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After you have determined the project management structure you will use for planning your deployment, it is time to start addressing the details of your plan. This chapter provides information about how to create specific sections of your project plan. For example, project managers need to determine their personnel requirements, deployment teams, the types of deployment documents to create, a gap analysis, and a functional specification.

While Microsoft has found that the methods described in this chapter contribute to a successful deployment, they are recommendations that can be adapted to the needs and structure of your organization. 
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Chapter Goals

This chapter will help you develop the following planning documents:

(	Project scope and objectives

(	Personnel requirements and project teams

(	Gap analysis

(	Administrative plans

(	Communications strategy

(	Education and training plan

(	Risk assessment matrix



Related Information in the Resource Kit

(	For more information about developing your project plan, see “Creating a Deployment Roadmap” in this book.

(	For more information about how to run a successful Microsoft® Windows® 2000 pilot project, see “Conducting Your Windows 2000 Pilot” in this book.

(	For more information about designing a test lab and evaluating Windows 2000 features, see “Building a Windows 2000 Test Lab” in this book.





Detailing Your Project Plan

To obtain the greatest benefit from Windows 2000, you need to plan your deployment carefully. Your overall project plan will include various aspects of both your business and your technical network infrastructure. As you begin, consider the steps discussed in the following sections.

Project Scope and Objectives

The first step in planning your deployment is defining your project objectives. It is in this step that you identify the specific business goals you want to achieve and how Windows 2000 can help you achieve them. This strategy will also help you choose the most useful Windows 2000 features. 

In your project objectives, indicate the specific business concerns that you need to address. Include specific, short-term objectives, for example, “deploy Windows 2000 to 2,500 computers by the end of the business quarter,” as well as more general, long-term objectives, such as “reduce ongoing software distribution costs.” 

Determine your objectives before you proceed with your deployment planning because they affect what you do and how you do it. Clear objectives help you stay on course. 

When you document your project scope, indicate the areas, functions, and environments that your Windows 2000 implementation will cover. For example, you might be interested in updating an older file server but not in implementing an infrastructure-wide deployment of Active Directory.

Table 3.1 outlines some common Windows 2000–related business concerns and project objectives. Note that this table is only an example. You need to assess your own business concerns to derive your own objectives. You might find that a single business concern could be addressed by a number of project objectives, or that a single project objective could address a number of business concerns.



Table 3.1    Sample Windows 2000–Related Business Concerns and Project Objectives

��Business Concern�Project Objective����Reduce total cost of ownership by extending the life of older systems. �Use Terminal Services to provide a Windows 2000 desktop experience to systems that would otherwise require an upgrade.��Make it easier for users to locate and access resources on the network.�Use Microsoft® Active Directory™ to store information about all objects on the network. ��Support roaming users by providing access to their documents and system information from multiple computers.�Use Roaming User Profiles to copy desktop settings and documents to a location on the network so that a user’s settings and documents are available wherever the user logs on.��

Personnel Requirements

Organize your deployment team and then assign specific roles to team members. Depending on the size of your organization and the complexity of your deployment, you might also want to create subteams. 

Assess the core competencies of your information technology (IT) staff. Also, assess their skill sets with regard to Windows 2000 technologies. Then, decide how you are going to manage any shortcomings. The following list provides options you might consider in regard to managing training issues:

(	Delay the deployment until the staff is fully trained in the new technologies.

(	Outsource portions of the work to cover weak points. Then, have your staff members learn the required skills from the contracted personnel.

(	Outsource the deployment, support, and maintenance of your enterprise.



Important

Securing an executive sponsor who can speak for the organization’s overall needs for the project is usually critical for success. This person can help ensure that the deployment team understands and achieves its goals.

\





Organizing Your Deployment Teams

Although staffing needs can change as you plan and deploy Windows 2000, operating system deployments usually require several team members. For a large organization, include at least two or three operating system administrators on your centralized team. Also, be sure to include help desk or support personnel. From the beginning of your deployment project, try to involve people with a great extent of corporate knowledge and provide them with an overview of Windows 2000 and its benefits; they can help you meet the broader needs of your organization. If yours is an international organization, it is recommended that you include key people from locations in other countries. Include people who are trained in the Windows 2000 operating system and who thoroughly understand your network environment.

A core team made up of experts in security, networking, interoperability, and applications testing could also serve as leaders of subteams within their areas of expertise. Team members require such skills as detail-oriented project management skills, hands-on technical experience, and the ability to be innovative and master new technologies quickly and independently. Team members also need strong analytical abilities to be able to link the project vision with the details needed to achieve the vision.

