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To:	Jennifer Giambattista, Legislative Analyst
	King County Council

From:	John Arthur Wilson, Special Projects Manager
	King County Information Technology
[bookmark: _GoBack]

Re:	UC/Lync Action steps since February 2014

Here are some of the highlights of what we’ve done since the February 25 GAO hearing:

Top-to-bottom review of UC/Lync project, with special attention to:
· 6,334 existing users of enterprise Lync voice
· We’ve upgraded to Lync 2013 Server for greater stability and enhanced features; since then:
· Call quality issues have dropped to .35% of all Lync calls
· Dropped calls have been .36% of all Lync calls
· Microsoft says those figures are far better than their typical deployment 
· Added Premier level engineering support from Microsoft and brought Unify2, a Bellevue firm that specializes in large-scale, global deployments of UC/Lync 
· We embedded Scott Helke in the Council to troubleshoot and resolve as many issues as possible
· Scott provided individual demos to CMs who requested them
· Worked with Council IT staff on stability and reliability issues
· Fine tuned some staff configurations
· With Microsoft and Unify, we’ve been identifying systemic configuration or deployment issues and how to retool, including:
· Audio delay in call pick up  when someone answers the phone
· Dropped calls 
· Call quality
· Dialing before a phone number is completely entered
· Network reliability
· Switches and gateways, including new switching hardware that works better with Lync 2013
· Cabling, especially pulling CAT 5e wiring
· Power over Ethernet
· Documenting configuration issues so they can be permanently resolved
· Review of all current handsets and aligning devices to end user work patterns
· Replaced Polycom 300 phones for Councilmembers with Aastra 6725ip that connects directly to the network instead of your workstation
· Reviewed workgroup configurations of each Councilmember’s district staff to streamline workflow
· Firmware update of the Aastra 6725ip so it would not periodically log out
· Surveyed new phones now available, in particular the Snom 720, 
· Selected the Snom 720 (which wasn’t available when we originally deployed) for users who have high call volumes or need to regularly transfer
· In partnership with Microsoft, tested and configured 250 Snom 720’s for deployment with select users
· Exploring options to address end user comments about the Polycom phone being too light or requiring connection to the computer to operate
· Review and, where advisable, reconfiguring UC/Lync architecture and settings of existing voice clients:
· Met with Council district staff (except Hague) to review existing workflows and configurations and how we might fine tune those
· Met with Council front desk staff to see how we might reconfigure their set up and perhaps install the Snom 720 with the additional multi-line console
· Met with Superior Court courtroom and SC IT staff to discuss UC/Lync issues, configurations, use of response groups, and troubleshoot topics
· Identified issues around use of response groups
· Identified non-Lync related issue such as use of single Active Directory accounts by multiple people
· Discussed deployment of Snom phones where appropriate
· Discussed masking of numbers and complexity of voice policies
· Met with FMD to discuss facility issues around use of conference call audio and UC/Lync
· Walls in Superior Court were opened up for seismic retrofitting but weren’t fully closed – creating channels for sound transmission
· Noise-cancelling on the Polycom conference phone is so sensitive that it picks sounds in adjoining courtrooms or offices, such as when a photocopier is run and when metal blinds in an office brush together because of the HVAC
· Met with Court Commissioner Velategui to discuss his issues, including use of a conference phone, dropped calls, and physical design of handset
· We are looking at difference devices for conference calls that might work better in his physical space.
· We tracked a recent peer-to-peer call that was reported dropped and believe it may be because background sound is so low that one of the callers may have inadvertently thought they’d been disconnected and hung up
· We offered Commission Velategui a simple, adjustable shoulder support that would allow him to more comfortably cradle the handset
· Met with the Assessor’s Personal Property team and DOA LAN administrator to resolve headset issues and vendor-set configuration errors for call audio
· We drafted, circulated to Councilmembers VonReichbauer and Dembowski and central staff, and sent out a countywide UC/Lync survey.
· We got 1,200 respondents, including scores of open ended comments and about 70 people who identified themselves so we follow up
· Survey showed satisfaction with UC/Lync Voice was roughly two-to-one positive
· In the case of other Lync features – Instant Messaging, Presence, Voice Mail through Outlook, setting up Lync meetings or conference calls – satisfaction ran as high as 92%
· No showstoppers were identified by respondents
· The greatest areas for customer satisfaction improvement were around Lync Voice, including:
· Dropped calls
· Call quality
· Audio delay when a line is picked up
· Response Groups
· Type of device
· We wanted to accomplish several things with the survey:
· Set customer satisfaction benchmarks so we could identify areas for improvement
· Delineate a path forward that would help us better align training offerings for IT staff and end user learning styles 
· Show an deployment route that would make it easier for users to adapt to UC/Lync, increase customer satisfaction, and reduce the number of service tickets at the Tier 3 level
· Unify2 reviewed the results with us, and said the issues identified by King County staff closely matched customer comments they’ve seen in other deployments in both the private and public sectors
· One of the key things the survey underscored is the importance of training – for both IT staff and end users
· Unify2 says there are training opportunities for our IT staff to learn some of the specialized configuration protocols that will help optimize Lync 2013 to the King County IT environment
· For example, we want to provide new UC/Lync training to our Telecom staff so they acquire new skills while leveraging their knowledge of the legacy phone systems across the County
· End users show a wide range of learning styles so no one training delivery method is going to work
· KCIT is implementing more interactive training modules
· Microsoft is delivering additional online training
· Unify2 has a proven training methodology that we also plan to implement
· Training is a cornerstone to successful deployment and utilization of UC/Lync
· Expanding the knowledge pool of KCIT staff means we can deploy more effectively and troubleshoot system issues more quickly
· End user training lowers hurdles to adoption, helps introduce UC/Lync features in a logical order, and improves customer satisfaction by lowering frustration while increasing productivity
· We already have some new training methods underway and will be implementing more in the weeks ahead.
· We have examined the remaining locations and types of deployments to determine alignment with project scope, schedule and budget
· We’re finalizing a new model for deployment designed to allow us to install enterprise Lync voice at a faster pace with less need for custom configurations
· We are standardizing configurations, on such items as caller ID masking, to simplify configurations while reducing the risk from too many specialized settings
· We are reviewing end user business requirements to better align them with the right device for voice
· We are upgrading select network hardware to improve Lync platform stability, reliability, and introduce system enhancements, such as “comfort noise” to avoid mistaken impressions that the call has been dropped 





