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Introduction to the Operational Readiness Assessment (ORA) Template
An Operational Readiness Assessment (ORA) is conducted during a project’s Executing Process Phase. The ORA is part of the transition of the project’s software release or other end product to maintenance and operations (M&O) and the production environment. The assessment provides and documents a comprehensive analysis of all facets of readiness, including organizational readiness and contingency planning, prior to implementation.
This template with Instructions contains directions for completing the ORA, including how to document detailed analysis findings and summary analysis findings. Additional tips, examples and suggestions are included within each of the template tables where key information is recorded.
Template style conventions are as follows:
	Style
	Convention

	Normal text
	Indicates placeholder text that can be used for any project.

	[Instructional text in brackets]
	Indicates text that is be replaced/edited/deleted by the user]

	Example text in italics
	Indicates text that might be replaced/edited/deleted by the user



As you complete the template, please remember to delete all instructional text (including this section) and update the following items, as applicable:
· title page
· version history
· table of contents
· headers
· footers
Update the document to a minor version (e.g., 1.1, 1.2) when minimal changes are made and a major version (e.g., 2.0, 3.0) when significant change are made.
Project Sample Library:
The CA-PMF has a Project Sample Library that contains real-world project artifacts from approved projects that you can reference to help you complete CA-PMF templates. Visit the CA-PMF website to access the Project Sample Library.


[bookmark: _Toc448929956][bookmark: _Toc448933968][bookmark: _Toc449423568]Introduction
[bookmark: _Toc448929957][bookmark: _Toc448933969][The ORA is recommended for larger and more complex projects with many impacted internal and external Stakeholders. It is designed in part to ensure that all readiness details are analyzed, documented, and captured in a format that can be used to support “go/no-go” deployment decisions by appropriate state managers, authorities and other Stakeholders.
This template includes a Roles and Responsibilities table, a Summary Analysis Findings table, a Detailed Analysis Findings table, and a section for supporting documentation to be provided by the project and Stakeholders. 
Provide a description of the project environment, including what is being deployed, the timing, and criteria that is being assessed.]
The Operational Readiness Assessment (ORA) is conducted during the Executing Process Phase to assess the project’s readiness to transition the software/hardware/data or other end product to maintenance and operations (M&O) and the production environment. The assessment facilitates a comprehensive analysis of all facets of readiness.
[bookmark: _Toc449423569]Roles and Responsibilities
[bookmark: _Toc448929958][bookmark: _Toc448933970][The following table identifies primary participant roles and responsibilities for key tasks relating to the ORA. In many cases, a project might have unique requirements that call for additional or fewer roles or responsibilities depending upon the size, type, and complexity. Substitute, add, or subtract roles as required for the individual project.]
	Name
	Role
	Responsibility

	
	Executive Sponsor or Project Sponsor(s)
	· Review consolidated ORA templates for major software/system/product releases
· Participate in ORA meetings

	
	Project Manager
	· Participate in ORA meetings 
· Make Go/No Go decision and communicate the decisions to Stakeholders
· Document rationale for any No Go decisions and recommended next steps to get to a Go decision 
· Approve ORA and provide final  recommendation for major releases

	
	Implementation Manager
	· Lead ORA process and coordinate with project team members
· Facilitate and conduct ORA preparation meetings
· Work with the project team to develop ORA preparation assignments and track completion status
· Facilitate ORA meetings
· Track completion of action items identified in ORA meetings
· Include Executive Stakeholders in ORA meetings
· Support ORA Go/No Go Decision process with additional analysis and supporting documentation, as requested

	
	Risk and Issue Managers
	· Participate in ORA meetings
· Provide status and updates on resolved/open risks and issues

	
	IT Lead/Legacy System Managers
	· Identify legacy system subject matter experts for ORA meetings
· Provide legacy system analysis for ORA meetings
· Participate in ORA meetings 
· Present legacy system decisions and issues during ORA meetings

	
	Information Security Officer
	· Participate in ORA meetings
· Provide security analysis and assessments

