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1 – Customer Vision 

Customer Vision may be defined as the customer’s perception of their need. Some customers 
may have detailed ideas of how a video collaboration solution may assist their organization 
while others may only have vague ideas. The role of the Solution Architect is to clarify this vision 
and use it to produce a solution design. 

During the process of determining customer needs a Solution Architect will talk with many parts 
of the business and hear various definitions of their needs. The sections below define the areas 
for which information is required. These do not have to be addressed in order but are all 
necessary to allow the Solution Architect to proceed to the next phase of creating an 
environment specification. 

Business Drivers 

Business drivers are factors that are driving the customer to consider Polycom Video 
collaboration as a solution. These business drivers may also be described as the problems the 
customer is trying to solve. The most common problem is a need to reduce the time and cost 
required to travel to meetings but there may be also be a pending event that that has triggered 
recognition of the need. The pending event might be a business acquisition, or the imminent 
implementation of a system such as Microsoft Lync with a requirement to provide video to 
conference rooms. Then there are drivers which are related to additional business needs, such 
as the introduction of mobile devices into the organization. All these drivers require a differing 
approach. 

Stakeholders 

Stakeholders are customer employees who specify solution the requirements and participate in 
the decision making process. There are several types of stakeholder whose views should be 
taken into account: 

 Each project will have one or more leaders. In some cases the decision maker and the 
person managing the detail of project are the same but for other customers some 
responsibility may be delegated, for example a CIO running the project may delegate to 
the IT Director 

 In addition to the project leaders there may be stakeholders who have specific 
requirements and will influence the decision. It is important that discussions include 
these people as well as the more senior executives involved in the decision 

 A key stakeholder in any project is the end user and their experience should be a priority 
in discussions 

 Finally, the solution will require support, as will its end users. This support might be 
provided by the customer’s IT department or possibly outsourced and discussions 
should include the support needs 

Constraints 

All projects have constraints – boundaries within which they must operate. Examples of 
constraints include: 

 Budget - how much the customer can, or will, spend 

 Timescale - how long there is to design and implement the solution 

 Technical - what can and can’t occur within the customer’s environment  
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The customer philosophy may include workflows, business practices and requirements to 
integrate with existing systems. Examples of questions to determine the philosophy include: 

 Does the customer intend to schedule calls, and if so, which ones? 

 If they want to schedule calls, how do they want to schedule them? 

o What procedures and constraints does the customer wish to apply to use of the 
video collaboration solution? 

o Will IT be responsible for scheduling and starting requested calls? 

o Will users be able to schedule calls? 

 Does the customer have any existing systems with which the new solution must 
integrate? If there are existing systems will the new solution replace or enhance the 
capabilities of these? 

Functional Requirements 

Functional requirements specify what the solution needs to do and if there are requirements for 
integration and interoperability. Examples include: 

 Requirements for desktop endpoints 

 Strategy for homeworking 

 Mobile video requirements 

 Integration with network directory applications such as Microsoft Active Directory 

 Unified Communications integration with solutions such as Microsoft Lync or IBM 
Sametime 

In addition to determining these requirements it is also important to determine the rationale 
behind them (the strategy drivers).  

Customer Vision Summary 

The elements described above provide a framework for a Customer Vision document. This may 
now be developed further to create a high level design showing all solution components 
(existing, proposed and planned) and how they will fit together. This is the Environmental 
Specification.  
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2 – Environmental Specification 

Preparation of an Environmental Specification involves looking more deeply at the elements of 
the Customer Vision in order to build a detailed picture of what the customer needs. This will 
allow design of a solution to fit the Customer Vision. The information is divided into a number of 
sections, some of which may overlap. Determining the information required for an 
Environmental Specification is an iterative process, meaning that it may take several versions to 
develop the final specification document. 

 Applications 

 Environments 

 Network Infrastructure 

 User & Use Cases 

 Implementation Methodology 

 Architecture 

Applications 

The Solution Architect must establish which applications and operating systems are used by the 
customer. 

