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The agenda for today’s presentation ….
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 Budgets are flat
e |T service costs increase each year
e |t’s not ‘business as usual’

 Need to find ways to deliver and support
differently


Presenter
Presentation Notes
Introduction…Over the past few years, many of us have seen state funding sharply reduced. IT budgets have remained relatively flat or have been reduced. IT leaders are struggling to find ways to support and provide the same services, and in some cases, must postpone purchases for technology refreshes or new projects. Software and maintenance costs continue to increase each year; the cost of running an IT infrastructure increases each year; it’s not business as usual. IT leaders need to find new and different ways to support existing systems and find ways to implement new initiatives. This presentation will provide some proven strategies for working differently in a tight budget environment.
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Learning Outcomes

Attendees will gain valuable insights into supporting
technology services in a tight budget climate

 Doing different - not more - with less

e Using creativity and collaboration to achieve
efficiencies and provide new services

 Reducing costs without impacting services


Presenter
Presentation Notes
My goal in this presentation is to provide you with some proven strategies to do things a little differently. Provide you strategies to think outside the box, to be creative in how IT departments can be more efficient, while continuing to provide the same expected level of service. Or perhaps be in a better position to provide new services even when budgets are a challenge. Whether you are looking to reduce the IT budget or looking for savings to implement new initiatives, this presentation will provide proven strategies. If you can take away one idea which you can use, I will have been successful. Let’s get started.
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Virtualization

— Reduce servers needed through virtualizing services: Domain
Controller’s, all non-production servers

— Reduce data center footprint, cooling requirements, and power
consumption

SSL Certificate services
— InCommon provides flat-fee certificate subscription service
— S$2K savings per year for CCC
Hardware Lifecycle Refresh
— Move from 3 year to 4-5 year
Consolidation
— Look for ways to consolidate servers, i.e. database or web
— Look for ways to consolidate services, i.e. duplicate products


Presenter
Presentation Notes
One of the first strategies I want to cover is hardware and software. The first topic is virtualization. Virtualization is the creation of a virtual machine that acts like a real computer with an operating system. Software executed on these virtual machines is separated from the underlying hardware resources. For example, with one large server, I can run multiple virtual machines which act like separate servers, hence, reducing the number of physical machines required. If virtualization is new for your organization, start with non-production servers. Another good target since most environments have multiple ones is Domain controllers (in Microsoft environments – this is the server that responds to security authentication requests (logging in, checking permissions, etc.). For example, if you need 4 servers, virtualize 3 and keep one physical. This reduces the server count from 4 to 2; providing 2 servers to be re-used for a project or new initiative. Other benefits of virtualization include reducing complexity, enabling standardization, improving agility and cost efficiency and facilitating automation. All of these benefits can lead to reducing resource costs and improving operational efficiency of the IT department. In larger data centers, virtualization can reduce rack space required, reduce heat output, and power consumption.

The next topic is SSL Certificate services. SSL certificates are an industry standard and allow the encryption between a web server and web browser. These certificates are necessary for secure web transactions and are used throughout higher education environments. Most schools will have anywhere from 10 to 30 or even more of these certificates. These certificates typically range from $199 to $399 per certificate per year. The InCommon Federation (supports the higher education and research entities through supporting a common framework for trustworthy shared management of access to on-line resources) provides SSL certificate subscription service to its customers for a flat fee per year. For a school our size, our fee is $2,000 per year. We spend over $4,000 a year in standard renewal certificates. By switching to InCommon, we save over $2,000 per year. 

Moving from a 3 year to a 4 or 5 year hardware refresh for desktops, servers, or network equipment can provide savings long-term. Most vendors support hardware for 5 years. Staggering the replacement cycle will lessen the spike in replacement costs each year. For example, 1000 desktops can be replaced by 250 each year for 4 years. You can budget for computer replacements each year.