Using your project scope and objectives document as a guide, identify which subteams will be responsible for planning and testing the deployment of the features you want to deploy. You might consider dividing your core deployment team into a server team and a client team, and then delegate responsibilities to subteams as in the following list:

(	Base Server Team

(	Active Directory

(	Domain Name System (DNS)

(	Networking Design

(	Dynamic Host Configuration Protocol (DHCP) and Windows Internet Name Service (WINS)

(	Security

(	Administration Tools

(	Microsoft Exchange Server and E-mail 

(	Base Client Team

(	Client and desktop features such as Microsoft® IntelliMirror™, operating system and application installation, and existing applications.

(	Notebook and laptop issues such as power management, docking, remote access, and roaming profiles.





Plan your teams to reflect your internal structure, business needs, the Windows 2000 features and services you want to deploy, and the way you want to deploy them. The organization of your deployment teams will reflect the roles shown above.

One way you can organize a deployment team is shown in Table 3.2.

Table 3.2    Deployment Teams Example

��Team�Responsibilities����Steering�Include the leads from all other teams to perform overall coordination and communications. Include strategic planners who know their way around the organization— people who remember that existing systems are in place and why they are needed, for example.��Planning and Coordination�Handles support and training, business planning, premigration planning, mission-critical systems, and third-party consulting.��Server�Test and develop solutions in: clustering, Hierarchical Storage Management (HSM), backup, disaster recovery, Terminal Services, integration, and hardware requirements��Infrastructure Design�Address the domain model, Active Directory, local area network (LAN) issues, telecommunications, Distributed file system (Dfs), global file access, Domain Name System (DNS), and remote access.��Security�Develop standards for Internet, intranet, and extranet services, as well as domain security and policy implementation.��Interoperability�Systems Network Architecture (SNA), Kerberos links with mainframes and UNIX, and UNIX/mainframe integration, NetWare and OS/2 integration/coexistence.��Application �Integration�Integrate messaging, database, workgroup applications and suites, Internet tools, and line-of-business and third-party applications.��Networking�Research, test, and develop directory-enabled networking solutions.��Client�Test and resolve application, upgrade/migration, hardware, and laptop issues��Desktop �Administration�Test and develop the organization’s change and configuration management plans, including Group Policy, software installation, and user data and settings management.��Request for Comment �Committee�Comprised of members from the user community. Provide feedback on decisions made by the deployment teams.��



Assigning Windows 2000 Team Roles

Windows 2000 deployment activities fall into many categories. In small implementation projects, one person might fill several roles; in large implementation projects, several people might be assigned to each role.

Keep in mind that if you enable directory services, Windows 2000 is very different from environments that do not use directory services. To use a directory service, the IT organization needs to be educated and slowly migrated to a new support and administrative structure. This is a change that affects the entire organization and necessitates an even higher level of management education and involvement than a typical upgrade.

Table 3.3 describes the Windows 2000 personnel roles, responsibilities, requirements, and workload variables to consider when you determine your personnel needs.

Table 3.3    Windows 2000 Management Roles

��Roles and Responsibilities�Required skills����IT Management or Executive Sponsor�Sets priorities for the Windows 2000 infrastructure. Establishes the business case for the project. Defines deployment vision and secures funding. Acts as an advocate to both the team and the organization. Clears roadblocks, drives features versus schedule tradeoffs, and is responsible for the communications plan. �Understanding of the organization’s business problems and the solutions that Windows 2000 will provide. 

Knowledge of primary features and capabilities of Windows 2000 Server and Windows 2000 Professional.��Project Management�Drives the critical decisions necessary to release the Windows 2000 infrastructure. Conceives solutions and defines deployment scope with the deployment team.

Creates the functional specification with other team members. Facilitates the day-to-day coordination to deliver the Windows 2000 systems consistent with organizational standards and interoperability goals. Drives overall critical tradeoff decisions.�Knowledge of details of Windows 2000 Server and Windows 2000 Professional functionality.

Ability to coordinate executive management goals with project team goals.���(continued)��BEGIN   BREAK
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Table 3.3    Windows 2000 Management Roles  (continued)

��Roles and Responsibilities�Required skills����Development/Design�Evaluates technical solutions to be used in designing and developing the Windows 2000 infrastructure. Defines the strategy for each Windows 2000 feature released during the deployment. Plays fundamental role in designing the initial infrastructure. Designs and builds the infrastructure necessary for implementation.�Experience in developing complex operating system services. Understanding of technical requirements for the existing and new network infrastructure.��Subject Matter/Technical Experts�Responsible for designing and developing strategy for their subject areas. Provides leadership for subteams.�A high level of technical skill in their areas of expertise and with the Windows 2000 operating system. 

