Operations and Maintenance Transition Plan




Software Transition Plan (TP) Template

The Operations and Maintenance Transition Plan template is designed to facilitate migration of an application system from a development environment to a production / maintenance environment.  Although not required by IEEE Standards, the Transition Plan format was developed as a “lessons-learned” item from multiple production application systems.

Information displayed in blocked text under each section is suggested items for inclusion in the Transition Plan.  

Information displayed in italics is informational. Delete the italics text items and add your project-specific input. These items are food for thought on the section they address.
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1 Overview

The purpose of transition planning is to layout the tasks and activities that need to take place to efficiently move a product (i.e., specify product name, or in-house developed software or COTS software, middleware or component software/hardware) from the development or pilot environment to the production, operations and maintenance environment.  The transition planning steps apply whether the product is being transitioned within an agency (i.e. from agency development staff to agency network or operations staff) or to an outside agency (i.e., Information Technology Systems).

The transition plan shall include an introduction or scope statement addressing background information on the project.  Show the relationship of the project to other projects and / or organizations or agencies, address maintenance resources required, identify the transition team’s organization and responsibilities, as well as the tools, techniques, and methodologies that are needed to perform an efficient and effective transition.

The transition plan shall include deployment schedules, resource estimates, identification of special resources and staffing.  The transition plan shall also define management controls and reporting procedures, as well as the risks and contingencies.  Special attention must be given to minimizing operational risks.  An impact statement should be produced outlining the potential impact of the transition to the existing infrastructure, operations and support staff and to the user community.

2 Scope

(A Scope Statement for the transition shall be a part of the Transition Plan information.  Include a full identification of the product to which this document applies including (as applicable) identification numbers, titles, abbreviations, version numbers and release numbers.  Include:

-  Product overview, 

- Overview of the supporting documentation, and 

- Description of the relationship of the product to other related projects and agencies.)

2.1 Product

(Include a brief statement of the purpose of the product to which this document applies.  It shall describe the general nature of the product; summarize the history of development, operation, and maintenance; identify the project sponsor, acquirer, user, developer, vendor, and maintenance organizations; identify current and planned operating sites; and list other relevant documents.)

2.2 Documentation

(Include a listing of all the documentation related to the product that is to be transitioned to the operations area includes any security or privacy protection consideration associated with its use.  Include as a part this any licensing information for the product.)

2.3 Relationships to Other Agencies / Projects

(Include a diagram, flow chart or description of the relationship(s) of the product being transitioned to any other projects and agencies.)

3 Strategies

3.1 Identify Strategies

(Identify the transition strategies and tools to be used as part of the Transition Plan.  Identify all the options for moving the product from its present state into production/operations.  These options could include:

- Incremental implementation or phased approach, 

- Parallel execution, 

- One-time conversion and switchover or 

- Any combinations of the above. 

Each option shall also identify the advantages and disadvantages, risks, estimated time frames, and estimated resources.)

3.2 Select Strategy

(Evaluate each of the transition options, comparing them to the transition requirements, and selecting the one that is most appropriate for the project.  Once a transition strategy has been selected, then the justification is documented and approved.)

4 Transition Schedules, Tasks and Activities

(Develop detail schedules for the selected transition strategy.  The time schedule shall include equipment installation, training, conversion, deployment, and or retirement of the existing system (if applicable) as well as any transition activities required to turn over the product from developers or vendors to operational staff.  Include schedules and milestones for conducting the transition activities.

Include in this section an installation schedule for equipment (new or existing), software, databases, etc.  Include provisions for training personnel with the operational software and target computer(s), as well as any maintenance software and / or host system(s).

Describe the developer’s plans for transitioning the deliverable product to the maintenance organization.  This should address the following:  

Planning/coordination of meetings, 

Preparation of items to be delivered to the maintenance organization, 

Packaging, shipment, installation, and checkout of the product maintenance environment, 

Packaging, shipment, installation, and checkout of the operational software, and 

Training of maintenance / operational personnel.)

