AROLTINA

AssocIATION OF CouNTY COMMISSIONERS

Application for 2008 Outstanding
County Program Awards

County (if multi-county entry, list all): Craven County, North Carolina

Submitted by: __Dennis B. Holton Title: __Information Technology Director

Address: __406 Craven St. New Bern, NC 28560

Phone: 252-636-6609 E-mail: _dholton@cravencountync.gov

The Association encourages electronic submissions. E-mail the application and project/program
description to Todd McGee at todd.mcgee@ncacc.org. You can also fax your entry to (919) 733-1065
(attn. Todd McGee), or mail it to: NCACC, 215 N. Dawson St., Raleigh, NC 27603. Applications must be
postmarked by Friday, March 13, 20009.

Projects/programs must have been implemented between Jan. 1, 2007, and Dec. 31, 2008. For additional
information and category criteria, visit www.ncacc.org/awards/ocpa/about.html.

Project title: _Craven County NC: Joint Wide Area Network Project

Category (you may check more than one):
X General Government D Human Services D Public Information/Participation

Address each of the following questions in a typed program/project summary in a separate Word
document attached to this application form. Limit your responses to two pages. Use single-spaced lines
and 12-point, Times New Roman font. Supporting materials may be submitted, but due to time
constraints, judges may not review the materials.

1. What are the purpose, history, timeline and budget of the program/project? Will the county
realize any projected cost savings? (For public information/participation programs, please try to
estimate participation levels).

2. What makes the program/project unique? How does it differ from similar projects in your county
or in other counties?

3. How well did the program use available resources, given the limitations on such resources?

4. Can this project be duplicated in other counties? If another county wanted to do a similar project,
what advice would you give them to minimize obstacles and problems?

5.  How did the project involve collaboration with other agencies, jurisdictions, nonprofits,
businesses, etc.? How well did this collaboration work and is it on-going?
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Communication, Cooperation and Collaboration:
Craven County Joint Fiber Project

What literally began as a lunch discussion idea drawn on a paper napkin evolved into a 60-plus
mile fiber project involving 5 entities and over 40 locations. The fiber backbone installed is a
144 strand, single mode.

In early 2005, IT Directors from Craven County, City of Havelock, City of New Bern, Craven
County School System and Craven Community College began having monthly lunch meetings
where we discussed a wide range of IT related topics. While the normal IT hardware and
software items were discussed, this group went beyond the technical realm touching other areas
involving policies, procedures, resources and the limitations each agency was facing. After
several lunch meetings, these actually turned into lunch “brainstorm” sessions. Goals and
objectives held by these IT Directors became known and openly discussed and all that time being
each others sounding board while not even realizing it. We could be a supporter of an idea but
just as easily be a critic.

Around August 2005 one high priority need for our County School system seemed to ignite all of
us. It was the need for higher bandwidth to our schools and offer additional capabilities to them
while holding costs to a minimum. It was decided to explore a joint telecommunications project
placing fiber between the existing fiber infrastructures in Havelock and New Bern effectively
linking those together. In the process, to also place fiber at every school and government facility
along that route, somewhere around 20 miles of fiber and reaching 15-18 schools. This would
replace multiple leased line frame relay circuits being paid by the schools, community college
and county.

Having had these lunch “brainstorming” sessions for some time, we had the luxury of knowing
each entities existing technology infrastructure, agency personnel skills, possible budgets and a
sense of how our Managers or Boards might receive a plan of this type. In September, October
and November 2005 we each approached our respective City/County Manager and by December
2005 we each had the green light to explore a little further.

In a January 2006 budget workshop, the Craven County Board of Commissioners received its
first presentation of the project from Dennis B. Holton, Craven County IT Director. Needs of the
school system, opportunities for future usages, alternative solutions and commitments from
Havelock and New Bern to share their fiber infrastructure were presented and discussed. After
much discussion it was unanimously decided to develop the project further and identify possible
revenues to fund the project. The Craven County Manager and Craven County Finance Officer
decided to include this project in with several other larger projects being considered for long
term financing.

The project was formally bid in May 2007, installation began in October 2007 and completed in
December 2008. Twenty (20) schools, two (2) community college campuses and 18 government
buildings are now operating on the installed fiber allowing for voice, video and data
connectivity. The schools, college and governmental offices became active in August 2008.
Additional governmental buildings, libraries, police, fire and rescue are being discussed for the
2009 calendar year. Cost savings and increased bandwidth has been realized for all entities.



What are the purpose, history, timeline and budget of the program/project? Will the county
realize any projected cost savings?

The main purpose was to enhance connectivity to our county schools, increasing bandwidth and
connectivity options while holding costs to a minimum. Additionally, to tie our community
college campuses together and the local government offices of Craven County, City of Havelock
and City of New Bern. The time line had a beginning of August 2005 to December 2008 and a
budget of approximately $1.6 million.

Cost savings realized from dropping leased frame relay circuits exceed $300,000 per year for all
entities. The school system will save over $200,000/yr, community college $60,000/yr, county
$25,000/yr and cities $7,000/yr. Besides cost savings, entities increased their backbone
bandwidths going from 256k/1mg circuits to 100 mg/1gb speeds.

What makes the program/project unique? How does it differ from similar projects in your
county or in other counties?

The amount of collaboration and willingness to share existing resources from different agencies
and governing boards. The City of New Bern and City of Havelock possessed over 20 miles of
existing fiber. Their willingness to assist and share these resources was a major factor in the
County Commissioners decision to support and fund the project. No other project has had as
much cooperation.

How well did the program use available resources, given the limitations on resources?
Maximum utilization of area wide existing resources was used. The contributions by Havelock,
New Bern and Craven County made this project possible. The original scope of the project was
allowed to expand simply due to the cooperation of Havelock and New Bern to use their existing
available resources. By not having to re-install fiber within these cities, the fiber project actually
expanded out to over 40 miles of newly installed 144 strand fiber. By pooling our resources we
were able to install a new resource servicing all the entities that has tremendous capacity and
capability of growth, providing for years to come.

Can this project be duplicated in other counties? If another county wanted to do a similar project,
what advice would you give them to minimize obstacles and problems?

Yes, a project of this nature can be duplicated; however, communication with other entities is the
key. A sense of trust, a set of common goals and a willingness to share resources must be
present. The philosophy of “turfs” cannot come into play in a project like this. Yes, there must
be ownership and security but the attitude of “not playing” will prevent a project of this nature
from being accomplished.

How did the project involve collaboration with other agencies, jurisdictions, nonprofits,
businesses, etc? How well did this collaboration work and is it on-going?

Our project is all about collaboration and was only made possible by different agencies working
together for a common goal. Resources, personnel and time were all offered up willingly by our
fiber consortium group. While initiated by different local governments, schools and community
college our fiber group now is looking at libraries, multiple Law Enforcement agencies, fire and
rescue in our county. Collaboration with this group has worked extremely well and was made
possible by communication. Even though the installation phase of our project is done, our group
continues to discuss new usages, options and possibilities for this joint fiber project. In the
opinion of our group, this project is not ending, it’s just beginning.







