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1.0 Introduction

In July 2006 the State Accounting Office will complete the upgrade of the PeopleSoft Financials 7.02 application to version 8.8.  The primary objective of this Deployment Strategy document is to define the overall framework for the deployment of the upgraded Financials system, enabled by the new business processes, training and application. This strategy covers both early deployment activities as well as the activities involved with “going live.” The audience for this document is the project managers and sponsors of the Financials upgrade project, the project team, other individuals involved with the deployment effort, and outside projects.  This comprehensive document is expected to provide a consistent understanding of the deployment strategy both inside and outside of the program.
The strategy has been developed based on several key principles: 
· Clear structure and processes for deployment activities to ensure the deployment is understood and consistently carried out during dress rehearsals and the final move to production.   
· Communication to and involvement of agency directors, project liaisons, and end-users prior to go-live in each area. Effectively communicate current and future plans.  

· Coordinate communication activities so that the right messages are delivered to the right audience at the right time.  
· Minimize disruption to the business, maintain as high a level of productivity as possible during the transition, and make it as transparent as possible to the customer.  
· Significant business involvement.  
· Focus on the delivery of complete business capabilities, not just the components of those capabilities (e.g., application, process, organization and roles).

· Ensure the new application meets prescribed design and test standards prior to deployment.  
· Support and involvement from application and technical perspectives.  
· Metrics and criteria will be used to assess readiness for deployment.

The Financials upgrade deployment phase will concentrate on the activities that initiate the state’s use of the PeopleSoft Financials 8.8 application and business processes. The deployment phase activities include installing and assessing new business policies and procedures and application elements along with transitioning the workforce. This phase marks a change in focus from the development of the new business capabilities to releasing each of these new capabilities into the business and establishing a foundation to realize the benefits established in the Financials Upgrade Business Case.

The business will begin to have visibility of actual deployment activities as the agencies receive project communications and attend change management sessions. Planning and other types of early activities will continue in parallel with the building, testing and acceptance of the new business capabilities (applications, training, etc.) up through acceptance of the applications and training.  Once the applications and training have been accepted, the Deployment Phase moves in earnest into the final move to production.  

2.0 Financials Upgrade Summary
2.1 Go-Live Scope and Expectations
The scope of the Financials upgrade includes the following:
Existing Modules:
	Module
	Description
	Agencies
	Timing

	AM
	Asset Management
	All
	Go-Live

	AP
	Accounts Payable
	All
	Go-Live

	AR
	Accounts Receivable
	All
	Go-Live

	KK
	Commitment Control (formerly BCM)
	All
	Go-Live

	GL
	General Ledger
	All
	Go-Live

	LD
	Labor Distribution
	All
	Go-Live

	PC
	Project Costing
	DOT
	Go-Live

	PO
	Purchasing
	All
	Go-Live

	STPD
	Salary Travel and Per Diem
	All
	Go-Live


New Modules:
	Module
	Description
	Agencies
	Timing

	BI
	Billing (Pilot Implementation)
	DOAS
	Go-Live

	CM
	Cash Management (Pilot Implementation)
	SAO, GTA, OPB, Treasury, Pardons and Parole
	Fall 2006


New Functionality:
	Functionality
	Description
	Agencies
	Timing

	Renamed Chartfield
	Program Chartfield has been renamed Funding Source
	All
	Go-Live

	New Chartfields
	Program (Chartfield1),
Special Purpose (Chartfield2), Product, Budget Reference,
Affiliate Business Unit,

Affiliate Fund
	All
	Go-Live

	New Chartfield Values
	New values defined for the Fund, Program, and Account Chartfields effective July 1, 2006
	All
	Go-Live

	Program Budgets
	New Budget Ledger that contains values reflective of the Appropriations Act.
	All
	Go-Live

	Allotment Budgets
	New Ledger that contains values reflective of Allotments.
	All
	Go-Live

	Interunit Accounting
	Allows for the identification and classification of accounting transactions between or within state entities and funds.  
	All
	Go-Live

	Consolidations
	PeopleSoft process to consolidate and eliminate activity by fund.
	SAO
	March 2007

	Payment Predictor
	PeopleSoft process to automatically apply cash in the Accounts Receivable module. It provides an alternative to applying payments using an express deposit or payment worksheet.
	All
	Go-Live

	HCM/FIN Component Interface
	Synchronizes employee data between the HCM and Financial systems.
	All
	Go-Live

	Open Item Accounting
	Allows coding for travel and per diem at the Chartfield distribution level.  Reconciliation can be performed in the General Ledger.
	All
	Go-Live

	Three-Way Matching (Pilot)
	PeopleSoft process that compares vouchers with purchase orders and receiving documents to ensure that payment is made for only the goods and services which were ordered and received.
	Juvenile Justice, Technical, and
Adult Education
	September 2006

	Receiving against all PO’s
	Acknowledge receipt of goods and services within PeopleSoft system.  This will be required to record a voucher and payment.
	All
	Go-Live


2.2 Measurements of Success

· A user population that is ready and able to work with the Financials system in order to conduct their financial business.

