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The pilot is the last major step before your full-scale deployment of Microsoft® Windows® 2000. Prior to the pilot, you must have completed integration testing in your lab environment. During the pilot, you test your design in a controlled real-world environment in which users perform their normal business tasks using the new features.


Well in advance of the pilot, your project manager and system designers need to plan where and how you will perform the pilot. This chapter helps you create a pilot plan, select users and sites, and determine how to set up your pilot environment.
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Chapter Goals


This chapter will help you develop the following planning documents:


(	Pilot plan


(	Pilot rollout procedure





Related Information in the Resource Kit


(	For more information about testing prior to the pilot, see “Building a Windows 2000 Test Lab” in this book.


(	For more information about migrating to Windows 2000 from Microsoft® Windows NT® version 3.51 or later, see “Determining Domain Migration Strategies” in this book.


(	For more information about automating the Windows 2000 installation for servers, see “Automating Server Installation and Upgrade” in this book.


(	For more information about automating the Windows 2000 installation for client computers, see “Automating Client Installation and Upgrade” in this book.








Overview of Conducting a Pilot


After you verify your Windows 2000 design in your test environment, you need to test it in your production environment with a limited number of users. A pilot reduces your risk of encountering problems during your full-scale deployment. 


The primary purposes of a pilot are to demonstrate that your design works in the production environment as you expected and that it meets your organization’s business requirements. A secondary purpose is that the pilot gives the installation team a chance to practice and refine the deployment process.


The pilot provides an opportunity for users to give you feedback about how features work. Use this feedback to resolve any issues or to create a contingency plan. The feedback can also help you determine the level of support you are likely to need after full deployment. Ultimately, the pilot leads to a decision to proceed with a full deployment or to slow down so you can resolve problems that could jeopardize your deployment.


To minimize your risk during deployment, you might want to have several pilots or pilot phases. For example, you might have one pilot for your namespace design, another one for your standard desktop configurations and security model, and still another one for deploying applications remotely. 





Pilot Process


The pilot process is iterative. You deploy a limited number of computers in a controlled environment, evaluate the results, fix problems, and deploy another pilot until you reach the scope and quality that indicate you are ready for a full deployment. Figure 5.1 illustrates the primary steps for planning and conducting a pilot.
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Starting with Information Technology


If you plan to have multiple pilots, start small and gradually increase the scope of the pilots. Many organizations use their information technology (IT) department for the first pilot. They begin by building a system that emulates what they plan to deploy in the production environment; participants use test computers on a test network. Then these organizations gradually add IT staff to the pilot. 


You can use an IT pilot such as this to resolve scalability and performance issues as you add more and more users to the system. After you have resolved any problems, you can start your first pilot in the production environment. At this point, you deploy Windows 2000 on production computers in business units for end users. 


Prerequisites for a Production Pilot


Before you start your first pilot in production, your test lab must be stable and your testing teams should have finished integration and application testing. Be sure to validate the components of your design before you implement them on your corporate network. For example, validate the protocols you plan to use, the replication traffic across your wide area network (WAN) links, and your backup and restore procedures. You should not introduce any new technologies or procedures into the pilot that have not been tested in the lab. If one of your goals for the pilot is to test the rollout process, the installation team should have thoroughly developed, tested, and documented the process. Resolve any outstanding problems with your design or develop a contingency plan.


You also need to develop and validate a series of tests that the installation team can run after upgrading the computers. These tests ensure that the installation is working properly before you turn it over to the users. 


Before you begin deploying the pilot, obtain management approval of your pilot plan. Start working on the pilot plan early so that you have your communication channels in place and the participants prepared by the time you are ready to deploy the pilot.


Creating a Pilot Plan


The pilot sets the tone for the full deployment, so it is important that you plan carefully, communicate well with the participants, and evaluate the results thoroughly. Creating a plan for your pilot helps you think through the issues and set expectations for everyone involved. 





If you have multiple pilots, you might have multiple pilot plans. For example, each subteam might have their own pilot and write their own plan. Your pilot plan should include the following: 


(	Scope and objectives


(	Participating users and locations 


(	Training plan for pilot users


(	Support plan for the pilot


(	Communication plan for the pilot


(	Known risks and contingency plans 


(	Rollback plan


(	Schedule for deploying and conducting the pilot





When you have your pilot plan ready, ask IT management and management from the participating business units to review and approve the plan before you proceed.


Scope and Objectives


The first step in planning your pilot is to define what you plan to include and exclude (scope) and what you want to accomplish (objectives). Define the scope and objectives clearly to help you set expectations and identify your success criteria. If possible, use your objectives to develop metrics for evaluating your pilot. You should also specify a duration for the pilot, either in terms of time or in terms of criteria to be met.


