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1. Introduction
1.1 Document Purpose

This document is intended to be a “living document” reflecting the activities of the State of Oregon Computing and Network Infrastructure Consolidation (CNIC) project.  It will be updated at the conclusion of each individual stage of work to reflect work completed and decisions made during that stage.  It is not a daily log of project effort.
1.2 Project Status and Current Version Description

The CNIC project is following the timeline illustrated below.  Fully shaded areas indicate completion; highlighted/bold areas indicate stages currently in progress.  At this revision, the project is complete through Phase II / Stage 2 and Phase II / Stage 3 and 4 are currently in progress.
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Figure 1: CNIC Project Timeline
The Computing and Networking Infrastructure Consolidation Project Phase I determined a compelling business case existed to move forward with development of a shared State Data Center.  

The Computing and Networking Infrastructure Consolidation Project Phase II will implement the Consolidation plan that best meets the State requirements of a compelling business case, acceptable risk and improved service.

1.3 Project Purpose

The purpose of the CNIC project is to inventory and analyze the state’s current computing and networking infrastructure; create implementation strategies and business cases for consolidation alternatives; develop a detailed implementation plan for the selected consolidation alternative; and implement the consolidation plan that meets the State requirements of a compelling business case, acceptable risk and improved service.
1.4 Mission Statement

“The mission of the CNIC project is to reduce costs while maintaining or improving service levels through consolidation of the state’s computing and networking infrastructure. The ultimate purpose of this or any enterprise technology strategy is to effectively and efficiently support the business requirements of state agencies.”  
1.5 Statement of Problem

Historically, Oregon state government’s investments and initiatives in IT have been managed in a decentralized environment. Agencies independently plan and execute IT projects based on their specific business needs and on available funding. Many agencies have used this model in innovative and creative ways to effectively and efficiently meet their particular business needs. The agency IT systems include without limitation:
· Fourteen distinct networks;

· Three major data centers;

· Dozens of small and mid-sized computer facilities;

· Multiple software applications to meet common needs; and,

· A variety of proprietary and incompatible technologies.

Each of these component parts requires separate investments in staff, facilities, and maintenance of their own unique systems. Solving the problem of creating an IT environment that is cost-effective, compatible, and efficient may require change in the way agencies manage IT systems and operations.  There is a recognized need to assess consolidation alternatives.
1.6 Background

Information technology resources in Oregon state government should be procured, deployed and managed in a manner that is consistent with and supportive of the state’s highest-level principles, goals and objectives.  Governor Kulongoski has outlined four guiding principles for Oregon state government:  
· Rebuilding Oregon’s Economy

· Prioritizing Children

· Making Government Live within its means

· Restoring Confidence and Accountability in Government

To restore confidence in government, we must demonstrate that we can provide quality public service and assure the taxpayers that their dollars continue to be spent wisely. We must make it easier for citizens and businesses to access information and take advantage of the services their tax dollars finance.  We must improve service levels and increase availability of information, while increasing security and reducing costs.

For government to live within its means, we need to make appropriate choices about the types and levels of services being provided.  We must leverage the human, financial and information resources entrusted to us and deploy those resources in support of a shared vision and shared priorities to achieve the best possible future for Oregon.

1.6.1 Enterprise IRM Strategy
The August 2002 Enterprise Information Resources Management Strategy (EIRMS) outlined several goals and objectives related to the organization and management of State government IT infrastructure. Specifically, the EIRMS indicated that the State should establish and maintain an integrated voice, video and data network architecture and infrastructure.  The EIRMS also indicated that the State should consider some form of consolidation of its computing infrastructure based on a sound business case.  A key EIRMS objective is that the State will have a standard desktop environment by July 2007; and, where feasible, the development environment, network hardware and software, and centralized computing hardware, software and processes will also be standardized.

Moreover, the EIRMS indicates that the State will ensure that mission-critical business processes, computer resources, and data can be restored in the event of a natural disaster or other business interruption.  A disaster recovery and backup strategy for the state’s General Government, Oregon Department of Transportation, Department of Human Services, and Department of Revenue data centers will be developed and a service developed/procured.  Note that: (1) This service has now been procured via a recently signed disaster recovery contract; and (2) Business Continuity related policy development and planning efforts are also underway.

1.6.2 Oregon Revised Statutes (ORS)
ORS 184.305 indicates that the purpose of DAS is "to improve the efficient and effective use of state resources through the provision of . . . (1) Government infrastructure services that can best be provided centrally, including but not limited to purchasing, risk management, facilities management, surplus property and motor fleet; . . . and (8) State information systems and networks to facilitate the reliable exchange of information and applied technology." 

Under the provisions of ORS 184.473 to 184.477, the State Legislature mandates the cooperation of other State agencies with DAS to “conduct and maintain a continuous inventory of each state agency’s current and planned investments in information technology, a compilation of information about those assets and the total life cycle cost of those assets.”  Moreover, the provisions of ORS 291.038 direct DAS-coordinated statewide planning and activity related to the “planning, acquisition, installation and use of all information and telecommunications technology . . .” for the State. 

ORS 283.140, 283.500, 283.505, 283.510 provide general and specific guidance to the Oregon Department of Administrative Services and state agencies regarding the procurement, management, use, and maintenance of telecommunications systems and services across state government.

To accomplish these goals, objectives and statutory obligations an in-depth assessment and analysis of computing and networking operations across Oregon state government is in process.

2. Project Overview

Oregon state government's dominant business model is highly agency-centric. While extremely fragmented from a corporate perspective, this disaggregated approach is understandable given the genesis of state agencies, each of which was created to fulfill specific public policy objectives. Today, most state agencies service the bulk of their business needs internally, so centrally provided infrastructure and services are neither highly valued nor relied upon. As a result, there is substantial duplication of effort and expense in servicing similar needs in the realms of finance, human resources, and information technology, to name a few.

Like many other government entities throughout the nation, the State of Oregon faces a dire and sustained financial crisis. Traditional “thinning the soup” approaches are insufficient to address the problem, and agency leaders are faced with difficult choices, possibly resulting in substantial cuts to core services. The private sector has been subjected to similar cost pressures for a number of years, and has pursued “shared services” strategies to avoid or minimize cuts to core business functions. Paradoxically, shared services strategies can reduce costs while maintaining or improving service levels.

One key difference between shared and centralized services is that shared services are clearly accountable to the organizations that depend on them. While centralized services typically report to “corporate central,” shared services usually report to a board of directors comprised of their customers’ leadership. This governance model is the glue that holds shared services together; the shared services organization’s customers grant its “license to live,” and ensure that it remains cost-effective and responsive to business needs over time. In shared services strategies common services and functions are centralized only where economies of scale can be achieved while maintaining or improving service levels. Shared services combine the best aspects of both centralized and decentralized service delivery models, while mitigating the key weaknesses of each.

In 2002, the State Information Technology Executive Council (ITEC) working through and with its State Chief Information Officer Council (CIOC) produced a statewide Strategic Information Technology Plan. Among other things, this plan called for some form of data center consolidation, based on a compelling business case. In 2003, the CIOC chartered a committee to lay the groundwork for a data center study, ultimately resulting in a Request for Proposals (RFP) in the fall of that year. The initial solicitation resulted in a single response, from a vendor that had no consolidation experience. Conversely, all vendors with such experience did not respond to the solicitation.

Upon review of the solicitation results, several critical flaws became clear. The common practice of contracting with different vendors for analysis and implementation hindered the state’s ability to attract a competent partner for the analysis phase, since the bulk of the profit opportunity exists in the implementation phase. As a result, the analysis would likely be incompetent, resulting in either failure at the business case level, or a repeat of the analysis and associated costs, since a competent vendor would not trust the earlier analysis. The initial proposal also excluded networks from scope, though it is self-evident that network re-engineering must occur in order to consolidate data centers.

The State CIO worked with key information technology, procurement, and legal professionals to create a more effective project. The resulting RFP generated responses from four world-class vendors with extensive experience in business case analysis and data center consolidation. Representatives from several state agencies participated in evaluating vendor proposals, and were unanimous in selecting Accenture LLP. A contract was signed in March of 2004, and work began on the Computing and Networking Infrastructure Consolidation (CNIC) project.

At the beginning of the project, the leaders of the twelve participating agencies formed the CNIC Governing Board. Members provide collective leadership at the enterprise level, just as they do individually at the agency level. While the CNIC project is underway, the Governing Board provides direction, discusses and resolves policy and major project issues, and advises the governor. When the CNIC project is completed, the Governing Board is intended to become the governance body that oversees the resulting consolidated shared service.

The CIOs of the twelve participating agencies were chartered as the Technology Committee during the analysis phase of the project, and were responsible for providing technical input and reviewing technical issues. In current and future phases, this group has been re-chartered as the CNIC Project Steering Committee, with broadened responsibility to oversee all aspects of the project.

