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Scope of Audit

Audit Observations
and Conclusions 

Executive Summary

New York’s Preparation For The Year 2000
Governor’s Task Force On Information Resource
Management And Selected State Agencies And Public
Authorities

A tremendous challenge currently faces State agency and public authority
(agency) information system organizations: agency managers must prepare their
computer systems to cope with dates beyond December 31, 1999 – otherwise
known as the Year 2000 problem.  The root of this problem is that until
relatively recently most computer programs were designed to use only two
digits to designate the year, and therefore, cannot determine the century.  This
means that a computer in the year 2000 might calculate that a person born in
1997 was 97 years old, rather than 3 years old.  If this situation is not corrected,
fundamental operations on computer systems will begin to fail or produce
incorrect results. 

The sheer volume of computerized business processes in agencies and the
diversity of hardware platforms and of computer programs at these agencies, all
make solving this time-critical problem an imposing task.  Therefore, if
agencies do not make the necessary changes in time, the delivery of a wide
range of agency services - from calculating benefit payments to maintaining
criminal history and motor vehicle records - could be jeopardized. 

In April 1996, the Governor’s Task Force on Information Resource Manage-
ment (Task Force) was assigned the responsibility of coordinating the approach
State entities take to resolve Year 2000 issues.  (In August 1997, legislation
formally changed the name of the Governor’s Task Force on Information
Resource Management to the New York State Office for Technology.) While
agencies remain ultimately responsible for making the necessary Year 2000
changes, Task Force efforts are intended to broadcast the need to address this
problem and to advise agencies about how to do it.  Based on industry estimates
of how much it will cost information technology groups to correct Year 2000
problems worldwide, Year 2000 compliance statewide could potentially cost
hundreds of millions of dollars.

Our audit addressed the following question about New York State’s preparations
through April 16, 1997 for resolving the Year 2000 problem:

! Are the agencies’ Year 2000 compliance efforts adequate to ensure that
public services are not materially interrupted because of the turn of the
century?

There is a real risk that services provided by agencies to the public will be
disrupted at or before the turn of the century unless much more effort and
resources are devoted to address the Year 2000 problem.  We found that  



Comments of
Agency, Authority
and Task Force
Officials

agencies were generally in the early stages of addressing the Year 2000 date
change problem. We also found that, while the Task Force’s achievements
during the past year have been commendable, it needs to increase its monitoring
role over Year 2000 efforts, obtain accurate cost estimates from agencies and
improve the ways it communicates with agencies and within the Task Force.

To determine the extent of the State’s progress in addressing the Year 2000
problem, we sent a questionnaire to all the agencies and authorities on the Task
Force’s mailing list.  We patterned our questionnaire on the seven-phase Year
2000 project model developed by The Gartner Group, Inc., recognized experts
in the information technology field, and suggested by the Task Force for
agencies to follow.  According to the results of our survey, agencies were aware
of the Year 2000 problem; but, as of January 1997, most of them were still in
the early stages of solving it.  To further examine agencies’ actions to cope with
the Year 2000 problem, we also visited four State agencies (the Departments of
Motor Vehicles, Labor, Taxation and Finance, and the Division of Criminal
Justice Services) and one authority (NYC Transit Authority).  We found that
Taxation and Finance and the Transit Authority had made good progress in their
Year 2000 programs, and should be year 2000 compliant if they continue with
their planned efforts.  However, the other three agencies, whose computer
systems handle critical public services, had much to do to achieve compliance.
We  recommended that these agencies intensify their efforts to become
compliant and ensure the continued service of their critical computer systems.
(See pp. 5-10) 

During its relatively short existence, the Task Force has succeeded in raising
Year 2000 awareness.  However, to ensure State services continue without
interruption, the Task Force should take a more active role in monitoring
agencies’ Year 2000 efforts. We believe that this is essential, given both the
time-sensitive nature and potentially substantial expense of  preparing for the
Year 2000, and the implications of not timely solving the Year 2000 problem.
We recommend that the Task Force review agency plans and progress reports
for accuracy and completeness.  Where critical problems are not addressed by
the agencies, the Task Force should be prepared to take corrective actions
through the Director of State Operations.  To do this effectively, the Task Force
should make the Year 2000 problem its top priority and dedicate more resources
to work on it. We also recommend that the Task Force obtain scope of work
information from agencies so that a projection of the total cost of the Year 2000
effort can be available for use in the preparation of the State’s budget.  Finally,
we recommend that the Task Force improve all avenues of communication; that
is, within the Task Force itself, with the appropriate managers at all State
agencies and local governments, and in a Year 2000 Web site with more
information.  (See  pp. 11-17)

