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Post Cutover Support for Migrating Counties

Purpose

This support guide will document our post cutover support plan and communication protocol for the migrating counties.  Should <Current System> Project Staff be contacted by <Current System> county staff, <New System> project staff, Interface partners or Stakeholders after “Go Live” this guide should be used as a reference for documenting the contact and redirecting the contact to the appropriate resource.

Background

The <Current System> Project has been working steadily for the past <time duration> with the <New System> Project to support the migration of the counties to the <New System>.  Beginning <date> our first wave of counties will “Go Live” on the <New System> and county closeout activities will begin.

Below is a list of counties by wave and their “Go Live” date.

	Wave 1 
	Wave 2
	Wave 3

	“Go Live” - <Date>
	“Go Live” - <Date>
	“Go Live” - <Date>

	<Counties>
	<Counties>


	<Counties>


Communication Protocol
Once a county has migrated to <New System> their <Current System> access will be removed.  Migrated Counties will be instructed to call the Customer Support 800 number or send an email to the Customer Support mailbox if they require assistance from <Current System>post cutover.

<New System> will have implementation staff in the counties for several weeks after “Go Live” providing conversion support.  Counties have been instructed to contact the <New System> Service Desk for any issues related to conversion.  This includes any question or issues regarding the Legacy Data Solution (<Current System> is providing 30 days of 2nd level help desk support to the <New System> Project after “Go Live”).

To ensure a successful conversion it is imperative that migration related questions and/or issues get directed to the correct entity as soon as possible.  Therefore, if <Current System> staff receives a call from a county regarding migration the caller should be directed to contact the <New System> Service Desk at <Phone Number>.  If a call is received and you are unable to determine if the caller should be referred to the <New System> Service Desk, please transfer the call (instructions below) to Customer Support.

In addition, we are requiring staff to document any calls/emails they receive so that we can determine whether or not corrective action is required for future waves.  ALL phone calls and emails received from any entity (Counties, <New System>, Interface Partners and/or Stakeholders such as OSI, CDSS, OTech etc.) with a migration related question, issue or inquiry MUST be documented in a Help Desk ticket (instructions below).  Tickets should be assigned to the Migration Readiness Team.  The Migration Readiness Team will review tickets and assign to other support groups as appropriate.

How to Create a Ticket

1. Open the <Help Desk Ticket> form. select the following problem categorization:

· Problem Area: Select, ‘<_____>’
· Problem Sub-Area:  Select, ‘<_____>’
· Problem Summary: Select, ‘<_____>’
2. In the ticket work log, record the following information:

· Contact Name

· Contact’s County/Entity (i.e. SAWS, OTech, MEDS)

· Contact Information (phone/email)

· Reason for the call

How to Transfer a Call to Customer Support

1. Press the Flash button on your telephone.

2. When you hear the dial tone, enter <Phone Number> this will transfer the call to the Customer Support Main line. 

Support Activities
Dedicated Conference Room and Conference Call for Post Cutover Support

During “Go-Live” week, the <Name> Conference Room calendar has been cleared and the conference room will be used for all of the following scheduled meetings as well as any necessary ad-hoc meetings. 

· 8:30 am daily Status

· 11:00 am daily Quick Response Team
· 2:30 pm Mon, Tues, Wed, Thurs <New System> Sponsored Implementation Debrief for Interface Partners

· 3:30 pm daily Quick Response Team
· 5:30 pm daily <New System> sponsored Implementation Debrief for Counties

The following conference call line has been reserved for Migration Related Activities: <Phone Number>.

8:30 Meeting

During “Go-Live” week, participants will bring forth any migration related issues to the 8:30 am Status meeting.  The following teams must have representation during this meeting: Application, Technical Support, Customer Support and Production Control.  The Migration Business Analyst will track all reported issues.

QRT Meetings

Quick Response Team (QRT) meetings will be held daily at <time1> and <time2> in the <Name> Conference Room. This meeting will be facilitated by the Migration Business Analyst and they will track all reported issues.  The following teams must have representation during this meeting: Application, Technical Support, Customer Support and Production Control. 

<New System> Post Implementation Calls

<New System> will host 2 daily Post Implementation Debrief conference calls.  The Interface Partner Debrief will be held from <time range> and the County Debrief will be held from <time range>.  Meeting notices have been sent to the required attendees. 

Customer Support – Command Center

Customer Support will act as the central point of contact for all communication regarding Migration related issues during the post cutover period.

Centralized Issue Board

The white board in the Customer Support/System Support area will track Migration issues.  The board will contain the issue number, a short description and the status of each issue.  Additionally, the white board will list the <Current System> “Go To” resources for the following migration related work efforts: Conversion Processes, Ad-Hoc, Cutover Activities, and Legacy Data Solution (Application and Technical).

In addition, we will follow our standard process of listing known issues on the whiteboard in the Status Meeting room to facilitate discussion and resolution of any issues. 

Both Issue whiteboards will be updated after the daily 8:30 am and QRT meetings.

A copy of the Interface Partner Agreements will be available on both the Centralized white board as well as the <Conference Room> white board for quick reference.

Daily Report to C-IV

The Migration Readiness Team will provide a daily report to <New System> listing all of the migration related call/emails received by the <Current System> Project.

Reference Materials

The following links provide additional information:

<New System> Quick Reference Guide
This document lists the <New System> Project Manager and Implementation Leads for each county and their Help Desk support model.

<imbed link document here>

Interface Partner Agreements
<add links here>
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