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For the latest information, please see http://www.microsoft.com/office/ 

Introduction

Customers frequently ask the Microsoft Information Technology Group (ITG) about the methods employed and lessons learned when Microsoft® software is deployed internally. In response to those requests, this document was created to provide Microsoft’s customers with an inside look at how Microsoft Office 2000 is being deployed at Microsoft. Deploying software is not as easy as it was even five years ago. Like other large organizations, Microsoft has a computing environment that grows larger and more challenging every day – over 3,500,000 e-mail messages sent every day and over 100,000 personal computers. In addition, ITG has a close and unique relationship with product development to help test new products while in development so they are of the highest quality when they ship to customers. At Microsoft, we call this eating our own dog food

While this plan largely follows the structure if the Enterprise Planning Workbook that you can find at http://www.microsoft.com/office, you will see tasks in this plan that you may never encounter in your environment, or that you would do at a completely different time in the process. As you can see below, the time allowed for our plan is actually quite long. We started planning before Office 2000 had even entered the beta stage because of ITG’s involvement in the development and testing process. There probably aren’t any customers who distributed Beta 2 to 19,000 computers, but we hope you learn something from our experience. 
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Task Name

Duration

Start

Finish

1

Microsoft Office 2000 Corporate Deployment

319 days

Tue 3/10/98

Fri 5/28/99

2

Vision/Scope

24 days

Tue 3/10/98

Fri 4/10/98

3

Planning

180 days

Tue 3/10/98

Mon 11/16/98

4

Planning

87 days

Fri 4/10/98

Mon 8/10/98

5

Configuration Development

81 days

Fri 7/10/98

Fri 10/30/98

6

Proof of Concept

66 days

Mon 8/3/98

Mon 11/2/98

7

Pilot

91 days

Thu 11/19/98

Thu 3/25/99

8

Deployment

44 days

Tue 3/30/99

Fri 5/28/99

9

Post Implementation Review

44 days

Tue 3/30/99

Fri 5/28/99

Qtr 1

Qtr 2

Qtr 3

Qtr 4

Qtr 1

Qtr 2

1998

1999


This paper was written shortly before Release Candidate 1 of Office 2000 and will be updated after the released version of Office 2000 is deployed. For detailed technical information on Office 2000 deployment and migration, use the Microsoft Office 2000 Resource Kit.

Executive Summary

The scope of this project is to deploy Office 2000 Premium to all Microsoft desktop computers worldwide and to ensure that all important line-of-business applications are compliant with Office 2000 prior to deployment. Approximately 20% of Microsoft desktops started using Office 2000 with Beta 2, with the goal of increasing participation to 70% of users installing with Release Candidate 1, and all Redmond desktops upgrading within 60 days after Office 2000 releases to manufacturing. International locations that require languages that ship after the U.S. English version does will deploy as their languages become available, with all locations upgrading to Office 2000 within 180 days of the U.S. release to manufacturing. The 40 identified mission-critical applications and components will be tested and deemed compatible by Beta 2, with all remaining required line-of-business solutions tested and deemed compatible by Release Candidate 1.

The deployment planning will be considered successful if the end-user experience is positive as measured by lower Helpdesk demand than during the Office 97 deployment and speedy adoption of Office 2000, and a high-quality product delivered to Microsoft’s customers. 

Migration Plan

The bulk of the migration plan focuses on testing identified line of business (LOB) applications and in supporting a successful deployment of Office 2000. The main causes of Helpdesk support during the Office 97 deployment were from file-format incompatibility and from LOB applications that did not work with Office 97. We expect Helpdesk demand to be reduced significantly due to no file format change in Office 2000 from Office 97, and because all LOB applications are being tested prior to deploying Release Candidate 1. Early results are proving this to be true. Twenty-eight percent of all users who installed Office 97 required assistance from the Helpdesk, while only 8% of all users who installed the Office 2000 Beta required assistance, resulting in a 350% decrease in support required.

There is a detailed plan for testing all LOB applications, with milestones of all mission-critical applications tested and fixed by Beta 2, and all business-critical and business-required applications tested and ready by Release Candidate 1. As of Release Candidate 1, these milestones have been met. Out of over 400 LOB applications tested, 98% worked unmodified with Office 2000.

The support plan includes a Web site for educating users about Office 2000, as well as a training plan for all support personnel and a call escalation plan.

The training plan includes seminars, updated instructor-led courses, and the distribution of the Microsoft Office 2000 Step-by-Step® Interactive Microsoft Press® title with Office 2000.

Communication is critical and is being covered through many avenues. End-user communication takes place through the ITG intranet site, the MicroNews company newsletter, and campus-wide e-mail. Within ITG, communication happens via the bimonthly update report and as needed e-mail.

Office 2000 Configuration

ITG will deploy CD-1 of Office 2000 Premium worldwide. Office 2000 is available in a variety of packages that include different sets of applications. Office 2000 Premium includes all of the Office 2000 applications—Microsoft Word, Microsoft Excel, the Microsoft Outlook® messaging and collaboration client, Microsoft Access, the PowerPoint® presentation graphics program, Microsoft Internet Explorer 5 browser software, the Microsoft FrontPage® Web site creation and management tool, Microsoft Publisher, Microsoft PhotoDraw™ business graphics software, the Small Business Edition Tools, and Office Server Extensions. CD-1 includes Word, Excel, Outlook, Access, PowerPoint, Internet Explorer and FrontPage. All applications except FrontPage will install to the local computer. FrontPage will install on first use. Customizations to the standard setup include: 

· Installing four optional components to the local computer for LOB solution compatibility

· Pre-configured proxy and welcome page settings for Internet Explorer 5

· Registry settings for configuring Customizable Alerts.

Administrative images of Office 2000 will be deployed to all Products servers worldwide via Microsoft Systems Management Server, with a back up CD-ROM sent to remote locations. The Products servers host all Microsoft software for Microsoft employees and are well known as the place to install software from. Users can get to these servers through the Office 2000 ITGWeb page or by simply knowing their locations. Users will run setup interactively and can change settings, but the settings ITG created are the new defaults. Microsoft’s hardware vendors will receive an updated hardware image so that all new computers will have Office 2000 preinstalled to ITG’s specification.

Proof of Concept 

Almost 1000 ITG users installed Office 2000 at Beta 1. These users were primarily owners of the LOB applications. Feedback gained from this test shaped the configuration plan. More importantly, the concerted effort at testing and recording bugs helped improve the quality of Office 2000.

Pilot

At Beta 2, all Redmond campus employees were encouraged to install Office 2000 and assist in its testing. The support, training, and testing plans were put into place and evaluated. Over 10,000 users installed Office 2000 for a total of 19,000 installations. This was a statistically significant percentage of the population, which totals over 40,000 worldwide employees and approximately 80,000 end-user computers (non-test, non-server). All mission-critical LOB applications were tested and worked fine with the beta release, a large number of other LOB applications were tested and also found compliant, and only 8% of users required Helpdesk assistance. Most of these calls were to find out where to install the software from or request help with installation, because users didn’t follow instructions properly when updating from Beta 2 to the Beta 2 Refresh, and for Outlook configuration issues. These issues were then rolled into the final plan.

Risk Assessment

Because the LOB applications have been rigorously tested, many of the risks have been mitigated by this plan. There are still a few potential risks, including a higher than expected Helpdesk call demand, network difficulties on the day of deployment, and difficulty getting all users to upgrade within the desired 60 day window. There are contingency plans for each of these issues.

Implementation

The original plan for the U.S. was to deploy to 30% of the desktops with Beta 2, 70% with Release Candidate 1, and 100% within 60 days of the released version. The worldwide implementation goal is to have all users running Office 2000 within 180 days of the U.S. release to manufacturing, due to language availability. As of Release Candidate 1, these goals are being met. These aggressive implementation goals are a result of a desire to retire Office 97 and multiple Outlook clients to reduce support and training costs for the Helpdesk. 

Post Implementation Review

Within 30 days of deploying the released version of Office 2000, the ITG team will meet with all affected parties to evaluate the success of this deployment. They will evaluate outstanding issues, failures, lessons learned, and document them to aid in planning future upgrades.

Scope

The scope of the Office 2000 deployment project is to deploy Office 2000 Premium to all worldwide Microsoft desktop computers and test all required line-of-business applications with Office 2000 prior to deploying it. International locations will deploy as their languages become available. The 40 identified mission-critical applications are to be tested and deemed compatible by Beta 2, with all mission-critical, business-critical and business-required line-of-business solutions tested and deemed compatible by Release Candidate 1.

Vision

ITG’s Office 2000 vision was twofold: 

· To help the Office groups ship the highest-quality product possible by engaging internal end users in substantial usage testing and by submitting internal LOB applications in extensive compatibility testing.

· To deploy Office 2000 in a manner that would minimize implementation costs while maximizing end-user satisfaction, as measured by Helpdesk volume and speed of adoption.

Business Model

Microsoft is primarily a software development company. As such, Microsoft employees are expected to make full use of software and technology in their jobs, as well as participate in testing software so it is of the highest quality when customers receive it.

