ii
Template User Instructions



[image: image1.png]


Microsoft® Operations Framework 
Version 4.0 
Deliver Phase Overview
Published: April 2008
For the latest information, please see 
microsoft.com/technet/SolutionAccelerators
Copyright © 2008 Microsoft Corporation. This documentation is licensed to you under the Creative Commons Attribution License.  To view a copy of this license, visit http://creativecommons.org/licenses/by/3.0/us/ or send a letter to Creative Commons, 543 Howard Street, 5th Floor, San Francisco, California, 94105, USA.  When using this documentation, provide the following attribution: The Microsoft Operations Framework 4.0 is provided with permission from Microsoft Corporation.  

This documentation is provided to you for informational purposes only, and is provided to you entirely "AS IS". Your use of the documentation cannot be understood as substituting for customized service and information that might be developed by Microsoft Corporation for a particular user based upon that user’s particular environment. To the extent permitted by law, MICROSOFT MAKES NO WARRANTY OF ANY KIND, DISCLAIMS ALL EXPRESS, IMPLIED AND STATUTORY WARRANTIES, AND ASSUMES NO LIABILITY TO YOU FOR ANY DAMAGES OF ANY TYPE IN CONNECTION WITH THESE MATERIALS OR ANY INTELLECTUAL PROPERTY IN THEM. 

Microsoft may have patents, patent applications, trademarks, or other intellectual property rights covering subject matter within this documentation. Except as provided in a separate agreement from Microsoft, your use of this document does not give you any license to these patents, trademarks or other intellectual property.

Information in this document, including URL and other Internet Web site references, is subject to change without notice. Unless otherwise noted, the example companies, organizations, products, domain names, e-mail addresses, logos, people, places and events depicted herein are fictitious.  

Microsoft and Visual Studio are registered trademarks of Microsoft Corporation in the United States and/or other countries.  

The names of actual companies and products mentioned herein may be the trademarks of their respective owners.

You have no obligation to give Microsoft any suggestions, comments or other feedback ("Feedback") relating to the documentation. However, if you do provide any Feedback to Microsoft then you provide to Microsoft, without charge, the right to use, share and commercialize your Feedback in any way and for any purpose. You also give to third parties, without charge, any patent rights needed for their products, technologies and services to use or interface with any specific parts of a Microsoft software or service that includes the Feedback. You will not give Feedback that is subject to a license that requires Microsoft to license its software or documentation to third parties because we include your Feedback in them.

Contents

1Introduction to MOF


1Overview of the Deliver Phase


2Goals of the Deliver Phase


3Deliver Phase Workflow


3Service Management Functions within the Deliver Phase


5Management Reviews (MRs) for the Phase


5Project Plan Approved Management Review


7Release Readiness Management Review


9Integrating the Deliver Phase with Manage Layer SMFs


11Team SMF Focus


11Solutions Accountability


13Objectives, Risks, and Controls


13Conclusion


13Feedback




Introduction to MOF
The guidance in Microsoft® Operations Framework 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 phases that mirror the IT service lifecycle. Each SMF is anchored within a lifecycle phase and contains a unique set of goals and outcomes supporting the objectives of that phase. An IT service’s readiness to move from one phase to the next is confirmed by management reviews, which ensure that goals are being achieved in an appropriate fashion and that IT’s goals are aligned with the goals of the organization.

