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Position of the Deploy SMF Within the MOF IT Service Lifecycle 

The MOF IT service lifecycle encompasses all of the activities and processes involved in managing an IT service: its conception, development, operation, maintenance, and—ultimately—its retirement. MOF organizes these activities and processes into Service Management Functions (SMFs), which are grouped together in lifecycle phases. Each SMF is anchored within a lifecycle phase and contains a unique set of goals and outcomes supporting the objectives of that phase. The SMFs can be used as stand-alone sets of processes, but it is when SMFs are used together that they are most effective in ensuring service delivery at the desired quality and risk levels.
The Deploy SMF belongs to the Deliver Phase of the MOF IT service lifecycle. The following figure shows the place of the Deploy SMF within the Deliver Phase, as well as the location of the Deliver Phase within the IT service lifecycle.
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Figure 1. Position of the Deploy SMF within the IT service lifecycle

Before you use this SMF, you may want to read the following MOF 4.0 guidance to learn more about the MOF IT service lifecycle and the Deliver Phase:

· MOF Overview
· Deliver Phase Overview
Why Use the Deploy SMF?

This SMF should be useful for anyone who is involved with releasing a stable IT service solution into the production environment, including stabilizing the solution in the production environment and transferring responsibility for the solution from the project team to the Operations and Support teams.

It addresses how to do the following:

· Deploy core IT service solution components.

· Deploy sites.

· Stabilize deployment.

· Review the Deployment Complete Milestone.

Deploy Service Management Function Overview

Deployment begins when stabilizing ends with the Release Readiness Milestone, which is a MOF Management Review. During deployment, the project team deploys the core solution and the site components into the production environment; stabilizes the deployment; transfers the project to operations; and gets final customer approval for the new solution. 

Even though the Stabilize process is finished, stabilization continues during deployment as the team transfers the solution from a test environment into the production environment. After deployment, the team conducts a project review and customer satisfaction survey.

The Deployment Complete Milestone concludes deployment. By this milestone, the solution should satisfy the customer’s expectations and specifications—providing the expected business value to the customer. The customer must explicitly agree that the solution meets its objectives before the team declares that the solution has been successfully deployed to production. This requires a stable solution and clearly communicated criteria for success. Additionally, the appropriate operations and support systems must be in place. Upon reaching the Deployment Complete Milestone, the team should have finalized all activities and effectively terminated the project.

Deployment SMF Role Types

The primary team accountability that applies to the Deployment SMF is the Solution Accountability. The role types within that accountability and their primary activities within this SMF are displayed in the following table. 

Table 1. The Solution Accountability and Its Attendant Role Types

	Role Type
	Responsibilities
	Role in This SMF

	Solution Manager
	· Accountable role
· Owns all SMFs in this accountability
· Acts as project director for all projects
· Resolves conflicts between projects
	· Ongoing oversight

	Program Manager
	· Drives design, schedule, and resources at the project level
	· Ensures the solution is within agreed-to scope

· Manages the stabilization of the solution

	Developer
	· Builds the agreed-to solution
	· Resolves problems with the solution

· Provides support for problem escalation

	Tester
	· Tests to accurately determine the status of solution development
	· Tests performance

· Performs problem tracking and triaging

	Product Manager
	· Acts as the customer advocate
· Helps drive shared project vision 
· Manages customer expectations
	· Processes customer feedback

· Assesses the deployment

· Signs off on the deployment

	User Experience
	· Acts as the user advocate on project teams
· Helps define user requirements
· Helps design to meet user requirements 
	· Trains users

· Maintains the training schedule

	Release Management
	· Evaluates the solution design
· Documents operations requirements to ensure that they’re met by the design
· Creates a pilot, deployment plan, and schedule
· Manages site deployment
	· Manages solution deployment

	Operations Experience
	· Advocates for operations on the project team
· Brings in operations experts as needed for detailed information 
· Coordinates with release management
	· Works with Release Management to ensure solution is operations ready

	Test Manager
	· Owns all testing across all project teams
· Develops testing strategy and plans
· Ensures that best practice test methods are used
	· Ongoing oversight


Goals of Deployment

The goal of deployment is to release a stable solution into the production environment. This includes stabilizing the solution in the production environment and transferring responsibility for the solution from the project team to the operations and support teams. Table 2 shows the desired outcomes of the Deploy SMF goals and lists measures that you can use to gauge how successfully you have achieved these goals after completing this SMF.

