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Structural Analysis Project
Project Charter
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Prepared By: Radio Project Office
Date of Publication:  09/20/2007
Introduction
The Maine State Communication Network (MSCommNet) Program will provide a Statewide Land Mobile Radio (LMR) Voice Communication System replacing current departmental systems for State Public Safety and Public Service users.  It is anticipated that this will be a multi-phased program.  Phase I, Phase II, and Phase III have been defined.  Each of these program phases will be defined as projects that may also include phases.  Currently two phases have been completed.  Phase I:  “MSCommNet System Design Engineer Procurement” of the MSCommNet program was completed and provided the procurement process that culminated in a contract for Phase II.  Phase II: “MSCommNet System Design” provided engineering and consulting services for the communication system replacement and resulted in the August 14, 2006 “Statewide Radio and Network System Final Report”.   Phase III: “MSCommNet System Deployment Preparation” includes the following in progress and planned projects: i) “Systems Integrator Procurement”, ii) “Structural Analysis” (this project), iii) “Infrastructure Sites Land Acquisition” (ISLA), iv) “2006/2007 Construction Season” Project, v) “Frequency Management”, and, Project vi) “Outreach”.  The future Phases IV and V are “MSCommNet System Deployment” and “MSCommNet System Operations” respectively.
The MSCommNet “Structural Analysis” Project will provide a structural analysis of selected existing MSCommNet towers to determine if their TIA-222-G capacity is exceeded for: a) their existing antenna load, and, b) for the additional MSCommNet load. This information will be utilized in determining the related existing tower upgrade scope implications for the MSCommNet Program.
Project Goals and Objectives

The Goal of this project is to provide a current load capability evaluation of selected existing State/MSCommNet towers.
At the conclusion of the Project the State will have detailed, P.E. certified/stamped, report containing schematic drawings with reference of true north for tower legs, photographs, calculations and descriptions of the following: 

· Existing tower condition. 

· Identification of any defective members observed. 

· Methodology and acceptance criteria used in the analysis. 

· Capability of the tower to support the proposed loading. Identification of existing and future capacity of each tower section. 

· General recommendations regarding reinforcement, if required. 

· Identification of preventative maintenance and associated timelines. 

· Note any FCC registrations tags found at the site 
Project Sources of Funding
A statement of what the funding source for the project will be:

· State
________100%____

· Federal % ________________

· Blended Federal % _________

· Other %__________________

Project Management Approach

The Contractor (Macro) will provide to the State engineering, project management, and quality assurance, for the structural analysis of various existing, new, and modified, land mobile radio towers identified for use in the Maine State Communications Network (MSCommNet), this tasks includes management (and Project Management) of the work performed by it’s sub-consultant, All-Points Technology Corporation.  

Macro will manage the project according to the Project Management Protocol Website which is fashioned after PMI project management methodology.  The RPO Project Manager will manage the project from an OIT perspective including the interface with the OIT and the internal project team reporting to the RPO and to the Executive Project Sponsor.

Scope Statement 
Macro, in conjunction with its sub-consultant, All-Points Technology Corporation, P.C., a structural engineering firm certificated to practice in the State of Maine, will perform a structural analysis of, and prepare and submit to the State a consequential, P.E.-stamped report for, each of the sixteen (16) MSCommNet radio towers listed in the Agreement with the State, plus up to five additional towers at the State’s direction. Tasks 1 through Task 3 will be completed for each tower:

Task 0 – Initiation: prepare, negotiate, and place sub-consultant under contract.  Incorporate task order to project work plan.

Task 1 – Coordination: work with the State to visit and gather all information available from each tower location needed to complete a structural analysis report.

Task 2 – Inspection/Analysis/Report:

· Travel once to each tower location

· Climb, perform inspections and measurements, and assess condition assessment, of each tower or structure identified in the attached Table.

· Include type, make, and model number of tower in report if identifiable. 

· Condition assessment, mapping, and analysis shall be performed in compliance with TIA-222-G  and current FAA, FCC and OSHA rules. 

· Precision GPS identification of latitude and longitude coordinates, and elevations, noting measurement accuracy experienced during visit.

· Verification of existing drawings/reports of the tower, if provided. 

· Photo-documentation of existing conditions for each site. 

· Computational structural analysis of each tower with existing and proposed antennae, mounts, transmission cables, lightning arrestors/grounding, lighting, and other equipment mounted.