 Email and calendar applications may include Microsoft Office Outlook, IBM Lotus Notes 
as well as many open source and web-based applications 

 For Unified Communications customers may use Office Communicator / Lync, IBM 
Sametime or another open source or proprietary client 

 Client operating systems may include Microsoft Windows, Apple OS and Linux 

 Customers using mobile devices may use Android, BlackBerry OS, Apple iOS, Windows 
Phone and others 

The information gathered will determine the options available for the new solution. For example, 
if the customer is using Lync the solution can be designed around the Microsoft core. 

Environments 

A customer’s environments include all existing communications infrastructure. The first area to 
consider is the customer’s telephony strategy: 

 Does the customer own a PABX or do they lease handsets from a service provider?  

 Have they implemented VoIP?  

 If VoIP is used and there is more than one office are they using VoIP trunks across the 
WAN or using ISDN into the office and then IP telephony over the LAN?  

The next area to consider is any existing audio and video collaboration technologies in use:  

 Does the customer use audio-conferencing? 

 If so, is this an internal solution or outsourced? 

If the customer currently outsources there may an opportunity here for them to bring audio-
conferencing in-house as part of their video collaboration solution. The budget allocated to out-
sourcing could perhaps be channeled into the new solution if it incorporates those needs.  
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If the customer has an existing video collaboration environment the architect needs to 
understand if they wish to incorporate this or if it will be replaced. If any existing video 
collaboration equipment is to be included a detailed specification must be gathered for this to 
include make and model of endpoints, make and model of infrastructure and any existing 
integration that must be taken into account. 

Network Infrastructure 

An examination of the network infrastructure should determine which vendor the customer 
selected for their switches, routers and firewalls and how long ago were they implemented. This 
will affect both functionality and performance that can be offered in the video solution. For 
example a switch which is not capable of speeds over 100Mbps will not offer the same 
experience as a switch which is capable of Gigabit Ethernet.  
 
LAN and WAN performance and utilization must also be determined. The customer may benefit 
from an assessment of their network performance using tools such as PathView to determine: 

 Stated bandwidth, actual bandwidth ,utilized bandwidth and spare capacity 

 Routes through the network, how they vary and the impact this has on throughput times 

 How much delay there is on any link and more importantly the point at which the delay 
occurs  

If there is plenty of capacity but there are delays this will need to be addressed before 
implementation which may affect the solution design if it is not possible upgrade the network. 
 
The customer will also need to consider whether there is a need to separate the video 
collaboration traffic onto its own (dedicated) network, or whether a converged network will 
provide the services required.  
 
With either solution Quality of Service (QoS) will need to be implemented to protect the real-time 
media. Where this is already present in the customer network it can be reconfigured as 
necessary. 
 
Decisions regarding dedicated and converged network, and the QoS relating to them is a 
complex subject and should not be attempted without the assistance of a Solutions Architect. 

Users & Use Cases 

Consideration of users and use cases involves planning how the solution will be used, based on 
the philosophy noted in the customer vision. This should include more than one possible option, 
especially where the customer is not sure of their choices. In an environment which has not 
previously utilized any kind of video collaboration solution the customer will benefit from advice 
on what is possible.  
 
The customer should be asked how they envisage the user and administrative processes for 
their new video collaboration solution and a possible workflow can be shaped from this. It may 
also be helpful to ask the customer for any situations they wish to avoid. The Solution 
Architect’s experience is important here in advising on the customer on how best to achieve 
their desired result.  
 
Typically customers have different categories of user with needs that differ from each other. As 
a minimum you should consider standard users, executive users and users who will have 
administrative rights to the video collaboration solution. Your use cases will need to consider: 
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 Existing workflow from any solutions already in place 

 What is the purpose of the planned video meetings? 

 How will attendees book the meetings?  

 Will ad hoc meetings be allowed? 

 If ad hoc meetings are allowed should resources be reserved for scheduled 
conferences?  

 How will attendees join the meetings? 

 How will the meetings be managed/supported? 

 Are there any known barriers to utilization? 

 What access to the video meetings should be allowed, and what restricted? 

