Resumen MSF                Autor: Víctor González                                                   V 1.0
Introduction to the Microsoft Solutions Framework
Describe some obstacles that IT encounters in the delivery of its solutions
How does MSF help IT to overcome these obstacles?
What are the sources of MSF expertise?
Name the two models and three disciplines that MSF uses.
1.-  Describe some obstacles that IT encounters in the delivery of its solutions
Separation of goal and function
Separation of business and technology
Lack of common language and process
Unclear goals
 Unmanaged scope changes
Failure to communicate and act as a team
Processes that  are inflexible to change

In combination, these obstacles translate into such specific problems as the following:
Lists of requirements that don’t address the real customer problems, with important features omitted and unsubstantiated features included.
Specifications that are so long and detailed that users cannot grasp the main issues.
Specifications that more closely reflect wish lists than prioritized lists of features.
Sub-optimized functions that are not identified and changed, and therefore become automated.
Irregular, random, or insufficient input into the process.
Solutions that are provided to solve one problem but introduce new ones.

2.- How does MSF help IT to overcome these obstacles?
By understanding business directions, goals, and opportunities
By ensuring that IT goals support business goals
By communicating with the business in an ongoing dialogue
By fostering a proactive organizational environment
By organizing teams to work efficiently and effectively

IT’s primary need is not for more technology it is to combine its chief strength enormous technological knowledge with people and processes in ways that serve the organization
3.- What are the sources of MSF expertise?
Microsoft Worldwide Products Groups
Microsoft Information Technology Group
Microsoft Consulting Services
Microsoft Partners

Solution: The coordinated delivery of the elements needed (including technologies, documentation, training, and support, among others) to successfully respond to a unique customers business problem or opportunity.
Project : A temporary endeavor undertaken to create a unique solution, service, or result

4.- Name the two models and three disciplines that MSF uses.




The MSF team model organizes people to do the work of the project and ensures that all project goals are met by linking each team role with a major project responsibility.

The MSF process model organizes the process needed to create and deliver a solution by ordering it in time, dividing it into distinct phases marked by milestones. 

The MSF project management discipline ensures that project management activities are streamlined, and that they help rather than hinder the success of the team. 

The MSF risk management discipline is used to minimize surprises, “firefighting, ” and other expensive activities by proactively managing risk. 

The MSF readiness management discipline is used to proactively identify the skills required by the team for each project, and to use projects as learning opportunities.













Additional MSF Terminology
Foundational Principles
The core principles upon which the framework is based
Key Concepts
Ideas that support MSF principles and disciplines
Proven Practices
Techniques, methods, or processes that have been demonstrated to work under real-world conditions


Module 2: Building an MSF Team

Lesson: The MSF Team Model

1. How are project goals, project success, and the MSF team model related?
2. What does the circular structure of the team model represent?
3. Which of the eight MSF foundational principles are closely associated with the team model?
4. What are some of the key concepts of the team model?	

1. How are project goals, project success, and the MSF team model related?



2. What does the circular structure of the team model represent?

The circular structure of the model, with equally sized ovals for the roles, shows that it is a nonhierarchical model and that each role is considered equally important in its contribution to the project. Although different roles may be more or less active at different stages of a project, none can be omitted.

3. Which of the eight MSF foundational principles are closely associated with the team model?

Work toward a shared vision
Focus on business value
Stay agile, expect change
Empower team members
Foster open communications
Establish clear accountability, shared responsibility










4. What are some of the key concepts of the team model?	

Key concepts
 Team of peers
 Customer-focused mindset
 Product mindset
 Zero defect mindset
 Willingness to learn

 Proven practices
 Use small, interdisciplinary teams
 Enable teams to work together at a single site
 Create a solution design through total team participation

Other Project Participants-External Stakeholders

External stakeholder: Individual or group that has an interest or .stake. in the
outcome of a project.
Project sponsor: Individual who initiates and approves a project and its result Customer: Individual who expects to gain business value from the solution
(also known as business sponsor)
End user: Individual or system that directly interacts with, or uses, the
solution
Operations: The IT organization responsible for ongoing operation of the
solution after it has been delivered


























Lesson: MSF Role Clusters

1. What is the definition of a role cluster?
2. Is there a significant difference between the term role cluster and the term roles?
3. What are the three elements that distinguish the work of one MSF role cluster from another role cluster?
4. Who are some of the external groups with which a successful team must communicate?

1. What is the definition of a role cluster?

Role cluster: In the MSF team model, one of six groupings of functional areas and their associated responsibilities that all support a quality goal for a solution. One or many persons may fulfill the responsibilities of the role cluster, or role (as it is commonly termed).

MSF Team Role Clusters and Their Functional Areas

















2. Is there a significant difference between the term role cluster and the term roles?
 No,  “Creo”

3. What are the three elements that distinguish the work of one MSF role cluster from another role cluster?











4. Who are some of the external groups with which a successful team must communicate?

















Lesson: Scaling Teams for Project Efficiency

1. Which role clusters are typically represented on feature teams?
2. What project situations call for the use of function teams?
3. How do team leads interact with sub-teams?
4. Why is it a risk to combine some MSF roles? Which of the six MSF roles should not be combined with any other roles?

Which role clusters are typically represented on feature teams?
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Feature team: Multidisciplinary sub-team that is created to focus on building specific features or capabilities of a solution

Consider using feature teams when:
The solution has highly independent components
Members are very dispersed across organizations or geography
There is a need to fit skills (through outsourcing, for example) or organizational boundaries

What project situations call for the use of function teams?

Function teams are used to fulfill just one role (they are unidisciplinary), but several functional areas within that role. Many roles encompass functional areas that are different enough so that they might be difficult for one person to fulfill, depending on the requirements of the project.

