suppor t the City’ s mission.

o  Br inging to the citiz ens’  doorste ps the ability to interact with
gover nment for infor mational and transaction activities to enhance

our City’ s mission to pro vide super ior ser vice to our citiz ens.

o  Working c losel y with each customer de par tment to identify
business resumption needs and pro vide suppor t in estab lishing a

disaster reco ver y plan.

o  Developing and recr uiting staff to suppor t City de par tments ,
anticipating and identifying ev olving technological trends , and foster ing a broad

understanding of our customers’  business functions .

o  Providing training and education to dev elop a technology literate
work force character iz ed by a standard lev el of core skill competencies .

o  Assisting customer de par tments in re-engineer ing and automating
their processes to increase efficiency and effectiv eness and tak e

advantag e of impro ved technical systems .

MISSION



INTRODUCTION

The IT Strategic Plan is a five-year plan identify-
ing goals and objectives and setting the fu-
ture technological direction for the City .  As
assumptions, organizational goals and objec-
tives, the economy , technology , and other fac-
tors upon which this plan is based continue to
change , it is necessary that it be considered
as a beginning , rather than an end , to efforts
to manage our organization and ser ve the City
of Hagerstown.  This plan is a living document
to be reviewed , updated , and re-evaluated
on an annual basis .

The goal of this plan is to assess the
organization’s technical resources and expen-
ditures objectively, articulate a vision for infor-
mation and technology , identify application
and technology priorities , and define guiding
principles for information and technology gov -
ernance and decision making .

As noted, this is a strategic plan with a five-
year planning horizon.  Since it is difficult to pre-
dict the state of information technology be-
yond five (5) years, the City can only develop
a flexible long-term strategy and not neces-
sarily a detailed long- term plan .  Yet, the pri-
mar y focus of this plan will be on issues directly
related to bring government ser vices closer to
the citizen as well as providing our City
workforce with the tools to manage their work
duties more efficiently and cost effectively .

The strategic plan will also work towards the
migration of the department from that of data
processing to a more comprehensive tech-
nology / business process resource.  Gone are
the days when data entr y and other comput -
ing needs were sent to a central processing
department for input .  With a computer being
at most of our staff ’s fingertips, it is now time to
transform the mission of the department to a
more comprehensive , “big picture” strategy in
moving the City for ward in accomplishing our
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overall mission of providing superior services to
make our City the location of choice for residents ,
business, and others.

In order to establish this vision and mission state-
ment for the City, Information Technology will be
guided by the following strategic principles that will
provide the channel and philosophy to move the
City forward:

1. Evolve the Infor mation Technology Orga-
nization.

2.  Invest in and implement fle xible and open
systems to replace the aging and unsup-
por ted HP3000 platfor m.

3. Provide citizen access to the maximum
number of city functions as possible.

4. Centralize all depar tmental technology
operations, while decentralizing suppor t
needs.

5.  Establish a business resumption / disaster
recover y strategy for City operations.

The following pages will expand upon each of
these principles, placing them in the context
of fulfilling the vision and mission of the Infor-
mation Technology Department as well as that
of the City of Hagerstown.
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I.  Evolve the Information Technology
Organization

Information Technology is becoming considerably
more complex than the historical minicomputer
based solutions the City has been utilizing for the
past twenty years.  Within a typical Information
Technology department , specialists are required
to architect all components of the infrastructure
and integrate the many business applications .
Skilled resources are also required to troubleshoot
problems as and when they arise .

For example , when troubleshooting system per-
formance issues, a wide skill set is required to
determine if it is a network, server, workstation,
database , or an application problem .  Similarly,
from a software implementation perspective ,
configuring and maintaining pack aged applica-
tion software requires a different skill set than build-
ing custom software.  Information technology pro-
fessionals and the business users are increasingly
working together to redesign business processes
as part of the software implementation process .
The City needs to evolve the Information Tech-
nology Department to support the changing skill
requirements associated with implementing , op-
erating, and supporting new technologies .  Skills
need to be developed in both the Information
Technology Department and the various business
units.  The City should investigate the various re-
source options available to ensure that the requi-
site skills and abilities are available.