Implementation Methodology 

Implementation methodology includes the approach the customer would like to take to the 
rollout; whether the entire solution should be deployed as a single project or whether they prefer 
a phased approach. Reasons for a phased roll out may include a desire to test the system or 
allow release of new budget.  
 
Requirements to migrate from old solutions to the new ones should be included when planning 
the implementation methodology as should any projected risks or issues. For example, if the 
customer must perform an upgrade to their existing infrastructure in order to support 
functionality they have requested. Requirements of this nature should be addressed as early as 
possible in the design process.  

Architecture 

Definition of the proposed architecture combines the customer’s requirements with their network 
infrastructure to provide the optimum video collaboration solution.  
A key element of the design is capacity planning so the Solution Architect requires answers to 
questions such as: 

 How many users and endpoints are planned?  

 How many simultaneous calls are anticipated containing how many concurrent users?  

 Where are the users located? 

 How will the network traffic be distributed?  

The customer will already have provided some details of their network but for this stage it is 
necessary to see a detailed network diagram showing the type of network, infrastructure and 
available bandwidth. This is critical, as implementation of a video solution without sufficient 
network capacity will fail.  
 
Network capacity defines available bandwidth but the scalability of the network is also important; 
will the customer be able to increase capacity without replacing the current infrastructure?  
 
LAN and WAN performance is also important. There may be sufficient capacity but if there are 
delays this will need to be addressed before implementation. 
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Other decisions include the method used for call control and whether the video network will use 
SIP, H.323 or both. 
 
The required level of reliability/availability is also important as this will determine the level of 
redundancy included in the solution. This element of the design requires an understanding of 
the customer’s existing backup, redundancy and disaster recovery implementations. 
The level of security required by the customer should be considered. Some may require 
encrypted communication and all will need to consider the type of access control and 
authentication needed for the proposed solution. 
The customer’s integration requirements must also be specified: what will Polycom’s video 
solution integrate with and how will the integration be managed? Any limitations to integration 
should be detailed here so there is a clear understanding of elements that will work and will not 
work.  
 
The final part of the architecture statement should define plans to support and manage the 
solution. Will the IT department provide end-user support? Who will provide maintenance and 
deploy software updates? Polycom is able to provide several solutions to cover management 
and support, from the customer providing all support (using Polycom or a certified Polycom 
partner for training and secondary support) to Polycom providing full support for the solution. 
 
Support should also cover any education requirements – training for administrators, operators 
and end-users is absolutely essential to the successful rollout of a video collaboration solution. If 
the people using the solution are not familiar with how to use it and what it does, the best 
possible implementation stands a high risk of failure; not because it doesn’t work but because it 
doesn’t work for the people who need to use it. 
 
From this information we can build an Environmental Specification to suit including all solution 
components.  
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3 – Conclusion 

This guide has provided a foundation to the design fundamentals required to undertake 
RealPresence Platform Level 2 training. 
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Appendix 1 – Customer Vision Worksheet 

 

Business Drivers Which problems is the customer trying to solve? 

 

 

 

 

 

 

 

Stakeholders Who will be part of the decision-making process? 

 

 

 

 

 

 

 

Constraints What boundaries does the solution need to fit within? 

 

 

 

 

 

 

 

Customer 

Philosophy 

How does the customer want the solution to fit within existing 

solutions and workflows? 

 

 

 

 

 

 

Functional 

Requirements 

What does the customer need the solution need to do? 
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Appendix 2 – Environmental Specification Worksheet 

 

Applications Which applications and operating systems are used by the 

customer? 

 

 

 

 

 

Environments What existing communications infrastructure is in place? 

 

 

 

 

 

 

Network 

Infrastructure 

How is the existing network designed and implemented? 

 

 

 

 

 

 

Users & Use Cases Who will use the solution and what do they need to achieve? 

 

 

 

 

 

 

Implementation 

Methodology 

What does the customer need the solution need to do? 

 

 

 

 

 

Architecture How does the solution need to work within the existing network? 

 

 

 

 

 

 


