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3. Project Name

FCC Lobby Upgrade
4. Project Requestor
John Urish and Lisa Giacchetti, Office of Program Support
5. Problem Statement
Computing Division requires a place where visitors may learn about on-going projects in the division. The FCC Lobby is a waiting area which is ideal for this purpose. The current implementation is several years old and in need of upgrading. Upgrades must be on-going to keep the area current.
6. Project Description and Goals
The following Project Plan is an update and extension of the plan described in CD-DocDB document number 891-v3.

This project maintains the Exhibit Area as a working and up-to-date presentation in the Computing Division Lobby. New features and presentations are provided in keeping with current themes and activities of the Computing Division.

7. Project Scope

Five working displays for presentations in the FCC Lobby, two of which are large screen displays. The displays are remotely manageable and may be restarted remotely to reload their content. Security updates and patches occur automatically. Content for the left middle display and the upper and lower right displays will be provided on a rotating basis by the Communication and Outreach group.

An activity sign display will be added to display current events at Fermilab and in the Computing Division. One of these will be tied into the Visual Media Services sign system.

Longer term; Install a Video Wall to replace the large displays. 

Optionally: Install a motion sensor device to turn the plasma displays on and sound.

7.1 What is in Scope
7.2 What is out of Scope

8. Project Deliverables and Milestones
8.1 Completed milestones:
1. Create an OS image for the two plasma display computers which can auto start and initiate content

2. Create an OS image for the left pole mounted PCs which can auto start and initiate content. Two are Linux and the third uses the same OS image as the large displays on the right hand pole.

3. Add automatic updating to the Windows PCs.

4. Add remote management for Windows PCs

5. Content is being developed by the Communication and Outreach group as an ongoing project. Quarterly changes in program are anticipated with special requests as needed.

6. New, higher resolution displays have been purchased to replace the original Plasma displays. The new displays are LCD based. These are lighter and have lower power consumption as well as higher resolution (1920x1080). They have an ATSC tuner and can serve as TVs if the need arises.

8.2 Near term upgrade, 3-6 months:
1. Replace the aging and low performance PCs currently driving the large displays with new high performance PCs which can drive the new displays at full resolution.

2. Develop high resolution content and production methods for the displays.

3. Create a mechanism which allows either PPS files or MPEG files to be automatically loaded and displayed.

8.3 Middle term upgrade, 6-9 months:

1. Replace aging and low performance PCs on the left hand pole with new high performance PCs which have larger, high resolution, displays.

2. Add a sign display for meetings and events.

8.4 Long term upgrade, last quarter of 2007 onward: 
1. Add a video wall replacing the large displays.

2. Add motion sensors to trigger the displays.

3. Add method of using sound in the Lobby which does not disturb workers in that area.

9. CD Tactical Plan
Education and Outreach Tactical Plan. CD-DocDB 1749

Computing Division Strategic Plan. CD-DocDB 1743
10.  Project Organizational Structure
10.1 Sponsor

Ruth Pordes, Vicky White
10.2 Customer 

Visitors, Important guests, Computing Division employees, Fermilab employees.
10.3 Project Manager and CD Leader
Lisa Giacchetti and John Urish
10.4 Responsible/Host CD Department

Office of Program Support/Communications and Outreach
10.5 Other Stakeholders

David Ritchie, Jack McNerland, Gerry Bellendir (Facilities), Desktop Support Group; Computing Division Management; Computing Division employees; Visitors to Fermilab.

11. Preliminary Project Plan / Statement of Work
11.1 Near term plan:

Use the Kiosk OS configuration developed in collaboration with the Desktop Support group for the large display replacement PCs. This will enable a quick upgrade and replacement. A mounting bracket will need to be designed for the new PCs. An LCD display mounting bracket is available to aid in designing this bracket. Alternatively, a pole mount for the PCs may be developed. 
The systems will meet computer security requirements by using the Fermilab Base Line install for Windows. The existing configuration already meets the requirements published by Computer Security.
Collaborate with the Visual Media Services group to develop content in a suitable format and resolution which takes advantage of the resolution available for the LCD displays.

Work with the Desktop Support group to solve the problem of automatically downloading and displaying different types of content on the displays. This effort should include a simple method of rotating the content.
Desktop Support will have on-going responsibility for the operating system and remote access tools. These are not expected to require effort beyond the initial setup – unless a failure occurs.
On-going application and content support are the responsibility of the Office of Program Support.
11.2 Middle term Plan:

Find a PC with built-in display or a small form factor PC for the left hand pole, which may be mounted in proximity with the display. These displays should have the 4:3 aspect ratio to allow content developed for that aspect ratio to be displayed. Screens should be at least 20 inch diagonally.