UC/Lync Customer Satisfaction by feature option







UC/Lync Use of KCIT Service Center







What UC/Lync Customers want to learn more about





UC/Lync Budget Information

Total project budget $18,585,050.
LTD per the last expenditures report received = $11,322,765
Funds remaining $ 7,262,285
 
Q1 spend plan reflects an expected $1,293,953, where actuals reflect $562,984.
· We’re interviewing to fill one Deployment Lead position and managing our large site deployment schedule with the two DLs.
· We don’t plan to hire a full time BA back on the project, but will pull from KCIT BA resources as that appears to be a needed skill, based on the specific deployment.
· We’re drawing phones from our current hardware pool, so not seeing purchases hit in Q1, but April/May should reflect around $51K in phone purchases for upcoming deployments.
· We will see $162,033 for hardware will show up in April expenditures, for a Network Switch and some new server hardware for the SuperTAP testing.

Sites already deployed include:
“Chinook 401 5th Ave”
“Radio Comm Shop (RCS) 855 s 192nd St #1000 Seattle”
“Sabey 3355 S 120th PL, Tukwilla”
“Precinct 2 – Sammamish 801 228th AVE SE, Suite 202 Sammamish”
“Brightwater 22509 SR 9 Woodinville WA (includes East Satellite Construction 12503 Bel-Red Rd)” <actually 2 sites.
“DPH Greenbridge 9942 9th SW Seattle”
“DPER move to Black River 900 Oakesdale, Renton”
“Admin Bldg (Risk Mgmt, CID, Assessor, RALS, BRC) < 5 cuts/moves to date.
“Auburn 340 E Main St 101 Auburn”
“King Street Center (KSC) 201 S JACKSON ST, SEATTLE, WA 98104”
“Regional Justice Center (MRJC) 401 4TH AVE N, KENT, WA 98032”
“King County Courthouse (KCCH) 516 3RD AVE, SEATTLE, WA 98104”
“KC Elections (Early Adopters) 919 S GRADY WAY, RENTON, WA 98057”
"Auburn Public Health   901 AUBURN WAY N Auburn"
"Yesler Building 400 Yesler Bldg, Seattle 98104" (KCSO & DAJD)
"Marine Divison 801 Alaskan Way - Pier 50 Seattle, WA 98104"
"Burien Dist Court 601 SW 149th St, Burien, WA 98166"
"Bellevue Dist Court 585 112th Ave.  S.E Bellevue WA"
"Issaquah Dist Court 5415 220th Ave. S.E. Issaquah, WA 98029"
"Marine Division - Pier 48 201 Alaskan Way S.Seattle"
"Shoreline Dist Court 18050 Meridian Ave. N. Shoreline, WA 98133"
"Redmond Dist Court 8601 160th Ave. N.E. Redmond, WA 98052"
"Department of Permitting and Env Review (DPER) 35030 SE Douglas St., Ste. 210, Snoqualmie"
"King County Aquatic Center 650 SW Campus Dr, Federal Way"
“Kent Animal Control Shelter” (Early Adopters)
"West Point Jameson 2501 W Jameson & Arc Weld 4228 24th W" <actually two sites here)
"South Lake Union Streetcar Barn (SLUB) 318 Fairview Ave N Seattle"
"Burien PD & KCSO Precinct 4 @ Burien   14905 6th Ave SW Burien WA 98166"
"Orcas Bldg 707 S Orcas"
"Vashon Substation @ Vashon Comm Svc Cntr 10011 SW Bank Rd, Vashon WA 98070"
"Precinct 3 - Maple Valley 22300 SE 231ST ST, MAPLE VALLEY, WA
"Federal Way Public Health 33431 13th Place S Federal Way"
"Worksource Renton 500 SW 7th Renton "
 
