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1 Introduction
1.1 Document objective
The objective of this generic procedure description is to provide insight into all agreements and working methodologies within the Prepare Transition process. This procedure description is a document that will updated regularly.
The procedure description should be used as:
1. a guideline for carrying out all activities in the area of Prepare Transition with: 

a. clear task descriptions
b. responsibilities and authorizations assigned
c. unambiguous procedures
d. formalized agreements with third parties
2. standard reference materials for everyone involved in Prepare Transition
3. training materials for employees of <organization X>
4. tools to analyze and improve the procedures detailed
5. explanation of our working methodology for third parties
This procedure description is given in generic terms. This procedure description can be used to develop procedure descriptions that take into account issues specific to a department/cluster and which deviate from the generic procedure (custom procedures). Issues specific to a system can be described in the Business Information Management Dossier (BIMD) of the relevant system or in cluster-specific or system-specific procedure descriptions.
1.2 Target Group
The target group of this procedure description consists of everyone involved in activities in the area of Prepare Transition and the results of the process.
The main parties involved are:
· Change request submitters
· supervisors
· authorized officers
· Business Information Management staff
· Application Management and IT Infrastructure Management staff
· the policy officer
In addition, there are also parties involved indirectly, such as:
· other employees of <organization X>
· parties involved within the end user organization
· oversight and policy-making institutions such as <names of any applicable institutions>
1.3 Summary
Section 1 provides an introduction to this document. Section 2 explains the Prepare Transition process: its objective, scope, relationship with other processes, concepts, roles, preconditions, agreements, etc. 
The detailed account of the process starts from section 3. Finally, the closing sections summarize the existing reports, types of meetings, performance indicators, and tools for transition preparation.
Appendix 1 explains the structure of the process diagram. 

1.4 Maintenance on this document
This generic procedure description is maintained by the process owner within the <department/section X>: the ‘Prepare Transition’ <job title>. The derived procedure descriptions (custom procedures) are maintained by the <departments/clusters/sections X>.
Changes to the procedure and thus also the procedure description can be prompted from inside as well as outside the <organization X>. Any party involved in the Prepare Transition process can submit a change request. Change requests for the procedure are forwarded to the Prepare Transition <job title>. All change requests are discussed with the <job title> of the <departments/clusters X>. This occurs in the <name of meeting type>. Major changes are also approved in the <organization X> Management Team (MT). After agreement, the Prepare Transition <job title> sees to preparation of a new version of the process description. The new version is published on the intranet in the <Name of manual> Manual. The <job title>s are responsible for internal communication within the <department/cluster>. 
For minor changes, the version number after the point is changed (e.g. version 1.2 becomes version 1.3). For major changes, the version number before the point is changed 
(e.g. version 2.4 becomes version 3.0). 
2 Process definition
2.1 Roles within the process
The table below shows the actors who play a role within the Prepare Transition process. An explanation is given of the content of each role. Some terms/concepts occurring in the descriptions below will be explained in section 2.4.
	Role
	Activities

	Contact person
	Contact representing the user organization. This person answers any questions and approves or rejects any proposals from Business Information Management and helps decide whether items such as additional documentation, conversion, or follow-up service are required.

	Process owner
	The Process Owner is responsible on behalf of the Policy Officer for a business process and information provision in that process. The Process Owner determines and evaluates the functional changes to systems under the authority of <organization X> and sets priorities with respect to implementing changes.

	Change Officer 
	The Change Officer is the person responsible for the entire process of handling the Change Request through the Transition phase. In the Prepare Transition process, the Change Officer ensures that the change is planned and prepared in a controlled manner. For complex projects, the Change Officer can opt to delegate these duties. 

	Transition Officer
	The Change Officer can decide to appoint a Transition Officer. The Transition Officer is responsible for Prepare Transition (and if applicable, Transition Management as well) on behalf of the Change Officer. 

	Business Information Manager
	The Business Information Manager is responsible at the executive level for the existing service level and for implementation of changes approved by the policy officer (in the Cluster Plan or separately), with guidance from the Process Owners and in consultation with the User Representatives. The Business Information Manager can have different roles, such as Change Officer, Transition Officer, or Tester.

