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POST 
FICE 

To: Dave Hollingsworth 

cc: Simon Bond 
Tony Houghton 

Date: 06 August 1999 

From: Bob Booth 

Subject: Al 372 - System management of LT1 to LT2 

As you are aware from the Acceptance Incident Workshop on Wednesday and 
subsequent brief meeting on Thursday, I have been nominated to own Al 372. 

At our meeting I agreed to set out observations on the supplied report ["Report on 
Upgrade from LT1 to LT2 on 10th and 11th July" version 2 dated 16/7/99] for ICL 
Pathway to respond to. 

The observations are laid out below, using the section names in italics and a 
paragraph count where required. The points are in places purposefully laborious to 
ensure that the responses should be able to close the majority down in one hit. 
Unfortunately the number of observations reflects the concern on the effectiveness 
of the system management. 

We recognised that the report had depth and that good System Management of the 
estate was mutually beneficial to both ICL Pathway and POCL with shared pain and 
benefits. 

We also touched upon the difficulty of proving that where deficiencies have been 
noted, that they have been adequately addressed (or are in the process of being 
addressed). We agreed that the ability to compile and execute a comparable 
upgrade, proving the improvements, is not feasible in the time available, and 
therefore some statement of monitoring would be required. 

1. Could you please propose a monitoring schema that ICL Pathway could 
achieve for POCL to consider. 

POC>L. could view the plan for the next major upgrade. They had sight of the plan for 
this upgrade also so this may not resolve the detail issues. 

Observations 

2. 1 Introduction - this makes note of further activities scheduled for 19th July but 
does not report upon them. An update is requested on these activities. 

Nothing contained herein shall be deemed or construed as affecting existing contractual obligations or 
creating new contractual obligations between ICL Pathway and POCL. 

990806 372 report response.doc 1 of 4 



FUJ00079158 
FUJ00079158 

Ylrp! F:f?rf  t ,l ex =., ct „J l ' 
r~  

,✓ k 'v ~,J .,,, r '~aaE t1

"3r, ~f iTf n ✓ ,_> .If "l ` to Roc
ft;r„l;r'',,.

3. 2 Management Summary - §1: quote: "a considerable success". This statement 
is at odds with the body of the report which indicates that there were 
considerable difficulties but they were overcome. At times there were 
judgement calls (e.g. fault not known but carry on) which went well, allowing the 
late completion of 288 outlets and failure to complete 11 outlets (3.7% or 700 
outlets at full rollout). Bearing in mind the body of the report, do ICL Pathway 
still consider the upgrade a considerable success ? 

e It irti n rit.. n e';errd was to uog cr:j t,,.,e xa' r rt °te a,_ ,J ,,r7e c,c f ` r". 
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4. 3 Weekend activities - detailed - §1: a copy of the log of achieved activities and 
revised activities against the plan is requested to underpin and clarify the 
observations made in the report. 

? , {  r , . .sn c,{ t1 * of '{??" a 
1 i `" t" v,n :=', ~6 -zt try?  acti tie, ' To 

trod ^e rP4r. I r 1 f;jlmd i"Pc{ 't t p" I1`: r hr o + . 'c. f;, $ A,6 x r ?!'it 
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5. 3.1 Saturday - §4: it is unclear why the decision to proceed without remaining 
EODs was taken and whether this was a planned contingency or not. 
Clarification is requested. 

saw no re.. & n ac id committal to tale remaining estate dug to r' is .ing 1/id of 
a r, at  t. i ., e iii ,,) 7a ' F~r?anker..;, c ,)u/d i ,.r , i)uen missing f, r .. r+ .err be . or. 

k' .r .,..ar7' ie s ns tv .' 'xV' 1 „~ ,~ r"'~'!i in : ectliwi 'f.2 in futuee3 f 
~' aC;rs

D o,p1  ro J.r,JL,Uc ~t`i €~i£(i 1)t Jay t"'It j .U: ltlntt ~:.f"z aF, z :f,rf',l 1 Itir . a'Ir""_; iheii 

cornmittai will b scncdulet,,w' t:,- rring the r,crrnai overnight committal window. 

6. 3.1 Saturday - §4: it is recognised that whilst some events are not foreseeable, 
if there is a clear decision point (having all the markers in this case), then a 
prepared contingency option would be expected at such a point. Comment on 
this view is requested. 

r )firs/ s to cent 

7. 3.1 Saturday- §4: it is unclear from the report if the scheduled activities were 
confined to those outlets from which markers had been received. Clarification 
is requested. 

c, rar, it al ., or tIi ; .ae::' C 7 :?I oc rtr, .es rl-:cr: .rvere ex. e t d : ;> t r to ,:e or=: the 
a uraa,.,,' '' ic n. 

