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Curtiss’ Response/Comments on the KCIT UC Project
MTG 2nd ½ of 2013 QA Report dated 1/9/2013.

A. Primary Recommendations

· Increase Staffing to support the scheduled level of effort.
· The project has filled the open positions of Business Analyst, a third Trainer, and has posted a job opening to fill the third Deployment Lead position vacant at this time.
· Together the operations and project has funded ongoing Microsoft Premier Field Engineer (PFE) support to help King County continue to succeed in current deployments, but also to move from Lync 2010, to Lync 2013, and subsequently to Lync 2016.

· Refine and communicate Project Manager and Customer Relation Manager Roles.
· Done.  The roles and responsibilities were revisited by the PMO, the PM, and the CRM.  The PMO Manager then met with the larger team and confirmed the separation of duties and answered all questions the team had.

· Enhance operational support processes
· Operational support has improved having filled the role of Office 365 Mgr, and now the UC Architect position.
· A Unified Communications Support Model document is about 80% complete as of this response.
· Microsoft provided customized and targeted training in January 2014 to improve the team’s knowledge and skills in both the overall product as well in their ability to successfully troubleshoot the environment.  A key goal of the training was to help those with a Telephony background better understand the backend server functions, and to help those with a system/server support background better understand legacy telephony and how it influences customer behavior and willingness/resistance to change.

· Find and implement solutions for the gaps in services needed by the business units.
· Technology Gaps impact business functionality;
· Response groups – the team has spread response groups (RG) across a larger number of pools, so now the design is under the system recommended limit of 1200 RGs per pool.  Performance has improved, incident events have reduced accordingly.
· Aastra telephones – Phones reboot randomly, requiring login.  System Engineer Working with Microsoft Premier in troubleshooting phone signing out issue. No progress to report.
· Zeacom (Call Center) solution – was ready and approved to deploy on January 27, 2014 to run the Lync 2010 backend.  Advanced support training scheduled for the week of January 6, 2014.  When KCIT decided to accelerate moving to Lync 2013, it surface that Zeacom v6.x was not fully compatible with Lync 2013 resources.  An upgrade of Zeacom to v7.x needs to occur to be fully compatible with Lync 2013.  To avoid rework involved with upgrading a production Zeacom v6.x to v7.x, the January training and deployment were cancelled until after the Lync 2013 deployment was completed. 
· E911 / PDM – Important to understand.  ‘The Enterprise UC solution provides the same level of E911 information the Legacy Telephony system provides before the deployment.’  Where legacy identified a specific floor or campus building, that info continues to be provided to the E911 operator.  The PDM is an appliance which is intended to provide specific floor / campus building information for such sites which only provide a single building address.  The PDM is intended as a temporary fix until a major IPv6 project readdresses the King County network.  Testing shows there is a stability issue between the PDM provided address and the Lync 2010 provided address.  The test phones reflect the PDM provided address (a specific floor or campus bldg.), then 20 minutes later the phone shows the single building/site address provided by Lync (based on a table the WAN provides Lync).
· Caller ID masking – is used to hide or mask the phone number of the person calling.  This is commonly used by government and organizations who do not want the called party to be able to dial the calling phone directly.  Often a main number is used to mask a specific calling number, so the called party could then return a call and conduct business through the front desk or response group/call center.  Police departments often mask numbers to protect key personnel.  The current environment requires administrative work to configure a policy for each mask number to which one of more hidden numbers are associated.  The team believes this should require less work, so we’ll be looking to what Lync 2013 and/or Lync 2016 provides to reduce this work.  Until then, we will follow the current process to mask numbers.




