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1 Introduction
LIMIT: ½ PAGE

The introduction should serve as an executive summary that answers the critical question as to the reason(s) that your agency is undertaking the Data Center Consolidation project.   This introduction should highlight agency specific concerns that will be addressed as part of this undertaking.  The introduction should consider how the plan addresses the following factors:

· Downward pressure on Federal agency spending will continue as part of deficit reduction efforts. 

· Bureau-specific, agency component-specific, and program-specific data center footprints with increasing space allocations, energy costs, and real estate costs are not defensible when reasonable alternatives exist. 


· If agencies require additional expenditures as part of the consolidation efforts, these costs should be offset by corresponding reductions in infrastructure, real property, personnel, and energy.

· Alternatives to in-house implementation, including valid commercial options to reduce costs of IT services without affecting bureau missions (IaaS, PaaS, and/or SaaS).

· If  “in-house” solutions are needed to meet performance or security requirements, the agencies should maximize Department-wide services, interagency sharing, co-location and virtualization.

2 Agency Goals for Data Center Consolidation
LIMIT: ½ PAGE
The high-level plans should be used by each Agency to project their target reduction in IT assets reflected in the Initial Consolidation Plan Reduction Targets Template.  These targets will be projected for Data Centers, Aggregate Gross Floor Area, Total Number of Racks and Total Number of Servers.  As agencies’ final asset baseline inventories are collected and refined, revised consolidation plans will be developed and the targets may change.
Goals for the draft DCCI plan should address both the qualitative goals and the measurable quantitative goals.  However, they may need to structured as either a hypothesis or include assumptions that will be proven during the project.  Make sure that these exceptions or exploratory areas are notated as such.  The quantitative goals for Data Center Consolidation should address the following qualitative areas:
· Reducing the cost of data center hardware, software and operations
· Increasing the overall IT security posture of the government

· Shift IT investments to more efficient computing platforms and technologies

· Promoting the use of Green IT by reducing the overall energy and real estate footprint of government data centers.
Achieving these goals may equate to quantitative objectives for Data center Consolidation such as:
· Eliminating bureau-specific “data centers” within (#) years (Exceptions: application / system performance requirements; information security requirements); 
· Implementing Shared Services (either government or commercial) within (#) years for: 

· Identity and Access management services;
· Email and related collaboration tools; 

· Public Web Sites;
· Administrative support applications (Financial Management, HR, Procurement, etc.).
· Achieving optimal virtualization and utilization levels (servers, storage, desktops/workstations).

3 Agency Approach, Rationale and Timeline
LIMIT: 1 PAGE
This section will resemble a business case for each of the specific approaches that will be undertaken to achieve the stated goals.  You should start with a few sentences that explain the specific strategy.  This description should show how each strategy relates to the desired goals and the timeline employed.  Make sure that the principles of the strategy are clearly stated

These strategies may range from virtualization to system retirement/deprecation to cloud computing.

For each planned strategy include a written description of the methods to be employed, the alternatives that were considered, the expected benefits and risk/impact analysis. 
Some example points include:

The primary benefit from improved server virtualization and IT equipment utilization is reduced overall energy consumption that leads to significant energy cost savings (up to 90% for virtualized IT equipment).
Additional benefits from Virtualization & Data Center Consolidation include:
· Reduced Facilities Maintenance & Operations costs

· Reduced Server Maintenance & Operations costs

· Improved Automation for Server Management & Provisioning 

Components / Bureaus will show how their use of IT infrastructure meets specific business requirements and aim to move data processing to facilities that have specialized competency and optimal virtualization and utilization. 

Components / Bureaus will develop consolidation plans that require target milestones and target measures, including targets for server reduction via virtualization as well as potential application / systems targets for migration to “cloud services”. 

Component / Bureau consolidation plans will address: 

· Server and storage refresh investments linked to the consolidation migration plans; 

· Potential staffing impacts – may need to be addressed at the Department;

· Existing support and licensing contracts;

· Facility and lease considerations.

· As facilities consolidation takes place, WAN circuits need to be consolidated as well.  

The Agency will develop also a common architecture for shared services and data exchange within the Department.  

The Agency has determined the project scope and timeline for Data Center Consolidation by identifying the following initial target Component / Bureau data centers to be consolidated:
	No.
	Agency Component
	Data Center
	Location
	Action to be taken
	Action Taken during Fiscal Year

	1
	ABC
	ABC Data Center
	City, State
	Consolidated /  Decommissioned
	FY11

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


4 Agency Governance Framework for Data Center Consolidation
LIMIT: ½ PAGE

The governance framework should provide specific details about the oversight and internal mechanics that will measure and manage performance and risk of the project.  A starting point would be to cite the goals for establishing IT governance, including specific metrics that will be used in performance measurement.  Additionally, describe the project methodology employed and any specific project management guidelines to be followed. 

Some example points include:

The Agency will establish sustained IT governance at the Department and its Components or Bureaus to:

· Eliminate redundant spending / solutions on commodity software, infrastructure and operations;
· Eliminate isolated systems solutions;
· Develop a common set of measures as a basis for executive decisions on infrastructure and data centers (e.g. server utilization, average virtualization, power usage efficiency).

The Agency will conduct benchmarking against equivalent organizations:

· Establish transparency to track performance measures across all Components/Bureaus;
· Establish SLAs for “in-house” data centers and shared services;
· Create an advisory board comprised of Agency, non-Agency, and possibly non-governmental IT executives.
An integrated team with the following roles and responsibilities will execute each Data Center Consolidation project at the Agency:

· Project Sponsor and/or Project Champion;
· Project Manager (PM), Data Center Manager (DCM) and Component/ System Point-of-Contact (POC) for each of the systems that are being migrated. 
A master project schedule will be created from the detail schedules provided by each of the Data Center Managers as well as by government activities. A set of key schedule baseline milestones from the integrated schedule need to be selected for a master schedule and for reporting purposes. Changes to baseline schedules must be approved by the PM and have to be communicated to IT management. A spend plan needs to be used to plan and monitor the execution of the funds provided for each fiscal year.  Changes to the Cost/ Spend Baseline must be approved by the PM and reported to IT management. 

5 Appendix A: Initial Data Center Consolidation Plan Template
The Agency-level Savings Plan is a key element of the Initial Data Center Consolidation Plan Template. Based on its Initial Asset Inventory submission the Agency’s expected physical asset count reductions are summarized in the table below:
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