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1.  Introduction 
 
In December 2003, the Forest Service revised all its major business applications 
and migrated the applications from the main-frame based environment to the 
web-based world.  Some of the affected applications were: 
 

- FTA, Forest Tenures Administration 
- ECAS, Electronic Commerce Appraisal System 
- SCS, Scaling Control System 
- HBS, Harvest Billing System 
- CIMS, Compliance Information Management System 
- ERA, Enforcement Action, Administrative Review and Appeal Tracking 

System 
- RESULTS, Reporting Silviculture and Land Status Tracking System 
- GENUS, BC Timber Sales database 
 

Since the revision, users across the province have been experiencing problems 
using the various Ministry of Forests applications.  In response to people’s 
concerns, the Executive initiated the Systems-Applications Analysis Project in 
October 2004 to identify the reasons for the problems encountered by users, and 
to seek solutions (see Appendix 1 for the memorandum on this project). 
 
During the first 3 months of this project, meetings were held with staff across the 
Forest Service to gather information.  Approximately 400 people in headquarters 
branches, the 3 regional offices, 25 districts, and 12 timber sales offices were 
interviewed.  Application users from major business areas – tenure, revenue, 
compliance and enforcement, stewardship, and corporate services – provided 
comments that were specific to individual applications, and generic on corporate 
system issues.  Since this project’s focus is on the root causes for our system 
and applications problems, this report will not list all the application-specific 
problems reported by the users.  This report will discuss the underlying reasons 
for the system and applications problems encountered by users. 
 
The main concerns staff have on the Ministry’s system are presented in the next 
5 sections.  Each section begins with a sample of re-phrased staff comments, 
followed by a discussion of the root causes, and ends with a list of 
recommendations.  An action plan summarizing all the recommendations is 
provided in the last section of this report.  While several of the recommendations 
involve the formation of task teams to accomplish the objectives, these teams are 
short-term and one-time assignments only. 
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2. System Infrastructure and Support 
 
2.1 Staff comments 
 

- Web-based applications crash unpredictably.  We cannot afford computer 
down time as staff’s work is heavily dependent on the computing system. 

 
- Web-based applications must run at a reasonable speed.  A task that took 

a few minutes by hand or with the old system, now takes half an hour.  
Because the applications run faster on off-hours, some people need to 
work before 7:00 am, during lunch hour, or on the weekend to get their 
work done. 

 
- Many positions were lost due to workforce adjustment, and the new 

system was supposed to help staff do their work with fewer resources.  
System problems coupled with staff lost created additional workload, 
particularly for those districts that were amalgamated. 

 
- Remote offices have more severe system problems, but they are held to 

the same performance standard as other locations where the computing 
network is slightly better. 

 
- Application upgrades should be scheduled outside of core work hours.  It 

is frustrating for field staff to find that the system is unavailable on their 
scheduled office day. 

 
- Staff don’t always know whether they should contact the business branch, 

Information Management Group, or Common IT Services for their system 
problems. 

 
 
2.2 Discussion 
 
Learning a new computer-based application requires considerable practise time.  
System down time and slow system response prevent Ministry users from 
learning to use the new applications. 

 
System speed and stability can depend on: 

- software reliability, 
- server capacity, 
- bandwidth size, 
- amount of computer memory, and 
- volume of information being transferred. 

 
The application development groups were fully aware of the potential for system 
problems at the time the new applications were introduced.  When the 
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applications were moved from the mainframe to web-based platform, it was a 
deliberate decision to move the applications first, and then address the 
infrastructure requirements later.  Likewise, the business branches knew that the 
applications were not error-free; the plan was to launch the applications 
according to schedule and then fine-tune them with future upgrades.  Not being 
involved in these decisions and not knowing the strategy or the reasons behind it, 
users have interpreted the outcome as lack of planning.   
 
There is also uncertainty about how the Government-wide move to centralize 
services might affect our system performance.  Under this new initiative, districts 
will lose their local servers for printing and data storage.  Their work will be re-
directed to centralized servers located in nearby communities.  Although the 
centralized servers will be bigger, and the bandwidth between an office to the 
centralized location will be improved, the servers will be shared by all government 
agencies within the vicinity.  Users fear that system speed and stability will 
deteriorate further.  They are also concerned that local data which are stored in 
their local servers would be lost due to the centralization of district servers. 
 
Each business branch is working with the Information Management Group to 
upgrade its own application.  Since each application development group reports 
to a different authority – its respective branch, there is no provision to ensure that 
revisions made in one application do not negatively impact other applications. 
The inconsistencies felt by the users –  for example, differences in report results, 
data format, and data field interpretation – are partly due to the segmentation of 
our application development efforts.   More discussion on this “stovepipe” 
syndrome is presented in Section 3. 
 
The Information Management Group is taking steps to improve system speed 
and reduce the probability of system crashes, and has begun to address the local 
data storage issue.  Unfortunately, most users are not aware of these efforts, 
either due to unclear or lack of communication.  Users are most interested in 
knowing how soon improvements will occur; the technical details are of 
secondary importance to them.  Since improvements can be slow to occur, lack 
of communication with the users is often translated as lack of action. 
 
Users are most frustrated by slow response time and frequent application 
crashes.  A detail analysis of these problems is beyond the scope of this project.  
The Information Management Group should conduct a systems review to identify 
causes for the systems speed and stability problems, and resolve the problems.  
The review should examine options for solving these system problems by 
responsibility center. 
 