Task Force and agency officials, generally agreed with our findings and
recommendations.  The Task Force has made 2000 compliance the State’s top
technology priority.  Officials of the Division of Criminal Justice Services and
the Departments of Labor and Motor Vehicles indicated that since the
conclusion of our audit, substantial progress has been made to overcome
problems identified in our report.
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Background

Introduction

A tremendous challenge faces State agency and public authority (agency)
information system organizations over the next two and one-half years: they
must prepare their computer systems to cope with dates beyond December
31, 1999, otherwise known as the Year 2000 problem.  Since computers have
become widely integrated into the operations of modern society, the impact
of this problem is extensive.  Computer processors are used in everything
from video cassette recorders to automobiles and jet aircraft.  Likewise,
computer processing has become fundamental to State operations.  Whether
their  jobs involve processing payroll or providing public safety, agency
employees use computers to improve their productivity and to enhance the
quality of the services they deliver to the public.  

In New York State, the Governor’s Task Force on Information Resource
Management (Task Force)  is the organization serving to coordinate the1

approach State entities will take in resolving Year 2000 issues.  Created in
January 1996, the Task Force has three primary goals: to save State
resources; to increase interagency and intergovernmental communication; and
to improve citizen and private sector access to State government.  In April
1996, the Task Force also assumed responsibility for an initiative to organize
the  State’s efforts to resolve Year 2000-related problems.  Agencies are
ultimately accountable for their own progress in resolving Year 2000 issues.
However, the Task Force serves to coordinate the approach used within State
government to reduce any duplicative work efforts across agencies, to provide
a mechanism to identify common statewide Year 2000 issues and to develop
generalized solutions. 

The root of the Year 2000 problem is that most computers are designed to
use only two digits to designate the year.  For example, the year 1997 is
represented in most computer systems as “97.”  The two digit convention
came about as a means to conserve computer storage space that was once at
a premium, but is now relatively inexpensive.  However, even as computing
evolved and storage costs dropped, this convention remained in widespread
use.  Because of this fact, computer programs in use today generally cannot
determine the century.  If this situation is not corrected, fundamental
operations on computer systems will begin to fail, or produce incorrect
results.  For example, when a computer is given two dates and is asked to
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Audit Scope,
Objective and
Methodology

 perform an age calculation, it will automatically subtract the lower number
from the higher one.  When this request is processed in the Year 2000,
however, a computer may calculate that a person born in 1997 is 97 years old
instead of three years old.  

The Year 2000 problem has both a broad scope, and broad implications for
many State operations. The scope of the issue within New York State is
imposing because of the sheer volume of computerized business processes,
the diversity of hardware platforms, from mainframes to personal computers,
and the thousands of computer programs - comprising millions of lines of
computer code - in use at agencies.  The Year 2000 issue may affect agency
calculations and effective dates for benefits, such as welfare and unemploy-
ment, as well as employee payroll/personnel transactions.  It may also affect
many time-related mechanisms, such as expiration dates for licenses,
maintenance of criminal histories and repair schedules for public transporta-
tion.

The time frame in which to address the Year 2000 problem is critical, and
the solutions will be expensive. The Gartner Group, Inc. (Gartner), an
internationally recognized technology research firm, states that, without
corrective action, 90 percent of all computer applications will fail or create
incorrect results by the year 2000.  Gartner also predicts fewer than 50
percent of information technology organizations will have cleaned up their
application portfolios by the end of 1999.  Fixing the problem will require
tedious and expensive corrections to millions of lines of software code.  On
average, Gartner estimates that information technology groups will spend
$1.10 per line to analyze and correct the Year 2000 problem.  Therefore,
overhauling State and local government computer systems to cope with the
Year  2000 problem could potentially could cost hundreds of millions of
dollars.

We audited the ongoing efforts of State agencies and public authorities
(agencies) to address the Year 2000 problem through April 16, 1997.  The
objective of our performance audit was to determine whether the State's Year
2000 compliance efforts are adequate to ensure services are not materially
interrupted.  To accomplish our objective, we reviewed Task Force plans and
activities relative to coordinating agency efforts, establishing guidance for
Year 2000 projects, and monitoring statewide progress.  We also conducted
a statewide survey to assess agency progress in implementing Year 2000
conversion activities.  In addition, we selected five organizations within State
government and reviewed their efforts to convert their systems and applica-
tions to Year 2000 compliance.  We did not assess the readiness of local
governments to deal with the problem.
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Response of Agency,
Authority And Task
Force Officials