Business Reasons for Deploying Office 2000

Microsoft always begins using its own software in the early beta stages. Like other organizations, however, Microsoft can’t afford to let new software impair the ability of users to do their jobs. Therefore, many of the activities that customers will undertake after receiving released products, such as testing coexistence and line-of-business applications, ITG undertakes during the beta stages of the software development process, both for its own protection and to minimize any potential problems for Microsoft’s customers. Adding 10,000 easily accessible beta testers and a significant software compatibility testing effort to the Office 2000 beta goes a long way toward helping deliver the highest-quality software to customers.

While it is important for Microsoft to assist in the testing of its own products, that is not reason enough to deploy software to over 80,000 computers. The benefits of upgrading must outweigh the costs. There are substantial benefits to gain by implementing Office 2000, and Microsoft intends to take advantage of them:

· The ability to save and round-trip documents in native HTML expands the ability to use a single file format within Microsoft, enabling easier access to and easier publishing of information. Support for “round-tripping” reduces the need to publish and store documents in multiple formats. Round-tripping means that the HTML document acts as an Office binary document does within the Office application that created it. For instance, spreadsheet formulas recalculate, tables of contents in Word update, and so on.

· The collaborative features of the Office Server Extensions help users publish and browse Web content more easily, as well as provide a simple, but new model for users to work together on projects. Implementing Office Server Extensions is expected to reduce the amount of duplicate information stored on file and Web servers. For example, the Office Product Development team is using Office Server Extensions to start working on the specification for the next version of Office. They can limit users to just the product development team at this time, easily have threaded discussions on the various ideas, and manage and store the specification centrally, which provides for continuity if product developers change jobs.

The improved custom solutions capabilities in Office 2000 are allowing for great improvements in some of the Line-of-business applications. For example, MS Sales, the primary tool for sales analysis worldwide, provides a wealth of sales data to product managers, executives, and sales personnel. The previous version primarily used Microsoft Excel PivotTable® dynamic views. Due to performance issues and constraints in PivotTable views, they were pre-created, and users could then manipulate them. Many of these views were very complex and difficult to grasp. With Office 2000 and Microsoft SQL Server™ 7.0 OLAP, performance is greatly enhanced and PivotTable views have additional flexibility. As a result, users can easily create their own queries, quickly accessing exactly the data they need. In addition, financial experts spend less time creating reports and more time analyzing finances. In another example, the internal Finance Web is seeing great performance improvements. A query that previously took 7 minutes to run takes 5‑10 seconds with Office 2000.

· The new Excel Web Components and Access Data Access Pages make it extremely easy to provide Web-based decision-support and OLAP interfaces with minimal application development and support.

· The new Outlook Contacts features are expected to solve some common end-user requests for making it easier to manage contacts in Outlook, while new printing capabilities for calendars will meet end-user demand in that area. 

· Outlook’s “Run Rules Now” capability lets you run a set of rules at any time that apply to messages already delivered to your mailbox. These rules can aid in categorization, filing, archiving, or flagging certain messages.  For remote users, the improved user interface for offline folder synchronization and the ability to prevent synchronization of large messages are significant improvements.  

· Microsoft makes extensive use of the PowerPoint presentation graphics program. New features such as the tri-pane view and automatic numbering and font sizing help users create new presentations more efficiently.

· The ability to collect several items on the clipboard for copy and paste operations make it easier for users to create new documents with content they find all over Microsoft in various formats. 

· Office 2000 addresses Year 2000 and Euro issues. For more information on Microsoft products and the Year 2000 go to http://www.micsoft.com/year2000.

· File Formats are compatible with Office 97, eliminating file-sharing problems as an issue, except for Access, which did change its format to support Unicode. Unicode allows users of different language versions of an application to open the same files without conversion.

· Office 2000 applications are self-repairing and can fix major problems that prevent operation, improving reliability and end-user satisfaction while reducing Helpdesk calls.

· Improvements in the tools to customize installation and integration with the Internet Explorer 5 Administration Kit (IEAK) and the Outlook Administration Kit took the time to create an Office build down to an hour versus 2-3 hours previously.

· Integrating Office and Internet Explorer 5 browser software into one deployment package reduces the time and complexity of deploying this software to all users.
ITG’s Business Model
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The Information Technology Group (ITG) is responsible for running the computing technology at Microsoft. ITG manages and supports both server and desktop hardware and software systems and provides associated core and infrastructure services. ITG, in conjunction with the Business Unit Information Technology (BUIT) organizations, also manages and supports line-of-business (LOB) applications internally that support the business functions required for Microsoft to operate on a day-to-day basis. 

ITG also has a role in testing beta versions of Microsoft products. This testing is designed to provide two benefits:

· To ensure that current LOB applications work with new releases of Microsoft software, thus reducing Helpdesk calls and avoiding business interruption during beta and released product deployments.

· To provide feedback to the product groups concerning the tested product that will result in a higher-quality product. As Microsoft LOB applications are tested internally against new releases of Microsoft products in development, bugs are identified and ultimately fixed by product development.

Lastly, ITG is required to serve as an IT showcase, demonstrating to customers how Microsoft uses its own software in a way that adds value to the organization.

ITG’s Organizational Profile

The top-line organizational profile of ITG is diagrammed below.
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End User Services and the Business Unit Information Technology (BUIT) groups were primarily responsible for creating and implementing this plan.

The role of each group is as follows:

Global Networking and Systems – Provides the computing and communication infrastructure services over which Microsoft operates. The group focuses on delivering corporate and Internet networking services, voice and call center services, and the computing platforms to all Microsoft entities, subsidiaries, and specific joint ventures and business partners globally.

End User Services – Provides global IT planning and leadership by overseeing IT efforts on behalf of Business Units worldwide. Includes Helpdesk, Global Client Technologies, Application Platform Services, account management, and Enterprise Application Services, which provides support for corporate-wide LOB applications and SAP production support.

Information and Planning Services – Focuses on metrics, communication, eating our own dog food, product planning, information security, project management, Web-based self-support, and training/learning programs.

BUITs (Business Unit Information Technology) – Provide decentralized business analysis and support. The Business Unit Information Technology (BUIT) groups are developers and support personnel who align themselves with Microsoft business unit functions while leveraging ITG resources. Some of the Business Unit ITs report into their business units and have a dotted-line relationship to ITG. This environment added to the challenge of negotiating the line-of-business application testing plan described later in this document, and further necessitated the need for a good and active communication plan.

The BUIT mission is to provide focused business analysis and support for their business unit. Each BUIT achieves this goal – and keeps Microsoft competitive in the market place – by creating business-driven applications and tools that anticipate and respond to their own business unit’s needs. The BUITs also set priorities and fund initiatives for their particular line of business, which keeps total cost of ownership (TCO) issues in check. 

Areas the BUITs support include: 

· Finance, Tax, and Accounting (Finance Information Technology) 

· Administration functions for HR, Legal and related activities (Administrative Business Systems) 

· Procurement, Governance, and Real Estate and Facilities management (Corporate Services Information Technology)

· Manufacturing, e-Commerce, and Distribution (Operation Business Systems) 

· Sales and Marketing (Customer Systems Group) 

· Microsoft Press Services (Press Business Systems)

As the BUITs are responsible for most of the LOB applications Microsoft is dependent upon, these BUITs were engaged to test Office 2000 against the LOB applications they support.

ITG Deployment Process

The following graphic depicts the standard deployment process for ITG, based on the development schedule of the product in question. 

[image: image4.wmf]Concept

Concept

Post-RTM

Post-RTM

RTM

RTM

Beta 2

Beta 2

Beta 1

Beta 1

Specification

Specification

Research Phase

Design Phase

Implementation Phase


Below is a list of the tasks and the phases in which they are undertaken. Note that ITG takes on tasks that are unique to deployment at Microsoft due to ITG’s effort, in conjunction with product development and business partners, to deliver a quality product for Microsoft’s customers.

Research Phase

· New concepts

· IT needs analysis

· Alternatives/solutions

· White papers

· Specification reviews

· Feedback to the product development teams based on specifications

· Strategic Planning starts for internal rollout (architecture, implementation, and operational)
Design Phase

· Feedback to Worldwide Products Group (development)

· Submit Bug Reports

· Submit Design Change Requests

· Ideas for new products/features

· Solve implementation and operational issues 

· Stress the product 

· ITG interoperability/supportability testing

Implementation Phase

· Pre-train Helpdesk for support

· Pilot and Beta rollouts via E-mail – with self help URLs

· RTM rollouts via E-mail – with self help URLs 
· Limited end-user training provided. Primarily demonstrations and online tools.

Timing

Major milestones for this project included a target of 10,000 beta users between Beta 2 (November 1998) and Release Candidate 1 (RC1 – March 1999) and upgrading the Redmond campus within 60 days after Office 2000 releases to manufacturing. The 40 identified mission-critical line-of-business applications are to be tested and made compatible by Beta 2, with another approximately 400 business-critical and business-required solutions tested and made compatible with Release Candidate 1.