In general, communication with users of system information has been poor.  Our 
strategy has been to provide large amounts of detailed information to as many 
people as quickly as possible, thereby transferring the communication 
responsibility to the system users who cannot understand the technical 
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messages.  No longer able to distinguish between general and critical messages, 
system users ignore all the information until a crisis occurs. 
 
The Information Management Group is responsible for sharing system 
information and ensuring that the information is understood by the mass users.  
To gain more understanding on the users’ perspective on our system issues, the 
Information Management Group should make regular visits to the regions and 
districts.  Branch staff who are involved in application development and support 
would find these visits most beneficial.  These visits could be done in a team 
approach with other business branch representatives, and should include hands-
on problem solving sessions.  If budget is a constraint, then emphasis should be 
placed on visiting the smaller, more remote offices which tend to have unique 
system problems that require special attention.   
 
Over the last few years, our “system” support has been divided into several 
departments and the users are caught between them.  A user’s “system” problem 
is often multi-faceted: hardware, software, licensing, business, data, and 
mapping.  Since no one group is fully responsible for the entire problem, a user is 
often referred to various support groups – Information Management Group, 
Common IT Services, Ministry of Sustainable Resource Management, business 
branches – and is unable to get a satisfactory answer.  While the various 
programs are marking out their territories, user needs are being sacrificed and 
staff productivity declines. 
 
The Information Management Group is only directly responsible for one part of 
the “system” problem.  Nevertheless, as Forests’ advocate, it should continue to 
negotiate with other agencies for improved services.  There should be individuals 
within the Information Management Group to act as contacts for problems with 
other agencies’ systems. 
 
System users need to know where to obtain system support, and be encouraged 
to follow the procedures.  However, when all attempts have failed, they should be 
able to go to the appropriate contact within Information Management Group to 
seek the help they need.  The Information Management Group should be given 
the mandate to resolve system issues on behalf of the users. 
 
To allow early detection of system problems, the Executive and branch directors 
should receive regularly from staff high-level system critiques.  The “system 
service report card” should be filled out by users, and the monthly summary 
would report out whether services in a number of system related areas had 
improved, remained the same, or had deteriorated.  The report card is a review 
of how well system services are provided by all agencies, and the results should 
be available to all interested staff. 
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2.3 Recommendations 
 
Tasks Lead By 

1. Review the Ministry’s computing systems to identify 
causes for the system speed and stability problems 
and resolve the problems.  Assess implications of 
server centralization, increase in electronic traffic, 
and the new GIS tools on staff’s work.  Develop and 
communicate to users a plan to effect improvement 
in our network and hardware capacity.  The plan 
should provide options for solving system speed and 
stability problems by responsibility center, and a 
schedule for improvements. 

Information 
Management 
Group 

2. Regular visits to region and district offices to gain 
first-hand understanding of system issues at the 
region and district level.   These visits could include 
other business branch representatives to allow 
interactive problem-solving with staff.  Be sure that 
smaller and more remote offices are included in 
these visits. 

Information 
Management 
Group and 
business 
branches  

3. Identify and communicate to staff the Ministry 
contacts for system problems other agencies are 
responsible for.  These contacts should resolve 
system problems for users after following proper 
procedures has failed to provide a solution. 

Information 
Management 
Group 

4. Develop monthly “system service report card” for 
users to report system service performance.  The 
information should provide early indications of 
potential system problems. 

Strategic Analysis 
Group in 
Research Branch 

5. Monitor system service performance monthly and 
report to the Executive and branch directors.  Report 
card should also be available to all staff. 

Information 
management 
Group 

6. Develop a standard and metric for system 
performance (e.g., response time and crashes), and 
review the standard and metric regularly. 

Strategic Analysis 
Group in 
Research Branch 

7. Monitor system performance weekly to ensure 
steady improvement over time.  Results should be 
available to all staff. 

Information 
Management 
Group 
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3.  Data Integrity 
 
3.1 Staff Comments 
 

- We need to instil the culture that good data is essential for making 
informed forest management decisions. 

 
- Data integrity must not be a priority in the Ministry because staff have not 

been given proper tools and resources to do it right. 
 

- We sometimes modify our business practices because our applications do 
not match our practises. 

 
- We often make quick fixes to correct our data, but the business process is 

still wrong. 
 

- Grass-roots application users are expected to input data but are prevented 
from amending the data.  This controlling approach acts as a disincentive 
for users to take good care of the data. 

 
- Include in everyone’s EPDP the responsibility to maintain data integrity. 

 
- Due to lack of training, users do not always know what information they 

should enter into our database.  Without standard operating procedures 
across offices, users are inputting different amounts and varying quality of 
information into the database. 

 
- Because of workload and pressure from industry to issue cutting permits 

quickly, we sometimes by-pass the system requirements, and create new 
data problems. 

 
- System should not drive our business, and we should not make policy 

decisions without fully considering system impact. 
 

 
3.2 Discussion 
 
Data integrity refers to the consistency, accuracy, and correctness of data stored 
in a database1.  Consistency in our business processes is the key success factor 
for achieving good data integrity.  Many operational staff are either confused or 
have different opinions on the proper business practises in a number of areas.  
For example:  Should the stumpage rate be confirmed before a cutting permit is 
issued?  What is the content for Schedule B of a cutting permit?   What is a road 

                                                 
1 David R. Frick and Co., 1999.  http://www.frick-cpa.com/ss7/Theory_DataIntegrity.asp 
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section? Incompatible business plans between business areas create confusion 
and variation in data input. 
 