We conducted our audit in accordance with generally accepted government
auditing standards.  Such standards require that we plan and perform our
audit to adequately assess those operations of the agencies which we include
in our audit scope.  Further, these standards require that we understand the
agencies’ systems of internal control structure and compliance with those
laws, rules and regulations that are relevant to the operations which we
include in our audit scope.  An audit includes examining, on a test basis,
evidence supporting transactions recorded in the accounting and operating
records and applying such other auditing procedures as we consider necessary
in the  circumstances.  An audit also includes assessing the estimates,
judgments and decisions made by management.  We believe that our audit
provides a reasonable basis for our findings, conclusions and recommenda-
tions.

We use a risk-based approach when selecting activities to be audited.  This
approach focuses our audit efforts on those operations that we have identified
through a preliminary survey as having the greatest probability for needing
improvement.  Consequently, by design, finite audit resources are used to
identify where and how improvements can be made.  Thus, we devote little
effort to reviewing operations that may be relatively efficient or effective.
As a result, our audit reports are prepared on an “exception basis.”  This
report, therefore, highlights those areas needing improvement and does not
address activities that may be functioning properly.

A draft copy of this report was provided to Task Force officials, as well as
the four State agencies and one public authority we audited, for their review
and  comments.  Their comments have been considered in preparing this
report and are included as appendices.

Within 90 days after final release of this report, as required by Section 170
of the Executive Law, the Chairperson of the New York State Office for
Technology and the heads of the Department of Taxation and Finance, the
Department of Labor, the Division of Criminal Justice Services, the
Department of Motor Vehicles, the Metropolitan Transportation Authority
and the New York City Transit Authority shall report to the Governor, the
State Comptroller, and the leaders of the Legislature and fiscal committees,
advising what steps were taken to implement the recommendations contained
herein,  and where recommendations were not implemented, the reasons
therefor.
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Agencies’ Progress in Reaching Year 2000 Compliance

For New York State to ensure services to its citizens are not interrupted, the
computer systems and data used by State agencies and authorities must be
Year 2000 compliant.  The State must make the necessary commitments of
time and resources now to avoid critical systems failures and a disruption of
continuous service delivery in the very near future.

Since the Task Force began coordinating an approach to solving the Year
2000 problem in April 1996, it has taken steps to broadcast the need to
address this problem and to advise State entities about how to do it.  To
assess the progress of Year 2000 efforts thus far, we sent survey question-
naires in early December 1996, to the 81 agencies on the Task Force’s
mailing list.  The results of our survey showed that, for the most part, State
entities were only in the early stages of addressing the Year 2000 date change
problem.  Therefore, State government needed to commit significant
additional time and money to become Year 2000 compliant.

We patterned our survey questionnaire on the seven-phase Gartner approach.
This technology research firm has developed a generalized framework for
project management related to solving information technology problems.  The
Gartner approach assigns a relative percentage of project effort to each of
seven phases in their Year 2000 date change project model.  

The Gartner phases and relative percentage of effort are as follows:

1) Awareness (2%); 5) Modification (20%);

2) Inventory (1%); 6) Testing (45%); and

3) Project plan (4%); 7) Implementation (8%).

4) Examination, analysis and de-
sign (20%);
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Because of the urgency of the Year 2000 situation, these tasks do not have
to be completed sequentially (i.e., modification of critical applications may
take place prior to completion of an inventory of all systems).

We used the Gartner approach in our survey device for several reasons.
First, the Task Force suggested that agencies use the Gartner approach in
managing their respective Year 2000 projects.  Second, this approach is also
useful in evaluating the progress an organization has attained in its Year 2000
project.  To more fully assess agency efforts, we also added selected
questions to our survey related to other practices recommended for managing
and monitoring the progress of such projects (i.e., the creation of project
teams and the establishment of an independent function to monitor project
progress).

We received a response rate of over 96 percent (78 of 81 entities responded)
to our survey.  As of January 1997, most of the organizations responding to
our survey reported having completed awareness training and were in the
process of completing a systems inventory.  According to the Gartner
approach, these early phases account for only an estimated three percent of
the total work effort necessary to complete the project.  Additionally, as the
following chart shows, only 23 percent to 38 percent of the responding
entities have begun the examination and design, modification, and testing
phases.  Since these phases accounted for 85 percent of the total work effort,
and the due date was fast approaching, it was apparent that much remained
to be done.