Consider using function teams when:
Project tasks require a larger team effort to fulfill one or more functional areas within a single role cluster
Project tasks require a more diversified effort to fulfill the functional areas within a single role cluster


3. How do team leads interact with sub-teams?

Both function and feature teams work under the leadership of the core team. The core team will have made the transition to being a lead team when feature and function teams are  eeded on a project. Core team members are often the team leads on the function teams. In feature teams, the team lead is in close communication with and takes direction from the core team member.
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4. Why is it a risk to combine some MSF roles? Which of the six MSF roles should not be combined with any other roles?
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Lesson: A Scalable Approach to Project Management

1. What are some of the knowledge areas of project management?
2. An MSF project manager should make all the important decisions.” True or false?
3. How do large, complex projects impose special requirements on the project manager?
4. Which specific project risks map to complex project management situations?

1. What are some of the knowledge areas of project management?

“”Project management is the application of knowledge, skills, tools, and techniques to project activities to meet project requirements”” (Project Management Institute)

[image: ][image: ]










2. An MSF project manager should make all the important decisions.” True or false?
No

3. How do large, complex projects impose special requirements on the project manager?

The program management role cluster must have especially good project management skills to deliver the solution within its constraints of resources, budget, and schedule.

Some larger, more complex projects need a team member who is dedicated exclusively to project management. In these cases the program management role cluster is filled with a function team that includes a project manager and a solution architect.
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4. Which specific project risks map to complex project management situations?

Projects with these risks have high project management complexity:
Large size or cost
Geographically dispersed teams
Team members belonging to multiple companies, organizations orsubcontractors
Fixed or highly constrained budgets or schedules
Contractual or legal issues that require skills, time, or energy
The specific risk thresholds depend on the project or organization. Be sure that your team’s project management readiness is commensurate with the level of risk.
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Module 3: Managing  Project Risks

Lesson: Managing Risks Throughout the Project

1.  What is the difference between a “risk” and “issues and problems?”
2.  What is the ultimate goal of MSF risk management?
3.  How are the MSF foundational principles of “foster open communication and shared responsibility, clear accountability applied to risk management?

1.  What is the difference between a “risk” and “issues and problems?”


2.  What is the ultimate goal of MSF risk management?

The goal of risk management is to clear the way for the positive impacts (opportunities) of a project while minimizing the negative impacts (losses) associated with project risk. An effective policy of understanding and managing risks will ensure that effective trade-offs are made
between risk and opportunity.

3.  How are the MSF foundational principles of “foster open communication and shared responsibility, clear accountability applied to risk management?


















The risk management discipline defines a systematic approach with six distinct steps to managing risk.

The discipline is flexible, however, in that the analysis step can accommodate a wide range of risk management methodologies. This is important because it gives organizations the ability to assign values to the consequences of risks and prioritize risks in ways that match its particular needs.






















Lesson: Taking Steps for Effective Risk Management

1.  What are the six steps of the MSF risk management process?
2.  MSF risk management must be followed in chronological order.” True or false?
3.  What are the two key elements of a risk statement?
4.  A simple method to calculate an organization’s exposure for a specific risk is to multiply its ___________ by its _______________. Expressing exposure in quantitative terms helps to ________________ risks.
5.  What is the primary focus of a risk mitigation? Of a risk contingency?


1.  What are the six steps of the MSF risk management process?


2.  MSF risk management must be followed in chronological order.” True or false?

Note that these steps are logical steps and that they do not need to be followed in strict chronological order for any given risk. Teams will often cycle iteratively through the identification-analysis-planning steps as they develop experience on the project for a class of risks, and only periodically visit the learning step to capture knowledge for the enterprise.

In general, risk identification and risk tracking are continuous activities. Team members should be constantly looking for risks to the project and surfacing them for the team to consider, as well as tracking continuously the progress against specific risk action plans.

3.  What are the two key elements of a risk statement?
















































4.  A simple method to calculate an organization’s exposure for a specific risk is to multiply its probability by its impact. Expressing exposure in quantitative terms helps to priorize risks.










5.  What is the primary focus of a risk mitigation? Of a risk contingency?


































Module 4: Establishing Your Project Life Cycle

Lesson: MSF Process Model Basics

1.  What are the five phases of the MSF process model and what is each phase’s principal activity?
2.  What is the associated milestone of each process model phase?
3.  How does the iterative approach of the MSF process model help minimize risk?
4.  What are some of the specific benefits of using milestones?
5.  What is the difference between a major milestone and an interim milestone?
6.  How do post-milestone review meetings demonstrate the MSF foundation principle “learn from all experiences?”

1.  What are the five phases of the MSF process model and what is each phase’s principal activity?


















3.  How does the iterative approach of the MSF process model help minimize risk?

The MSF process model is an iterative development approach. This means that solutions are  eveloped by building, testing, and deploying a core set of basic features first, then adding features in successive versions.















4.  What are some of the specific benefits of using milestones?



5.  What is the difference between a major milestone and an interim milestone?

MSF uses two types of milestones to help organize project activities.

Major milestones denote the ends of the five MSF process model phases and
signify a time to review the phase deliverables and gain approval from the
project sponsors and stakeholders to move forward into the next phase.
Interim milestones are used within a phase to divide the work into more
manageable parts.

6.  How do post-milestone review meetings demonstrate the MSF foundation principle “learn from all experiences?

Major milestones provide opportunities for both external review and team
learning. MSF recommends two types of meetings at each major milestone:

Milestone review meetings gather the project team, customer, and key
stakeholders to review the deliverables of that phase and gain approval to
move forward.

Post-milestone review meetings are for team members only. These are an
honest and constructive appraisal of lessons that have been learned from
team shortcomings and process deficiencies.

The final post-milestone review should review the lessons learned during
the entire project. This is sometimes referred to as a “post-mortem meeting”
or “project retrospective.”






Lesson: Clarifying Responsibilities in Each Phase

1.  Complete the sentence: “All roles should be __________ in each phase but
not all team members are __________ in each phase.”
2.  How do MSF role clusters support the concept of milestone-based accountability?

