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Detailed Transition Plan

This document includes a series of tasks, or checklists, to use during transition of the new system into production.  The general checklist is used to plan and estimate the Transition phase.  The specific checklist is used to guide the execution of the Transition phase.

Note: Allocate sufficient time for executing the transition tasks.  Calculate backwards from the scheduled production to a transition start date.  Use the sample checklist tasks below as a starting point in assembling the appropriate checklist for the implementation.

Some checklist tasks cannot begin until other tasks are sufficiently completed.  Include these dependencies in the project workplan. 

Large or multi-site implementations may have additional dependencies, and may require that you execute some tasks more than once.  You may also need to arrange transition tasks sequentially.  For example, one site may transfer finished goods or materials to another.  The checklists use the word “Phase” or “Periodic” to indicate the repetition of a particular task.  

General Tasks

Task
Description
Responsibility
Status:   Phase 1
Status:   Phase 2
Status: Periodic
Production Cutover Status









Prepare Production Environment
1. 
1. 
1. 
1. 
1. 
1. 

Set Up Applications
2. 
2. 
2. 
2. 
2. 
2. 

Install Conversion Programs
3. 
3. 
3. 
3. 
3. 
3. 

Implement Production Support Infrastructure
4. 
4. 
4. 
4. 
4. 
4. 

Prepare User Learning Environment
5. 
5. 
5. 
5. 
5. 
5. 

Conduct User Learning Events
6. 
6. 
6. 
6. 
6. 
6. 

Perform Acceptance Test
7. 
7. 
7. 
7. 
7. 
7. 

Convert and Verify Data
8. 
8. 
8. 
8. 
8. 
8. 

Verify Production Readiness
9. 
9. 
9. 
9. 
9. 
9. 

Begin Production









Detailed Checklist Tasks

Task
Description
Responsibility
Status:   Phase 1
Status:   Phase 2
Status: Periodic
Production Cutover Status









PM.040 - 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.







PM.050 - 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.







CV.120 - 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.







PM.060 - 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.







AP.160 - 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.







AP.170 - 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.







TE.130 - Perform Acceptance Test

Review responsibilities for the acceptance test with the team.







Back-up 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 the acceptance test results. 







CV.130 - 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 meets Century Date compliance standards.







PM.070 - 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 production environment.







Confirm senior management commitment via the steering committee.







Distribute the initial production schedule.







Obtain approval for beginning production.







PM.080 - 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.







Cutover Contingency Plan

Upon a <Company Short Name> decision not to go into production, the project team will follow the Cutover Contingency Plan outlined below.  Use of the Implementation Contingency plan is a temporary state.  It allows the project team to coordinate efforts until resolution of the factors that caused initiation of the plan.  <Company Short Name> management will alert the company of the final production date.

Contingency Steps

· Restore former system and reset any dates, security, and so on, in order to resume normal production.

· Login to the former system to verify access.  If access is not available, call the following support number:

· Use the manual forms defined in the User Reference and Procedures Manual to track business transactions.  Date stamp all transactions.

· Submit the manual transactions to your manager for cross validation.

· Request archived or historical data from source (third-party storage or paper copy) to provide inquiry or reference information.

· Create manual forms for external documents such as order entry acknowledgment, shipment, invoices, and purchase orders.  See the User Reference Manuals and User Procedures Manuals for content.

· Wait until <Company Short Name> management announces availability of the production system.

Upon System Availability

· Verify the system date and begin recording the manual transactions.

· Submit any changes or updates that require information systems assistance to the IS Manager.

· Retain transaction copies for internal audits.

· Resume entry of transactions online.

Preparing for Production

Note: This template ensures that the company plans and schedules operations in a manner capable of support by the information technology and consulting organization.

Making sure there is a support structure, setting expectations, and establishing a feedback process can significantly improve the results of the initial production week.

Approach

Note: Based on prior business system testing and user learning, the functionality of the production system should not be a surprise to the user community.  However, careful management of the initial production week can minimize organizational impact.  During the first week, provide additional control over the operational and support flow for all organizations.  

The approach used in preparing for production is as follows:

· Determine production schedules for financial, human resources, distribution, and manufacturing operations. 

· Assign analysts, users, or consultants to answer questions, fix problems, and provide real time training as needed.

· Establish a user feedback mechanism.

· Manage expectations by documenting the support priorities. 

· Update internal and external support channels based on the production date.

Production Schedule - First Week

Note: You must get commitment from department managers for the production schedule.  If you provide the right level of support, most client managers will agree to the careful orchestration of production.  If no major problems arises, normal operational procedures can begin as soon as the second day of production.

Note: Under the process column, list the departments or processes that can begin transactions at a set point in time.  During their dedicated period, information systems will provide full support to that organization.  

The operations schedule for the first week of production follows:

Start Process
Cut Off Time (Optional)
Process
Internal Support
Super User Contact







07:00 AM





08:00 AM





09:00 AM





10:00 AM





11:00 AM





12:00 noon





01:00 PM





02:00 PM





03:00 PM





04:00 PM





05:00 PM





06:00 PM





07:00 PM





08:00 PM











Using the Company Support Infrastructure

After production cutover, use the following process for contacting support:

1. Dial the internal support number.

2. Provide name and phone number.

3. State priority of call.

4. Describe the problem.

5. If required, send supporting materials and references in production system to support.

Information Systems Production Feedback Session

The project team will hold feedback sessions at the close of each business day for the first production week.  

Location: 

Time:

Attendees:

Users are encouraged to attend or send a representative with any issues, questions, or comments regarding the new system.  

Priority

The information systems staff will be working to resolve any potential issues according to the established priorities.  We will address all issues.  All issues will be resolved based on their potential impacts to the business operations.  For example, issues preventing fundamental business operations will take precedence over reporting requirement.  Issues will be assigned a high, medium, or low priority.

Issues are prioritized based on the following system areas:

1. Database

2. Transaction Processing

3. Interfaces

4. Setup Modifications

5. Reports

6. Questions

Support Status

Oracle Support has been notified of our production status and a dedicated resource will manage the technical assistance requests submitted during the first week.

Oracle Support Manager:


Support Telephone Number:

All standard functions will be communicated to support.  Oracle analysts will log all support calls and provide feedback to the users.  Additional information, tests, or reruns of the process may be required to expedite the support process.

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

ID
Issue
Resolution
Responsibility
Target Date
Impact Date




































Closed Issues

ID
Issue
Resolution
Responsibility
Target Date
Impact Date
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