These rapid technological advances and the pro-
liferation of desktop computers has already trans-
formed municipal technical departments from
data processing shops to the central repositor y
of technical skills and resources for the City busi-
ness units.  This transformation will be necessary in
providing our citizens the most effective and effi-
cient government as possible .

The establishment of a Technology Advisory Com-
mittee has brought representatives from all City
departments together to provide input for tech-
nology advancements and opportunities .

II. Invest in and implement systems to re-
place the aging and unsuppor ted HP3000
platfor m.

The evolution of the Information Technology De-
partment will be ever the more important in order
to manage and implement the most important
technological upgrade the City will have experi-
enced to date .

All current financial and utility operations reside
on an HP3000 mini-computer .  This computer was
purchased in the mid-80’s and at the time pro-
vided a stable , robust application ser ver environ-
ment. Increases in technology advancements
and customer ser vice demands , not including the
increasing costs of maintaining obsolete systems
has necessitated the need to begin development
of an information system that will take advantage
of advancements in municipal ser vices and pro-
cesses.

When dealing with an issue as important as a
major migration of financial / operations systems ,
it is important that the City develop a plan to es-
tablish a migration path for the systems currently
residing on the HP3000 which includes the frame-
work for the initial module installation and the sub-
sequent module installations which will make-up
the overall municipal information system .

The plan developed in conjunction with the IT staff,
City management , and the Technology Advisory
Committee would establish the base system in-
stallation to encompass our obsolete cash regis-
ter / Treasury Management system .  Other systems
would take their place in the queue to comple-
ment and utilize the previously implemented sys-
tems.  With the need to be able to meet cus-
tomer requirements regarding their ability to pay
and manage their accounts with the city , this sys-
tem will be the cornerstone of our municipal in-
formation system.

In conjunction with this installation, we will look to
single-source the remaining module implemen-
tations to allow for the seamless integration of
modules into our overall system in the most cost



effective and user -friendly way.  The infrastructure
will function as a single network composed of in-
dividual servers with a common user interface ,
regardless of physical location , to provide services
and data .  City departments will network internally
and have the capability to access the Internet
and other city , state, federal , and national ser -
vices while providing enhanced citizen access
to community ser vices and information in a se-
cure environment .

We will also utilize an environment that provides
total system flexibility in much the same way our
current system provides as to the modification of
actual programming code .  We will utilize an en-
vironment that will enable us to access a li-
brary of applications in an “open-source” setting .
The definition of an “open-source application” is
a set of computer programs or operating systems
for which the source code is publicly available
are referred to as open-source software . Inher-
ent in the open source philosophy is the freedom
of a distributed community of programmers to
modify and improve the code .  This open plat-
form has become ver y popular in municipal gov -
ernment, providing a common repositor y for
applications that other wise would only be acces-
sible through a proprietar y software package .

3.  Provide citizen access to the maximum
number of city functions as possible
through technology .

Strategically, IT feels that the system implemen-
tation schematic at the bottom of this page
represents the most effective schedule for data/
application migration .  Over the next two years
we feel we will be able to accomplish the full
migration of systems, including those that are
supplemental to the financial system .

Today ’s technology environment allows for any
citizen to have access to the Internet either
through dial-up or broadband communication .
With this ability, citizens demand an easier
means of interacting and per forming their
business with the City.  To this end, we plan to
allow the citizens of Hagerstown the ability to
access information , make requests, view meet -
ings, and do any business via the Internet that
they could do in person .  We also plan to allow
for this access not only in the home , but also via
wireless equipment, and the use of kiosk facili-
ties at local establishments.

According to a July 2003 report by the Pew
Internet and American Life Project, over 97
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million Americans, or 77% of Internet users, inter-
acted with government either through accessing
information or emailing local representatives .

The e-business strategy for Hagerstown is focused
around the theme of a “ virtual city hall” whereby
citizens, employees , and businesses obtain infor-
mation and transact business electronically any -
where, twenty-four hours a day, seven days a
week. The benefits of this self-service concept are
tremendous and the organization needs to be
positioned to take on this challenge in an expe-
dient and effective manner . To reach this goal
requires a plan for transitioning to a new hard-
ware and software architecture and for helping
departments successfully adapt their business
processes to leverage this new technology .