The CNIC Project Management Office (PMO) consists of all DAS IRMD and Accenture staff working on the project. The PMO is responsible for development of the project plan, coordination and facilitation of various workgroups, and ongoing management of the project through to completion.

The CNIC project’s key objectives are to reduce costs while maintaining or improving service levels through consolidation of the state’s computing and networking infrastructure. Additionally, the CNIC project is designed to establish and prove the viability of a shared services governance model to oversee the resulting consolidated infrastructure service. To accomplish these objectives, the CNIC project seeks to blend two key bodies of knowledge: 1) the knowledge incumbent state agency staff have about business needs and current information technology configurations, and; 2) the knowledge our vendor has about producing business cases, consolidating information technology infrastructure, and shared services governance.

Accenture’s approach to the CNIC project has followed accepted industry standards, starting with a top-down business case analysis, followed by an iterative planning process, resulting ultimately in a detailed agency-by-agency implementation plan. In response to state agency concerns about setting unachievable goals, Accenture took a conservative approach to the business case, assuming the worst-case scenario with potential costs while understating potential savings.

State agency participants were unaccustomed to the top-down assessment approach, and pressed to define what was in scope before the business case analysis was complete. Scope was therefore set prematurely, and portions of infrastructure which could have contributed to the business case were excluded from consideration. State agency staff have also learned from previous experiences to “under-promise and over-deliver,” to avoid perceived failure to achieve expected results. As a result, the committees chartered to vet Accenture’s business case further diminished the apparent savings opportunity by applying extraordinarily conservative assumptions.

In July 2004, the governor was briefed on the CNIC Governing Board’s findings and recommendations. The Board found that a compelling economic business case existed for consolidation, and recommended proceeding with the project. Aside from savings, the Board found that there were other compelling reasons to proceed. Through consolidation, the state can address critical deficiencies in security, disaster recovery capability, and service level management. A consolidated technology infrastructure also better positions the state to deal with future business challenges and opportunities.

The governor accepted the Governing Board’s recommendation to proceed, and further directed all participants to be less conservative and more aggressive in coming project phases to produce maximum savings. There are two options available to respond to the governor’s direction: 1) accelerate the pace of the project to achieve savings as soon as possible, and; 2) expand the scope of the project to include additional computing and networking infrastructure which contributes to the business case, thereby increasing overall savings. Pursuing these options required non-trivial adjustment to the project methodology and plan.

Working with Accenture, the CNIC Steering Committee developed guiding principles that will be used to reset project scope in order to increase the savings potential. Accenture also developed a “Stage Zero” process that will be used to define what is in and out of scope for each agency. The default assumption is that all computing and networking infrastructure, up to the point at which desktop computers connect to the network, is in scope unless it either dilutes the business case or can’t be included for technical reasons. All final scoping decisions will be reviewed and approved by the CNIC PMO and Steering Committee.

Minimal participation of agency technical staff was necessary in the assessment phase of the project, which included development of the business case and general implementation plan. During the detailed design and implementation phases, agency technical staff participation is essential to project success. This is where two key bodies of knowledge are combined: state agency staff’s knowledge of business needs and the current technical environment; and Accenture’s knowledge of how to perform data center consolidations.

During the Architecture Design phase, technical staff from participating agencies will join Accenture subject matter experts in workgroups, facilitated by CNIC PMO staff, to develop target technical environments and standards. Agency technical staff will also participate in the Detail Design phase, where the consolidation plan and sequence is further refined, and in the agency-specific planning, which will occur a few months before each agency’s consolidation.

During the analysis phase of the project, the CNIC PMO was relatively lean in staffing. In preparation for the design and implementation phases, the PMO is substantially enhancing its project management staff and capabilities as appropriate to manage the complex and technical workload. A senior project manager will be recruited from within the twelve participating agencies to manage the master project plan. Additional certified project management staff will be added to the team to facilitate workgroups, and manage project sub-plans.

Throughout the remaining project phases, the product of all committees and workgroups will be coordinated by and cleared through the CNIC PMO, in accordance with the project plan. Solidifying the CNIC PMO’s management role will reduce confusion, improve coordination and project control, and will better serve the Steering Committee, Governing Board, and state agency stakeholders.
3. Architecture, Design and Implementation Approach

This portion of the CNIC project is composed of a series of activities that start in October 2004 and end after the last of the twelve (12) participating agencies has been consolidated into the shared state data center.
3.1 Scope Determination Principles
The Architecture, Design and Implementation stages will adhere to the following Scope Determination Principles adopted by the Steering Committee.  These principles include:
A. After consolidation, there will be a single computing and networking infrastructure

B. The baseline scope assumption is that everything is in unless there is a solid reason to exclude it:

a. All facilities

b. All boxes/wires (excluding desktops)

c. Functions (which will later translate into personnel) that operationally support the boxes and wires
C. Initial scope for consideration will define the potential point of demarcation as where the desktop workstation is plugged into the network  (i.e. LAN, File/Print Servers are “in”, but desktops are ‘out’)
D. Final decision as to what can be excluded belongs to the Steering Committee
a. Standardize decision of “in” versus “out” using guiding principles
b. Agreement made by Committee as a whole to ensure consistent approach
E. Agency recommendations regarding removal of items from scope will be handled on a “why should it be out?” basis – acceptable rationale includes dilution of the business case/savings (i.e. it will cost more than it will save, looking at the aggregate economy of scale across all 12 agencies), technical limitations, or insurmountable risk level
F. An item can remain ‘off-site’ from the SDC (State Data Center) and still be managed/’owned’ and supported by the SDC. Conversely, an item can be moved to the SDC and still be managed from/by the agency.
G. Include solutions that increase or do not dilute the business case; do not include solutions that negatively affect the business case. (If it saves money, removes/reduces risk and/or increases service, move it; if it doesn’t do at least one of those, don’t move it)
H. Assess other cost saving or service improvement, or risk reduction optimization projects and not limit the possibilities of other (some post consolidation) optimization projects
I. Prioritize project activities to go after low-hanging fruit in order to produce early wins and quicker return on investment
J. Use Accenture’s recommended “Stage Zero” process to analyze scope at each participating agency

These guiding principles imply the following boundaries for CNIC scope:

	Scope Item
	Outer Boundary

	Items to be moved to the SDC:
	The physical premises of the agency data centers

	Items to be managed by the SDC:
	The wall plate into which a desktop is plugged at agency field offices


Table 1: CNIC Move Scope and Management Scope Boundaries

A graphical depiction of this scope is presented in Figure 2.
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Figure 2: CNIC Move Scope and Management Scope Boundaries

3.2 Stage Zero: Scope Determination
	Stage Status:
	Completed

	Completion Stage:
	Stage Zero

	Start Date:
	October 2004

	Completion Date:
	November 2004


3.2.1 Stage Description

Stage Zero was created to assist agency CIOs and staff better determine the scope of the CNIC project.  It was initiated as a result of discussions with the Steering Committee and the adoption of a new guiding principle to analyze all hardware components ‘up to the wall  plate’ in the consolidation assessment.  The new approach offers the agencies an opportunity to be more aggressive in pursuing savings by recommending additional infrastructure components for review.  

The purpose of Stage Zero was twofold:

1) Explore and articulate agency strategies for utilizing shared IT services. These short and long term strategies should focus on additional opportunities to increase and/or accelerate IT cost savings while maintaining or increasing the level of service.

2) Within a defined scope boundary, identify architecture components (e.g. servers, routers, etc.) from each agency that should not be moved and/or managed centrally by the State Data Center (SDC).  See Section 1.2 for a definition of this scope boundary.

In order to achieve the Stage Zero objectives, CNIC project staff conducted multiple meetings with IT leadership at each agency.  Specifically, the process was as follows:

· An initial meeting was held with each agency CIO.  This meeting was intended to explore and articulate additional opportunities (Objective #1) and to identify the technical point people in that agency that would be responsible for identifying scope exclusions (Objective #2).

· A Microsoft Excel spreadsheet was distributed to the agency point people for them to fill in their proposed scope exclusions for that particular agency.

· A follow-up meeting was held with each agency point person if necessary.  This meeting was intended to clarify any questions about scope exclusions and finalize the list for that agency.

· Finally, the CNIC project team documented the results of the meetings and the submitted scope exclusion spreadsheets (OR CNIC Infrastructure Strategy and Scope Summary Report Version 2.0).  Section 3 of this document contains the compilation of these findings; Section 4 of this document contains Accenture’s observations and recommendations based on the findings. 

· The Stage Zero Report was submitted to the CNIC Steering Committee for evaluation and final decisions on additional opportunities and scope exclusions in November 2004.  After several rounds of revisions, the report was finalized on December 21, 2004.
A graphical depiction of this process is shown in Figure 3.