8. 3.1 Saturday - §10: it is noted that SMC continued with the committal of other 
LT2 fixes whilst the issue of the missing `D' data was investigation. 

Nothing contained herein shall be deemed or construed as affecting existing contractual obligations or 
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Confirmation on the level of testing / confidence that this route could have been 
regressed if required is requested. 

„u tc> "id f'h " L ; III t'tie io t ci "Lit tetn&,'ning two Ct,L ,ie 
, 

t6 ' > vV'eie 

the miss/nec L. data :y .  ̀ love  ted. At the Pr/,c no accurate tirntg da7t. 11: .s 

available  to esstfs"I'. t:e 
€,
.,.,e t,P..r ;roture , 3 O_• f. rr;1 >f It ff th ceo Coun'it ̀v ; ,6.F,.a

live estate so £ r, .ss ioatih to ,... !`, 7r... t._,` the pJ"wa.1 ... Pt,'f)ilW!`by re t1rte'., ,,'t.. .t timings t; i;s 1'I,SI,. `t`, 

.,. 
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and a sizan  r" 7oC1t.tt is under pro des ...ion making it poe5,1.   it the suture to include 

9. 3.1 Saturday - §11: clarification is requested if the statement `replicated across 
the counter estate' refers to replication within an outlet or to an outlet. 

'replicated 'replrcated access ss the ., d "rter estate . e ¢o. s to rep//celiAo . to all outlets. ..s. 

10. 3.1 Saturday - §16: an update on the cause of the MIS extract failure is 
requested. 

The underlying fault has not been identified. 

11. 3.1 Saturday - §16: confirmation that the estate could have rolled back should 
the failure have been determined to be an LT2 fault is requested. 

The fr/IS ff ....'it as experience in the ...urday ceomight 'vt 'le the cyst€ n? was `till 

of err , . .7 ' to ;'e ,rer data ce; ,to f,-7,  JC 'er w ,s ,Fey ec the rr. er cr: c' or r °o
upgrade wee/rend ee?:"fend o :.'hat fe'ao. er" could have been ac/sieved if n cr. s ry . 

12. 3.1 Saturday - §21: given the precise timing of the desktop reload (currently) 
clarification on why a 60 minute window was left for this activity. 
Given the move to allow the user to temporarily defer this, unless some form of 
checking for quiescence is used this `pause' may need to extend from 03:00 to 
05:00. A view on this impact is sought. 

s Di r f✓wick to le v .. Ply minute ✓ €'Ii['Otow to 1. nsnr c the cone le s had time? .  +{fh 7 ~, e3t1 

o•eiore we Wlte nptr r.d cone...;iercomrnittals, This t t" i. ' v rl . . rnal l .;s" Ftttw 1 0 
P r If 1 , rtrr, is r 7r lrer e.n s„(,," rr" the user Can deter t;'his reload the normal mal 

OP.erating prove .swill have to be 'f, !ew t ,r,,§N ''„ r committal mit i ;< t a,-pt.s while the 

center f7f,%irp sill! 196."'st return -7r errr'r::hr"ou vh ;.L?f, drsfrntb,-ir?r +1 e ,',,r`irs,n ._bar. the

appalroation can be re-tar et d ia/ r

13. 3.2 Sunday - §3: clarification is sought on why LT1 elements were still running 

As stated ir; secrcn 5. 1 point 4 although t tie need LOr a change in the sy 3terr 
r 1 ge nerit scr.or had been recognised ii. was not included in the cancer pcintt in 

hr:'" Pl:: n Hence the st.;>t'" n '.lap; s>rr L l erne s runnrr~d. 

14. 3.2 Sunday - §5: given the previous `need' for live proving, was there any 
proving performed before the 14th 

Nothing contained herein shall be deemed or construed as affecting existing contractual obligations or 
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15. 3.2 Sunday - §13 & 14: given that testing was undertaken at 22:00 on Sunday, 
and decisions taken around 03:00 Monday this would appear to have been a 
potentially high risk option. What surety was there that the counters could be 
regressed to be operational for Monday morning if required ? 

