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[bookmark: _GoBack]ColdFusion v9 - Migration Project       Status Period: 8/22-8/26/2011
	
	

	Customer:  CIT 
	Project Sponsor: Nancy VanOrman – changed from Dave Koehler

	Project Manager: Nathan Reimer
	Project Director:  Donna Taber

	
	Key Customers:  ColdFusion 7 Customers

	Start Date:  June 5, 2010
	End Date: August 31, 2011 TBD

	Objective
The goal of this project is to migrate customers from MSCF v7 to ColdFusion v9 hosting environment. 
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	Project Status:   
	
	No major issue(s)
	
	 Cautionary issue(s)
	
	 Critical issue(s)



	[bookmark: Changes]Yes
	No
	Status Summary (explain if "yes" is checked)

	
	[bookmark: Y3][bookmark: Y2]
	Have the objectives in the Phase or Project Plan changed?

	
	
	Have the assumptions in the Phase or Project Plan changed?

	
	
	Have the deliverables in the Phase or Project Plan changed?

	
	
	Are there significant changes to Scope requested?

	
	
	Are there any major issues?

	
	
	Is the project impacted by external factors?

	
	
	Will the deliverables fail to meet specifications?

	
	
	Are there business sponsorship issues?

	
	
	Are there any problems affecting the project team's ability to perform the work?

	
	
	Does the actual time expended to date vary significantly (>10%) from the project plan?

	
	
	 Are there resourcing problems?

	
	
	 Is a deliverable/milestone about to be missed?

	
	
	 Will the approved budget be overrun?
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	[bookmark: OLE_LINK1][bookmark: OLE_LINK2] Will the benefits or projected savings not be realized?

	Explanation of checked items:
For every item answered “yes”, give a brief explanation.

	1. End date of Aug. 31 was arbitrary picked but due to various delays that is no longer attainable. No new date has been set yet.
2. Removing SVN was implemented May 11, 2011
3. Some customers have expressed unwillingness to migrate until v9.0.1 is installed. We need a plan and timeline on upgrading existing VMs.
4. CUWebAuth issues listed below are preventing some applications from migrating
5. Fedora issues are preventing some applications from migrating




Project Milestones and Key Deliverables
	Milestone Report
	Start Dates
	Completion Dates

	
	Planned
	Actual
	Planned
	Actual

	Environment ready for customers
	05/01/10
	05/01/10
	05/15/10
	06/05/10

	Site migrations started
https://confluence.cornell.edu/x/16dpBw
	06/01/10
	06/01/10
	
	

	www.cornell.edu went live in CF9 
	
	
	
	01/11/11

	Environment ready for customers with SVN issues resolved
	
	
	
	05/11/11

	Communication sent to customers regarding SVN fix and target retirement date for MSCF 7 of 8/31/11
	05/26/11
	05/26/11
	05/26/11
	05/26/11

	CIT Custom Apps migration effort listed here:
https://confluence.cornell.edu/x/l5LBC

	
	
	08/31/11
	

	Upgrade CF9 to v9.0.1 (New VMs have v9.0.1, and upgraded VMs are ready to be used for COLTS).
	
	
	07/31/11
	08/05/11

	Upgrade to latest production release of CUWebAuth. Still testing functionality to resolve issues
	
	
	08/14/11
	08/21/11

	Move Dev/Test instances to Hardware Load Balancer
	
	
	08/07/11
	08/07/11

	Move Prod instances to Hardware Load Balancer
(note: Most were moved on 8/14/11. No date yet set to move the remaining VMs)
	
	
	08/14/11
	

	Install Grid (OEM) agents
	
	
	07/15/11
	08/03/11


	Upgrade RAM to 4GB
	
	
	08/14/11
	

	Finish migrations
	08/31/11
	
	08/31/11
	

	Turn off MSCF 7
	10/15/11
	
	10/15/11
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Issues Analysis – If necessary, attach CPMM_IssuesLog (Highlight critical issues here if appropriate.)
	Issue Description
	Impact
	Resolution

	May 2010
· Performance issues with SVN integration using KProxy
	Most customers were not willing to migrate.
	Resolved:
SVN integration with KProxy - performance resolved – 10/11/10 

	June 2010
· Additional issues with SVN integration
· Unable to see hidden files
· Transferring large sites was slow
	Customers only can see SVN files 


Some sites transfers took up to 24 – 48 hours
	Resolved:
Removed SVN – resolved on 05/11/11


	June 2011
MSCF 7 still running most sites and having periodic performance issues and occasional service outages.
	Unstable production environment

	Resolved:
ColdFusion 9 issues resolved May 2011, started aggressively working with customers to migrate 

	Default installation uses v9.0

CommonSpot v6.2 requires v9.0.1
	New instances are on hold until v9.0.1 is available 

Some customers can’t migrate

Can’t upgrade to CommonSpot v6.2 which adds support for Firefox 5 and IE9, preventing authors from using the tool

PaperThin has stopped support v6.0 since the release of v6.2
	Resolved:
new VMs are built using v9.0.1.

Customers must migrate code and CF9 settings from old v9 VM.

CommonSpot VMs need to be upgraded/migrated to be in compliance with support

	Grid (OEM) agents installed on all VMs planned mid-July but hasn’t started.
	Full VM monitoring not available via Grid
	Resolved: Agents installed on 8/3/11

	Fedora issue with CF9
	Fedora doesn’t work. Currently not bringing cookie

Sites affected: 
fCOI (Conflict of Interest)
CHE instance
RMPS instance
	Open:
Need someone to assist with testing. Need ownership and expertise.

	Webservices issue with CUWebAuth
	Webservices do not work

Sites affected: 
SPD (Staff Position/Performance Dialogue)
	Open:
should be resolved with new version of CUWebAuth. Testing underway by Custom Dev. team

	Horizontal scaling issue with  CUWebAuth
	Load balancing does not work

Sites affected: 
LaunchPad
	Open:
should be resolved with new version of CUWebAuth. Testing underway by Custom Dev. team

	VMs seem to go to sleep when not used. This is related to the database connection and drivers
	Performance delay for initial user
	Open:
Workaround is for customers to use the Macromedia Database Driver, but additional testing need to happen since symptoms still remain using that driver.

	Upgrade VMs to 4gb
	Better performance
	Open:
Scheduled for 9/11



Change Request Analysis – If necessary, attach CPMM_ChangeLog (Highlight new changes since last status report here.)  Include a brief analysis of trends in change requests, such as whether they are increasing or decreasing, whether they can continue at the same rate and stay within the 30% limit, etc.
	Change Requested
	Impact
	Resolution
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Risk Analysis – Refer to attached updated CPMM_RiskMgmtPlan
Include a brief analysis of how successful the risk management practices have been and the percentage of risks that have been escalated into issues, etc.
	



Financial Commentary
	



Project Manager Comments
	
Project Estimated % Complete is: 50%  

Total Customers:  31
· Total completed:  0
· Not continuing with service:  10
· Total customer left to migrate:  21
Migration customer list and tentative schedule are located at: https://confluence.cornell.edu/x/16dpBw

	As of August 26, 2011

· Custom Dev. Team has scheduled COLTS to go live on 9/23
· Additional applications (ezra, web financials, sponsored portal, admissions self-service) have been identified to go live within the next few weeks
· Continue to work with customers to migrate and go live on CF9
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