[image: image3.emf]Individual Meetings with CIOs

(Accenture, CIOs)



Discuss additional move and

management  scope (outside

of data centers)



Identify agency point person

for scope exclusion

spreadsheets

Compile CIO Input

(Accenture)

Meetings with Agency

Point People and

Spreadsheet Collection

(Accenture, Point People)

Distribute Scope

Exclusion

Spreadsheets

(Accenture)

Analysis and Report Creation

(Accenture)



CIO additional scope input



Scope exclusion input



Accenture recommendations

Steering Committee Meeting

(Accenture, CIOs)



Present and review report



Approval of scope

recommendations


Figure 3: Stage Zero Approach

.
3.2.2 Changes to This Document

A summary of changes made to this document that result from the completion of this stage are captured here.
	Version #
	Date
	Author
	Revisions made

	6.1
	1/15/05
	Gerald Duncan
	Addition of status indicators in stage sections and other planning area sections



	6.1
	1/15/05
	Gerald Duncan
	Standardization of formatting across entire document

	6.1
	1/15/05
	Gerald Duncan
	Revision of Scope Determination and Stage Zero sections



	6.1
	1/15/05
	Gerald Duncan
	The most significant changes that resulted from Stage Zero were exclusions of certain systems and servers based on special circumstances.  These changes did not result in the need for additional changes to this document.  Other savings opportunities recommended by Accenture will be evaluated in light of the priority to complete data center consolidations.


3.3 Stage 1: Architecture Design
	Stage Status:
	Completed

	Completion Stage:
	Stage 1

	Start Date:
	January 2005

	Completion Date:
	April 2005 


3.3.1 Stage Description

The goal of this stage is to plan and develop the target enterprise architecture for the State Data Center (SDC).  As outlined in this document the timeframe for this stage occurs between January 2005 and April 2005.

During this activity the participating agency CIO’s will select and assign subject matter experts from participating agencies to participate in one of six teams tasked with further defining the detailed enterprise IT architecture models for the SDC. 

The future IT target architecture includes development of the following enterprise models:
· Security Model

· Network Model

· Mainframe Model

· Storage Model

· Server Model
· Service Management Model (Stages 1 &2)

Specifically, the teams will be tasked with the following in each subject area:
· Review current products and configurations in use today (e.g. Hardware, OS, tools, IP Schemes, etc.)
· Evaluate whether clear standards exist and whether current products and configurations are appropriate for SDC use.  
· If so, recommend adoption of the standard product and configuration in use.  
· If not, assess and evaluate the alternative products and configurations in use and make recommendations adoption of an existing or newly purchased and configured product.

· Provide recommendations on transition and implementation strategies using the principles developed by the CNIC Steering Committee.
· Begin development of State Data Center (SDC) service descriptions and metrics.

3.3.2 Changes to This Document

A summary of changes made to this document that result from the completion of this stage are captured here.
	Version #
	Date
	Author
	Revisions made

	7.0
	5/31/05
	Sheryl L. Blackford
	The results of this stage are reflected in Section 6 “Preliminary Architecture/Design Model” sub-sections:

6.2 Network Model

6.3 Server Model

6.4 Storage Model

6.5 Mainframe Model

6.6 Service Management Model

	7.0
	6/09/05
	Pearl Bare
	Updated section 4.2 “Quality Management” responsibilities.

	8.0
	8/05/05
	Sheryl L. Blackford
	Added the CNIC security architecture/design results to Section 6 “Preliminary Architecture/Design Model” sub-section:

 6.1 Security Model

	8.1
	9/22/05
	Julie Mallord
	Copied the Phase I, and Phase 11 to beginning of document for clarification.


3.4 Stage 2: Detailed Technical Design
	Stage Status:
	Complete

	Completion Stage:
	Stage 2

	Start Date:
	April 2005 

	Completion Date:
	July 2005


3.4.1 Stage Description

Detail design of the SDC Future IT Model occurred approximately between April 2005 and July 2005, based on the recommendations made during the Architecture Design Stage.  Recommendations and decisions made during the Architecture Design Stage provided the framework and parameters for this stage.  Agency staff assisted in the Detail Design Stage to produce:
· The overall consolidation strategy (agency by agency, platform by platform or a combination of both);

· A consolidation sequence for each participating agency;

· Solidified scope using the scope principles. 

· An acquisition plan for hardware and software;

· A functional staffing model for the services of the SDC.
· A Service Management Plan; and

· A facility equipment layout plan.
3.4.2 Changes to This Document

A summary of changes made to this document that result from the completion of this stage will be captured here.
	Version #
	Date
	Author
	Revisions made

	8.0
	8/03/05
	Sheryl L. Blackford
	The results of stage 2 are reflected in Section 6 “Preliminary Architecture/Design Model” sub-sections:

6.2 Network Model

6.3 Server Model

6.4 Storage Model

6.5 Mainframe Model

6.6 Service Management Model

	8.0
	8/03/05
	Sheryl L. Blackford
	Changed the projected start date for Stage 4 (Implementation) from July 2005 to October 2005.  Stage 3 (Implementation Planning) and Stage 4 both had a projected start date of July 2005.  However, implementation planning will begin before implementations begin.  

	8.1
	9/22/05
	Julie Mallord
	Correction to functional staffing model added to Service Mgmt scope for this stage.

	8.1
	9/28/05
	Sheryl L. Blackford
	Updated project milestones dates for DHS and ODOT production Shared Services Data Center from December 2005 and March 2006 respectively to both be June 2006 in section:

3.7 Project Timeline, Schedule, and Milestones


3.5 Stage 3: Detailed Implementation Planning
	Stage Status:
	Started

	Completion Stage:
	Stage 3

	Start Date:
	July 2005

	Completion Date:
	September 2007 (Projected)


3.5.1 Stage Description

The Implementation Plan Stage will include planning for the operational readiness of the SDC and the transition of computing resources from each of the agencies to the SDC.  It is anticipated that the agency transitions will be incremental and occur in staged sequences.  Each agency transition plan will be developed one to three months prior to a planned move to the SDC.  Success criteria for the all aspects of the environment and agency transitions will be developed during this stage.

The SDC Readiness Plan will include installation and test plans for the installation of the SDC equipment.

The Agency Implementation Plan will include a schedule showing start and end dates for transition tasks and milestones.  It will outline the required activities for: 
· conducting the final closing site baseline assessment of workload mix and corresponding performance levels based on documented prior history, that must be met by the receiving site(s) prior to acceptance; 

· reconfiguration of the receiving site(s) to accommodate additional data processing, communications and networking workload requirements; 

· systems integration and testing to ensure that the configuration meets the design specifications; 

· moving the data processing, communications and networking workloads from closing sites to the receiving site(s); 

· receiving site coordination with closing site customers during the acceptance to ensure, in accordance with mutually agreed upon criteria as agreed in the Transition Agreements, that they are receiving service at least equal to that provided in the closing system environment; 

· closing-out activities that will be undertaken after the closing site(s) is successfully transitioned and accepted at the receiving site(s); and 

· moving the receiving site(s) data processing, communications, and networking workloads to an optimal processing configuration. 

This stage will also document an incremental disaster recovery strategy for the SDC that describes how the Computing and Networking Infrastructure will be recovered in the event of a disaster during the transition.

3.5.2 Changes to This Document

A summary of changes made to this document that result from the completion of this stage will be captured here.
	Version #
	Date
	Author
	Revisions made

	8.2
	9/22/05
	Sheryl L. Blackford
	Steering Committee decision at the beginning of implementation planning (stage 3), per the recommendation of the Mainframe Implementation Work Group, was to handle the initial processing of DAS, ODOT and DHS at the SDC with two zSeries mainframes instead of one.  Changes were made to present both the one and two CPU approaches in the zSeries Mainframe section:
 6.5.1 zSeries Mainframe

	8.4
	5/12/06
	Julie Bozzi
	Added reference to acceptance criteria documented in Transition Agreements.


3.6 Stage 4: Implementation
	Stage Status:
	Not Started

	Completion Stage:
	Stage 4

	Start Date:
	October 2005 

	Completion Date:
	December 2006 


3.6.1 Stage Description

The Implementation activity executes the Implementation Plan and consists of:
· The installation of prerequisite hardware and software

· Execution of planned mock cutovers

· Review and revision, if necessary, of transitional disaster recovery procedures

· Evaluation of success criteria

· Cutover of agency Data Centers to SDC
· Establishing Acceptance Test

· Testing of transitional disaster recovery procedures

· Closing of the sending site

· Implementing Governance Models

· Transitioning of resources into SDC

3.6.2 Changes to This Document

A summary of changes made to this document that result from the completion of this stage will be captured here.
	Version #
	Date
	Author
	Revisions made

	8.1
	9/22/05
	Julie Mallord
	Added SDC Readiness Planning as described in prior stage to reflect in diagram and QA’s

	8.4
	5/12/06
	Julie Bozzi
	Changed Completion Date from 9/07 to 12/06

	
	
	
	


3.7 Project Timeline, Schedule, and Milestones
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Figure 4: Project Timeline

	High Level Milestones
	Complete Date

	Start of Project (Phase II)
	October  2004

	IT Governance Model
	February 2005

	IT Target Architecture
	April 2005

	Facility Certificate of Occupancy
	September 2005

	OHCS Transition into State Data Center
	April 2006

	DHS Transition to State Data Center
	June 2006

	ODOT Transition to State Data Center
	June 2006

	DAS Transition to State Data Center
	June 2006

	OED Transition into State Data Center
	August 2006

	DVA, DOC Transition to State Data Center
	September 2006

	DOR, DOF Transition to State Data Center
	November 2006

	DCBS, OSP production Shared Services Data Center
	December 2006

	ODE Transition to State Data Center 
	December 2006 pending agency approval


Table 3: Project Milestones 
3.8 Project Scope

The Computing and Networking Infrastructure Consolidation Project Phase I determined a compelling business case existed to move forward with development of a shared State Data Center.  