Overview of the Deliver Phase 
If one thinks of the IT service lifecycle as a continuum that begins with the efforts of IT to understand the services that the business needs and ends with those services operating in a production environment, then the Deliver Phase is the part of the continuum where the services are planned, designed, built, and deployed. It is also the part of the continuum where an infrastructure project or deployment of a packaged product are planned, designed, built, and deployed. And finally, it is the process through which any change must go, large or small. The degree of change rigor will depend on the nature and size of the change. Generally, standard changes—which are already known and tested—will move through the process more quickly than other sorts of changes, such as a minor, significant, or major change. See the Change and Configuration SMF for more information.
This process starts with an early form of planning called “envisioning,” moves through a more formal project planning stage, continues with the design and build stage, follows up with testing, and ends with deployment. There are several choices that those managing a project can make in terms of a management discipline to apply to the project. Possibilities include Microsoft Solutions Framework (MSF), agile software development, Capability Maturity Model Integration (CMMI) process management, Scrum, and Project Management Institute (PMI). While MSF is the basis for the SMFs in the Deliver Phase, organizations can easily adapt the information in those SMFs to any management discipline. For more information on agile software development, see Microsoft Visual Studio® Team System Process Guidance Home at http://msdn2.microsoft.com/en-us/teamsystem/aa718795.aspx.

The Deliver Phase contains the following service management functions (SMFs): Envision, Project Planning, Build, Stabilize, and Deploy. See the “Service Management Functions (SMFs) Within the Phase” section in this guide for more information on these SMFs.

This phase begins after the Portfolio Management Review (MR), which provides a bridge between the Plan Phase and the Deliver Phase. This phase is moved along by the Project Plan Approved MR. The Release Readiness MR comes near the end of the phase—between Stabilize and Deploy. These Deliver Phase MRs are described in greater detail later in this document.

This phase is one in which project teams frequently play a major role. The primary team accountability that applies to the phase is the Solution Accountability, with the accountable role type for the phase being the Solution Manager, who has oversight for all solutions and their project teams. 
Other key role types for the phase are Program Manager, Product Manager, and Developer. More information about those and other role types, as well as the Solutions Accountability to which they belong, can be found in the “Team SMF Focus” section of this document. 
More information about project team roles is also contained in each of the SMF documents for the phase, and in the Team SMF, which is part of the foundational Manage Layer of the IT service lifecycle.
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Figure 1. The Deliver phase within the IT service lifecycle
Goals of the Deliver Phase

The primary goals of the Deliver IT service lifecycle phase are to ensure that IT services, infrastructure projects, or packaged product deployments are envisioned, planned, built, stabilized, and deployed in line with business requirements and the customer’s specifications.

Specifically, that means ensuring that the project team:

· Captures the business needs and requirements prior to planning a solution.

· Prepares a functional specification and solution design.

· Develops work plans, cost estimates, and schedules for the deliverables.

· Builds the solution to the customer’s specification, so that all features are complete, and so that the solution is ready for external testing and stabilization.

· Releases the highest-quality solution by performing thorough testing and release-candidate piloting. 

· Deploys a stable solution to the production environment and stabilizes the solution in production.

· Prepares the operations and support teams to manage and provide customer service for the solution.

Meeting these goals requires:

· Alignment with the service management functions (SMFs) for this phase.

· Using periodic management reviews (MRs) to evaluate the effectiveness of the phase. 

Deliver Phase Workflow
The following diagram demonstrates the relationship between the SMFs and checkpoint reviews in the Deliver Phase. It is important to note that, while the diagram suggests a sequential, waterfall approach to project management, other, more iterative approaches will work just as well using the guidance provided by the SMFs in the phase. 
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Figure 2. The Deliver Phase workflow
Service Management Functions within the Deliver Phase

To help IT professionals effectively design and deliver an IT strategy, MOF offers service management functions (SMFs) that define the processes, people, and activities required to align IT services to the requirements of the business. SMFs identify and describe the primary activities that IT professionals perform within the various phases of the IT service lifecycle. Although each SMF can be thought of and used as a stand-alone set of processes, it is when they are combined that they most effectively ensure that service delivery is complete and at the desired quality and risk levels. The SMFs in this phase are performed sequentially for the most part, although, as noted earlier, their guidance works well in a variety of project management disciplines, including those that are iterative. 

The following table identifies the SMFs that support the achievement of these objectives within the Deliver phase.