The final strategy in this topic is consolidation. Consolidation can significantly cut costs without sacrificing service. Many IT department in higher education institutions will have multiple web servers, database servers or other type of standalone servers, which can be consolidated. Doing so can reduce the cost of supporting additional hardware (replacement), licensing (renewals) and support/maintenance. Additionally, looking at duplicate products may yield an opportunity to consolidate to support only one product, reducing the costs of support. A few examples: Most schools end up with multiple SQL database servers due to requests over time from different department. Most of these database servers can reside on the same server and still operate in separation. Doing so can reduce the need for multiple server platforms. The servers can be repurposed or eliminated if outdated. Another example is duplicate software products. Reduce the number of operating systems in your environment. Most schools will have 3-5 different types of operating systems. Consolidate to 1-2 can reduce operating costs, reduce training requirements and simplify your environment.


B
C( Strategies:

Seconine, - Support and Maintenance
College

e Audit contracts for savings
— Are you using all of the services/products you pay for?
— Audit College provided cell phones

e Reduce unnecessary support

— CISCO SmartNet: reducing non-critical to next
business day

— Purchase spares and reducing support
 Consolidate contracts/services

— Reduce telephone contracts
— Re-bid support contracts
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The next strategy is support and maintenance. The first topic is audits. Auditing is a powerful way to discover underuse, overpayment, and/or abuse. Looking at all major contracts can identify products or services not in use, also confirm compliance. Look at Microsoft contracts, Oracle, ERP, etc. Audit College or University provided cell phone bills for excessive use, or too many pooled minutes, or too many services under utilized. Most schools now do stipends for cell phones which can reduce the overhead significantly.

Reducing unnecessary support is an easy and quick way to reduce costs. Again, look at large contracts. An example is the Cisco network support contract. Like most support contracts, there will be tiers or levels of support. The highest cost will have the quickest response, down to the least costly, having some type of next business day response. One strategy is to keep the core switches at the highest support level ( think of these switches as the brains of the network, very expensive and usually just a few of these in your environment. If the core goes down, the entire network is down). Edge switches (connect end users to the core) are many and quite inexpensive. Reducing the support to NBD and with the savings purchase a spare or two.

Look at reducing number of contracts in telecom area. Re-bid telephone contracts to ensure the best pricing. Recommend doing so every 2-3 years. Most vendors can provide all the services, local, long and cell. Its okay to use 1-2 vendors but no more.
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Strategies: Fiscal

e Contingency-based telecom audit

— Typical 10-15% of total yearly telecom budget in
savings/refunds

— Fees are typically 25%-50% of savings/refunds
e Financing/Leasing options
— Finance hardware: spread payments to eliminate large
budget spikes
— Hardware lifecycle
— Replace equipment in phases

* Nightly power down of computers
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The next strategy is fiscal. Auditing the institution’s telephone and cell phone bills can yield considerable savings. I recommend using telecom auditors on a contingency fee based contract. This is their business, they can focus on the audit and do it very well. They only get paid if they find savings or refunds due. These audits typically find savings/refunds of 10-15% of the total yearly telecom costs. Fees will typically be 25-50% of the savings/refunds found. As an example: At a previous Community College, telecom costs were running close to $250K per year. The auditors were able to find refundable tax charges, 3rd party charges, and circuits not being utilized. Total one time refunds were close to $40K and yearly savings of $34K.

Most IT equipment is quite costly and replacing outdated network or server infrastructures can produce large budget spikes. Some strategies for lessening the spike is by financing these larger purchases. Leasing may be a good fit for some organizations, so it may be worth looking into. Developing and maintaining a hardware lifecycle plan can help determine what outlying costs will be. Critically important to have these, especially for network, server and storage. With a lifecycle replacement plan, one can replace equipment in phases and lessen the overall budget spike. Additionally, CFO’s and CTO can plan accordingly.