% of Agencies Project Phases & Progress

83% Have Provided Awareness Training to Executive Staff

33% Have Provided Awareness Training to All Staff

19% Have Completed a Systems Inventory

0% Have Completed a Project Plan

23% Report Examination, Analysis & Design In Progress

38% Report Modifications Begun On Some Applications

35% Report Testing On Some Applications Has Begun

50% Report Implementation Of Some Applications Has Begun

In addition, only 22 percent of the agencies reported having developed a
project team, and 21 percent have established an independent function within
their organization to monitor project progress. 
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We also made site visits to four State agencies and one public authority to
assess progress toward Year 2000 compliance.  We visited the Department
of Motor Vehicles (DMV), the Department of Labor (DOL), the Department
of Criminal Justice Services (DCJS), the Department of Taxation and Finance
(DTF), and the NYC Transit Authority (TA).  Our review at these
organizations corroborated the results of our survey: there existed a wide
range of progress in State organizations in solving the Year 2000 problem.
We briefly describe below these agencies’ progress in becoming Year 2000
compliant and the potential impact on their products or services if they do not
timely modify their critical applications.  These agencies - like other State
agencies and public authorities - must significantly increase their activities
to respond to the Year 2000 problem or risk dealing with incorrect data and
service interruptions.

New York State Department of Motor Vehicles

DMV’s Year 2000 efforts were in the initial stages.  Most of DMV’s
applications are written in Assembler, an early programming language which
is no longer used by most information technology organizations.  As a result,
Assembler programmers are in short supply and organizations using that
language face staffing difficulties when programming demands increase.
DMV intends to have its current staff work overtime on the project, and may
supplement their efforts by hiring retirees who are knowledgeable in
Assembler.  Although State funds may become available to help fund DMV’s
Year 2000 initiative, DMV had not completed a plan defining its staffing
needs and associated costs.  Without this plan, DMV is at significant risk of
having its mainframe systems fail or produce erroneous results.  Systems at
risk include the Vehicle Registration and Driver Licensing systems.  Failure
of these applications could result in improperly registered and titled vehicles,
or incorrect license information on DMV records for some of the State’s ten
million drivers.

Response of DMV Officials to Audit: DMV officials stated that significant
progress has been made and that several actions have been taken to address
mission-critical mainframe systems.  However, the officials add that they still
remain at risk and more resources will have to be dedicated to the Year 2000
effort.

Auditors’ Comments: DMV must continue its progress and secure needed
resources to ensure the accurate continuance of vital public services.
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New York State Department of Labor

DOL had yet to select an overall approach for making Year 2000 modifica-
tions to its mainframe computer-based programs.  It had not decided whether
to use its own staff or hire a consultant to do the work.  A timely decision
was necessary in either case.  If DOL used in-house staff, these staff would
have little time to learn the extent of the problem and implement the required
modifications to the code.  If officials planned to hire a consultant, they
needed to take immediate action, since vendors may become unavailable due
to industry demand.  If DOL had not chosen an approach quickly, the agency
was at significant risk of having its mainframe systems fail or produce
incorrect results.  These systems include the Unemployment Benefits and the
Employer Account systems.  Failure of these applications could result in the
inability to timely process unemployment insurance claims for almost 600,000
New Yorkers, or the inability to process transactions and transfers of funds
to and from the Federal Unemployment Trust Fund and the State’s General
Fund. 

Response of DOL Officials to Audit: DOL officials indicate that a decision
was made to hire a consultant in March 1997, and the contract was awarded
to the selected vendor in July 1997.  DOL stated that the Department and the
consultant have completed much of the preliminary assessments and will
shortly begin the remediation phase of the Year 2000 project.

Auditors’ Comments: DOL’s reported progress must be sustained to ensure
timely and accurate continuance of vital functions including unemployment
insurance payments.

Division of Criminal Justice Services

DCJS was developing an inventory of applications and had reviewed the
program modules in one subsystem to scope out the size of the project.  It
had not completed any substantive work on Year 2000 program code
modifications. In addition, DCJS has written some programs in an older
version of COBOL which might need replacing, unless it can develop some
special system configurations to allow their continued use.  If these programs
need replacement, they will significantly increase the scope of the DCJS
work, and increase the risk that its mainframe systems could fail or produce
incorrect results.  Some DCJS business applications are critical to State
government, including the Computerized Criminal History and Automated
Fingerprint Identification systems.  Failure of these systems could result in
the inability of police agencies and courts to obtain criminal histories data.
Currently, these entities make about 65,000 inquiries daily to the DCJS
criminal history file. 
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Response of DCJS Officials to Audit: DCJS officials responded that
applications have been inventoried and a plan for remediation has been
established.  They added that remediation plans have begun for the most
critical applications.