Detail-oriented project management skills. ��Testing�Assists in developing the initial solutions design. Ensures that all issues are known to the team and addressed prior to conducting production rollout. Designs and builds test lab and performs all testing and validation procedures prior to production rollout. Performs scalability analysis and performance testing.�Familiarity with Windows 2000 Server and related network hardware, or Windows 2000 Professional connectivity. Experience designing, running, and debugging tests. Experience in testing applications.��Documentation�Assists in developing project documentation including planning documents, reports, and white papers. Could include writers, editors, and production personnel.�Familiarity with relevant technologies. Communication, writing, and editing skills as well as technology documentation knowledge.��User Education/Training�Acts as the user advocate. Assesses user requirements, determines training objectives, and develops education and training programs to enable users to maximize use of the Windows 2000 infrastructure. �Familiarity with the organization’s IT system, network infrastructure, and Windows 2000 features. Knowledge of self-help solutions and presentation software. Communication and training skills. ��Logistics Management�Ensures smooth rollout, installation, and migration to the operations and support groups, including help desk and training.�Good understanding of Windows 2000 Server and Windows 2000 Professional features and functionality.��



As you examine your administrative requirements, you might find that you want to make changes to your current organization. Take this opportunity to look at how the system is administered today, and whether a reorganization would be beneficial. For example, if two separate teams administer Microsoft Exchange and Microsoft® Windows NT®, you might want to create a separate team to administer Windows 2000.

Current Computing Environment

Before you design your Windows 2000 environment, you need to thoroughly understand your current computing environment. Documenting your existing computing environment will help you understand your organization’s structure and how it supports your users, and it will help you design your Windows 2000 deployment plan. Diagrams are a useful way to deal with complex concepts such as network layout. Where appropriate, create these diagrams and include them in your project plan documentation. 

For more information about network diagrams, see “Preparing Your Network Infrastructure for Windows 2000” and “Determining Network Connectivity Strategies” in this book.

When reviewing your current computing environment, be sure to document the following:

Business Organization and Geographical Requirements

Describe the location and organization of your business units. Are large groups of employees located in widely separated geographic areas or are they all located in close proximity to each other? Are your business units closely related, or do they have significantly different needs and requirements?

Key Business Processes

If you are modifying key business processes, include diagrams that illustrate these processes and how the new IT infrastructure will affect them. For example, in some organizations, a key Windows 2000 Server deployment goal might be to use Active Directory to distribute administration to local administrators. By distributing administration, you allow administrators to provide better responsiveness to local user requirements. If this is the case, create a model that illustrates how the overall plan will achieve that goal.

Information Architecture

When you diagram your key business processes, illustrate how the information needed to make critical decisions will be available at the right place and time. For example, are sales and marketing personnel able to confirm precise delivery dates for customer orders? In your conceptual design, verify that key data stores are well organized and easily accessible.
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Application Requirements 

Conduct a complete inventory of the applications that are used in your organization. Include all custom (in-house) applications. As you are documenting your computing environment, also note the different tasks for which employees use computers and note how the change to Windows 2000 will affect their work. For example, if employees are using an old line-of-business application that is reliant upon certain Open Database Connectivity (ODBC) driver versions, the line-of-business application needs to be tested to ensure that it will work.

Technology Architecture 

When documenting your network architecture, be sure to include topology, size, type, and traffic patterns. Any significant changes you plan to make to your technology architecture, such as hardware, networking, and services, needs to be illustrated in high-level diagrams. 

Current and Future IT Standards

Over time, the network and application standards in many organizations become fragmented or obsolete. This is common in organizations that have merged with or acquired other companies. Disparate systems, built over a wide time frame, designed by different people, and often geographically separated, are a potential risk to a successful deployment. An audit of existing systems contributes to the success of the deployment team. 

Administrative Model

By examining your existing administrative model you identify the administrative tasks that IT personnel have been performing in all areas of your organization. This helps determine whether you need to change any aspect of the existing administrative operations design to accommodate features of Windows 2000 you want to deploy.