:)( t rl!`✓ t , tF e _:`C3?„nt r~ ,hF,„d 'l ?° ;"w  if i t R,' p1 -.1 

v a l';d 1 er s fsu'fic ar; ti; e to ~; 3 :hr: i esnr_at rnrr . ! .re 'e, cwt , 
h iC/',"a' l.'.` oe,' re t • e "<. t %" v is 3nsf.c$6',l I"':`qi rJ;,; C r' }t ,Jr 

16. 3.2 Sunday - §15: given the rapid improvement in committal rate after 04:00 
Monday, why was this method not used earlier ? 

to"t'7C . ',̀ v'ci," trt,`L (:'.i~.r ~~f .`~r r +.c It t` it `tie .' fr l& f7t Ii 
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17. 4.1 Monday - §1: given the target was 07:00 what number of outlets where 
complete at this time ? (will this be on the log against plan requested above ?) 

This figure C cr ,Je rn d., a=,/a, of-!e , r p rr I r=:et .vi= tr e h e ,o ,"ro,:,t~.":e. 

18. 4.1 Monday - §2: given that 29 outlets (10%) were still extant at 09:00, at full 
volume how would this situation be addressed ? (1,900 outlets extant ?) 

C in ' hr,,-4p .re "e ") I i=rir < €, /e r I s"Ot`.ai:'y .:ar . 

19. 5 Issues: the impact in parenthesis alongside each issue appear at odds with 
the issue. If indeed there was no impact why was there an issue. In some 
cases there were internal matters that needed immediate resolution and in 
others the end user was affected. The impacts should be revisited e.g. 5.10. 

f yi..-  v'  .r. "Lrl/t., 5.di i the1 Ovcu r,ihl rt~&.'4v .,:il< i. .~tt if ? !r` , , . . .r 

I r2 ~r7.r a~ ~~~."r,. I ,tr. •~tF'kf)ty 

r"SC. r  tr"_ .i: Y?l;1 ,C  .. .t,Cwvltl; := rCti%'r. 

20. 5.1 Plan deficiencies - . This section infers that there was inadequate 
walkthrough / dry run / testing of the upgrade. A major improvement would be 
to perform such verification work in future but does not appear to be being 
suggested. Comment on this observation is requested. 

\,Ir...nt ro .rs reviews `of ,''ae d:-n .;oe;"e eis! v ith infernal P, ih,. aF, s. ift acid Y OCL 
tr,el. However s: rn s 6° "e.,Ys '.were missed which must : e inc,uded in Plans for 

it > f.rture upgrades of tr"
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21. 5.2 End of day markers: it is assumed that outlets' rather than `counters' is 
meant here. Given the high percentage (8%+ or 1500+ at rollout) confirmation 
is sought that such suspension will be automatic and the number of missing 
EOD markers achieved at 18:00 is requested. 
(Supplementary why 18:00?). 

r`5 •`!!;?O/''{a.lk wr?;.5I50k+:F`0, t tv/if t.;a, r,s d ,4j'f? ? tin e. '7/at i.,..'toP7 +o be kro`s_, in 

7/Pure Y ~'?. J~ 10 0 ,e,: start  'nr 
number of 

'1 n Q available.
   r t ~i `^~ i "~ w 

,. ~ f, °` ~. .,i J _. ' n 1 w~. .r ,Idt + :~.  ur . tons „r~  This v r7 iC, 

dl > cussed an.d fine/boo! at the plan <r e Ir p slope for fPture uor.tr sPas. 

The figures for the number of miss',i,,  r. LiOD markers at 1800 is not available. 

22. 5.3 Downloading fixes to working outlets: given the problems, are there plans to 
introduce either checking in the upgrade that the counter (within outlet) is 
quiescent or to notify an active counter of an imminent upgrade. Given the 
volumes at full rollout, it is likely that some counters will be active and tearing 
down the application in mid-operation could cause subsequent difficulties. A 
response is requested. 

Th s is ci'ooely related to point 21, Glen may be able to add more here. 

23. 5.3 Downloading fixes to working outlets: it is also worth noting that some 
outlets will not produce an EOD because of a failure in the outlet (e.g. node 4 is 
disconnected from the LAN in the outlet). Clarification on the decisions that 
would be made in respect of all such outlets nodes is requested. 

i r ,' t e then the ,D marker  `„llir to air"'ve but v~# the outlet has ~ L of~` r~. U, .~ t ,fir_ ant only will I~ (HOD 

Nr"1 cf.5Q ;',tom r, . to I < r t ttit.; i '' , v t '. € r'ir.,. f i p. rd; <' P 'VJ E i "`° 1 ",f1 °'}.ems; of t:`.,t'" t".a, ie'`,x 
r 't V' j'''ri{/ a i.a k ii„ y'" '%VT F~ `ai:1dal J `a *. - 

wy 
, It Fy.,-, r,r' •~ v. ., . ..,, ~. f i G ,~ ~ 1 1,.d C C,r! a: ~ .. Ei( r s t!. wt .. _ 

24. 5.4 Missing 'D'type reference data files: it is unclear how, in a managed estate 
the status of key elements was not known and required investigation. A precis 
of the amended instructions and any automated pre-checking that will be done 
in future is requested.  