4.1 Installation

(Installation consists of the transportation and installation of the product from the development environment to the target environment(s).  It includes any modifications to the product, checkout in the target environment(s), and customer acceptance.  If problems arise, these should be identified and reported.  If necessary, temporary “work-around(s)” should be defined.)

4.2 Operations and Support

(Operations and support activity group involves users operation of the product and ongoing support.  Support includes providing technical assistance, consulting with the user, and recording user support requests by maintaining a Support Request Log.  The Operations and Support activities can trigger maintenance activities via the ongoing project monitoring and controlling activities or problem and change logs.)

4.3 Conversion  

(Conversion addresses any data or database transfers to the product and its underlying components.)

4.4 Maintenance

(Maintenance activities are concerned with the identification of enhancements and the resolution of product errors, faults and failures.  The requirements for software maintenance initiate “service level changes” or “product modification requests” by using defined problem and change management reporting procedures.)

5 Resource Requirements

(Include estimates for resources (hardware, software, and facility) as well as any special resources (i.e. service and maintenance contracts), and staffing for the selected transition strategy.
Assign staff, agency, and vendor responsibility for each task identified. This allows managers and project team members to plan and coordinate the work of this project with other assignments.  If specific individuals cannot be identified when the transition plan is developed, generic names may be used and replaced with individual names as soon as the resources are identified.)

5.1 Software Resources

(Describe any software and associated documentation needed to maintain the deliverable product.  The description should include specific names, identification numbers, version numbers, release numbers and configurations as applicable.  References to user/operator manuals or instructions for each item should be included.  Identify for each product item where it is to come from --acquirer-furnished, currently owned by the organization, or to be purchased.  Include information about vendor support, licensing, and usage and ownership rights, whether the item is currently supported by the vendor, whether it is expected to be supported at the time of delivery, whether licenses will be assigned to the maintenance organization, and the terms of such licenses.  Include any required service and maintenance contract costs as well as payment responsibility.)

5.2 Hardware Resources

(Describe the hardware and associated documentation needed to maintain the deliverable product.  This hardware may include computers, peripheral equipment, simulators, emulators, diagnostic equipment, and non-computer equipment.  The description shall include specific models, versions, and configurations.  References to user/operator manuals or instructions for each item should be included.  Identification each hardware item and document as acquirer-furnished, an items that will be delivered to the maintenance organization, an item the maintenance organization currently owns or needs to acquire.  (If the item is to be acquired, include information about a current source of supply, and order information as well as what budget is to pay for it.)  Include information about manufacturer support, licensing, and usage and ownership rights, whether the items are currently supported by the manufacturer, or will be in the future, and whether licenses will be assigned to the maintenance organization and the terms of such licenses.)

5.3 Facilities

(Describe any facilities needed to maintain the deliverable product.  These facilities may include special buildings, rooms, mock-ups, building features such as raised flooring or cabling, building features to support security and privacy protection requirements, building features to support safety requirements, special power requirements, and so on.  Include any diagrams that may be applicable.)

5.4 Personnel

(Describe the personnel needed to maintain the deliverable product, include anticipated number of personnel, types of support personnel (job descriptions), skill levels and expertise requirements, and security clearance.)

5.5 Other Resources

(Identify any other consumables (i.e. technology, supplies, and materials) required to support the product.  Provide the names, identification numbers, version numbers, release numbers.  Identify if the document or consumable is acquirer-furnished, an item that will be delivered to the maintenance organization, an item the organization current owns, or needs to acquire.  If the maintenance/operational organization needs to acquire it, what budget will cover the expense?)

6 Acceptance Criteria (including Service Level Agreement (SLA))

(Establish the exit or acceptance criteria for transiting the product.  Criteria that will determine the acceptability of the deliverable work products shall be specified.  Representatives of the transitioning organization and the acquiring organization shall sign a formal agreement, such as a Service Level Agreement, that outlines the acceptance criteria.  Any technical processes methods, or tools as well as performance benchmarks required for product acceptance, shall be specified in the agreement.  Also include an estimation of the operational budget for the product and how these expenses will be covered.)

7 Management Controls

(Define management controls to ensure that each task is successfully executed and completed based on the approved acceptance criteria.  