	Team Leader
	Supervisor over a team of Business Information Managers

	Prepare Transition Process Manager
	The Prepare Transition Process Manager is the process owner for the ‘Prepare Transition’ process and is responsible for correct process functioning. The Prepare Transition Process Manager does not perform any activities within the process, but rather monitors the process as a whole. The Prepare Transition Process Manager is part of <organization X> Service Management.


Table 2: Roles and activities
2.2 Glossary
Conversion 

Changing of production data:
· from one administration to another administration
· within the same administration, from one storage type to another storage type 
· within the same administration, from one field/layout format to another format
A conversion can be performed automatically, manually, or as a combination of the two.  Conversions must follow a plan. This means: design, testing, implementation, and verification. The owner of the data bears final responsibility for a conversion.
The conversion activities can be performed in both the preparation phase and in the transition phase. For instance, automated data conversions are tested and prepared in the preparation phase. Also, depending on the data type, it can be decided to go ahead and run the actual data conversions in the preparation phase.
ICT Supplier 

The ICT supplier is the supplier of ICT services (application management and IT infrastructure management) to Business Information Management.
(Maintenance) Release

A preplanned release of one or more changes (each recorded separately in a change request) that are all released at the same time as an integral whole for production and use by the end user.
Fallback scenario

A fallback scenario describes the activities to be carried out to get from a problem situation back to the original situation. These activities involve the structure of the data, the contents of the data, the software, etc. These activities are detailed in the Transition Plan, Conversion Plan, ICT Implementation Plan, and installation plan.
Transition

The actual introduction of the change into production.
Implementation
The activities that precede the actual introduction of the change into production.
Planning: 
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Figure 4: Planning summary
Implementation Plan
The Implementation Plan details the necessary preparatory activities. Critical factors include communication, training, ensuring that the ICT supplier takes required preparatory measures, performs necessary conversions, etc. The Implementation Plan provides insight into:
· the preparatory activities
· the sequence of the preparatory activities
· the lead time for the preparatory activities
· actions to be taken if preparatory activities are unsuccessful
· responsibilities
· escalation
· go/no-go decisions
· risks and measures to mitigate/avert risks
Transition Plan
The Transition Plan details the activities required to implement the change (the actual rollout). Some examples would be fallback scenarios, guidance for ICT supplier, perform manual conversions, arrange for automated conversions, communicate with all parties involved, distribute new/updated manuals. 
The Transition Plan provides insight into:
· the transition activities
· the sequence of the transition activities
· the lead time for the transition activities
· actions to be taken if transition activities are unsuccessful
· responsibilities
· escalation
· go/no-go decisions
· risks and risk management measures
· fallback scenarios
Communication Plan
The Communication Plan details all activities to be carried out to inform users and other parties involved and keep them up-to-date on the (future) transition. The Communication Plan falls under the Preparation Plan.
Training Plan
The Training Plan details all activities to be carried out to train/instruct users, business information managers, and any other parties involved. The Training Plan falls under the Preparation Plan.
Conversion Plan
The Conversion Plan details all activities that must be carried out in order to convert data. This plan describes: conversion scope, conversion strategy, conversion requirements, conversion criteria, and the planned conversion activities. The Conversion Plan provides insight into:
· the conversion steps
· the sequence and lead time for the conversion
· the control mechanism
· the restart strategy
· the go/no-go points
· fallback scenario
The Conversion Plan falls under the Preparation Plan and/or the Transition Plan, depending on whether the conversion activities need to be carried out in the preparation phase and/or transition phase. 
ICT Implementation Plan
The ICT Implementation Plan details the (preparatory) activities, performed by the ICT supplier, that are needed to implement the change, such as making adjustments to the IT Infrastructure or IT Infrastructure Management organization.  