AAtt, re",frdo' Ed
iirstrucriole' inns b 'a  n s Pt,r ,,% z to 07/I)j nptl"( a?i+j; 

"; 
, r  g t7 ,.d 

A li 

}rx. r ff;sr r,r .; rd_,t.., fogs .'4 samp.ía i° rwf rta_ f vlr' r~r 

, .'' D sup st iy an .1"tRc' ,_ eei ng fi le fo, , € .V nil Psi at Office unless . panfi ; 
K.:.. AD 'so r ate hots..

CSx_ t 
Y i 

r run in ,"ail on all agents: to t„ i`vy flies to do/,.'e; a!4" €'l'l e.,;G:ytitan load i 

r cotlle r`-igent l 'ai r Id Coil job. Confirm success vk event at.g, 

25. 5.5 Release notes and work packages - bullet 1: 1 was not aware that the estate 
was not fully managed by Tivoli. The statement could be interpreted to be that 
this is still the case and as such a timetable is requested for when the estate will 
be fully integrated and managed by Tivoli as has been set out at various 
meetings with ICL Pathway. 

The t.h(, e estate; is not currently managed by T:ve i, All of the counter outlets are 
but not the remaining /VT  boxes. l r . not sure when 7 this wi.l be implemented ®Glen 
knOt re•,rv. 
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26. 5.5 Release notes and work packages - bullet 1: clarification is sought on why 
this will remove the problem and not just move the discovery window (e.g. when 
Tivoli starts to manage the rig). 

Ye..,, tins will prc b b g j?1 move the disco very vvin ow but Tivoli ' , )o, ,vs where It is 

. rJC..5,..',.. o install software o w1 = .( 4E out at time of .ii at8S atIon M;  P) v,1/55 riot the 

27. 5.5 Release notes and work packages - bullet 2: the absence of such packages 
suggests additional rigour in preparation of upgrades is required. A 
walkthrough and test upgrade checklist would seem to be a route for teasing 
out such basic issues. Clarification on how this situation arose is requested. 

The , cka . were re available on one ot:'the sfqei . ervsrs he'ws'ver P, ryroh,i was 

ex,>er.er:- P,,-J v.ith this box so they had to be rode livered d Onto t!ie other srr,tni g 
server,, 

28. 5.5 Release notes and work packages - bullet 3: see previous comment. 
It is unclear why the checking was not completed. Clarification is requested. 

'The c, 're.k, ;g,vesrot oompht.d due to human'eror. 

29. 5.5 Release notes and work packages - bullet 4: there are two items for 
consideration here. 
a) Firstly what would be the impact of distributing the fix twice ? 
b) Secondly a more fundamental question over how the configuration 
management system failed to trap this fairly basic issue of tracking changes 
along different branches of a development ? 

a) There would be o•r4npp .ct i , sop/vine a €,r twice as ri Just overwrites G. r! 

b) The Ci'if syst rn did not t'c it Stier' Stieck chanqes. l"`; .,, (t„L' f a dr'1)" t Jam.` u? K an e; 

were ttt rLS to 1.Ast be/öre tOe Al uperrade.As the T. ° l: . f(f'7s had been 

cut this ri r L „... .sitateni sorotW .. ; t61f rs i checking. 

1 assume this actua ?y+ 'e „fred to bullet ii as I c , es a t seen- to be r `ev r.t to cull =' 4 

30. 5.5 Release notes and work packages - bullet 5: it is unclear from the 
statement what the additional LT2 fixes were. Clarification is requested. 
Additionally, reading the problem summary, it appears a potentially error prone 
method to use documentation to apply packages. The impression has always 
been given that the configuration management would result in packages being 
built, tested and then passed to Stevenage for live dissemination. Clarification 
on the actual process that was used and will be used in future is requested. 

assume this ;Wa °'l u ,i; v i-fa r - r"rf;.:., to l?F.Fl7et 6 
_.,. `i 1t doesn't seem r +r: r .r ref.... :fi 

_ t to bullet „ f ;~ 1

T,, ,;~, s r Fi r, I r ~,;~ .~. r t v ` a, 'h 'i  rr..'t:;tE ,Si e.,,~„..J' "}1 e.., l!'w`r? t~„at .fl iiN G'1 is .a ~#(,: d1C~ uC1,,,( . ,..~ Y.t ~ s t~4 1~a .~.Jr: art gy . 

was s already on the system so no change was necessary. 