Establishing Standards and Guidelines

Many organizations find that establishing Windows 2000 standards and guidelines can save time and money. This is because a standard environment reduces the potential for too many configuration combinations, making administrative and architectural workloads more efficient. Base these standards on how employees use their computers. For example, an employee doing computer-aided design has higher requirements than an employee using general office applications. 

For best results, establish standard configurations for your clients and servers. Include guidelines for minimum and recommended values for CPU, RAM, and hard disks, as well as for accessories such as CD-ROM drives and uninterruptible power supplies.

Establish the standard software configurations that are used in your organization. Include operating systems and other application software and guidelines for how you distribute, support, and restrict the use of this software.



Establish guidelines for the network operating systems and protocols that are used in your organization. Include standard configurations for all network components (such as routers, hubs, and repeaters). Establish guidelines for supporting and maintaining these configurations. 

Finally, establish the new standards and guidelines required by Windows 2000, including schema management and tracking, site design, and naming standards.

Conducting a Gap Analysis

Compare your current computing environment to your future environment based on your project objectives. The gap between the existing environment and your goals will help identify which Windows 2000 features you want to deploy. The primary steps for performing a gap analysis are:

(	Identify the gap between the way employees work today and how you want them to work when the deployment is complete.

Computers and operating systems are only of value to your business if they are of value to your employees. A successful deployment closes the gap between the way employees work today and the way the new system will empower employees to work when the deployment is complete. Later, when the team begins to measure the rate of success, the primary measure will be how it has improved the work of those who are using the system.

(	Review documents, if any, from previous computer and network upgrades. In addition to providing useful information about the current computing environment, existing documents could provide a template to follow as you move through the decision-making process.

(	Review documents obtained from hardware or software vendors. Documents that relate to the current hardware and software in your infrastructure will help you decide whether to upgrade or replace computing resources.

(	Identify tasks and determine resource requirements for each task. After you have identified the tasks and determined what resources are required to accomplish those tasks, you can determine which groups within the organization need to be involved and whether you will need additional resources outside the organization.

(	Update any documents such as spreadsheets or schedules with planning, work, and resource assignments. Keeping documents up-to-date will make it easier to plan work schedules and to allocate resources.

(	Send the gap analysis documents to the appropriate decision makers in your organization for approval. If approval is granted, then the project can begin; if not, you need to make changes to the documents and put them through the approval process again before you begin implementation



Specific planning and design guidelines are provided throughout this book.



Testing and Piloting Windows 2000

Test your Windows 2000 design in a lab before deploying Windows 2000. In the early planning stages, you will need to select testing and piloting sites and assess hardware requirements. As soon as your lab is operational you can use the lab to better understand the product, prove concepts, and validate solutions. Expect the lab to evolve as the project progresses.

In general, provide as much detail as possible in your test plan documents so that your test and deployment teams have all the information they need to be successful. Describe the scope, objectives, methodology, schedule, and resources (hardware, software, personnel, training, and tools) in your test plan. Individual teams and subteams need to create their own test plans for their areas of technical expertise and write test cases. Test cases describe how the testing is to be done. This makes it possible to replicate and compare test results.

In the early phases of the project, testing will focus on components to validate design. Later testing will focus on interoperability of components to ensure that all the pieces work together. You need to test applications for compatibility with Windows 2000. Start by testing features that are mission-critical to your organization and whose design choice would be expensive and time-consuming to change. 

Include a plan to escalate any issues that arise to the person most able to resolve the situation. A clear escalation process helps the team focus on the solution and take immediate corrective action.

If you are deploying Active Directory, be sure to provide for application testing with the directory service.

After you verify your Windows 2000 deployment in your lab environment, perform at least one pilot project before beginning your general deployment. The pilot project sets the tone for the final deployment, so it is important to be completely prepared for all aspects of the project. You need to determine the time it takes for installation, the personnel and tools needed to facilitate the process, and the overall schedule. The pilot provides a way to test your deployment plans. The pilot project also provides an opportunity to train your support staff and to gauge user reaction to the product so you can anticipate support needs.



For more information about setting up a test lab, see “Building a Windows 2000 Test Lab ” in this book. For more information about pilots, see “Conducting Your Windows 2000 Pilot” in this book.



Note

Complete your pilot project before proceeding to full-scale production deployment. As you complete each phase of your pilot project, document your results, verify that you met your project requirements, and rework your plan if necessary. Resolve any major issues before proceeding to the full-scale deployment phase. Be sure to include all aspects of your production environment in the pilot. For example, if you are going to deploy on an international scale that includes various languages, be sure that you successfully address international language issues in your pilot.