· Evaluation of tower foundations/guy anchors to support the proposed loads if drawings on their design or construction are provided.

· Statement of overall condition of tower, foundation, guys, concrete and any areas of concern. 

· Identification of all existing transmission lines with respect to diameter and location. 

· Identification of existing antennas with respect to size, location and mounts. Note model numbers if possible. 

· All calculations/computations will be performed by a Professional Engineer (P.E.) licensed in the State of Maine.

Task 3 – QA: Review structural analysis report for compliance to contract, and accompany submittal of final report with executive statement summarizing the conclusion(s) expressed therein.  Submit P.E.-stamped report with attached executive summary cover statement to the State via electronic mail.

WBS

Appendix A presents the high level project Gantt Chart. 
Major Milestones

	Milestone / Task Name / Deliverable
	Baseline Start
	Baseline Finish

	Change Order accepted by State
	3/19/07
	3/19/07

	Prepare & Execute APT Subcontract
	
	4/13/07

	Schedule & Complete Survey of Initial Sites
	
	4/27/07

	Prepare & Submit Initial Site Reports
	
	5/25/07

	State Review
	
	6/12/07

	Initiate Tower Surveys
	
	8/2/07

	Complete S/A Reports & submit to State
	
	8/23/07

	Additional Tower Analysis @ State Request
	
	7/18/07


Field work start dates based on site access conditions and equipment availability.
These milestones will be used for completing the Milestone Status Document and for monthly status reporting. 

Budget Estimates

The Budget is presented below for the Macro contract.
	Deliverable
	Budget Cost

	Macro Agreement
	$95,120.00


Scheduled Start and Finish Dates

See Major Milestones above.

Roles and Responsibilities 
The MSCommNet Program Organization Chart presented in Appendix B provides a overview of the overall Program Management structure and the role of the “Structural Analysis” Project within the Program structure.

The following presents the key role, assigned personnel, responsibilities.

Project Sponsor:  The Project Sponsor is Greg McNeal. The Project Sponsor has overall project responsibility including: issue resolution, risk mitigation, deliverable and scope change approval and, contract and MOA signatures.  The Project Sponsor will obtain approval for capital expenditures and will Chair the Steering Committee.  

Executive Sponsors/Steering Committee Members:  The Steering Committee is an as needed resource and will participate at the monthly status meetings.  They will provide the overall strategic direction for the program and this project.  They will provide program and project funding and high level direction.  The Steering Committee members will champion the program and project within their organizations.  The success of the program will be determined by the Committee.  Greg McNeal is Chair of the Executive Sponsors Committee and Dick Thompson is Chair of the Statewide Radio Network Board.

MSCommNet Program Manager:  The MSCommNet Program Manager is a yet to be filled full time role (Lavana Snyder is currently performing the role of acting MSCommNet Program Manager).  The MSCommNet Program Manager will have overall strategic, day to day operational and financial responsibility for all aspects to the MSCommNet Program and it’s various sub-projects.  Reporting to the PMO with matrix responsibility to the Project Sponsor, the direct responsibilities/accountabilities of this role include the management of all Program development and implementation processes including:  system design, funding, frequency management, risk management, procurement (RFPs, Contractor selection, contract negotiation), system implementation, commissioning and transfer to service, user implementation and training, operational network management and administrative systems development and implementation, contract management, budget management and control, and, project communications. The MSCommNet Program Manager will facilitate the approval of all deliverables and expenditures. The RPO Program Manager will report to this position.

Project Technical Lead:  The Project Technical Lead is Shawn Romanoski, he will have overall project technical responsibility providing guidance and decisions with respect to technical and post implementation operations matters and final technical approvals.

RPO Program Manager:  The RPO Program Manager is Lavana Snyder, she will lead the overall planning and management of the project and report to the MSCommNet Program Manager.  All project managers within the program report to this position.  .  The RPO Program Manager will assume the role of Contract Agreement Administrator for this project.

RPO Project Lead: The RPO Project Lead will be Rodney Littlefield, he will be responsible to provide project management leadership and administrative support to the Project.  This position reports to the RPO Project Manager.

