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How to Use This Template
REMOVE BEFORE SUBMISSION

Purpose of the template: This template is being provided as an example layout for your agency to use in completing its Deployment Plan. The format itself is optional. The elements within the Task Instruction provide the minimum information to include in your Plan and this template is a tactical supporting document to help illustrate those elements for understanding.

Using the template: 
· Italicized text is meant to be removed from your final Plan. The information is provided for informational purposes only within the template.
· Each section has a “In this section:” that includes a general description of the type of information to include in the section.
· Within some sections are “Questions for Consideration:”. These are meant to promote idea generation or thought-provoking questions your agency can ask itself in building its content for the section. The answers to the questions may not always drive the content only in that section but can provide information that is applicable to another aspect of your agency’s Deployment Plan (e.g., the timeline).
· Remove this page and the “TEMPLATE” watermark before submitting.
· Remove the “example” line from the Downtime Financial Processing tables (Tables 2 & 3) before submitting.
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[bookmark: _Toc233611284]Overview
In this section: Provide a high-level summary of your agency’s Deployment Plan such as key elements, timelines, scope, and stakeholders. Describe the aspects of the Critical Operational Elements (People, Processes, Technology, and Data) that are included in your Deployment Plan. This Plan is meant to cover all aspects of an agency’s cutover activities, not just those related to an agency business system. Agencies without agency business systems must still plan for the transition and cutover, including the planned downtime and “catch up” activities.
[bookmark: _Toc233611285]Objectives and Scope
In this section: Identify the specific objectives and scope of the deployment activities for your agency for each of your agency’s Critical Operational Elements of People, Processes, Technology and Data. Include discussion of key known risks that the agency has identified and how those identified risks are impacting the scope of the agency’s deployment planning. The scope not only includes the deployment of Florida PALM, but the deployment of agency business systems and enterprise systems, such as MFMP or FACTS. 

[bookmark: _Toc233611286]People
Questions for Consideration:
· What individuals or teams, including contractors, are supporting your agency’s cutover and deployment activities?
· What individuals, teams, or stakeholders are impacted by the deployment of Florida PALM and your agency business systems, where applicable?
· Are there specific pre-cutover, cutover, and post-cutover implications or impacts?
· What sort of lead time is needed to affect the agency’s action related to the People impact? When do activities need to start?

[bookmark: _Toc233611287]Processes
Questions for Consideration:
· What business processes are being impacted by deployment that requires agency action in advance of or during the cutover window (pre-cutover, cutover, and post-cutover)?
· What sort of lead time is needed to affect the agency’s action related to the Process impact? When do activities need to start?
· What financial processes (payments/disbursements or receipts/deposits) typically occur during the planned downtime / cutover period?
· Based on projections, what disbursements or receipts may occur during the planned downtime / cutover period?
· What are options for processing those financial transactions sooner (before the downtime / cutover period) or later (after Go Live)?
· What are options for the agency to process emergency payments during the downtime / cutover period when there is no accounting system?

[bookmark: _Toc233611288]Technology
If the agency has no impacted business systems, ‘Not Applicable’ can be entered for this section.

Questions for Consideration:
· What agency business systems are being impacted by deployment that requires agency action in advance of or during the cutover window (pre-cutover, cutover, and post-cutover)?
· What sort of lead time is needed to affect the agency’s action related to the Technology impact?

[bookmark: _Toc233611289]Data
Questions for Consideration:
· What agency data is being impacted by the deployment that requires agency action in advance of or during the cutover window (pre-cutover, cutover, and post-cutover)?
· What information might the agency need access to during the downtime? Where can that be obtained during that period?
· Are there reports that are due during the downtime or soon after Go Live?

[bookmark: _Toc233611290]Key Activities
In this section: Identify the key activities and timeline that are required to ready your agency for Go Live during each stage of Deployment. Describe the activities planned and how those are being captured and managed within your Cutover Checklist, which should include activities beyond those associated with agency business systems. 