Auditors’ Comments: DCJS’s reported progress must be sustained to ensure
timely and accurate continuance of vital functions such as providing criminal
histories and fingerprint identification.

New York City Transit Authority

The TA appeared ready to achieve Year 2000 compliance on its mainframe
and  mid-range computers.  The TA had purchased and used software to
inventory lines of code and identify data fields that require modification.  In
addition, the TA developed policies, procedures and time lines for the Year
2000 project.  Statements of Work (documents describing job requirements
for use in acquiring consulting services) were under development to obtain
services for converting programs for the TA’s mid-range platform.  However,
at the completion of our review, project plans had yet to be developed to the
point  of matching tasks to resources for those projects to be undertaken
directly by the TA.  In addition, work on the personal computer platform was
in its initial stages.  Overall, however, with close project monitoring, the TA
should be able to modify its systems in time for the year 2000. 

The TA has many business applications that are critical to its operations,
such as the Materials Management System, Train Trouble System and Track
Walker Inspection System.  It is important for the TA to continue its timely
Year 2000 efforts because failure of TA systems could have the following
effects on customer service and safety: stock-outs of materials necessary to
maintain a transit system which carries about five million people daily; the
inability to respond to subway system problems; and difficulties in sche-
duling, monitoring and resolving the results of track inspections.

Response of TA Officials to Audit: TA officials responded that the Year 2000
project is one of the top technological priorities and it continues to take steps
to ensure that all software and hardware will be Year 2000 compliant by the
turn of the century.
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New York State Department of Taxation and Finance

DTF work plans for its mainframe computer systems appeared complete,
reasonable and achievable if appropriately managed.  DTF provided
programmers with written procedures and guidelines for searching and
correcting system code.  A project management system was in place.
Modifications to system code were underway with plans to complete most
changes by the end of 1997.  DTF has many business applications considered
critical to State government, including the Personal Income Tax (PIT), Sales
Tax, and Withholding Tax systems.  It is important for DTF to continue its
timely Year 2000 efforts because failure of DTF systems could result in the
agency’s being unable to process personal tax returns timely, pay sales tax
monies  to localities on time, and accurately reflect payment of taxes in
employer accounts.

Response of DTF Officials to Audit: DTF officials reported that the Year
2000 project is the top priority technology project at the Department.  They
added that it will remain so until all critical systems are compliant.

During our visits to these agencies, we also noted that none of them had
begun to assess the work that may need to be done on ancillary systems
involved in essential operating functions, such as controlling elevators,
operating building security and working tunnel ventilation systems.  All the
agencies we visited expressed a common concern about their ability to deal
with Year 2000 issues because of a lack of both personnel and funding.

Agencies remain ultimately responsible for achieving compliance with Year
2000 requirements, and we urge them to complete their projects for doing so
as early as possible.  However, we believe there are a number of related
reasons for the State’s overall lack of progress in addressing the Year 2000
problem.  The Task Force, which is coordinating State government’s
approach to solving this problem, is a new organization.  Despite the
extremely time-sensitive nature of the Year 2000 problem, the Task Force did
not make solving this problem its top priority.  Further, because State
government is decentralized and agencies are very diverse, the Task Force’s
widely distributed information and guidance has not always been useful for
individual agencies.  In the next section of this report, we discuss the causes
for the State’s lack of progress in solving Year 2000 issues, and propose
solutions to enhance project management and funding, as well as improve
communications.

Task Force Officials Response to Audit:  Task Force officials indicated that
on July 2, 1997 the Governor issued a directive that New York State
Operations number one priority is Year 2000 compliance.
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Project
Management
Activities

The Task Force’s Coordination of Year 2000 Project
Efforts Statewide

The Year 2000 problem is a very large, time-critical issue that requires
extensive planning and management at both the Task Force and agency level.
Agency officials must recognize the Year 2000 problem, identify the amount
of work that must be done in their agencies and develop cost estimates for
their modification efforts.  Agencies can then plan how to fund their projects
and devote personnel to do the work.  The Task Force has taken numerous
steps to help agencies become Year 2000 compliant.  However, to ensure that
agencies achieve this goal, it is essential that the Task Force dedicate more
staff to work on Year 2000 issues and should more actively monitor agencies’
progress in reaching Year 2000 compliance.  Where monitoring shows that
critical problems are not addressed by the agencies, the Task Force should
be prepared to take corrective actions through the Director of State
Operations.  The Task Force should also obtain scope of work information
from agencies to develop an overall cost estimate so that adequate funds can
be appropriated.  Finally, the Task Force should improve communication
between its Steering Committee and other Task Force members, ensure its
information goes to appropriate personnel at all agencies and update and
improve its Web site.