Macro Procurement Support:  Macro Corporation has been engaged as the prime contractor for this project and in conjunction with their subcontractor provides engineering, project management, and quality assurance, for the structural analysis of various existing, new, and modified, land mobile radio towers identified for use in the Maine State Communications Network (MSCommNet).  This engagement includes technical, procurement and project management support roles.  Ivan G. Pagacik will be technical prime and Derek Brown will be procurement and project management prime on behalf of Macro.  

Macro Subcontractor: All-Points Technology Corp. (APT) will perform the structural analysis, including site visits and tower climbs and inspections as necessary, computational analysis, and the preparation and submission of State of Maine Professional Engineer stamped reports.  This work will be performed under Macro’s direction.  Rob Adair will be technical and project management prime on behalf of APT.
 Technical Build Out (TBO) Team:   TBO Team members will be part-time resources available as needed.  They will be expected to attend team meetings, and under the direction of the RPO Project Manager work with Macro and the xwave Project Management Support resource to support preparation of any materials or information requested or undertake any roles that are required for the full and timely completion of the Project Deliverables.  They will also be expected to inform the RPO Project Manager of issues, scope changes, risk and quality concerns.  They will proactively communicate status to the RPO Project Manager and help manage expectations for those on the project and those not actively involved in the Project.  The TBO Members are: Rodney Littlefield (RPO resource), Joe Grimmig (RPO resource), Mark Poole (RPO Resource), Dolph Holmes, Major Ray Bessette, Tim Doyle and Bill Plante.
Risk Management Plan

In consideration of the relatively small size (<$100,000.) and straight forward nature of this Project, a separate risk management plan has not been prepared.
Subsidiary Management Plans

Indicate the subsidiary management plans that are available or date that the plan will be available. Provide the review process that will be used for each plan.
N/A

· Scope Management Plan:


Available: ________ 
Date Available ________
Review Process: 
A change order process is utilized to manage Project scope.
· Work Plan and Budget Management Plan:

The Project Manager utilizes the following tools to manage the Work Plan and the Project Budget:
1. Macro prepared bi-monthly Project Status Reports. 
2. Ongoing daily dialog as required with Macro on progress and issues.

3. Ongoing “Monthly Project Status Report” preparation and issue (See Appendix C for an Example).
· Quality Management Plan:

Project Deliverable Quality is managed and maintained by the following processes:
1. TBO input on the preparation of each Agreement with Macro and selection of sites.

2. Inclusion in the Agreement with Macro of a Quality Assurance review and reporting step for each tower analysis including the requirement that each report be stamped by a State of Maine licensed Professional Engineer.
·  Communications Management Plan:

See Appendix D presets the “Organizations Affected or Impacted” and Appendix E presents the “Communications Management Plan”
· Document Management Plan:

Available: ________ 
Date Available ________
Review Process: 

1. Final Copies stored on R-drive with password and read only security.
· Issue Management Plan:

See Appendix F for a sample of the Issue Log created and utilized for this project.
· Metric Management Plan:

Available: ________ 
Date Available ________
Review Process: 

Monthly Project Status Report actual vs baseline reporting.
Project Approvals

Richard Thompson




___________________________________
Project Executive Sponsor 


Date

Greg McNeal





___________________________________
Project Sponsor



Date

Shawn Romanoski




___________________________________

Project Technical Lead


Date

Mary Silva





___________________________________
Project Director



Date

Lavana Snyder




___________________________________
Program Manager



Date
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Task Name

Planned / Actual

Start

Planned / Actual

Finish

1

Contract Amendment released

Tue 11/14/06

Tue 11/14/06

2

3

Macro Phase II Support Program (MSCommNet Project)

Sun 9/10/06

Mon 3/3/08

124

WBS 3.1.5 - Tower Structural Engineering

Reports (Change Order)

Mon 3/19/07

Tue 9/25/07

125

Change Order accepted by State

Mon 3/19/07

Mon 3/19/07

126

Prepare & execute APT subcontract

Mon 3/19/07

Fri 4/13/07

127

Phase 1 - Sixteen (16) "Named" Tower Sites

Mon 4/16/07

Wed 9/5/07

128

Schedule and complete survey of initial sites (1

tower site / 1 fire tower)

Mon 4/16/07

Fri 4/27/07

129

Prepare & submit stamped tower structural

reports (2)

Mon 4/30/07

Fri 5/25/07

130

State Review

Wed 5/30/07

Tue 6/12/07

131

Initiate tower surveys on balance of sites (14)