Support Commitment

Microsoft outsources its Helpdesk. The Helpdesk’s role in application support is to support installation, coexistence, basic functionality, and problems related to line-of-business solutions. Because the Microsoft Outlook messaging and collaboration client is so critical to everyday business at Microsoft, Outlook feature and functionality issues are supported by the Helpdesk. For advanced assistance with product functionality of the other Microsoft Office applications, users are asked to utilize the online resources and then call Microsoft Product Support Services.

On a steady state basis, calls are answered within an average of one minute. The goal is to have 99% or more of the calls answered within five minutes. 

Current versus Planned Environment

Desktop Architecture

Hardware

The more than 40,000 employees and contract staffers at Microsoft use over 100,000 personal computers. Approximately 20% of those computers are either servers or test computers, but the remaining 80%, or 80,000 personal computers will be upgraded to Office 2000. Although there isn’t one standard hardware configuration and individual business units are responsible for their own hardware, most hardware does meet the system requirements for Office 2000. An effort was undertaken to inventory all computers in order to understand how much of the hardware would be ready for the Windows® 2000 operating system. That inventory was expanded to include both hardware and software, and to check for the ability to upgrade to Office 2000 as well as Windows 2000.

Software

When the inventory was taken, it was found that approximately 80% of computers at Microsoft are currently running Microsoft Office. The other 20% are computers that are being used solely as servers or for development and testing unrelated to Microsoft Office. Virtually all of these computers are running a mix of Windows 95, Windows 98, Windows NT® Workstation 4.0, or Windows 2000, and are capable of running Office 2000. There is a Windows 95 retirement effort underway to retire all non-test Windows 95 desktops in an effort to reduce the number of operating systems that are supported. Again, those computers that are not running 32-bit Windows are doing so for test purposes, and therefore, do not need to be included in upgrade planning. The bulk of Windows 98 users are laptop users—Windows NT Workstation is currently the recommended desktop operating system.

There are literally thousands of custom Microsoft Office solutions at Microsoft, however, many of these are single-user solutions. Microsoft did identify 40 line-of-business solutions that were deemed mission critical (see “Custom Solution Conversion” later in this document for more information) and needed testing for compatibility by Beta 2. An additional 200+ line-of-business solutions deemed business critical or business required were tested for compatibility by Release Candidate 1 (RC1).

Most users are using Internet Explorer 4.01 or the beta of Internet Explorer 5 and are expected to upgrade to Internet Explorer 5. ITG did a base level of testing with the intranet and Internet and did not discover any problems that would prevent this upgrade. The Business Unit IT groups are responsible for testing their line of business Web solutions with Internet Explorer 5.

There are some third-party Office-integrated software packages in use at the company as well. The Office development team works with these third-party vendors, providing them with betas and support, so ITG did not need to do extensive testing. Minimal installation testing with the key third-party applications was completed by ITG and all applications seem to work fine.

Profiles

Microsoft does not use system policies due to the culture at Microsoft. The culture tends to be decentralized, entrepreneurial, and technically adept. Many users are technically self-reliant and would object strenuously to having their settings created by ITG. Further, many would have a good business reason for being able to create their own settings. Many of Microsoft employees are involved in the development, specification, or testing of Microsoft software. In addition, many product managers and sales force employees are required to create and present demonstrations of products that span a variety of situations.

In addition, Microsoft ITG does not support roaming user profiles at this time, as most users who need to travel have laptops.

Networking Configuration

To provide some background on the computing environment at Microsoft, over 3.5 million e-mail messages are sent every day. There are sixteen data centers supporting over 400 locations worldwide. From very early on, products have been deployed via distribution servers on the network with the root name Products. Although users do not run Microsoft Office from the network, they have always installed it from the network.

Office 2000 will be made available from the four Products servers that serve the Redmond area and from the additional Products servers in sales offices and subsidiary offices worldwide. Again, the intent is to use these servers for distribution only, not for running from the network. This is due to the fact that most end-user computers are capable of running Office 2000. In addition, there is a network upgrade project in progress, so Microsoft doesn’t want to encourage the use of run-from-server as it would decrease the available network bandwidth. 

Migration Plan

Resources

In this project, the lead program manager has the central role of driving and managing this project, pulling in whatever resources are necessary. The table below details the resources that were used in this project.

Project Team/Roles

	Role
	Responsibility

	Lead Program Manager
	Manages the project; sets milestones; monitors the overall project status and issues. Owns the overall plan and Project plan. Responsible for Operations Development and communication.

	Office Program Manager
	Responsible for testing new builds, identifying issues that affect end users, securing training for the Helpdesk, creating the Web page, and working with the global Helpdesk to ensure that information is distributed worldwide.

	Outlook Program Manager
	Responsible for deploying Outlook 2000 as a part of the Office 2000 deployment.

	Internet Explorer Program Manager
	Responsible for deploying Internet Explorer 5 as a part of the Office 2000 deployment.

	Test Program Manager
	Develop and deploy a comprehensive Office 2000 test and evaluation plan. This team is responsible for verifying basic functionality of release builds and identifying issues that affect end users.

	Program Manager Application Mgmt
	Defines and manages the LEAP (Line of Business Early Adopter Plan) for the product, including both application testing and showcase generation. Manages the relationship with the Business Unit ITs and is responsible for identifying applications to be tested, test contacts, keeping track of application test status and escalating issues for resolution to BUIT and ITG management.

	Products Server Administrator
	Responsible for configuring and maintaining the network, from network servers, protocols, and hardware (including printers) to domain administration of workstations and users. Owns all network-related components of this plan, including current and planned configuration information and plans.

	Office Test Manager 
	Main interface in product development with ITG group for escalating issues.

	Office Programmability Test Lead
	Main contact for programmability issues and line-of-business solutions problems with Office 2000.

	User Education
	Develops training materials and documentation for end users and technical support personnel. User education includes Helpdesk and end-user education. Owns the training sections of this plan.

	Helpdesk Subject Matter Experts
	Group of second tier senior technicians for Office, Outlook and IE for helpdesk phone support escalation.  Responsible for identifying top support issues and ensuring that solutions are identified and documented and escalation of issues to individual Program Managers for assistance with resolutions.


Equipment

For configuration testing, ITG is using existing lab equipment, which is a representative sampling of current hardware configurations used within the Microsoft corporate computing environment. There is a record of the current hardware information by tracking purchasing history and trends of end users within Microsoft. 

For LOB application testing, 24 computers were purchased to create a lab. 

Needs Assessment

Much of the needs assessment was based on standard operating procedures. For instance, there are standard methods for disseminating training to users, so a new needs assessment was not done for training – rather the current methods are updated and users can choose for themselves what, if any, training to participate in. The remaining needs assessment focused on Office configuration. Some issues were simple to determine:

· Based on previous deployment and Helpdesk experience, migrating user settings reduces the burden on the Helpdesk.

· Install on first use eliminated the need to guess which features users would want. Any feature that isn’t installed at the time setup is run can easily be added the first time a user attempts to access that feature.

· Based on the culture at Microsoft and the technically adept population, users would be allowed to run setup interactively.

The remaining issues are related to the LOB applications. To feel confident that all required LOB applications had been tested and would operate properly, ITG needed a complete inventory of applications. Each BUIT maintains a list of supported LOB applications, which had recently been updated due to Year 2000 compliance efforts and disaster recovery planning. These lists were looked over and updated again as ITG headed into planning for Office 2000 and Windows 2000. They were fairly simple lists maintained in Microsoft Excel format. Each of these lists was gathered and imported into a database to be used in the test tracking and reporting tool detailed in the Test Plan section of this plan.

File Conversion

Since the file formats for Word, Excel and PowerPoint have not changed since Office 97, file conversion is not an issue for these applications. Access file formats have changed, but Microsoft’s ITG group will not be involved in converting data files for applications that are not ITG supported. Users are given pointers to information on how to convert files, but are responsible for handling any end-user database conversion themselves.

Template and Macro Conversion

There should be less of a need to convert end-user templates and macros than there was during the move to Office 97. The file formats for Word, Excel, and PowerPoint are the same, and there haven’t been as many changes to the object models. These were the two most common causes of conversion needs when moving from Office 95 to Office 97. Microsoft’s ITG and the BUITs are only responsible for testing and converting mission-critical, business-critical and business-required line-of-business solutions. All other templates or macros are up to the individual end user or business unit to convert. Through Beta 2, this hasn’t been an issue that has required Helpdesk support.

Custom Solution Conversion

During the internal upgrade to Office 97, line of business (LOB) solutions not working properly was one of the biggest support issues. These applications were tested on an informal and ad-hoc basis, resulting in very uneven coverage and limited issue resolution. There was no formal program to hold people accountable for testing and reporting their results prior to end-user installation in the Office 97 time frame. Testing was the responsibility of each individual BUIT, with no central entity managing it. This unsystematic approached caused many problems for end users and the Helpdesk. Having learned from that experience, testing and converting LOB solutions prior to rolling out Release Candidate 1 became a high priority for the Office 2000 deployment, with the initial focus on the 40 mission-critical LOB solutions prior to Beta 2. The first two steps, inventorying and categorizing these solutions, are covered in this section of the plan. The greatest effort was applied in testing and fixing these LOB applications, which is documented in the Test Plan section of this document. 