· Complete functional capability that supports financial business policies, practices and procedures.

· All technical interfaces functioning correctly and interacting on a timely basis. 

· A reliable and stable Financials system on PeopleSoft 8.8.

· All key aspects delivered on time. 

2.3 Progress Monitoring and Reporting
· Project Status Meetings and Reports
· Agency Change Champion Sessions
· Critical Panel and Dashboard Reviews
· Readiness Assessments
3.0 Deployment Methodology

3.1 Test Moves to Production

The PeopleSoft Upgrade Lab process will be used to perform the upgrade of the Financials application from version 7.02 to 8.8.  The upgrade path has two legs: 7.02 to 7.5 then 7.5 to 8.8.  The upgrade process will be “practiced” no less than 4 times, with each test move undergoing performance tuning to reduce the overall elapsed time as well as investigating and resolving all detected conversion errors.  The target window for the final move to production is 10 days or less, including all pre and post upgrade tasks.  The target time for each successive test move drives towards this goal.  The team should expect to complete the upgrade process and all peripheral tasks in the target window in the two test moves preceding the final move to production.  
	Test Move
	Begin Date
	End Date
	Calendar Days

	1
	8/6/05
	1/6/06
	160 Days

	2
	1/9/06
	3/13/06 
	65 Days

	3
	3/20/06 
	4/21/06 
	33 Days

	4
	5/1/06 
	5/21/06
	21 Days

	5
	6/2/06 
	6/11/06  
	10 Days


3.2 Operational Readiness Test

The Operational Readiness Test (ORT) verifies the production environment’s ability to handle the new system. It consists of three components:
· Operations Test - verifies that the correct functionality, architecture, and procedures are defined and implemented to allow production support teams to run, maintain, and support the system. 

· Deployment Test - verifies that all system components can correctly deploy to the production environment in the time required. 
· Deployment Verification Test - verifies that the system is correctly installed and configured in the production environment.

The Operational Readiness Test is scheduled to coincide with the 5th test move to production.  This deliverable is described in Section 11.

3.3 Readiness Assessment

The Readiness Assessment serves as the basis of the Go/No-Go deployment decision. The criteria defined in the Readiness Assessment measures each area of the implementation (issues, risks, application, technical infrastructure, operations, organization, and 3rd party) against predefined success criteria to determine if the State is indeed ready to deploy the upgrade.  The Readiness Assessment exercise will be performed 4 times in the months leading up to the target go-live date. The first 3 assessments are intended to highlight risk areas and the project team should identify corrective actions to bring such areas back on track and/or determine if the schedule can be met.  The final Readiness Assessment will result in the official Go/No-Go decision. An affirmative decision indicates that the readiness criteria has been satisfied (or acceptable workarounds will be implemented) and the project team will move forward with the deployment plan. The Readiness Assessment deliverable is described in Section 11.

	Readiness Assessment
	Date
	Weeks Before Go-Live

	#1
	4/20/06
	10 Weeks

	#2
	5/18/06
	6 Weeks

	#3
	6/1/06 
	4 Weeks

	#4
	6/15/06 
	2 Weeks


3.4 Timeline and Key Milestones
The diagram below depicts the key deployment related activities by week:
[image: image1.png]1338 'Y )60 3 6%

Shides \ X Be i g2 L

B Deployment Timeline by Weeks

an7 424 511 | 58 | 5115 [ 6i22 5129 [ 615 | 6112 [e19]ei28] 713 ‘7/10 n7

- Readiness Assessments

: Q @ |©

Test Moves to Production

Operational Readiness Test

c

pgrade

7.02 System Down 8.8 System Up





4.0 Assumptions

4.1 Go-Live Date and Cutover Window

Due to the new FY07 budget structure, the Financials upgrade must coincide with the start of the State’s 2007 fiscal year which begins on July 1, 2006.  The final move to production is targeted to complete within 10 calendar days.     The cutover window is scheduled to start on Friday, June 30, 2006 and complete on Sunday, July 9, 2006.  During this time neither the 7.02 nor the 8.8 Financials systems will be available.  The upgraded PeopleSoft Financials application is expected to be available for business (go-live) on Monday, July 10, 2006 at 8am.  

