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build trust deliver lasting outcomes

SOURCING OPTIONS REPORT 

Report on Potential Sourcing Options for the 
Virginia Information Technologies Agency – October 2015 

The Virginia Information Technologies Agency (VITA) provides IT infrastructure services to executive-branch agencies 
throughout the Commonwealth of Virginia, primarily through a contract with Northrop Grumman. In anticipation of 
contract expiration in 2019, and with recognition of the complexity of change in such a large shared services 
environment, VITA is currently evaluating sourcing strategies to better align with current best practices and future 
customer requirements. Toward that end, VITA has commissioned Integris Applied, an IT sourcing advisory firm with 
focus on the public sector and next-generation sourcing models, to assess the current environment and develop a long-
term strategy. 

This report is provided by Integris Applied to VITA, its customers, and the Commonwealth of Virginia at large. It describes 
a range of sourcing models and evaluates them to determine which models might best might the goals of both the 
Agencies and the Enterprise.  Sourcing models identified as unable to meet goals will be eliminated from additional 
review, and models determined to be likely to meet goals will be evaluated in further reports to build a final recommended 
sourcing approach. 
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1. Executive Summary 

The Virginia Information Technologies Agency (VITA) has undertaken a comprehensive assessment 
program to develop recommendations for a next generation sourcing strategy in the Commonwealth of 
Virginia (COVA).  Based on earlier assessments, and the upcoming expiration of the Comprehensive 
Infrastructure Agreement (CIA) with Northrop Grumman, there is a clear need to change COVA’s IT 
infrastructure service delivery platform.  There are many possible future-state operating models to 
consider, such as re-sourcing with a new full-scope provider, insourcing, or multisourcing.  Moving to one 
(or a combination) of these models must address further questions such as timing and financing.   

The ideal sourcing scenario must meet the goals of agencies and the enterprise as a whole. Agencies, 
who are the end customers of the services, have individual goals that were identified during the 
Assessment Phase.  Agency goals, such as service choice and flexibility, reflect their individual missions 
and the services they deliver to the citizens they serve.  The enterprise as a whole also has goals, 
including attaining VITA’s enterprise oversight responsibilities, securing Commonwealth data, and 
maintaining cost competitiveness.  Although agency and enterprise goals are not necessarily in conflict, 
they are different.   

Scenarios which are unable to meet both sets of goals were eliminated from additional review. The 
remaining sourcing scenarios, which were determined to be more capable of meeting the goals, will be 
evaluated as part of the final recommended sourcing approach.   

Primary findings of this initial scenario evaluation include: 

- The Commonwealth will be best served by leveraging a broad set of market capabilities 
through an ecosystem consisting of multiple contracts and service providers; 

- Implementing the change program in waves (rather than a “big bang” when the term of the CIA 
expires) will increase the likelihood of success and mitigate transition risk; 

- The service integration function should be outsourced rather than built internally; and 

- Service towers should be awarded to multiple competitive providers where practicable. 

Two scenarios meet the goals of both agencies and the enterprise.  First, rebidding in waves for multiple 
suppliers with an external integrator.  There may be more than one supplier in some towers, such as 
cloud services.  Second, rebidding in waves, using an external integrator, but using only one supplier in 
each tower.  This report does not provide a financial assessment of these options.  The financial review, 
coming in a future report, may therefore further affect the preferred scenarios. 
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2. Identifying Scenarios 

2.1 Context: Simplifying a Range of Choices 

Integris Applied identified a range of scenarios intended to address the spectrum of options potentially 
available to the Commonwealth.  Although any one could be further divided into many permutations, the 
seven identified scenarios represent the primary choices such as: 

- Insourcing versus outsourcing 
- Single-sourcing versus multi-sourcing by towers versus competitive 

multisourcing within towers 
- Timing: build in waves or wait until end 

of term 
- Insourcing versus outsourcing the 

service integration function 

Refining the many permutations down to seven representative 
scenarios focuses the review on these primary choices, allowing 
stakeholders to quickly identify options that will not meet the 
Commonwealth’s goals. 

2.2 Scenarios Defined 

The seven scenarios are defined as follows and further described in Figure 2-2.  The initial number (1, 2 
or 3) indicates which of three timing options is under review.  The second digit (a, b, or c) identifies the 
type of scenario. 

1. Timing: wait until contract expiration 
a. Ecosystem: all services outsourced to a prime contractor with its own subcontracts 
b. Ecosystem: outsourced to multiple providers with service integration built internally 
c. Ecosystem: outsourced to multiple providers with service integration sourced externally 

2. Timing: iterative build; start before contract expiration 
a. Ecosystem: outsourced to multiple providers with service integration sourced externally; 

each service tower awarded to a single provider 
b. Ecosystem: outsourced to multiple providers with service integration sourced externally; 

some towers awarded to several capable providers (i.e., competitive within towers) 
3. Timing: iterative build; start before contract expiration 

a. Ecosystem: fully insourced; service integration function built internally 
b. Ecosystem: partially insourced; service integration function built internally but some towers 

selectively outsourced 

Figure 2-1: Primary Choices 
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Figure 2-2: Scenario Definition Matrix 

2.3 Common Questions 

This matrix of scenarios was reviewed with the VITA 
Core Team and the IT Sourcing Steering Committee 
to confirm that they represent the range of primary 
choices.  Common questions at this definition stage 
typically address the minor permutations within and 
between scenarios (e.g. “could we use “1c” and 
insource a tower?” or “could we start now with one 
tower and do everything else at the end?”) or 
assessments and decisions that will be made in other 
steps of the strategy development process (e.g., 
“what does scenario 2a cost?” or “which towers will 
make most sense to source first under 2a?”). The 
purpose of this review is to identify primary choices 
on the decision tree to be eliminated now. 

