

Michael Keane



ARRL IT Manager



23 January 2015


Michael Keane



ARRL IT Manager



23 January 2015

IT Project Status — January 2015
Report to the Administration & Finance Committee of the ARRL Board of Directors

The status of the IT projects identified in the ARRL 2014-2015 & 2015-2016 Plans are summarized in Table 1 (below).

During the second half of 2014, web applications software development efforts were directed towards those projects identified in the ARRL 2014-2015 Plan as being of high priority, specifically: 

1. Centennial Operating Event (Centennial QSO Challenge Points Award  & W1AW Portable Worked All States Award)   

This is a holdover project — from the 2013-2014 Plan. Progress towards completion of this project awaited receipt of final, detailed specifications from FSR (nee MVP).  Upon receiving  the approved requirements (on 1/9/15), a detailed Estimate to Complete (ETC) for the remaining work was prepared indicating 332 hours (8.9 weeks) of effort are necessary before “going live”
2. AIS Wholesale Publications & Advertising Module
a. Wholesale Publications — Completed acceptance testing with internal customer. Deployed to production.
b. Advertising — Completed coding and system test. Began acceptance testing with internal customer. 

3. AIS Membership & Subscriptions Module

Continue conceptual design and requirements collection from stakeholders.
4. Replacement for DXCC system
Completed detailed design. Held critical design review (CDR). Coding and unit test under way. 
Subsequent to the addition of two (2) new Principal Software Engineers in Q2 substantial progress has been made in reducing Logbook of the World’s “technical debt”. Specifically, the database class library has now been re-coded to employ the ODBC (Open Database Connectivity) API rather than existing SAP proprietary API design. Regression testing of the new class library is underway. Moving from the SAP API is a prerequisite for upgrading the Logbook database to the latest, supported release of SAP’s MaxDB RDBMS  
In the infrastructure (hardware) area, the following projects were completed: 
1. Deployed a high-performance database server to production to address the lack of responsiveness (performance) of the ARRL web site.
2. Completed an upgrade of networking infrastructure for ARRL HQ LAN. 
3. Deployed severs and ancillary hardware necessary to create a duplicate of the Logbook of the World system. The LoTW development team has been using this hardware as a software engineering and development test-bed. The same hardware package will be used to support the final scoring of the Centennial QSO Party prior to its eventual deployment to an offsite co-location facility in Q2 2015.  
As has been the case for the past several years, the 2015-2016 ARRL Plan over commits the available development resources—in particular the web development resources – by a factor of 2×. This is the definition of a “zero-sum” game wherein progress on any given project can only be made by delaying progress on other projects. 
This situation is entirely a consequence of the substantial amount of “technical debt” that accumulated, in some cases for more than a decade. That debt is most concretely represented by the legacy systems such as Siebel and DXCC which are now long overdue for replacement.  
As has been stated previously in this context:  When you find yourself stuck deep in a hole, the first thing to do is to stop digging. Given finite resources, the most prudent course of action is not to delay paying down this debt any further but rather to focus the resources that we do have at our disposal on the major development projects needed to replace business critical systems. This course of action necessarily limits the organization’s ability to move forward with other projects in a timely fashion until we are “out of the hole.”
Looking forward, the need to commit similar levels of resources (or to identify additional resources) can be anticipated to continue into the near future in order to address the web site which has represented a major source of technical debt since its acquisition.
Table 1 — IT Project Status (January 2015)
Table 1a — Web Application Software Development Projects (January 2015)

	Priority 
	Project
	Phase
	Status

	
	
	
	Complete
	ETC — Effort

(person-months)

	High (2013)
	Centennial Operating Event
	Construction
	70%
	2

	High (2013)
	AIS Affiliated Club Module
	Construction
	80%
	0.5

	High (2014)
	AIS Advertising Module
	Construction
	80% 
	1

	High (2015)
	AIS Membership/Subscription/Development Module
	Inception
	0%
	9

	High (2015)
	AIS Membership — Web membership application/renewal
	Inception
	5%
	3