B. Summary Findings and Recommendations

A.1	Project Scope Size
· Finding: … 2014 Schedule is aggressive.  Monitoring progress throughout 2014 will be essential.
· Recommendation: (add resources) … increase to three deployment teams.  Increase the cadre of interns supporting larger deployments.
· Response:  
· A third Deployment Lead position is posted.  A Business Analyst position is filled, as is a third Trainer position.  The team plans to engage up to 4 interns per deployment, as needed.  This has proven to be the right level to prepare for and perform large site deployments of up to 200 phones per day.
· Monthly UC Steering Committee meetings are being scheduled.  The members of the UC Steering Committee are being updated for 2014.  Scope, Schedule, and Budget updates will be on the monthly agenda. The project will also, as a follow-up to QA, provide regular updates to PRB on the status/completion of QA recommendations. 
· The 2014 schedule is aggressive, and being monitored / updated on a weekly basis.  Team is revisiting the whole 2014 & 15 schedule to validate planned resources can perform the work on schedule.
· We are collecting info to confirm conditions which require the project to return to ‘finish’ a site.  (Centrex lines, Key systems still having PSTN connectivity, Critical systems users refuse to allow us to disconnect, etc…)
· We are also reviewing the list of sites where conditions require one-time work to prepare the site for Unified Communications.  (T-1/DSL WAN, inside cabling not Cat5e, Paging exists so needs to be factored into the design, etc…)  We will adjust the 2014 & 15 schedule as these conditions require.

A.5	Available Resources
· Finding: … project team is currently understaffed…
· Recommendation: ‘As noted above in A.1, MTG recommends increasing the deployment capacity…
· Response:
· Addressed in A.1 above.

F.1	PMO Experience
· Finding: … project manager and customer relations manager brought new & needed skills.  Team confused on role / responsibilities…
· Recommendation: … clearly articulating lines of responsibility… express to all teams and do a deployment walkthrough tabletop exercise.
· Response:
· The roles and responsibilities were revisited by the PMO, PM, CRM, PM Admin, and CRM Admin.  The above persons then met with the larger project team, where the PMO Manager clarified the separation of duties and answered all questions / examples the team had.
· The PM has responsibility over the project as a whole, including Scope, Schedule (with CRM input), and Budget.  This includes acquiring funding releases, approving/denying purchase requests, managing risks and issues, … .  The PM, with the support of the O365 Mgr & UC Architect, directs / oversees efforts by the technical team to address and resolve technical / solution gaps, and brings those solutions back to the deployment teams to apply in satisfying the UC business requirements of each deployment.  The PM is the primary interface to the UC Steering Committee, Technical Management Board (TMB) and Business Management Committee (BRC).
· All deployment staff report to the Customer Relations Manager (CRM).  The CRM responsibilities include managing the deployment staff, deployment team oversight and direction, being the communication / escalation point for all UC deployments, assisting the PM in establishing the deployment schedule, providing input to gap and issue resolution activities, …

I.4	Technology Transfer
· Finding: … ongoing operational support model not clearly defined.  Post deployment support issues handled by a variety of resources.  The lack of clarity, specifically between the UC support, KCWAN and LAN Admins… impact the ability of the project to provide a solid support level.
· Recommendation’ … document operational support (model) … that clearly defines the UC support roles and responsibilities during the transition from project to operations…  The support model needs to include upgrades and processes to accomplish them as well as potential feature improvements.   Becomes more important as UC goals become more  of a reality of the business units.
· Response:  
· A UC Support Model doc is 80% complete.  The project team will adjust process, documentation, and practices to align with this model to gain improvement in handing off completed deployments to the production support teams. 
· It’s important to note that members of the Office 365 team (Mgr, UC Architect, Systems Engineers, Telecom Staff) are all members of the active project.  These resources are the staff that do and will continue to support the Enterprise UC solution.  Their involvement in the project helps mitigate the typical risk of transition from ‘project’ to ‘operations’.
· We’ve also increased the direct involvement of Workstations Service Owners and LAN Admins, as well as the Service Center Mgmt in the Lync 2013 Client upgrade effort.  One of the WSS Owners is also on the UC Steering Committee.
· The project team has updated and renamed Desktop and WAN Survey’s to gain earlier awareness of sites which need special and timely attention to close the gaps in reaching site readiness  (i.e. wiring, network, workstation, software, …)
· We have engaged a Business Analyst to initiate gathering business requirements, which helps uncover gaps early, feed business requirements into the technology engine for design analysis and planning.  Involving the business customers early, helps them better understand this is not a technology solution to replace their phones, but a much more significant application suite, which combines several disparate system functions, and provides them better ways to do business.  (this speaks to item B.4)






