Guiding Principles for Scope Determination

To guide the determination of scope for the CNIC project, the CNIC Steering Committee adopted the following guiding principles:

The key objectives of the CNIC project are 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.

The CNIC project must have a clearly defined scope and “rules of engagement” for how the Project Office, Steering Committee, Governing Board, Project Sponsor (State CIO), and other committees and stakeholders work with the agencies.   Outlined below are principles that determine the scope for the CNIC project: 

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
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