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Proposal for Reducing the Short-term Cost of Email

for Southwood Shared Resource Center's Current Email Customers

Revised September 4, 2009
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BACKGROUND

Historically, the Southwood Shared Resource Center (SSRC) subsidized the cost of some
services with other services. In FY 2008-2009, this practice was prohibited by Senate Bill 1892
as is now reflected in Chapter 282.201(e) 3, F.S. As a result, during the annual recalculation of
the SSRC'’s service catalog offerings, no service was allowed to subsidize another. Despite an
overall reduction in customer charges due to increased efficiencies at the SSRC, the net result
was that some services, e.g., storage, decreased in cost; while other services, e.g., email,
increased in cost.

In January 2009, staff of the SSRC apprised the Agency for Enterprise Information Technology
(AEIT) that the Department of Management Services (DMS) had submitted notice that they
would discontinue email service from the SSRC, intending instead to procure services from an
outsourced email provider. DMS’ decision to discontinue email from SSRC was attributed to the
increase in the projected cost of the email service that would take effect July 1, 2009: from $25
per mailbox per month to $50.79 per mailbox per month. It should be noted that even with the
increased charge of $50.79 per month for email, DMS still had a projected overall reduction of
$234,000 in SSRC service charges for FY 2009-2010.

As the SSRC'’s largest email customer, DMS’ withdrawal would dramatically impact the cost of
email to the SSRC’s remaining customers' . The forecasted increase to $195.99 per mailbox
per month would make the email service at the SSRC unviable for FY 2009 — 2010. Concerned
by the potential demise of such a critical data center service offering, AEIT began in February
2009 working with staff of the SSRC and involving staff from other agencies, the Governor's
Office of Policy and Budget (OPB) and the Legislature, to explore options for decreasing the
SSRC'’s forecasted email rate for FY 2009-2010. The Short-Term Email Workgroup met more
than 15 times during the months of February through June, and explored several options?.

Prior to completing this analysis, proviso language was introduced in the FY 2009-2010 General
Appropriations Act (now Laws of Florida, Chapter 2009-80, Section 6) that tasked AEIT with
completing this analysis and making a recommendation on the lowest cost solution by October
1, 2009.

The timeframe for developing the proposal was compressed in order to meet Legislative staff's
request to maximize the potential savings by having AEIT present this issue at the August

! Reference 7/16/2009 email from Rachael Dalton of the SSRC to Tara Kyvik of AEIT: SSRC’s state email customers
as of July 1, 2009: AEIT, DEM, DMS (including FRS, PERC), Statewide Advocacy Council and the SSRC. SSRC's
non-state email customers are Community Based Care of Volusia & Flagler Counties and the City of Daytona Beach
Shores.

% Reference AEIT's 7/17/09 draft of this proposal for all options explored.
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meeting of the Legislative Budget Commission. After consideration of several alternative
solutions, two options were identified and evaluated as viable options for reducing the short-
term cost of email at the SSRC. These options, partnering with the Department of Health and
contracting with Microsoft are detailed in the following section.

ANALYSIS OF OPTIONS

OPTION 1: SSRC PARTNERS WITH THE DEPARTMENT OF HEALTH

The Department of Health (DOH) was chosen as a possible service provider because of their
2009-2010 Schedule IV-C email rate of $3.75 per mailbox per month, plus the DOH email
system is already located in the SSRC. While it is widely acknowledged that this rate—and the
Schedule IV-C rates provided by other agencies—is lower than expected because it doesn't
account for all the costs associated with the email service—as the SSRC’s methodology does,
the Schedule IV-C data is currently the only common means of collecting agency costs for
services.

The DOH option involves DOH building a small-scale version of their email platform and hosting
it in DOH’s demilitarized zone (DMZ). This option also involves DOH assuming technical
management and responsibility for the SSRC’s existing email archival solution.

This option is appealing because in assuming responsibility for managing the SSRC's existing
archival solution (leaving it fully intact), DOH now becomes a customer of the SSRC for
managed server and storage services, thus minimizing potential cost increases to those
services.

