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SPIRIT Timeline
• 2002 13 WIC State Agencies Formed• 2002 – 13 WIC State Agencies Formed 

Consortium to Develop a Modern WIC MIS 
Systemy

• 2004 – Received State Agency Model (SAM) 
Grant, Awarded DD&I Contract to CSC 
Covansys 

• 2007 – All 13 State Agencies Implemented the 
First SAM System by December 2007First SAM System by December 2007

• 2008 – Arkansas & Missouri Were First 
Geographic States to Transfer SPIRITGeographic States to Transfer SPIRIT

• 2009 – Formation of SPIRIT Users Group
• 2010 – Montana, Minnesota Scheduled to2010 Montana, Minnesota Scheduled to 

Implement Maine, Mississippi, & Alaska 
Approved to Transfer



Organizational Documents

• MOA to Formalize Consortium

• MOA for Helpdesk Services

• MOA for Financial Invoicing & Payment of 
System EnhancementsSystem Enhancements

• SPIRIT Users Group CharterSPIRIT Users Group Charter

• Change Control Process DocumentChange Control Process Document



Historyy
• System Hosting Services Can Be Expensive

• WIC Systems Are Complex

• Explored Options and Received Ball Park Estimates ~ 
$500,000 Annually for Hosting and System 
MaintenanceMaintenance

• During Implementation Year, No Time and NoDuring Implementation Year, No Time and No 
Technical Experience to Write RFP. Also, No Data 
Available for Expected Volume of Calls, Hosting 
R i t St ffi R i t tRequirements , Staffing Requirements, etc.



History (continued)
• Chickasaw Nation Industries (CNI), a Subsidiary 

Business of Chickasaw Nation, Was Contracted 
for Helpdesk Services, Training, and Equipment 
Installation for All 13 Partners During the 
I l t ti YImplementation Year

• Since CNI Was a Small 8(A) DisadvantagedSince CNI Was a Small 8(A) Disadvantaged 
Firm, FNS Approved a Sole Source Contract

I 2008 P t I l t ti FNS R i d• In 2008 Post-Implementation, FNS Required a 
RFP for Hosting/Maintenance or the Option for 
Lead Agency to Operate Hosting/MaintenanceLead Agency to Operate Hosting/Maintenance 
In-House 



Staffing

• Chickasaw Nation IT Department – 118 
Employees Supporting All InformationEmployees Supporting All Information 
Technology for All Divisions Within the 
Chickasaw NationChickasaw Nation

• Dedicated Spirit Helpdesk Staff ~ 6 FTEsDedicated Spirit Helpdesk Staff  6 FTEs

• Administration System AdministrationAdministration, System Administration, 
Database Administration, Application 
Support Quality Assurance AnalystSupport,  Quality Assurance Analyst,  
Helpdesk Support 



Data Center

• Centralized Data Center Located in the 
Chickasaw Nation in Ada, OklahomaChickasaw Nation in Ada, Oklahoma

• 3 Servers for Web and Application 
Services Servers Are Load BalancedServices, Servers Are Load Balanced

• Each of the 13 Agencies Has Individual 
D t b SDatabase Servers

• Each of the 13 Agencies Has Individual 
Test Database Servers

• Disaster Recovery Site in Norman, OKy



MOA for Helpdesk Services
• Helpdesk Service Hours are Monday – Friday, 

7:00am – 7:00pm CST (Holidays Excluded)7:00am 7:00pm CST (Holidays Excluded)
• Telephone Support  Via Toll Free Number 
• Email SupportEmail Support
• Error Tracking
• Use of WebEx for Trouble Shooting and• Use of WebEx for Trouble Shooting and 

Installations
• Maintain and Manage the Version Control of AllMaintain and Manage the Version Control of All 

Application and Database Software
• Provide Testing of Upgraded, Enhanced orProvide Testing of Upgraded, Enhanced or 

Modified Versions of All Modules Prior to 
Release



Levels of Helpdesk Support
• Level One Support: SPIRIT Hardware, Operating 

System and MS Office Software 
L l 2 S t SPIRIT A li ti S ft• Level 2 Support: SPIRIT Application Software 
Developed By CSC Covansys

• Level 3 Support: SPIRIT Application Software –• Level 3 Support: SPIRIT Application Software –
Issues at This Level That Cannot Be Solved By 
CNIT and Will Be Escalated to CSC Covansys for 
Resolution

• Level 4 Support: SPIRIT Database, Web, Server 
d N t k I Whi h Will B F d d t thand Network Issues Which Will Be Forwarded to the 