Since it began its Year 2000 efforts in April 1996, the Task Force has:

! Conducted an Executive Awareness Seminar for agency heads and
deputies to raise their awareness of the Year 2000 problem;

! Issued policies advising agencies to include Year 2000 compliant
language in proposals and contracts, and provided templates for that
purpose;

! Established a Statewide Steering Committee to create an inter-agency
structure to develop statewide strategies and coordinate project
activities;

! Provided agencies a generalized framework for project management
based on a seven phase model developed by the Gartner Group;

! Created four workgroups to provide a forum for sharing strategies
and solutions for users with similar technologies; 

! Conducted meetings with agencies on awareness, risk assessment
(including statewide risk assessment information), project goals and
objectives, vendor compliance and procurement/contracting issues;
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! Assisted the Office of General Services with centralized State
contract issues, including making Year 2000 consulting services
available through a mini-bid process; 

! Developed a Year 2000 area on its Internet web page for disseminat-
ing information;

! Identified the State’s “Top 40" priority systems based on health,
safety and welfare considerations; and

! Began developing strategies to retain, compensate and recruit
information resource management staff.

Overall, the Task Force has accomplished a great deal in their short time in
existence.  However, as noted earlier in this report, agencies were generally
only in the early stages of addressing the date change problem and required
significant efforts to become Year 2000 compliant.

Throughout our audit, Task Force officials characterized the role of the Task
Force as that of a facilitator rather than a control entity.  Accordingly, it
adopted a collaborative approach to identify common statewide Year 2000
issues and to develop generalized solutions by bringing agencies together for
joint problem-solving and information sharing. 

Recently, Task Force officials told us that they are moving toward more
project management activities.  For example, the Task Force has drafted a
Year 2000 Project Plan that includes activities such as monitoring progress,
helping agencies obtain resources and developing a formal methodology for
agencies that have not started their Year 2000 effort.  In addition, the Task
Force plans to compile a quarterly status report on the 40 priority applica-
tions starting in May 1997, and will include the other high priority State
systems beginning in September 1997.

While the Task Force plans to monitor agency progress and to assist agencies
in finding solutions to Year 2000 obstacles, it does not plan on establishing
a monitoring capacity that corroborates agency progress in achieving Year
2000 compliance or taking corrective actions where necessary.

We believe that such monitoring is necessary considering the absolute time
limit  on Year 2000 projects and their potential to command significant
resources from the State budget.  For example, in December 1996, the Task
Force requested that agencies designate a project manager, complete
application inventories and develop project plans.  However, since the Task
Force did not request copies of the inventories or project plans, it could not
assess agencies’ progress in these areas or ensure the accuracy and
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completeness of these important Year 2000 initiatives.  Our questionnaire
results showed that few agencies had actually completed these steps.  As a
result, the State may not have an accurate assessment of its progress toward
solving the Year 2000 problem and unexpected system failures and public
service problems could occur.

We also  believe the Task Force cannot establish a reliable monitoring
function without adequate resources.  The Year 2000 challenge should be a
top priority for most information resources management organizations.
However, only 1.5 full-time equivalent (FTE) staff of the 11 member Task
Force are assigned to the Year 2000 project.  By contrast, other states have
created Year 2000 offices with double or quadruple the number of staff the
Task Force has dedicated to the project.  Additional resources are necessary
not only for carrying out effective monitoring, but also for providing
increased information and assistance as we approach the Year 2000.

Response of Task Force Officials to Audit: Task Force officials responded
that priority systems are being monitored on a quarterly basis and the
Director of State Operations is receiving regular status reports on compliance
progress.  They added that agencies will be directed to document contingency
plans by the end of 1997 for those systems which may not be compliant prior
to failure dates.

Project Funding

Requests for project funds should be based on accurate cost estimates.
Generally, cost estimates are provided in terms of lines of code (LOC).
These estimates are based on the inventory of an agency’s systems and range
from as little as $.18 to $2.50 per LOC.  The Gartner Group, Inc.  uses an
estimate of $1.10 per LOC.  The costs differ based on the relative complex-
ity of the systems and the personnel (whether contractors or in-house
resources) who will do the work.  As the year 2000 draws near and contract
resources become committed, the costs of using contractors are expected to
rise dramatically.
  