4.2 Freeze on 7.02 System Configuration

All decisions regarding the 7.02 system modifications that need to be carried forward to version 8.8 have been made.  A moratorium is in effect in 7.02 as of May 1, 2005 preventing material modifications that would have an impact on the data, system configuration, interfaces, batch programs or reports.  This includes no business units being added in 7.02.
4.3 Approval for FY07 Budgets 
The FY07 Appropriations Act will be passed by the General Assembly no later than May 1st, 2006.  

4.4 BudgetNet
Agencies will enter their Program budgets directly into BudgetNet which will then be loaded into PeopleSoft 8.8.  It is assumed that the necessary modifications and configuration to BudgetNet for Program Budgets will be implemented by March 24, 2006, and tested during Functional Test – Pass 2 and 3.  The modifications required for agencies to directly enter their FY07 Q1Allotment requests into BudgetNet will not be available in time for testing and go-live. The interim solution is for agencies to submit their FY07 Q1 Allotment requests to OPB on a spreadsheet template provided by the OPB.  OPB will in turn provide SAO with a spreadsheet in the PeopleSoft format containing all of the FY07 Q1 Allotment information for upload into PeopleSoft.
4.5 New Program, Fund, and Account Values

FY07 budgets will utilize the new Fund and Account values defined by SAO and new Program values defined by OPB.  See implications in the Go-Live Contingency Plan section.
4.6 Responsibility for Moves to Production

SAO is responsible for the planning, management, and execution of all moves to production.  This includes identifying the required pre and post upgrade data preparation and reconciliation tasks.
4.7 Resource Availability

The required functional and technical resources will be available to support the work defined in the project work plans. 
4.8 Technical Infrastructure and Environment Availability
The PeopleSoft moves to production, configuration, test and production environments will be available as required to support development, testing and execution of test moves.  These environments will be sized appropriately for the stage of development (i.e., smaller for testing, production size for the test moves).  The timing of test moves and the go-live date could be impacted if the environments are not sized appropriately.
4.9 System and Data Verification

SAO, with assistance from Accenture, will verify and validate the results of the upgrade process, including test moves, dress rehearsals, and the final move to production. The State is responsible for identifying reconciliation requirements outside of the delivered objects. SAO and Accenture will provide resources onsite to perform verification tasks during the test moves and final move to production.  This assumption must be correct: Only SAO personnel can validate whether the data is being upgraded correctly.
4.10  Access to 7.02 After Go-Live

Access to the 7.02 environment after go-live will be restricted to the SAO database administrator and in a view-only mode.  It will only be used for data validation and verification against the 8.8 environment. After the 7.02 database is copied for the upgrade it will be put in a “Read-Only” mode. The application servers will be brought down so that end users cannot access the system.

5.0 PRE-DEPLOYMENT: Go-Live Preparation Activities and Considerations
5.1 7.02 Production Archiving 
To improve the efficiency of the upgrade process it is necessary to archive as much historical data as possible.  All modules except Budget Checking have currently been archived from the 7.02 production database through FY03. By February 28th, 2006 all modules except Budget Checking will be archived through FY04. The Budget Checking module must be archived through FY04 and will be completed by March 31st, 2006. Existing policies and procedures around archiving and assessing archived data will be followed.  This will help ensure that the upgrade process can be complete in the allowable window.  
5.2 7.02 Transaction Processing and Cleanup

In order for the 7.02 financials data to convert properly to 8.8, PeopleSoft has outlined a number of pre-conversion tasks to ensure the data is in the proper state and as many errors and inconsistencies have been resolved.  Some examples of the tasks include processing all pending transactions and resolving all budget checking errors.  These tasks will be detailed in the Deployment Plan as described in section 11.
5.3 New Chartfields and Values

New values have been defined for the new Program Chartfield (Chartfield1) and existing Fund and Account Chartfields.  The new Fund and Account values will be entered into the 7.02 database with the effective date of 01/01/1900 and consequently be migrated to the 8.8 production environment during the upgrade process.  The new Program Chartfield will be configured in the 8.8 configuration environment and the respective values will be migrated to the 8.8 production environment during the final move to production.  The agencies will receive training on the new chart of accounts on March 2nd, 2006.
	Chartfield Activity
	Responsible
	Date

	1. New values defined for Fund, Account, and Program  
	SAO / OPB
	2/24

	2. New Fund and Account values loaded in 7.02 production
	SAO
	3/10

	3. New Program Chartfield values loaded in the 8.8 configuration environment
	SAO
	3/10

	4. Migrate Program values into the 8.8 production environment
	SAO
	Final Move to Production


5.4 FY07 Budget Preparation 
5.4.1 Budget Training
Agencies will require training to learn about the new Program and Allotment budgets and BudgetNet process prior to preparing their FY07 budgets.  SAO will deliver budget training to the agencies March 27th, 2006.
5.4.2 Trees and Budgets
The new budget structure eliminates the need to account for Program in the Organization code or other Chartfield.  Agencies are encouraged to keep their existing ORG structure and values for FY07 and not re-structure until FY08.  Agencies must communicate their approach for FY07 ORG structures (keep existing or re-structure) to SAO by April 3rd, 2006. 

