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     IT INFRASTRUCTURE ENHANCEMENT FOR MAPLE GROVE HIGH SCHOOL
CTS Consultants, LLC (herein CTS) have been selected to provide project management and technical consultation services to Maple Grove High School for their IT Infrastructure enhancement project. The school’s board recognized that, in order to provide a virtual learning environment for students, staff and educators, the current IT infrastructure must be enhanced and integrated with the state-of-the-art systems and capabilities to ensure a seamless transition towards online learning. CTS has won the contract for providing project management and technical consultation services to Maple Grove Highschool for the IT infrastructure enhancement project. 
Purpose for the Project
[bookmark: _heading=h.2et92p0]	Maple Grove High School has recognized the shift towards online learning in the education sector and would like to position itself as a leader among one of the first schools in its district to provide select online courses to senior high students. The purpose of this project is to sufficiently enhance the current IT infrastructure with upgrades where the online learning software and database can be integrated seamlessly.  	
     Project Scope Statement
The scope of this project is to enhance the existing IT infrastructure at the Maple Grove High School in order to support the virtual learning environment. The scope of this project has been separated to delineate activities in scope and out of scope as follows:
In scope: 
· Assessment of current state of the IT infrastructure at Maple Grove High School
· Gap Analysis – Current State Vs. Future State
· Identification of new technologies necessary for integration
· User Agreements 
· Infrastructure upgrades 
· Testing/Troubleshooting
· Pilot new infrastructure
· Beta Testing of virtual learning environment software 
· Security testing and upgrades
· User Acceptance Training (UAT)
· Release 
Out of Scope:
· Virtual learning environment software roll out 
· Routine Maintenance of the IT infrastructure 
· Cybersecurity services
· Routine system updates
Project Objectives and Success Criteria
	The objectives of this project have been discussed with the stakeholders and deemed acceptable. There are 3 main objectives for this project, they are:
· Security testing of the upgrades must pass with no breach to the system and conclude no later than June 15th 2020
· Compatibility testing with the online learning environment must pass with no defects and the testing should conclude no later than June 25th 2020. 
· Server/Cloud response time should be not more than 600ms
· Network speeds should increase by 40% 
Project Requirements 
	The following requirements have been identified to deliver a high-quality product to Maple Grove Highschool:
1.    Map the current IT Infrastructure at Maple Grove Highschool while establishing present benchmarking standards for network speed, uptime and sustainability.
2.       Selection of new hardware and software components that can handle an increase of network traffic by a minimum of 40%
3.       Establishment of backend database technologies that can handle past and current student data for a minimum of 7 years.
4.       Increase system uptime to a minimum of 90% (based on an average of 990 student learning hours)
5.       Successful and budgeted procurement of any and all hardware and software components staying within a variance threshold of  +/- 5% of the agreed-upon budget
6.       User Acceptance Testing (UAT) should be accepted by a minimum of 60% by all students and admin staff
7.       Provide Maple Grove High School 2080 hours/year of technical support with software, network or database issues
[bookmark: _heading=h.1t3h5sf]8.       Provide functional training for all Maple Grove High School staff
Overall Project Risks 
[bookmark: _heading=h.4d34og8]	The following overall project risks have been established and identified that could potentially impact project success if not mitigated or avoided tactfully.
[bookmark: _heading=h.tjyuh8qrkndh]1.  Lack of understanding of the current technological environment that can impact both the current and future state of the IT infrastructure
[bookmark: _heading=h.l6iq5rl2b8lx]2.  Incorrect or insufficient hardware and software procurement leading to additional rework and cost to Maple Grove High School
[bookmark: _heading=h.1rse3lcbrujd]3.  Unexpected delays to the project timeline due to weather conditions, local epidemics or unexpected budget cuts
[bookmark: _heading=h.xcdy9yttn9ph]4.  Additional requirements and deliverables requested by Maple Grove High School that would impede on the project budget, timeline, and successes
[bookmark: _heading=h.t47f6dqdcg10]5.  Overall all user acceptance from initial testing and surveys deemed to be non-beneficial for Maple Grove High School to continue with the project. 
[bookmark: _heading=h.axz3dcgrp223]
[bookmark: _heading=h.srayn7nuu4uj]
[bookmark: _heading=h.9ne2hgir9cgh]
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Milestone schedule (summary)
	Key Milestones
	Start Date
	End Date

	Project Kick-Off Phase (Budget, Meeting w/Stakeholders, 
	March 10th, 2020
	March 11th, 2020

	Assessment Phase (Gap Analysis, new technologies for integration)
	March 12th, 2020
	March 24th, 2020

	Implementation of hardware and software components (Phased approach for installation and configuration) 
	March 31st , 2020 