[bookmark: _Toc233611291]Preparation Activities
Questions for Consideration:
· What are risks that the agency faces in the Preparation for deployment and cutover?
· Who (individuals or teams, including contractors) is supporting preparation (e.g., completing tasks or providing information)?
· What does preparation look like for our agency?
· What sort of lead time do agency business systems need to cutover? What sort of preparation does each need before cutover?
· Who needs to be informed about preparation activities (e.g., leadership, stakeholders, end users)?
· When do preparation activities need to start or complete?
· Where will information be stored about preparation activities (e.g., SharePoint, network drive)?
· How will preparation activities be performed (e.g., in a demo environment, via a “mock/dry run”, only as a tabletop exercise)? 
· What “catch up” work will the agency need to perform after Go Live (e.g., processing of payments or deposits received during the downtime?
· How will the agency capture the “catch up” work needed after Go Live?
· Who are key resources needed to perform the “catch up” work?

[bookmark: _Toc233611292]Pre-Cutover Activities
Questions for Consideration:
· What are risks that the agency faces in the Pre-Cutover period?
· Who is responsible for submitting the final agency workbooks?
· How will the agency confirm the workbooks are accurate and complete before final submission?
· How will the agency confirm that agency data in FLAIR, MFMP and FACTS is cleansed and ready for final conversion?
· What information needs to be gathered for the agency business system (e.g., COA, suppliers)?
· What information needs to be extracted from the agency business system?

[bookmark: _Toc233611293]Cutover Activities
Questions for Consideration:
· What are risks that the agency faces in the Cutover period?
· How will the agency obtain information about the Project’s Stage Gate Decisions to begin or to continue deployment?
· Who will give the “go” from within the agency for each agency business system to begin cutover?
· How will the “go” be given within the agency?
· What are the cutover verification steps along the way for each agency business system? Who will be performing / validating them?
· Who is responsible for coordinating each agency business system’s connectivity with the Florida PALM system (e.g., MFT, file transfer)?

[bookmark: _Toc233611294]Post-Cutover Activities
Questions for Consideration:
· What are risks that the agency faces in the Post-Cutover period?
· How will agency users be supported during Hypercare?
· Who will be the agency’s “strike” teams that provide direct support to agency users after Go Live?
· Who will be responsible for ensuring all “catch-up” processing is completed timely?
· Is there a closeout that needs to be done for any agency business system after cutover?
[bookmark: _Toc233611295]Contingency Planning and Execution
In this section: Describe your agency’s contingency plans, including fallback options or activities in the event that Florida PALM delays go live or in the event the agency business system experiences issues during cutover. In this section, agencies should document contingency plans for all critical operational elements (i.e., people, processes, technology, and data) and not just plans for impacted agency business systems. 

Questions for Consideration:
· What are options for each system to “fallback”?
· If a system cannot “fallback”, how will the cutover process be managed to ensure that there is an option for continuing operations if Florida PALM does not go live?
· What are the “points of no return” for each system?
· Who needs to be informed?
· How will a change in the go live impact agency process changes that are being planned for Florida PALM?
[bookmark: _Toc233611296]Deployment Management
In this section: Describe the agency’s approach for supporting the planning and execution of its deployment and cutover activities. Agencies should include information about how post-cutover support will be provided to agency end-users during Hypercare.

[bookmark: _Toc233611297]Deployment Coordination
In this section: Describe the agency’s approach to coordinating the various deployment and cutover activities across the impacted and involved resources and stakeholders. The agency should identify a Deployment Coordinator and a Backup Deployment Coordinator.

Questions for Consideration:
· Who will be responsible for what aspects of the coordination?
· What does the agency need to communicate to the impacted and involved resources and stakeholders during each period of the deployment and cutover (e.g., planning, pre-cutover, cutover, and post-cutover)?
· What are escalation paths for any roadblocks encountered during the deployment and cutover process?
· Who is responsible for coordinating the deployment of each of the agency business systems?