The left pole upper and lower displays must be able to run Linux and will continue to display the Enstore TV system. The middle system will use the same Kiosk system the large displays use.

A new display which will show current meeting schedules and important items of interest will be added. This sign system will be tied into the Division’s current news web page and also utilize the VMS sign system content... The display will be located in the FCC West entrance vestibule so that all people entering FCC can see it.  
11.3 Long term plan:

A video wall will be developed to replace the large displays on the right hand pole. This should occupy 50%-60% of the wall area. It will be composed of multiple small displays. There are many parts to this project which include: design. mounting, computer location, hardware selection, and software selection. It is expected the current display wall will need significant reconstruction. In addition a mounting system will need to be purchased or designed. 

The video wall will necessarily involve content planning. Collaboration with the Visual Media Services department is recommended. It may be possible to coordinate this project with the development of other video wall projects at Fermilab.

The following two items are considered desirable, but optional:
· A motion sensor which activates displays or changes their content when someone approaches the immediate area of the displays.

· A method of providing sound to visitors that is not disruptive to workers in the lobby area. This might be accomplished by the use a sound focusing device mounted in the ceiling or by headphones.

12. Estimated Resource Requirements
12.1 Effort:

On going effort to identify and rotate content is needed. This will be on the order of a couple hours per week of one person’s time. 0.05 FTE/year

When new PCs for the large displays arrive they will be configured by the Desktop Support group to the same configuration currently used. A mounting bracket will be designed and installed for the PCs. Approximately one man week. 0.02 FTE

Develop improved system for automatic downloading and display of content: 2-3 man-weeks, 0.06 FTE

Ordering new displays and PCs for the left pole,, configuration, bracket design, and installation: 2-3 man weeks. 0.06 FTE

New sign display: 1 man week, 0.03 FTE

The video wall is a major effort. Redesign of the display wall will necessitate some construction work and safety review.  A software research project will be required. Configuration of the hardware and software must be done. There will be collaboration with the VMS department for content: 1-2 man months, 0.18 FTE
12.2 Equipment:

A replacement display for the lower wide screen on the right pole is in house. A requisition has been created for replacement PCs to drive the new higher resolution screens. Mounting brackets must be designed for the new PCs.

For the left pole an integrated PC would be ideal. If it’s not possible to purchase an integrated unit, large screens (20”) and small form factor PCs will be purchased.

For the video wall we have sufficient 17” monitors from Supercomputing to cover the wall. It’s not clear at this point if our existing PCs have adequate performance to drive such a wall. We may have to purchase several high performance desktops. We will need to determine a place for these PCs to be installed which is convenient for connecting to the display screens. A special mounting will be required. This may involve modifications to the existing wall to provide adequate support.
12.3 Costs:

Near term cost is $5000. Mid term project phase cost is $5150. Long term project phase cost is $8750.

	Replacement PCs for the new large screen displays will cost 
	$4000

	Design and fabrication of brackets 
	$1000

	

	Replacement PCs and screens for the left pole will cost 
	$4000

	Design and fabrication of brackets 
	$1000

	

	Video wall (assuming use of existing monitors and PCs) Mounting frame and modifications to wall 
	$6000

	Additional cables and enclosure for PCs 
	$1000

	Content design and planning in collaboration with VMS 
	$100

	Software Procurement
	$500

	

	Motion sensors and software 
	$1000

	

	Sound implementation (using sound focusing device)
	$500

	Mounting bracket design and fabrication 
	$500

	

	Miscellaneous
	$300

	$19,900


12.4 Safety:

Installation in the FCC Lobby is on poles suspended from the ceiling. It’s important to consider loading of the mounts and not exceed the safe limit of the fixtures. We must also avoid objects extending into areas where people may collide with them. Brackets for attachment of PCs and displays must be adequately designed. Existing power in the poles is more than adequate and will not require changes. Care must be exercised in the installation of new displays and modifications to existing displays. For the large displays and high mounted PCs adequate ladders and two people are required.

13. Supporting Documentation
NA
14. Project Risks, Issues, and Assumptions
	Risk
	Impact Level (H/M/L)
	Risk Plan Actions

	1.Funding unavailable
	H
	Planned upgrades may be delayed or aborted. The project is not mission critical to the Computing Division, therefore this is an acceptable risk. In the worst case already expended funds or efforts would be wasted.
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