Table 1. Deliver Phase SMFs

	SMF
	Deliverable/Purpose
	Outcomes

	Envision
	Deliverable: Vision document

Purpose: 

· Clearly communicate the project’s vision, scope, and risk
	· The vision and scope of the project are clearly documented and understood by the team and the customer
· The conceptual design of the proposed solution is clearly documented as part of the vision document
· The project’s risks are clearly documented and understood by the team and the customer

	Project Planning
	Deliverable: Project plan document

Purpose: 

· Obtain agreement from the project team, customer, and stakeholders that all interim milestones have been met, that the project plans reflect the customer’s needs, and that the project plans are realistic
	· The design and features of the solution are clearly documented in the functional specification

· The design and features of the solution are clearly traceable to business, user, operational, and system requirements

	Build
	Deliverable: Developed solution

Purpose: 

· Build a solution that meets the customer’s expectations and specifications as defined in the functional specification
	· A final design that meets business, user, operational, and system requirements

· A solution that meets the customer’s expectations and specifications as defined in the functional specification

	Stabilize
	Deliverable: Tested and stable solution

Purpose: 

· Resolve all issues found by testing and through pilot feedback, and release a high-quality solution that meets the customer’s expectations and specifications as defined in the functional specification
	· All issues found by testing and through pilot feedback are resolved
· A high-quality solution that meets the customer’s expectations and specifications as defined in the functional specification

	Deploy
	Deliverable: Service in operation

Purpose: 

· Deploy a stable solution that satisfies the customer, and successfully transfer it from the project team to the Operations and Support teams
	· A stable solution deployed into the production environment

· Customer who is satisfied with and accepts the deployed solution

· A solution successfully transferred from the project team to the Operations and Support teams


Each of these SMFs is explained in detail in its own guide:

· Envision Service Management Function
· Project Planning Service Management Function
· Build Service Management Function
· Stabilize Service Management Function
· Deploy Service Management Function
Management Reviews (MRs) for the Phase

Management is responsible for establishing goals, evaluating progress, and ensuring results. In part, governance consists of the decision-making processes (controls) that help management fulfill this responsibility. Each phase of the IT service lifecycle has one or more management reviews (MRs) that function as management controls. This means that the right people are brought together, at the right time and with the right information, to make management decisions. Every phase has different management objectives, so each phase has uniquely focused MRs with appropriate stakeholders, required decisions, and the type of data needed to make well-informed and fully weighed decisions.

There are two MRs that are key to the effective design and delivery of IT services—the Project Plan Approved MR and the Release Readiness MR. The Project Plan Approved MR finalizes the scope of the project. The Release Readiness MR is a bridge between the Deliver Phase and the Operate Phase. The review is done just after stabilization and prior to deployment.
Project Plan Approved Management Review

After a project concept has been approved and a startup project team identified, work needs to be done to clarify business requirements and to more precisely determine the level of effort and resources (people and funding) needed to complete the work. At this point the team prepares the functional specification, works through the design process, and prepares work plans, cost estimates, and schedules for the various deliverables. The functional specification serves multiple purposes—it acts as:
· A set of instructions to developers about what to build.
· A basis for estimating work.
· An agreement with the customer about exactly what will be built.
· A point of synchronization for the whole team.
Before the full nature of the project can be understood and management is able to provide informed approval, additional documentation is necessary. The following documents and plans are likely to be part of preparing for a comprehensive project build process:
· Technical specification

· Communication plan

· Master test plan

· Training plan

· Baseline project plan

· User acceptance test plan

· Data or system conversion plan (if applicable)

· Security assessment and threat modeling plan

· Reviews of privacy and other standards, general policy compliance

· Approach to segregation of environments for development, test, and production

· Segregation of roles (where needed for control purposes)

· Project risk analysis and management plan

By documenting plans in these areas, the project team clarifies how it will meet performance and compliance expectations. Keeping a record from the beginning captures the project team’s understanding of management’s goals and intents, and provides potential auditors a clear body of evidence to see how well these goals were captured and, ultimately, met.