This ease of information acquiring / reporting will
allow the City to witness an increase in communi-
cation with citizens, as well as an increase in the
receipt of funds for various transactions.  Through
the use of technology in verifications of funds ,
Internet payments will be more reliable than a
check submitted at a counter .  This type of tech-
nology saves the City thousands in bank fees re-
lated to bad debt transactions .

This IT strategy will position the City to be more
responsive to our citizens, while also helping to
streamline operations to mak e them more cost
effective .  E-government is proving to be a valu-
able asset for citizen communications and ser -
vices, and we hope to be able to ride this wave
for our citizens.

4.  Centralize all depar tment technology
operations , while decentralizing suppor t needs.

The centralization of Information Technology has
lost favor in many organizations as network and
remote computing has grown in scope .  However,
as IT budgets have been pressed over the past
several years, organizations have seen the need
to regroup their IT assets and operations.  The
dilemma of this situation relates to the ability to
maintain customer ser vice acceptance levels .
This strategic plan will address this issue and look
to City management for feedback and approval

for movement on this strategy. Arguments for
centralization focus on coordination ,
standardization and consolidation of equipment ,
processes, technology , customer and vendor
management . Centralization also enables the
creation and execution of a shared vision of how
IT should support and drive market opportunities
and growth . Centralization also provides
significant economies of scale , reduction of
redundancies and improved management
efficiencies.

At the same time , arguments for decentralization
center on allowing business units to make
autonomous decisions about information and
customer-related requirements. One of the most
contentious areas between IT and the remote
user community has focused on the inability of IT
to understand and fulfill business information
requirements. This is exemplified by business units
independently pursing application , e-business,
supply chain and outsourcing strategies that have
traditionally fallen within the IT domain.

Our situation within the City is similar, though on a
much smaller scale .  In budgetar y times like
municipal governments are forecasted to
experience over the next several years, it is
imperative that technology be a part of the
solution, not a part of the problem .  Centralization
of technology infrastructure allows for the cost
effective management of technology through
the use of product standardization and system
management .  This will ensure that there is no
redundancy of equipment (hardware/software)
throughout the city, while also being able to
centrally manage resources .

While centralizing resources is prudent in today’s
environment, de-centralizing support for those
resources provides for the cost effective use of
human capital .  In today ’s environment, we
currently utilize one staff person per 300+
computing resources (PC’s, printers, etc .) support
issues.  This creates situations where service may
be administered in a timely fashion causing staff
downtime .  By combining the IT support structure
within the city, we can produce a strategy that
allows for staff to assume support responsibilities
in specific departments that will fall into their
“support territory”.  This will decrease the ratio of
support/resources as well as increase the support



person’s knowledge of the departmental
operation and improve ser vice levels.  The
introduction of a comprehensive support
managment system will allow the tracking of
support issues and their resolution and provide
faster response and solutions to technical
problems.

IT recognizes the cultural change that will be
present in this change in the support environment .
However, this change will not only allow for the
City departments to experience a more efficient
form of technical support , it will also allow for a
more operations knowledgeable support
structure that IT feels will increase the
department ’s ability to meet the technical
challenges that will be experienced over the next
several years.

5.  Establish a business resumption / disaster
recover y strategy for City operations.

Municipalities are operating in a different
environment since Sept. 11, 2001.  The
continuance of operations following any time of
outage is essential to continue the service of City
government to our citizens.  To that end , it is
imperative that the City develop a plan to provide
business resumption and disaster recovery for
technical and business operations in the event of
any size of service outage .

Just as our utility departments jump into action
when part of their facilities is taken down due to a
storm or system malfunction, so is it necessary that
IT have a plan of action should it experience an
outage due to hardware malfunction or any other
type of problem that does not allow for ser vice to
continue .  Companies are striving to meet the
demand for continuous ser vice. With the growth
of e-commerce and other factors driving system
availability expectations toward 24x365, the
average organization’s requirement for recover y
time from a major system outage now ranges
between two and 24 hours . This requirement is
pushed by the expectation an organization faces
on all sides:

• Customers expect supplies and ser vices to
continue— or resume rapidly— in all situations.
• Shareholders expect management control to
remain operational through any crisis.

