From: Richard Yockman_at_HQ-EXCH at X400PO

Sent: Monday, October 04, 1999 3:07 PM

Subject: Model Project Description

I'm on the hook to provide a model project description by cob today.  I have attached 7 examples of what we did in SC.  They are not necessarily two pages long (unless you double space), but I think they demonstrate a model that will do the trick.  When I wrote these, I tried real hard to be tangible/useful product oriented.  Despite this, you will notice that sometimes I could only rationalize a "study" for certain projects.  Bottom line, make yourself think through how you would organize and run the project, and write it down with as much specificity as you can (without getting lost in the details).  Regarding contracting strategy, create an additional section (to my examples) and add any thoughts that you might have.  I can envision strategies such as (1) SC will leverage its existing contractor (with funding contributions from other programs), (2) the CIO's contractor should do this project because, and (3) contractors A and B should support this project through vehicles X and Y, etc.

I hope these examples help.  Let us know if you think something more should be added.

Dick
HQ COLLABORATIVE PROJECTS 

(As of October 4, 1999)

1. INFORMATION ARCHITECTURE 

Purpose/Description:  To develop an SC-wide architecture (i.e., blueprint) that will provide direction for HQ, CH, OAK, ORO, and OSTI in the development and implementation of integrated/compatible information systems and technologies.  The architecture will be developed using the Steven Spewak Enterprise Architecture Planning (EAP) process.  The process requires that the following “pieces” be addressed: (1) Principles; (2) Business Modeling; (3) Current Systems and Technology; (4) Data Architecture; (5) Application Architecture; (6) Technology Architecture; and (7) Implementation/Migration Plan.

Strategy/Approach:  Discussions (to date) have identified two alternative approaches to developing an SC-wide architecture.  The gist of Alternative #1 is to develop individual architectures at each of the 5 SC sites and then to bring them together to be integrated.  The thrust of Alternative #2 begins with the concept of one SC-wide business model from which one SC architecture is developed.  A 1-1 ½  day meeting is scheduled in September/October for all sites to discuss (with an EAP expert consultant to provide assistance).  From an enterprise-wide perspective, this is SC’s highest priority collaborative project.

Major Objective:  An SC corporate IM strategic plan (based on the SC-wide IA) by September 30, 2000.  Interim objectives are: (1) an EAP workshop by December 31, 1999; (2) all EAP “pieces (for all sites) documented by February 29, 2000; and (3) an SC-wide information architecture by June 30, 2000.

Lead Responsibility:  SC HQ, because of its successful experience in developing an information architecture, will have the lead on this project. A significant commitment of time by the IT staff and business customers at each site is required for success.

Estimated Cost:  $1-1 1/2M (in FY2000) plus support from the CIO’s departmental architecture project. 

2. REMOTE ACCESS

Purpose/Description:   Leveraging the experience/lessons learned of SC HQ, greatly enhance the remote access capabilities of the staff at all 5 SC sites.  The principal goal of this project is to provide a very user-friendly capability that remotely replicates the in-office IT functionality of a user. 

Strategy/Description:  A two-phased approach will be undertaken: (1) a proof of concept/pilot phase and (2) an SC-wide corporate phase.  The proof of concept approach will expand the SC HQ remote access test infrastructure (i.e., existing MCI/Terminal Server/Citrix Metaframe infrastructure) to include OAK. The proof of concept phase is expected to provide lessons learned and performance/load data.   Once comfortable from the results of the first phase, an SC-wide corporate phase will be initiated which addresses (1) remote access requirements from each site, (2) site-by-site scoping and implementation plans, (3) corporate and site-specific designs, and (4) HW/SW and labor requirement estimates.  It is expected that the corporate approach will involve the engineering of a scalable Terminal Server solution (with site-by-site implementation) by leveraging HQ’s existing MCI Worldcom contract and infrastructure. 

Major Objective:  Phase 1 completed  by March 31, 2000 and a corporate remote access solution implemented at all 5 SC sites by September 30, 2000. 

Lead Responsibility:  SC HQ, because it has implemented a successful remote access capability (along with an infrastructure at HQ), will have lead responsibility for the overall coordination/facilitation of this project.  OAK will have a co-lead role during the proof of concept/pilot phase.  All sites will be responsible for local acquisitions and implementations.