The governance approach taken by the organization will help determine the participants in the MR process. Participants in the Project Plan Approved MR come from a variety of areas:

· The project team, which may include:

· Program manager
· Product manager
· Technical specialists
· Developers
· Testers
· Management team (such as the solution owner, architect, sponsors, finance, and stakeholders)
· Operations and support representatives
· Auditors
· Customers or end users 
Table 2. Components of the Project Plan Approved Management Review

	Inputs
	Analyses
	Decisions
	Outputs

	Project charter with detailed vision and scope  

Project master plan

Project master schedule

Project risk assessment

Plan for project coordination, including:

· Approach for stakeholders. 
· Communications. 
· Managing requirements. 
· Managing risks.
Identified opportunities to consolidate, simplify, or decommission solutions

Metrics for project performance 
	Project vision is clear and comprehensive.
Project meaningfully and effectively scoped.
Capability gaps or resource shortfalls identified.
Requirements and functional specifications evaluated for adequacy, clarity, and readiness for development activity. 

Project metrics are appropriate.
	Project plan and related plans and documents are sufficient and will support an effective build process.
Project risk assessment is complete and adequate.
Resources will be in place and suitable funding is available to be assigned.
Consolidation and simplification have been given necessary consideration.
Metrics are sufficient to track and evaluate project.
Security, privacy, and policy aspects are being addressed. 
	Refined vision and scope approved.
Design and features documented in functional specification and signed off on by respective feature owners.
Project risk management plan approved.
Funding for project approved (potentially restricted to a phase of work until a review milestone). 

Communications and coordination plans approved.
List of internal controls to be developed as part of the solution approved.
Documented project approval, project ownership, and accountabilities defined. 


As a result of the Project Plan Approved MR, a complete review and signoff of the project’s functional specification, master plan, and master schedule will have been accomplished and the MR group will have agreed that the project team has met the requirements for plan approval. The project team is ready to move on to the development of the solution.

Release Readiness Management Review

The Release Readiness MR comes near the completion of the Deliver Phase, between Stabilize and Deploy. It represents a comprehensive review of the deliverables that were produced, as well as an assessment of the readiness of the business to employ this solution in its work and of IT operations and support readiness to take over responsibility for this solution in the production environment.

In this MR, a specially formed review team evaluates four distinct aspects of release readiness:

· The operability and supportability of the release itself

· The readiness of the production environment (organization and infrastructure) to support and operate the release

· The readiness of the business or customers to use new features and functionality

· The readiness of the release strategy plans, including rollout and rollback plans, training plans, and support plans

The purpose of the Release Readiness MR is to confirm, or certify, these items. Ready is defined as “meets business and IT needs and can support consistent, ongoing achievement of service level expectations.”

Although risk management is evident throughout the IT service lifecycle, to some degree, the Release Readiness MR carries the heaviest emphasis on operational risk management. This is because the act of introducing a new or updated release usually entails a great amount of uncertainty and potential impact to availability, reliability, security, compliance, and reputational risk. The Release Readiness MR is the last opportunity to back out if the risks are not adequately addressed or are unacceptable.

All key stakeholders confirm readiness of components and agree to proceed with deployment. Evidence of the approval should be retained for the project and stored with project materials for subsequent audit reviews.

Participants in the Release Readiness MR obviously include representatives of the operations and support team, the project team, the security team, and the business users. Management representatives from operations, business, and project management should be involved as well.

Table 3. Dimensions of the Release Readiness Management Review

	Inputs
	Analyses
	Decisions
	Outputs

	Operations support guide

Deployment plan and contingency plan

Security implementation plan

Data validation and conversion (if applicable)

Risk management plan 

User acceptance approval

Sponsor’s and stakeholder’s Go/No Go Meeting and Sign-off
	Project vision and scope reviewed.
Project readiness and completion assessed.
Operations support guide appraised. 