Pilot Scope


A pilot extends testing to involve users working on production tasks. Do not expect to test every piece of functionality during your pilot. Focus on functions that have the greatest risk and events that have the greatest probability of occurring. 


Define the scope of your pilot by stating what is included and what is excluded. List the services and features you plan to include in the pilot and what you hope to accomplish with them. Describe the areas of functionality that the pilot implementation will affect, to what extent, and in what situations.


List the service and features you plan to exclude from the pilot. If certain aspects of your design cannot be covered by the pilot, describe them. For example, if you plan to upgrade using your existing domain architecture and restructure later, the first pilot might not include the restructure process.





Describe what you expect to happen after the pilot. If you plan to keep some functions in place and dismantle others, set up expectations about what will stay and what will go. If you think you might want to dismantle the pilot instead of keeping it for your production system, set the expectation for backing it out in your pilot plan. For example, if you are redesigning your namespace, you might want the option of changing it after the pilot. Specifying information such as this in your pilot plan sets expectations in the user community ahead of time.


Pilot Objectives


State explicit objectives that your pilot should meet. Use your objectives to identify criteria for measuring the success of your pilot. Many organizations have primary objectives such as the following:


(	Ensure that the system works properly in your environment.


(	Ensure that the design meets your business requirements.


(	Build user support for your Windows 2000 project.





Many organizations have additional objectives such as the following:


(	Test the deployment process.


(	Train the installation team.


(	Create documentation for the full deployment.


(	Train the support and help desk teams.


(	Gather information for estimating future support requirements.


(	Train the administrative teams.


(	Develop and test end-user training materials.





Pilot Users and Sites 


Carefully select the users and sites that you want to participate in the pilot. First establish your selection criteria and then choose a method for selecting candidates. Methods you can use include interviews, questionnaires, and requests for volunteers. 


If you have multiple pilots, the type of users you select might vary as the pilots progress. Eventually, you should include end users that are typical of your organization. For an early pilot, however, a good group of users has these attributes: 


(	Able to derive tangible benefit from Windows 2000.


(	Plays a noncritical role in day-to-day operations.


The group should be able to absorb some downtime or performance degradation if problems occur.





(	Representative of the target environment.


Choose groups or sites that do not have unique requirements or operating environments because you want the pilot to predict how your design and rollout will work in your environment at large.


(	Performs a variety of activities with a variety of computer hardware. 


(	Enthusiastic about the Windows 2000 project.


(	Comfortable with technology. 


Users who are comfortable with technology tend to be more patient with problems that occur during a pilot and are more likely to push the system. This type of user, however, might accept problems that should be supported. Encourage these users to report every problem they encounter, or you might find that their learning curve will not represent that of the typical user. When you plan subsequent pilots and the full deployment, consider the effect of such differences in user groups. 


(	Willing to receive training.





Remember that users who are less experienced with technology need more guidance to prepare them for their role and more support during the pilot.


Determine the number of sites and users for the pilot based on these criteria:


(	Goals for the pilot


(	Number of functions and features you are testing


(	Size of your support staff





After you select your participants, choose one of them as your user liaison. Select someone who has good communication skills and a good relationship with both the pilot group and the project team. Work with the user liaison as you plan the pilot. The liaison can provide you with information about the type of work the pilot group performs and can prepare the group for their role. To encourage users to participate and offer feedback, provide an incentive program. For example, you might give away prizes or have managers give recognition to participants who make a special effort to contribute during the pilot.


Pilot Training Plan


Well in advance of the pilot, you need to determine how and when you will train the participants. Identify the resources that you will use for training. For example, consider hiring an external trainer, holding brown-bag seminars, developing a train-the-trainer program, or using media technology to broadcast training.





Many organizations find that it works best to provide training just prior to installation. Determine what the training should cover and estimate how long it will take. Limit training to what the users must know to do their work. Remember to include training in your pilot schedule.


Pilot Support Plan


Be sure to develop your support plan early because you might need to provide training to the support staff. Your support plan should address who will provide support, what level of support they need to provide, and how users can report problems.


Determine who will support the pilot users: will it be the project team, the help desk, or external resources? If the help desk provides the support, how will you train them? What will be the role of the project team? If one of your pilot objectives is to train the help desk, you need resources from both the project team and the help desk.


Determine what service levels you can support during the pilot. For example, must critical problems be resolved within a specified number of hours? During what hours must support be available to the users? 


Document the change management and problem management processes for the pilot. Your process should address these issues:


(	How are change requests submitted, approved, tested, and implemented?


(	Where do users post their problems?


Can they report problems to an existing system or do you need a new mechanism, such as a Web site, where users can log their problems and questions?