Inventory all LOB Software

The inventory of LOB applications was created primarily by combining lists in Microsoft Excel spreadsheet format from each of the BUITs. This inventory was then imported into the test reporting and tracking tool that is discussed further in the Test section of this document.

Categorize LOB Applications

The next stage of this test plan was to identify how critical each LOB application was to the business in order to prioritize the testing.

Mission Critical

Definition: Mission-critical Applications are those determined to be critical to build, ship, support products, or recognize revenue. Microsoft is prepared to assume no risk or only extremely low risk of failure. Impact and cost of failure is very high. For further clarification a system is considered Mission Critical if any one of the following statements is true:

· Failure of the system may cause a significant reduction in revenue or a significant delay in the recognition of revenue, or a significant increase in expense.

· Failure of the system may cause significant customer dissatisfaction with Microsoft.

· Failure of the system may cause business partners to become significantly dissatisfied with Microsoft.

· Failure of the system may cause a business unit to be significantly impaired in the performance of one of its core functions.

· Failure of the system may cause significant employee turnover.

· Failure of the system may cause significant legal exposure for Microsoft.

· Failure of the system may expose any person to physical injury.

· Failure of the system for more than 2 business days is determined to be an unacceptable risk for any other reason.

Business Critical

Definition: Microsoft is prepared to assume low risk of failure. Impact and cost of failure is moderate. A system is considered Business Critical if it is not Mission Critical and any one of the following statements is true:

· Failure of the system may cause a moderate reduction in revenue or a moderate delay in the recognition of revenue, or a moderate increase in expense.

· Failure of the system may cause moderate customer dissatisfaction with Microsoft.

· Failure of the system may cause business partners to become moderately dissatisfied with Microsoft.

· Failure of the system may cause a business unit to be moderately impaired in the performance of one of its core functions.

· Failure of the system may cause moderate employee turnover.

· Failure of the system may cause moderate legal exposure for Microsoft.

· Failure of the system for more than 10 business days is determined to be an unacceptable risk for any other reason.

Required

Definition: Microsoft is prepared to assume moderate risk of failure. Impact and cost of failure is low. A system is considered Required if it is not Mission Critical nor Business Critical and any one of the following statements is true:

· Failure of the system may cause any reduction in revenue or any delay in the recognition of revenue, or any increase in expense.

· Failure of the system may cause any customer dissatisfaction with Microsoft.

· Failure of the system may cause business partners to become in any way dissatisfied with Microsoft.

· Failure of the system may cause a business unit to be in any way impaired in the performance of one of its core functions.

· Failure of the system may cause any employee turnover.

· Failure of the system may cause any legal exposure for Microsoft.

· Failure of the system for more than 25 business days is determined to be an unacceptable risk for any other reason.

Other

These applications do not fit into any of the previously listed categories. These applications can be excluded from consideration when testing or migrating solutions to Office 2000.

Coexistence Plan

There are several factors making a coexistence plan at Microsoft during the Office 2000 deployment virtually unnecessary:

· The existing software base is Office 97, which has the same file formats as Office 2000 for Word, Excel and PowerPoint.

· The deployment period will be very short, as users will upgrade as soon as product is available on the servers. Users in Redmond are being asked to upgrade within 60 days of when the released version of Office 2000 is available on the Products servers, and within 180 days for International sites due to language pack timelines. ITG will aggressively monitor the number of Office 97 users on a month to month basis and target communications to end users after 30 days to get them to upgrade. ITG will leverage other initiatives within the company such as the Year 2000 desktop compliance initiative in the effort to retire Office 97. By officially retiring older versions of Office, Internet Explorer and Outlook, ITG can reduce its Helpdesk training and support costs.

· User education has already occurred in the move to Office 97, so users know how to share files in earlier formats with users outside of Microsoft who have earlier versions of Office than Office 97.

· ITG is testing and converting all mission-critical, business-critical, and business-required line-of-business solutions before deploying the released version of Office 2000. As of Release Candidate 1, very few applications needed any conversion work.

So, the only remaining coexistence planning is for converting non-BUIT supported Access databases, since the Access file format did change in order to support the Unicode format. End users are expected to convert their own databases using existing information on internal and external Microsoft Web sites.

Support Plan

The current model for support is that users can access self-help information through the ITGWeb, or can log a support call either through the Web site or by calling the Helpdesk. The Helpdesk supports issues for applications such as installation, coexistence, basic use, and line-of-business solutions. Users requiring help for advanced use of product functionality are first encouraged to use existing online resources and then, if necessary, contact Microsoft Product Support Services.

During the Office 97 deployment, 28% of all internal users needed Helpdesk support, mostly for coexistence help and line-of-business solutions that weren’t working properly. The support goals for Office 2000 deployment are to reduce the need for the Helpdesk support during deployment, increase user satisfaction, and meet steady-state service level goals without needing additional staff. 

At the time of the writing of this paper (March 1999), ITG’s information shows that the Office 2000 deployment will not require elevated levels of support. Only 8% of the 10,000 or so users (but 19,000 individual installations) that installed Beta 2 or the Beta 2 refresh of Office 2000 required any assistance from the Helpdesk. This is a 350% improvement over the Office 97 deployment. This improvement is due to two reasons:

1. The file formats haven’t changed for Word, PowerPoint and Excel since Office 97, so coexistence problems don’t exist, except for Access

2. Mission-critical line-of-business solutions are all being tested and deemed compatible well in advance of deploying Office 2000. 

During the beta, there were three common Helpdesk calls: 

3. The installation location and CD Key information (as a result of installing from an improper location). 

4. Not following instructions to remove Beta 2 before installing the Beta 2 Refresh or Release Candidates.

5. Outlook or proxy configurations for new users where previous settings did not exist. 

The call volume is expected to decrease further with the released version of Office 2000 as the first two of these issues will not apply for most users. The software will be available from the usual ITG Products distribution servers and the released version of Office 2000 will detect existing beta versions on the computer and prompt the user to remove them before installing Office 2000.

Helpdesk Support for the Rollout

Global Client Technologies (GCT), the group within End User Services in ITG that supports the desktop, provided support initially for the limited Beta 1 release while FAQ (frequently asked questions)/known issues documents were developed. Plans were made to engage the Beta Swat Team (a group made up of second tier subject matter experts within the Helpdesk that focus specifically on Office installation, Outlook client and browser support) if the support hit warranted, but it never did. The Beta Swat Team and Helpdesk group were fully trained and prepared to support the Beta 2 releases.

The first line of defense against an overloaded Helpdesk is the initial rollout e‑mail and the support Web site. This e-mail provided explicit instructions on how to install and how to find more information on Office 2000. End users were strongly urged to consult the Web site for “quick” answers to their problems before calling the Helpdesk. Once they called, every effort was made to resolve their issues without sending an on-site technician. 

Global Client Technologies (GCT) received a daily report and conference call as to the number and type of calls the Helpdesk received. This allowed GCT Program Managers (PMs) to adjust the speed of the rollout as necessary and update the FAQs as appropriate. In addition, the top 3-5 support issues were identified on a daily basis. The Helpdesk and GCT would then work together as appropriate to properly identify and document the solution. 

US Service Level Agreements

A plan was made to beef up phone support for the beta releases and release candidates by adding technicians as necessary to the support queues to make sure end users did not have to wait in long queues for assistance. The call volume was so low, however, that these additional technicians were not needed. End-user wait time is considered acceptable if more than 99% of calls in the queue reach a support technician within an average of one minute. Technicians are provided several tools to expedite support, including product training, FAQs, hardware and application compatibility lists, Office Development Web resources, and the support Web site. 

Support Escalations

If a Helpdesk phone support technician is unable to solve a problem through normal tools or internal Helpdesk escalation paths, the issue is escalated to PSS via GCT. If PSS cannot resolve the problem, Office 2000 Development resources are consulted. Regardless of the escalation, the tier one support technician provides the resolution back to the customer and is solely responsible for closing the call. Below is the support process flow for the Redmond Helpdesk. Support for the rest of world is handled through local Helpdesks, which then roll calls up to a regional call center and then to Redmond, if needed.
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Helpdesk Training

Redmond-Based Training

GCT coordinated with the on-site Helpdesk vendor’s Training department to formalize the Helpdesk training plan. A trainer was assigned as the training coordinator. Two subject matter experts (SMEs) attended a three-day Office 2000 training session in May 1998 conducted by the Office 2000 product Development team for Microsoft customers who volunteered to adopt Office 2000 before it released to manufacturing. ITG created 2 sets of videotapes of the May 11-13 training as a training resource. On line seminar CDs are also being made available.

