System Implementation Guidelines  developed by Patrick Laughran and modified by rmk

The purpose of this memo is to initiate meaningful discussion on what the structured approach should be for any transition from “legacy systems” to new systems implemented as part of a reengineering process.  

The assumption is that members of the NEU community expect a graceful transition to reengineered applications, training and documentation, reliable access to network services and responsive technical support.  It is also assumed that the desired state, what it is that we are trying to accomplish, is explicitly stated and agreed to, guidelines for reaching the desired state are understood and acceptable performance is clearly defined (conditions for satisfaction).  Finally, roles and responsibilities need to be articulated.  Who is the project manager for each reengineered system installation?  What level of support is needed and who will provide it?  Once the application is released into an “operating environment”, what kind of depth and breadth of support is needed and who will provide it?

Pre-flight:

Establish and Document System Requirements

(  Software put through the Software Development Life Cycle 

(  Desktop computer upgrades or replacements requested and scheduled for installation

(  Server and sub-system requested and scheduled for installation

(  Disk quotas established

(  Backup procedures established

(  Security procedures established

(  Printer upgrades or replacements requested and scheduled for installation

(  Contingency plans established

Establish and Document Baseline Performance Standards

(  Boot time (the time it takes to get to a login screen after powering on the machine)

(  Windows load time (the time it takes to get to Program Manager after signing on to the network)

(  Throughput across the network (the time it takes to transfer data files from the server to the client)

(  “Snap-shot” of the network before implementation (server, services and bandwidth)

Note:  Standards will probably change as technologies advance, but the IT team should strive to never let performance drop as a result of any changes, additions or enhancements.  If there are unavoidable situations where performance will be the tradeoff for added functionality, the expectations of users must be managed up-front!

Establish and Document Network Requirements

(  Wiring moves, adds or changes requested and scheduled

(  Client load adds or changes requested and scheduled

(  security modifications requested and scheduled

(  services (directory, E-Mail, etc.) modifications requested and scheduled

(  Physical layer moves, adds or changes requested and scheduled

(  Network electronics upgrades or replacements requested and scheduled for installation

In-flight:

One study I came across some time ago estimated that of the total time invested during the conversion to a new system, 50% usually was dedicated to the implementation (with another 25% spent on analysis and another 25% on design.  Based on my experience over the last 10 years, this generalization seems to be fairly accurate.  What this means for us is that special care ought to be taken to adopt a structured approach to implementation.  This means establishing an organized framework built around certain rules that provide progressive steps toward a logical, patterned and orderly transition.

It is inevitable that the scope of the project will change.  Plan for it.

(  Original scope is reconfirmed, or modified, through effective change management as surprises and discoveries unfold

(  Any change to the original plan - whether goals, timetable or costs - are accounted for and communicated

Control and monitor the project based on facts.

(  Progress report entered into IT Team project management system (TBD)

(  Monitor server and client performance, check network load (bandwidth) and overall capacity compared to “pre-flight” measurements

(  Service calls and requests for support/troubleshooting are handled by a single point of contact

(  Roles and responsibilities of IT and its customers are clear

(  Collect data on unfulfilled requests so, over time, there can be a better match between support resources and demand.

(  Mid-course adjustments are scheduled

Post-flight:

As part of the continuous improvement effort underway at Babson, each project ought to be used to improve the next through feedback.

(  Process assessment meeting scheduled

(  Determine if desired results were achieved

(  Determine if results were achieved within predefined parameters/guidelines

(  Determine if performance is acceptable

(  Determine if roles and responsibilities are clear and defined properly

Assuming this, or some modified version, is used as a checklist, the next step is to implement as part of our standard operating procedures.
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