Table 2. Outcomes and Measures of the Deploy SMF Goals
	Outcomes
	Measures

	Stable solution deployed to the production environment
	· Number of support issues opened post deployment

	Customer is satisfied with and accepts the deployed solution
	· All sites are fully deployed 

· Signoff on the Deployment Complete Milestone

	Solution successfully transferred from the project team to the operations and support teams
	· No project team members still actively involved in the project

· Number of support escalations from operations and support teams


Key Terms
The following table contains definitions of key terms found in this guide.

Table 3. Key Terms

	Term
	Definition

	Baseline
	A known state by which something is measured or compared. Baselining is placing something under change control. Baselines make managing change in complex projects possible.

	Customer
	The person or organization that commissions and funds the project.

	Pilot test
	A test conducted by a subset of users in a production environment. The pilot group uses the solution, providing feedback and reporting any bugs the group finds.

	Quiet period
	The period between the Deployment Stable Interim Milestone and the Deployment Complete Milestone. During this period, the project team is no longer active but does respond to issues as operations and support escalates them to the team. Typical quiet periods last from 15 to 30 days.

	Stakeholders
	Individuals or groups who have an interest in the outcome of the project, although their goals and priorities are not always identical to the customer’s. Examples of stakeholders include departmental managers who will be affected by the solution, IT staff who are responsible for running and supporting the solution, and functional managers who contribute resources to the project team.

	Users
	The people who interact with the solution to perform their jobs.

	Final release
	The final, fully tested version of the solution. A final release is considered to be stable and relatively bug-free with a quality suitable for wide distribution and use by end users.


Deploy Process Flow
Figure 2 illustrates the process flow for deployment. This flow consists of the following process:

· Deploy core IT service solution components.

· Deploy sites.

· Stabilize deployment.

· Review the Deployment Complete Milestone.
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Figure 2. Deployment process flow

Process 1: Deploy Core Components

The first process in deployment is to deploy the core technology.
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Figure 3. Deploy core components
Activities: Deploy Core Components

IT solutions usually require supporting infrastructure in which to deploy and operate. Infrastructure examples include domain controllers, e-mail servers, remote access servers, and database servers. Although users don’t interact directly with the infrastructure, the solution usually depends on it. Project teams can deploy the core technology before or in parallel with the solution, depending on the solution’s requirements.

Table 4. Activities and Considerations for Deploying the Core Components

	Activities
	Considerations

	Deploy the solution infrastructure to production
	Key questions:
· Can the project team deploy core technology in parallel with the solution, or must the team deploy core technology in advance of the solution?
· Did the project team begin deploying core components earlier in the project lifecycle, such as during the pilot test performed in stabilizing?
· Has the project team documented a strategy for deploying the infrastructure?
· Does the project team have experience deploying similar infrastructures?
Inputs:

· Final release, including:
· Solution deliverables.
· Solution documentation.
· Master project plan, including the deployment plan
Output:

· Core components deployed sign-off sheet
Best Practice:

· Ensure there is a processed Request for Change (RFC) before introducing this change (core components deployment) to production environment to guarantee a smooth release cycle.


Process 2: Deploy Sites

In this process, the team deploys the solution at each site.
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Figure 4. Deploy sites

Activities: Deploy Sites

This process is the ultimate goal of all of the project’s previous processes. During this process, the project team deploys the solution to all targeted users and computers at each site. Customer and user feedback from the deployed sites may reveal additional problems with the solution. Therefore, the project team may have to revisit some sites after deployment. Still, the project team is making a concentrated effort to complete deployment and close the project. At the completion of this process, all targeted users and computers have access to the solution. Additionally, each site owner has signed off that their site is operating as expected.

Table 5. Activities and Considerations for Deploying the Sites

	Activities
	Considerations

	Deploy the solution at each site
	Key questions:

· Does the solution actually involve client-side deployment?

· Did the team deploy the core infrastructure components successfully?

· Has the project team set expectations with customers and users?

· Did the project team communicate the deployment schedule to each site?

· Will the team use a phased rollout at each site?

· How much network bandwidth and other resources are required?