Creating Project Planning Documents

Throughout your deployment project, you need to create a variety of documents that define your vision, encourage support, guide, and summarize the deployment process. Whether this information is contained in a few documents or in many, include the information discussed in the following sections.

Administrative Documents

Your administrative documents are part of your project plan. They help you identify your goals and define your objectives. They help you stay organized and on schedule. Include the following information in your administrative documents:

Scope and Objectives

As previously discussed, make sure that your plan clearly states the project objectives, defines the scope, and provides methods that measure progress and success.

Phases and Milestones

Establish project phases to give your staff time to get oriented and to help you verify the assumptions you made in the planning stage. Expect at least some of the process to be iterative. Establish and monitor milestones to keep the project on track. For more information, see “Creating a Deployment Roadmap” in this book.

Budget

Identify and track the expected costs and cost constraints for the project, including development, hardware, facilities, training, personnel, testing, and deployment. Identify backup sources of funding to cover unexpected expenses. Make sure the corporate vision for the project is clear so that the division of funds is clear.

BEGIN   BREAK

�

END   BREAK

Staffing

Plan how you will staff your Windows 2000 sites. A document that outlines the reporting structure, responsibilities, frequency of meetings, communication strategies, and overall task and feature owners is useful. For more information, see “Assigning Windows 2000 Team Roles” earlier in this chapter.

Facilities

Identify facilities requirements and communicate with the appropriate groups within your organization. Define your facilities requirements and obtain the necessary space early to minimize the likelihood that these issues will become obstacles to your deployment.

Overall Risk Assessment

Identify the project risks that exist outside the deployment. Possible risks can include resource availability, impending mergers, or the loss of key personnel.

Communications Strategy

Raise management and user awareness of the deployment project by communicating your plans to other groups in your organization. Start building support and acceptance early in the project by having other managers and key personnel review your plans at agreed-upon intervals. For more information, see “Communications Strategy” later in this chapter.



Deployment Documents

The following are recommended deployment documents that you can create as a part of your project plan. 

Overview of the Current Networking Environment

Include a high-level description of the current networking environment, including network infrastructure, hardware, policies, number and types of users, and geographic locations. 

Deployment Design

Detail how the transition to Windows 2000 will take place, including the upgrade and migration strategy for your servers and client computers; where, when, and how these upgrades will take place; and who will be involved. Take existing systems and applications into account, such as the impact an operating system change will have on existing applications, and storage and hardware capabilities.

Gap Analysis

Address the specific gaps between your existing environment and the project goal. Then list the specific changes that are required to support the project goals. For more information, see “Conducting a Gap Analysis” earlier in this chapter.
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Capacity Plan

Identify the issues and contingencies that you will address to ensure that there is sufficient hardware and network capacity for the Windows 2000 features you will deploy (for example, the replication traffic created by the Active Directory or remote operating system installation). You want to be sure that vital services are not degraded during or after rollout. For more information, see “Capacity Planning” later in this chapter.

Risk Assessment 

Identify the risks in your plan and develop contingency plans for dealing with those risks. Reevaluate your deployment plan continually and make a formal evaluation after you complete each phase of the project. For more information, see “Risk Assessment” later in this chapter.

Problem Escalation Plan

Specify an escalation path that people in your organization can use to resolve and escalate issues as needed. Match the types of problems or situations to the people who can best address them. An escalation process enables the team to focus on getting the problem solved.

Pilot Plan

Identify the goals and objectives for the servers and clients that will participate in the first rollout, which features you will deploy, and what mechanisms you will use to gather feedback from pilot participants. For more information about preparing for and conducting a pilot, see, “Conducting Your Windows 2000 Pilot” in this book.

Testing and Deployment Strategies

Plan how you will test and deploy Windows 2000. For more information, see “Testing and Piloting Windows 2000” earlier in this chapter.



Functional Specification

Your functional specification details the operating system features that you will implement, and how they will be configured and deployed. All of these elements need to align with the scope and objectives of the deployment project.

Describe the different types of users, the key tasks they perform, how these tasks are currently performed, and how performance can be improved in the new network environment. If yours is a large organization with multiple sites, or an international organization, you need to detail your geographical issues.

Many features of Windows 2000 are interrelated, particularly if you plan to deploy Active Directory. For this reason, a dependencies matrix is very important and can be considered a primary document.