Agencies must prepare their FY07 ORG trees and budgets using the spreadsheet templates provided by SAO in both the old 7.02 structure (if the agency opted to reorganize their ORG structure) and the new 8.8 structure (see contingency plan).  Agencies will enter their Program budgets directly into BudgetNet which will then be loaded into PeopleSoft 8.8.  Agencies will submit FY07 Q1 Allotment requests to OPB on a spreadsheet template provided by the OPB.
5.4.3 FY07 Budget Timeline
	Budget Activity
	Responsible
	Date

	1. Submit and finalize FY07O Trees in 7.02 and 8.8 structures to SAO.
	Agency
	4/3 – 4/21

	2. Submit and finalize FY07 ORG Budgets in 7.02 and 8.8 structures to SAO.
	Agency
	4/17 – 5/26

	3. ORG Trees and Budgets loaded into 7.02 VOLTST and 8.8 CFG environments.
	SAO
	4/15 – 6/9

	4. Enter Program budgets in BudgetNet.
	Agency
	5/1 – 5/31

	5. Submit FY07 Q1 Allotment requests via spreadsheet template to OPB.
	Agency
	5/1 – 5/31

	6. Authorize FY07 Q1 Allotment Requests.
	Comptroller
	6/1 – 6/15

	7. Generate Program files and submit to SAO.
	OPB
	5/15 - 6/15

	8. Submit Allotment spreadsheet templates to SAO.
	OPB
	6/16

	9. Load BudgetNet files and Allotment spreadsheet templates into 8.8 configuration environment
	SAO
	5/15 – 6/19

	10. Generate report for OPB to verify Allotment Requests
	SAO
	6/20

	11. Financial Reporting Group verifies Program Budgets
	SAO
	6/20 – 6/23

	12. Verify FY07 Q1 Allotment Requests
	OPB
	6/20 – 6/23

	13. Agencies have access to 7.02 and 8.8 environments to verify ORG Budgets and Trees
	Agency
	6/12 – 6/23

	14. 8.8 Trees and Budgets migrated to 8.8 production environment
	SAO
	Final Move to Production

	15. 7.02 Trees and Budgets migrated to 7.02 production environment
	SAO
	Final Move to Production

	16. Program Budgets and Allotment Requests migrated to 8.8 production environment
	SAO
	Final Move to Production


5.4.4 Validating FY07 Budget Data

Agencies will have access to the appropriate 7.02 and 8.8 environments to validate ORG trees and budget data before go-live and will be required to sign- off that the budget data is accurate and complete.  The SAO Financial Reporting group will verify the Program budgets against the Appropriation Act.  OPB will verify that the Allotment requests are accurate.
5.5 3rd Party Preparations 
5.5.1 Interface File Layout Changes
The new interface file layouts have been provided to entities interfacing data into the PeopleSoft Financials system.  The source systems are responsible for incorporating the changes into their 3rd party systems and programs.  The technical changes should initially be made in a test environment so as not to impact current production activity.  Each entity must develop a plan to migrate the changes to their production applications for go-live.
5.5.2 HCM Integration
The HCM system uses “Account Codes” to distribute accounting information to payroll transactions.  Account Codes values that correspond to the new 8.8 structure will need to be prepared and tested in the HCM test database.  In addition, the migration process should be tested in order to verify that the Account Code migration can be performed successfully in the allotted time.
5.5.3 New Field Values
As explained above, new values have been defined for the new Program Chartfield (Chartfield1) and existing Fund and Account Chartfields and will utilize an effective date of 01/01/1900.  SAO/OPB will provide the list of valid values to impacted parties in March 2006. Entities are responsible for loading the new values into their 3rd party systems and/or programs.  The values should be initially loaded into a test environment so as not to impact current production activity.  Each entity must develop a plan for migrating the new values into their production applications for go-live.  In addition, forms containing Chartfields may need to be updated.  Communications will be necessary to alert agencies and end users to the new values and the policies and procedures around them.  
5.5.4 Integration Testing