• Employees expect both their lives and
livelihoods to be protected .
• Suppliers expect their revenue streams to
continue .
• Regulator y agencies expect their requirements
to be met , regardless of circumstances.
• Insurance companies expect due care to be
exercised.

The key challenge of business continuity
preparation is not technology , however, but the
internal marketing “business” aspects that begin
at the foundation level of any project and
continue throughout its life cycle : justification,
executive buy-in, broad organizational support ,
and governance and politics . Perhaps the most
important point to mak e about business continuity
support technologies is that their effectiveness
depends entirely upon the organization’s top-
down commitment to the entire project , including
the updating and testing necessar y for
maintenance .

IT plays an important part in this process due to
its uniqueness in being a part of most the
operations of ever y department within the city .
This exposure allows IT to develop a non-bias view
of processes and what our citizens will expect to
be the minimum amount of ser vices that must
be available to them at any point in time .  A
business resumption / disaster recovery plan is
imperative to provide each of the departments
a “plan of action” to get these minimal ser vices
available to the citizens in the quick est amount
of time possible.

Over the next year, IT will embark on developing
this plan for the City.  With the creation of the
Technology Advisory Committee in 2004, the
foundation has been laid to allow for the dialogue
to begin .  It will also allow for representatives from
each department within the City to learn and
discuss the processes of their colleagues and
apply them to their own departmental activities .
This knowledge will provide invaluable
opportunities for departments to develop a
change agent to increase their effectiveness to
the citizen with or without the need for recover y.

Business continuity support can provide specific
expertise and services that ensure a company ’s
capability to cost -effectively maintain operations



despite a crisis. Each department must determine
the appropriate types and ser vice levels it requires
from the array available : full-service
consultancies, continuity service vendors, and
software that performs a spectrum of services,
from continuity plan development to
communication and maintenance . Once the
necessary types of support have been selected ,
the business continuity solution should present
substantial benefits.

Development and Maintenance of a R eliable
Plan Structure
Using elements of  recovery sites and supporting
software, demonstrates conscientious attention
to best practices for thorough planning .
Efficient Resource Commitment and T ask
Allocation
Ensuring a full complement of resources to plan
implementation , including testing through worst-
case scenario drills, satisfies the demands of both
shareholders and auditors.
Reliable, Accurate Plan Notification and
Distribution
Integrating a “calling tree” database into the
corporate employee contact information
database guarantees that the right parties
receive each type of notification , with a minimum
of database maintenance effort . Periodic tests
ensure accuracy .
Thorough Plan Management R eporting
Hardware/software version tracking is important,
and periodic snapshots of the entire plan or
elements of it are necessar y for business functions,
such as budgeting , staffing, and competitive
analysis.

Business resumption / disaster recovery operations
are not cheap .  IT will develop a plan that is as
cost effective as possible while ensuring the
proper response is made to our citizens.  Grants
and alternative funding sources will be explored
to defray the impact to the general / utility funds
to ensure this effort is as comprehensive as
possible.

CONCLUSION

The strategy proposed in this document is
designed to support the dynamic , developing
and customer oriented organization which the
City of Hagerstown has become . The results of
the plan are to produce the following:

To provide Council staff with modern client
centered information systems to assist in providing
quality services.

To exploit the advantages of modern Internet and
Communications technologies to interact directly
with our customers on a 24 hour, 7 day per week
basis.

To promote the economic and social
development of our City by encouraging the
introduction of Information and Communications
technologies and ser vices.

To act as a partner with City departments , and
our colleagues in Local and State Government
in the promotion of the emerging Information
Society.

To promote Hagerstown as a pilot for the
development and testing of various Information
Society and e-Government initiatives at a State
level in conjunction with our network of Maryland
city IT directors and staffs.

This IT Strategic Plan is extremely ambitious - that
is without doubt. It can be delivered however with
the assistance of our City staff, Mayor and Council ,
our colleagues in Local Government as well as
our vendors .

A key issue will be the putting in place of
appropriate internal structures which will enable
the Council to acquire and retain staff with the
knowledge and skills needed to carr y out the work.
This must be resolved at the outset. It will also be
necessary for IT to be more involved in the
decision making of the City to provide the
technology input necessar y to increase our ability
to provide services to our Citizens.

Our motto must be: Think big, Star t small and
Move fast.
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