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Transition Plan

Transition Requirements

Note: Add or expand the transition requirements list to identify all of the needs of the project and operation before cutover.

The following issues have been considered as part of the transition plan:

· Interfaces and Enhancements

· Conversion Data

· User Learning Events

· Management Learning Events

· Peripheral Equipment

· Hardware 

· Software

· Communication

· Organization Change

· Documentation Distribution

· Help Desk

· Vendor Support

· Pre-Formatted Forms

· (Other Requirements)

High-Level Plan

Note: The high-level plan should contain the tasks required for transition of the system into production.  Update the plan to reflect the tasks appropriate for your project.  Use the Transition Requirements list as the basis for your plan. 

This high-level transition plan defines coordination and execution of the requirements during the transition to the new system.  It consists of the following tasks and considerations:

Task ID
Task Name
Considerations





PM.040
Prepare Production Environment
Complete configuration of the hardware and software for the production system.  Must include any fine tuning as the result of Business System Testing (TE) and Performance Testing (PT).

PM.050
Set Up Applications
Must include any setup changes resulting from Business System Testing (TE).

CV.120
Install Conversion Programs
Will begin early so there is no delay in beginning data conversion.

PM.060
Implement Production Support Infrastructure
Help desk must be ready to support users on day one.

AP.160
Prepare User Learning Environment
This environment must be similar to the production environment and refreshable for multiple classes.

AP.170
Conduct User Learning Events
Must be scheduled close to cutover date.

TE.130
Perform Acceptance Test
Users must have acceptance criteria clearly defined beforehand.

CV.130
Convert and Verify Data
Must allow enough time for the largest sets of legacy data and verification.

PM.070
Verify Production Readiness
Should be scheduled over a weekend.

PM.080
Begin Production
Must have cutover contingency plan in place and extra vendor support available.

The rough timeline for transition tasks relative to the target cutover date is as follows:
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7
4
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Note: Adjust the offset days above to correspond to your project plan for the Transition phase.

Transaction Execution Checklist

Note: The steps below are derived directly from the task steps in the AIM Process and Task Reference for the corresponding tasks.  Add, modify, and delete steps as needed for your project and carry them forward into the Transition and Contingency Plan (PM.030).

The following steps must be completed prior to beginning live production.  These steps will be documented in more detail in the Transition and Contingency Plan (PM.030).

Prepare Production Environment

· Install the production servers.

· Install the operating system and networking software on the servers.

· Connect the servers to the network.

· Create user accounts on the servers.

· Configure the file system on the servers.

· Install the user machines and connect them to the network.

· Install the Oracle database on the database servers.

· Install the applications servers.

· Configure the standard applications database objects.

· Create the custom database objects.

· Install the custom modules.

· Start up the database and verify its operation.

· Install the system management tools.

· Install printers and other peripheral devices.

Set Up Applications

· Set up the application users in the new system.

· Set up and compile the key flexfields.

· Enter the application setups.

· Load the initial setup data.

· Load the setup data for application extensions.

· Implement the security configuration.

· Register the application objects.

· Set up and compile the descriptive flexfields.

· Enter or load custom seed data.

· Verify the online operation of the applications.

· Verify batch operation of the operations.

· Back up the production system.

Implement Production Support Infrastructure

· Set up a library.

· Introduce the help desk to the organization.

· Install communication equipment.

· Set up and distribute reference materials.

· Implement the online help text.

· Implement the online issue tracking system.

· Establish a change request and bug reporting procedure.

· Establish online support.

· Review procedures for getting help.

· Distribute all support materials throughout the organization.

Install Conversion Programs

· Install conversion programs and automated conversion tool software (if used).

· List the location of each conversion program in the production environment.

· List the location of any conversion tools in the production environment.

Prepare User Learning Environment

· Review and update checklists.

· Install user learning environment.

· Set up applications.

· Set up support infrastructure.

· Convert or add necessary sample data.

Conduct User Learning Events

· Create human performance support communications.

· Create user learning communications.

· Conduct human performance support orientation and learning events.

· Hold user learning events.

· Monitor human performance support deployment progress.

· Monitor skills-change progress.

Perform Acceptance Test

· Review responsibilities for the acceptance test with the team.

· Back up the production environment for later availability

· Validate the acceptance test environment.

· Execute the acceptance test script.

· Document the test results.

· Summarize the test results.

· Determine required actions for problem resolution.

· Make recommendations for application changes or corrections based on acceptance testing.

· Secure acceptance of acceptance test results. 

Convert and Verify Data

· Verify that legacy data pre-conversion cleanup has been completed.

· Describe the data conversion and verification sequence of events.

· Record the sequence in which the download programs should be run and additional important information about the programs.