Components of analysis required by proviso:

1. Ability of the option to meet the major requirements of the customer
a. If chosen, DOH will match the current service levels provided by the SSRC to its
email customers.
b. See Attachment A: Features Comparison Spreadsheet.
2. Description of the scope and functionality
a. DOH will perform the technical implementation and maintenance of the email and
archiving platform. SSRC will assign, via inter-agency agreement, qualified
email/archival technical support to work with DOH as needed. This support will
remain available until the SSRC assumes management of the Enterprise
Messaging Solution and the associated agency email migrations are completed.
SSRC will maintain the role of interfacing with their email customers, including
help desk requests and public records requests related to email, the billing of
customers, and all communications to those customers.
b. DOH will utilize space on an existing Virtual-Host-Server and will reuse one
physical server. Existing DOH Exchange Storage Area Network (SAN) and
SSRC archive SAN space will be utilized for storage. This requires various
licenses as well as connectivity to the SANs.

&

2
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c. DOH, in conjunction with SSRC, anticipates completing the migration of SSRC’s
email customers on December 17, 2009°. AEIT, upon review of the project
schedule, estimates completion between the dates of October 1t and January
1%, depending on the project’s priority level and risk impact compared to other
agency projects such as Full Service Transition.

d. Risks:

i. The move of the customer agencies’ email users from one email system
to another will be disruptive their day-to-day operations.

a) Each user’s desktop must be touched and reconfigured to access
the new DOH email system and Active Directory resources.
However, this impact can be minimized through the use of
customer-owned automated software distribution tools such as
Microsoft's Systems Management Server (SMS).

b) Each user's existing e-mail, configuration, and data must be
migrated one-at-a-time from the existing SSRC Exchange system
to the new DOH email system.

c) None of the agencies involved have a “common” trouble/ticketing
system. However, DOH and SSRC have agreed to collaborate on
a procedure to mitigate this issue.

d) Problem resolution processes and areas of responsibility will be
difficult to define and even more difficult to implement. However,
DOH and SSRC have agreed to collaborate on a procedure to
mitigate this issue.

e) Insufficient DOH staff resources may lead to service disruptions.

ii. The time and effort spent on this implementation limits DOH'’s ability to
meet other DOH business needs: '

f) With a finite number of DOH technicians available, implementing
this solution will adversely affect DOH’s Full Service Transfer:
both their October 1, 2009 planning deadline and their transfer
prior to July 1, 2010.

g) Many DOH business initiatives could be stopped or delayed due
to a lack of available IT resources. There may be significant
impacts to planned infrastructure upgrades, consolidations, and
schedule agency program application upgrades and releases.

ii. Disasters, natural or otherwise, will affect DOH'’s ability to complete or in
some cases, even work on anything other than Disaster and Emergency
Response. DOH’s Division of Information Technology is responsible for
providing response and recovery to the State’s Emergency Response
Team (SERT) via ESF-8, and ESF-12.

iv. This option is anticipated to be in use for approximately six to 18 months
and is not the long-term “destination” for mail users or the State

messaging system. I only solves a short term utilization issue.

8 Reference 9/4/2009 email from David Stokes.
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3. Description of resources with the option

a. See Attachment B: Financial Comparison Spreadsheet.

4. If the option results in increased email costs for any customer, the proposal shall identify
those costs and the funding sources.

a. According to Schedule IV-C calculations, DOH identified their internal cost for
email to be $3.75 per mailbox per month; the only additional monthly cost is that
of using the existing archival solution from the SSRC (and any related one-time
costs).

OPTION 2: PROCURE AN EXTERNALLY SOURCED OPTION
Microsoft’s Business Productivity Online Suite — Standard

This option is a contractual agreement to migrate the SSRC’s 1,185 state agency users from the
SSRC messaging service to Microsoft’s Business Productivity Online Suite - Standard (BPOS-
S). BPOS-S is a messaging service that includes email, messaging, calendaring, spam and
virus filtering, archiving, support for mobile devices, Sharepoint, Office Live Meeting, and Office
Communications. The “Standard” service architecture is the most common (and Microsoft
preferred) offering. Standard means “shared” in that customer domains and files are stored and
managed in a cluster of servers that will likely house additional customer domains and files. The
Microsoft BPOS - Dedicated service offers a higher degree of security control and domain/user
administration flexibility. According to Microsoft, the price of the standard service is lower than
the dedicated service because Microsoft can better leverage and manage resource scalability,
availability, and performance. However, Microsoft has not yet provided implementation and
migration strategies, as well as pricing, for the dedicated service option.

