City of Peoria – Peoria Unified School District Shared Fiber Optic Project
In 2006, the City of Peoria (“COP”) and the Peoria Unified School District (“PUSD”) began a partnership by working together on a shared fiber optic cabling project.  The City’s existing fiber optic conduit was made available in exchange for PUSD installing new fiber optic cable for the purposes of connecting district schools as well as making fiber cable available to the City for municipal use.  
The PUSD had been awarded funding to construct a Metropolitan Area Network (“MAN”) with fiber optics, but did not have sufficient funding to connect all schools.  However, through discussions with the COP it was determined that the opportunity existed to leverage each entities’ infrastructure and funding to benefit both.  An Intergovernmental Agreement (“IGA”) was drafted, outlining the fiber sharing project, and outlining how both entities could work together to complete the project and decide how to maintain the network in the future.
Since the original IGA was signed in December 2006,  “backbone” fiber has been installed and all schools are connected via fiber.  In the FY08 Capital Improvement Project (“CIP”) budget, the City’s Information Technology Department had funding for connections to applicable City facilities from the fiber backbone.  This work was completed in November 2008.  
The first City facilities to utilize the new fiber backbone were the Peoria Community Center, Peoria Center for the Performing Arts, Fire Station #192 and Fire Station #193.  This work was completed in December 2008.  In early 2009 fiber connections were completed at Fire Station #195, Beardsley Water Reclamation Facility, Sunrise Mountain Branch Library and Jomax Water Treatment Facility.  Fire Station #191 located in old town Peoria and Fire Station #194 on Olive Avenue will likely be brought onto the fiber network in the future.  
This project would not have been successful without the strong inter and intra-Governmental collaboration between the City of Peoria’s Information Technology Department, Traffic Engineering, Public Works-Streets Division and Materials Management and the Peoria Unified School District’s Information Management and Technology Department.  Pursuant to the IGA and subsequent addenda, the City of Peoria assumed ownership and maintenance responsibilities on the major portions of the fiber backbone, with PUSD retaining responsibilities for those sections that are only serving schools, off the main arterial streets.   
As we connected the remainder of the City facilities onto the new fiber network, the existing microwave network became a hot standby (redundant) connection for all City facilities, in the event of a fiber break.  This gave the City the ability to immediately compensate for any anomaly or break in the fiber network through an established microwave network.  During early February, 2009, this system had a “trial by fire” when contractors working for an electrical utility cut through portions of the fiber backbone along 83rd Avenue, severing connections to all City facilities north of that location, as well as several PUSD schools.  City services running on the fiber automatically transferred over to the microwave backup system within milliseconds, with end users not noticing any difference.  As part of the strong partnership between the City of Peoria and PUSD, staff from both organizations responded to the location of the break and worked together to assure that the contractor initiated repairs immediately.  The fiber break was repaired within a few hours, restoring complete services, at which time the microwave backup went back to standby.
It has been estimated that, at the current rate and with existing annual funding for fiber optic connectivity, it would have taken 56+ years for the City of Peoria to install the 28 miles of fiber optic cabling necessary to connect all facilities, at an estimated cost of $5.5+ million.	
This project will continue to move forward with further IGA addendums for future schools, such as Lake Pleasant Elementary in Vistancia and future elementary school #32.
Below is a statement from Kevin Molino, the Director of Network Operations for the Peoria Unified School District, giving his thoughts on the fiber optic partnership with the City of Peoria:
The Intergovernmental Agreement for a joint fiber Metropolitan Area Network (MAN) between the City of Peoria (City) and the Peoria Unified School District #11 (PUSD) has given great value to PUSD at several different levels. The primary benefit has been noticed in the improved performance of the delivery of online web resources and curriculum due to the increased bandwidth capabilities connecting all schools to the main PUSD data center where the centralized filtered internet connection resides. PUSD was able to increase their bandwidth from two T1 circuits, or roughly 3 mbps, at each elementary school and a 100mbps circuit to each high school to a 1gbps fiber link to each school site. This increase in bandwidth capacity has allowed PUSD to start centralizing and consolidating servers, databases and applications into the two main data centers. With centralized servers PUSD will be able to decrease its energy consumption, decrease its hardware replacement costs, decrease its licensing costs and decrease its technical staff support time. PUSD has also cancelled the majority of its leased telecommunications circuits and their contracts providing a yearly savings of $474,000 to the utilities budget. So far, PUSD expects a yearly savings of almost $1.2 million when factoring in the benefits of centralized management, consolidation, and utilities savings. PUSD would not have been able to afford to implement the fiber MAN to its full extent without the partnership with the City. The use and sharing of public infrastructure between multiple public entities while leveraging expenditures in today’s economy is a prime example of fiscal responsibility and should become the status quo. This being the first joint MAN in the State of Arizona between a City and a school district it took full support, understanding and buy-in from all levels of leadership within both organizations. Both parties shared the same innovative vision and are now planning on expanding the partnership by integrating their Business Continuity plans and increasing their shared infrastructures to include space in the data centers for key redundant systems.
The COP and the PUSD partnership has allowed both entities to fill an important communication need, by working together in a supportive and cost effective manner.  The partnership benefits the staff and students of the PUSD, as well as the COP.  This partnership can serve as a model for all other entities wishing to collaborate on public projects.