The Computing and Networking Infrastructure Consolidation Project Phase II will implement the Consolidation plan that best meets the State requirements of a compelling business case, acceptable risk and improved service.

3.8.1 Objectives

Computing and Networking Infrastructure consolidation has been a strategy that other organizations, both public and private, have employed to simplify the overall IT environment, improve its manageability, and realize the following objectives and potential benefits:
· More consistent and efficient service delivery.
· Improvements in information resource utilization and productivity (e.g. staff, facilities, economies of scale, eliminate unnecessary redundancy, centralized management, reduced complexity, etc.). 

· Leveraging of investments in technology. 

· Improved access to and availability of technology resources.
· Improved ability to align processing capacity with customer needs for the future.  

· Improved security, backup, and disaster recovery capabilities.
· Reduced complexity, total cost of ownership and improved return on data center investments.

Computing and networking infrastructure consolidation needs to include the following as they relate to central computing:
· Physical locations

· Storage & Backup

· Mainframes

· Servers

· Applications

· Shared services

· Service level commitments

· Networks 

· Systems Management & Service Desk

· Security, Disaster Recovery Support
· Software Licensing and Maintenance Contracts

· People, resources and processes (e.g. shared skill sets; manageable workloads; normalized process; leveraged resources)

3.8.2 Scope Determination Principles:

The scope determination principles for the extent of CNIC project are described at the beginning of Section 3.
3.8.3 In Scope

The scope of the project effort “includes” the following items:
· Twelve Participating Agencies. 


· Identify and analyze Computing and Networking Infrastructure Assessment and Consolidation efforts of other States.
· Analysis of potential application interactions between participating agency systems.
· Identification of other opportunities to be considered for future implementation. 

· Identify Barriers (Legislative, Funding, or Policy) for the options under consideration.


· Risk mitigation strategies for resolving the issues or barriers to implementation identified during the project.
· IT Governance, Organizational and Operational plans for the consolidated computing and networking operation center.
· Execution of the Implementation Plan.
3.8.4 Out of Scope

The scope of this project “excludes” the following items:
· Other agencies that do not volunteer to participate
· An inventory or analysis of other IT areas such as desktop computing, except as they relate to this project

· A detailed analysis of common applications that may be discovered during the project


3.8.5 Completion Criteria

The Computing and Networking Infrastructure Consolidation Project Phase II will include consolidation preparation Planning, detail design planning by agency, lift and test plan by agency and the transition into a shared services data center.  Phase II work will be complete when the twelve agencies infrastructures have been transitioned into the shared services data center.
3.8.6 Project Assumptions

In order to identify and estimate the required tasks and timing for the project, certain assumptions and premises need to be made. Based on the current knowledge today, the project assumptions are listed below. If an assumption is invalidated at a later date, then the activities and estimates in the project plan will be adjusted accordingly. 
· A well-defined, complete and accurate inventory of state agency central computing assets will be essential in order to fully evaluate the data center models being considered.  Although a high level technology profile of Oregon state agencies was collected in February and March of 2003, it is likely that additional detailed information will be needed.

· It is likely that computing and networking infrastructure consolidation, whatever its extent, will require an initial investment.  Thus, an important part of Phase II will be the identification of the required investment and possible sources of funding.

· Phase II will need to identify disaster recovery options.

· It is assumed that time and resources currently assigned to this project will remain available for the duration of Phase II.

· It is assumed that resources required by this project will remain available for the duration of Phase II.

· It is assumed that Phase I and Phase II of this project will remain a priority with the State CIO, the DAS Director, the Governor and the CIO Council.

· Staff Support will be provided by the Project Team

4. Project Management Methodology

Project Management is an essential element to the success of the CNIC consolidation project.  Accenture’s project management approach interfaces directly with the State of Oregon Project Plan.  This methodology is executed in concert with Oregon’s CNIC Project Office work plan and approach. 
For Phase II, project management for the CNIC data center consolidation will utilize Accenture’s methodology which focuses on nine key functions and an IT Governance component as shown in the following figure.  Although the figure below shows these functions separately, they are strongly inter-related.  For example, the performance management function and communication management function operate in concert since metrics captured through performance management are communicated to the appropriate stakeholders as identified through communication management.  Information on key management functions will be distributed to designated agency personnel on both regular schedule and ad hoc basis.  An inclusive management style is used to provide the information needed to assess progress and performance.
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Figure 5: Project Management Functions

4.1 Steering Committee
As the primary conduit for communication of agency functions, near-term imperatives and strategic direction between the twelve CNIC agencies and the CNIC project, the Steering Committee will have a critical role in many of the project management functions depicted in figure 5.  Without timely execution of its roles in these key project management functions, the CNIC project schedule will be at risk.  In creating the framework for managing the CNIC project, the Steering Committee should allow for regularly scheduled meetings with the CNIC project office for the exclusive purpose of hearing the CNIC project status report and issues.  This will provide a properly focused forum for the Steering Committee to receive and discuss project matters.  Some of the key roles that the Steering Committee is expected to fill are included in the descriptions below.  The means by which the Steering Committee performs these roles should be incorporated into the governing framework.

The Governing Board will need to complete work on the federated governance model for the new State Data Center during fourth quarter 2004.  At that time, there should be a corresponding interim governance organization and model put in place.  This will permit the model to be tested and revised during transition.  While many of the members of the interim State Data Center governance organization may also serve on the Steering Committee, it is important to recognize that managing the new service delivery organization is a different task than managing the CNIC project, and therefore, a separate managing entity should be formed.

The Steering Committee has developed principles to address project management, operating objectives, and guidelines to determine and manage the overall scope of the CNIC project

4.2 Quality Management

Quality Management provides a comprehensive approach that addresses expectations management, quality verification, process management, metrics and continuous improvement.  It is performed at two levels: internal to the project and external to the project.  Internal quality management includes the Accenture-supplied tools and practices incorporated by the team to build quality processes and results into our delivery, rather than inspect for them at task completion.  

During Phase II, an external quality assurance vendor will monitor and report performance relative to schedule, quality of the work, and the management of project risks. The external quality assurance will:
· Create the project’s management plan

· Develop checklists to monitor and measure quality standards

· Monitor change in risk ranking

· Conduct scheduled quality control reviews identified in the quality management plan

· Develop recommendations for improvements and verifying corrections made on issues discovered in quality control reviews

· Provide scheduled quality assurance and improvement reports

· Provide internal or external presentations by special request on the overall strategic direction and progress of the project

· Facilitate a project evaluation at project closure.  

4.3 Work Management

Work Management organizes and guides the various CNIC Phase II activities, while maintaining alignment with the overall consolidation strategy.  For example, the work plans (e.g. Change Management Plan, Issue Management Process, Communication Plan, etc.) which are developed early in Phase II and maintained throughout the project, are key work management tools used to map and guide each area of the team.  The specific activities within this project management function include:
· Maintaining the project work plan with all tasks, activities, resources, and dependencies

· Organizing the work and detailing the project deliverables

· Managing day-to-day operations of the project

· Analyzing performance across the team and implementing corrective actions when necessary

· Reporting on project status

4.4 Schedule Management

Schedule Management coordinates the project sub-teams, activities, and associated deliverables within the defined project time period.  The ability to understand and manage the critical path activities, deliverables, and team members is a key schedule management component.

The work plan and schedule are used to create an integrated, master schedule for all work to be accomplished within the CNIC activities.  Having a master schedule enables an easier identification of critical path and near-critical tasks allowing easier tracking of their progress.  “What if” scenarios are performed for planning and assessing the potential impact on cost and schedule if there is a change in the project plan.  