Inputs:

· Final release, including:

· Solution deliverables.
· Solution documentation.
· Master project plan, including:

· Deployment plan.
· Communications plan.
Output:

· Site deployments complete sign-off sheet

Best practices:

· Deploy each site separately as each may have unique requirements, making an overall deployment impractical.

· Make decisions about deployment strategy early in the project, in the Envisioning or Project Planning phases, to minimize risk.


Process 3: Stabilize Deployment

In this process, the customer and the team agree that the deployment is complete.
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Figure 5. Stabilize deployment
Activities: Stabilize Deployment

At the completion of this process, the customer and the project team agree that site deployments are complete and that they are operating satisfactorily. This means that the solution and the site deployments are meeting customer expectations and specifications and that the customer is willing to approve and sign off on them.

Determining when a project is complete and the project team can disengage can be difficult. New solutions are often constantly changing, and the project team is often fire fighting—identifying and managing support issues. Even though the project team might find it difficult to formally close the project because of ongoing issues, the team needs to clearly define a completion milestone.

The following table lists the activities involved in this process. This includes:

· Stabilizing the solution deployment.

· Monitoring the solution during the quiet period.

Table 6. Activities and Considerations for Stabilizing Deployment

	Activities
	Considerations

	Stabilize the solution deployment
	Key questions:

· Will some project team members be involved in the solution’s ongoing maintenance and support?

· Have team members and stakeholders begun transferring out of the project? Will any team members move to permanent operations or support roles for the project?

· Is a process in place for escalating the issues that operations and support can’t address to project team members?

Inputs:

· Master project plan, including:

· Operations plan.
· Support plan.
Output:

· Stable solution deployment

	Monitor the solution during the quiet period
	Key questions:

· Will some project team members be involved in the solution’s ongoing maintenance and support?

· Have team members and stakeholders transferred out of the project?

Inputs:

· Master project plan, including the support plan

Outputs:

· Performance metrics, such as:

· Number of incidents.
· Downtime.
Best Practice:

· Ensure that all operations guides are available.


Process 4: Review the Deployment Complete Milestone

In this final process, the project team completes its involvement with the solution.
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Figure 6. Review the Deployment Complete Milestone
Activities: Review the Deployment Complete Milestone

The Deployment Complete Milestone finalizes the project and signifies that the project team has fully disengaged and transferred the solution to permanent personnel. At the completion of this milestone, the project team signs off on the milestone review report document to signify their approval of the milestone. Additionally, the project team, customers, and stakeholders complete the post-project analysis document and the project close-out report to document lessons learned and best practices.

The following table lists the activities involved in this process. This includes:

· Approving the Deployment Complete Milestone.
· Reviewing and closing out the project.
Table 7. Activities and Considerations for Reviewing the Deployment Complete Milestone

	Activities
	Considerations

	Approve the Deployment Complete Milestone
	Key questions:

· Are all site deployments complete and stabilized?

· Are customers and users satisfied with the solution and deployment?

· Have all the project team members transferred out of the project?

· Was the quiet period uneventful or were numerous incidents documented?

Inputs:

· Deployment reports
Output:

· Milestone review report document

	Review and close out the project
	Key question:

· Are the all project team members, customers, and stakeholders available for performing a post-project analysis?

Inputs:

· Incident records for the deployment records
Outputs:

· Post-Project analysis document

· Project close-out report document
Best practice:
· Involve representatives for all project roles to get multiple perspectives.


Conclusion

The Deploy SMF describes how to release a stable solution into the production environment. This SMF specifically describes how to stabilize an IT service solution in the production environment and transfer responsibility for the solution from the project team to the Operations and Support teams.

The major deployment processes described by the Deploy SMF are:

· Deploy core IT service solution components.

· Deploy sites.

· Stabilize deployment.

· Review the Deployment Complete Milestone.

Feedback

Please direct questions and comments about this guide to mof@microsoft.com.


















[image: image1.png]
Solution Accelerators
microsoft.com/technet/SolutionAccelerators

Solution Accelerators
microsoft.com/technet/SolutionAccelerators


[image: image8.jpg]Approve the

Deployment Review and close.
| I

Complete outthe project

Miestone

Miestone review Postroject Projoct dose-ou
‘et docinent daiyale docunmint pite.sryhuonadion