Currently, agencies fund their Year 2000 conversion projects with current
appropriations.  However, the Task Force has requested $50 million in
Certificate of Participation (COPs) funding to help agencies meet Year 2000
costs.  The COPs funding proposal sets aside $10 million for the 1997/98
fiscal year, $20 million in 1998/99 and $20 million in 1999/2000.  

Task Force officials told us the $50 million COPs request was based on the
Task Force’s review of the State’s 40 priority applications and was included
in this year’s Executive Budget.  However, the Task Force, using information
supplied by the agencies, compiled an estimate of $100 million to complete
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Communications

modifications for those same applications.  Using the Gartner estimate of
$1.10 per LOC, project costs for the agencies we visited alone will approach
$47 million based on the LOC inventories those agencies provided us. The
Task Force is currently developing a refined cost estimate for the State’s top
applications using quarterly status reports and a request to agencies asking for
total lines of code.  However, at this time, the State lacks an accurate
estimate of statewide costs for the Year 2000 project - and these costs could
be significantly greater than $100 million identified to date by the Task
Force.  

An accurate cost estimate of the Year 2000 problem statewide is especially
important to give the State Legislature the information needed for a timely
and sufficient appropriation.  Without this estimate, there is increased risk
that some important systems may not be modified.  Consequently, the Task
Force should request agencies to provide systems inventory and LOC
information as soon as feasible so it can develop an accurate cost estimate.

Response of Task Force Officials to Audit: Task Force officials responded
that agencies will provide overall cost estimates for their compliance projects
as part of the next quarterly status review.

Staffing Plans

The Task Force is currently developing strategies to retain, compensate and
recruit enough information technology staff to correct critical systems on
time.  In addition, the Task Force is working with the Division of the
Budget, the Department of Civil Service, and the Governor’s Office of
Employee Relations to develop a formal plan to meet staffing needs.
Strategies include: providing overtime eligibility for working on the Year
2000 project, bringing back State retirees to work on the project, and
allowing incentives, such as flexible hours and telecommuting from home. In
addition, the Department of Civil Service will monitor monthly vacancy rates
in the information technology field and report increased separation rates to
the Task Force.  We view the Task Force’s efforts in this area as sufficient
at this time, but caution that the Task Force will need to closely monitor
efforts to ensure these strategies achieve the desired effect.

To effectively coordinate statewide Year 2000 project efforts, the Task Force
must establish good communications, both within the Task Force itself and
with other State governmental agencies that look to the Task Force for
assistance.  The Task Force can further improve communications by updating
and enhancing its Web site to make Year 2000 information more readily
available.
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Intra-Task Force Communications

The Task Force’s Year 2000 Steering Committee (comprised of Task Force
and agency representatives) established Year 2000 workgroups, composed of
agency representatives, to be a resource for agencies with similar technology
environments.  There are two mainframe workgroups, a mid-range workgroup
and a LAN-based workgroup all seeking to provide a forum for sharing ideas,
strategies and solutions to common problems.  Participation in these
workgroups is strictly voluntary.

We  found that some workgroup members believed there was not enough
communication and interaction between workgroups and the Steering
Committee.  Two workgroup leaders did not view the Steering Committee as
effective in coordinating tasks that affect more than one agency, such as
investigating software licensing agreements.  Also, one workgroup leader
stated that the Steering Committee has not provided guidance as to their
expectations so that the workgroups can set their direction and evaluate their
progress.  As a result, overall Year 2000 efforts may not be as efficient and
effective as possible.

Response of Task Force Officials to Audit: Task Force officials responded
that  they have instituted statewide project manager meetings and inter-
steering committee and work group meetings to facilitate intra-Task Force
communications.

Task Force and Agency Communication

The Task Force, in promoting awareness of the Year 2000 problem and
addressing the Year 2000 project on a State level, has sent many memoranda
to agencies, authorities, and commissions.  To date, the Task Force has sent
out a risk assessment survey, information on various workshops and
conferences and offers to agencies to join workgroups.  It has used a mailing
list to provide this information.

We compared the Task Force’s mailing list to a listing of agency codes on
the State’s accounting systems and found the Task Force mailing list does not
include all State authorities and quasi-State entities.  In all, we found that 14
entities were not included in Task Force mailings.  Noticeably absent from
the Task Force listing were the Capital District Transit Authority, the NYS
Bridge Authority, and the NYS Teachers Retirement System.  In addition,
when the Task Force sent out its mailings, it sent them to the attention of the
agency head and not to the information technology unit.  In some instances,
mailings apparently never made it to the information technology units.