The Helpdesk vendor created an Office 2000 training plan and proposed a schedule to GCT. The Office 2000 training was delivered to the Helpdesk Support and was divided into three distinct modules:

· Module One: Office 2000 Session focused on shared components, Office installation and troubleshooting.

· Module Two: Internet Explorer 5 Client

· Module Three: Outlook 2000 Client

An additional make-up session was offered for Helpdesk/TSG/ExecSupp technicians who were unable to attend a previous session. Steps are also being made to get the Outlook Client overflow phone support technicians fully trained on Outlook 2000. The PowerPoint slides with detailed notes pages used in the training sessions were made available online. In addition, the session was videotaped as a training resource for remote sites.

TSG

TSG (Technical Support Group) is a group that provides on-site technical assistance in each building in Redmond. Eight 4-hour class sessions were conducted for TSG technicians with all three modules being presented at one session. 

Executive Support

Executive support is the group that supports vice presidents and above. Attendance at the above training sessions was offered to the Executive Support group, but they elected to use the training videos and PowerPoint presentations.

Worldwide Training

The Office 2000 training in May 1998 was videotaped. Companion CDs with PowerPoint presentations and white papers, as well as the videotapes were shipped to worldwide locations. 

All subsidiary IT staff can use the U.S.-based support Web site and have direct access to U.S. Helpdesk staff. The Helpdesk training materials are also available for international use. 

Other Training Notes:

· One seat per BUIT was secured at the Office 2000 May 1998 training.

· Following the Beta 2 rollout, GCT will audit Helpdesk support quality by placing random support calls on FAQs. If a phone support technician has problems supporting an issue previously trained on, GCT will provide additional instruction to the phone support staff until they are proficient. During the process, continuous feedback will be given to the Helpdesk vendor’s team managers to improve their ability to train their staff. In addition, the Helpdesk SMEs will identify the top 3-5 support issues on a daily basis and document the solution.

· The Helpdesk will develop a training evaluation process to determine if technical needs were met and if further training sessions are needed.

Elements of the Support Web Site

The Office 2000 support Web site is designed to assist in controlling the support load. It addresses support issues for the vast majority of potential installers. The site contains:

· Specific instructions for how to install Office 2000 and information on which upgrade paths are supported

· Links to Products servers for installation. 

· FAQs and link to the third-party Helpdesk Knowledgebase tool. 

· Known issues.

· A link to create a Helpdesk log.

· Information on submitting bugs and viewing a list of currently logged bugs.

· Application and hardware compatibility information.

· A link to the Office 2000 team beta Web site.

Elements of the Rollout E-mail

The rollout e-mail has two primary goals: to encourage end-users to try the product and to minimize the support burden on the Helpdesk. All rollout e-mails will be sent to the regional GCT person for repackaging to cover regional localization and business concerns.

To accomplish these goals, the rollout e-mail will include:

· Marketing information – why Office 2000 is great and why people should use it.

· New product features

· System requirements to install 

· Who should install and who should not

· Link to a hardware compatibility list

· Link to an application compatibility list

· How to get help

· How to uninstall and go back to the previous installation

· How to submit a bug (during the beta phases)

· How to install

· Beta expiration date and what to expect when we reach that date

To see the Release Candidate 1 rollout e-mail, see Appendix A.

End-User Training Plan

There are four standard ways of getting software training at Microsoft. The first is through watching demonstrations of the new product. When new products become available, the product groups do one hour “brown bag” sessions showing new capabilities at the Redmond campus. Similarly, the sales force attends training annually where they see demonstrations and presentations on new products. In order to gain support for widespread use of Office 2000 during the beta, Office product managers began doing demonstrations of the product on the Redmond campus in the fall of 1998. These demonstrations were videotaped and made available to users both by the ability to order a copy of the tape and through Windows Media Player shows distributed through the intranet. These sessions were advertised in the corporate newsletter, the MicroNews, on the ITG Web site, and in a campus-wide e‑mail that went to all Redmond campus users telling them about the Office 2000 beta.

The second method of obtaining training is through computer based tutorials. Microsoft Press has a Step-by-Step Interactive series of computer-based tutorials. The Office 2000 title will be available when Office 2000 becomes available commercially. ITG will make these computer-based tutorials available to users on the internal network. These tutorials do not require the actual Office 2000 software to be loaded on the computer, so users can be trained before they actually have the software on the computers, reducing ramp-up time. ITG will tie the client installation of this tutorial to the Office 2000 installation. Users will immediately have a shortcut on their desktop making this tutorial easily accessible.

There are also instructor-led training courses available at Microsoft for end users to learn how to use specific software packages. The classes are created and taught by a training vendor and include basic, intermediate, and advanced classes, along with short (half day) new functionality classes for upgrades. ITG provides a list of contacts for this same training vendor to Microsoft locations outside of the Seattle area for arranging classes for their users. The instructor-led classes provided on campus will all be updated to Office 2000 content by the time Office 2000 releases to manufacturing. These updated classes will be offered worldwide by the contracted training vendor.

Finally, for certain products, ITG puts together an Insider’s Guide. These guides are for particularly important products, such as Outlook, that everyone must be proficient with in order to do their job. These guides are distributed to new employees at orientation, to all administrative assistants and receptionists, and to the Helpdesk, which can distribute them to users who call in with questions about that product. They are also published on the intranet These guides cover basic functionality as well as the top subjects that the Helpdesk gets calls about. An Insiders Guide was created for Microsoft Outlook and is approximately 55 pages long and was created with Publisher 2000. It covers all configuration issues, including how to set up a profile and add necessary services, how to set up delegate access, troubleshooting, and information on the top 25 issues the Helpdesk gets calls about. 

Communication Plan

There are several established methods of communication within Microsoft. First, there is an extensive and established wealth of information on both Microsoft’s intranet and Internet site. In fact, Microsoft even mirrors the external Internet site for users internally. ITG has a substantial presence on the intranet and users are aware of its location and the tools available there. 
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Following are the specific methods used for communicating during the Office 2000 deployment planning and implementation:

· MicroNews. This internal company newsletter, published both in hard copy and on the intranet on a weekly basis, contained several articles throughout the beta. These articles covered information on the new capabilities of Office 2000, how to upgrade to it, and notices about on-campus demonstrations as well as the Windows Media Player shows available on the intranet.

· The Microsoft Office product group has intranet sites that communicate information about Office 2000 and its availability, and has presented a series of one hour sessions on campus demonstrating the new capabilities to interested users. These sessions were videotaped and converted to Windows Media Player shows available from the intranet site for use in the U.S. sales offices and International sites as a training tool.

· ITGWeb. The ITG home page has a link on it for all products in beta. Users can jump to an Office 2000 page to check on its status and install the software. When Office 2000 releases to manufacturing, this information will move to a page for released products.
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· Campus-wide E-mail. As with most companies, campus-wide e-mail messages are used very sparingly. In the case of beta software, messages are sent when the product has reached a stage in the beta process that ITG is supporting and encouraging users to install. These were done campus wide and to select users internationally at the Beta 2, Beta 2 Refresh and Release Candidate 1 milestones and will also be done at release to manufacturing. Alpha and Beta 1 announcements were targeted at ITG and line-of-business application owners.

· Microsoft.com. There is a great deal of information on the Office Web site on Microsoft.com that details the new functionality in Office 2000. Most Microsoft employees are aware of the depth of content available on Microsoft.com and use it.

Additionally there were various communications within ITG to keep ITG executives, ITG resources worldwide and LOB application owners aware of the Office 2000 deployment plans and the key activities that they were responsible for. There was standard bimonthly communication as well as ad hoc communication.

Test Plan

The standard for testing at ITG is to be responsible for all configuration testing. There is a test lab with a variety of computers that replicate what is in use at Microsoft, but this lab can be modified depending on the product in question. There are full-time and contingent staffing resources assigned to this lab. Finally, since the BUITs are the only ones who can perform functional testing and analysis on their applications, each the BUIT is responsible for LOB application testing for the applications they have either developed internally or purchased. 

The test plan for this deployment includes both testing the configuration and testing the line-of-business applications. During the Office 97 deployment, ITG tested only the configuration, which resulted in a high demand on the Helpdesk when LOB applications didn’t work properly with Office 97. The Office 2000 deployment test plan was created to eliminate that issue entirely.

Configuration Test Plan

This part of the plan was created to ensure that the physical installation of the software works as planned, and that there are no conflicts with existing software.

Build Acceptance Criteria

Several tests are performed before an Office 2000 build is released to a test group. The GCT Test Manager and his team (along with input from the other GCT PMs involved in the project) are responsible for the development and completion of a test plan that verifies a variety of functions on release candidates to ensure no undue hardships for the customer and the Helpdesk. The results are then distributed to Helpdesk support technicians worldwide and made available to ITG employees at all subsidiaries and the Office 2000 Development team.

Windows 98, Windows NT Workstation 4 with SP3/SP4, and Windows 2000 Beta 2 are the operating systems that will be tested. Windows 95 is being retired as a supported operating system.