1.  Complete the sentence: “All roles should be __________ in each phase but
not all team members are __________ in each phase.”

All MSF roles participate throughout the project. Each role has responsibilities
and deliverables, and brings a unique perspective to every phase.

Some team members may fill more than one role, perhaps only temporarily, to
ensure that all roles are represented.

Do not confuse roles with individual people on a team. While all roles must be
represented in every phase, not all individuals on a project will be active in
every phase.



2.  How do MSF role clusters support the concept of milestone-based accountability?












Module 5: Starting Your Project

Lesson: The MSF Envisioning Phase

1. Why does a project need an envisioning phase? Why can’t it start immediately with planning?
2. What are the origins of planned and unplanned projects?
3. Why is the continued involvement of stakeholders throughout a project important? Why is their continued support important?

1. Why does a project need an envisioning phase? Why can’t it start immediately with planning?

The purpose of envisioning is to create and agree upon an early understanding
of the project goals and constraints. The team also uses envisioning to answer
feasibility questions, to gain approval from key stakeholders, and to acquire a
common set of expectations from everyone involved.
Envisioning is fundamental to the success of a project because it establishes an
accepted base upon which team members will build a solution.
Envisioning sets the stage for the more detailed planning effort that will come
later by defining the scope of the project and the solution concept.


2. What are the origins of planned and unplanned projects?

 Planned projects originate from a planned and prioritized project portfolio based on the organizations enterprise architecture
 Unplanned projects originate in response to unexpected changes, problems, or opportunities
Team might need to establish the business case for project

3. Why is the continued involvement of stakeholders throughout a project important? Why is their continued support important?

Their participation is vital because if they do not agree that it has, the project cannot move forward until more work is done. This is also a time when changed circumstances can be discussed, and the team and its stakeholders may decide to change some aspect of the solution.





Lesson: Selecting and Preparing the Project Team

1. Why is it necessary to categorize projects according to the type of project?
2. Does the readiness management discipline address organizational readiness?
3. What are some of the types of information included in the project structure
document?

1. Why is it necessary to categorize projects according to the type of project?

Identifying the type of project can help determine the skills and knowledge that
may be required for team members. The chart on the slide defines four project
types in terms of the kind of business value they offer the organization.




2. Does the readiness management discipline address organizational readiness?

The MSF readiness management discipline addresses the need for team
readiness that spans the entire project. Assessing and developing necessary
team proficiencies enables organizations to complete projects more efficiently
and with higher quality. Evaluating the results of training and monitoring the
team’s acquired skills, knowledge, and abilities enables the team to attain full
realization of readiness investments.
The MSF readiness management discipline’s focus is on the areas of
knowledge, skills, and abilities required at the individual, solution, and
enterprise architecture levels. Organizational readiness (that is, the capabilities
of the organization as a whole to adopt IT changes) must also be addressed, but
is outside the discipline’s focus.








3. What are some of the types of information included in the project structure
document?











Lesson: Defining the Solution

1. What does a well-crafted project vision accomplish?
2. What is the relationship between the vision statement and high-level
requirements?
3. What are the four tasks for creating user profiles?
4. What is the relationship between a “solution concept” and an approach, and
how do approaches differ?

1. What does a well-crafted project vision accomplish?

A well crafted vision prepares the team to proceed in the same direction.


2. What is the relationship between the vision statement and high-level
requirements?

In order to develop a solution concept or a response to the problem, the team needs to understand, at a high-level, the business requirements that the solution must fulfill. Each team role contributes a set of requirements representing the perspective of the role; however, the focus of this phase is business requirements driven by product management.




3. What are the four tasks for creating user profiles?

User profiles help the team create a solution that meets all potential users’ needs. Different types of users have different types of needs, so the project team must address all those users and needs when creating an answer to the problem.
User profiles are intended to capture what the users expect and need, and what their goals are. It’s equally important to capture what is constraining the users, such as hardware, software, or anything else that might impact their ability to use the product. There’s no point in designing for one operating system if the users are using another.

User profiles are another element of the vision/scope document


4. What is the relationship between a “solution concept” and an approach, and
how do approaches differ?

Solution concept – A high-level description of how solution will solve the problem

The solution concept includes the following elements:

-Project success factors and acceptance criteria.
- Initial approaches to building and delivering the solution.
- Early description of functionality to be provided by the solution that will
address the business problem.

The solution concept is an essential element of the vision/scope document.











Lesson: Scoping the Solution

1. What is the difference between solution scope and project scope?
2. Why is it important to manage scope?
3. How is the MSF trade-off triangle used to manage project scope?
4. How is the MSF trade-off matrix used to manage project scope? How does
it differ from the MSF trade-off triangle?

1. What is the difference between solution scope and project scope?

[image: ]

One way to manage scope is by versioning. In versioning, a solution is divided into a series of versioned releases instead of building the solution in its entirety in one release.

[image: ]

2. Why is it important to manage scope?

[image: ]

3. How is the MSF trade-off triangle used to manage project scope?

[image: ]

In projects, a relationship exists among the project variables of resources (people and money), schedule (time), and features (scope). After the team establishes the values for each side of the triangle, any change to one of its sides requires an adjustment on one or both of the other sides to maintain project balance. This includes, potentially, the same side on which the change first occurred.
A fixed level of quality is presumed, and is non-negotiable in most cases. The key to deploying a solution that matches all of the customer’s needs is finding the right balance between resources, deployment date, and features. Customers are sometimes reluctant to cut favorite features, and can’t understand how keeping features affects the project schedule and resources. Use the tradeoff triangle to explain the constraints and present trade-off options to customers.

4. How is the MSF trade-off matrix used to manage project scope? How does
it differ from the MSF trade-off triangle?

[image: ]
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Lesson: Establishing a Basis for Review and Change

How does traceability help in the management of project scope?