Estimated Cost: $50K per site (at CH, OAK, ORO and OSTI) and $25K at SC HQ to coordinate the effort. 

3. MINIMUM INFRASTRUCTURE (Achieving SC-wide Standards)

Purpose/Description:  To develop an information technology (IT) infrastructure among SC HQ and the SC field sites that (1) optimizes operating efficiencies, (2) ensures systems interoperability, (3) provides seamless user access (which is reliable and cost effective), and (4) supports security compliance.

Strategy/Approach:  The first step is to establish a baseline of where each site currently stands.  Next, we need to document the “minimum” infrastructure that we are attempting to achieve (at all sites).  Input to our “minimum” infrastructure will be (1) current technology upgrade plans that are in place at each site and (2) a comparison of SC HQ’s technology architecture with the baseline and planning information from each site.  We will then conduct a gap analysis to assist us in defining the most cost effective “minimum” infrastructure that we shooting for.  Once we have agreement, each site will take the steps necessary to implement the prescribed infrastructure.

Major Objective(s):  The baseline, gap analysis, documented “minimum” infrastructure, and an implementation plan will be completed by January 30, 1999.  Significant progress in implementing SC-wide IT infrastructure improvements is expected during the remaining 8 months of  FY2000  (February-September 30, 2000).

Lead Responsibility: SC HQ will be the lead on this project.   The reasons for the SC HQ assignment are (1) because of the likely need for close coordination with the CIO’s office and (2) the expectation that the SC HQ technology architecture will probably be the starting point for defining the SC-wide “minimum” infrastructure.  Active participation by the IT staffs of all sites will be required.  Question:  Would OAK consider being the lead on this project (with assistance from SC HQ)??


Estimated Cost:  $50K plus the time of all SC IM staffs will be required to meet the January 30 objective.   The cost of implementing the “minimum” architecture over the remaining 8 months of FY2000 cannot be determined until we have the January 30 report; however, for estimating purposes (at this time) we should assume an implementation cost of  $250K (which includes hardware and software acquisitions).

4. NATIVE EXCHANGE COMMUNICATIONS

Purpose/Description:  To enhance e-mail communications among SC-sites by establishing a standard SC-wide directory service.   Maximum utilization/leveraging of the CIO’s Department-wide directory service effort will be incorporated into this project.

Strategy/Approach:  Using the CIO’s infrastructure and implementation plan as a starting point, a “proof of concept” will be prepared for an SC-wide directory service by January 31, 2000.  To develop the “proof of concept”, baseline information will be collected from each SC site during the month of November.  It will be assumed that the CIO’s planned structure for a DOE-wide directory service will be adopted (as much as possible), which will require a determination for the need/value of manually incorporating non-Exchange directory information (e.g., person data which includes more than just e-mail addresses).  Following endorsement of the SC-wide “proof of concept”, an implementation plan will be prepared for each SC site.

Major Objective(s):  An SC-wide directory service “proof of concept” by January 31, 2000.  An implementation plan for each SC site by February 29, 2000.  Implementation of the SC-wide directory service at all SC sites by September 30, 2000.

Lead Responsibility:  In order to coordinate with the CIO’s DOE-wide directory service effort, SC HQ will be the lead on this project.  Participation by the IT staffs at all sites will be required.

Estimated Cost:  $50K for (1) contractor support in providing overall coordination and facilitation services and (2) supplementing existing contractor teams in implementing the directory service at each site.

5. SC-WIDE INFORMATION MANAGEMENT DISASTER RECOVERY PLAN

Purpose/Description:  In order to potentially realize significant cost savings within SC, investigate the possibility of establishing an SC-wide collaborative approach to meeting the disaster recovery needs of the SC sites.  Disaster recovery is intended to ensure adequate protection and recovery of mission-critical functions (at each site) and to address strategic/approach issues such as record retention, data backup, handling of vital versus non-vital records, and cool-site versus hot-site services.  It is intended that much of the recent Y2K work performed at each site will be taken advantage of in undertaking this project.