The CNIC project team uses this detailed schedule to support tracking and reporting of progress and issues at regular intervals.  One of the key criteria included in the regular management progress reports is schedule variance – is the project on or off schedule, by how much, what are the implications for succeeding tasks and for the overall project schedule?  The following briefly outlines the standard 4-step process project management uses for this function:
· Gathering – Collection and compilation of task status and progress to date

· Analyzing – reviewing data collected in relation to plan

· Handling – implementation of strategies to meet or exceed schedule expectations

· Reporting – provide visibility of schedule status and variance for mitigation strategies

Scheduling conflicts between the CNIC project and one or more agencies’ project work may arise.  This could be due to an unforeseen requirement by an agency that conflicts with either the CNIC project schedule or staffing plan.  The Governing Board is the primary source by which such conflicts are identified and provides the priorities needed to need to achieve resolution.

4.5 Deliverable Management

Deliverable Management is the framework to manage the work product development effort within the scope of the project team.  All team members and appropriate stakeholders must have mutually understood expectations for both the content of the deliverable as well as the proposed use of the deliverable.  Setting clear, mutual expectations among the project stakeholders for both the deliverable review and acceptance process as well as for the individual work products before the actual work starts is the first step in the Deliverable Management function.

The deliverable review and acceptance process is formally defined as part of the project work plan activity early in Phase II.  As part of this activity, key reviewers for each deliverable are identified, and a review process and structure is established which allows for an efficient and effective review of the work products within the project schedule.

To manage the deliverable expectations throughout the remaining tasks, the appropriate project team members develop a template for each deliverable.  This template provides the following information for the deliverable:
· Overall goal or purpose

· Requirements addressed by the deliverable

· Format

· Information to be included

· Level of detail to be included

· Dependencies with other deliverables
· Deliverable approvals 

Once the reviewers identified in the acceptance process have agreed to the deliverable template, development can begin.  With the completion of the deliverable, draft work products are moved through the previously defined review and acceptance process.  After final changes are made, the deliverable is formally accepted by all reviewers.  Since the majority of the deliverables provide input to subsequent deliverables, the completed deliverables are cataloged and filed into the appropriate physical and electronic location for access by the project team (e.g. QuickPlace, share drive).

4.6 Scope Management

Scope Management focuses on identifying the project’s contractual requirements, and rigorously tracking to those requirements.  The Governing Board is the source of approved scope change requests.  Since requirements may change through the course of a project, change control becomes integral to this function.  A formal change control process is developed through the development of a Change Control Plan.  This plan documents the process for changing requirements and scope, as well as provides a repository for status and outcomes of specific change control items.  A key component of this plan is the identification of the management personnel required to accept the change.

4.7 Communication Management

Good communication is integral to the successful execution of this project since it involves a number of key stakeholders throughout Oregon state government.  Since communication starts at the top, the project management team is responsible for developing an effective communication strategy.  With the multiple stakeholder groups, committees, and team members, development of a communication strategy will be an important activity developed in Phase II.

This strategy is formalized and detailed through the development of the Communication Plan at the beginning of the project.  This plan includes: 
· Recognition of the members of the Governing Board as the representatives of the primary stakeholders.  In this role, the members manage the flow of important information between the CNIC project and their respective agencies

· Identification of media and processes for facilitating and managing communication throughout the project team

· Identification of the process by which executives are provided with timely information regarding project progress and status.  Members of the Governing Board execute that portion of the communication process aimed at the executives of their respective agencies.

· Activities to communicate scope and expected outcomes from the project

· Checklists to verify the right information is provided, at the appropriate level of detail, so the project and the CNIC participants can make timely and informed decisions

Integral to the Communication Plan is the development of a project governance structure.  Tasks included for this structure are:
· Define an IT Governance model or framework

· Make critical decisions for rapid issue resolution

· Provide the project with on-going guidance and direction

· Allowing access to accurate and comprehensive project information as needed

4.8 Issue Management

Issue Management is critical to the success of every project.  The objectives of issue management are:
· Ensuring that issues are identified in a timely manner

· Ensuring that stakeholders are informed of issues

· Tracking of issues

· Resolving open issues in a timely fashion

· Verifying the appropriate participation in issue resolution

All projects uncover issues, and issues will be raised during Phase II.  The key component of this function is addressing how those issues are managed.

Issue Management begins with a formal, documented process.  This process is defined at the beginning of the project through the Issue Tracking/Management Plan.  The core process detailed in this plan is as follows: 
· Identify the Issue – Determine whether the issue is urgent and/or important, and whether it can be resolved informally.  In addition, determine the root cause of the issue.  The Governing Board is the primary source of agency specific issues relating to agency functions, high priority initiatives and strategic direction.

· Capture the Issue – Issues must not be allowed to “fall through the cracks”.  In poorly managed projects, issues are often not captured when initially raised and then rise again at a less optimal time.  A tool must be used to capture, assign and report on issues to avoid this common pitfall.

· Assess the Impacts – Determine the impacts on the project timeline, resources, scope, and budget.  Once the impact is determined, assign a severity level.

· Develop Options/Recommendations – Assess multiple resolution options.  Option assessment should consider project stakeholders.  In assessing options and recommendations, the Governing Board provides the perspective of the individual agencies including priorities.  Where conflict is found between one or more agencies and the CNIC project schedule, the Governing Board makes the determination as to which option is preferred.

· Initiate Formal Escalation – Escalate issues that are urgent, important and can affect the schedule or budget of the program.  A formal issue escalation process is defined that includes the Governing Board at the highest level.

4.9 Performance Management

Performance Management collects, analyzes, and reports on project metrics.  The metrics collected into the performance reporting process include, at a minimum: deliverables, budget, schedule, earned value, issues, and risks.  Once analyzed, these metrics are used in the project status report.

A status report format is defined at the beginning of the CNIC project.  The formats are developed for both the project status reports delivered and distributed throughout the project team governance structure.  In addition to the project metrics, additional information on accomplishments, activities planned but not completed, planned activities for the next status period, and specific risks, issues, and mitigation strategies are captured in our status reporting process.  The project status report is presented to the Steering Committee in a regularly scheduled meeting for the exclusive purpose of discussing project status, issues and risks.  At that time, issues requiring action by the Governing Board are taken under advisement of the Governing Board for resolution in a timeframe consistent with the CNIC project schedule.
5. Phase II Project Plan

The Phase II Project Plan was created in the CNIC Project Office (PO), extracting from or linking to the Accenture Phase II Project Plan.  The plan includes State and contracting tasks.
The Accenture Phase II Project Plan was the final component developed during Phase I – Data Center Consolidation Assessment and Planning.  The purpose of the Accenture Phase II Project Plan is to provide the framework for Phase II – Data Center Consolidation Design and Implementation.  It captured the major tasks to be completed during Phase II and proposes a timeframe and schedule for completing those tasks.  It is not intended to be the final plan.  The State master project plan will need to be updated during Phase II as additional information is discovered or priorities change.  It is based on Accenture’s previous work experience in the data center consolidation space as well as a proven methodology successfully implemented by private and public sector clients.  

The following components are included in the Project Plan:  
· Architecture/Design Plan – Summary of key components for the State Data Center (SDC) and how they operate

· Implementation Plan – Schedule and work plan for Phase II CNIC Implementation for the data center consolidation effort. 

· Acquisition Plan – Funding schedule and estimates for required hardware and software and other costs

· Disaster Recovery Strategy – A description of the three step process required to create a tested disaster recovery plan in the event of a disaster during transitions
· Data Center Facility Plan – Site determination and its costs for design, and build

· Human Resource Plan – Actions involving staff that must be undertaken in order to put the new State Data Center into operation.  This component was removed from the project’s responsibility and assigned to the new State Data Center Administrator and Human Resources.
· Enterprise Security Initiatives – Projects and tasks required for the new State Data Center to address agency security requirements.
· Optimization Plan – An outline of optimization projects that are outside the scope of CNIC, but could be undertaken in order to achieve additional savings

5.1 Accenture Recommendations

Based on the work performed on the CNIC project in tasks one through six, Accenture made the following recommendations:
· All of the infrastructure facilities and staff of each of the 12 agencies that were included in the initial inventory (Task 4) should be in-scope for the CNIC project.  The analysis of the original inventory produced and approved by agency CIOs and IT Directors versus subsequent analysis on reduced inventories indicate that the greater scope offers the greater benefits and cost savings potential.  While some technologies, such as Wang computers, may be excluded as they offer no benefits of scale, the objective of the CNIC project to maximize savings for the State is best served by including all of the infrastructure facilities, assets and staff documented in the Task 4 inventory.

· The service level metrics, their values and the means by which those values are measured that are currently in place should be used to establish the initial service level agreements for the State Data Center.  Discussions with the CNIC Governing board and its sub-committees have revealed a strong preference for comprehensively measuring availability and end user experience (online performance).  This is a worthwhile long term goal; however, it is not a prerequisite to a successful consolidation.  Since this goal would require a significant expenditure of time and money to achieve, and because it represents a much higher level of service management than is in place today, it is not consistent with the CNIC objective of achieving savings through consolidation. 