Traceability The capability of being tracked backwards to origination point

[image: ]
One benefit of traceability is enabling trade-offs to be made while knowing their impacts on business value, thereby avoiding unnecessary efforts building features that don’t add business value.

Maintain traceability through project documents, specifications, and plans throughout the entire project life cycle to ensure that the different project deliverables stay in  ynchronization. For example, a change in a specification such as a new feature results in changes downstream to documents such as design documents, plans, work breakdown structures, risk assessments, and the schedule.
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Module 6: Planning Your Project

Lesson: The MSF Planning Phase

1.  How does planning help to reduce risk?
2.  What are the key questions that effective planning answers? What aspect or outcome of planning helps answer each question?
3.  What are the deliverables of the planning phase?
4.  How does the team know when enough planning has been done?

1.  How does planning help to reduce risk?

The planning phase results in the architecture and design of the solution, the plans to accomplish building and deploying the solution, and the schedules associated with tasks and resources.

2.  What are the key questions that effective planning answers? What aspect or outcome of planning helps answer each question?

The key for the team is to know when it has enough information to move forward. Too
little information is a risk and too much information can cause a project team to stagnate.
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3.  What are the deliverables of the planning phase?

[image: ]
Effective planning reduces risks in such areas as defects, project costs, timing, and overall project quality. It sets up the project for success by providing more predictability, which in turn gives the team more control over outcomes.

4.  How does the team know when enough planning has been done?
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Lesson: Planning What to Build

1.  How do the requirements, the usage scenarios, and the solution concept evolve during the transition from envisioning to planning?
2.  What is the primary purpose of the three design phases (conceptual, logical, physical)?
3.  What are three goals of a good functional specification?

1.  How do the requirements, the usage scenarios, and the solution concept evolve during the transition from envisioning to planning?

The MSF design process constructs conceptual, logical, and physical views of the design. Work on each of the views may partially overlap. For example, the logical view can be started before the conceptual view is complete.

The design process is evolutionary: As the team progresses through conceptual, logical, and physical design, it adds new layers of information to the design. Similar to the process of designing a home, the design progresses from rough sketches to a detailed floor plan to contractors. blueprints.
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2.  What is the primary purpose of the three design phases (conceptual, logical, physical)?
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3.  What are three goals of a good functional specification?

[image: ]

Vision/scope summary. Summarizes the vision/scope document as agreed
upon and refined.
Background information. Places the solution in a business context.
Design goals. Specifies key design goals that development uses to make decisions.
Usage scenarios. Describe the users� business problems in the context of their environment.
 Features and services. Define the functionality that the solution must
deliver.
 Component specifications. Define the products that will be used to deliver required features and services as well as the specific instances where the products will be used.
 Dependencies. Identify dependencies on other projects or resources that are beyond the control of the project team.
 Appendices. Include enterprise architecture documents that define the overall architecture for the solution. Also include additional conceptual design detail (for example, field surveys and user profiles) and physical design detail. Many infrastructure solutions require enterprise-wide designs to define how multiple server components interact.





Lesson: Planning How to Build

1.  What is the relationship between approaches and plans?
2.  Identify the type of plan typically associated with each MSF team role.
3.  How does planning lead to the preparation of estimates and Work
Breakdown Structures (WBS)?
4.  Why are the techniques of bottom-up estimating and allocating buffer time effective scheduling techniques?
5.  What are two outcomes of plans that are integrated and synchronized correctly?

1.  What is the relationship between approaches and plans?

Plan A description of how the solution will be completed

Evolving approaches into plans involves adding more information. Once the team knows what it is going to build (after the functional specifications are baselined), each team role adds  epth to their approaches to building the solution. These then become plans.

2.  Identify the type of plan typically associated with each MSF team role.
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3.  How does planning lead to the preparation of estimates and Work Breakdown Structures (WBS)?
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4.  Why are the techniques of bottom-up estimating and allocating buffer time effective scheduling techniques?

Bottom-up estimating A principle of good scheduling. It means having those who do the
work estimate the effort, rolling up task-level estimates, and recognizing that the best estimates are based on experience.

Allocate buffer time as a discrete task, which means that buffer time is not added to each task. Program management owns and schedules buffer time. The project team, with the program manager leading, agrees whether buffer time can be allotted.
5.  What are two outcomes of plans that are integrated and synchronized correctly?

Integration ensures correlation of tasks and deliverables among the individual plans
Synchronization ensures the proper sequencing of activities

Deployment Plan
[image: ]

Pilot Plan
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Purchasing and Facilities Plans
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Test Plan
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Training Plan
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Communications Plan
[image: ]
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Lesson: Planning When to Build

1.  What is the MSF definition of a schedule?
2.  The Work Breakdown Structure (WBS) contains tasks and durations but does not contain ____________________.
3.  How does risk-driven scheduling, time-boxing, and buffer time contribute to effective scheduling?

1.  What is the MSF definition of a schedule?

Schedule The set of data that describes when the project tasks will be completed
by applying resources and task durations in sequence

2.  The Work Breakdown Structure (WBS) contains tasks and durations but does not contain ____________________.

information about who will perform the tasks or when they will be performed.


3.  How does risk-driven scheduling, time-boxing, and buffer time contribute to effective scheduling?

Recommendations for effective scheduling include:

- Apply risk-driven scheduling, which allows more time to respond to
problems.
-  Apply time-boxing where appropriate, which sets internal time limits to prioritize features and activities.
-  Schedule buffer time as the last task prior to a major milestone. If other tasks are on target and on time, buffer may not be used and the team can reach the milestone ahead of schedule.
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Lesson: Preparing Development and Test Environments

1.  How are development and test environments both related and unrelated to the production environment?
2.  What are some key considerations in setting up the development and test environments?