Once our business processes are consistently defined, we need all offices to 
follow the Ministry procedures.  Our current data problem is largely due to the 
common practise of issuing paper cutting permits without doing proper status and 
clearance check, and without entering the data into the Ministry database.  Due 
to external pressure, some offices have to sacrifice data integrity for business 
continuity.  The consequences are: an incomplete Ministry database, unbilled 
scale, liability in unauthorized harvest, increased staff workload to correct the 
data, elevated expectation from licensees, and a difficult habit to break.  This is 
still happening in many offices.    
 
District managers’ support of Ministry procedures is very important to staff.  
However, management is shielded from the data integrity problem because staff 
have always worked hard to pull together sometimes questionable data to meet 
management’s needs.   As long as management is unaware of our data 
problems, they will not be motivated to be part of the solution. 
 
The root cause of our data integrity problem is the “stovepipe” management 
approach widely used in the Ministry, particularly at headquarters.  In this 
management approach, people work very hard within a program, a branch, or a 
division without communicating with their counterparts outside of their 
“compartments”.   Before the moved to web-based applications, people were 
comfortable with their tasks and did not feel the need to consult outside of their 
primary work area.  This business practice slowly degraded our database.  When 
the Ministry went through downsizing, policy and system changes, people’s 
routines were disrupted and the consequences of the “stovepipe” syndrome were 
revealed.  In other words, the system changes did not create our data integrity 
problem; it merely brought the problem to our full attention. 
 
The last time the Ministry was faced with a similar problem, it created a branch to 
oversee and coordinate corporate initiatives.  That solution did not work because 
the created structure was unable to modify people’s behaviour.  To change the 
current culture and teach people the proper business practise, we need to create 
an environment to allow staff to benefit from cross-program cooperation efforts.  
This can be achieved by forming cross-program, cross-division task teams to 
solve Ministry problems.  By succeeding in these cross-program projects, staff 
would learn the importance of cross-program cooperation, and over time, 
incorporate this practise in their daily work.  The task team members must be 
carefully selected to ensure maximum probability of success.  In addition to the 
task team approach to teach best practises, we need a few rules to place 
accountability to management when the lack of cross-program co-operation 
compromises our data integrity. 
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Lack of understanding of each other’s businesses is a reason for the “stovepipe” 
syndrome.  To broaden staff’s knowledge about operations in other programs or 
divisions, job exchange and job shadowing between offices should be 
encouraged.  Insights of other programs’ businesses would stimulate cross-
program cooperation.  Approving a staff member to go on a job exchange or 
shadowing program can be a difficult management decision because staff 
movement could impact program delivery.  However, the long-term benefit of 
such exchange to the Ministry far exceeds the temporary disruption that might 
result in a local office. 
 
The Workforce Planning Group under the Road Ahead initiative is putting 
together a Knowledge-Sharing Program to promote cross-program, cross-
division communications.  This program could incorporate the job exchange and 
job shadowing concepts as other means for knowledge transfer. 
 
The Ministry database must be complete because we rely on the database to 
make land management decisions.  Moreover, other agencies will soon have 
access to our data.  Land Information BC has initiated the Integrated Land and 
Resources Registry Project.  When fully implemented, the registry will allow 
anyone to access information on Crown land rights and interests.  Therefore our 
database must be up-to-date to avoid future land conflicts and embarrassment. 
 
Our data clean-up project could be best managed using the task team approach.  
Currently we have 3 major data “clean-up” efforts occurring in different program 
areas ― timber sales, tenure, and silviculture.  These 3 projects should be 
coordinated as one project to ensure consistency, efficiency and accuracy. 

 
Furthermore, workload management should be included as part of the data 
clean-up project.  Some staff are unable to do their work because of missing or 
mis-labelled data in our database.  Frustrated staff are looking for solutions that 
would solve their immediate workload problem, but as a result induce conflict 
between staff in different programs, further degrade our data quality, and create 
more work in the future. 
 
Ministry applications must work for headquarters, region and district staff.  Our 
applications produce reports that are useful to headquarters and region, but often 
not to district users.  Consequently, many districts have created parallel tracking 
systems to collect the data they need, doubling staff’s workload.  The ability to 
get useful information from our database would motivate all users to pay 
attention to data integrity.  
 
Policy decisions should take into account system impacts to make sure that staff 
can continue to perform their work under the new policies.  When the system is 
not considered, data integrity suffers.  For example, the tenure clearance 
procedure allowed in the Fort St. John Pilot Project does not match that for the 
Ministry.  Consequently, the data from that project is either missing or entered 
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into our corporate database after harvesting has occurred.  The district manager 
is at risk of issuing cutting permits in areas where he has no authority to do so. 
 
The bark beetle blanket permit policy is another example in which a new policy 
impacts staff’s ability to carry out their work.  Under the blanket permit policy, 
licensees are not required to submit cut-block level data to allow faster issuance 
of cutting permits without impacting the billing procedure.  However, the policy 
affects all activities that require block level data, for example, compliance and 
enforcement, and post-harvest reporting.  Staff feel accountable for the fact that 
they could not enter data into our system even though they did not create the 
problem.  They have no tool to fix the problem, except to “work around” it. 
 
Both the Code Pilot Project and the bark beetle blanket permit policy are major 
forest management policies.  The project and the policy would likely remain the 
same if we had considered the systems impacts.  However, we would have 
anticipated the data and workload issues, and formulated suitable solutions. 
 
To fully appreciate the importance of good data, all users need to understand the 
inter-dependencies among applications.  The data acquired by one application 
are used by other down-stream applications.  Knowledge of the timing of the data 
entry and the purpose of data across business areas will foster diligence in 
quality data entry.  We have many maps for individual program processes, but 
we still do not know how data is being accessed throughout the life-cycle of a 
cutblock or a road. 
 