Integration testing with entities interfacing data into or out of the PeopleSoft Financials system will begin on April 10th, 2006.  Source systems are required to submit test files generated from their test environment to SAO by February 22, 2006.  The project team will test the files at the appropriate cycle and communicate test results back to the submitting entity.  Source systems must immediately resolve any errors and submit a new test file.  It is important that integration testing simulate production file generation and transmission methods as closely as possible.  
5.6 Pre-Population of 8.8 Configuration Tables
For the most part, the 7.02 configuration will be mapped and migrated to the corresponding 8.8 configuration tables during the upgrade process.  There is a fair amount of manual set up required to configure the system for new functionality included in the upgrade project scope.  In order to reduce time and potential errors during the final move to production, new or updated configuration tables will be pre-populated in the 8.8 configuration environment prior to the cutover and migrated to the 8.8 production database during the final move to production.
	Configuration Item
	Data

(All or Subset)
	Responsibility

	1. End-User Security
	All
	SAO

	2. Purchasing Contracts
	All
	State Purchasing

	3. Fund
	Subset
	SAO

	4. Program
	All
	OPB

	5. Account
	Subset
	SAO


5.7 Preparing for FY06 Year-End Processing

Preparations should be made for the closing of FY06 as it relates to the upgrade of the PeopleSoft Financials system, considering that the system will be unavailable for a period of up to 10 days beginning June 30th.  Agencies should balance their books in advance of June 30th by preparing preliminary reconciliation.

5.8 7.02 Freeze Dates
	PeopleSoft Component
	Type
	Freeze Date

	Application Changes
	System Customizations
	5/1/05

	Set up Tables
	Business Units
	5/1/05

	
	Adding Vendors
	6/26/06

	Submodules
	Transactions
	6/29/06

	General Ledger
	Manual Journals
	6/29/06

	Interfaces
	Labor Distribution
	6/29/06

	
	Offline Vouchers
	6/26/06

	
	Spreadsheet Journal Uploads
	6/26/06

	
	GL 
	6/26/06

	
	AR
	6/26/06


5.9 Conducting Business During the Downtime

The State must make the necessary provisions to continue conducting business during the 10-day cutover window when neither the 7.02 nor the 8.8 PeopleSoft systems will be available.  It is important to note that the HCM system will be available during the Financials system downtime.
5.9.1 Backlogging Transactions

Agencies will hold transactions that need to be entered directly into PeopleSoft.  Each agency should confirm their process for backlogging transactions that will need to be manually entered into the PeopleSoft 8.8 once the upgrade is complete.
5.9.2 Transacting in 3rd Party Systems
Agencies can continue transacting in their respective 3rd party systems during the cutover downtime for FY06.  Entering FY07 transactions will be dependent on the contingency plan as it relates to that interface (see discussion on contingency plan in Section 9). Care must be exercised to ensure the appropriate budget information is applied to transactions (FY07 - new budget structure, vs. prior year - existing budget structure).
5.9.3 Inbound Interface Files

Agencies should hold or not generate inbound interface files to SAO during the cutover downtime.  Agencies will need to maintain old code for generating files in 7.02 format in the event that go live is postponed.  Communications will need to be sent to external parties that accept or send files regarding down time and when to expect to resume transacting with the State.
5.9.4 Emergency Purchase Orders

Manual PO’s can be generated when necessary.  Original documentation should be maintained for recording the transaction in the 8.8 production environment at go-live.
5.9.5 Emergency Payments

Manual checks can be issued if necessary.  Agencies should have sufficient manual check stock on hand and procedures identified.  Original documentation should be maintained for recording the manual disbursement transactions in the 8.8 environment after go-live.
5.9.6 HCM

Legal requirement for payment of taxes and deductions must be met.  The payroll schedule during the Financials downtime is as follows:  
	Agency
	Process Date in HCM
	Pay Date on Checks
	HCM Feed Date to 
8.8 Financial System

	Revenue (474)
	Friday, 6/30/06
	Monday, 7/3/06
	Monday, 7/10/06

	DOT (484)
	Monday, 7/3/06
	Friday, 7/7/06
	Monday, 7/10/06

	Forestry (420)
	Wednesday, 7/5/06
	Thursday, 7/6/06
	Monday, 7/10/06

	General Assembly (444)
	Wednesday, 7/5/06
	Friday, 7/7/06
	Monday, 7/10/06

	Revenue (474)
	Thursday, 7/6/06
	Monday, 7/10/06
	Monday, 7/10/06

	Defence (411)
	Thursday, 7/6/06
	Friday, 7/7/06
	Monday, 7/10/06

	DTAE (8XX)
	Friday, 7/7/06
	Friday, 7/14/06
	Monday, 7/10/06


5.10  Deployment Communications
Communications will be sent to the project team, sponsors, agencies, and external parties for the following deployment events:

· Go/No-Go decision

· Final 7.02 processing and system takedown 
· Security and sign on instructions for users
· 8.8 production system up and available to transacting
5.11   Go-Live Support 
The existing SAO Help Desk/Production Support structure will be used for the Financials upgrade deployment.  This process will be augmented with stabilization conference calls and/or face-to-face sessions with the agencies to understand and address any upgrade related issues. The upgrade team will continue to utilize the SIR tool to log reported defects through August 31st, 2006.
6.0 DEPLOYMENT: Cutover to 8.8
The final 7.02 to 8.8 move to production is scheduled to complete within 10 calendar days.  The project team has identified Friday, June 30 to Sunday, July 9 of 2006 to execute the cutover. This period was selected to take advantage of the Independence holiday where the State is closed for business on July 4th.
	Week
	June

26 - 30
	July

3 – 7

	Books
	June open
	

	Activity
	· 6/26 – last day to add vendors, process GL, AP and AR interfaces in 7.02

· 6/29 – last day to enter data in 7.02

· 6/29 – final batch processing in 7.02

· 6/30 – 7.02 System down 
	· 7.02 System Down

· Back-log transactions


6.1 Final 7.02 Activities
6.1.1 Batch Processing

Final batch processing in 7.02 will be run on June 29th.  
6.1.2 7.02 Snapshot for Final Move To Production
At 12 noon on Friday, June 30th the 7.02 production system will be brought down and the database copied to perform the final move to production.  E-mail communications will be sent to all users early in the week and reminder notices sent out the day before and the day of June 30th.  
6.1.3 Initiate 7.02 Contingency Plan

Once the 7.02 database is copied, the contingency plan for reverting back to the 7.02 production environment will be initiated.  This plan is described in detail in Section 9.
6.2 Final Move to Production
6.2.1 7.02 to 7.5

As mentioned, the path from 7.02 to version 8.8 will occur in two legs; 7.02 to 7.5, then 7.5 to 8.8.  The functional team is required to perform some configuration and data validation tasks during the first leg (see Deployment Plan).
6.2.2 7.5 to 8.8

The functional team is required to perform configuration and data validation tasks during the second leg of the upgrade process (see Deployment Plan for detailed tasks).
6.3 Post Move To Production Activities
6.3.1 PeopleTool Migrations

The technical team will conduct the PeopleTools export from the system test environment into the new 8.8 production environment.

6.3.2 Table Migrations

Once the upgrade process has completed, the team will migrate the specified configuration tables and/or data subsets described in Section 5.6 from the configuration environment to the 8.8 production environment.  
6.3.3 Manual Configuration

Some of the setup required for new functionality can not be pre-configured and migrated from the configuration database.  For these items, the setup tables will be either manually populated or uploaded in the 8.8 production environment.  These manual and automated configuration items and the persons responsible for completing are included in the Deployment Plan.
6.3.4 Conversions

The following data conversion scripts and programs have been identified to 1) resolve errors in the upgrade process or 2) implement new functionality: 
	Conversion Program
	Description
	Timing

	1. Open Item
	Allows coding for travel and per diem at the Chartfield distribution level. 
	After Upgrade Process Completes

	2. Customer ID Conversion
	Update Customer ID for DOAS transactions to reflect newly consolidated, auto numbered Customer IDs
	After Upgrade Process Completes


6.3.5 Reconciliations

Once the 8.8 environment is complete with all migrations, set-ups, and conversions, reconciliation activities will occur.  These activities are performed by the SAO upgrade team after the upgrade process completes and can include record counts, row counts, GL balances, and similar items that are fully detailed in the Deployment Plan described in section 11.
6.3.6 System Initialization and Verification
At this point the system is ready for initialization and verification.  The functional project team will be asked to verify the ability to access the system, review data, and process transactions.  Selected transactions from production data held over the last 10 days will be used to test the system.  End users will be asked to verify and sign off on the operability of the system.

6.3.7 Open Period for July FY07

Certain tasks will need to be performed to prepare the system to accept and process FY07 transactions correctly.  These include opening the accounting period for July 2007 and creating any calendars needed.