Installation Testing

· Office 2000 clean installation with ITG’s customizations

· Office 2000 Upgrade from Office 97 SR2

· Office 2000 Upgrade from Office 97 SR1

· Office 2000 Upgrade from previous Office 2000 build

· Install on first use of FrontPage 

· Application resiliency features, by deleting files and re-launching an application (Office 2000 should detect a problem and fix it) or via the Help Detect and Repair menu item.

· Uninstall via Control Panel settings, to ensure that they are clean and work as expected (Internet Explorer 5 does not get uninstalled when you uninstall Office 2000).

Supportability Testing

· Operating systems: Windows 95, Windows 98, Windows NT Workstation 4.0 with SP3 and SP4, and Windows 2000 Beta 2.

· Outlook Compatibility (upgrade from Outlook 8.02, 8.03, 8.04, 98) 

· Test e-mail functionality within the various Office components.

· Internet Explorer 5 Compatibility (upgrade from Internet Explorer 3.0, 4.0, 4.01)

· Internet Explorer 5 Testing: ITG Customized downloading and functionality, active desktop functionality, interoperability with Proxy servers

· Basic network, e-mail (creating/sending, opening file attachments, encryption levels install properly), printing, and dial-up connectivity

· Basic document functionality (open/edit/save docs created with Office 97 in Office 2000 and vice versa with documents created in Office 2000 and opened in Office 97). 

· Microsoft Access compatibility (test the ability to read and convert Access 97 databases to Access 2000).

· Windows Media Player functionality (streaming audio/video content).

Custom Installation Wizard Testing

· Test custom install to verify correct Internet Explorer 5 proxy settings and Office configuration settings.

· Test Office 97 and Outlook 2000 settings migration to Office 2000.

· Language pack testing

Application Testing

· Testing against the top 25-internet/intranet sites for Microsoft internal users 

· Testing of key site licensed software products 

· Testing of silent install via Apsetup (internal application that serves as a central location where application installation information is stored so end users have one location to go to).

· Some basic testing with a few key LOB apps to ensure that there are no issues with basic functionality of shared components such as ODBC/MDAC. This is a sanity check to ensure that ITG is not providing the BUITs with a “bad build” that will break most LOB apps. The full feature/functionality test sweep is done by the responsible BUIT.

If a significant issue arises from the testing listed above, the build is either rejected for release or the issue noted in the rollout e-mail and on the support Web page. Testing is performed on as many different PC/Operating System configurations as possible. As new features come on-line with successive builds, new tests are added as appropriate. 

Line-of-Business Application (LOB) Test Plan

The goal of the LOB test plan was to contribute to the quality of Office 2000 by finding as many bugs as possible during beta testing, and to ensure user satisfaction with the Office 2000 deployment by preventing any compatibility issues with LOB applications.

Setting Up The Test Lab

For Office 2000, the lab had a total of 24 computers. All computers started with Office 97 and IE4.01. The computers were all able to multi-boot standard Windows 98 (no service packs, no QFE’s), Windows NT Workstation 4.0 (service pack 3 (SP3) and SP4 once it became available), and Windows 2000 Beta 2. Office 2000 was only installed into one boot configuration at a time, leaving the other boot configurations clean until they were needed.

Because installation order can affect the final software that resides on a computer after installation, there were times when a computer had Office 97 uninstalled and Office 2000 installed on a “clean” computer. We concentrated most of our testing effort on the ‘clean install’ scenario and the upgrade of Office 97 to Office 2000 scenario (where the LOB application code came after the upgrade). As we could, we further tested the scenario where the user had both Office 97 and the LOB application code installed and working, and then upgraded to Office 2000. This last scenario required more preparation and coordination with the individual BUIT testers so it was often exercised by the testers themselves outside of the formal test sessions.

The computers had the following hardware configuration:

· Manufacturer/Model: Dell Optiplex GX1

· Processor: PII-350mhz

· Memory: 64MB

· Hard Drive: 8GB

· Net Speed: 10 Megabit initially, eventually upgraded to 100 Megabit

We used a disk imaging system to store and restore the lab computers back to the original configuration. Using this tool, it would take 15 minutes to restore the entire room back to the original configuration.

Creating the Test Portfolio

Although all of the LOB applications had been inventoried and categorized in terms of how critical they are to the organization, test portfolios needed to be developed. Five portfolio types were created:

· Tier 1 Applications: applications that absolutely must be compatible because they are very important or widely used.
· Tier 2 Applications: applications that must be highly compatible because they have a moderate rank in terms of importance and use.
· Test Suite Applications: applications that are representative of technology usage and programming practices and are tested repeatedly against new builds of Office.
· Tier 3 Applications: applications that use no Office components such as back-end data services, EDI feeds, etc.
· Executive Applications: applications that are used by executives and upper management. This attribute is independent from the ‘Tier’ an application is in.
By grouping the LOB applications into portfolios, we could test and track each portfolio based on the goals for it. So, for instance, Tier 1 applications are critical to the organization. That portfolio was tested first. By testing it early, any relevant Office or LOB bugs would have enough time to get fixed properly, and these applications could be re-tested several times throughout the beta. The Tier 2 portfolio was not as critical and therefore did not consume as many resources. It was tested fewer times and not as early in the process as Tier 1 applications. The Test Portfolio, as a small set of representative applications, was used in sample testing on individual builds. This portfolio was tested more deeply and more frequently to catch any universal issues quickly. And, of course, the executive applications portfolio was created to catch any high level quickly to prevent fire drills later.

Test Reporting and Tracking Tool

ITG created a test reporting and tracking tool to provide a simple way for testers to enter and manage test results of various products and builds against their applications. The reporting aspect of this tool was designed to make it easy to report and track the current status of the testing effort and even perform some degree of historical tracking for post-implementation work and resource analysis. It has a Web interface and was developed in primarily Visual Interdev 6. It is hosted on Windows NT Server 4 and uses an Access 97 data engine. In fact, the existing Excel inventory of applications was easily imported into this tool. All told, development took approximately one month.
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This tool was used for a variety of user scenarios:

· Enter new test results.

· Update test results.

· Look up the next test session date or future schedule of sessions.

· Find pointers to sites with additional information on the products covered.

· Edit inventory information such as contact information, application version information, production status (Development, Pre-Production, Production, Retired), application name, or BUIT that owns the application. 

· Access the pre-created standardized reports.

“Bug Bashes”

ITG borrowed a concept from the product development groups called “bug bashes.” For a “bug bash” at Microsoft, all development members from a product group come together in a test lab and test the software as a group to try and identify bugs. These are scheduled dates where all members are required to attend and put the software through rigorous testing. The “bug bash” concept works well at Microsoft, as it maps to the internal culture of the company—it’s fun and competitive!

ITG scheduled “bug bashes” where the BUITs were cajoled and invited to come and test their LOB applications with a new build of Office 2000. In addition, members of the product development group were invited to participate and were responsible for making sure the bugs logged during the bug bash were assigned to the appropriate person in the product group for action. Within Microsoft, an internally developed product called Raid is used to track all bugs submitted to the product groups. All of the bugs identified through testing LOB applications internally at Microsoft were entered and tracked using Raid.
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LOB Application Testing Methodology

The testing process within ITG is best described in the following flowchart:
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Definition of Terms:

6. Gather System Inventory – This is the process used to identify all of the components required to install the line-of-business application. For example, an expense reporting application might require the installation of Microsoft Excel in order to function properly. Therefore Microsoft Excel must be included in the system inventory for the LOB application. The required installed functionality does not need to be a product. For example, a LOB application might require a specific ODBC version or a feature that isn’t installed as a default.

7. Define Critical Path Suite – This is the process where the BUITs specifically defined what tests must be run for a LOB application to be considered “compatible.” 

8. Resolution – If the application fails the critical path suite, a decision must be made on how to resolve that issue. The costs of fixing the application must be weighed against the business value of the solution. The application may be remediated, retired, the application may be left as is and the issue or workaround communicated to end users, or those users or that computer may be isolated and not upgraded to Office 2000.

9. Remediation (fix) – In the event that an application fails the critical path suite, a remediation may be undertaken. This can be a simple or relatively complex issue depending on a number of factors. One issue is whether the cause of the problem is within the currently tested Office software or within the LOB application itself. Certain issues were routinely identified which were already known and planned to be resolved in future builds of Office, or were identified only to be fixed during the course of normal development within the product. When the issue was identified right before one of the planned major beta deployments within Microsoft the application owners had to chose whether to fix the application or communicate the issue (and any workarounds if possible) to the end-user community for that application. LOB applications typically fall into two distinct groups:

a) Internally developed applications – These are applications developed inside the organization for a very specific purpose. Typically the organization owns or controls the source code for the tested application. Fixing these applications can be difficult depending on whether the organization can find the source code, and/or track down the original author of the code. Other challenges can include how well the source code is documented, and how easy the problem is to fix.

b) 3rd party developed applications – These are perhaps the most challenging LOB applications to fix, as the organization typically does not have control over the source code of the LOB application. In these instances, fixing problems can involve careful negotiation with the 3rd party vendor to fix the problem in a reasonable time frame. 