	April 14th, 2020

	Testing Phase (Troubleshooting, Infrastructure Upgrades, User agreements)
	April 15th, 2020
	April 22th, 2020

	New Pilot Phase (Beta testing)
	April 30th, 2020
	May 30th, 2020

	Security Checkpoint (test & upgrades)
	May 31st, 2020
	June 15th, 2020

	User Acceptance Training (UAT)
	June 16th, 2020
	June 25th, 2020

	Go Live Date of Final System Cutover
	 June 29th, 2020
	June 30th, 2020
 

	Finished Product/ Customer Feedback (Evaluation Stage)
	 July 1st, 2020
	July 30th, 2020
 



The milestones phases anticipated for implementing the IT infrastructure for Maple Grove High School in order to support the virtual learning environment are listed in the plan above. It includes the project kick off, assessment phase, testing phase, new pilot phase, security checkpoint, user acceptance training and customer feedback/finished product phase. Each phase details various tasks and testing that is necessary for the project to be completed successfully. Establishing milestones and building in contingencies allows the team to remedy issues that may arise within the project. The project has pre-set start dates and projected end dates for each phase. 
Budget or Pre-Approved Financial Resources (summary)
[bookmark: _heading=h.17dp8vu]The project will be funded by the local and state government. The projected budget for this project is $550K which includes testing, IT infrastructure improvements, equipment and full implementation of the program within Maple Grove High School. This budget also includes services rendered from a third party vendor, which will be responsible for completing all the physical work associated with the project. Our company is also projecting to turn a profit on the program we plan to implement at the educational facility. 
Criteria for Project Approval 
	The Maple Grove Highschool’s leadership team and the superintendent will determine the success of this project.  CTS Consultants LLC have been communicated the success criteria for this project as follows: 
1. Successfully complete all objectives for this project 
2. Complete the project at or below the budget
3. Complete the project ahead or at schedule
Upon the successful completion of the IT infrastructure enhancement project the school’s leadership team as well as the superintendent will authorize the rolling out of the online learning environment for Maple Grove Highschool.  
Project Authority
[bookmark: _heading=h.26in1rg]	This project consists of three main parties, Maple Grove High School (herein client), CTS Consultants LLC (contractor) and Symbyoscient LLC (sub-contractor). CTS will provide technical consultation and overall project management services to the overall IT enhancement project whereas Symbyoscient LLC will be responsible for performing the actual upgrades to the IT systems at Maple Grove High School. The client has the overall authority for this project, and can modify, the scope, schedule, budget and terminate the project following the terms and conditions in the contract between the client and the CTS. The client can also change or withdraw the contract made with CTS (effective March 9, 2020). Should CTS require any changes to the scope, schedule or budget during the project execution, CST must receive prior approval from the client before proceeding forward. Symbyoscient LLC serves the project as a sub-contractor to CTS Consultants LLC based on a fee for service arrangement. All work performed by Symbyoscient LLC will have to receive written authorization prior to performing the tasks. All purchase orders and notices will have to be approved by CTS Consultants LLC. CTS Consultants have the authority to change the sub-contractor as they deem necessary.  
Project Manager and Authority Level
[bookmark: _heading=h.gjdgxs]Anosh S Gomes has been appointed as the Project Manager from CTS Consultants LLC with the approval of the client for the duration of the project. As the project manager, Anosh is primarily responsible for the scope, schedule and budget for this project. Reporting to Anosh is the technical implementation manager, Rishi Gulhar who will be responsible for providing technical consultation to the client and managing the day to day implementation of the IT system upgrades, overseeing Symbyoscient LLC. Also reporting to Anosh is Shawn Hasty, Global Account and Services Manager who will be responsible for managing vendor relations, change orders, purchase orders, account management and staff augmentation. Anosh has been provided the authority to organize staff according to the needs of the project, sign off on contracts and purchase orders (that do not exceed $100,000). As mentioned above, any changes to the scope, schedule or budget would require written approval from the stakeholders prior to moving forward. 
Project sponsor or customer and authority level 
[bookmark: _heading=h.35nkun2]	The customer of our project is Quinton Hall, representing Maple Grove Highschool as an associate member of the leadership team.  Reporting to Quinton will be Anosh Gomes from CTS as the project manager.  Quinton has the ultimate authority to make changes to the budget, scope, and schedule of the project.  He will consult the rest of the school’s leadership team as he sees fit.  Any changes made to the scope of the project will require documentation and approval from Maple Grove Highschool (Quinton) and CTS Consultants LLC (Anosh).  Quinton will also act as the liaison between the local and state government throughout the entire duration of the project.  
[bookmark: _heading=h.3r5f4feitj55]
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