Strategy/Approach:  First, a baseline of the disaster recovery needs and services of each site will be documented.  The baseline should include (for each site): (1) mission/business critical functions; (2) resources available to support critical functions; (3) potential disasters; and (4) current disaster recovery and contingency strategies.  The disaster recovery and contingency strategies must address (1) emergency response (i.e., the initial actions to be taken; (2) recovery (i.e., actions needed to continue critical functions); and (3) resumption (i.e., actions needed in order to return to normal operations).  Once a baseline is established, the next step is to develop alternative SC-wide approaches for meeting the IM disaster recovery needs of the SC sites.  Included in these alternative approaches will be consideration for the requirements associated with staff (both federal and contractor), processing capabilities, application and data complexities/sizing, computer-based services, physical infrastructure(s), and documents/paper.   The bottom line of this “study” is to determine how much (if anything) of the infrastructure elements of an SC disaster recovery capability can be consolidated into one (or more) locations.

Major Objective(s):  A report documenting SC-wide alternatives for meeting the IM disaster recovery needs of the SC sites by February 29, 2000.

Lead Responsibility:  OSTI will take the lead in managing this project.  Contractor support (with expertise in disaster recovery) will be provided to OSTI to assist them in successfully completing the project. The assistance of the IT staffs from all SC sites will be required.

Estimated Cost:  $75K for contractor support.  Discussions are needed to address the availability of additional FY2000 funds for “implementing” a disaster recovery solution….if there are no additional funds, should this study be initiated at this time? 

6. CORPORATE SUPPORT CENTER
Purpose/Description:  To investigate the feasibility of creating an SC Corporate IM Support Center to provide services such as helpdesk, network operations, hardware and software maintenance, and application maintenance.  If a consolidated support center proves to be feasible, substantial cost savings and efficiencies are expected.

Strategy/Approach:  The initial task under this project will be the development of a baseline of the current environment of each SC site’s support center services.  The baseline (for each site) will include (1) hardware and software supported, (2) current resources (including technical skills), (3) processes, policies, and procedures used in providing support center services, and (4) an assessment of the quality of service provided.  Utilizing the baseline information and any information available regarding best practices (in the operation of a corporate support center), an SC Corporate Support Center Concept Report will be prepared.  The report will (1) identify potential SC sites as “centers of excellence” (for the different functions of a support center), (2) provide alternatives for corporately managing support center functions, (3) cost and resources required for each alternative, and (4) estimated cost savings/avoidance.  Assuming that an acceptable alternative is endorsed, an implementation plan will then be developed.

Major Objectives:  Baseline report by January 15, 2000, Concept report by March 15, 2000, and the implementation plan by April 30, 2000.  

Lead Responsibility:  Oakland Operations Office will take the lead in managing this project.  IT staff at all SC sites are expected to provide assistance.

Estimated Cost:  $100K for contractor support (with expertise in operating/analyzing corporate support centers) to assist Oakland in gathering information, recommending solutions, etc.

7. TRAINING

Purpose/Description:  To establish and maintain an IT staff (both federal and contractor) that is highly trained in the IT technologies, concepts, processes, etc. that are required by the SC sites.  Through a collaborative training plan/approach, it is expected that significant cost savings can be achieved and beneficial “cross-fertilizing” of ideas, etc. among the staff will be realized.

Strategy/Approach:  Once SC has a documented information architecture (in draft form), an outside training provider will assess and document the type and level of IT training needed across SC the planned IA.  It is expected that the effort will begin by documenting (1) the training/skill set of all staff members (federal and contractor), (2) the technologies/capabilities currently requiring support, and (3) the technologies/capabilities expected to be needed over the next 1-2 years.  Then a gap analysis will be conducted to identify training needs, both individually and SC-wide.  Once SC’s collective IT training needs are identified, an SC-wide training plan will be prepared where courses/programs can be arranged for folks from all SC sites to participate in. 

Major Objective(s):  An SC IT Training Plan by June 30, 2000, assuming sufficient progress is made on the information architecture project.

Lead Responsibility:  OAK will take the lead on this project; however, all assistance in collecting baseline information will be required from all sites.

Estimated Cost:  $5K (although possibly $0) for a contractor to assess our training needs and propose an approach.  The cost could be higher (e.g., $50K) if we direct the contractor to collect the baseline data. 