10. Regression test – After an LOB application has failed testing, and a remediation applied, the LOB application is re-tested under the new parameters. At this point a new test cycle is created based on whether or not the remediation is sufficient to fix the problem. If the original remediation does not resolve the problem, a new remediation is tried.

Sign Off

We engaged in two formal sign-off exercises during the testing effort. The first involved all Mission Critical applications at the time of the Beta 2 internal deployment, and the second involved all non-Tier3 applications at the time of Release Candidate 1.  At these times, the involved mission-critical application needed to be signed off on by the application owner or assigned proxy. The definition of “sign off” is that there is an acceptable level of risk associated with that application, not necessarily that it passed the tests. If an application passed with no issues at all, the tester could sign off on it, but if there were any issues at all, the application owner needed to make the final decision on how to resolve the issue.

The guiding principle for sign off was that, if an application did not pass, we must understand the risks associated with that and whether they are acceptable based on the importance of the application. For Tier 1 applications, there must be a high degree of certainty that they work without problems. Tier 3 applications, which are not really affected by Office 2000, may not even be tested. The decision to sign off on an application that does not pass the tests must be a business driven decision – the cost of fixing the solution must be weighed against the importance and benefits of the solution.

There are several choices for what can be done with an application that does not pass testing: 

· The application can be retired because it’s no longer used or can be replaced with a new solution that is less expensive to create and maintain.

· It can be fixed and re-tested until it passes.

· It can be left as is while educating users as to the problems and potential work-arounds.

A small number of selected users or computers can continue to run the older version of Office. 

For example, there was an Access 2 application used by field sales offices to create local marketing calendars. This application is a convenience application used by a very small number of people. The cost of fixing this application outweighed its benefits, so offices that still want to use this solution will need to maintain a computer with Access 2 on it. 

Results from Testing Office 2000

Out of the over 400 applications tested, fewer than 10 needed modification to run properly with Office 2000, making the switch to Office 2000 significantly easier than the switch to Office 97. The following features made the switch easier:

· File Formats The fact that the file formats did not change (with the exception of Access) was a big factor in making this migration easier than Office 97. Exchanging and converting the different file formats caused significant problems with Office 97 that were not experienced by Office 2000.

· New Features, Not Changed Features Many of the enhancements in Office 2000 were new features, not changes to existing features. This made testing easier, as most enhancements had no previous counterpart in Office 97 to convert from. For example, Office Server Extensions (OSE), Microsoft Development Engine (MSDE) database functionality, Web Components, Data Access Pages, and Digital Macro Signatures had no equivalent functionality in Office 97; therefore conversion issues for those features do not exist.

· Fewer Object Model Changes In Office 97, the object model changed significantly from Office 95 in order to synchronize the different versions of basic into Visual Basic® for Applications (VBA). For example, developers had to rewrite Excel solutions that made extensive use of PivotTable views because of changes to the Excel object model. In addition, some applications that were written with WordBasic in Office 95 had to be rewritten to work with Office 97. In Office 2000, there were almost no changes made to the existing object models—simply additions to enable programmability of new features. Therefore, most LOB applications that were modified to work with Office 97 work unmodified with Office 2000. 

· LOB Applications Fixed Proactively Approximately 10% of LOB applications or around 40 applications had incompatibilities with Office 2000. Around ten of those were of such impact that the applications needed to be modified specifically for Office 2000. Most of the remainder will be isolated from being upgraded by planned retirement, use of dedicated hardware with the existing environment, or controlling the small user base until a true resolution is in effect. Like most organizations, we found applications that do not provide enough benefit to warrant even testing let alone modification. The BUITs themselves made this call since it was their end users. This virtually eliminated any Helpdesk calls related to LOB applications not working.

Office 2000 Deployment Development Plan

Hardware

There are no planned hardware upgrades necessary for Office 2000 deployment as all existing computers exceed the system requirements.

Operating System

There are no planned operating system upgrades necessary for Office 2000 deployment as all Microsoft Office users are already using one of the required operating systems. The installation page acknowledges the need for SP3 or SP4 on Windows NT-based computers, depending on the features installed, but ITG leaves it up to the user to complete this upgrade. There has not been any significant support hit on this issue.

Microsoft Office 2000 Configuration

Feature Implementation Plan:

· Office Premium is the edition being deployed

· All products on CD-1 are set to run from the local computer, except FrontPage, which is set to install on first use. Individual feature states are being left at their default installation states (most run from the local computer, but some install on first use), except those noted below.

· Internet Explorer 5 is included

· Some Customizable Alerts are being deployed.

· Office Server Extensions are being deployed.

· Office 2000 Custom Solutions Development – install Outlook Electronic Forms Designer Runtime, Outlook Collaborative Data Objects, and Access Database Replication to the local computer. The default is to install these features on first use. These are being installed locally to support specific LOB applications.

· Based on feedback from end users, we set the Office Tools Organization Chart to install to the local computer. The default is to install this feature on first use.  

· Multilanguage support will be provided as it becomes available

Browser Upgrade Plan

Users will be upgraded to Internet Explorer 5 when upgrading to Office 2000. The existing configuration information will be incorporated into the customized installation of Office 2000. ITG pre-configures the proxy settings and the Welcome page. The Welcome page is set to an internal Web page that allows users to re-configure this setting to their local proxy server. There are also plans to pre-configure the sites file to point users to the appropriate regional servers (Redmond, Dublin, Tokyo) to address regional installation needs.

Customizable Alert Plan

Customizable alerts are being implemented to redirect users who get alert dialog boxes for specific Outlook error messages, printer error messages, and server status messages. Users will be redirected to existing ITGWeb pages that provide the most current status on these issues rather than a generic alert dialog. During the pilot, ITG evaluated the Helpdesk call volume to identify key support issues. ITG then used the spreadsheet included with the Microsoft Office 2000 Resource Kit that lists all of the error messages that include a customizable button. These two pieces of information were used in conjunction with the knowledge of which issues already had support content on ITGWeb. A test computer was then configured and the registry settings needed to support the implementation were exported. These settings were later imported into the transform file created with the Custom Installation Wizard, which is the tool that creates a custom installation of Office 2000.

Messaging Platform Considerations

Microsoft uses Microsoft Exchange for messaging, and most users use Microsoft Outlook for their client. With Office 2000, users will upgrade their messaging client to Outlook 2000. No changes were required for Microsoft Exchange Server to support Outlook 2000. There was a desire to create some corporate-wide Outlook settings for users, but allow other settings to migrate from the user’s previous settings. It is not yet possible to do this, so the decision was made to migrate the user settings, thereby decreasing support calls while increasing user satisfaction. The desire to create some corporate-wide settings was for making it easier for brand new users to create their first profile, but this population is small compared to the entire user population.

Development Platform Considerations

Microsoft Office is a key development platform at Microsoft with hundreds of IT-supported applications deployed. Due to the effort made to test and fix all mission-critical, business-critical, and business-required applications prior to deployment of Release Candidate 1, ITG found four features in Office 2000 that need to be run from the local computer to support some of these applications. The default installation state for these features is install on first use in the retail product, but to avoid Helpdesk calls, ITG is proactively installing these features to the local computer. These features include Outlook Electronic Forms Designer Runtime, Outlook Collaboration Data Objects, and Access Database Replication.

Third-Party Software Updates

As of Release Candidate 1, no issues were found with third-party software in use that is supported by ITG. The only plan to upgrade third-party software due to the Office 2000 upgrade is to upgrade the current virus checking software. This software has already been deployed and takes advantage of a new API provided for Office 2000 that allows the virus checking software to look for macro viruses each time an application tries to open a document and can clean the document before it actually opens and infects the system. 

New Configuration Build Process

Custom Installation Wizard (CIW)

ITG used the Custom Installation Wizard (CIW) to create the standard Microsoft U.S. Office 2000 Premium configuration. This tool incorporates the Internet Explorer 5 Administration Kit (IEAK) and the Outlook Administration Kit as well as options for customizing Office 2000, and produces a transform file which changes the standard installation. There are two main ways to make sure these customizations take effect for the end user: use a command-line for setup that includes a switch to point setup to the custom transform file, or add a command-line to the settings file (Setup.ini) that points the Windows Installer to the custom transform file. Since users at Microsoft have access to the Products servers, and therefore, Setup.exe and are accustomed to simply double-clicking on it, using a command-line with Setup is not practical. The line will be added to the settings file instead. The administrative installation of Office 2000 captures the organization name, the CD-Key, and turns off licensing, so these do not need to be created with the CIW.

The following is a list of all changes made using the CIW.

· Default on: prompt user to remove old versions of Office applications 

· Default on: migrate user settings

· Set FrontPage to install on first use

· Set Outlook to install Collaborative Data Objects locally

· Set Outlook to install Exchange Forms Designer Support locally

· Set Access to install Client Server Visual Design Tools locally

· Set Office Tools – Organization Chart to install locally

· Set Access Database Replication to install locally

· Default Exchange Server Service on

· Default Mail Store to SERVER

· Pre-configure mail server to XXX-MSG-XXX

· Default Resolve Name on Open ON

· IEAK settings – itg.ins file for proxy settings, welcome page, additional sites as part of favorites

· Configured the multiple source locations.

