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Purpose
The purpose of this document is to collate all the information regarding the state of the project prior to going live.  Whilst there were some mandatory criteria defined in the Go Live Acceptance Criteria document, there are other aspects that also need review.  These include:

· Infrastructure in place and tested

· Software configured and customisations complete

· Data ready for conversion

· Testing complete and rectification of defects addressed

· Business process changes in place or ready to be put in place

· Training complete 

· Communication activities planned

· Handover plan in place

· Detailed schedule available for Go Live

· A roll back plan available

· Support available

· Documentation complete

· Benefit realisation process in place

Go Live Acceptance Criteria

Unless all the criteria have been signed off, the Go Live should not proceed.

Example
All criteria in the Go Live Acceptance Criteria have been signed off for Pre Go Live.  The document is available at ……………………..

Infrastructure

Detail the state of the infrastructure.  This should not be a detailed list of all infrastructure.  Focus on exceptions.

Example
All infrastructure is now in place with the exception of data links to our branch office XYZ.  This will be put in place over the weekend and be available for users on Monday.  Our “fall back” position is to use wireless connection for the two users in that site.  We have already set them up  with VPN connections.

Software Configuration and Customisation

As for infrastructure, detail the state of software customisation and configuration.

Example
All configuration and customisation is complete with the exception of four reports.  We gained approval from the Project Steering Committee to defer these reports until after Go Live.  They are not required until the first month end which is four weeks away.  For confirmation of the agreement from the Steering Committee, see the minutes (081210 – Steering Committee Minutes.doc) located in …………………

Data

Cover off any activities related to data conversion.

Example
The last trial conversion identified 25 data problems.  Of these:

· 16 were rectified in the conversion scripts

· 5 related to data errors and the data has been corrected

· 4 will be manually adjusted after conversion

The schedule for conversion identifies the work required to convert data in the conversion program and manually.
Testing 

Within this section identify:

· What final testing has been carried out (Unit or System Testing can be ignored unless it is relevant in some way).  Typically this would focus on UAT and Performance Testing.

· Any omissions from the test plan

· The results of the testing

· Defects outstanding and plans to rectify

Example:
User Acceptance Testing

UAT was completed in line with the originally agreed plan.  No sections of the plan were omitted from testing.  At the end of the test period we had completed all test scripts successfully with the exception of five scripts where defects were identified.  These are still outstanding.  The defects outstanding are listed below.

	Defect No.
	Defect
	Impact
	Priority
	Plan

	25
	Incorrect conversion of product types with 7 chars
	We have around 200 products with 7 character product numbers.  These did not convert successfully.
	High
	Manually fix the product numbers after conversion.

	39
	Report XYZ has incorrect totals
	Report not available however the information can be manually calculated
	Low
	Fix the total issue within the next week

	69
	Statement postal address error
	Clients with separate office and postal addresses are incorrectly addressed on statements
	Med
	Will be fixed next week.  First statements go out in four weeks


Business Process Changes

Explain any situations regarding Business Process changes that will have an impact on the Go Live

Example
All process changes that could be implemented prior to Go Live have been implemented.  Training has been undertaken with staff to enable them to adopt new processes post Go Live.

Training

Bring attention to any training issues.

Example
Training has been completed for all staff with the following exceptions.

	Person
	Training not Completed
	Reason
	Action

	Jane Lee
	Sales Admin 
	Was off sick at the time
	Personal training session when she returns from sick leave

	Bill Jones
	Security Mgmt
	Failed to attend session
	Use a consultant for the first week and provide hands on training for Bill


Communications

Cover any communications that will be part of the Go Live.  This may simply be a reference to the Implementation plan.  If more detailed planning has taken place, mention it in the same format at the communication section of the Implementation Plan.

Example:
	Communication
	Purpose
	Date of Communication

	Email
	Advise users that the system will not be available over the weekend
	11 Dec 2008

	Email
	Reminder of the lack of availability
	12 Dec 2008

	Email
	Advice that the change was successful or unsuccessful
	13 Dec 2008


Handover Plan

Example
A Handover Plan has been completed and agreed with Production Support.  The plan is available at …………………….

Detailed Schedule

Example
A detailed timetable is available at …………………….  Key milestones are:

	Date/Time
	Milestone

	5:00 PM Friday 12 Dec
	Close old system and run data backup

	2:00 AM Saturday 13 Dec
	Backup complete.  Start data load

	
	


Roll Back Plan

Identify the key triggers for the roll back.
Example

A backup plan is in place.  It can be viewed at …………………… The plan is to revert to our existing system if certain deadlines are not met.  The process will be that if a trigger point is not met.

· Advise the Sponsor that the conversion is being aborted

· Project Manager will advise staff via email that the new system will not be available

· Infrastructure team will restore data links to existing server

· Etc.
	Date/Time
	Trigger

	9:00 PM Friday 12 Dec
	Backup not running

	8:00 AM Saturday 13 Dec
	Cannot start data load

	
	


Support

What support will be available?

Example

The following support will be available:

· Three staff on the floor at Head Office from Monday until support no longer required

· Two programming staff available for any urgent changes

· Help Desk are already trained to address first level support issues

· Vendor of new PCs and printers will have a support person allocated to our organisation during Monday and Tuesday.  1 hour response time.

· Software supplier will act as level three support with a guaranteed response of 4 hours

Documentation

Explain the state of relevant documentation. By “relevant” we mean documents that should be present by the time the system goes live.  Essentially these contain information that will enable the system to be properly used and managed.

Example
	Documentation
	Status

	Training Documents
	Some changes to be made based on feedback from training.  To be completed by the end of the month by the trainers

	Security Policy
	Complete and implemented

	Maintenance Contract for Hardware and Software
	Signed and forwarded to Vendors

	Configuration and Customisation Report
	To be updated following changes during testing.


Benefits
If there are any changes to benefit identification and realisation, they should be mentioned.

Example
We are still unable to set a benchmark for time spent addressing client queries for accounts payable.  Within the Business Case we put forwarded a 20% reduction in queries however since we don’t have a benchmark, we will not be able to prove that the benefit was delivered.
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