31. 5.5 Release notes and work packages - bullet 6: the resolution of this is 
requested. Clarification is also sought as to the extent of such OSD CP 
changes allowed, is it to one or a few machines or across the whole estate ? 

I assume t rs actually  `~e referred ~o ?d,{' f 7 as doesn't" seem o f;.!~ r i..vee t ~",s{„lfr rt . .(r.~ t f d if i~ . .~ `err a - vent t -
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32. 5.6 Reference data rig: it is noted that the specific faults have been remedied, 
however, assurance is sought that all other rigs have been verified as being 
correctly built or aligned to correct status if incorrectly built. 

111 at er rr S t-:er ' cletpk,:d :9n_F UYh",e br for '%?e re, rr nr ai

33. 5.7 Counter fix application - §1: it is unclear why the committals were slow and 
how the delays will be removed whilst maintaining integrity; indeed it would 
have been anticipated that prior testing would have uncovered such timings. 
Comment on these observations is requested. 

f i"1 J t. .3ir;'`t'i!`'i l,. were slow ue o "i cl. sl-' c vi o; iirRsp st fix .,ef'ig one via a 

e I IYV, i'" ..diY + 1. a' .i" i .II' ``W;1 ,a+3 'Wt f ' r e;"i t:, . iF '~ ,. , ?.w>1" "' i 1i s =! 

it i~  . rY..~ WI ,..,.`x :a ...'I i2.. t' G.9 ,z k.. ~f+'. Y ',: <...r}
h j  ,. J 9 1. y a 

r;;r<";rte, r y'.~":~. : , s ~' P.Y r . . 2ra 1 z ✓i- re .~ ' ~(}'. t"- ..i ., ~; t
'.i, _ 

."o ' ,..` ha Y; , 1'.  J  b

aid rnr?re here 

34. 5.7 Counter fix application - bullet 2: as ICL Pathway are aware, the difficulty in 
managing a large estate needs to be largely hands free and automated. The 
Automated Targeting Engine has been described in previous discussions on 
systems management as a key element. An update on the investigations, and 
mitigation should there be further problems with the ATE when the estate is 
larger is requested. 
At 299 outlets, they could be hand updated in a weekend if need be (this is not 
an option at larger - pre-full rollout - volumes). 

.1 it~i

35. 5.7 Counter fix application - §4: the assertion that moving from 8 to 40 
concurrent machines (5 fold capacity increase at best if linear) in the full 
solution with a conclusion that "this will obviously increase the ability of the 
system.." is misleading. The estate will have grown from 299 to 19,000 i.e. 63 
fold. Given the events it would lead to a blunt scale up of an additional 500 
machines (not 32) - assuming a linear gain. Comment on how this will be 
managed in reality is requested. 

`;i n h„. i e; us. 

36. 5.7 Counter fix application - § last: the report does not give any evidence to 
support, or qualify, the statement ". . .when the system is working correctly the 
live estate can be updated effectively". Quantification of this statement is 
requested. 

Clef, should answer this. 

37. 5.8 Feedback from SMC: this issue is not referenced in the body of the report. 
From some of the other comments, e.g. human error notifying NBSC, it would 
suggest a wider observation of communication and expectation should have 

Nothing contained herein shall be deemed or construed as affecting existing contractual obligations or 
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been planned in, thus in the example of NSBC they would have expected 
feedback and sought it in this instance of an oversight. Comment is sought on 
this observation. 

As spectre  the 'eouirements will be more closely specified in future to ensure this 
,pe of error kc'.; < not recur. 

38. 5.9 Host resources: the services that were `thought' to be running on the Hosts. 
Has investigations been concluded to confirm this or could there be an 
unknown underlying cause still present ? 

Thf f"r` , o t -q, i c o not  rer.urred 

39. 5.10 DLL failures: an update on the cause of the DLL problem is requested. 

proi)ienc 
r), , not r , „'r f 5. t. the a  rl y rr t <4,`Ff Bn✓ orft identified.
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