Deployment teams need to work together to identify the tasks needed to integrate each component and estimate the amount of time it will take to accomplish these tasks. Identify any issues that team members and management needs to be aware of. It is particularly important to identify the dependencies that affect other teams. For example, you might find that the work of a number of teams involves the structure of Domain Name System (DNS) and that their tasks need to be coordinated to avoid duplicating efforts.

Communications Strategy

A detailed communications plan can enhance the effectiveness of your deployment project. With proper communication, your work in planning and deploying Windows 2000 is more likely to complement and integrate with the work of other teams deploying new IT projects. This helps management to assist project teams in overcoming obstacles, and prepares users to take advantage of the new infrastructure.

An effective communications strategy identifies the needs of several types of audiences, such as executive management, project teams, IT organization, and users at all levels. Keeping people informed keeps them involved. Use your communications strategy to build support for your deployment project, the new Windows 2000 technologies, and the business processes that the technologies support.

When you create your communications plan, it is important to address the following questions:

How will deployment information be distributed?

You can use e-mail and intranets to complement more traditional media, such as print. Creating an intranet site that is simple to update with deployment status reports is one of the best means of keeping users informed. User experience is enhanced by sufficient self-help. This reduces confusion and lowers support costs.

What information will be conveyed?

Explain how the new infrastructure will make users’ jobs easier and how it will serve the business needs of the organization. The status of the deployment is one of the most important pieces of information you can convey to users and deployment team members. Highlight the successes, but also acknowledge any obstacles. 

How frequently will information be distributed?

For end-users, monthly updates might be sufficient. For line-of-business managers, more frequent updates might be appropriate, particularly when you get close to the pilot and production rollouts. For members of the IT department, whether they are directly involved in the deployment or not, weekly updates are recommended. The changes that you are instituting have a direct impact on the way IT personnel do their jobs. They need to keep a close watch on the progress of your deployment project.
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What type of feedback mechanism will you implement?

Detail your plans for end-user feedback. Creating a feedback mechanism that your users can use to express their concerns and frustrations is important to your success. A two-way communication channel allows users to be part of the project and act as team members who provide valuable information that can contribute to the success of your project.



Education and Training Plan

Educate your users about Windows 2000 features and functions before you begin deployment. You might also want to provide formal training and develop a feedback mechanism.

Microsoft Official Curriculum (MOC) for Microsoft Windows 2000 Professional and Windows 2000 Server offers computer professionals training to deploy, administer, and support a Windows 2000–based network. This hands-on technical curriculum includes courses that provide participants with the knowledge and skills to:

(	Understand the functionality and features of Windows 2000.

(	Install, configure, and upgrade to Windows 2000.

(	Administer a Windows 2000–based network.

(	Update support skills from Microsoft Windows NT version 4.0 to Windows 2000.

(	Design a Windows 2000 directory services infrastructure. 

(	Design a Windows 2000 networking services infrastructure.

(	Design a change and configuration management infrastructure.



For more information about MOC for Windows 2000, see the Microsoft Training and Certification - Microsoft Official Curriculum link on the Web resources page at http://windows.microsoft.com/windows2000/reskit/webresources.

Capacity Planning

Capacity planning provides a solid foundation for planning and managing the computing environment. When you determine the computing resources needed to meet your business requirements, you gain the following benefits: 

(	Service objectives are met.

(	Productivity is improved.

(	Scalability is developed and maintained.

(	Total cost of ownership (TCO) is controlled or reduced.





One of the most important tasks in capacity planning is to construct a representative baseline for the workload and the computing resources. Capacity planners and business planners must work together to identify the components of the business that are dependent on computing resources and to forecast the workload demands. Asset management is key to performing hardware inventory. If you need to replace hardware, look carefully at what needs to be replaced before upgrading. 

Some organizations rely on the expertise of managers for capacity planning, others use analytic modeling, simulation, benchmarking, or, in critical situations, actual experimentation in their capacity planning. No matter what techniques you use, successful management of the computing environment requires a proactive approach.

A good starting point is to profile the different activities that take place on your network or subnets per hour, day, and month, like the following:

(	Number of password changes.

(	Number of times users log on.

(	Number of DNS queries.

(	Number of machine account password changes.



Then, determine the minimum, maximum, and average for each of the above items. You want to know how many of these events take place, how much bandwidth they take on the net and how much processing power and disk space they use on the server.

Find out how much these same entities exhibit on the new product. You can then use this information to optimize your servers and to plan your domain and site structure.

For more information about capacity planning and Windows 2000 features, see the chapters in this book relevant to the technologies for which you are planning.