This shall include procedures for progress control, quality control, change control, version control, and issue management during the transition process.)
8 Reporting Procedures

(Define the reporting procedures for the transition period.  Include such things as type of evaluations (review, audit, or test) as well as anomalies that are identified during the performance of these evaluations shall be reported.)

9 Risks and Contingencies

(Identify the risks and contingencies faced by the transition process with special attention given to minimizing operational risks.  Refer to the “Risk Assessment and Management Process (RAMP)” documentation available on the IRMC web page. Risks should be classified or grouped into related sets for optimal effectiveness of management and mitigation.  Classification should be done using a consistent classification scheme and basis.  Risk attributes of probability, impact of occurrence, and time frame of occurrence should be evaluated.  Qualitative and quantitative methods should be used as appropriate to the nature of the risk.  Risks should be prioritized to determine their relative importance to the program and to provide a basis for effective use of mitigation resources.

The responsibility for managing each risk should be assigned to an appropriate person.  The responsibility should include development of mitigation plans; tracking risk and mitigation plan progress, and reporting risk status.  The risk classification scheme should include risk status.)

10 Transition Team Information

(The transition team information shall include the transition team’s organization, roles and responsibilities for each activity, as well as the tools, techniques, and methodologies and/or procedures that are needed to perform the transition.  The developers may wish to pass recommendations, advice and lessons learned to the maintenance organization for maintaining the deliverable software and associated maintenance environment.)
11 Transition Impact Statement

(A Transition Impact Statement describes how the system’s implementation is expected to impact the network infrastructure, support staff and user community.

Include in the Impact Statement descriptions for the performance requirements, availability, security requirements, expected response times, system backups, expected transaction rates, initial storage requirements with expected growth rate, as well as help desk support requirements.  These items may have been addressed in the Transition Acceptance Criteria section (particularly the service level agreement).

The impact statement should address four (4) key areas:

Operational;

Technological;

Cultural; and

Organizational.

The impact statement should also address transitioning the project staff:

1. State staff; 

2. Vendors; and

3. Contractors.)

12 Review Process 

(An in-process review (verification and validation or peer review) should be held to identify and remove any defects from the transition plan before it is distributed.  This is a content review and should be conducted by the appropriate members of the project team or an independent third party.

A report is produced documenting the results of the review listing the defects found, corrective action to be taken, or work-around to be taken, schedule time frame for action and responsible team member.)

13 Configuration Control 

(The Transition Plan information should be subject to the configuration control process for the project.  Subsequent changes are tracked to ensure that the configuration of the transition plan information is known at all times.  Changes shall be allowed only with the approval of the responsible authority.  Transition Plan changes shall follow the same criteria established for the project’s change control procedures.)

14 Plan Approval 

 (Print the Name and Date of Plan Approval. Ensure that management signs and dates the plan approval section.)




APPENDIX A – Sample Work Breakdown Structure (WBS) 

Product Installation


Distribute Product (software)



Package and distribute product



Distribute installation information



Conduct integration test for product



Conduct regression test for product



Conduct user acceptance test for software



Conduct reviews for product



Perform configuration control for product



Implement documentation for product


Install Product (software)



Install product (packaged software) and database data



Install any related hardware for the product



Document installation problems


Accept Product (software) in Operations Environment



Compare installed product (software) to acceptance criteria



Conduct reviews for installed product (software)



Perform configuration control for installed product (software)

Operations and Support


Operate the System



Utilize installed software system



Monitor performance



Identify anomalies



Produce operations log



Conduct reviews for operations logs



Perform configuration control for operations logs

Provide Technical Assistance and Consulting


Provide response to technical questions or problems


Log problems

Maintain Support Request Logs


Record support requests


Record anomalies


Conduct reviews for support request logs

Maintenance


Identify Product (software) Improvements Needs



Identify product improvements



Develop corrective/perfective strategies



Produce product (software) improvement recommendations


Implement Problem Reporting Method



Analyze reported problems



Produce report log



Produce enhancement problem reported information



Produce corrective problem reported information



Perform configuration control for reported information


Reapply Software Life Cycle methodology

