Lecture 23: Change Management and Release Management
Learning Objectives:
1. Be able to justify the need for change management processes.
2. Describe the process of change management.

3. Discuss the problems that can occur with bad release management

4. Develop a coherent process for releasing software
Introduction
Change Management

In IT services change is a matter of course.
Incidents will result in changes.

Changes will result in incidents!

Change management and release management are about keeping the number of resulting incidents low.

The Monday morning syndrome.


Load of calls to helpdesk


Reliable systems are failing


It all worked on Friday!

Why?

Everything OK until new version arrived!

Changing what?


Installation of new PC


Moving mainframe


Upgrading server


Changing application programs


New service suppliers (not only software changes)


Different contact staff


New procedures 


New SLAs

Managing Change

Is the change reasonable, cost justified, practicable?

What will it involve?

What will be the impact on other systems, processes and people?

Change Manager    Classifies requests for change.



        Plans and implements

Change Advisory Board




Users, Suppliers, IT Services.

Effects of Change 




From Configuration Management System.
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Changes must be justified

Change management requires standard methods and procedures which encourage stability.

Remote delivery of changes does not remove the need for good change management and examining the impact of changes on the client.

Change assessment

Priority


Impact

Financial case

Technical impact

Business value

Don’t dig up the road everyday.

Change Management Processes

Resources requirements

Development tasks

Testing and Installation

Backout procedures

User acceptance testing

Operational acceptance testing

Release Management
Mainly about releasing software

Delta release

New system release.

Definitive Software Library


Secure master copies of all software.


Release management starts once the changes are incorporated into the DSL.

Definitive Hardware Store


Spares and stocks of hardware: e.g. Printers. EPOS terminals.

Dealing with versions

The following diagram illustrates the complexities associated with delivering software
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Concepts
Request for Change, Change advisory board, change assessment,  definitive software library, version, variant, release.
Questions
Explain the importance of using a change management form
Activities
Critical appraise change and release management. Suggest improvements which may be both managerial and technical.

Quality Manager Change Management

Introduction

  Quality Manager is an acute healthcare quality control system. It is available as a software product and is installed at hospitals in Calderdale, Redruth, Newport, Cumbernauld and Cardiff. New installations are expected at the rate of two sites per month. 

  It is based on a relational database and provides extensive reporting facilities, including user-defined reports as well as a fixed set of reports supplied with the product.

  The following outlines the structure of the product and the procedures required for its support and the release of upgrades.

Quality Manager Components

  Quality Manager runs under zVM on the low end of the IBM zSeries 890 range. It uses a DB2 database. Programs are written in REXX, using ISPF screen handling.  The system consists of a series of functions accessed from a menu program. A function consists of one or more REXX programs together with ISPF screens and RXSQL procedures. 

  For example the manager check report consists of :

         RMCR     REXX stub for the function,

         RMCRP01  REXX program tabulating required data,

         RMCRX01  RXSQL Preparation Program for RMCMP01 (Contains queries),

         RMCRD01  Run time SQL module, automatically generated,

         RMCRS01  ISPF screen for the program

  Thus each function consists of many programs of various types working together on a set of database tables.

  Documentation is kept online on a function basis. A data dictionary containing names of tables and columns accessed is generated by analysis of the SQL query programs. Text documentation is kept in a separate file.

  Quality Manager is based on a National Health Service standard data specification. This means that the core of the tables and functionality are identical for each site (each client). However we have found that each client has required some tailoring to be done, either to change some of the core functionality or to add additional functionality. This has resulted in some programs diverging so that for example, MPRP, the maintain quality process function is represented by a core program, in use at Calderdale and Cardiff, and tailored version for each of Redruth, Cumbernauld and Newport. These differences may result from different data fields or different functionality. We are trying to standardise, but each site demands differences specific to itself, together with new functionality which, where appropriate, we will try to feed back into the core specification and supply to all sites. The Definitive Software Library is split into core programs, site specific programs and user tailored programs.  Design and development, as well as maintenance takes place at the London offices. A list of enhancements and alterations is agreed with the client and the appropriate programs from the core library are modified to create the tailored library for that new site. The tailored library will also contain new functionality for that site.

On Site Bug Fixes

  Often a series of programs are corrected as part of the User acceptance test. The system copy at the hospital site must be kept in line with the London copy. So all on site corrections are emailed to London, where they are checked and incorporated into the London copy of the tailored programs for that site.

  The error logs for the bugs fixed on site are returned to London for incorporation into the London support system, since it should be noted that an error corrected at one site may effect other sites. 