Risk Assessment

When you plan to deploy an operating system and network infrastructure, plan for the unexpected. Even the best deployment plans can be affected by changes in business needs, economics, user requirements, or disruptions such as power outages or storms.



A risk management plan helps you identify potential risks before they occur and prepares you for a quick response if they do occur. A well thought-out and proactive risk management plan can help you:

Reduce the likelihood that a risk factor will actually occur.

If only one person on your staff fully understands your security infrastructure, losing that person in the middle of the deployment could have serious repercussions. You can reduce the risk by training a backup for each key expert and keeping documentation up-to-date and accessible.

Reduce the magnitude of loss if a risk occurs.

If you suspect that your Windows 2000 Server deployment project has been under-budgeted, you might be able to identify several backup sources to cover unexpected expenses. 

Change the consequences of a risk.

A sudden reorganization, business acquisition, or divestiture in the middle of a deployment can seriously disrupt your plans. If you have established a process for making abrupt changes, you can meet the challenge with little or no impact to the project schedule.

Be prepared to mitigate risk during your deployment.

You can do this by strategically planning your installation and rollout. For example, you can start by adding new Windows 2000 domain controllers to an existing Windows NT 4.0 domain. Alternatively, you could build a new Windows 2000 domain, establish a trust relationship with the existing accounts domain, and then clone the user accounts. Or, you could install new Windows NT 4.0 domain controllers into your domain, move them to a private network, and then upgrade them to install the new domain. In each of these examples, you could easily roll back to the previous environment if you needed to. 



Risk Management

To manage risk effectively, your risk management plan needs to:

(	Identify mission-critical applications.

(	Identify and analyze potential risks.

(	Quantify the potential impact of the risks.

(	Detail escalation processes.

(	Identify solutions.

(	Be communicated to senior management and project members.

(	Become a part of day-to-day project management.

(	Be kept up-to-date.





Risk management needs to be a part of your team’s regular activities and cover all key people, processes, business, and technology areas of your Windows 2000 deployment. You need to:

Assess risk in all areas that could affect your project.

Ask each team to identify and to manage the potential risks associated with its area of responsibility, such as security, networking, facilities, support, or training. 

Prioritize your risks.

Risks can vary in severity and likelihood. Determine which risks pose the greatest threat to your organization. Address your primary risk factors first.

Meet with those who support line-of-business and existing applications.

Older and line-of-business applications present special risks. Meet early with those who have a broad knowledge of these applications. If a third party is responsible for any of these applications, involve them in the process as early as possible.

Avoid making a viability judgment based solely on the number of risks uncovered.

A project with 20 identified risks is not necessarily more stable than a project with 40 identified risks. A risk assessment that identifies a higher number of risks could simply be more thorough than one with fewer risks. Use this document to pinpoint the risks that could derail a project as well as those that have lesser impact.

Foster an environment where people who identify risks are not judged negatively.

Workers who do the hands-on tasks in an organization often recognize problems before their supervisors do. If they are reluctant to communicate bad news, your risk assessment could be compromised. Consider implementing a reward program for those who identify risks as well as for those who help provide resolutions for those risks.



Risk Assessment Matrix

To fully identify potential risks, develop a solid understanding of the interdependencies between the various elements of the deployment. A risk matrix can help you identify and link these elements. 

Table 3.4 contains a sample risk assessment matrix that lists issues, such as probability that the risk will occur, the degree of impact any particular risk might have on your project, and the strategy that is necessary to mitigate the risk.



Table 3.4    Sample Risk Assessment Matrix

��Risk�Probability�Impact�Owner�Date resolved�Mitigation strategy����A merger is under consideration.�Medium�High�Deployment Team Manager�mm/dd/yy�Create a strategy for a rapid integration with team counterparts in other organizations.��Not all users will have a computer configured to minimum hardware requirements before Windows 2000 is deployed.�Medium�Medium�Program Management, Help Desk, and Logistics teams�mm/dd/yy�Make a decision whether to upgrade hardware at the time of installation, or to wait for a hardware upgrade throughout the organization.��

Create the matrix early in your planning phase and update it at regularly-scheduled intervals, or when there is a change in schedule, specification, management, team, scope, or rollout strategy.

Risk-Driven Schedule

Few elements of a deployment can do more to create risks than a poorly conceived schedule. For example, if your organization institutes a fourth-quarter freeze on deployments, squeezing in too many key steps at the last minute might diminish the quality of your testing and rollout. If you schedule the simplest components of your deployment first and leave the most complex and riskiest components to the end, you reduce the amount of time available to resolve more complex problems.