Tue 5/29/07

Thu 8/2/07

132

Complete stamped structural analysis reports &

submit to State (14)

Tue 6/19/07

Wed 9/5/07

133

Phase 2 - Five (5) Additional Tower Analyses

@ State's request

Tue 5/1/07

Tue 9/25/07

134

Granite Hill

Tue 5/1/07

Wed 7/18/07

135

Survey

Tue 5/1/07

Wed 5/2/07

136

Report

Mon 6/25/07

Wed 7/18/07

137

Cooper Mtn

Mon 8/6/07

Tue 9/25/07

138

Provide current report

Mon 8/6/07

Mon 8/6/07

139

Provide balance of needed data missing from

current report

Thu 8/9/07

Tue 9/4/07

140

Report

Wed 9/5/07

Tue 9/25/07

11/14

3/3

Apr

May

Jun

Jul

Aug

Sep

Oct

Nov

Dec

Jan

Feb

Mar

Apr

May

Jun

2007

2008
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Appendix C
MSCommNet – Phase III Structural Analysis

Monthly Project Status Report

Name of Agency:        Office of Information Technology
Name of Project:         MSCommNet – Phase III Structural Analysis
Project Description:    Structural Analysis – State owned towers not being replaced
Major Milestone:        MSCommNet – Phase III
Schedule Status

	 Deliverables
	Baseline Finish
	Schedule Finish
	Actual Finish

	Change Order accepted by State
	3/19/07
	3/19/07
	3/19/07

	Prepare & Execute APT Subcontract
	4/13/07
	4/13/07
	4/13/07

	Schedule & Complete Survey of Initial Sites
	4/27/07
	4/27/07
	4/27/07

	Prepare & Submit Initial Site Reports
	5/25/07
	5/25/07
	5/25/07

	State Review
	6/12/07
	6/12/07
	6/12/07

	Initiate Tower Surveys
	8/2/07
	8/2/07
	8/2/07

	Complete S/A Reports & submit to State
	8/23/07
	8/23/07
	

	Additional Tower Analysis @ State Request
	7/18/07
	TBD 9/30/07
	

	Granite Hill
	7/18/07
	7/18/07
	7/18/07


Budget Status

	Project Budget
	Actual to Date
	Estimate at Completion

	$
	Hrs.
	$
	Hrs.
	$
	Hrs.

	$95,120.00
	
	$14,200.00
	
	$95,120.00
	


Highlights, Accomplishments, Significant Events since Last Month

1. All site visits completed.

2. Twelve (12) of eighteen (18) reports received.  Six (6) pass with current load, five (5) pass with current and planned load.

3. Project to be completed by September 30, 2007.

4. Next steps to be determined: Move tower improvements to Systems Integrator or initiate State managed project.
Major Issues/Scope Change/Risks (Include Description of Impact and Resolution)

1. Contract expires before all decisions concerning need for S/A are discovered

2. Weather does not permit Helicopter sites to be surveyed timely

3. Resources to provide loading of project and entities

4. Identification of entities and determination of their load

Circle the color based on the instructions.
GREEN
YELLOW
RED
 

Report Prepared By: ______Lavana Snyder
_________
Prepared On: 8/31/2007
Appendix D 

Organizations Affected or Impacted:

The impact of this project on other organizations needs to be determined to ensure that the right people and functional areas are involved and communication is directed appropriately.

	Organization
	How Are They Affected, or How Are They Participating?

	State Agency/User Departments


	Affected:  Upgrade or replacement of selected existing mobile radio system towers.  This will result in improved site reliability.
Participation:  Senior and mid management participation in the Statewide Radio Network Board and Steering Committee respectively (approvals and guidance at various stages).  Technical prime participation on the Technical Build Out (TBO) team (providing advice to the bidder response processes, proposal evaluations and contract negotiations).  Agency/Department cooperation/partnership in documenting lease and/or ownership of their towers and associated land including and land use obligations.

	
	

	OIT – Radio Services
	Affected:  Implementation will require:  contractor site access coordination and supervision.  
Participation:  Project Technical Lead and Operations resources.

	OIT – RPO
	Affected:  Implementation will require:  contractor site access coordination and supervision, managing selection of optional tower sites for analysis, review of reports, determining next steps.  

