


Planning 
In order to successfully complete this project we had to plan how we were going to execute it. We decided that the two most important things that we had to decide where, how we were going to deploy Windows 10? And how we were going to notify people that they could be upgraded.
We choose to decide how we were going to deploy Windows 10 first, we choose to go with a strategy of swapping out laptops. So when somebody came down we would take their laptop off them and then give them a different one which was built with Windows 10 installed on it. This had the benefit of allowing us to have a Windows 10 laptop ready for users when they came to be upgraded, this also meant that we could complete more upgrades in a much shorter time period. For the users that wanted to keep their machines we would take their machine, reimage and rebuild it and then we would give it back to them as a Windows 10 machine. This process is one that we would prefer not to do as it would take about 7 hours to complete a single upgrade. 
[image: ]We then had to decide how we were going to notify people that they could be upgraded. We had to decide this as not everybody in the company could be upgraded when we started the project, so we had to have a method of letting people know when they could be upgraded. We choose to have an emailing system that would let people know when they could be upgraded. We decided that we would send each user three emails, the first email would be 10 working days before there upgrade day and it would tell them the date that they are scheduled to be upgraded. The second email that we sent to the users was confirming that they are available to be upgraded on the proposed date and proposing a time for the upgrade. The third and final email would then confirm that they are still available for the date and time set out in the previous emails and providing them with the data back-up link that they had to complete before they came for their upgrade. 
Another factor that we had to decide how to deal with was, when users do not show up for their appointments. We choose to go with the policy that we would continue to contact them daily after their set appointment date if they had missed their appointment. We would then fit them in whenever possible to get them upgraded. If contacting them on a daily basis wasn’t working we choose to escalate this to their line managers and get to put us in touch with the user. If this also failed we would then threaten to remove them from the network thus making their computer worthless and forcing them into the upgrade, if the threat didn’t work we would remove them from the network and force them to be upgraded. 
[image: ]The next thing that we had to plan was how we were going to keep track of who has been upgraded, who has received all of their emails and people who missed their appointments etc. In order to do this we choose to produce a spreadsheet that everyone could access and make changes to. This allowed us to keep an accurate track of what emails needed to go out, who was being upgraded on what day etc.  [bookmark: _GoBack]Windows 10 spreadsheet.


The final thing that we had to decide was the quarantine period. This was the allotted time that we would keep the user’s hard drive for before rebuilding over it and erasing their data. We choose to go with a week quarantine period as it meant that we could give the user adequate time to check that none of their data was missing and it wouldn’t impact our stock.





Pre – Execution Prep  
In order to successfully execute this project we had to first make sure that we could swap peoples machines out on day one, we also had to make sure that we had people to upgrade on the first day of the project. 
In order to make sure we had people to upgrade on the first day on the project. We started sending emails out 10 working days before the project was meant to start, we sent 6 emails out a day so we could meet our target of 30 per week. We also made sure that we had 30 people confirmed for that week so we would be able to hit our target on the first week. 
To make sure that we had the machines available to complete all 30 planned upgrades on the first week of the project, we made sure that we had 18 laptops built, updated and ready to go for the first day of the project. This then gave us 3 days to rebuild and update the laptops that were handed into us on the Monday of that week. Thus ensuring we always had extra stock in case more than the 6 people that we emailed showed up for their upgrade. 

















Execution
When the project stared we mainly focused on the Malvern site as we had so many people coming through to be upgraded. When we had got into a rhythm and had figured everything out we started looking at our satellite sites, including our sites in Lincoln and Bristol.
For Lincoln Matt Wood and myself went up to our 2 sites up there. In order to gain access to the site we had to be escorted this meant that I had to reach out to our point of contacts on each site and plan a date with them when we would be able to get onto site. I also had to ask when the most people are on site as it meant that we could get a lot more done in one hit. Once we know who was on which site on which date I sent out our data back-up link in an email confirming what date we were going to be on site and asking people to do the date back-up the day before there appointment. From the information that I had been given about how many people where on each site on the day that we were visiting, I was able to figure out the minimum amount of machines that we would need to complete all of the upgrades that we could whilst we were in Lincoln. We then went up to Lincoln and because of all of our preparation we did before going we were able to complete 24 upgrades over a period of 2 days. 
For Bristol we have been doing weekly visits and completing up to 5 people per visit. This allows us to keep the numbers for Bristol steadily ticking over. This also allows us to keep up with the base support that is needed in Bristol. 
For Malvern we have been completing upgrades on a daily basis we have been trying to complete as many as possible per day. After the Christmas break period our numbers started to drop as we only had people that didn’t show up to their original appointments which meant that we had to chase people in order to even get close to our target number for the week. Numbers have since picked back up showing us and the project as a whole that our numbers will drop around holiday periods. 










Problems Encountered during the project 
When we started the project we had large numbers of people being upgraded per day which meant that we were very busy and admin got left behind this meant that as soon as the project started our stock didn’t accurately reflect what we had in stock. This became a major problem when we had a lot of new people start at the company and we had to give out a lot of laptops, because we were only just getting by  with the amount of laptops we had we tried to order more from our main stores. But because our storage system said we had a lot more than we actually did we weren’t allowed any more. This meant that I had to go through our stores and find out where all of the machines that were meant to be in our stock but were not had gone, and assign them to the correct users. 
We then had the issue of people not showing up to their appointments, in order to resolve this I had to help with chasing people up. We choose to go with the original policy of continuing to contact the user on a daily after their set appointment date if they had missed their appointment. We would then fit them in whenever possible to get them upgraded. If contacting them on a daily basis wasn’t working we choose to escalate this to their line managers and get to put us in touch with the user. If this also failed we would then threaten to remove them from the network thus making their computer worthless and forcing them into the upgrade, if the threat didn’t work we would remove them from the network and force them to be upgraded.
Another issue that we had was we went through a period of time were there wasn’t enough people to upgrade this was because the applications that they used had not yet been packaged for Windows 10. In order to try and keep our numbers up I had to look through a list of all of our users and find out what was stopping them from being upgrade. Once I had found out what was stopping them from being upgraded to Windows 10 I emailed them asking them if they needed that particular software. If they came back saying no they didn’t need it then I would book them in for an upgrade, if they did need it then I would have to leave there upgrade until their application was supported. When I had a number of people who needed the same application and couldn’t do their work with that application I took the list of peoples name with that specific application and handed it over to our software application team. The team then put this application at the top of their list to package the application. Once this application was packaged we had enough people to keep our numbers up for a few weeks. 
We also had the other issue of people being put on to the upgrade list when they shouldn’t have been as not all of their applications had been packaged for Windows 10. When this happened we had to roll back these people to Windows 7 machines. Or we would contact the software packaging team and they could give us an estimate on how long it would be before that certain application was packaged allowing us to give the user a time frame. This meant that we could then ask if they would be able to live without that application until it was packaged, and if they could then we would not need to roll them back. 
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