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Introduction 

The Texas Department of State Health Services (DSHS), 

based in Austin, is a government agency tasked with 

promoting health and well-being and with providing health, 

mental health, and substance abuse services for Texans.  

In addition, the agency oversees the regulation of health 

professionals and facilities and maintains vital records such 

as birth and death certificates and health statistics. The 

agency employs approximately 12,000 people in more than 

500 locations and has a yearly budget of $3 billion.  

DSHS is part of a five-agency health enterprise overseen 

by the Texas Health and Human Services Commission 

(HHSC). It is one of 27 agencies participating in a 

consolidated datacenter effort overseen by the Department 

of Information Resources. The datacenter generates and 

needs to store and access a phenomenal amount of 

information on a daily basis. Of the $16 million annual 

datacenter budget, storage and backups are the largest 

expense of datacenter services. The agency had to find a 

more cost-effective method to store data from locations 

across Texas. One critical challenge was that the storage 

project needed to accommodate the needs of many 

different types of organizations from enterprise-level 

operations in large hospitals employing hundreds of DSHS 

personnel to small offices with as few as five staff 

members. And the data generated was in many forms. 

After a review of options and a search of both server- and 

cloud-based solutions, the agency selected CTERA's 

Enterprise Data Services Platform, running in an IT-infrastructure-as-a-service environment.  

Our main business driver for our search for a solution was pretty straightforward; how to reduce cost 

per gigabyte stored," said Michael Cardwell, Chief Information Officer for the Texas Department of 

State Health Services. "But once we got into the project, we realized that we could also add 

functionality like improved business continuity and greater resiliency, which better met the needs of 

our varied customers." 

Solution Snapshot 

Organization: Texas Department of 
State Health Services 

Operational Challenge: Tame the 
escalating demands and anticipated 
cost increases to store vast amounts of 
data generated in the oversight and 
provision of healthcare services to 
Texans 

Solution: CTERA's Enterprise 
Services Data Platform running in an 
IT-infrastructure-as-a-service 
environment  

Project Duration: Initial 
implementation has taken a year, with 
complete switchover to a cloud 
environment by the end of 2015 

Project Cost: Initial costs are 
estimated to be approximately 
$750,000 for year one implementation 

Benefit: Cost of the storage solution 
will be reduced from approximately 
$1.3 million annually to approximately 
$750,000, with first-year ROI estimated 

at $500,000 
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Implementation 

Initially, DSHS started reviewing traditional network-attached storage (NAS) replacements or 

upgrades for its enterprise file servers because of the longstanding culture of the organization. But as 

Cardwell and his team began looking at solutions, they conducted basic total cost of ownership and 

return on investment analyses and were not satisfied with what they saw. "We looked at the number 

of servers we needed and estimated the cost was going to be about $1.3 million per year with the 

limitations associated with traditional servers in a fixed enterprise environment," said Cardwell. "After 

looking at alternative solutions, we felt we also could find better functionality. What we found was a 

solution that we estimated would cost about $750,000 per year and would give us more flexibility. The 

choice was a no-brainer." From an approval perspective, the projected cost savings made it much 

easier for Cardwell to champion the project. 

The solution was CTERA's hybrid cloud file server and data storage solution running in a virtual cloud 

environment. CTERA's gateway appliances replaced legacy file servers, with data now stored locally 

on the appliances and also in the virtual cloud environment. To replace legacy consumer file sharing 

applications, DSHS also implemented CTERA's secure file sync and share solution. The CTERA 

solution encrypts data as it is created, keeping it secure in an increasingly mobile agency workforce. 

The initial implementation of the CTERA gateway appliances began in August 2014 and has taken 

less than one year. Currently, the DSHS is running both legacy servers and cloud storage, but the 

agency will begin shutting down the servers starting in May, with the switchover to be completed by 

the end of 2015. Preparation for the physical switch to a cloud environment will be relatively simple 

based on the successful tests run by the IT team: Cardwell and his team ask internal customers to 

back up their data on Friday, and then the team switches to the CTERA environment over the 

weekend. From a data perspective, users will not notice a difference. 

Cardwell and his team will be educating users about the new functionality provided by the cloud-

based solution. Accessing DSHS information will be easier, especially from mobile devices, and the 

solution will enable more mobile apps, so users will have to learn how to access and use the CTERA 

gateway effectively. To help, Cardwell budgeted in managed services and education for users. 

Challenges 

According to Cardwell, the project has had some challenges. For one, the proof of concept was more 

complicated than he had imagined. There was a fair amount of what he calls "cultural competition," 

where existing staff members were comfortable with the current NAS environment and, despite the 

potential cost savings, felt the solution should be more of the same. First, Cardwell had to explain  

the benefits and show case histories and industry analyst support for such an approach. He met the 

challenge by comparing the performance of the different approaches under heavy load conditions. 

Two factors helped the CIO sell the solution internally: There was less latency under extreme 

conditions using the CTERA approach, and key staff members also championed the benefits of  

the solution. 

The other implementation challenge has been the sheer volume of data that must be transferred to 

the new system. As a result, proof-of-concept tests and actual switchovers have taken longer than 

anticipated. This is exacerbated by the fact that DSHS works in a highly regulated environment, in 

which data must be tracked carefully and kept secure at all times, with supporting documentation. 

Once the team got started and gained experience in syncing the new solution with existing data, 

however, the process became much smoother. 
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Benefits 

The biggest benefit of the switch to the CTERA solution is the cost savings, which will increase 

annually. From approximately $1.3 million a year for a targeted block of servers, DSHS will be paying 

$750,000 to a solutions provider for storage management services. "We anticipate a return on 

investment of $500,000 in year one," said Cardwell. "As soon as we turn off the on-premise servers, 

this number will increase." In addition, the switch to a services-based infrastructure will dramatically 

reduce the capital expenditures in the datacenter.  

From a staffing perspective, DSHS is in a mixed model — the IT department is managing Active Directory 

and sharing while a service provider is managing the physical infrastructure. With the new environment, 

Cardwell's staff will be able to handle more responsibilities, including the infrastructure. This gives the  

IT team the flexibility to take over the management of the storage solution and help the state reduce  

its overall IT costs. 

In addition, once users learn about the ease of access and increased app flexibility, there is the 

intangible upside of greater productivity. Cardwell believes that in the long term, the CTERA-backed 

storage solution will create a more flexible IT environment that will enable DSHS to provide even 

better services for Texans. 

Methodology 

The project and company information contained in this document was obtained from multiple sources, 

including information supplied by CTERA, questions posed by IDC directly to the Texas Department 

of State Health Services employees, and CTERA corporate documents. 
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