Operational security and privacy issues evaluated.
Operational impact of data migration and management assessed.
Assess impact to business and IT of proceeding or not proceeding.
	Agreement on readiness to proceed and release the project.
If not agreed, determine areas to be addressed with some initial perspective on amount of work.
	Signed-off on project.
Operations and support team in full control of the solution.
Communication plan enacted, informing all affected parties of the scheduled release.
If decision was not to proceed, remediation plan and accountabilities communicated.


The Release Readiness MR results in a go/no-go decision about whether to deploy the release. Having clear criteria in place that all members of the release readiness team understand and agree upon is fundamental to effective decision making. The following table provides a quick summary of indicators that can be used to facilitate this common understanding.

Table 4. Go/No-Go Indicators

	Element
	“Go” Indicators
	“No-Go” Indicators

	Release
	· All prerequisites have been met.

· All documentation is in order.

· Adequate rollback plan exists.
	· Release is not built to standards.

· Documentation is missing.

· Primary and secondary support personnel have not been assigned.

	Production environment
	· Support staff is already trained.

· All administrative procedures for the release are clear and aligned with site standards.

· Operating level agreements (OLAs) and underpinning contracts (UCs) are in place and appear to support required service levels.
	· Software or infrastructure levels used to build the solution are unsupported (too new, too old) in the current environment.

· No support staff training plan.

· No backup plan.

	Release strategy plans
	· Escalation process and contact list have been communicated. All key stakeholders have been notified.

· All key stakeholders have been notified.

· All resources required for implementation have been confirmed.
	· Single point of failure or fatal flaw exists in plan—for example, dependence on one technician or an unproven technology.

· Plan prerequisites have not been met, such as confirmation that users will be on hand to do acceptance testing.

· Change management documentation is not in order.


If the decision is go, the release moves to rollout planning and preparations as driven by the Release Management team. Otherwise, the release is postponed until the necessary improvements take place, or the release is cancelled.

The Release Readiness Review MR approval means that the project is ready to be deployed. Once deployment is completed, the project is considered finalized, which signifies that the project team has fully disengaged and transferred the solution to Operations and Support personnel. The final activity for project team members, management team members, and stakeholders is to perform a post-project analysis sign-off on the project, and then to close it out.
Integrating the Deliver Phase with Manage Layer SMFs 

The Manage Layer is the foundation of the IT service lifecycle. This phase is not a separate segment, but rather the activities of the Manage Layer are integrated with all other phases of the lifecycle. The following SMFs support the primary activities of the Manage Layer:

· Governance, Risk, and Compliance (GRC)

· Change and Configuration

· Team

These Manage Layer SMFs are important elements in all the other IT lifecycle phases. Most of the SMFs in the other phases discuss specific and distinctly different processes. However, GRC and Change and Configuration SMFs have the goal of ensuring effective, efficient, and compliant IT services. To that end, they contain guidance that addresses the unique nature of each phase’s objectives. 
The Deliver Phase is focused on building the right solution in the right way. Here GRC is focused on project scope decisions, project stakeholder involvement, and project risks. Change management is also project-focused, often driving risk-management activities for each project. 
The Team SMF ensures that someone is ultimately accountable for the work required to effectively deliver IT services. It also ensures that everyone doing that work has a clear role, understands the responsibilities that go with that role, and has the right skills for carrying out those responsibilities.
Table 5. Manage SMFs’ Focus on Deliver Phase

	Deliver Phase Objective
	GRC Focus
	Change and Configuration Focus
	Team Focus

	Ensure that those services that the business and IT have agreed on are developed effectively, deployed successfully, and ready for operations
	· Solution architecture supports organization requirements

· Project stakeholders, methodology, risks identified

· Value realization process 

· Software design lifecycle 

· Risk mitigation

· Internal controls defined

· Procedures defined
	· Solution scope

· Resourcing

· Project management

· Financial impact
	· Principles for effectively organizing project teams

· Accountabilities and role types

· Alignment of responsibilities

· Assignment of roles




Team SMF Focus
There is a single Team SMF focus in the Deliver Phase. It is the Solutions Accountability.
Solutions Accountability

