ATTACHMENT B

Oversight Committee Policy Issue Analysis

Dedicated to Co-Existent Change 

History:

At deployment of Child Welfare Services Case Management System (CWS/CMS) all counties were allowed the option of either “Dedicated” or “Co-Existent”.  The Dedicated model assumes the maximum Project vendor support.  It assumed that no pre-existing county infrastructure was available for CWS/CMS and it was therefore provided by the primary vendor.  All architecture, hardware, software and connecting devices were put in place for the county.  Dedicated counties receives support from the vendor’s Boulder host, through HHSDC Wide Area Network (WAN) services and through a Local Area Network (LAN) to the individual workstations.  The principal costs for the maintenance of connecting devices, telecommunications network and first level help desk support are handled by CWS/CMS.  This model precludes connectivity to other county systems and use of any hardware or software not specifically defined by the CWS/CMS “Dedicated” model.

Co-Existent counties support model was designed as a collaborative effort between CWS/CMS and county Information Technology staff.  This model was designed to provide the maximum in county networking flexibility.  CWS/CMS provides support and connectivity to a county Point-of-Presence (POP) router.  All connecting devices and subsequent support services beyond the POP router are provided by the counties themselves.  This allows the counties to connect to other county systems, use county specific mail or other software programs and make whatever local decisions are necessary regarding their LAN infrastructure.  The counties also bear the majority of costs including first and second level help desk and telecommunications network costs.

Issues:

The Dedicated counties have persistently articulated several  “business case” needs in support of the change to Co-Existence.  These include the following:

1) The staff/workers need to access “other “ countywide mail systems.  This requires desktop access to a county-shared server, presently not an option in the Dedicated model.  CWS/CMS supports the MS Exchange server and Outlook mail system.

2) The staff/workers need to use “shared files”, documents of common purpose in the performance of their jobs (e.g. County developed templates), also not an option in the Dedicated model. The Dedicated model does not permit CWS/CMS file sharing outside of its environment, such as with a non-CWS/CMS county-shared server.  Some Dedicated counties have already implemented an approach to this concept in violation of the Dedicated model.  

They have set up workstations to act as “shared servers” and configured their county desktops to “share documents” with this workstation.  However, this is a local solution contained within the CWS/CMS LAN and not a countywide-shared server.

3) The staff/workers need to access their county specific “Intranet” and/or “Internet” in the performance of their jobs.  In the Dedicated model CWS/CMS manages all Web site access through its Intranet Web site.  Only CWS/CMS designated business sites are allowed to pass through the Web server.  Technically access could be made available through the Web proxy server, but the bandwidth would quickly be maximized if significant numbers of users were to use this solution.  This is not a solution that can be applied to all Dedicated counties.

4)  The staff/workers need “other” business software resident on their     workstations for the performance of their job.  CWS/CMS creates, installs and supports the Dedicated image that is comprised of the CWS/CMS application, MS Office business software, Outlook Mail and desktop/networking utilities.  Standardized Dedicated support service to the desktop as well as existing contract terms and conditions currently preclude project variance from this image.
Impact of Change:

There are several considerations related to a county’s change from Dedicated to Co-Existent, these include the following:

1) Network
On behalf of its Dedicated counties, CWS/CMS maintains the telecommunications connectivity.  The cost of a T1 line access and circuit is $3,041.  For example, in a sample county CWS/CMS supports three sites at a State cost of $5,573.74 per-month.  CWS/CMS realizes some reduction through line sharing with other State programs, such as Statewide Automated Welfare System (SAWS), so the costs are reduced.  If the county becomes Co-Existent they would be responsible for the cost associated with changing from CWS/CMS lines and circuits to county owned, as well as the monthly maintenance charges.  Additionally, lines and circuits could no longer be shared with other State programs.  The usual monthly cost of $3,041 is an estimate. The county’s local telecommunications provider would determine the final cost including all installation charges.  The county would also be required to install and maintain any routers beyond the Point of Preserve (POP) router, as HHSDC will remove theirs.  The local “marketplace” for product and service would determine this cost.

2) Additional Resource Charges (ARCs).    
A change from Dedicated to Co-Existent alters the way counties are billed for ARCs.  Under the existing contract dedicated Counties are billed for the number of workstations in the county that exceed their baseline bills. This current charge is $87 per-month.  Co-Existent counties are charged by the number of user IDs that exceed their baseline number.  This current per-ID charge is $72 per-month.

The workstation numbers are obtained from a report of workstations signed into the system.  The number is cumulative of unique workstations over a 90-day period.  The number may change monthly given this method.  The counties would need to remove workstations to reduce workstation ARCs.  

However, user IDs are created and controlled by the county administrator.  The county has total control over the number of active IDs they have at any time in their county.  By diligent management the IDs can be closely monitored, any unused or unnecessary IDs eliminated and costs reduced.  ARCs based on the IDs are somewhat easier to control give the county’s ability to control access.

No other ARCs appear to be directly related to Co-Existent or Dedicated status.

3) Technical Support.

Dedicated counties receive technical support, paid by the State and provided by IBM, across their Local Area Network (LAN) and to their desktop.  A change to Co-Existence requires the county to staff a Help Desk that offers user desktop and printer support.  Additionally, they need to maintain adequately trained networking staff to manage the complexity of their own LAN issues.  All networking support beyond the POP router and to the desktop workstation will become the responsibility of the county.  These items include software/hardware maintenance, repair servicing issues, software distribution and imaging to the desktop.  This additional cost is dependent upon local needs and costs.

4) Transition Costs


In addition to on-going costs, there are significant transition costs the county would incur to change from Dedicated to Co-Existent.  These cost depend upon the configuration change the county would design and would be individual to each circumstance.  The network must be reconfigured in order to take advantage of the Co-Existent county model flexibility.  

Additionally, there may be a need to develop a new image for the county that incorporates county specific programs or additional software not in the Dedicated image.  These costs are all at county expense.

Without reconfiguring there would be no change in access to shared files, the county Intranet or the Internet.  The CWS/CMS users would not be able to access the county LAN or use a modified image.

Recommendations:

CWS/CMS Operations is recommending that counties that desire to change to Co-Existent be allowed to do so.

We are suggesting that some basic guidelines be set with the counties so this process does not significantly impact the State-vendor contractual relationship or any county Child Welfare Services activity.  Some of these suggested guidelines include the following:

1) The county reviews all roles, responsibilities and costs with the State.

2) The county executive management agrees to and supports the conversion activity and costs. 

3) The county submits a detailed project plan for all technical and related support work required to accomplish the conversion and estimated associated costs.

