Lessons Learned  (with examples)

Observations by Stephen F. Delahunty

In the military we strive for lessons learned for all training events.  Often the lessons learned format is just a short AAR (after action review) which is verbal.  Other times we have a formal written AAR.  This includes items such as:

    what was planned
    what actually happened
    what went right
    what went wrong
    what needs to be done differently next time
    what needs re-training
 

We make it a standard that an AAR must be conducted for any training event.  Not conducting the AAR is almost as bad as not conducting the training itself.  Project closure should be a necessary step in any major undertaking in my opinion.  Maybe if bonuses are part of a project they should not be paid out until the lessons learned are documented?
 

On the civilian side I have used this same AAR technique for projects on a few occasions.  I was able to find two examples of my own attempts to use this technique for subprojects within an enterprise inventory system.  The AARs are attached to this posting.  I did not get much response on the one attempt to get input on the AAR, you will see what I mean if you read the attachments.

From: Stephen F. Delahunty at chantilly

Sent: Monday, June 02, 1997 2:26 PM

To: Stakeholder at SPRINGFIELD'

Cc: Software Development Manager; MIS Director; Network Analyst

Subject: TSW EMPAC INSTALL After Action Review

     NOTES

     * Intro.  Just a information dump of what I (we) learned from this last 

     week.  Helpful comments etc.

     * Installer.  Omar was the installer from TSW, I will be refering to him in 

     this document.

     THINGS THAT WENT WELL

     * Oracle.  I learned more than I wanted about Oracle.  I now know how 

     to test the installation of a database, to see if there is 

     connectivity to it, and to diagnose NT problems relating to the 

     database.

     * Media General.  Everyone worked well as a team.  Steve Phail and I 

     and Nanda were here for most of the week.  Jay and Brian and Chris 

     helped setup the hardware on Monday.  We were not lacking for support 

     or cooperation or communication.  It worked out well to have the 

     conference room for this past week.

     * Installer.  Omar was very energetic and had done this installation 

     on NT Servers before ours.  He had a good 'bag of tricks' with him in 

     regards to resources on hand.  He put in the necessary time to 

     * Nanda.  I think that Nanda is very knowledgeable.  He also seemed to 

     impress Omar.  His technical expertise was probably at least on par 

     with the installer.  He and I worked well together.  He has an 

     excellent background with PCs and is gaining more and more grasp of 

     the NT Server.

     * Oracle Install.  The Oracle software itself installed fairly easily, 

     both on the server and on the client (PC).  We gained a good deal of 

     experience installing, de-installing, and re-installing the Oracle 

     client software.

     * Client Propagation.  Once we got one computer setup correctly, we 

     'ghosted' the configuation around to the others in a very short time.  

     This is a capability that both Jay and I are able to use.

     THINGS THAT COULD HAVE BEEN IMPROVED

     * Scripts.  Omar was sent to do the installation without the necessary 

     tools to complete the Training database (also called a instance in Oracle 

     terminology).  This was our main requirement for the orientation training 

     this week.  He needed a script file which creates the tables and other 

     Oracle database infrastructure.  The script file was not delivered to him 

     until Wednesday.  TSW will probably say that they were still working on the 

     script, but they should have had the script completed and in his hands 

     prior to his arrival.

     * Test Database.  We spent the first few days working on the test database, 

     and now it has no data.  We should have prioritized on the training 

     database.  It became a scenario where Steve Phail, Turner, and I were in 

     agreement on where to prioritize Omar when TSW should have had such a 

     prioritization.

     * TSW Support.  Omar seemed to have a very difficult time getting help from 

     his main office.  I hope this will not be the case for us as we will need 

     ongoing technical support.

     * TSW Pre-Install Information.  We never did get a good feed of information 

     regarding what TSW would prefer to see on our NT Server.  We had asked them 

     if there was any prefered configuration etc.  For instance, you can 

     optimize the server to function as a client-server database server, which I 

     did, but out-of-the-box NT Server will not come configured that way.  This 

     is a simple change on the configuration software settings of the server.  

     TSW did not make any recommendations such as that.  Keep in mind that NT 

     Server is still a verified solution and not a certified solution.  

     * Installer NT Knowledge.  Similar to above comment.  Omar knew enough 

     about NT Server to get his job done, but he really did not have more than a 

     overview type of knowledge of NT Server.  It would have helped to have 

     someone who knew more about the hardware platform.  I am guessing that TSW 

     does not do much in the area of hardware support or troubleshooting.  That 

     guess is from our experience in this past week and prior to the install.  

     TSW Hardware Recommendations.  TSW also showed a limited knowledge of what 

     an Oracle DBA really wants to see on a server, hardware recommenations.  

     They originally recommended a certain hard disk storage capacity with no 

     note of multiple disks.  When we asked about multiple disks, they remarked 

     that it would be a good idea.  But, we had to raise the question.

     * Client Configuration - Oracle version.  The clients were easily 

     configured once we hurdled several time-consuming technical problems.  The 

     version we purchased of Oracle is 7.3 and EMPAC has some backwards 

     requirement to the 7.1 version.  This meant that some files needed to be 

     individually copied to the clients (computers) so that they would 

     communicate with the EMPAC 7.1 version database application.  This is 

     something we probably would never have figured out in a million years were 

     it not for the installer, Omar.  This is though it should not have been a 

     problem in the first-place.