The Streamlining Project Teams have begun the mapping of the life-cycle of a 
cutblock and a road.  Once completed, the outcomes will help staff to better 
understand the inter-dependencies among key Ministry applications. 
 
Furthermore, the Information Management Group has developed a presentation 
on “Understanding Key Applications” to explain the structure of our database and 
the linkages between Ministry applications.  This presentation should be 
delivered to all application users during the first round of system visits to the 
regions and districts.  
 



 Systems-Applications Analysis Project – Final Report   

   
 Page 11 of 37 

3.3 Recommendations 
 
Tasks Lead By 

1. Include in EPDP accountability for data integrity.  For 
example, 
- branch directors to ensure new applications or 

upgrades will not negatively impact other existing 
applications; 

- branch directors to ensure new policies will not 
compromise data integrity; 

- district managers to ensure data are entered into 
our database before issuing permits. 

All appropriate 
staff 

2. Decide whether the risk of authorizing activities on 
Crown Land without first completing the clearance 
process in the tenure application is acceptable, in 
some cases.  If the risk is acceptable, develop a 
formal procedure to capture the data when district 
managers take that risk, and to record that decision.  

Executive to 
make the 
decision; 
Resource 
Tenures and 
Engineering 
Branch to develop 
procedure 

3. Identify the top 5 conflicting business processes and 
practices, and establish cross-program and cross-
division teams to resolve.  Explore the process for 
resolving future cross-program, cross-division 
problems. 

Cross-program, 
cross-division 
team 

4. Establish a Job Exchange - Job Shadowing Program 
to broaden staffs’ knowledge about Ministry 
business. 

Workforce 
Planning Group 

5. Maintain funding for data clean-up for the next 2 
years and communicate the commitment to staff. Executive 

6. Establish a data clean-up team to oversee and 
coordinate all data clean-up efforts across programs 
(tenure, timber sales, silviculture, compliance and 
enforcement).  The team should also pay attention to 
workload management. 

Cross-program, 
cross-division 
team 

7. Complete data clean-up project. 
Cross-program, 
cross-division 
team 

8. Develop a standard and metric to measure data 
integrity (e.g., timeliness of data entered into our 
database) and review the standard and metric 
regularly. 

Strategic Analysis 
Group in 
Research Branch 
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9. Audit data integrity post data clean-up to assess 
success of the data clean-up project.  The audit 
outcome will form the baseline data for future 
monitoring. 

Data Custodians 

10. Monitor data integrity.  Watch out for early signs of 
data erosion. Data Custodians 

11. Map the life-cycle of a cutblock and a road. Streamlining 
Project teams 

12. Train all staff on the structure of our corporate 
database and application linkages.  This can be 
accomplished by delivering the presentation, 
“Understanding Key Applications” to all staff during 
the first round of system. 

Information 
Management 
Group 

 
 
4.  Application Development 
 
4.1 Staff Comments 
 

- Users are not adequately involved in application development. 
 

- Users do not know who makes decisions, and who is accountable for 
application failures. 

 
- Applications were implemented prematurely – proper infrastructure and 

hardware were not available to all users, and the new applications still 
have errors. 

 
- Each application is developed by individual business area in isolation, 

resulting in applications that are out-of-sync. 
 

- Applications do not meet business requirements. 
 

- Users do not know where to provide application-improvement 
suggestions, or how application-upgrade decisions are made. 

 
- All users are frustrated that they are either not being heard, or their inputs 

are not taken seriously. 
 

- We have introduced too many new applications at the same time. 
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4.2 Discussion 
 
The projects to migrate main-frame based applications to the web-based world 
encountered many challenges.  The scope of these projects went from strictly 
moving the applications from one environment to another, to also include 
accommodating web based electronic submissions, to also include revising the 
applications to meet new policy directions.  Meanwhile, there were budget and 
staff reductions, Ministry re-organization, and new policy initiatives.  These 
changes created an unstable, uncertain environment in which the application 
development projects were undertaken.  
 
At the time the new applications were being developed, the Ministry was in the 
process of setting new forest policies.  Business branches had to speculate the 
business requirements for the new applications.  Consequently the new 
applications do not always meet the current business needs.  As the new forest 
policies have now been finalized, the applications should be reviewed to ensure 
they properly reflect the Ministry’s business. 
 
Application development is a business project, but is often carried out as a 
technical project.  Typically, a project development team includes a project 
manager from the Information Management Group, a business lead from the 
business area for which the application is built, and a Users’ Group.  Due to time 
line, workload, and scope change, the business lead might defer some decision 
making power to the project manager, and over time, the project manager would 
be making decisions beyond project management.   
 
Most application users work in the regions and districts and they should be part 
of the decision making team for application development.  The business lead, 
typically works in a headquarters branch, determines the contents of the new 
application.  Although the business lead would consult the users for input, the 
decisions tend to be headquarters-inclined.  Functions which are important to the 
mass users are sometimes sacrificed for higher-level preferences.  Having a user 
as the business lead might provide better balance on meeting the needs of all 
levels of users. 
 
