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Introduction

Seaford contracted with Custom Computer Specialists (Custom) to conduct an Information Technology (IT)
Assessment to:

Provide an objective Identify remediation

O 1 assessment of their current 02 needs and opportunities
environment as compared for improvement

to industry standards

Assess the network Prowae IT archlt_ecture
. planning and guidance to
infrastructure and : .
: leverage the investment in
security .
all four buildings
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Assessment Process

Assessment Execution: IT Operations Consultant, Infrastructure and Security Architect

Data
Collection

Documentation review
and interviews

Follow up conversations
and eMails

Surveys and interviews

Gap Analysis

Current environment vs.
industry best practices
(ITSE and ITIL)

Maturity Model

Identification of
remediation items

Recommendations

Remedial
Training
Process

Technology
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Assessment: Efficiency Legend and Interpretation

For each domain, Custom evaluated Seaford’s current environment against
examples of low, emerging, moderate and highly efficient performance.

Low Efficiency Emerging Efficiency Moderate Efficiency High Efficiency
e |n need of * Initial stage of * Thought has been * Well planned
improvement. developing given and some * Intelligent processes are
* Apparent lack of efficiency. processes put in clo§ely managed and
planning and /or * Still generally place. refm'ed to produce
management. inefficient * Not closely continual
managed. improvements.

Emerging
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Key Findings
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Key Finding — Current Environment
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Current Seaford Environment
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"/ Tools in place, additional configuration should
\) be done
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,(/ This role/function would benefit from a
N\ dedicated (FT) resource
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"/ Task lists are maintained in central repository.
\) Workplans and portfolio management would
improve discipline
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Weekly reporting including Average Time to
Resolve, Agent Workload, Unresolved tickets, etc.

\
e/

Productivity reporting is done bi-weekly. Director
of IT does annual appraisals for each staff member.
Weekly KPls would help drive performance



EXECUTIVE SUMMARY

At a high level, the Seaford IT team does a very good job supporting the current infrastructure and Apple environment. The district is poised to
move rapidly from an Apple end-point standard to Windows/PC and will leverage the Personalized Digital Learning Initiative to drive this
migration. Key concerns which will be discussed in detail associated to this migration, include: IT Support Model, Bandwidth allocation and Device
selection.

The district has standardized on the SAMR model for Instructional Technology and has a solid plan to train and prepare the instructional staff for
the deployment of new Windows devices. We do believe the district would benefit from a dedicated resource to drive SAMR and device
training/adoption — at least for the first year of the migration.

The district recently implemented TrackIT as the IT ticketing tool for support issues. This tool is “Best in Class” and should be leveraged to
continually improve service levels. Currently, there is no explicit responsibility for assigning new tickets in the queue. While all staff members
feel responsibility for the queue, on average it takes 1.7 days for a ticket to be assigned to a technician and 5.5 days to be resolved - the Help
Desk Institute (HDI) advocates best practices as within 1 hour for technician assignment and within 48 hours for resolution.

We do believe the Technology Department should adopt a detailed strategic plan operating support plan to reflect a “sea-change” from Apple to
Windows (and a dramatic increase in end-point devices). There have been discussions around establishing a “depot repair” shop and maintaining
a 10% spares inventory, but we would recommend having a fully detailed strategy and tactical plan. Additionally, staff certification and skill
inventories and experience reflect a team focused on support of an Apple environment, a thorough support strategy will include compensating
changes to the support staff profile to ensure the Windows devices are expertly supported.

As part of this assessment, we did survey end-users from the pilot groups using both the Acer Switch Alpha 12 and Acer R-14 devices. While both
devices meet operating requirements, we were surprised to find that end-users had much more positive impressions and feedback for the R-14
device over the Switch. We will discuss those findings in more details.
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Current Environment — IT Support




Low




Low

D S Compts




Low

D S Compts




Current Environment — Instructional Technoloo
Low Emerging
—
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Success Requirements for Personalized Digital Learning




Recommendations

Support Model

02 Instructional Technology

03 Personal Device Deployment

04 Bandwidth Allocation



Recommendations — Support Model

Seaford is undertaking a dramatic change to the IT environment, both in terms of basic technology
(from Apple to Windows) and in terms of scale (adding roughly 1,000 devices each year over the next
3 years). The Technology Department must be responsible for providing a well considered plan and
approach to support the influx of new technology:

* Based upon new device counts, establish projections for increases in tickets entered (by type)
and anticipate staffing needs by Level (expectation would be a temporary spike in Level 1 tickets
shortly after device deployments, then an up-tick in connectivity related tickets that may require
a higher level skill set in Wireless). Ensure support team has requisite Windows support abilities.

* Assign explicit management responsibility for the ticket queue. Set Service Level Targets (SLT’s)
for ticket assignment to technician within 2 hours and issue resolution within 48 hours.

* Establish weekly KPI reporting regimen. Produce dashboard detailing performance against SLT’s
and distribute to administration and stakeholders.

* Develop a deployment project plan that will provide a work-breakdown structure detailing tasks,
personnel, budgets and timelines for the deployment of the “net-new” Personalized Digital
Learning devices. This plan should address lifecycle tasks:

. Procurement

. Receipt/Inventory

. Imaging

. Testing

. Distribution/Inventory

. Day 1 / Day 2 support
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Recommendations — Instructional Technology

Most K-12 School Districts struggle to balance the demands between IT Infrastructure
(networks, servers, devices and “plumbing”) and Instructional Technology. Itis rare thatan IT
Director “ticks all the boxes” on both sides of the equation. We would recommend that the
district considers taking measures to ensure that Personalized Digital Learning is fully
embraced and positioned for long-term success.