     * Client Configuration - Admin.  The TSW office had Omar configure all our 

     computers as administrators.  Nanda and I had to go and uninstall EMPAC and 

     then re-install it without the Admin rights.  Only the DBA, Nanda, needs 

     the admin rights.  We did leave the trainer's computer setup with Admin 

     rights.

     AREAS THAT NEED TO FOLLOW-UP

     * (me) - Server Reboot.  We did have the problem with the server rebooting 

     after we thought that we had that area solved.  In a nutshell, it may have 

     been caused by something the installer did with Oracle.  He had caused 

     several memory allocation errors (really nasty bad stuff) and did not 

     mention it.  Right after those errors, the server rebooted.  It should just 

     lock-up with an error message.  We have now disabled two services (NT 

     Server term basically for software interfaces) and will work on enabling 

     them after the orientation training session.  The two services are Norton 

     AntiVirus and the UPS (uninteruptible power supply).  We are running both 

     these on the Intranet server with no problem.  We can also run these 

     without Oracle running without a problem.  But Oracle is the main 

     ingrediant we need running.  I will also be contacting the software vendors 

     involved.  At least we are sure this is not a hardware problem.

     * (me) - TSW.  Support call through TSW to Oracle on the NT Server errors.  

     We documented one distinct error that we need information on.  This was 

     regardging an unused database.

     * Test Database - Steve Phail.  Steve, the test database is only there to 

     test connectivity at this time.  I think you needed data there for testing 

     of conversions etc.  Omar noted in his email that there is no data, "no 

     assets entered".

     OTHER OBSERVATIONS

     * Oracle 7.1 vs 7.3 Version.  The TSW EMPAC system requires both these 

     versions of Oracle.  We purchased version 7.3 and had to 'jimmy-rig' 

     the clients (computers) to communicate with the EMPAC system via a 

     16-bit version 7.1 interface.  

     * I have learned now that is is probably best to not schedule an 

     orientation and/or training session on a product that is to be 

     installed just prior to the orienation/training date.  Have some slack 

     time in-between those two events.     

From: Stephen F. Delahunty at chantilly

Sent: Monday, March 02, 1998 5:47 PM

Subject: EMPAC Site Team After Action Review

     In effort to learn from the EMPAC project, I would like to conduct an 

     implementation after-action-review (AAR) for the Site Readiness Team.  

     This will assist the MIS department to better address similar projects 

     in the near future.  We have several upcoming client/server projects 

     that will require work close in nature to the tasks we performed on 

     the EMPAC project.  I would like to get the input of the Core Team as 

     a learning tool for our use in the MIS Networking arena.  

     To re-list the tasks completed by the Site Readiness Team, 

     * Meetings.  Attended numerous Core team meetings.

     * Hardware.  Coordinated with the vendor to purchase computers and 

     network equipment to meet the project requirements and goals.  

     Installed all network and computer hardware.  

     * Server.  Purchased and configured the database server.  Installed 

     all network software onto the database server.

     * Training Area.  Created a training area in the conference room and 

     MIS room in Springfield for several training sessions.

     * Training.  Attended a week-long system administration and security 

     training session at the TSW site in Atlanta, GA.

     * Database Server Problem.  Fixed a server reboot problem.

     * Tape Backup.  Researched and implemented a tape backup hardware and 

     software solution.  

     * TSW Customer Support.  Gained access to the TSW CareNet online 

     customer service system.

     * MIS Office.  Moved the MIS office in Springfield to another location 

     in the building.

     * MIS Temp.  Obtained another MIS temp to meet resource requirements. 

     * Windows95 Deployment.  Completed deployment of Windows95 to the 

     desktop for the EMPAC core team.

     * Computers.  Installed all client computers.

     * Remote Access.  Installed software and hardware necessary for TSW to 

     remotely access the database server.

     * Budget.  Created and updated an MIS related item budget for EMPAC 

     computer related items.

     * Software Upgrades.  Completed all client software version upgrades.

     * Database Instances.  Edited the configuration files for user access 

     as new database instances were created.

     * Users & Profiles.  Created all users and Profiles for clients.  

     Coordinated user creation and profile names with input from the core 

     team.  

     * Correspondence.  Provided feedback to the vendor on the requirements 

     analysis.  Created various documents to inform project management on 

     the status of the system.  Answered many memos.

     PROJECT TASKS COMPLETED

     3.2.4   Infrastructure Assessment                  4/21/97

     3.3.1   Solution Pilot Infrastructure Design       4/21/97

     3.3.9   Solution Architecture Design               6/13/97

     3.4.1   Construct Solution Pilot Infrastructure    5/23/97

     4.2.1   Site Infrastructure Implementation         3/02/98

     Please provide an email AAR and answer the following questions, only 

     in the area of the Site Readiness Team's tasks.  These are three 

     simple questions:

     What went right?

     What went wrong?

     What would we do different next time?