The Solutions Accountability includes the role types that are important to the five SMFs in the Deliver Phase of the IT service lifecycle: Envision, Project Planning, Build, Stabilize, and Deploy. 
· The Envision SMF focuses on turning business requirements into new IT services that can be delivered into production. 
· The Project Planning SMF focuses on how project teams complete the bulk of their planning work—preparing the functional specification, solution design, work plans, cost estimates, and schedules. 
· The Build SMF focuses on developing the IT service solution deliverables to the customer’s specifications, developing the solution documentation, creating the development and test lab, and preparing the solution for pilot deployment. 
· The Stabilize SMF focuses on releasing the highest-quality solution possible at the Release Readiness Milestone. 
· The Deploy SMF focuses on releasing a stable solution into the production environment.  

The following table lists the role types associated with the Solutions Accountability, as well as the responsibilities and goals for each role type.

Table 6. Solutions Accountability and Its Attendant Role Types

	Role Type
	Responsibilities
	Goal

	Solution Manager
	· Accountable role
· Owns all SMFs in this accountability
· Project director for all projects
· Resolves conflicts between projects
	· Ensures all projects run smoothly and transition successfully to operations

	Program Manager
	· Drives design, schedule, and resources at the project level
	· Ensures individual projects run smoothly and builds the right solution at the right time

	Developer
	· Builds the agreed-to solution
	· Ensures delivery to agreed-to specifications

	Tester
	· Tests to accurately determine the status of solution development
	· Ensures all known issues are resolved before release

	Product Manager
	· Acts as the customer advocate
· Helps drive shared project vision
· Manages customer expectations
	· Ensures customer satisfaction

	User Experience
	· Is user advocate on project teams
· Helps define user requirements and helps design to meet them 
	· Ensures released solution is usable and meets end users’ needs

	Release Management
	· Evaluates the solution design
· Documents operations requirements to ensure they’re met by the design 
· Creates a pilot, deployment plan, and schedule
· Manages site deployment
	· Ensures a stable solution is deployed to the production environment

	Operations Experience
	· Advocates for operations on the project team
· Brings in operations experts as needed for detailed information 
· Coordinates with release management
	· Ensures operational requirements are part of the solution design and are addressed before release

	Test Manager
	· Owns all the testing across all project teams 
· Develops testing strategy and plans
· Ensures best practice test methods are used
	· Ensures that test matches production 
· Ensures there are no surprises


Objectives, Risks, and Controls

Governance provides the principles and structures to carry out an organization’s key objectives and priorities in the context of the requirements and risks of the enterprise. Governance is defined in the foundation Manage Layer, but it is integrated throughout all of the phases. The following table lists the key objectives for the Deliver Phase, along with the risks to those objectives and controls that ensure that the objectives are met.

Table 7. Deliver Phase Objectives, Risks, and Controls
	Objective
	Risk
	Control

	Ensure that those services that the business and IT have agreed on are developed effectively, deployed successfully, and ready for operations
	· IT services fail to provide business value

· Inadequate IT service development (too long, too expensive, or both)

· Operations unable to effectively operate service
	Project Plan Approved MR

	Build the right solution the right way
	· Service solution does not meet business requirements

· Development effort fails to deliver solutions on time or within budget
	Project Plan Approved MR

	Deliver a solution ready for operations
	· Operation of service results in errors and possibly compromised security

· Service levels are not maintained due to operations errors and misconfiguration
	Release Readiness Review MR


Conclusion

This document provides a broad overview of the MOF Deliver Phase and its related SMFs, management reviews, and controls. The next step in putting MOF 4.0 into practice is to consider your organization’s needs, and then read and use the relevant SMFs. Their step-by-step guidance will be of value to IT organizations whose goal is reliable, efficient, and compelling IT services.
Deliver Phase SMFs
· Envision
· Project Planning
· Build
· Stabilize
· Deploy
Feedback

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