Users should be part of the development team for the life time of an application.  
Currently, a Users’ Group is only active at the beginning of a project, and 
infrequently during application upgrades.  Group members act more as 
consultants to the project than as part of a team.  Because the decision power 
tends to reside with one or two people (for example, the business lead or the 
project manager), most users do not know the avenue for providing input.  The 
workloads of these few decision makers also prevent them from responding to 
users’ inputs.  Consequently, users are frustrated because their suggestions fall 
into a black hole; some of them have given up. 
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Users’ Group members tend to be more forgiving about the flaws in an application 
because of their awareness of the challenges the project team faces.  Therefore 
the application development team should include users of all levels.  Team 
membership should be rotating to allow more users to be part of the development 
team, thereby increasing the sense of ownership of the application among users.  
To be productive in the development team, team members should be given 
sufficient recognition by their managers to re-balance their workload.  To ensure 
the team members are truly involved in the application development, the launching 
of a new application or an upgrade should require team members’ sign-off. 
 
Many of the Ministry’s applications are mutually dependent on one another.  
Therefore, application project leads should meet regularly to share information on 
the latest project plans, to ensure that all Ministry applications are in-sync with 
one another, and that upgrades made in one application do not negatively impact 
other applications. 
 
Staff do not want to see any new applications for a year so that they can catch-
up with the new technology and learn the existing tools.  Therefore, there is a 
need to continuously evaluate the priority of application development projects, 
considering the Ministry’s capacity for developing and learning new tools. 
Furthermore, the system speed and frequent crash problems must be resolved 
for any new web-based applications to provide the expected efficiency. 
 
 
4.3 Recommendations 
 
Tasks Lead By 

1. Review each application to ensure it matches the 
business needs.  Be sure that the needs of small 
tenures are fully addressed. 

Business 
branches and 
operations staff 

2. Review the accountability framework for the life-cycle 
of an application development project. 

Cross-program, 
cross-division 
team 

3. Review the project management structure for 
application development projects. Consider  
- choosing a region or district user to lead project, 
- incorporating a continuous improvement 

component in the project cycle, 
- requiring Users’ Group to sign-off approval before 

launching a new application or upgrades, 
- piloting a new application before launching it 

province-wide, and  
- forming an informal group of the project leads to 

meet regularly to ensure applications are in-sync. 

Cross-program, 
cross-division 
team 
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4. Place accountability on branch directors to ensure 
new applications or upgrades will not negatively 
impact other existing applications. 

Executive to 
direct 

5. Continuously evaluate the priority of application 
development projects. 

Information 
Governance 
Council 

 
 
5.  Post-implementation Follow-up 
 
5.1 Staff Comments 
 
Training: 
 

- Many staff did not receive training on the new applications. 
 
- Initial training was too general and not relevant to the job. 

 
- Train-the-trainer concept did not work for many staff.  Trainers need more 

in-depth training before they can train fellow users. 
 

- New users need orientation training; seasoned users need task-specific 
training. 

 
- Training needs to include trouble shooting; just knowing how to move 

around in an application is not sufficient. 
 

- Different users learn in different ways. A variety of teaching techniques 
should be available at more than one time (that is, before and after 
implementation). 

 
Support: 
 

- Help desk maintained by business branch provides timely help. 
 
- Help desk maintained by the Information Management Group is 

overwhelmed and unable to provide timely help. 
 

- Many users have given up asking for help. 
 

- The few users who are proficient with the new applications have become 
the local support people by default with little recognition on this additional 
workload. 
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5.2 Discussion 
 
Lack of resources is the key reason for the poor or unsatisfactory post-
implementation follow-up.  Under the current project approval structure, funding 
for a project and its training need are decided by 2 separate groups: the 
Information Management and Information Technology group, and the Corporate 
Learning Fund.  Since the two groups do not use the same criteria to rank the 
projects, some projects received sufficient funding for development but only a 
small training budget.  For example, training funding for the Forest Tenures 
Administration (FTA) project was denied and training had to be “sponsored” by 
other funded projects.  For the fiscal year 2004 to 2005, less then 50% of the 
requested training fund for system projects was approved.  Consequently, the 
initial training tends to be short and general, and be only given to a small subset 
of the users.  Those who have received training are expected, but often not 
equipped to teach their fellow users.   
 
The Business Solutions Branch has recently reviewed the budget allocation 
process for application development projects and adopted the principle that all 
funding associated with a project must be approved at the same time.  It was 
also proposed to move the project approval decision up by 3 months to allow 
sufficient time for the business branches to incorporate operating cost into the 
branches’ overall budget consideration.  When fully implemented, both decisions 
should provide relieve to the training funding problem. 
 
Our existing facility for supporting key Ministry applications is inadequate to meet 
users’ needs. The Business Application Services Section is a 5-member support 
team located within the Information Management Group.  This team is 
responsible for supporting more than 20 forestry business applications.  Since 
moving to web-based applications, the team is now supporting about 20,000 
users, including Ministry staff, licensees and contractors; the number of calls to 
the support team has also increased three-fold.  To handle this increased 
workload, the staffing in the support team has been increased by one full time 
employee – from four to five, and a 6 month temporary appointment.  However, 
these measures are not sufficient to address the workload problem and a new 
support strategy needs to be developed.   
 
The support team does not always have sufficient training about a new application 
before being tasked to help the mass users. Due to tight project time lines, the 
team sometimes finds out about the new application features at the same time as 
the users.  In addition to application support, the team also receives and answers 
business oriented questions. Over time, the support team has gained some 
understanding on the business for which an application is built.  Nevertheless, the 
business questions should be addressed by business experts, and in the midst of 
downsizing and restructuring, it is sometimes unclear who is responsible for 
answering business questions that the support team cannot address. 
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All Ministry field staff prefer to have a local contact person to provide applications 
support.  With both business and application knowledge, this group of contacts 
could provide immediate support to the local staff, and be the interface between 
the district, the support team, and the business branches.  They would also form 
a support group for one another.  This field-level support group would relieve the 
workload of the headquarters support team, therefore allowing the support team 
to re-focus its energy on more project oriented work such as project 
development, testing, development of training materials, and preparing pertinent 
support strategies and resources. 
 