7.0 POST-DEPLOYMENT:  PeopleSoft 8.8 Production
	Week
	July

10 – 14
	July

17 – 21
	July

24 – 28
	July 31-

August 4
	August

7 - 11

	Books
	June open

July open
	June open

July open
	998 open

July open
	998 open

July open
	August Open

	Activity
	· 7/10 - 8.8 System up 8am

· Enter back-logged transactions
· First HCM feed to 8.8 Financials System
	· 7/21 - June close
	
	· 8/4 - FY06 close

· 8/4 – July close
	· 8/7 – Open August


7.1 Initial Start-up Activities
7.1.1 Interfaces

Agencies will transmit interfaces accumulated during the down time.

7.1.2 Entering Backlogged Transactions

Agencies will enter transactions accumulated during the downtime into PeopleSoft 8.8 production.
7.1.3 Batch Schedule

Run scheduled batch for Monday night.
7.1.4 Resume Daily Processing

Both June FY06 and July FY07 will be open and daily transaction processing can resume for both these periods.

7.2 FY06 June Close
Both FY06 and FY07 will be open at the same time as backlogged transactions from June and current transactions from July will need to be processed.  Accounting dates will default to the current date – FY07.  Transactions processed for June should choose a June accounting date and ensure the budget date is for the correct period.  Activities in the subsystems for June should be completed as soon as possible so the accounting period can be closed for subsystem activity.  Once final general ledger entries and allocations are completed for June, the period can be closed for all accounting activity. (See timeline above)
7.3 FY06 Year-End Close
Once June is closed year end transactions will be performed in adjustment period 998. Year end closing rules should be reviewed and updated as needed.
7.4 Performance Monitoring and Tuning

SAO will actively monitor performance and address any issues identified by users.
8.0 Deployment Risks
The following risks have been identified relating specifically to the deployment effort.
8.1 Technical Risks

8.1.1 Move to Production Window
There is a risk that the move to production including all pre and post upgrade tasks, will not complete in the target cutover window.  In this case, the deployment would have to be postponed until the move to production process could be reduced to the acceptable cutover window or an alternative approach and/or upgrade process can be implemented.   The project team has developed a contingency plan to revert back to the 7.02 system should this risk be realized (see Section 9, Go-Live Contingency Plan).
8.2 Organizational Risks
8.2.1 End-User Training
The train-the-trainer strategy being employed by the Financials upgrade team does introduce the risk that some end users will not receive adequate training prior to go-live.  The project team has developed the following plans to mitigate this risk:

· Agencies must identify their “key users”.  100% of the key user group must attend end-user training (EUT).

· A “critical mass” defined as 85% of the end user population must attend EUT.
· SAO will define the mandatory UPK curriculum end users are required to complete prior to go-live.  Audits of the UPK tool can provide the statistics needed to monitor this.

· The project team will collect EUT data (key users, attendance) from the agency trainers to ensure the training targets are met.
· SAO will offer labs where end-users can bring their work and receive hands-on assistance from subject matter experts.

8.2.2 Agency Readiness
The success of the Financials upgrade does not rest with the readiness of the upgrade process and 8.8 application.  Much depends on tasks and activities to be performed by the agencies (e.g. 3rd party system preparations, budget preparation, training, contingency planning, etc.).  There is a risk that less than 100% of the agencies will be ready for the upgrade.  The project team has developed the following plans to mitigate this risk:
· The project has developed an Upgrade Activities List and a Readiness Assessment specifically for the agencies to use to help them understand the tasks they are responsible for completing and help them track their progress (see Section 11, Related Deployment Deliverables, for more details). 

· The organizational readiness team will meet face-to-face with the agency primary contacts several times in the months leading up to go-live to communicate and respond to questions regarding preparation and deployment activities.
8.3 Business Risks

8.3.1 Initiatives Dependent on the Upgrade
The Financials upgrade to 8.8 is a prerequisite for other state initiatives on the horizon.  If the upgrade is not completed as planned, there could be delays to these other projects.  These dependent projects must evaluate the direct impact of the PeopleSoft Financials upgrade on their respective project schedule and go-live and plan accordingly (see Section 10, Relationship/Dependencies with Other Projects).  The project team’s number one risk mitigation strategy is to meet the planned go-live date.  The following activities/decisions have been enacted in order to hit the July 10, 2006 go-live date:
· The project sponsor has agreed to defer some of the low impact scope until after go-live (see Section 2.1, Go-Live Scope and Expectations).
· Both Accenture and SAO have added additional resources to the project team to complete required tasks.
· The project team has prioritized the critical customizations, reports, and training materials to ensure those are completed first.