	High (2015)
	AIS Membership  — Automatic renewal of membership
	Inception
	5%
	3

	High (2015)
	AIS Membership — Account management
	Elaboration
	15%
	13

	High (2015)
	AIS Education Module
	Inception
	0%
	4

	High (2015)
	Replacement for DXCC (“ATS”) system
	Construction
	35%
	10

	High (2015)
	Web service subscription interface for Digital QEX
	Inception
	0%
	2

	High (2015)
	Web service for VEC portal
	Inception
	0%
	2

	Medium (2014)
	Upgrade ARRL web site software components
	Elaboration
	10%
	3

	Medium (2014)
	Improve tools for ARRL electronic newsletters
	Inception
	0%
	2

	Medium (2014)
	Authentication web service for exam generation
	Inception
	0%
	2

	Medium (2015)
	“Contest 2020” Phase 2
	Inception
	0%
	2

	Low (2014)
	“Contest 2020” Phase 1
	Transition
	60%
	2

	
	
	
	Total Effort
	60.5

	
	
	
	Available Effort
	23

	
	
	
	Commitments
	263%


Table 1 — IT Project Status (January 2015) – cont.

Table 1b — LoTW Software Development Projects (January 2015)

	Priority
	Project
	Phase
	Status

	
	
	
	Complete
	ETC — Effort

(person-months)

	High (2015)
	Add new awards (award sponsor API) 
	Inception
	0%
	4

	High (2015)
	Improvements to user interface (Logbook web site redesign) 
	Inception
	0%
	12

	High (2015)
	Update administration and awards management screens 
	Inception
	0%
	6

	Medium (2014)
	Code maintenance and upgrade SAP database classes
	Construction
	90%
	0.5

	Medium (2014)
	Instrument, monitor and tune database performance
	Construction
	10%
	2

	Medium (2014)
	Establish a Logbook of the World co-location site.
	Transition
	90%
	0.50

	Medium (2014)
	Add ARRL 5-Band awards (DXCC & WAS)
	Construction
	50%
	1

	
	
	
	Total Effort
	26

	
	
	
	Available Effort
	23

 12*2.25*0.85 

	
	
	
	Commitments
	113%


Table 1 — IT Project Status (January 2015) – cont.

Table 1c — Infrastructure Projects (January 2015)

	Priority
	Project
	Phase
	Status

	
	
	
	Complete
	ETC — Effort

(person-months)

	High (2015)
	Upgrade MS Great Plains to latest
	Elaboration
	25%
	0.5

	High (2015)
	Install boundary firewall
	Elaboration
	15%
	0.5

	High (2015)
	Install perimeter firewall
	Elaboration
	15%
	0.5

	High (2015)
	Upgrade McAfee anti-virus/anti-malware protection suite
	Elaboration
	10%
	0.5

	High (2015)
	Deploy McAfee Complete Endpoint Protection module
	Elaboration
	5%
	0.25

	High (2015)
	Deploy McAfee Web Security module
	Elaboration
	5%
	0.25

	High (2015) 
	Security / vulnerability assessment by external consultant
	Inception
	10%
	1

	High
	Implement migration plans for Windows Server 2003 servers (4)
	Construction
	25%
	2

	Medium
	Configure & deploy Network Monitoring Center
	Construction
	15%
	3

	Medium (2015) 
	Deploy McAfee Host Intrusion Prevention s/w
	Elaboration
	5%
	0.25

	Medium (2015)
	Deploy security policy changes to HQ servers
	Construction
	75%
	0.5

	Low (2014)
	Upgrade HW desktop systems to MS Office 2013 / Office 365
	Inception
	10%
	1 

	Low (2014)
	Deploy security policy changes to HQ desktop users
	Construction
	25%
	2

	
	
	
	Total Effort
	12

	
	
	
	Available Effort
	12.6

	
	
	
	Commitments
	95%


Table 1 — IT Project Status (January 2015) – cont.

Table 1d —Projects Completed in Q3/Q4 2014 
	Priority
	Project

	
	

	High (2014)
	AIS Wholesale Publications Sales & Fulfillment Module

	High (2014)
	AIS Advertising Sales Module

	High (2014)
	Improve ARRL web site performance 

	High (2015)
	Upgrade firewall at Warehouse

	Medium (2014)
	ARRL HQ LAN upgrade.
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Figure 1 Software System Design Process
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