A schedule that considers risk assessment can minimize the likelihood of serious problems. The following guidelines can help you create a risk-driven schedule:

Base the schedule on task-level estimates.

Begin with task-level estimates and work up through team schedules, then integrate the schedules of multiple teams. Basing your schedule on bottom-up, task-level estimates forces you to identify and resolve the issues that can delay or even derail a project.

Develop high-risk components first.

Address the high-risk elements of your deployment first. The consequences of delays, design changes, or other problems have less impact on the rest of the deployment when they are addressed early.

Establish major and interim milestones.

Milestones are checkpoints against progress that are verified by testing. Frequent interim milestones let you reevaluate progress against new information early in the process and reduce the risk of missing the major milestones.

BEGIN   BREAK

�

END   BREAK

Allocate time for unforeseen circumstances.

Few major deployments are completed without being affected by events that disrupt schedules, like the illness of key personnel, a hardware back-order, or problems with funding. Cushion your schedule with extra time for those unforeseen circumstances.

Schedule time for project management.

It takes time to define the vision, secure funding, and do all the other project management tasks. Schedule the appropriate amount of time to manage the project.

Use a project scheduling tool.

Project scheduling tools allow you to link tasks with dependencies and interdependencies, and to identify task owners and task status quickly. They can also be useful in tracking the progress of the different teams and their tasks to ensure your project stays on schedule.

Keep the schedule up-to-date.

Update the schedule whenever business or deployment circumstances change, new activities are added, and milestones are reached.

Keep project leads informed when changes to the schedule are needed.

Defining objectives lets people know when to stop deployment. For example, if you rolled out Windows 2000 on ten computers and found that you had a compromised third-party service, you might want to resolve the issue before continuing.



Windows 2000 Deployment

The final stage in deployment planning is to define how to create a smooth transition from pilot to production. Your goal is to deploy Windows 2000 successfully and efficiently, with minimum interruption to your users, the network, and the core business functions of the organization.

Deploying Windows 2000 to the production environment shares many characteristics with deploying Windows 2000 in the pilot phase. Some recommended steps to ensure success include:

Phase your deployment efforts.

Incremental deployment allows you to reduce risk and minimize disruption.

Create a deployment backup plan.

A reliable and tested backup plan will enable you to recover quickly and easily if you encounter any problems during the deployment.





Create a backup/recovery plan.

Because a computer or site disaster can overcome even the best data protection strategies, you need to have a system disaster recovery plan. For more information about creating disaster recovery plans, see “Determining Windows 2000 Storage Management Strategies” in this book.

Provide proper training.

Make sure that your support and administrative teams are fully trained and prepared for the deployment.

Keep end-users informed.

Inform and educate end-users about Windows 2000 before you deploy it to their computers. Some organizations require end-user training before any new technology can be deployed. If this is a strategy you are considering, allow for additional resources and costs.

Keep teams informed.

Make sure the teams are aware of deployment plans as a whole, the scope of their responsibility and involvement, and any changes to the plan or schedule.

Schedule major deployment activities for off-hours.

You can minimize the impact to your users and network with thoughtful scheduling of major Windows 2000 activities. For example, wait to deploy Windows 2000 to a specific group until after that group has completed a deadline or other major project.





Deployment Planning Task List

Table 3.5 summarizes the tasks you need to perform when planning your Windows 2000 deployment.

Table 3.5    Deployment Planning Task List

��Task�Location in chapter����Define the project scope and both long-term and short-term objectives.�Project Scope and Objectives��Map Windows 2000 features to your project objectives.�Project Scope and Objectives��Document your current computing environment.�Current Computing Environment��Conduct a gap analysis.�Conducting a Gap Analysis��Define personnel roles and the amount of time necessary to accomplish tasks.�Personnel Requirements��Set standards for hardware, software, and network configurations.�Establishing Standards and Guidelines��Create your administrative documents.�Administrative Documents��Create your deployment documents.�Deployment Documents��Develop your deployment design.�Deployment Design��Create your communications strategy.�Communications Strategy��Evaluate capacity requirements.�Capacity Planning��Identify risks.�Risk Assessment��Create and maintain a schedule.�Risk-Driven Schedule��Establish an education and training plan.�Education and Training Plan��Develop a test plan.�Testing and Piloting Windows 2000��Plan a pilot project.�Testing and Piloting Windows 2000��Plan for a smooth transition to Windows 2000.�Windows 2000 Deployment��
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