6. Preliminary Architecture/Design Model
The sections that follow describe the detail design and service delivery goals of the State Data Center.  There are many possibilities for creating a consolidated State Data Center; however, the objective of the CNIC project is to achieve cost savings and increased efficiency.  This objective was the guiding principle in designing the future IT architecture model to be used as the starting point for Architecture Design.

6.1 Security Model

The State Chief Information Security Officer and the State Information Security Council has provided the CNIC Security Workgroup with the known security requirements related to the State Data Center (SDC). Using these requirements as a baseline, the CNIC Security Workgroup has created this State Data Center Security Strategy that provides an approach for addressing the security technology architecture and operations of the consolidated State Data Center.
The recommendations from the Security Workgroup are to establish security standards and provide guidance in applying information security and control mechanisms for support of the following security services: 
· HIGH Priority Services

· Access Control*

· Anti-Virus Management*

· Change Management*

· Firewall Management*

· Host IDS/IPS Monitoring*

· Identity Management*

· Incident Handling*

· Network IDS/IPS Monitoring*

· Physical Security*

· Security Policies*

· Server Patch Management*

· Remote Access Technologies*

· Web Access Control

(*) Core Security Services

· MEDIUM Priority Services

· Business Continuity*

· Data Classification

· Data Encryption Technologies

· Development/Test and Production

· Digital Signatures

· Legacy System Support*

· Personnel Security*

· Secure Mail

(*) Core Security Services

· LOW Priority Services

· Directory Services

· Managed Secure Wireless

· Two Factor Authentication

· Secure Instant Messaging

· Secure Mobile Computing

· Privacy and Compliance Assurance

6.1.1 Physical Security

The State Data Center will have responsibility for providing physical security for the building and State Data Center managed assets.  A physical security strategy is the initial step in security risk minimization.  Physical security means risk minimization by only restricting physical access to those who need it.  The area of physical security is a large playing field.  A well planned physical security program will encompass a number of efforts and it is recommended that special attention be paid to the aspects that can directly affect the SDC and its managed assets.

7. Implementation Plan
PHASE II- STAGE 4R:  IMPLEMENTATION OF STATE DATA CENTER

7.1.1 Phase II-4R-0:   PMO

Project Management Office activities center around standard project management and coordination.  Activities include:

· Status reporting

· Meeting coordination  (Agenda, notes, minutes, etc)

· Document collection

· Deliverable formatting and submission.

Weekly (or more frequent if needed) progress/status meetings will be conducted with each agency team to see that progress is being made toward the milestones established.  Any issues identified during the meetings will be documented, addressed and included in the status report at the next meeting.

Outcomes from Phase II-4R-0:  PMO activities will serve to keep State management apprised of status and issues arising from the relocation effort.

This phase should conclude on July 31, 2006.
7.1.2 Phase II-4R-1:  Prepare and Assess



The focus of this phase is to prepare the agencies for the migration.  

Main activities are:
· Assign Team Members

· Complete inventory process

· Review materials and migration options

· Create agency migration plan

· Create contact lists

The main deliverables are:
· Team members org chart

· Updated hardware / application inventories

· High level project plan

· Project team contact list

· Customer communications plan

· Migration Initiation Report ODOT  

· Migration Initiation Report DAS

Contractor will assist the State in the migration of the IT facilities for the Oregon Department of Transportation (ODOT), the Oregon Department of Administrative Services (DAS) and the Oregon Department of Health Services (DHS).  This effort will include the development of migration plans and the coordination of the execution of the plans.  The participating agencies will participate fully in this process.  Contractor will enable continuous process improvement as the migrations progress by documenting lessons learned after each migration.

The migration initiation reports will include the following:
· A migration plan that describes the tasks, staff assignments and schedule for the migration and test migrations.  The staff assignments reflect a “sending team” responsible for preparing the existing facilities for the migration and a “receiving team” that is responsible for preparing the State Data Center for receiving the new workload. It will also indicate assignments of agency personnel to the task of developing application test scripts that will be used to verify application functionality during test migrations and the final migration.

· A description of any systems that will not be migrated and that were/were not identified during Stages 0-2, and reasons why those systems cannot be migrated

· Revised configuration diagrams highlighting changes from the original technical design

· Risks that are identified during planning and recommended mitigation methods for those risks

· Tasks recommended for the State to maintain systems availability during migration

· Issues that must be resolved in order to proceed with the migration.

Outcomes from Phase II-4R-1:  Overall migration plans for each of the three participating agencies, including resource requirements, schedule and tasks

This phase should conclude on February 20, 2006.
7.1.3 Phase II-4R-2: Move Day Plan 



The focus of this phase is to do the detailed planning required to move the agency equipment into the State Data Center.

Main activities are:

· Develop wave (relocation) detail

· Develop overall strategy and approach

· Develop migration plan including, identifying & requesting required resources

· Develop contingency strategy

· Develop backup strategy (template will be provided by the Storage Workgroup)

· Develop test strategy

Main deliverables are:

· Separation of all inventory items into waves

· Relocation project plan

· Application test plan

· Planning approach narrative

· Contingency plan

· Physical test plan

Outcomes from Phase II-4R-2:  Detailed migration plans covering the relocation for all three participating agencies, including resource assignments, application and physical test plans, and contingency plans (including backup strategy)

This phase should conclude on March 20, 2006.

7.1.4 Phase II-4R-3: Migrate to SDC


The focus of this phase is to perform the actual physical move of equipment into the State Data Center.  This phase will leverage the migration plans developed in the previous two phases.   The physical packing, movement and unpacking of the equipment will be conducted by an OEM approved third party moving company.  The agency send and receive teams will conduct other activities such as server and application shutdown and startup, application migration to new server hardware, and configuration of SAN attachments.  The SDC network team will configure network devices to accommodate the agency equipment as well as facilitate agency performance and functionality testing after a wave move.

Main activities are:

· Perform move

· Perform functional & operational tests

Main deliverables are:

· “Move Complete” sign-off

· Test plan results

Contractor will assist the State in the migration of the IT facilities of the participating agencies by coordinating the efforts as outlined in Phase II-4R-1 and Phase II-4R-2.  Contractor will monitor and track status of each wave’s migration into the State Data Center.  Areas to be monitored include:  

· Migration Status - Status against project plan including the number of servers actually moved versus the number scheduled to be moved, as well as project performance of actual migration activity timelines versus planned activity timelines

· Testing Status - Test results of any significant testing that was performed in advance of the migration

· Updated Schedule - Updated forecast for migration completion date, staffing requirements, computer requirements or network requirements

· Risk Assessment -  Additional risks that are identified during migration and mitigation methods for those risks

· Lessons Learned - Recommendations that would improve either the schedule or the efficiency of the rest of the migration.

It is anticipated that the actual move of equipment will be conducted over a weekend to minimize the impact to users.  Prior to a wave move, a meeting will be held to finalize the weekend plans,  address any issues that may still be open and produce a go-no go decision for all or part of that wave.  After each wave move a lessons-learned meeting will be held with the agency and SDC participants to document any issues arising from the move, document lessons learned to be incorporated into the next relocation, and re-scheduled the migration of elements that may have been rolled back.

Outcomes from Phase II-4R-3:  Completed relocation and activation of ODOT, DAS and DHS IT components (including equipment and applications) as identified in the finalized migration plan for each.

This phase should conclude by July 10, 2006.

7.1.5 Phase II-4R-4:  Monitor and Hand-Over




The last step in the process is to hand over all responsibility to SDC Operations.   The main activity of this phase is to monitor the equipment that has been moved into the data center to confirm proper operation over a ‘burn in’ time.  During this time, agencies will be asked to confirm that the IT components and applications are working properly and are accessible by their users.

Main Deliverables:

· Project Deliverables Checklist (Deliverable II-4-5A-1)

· Project Acceptance Document (Deliverable II-4-5B-1)

The Contractor shall create and deliver a checklist that verifies the completion of all tasks and deliverables contemplated in this Contract.  Based on this checklist, Contractor will also create and deliver an Acceptance document that verifies the completion and Acceptance of all Project Work, and that identifies any outstanding risk or issues that the State must manage going forward.

Outcomes from Phase II-4R-4:  Confirmation of application and IT component availability for all elements relocated to the State Data Center for end users of ODOT, DAS and DHS, along with transition and handoff of completed project work products. 

8. Acquisition Plan

	Status:
	Complete

	Completion Stage:
	Preliminary Plan in Phase I

Updated in Stage 2

	Start Date:
	April 2005 

	Completion Date:
	July 2005 


The Acquisition Plan captures the estimated project expenditures necessary to support the data center consolidation effort.  The Acquisition plan is validated during Detail Design and Implementation Planning.
Several items have not been included in the estimate due to the uncertain nature of the expenses:
· Facility costs have not been included because they will not be known until later in the facility design/build process.  The business case estimate of the facility cost was an annual debt service of $1.8M.

· Travel and relocation costs have not been included because the present plan for facility build is to place the facility in Salem, which would drive these costs to zero.