· Add Registry settings: one registry key was exported from the registry of a test computer and then imported here. This key was for configuring customizable alerts. 

· Setup will detect if a previous beta version has been installed and warn the end user.

· For released version, add installation of Microsoft Office 2000 Step-by-Step Interactive client to the installation and put a shortcut on the desktop.

Note: administrators at each field site will need to edit the transform file produced by the CIW to change the server names in the multiple install locations pane.

MultiLanguage Pack Customization

Separate transform files were created for Europe and Asia. There are two differences in these files from the U.S. transform:

1. A different setting for the Internet Explorer 5 proxy settings and Welcome Page. In an effort to reduce the number of customized installations required to create worldwide proxy server settings, users are pointed to a page that allows them to choose their location and then creates their settings for them.

2. The addition of the appropriate MultiLanguage Pack. The CIW has a pane that you can use to add the command lines for additional programs to run after Office 2000 installs. These can also be installation programs. For the European and Asian transform files, ITG is adding the appropriate Multilanguage Packs in this pane so there will be one process for installing everything the end-user needs. To reduce the number of custom installations, these users will see instructions before they install on how to use the Language Settings Tool once setup has completed to choose the language they want to use. 

IEAK Customization Wizard

The only customization for Internet Explorer is for creating the proxy settings and the Welcome page. The Welcome page is an HTML page that the user sees the first time he launches Internet Explorer 5, but does not replace the home page.

Setup.ini Customization

Setup.ini is a simple text file and is edited using Notepad. The following example is similar to the line added to the Setup.ini in the MST section to point the Windows Installer to the transform file:

TRANSFORMS=”\\SERVERNAME\SHARENAME\OFFICE2000\CORPORATE.MST”

Emea.MST is the transform file for Europe and Asia.mst for Asia.

Distribution Plan

This distribution plan takes into account distributing the administrative installation of Office 2000 worldwide as well as end-user distribution. ITG will actively monitor the distribution of Office 2000 and its impact on the network by using Windows NT event logs, Web page hits and Windows NT logon scripts. These same methods will also be used to monitor compliance with the retirement of Office 97. And Helpdesk logs will be monitored for distribution specific issues that need addressing.

Office 2000 Server Setup

An administrative setup will be run to the Products servers. The administrative installation records the CD key, pre-fills the company name (Microsoft Corporation), and turns off license monitoring so end users are not required or allowed to fill these in. The transform file created with the Custom Installation Wizard will be stored in the root of the Office 2000 directory. In addition, the custom Setup.Ini file that points the Windows Installer to the transform file is stored in the root. There will be no other additional files.

MultiLanguage Pack Server Setup

As they become available, each MultiLanguage Pack will be added to main Products distribution servers. These administrative installations will be distributed worldwide based on the language needs of each location, rather than using server space for languages that are not needed. 

One modification must be made, however. For this first version of the Windows Installer, it isn’t possible to “chain” two Windows Installer programs together, and both Office 2000 and the MultiLanguage Packs are Windows Installer programs. To get around this, ITG is using a special Setup.exe, called the Office 2000 Setup Bootstrapper, provided in the Microsoft Office 2000 Resource Kit. It replaces the original setup.exe created when running the administrative installation of the MultiLanguage Packs on the server. Once this is done, chaining the two installations into one process will work.

Custom Package Configurations

Microsoft Systems Management Server is being used to distribute the administrative installations of Office 2000 and the MultiLanguage Packs around the world. This is a fairly simple job that is directed toward each Products distribution server.

End-user Distribution

Like many large organizations, Microsoft has several methods for distributing software to end users:

· Release E-mail When the released version of Office 2000 is distributed to the Products servers, a company-wide e‑mail message will be sent. Among the many items in this e-mail will be a link to the ITGWeb Office 2000 page with installation information and a link to Setup.

· ITGWeb Page As mentioned earlier, the ITGWeb has a page for Office 2000. This page is used for educating users as well as providing a link for Office 2000 setup. This link goes to the Products distribution server where the customized installation is located. There are no switches used with the command line to launch setup, but Setup.ini (the settings file) has been edited to point the Windows Installer to the transform file with the customizations. Setup will run interactively allowing end users to make choices.

· Products Servers Virtually every Microsoft employee knows about the Products servers. These have been in use for many years and are where users go for the full range of software from operating systems to desktop applications to languages and tools. Users connect to the server, find the product they need, and double-click on Setup.exe. They then run setup interactively. When the released version of Office 2000 is available, it will be added to the Products servers.

· MultiLanguage Pack End-user Distribution Users who need to use Office 2000 in a language other than English will install the U.S. English version of Office 2000 along with the pertinent MultiLanguage Pack. There are a total of three MultiLanguage Packs in order to span all of the languages Office 2000 has available. There are three transform files – one for the U.S., one for Europe and one for Asia. The European and Asian setups will have the appropriate MultiLanguage Pack setup automatically “chained” to the Office 2000 setup as described in the New Configuration Build Process section above.

· New Computers New computers arrive pre-configured with the operating system, Office, anti-virus software and Apsetup, an internal application used for installing applications. ITG will provide a new standard image to each hardware vendor with the Office 2000 update – this allows the vendor to ship directly to the customer without ITG intervention and delay.

· CD-ROM Distribution Finally, some users do order a retail copy of the product. Users who travel a lot like to have the CD-ROM available for the extra bits, such as graphics, that aren’t installed as a default. Although SMS will be used to deploy the administrative installation of Office 2000 to servers around the world, a back up copy will also be provided on a CD-ROM disk. 

Proof of Concept 

There was a very early proof of concept conducted on approximately 1000 ITG users. The goal of the Proof of Concept (POC) phase is to focus on evaluating the implementation solution in a closed environment. Unlike the test lab, however, this environment is designed to represent a mock-up of the real environment. The purpose is to test the theoretical findings from the test lab in a safe, simulated production environment. The findings from the proof of concept phase were used in determining the custom configuration for Office 2000 and in updating the deployment plan both for configuration and testing. The testing on LOB applications during this phase caused ITG to install certain optional components with Office 2000 to ensure these applications would work properly. There were no surprising findings from the proof of concept trial.
Pilot

Beta 2 served as the Pilot phase of this deployment project. The pilot group – which was very large (over 10,000 users and 19,000 individual installations) – followed the entire implementation process. This exercise validated most assumptions and development in a sample population. All mission-critical LOB applications were tested and fixed prior to this deployment. Helpdesk calls amounted to 8% of those users who installed, which is a 350% improvement over the deployment of Office 97 (released version), which generated Helpdesk calls by 28% of users who installed the product. There is an expectation that this number will decrease even further with both Release Candidate 1 and the released version of Office 2000. 

Risk Assessment

With all of the planning and testing, there are still issues that can affect the success of the Office 2000 deployment.

Risk Assessment List

· Deploying and testing the Windows 2000 operating system is a high priority during the time frame when Office 2000 is being deployed. While it isn’t as much of an issue with end users (outside of those directly working on Windows 2000), it is drawing on ITG resources and is a highly visible project.

· Users may not upgrade during the time frame desired, therefore extending the period of time that multiple versions of Microsoft Office are supported. Through the inventory process, ITG can identify these users and encourage the upgrade. 

· There may be other line-of-business solutions that haven’t been identified that may not work under Office 2000. Those solutions will go through the process already identified once problems have been found. This is not expected to be a significant problem due to efforts already undertaken.

· There may not be enough Helpdesk resources to answer calls at the desired service level. If this is the case, more resources will be spent on identifying common issues, publishing them on the Web, and pointing users to those Web sites while on hold. Based on the deployments to date, however, this is unlikely to be a problem.

· If there are significant network or e-mail problems on the day of a rollout, the rollout will be postponed a day.

· There are occasional conflicts with specific internal beta builds of Windows 2000. Windows 2000 comes with Internet Explorer 5 browser software, and occasionally, there are newer beta builds of Windows 2000 that have older builds of Internet Explorer 5 than the betas or release candidates for Office 2000. This should not be a problem once the released version of Office 2000 is deployed and the next Windows 2000 beta is synchronized with this version.

· Users may be afraid to install the beta, so the test group may not be large enough. This did not prove to be a problem.

Post Implementation Review 

Within 30 days of deploying the released version of Office 2000, the ITG team responsible for the Office 2000 deployment plans to conduct post implementation meetings with Office Development, the Helpdesk, regional contacts, and business unit IT teams.

The information contained in this document represents the current view of Microsoft Corporation on the issues discussed as of the date of publication. Because Microsoft must respond to changing market conditions, it should not be interpreted to be a commitment on the part of Microsoft, and Microsoft cannot guarantee the accuracy of any information presented after the date of publication.

This document is for informational purposes only. MICROSOFT MAKES NO WARRANTIES, EXPRESS OR IMPLIED, IN THIS DOCUMENT.
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