	
	Business Lead
	· Participate in ORA meetings



[bookmark: _Toc449423570]Detailed Analysis Findings
[bookmark: _Toc448929959][bookmark: _Toc448933971][The Detailed Analysis Findings capture and document the details of the readiness of all aspects of the project software/hardware/system release or other end product. The table includes the name of the individual readiness component, a description of the component, a reference number for the component, and a status indicator for the readiness of the component (green, red).
Some projects may require less detail than is included in the example text and columns provided in this template, while other projects may require much more detail and break down of individual readiness components. Projects may also require different major categories. Substitute categories as required for the individual project.
In this template, components are grouped under the following seven major categories:
1. Project Management Readiness– Includes significant issues resolve, significant risks and mitigation strategies, and Change Request (CR) assessment, and benefit assessment.
2. System Functionality Readiness – Includes the readiness of the system for production operations, and readiness of system functionality for production operations. 
3. Data Readiness, including Third Party Data – Includes data validation and third party data validation.
4. Production Environment Readiness – Includes hardware/software installation and status, successful completion of performance testing and reports performance testing, readiness of security components for production.
5. Business Implementation Readiness – Includes readiness for cutover to new release/system, readiness of internal Stakeholders and readiness of external Stakeholders.
6. Transition and Production Support Readiness –  Includes master cutover checklist, readiness of operations and procedures, Service Desk readiness, completion of release note and workarounds, on-site support approach, continuity and contingency plans and procedures, and enterprise (department) readiness.
7. System Readiness – Includes system ready for production operations, users ready to use new functionality, and implementation readiness.
Each column should be filled with the following information:
# - Numbering of the table including the seven categories.
Component Name - In the “Component Name” column, the purple rows labeled 1-7 are populated with the major readiness and review components of the ORA, such as “Project Management Readiness” and System Functionality Readiness.” Readiness subcategories, numbered 1.x, 2.x, etc., are used to populate the “Component Name” column under each major category.
Description - Populate the “Description” column with a description of the contents of each subcategory. These descriptions may be further broken down as required by the complexity of the individual project.
Comment – Enter the date, the commenter’s initials, and any comment related to the status of each item.
Status: (Green, Red) - Use a green or red symbol in the right-hand Status column to indicate the go/no go projection or recommendation for each sub-category. “Green” indicates there is nothing impeding implementation; “Red” signifies there is a roadblock or a significant risk to successful implementation. To change the color of the circles, right click on the specific circle and select the fill color.]
Detailed Analysis Findings – [Release X.x]
	#
	Component Name
	Description
	Comment
	Status
(Green, Red)

	1
	Project Management Readiness

	1.1
	Significant Issues Resolved
	Issue assessment/Decision Point assessment
	1/15/16 (JP) – All remaining issues resolved.
5/12/15 (KW) – 5 outstanding issues unresolved.
	

	1.2
	Significant risks identified and mitigation strategies defined
	Risk assessment, including total number of risks, and risks for which a mitigation strategy has been defined.
	
	

	1.3
	Change requests (CRs) impacting release/product readiness approved
	Change Request (CR) assessment
	
	

	1.4
	Benefits measurement and monitoring ready for release

	Benefits measurement methodology reviewed and approved.
	
	

	2
	System Functionality Readiness

	2.1
	System ready for production operations
	System Test Scripts, System Integration Test Scripts, and User Acceptance Test Scripts executed. Number and priority of defects found identified and resolved. Workarounds defined. Number and identification of outstanding lower-priority defects at cutover planned for later correction.
	
	

	2.2
	Functionality ready for production operations
	System Test Scripts executed. Number and priority of defects found, identified and resolved. Workarounds defined. Number and identification of outstanding lower-priority defects at cutover planned for later correction.
	
	

	3
	Data Readiness (including (Third Party Data)

	3.1
	Data Validation
	Data Validation Scripts Executed, Data Validation Scripts Passed, Priority 1 and 2 defects resolved, Priority 3, and 4 defects resolved.
	
	

	3.2
	Third Party Data Validation
	Data Validation Scripts Executed, Data Validation Scripts Passed, Priority 1 and 2 defects resolved, Priority 3, and 4 defects resolved.
	
	

	4
	Production Environment Readiness

	4.1
	Release/product hardware/software installed, configured and ready for production operations
	Production Environment components configured and tested.
	
	

	4.2
	Release/product performance test successfully executed
	Performance Test Scripts executed, Performance Test Scripts passed, Priority 1,2,3,4 defects found and resolved.
	
	

	4.3
	Release Reports Performance Test successfully completed
	Reports Performance Test Scripts executed, Performance Test Scripts passed, Priority 1 and 2 defects found and resolved.
	
	

	4.4
	Security Components Ready for production operations
	Server certification, application scanning, application scanning – Priority 1, 2, 3, 4 defects. Completed security logging of defects.
	
	

	5
	Business Implementation Readiness

	5.1
	Ready for cutover to release/product
	Impact assessment addressed, operational-related impacts from the impact assessment addressed, operational-related impacts addressed, training materials completed, staff scheduled for training for release/product, staff trained, organizational change management tasks complete per Change Management Plan.
	