In addition to timely application support, the users also need direct 
communication with branch experts.  Branch experts, including policy makers 
should visit the regions and districts regularly to observe how business policies 
are carried out in these offices, therefore staying current with on-the-ground 
practices.  These visits could be made in conjunction with the Information 
Management Group to provide maximum benefits to the region and district staff.  
A monthly open phone line could also be set up to allow users to ask branch 
experts questions, and branch experts to hear first-hand from the users.   
 
Electronic mail is the primary tool for communicating application information with 
users.  This tool is not effective because not all users are on the mailing list and 
many of those who receive the message either don’t read it carefully or ignore it 
entirely.  Instead of electronic notices, the application web site can be used to 
communicate “What’s New” with all the users.  Once proven effective, this 
approach may be expanded to other program areas to reduce the overall electronic 
mail burden on Ministry staff. 
 
 
5.3 Recommendations 
 
Tasks Lead By 

1. Implement the principle to approve all funding 
associated with a project at the same time. 

ADM for Corporate 
Services  

2. Determine a strategy for designating a local support 
positions. 

ADM for Operations 
and Regional 
Executive Directors 

3. Regular visits to region and district offices to stay 
current with on-the-ground practises. 

Policy makers in 
Business branches 

4. Set up a monthly open phone line to allow users to 
dial-in and ask questions to application experts.  Test 
out concept in the tenure application (FTA) initially. 

Resource Tenures 
and Engineering 
Branch 

5. Use the application web site to communication 
“What’s New” to all application users. 

Resource Tenures 
and Engineering 
Branch 



 Systems-Applications Analysis Project – Final Report   

   
 Page 18 of 37 

 
 
6.  Electronic Submission Requirements 
 
Staff have expressed great concerns on the Ministry’s requirement for electronic 
submissions from all licensees beginning April 1, 2005.  In response to the 
concerns, an Implementation Team was appointed to review the Ministry’s 
readiness for electronic submissions.  Based on the team’s recommendation, the 
Ministry has postponed the effective date to June 1, 2005, and formulated an 
action plan for implementing electronic submission.   
 
Appendix 2 is a memo that outlined staff concerns on the electronic submission 
requirements.   The Implementation Team’s recommendations are provided in 
Appendix 3.  The announcement to industry on the new electronic submission 
deadline is given in Appendix 4. 
 
 
7.  Summary Action Plan 
 
The Ministry is still going through the implementation period for all the application 
changes initiated 15 months ago.  As Ministry staff become more comfortable 
with using the web-based applications, many of the symptoms of our system and 
applications problems will disappear.  However, unless we eliminate the root 
causes, the symptoms will re-surface next time staff’s routines are disrupted.   
 
The following summary offers a few suggestions on treating the root causes of 
our system and applications problems.  The proposed completion dates should 
be reviewed by those who will be responsible for the recommendations.  
Appendix 5 presents a summary table of the recommendations including the 
names of the executive sponsors and project leads.  
 
In conclusion, to solve our system and applications problems, we need to 
improve our system infrastructure, and learn to include other business areas in 
every aspect of our work. 
 
 
7.1 Recommendations 
 
Primary Priority: 
 
1. Information Management Group to initiate a study to  

a. identify the causes for the system speed and stability problems, 
b. assess the implications of server centralization, increase in electronic 

traffic, and new GIS tools on staff’s work,  
c. examine options for solving the above system problems by 

responsibility center, and  
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d. develop and communicate to users a plan to effect improvement in the 
Ministry’s network and hardware capacity.  The plan should include a 
schedule for improvement in system speed and stability. 

 
Proposed completion date:  Complete study by October 2005. 
 
Expected results:  This recommendation would resolve the system speed 
and stability problems. 
 

2. The Deputy Minister to confirm that good data integrity is a Ministry priority. 
For all appropriate staff, include in their EPDPs the work goal to ensure 
good data integrity for Ministry data.  For example: 

 
a. Branch directors to ensure new applications or upgrades will not 

negatively impact other existing applications; 
b. Branch directors to ensure new policies will not compromise data 

integrity; 
c. District managers to ensure data are entered into our database before 

issuing permits. 
 
Proposed completion date:  Incorporate accountability for data integrity in 
the 2005-2006 EPDPs. 
 
Expected results:  This recommendation would instil the culture that good 
data is essential for making informed forest management decisions, and 
improve the quality of our data. 
 

3. ADM for Operations and Regional Executive Directors to determine a 
strategy for designating a position at each office to provide application 
support to local staff.  Depending on the staffing situation in a district office, 
the position might be newly created or transferred from an existing one, full-
time or part-time, or shared among districts. 
 
Proposed completion date:  Secure the support positions by March 2006. 
 
Expected results: This recommendation would provide better application 
support to district staff, and relieve the headquarters support team so that 
they can perform more project oriented work.  Overall, this recommendation 
would improve staff morale and productivity. 
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4. ADM for Operations and ADM for Tenure and Revenue  to decide whether 
the risk of authorizing activities on Crown Land without first completing the 
clearance process in the tenure application is acceptable in some cases.  If 
the risk is acceptable, then Resource Tenures and Engineering Branch to 
develop a formal procedure to capture the data when district managers take 
that risk, and to record that decision. 
 