Although neither the Core Team nor the Steering 
Committee have advocated this choice, members 

Extending the contract with the current 
provider is not a viable consideration. 

The Assessment Phase found a near universal 
agreement that the current partnership is not 
meeting the basic service delivery needs of the 
enterprise and does not provide a platform that 
will support the future goals of the 
Commonwealth. 

Additionally, VITA has exercised all contract 
extension options and must competitively bid a 
future contract or contracts. 
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recognize that some stakeholders may wonder why VITA should not simply renegotiate and extend the 
existing CIA, or else establish a new sole-source arrangement with the incumbent service provider.  This 
option is not considered viable for two reasons.  First, the Assessment Phase found a near universal 
agreement that the current partnership is not meeting the basic service delivery needs of the enterprise 
and does not provide a platform that will support the future goals of the Commonwealth.  Additionally, 
VITA has exercised all contract extension options and must competitively bid a future contract or 
contracts. 

 

3. Evaluation Approach 

3.1 Context: The Need to Recognize Each Party’s Goals 

Key to success of a future-state operating model is the model’s ability to meet the goals of the 
Commonwealth.  There has long been a recognition that the current partnership was oriented more 
around the enterprise goals, and the Assessment Phase confirmed that understanding.  However, as a 
key part of its second-generation sourcing strategy, VITA recognizes the need to focus on the goals of 
agencies and improve the balance between the agency and the enterprise. 

The Assessment Phase identified goals to be achieved for each party.  There is often an expectation that 
any agency goal (e.g., service choice or flexibility) might inherently oppose an enterprise goal (e.g., 
standardization or security).  However, it is typically the case that many goals are in alignment and even 
the apparently-competing goals can both be achieved in some scenarios. 

3.2 Goals Defined 

The Assessment Phase identified the following goals for the Agencies and for the Enterprise. 

 

 

 

Figure 3-1: Balance of Agency and Enterprise Goals 
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3.3 Rating Approach 

In order to determine which of the scenarios would be likely or unlikely to meet goals, each scenario was 
rated against each agency and enterprise goal, using the following five-point scale: 

Rating Scale 
Likelihood of Meeting Goals 

1 – Will not meet goals 

2 – Unlikely to meet goals 

3 – Neutral 

4 – Likely to meet goals 

5 – Will meet goals 

 

Ideal future-state operating models should meet the goals of the future – that is, they should achieve 
scores above a three on average for each the agencies and the enterprise.  Pursuing anything below a 
three should be done cautiously and with mitigation, and any individual scores of a one should be avoided 
altogether. 

For purposes of this evaluation, there is no weighting of one goal over another because individual 
stakeholders would have different perspectives on which of the goals is most important.  Also, the agency 
and enterprise scores were not combined for this evaluation, since each party’s goals must be met for the 
operating model to be successful. 

  



 
 

 

8 of 13 

Sourcing Options Report 
October 2015 
 

4. Evaluation Results 

4.1 Evaluation Matrix 

The table in Figure 4-1 displays the results of the evaluation.   A more detailed description of each 
individual factor score is included in the Appendix.   

  

Figure 4-1: Summary Score Matrix 
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4.2 Explaining the Results 

A summary evaluation of each scenario is described below in Figure 4-2.  A full review of the reasoning 
behind each factor score is also available in the Appendix (Section 6). 

 

 

  

Figure 4-2: Summary Score Explanation 
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4.3 Triage 

In summary form, the results indicate that there are four scenarios that score above neutral for each 
party.  However, only two of those scenarios are likely to meet all of the goals (detail evaluation notes are 
shown in the appendix).  This allows us to triage the scenarios for future analysis: focusing on some for 
additional analysis and eliminating others, as indicated in Figure 4-3.  

 

  

Figure 4-3: Scenario Evaluation Triage 
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5. Conclusion and Next Steps 

The purpose of this report is to identify primary sourcing scenario alternatives and evaluate them against 
the goals identified as key to the success of the agencies and the enterprise.  The ideal scenario must 
meet the goals of both the agencies as individual customers, as well as the enterprise as a whole.  
Scenarios identified as unable to meet both sets of goals were eliminated from additional review.  

Primary findings of this scenario evaluation include: 

- The Commonwealth will be best served by leveraging a broad set of market capabilities 
through an ecosystem consisting of multiple contracts and service providers; 

- Implementing the change program in waves (rather than a “big bang” when the term of the CIA 
expires) will increase the likelihood of success and mitigate transition risk; 

- The service integration function should be out sourced rather than built internally; and 

- Service towers should be awarded to multiple competitive providers where practicable. 

Two scenarios meet the goals of both agencies and the enterprise.  First, rebidding in waves for multiple 
suppliers with an external integrator.  There may be more than one supplier in some towers, such as 
cloud services.  The second, rebidding in waves, with an external integrator, but using only one supplier 
in each tower. 

In conclusion, this report recommends that VITA continue to develop these two scenarios, retain some 
options as fallback, and put aside other alternatives.  The financial impact, value, and permutations of the 
scenarios identified in this report will be further refined and tested to build a final recommendation. 
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6. Appendix 

6.1 Detailed Evaluation Results: Agency Goal Alignment 
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6.2 Detailed Evaluation Results: Enterprise Goal Alignment 

 


