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Guiding Principles for Dakota County Collaborative Broadband Projects
Purpose

Dakota County I.T. is charged with the development of broadband infrastructure to connect County buildings with a high speed data infrastructure.  The development of this infrastructure will be done in a cost effective manner, and in partnership with other public entities within Dakota County, to allow the partners to leverage each other’s investment.  This document outlines the guiding principles governing the process for the development of this infrastructure, cost sharing with partners, disposal and revenue sharing of unused fiber, and methods of introducing public/private partnerships in the delivery of Internet service to Dakota County with the intent to promote economic development for business and residents of Dakota County.
Principle 1:  Collaboration for the development of fiber optic networks
1. In general, for all fiber projects, the following steps are taken:
a. Sponsor requests fiber connection

b. I.T. reviews the current fiber install, to determine the nearest connect point

c. Search for public entities near the area to identify potential partners

d. Create initial design

e. Request initial quote based on design

f. Identify cost sharing opportunities based on the design path

g. Contact potential partners to determine interest

h. Begin Joint powers agreement discussions

i. Negotiate costs between partners

j. Decide on number of fiber strands

k. Meet with Dakota County Management (I.T.)

l. Submit CIP budget request for the County’s portion of the project

m. Begin work with State Office of Enterprise Technology to refine the design

n. Finalize negotiations for cost sharing

o. Write a bid document if necessary (>$50,000)

p. Finalize JPA

q. Write RBA to request authorization for Contract, JPA

r. Write contract, involve our Attorney’s office

s. Obtain City, County and/or State Right of Way permits if needed 
t. Order project materials

u. Obtain signatures on contracts

v. Install the fiber, 
2. Cost sharing for I-Net collaborative projects generally follow these guidelines:
a. After a project scope has been defined, and interested partners identified, an initial quote for the cost of the project will be solicited by Dakota County I.T.

b. Each segment will be identified as being of shared benefit, or of benefit to a subset of partners.

c. Maintenance costs for each segment will be negotiated with the collaboration partners; 
i. State OET is the preferred partner to monitor the fiber infrastructure as they can leverage their 24 x 7 help desk for this.

ii. Relocation maintenance costs are to be shared among the collaboration partners

iii. Gopher State One-Call support shall be negotiated among the collaboration partners with the State being the preferred partner to provide this support.

d. Partners identified for each segment will contribute a fair share of financial capital for that segment.

3. After initial costs are identified for each participant, Dakota County I.T. will review the project with the County Administrator for additional input in the negotiation process.

4. Communication on all active projects will be provided quarterly to the County Administrator

5. Most projects will be funded via County Building CIP; however, CIP funding approval is not necessarily approval to move ahead with the project.

6. If CIP funding is denied for a particular project, I.T. will continue to find additional partners, and additional cost saving measures to reduce the County cost for the project, and re-apply for CIP, or find other funding sources.
7. The installation of a fiber optic network lays the foundation for additional technologies to be deployed within Dakota County such as Wi-Max.  The installation of these add-on technologies will be based on the required need and application of these technologies, with appropriate review and approval by County administration.

8. The design of the fiber network will allow for reasonable over-capacity for future use.  A minimum of 32 strands of fiber are to be installed in all future projects.

Principle 2:  Development of a Commercial Network (C-Net) – To promote economic development
1. Collaboration partners will form a working committee under the auspices of a JPA to participate in the formation of a C-Net for the purpose of leasing some unused fiber optic assets for the purpose of private commercial use.

2. The working committee will meet periodically to provide oversight of the C-Net, and will be tasked with:

a. Determining the fiber assets available to contribute to the C-Net

b. Determine the method of obtaining maximum value for the asset
c. Formulate how revenues are to be distributed fairly to participating collaboration partners.   
d. Partner participation in the C-Net will be based on ownership of the fiber optic path used, and weighted by the linear feet of fiber optic cable owned that is used by the C-Net.  

3. Partners will be recruited from existing participants in I-Net projects within Dakota County

4. Participating partners will inventory unused assets, and where possible, contribute two unused fiber strands to be used for the C-Net.
Principle 3:  Installing conduit along county highway and parks projects

There is a possibility for cost savings by installing conduit in conjunction with planned County highway and parks projects.  For this reason, Dakota County I.T. proposes the following:

1. Dakota County Information Technology will arrange an annual review of County highway projects and County parks projects in the County’s adopted capital improvement program for the purpose of evaluating cost and usefulness of installing conduit in conjunction with these projects.  The evaluation will determine how well the path fits into future fiber development plans, and establish the additional cost to the project to install the conduit, as well as determining the potential cost savings if fiber is installed along this path.

2. Dakota County I.T. proposes the establishment of a fund to pay for conduit installation for approved projects, with expenditures reviewed by County Administration and the County Board as part of the RBA process for each Highway or Parks project.   The amount put into the fund will be determined by the annual evaluation of highway and parks projects.

3. Dakota County I.T. will be responsible for locating and relocating the unused conduit as necessary, including the costs required for this work.  Additional funding will be required to maintain this asset.  

4. Dakota County department of Information Technology will be responsible for arranging the funding for the  additional cost of conduit, additional labor costs associated with the installation of the conduit, additional material costs (hand holes, locate poles, etc.),  managing the costs and payments for conduit installation,  and inspecting the installation for completion.  Dakota County I.T. will  be responsible for any locate, relocation, and maintenance costs associated with the conduit.  Dakota County I.T. in collaboration with parks or transportation will provide design details for the conduit installation.  Dakota County transportation or parks (depending on which department is leading the construction project) will be responsible for integrating the conduit installation into the overall project plan, and overseeing the physical installation of the conduit.
5. Dakota County Information Technology will also collaborate with cities located within Dakota County to coordinate similar efforts to install conduit along city roads concurrent with city road construction projects.

Typical fiber optic cable installation projects have a cost component for digging a trench that averages over 80% of the cost of a project.   This fact has led to the suggestion that there may be substantial cost savings if conduit can be installed in conjunction with County highway and parks trail projects.  Our experience indicates that there may be some projects where this is true, but this does not hold true for all projects.  In some cases, if an area of highway is being worked on, and utilities are being relocated, there may be an opportunity to share trenching costs with other utility providers.  In some cases, a trench must be dug for other new utilities and we may be able to take advantage of this.  However, if a project does not involve digging a trench, then there is no financial advantage to placing conduit as part of the project.  

The placement of conduit should be evaluated for every highway and parks trail project by the Information Technology department, with a cost analysis performed indicating the cost savings introduced by placing conduit in conjunction with the project.  This analysis will be reviewed by the project manager (from Parks or Transportation), I.T. Management, and County Administration.  
Principle 4:  Wi-Max infrastructure development in conjunction with C-Net
1. The establishment and promotion of Wi-Max wireless technology shall be the responsibility of the C-Net collaborative, as the successful deployment of Wi-Max requires an established fiber infrastructure to back-haul the data transmitted by Wi-Max access points.

2. Wi-Max is a technology best developed and distributed by private industry, and is already established in parts of Dakota County by private industry.  Private entities have already secured the licensed radio spectrum required to deploy Wi-Max.

3. The C-Net collaborative shall make the C-Net infrastructure available to private entities to promote the expansion of their Wi-Max infrastructure.

Projected infrastructure roadmap
To better coordinate and take advantage of opportunities for infrastructure development, Dakota County I.T. will maintain a map that indicates existing fiber optic infrastructure, as well as planned infrastructure construction 5 years into the future.  A link to this map is here: 
http://dcworks/projects/broadband/Project%20Management 