Appropriate Dedicated Second Tier Support Within 
the Chickasaw Nation IT Departmentthe Chickasaw Nation IT Department



Information Security
Q t l A diti f S t L f A A li• Quarterly Auditing of System Logs for Any Anomalies or 
Breach Attempts at the External Web Servers

• Verify the Automation of Updates of Definitions for Anti-
virus Protection for All SPIRIT Servers and Performing 
h Cl i f I f d Filthe Cleaning of Infected Files

• Perform a Bi Annual Assessment of Users and Their• Perform a Bi-Annual Assessment of Users and Their 
Levels of Access at the System Level (Non-Application 
Accounts)

• Perform a Monthly System Patch Assessment

• Perform a Quarterly Firewall Assessment



Escalation Procedures
St d d Ti k t• Standard Tickets 
– By 4:00pm CST If Ticket Received Before Noon
– By Noon the Following Business Day, If Received AfterBy Noon the Following Business Day, If Received After 

Noon
• Outages and ASAP Tickets 

If U il bl C ll S i D k M C ll Ph– If Unavailable Call Service Desk Manager on Cell Phone
– If No Response Within 15 Minutes Call Director of IT 

Operations Support on Cell Phone
• Outside of Standard Business Hours (Holidays/Weekends)

– Standard Tickets - Follow-up Up With Customer By Noon 
Next Business DayNext Business Day

– If Outage and ASAP Tickets - Call Service Desk Manager 
on Cell Phone.  If No Response Within 1 Hour, Call 
Di t f IT O ti S tDirector of IT Operations Support



Cost of Operation
• Cost Allocation Based on Annual State Caseload

• Total Combined Caseload of All Agencies ~ 25 000• Total Combined Caseload of All Agencies ~ 25,000

• Number of Users ~ 175

• Total Cost of MOA for FY2010 = $265,131

• SWRO Assists With Funding Using Operational Adjustment 
Funds
– Small ITOs Under 1,000 = 75% of Individual MOA Costs
– Large ITOs Over 1,000 = 25% of Individual MOA Costs

Will Consider Additional OA Funding on Case By Case– Will Consider Additional OA Funding on Case-By-Case 
Basis



Advantages
• Best Access to Services and Support With 

Limited Resources
• Allows Small State Agencies to Operate Robust 

System by Sharing Resources
• Stable and Limited Downtime
• Shared Enhancements
• Expertise in JAD Is Multiplied
• Technical Expertise Not Required on Staff in p q

WIC Program
• Testing Performed to Ensure Reliabilityg y
• Disaster Recovery



SAM Vision
• Build It Once, and Replicate It Many Times

C l 20 S i SPIRIT U G• Currently, 20 States in SPIRIT Users Group

SPIRIT User Group Change Control Process• SPIRIT User Group Change Control Process

• Central Product Manager• Central Product Manager

• Executive Steering Committee – 7 StatesExecutive Steering Committee 7 States

• Change Control Workgroup – 6 to 8 Members, Along g g p , g
with CCWG Conductor



For More Information

Beverly Hancock, MBA, PMP
Central Product ManagerCentral Product Manager

SPIRIT Users Group
Phone:  (405) 642-9675o e ( 05) 6 96 5

Email:  beverly.hancock@chickasaw.net

Joy Endres, MPH, RD/LD
Deputy Directorp y

Chickasaw Nation Nutrition Services
Phone:  (580) 310-6463

Email:  joy.endres@chickasaw.net
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P j t O iProject Overview
• Since 2006 Maryland has hosted theSince 2006, Maryland has hosted the 

Virgin Islands WIC on the Web 
(WOW) System( ) y

• Virgin Islands application, databases 
and support staff reside in Marylandand support staff reside in Maryland

• Virgin Islands received a complete 
system transfer for less than $700 000system transfer for less than $700,000 
dollars

• Virgin Islands support costs are lessVirgin Islands support costs are less 
than $250,000 per year



P j t O iProject Overview
• Collaborative effort between:Collaborative effort between:

– Maryland WIC
– Maryland Health Department IT StaffMaryland Health Department IT Staff
– Virgin Islands WIC

Virgin Island Health Department IT– Virgin Island Health Department IT 
Staff

– Three Sigma SoftwareThree Sigma Software
– USDA



M l d WIC O iMaryland WIC Overview

• 19 Local Agencies

• 85 Clinics

• 350 Staff

• 150,000 Participants



VI WIC O iVI WIC Overview

• 3 Islands
• 2 Local Agencies• 2 Local Agencies
• 7 Clinics
• 25 Staff
• 6,000 Participants