1.  How are development and test environments both related and unrelated to the production environment?

Development and test environments ideally should represent the production environment, but the team must balance the level of representation with the associated costs. It�s vitally important to maintain separation between the production environment and development/test environments to prevent occurrences in development/test from affecting live production systems.
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2.  What are some key considerations in setting up the development and test environments?

[image: ]


[image: ]










Module 7: Developing  Your Solution  

Lesson: The MSF Developing Phase

1.  What are the deliverables of the developing phase?
2.  Why is change control especially important during the developing phase?
3.  What does �developing� mean, in addition to �writing code?�
4.  How is a build more than just code compilation?
5.  What are some guidelines for conducting good code reviews?
6.  Identify some deliverables that belong to each of the user experience and
release management role.

1.  What are the deliverables of the developing phase?
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The first recommended interim milestone of the developing phase is proof of concept complete (to be described later). After this milestone come a number of internal release milestones. At the end of the phase is the scope complete milestone.

2.  Why is change control especially important during the developing phase?







3.  What does �developing� mean, in addition to �writing code?�
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The proof of concept is a way of mitigating the risk of investing deeply in a solution only to find that its infrastructure elements won�t work well in production.

4.  How is a build more than just code compilation?

Builds are not the same as compiling code�they include code components, directory structures, infrastructure elements, documentation, and sometimes automated deployment scripts.

[image: ]


[image: ]







5.  What are some guidelines for conducting good code reviews?
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[image: ]

6.  Identify some deliverables that belong to each of the user experience and
release management role.
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[image: ]release management






Lesson: Testing the Solution

1.  What is the ultimate goal of testing? What are some specific goals?
2.  What is meant by �coverage testing?� What are some common types?
3.  What is meant by �usage testing?� What are some types of usage tests?
4.  What is meant by the expression: �Not all bugs are defects, but all observed defects are bugs?�
5.  What are the success criteria for the developing phase?

1.  What is the ultimate goal of testing? What are some specific goals?
[image: ]
Testing � Assessing the state of quality of the solution

Goals:
Expose all bugs that team must resolve
 Validate elements of solution against the functional spec.
Expose design flaws
 Expose failures from unexpected user behaviors
 Test all solution elements




2.  What is meant by �coverage testing?� What are some common types?

[image: ]
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3.  What is meant by �usage testing?� What are some types of usage tests?

Usage testing is intended to ensure that the solution works in the environment for which it is intended and focuses on testing the solution as users and operations staff would use it.

[image: ]
4.  What is meant by the expression: �Not all bugs are defects, but all observed defects are bugs?�

[image: ]
5.  What are the success criteria for the developing phase?
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The scope complete milestone is met when the team gains formal approval from the sponsor and/or key stakeholders. With formal approval, the team can then proceed to the stabilizing phase.


Module 8: Stabilizing Your Solution

Lesson: The MSF Stabilizing Phase

1.  What are some of the specific goals of the stabilizing phase?
2.  What predictions are made during stabilizing?
3.  How does a fixed ship date mindset help prevent scope creep?
4.  How does ongoing analysis of bug convergence provide warning signs about the stability of the project?
5.  Why is zero bug bounce a positive indicator for the project?

1.  What are some of the specific goals of the stabilizing phase?
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2.  What predictions are made during stabilizing?
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3.  How does a fixed ship date mindset help prevent scope creep?

Having a fixed ship date mindset galvanizes the team to focus on release and
sets a bar for making tradeoff decisions.

4.  How does ongoing analysis of bug convergence provide warning signs about the stability of the project?

Bug convergence is the point when the number of new bugs reported each day converges with the number of bugs fixed each day.
It means that development is catching up with testing, a predictor that soon the backlog of open bugs will be resolved.
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5.  Why is zero bug bounce a positive indicator for the project?

[image: ]

Zero bug bounce is a positive indicator for a project, indicating that development has caught up with the backlog of active bugs needing resolution.
It is normally a sign that the quality of the builds is improving. Notice that a number of small zero bug bounces will follow the initial one.

Lesson: Testing and Piloting for Stabilization

1.  What is the difference between end users and customers?
2.  What is a release candidate and what are some of its features?
3.  What is a pilot, and what are its goals?
4.  Why should pilot testing not be too easy?

1.  What is the difference between end users and customers?

User The person who uses the solution or services on a day-to-day basis.
Individuals or systems that directly interact with the solution.

Customer An individual or organization that expects to gain a business value from the solution. Also  nown as the business sponsor. Also, the recipient of a service or product.

2.  What is a release candidate and what are some of its features?
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3.  What is a pilot, and what are its goals?
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4.  Why should pilot testing not be too easy?
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Module 9: Deploying Your Solution

Lesson: The MSF Deploying Phase

1.  What are the deliverables of the deploying phase?
2.  How is the Microsoft Operations Framework (MOF) a part of the deploying phase?
3.  Which person or group is the best candidate to deploy the solution?

1.  What are the deliverables of the deploying phase?

[image: ]
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2.  How is the Microsoft Operations Framework (MOF) a part of the deploying phase?





3.  Which person or group is the best candidate to deploy the solution?

In some organizations the project team is responsible for the entire deployment.
In other organizations there may be a group independent of the project team that is responsible for deployment, such as a central engineering group or operations.
The deployment plan should have been updated as required through the developing and stabilizing phases.








Lesson: Deploying to a Production Environment

1.  What are some examples of core components? What are some examples of site components?
2.  What is the quiet period, and what are some of its features?

1.  What are some examples of core components? What are some examples of site components?
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2.  What is the quiet period, and what are some of its features?

[image: ]
The quiet period begins when deployments are complete. A quiet period 15 to 30 days in duration is needed to generate statistically useful data.
The project is now moving away from MSF and starting to move toward MOF.
The operations plan and acceptance criteria established by the MSF team during the planning phase defined service levels for the solution. These serve as a baseline for the service level agreement (SLA), which operations will begin monitoring when responsibility is transferred to them.
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Lesson: Completing Your Project

1.  What type of documents result from completing closeout activities?
2.  Which MSF role handles the final sign-off from the customer?
3.  What are the two types of project reviews that MSF advocates?