Installation Plan
The installation plan provides insight into activities, sequence of activities, responsibilities, and scheduling during the installation of new software. The installation plan falls under the ICT Implementation Plan.
2.3 Points of departure, preconditions, and agreements
1. Regardless of the scope/complexity of a transition, the Prepare Transition procedure must always be carried out unless the <job title> of a <department/Cluster> has given his/her express consent to deviate from it for a particular transition. Furthermore, it is true that the Prepare Transition process can be completed in a few hours for smaller, less complex change, while for large, complex changes it may be necessary to conduct a Prepare Transition phase in the form of, for instance, conversion preparation and planning from change management and follow-up service for a number of months.
2. In cases where a <department/Cluster> standardly wants to deviate from this generic procedure due to specific process steps or situations in the user organization, the <department/Cluster> can make a department/cluster-specific procedure. The <departments/Clusters> should take the generic procedure as a point of departure and tailor it to their own situation (in their own procedure). The department/cluster-specific procedure must be submitted to Prepare Transition <job title> (Service Management).
3. The basic premise is to go ahead and carry out as many transition-related activities as possible during the preparation phase or to prepare as many as possible so that the Transition itself can be as short as possible.
2.4 Products
Input products:
· Specifications for the request (change request)
· Documents with respect to Non-Automated Information Systems, such as working methodologies, AO descriptions, existing procedures, guidelines, manuals, etc.
· Results from the Review and Testing process with any workaround recommendations
· Criteria pertaining to management issues, such as framework with respect to time, quality, costs, and capacity to be taken into account during the transition.
· Cluster Plan (release calendar)
Output products:
5.4.10.1
Preparation Plan 


5.4.10.2
Communication Plan
5.4.10.3
Communication materials and informed organization
5.4.10.4
Training Plan
5.4.10.5
Trained users and managers
5.4.10.6
Conversion Plan 



5.4.10.7
Transition Plan

3 Prepare Transition Process
3.1 Introduction
Prepare Transition consists of 3 phases and basically includes the following activities:
Phase 1: plan preparation
· Draft Preparation Plan for all activities that can and must be carried out prior to the transition for optimal preparation.
Phase 2: execute preparation
· Execute the activities that can and must be carried out prior to the actual transition. This applies for the six domains that the transition is geared to (see section 2.1).
Phase 3: plan transition
Activities: 

· Draft transition plan
These three phases have been incorporated into a single process flow in section 3.2. The sequence of the process flow is not obligatory. It may happen in practice that the activities overlap one another or occur simultaneously.
3.2 Process flow
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3.3 Activities
	Activity
	Input
	Explanation
	Output
	Role

	1. Evaluate complexity
	Documentation from other processes


	The Change Officer (CO) evaluates whether the transition should be classified as “complex”. 
A complex transition may involve the following:
· multiple changes in a single release going into production at the same time (large maintenance release)
· major impact on the user organization
· big bang situation in a business-critical environment 

· if the Prepare Transition process’s timeframe for completion is extremely tight, while not all risk factors have been adequately mitigated with measures
For complex transitions, the Change Officer 
can decide to delegate duties to a Transition Officer (TO). The Transition Officer handles the preparatory activities (Prepare Transition process) and if applicable, coordination of the actual transition (Transition Management process) on behalf of the Change Officer.
	Evaluation
	Change Officer (CO)

	2. Draft preparation plan
	Documentation from other processes3

	A Preparation Plan is drafted on the basis of input from the change phase. The Preparation Plan is harmonized with the contact from the user organization. 

Depending on the complexity of the preparation, the Preparation Plan can vary from a brief description to a detailed analysis producing a collection of plans. Underlying plans can be a Communication Plan, Training Plan, or Conversion Plan.
Resources:
· Preparation Plan Template
	Preparation Plan
	CO or TO

	3. Harmonize with ICT supplier
	
	The ICT supplier’s implementation plan (the ICT implementation plan) and the ICT supplier’s planning are fine-tuned with the ICT supplier. The ICT implementation plan should include an installation plan and should also link up with Business Information Management’s plans.
	ICT implementation plan
	CO or TO

	4. Draft communication plan
	
	Communication with all parties (Business Information Managers, Users, Suppliers, and third parties) is an essential part of the transition preparation. A Communication Plan is drafted for this purpose. The Communication Plan provides insight into: 

· what will happen and when 

· what this means for a user, supplier, etc.
· the escalation procedure
· what gets decided when
· who the contact is
Resources:
· Communication Plan Template
	Communication Plan