Another strategy is to power down desktop computers nightly. This can save considerable dollars in electricity. CCC does this for 1000 Academic and Administrative computers using automated scripts. Using this and other facility cost reducing measures, the College saves closes to $36,000 per year. Computers are shutdown at 10:30pm using the Microsoft System Center Configuration Manager (SCCM) product, which is also used to manage the desktop environment. A very powerful tool.
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* Printing strategies

e (Grants

— Apply for grant to provide new or enhance existing
services (example: USDA DLT grant)

 Technology fee
— Use to purchase/refresh student facing technology

e Document imaging
— Reduce paper and storage costs
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Several printing options has yielded considerable savings in paper costs. One strategy used at CCC is using default settings at all printers to use double sided printing. Also, Word templates are using reduced margins to fit more on one page. Personal printers has been slowly phased out in favor of network printing in departmental areas. Fax server is an option which is easy to implement and will reduce toner and paper costs significantly.

Grants can be useful to help fund new projects or enhance current services. For example, Coconino Community College possesses outdated interactive television equipment for distance learning. The College applied and was awarded a USDA grant for $300,000 to replace and enhance distance learning technology. This grant will make it possible for us to replace older existing hardware and expand into new rural areas within northern Arizona. The technology is used to deliver classroom instruction remotely using video conference technology, with the ability for 2-way interaction between faculty/student.

Most schools have a technology fee. This fee is used to support most student facing technology services such as LMS (e.g. Blackboard) or lab/classroom computers, etc. Since costs to support technology increase each year, technology fees should keep up with the rising cost of technology, maybe not every year, but it would be prudent to review. At Coconino Community College, we use a portion of the technology fee ($5 per credit) to refresh classroom and lab computers on a four year refresh cycle. 

Finally, document imaging is any area which can yield considerable savings to any organization. If you do not have the technology for document imaging, doing a cost benefit analysis will show how this technology can easily pay for itself through the savings in resources. If you currently have a document imaging product, are you taking advantage of this technology across the organization? Review what departments are utilizing doc imaging. Are there other departments suited to this technology and can you easily expand to include these departments? We currently use a SunGard product called Application Xtender. This product is currently configured for the Financial Aid department for scanning Free Application for Federal Student Aid  (FAFSA) docs. Our strategy is to use this product for other areas such as accounts payable/receivable, purchasing, business office and enrollment services.
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e Collaboration/partnerships
— ACCTO

— Example: sharing code with AZ Community Colleges
for state-wide initiatives, e.g. SUN, SFSF

— Example: CCC partnership with Northern Arizona
University for surplus equipment

* Share resources
— Library services for students
— Use Shibboleth for credentials integration
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Another strategy is collaboration. Collaborating with Colleges in your state or a University in your area, can yield significant success. A few years back the Arizona Community College Technology Officers (ACCTO) was formed to provide a venue for collaboration, share ideas and discuss like concerns, challenges, etc. This group meets monthly through interactive video conferencing to reduce travel costs.

One way this group has collaborated is in the Arizona state initiatives. These state-wide initiatives are mandatory and require school resources. The group has worked together to develop solutions and share as much code as possible. Coconino Community College (CCC) has limited programming resources and this has significantly reduced the amount of effort on our part. This group is also a wonderful way to discuss and share cost sharing ideas as well.

Partnerships provide a means to share burden, costs, and build collaboration. CCC has built many collaborative relationships with Northern Arizona University (NAU). As an example, NAU has quite an elaborate surplus equipment program, which includes a store front for students, faculty and staff to purchase used hardware, such as monitors, laptops, desktop computers, etc. We palletize our equipment, it is picked up by NAU, and we are provided a small percentage of the sale. This partnership has reduced our overhead and has provided an easy way to remove surplus equipment. 