· Record the sequence in which the interface table creation programs should be run and additional important information about the programs.

· Record the sequence in which the upload programs should be run and additional important information about the programs.

· Record the sequence in which the translation programs should be run and additional important information about the programs.

· Record the sequence in which the interface/validation programs should be run and additional important information about the programs.

· Run the conversion programs to convert the legacy system data.

· Verify the converted data.

· Secure acceptance that the Converted and Verified Data (CV.130) meets Century Date compliance standards.

Verify Production Readiness

· Review the production readiness verification checklist.

· Conduct production readiness verification.

· Confirm the production cutover.

· Prepare the support team.

· Obtain agreement for the initial production schedule.

· Verify that users are trained.

· Verify commitment and readiness of internal and external support personnel.

· Verify the completion of the production environment.

· Confirm senior management commitment via the steering committee.

· Distribute the initial production schedule.

· Obtain approval for beginning production.

Begin Production

· Initiate using the production system.

· Initiate incident/technical issue management procedures.

· Initiate open issues and create a resolution list.

· Initiate support.

· Confirm that all components of the production system are operational.

· Declare the new system live.

Transition Resources

Note: This is a list of the individuals and roles you will need during the transition process.  You should provide project management visibility to those needs so resource planning can begin, especially if external resources are critical.  Secure such functions as manual data conversion and contact technical support well before transition begins.

Note: List all required internal, external, temporary, and full-time human resources.

Summary of Resource Needs

Note: Add or update the functions required for each role.

Roles
Function
Comments





Executive Manager
Provides top-down direction on internal organization changes.


Human Resources Manager
Provides new job descriptions and reevaluation of grades.


Project Manager
Organizes detailed transition.


Education Manager
Provides support for instructors providing learning events.


Migration Team Members
Execute the detailed tasks.


Technical Staff
Implements production environment and performs data conversion.


Production Support Staff
Implements the production help desk.


Detail of Resource Needs

Note: Enter a precise description of the transition responsibilities and tasks assigned to each role. 

The following section contains the detailed responsibilities and tasks for each role during the transition.

· Executive Manager:

· Human Resources Manager:

· Project Manager:

· Education Manager:

· Migration Team Members:

· Technical Staff:

· Production Support Staff:

Cutover Contingency Plan

Note: Implement the Cutover Contingency Plan when the cutover has failed or been postponed.  For these situations, the resources and systems must switch back to using the current system or a temporary support system until cutover actually occurs.

Contingency Strategy

The contingency strategy is to...

Note: Detail the contingency strategy needed.  If phasing,  "big bang", or the two systems need to run in parallel; each will require a different strategy.  Address the risks that are inherent in the cutover method.  List the hardware and software resources required if the cutover is unsuccessful, as well as the people needed to assist in the recovery.

Include any changes in the due date if the cutover is unsuccessful.  For example, does there have to be a delay in the next cutover attempt until the next quarter-end?

Review the transition requirements and plan contingencies for all the issues.

Support Staff

If it is necessary to implement the Contingency Plan, the support staff will perform the following procedures:

Project Team

The project team will provide user support for the contingency system and answer questions regarding the recovery or state of the new system.  They will also perform the following functions for resolving the cutover issues:

FUNCTION
COMMENTS




Determine cutover issues to resolve.


Document alternative solutions to cutover issues.


Investigate feasibility of alternative solutions.


Present alternative solutions and recommendations to management.


Implement the solution selected by management.


Users/Management

Should it be necessary to implement the contingency plan, the users and managers will follow these procedures.

Transition Support Strategy

During the Transition phase, the following support groups will be available:

Help Desk
Contact:
Phone:
Hours of Operation:

Business Analyst
Contact:
Phone:
Available

<External Organization Support>
Contact:
Phone:
Available

Oracle Support
Phone:
Support Level:
 


Current System Support
Contact:
Phone:
Hours of Operation

Electronic Data Interchange
Contact:
Phone:
Available:

Interface Support (External)
Contact:
Phone:
Available

Open and Closed Issues for this Deliverable

Note: Add open issues that you identify while writing or reviewing this document to the open issues section.  As you resolve issues, move them to the closed issues section and keep the issue ID the same.  Include an explanation of the resolution.

When this deliverable is complete, any open issues should be transferred to the project- or process-level Risk and Issue Log (PJM.CR.040) and managed using a project level Risk and Issue Form (PJM.CR.040).  In addition, the open items should remain in the open issues section of this deliverable, but flagged in the resolution column as being transferred.

Open Issues
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Issue
Resolution
Responsibility
Target Date
Impact Date




































Closed Issues

ID
Issue
Resolution
Responsibility
Target Date
Impact Date
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