	CO or TO

	5. Handle communication
	Communication Plan

	The Change Officer handles communication with the various parties.
	Flyers, memos, announcements, newsletters
release notes 

etc. +
informed parties
	CO or TO

	6. Draft Training Plan
	
	If applicable, training must be provided for the users and/or managers. Here, a Training Plan is drafted first, and then the training sessions are devised.
Resources:
· Training Plan Template
	Training Plan
	CO or TO

	7. Handle Training
	Training Plan
	The Change Officer conducts the training session(s) or coordinates them.
 
	Trained employees/
informed organization
	CO or TO

	8. Draft Conversion Plan
	
	If data need to be converted, then a Conversion Plan must be drawn up. If possible, conversion activities are carried out during the Prepare Transition phase. In practice, most conversion activities cannot be carried out until the Transition Management phase.
Resources:
· Conversion Plan Template
	Conversion Plan
	CO or TO

	9. Modify Authorization Structure
	
	There may be new roles, tasks, privileges, etc. 
If there are, then authorizations will need to be granted/revoked, possibly after changing roles and/or profiles. Please see the Authorization Management Procedure.
	New or modified roles, profiles, authorizations, authorization matrices
	CO or TO

	10. Draft Transition Plan
	
	A Transition Plan is drafted on the basis of input from the change phase. 

Resources:
· Transition Plan Template
	Transition Plan
	CO or TO


4 Reports and meeting structures
4.1 Reports 

The parties involved in the Prepare Transition process can vary widely from project to project. This depends on the nature and scope of the whole project.
The Change Officer informs all parties involved of the route path to follow. Some examples would be the Policy Officer, user organization, ICT suppliers, Business Information Manages, etc. The main goal of this activity is for all parties to start off on the same page and follow the same route path. 

Reporting comes in the form of periodic progress reports which update the parties on the progress of Prepare Transition and any sticking points.
4.2 Meeting structures
4.2.1 Introduction 
There are no generic meeting structures encompassing all cases within the Prepare Transition process, given that the nature and scope of the transition varies from situation to situation, and the parties involved differ from transition to transition as well. The Change Officer is responsible for determining the meeting structures that are relevant to the Prepare Transition process. These meeting structures are defined in the Preparation Plan.
Therefore, the following meeting structures are indicative of most transitions:
4.2.2 <Organization x> internal meeting
Describe organization of internal meeting structures.
4.2.3 <Organization X> external meeting
1. The Change Officer fine-tunes the content of the progress of the preparation activities from day to day with the various ICT suppliers. 
2. The Change Officer periodically fine-tunes the activities with the customer organization on the basis of the Preparation Plan and the progress of Prepare Transition with respect to the activities to be carried out during the Transition.
3. The Change Officer periodically fine-tunes the status of the preparations for the transitions with the User Organization contact or discusses it in the User Meeting.
5 Performance indicators
No performance indicators have been defined or agreed (yet) for this process. 

6 Resources
6.1 Tools
There are no support tools available for this process (yet).
6.2 Forms
No specific forms are used within the Prepare Transition process. A number of templates are in fact available (or will be made available) which can serve as tools for preparing the transition. These are:
· Preparation Plan Template
· Transition Plan Template
· Conversion Plan Template 

· Communication Plan Template
· Training Plan Template
These templates can be found in the <manual name> manual.
Appendix 1
Explanation of process diagrams
Process diagrams use the following symbols:
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Instructions for reading the diagrams:
· Purple text on the left side of the diagram indicates the role that each step performs. If a role is not mentioned, then the step is executed by the same role as the previous step.
· The normal sequence of activities within the process is from top to bottom and from left to right in the diagrams.  If the sequence of activities in the process deviates at any point (for instance, when repairing defects that have been detected), the correct order is indicated by arrows. 

· The numbers in the (sub)process refer to the numbers in the tables (detailed description of the various levels).
· For decisions, the “yes” output goes down and the “no” output goes to the side (usually to the right).
Use of colors:
· The blue symbols belong to the process being described.
· The pink symbols refer to activities being executed by another process within <organization X>.
· The green symbols refer to activities that are not being executed within <organization X> (or, for instance, within a different Division of <organization X>).
· The roles are purple.
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