Components of analysis required by proviso:

1. Ability of the option to meet the major requirements of the customer
a. The BPOS-Standard option has been thoroughly researched by SSRC and AEIT
over the past several months and is well documented. Feature comparisons
between BPOS-S and the current SSRC messaging service have indicated that
all service levels currently provided by SSRC would be maintained by the BPOS-
S offering. However, this statement is true only if all clients are upgraded to
Microsoft Outlook 2007 which all SSRC email customers are either on or able to
migrate to at no additional cost.
b. See Attachment A: Features Comparison Spreadsheet.
2. Description of the scope and functionality
a. Implementation: Microsoft anticipates a six- to eight-week time frame for
migration and implementation approached in two phases: 1) Migrate (or remove)
non-state agency domains from SSRC architecture, 2) Prepare state agency
domains for synchronization with Microsoft's Exchange Online and migrate
domains.



Agency for Enterprise Information Technology

b. Benefits:

vi.

c. Risks
i

This option will meet current service levels at an estimated cost of $12.44
per mailbox per month (not including Blackberry Services at $5.55 per
device per month with a one-time charge of $50).

i. This option provides the State with a pilot evaluation of an outsourced

messaging solution as a potential component of an enterprise messaging
service for the State of Florida.

Microsoft will migrate the state agency domains into BPOS-S at no cost to
the state, thus freeing DOH's and SSRC's technical resources to focus on
the long-term Enterprise Messaging project that began in July 2009.
Microsoft has committed consultants to be available on site at the SSRC
to assist with the migration.

This option would allow SSRC to “resell” BPOS-S as part of the SSRC
service portfolio.

This service can be purchased through the existing Microsoft Master
Business Agreement, awarded to the reseller Software House
International (SHI) through the competitive bid process. All state and local
governments may purchase from this agreement as with all State Term
Contracts.*

Additional contractual issues need to be resolved which may result in
implementation delays.

i. Outsourcing with Microsoft for their BPOS-S solution may require review

by the Council on Efficient Government which may delay implementation.

i. Architectural dependencies - risks (identified by Microsoft but not fully

quantified) that will require mitigation including:
-a) Retaining existing distribution lists
b) Deploying Single Sign-on to the desktops
Cost increases to other Windows Managed Server Platforms at SSRC
due to removal of the email service from the SSRC’s managed service
portfolio.

d. Assumptions

To ensure that all current SSRC messaging features are available in
BPOS-S (thus ensuring service levels and features comparable to those
provided by the SSRC), all customer agencies must upgrade to Outlook
2007 (using Outlook 2003, clients would not have access to public
folders, free/busy information for meetings, and no ability to set out-of-
office messages).

* Reference 7/16/09 email from Stu Potiock of DMS State Purchasing and confirmed with DMS legal counsel.
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3. Description of resources with the option
a. See Attachment B: Financial Comparison Spreadsheet.
4. If the option results in increased email costs for any customer agency, the proposal shall
identify those costs and the funding sources.
a. This option results in decreased costs for all email customers and is not
applicable.

OTHER OPTIONS: ADD EMAIL CUSTOMERS TO THE SSRC

A cursory review of adding other agencies was performed, however, without a thorough
analysis, this option was deemed unviable as a solution to the short-term email issue.

RECOMMENDATION

AEIT recommends that the SSRC partner with DOH as the option that will result in the greatest
cost reduction for SSRC email customers. The Cost Comparison spreadsheet demonstrates
that this option provides email at a lower per mailbox cost than Microsoft's BPOS-S offering.
However, this new project introduces new risk to the Department of Health’s ability to meet
deadlines on its agency IT projects and other legislatively mandated IT efforts such as full
service transfer. AEIT therefore recommends that DOH and the SSRC work together to meet
an early completion date of October 1, 2009, but finish no later than January 1, 2010. DOH
should strive to manage its risk by reallocating existing IT resources from less critical IT projects
towards the goal of finishing the short-term email project as soon as possible.
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