[bookmark: _Toc233611298]Tracking and Reporting Deployment Progress
In this section: Describe your agency’s approach to managing its Cutover Checklist and other agency-specific applicable progress reporting requirements, including adding or updating tasks, collecting progress from Task Coordinators, and maintaining the cutover checklist. In addition to the Cutover Checklist, your agency may require other periodic progress reporting from impacted or involved resources. 

Questions for Consideration:
· How do we want to share information about tracking and reporting progress?
· What will be important for agency leadership to know about deployment and cutover progress?
· What are considered ‘recurring’ or routine updates?  What are considered ‘ad hoc’ or as needed updates?

[bookmark: _Toc233611299]Deployment Risk/Issue Management
In this section: Describe your agency’s approach to identifying risks and issues throughout the planning and cutover periods. This section should describe the communication and escalation process across the various agency impacted and involved resources and stakeholders. 

Describe the various methods the agency will use to track risks and issues, including the approach and process for logging tickets. The agency’s risk and issue worksheets should be leveraged to document and report deployment and cutover risks and issues through monthly Progress Reporting. In addition, the Florida PALM Customer Portal (ServiceNow or SNow) should be leveraged to communicate support requests (i.e., tickets) to the Project Team. In UAT, agencies have authorized a limited number of their agency staff to log tickets. As part of deployment and cutover planning, agencies need to determine their approach to reporting issues to the Project during the cutover and post-cutover periods. They should also confirm that the right two individuals are assigned the SNow Ticket Reporter role for their agency, as listed in the “<Agency> Testing Support” workbook in Smartsheet.

Questions for Consideration:
· Who should be responsible for reporting risks / issues for each agency business system?
· How can someone report a risk / issue internally, including end users during Hypercare?
· What is the process for considering a reported risk / issue?
· Who should log tickets in the Florida PALM Customer Portal?
· Who will monitor tickets logged (i.e., serve as SNow Ticket Reporter)? 

[bookmark: _Toc233611300]Deployment Communication Plan
In this section: Describe how your agency will keep impacted and involved resources and stakeholders informed, including the type of messaging, audience, and frequency. Be sure to consider escalation paths and channels for instances of urgent or issue communication.

Questions for Consideration:
· Who needs to send / receive communication during which period of the cutover process?
· What are recurring messages that need to be sent and how often?
· Who are the key stakeholders that need to be kept informed? What sort of information do they need to know? How often do they need to be updated / briefed / informed?
· What methods will be used to communicate (e.g., SharePoint, email, Teams chat, phone calls, meetings)?
· How will agency vendors or customers know about impacts on them (e.g., downtime)? Who will inform them and be their points of contact for questions?


[bookmark: _Toc233611301]Roles and Responsibilities
In this section: Include your agency’s Deployment related roles and responsibilities and assigned resources determined necessary to ensure your agency can successfully execute your Deployment Plan. The table below includes some of the key roles and example responsibilities for consideration. Update, as appropriate, for your agency.

Within the Resources column in the table below, include the names of the individuals or the teams that will be filling each role.

Questions for Consideration:
· Are there specific roles and responsibilities that should be called out by business system?
· What are the responsibilities of the agency CCN members?
· What other roles need to be involved?

Table 1: Agency Deployment Roles and Responsibilities
	Role
	Responsibility
	Resources

	Agency Sponsor
	· Certify readiness for go-live.
· Regularly monitor agency Deployment planning and execution progress.
· Monitor agency risks, issues, and mitigation plans and communicate them to the Project.
· Request, provide and assign appropriate resources as needed, and remove obstacles to successfully complete deployment, including hypercare.
	