· Incremental disaster recovery costs have not been included because they will not be known until a more detailed investigation of the State’s disaster recovery requirements is completed.  Section 8, Disaster Recovery Approach, discusses the steps required to complete this effort along with the associated costs.

The total expected expenditure required to complete the CNIC project, exclusive of the above items, is approximately $43M.  This amount is broken down as shown in the following tables.  The costs have been summarized by three areas:
· Estimated Expense Summary by Project Category

· Estimated Expense Summary for Hardware & Software
· Estimated Expense Summary by Fiscal Quarter

	Project Category
	Cost Estimate

	Professional Services
	$16,560,135

	Project Management Office
	$2,555,969

	Agency Backfill
	$566,515

	Hardware
	$14,501,330

	Software
	$3,374,000

	Legal Fees
	$100,000

	Quality Assurance
	$346,935

	Transitional Staffing
	$4,218,977

	Contingencies
	$780,551

	TOTAL
	$43,004,412


Table 9: Estimated Expense Summary by Project Category

	Functional Area
	Hardware Cost Estimate
	Software 

Cost Estimate
	Total 

Cost Estimate

	Mainframe
	$2,850,000
	$0
	$2,850,000

	Server
	$5,000,000
	$3,000,000
	$8,000,000

	Network
	$4,500,000
	$100,000
	$4,600,000

	Storage
	$1,800,000
	$274,000
	$2,074,000

	Cabling & Racks
	$351,330
	$0
	$351,330

	TOTAL
	$14,501,330
	$3,374,000
	$17,875,330


Table 10: Estimated Expense Summary for Hardware & Software
	Fiscal Quarter
	Cost Estimate

	Prior to 10/04
	$865,000

	10/04 – 12/04
	$322,070

	1/05 – 3/05
	$669,964

	4/05 – 6/05
	$2,688,461

	7/05 – 9/05
	$4,942,210

	10/05 – 12/05
	$20,444,486

	1/06 – 3/06
	$3,557,936

	4/06 – 6/06
	$2,991,501

	7/06 – 9/06
	$2,765,622

	10/06 – 12/06
	$1,116,448

	1/07 – 3/07
	$2,035,458

	4/07 and beyond
	$605,256

	TOTAL
	$43,004,412


Table 11: Estimated Expense Summary by Fiscal Quarter

9. Governance Plan

	Status:
	Complete

	Completion Stage:
	Stage 1

	Start Date:
	October 2004 

	Completion Date:
	January 2005 


The Governance model was developed by the Governance Model Committee and then approved by the CNIC Governing Board.
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Figure 14: State Data Center Governance Model
9.1 Transition Plan

10. Security Plan

	Status:
	Started

	Completion Stage:
	Architecture in Stage 1
Detailed Design in Stage 2

	Start Date:
	October 2004 

	Completion Date:
	July 2005 


The Security Plan is developed by the CNIC Security Team.
11. Facilities Plan

	Status:
	Complete

	Completion Stage:
	Final Layout in Stage 2

	Start Date:
	April 2005 

	Completion Date:
	July 2005 


The Facilities plan is maintained by DAS Facilities and the CNIC Facilities Committee.
11.1 CNIC Facilities Committee Charter/Membership Responsibilities

The membership responsibilities of the CNIC Facilities Committee include:
· Actively participate in and support the CNIC Project. 

· Serve as a responsive representative of your agency for the tasks addressed by this committee. 

· Commit necessary time to the project to fulfill the tasks addressed by this committee.

· Possess fundamental knowledge of data center facility design and construction. 

· The Committee Chair will coordinate meetings and communications of the committee.

11.2 CNIC Facility Committee Tasks and Deliverables
The deliverables of the CNIC Facility Committee include:
· Validate that programming and schematic designs developed by the Design-Build Team are appropriate from each key agency’s perspective before schedule and Guaranteed Maximum Price (GMP) are frozen. 

· Review project progress, milestones, and resolve outstanding construction and/or design issues.

· Provide an on-going advisory interface with the project team and individual agencies’ management.  

· Provide information interface with CNIC Governing Board, Governance Board, or other governance structure that will run the CNIC operation, DAS, key agencies, and CNIC PMO.

11.3 Facility Plan Description

The State has elected to build a new data center (located in Salem).  This is consistent with observations made during the inventory task of this project that existing State facilities are inadequate for housing a State Data Center.  The facility will have enough raised floor space to accommodate approximately 200 racks of computing servers, 50 racks of network equipment, two mainframe computers, and enough office area to accommodate approximately 96 people with the potential to add an additional 26 by 2010.  Allowing for growth, the current sizing of the center is 12,000 to 15,000 square feet of raised floor space and approximately 20,000 square feet of non-raised floor space.  The raised floor estimate is based on the aggregate raised floor space currently occupied by the agencies.  

In addition to providing raised floor space for mainframe computers, network servers and telecom servers, raised floor areas should also be provided for:
· An automated tape handling device such as an STK silo or IBM VTS unit

· Tapes

· Standalone disk storage devices

· Printing 

· Print stock

· Network control center

· Operations control center

Given that the computing equipment of 12 agencies will be consolidated into one site, it is appropriate to build the new facility to the specifications of a Tier III data center as defined by the Uptime Institute.  This specification calls for sufficiently redundant power and cooling that normal facility maintenance can be performed without disruption of the computing equipment.  Tier III data centers are intended to support 99.982% availability.  In addition to redundant power and cooling paths, specifications include:
· 40-60 watts/ft2  scalable to 100-120 watts/ft2

· Raised floor height of 18” to 30”

· Floor loading of 150 lb/ft2

· Utility voltage of 12 – 15kV

CNIC planning assumes that the new facility will be ready for occupancy during September 2005.

12. Business Case

	Status:
	In Progress

	Completion Stage:
	Preliminary in Phase I

Updated in Stage 0

Updated in Stage 1

Updated in Stage 2

Updated in Stage 3

Updated in Stage 4

	Start Date:
	June 2004

	Completion Date:
	September 2007 


13. QA Methodology

The CNIC project will follow the DAS Technology Investment Strategy Development and Quality Assurance Reviews policy 107-004-003 posted March 12, 2004 (http://www.das.state.or.us/DAS/IRMD/CIO/docs/QAPolicy107004030Final_posted_20040312.doc).
An independent QA consultant with Data Center Consolidation experience will be engaged to review this project.

The reports and findings will be posted in QuickPlace (http://quickplace.oregon.gov/consolidate).
14. Risk Management

14.1 Project Risks

Project risks are characteristics, circumstances, or features of the project environment that may have an adverse effect on the project or the quality of its deliverables. Known risks identified with this project have been included below. A plan will be put into place to minimize or eliminate the impact of each risk to the project.

	Issue / Risk 
	Level (H/M/L)

Prb./ Imp.
	Risk Plan

	1. Duration. The timeframe and duration for Phase I is fairly short (only 9 months) Research indicates that States that have undergone similar efforts have taken 6-18 months depending on their strategy for procurement, the depth and complexity of their efforts and the level of leadership driving the results.  Six months is the exception and 12-18 months the rule.
	H/M
	Heavy use of staff resources along with a well defined scope and information that is readily available. This may also be mitigated with the hiring of a contractor to acquire and document critical information. 

	2. Availability. The steering committee members have very busy schedules, possibly affecting the outcomes requiring high-level decisions.
	M/H
	Time must be committed by the steering committee members, especially as it relates to the decision making processes which involve “key Issues”.

	4. Inventory. An accurate/complete inventory of IT assets (people, processes, technologies) does not exist and may be difficult (in terms of time/money/ resources) to obtain. Without this foundational information, the chances of success diminish greatly.
	M/H
	This risk can be mitigated by having the scope well defined and by utilizing the correct assessment tool to be used in the process.

The establishment of an IT Asset Management Domain Team of the CIO Council, and close coordination with that group.

	5. Lack of Expertise. Technical/Business expertise within the state to complete the plan and recommend a future state. Very few companies/professionals have undertaken an assessment and possible consolidation of this size and complexity. Expertise in the public and private sectors in this area of endeavor is limited. 
	H/H
	Much care will need to be taken to ensure prudent decisions are made while moving forward with this project.

This risk can be further mitigated by having a well-defined scope, as well as the financial resources to procure the services of a consultant(s) specializing in this field. This effort should include the implementation of Best Practices utilized by both the public and private sectors.

	6. Funding. If external resources are required to complete the assessment /planning effort, funding may not be available to acquire the needed services of third party Industry Consultants.
	H/H
	This can normally be mitigated by extending the time, reducing the scope, or increasing the resources. If funding and scope are constrained, the contingency will be to delay the project and /or extend the duration of the project and utilize the internal resources available.