1.  What type of documents result from completing closeout activities?

[image: ]

2.  Which MSF role handles the final sign-off from the customer?

The customer satisfaction survey provides an important opportunity for the team to receive feedback from the customer. It is a necessary component of the closeout report and represents validation of the entire project.
The persons surveyed should include project sponsors and/or key stakeholders at a minimum.

3.  What are the two types of project reviews that MSF advocates?
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The Proof of Concept

m Establishes a baseline for the solution infrastructure
m Confirms solution viability in a simulated environment
= Does not include custom code components

m Sets the stage for on-going development build cycles
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Guidelines for Using Internal Release Cycles

= Set standards to evaluate build quality

m Make each internal release as independent as possible
= Build and test frequently

= Conduct frequent code reviews
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Developing Internal Releases with Daily Builds

m Each internal release begins with a series of daily builds
m Testing and stabilizing follow
m Release occurs when interim milestone is met

The Internal Release Cycle

Internal Internal
Release  Feature Testingand ~ Buffer Release
n  Development Stabilizing ~ Time A +1

B

Daily Builds
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Code Reviews

m Code reviews may be conducted formally, informally, or by third
parties

Use reviews to benefit the solution

« Improve code quality

« Accelerate development

 Make assumptions explicit

Use reviews to benefit the project and the team
 Provide training

# Lower the cost of defect resolution

 Improve code maintainability

« Improve development practices and standards

Code review - Assessing code to improve ts qualty and the capabilties
of the development team
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Guidelines for Conducting Code Reviews

u |nitiate code reviews early
= Schedule reviews explicitly
m Share lessons learned
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Building User Experience Deliverables

m User experience deliverables are driven by user
experience role
# Build them concurrently with other solution deliverables
« Develop them iteratively
« Synchronize development with designated intemnal releases

m Deliverables include:
« User reference materials (manuals and help files)
« User interface graphic elements
# End-user training
« Usability test scenarios
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= Building the operations documentation is driven by the
release management role
# Build concurrently with other solution deliverables
« Develop iteratively
« Synchronize development with designated internal releases

m Deliverables include:
« Operations guides, standard operating procedures
« Help desk and support procedures
« Knowledge base
 Support staff training
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Testing is part of the build cycle, not a standalone activity

Release Readiness
Approved,

Project Plans

commm a a Approved
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m Coverage testing
« Attempts to thoroughly test every feature of the solution
« Attempts to thoroughly test the code base of the solution
« Is used primarily during the developing phase
m Types of coverage tests
+ Unit
+ Functional
# Check-in
# Build verification
# Regression
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Coverage tests are typical of the developing phase tests. Types of coverage tests
are as follows

= Unit tests are pre-build tests for discovering bugs early

= Functional tests check for features and their functionality.

= Checkin tests are done at the time of code check-in

= Build verification tests validate code compilation after each build.

= Regression tests are also run after the daily build in order to ensure that
quality has improved rather than deteriorated.
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m Usage testing
« Attempts to successfully complete usage scenarios
« Attempts to test the product in its expected environment
« Is used primarily during the stabilizing phase

= Types of usage tests
« Configuration tests
+ Compatibility tests
# Stress tests
# Performance tests
# Documentation and help file tests
« Usabilty tests
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m Not all bugs are defects, but all observed defects are bugs
m All bugs need to be reviewed and resolved prior to release

Issues

Bugs
Tracked

Project
Issues Defects

Bug - Any issue arising from the use of the solution
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Success Criteria for the Developing Phase

m Al features and functions are complete
m All solution elements are built
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Goal: To improve solution quality to meet
acceptance criteria for release to production
m Team focus
+ Improving solution qualty
+ Addressing outstanding issues to prepare for release
# Make the transiton from buiding features to focusing
on quality
# Getting the solution to a stable state
« Preparing for release
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Deliverables Release Readiness

u Pilot review Approved

= Release-ready versions of b o
# Source code and executables Ralassa Cancides.
# Scripts and installation e bl Teving Corplee

e g o

documentation o Comerenes

« Enduser help and
raining materials Scop

 Operations documentation Complto
# Release notes

= Testing and bug reports
u Project documents
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m Stabilizing a solution involves making predictions
« Predicting bug quantity or severity
# Predicting bug resolution progress
¢ Estimating solution quality state at any point
« Predicting release date
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Jser Acceptance Testing

m User acceptance testing — Secures user agreement
that, in a non-production (lab) environment, the
solution will meet users’ needs

m The testing process
« Is driven by user experience role

+ Should not be confused with customer acceptance at end
of project

P Interim milestone — User acceptance testing complete
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= Release candidate - A build that has been tested and is
ready for release to a pilot

« Contains all elements (such as code, documentation, support, and
training) required for release

« Fitfor release based on qualiy criteria
» Validated by successful pre-production testing
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m Pilot - A test of the solution under live conditions, such as:
« Asubset of production servers
« Asubset of users i a user group

« Atial period for the entire production environment, with the abilty
to roll back

= Pilot goal
# Take the next step in the ongoing stabilization process
« Reduce the risks associated with deployment
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Preparing for a Pilot

m Prior to beginning a pilot
 Team and pilot participants clarify success criteria for the pilot
« Feadback processes are put in place
# Pilot users are notified

« Checklists are used to veriy readiness of support processes and
other aspects of the pilot

m Testing the pilot deployment process
« All lements of the deployment are rehearsed
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Conducting the Pilot

u Implement the pilot
« Identify and track issues
« Resolve issues through further development
« Document workarounds, and so forth
4 Update documentation
= Evaluate the results
« Compile and evaluate pilot data
« Identify frequently-experienced user errors
« Select one of several strategies for moving forward