* Create a new role “Instructional Technology Administrator”. This individual will help drive
Personalized Digital Learning initiative and be responsible for providing vision and
innovation over the long-term:

17

Professional Development (ongoing)
User adoption of devices - may include development of tutorials

Innovation and Evangelism —identification and communication of software and methods to drive the
SAMR model forward

Advocate for users and Instructional staff around service levels, network performance, content filtering

Provide ongoing feedback to continually align Personalized Digital Learning with emerging needs and
issues
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Recommendations — Personal Device Deployment

The procurement, imaging, preparation and distribution of ~1,000 devices is an undertaking
that should not be underestimated. We recommend that a formal project be established to
minimize risk and ensure that the effort runs smoothly.

» Establish project plans, timelines, resource plans and labor/incidental budgets in advance:

* Identify Project Manager

* Timeline for hardware deliveries to ensure there is no backlog or slack time
* Establish inventory control policies and procedures

* Establish imaging process and procedures

* Establish distribution site(s), methodology and timelines

* Develop “care and feeding” training to equip new users to operate and care for their

device

Right People. Right Results.®
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Recommendations — Bandwidth Allocation

Industry benchmarks peg ideal bandwidth allocations per student for “1:1” environments in
the range of 100Kbps/student (edweek.org, educationsuperhighway) to 220Kbps/student
(brooking.edu).

Currently, the district leverages two ISP connections for a combined peak bandwidth capacity
of 250Mbps (which would cover approximately 2,500 users at 100/Kbps).

* Increase current ISP connections for a minimum total of 300-350Mbps
3,000 simultaneous device connections multiplied by 100kbps = 300Mbps

* Secure pricing/availability for Gigabit range ISP connections

@ Custom Computer Specialists
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Survey Results
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SRS
Survey Findings — Student Devices

e Users were asked to rate how well the device meets their needs:

Acer R-14 Acer Switch Alpha 12

26.58% “Very

o/
55.4% “Very Well well or

or Extremely

Extremely Well”
Well” U

16.5%
3.6% 38.6% °

2.4%

10.8% /"

i Not well at all H Not so well A Somewhat well
i Not well at all H Not so well A Somewhat well
" Very well " Extremely well
¥ ¥ K Very well " Extremely well
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Survey Findings — Student Devices

We compared survey responses of High School students (who took their devices
home) against Middle School students (who left their devices at school) and found

High School students had more positive feedback across the board than the Middle
School students did (both groups were issued the Acer Switch):

Acer Switch Alpha 12 — Middle School Acer Switch Alpha 12 — High School

58.6%
“Somewhat or
Very Satisfied”

48.1%
“Somewhat or

Very Satisfied”

/11.4%

10.1% _

K Neutral B Somewhat Dissatisfied H Neutral H Somewhat Dissatisfied
® Very Dissatisfied K Somewhat Satisfied A Very Dissatisfied K Somewhat Satisfied
" Very Satisfied " Very Satisfied
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Survey Findings — Student Devices

* Although both devices in the Pilot population exceed technical
requirements and would provide a solid foundation for

Personalized Digital Learning, User surveys produced some very
notable responses:

» R-14 users are generally more satisfied with their device.

» R-14 users rate the Quality and Usefullness of their device more highly
than Switch users.

» Both user groups appear to have issues with Wifi and slowness as well as
blocked sites (YouTube).

» Switch users often felt the device was heavy, had a shorter battery life and
disliked the keyboard more than R-14 users.

» Switch users stated that the Kickstand was fragile and they dislike the case.

» Switch users were more likely to express a need to be trained on proper
use of the device.

@ Custom Computer Specialists

Right People. Right Results.®



Survey Findings — Customer Service

* Respondents were asked to how satisfied or dissatisfied they
were with the Service provided by the Technology Department:

Overall Satisfaction

82%
“Somewhat or
Very Satisfied”

with Service

27%

K Very Satisfied

M Somewhat Satisfied

K Neutral

K Somewhat Dissatisfied
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Survey Findings — Customer Service

. II;eis,pondents were asked to provide any additional comments, responses
elow:

The ticket system is effective, but sometimes | have questions and really can’t get answers. It
would be great to have a person to speak to.

Perhaps a “help desk” that would take questions, concerns.
Password change difficulties need to be addressed quicker. It’s a nightmare.
The department does the best they can with the resources they have.

The network and computers are too slow. There seems to be many issues that develop, that
should be planned for on the network when hardware and software are installed. Teachers should
be consulted about the set-up before technology is installed in a room those teachers will use.

| would like more devices available for student classroom use.

Faster network, various restrictions lifted such as 1) cameras allowed on iPads, 2) apps vetted by
teachers allowed, 3) support for social media, 4) Netflix permission for instructional use, etc.

Test making software and remote access software (to the students computers) should be installed
on teacher’s computers.
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Survey Findings — Technology Challenges

* Respondents were asked to indicate the single biggest problem
or challenge in the Technology Environment:

Biggest Challenge/Problem
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Survey Findings — Technology Projects

* Respondents were asked provide a brief description of
Technology projects completed in the past 18 months:
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We finished  Security New Student Wireless Office 365  Laptops for Laptop cart
five year Video projectors, research Capstone  fortech ed
plan installation epson projects
boards,
printers
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THANK YOU
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