Proposed completion date:  Make the decision of whether this risk is 
acceptable by September 2005, and if approved, determine the formal 
procedure by December 2005. 
 
Expected results:  This recommendation would help staff manage their 
workload, and help maintain good data integrity. 

 
5. Executive to maintain funding for data clean-up until March 2007, and 

communicate commitment to staff. 
 
Proposed completion date:  Communicate the commitment to fund data 
clean-up by July 2005. 
 
Expected results:  This recommendation would allow data clean-up to be 
completed by March 2007, and help maintain good data integrity. 

 
 
Secondary Priority: 
 
6. Business branches (tenure, timber sales, silviculture, compliance and 

enforcement) to jointly form a data clean-up team to oversee and coordinate 
all data clean-up efforts.  The team should also pay attention to workload 
management.  This is a one-time, short-term assignment, and the team 
should disband once the task is completed. 
 
Proposed completion date:  Form data clean-up team by July 2005, and 
complete data clean-up by March 2007. 
 
Expected results:  This recommendation would improve the data clean-up 
efficiency, and foster cross-program co-operation. 
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7. The Project Management Office  to form a cross-program, cross-division 
team to  

a. review the accountability framework for the life-cycle of application 
development projects, and  

b. review the project management structure for application development 
projects.  Consider  
- choosing a region or district user to lead project, 
- incorporating a continuous improvement component in the project 

cycle, 
- requiring Users’ Group to sign-off approval before launching a new 

application or upgrades, 
- piloting a new application before launching it province-wide, and  
- forming an informal group of the project leads to meet regularly to 

ensure applications are in-sync. 
 

This is a one-time, short-term assignment, and the team should disband 
once the task is completed. 
 
Complete date:  Complete the review by December 2005. 
 
Expected results:  This recommendation would improve the effectiveness of 
application development projects, and ensure that system and applications 
problems would be addressed early on when they are detected. 
 

8. ADM for Corporate Services  to a form task team(s) to  
a. identify performance standard, 
b. develop metric for performance measure, and 
c. establish monitoring scheme  

 
for the following areas: system services, system performance, and data 
integrity.  The task team(s) could be led by the Strategic Analysis Group in 
Research Branch with team members from the Information Management 
Group, business branches, and operations.  This is a one-time, short-term 
assignment, and the team should disband once the task is completed. 
 
Proposed completion date:  Complete project(s) by December 2005, and 
implement the monitoring scheme immediately thereafter. 
 
Expected results:  This recommendation would provide early detection of 
potential system or data problems, and monitor the effectiveness of our 
efforts in resolving system and applications problems. 
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9. Each Business branch (revenue, tenure, timber sales, silviculture, 
compliance and enforcement) to form a cross-program, cross-division team 
to review its application(s) to ensure that business needs are met.  Be sure 
that the needs of small tenures are fully addressed.  This is a one-time, 
short-term assignment, and the team should disband once the task is 
completed. 
 
Proposed completion date:  Form teams by August 2005, and complete 
review by December 2005. 
 
Expected results:  This recommendation would ensure that the applications 
are relevant to current business needs. 
 

10. Regional Executive Directors and Business branch directors  to form a 
cross-program, cross-division team to 

a. identify the top 5 conflicting business processes and practices, 
b. establish cross-program, cross-division teams to resolve problems, and 
c. explore the process for resolving future cross-program, cross-division 

business and application problems. 
 
This is a one-time, short-term assignment, and the team should disband 
once the task is completed. 
 
Proposed completion date:  Complete project by August 2005. 
 
Expected results:  This recommendation would initiate the resolution of 
existing business and applications problems, and foster cross-program, 
cross-division integration and co-operation. 
 
 

Tertiary Priority: 
 
11. The Workforce Planning Group under the Road Ahead initiative to draft the 

terms for a Ministry Job Exchange – Job Shadowing Program. 
 
Proposed completion date:  Draft terms by September 2005, and begin job-
exchange, job-shadowing by December 2005. 
 
Expected results:  This recommendation would broaden staff’s knowledge of 
operations in other programs and divisions, stimulate cross-program 
cooperation, therefore enable consistent Ministry policies and procedures, 
and improve data integrity.  It would also encourage knowledge transfer and 
benefit succession planning. 
 

12. Branch directors to ensure that staff who are involved in policy 
development, application development, and application support visit region 
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and district offices regularly to gain first-hand understanding of system and 
applications issues at that level.  These visits could be done in a team 
approach, involving staff from the Information Management Group and 
business branches.  For the first round of visits, the visiting team could 
deliver the presentation, “Understanding Key Applications” to train all staff 
on the structure of our corporate database and application linkages.  Be 
sure that the smaller and more remote offices are included in these visits. 
 
Proposed completion date:  Complete the first round of visits by December 
2005.  
 
Expected results:  This recommendation would promote better 
understanding between headquarters and operations staff on system and 
applications issues. 
 

13. Information Governance Council (formerly the IM/IT Advisory Group) to 
continuously evaluate the priority of application development projects, 
considering the Ministry’s capacity for developing and learning new tools. 
The ADM for the Corporate Services to implement the principle that all 
related funding associated with a project must be approved at the same 
time. 
 
Proposed completion date:  Apply this recommendation to projects 
proposed for fiscal year 2005-2006, and thereafter. 
 
Expected results:  This recommendation would improve the quality of new 
applications, and ensure that sufficient training fund would be available for 
new projects. 
 