@ Interim milestone  Pilot complete
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Recommended Practices for the Pilot

m Make pilots representative
m Conduct more than one pilot in cases that need it
m Test all elements of the solution — not just the technology




image110.png
m Goal: To place the solution into a production environment
m Team focus

« Tofaciltate the smooth transfer of the solution from the project
team to the operations team

# Tosecure customer approval that the project is complete
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m Deliverables

+ Operations and e SESETERE
support information PEE————
systems [RR— &=

« Repository of all
versions of documents
load sefs,
configurations, scripts,
and code

« Project closeout report
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= Core — Components located at a central or key location that
enable interoperability of the overall solution

« Components are the enabling technology of the enterprise
solution

@ Examples: domain controllers, mail outers, remote access
servers, database severs

m Site-specific - Components located at individual locations
that enable users to access and use the solution

« Site deployments depend on this technology
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Strategies for Deploying the Core Technology

m Serial - Deploys core components before site components
# Lessrisk
« Shorter or small deployments
m Parallel - Deploys core and site components in parallel
# Large environments
« Longer deployments

= Depending on the solution, use of both strategies may be
required
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Performing Site Deployments

Site Deployment Complete:

(site owner signoff)
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The Quiet Period

u The quiet period acts as the baseline for service level
agreement negotiation

= Program management, release management, and product
management begin project closeout

= Solution is in production environment maintained by
operations
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Transitioning to Operations and Support

m Activate reporting systems
# Refer call volume and issue resolution to help desk

@ Refer system faults, corrective action, and trend analyss to
operations

m Publish knowledge base
« Provides easy access to corrective knowledge
« Can use bug-iracking database for baseline data
 Can be used by support and/or users

m Validate that operations processes are being performed
before disengaging
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Closeout Activities

Survey customer satisfaction
Prepare closeout report

+ Fomal project closure

+ Final deliverable versions

+ Customer survey compilaion
+ Summery of next steps
Conduct project review

Obtain customer sign-off

<’ Miestone — Deployment complete
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Multidisciplinary sub-teams organized around product feature
sets or created to focus on a particular capability
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Roles may be combined, but some combinations pose risks
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Small team, combined roles

Program
Management

Product Release
Management Management
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Project risk management Facilitating and driving team risk management

Maintaining risk documentation
Project procurement Soliciting contractor bids for services and/or
management hardware/software

Preparing requests for proposals (RFPs)
Managing vendors/subcontractors

Managing and ne

tiating contracts
Preparing purchase orders and approving invoices
Project quality management  Quality planning
Determining standards

Documenting quality criteria and quality measurement
processes
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Knowledge area

Includes such activities as:

Project integration
‘management

Project scope management

Project time management

Project cost management

Project human resource

Tae

ting and synchronizing project plans

Setting up procedures and systems to manage
Tracking chas
Defini

g and breaking down scope of work
Managing project tradeoffs
Generating and maintaining schedules
Task sequencing

Matching resources to tasks

Preparing cost estimates

Progress reporting and analysis

Cost risk analysis

Value analysis

Resource planning

Team building

Conflict resolution

Skills readiness training
Communication planning

Project status reporting

ateas from Project Management Instirute.
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Solution
Architect

Project
Manager
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Management

Example of function team for program management
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Module Summary

m Six quality goals drive the team and define the team
model
m Effective teams
« Are constituted as teams of peers
# Are not built around an organizational chart
+ Foster open communications
« Are based on small, multidisciplinary teams
m MSF teams can be scaled up or down depending on need
u A project management discipline
# Enables a team of peers to work better
« Enables better scaling up of the team model
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= Scope - The parts of the vision for the solution that can
be accomplished within the constraints of a given version

« Solution scope — The sum of the products and services to be
provided in a version of the solution

+ Project scope  The work performed by the team to deliver
certain items in the solution scope

= Multiple projects may be required to complete the entire
solution
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= Importance of scope management
# Avoids scope creep
« Clearly defines what s in and out of scope
= Scope management techniques
« Trade-off triangle
# Trade-off matrix
m Definition
« Scope creep - Unmanaged expansion of scope
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Features
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“Given fixed we will choose a and adjust.
as necessary.
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Drafting a Vision/Scope

m Draft a vision/scope document that includes:
# Problem statement
* Vision
« Initial requirements
« User profiles
« Scope
« Solution concept
# Project scope

m Remember — Envisioning is an iterative process

Interim milestone — Vision/scope baselined
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= Linking features to business requirements
= Integrating tightly with change control

= Facilitating compliance with formal quality management
standards (as required by customer)
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Establishing Change Control

= |mportance
« Applies to all changes
» Faciltates easy incorporation of changes
« Is based on MSF core concept of creating ‘lving documents”

« Baselining documents early and freezing as late as possible
enables the team to remain flexible

m Definiion

« Change control - A process to request, review, approve,
document, and distribute changes
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Establishing Configuration Management

= Importance
» Facilitates reproduction of or rollback to earlier configurations

« Requires team to document configurations, in database or
other tool

m Definition

« Configuration management - A formalized process to track
and control the state of the various solution artiacts
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m Team focus
# Find out as much information as possible, as early as possible
 Know when you have enough information to move forward
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Deliverables
» Functional specifications

= Master project plan B —
= Master project schedule M"‘:'::‘_’f:f‘fﬂ

Project Plans.
Approved
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m Planning is an iterative process
m Effective planning answers key questions
 What are we going to build?
+ How will we build it?
# When will we build it?
o Are we ready to build?




image65.png
VisioniScope
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Conceptual Design

Represents both business needs and user requirements
« Puts requirements and features in business context

« Creates usage scenarios as input for preliminary specification
Minimizes duplication of effort

Identifies requirements for the “bilities”

« Security

« Availability

« Reliability

« Manageability

« Scalability

« Supportability
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Physical Design

m Describes the specific implementation of the logical design
« Identifies the physical infrastructure architecture and topology