· Agency resources will be utilized to augment the team for the testing effort.
9.0 Go-Live Contingency Plan

9.1 Contingency Plan Overview
If the July 10, 2006 go-live date is missed for any reason, the State must be able to continue doing business in 7.02 until the upgrade can be completed.  Changes to the chart of accounts and the budget structure highlight the need for contingency planning specifically around FY07 budgets.  The State will need to prepare the 7.02 and 8.8 applications for FY07, reverting back to 7.02 in the event the 8.8 application cannot be deployed.  
9.1.1 7.02 Contingency Plan  
The following activities will take place in parallel to the 8.8 budget preparation tasks:

	Contingent Activity
	Responsible
	Date

	1. New Fund and Account values are loaded into the 7.02 environment.
	SAO
	May 2006

	2. Agencies submit FY07 budget trees for old budget structure to SAO via Excel spreadsheets
	Agencies
	4/3 – 4/21

	3. Agencies submit FY07 budgets in old budget structure to SAO via Excel spreadsheets
	Agencies
	4/17 – 5/26

	4. SAO loads agency trees using Tree Load process and old structure FY07  budgets into cloned 7.02 environment for  testing
	SAO
	4/15 – 6/9

	5. Agencies access to 7.02 VOLTST verify and validate data
	Agencies
	6/12 – 6/23


The following activities will take place in the 7.02 production environment once it has been copied to create the upgraded 8.8 database:

	Contingent Activity
	Responsible
	Date

	6. Migrate budget trees from VOLTST environment to 7.02 production
	SAO
	During Upgrade


9.1.2 HCM Contingency Plan 
The HCM area will have prepared account codes to support the new FY07 budget in the old 7.02 format.  These should be prepared in a test database and the migration to another test database tested prior to June 15th.  In the event that it is necessary to revert back to using the 7.02 environment, these values will be loaded into the HCM production system.  
9.1.3 Agency Contingency Plans

Agencies with in-bound interfaces to the PeopleSoft system must have the ability to revert back to the old accounting structure if needed on short notice and a condensed time frame.  This process should be documented and tested prior to go-live. Communications should be drafted in the event the plan must go into affect.
10.0   Relationship/Dependencies with Other Projects

10.1   BudgetNet
The new Program budget process originates in the OPB BudgetNet system.  Modifications to the BudgetNet application must be completed and interface files tested during the upgrade functional test.  Interface test files must be received by SAO by March 24th.  The application must be ready for agencies to enter their Program budgets by May 1st.
10.2   Streamlined Banking
The Streamlined Banking solution is targeted for piloting with 5 agencies in the Fall of 2006.  The PeopleSoft Financials upgrade to 8.8 must be achieved in order to rollout the banking solution.
10.3   Asset Management Program
The Financials upgrade team has not received any requests to date to support the concurrent Asset Management Program project which is also scheduled to go-live in August 2006.  There is no overlap in project resources at this time.

10.4   Billing

The Billing module is targeted to be piloted with one agency, DOAS, at the time of the upgrade to 8.8 in July 2006.  A phased rollout to other agencies of the Billing module is schedule through 2007.
11.0   Related Deployment Deliverables

11.1   Deployment Go-Live Checklist
The deployment checklist is a detailed list of activities that need to be completed relating to the deployment process.  Is serves as a basis, along with this document, for the detailed Deployment Plan.
11.2   Agency Upgrade Activities List

This is a detailed list of deployment related activities that are to be completed by the agencies during the months leading up to go-live in preparation for the PeopleSoft Financials upgrade.

11.3 Operational Readiness Test Plan
The Operational Readiness Test Plan outlines the tasks that will be performed, who will perform them, and the timing during the Operational Readiness Test.
11.4   Readiness Assessment Criteria
The Readiness Assessment deliverable evaluates the major component of the upgrade effort and measures the respective “readiness” for go-live.  Four assessments are planned during the months leading up to go-live: April 20th, May 18th, June 1st and June 15th.  During this process the assessment team will consider the success criteria and acceptable work around for each component and conclude the appropriate status:  Green – on target/complete, Yellow – at risk/slipping, or Red – severely off track/go-live in jeopardy.  For any component that is in Yellow or Red Status, the assessment team will determine the appropriate corrective action.
11.5     Agency Readiness Assessment
The Agency Readiness Assessment is analogous to the project’s Readiness Assessment.  The agencies will affirm that each component on their Upgrade Activities List is complete and ultimately sign-off on the document indicating their “readiness” for go-live.
11.6   Deployment Plan
The Deployment Plan is a detailed schedule of the tasks, resources, laid out in the correct sequence down to the date/hour of SAO Financials upgrade deployment activities starting with final 7.02 system preparations.  The Deployment Plan is the master document used to organize and orchestrate the deployment effort.  The deployment lead and all upgrade participants will refer to the deployment plan to understand the tasks which they are responsible for, the timing of these tasks, and pre and post dependencies.
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