	Agency Liaison
	· Collaborate closely with the Deployment Coordinator and provide updates to the Agency Sponsor.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	

	Business Liaison
	· Identify and confirm all agency business processes are ready for deployment.
· Confirm updated documentation for processes and procedures or confirm plan to complete documentation updates.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	

	Technical Liaison
	· Confirm agency business systems are ready for deployment or workarounds are identified for any that are not ready.
· Coordinate any necessary code freeze, restore points, or configurations required for agency business systems. 
· Develop contingency plans for agency business systems.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	

	Project Management Liaison
	· Capture and track both Project- and internal agency-driven Deployment activities in the agency-specific cutover checklist and maintain awareness of progress and due dates.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	

	Change Management Liaison
	· Develop and maintain Deployment communication plan
· Support the identification and tracking of agency deployment participants.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	

	Training Liaison
	· Identify and track agency end user training. 
· Coordinate or lead the agency training material development.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	

	Deployment Coordinator
	· Develop Deployment Plan and Cutover Checklist. 
· Track and confirm deployment progress.
· Lead the Deployment team.
· Serve as the primary point of contact with the Florida PALM Project team for reporting progress, discussing deployment issues, ensuring coordination of agency efforts with the overall deployment timeline.
	

	Deployment Team
	· Meet regularly to review progress and discuss upcoming activities.
· Review deployment issues to determine resolution or need for escalation.
	

	Subject Matter Experts
(Assigned per Business Process Grouping)
	· Support deployment planning and execution. 
· Serve as primary point of contact for end user business process, data, and technical questions.
· Support end user understanding during deployment and after go-live during Hypercare.
· Report agency-specific Florida PALM risks and issues to Agency Sponsor and Deployment Coordinator and support mitigation strategies or resolutions.
	





[bookmark: _Toc233611302]Downtime Financial Processing Alternatives
In this section: Include your agency’s identified list of typical or projected transactions that occur during the planned downtime along with the approach for handling those items. This effort will require support from your Finance and Accounting Office and perhaps Budget and program offices to determine the breadth of items that will be due during the planned downtime period.

The top shaded rows of the each of the tables below include an example for consideration. Populate the tables, as appropriate, for your agency.

Questions for Consideration:
· Based on prior years’ experience what transactions typically occur (are processed) during the planned downtime?
· Based on projected spend plans (e.g., for contracts or program areas) or other agency tracking mechanisms, what transactions may occur during the planned downtime?
· What approvals may need to be obtained in order to utilize the alternative processing approach?

Table 2: Downtime Financial Processing Alternatives - Disbursements
	Transaction / Financial Process
	Estimated Amount
	Impacted Stakeholder(s)
	Known or Anticipated Payment Due Date
	Alternative Processing Approach
	Approval Needed
	Agency Contact

	Copier Payment for HQ Office
	$235.00
	Konika Minolta – Vendor

	Due the 30th of each month
	Delay payment until after Go Live.
	None – Based on Extended Prompt Pay
	Jane Doe – Director’s Office

	Annual Adobe License Software Subscription
	$8,300.00
	SHI – Vendor
	Due January 1 of each year for services beginning January 1
	Pay in advance of the due date.
	A&A Advance Payment Approval
	Sam Green – Office of Information Technology

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	




Table 3: Downtime Financial Processing Alternatives - Receipts
	Transaction / Financial Process
	Estimated Amount
	Impacted Stakeholder(s)
	Known or Anticipated Receipt Date
	Alternative Processing Approach
	Approval Needed
	Agency Contact

	Monthly Grant Draw for ABC Grant
	$750,000.00
	Department of Health and Human Services

Program Office
	Draw is performed weekly every Friday based on disbursements for the prior week.
	Add to next available draw to be performed after Go Live.
	None – Delaying draw
	John Doe – Program Office

	Quarterly Rental Fee on Leased Building in Ocala, FL
	$10,500.00
	Mike’s Kayak Rental – Tenant

Program Office
	Based on the rental agreement the tenant’s payment is due by the 31st of December for January – March rent.
	Process the deposit and record the revenues after Go Live.
	None – Delaying deposit only
	Mary Heart – General Services

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	