Participation:  Project Manager prime in managing the process with support from staff and Macro.

	State Legislators
	Affected:  Improvements in Public Safety and Public Service delivery to constituents, possible focus of supplier and other stakeholder lobbying activities.

Participation:  Funding. 

	Mainers
	Affected:  Improvements in Public Safety and Public Service delivery.

Participation:  No direct participation anticipated.


Appendix E
Communications Management Plan
	Communication

Item
	Description
	Purpose
	Frequency
	Media
	Audience
	Responsible Individual
	Distribution

	Document Repository
	Project Documents (e.g. Status Reports, meeting minutes, plan, etc.) will be stored in the Project Office
	Utilize an automated document-sharing tool to store deliverable documents and project records.  The repository is primarily for the use by the MSCommNet management team. 
	Ongoing
	LAN Based:  Shared R: Drive


	MSCommNet 

Project Team Members
	MSCommNet

Program Manager
	MSCommNet Project Team

	Statewide Radio Network Board
	Agenda TBD By Executive Sponsor


	Determined by Statute
	Quarterly
	Meeting quarterly
Minutes will be taken posted on Web
	Radio Board
	CIO
	Radio Board Members

	Status Meeting

MSCommNet Steering Committee
	Project Status Meeting

The MSCommNet Project Manager will announce the location and conference call information for the meeting.
	Focus on Executive level information

Review: 

· Workplan

· Accomplishments

· Upcoming Tasks

· Resources

· Issues
	Monthly
	Meeting  


	MSCommNet Steering Committee
	MSCommNet OIT Sponsor
	MSCommNet Steering Committee

	Meeting Minutes


	Meeting Minutes from Steering Committee meeting
	Update Executive Sponsors/Steering Committee
	Monthly
	Distribute via email to MSCommNet Steering Committee
	MSCommNet Steering Committee
	MSCommNet Program Manager
	MSCommNet Steering Committee

	 Macro Corporation Status Report
	Project Status Report: Written document that describes project activities for the prior reporting period and planned activities for the next reporting period.
	Describe the accomplishments and activities, project issues and anticipated project plan challenges from the previous reporting period.

Review:

· .Workplan

· Accomplishments

· Upcoming Tasks

· Scope/Schedule Variances

· Risks
	BI-weekly 
	Distribute via email to MSCommNet project manager in MS Word 2000 format.

	MSCommNet 

Project Team Members 
	MACRO Project Manager 
	MSCommNet Project Team

	User / stakeholder & public communications
	High level description of program / project progress, benefits, timelines, etc.
	Keep interested parties in the user community and public aware of Program / Project progress.

Establish single point of contact for inquiries.  

Develop information / message collateral
	Monthly
	Update MSCommNet website.  Appoint SPOC/ spokesperson

Develop and maintain project overview, FAQs, etc.
	Departmental User Community, Public
	Project Manager
	Intranet/Internet

	Structural Analysis 
	Project Status Report: Written document that describes project activities for the prior reporting period and planned activities for the next reporting period.
	Describe the accomplishments and activities, project issues and anticipated project plan challenges from the previous reporting period.

Review:

· .Workplan/RFB Status

· Accomplishments

· Upcoming Tasks

· Scope/Schedule Variances

· Risks
	Monthly 
	Distribute via email to MSCommNet project manager in MS Word 2000 format.


	MSCommNet 

Project Team Members 
	MACRO Project Manager
	MSCommNet Project Team

	Structural Analysis 
	Tower Analysis Reports:  Written reports describing the current condition of the tower, it’s % of capacity with current and planned load
	To facilitate State tower upgrade or replace decisions for existing State owned towers to be used by the MSCommNet system.  Next steps to be determined.
	On time reports
	Distribute via email to MSCommNet project manager in MS Word 2000 format and paper


	MSCommNet 

Project Team Members 
	RPO Project Manager and assigned resources
	MSCommNet Project Team


Appendix F

	Issue Tracking  & Management Form

MSCommNet Program

	
	Issue # 1

Issued by: 



	Issue Date:  
	
	


Issues:


	Item#
	Priority

Rank

(H, M, L)
	Issue and/or Action Item + Updates
	Date entered
	Prime
	Status / Notes (by date)

	1. 
	
	
	
	
	

	2. 
	
	
	
	
	

	3. 
	
	
	
	
	


State of Maine Confidential

