
ICC Recommendation on the SLO for IFAS Wide Area Network Support

# Status: approved by the ICC (via e-mail vote initiated 13 May 2009)

# Background:

CNS has been managing the IFAS Wide Area Network (WAN) since July of 2008 on a "best effort" basis until a more formal understanding of expectations could be developed. That understanding has now evolved into a Service Level Objectives document which has been discussed at length before the ICC over the last two months. Many of the concerns of IFAS IT support over the wording of that document have been addressed, while CNS has made clear the minimum standards which they will require.

# Recommendation:

The ICC recognizes the value of a formal understanding and feels that the SLO draft does a good job of clarifying expectations between CNS and IFAS moving ahead. We also realize that this will be a "living document" subject to changes as deemed necessary. There are concerns, however, over the costs involved and the resources both CNS and IFAS will have to devote to this effort.

A higher level of network standards is being specified than we have applied in the past. While that looks good on paper, the ICC wants administration at all levels to be made aware of what meeting these new standards will mean. Consequently, the ICC recommends that cost estimates of the specified remediation be accurately determined as soon as possible and the consequences for operations across the state be conveyed to those who must foot the bills for seeing that the important work of research and extension can continue.

# Budget concerns:

Whatever the remediation costs turn out to be, the decisions being made will mean that new standards and their resultant expense will apply to all future network expansion, and that support staff will be stretched thinner than ever during what promises to be a multi-year remediation process. When shortages occur, finger-pointing will be inevitable and that will reflect poorly on all involved. Of particular concern to the ICC is that IT support staff will be caught in the middle without recourse for helping those whom they support, and worse that people won't be able to do their jobs.

The IFAS IT staff responsible for field support of the WAN believe this transition will be difficult and involve many opportunities for disconnects in providing service to the end user. District Support is also concerned with maintaining good relations with county governments which provide a percentage of the budget for each CEO every year. District Support is not convinced that these changes will be welcomed in many cases and fear being caught in the middle.

While the application of further resources could assist with smoothing the transition, budget will remain the primary concern. Additionally, the central server administration group fears having to compete with CNS for our scarce budget.


CNS Response to IFAS ICC SLO Recommendation
8/19/2009
This document attempts to answer some concerns presented in the ICC “Recommendation on the SLO for IFAS Wide Area Network Support” document. These issues appear to reduce to two main areas: cost and Technician priorities.
Cost
The SLO is an agreement for service with a fixed cost to IFAS. All basic network service is covered by virtue of CNS allocating $50,000 per year for new network equipment. Used Cisco equipment will be made available at no cost to IFAS to assist with replacement of consumer level devices. Used equipment will also be available in the future if the life cycle costs cannot be met with the $50,000. Construction budgets should cover network expansion. Upgrades such as gigabit ethernet switches or advanced wireless APs may be purchased at additional cost, but these are optional. The overall cost to IFAS should decrease due to the improved efficiency of centralized management. FTE costs were reduced to allow some money to be reserved for equipment that is a step forward.
Circuit costs have always been paid by some combination of IFAS units, and this will not change. CNS has outlined reasonable expectations for video conferencing to avoid excessive problem reports and customer frustration. IFAS IT continues to make all decisions on circuit funding priorities. CNS will continue to work with IFAS IT and Technicians to get the best performance out of any given circuit and situation, and has already provided significant help in identifying inappropriate uses of bandwidth.
Technician Priorities
A professionally managed network will save everyone time and trouble. CNS will provide networking expertise and will coach IFAS Technicians on any remote hands work that is required. Training and tools will be provided, and priorities will be negotiated. IFAS IT will continue to be the final arbiter of IFAS Technician priorities, and will coordinate with District Directors and other agencies as needed. This is a team approach, and we will all work together to maximize our effectiveness.

The discovery project will need to be completed within a reasonable amount of time (to be negotiated with IFAS IT). This will define the scope of work and allow detailed plans to be made. Technicians should be able to rely on their users to report the presence of consumer grade equipment since it will be in their interest to come forward and be counted. The remediation project will not have tight timelines, and may take many months.