  The situation can arise where two programmers are working on the same program - one on site and one in London. Therefore their activities must be co-ordinated.  In correcting a program, it should only be returned from the programmer to the system when it has been tested by an analyst and signed off. Two programmers should not be working on the same program in London or on a site.

  All program changes to existing sites should ideally be done in London. They must arise from the support desk and a support log form. The other source of program changes is a change request form. 

  Some support logs or change requests may concern a database change which could affect several functions and their programs.

Support Desk

  Clients ring in with problems to a central support desk. The problem is recorded on a support log and given the next number in sequence. The name of the site is recorded. Details of the problem are written down. This may include reference to a specific REXX program from which an error log is generated. The error log is handed to a programmer who very quickly phones up to clarify details. This early contact gives the client a happy feeling that his/her needs are being attended to. The programmer adds details to the log and may diagnose the problem. If the problem is simple the programmer may go on to correct it, but usually returns the log to the support book where it is scheduled for correction.

  The program is taken from the appropriate library - either the core library or the site specific library - using a system program  Wacc, which records the status of that particular program and locks it so no other programmer in London can change it (but that doesn't stop a site programmer from having changed the same program on site). Wacc presents the programmer with the option of taking all programs for a function, he/she may need the lot or only need to correct one of them. 

  The program is corrected on a test system and then declared ready for quality assurance (QA), but it cannot return to the library until the technical manager tested and approved the program. Note that documentation may need updating or regeneration. 

  An assessment has to be done on the impact of the change. If the error was on a core program, we record that it must be shipped to all sites. If the error was in a site specific program, the equivalent program at other sites, which may be core or site specific must be examined to see if the correction is required. If so that program must be recorded as needing correction. This is done using another support log for the function involving this program. The programmer may do the change or it will be scheduled for later. Sometimes the programmer emails the correction to an on site programmer. The programmer must record the hours done to correct the bug.

  Sometimes, or rather very often, a support log does not arise from any program bug, but from a misunderstanding of the system or misuse of the system, overriding checks to feed in invalid data.

  An authorised (QA'd) program correction is returned to the library and we must consider shipping. This depends on the level of the problem. Often, single corrections are emailed to the customer. However, the preferred method, which takes the most time and therefore doesn't often happen, is to gather corrections together and ship a new release with all the corrections to date. This is different from a new version. 

  A new version would go out to all sites simultaneously and would contain substantial new functionality.

  Some sites maintain their own error log and their own numbers as well as reporting the error to the support desk. They often then ring up referring to their error number, not ours.

Furthermore we have a problem where several sites report the same error, it then gets corrected several times thus duplicating work.

  Some logs have been known to generate database changes which then affect a whole series of different programs. Usually a database change doesn't affect other sites.  Thus one support log can have many effects, while conversely several support logs can have one effect.

  Error corrections may affect different aspects of the system. Functional changes will affect user documentation, while correcting a coding error may only affect the REXX program listing.

Priorities are set as follows:

A   Urgent. Critical error. All operators are sitting at the client site waiting for the programmer to correct the problem. Patch may be needed, or instant correction by email.

B    ASAP.   System malfunction, serious but not stopping the user continuing.

C    Cosmetic. Wrong spelling, screen not pretty enough something we'll ignore until the next release.

D    User Ignorance. User couldn't be bothered to read manual. 

Change Control

How is new functionality generated and how is this controlled? 

  Firstly new functionality can be generated from new sites. As mentioned, each new site requires tailoring. Some of that will be of relevance to all sites, and would form part of a new version.

  The second source of new functionality is change control. A current site requests new functionality or changes in functionality. This is recorded on a change request form. These change requests often arrive as support (error) logs which they are not. 

  Change requests are separate from support and have their own numbering system. The impact of the change is analysed by a programmer who lists the program affected and the time it will take. The manager then costs this up. A cost is applied to the change request. If the client accepts this, the work is done, tested and QA'd. The changes will be sent on a tape, separately from anything else to be tested and accepted by the client. They may then be considered for inclusion in any future release. 

  When enough changes and new functionality is available a new release is declared and new core and site program suites and emailed. Thus a change a program at one client might have to be reflected in others. It should be noted that Calderdale has refused to participate in the new versions and wishes to be maintained and supported with version one. 

  When a new version is released, old versions are not kept, but regular archiving and backup of all systems occurs. There is a weekly cycle, a monthly cycle and monthly archives for two years.

Questions
1. Identify the problems faced in the management of the Quality Manager software product. Why are things going wrong?

2. Propose a managerial approach to Quality Manager software production and delivery. Design forms for Change Control, for the support desk and any other necessary control forms.

3. Identify improvements and simplifications to the release management current process.

Reading
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