(	How will you review, prioritize, and fix problems?


(	What escalation process will you use to notify the appropriate personnel?





Communication


In your pilot plan, describe how you will communicate with participants to prepare them prior to the pilot and to exchange status reports during the pilot. Include the type of information you will communicate, to whom, by what means, and how often. For example, describe how and when you will notify users about the pilot rollout. For more information about communication strategies, see “Planning for Deployment” in this book.





As you determine how you will communicate during your pilot, begin creating the mechanisms you will use. For example, set up e-mail distribution lists for the various groups that need to receive specific types of information. You might want to note the types of information you will send to those on each distribution list. Set up mechanisms for communicating information about the pilot, such as Web sites, frequently asked questions, procedures, and status reports.


Pilot Rollback Plan


A critical part of your pilot plan is the rollback procedure you will use should the pilot fail. Develop a detailed procedure that explains when and how to make backups and how to restore them. For example, will you use image copies or incremental backups? Document the backup and restore process, and test it. Choose a safe place to store the backup media and include the location in your rollback plan.


Specify the criteria for when to use the rollback procedure. For example, you might establish a system for classifying the severity of problems and describe which levels warrant backing out of the pilot. You also might decide to have different rollback plans for different types of problems. For example, you might develop one procedure for backing out the entire pilot if the problem is pervasive and another procedure for backing out specific components if the problem is isolated. You might want an additional procedure for recovering from severe data corruption in your directory service.


Schedule


One of the earliest activities in planning a pilot is to start a schedule. Include tasks for planning the pilot, preparing the users and sites, deploying the pilot, and testing during the pilot. Remember to schedule time for training users, support staff, and the installation team. Also allow time to inventory the sites, upgrade hardware, and evaluate the pilot. You might need to include tasks for developing the support and communication mechanisms you identify during planning.


To create the schedule for the deployment phase, you need to know the number of computers to be upgraded and the estimated time it takes for each one. Determine how many machines you plan to upgrade per day and the sequence in which you plan to upgrade them. Think through which hours of the day and which days of the week are best for upgrading servers and client computers. Should you upgrade computers during off-hours to avoid disrupting users? Should you upgrade clients during working hours so that the users can attend training during that time? Do you plan to require that end users receive training before you upgrade or install their computers with Microsoft® Windows® 2000 Professional? If you do, the training schedule is a dependency for your pilot deployment.





As you deploy the pilot, you can refine your schedule with updated estimates based on your installation experience so that it is more accurate for the full deployment.


Preparing for the Pilot


As the start date for your pilot approaches, begin preparing for the rollout. Allow enough time in advance to prepare both the users and the physical sites. As the users test the Windows 2000 design, the installation team needs to develop, test, document, and refine the rollout procedure. 


Preparing Pilot Sites


Prepare the pilot sites in advance so that the installation team can begin to upgrade the operating system when the pilot begins. You should already have an inventory of computers and network components. For more information about compiling an inventory of your network equipment, see “Preparing Your Network Infrastructure for Windows 2000” in this book. 


Assess the computers and network equipment that are used at the pilot site and then determine what hardware upgrades are required. At the very least, identify the required modifications and acquire the components. If possible, install the new components and test them ahead of time. Check for the following types of upgrades:


(	Client computer upgrades to meet your minimum supported hardware configuration (memory, hard disk capacity, processor speed and type, network adapters).


(	Server upgrades for optimal hardware configurations.


(	Network upgrades to meet design requirements.


(	Client and server upgrades for compatibility with Windows 2000 (hardware, applications, drivers).





You also need to determine the following:


(	Applications in use at the site.


(	Special security requirements.


(	Special connectivity requirements.





Ensure that you have tested all the hardware and software for compatibility and that the installation team is prepared for any special requirements.





Preparing Pilot Users


It is important to establish early communication with the pilot group. Your initial contact should open the channel of communication and set expectations. As the start date for the pilot approaches, train the users and inform them of specific deployment plans and target dates.


Establishing Early Communication


Soon after you select the participants, meet with them to do the following:


(	Obtain commitment to the pilot.


(	Establish a user liaison.


(	Clarify responsibilities.


(	Discuss support and rollback plans.





Pilot participants need to understand what the pilot will entail. They need to understand how the pilot might affect their work and what responsibilities they will have. Discuss the duration of the pilot, the level of support you will provide, and what testing they are to perform. Although pilot participants continue to perform their daily business tasks, you might want to specify some areas they should focus on. Address any concerns they might have about the pilot or their role.


Keeping Participants Informed


As your pilot plans progress, the user liaison can inform you of the users’ concerns and can update the users on new developments. As you develop your support plans, communicate to the users how and when they need to request support and how they should submit problems or issues.