	7. Synergy / alignment of other statewide IT efforts. The state is pursuing enterprise security, voice network consolidation, and the development of Oregon’s Technical Architecture and Standards, etc. There is a risk that the computing and networking infrastructure consolidation assessment and development of subsequent recommendations may be done in isolation of these important statewide initiatives.
	M/M
	To mitigate this risk, a good effective communication plan will need to be implemented and followed.  This mitigation will also require that the project participants address the “dependencies” of the other on-going efforts in the State of Oregon.

A management group of the members of the State CIO Council have been established and will serve as the executive steering committee for this project. This management group will ensure the coordination of these statewide initiatives or activities.

	8. Executive Support. It is imperative that this effort receive support from the highest levels of government, specifically, the Governor, the DAS Director, the State CIO, Agency directors and the CIO Council. Our research has shown that the efforts receiving high-level support, result in a much higher success rate. 
	M/M
	Communicate and assess the “quality” of the analysis through the CIO Council, ITEC, and DAS. If this is not done, it could result in poor quality of the deliverables, and an inability to complete the project.

	9. Buy-In. Buy-in, cooperation and due diligence from all participating agencies is critical. 
	M/M
	A good Communication Plan, along with frequent review by the entities providing Executive Support will help mitigate this risk to a large degree.


15. Project Documentation, Roles and Responsibilities
15.1 Project Documentation

The following project documentation will be maintained:
· Project Notebook – The Project Manager will be responsible for maintaining an electronic Project Notebook that contains the Integrated Project Plan, Status Reports, Correspondence, Meeting Minutes, and all other relevant Project Administration Documentation.

· Project Plans – Detailed work/task assignments for the overall project activities and each Phase.

· Status Reports – Reports prepared by the Project Manager and major task owners on the status of all project activities.

15.2 Roles and Responsibilities

	Name/Org.
	Role
	Responsibility
	Commitment
	Duration

	Mark Reyer
	Program Manager
	· Addresses conflict and assists in its resolution;

· Participates in project team kickoff meeting;

· Helps to reach consensus on key decisions;

· Removes barriers beyond control of the project manager;

· Ensures appropriate resources are assigned to the project; 

· Serves as the chair of the Phase 2 steering committee;

· Reports to the CIO Council on progress;

· Participates in the decision making process 
	Full Time (FT)
	Entire life cycle of the project

	Julie Bozzi 
	Project Manager
	· Provides project leadership, motivation, and innovation;

· Prepares schedule and coordinates tasks for project team members and contractors;

· Maintains project focus;

· Maintains project commitment;

· Maintains project documentation;

· Manages project expectations;

· Provides tactical daily management and control of the project
	FT
	Entire life cycle of project

	Mike Zanon, DAS/IRMD

Ben Berry, ODOT

Bill Crowell, DHS

John Koreski, DOC

Curt Amo, OED

Dan Adelman, DCBS

Stan McClain, Revenue

Baron Rodriguez,

ODE

Herb Riley,

DVA

David Yandell, OSP

Bill Carpenter,

OHCS

Sandy Jefferson,

ODF

	Steering Committee
	· Communicates project vision, mission and goals;

· Prioritizes competing interests;

· Addresses conflict and assists in its resolution;

· Assumes leadership and decision making;

· Participates in project team kickoff meeting;

· Helps to reach consensus on key decisions;

· Removes barriers beyond control of the project manager;

· Participates in the decision making process
	PT
	Entire life cycle of project

	
	Project Team
	· Understands business needs of the project;

· Provides staff support;

· Assists in study development;

· Participates in the decision making process
	PT

FT


	Entire life cycle of project


15.3 Communication Plan

The objective of developing a project communication plan is to build awareness, support, and acceptance of the project among all key audiences and avert employees from drawing wrong conclusions about the project. The following methods will be used to keep stakeholders informed of project progress:
· Computing and Networking Infrastructure Consolidation Project status reports

· Frequent Project Meetings with Core Team Members and Program Manager
· Distribution of Meeting Minutes

· E-mail communication on an “as needed” basis

· Frequent phone calls 

· CIO Council Meetings

· Presentations along the way at the DAS – Agency Head/Small Agency Head meetings.

· Key Stakeholder expectations clearly defined via the communications plan.

15.4 Change Control

The following table outlines the change control process: 

	Project 

Document
	Documentation

Review By
	Documentation

Approval By
	Change Control

Review By
	Change Control

Approval By

	Charter & Scope
	PM,

Project Team
	Program Manager
	PM
	Steering Committee

	Integrated Project Plan(IPP)*
	PM,  

Project Team
	Program Manager 
	PM 


	Steering Committee

	IT Inventory(for each participant)
	Lead IT Inventory Facilitator
	PM, Project Team
	PM
	Program Manager

	Research Analysis
	Lead Research Facilitator
	PM, Project Team, Program Manager
	PM
	Program Manager

	Alternatives Analysis
	Lead Alternatives Facilitator, PM, Project Team, 
	Program Manager
	PM
	Program Manager

	Implementation Strategies, Business Cases & Recommendation
	Lead Strategy Facilitator, PM, Project Team
	Same as Approvals As IPP
	PM
	Steering Committee

	Implementation Plan and Validated Business Case


	Lead Plan Facilitator, PM, Project Team
	Same as Approvals As IPP
	PM
	Steering Committee


* - The IPP includes the project budget, risk management, schedule, communication plan, and various other project plans.

15.5 Issue Management

Issues will be reported and handled by the Project Team, and not reported in the project plan per se. Issues themselves, however, will be tracked and maintained via an issue management log and maintained as the project continues thru the various steps.
15.6 Escalation Process

During the Computing and Networking Infrastructure Consolidation Project (Phase I), any escalation issues will be communicated to the Project Manager, who will in turn review them with Project Team.  Should the issue need further resolution or management review, the Project Manager will forward them to the Program Manager for action/decision.  Note: The Program Manager has been and expects to be an active participant in Project Team meetings and activities.  Escalation issues will also be brought directly to the sponsor by Project Team members for action and decision. Issues will be directed and discussed on an on-going basis with the Project Team.

16. Document Revision Log

	Version #
	Date
	Author
	Revisions made

	0.1
	7/11/04
	Mark Matson
	Original

	0.2
	7/11/04
	Mark Matson
	Restructured Sequence

	0.3
	9/3/04
	Mark Matson
	Added project approach

	5-0
	9/27/04
	Mark Matson
	Minor content additions for first draft review

	5-1
	10/7/04
	Mark Matson
	Initial peer review of mainframe and network sections

	5-2
	10/12/04
	Mark Matson
	Jovan review and comments; updates from each tower

	5-3
	10/19/04
	Mark Matson
	Initial team review, moved opportunities to end, created separate Appendix document.

	5-4
	10/26/04
	Mark Matson
	Minor content additions for first draft review, moved opportunities to Appendix

	5-5
	11/2/04
	Mark Matson
	Edits for Steering committee review

	5-6
	11/10/04
	Duncan/Gustafson
	Added section 11 and graphic

Uniform references to “State Data Center”

Changed “State” to “Agency” where appropriate

Made references to “Accenture” more specific or changed to “CNIC PMO” as appropriate
Deleted redundant use of the CNIC Scope Determination Principles in section 3

	5-8
	11/15/04
	Zachary Gustafson
	Added status indicators for stages and plans


	5-9
	11/16/04
	Zachary Gustafson
	Standardized formatting
Added text to section 3.2.2

	6.1
	1/4/05
	Gerald Duncan
	Edited Stage 0 to reflect completion of Stage 0 and approval of steering committee.  Also, changed references from cyber-security to enterprise security.

	8.1
	9/28/05
	Sheryl L. Blackford
	Updated the following sections to state correct status and dates:
10 Governance Plan

11 Staffing Management Plan

12 Security Plan

13 Facilities Plan

15 Disaster Recovery Plan

Removed the section “Facility Design/Build Quality control Project” because it was amended out.

Removed the section “Project Infrastructure” which contains names and phone numbers of team members that was inaccurate due to the “revolving” nature of the team membership.
Updated sections to state the correct names of the individuals in their current roles:

 18.2 Project Roles & Responsibilities
 29    Project Approvals

	8.3
	10/12/05
	Pat Middelburg
	Updated section “9. Acceptance Plan” expense figures to match project budget and removed “Appendix B – Cost Spreadsheet”.

	8.4
	05/2006
	Julie Bozzi
	Update planning sections, removed detailed information that is covered in the architecture and detail design documents.


17. Appendix A – Service Management Processes

See separate document

18. Appendix C – SLA Template

See separate document

19. Appendix D – Service Catalog 
See separate document

20. Appendix E – Project Work Plan

See separate document Microsoft Project Plan

21. Appendix F – Project Wave Binder Template

See separate document

22. Appendix H – Identified Optimization Opportunities

See separate document

23. Project Approvals

______________________________________

___________________

State Data Center Administrator – Mark Reyer

Date

______________________________________

___________________

Project Manager – Julie Bozzi 


Date
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