H  It St t dHow It Started…
Virgin Islands legacy systemVirgin Islands legacy system
• Did not meet FRED requirements

H d t di ti t d t b ith• Had two distinct databases with no 
synchronization between islands

• Was losing data
• Was not providing enhancementsp g
• Difficult to learn
• No Help Desk Support• No Help Desk Support



How It Started…

USDA/MARO “R t f APDUSDA/MARO “Request for APD 
Technical Assistance” for Virgin 
I l d WICIslands WIC
– Lack of technical capability and 

t i t i tresources to maintain a system
– Lack of staff resources to plan or 

develop a systemdevelop a system
– Willing to accept a State transfer 

without customizationwithout customization



Virgin Islands Virgin Islands 
Requirements

• Increased system production
• Simplified navigation and learningSimplified navigation and learning 

curve
• Lower cost of ownership• Lower cost of ownership
• Centralized operations
• Strengthened disaster recovery
• Reduced maintenance concerns



O ti  St dOptions Study
Booz Allen Hamilton Phase I – January 2005
Identify options for a WIC system solution for VI

O ti 1 St d AlOption 1- Stand Alone 
Architecture

Option 2 - Outsource 
WIC System Operations

Option 3 - Make VI a 
Maryland Local Agency



Wh  M l dWhy Maryland

• Maryland WIC on the Web (WOW) 
System Implemented 2004

• Web Based Technology
• Three Tier ArchitectureThree Tier Architecture
• -- Client

Application• -- Application
• -- Database



Wh  M l d?Why Maryland?
• User Friendly (GUI Interface)User Friendly (GUI Interface)
• Centralized Oracle Database 

(Enterprise License)(Enterprise License)
• 5 x 8 Help Desk Support

C S• Existing Contractor Support
• User Requirements
• -- Internet Access
• -- Internet Explorer 6 0 or higher-- Internet Explorer 6.0 or higher



C id tiConsiderations
Booz Allen Hamilton Phase II

Analyze Maryland/Virgin Islands 
requirement differencesrequirement differences

Test Virgin Islands 
T l i tiTelecommunications

Final report of considerations 
and recommendations (Oct. 
2005)



P tProcurement
• 2006 Maryland2006 Maryland 

Maintenance & 
Support ContractSupport Contract

• System 
Enhancement #1:Enhancement #1:  
Virgin Islands 
System TransferSystem Transfer 
Project



VI WOW IAPDVI WOW IAPD



C t t A dContract Award

• April 2006 – Maryland 
WOW SystemWOW System 
Maintenance & Support 
Contract Awarded toContract  Awarded to 
Three Sigma Software



G d R lGround Rules
• VI Business Practices will change toVI Business Practices will change to 

match Maryland’s
• MOUs will be developed to define roles p

and responsibilities
• Unique backup procedure will be q p p

developed to enable VI to operate if 
mainland connection is lost



Maryland/Virgin Islands Maryland/Virgin Islands 
MoU
MD WIC will:
• Ensure VI WOW application and 

d t b il bl Mdatabase are available  Mon–
Sat, 5:00 am – 8:00 pm
Maintain manage and test• Maintain, manage and test 
versions of application and 
database softwaredatabase software

• Daily monitoring of logs, nightly 
processing, export files, etc.processing, export files, etc.



Maryland/Virgin Islands Maryland/Virgin Islands 
MOU
MD WIC ill ( t’d)MD WIC will (cont’d):
• Provide Help Desk support to include user 

access, troubleshooting, Toll Free Help 
Desk #

• Ensure all system applications and 
databases are in synch at all timesy

• Perform quarterly inspection and 
preventative maintenancepreventative maintenance 



Maryland/Virgin Islands Maryland/Virgin Islands 
MoU
VI WIC illVI WIC will:
• Ensure all staff attend training
• Report issues as soon as encountered
• Maintain workstations and printers (E-Mail,Maintain workstations and printers (E Mail, 

Anti-Virus, Operating System, MS Office, 
etc)etc)



Maryland/Virgin Islands Maryland/Virgin Islands 
MoU

VI WIC will (cont’d):
• Procure all supplies (check paper MICRProcure all supplies (check paper, MICR 

toner)
• Provide internet connectivity for all users• Provide internet connectivity for all users
• Provide 1st level help desk support



Pl iPlanning
• WOW Configurable Itemsg

– --Dropdown Values
– --Nutrition and Medical DataNutrition and Medical Data
– --Edits
– --Risk FactorsRisk Factors
– --Foods and Food Packages