14. Information Management Group to name and communicate to staff Ministry 
contacts for system problems other agencies are responsible for.  The 
contacts should be individuals, not the general help desk.  These contacts 
should resolve system problems for users after following proper procedures 
has failed to provide a solution. 
 
Proposed completion date:  Identify the contacts by August 2005. 
 
Expected results:  This recommendation would help system users to get 
their problems resolved, allow the Information Management Group to gain 
better understanding of users’ needs, and therefore be able to negotiate 
better system services from other agencies on behalf of Ministry users. 
 

15. The Streamlining Project to map the life-cycle of a cutblock and of a road, 
and communicate the products to all application users. 
 
Proposed completion date:  Complete the maps by August 2005. 
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Expected results:  This recommendation would help to improve staff’s 
understanding on the inter-dependencies among key Ministry applications, 
therefore improve data integrity. 
 

16.  Resource Tenures and Engineering Branch to test out the following 
communication concepts: 

a. Set up a monthly open phone line to allow users to dial-in and ask 
questions to tenure application experts. 

b. Use the tenure application web site to communicate “What’s New” to 
all application users. 

 
If the test results are favourable, extend the recommendation to other 
business applications. 
 
Proposed completion date:  Complete the development by August 2005, 
and report test results by December 2005. 
 
Expected results:  This recommendation would provide “tips-and-tricks” to 
Ministry application users; promote better communication between business 
and application experts, and application users; and reduce the electronic-
mail burden on staff. 
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Appendix 1: Memorandum on the System Applications Analysis Project 
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Appendix 2: Memorandum on Ministry Readiness for ESF by April 1, 2005 
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Appendix 3: Memorandum on ESF Recommendations 
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Appendix 4: Announcement to industry on the new effective date for ESF 
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Recommendation Proposed due date Executive sponsor  Project lead 

1. IMG to initiate a study to resolve speed and stability 
problems, and communicate plan to all users.   

Complete by October 
2005 Deborah Meyers Nelson Lah 

2. Deputy Minister to confirm data integrity priority; all 
appropriate staff to include work goal in their EPDPs. 

Incorporate in 2005 – 
2006 EPDPs Deputy Minister 

Branch directors, 
Regional Executive 
Directors, District 
managers, Timber 
Sales managers 

3. ADM for Operations & Regional Executive Directors to 
determine a strategy for designating local support 
positions. 

Secure positions by 
March 2006 

Tim Sheldan, 
Regional Executive 
Directors   

Tim Sheldan,  
Regional Executive 
Directors 

4. ADM for Operations and ADM for Tenure & Revenue to 
decide whether the risk of issuing cutting permits without 
clearance is acceptable, in some cases.  If the risk is 
acceptable, then RTEB to develop a formal procedure to 
ensure data is captured. 

Decide by September 
2005; develop 
procedure by March 
2006 

Tim Sheldan, Bob 
Friesen  Jim Langridge 

5. Executive to maintain funding for data clean-up until March 
2007, and communicate commitment to staff. 

Communicate by  
July 2005 Tim Sheldan   Tim Sheldan 
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6. Business branches to jointly form a data clean-up team to 
oversee and coordinate all data clean-up efforts.   

Form team by  
July 2005 

Bob Friesen, Tim 
Sheldan, Larry 
Pedersen, Jim 
Snetsinger 

Bill Howard, Jim 
Langridge, Dan 
Graham, Doug 
Wrean, Ralph 
Archibald 

7. The Project Management Office to form a cross-program, 
cross-division team to review the accountability framework 
and project management structure for the life-cycle of 
application projects. 

Complete review by 
December 2005 Deborah Meyers Susan Prosser 

8. ADM for Corporate Services to form a team to establish 
standard, measure and monitoring scheme for system 
services, system performance, and data integrity. 

Complete project by 
December 2005 Deborah Meyers Peter Ott 

9. Each business branch to form a cross-program, cross-
division team to review its applications to ensure business 
needs are met. 

Complete reviews by 
December2005 

Bob Friesen, Tim 
Sheldan, Larry 
Pedersen, Jim 
Snetsinger 

Bill Howard, Jim 
Langridge, Dan 
Graham, Doug 
Wrean, Ralph 
Archibald 

10. Executive to form a cross-program cross-division team to 
identify the top 5 conflicting business practices and, 
establish team to resolve problems. 

Complete project by 
August 2005 

Tim Sheldan, Bob 
Friesen, Regional 
Executive Directors 

Vera Sit 

11. The Workforce Planning Group to draft the terms of a 
Ministry Job Exchange / Shadowing Program. 

Draft by September 
2005; implement by 
December 2005 

Deborah Meyers Sandra Letts 
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12. Branch directors to ensure staff involved in policy 
development, applications development and support visit 
regions & districts regularly. 

Complete first round 
by December 2005 All ADMs All branch directors 

13. Information Governance Council to continuously evaluate 
the priority of application development projects. 
ADM for Corporate Services to ensure all funding 
associated with a project are approved at the same time. 

Begin with proposals 
for 2005  – 2006 Deborah Meyers Nelson Lah 

14. IMG to name and communicate to staff ministry contacts for 
system problems other agencies are responsible for. 

Identify contacts by 
August 2005 Deborah Meyers Nelson Lah 

15. Streamlining Project to map the life-cycle of a cutblock and 
of a road, and communication products to all application 
users. 

Complete maps by 
August 2005 Jim Snetsingers Greg Goss 

16. RTEB to test out communication concepts: monthly open 
phone lines; replace e-mail notices with “What’s New” in 
tenure application web site. 

Begin by August 
2005; report out by 
December 2005 

Bob Friesen Jim Langridge 

 