	

	5.2
	Internal Stakeholders ready for cutover to release/product
	Enterprise procedures develop; total number of enterprise procedures identified. Organizational change management tasks with internal Stakeholders complete per the Change Management Plan.
	
	

	5.3
	External Stakeholders ready for cutover to release/product
	Organizational change management tasks with external Stakeholders complete per the Change Management Plan.
	
	

	6
	Transition and Production Support Readiness

	6.1
	Master Cutover Checklist prepared for cutover to release/product
	Cutover checklists prepared. Cutover tasks for release/product defined and scheduled.
	
	

	6.2
	Operations and procedures ready
	Runbook, call-out lists and batch schedule documentation prepared and approved. Early life support timeframe, processes, and exit criteria defined and approved.
	
	

	6.3
	Service Desk ready to support production operations
	Service Desk needs assessment complete and reviewed by Service Desk and Operations. Service Desk procedures updated.
	
	

	6.4
	Release Notes and Workarounds complete
	Notes for the release/product have been compiled and ready for publishing. Plans for outstanding defects complete and workarounds documented and completed for all outstanding defects requiring workaround prior to release.
	
	

	6.5
	On-site support approach defined to support end users
	On-site support activities complete, including support approach defined, resources and roles and responsibilities, and daily schedule. Go-live ramp up plan documented and validated by all impacted groups.  
	
	

	6.6
	Continuity and Contingency Plans and procedures in place
	Business Continuity planning completed. Procedures reviewed and accepted. Contingency procedures updated as necessary based on Lessons Learned from prior releases. Contingency rollback options finalized. Contingency business and operations procedures updated and ready to go if needed.
	
	

	6.7
	Enterprise Readiness
	Release timelines and required documentation reviewed and approved by Department Change Management and Department Release Management. Service catalog updates complete.
	
	

	7
	System Readiness

	7.1
	System ready for production operations
	System Test Scripts executed, passed. Priority 1 and 2 defects resolved. User Acceptance Test business scenarios executed. Priority 1 and 2 defects resolved.
	
	

	7.2
	Users ready to use new functionality
	Training documentation created and distributed. User procedures updated to reflect new functionality.
	
	

	7.3
	Implementation Readiness
	Implementation contingency planning completed. Contingency rollback options finalized. Contingency preparation activities complete. Ramp up plan documents and validated by all impacted groups.
	
	



[bookmark: _Toc449423571]Summary Analysis Findings
[The Summary Analysis Findings are populated with the “Go” projections/recommendation and “No Go” projections/recommendations based on the major categories and status information contained in the Detailed Analysis Findings.  The table includes the name of the individual major readiness component, a description of a component, the total of “Go” and “No Go” projections/recommendations for each, and a status indicator for the readiness of the major component (green, red). This sample Operational Readiness Assessment Summary Analysis Findings should be modified as needed to fit project needs.
Each column should be filled with the following information:
# - Numbering of the table including the seven categories.
Component Name - The “Component Name” column is populated from the major components in the Detailed Analysis Findings table in Section 3 of this template.
 Go Projections/ Recommendations and No Go Projections/ Recommendations - The “Go Projections/Recommendations” column is calculated from the number of “Green” determinations for sub-components in the Detailed Analysis Findings, and the “No Go Projections/Recommendations” column is calculated from the number of “Red” determinations in the Detailed Analysis Findings. 
Status: (Green, Red) - The right-hand “Status” column is populated with a “Green” symbol for those major categories in which all (or a project-specific number) of subcategories has a “Green” determination in the Section 3 Detailed Analysis Findings. Likewise, it is populated with a “Red” symbol for those subcategories in the Detailed Analysis Findings that continue to have any (or a project-specific number) of subcategories with “Red” determinations. Blank in this column indicates insufficient or pending data in the Detailed Analysis Findings table.]
Summary Analysis Findings – [Release X.x]
	#
	Component Name
	Go Projections/ Recommendations
	No Go Projections/ Recommendations
	Status: (Green, Red)

	1
	Project Management Readiness
	[Total number of “Go subcategories=]
	[Total number of “No Go” subcategories=]
	

	2
	System Functionality Readiness

	
	
	

	3
	Data Readiness (including third party data)
	
	
	

	4
	Production Environment Readiness

	
	
	

	5
	Business Implementation Readiness

	
	
	

	6
	Transition and Production Support Readiness

	
	
	

	7
	System Readiness


	
	
	



[bookmark: _Toc449423572]Supporting Documentation
[Attach or reference necessary supporting documentation here.]