• Banking System• Banking System 
• Vendor Authorization Process



WOW System y
Architecture



T f  S tTransfer System

MD WOW Became VI WOWBecame VI WOWMD WOW… Became VI WOWBecame VI WOW



WOW System Transfer
Dropdown Values

Maryland Holidays Virgin Islands Holidaysy y g y



Transfer System

MD Nutrition History Screen…y

VI Nutrition VI Nutrition 
History ScreenHistory Screen



Transfer System
MD Medical Information Questions…

VI Medical VI Medical 

Information QuestionsInformation QuestionsInformation QuestionsInformation Questions



November 2006
Training & Training & 
Implementation



Ongoing Help Desk Ongoing Help Desk 
Support



Ongoing MD Staff Ongoing MD Staff 
Support



VI B k  S l tiVI Backup Solution



VI T f  C tVI Transfer Costs

$71,661 

$147,228 
$82,289 Planning

System Transfer

$171,772 $110,560 

System Transfer

Training and 
Implementation
Travel

Equipment



VI Transfer Costs

$Transfer Solution $583,510

Standalone Backup Solution      + $  98,048

Total $681,558



Ongoing Maintenance & 
S tSupport

FIXED

50% Computer Specialist $116,734

T-1 Line MD to VI $  30,636

VARIABLE

Based on % of Participation

Annual Contractor Support Cost $  16,407

Annual Help Desk Cost $ 33 041Annual Help Desk Cost $  33,041

Travel $   7,400

TOTAL Annual Maintenance & Support $ 204 218TOTAL Annual Maintenance & Support $ 204,218



F diFunding

• System Transfer Combination of• System Transfer – Combination of 
Infrastructure and OA Funding

• Ongoing Maintenance & Support –
Regional OA Funding requested by 
Maryland for Virgin Islands 
Maintenance and Support



B fitBenefits
• VI has a state-of-the-art web-basedVI has a state of the art, web based 

management information system
• Promotes sharing of best practices• Promotes sharing of best practices
• Encourages dialogue between 

t t d i l ffi f listates and regional office for policy 
interpretation

• VI receives all updates and 
enhancements that MD produces 
“free of charge”



B fitBenefits
• Leverage use of existing:Leverage use of existing:
• -- Servers

Software• -- Software
• -- Plans (Disaster Recovery, 

SSecurity,
etc.)

• -- Lessons Learned
• -- Contractor Procurement-- Contractor Procurement



Key Factors for Project Key Factors for Project 
Success
• Management Support
• Staff Commitment
• Compromise
• Teamwork• Teamwork
• Communication
• Technology



I  C l iIn Conclusion…

Hosting Solutions Can Work!

Thank youThank you.



AIM Hosting Solution

Presented by:
Karen Sell, 

Chief
Bureau of Nutrition and Physical ActivityBureau of Nutrition and Physical Activity



AIMAIM
• AIM (Arizona in Motion) automationAIM (Arizona in Motion) automation 

system is currently used to administer the 
following four USDA nutrition programs:
– Special Supplemental Nutrition Program for 

Women, Infants and Children (WIC) 
C dit S l t l F d P– Commodity Supplemental Food Program 
(CSFP) 

– Farmers’ Market Nutrition Program forFarmers  Market Nutrition Program for 
Women and Children (FMNP –WIC) 

– Farmers’ Market Nutrition Program for 
S i (SFMNP)Seniors (SFMNP)



Current AIM: Clinic 
LevelLevel

• AIM is used by more than 
650 State and Local Agency g y
staff within the AIM 
Consortium to:
– Handle all appointment a d e a appo e

activities
– Certify participants
– Document medical and health 

information
– Determine nutritional risk
– Issue food instruments on 

demand
– Document nutrition and 

breastfeeding education
G t t– Generate reports

– Document and track referrals



AIM C tiAIM Consortium

American Samoa CNMI

Navajo Nation Guam



AIM Implementation AIM Implementation 
Dates

– American Samoa - May 1, 
2008

– Commonwealth of Northern 
Mariana Islands (CNMI) -Mariana Islands (CNMI) -
October 14, 2008

– Guam - February 2, 2009

– Navajo Nation - June 2, 2009



Scope of System MigrationScope of System Migration

• Feasibility Study
• Leverage Existing Investments in Infrastructure
• Expand Technical Infrastructure
• Provide Technical and Operations Support
• Provide AIM Help Desk Services
• Provide End-User Workstations and Printers
• Establish Communications to AIM
• Data Migration
• Trainingg
• Agreements