# Creates a set of physical design models, including components
design, user interface design, and a physical database design for
applications

« Provides a flexible design that is based on components
m Seeks compatibility with the enterprise architecture
= Evaluates implementation options

m Becomes the basis for cost, schedule, and resource
estimates
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Logical Design

m Describes the solution in terms of the organization,
structure, and interaction of its parts

m Creates a set of objects, services, and attributes, a logical
database, and a user interface for applications

m |dentifies the logical infrastructure architecture and
component integration

m Uncovers any errors and inconsistencies in the
conceptual design

m Provides a foundation for physical design
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The functional spec 1s important because:

Without having an agreement between the team and customer against the
functional spec (which is essentially used as a stake in the ground), the team
will not know if they are building the right solution and customer
expectations will be hard o set

Without having an appropriate level of detail in the functional spec, the
team will not know if they are building the solution correctly and the
solution will be difficult to validate and verify.

Without knowing the information in the functional spec. it is difficult if not
impossible (unless by stroke of luck) for a team to estimate budgets and
schedules. The quantity of resources and their respective skill sets will also
be difficult to determine without the pertinent information from a functional
spec
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Typical Driving Role

Communications plan Product management
Development plan Development
Training plan User experience
Secury plan Development

Release management
Testpan Test
Budget plan Program management
Deployment plan Release management
Purchasing and faciities pln Release management

Program management

Piot pian Release management
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Estimates The data used to create budgets and schedules

Work breakdown A deliverable-oriented group of project clements that organizes and
structure defines the fotal work scope of the project. Each descending level
represents an increasingly detailed definition of the project work
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Key Areas to Address Technique

Instalaton strategy

Phased or all at once, it by site or
department by department, push or pull

Gontingency (business continuaion) planing

Paralelsystems, ful backup with restore
capabily, or no contingency

Stefne-of business survey approach

Al at once during planring phase or site by
ste during deploying phase

Deployment mecharisms

Fully automated network instalation,
partaly scripted installtion, or manual

Deployment resources

Internal IT staff or contractors

Systems support approach

Tiered support or ot and rollout support
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Key Areas to Address

Piot paricpant sefection

Techniques

Urgent business needs, visiblty orinfluence
of user group,or isk of aiure:

Plot scope

Partial test of soluton functonaliy and
deployment processes, orful solution
and deployment process test

Number of ot partcipants

‘Small number of partciants, entire
department, o entie ste

Number of pits

One, orafew

Pilt feedback mechanisms

Allat once during planring phase o
site by ste during deploying phase
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Hardware and Software Physical Faci

Acquisition Considerations Considerations
Vendor contracts Bulding permits

Order processing End-user workspace
Preconfiguration Gabling
Warehousingistaging Power air conditioning
Receiinglstorage Server room

Obsolete equipment disposal
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Key Areas to Address

Types of testing t be performed and
functonal  technical areas fo which each test

type applies

Techniques

Unittesting, ntegration (system) testing,
performance testng, stress testng, usably
testing, and regression testing

Test format and success criteria

Fully documented test scenarios and test
results, and nforma testng with verbal
sign-oft

Change control

Programmatic checkin  out processes and
informal hand-off processes

Configuration management

Centrlized management of ardware,
software and documentation standards, and
local management of configurations

Issue and bug tracking

Issues identifed, priortized, and traked in
bug-tracking datebase, and issues tracked
through e-mail
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Key Areas to Address Technique

Training audences Al afcte usrs, I adminsttors, and o
st
Training vehickes Hands-on training, presentation-stye traning,

computer-based or Web-based training,
one-on-one fraining, job aids, and handouts

Training materials development Buy versus buid
Training duration Al day, half day, two hours, or ad hoc.
Training delvery timing Just prir to deployment at deployment,just

afer deployment, and at user's request

Training resources Internal rainers or contracttrainers
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Potential Audiences  Potential Vehicles Potential Messages

Allusers Face-toface meetings | What's happering and why
Allaffected users Memos When it will happen
Management Newsleters Who twil aflect

AT personnel Intranet How users wil be affected
IT administators Exmail How users should prepare
Help desk Voice mail How users can get more

information
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Capacity Plan

The capacity plan addresses:

How much additional traffic the solution will generate
How the additional traffic will affect users

Whether current systems and networks are capable of
handiing the expected usage

What hardware/services may be required to increase system
and network capacity

What additional requirements are needed for client machines
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Security Plan

The security plan describes:
u How established security guidelines will be implemented

= What actions will be taken to mitigate any risk in the absence
of established security guidelines

= What inferim security measures will be taken if established
security measures confiict with the successful comletion of
the project
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Budget Plan

Identify expected costs and cost constraints from the
following sources:

= Functional specification

= Other project plans (for example, development, deployment,
piot, purchasing and facilties, test, training, communications,
capactty, and security)

= Customer expectations
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Integrating and Synchronizing the Schedules

m Resolves schedule conflicts across roles
# Over-allocated resources
# Incorrect task relationship assignments
« Incorrect or outdated resource assignments

= Program management role creates a comprehensive
master project schedule

4@ Interim milestone — Master project schedule baselined
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Preparing the Environments

m Set up development and test environments
« Install to the standards set in development and test plans

m Consider logistics in building and running development
and test environments

« Power and air conditioning
« Cabling and network access
« Capacity

« Physical access and security





image84.png
Establishing and Maintaining a Known State

m Start the developing phase only after baselines for the
development and test environments have been established

= Implement configuration management and change control
to track known states

= Synchronize states between development and test
environments

@ Interim milestone — Development/test environment set up
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Deliverables
= Solution code:

= Buid images

= Training materials .
cope

= Documentation Compirs

+ Deployment processes -

# Operafional procedures
+ Support and troubleshooting
u Marketing materials

= Updated master plan, schedule,
and risk document