Northern Arizona University is within a few miles from Coconino Community College. This close proximity is conducive to wonderful collaborative opportunities. To reduce costs and space, CCC moved to a virtual library a few years ago. A partnership with NAU allows CCC student to use the NAU library resources (physical) at any time. CCC students have available to them 3 laptops for checking out. CCC students can also log into NAU online library resources using their CCC credentials. This is possible through the InCommon Shibboleth federated technology which allows organizations to interoperate using an common set of rules, particularly in the areas of privacy and security. This is a good example of reducing the costs without sacrificing services.
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e Cost Benefit Analysis
— HelpDesk services
— LMS Hosted services

e Support for certain services, e.g., Telecom,
Network, or Database Administrator

e Email to the cloud
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The final strategy I will cover is outsourcing and cloud services. Outsourcing has been around for quite some time and is still effective in reducing costs. One area well suited for outsourcing is the Helpdesk. Providing 24x7 Helpdesk support can be costly. A cost/benefit analysis is recommended to determine if practical. In some cases, outsourcing to a provider can reduce the resource costs and provide better service. Doing so may allow a school to staff with less or repurpose certain staff no longer needed. An example is to have all tier one calls intercepted and handled by an outsourced helpdesk vendor with tickets assigned to tier 2/3 college staff. Another possibility is to use the outsourced helpdesk vendor to supplement college hours, such as after hours support. Although, this strategy is not implemented at Coconino, many Colleges are now doing this to reduce the costs of supporting a 24x7 helpdesk.

Another area to consider is outsourcing to hosted providers for Learning Management System (LMS), for example, Blackboard, Desire2Learn, or Moodle. Most of the products can be hosting by vendors providing reliable uptime, no need for hardware, and staff to support it in-house. A cost/benefit analysis is recommended to determine if practical. Considerations: staff, hardware, software, licensing, etc. Coconino does not outsource Blackboard but I have done so at a previous institution. A cost/benefit analysis should be done to determine if beneficial. In my experience, outsourcing works well for larger institutions where large resources and costs are expended to support a LMS system.

Certain areas of IT can be supported through the use of outsourced staff. For example, an open position for a Oracle database administrator (DBA) was difficult to fill in this area and would require a significant salary. The College has a contract with CampusWorks, Inc. to provide part-time remote DBA services up to 10 hours a week. This agreement provide the necessary services needed and provides the College some salary and benefits savings. This model can be applied to other areas of IT as well. Look at open positions or positions difficult to fill.

The last concept in this strategy is cloud services. Cloud services deliver of a computing service over a network, typically the Internet. Live@edu and Google Apps are examples of cloud services. CCC utilizes Live@edu email services for all students. This is reduced the need for email servers, software, support, and maintenance, which we would otherwise have. The best part is its free! Most cloud services do have costs, but these email cloud services are free and a student can keep the account after graduation. Some institutions are moving faculty/staff accounts to the cloud (with some costs for backup services). Caution must be applied to ensure all regulations are followed concerning FERPA, data retention, data access, and ownership.
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In Summary

Many different strategies

— HW/SW

— Support & Maintenance

— Fiscal

— Collaboration

— Outsourcing/Cloud Services

 Be creative

 Look to build partnerships

e Consortiums can work

e Streamline IT operations

e Cut waste, be more efficient
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Presentation Notes
We have covered a lot of different strategies and hopefully you can take one or two ideas back to your IT leaders. It is important to acknowledge there are many strategies available to reduce costs, and increase efficiencies in an IT organization. We looked at hardware and software strategies, support and maintenance, fiscal, collaboration, outsourcing and cloud services.

If you do one thing, be creative. Creativity spurs innovation, ideas, new or different ways to do things. Look to build partnerships. Partnerships can provide collaborative opportunities, provide a platform to share ideas, and resources. Partnerships can provide consortium opportunities, which can provide lower software, hardware, and/or maintenance costs. Always look to improve IT operations, look for efficiencies. Cutting waste will yield savings and provide an agile, responsive and outstanding IT organization. 
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Questions
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This concludes my presentation. Thank you very much for attending and I will now take questions.


	Technology in a Tight Budget Environment: Doing Different with Less
	Agenda
	Introduction
	Learning Outcomes
	Strategies: �Hardware/Software
	Strategies:�Support and Maintenance
	Strategies: Fiscal
	Strategies: Fiscal (cont’d)
	Strategies: Collaboration
	Strategies:�Outsourcing/Cloud Services
	In Summary
	Slide Number 12