Inform the users about the type of training they will receive and when they can expect it. Some organizations provide one to two hours of training just prior to deployment.


As you begin to deploy the pilot, remind the participants of the following:


(	Target dates for training and for upgrading computers.


(	Procedures they need to follow before their computers are upgraded.


(	Contact names and numbers for support.








Developing the Rollout Process


If one of your pilot goals is to test the rollout process, the installation team must develop, document, and test the procedures during the project testing phase. The test lab is a good place to debug problems, but the pilot provides a real-world test in which the procedures can be fine-tuned for accuracy and efficiency. Make sure the scripts and tools for automating upgrades are appropriate for the computers in the pilot environment. 


As you develop procedures for deploying Windows 2000 to various types of computers, create documentation that is helpful to the installers. Your rollout documentation might include the following:


(	Lists of tools and supplies the installer needs.


(	Lists of scripts and their locations.


(	Backups that installers are to make before and during deployment.


Include backups of user data on client computers.


(	Steps for migrating to your new domain structure.


For more information about strategies for migrating to your new domain structure and the tools to use, see “Determining Domain Migration Strategies” in this book.


(	Steps for performing both automated and manual computer upgrades.


The manual method can be used if the automated method does not work properly. For more information about automating your installations, see “Automating Server Installation and Upgrade” and “Automating Client Installation and Upgrade” in this book.


(	Acceptance tests that installers are to perform during and immediately following deployment to verify that the deployment works as expected.


(	Operational procedures that installers and administrators are to perform (resetting permissions, changing passwords, restoring user data).


(	Steps for backing out if the pilot fails.





Deploying the Pilot


Before you deploy your pilot, perform a dry run of the process. A dry run involves scheduling a time during nonbusiness hours to perform the entire upgrade process, testing the new setup thoroughly, and then backing out everything. 





As you deploy the pilot, remember to validate all your backups. Label them clearly and store them in a safe place. Verify each step as you perform it. As you proceed, keep records of how long installation takes so you can refine your schedule. During the deployment, have a system administrator available who has full security privileges, including rights to administer mail and database server passwords.


Remember to keep track of any corrections to the rollout procedures. Make corrections as you go, and test the corrections on the next upgrade. Identify and document any inefficient steps and methods, and use the information to refine the rollout process.


Evaluating the Pilot


Your team needs to monitor progress throughout the pilot, fixing and retesting problems that arise. Have your problem-tracking system in place at the very beginning of the pilot and encourage the pilot users to use it for reporting their problems. Users often neglect to report problems, either because they think a problem is insignificant or because they find a way to work around it. To accurately assess your pilot, however, you need the users to report every problem.


At the end of the pilot, you need to obtain input from a variety of sources to evaluate the success of the pilot. The more information you accumulate during the pilot, the more accurately you can evaluate it at the end.


Monitoring the Pilot


Your team should continually monitor the pilot network, looking for bottlenecks and areas that need to be tuned. Monitor both traffic flow and application performance. Although monitoring tools provide much information, it also helps to visit the pilot site periodically. Talking with users frequently uncovers issues that might otherwise go unnoticed. Be sure to check problem reports frequently and look for trends.


During the pilot, assess risks to the project. For example, look for the following:


(	Scope changes 


(	Cost increases


(	Interoperability problems


(	Unanticipated downtime








Obtaining Feedback


At the end of the pilot, evaluate its success and make a recommendation to management about the next step. Management then needs to decide whether to continue the project beyond the pilot. To help you with the evaluation and recommendation, analyze information from a variety of sources. For example, obtain information from:


(	Web site feedback forms


(	Sessions with business managers


(	Problem reports


(	End-user surveys


(	Observations of the IT project team 





Try to obtain information about both the design and the deployment process. Review what did and what did not work so that you can revise and refine your plan. Gather information about issues such as:


(	Training


(	Rollout process


(	Support


(	Communications


(	Problems encountered


(	Suggestions for improvements





Use the feedback to validate that the delivered design meets the design specification, as well as the business requirements. Did the pilot meet the success criteria you defined before the pilot began? If you established metrics to measure your success, how did the pilot measure up?





Planning Task List for Conducting a Pilot 


Table 5.1 summarizes the tasks you need to perform when planning a pilot.
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Create a plan for your pilot project that includes:


(	Pilot scope and objectives.


(	Users and sites.


(	Training, support, communication, and rollback plans.


(	Schedule.�
Creating a Pilot Plan�
�
Prepare your users and sites.�
Preparing for the Pilot�
�
Develop the rollout process.�
Preparing for the Pilot�
�
Deploy the pilot.�
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Evaluate the results of the pilot.�
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