Task Force officials stated that the initial mailing list included Executive
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Branch agencies plus other entities that had asked to be included on the list.
In addition, they thought that agency management would distribute mailed
information to the information technology units.  We found one agency’s
(MTA) information technology units was not aware of the Task Force’s
existence as a resource until they received our survey.  Task Force officials
informed us they have updated their mailing lists, and continue to do so.  In
addition to notifying agency top management, the Task Force officials stated
that mailings are now being sent directly to agencies’ Directors of Informa-
tion Technology. 

Task Force officials also acknowledged they have concentrated their efforts
on State agencies and authorities, and have not communicated Year 2000
information to local governments.  As of April 1997, the Task Force had
provided only a consultant’s videotape on the topic to localities, and the Task
Force’s standing committee on localities had yet to address this issue.
Because of a lack of Task Force focus on local governments, many
municipalities may not be aware of the Year 2000 issue, or of the Task Force
as a resource.  As a result, local governments could fall behind in their Year
2000 conversion efforts to the point that service delivery systems fail.  At the
close of our field work, Task Force officials told us the standing committee
on localities will be addressing the needs of the local governments on the
Year 2000 issue in the near future.

Task Force Internet Web Site

The Task Force has dedicated space on its web site to disseminate informa-
tion on its Year 2000 activities and provide links to similar locations.  For
the site to serve its purpose efficiently, maintenance and development of the
site needs to be a Task Force priority.

We found that the site was not always being kept current and may not be as
useful as possible.  For example, the Task Force posts the minutes of the
meetings of workgroups on its site.  We found that minutes from some
workgroups meeting were not being posted.  For one group, meetings held
in September 1996 still had not been posted as of April 1997.  We also
compared the features of the Task Force’s Year 2000 site with similar sites
for other states.  We noted the following features on other sites which the
Task Force may want to include on its own site.

1) Year 2000 questionnaires
2) Policies and Standards
3) Bulletin boards and chat rooms
4) Templates for agency use on Year 2000 projects including:  

- Inventory development
      - Budget requests 
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- Project methodologies
5) Statewide inventory results
6) Results of monitoring efforts including:

 - Spreadsheets of agency progress
- Quarterly status reports

7) Links to agency sites that detail agency progress on Year 2000 efforts
8) Estimated  Statewide Year 2000 costs and the basis for those figures

(standardized estimates from each agency, also posted)
9) Links to “Best Practices” sites for each project phase
10) A counter to quantify site use

As discussed earlier in this report, the Task Force has very limited resources
dedicated to the Year 2000 project, and the lack of maintenance and
development of their Year 2000 site can be attributed to this condition.  As
a result, the usefulness of the site to the Task Force’s customers, and the
Task Force itself, is limited.  Task Force officials told us they do intend to
devote more effort to the site.  
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Recommendations

Department of Motor Vehicles

1. Complete and implement a plan that defines staffing needs and
associated costs for the Year 2000 project.

Department of Labor

2. Make and implement the decision whether to use in-house staff or
a consultant to complete the Year 2000 project.

Department of Criminal Justice Services

3. Complete the inventory of applications.  Establish and implement
a plan to complete Year 2000 program code modifications.

New York City Transit Authority

4. Continue implementation of Year 2000 project activities.

Department of Taxation and Finance

5. Continue implementation of Year 2000 project activities.

Task Force

6. Identify the Year 2000 project as the Task Force’s top priority and
dedicate necessary resources to the project.

7. Develop a monitoring capacity to corroborate agency progress with
necessary Year 2000 initiatives.  Take corrective action where critical
activities have not been implemented.

Response of Task Force Officials to Audit: Task Force officials
responded that statewide priority systems are being monitored on a
quarterly basis and the Director of State Operations is receiving
regular  status reports on compliance progress.  They added that
agencies will be directed to document contingency plans by close of
business 1997 for systems which may not be compliant prior to failure
dates.  The Task Force did not respond to our recommendation for
corrective action where critical activities have not been implemented.
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Recommendations (continued)

Auditors’ Comments: We continue to believe that the Task Force
must be prepared to take corrective actions where critical activities
are found to have not been implemented in a timely manner.

8. Develop and maintain an overall estimate of State funding
requirements for the Year 2000 project.

9. Continue  to monitor the staffing levels of agency information
technology units and coordinate with other State agencies to finalize
staff retention incentives.

10. Improve Intra-Task Force communications to address weaknesses
cited in this report.

11. Continue to review and revise the Task Force agency mailing list
to include all State and quasi-State entities.

12. Dedicate adequate resources to the maintenance and development
of the Task Force’s Year 2000 web site.
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