Remaining sites we’re listing as LARGE:
DPH North Public Health & dental        10501 MERIDAN AVE N, SEATTLE, WA 98133
Public Health - Northshore      10808 NE 145TH ST, BOTHELL, WA 98011
DNRP Renton (South) Treatment Center    1200 MONSTER RD SW, RENTON, WA 98057
DOT South Campus        11911 - 12200 EAST MARGINAL WAY S, STE 100, SEATTLE, WA 98168
North Facilities (Lake Union/Tank Farm)  12525 STONE AVE N, SEATTLE, WA 98133
DNRP Canal Place        130, 150 W NICKERSON ST, SEATTLE, WA 98109
DNRP - West Point Treatment (street aka Discovery Park Blvd).   1400 UTAH ST W (aka Discovery Pk Blvd), SEATTLE, WA 98199
Public Health – Eastgate        14350 SE EASTGATE WAY, BELLEVUE, WA 98007
Cedar Hills Landfill    16645 228TH AVE SE, MAPLE VALLEY, WA 98038
DOT Bellevue Base       1975 124TH AVE NE, BELLEVUE, WA 98005 
DOT East Transit Base   1790 124TH AVE NE, BELLEVUE, WA 98005 
Public Health Downtown  2124 4TH, SEATTLE, WA 98121
DOT Metro North (Base, Ops & Maint)     2160, 2310 N 163RD ST, STE 100, SHORELINE, WA 98133 
Environmental Lab       322 W EWING ST, SEATTLE, WA 98119
RCECC, King County Sheriff, PSAP        3511 NE 2ND ST, RENTON, WA 98056
Columbia Health Center  4400 37TH S, SEATTLE, WA 98118
King County Admin Bldg (4th Ave entry)  500 4TH AVE, SEATTLE, WA 98104
Assessor @ Black River  900 - 1000 OAKESDALE AVE SW, RENTON
KC Elections (beyond Early Adopters) 919 S GRADY WAY, RENTON, WA 98057
DOT Central/Atlantic Campus     (at 7 different addresses)
 
Remaining sites we’re listing as Medium:
KC 4 Cultural Services  101 PREFONTAINE PL S, SEATTLE
Renton Health (incl dental) @ new site  10700 SE 174TH ST, STE 101, RENTON, WA 98055
Youth Services Center (Tower)   1211 E ALDER ST, SEATTLE, WA 98122
DOT Ryerson Base         1220 4TH AVE S, STE 100, SEATTLE, WA 98134
DOT TCC/LCC     1263 6TH AVE S, SEATTLE
PH - Environmental/Kent East Hill Health        13210 SE 240TH ST  FMD Moving to: 25742 104th Ave SE, Kent, WA  98030
Jefferson Bldg (PAO, SC, DJA) (SCRAP)   1401 E JEFFERSON ST, SEATTLE, WA 98122
DOT Van Distribution Center      18655 NE Union Hill Rd
Kent Regional Animal Shelter (beyond Early Adopters)    21615 64TH AVE S, KENT
DOT Power Dist Radio Maint HQ   2255 4TH AVE S, SEATTLE, WA 98134
Renton Health (incl dental) @ old site  3001 NE 4TH ST, RENTON, WA 98056
DNRP Renton Parks Shop/Office & DOT Vehicle Surplus     3005 NE 4TH ST, RENTON, WA 98056
Pacific Bldg Seattle (KCSO CIU Move from KCCH)  720 3RD AVE, SEATTLE
DPH Prosecuting Attorney's Office - Child Support       724 W SMITH ST, KENT
DOT Transit Accessible Services @ Exchange Bldg 821 2ND AVE, SEATTLE, WA 98104
 