ADHS lADHS roles
• Host AIM for all partner agenciesHost AIM for all partner agencies 
• Provide AIM help desk support 

P id t h i l i t t ll t• Provide technical assistance to all partner 
agencies

• Provide on-site technical support as 
needed

• Provide assistance with query tools



T h i l O ti  St tTechnical Operating Structure

• In-House support:
– WIC IT staff  (11) ( )
– Quality Assurance staff (3)
– Help Desk (3) p ( )

• External support (Contractor):
– New development– New development
– Maintenance

Database operations– Database operations



Current AIM: State Level

• More than 100 state agency WIC and 
CSFP staff members use AIM to:CSFP staff members use AIM to:

Track and manage financial and program 
operations
Monitor Federal Regulation compliance of 
Local Agencies
T k d l dTrack and manage caseload
Generate financial and management reports
Perform all WIC Vendor activitiesPerform all WIC Vendor activities 
including authorizing, monitoring, 
and educating vendors  g



Hardware Hosting (Sharing Resources)



Minimum Connectivity 
R i tRequirements



Time Zones

The system is used Monday through Saturday 
during normal working hours of the clinics using the 
corresponding State Agency Time Zone from 6:30corresponding State Agency Time Zone from 6:30 
AM through 7:00 PM. 

A i S WIC (UTC 11 00)• American Samoa WIC: (UTC -11:00) 
• Arizona WIC: (UTC -07:00) 
• CNMI WIC: (UTC +11:00) 
• Guam WIC: (UTC +11:00) 
• Navajo Nation WIC: (GMT-07:00)



Technical Benefits

• Change ManagementChange Management
• One time modification for 5 WIC Agencies

• Creates Standardization for Consortium

• Reduces overall modification expenses p



Design Considerationsg

• International Use• International Use

• American Indian Tribes

• Swift Conversion of Navajo Nation WIC to meet  

New Food Package Requirements

• Change Management (AIM Versioning)• Change Management (AIM Versioning) 



Requirements (Non-Technical)q ( )

There are various steps that need to be accomplished during the 
AIM system expansion. 

•Intergovernmental Agreement:

Thi d t tli d l i i d t il ibiliti fThis document outlines and explains in detail responsibilities for 
which each agency shall be fully held during this implementation. 

•Initiate Banking Contract•Initiate Banking Contract

Modify banking services to meet the requirements of AIM, and test 
runs have been completed to initiate servicesruns have been completed to initiate services.  

•Business Requirements Definitions (BRD)



BankEnd Users

AIM Consortium WIC AIM.NET Application Logic 
Flow

1
AIM users will access Website via 
internet passing data through two 
firewalls creating a SSL connection. 
This Tier is the top most level of the AIM 
application The main function of the

I t tI t t

2

Logic Tier coordinates the application, 
processes commands, makes logical 
decisions and evaluations, and performs 
calculations. It also moves and 
processes data between the two 
surrounding layers. 

3

Here data is stored and retrieved from 
the AIM database. The information is 
then passed back to the logic Tier for 
processing and then to the presentation

4

1

application. The main function of the 
interface is to translate tasks and results 
to something the user can understand. 
Presentation Tier is positioned on the 
DMZ for security

Internet

Interrelated AIM Web Applications

Internet

AIM User 
Interface

WIC Fi ll

ADOA Firewall

processing and then to the presentation 
Tier and back to the user. 
EOD processing server captures, 
processes, and calculates financial data 
from AIM production databases and 
sends the outputs to the bank for 
processing.

5

6
Enterprise services and utilities are 
required to facilitate application 
functionality. These services provide 
management for each Tier. 

Active Directory DNS Virus Scan

Vendor Website WIC Clinic Search

Web Hosting
Application UI

SSL Authentication
(Presentation Tier)

WIC Firewall

2

Active Directory

OEM

DNS Virus Scan

Network Mgt Data Backup

Application & 
Services

AIM Application & 
Web Services

Read Only Database

3 6

AIM Database

Query Data

EOD 
Processing 

Read Only Database
(Logic Tier)

Storage
AIM Central 
Database
(Data Tier)

AIM EOD 
Processing Server

4 5



Overall Advantage
• Improve WIC program’s 

operations by providing an 
automated computer systemautomated computer system 
that is in compliance with all 
USDA regulations.

• Comply with USDA regulations. 
• Utilize and leverage recent 

investments in technology andinvestments in technology and 
resources to reduce cost of 
deploying a new WIC system. 

• Improve disaster recovery 
model. 