Remaining sites we’re listing as Small:
DPD NDA Division        1109 1ST AVE, SEATTLE, WA 98101
KC Metro Transit - Employee Parking Garage      1233 6TH AVE S, SEATTLE
DOT (Veh Ctr) and KCSO Prec #6 (KCIA)   1301 - 1333 Airport Way S, Seattle
Juv Probation Bellevue  13680 NE 16TH ST, STE 200, BELLEVUE, WA 98005
DPH - Clinical Services and Health Access (Kent) 206-296-4500   1404 CENTRAL AVE S, KENT
DOT Roads Division - Renton     155 MONROE AVE NE, RENTON, WA 98056
DNRP - Bow Lake Transfer Station        18710 - 18800 ORILLIA RD S, TUKWILA, WA 98188
DOT Roads Cadman        19101 NE UNION HILL RD, REDMOND, WA 98053
DCHS/MHD Dutch Shisler Sobering Center  1930 BOREN AVE, SEATTLE, WA 98101
DOT Roads - Black Diamond       20827 SE AUBURN BLACK DIAMOND RD, AUBURN, WA 98092
DOT Roads Summit        22801 SE 272ND ST, MAPLE VALLEY, WA 98038
DOT - Star Lake Roads   26701 28TH AVE S, KENT, WA 98032
PH Lab & ITA Courtroom at Harborview Med Cntr   325 9TH, SEATTLE, WA 98104
Metro Westlake Customer Shop @ Westlake Center  401 PINE ST, SEATTLE
DPD Kent (ACA & SCRAP)  420 W MEEKER ST, KENT, WA 98032
KCSC Renton Probation  @ Plaza 451 Suite 200    451 SW 10TH ST, RENTON, WA 98055
KCSO - Property Management Unit @ Barclay Dean Bldg     4623 7TH AVE S, SEATTLE, WA 98108
DNRP Renton - DCL Recycling & Disposal  550 MONSTER RD SW, RENTON
DNRP - Marymoor Park    6046 W LAKE SAMMAMISH PKWY NE, REDMOND, WA 98052
KC International Airport (at 7 different addresses)
KC Medic One    7064 S 220TH ST, BLDG 9, KENT, WA 98032
DPD TDA Division        810 3RD AVE, SEATTLE, WA 98104
Sharing a file or desktop to collaborate with a colleague	Scheduling Lync meetings	Giving or taking control of a shared desktop	Attending online meetings that others schedule and set up	Recording Lync meetings	Escalating an instant message to a call or share	Watching Lync recordings	Using Lync to dial your personal contacts and send a voice message	Using a webcam to video chat with someone	Utilizing audio provided by Lync for your meetings (via your PC)	Checking your voice mail messages from your inbox	Searching for a Lync contact	Initiating an instant message	Accepting an instant message invite	249	228	198	198	186	156	156	150	144	141	131	87	75	69	
Satisfied	Instant Messaging	Online Meetings	Presence Status	Conference Calls	Voice Messages	Video Conferencing	Lync Mobile App	Lync phone for voice calls	0.92203389830508498	0.85378590078328997	0.84958506224066399	0.84329896907216495	0.80592105263157898	0.75543478260869601	0.68965517241379304	0.68662674650698596	Dissatisfied	Instant Messaging	Online Meetings	Presence Status	Conference Calls	Voice Messages	Video Conferencing	Lync Mobile App	Lync phone for voice calls	7.7966101694915205E-2	0.14621409921671	0.15041493775933601	0.15670103092783499	0.19407894736842099	0.24456521739130399	0.31034482758620702	0.31337325349301398	


Always	Sometimes	Rarely	86	92	55	Always	Sometimes	Rarely	42	125	56	Always	Sometimes	Rarely	8	27	16	
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