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Office of Information and Technology

Enterprise Infrastructure Engineering
<Product / Project Name>
Operational Acceptance Plan/Notice
<Initial / Interim / Final> Review Number <n> 

<Date>

1 Product / Project Description

<Type text here>
 Very simply, for a general audience, 2-4 sentences to describe the product. 
First review only unless scope significantly changes during development.
2 Physical Support Requirements

<Type text here>
 Describe where the product is to be physically installed (Field Stations, Regional Data Processing Centers, HEC, AITC etc) and what hardware & software components will be used (e.g. is the product to be virtualized on existing servers or is new equipment to be provided). If new equipment is expected to be provided, what are the expected space, heating, cooling, power requirements, telecom requirements, etc.
Discuss during each review. Any known significant change will trigger the need for a new review.
3 Primary Operational Support Entities & FTE
Describe all operational support staff resources needed, by title or role, their organizations and the estimated annual man-hours necessary to install, maintain, and patch the systems (FOD staff, AITC staff, EIE, etc) 
Discuss during each review. Any known significant change will trigger the need for a new review.
	Name
	Role
	FTE            (man-hours/yr)
	Org
	Contact Info

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


4 Contracts, Licenses, and Warranties
 Describe all product associated contracts (hardware & software, maintenance facilities, telecom) licenses & warranties pertaining to the product, its dependencies, and their periods of performance as part of the initial transition to operations and maintenance. What are the expected ongoing acquisitions needed to continue use of the final product throughout its lifetime?
Discuss during each review. Any known significant change will trigger the need for a new review.
Contracts, Licenses, Warranties 
	Item / Vendor 
	Period of Performance 
	Contract Type
	Annual Costs
	Comments or Description

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


5 Lifecycle Support Requirements

<Type text here>

 Describe the Ongoing budgeted costs for supplies and lifecycle refresh, including any technical upgrades or refreshes required plus expected lifecycle duration of the solution. Will a tech-refresh of equipment or other resources be required (and if so, when)? Does the warrantee extend until such a refresh takes place or will an interim maintenance contract be required ?
Once the project has progressed enough for the LCFR to have been prepared, it should be attached and reviewed to ensure adequate funding coverage of outyear requirements.

Discuss during each review. Any known significant change will trigger the need for a new review.
	Item / Vendor 
	Period of Performance 
	O&M Out year Costs

(Post Warranty)
	Comments or Description

	
	
	YR1
	YR2
	YR3
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


6 Architecture / Dependencies

<Type text here>

Describe product architecture and attach any architectural diagrams or architectural reviews such as TAR/TAS, Technical Alignment, etc to indicate product conforms to current VA infrastructure standards /guidelines /plans. If product is not in alignment with current VA infrastructure standards /guidelines /plans describe what efforts will be undertaken in future releases to conform.
Discuss during each review. Any known significant change will trigger the need for a new review.
	Dependencies (hardware):
	

	Platforms & OS:
	

	Dependencies (software):
	

	Future Direction
	


7 Anomaly / Risk Summary

<Type text here>
A very brief summary of any operational or systemic adverse impacts expected, deployment or site readiness issues along with their probabilities and impacts. 
During the final review this would typically be met by attaching the Risk Assessment already required by the C&A needed for the Authority to Operate.
Discuss during each review.
8 Other Issues

<Type text here>

Document any other area of concern expressed by the stakeholders in relation to transition to operations and record what resolution can be agreed upon by all parties.

Discuss during each review.
9 Next Review

<Type text here>

Discuss and select the timing appropriate for the next review if this is other than the final Operational Acceptance Notice.

Attachment A - Operational Acceptance Criteria Notice

Project Name: 

Approval Signature Page. Signatures indicate that the Acceptance Criteria associated with the project below have been formally reviewed and signed-off by the delivery service, the support entity, and the customer. (** if product is accepted conditionally or rejected also include Attachments B or C)
Approved By:

On behalf of <Enter Development or Delivery Service>

 FORMCHECKBOX 
 Accept     FORMCHECKBOX 
Reject**
 FORMCHECKBOX 
 Accept Conditionally**
  

__________________________________________

_________

<Name>







<date>

<Title>
On behalf of <Enter Operational Support Entity>

 FORMCHECKBOX 
 Accept     FORMCHECKBOX 
Reject**
 FORMCHECKBOX 
 Accept Conditionally**
___________________________________________

_________

<Name>







<date>

<Title>
On behalf of the Business Owner (VHA/VBA/NCA):

 FORMCHECKBOX 
 Accept     FORMCHECKBOX 
Reject**









 FORMCHECKBOX 
 Accept Conditionally**
___________________________________________

_________

<Name>







<date>

<Title>

Attachment B – Description of Conditional Release 
Project Name: 
 (Write a brief description of which criteria must be met / mitigated in order to 

achieve full acceptance of product.)

Attachment C – Description of Acceptance Rejection

Project Name: 

 (Write a brief description of what factors led to rejection of the product.)
Attachment D – Product / Project Full System Acceptance Criteria (Validation Section)

While these items are not part of the Operational Acceptance Plan, they are listed here since their inclusion, omission, and content may well enter into the Operational Support Entity’s or Business Owner’s decision to accept or reject the final review of the Operational Acceptance Plan.

	#
	Criteria
	Description of Acceptance Criterion or Benchmark
(suggested validator)
	Validated as Met Name/ Title/Date
	Comments

	1
	Approved Project (PMAS)
	The project has been approved using PMAS criteria (Project Manager (PM), Release Manager (RM), EIE Release Officer (EIE RO)
	
	

	2
	Authority to Operate (ATO)
	The project has an ATO 

(PM, RM, EIE RO)
	
	

	3
	Project Architecture
	Architectural reviews indicate adherence to approved infrastructure guidelines and plans (TAR/TAS -EOFD Architect, PM, RM, EIE RO)
	
	

	3
	Approved for Operational Readiness (EIE/ETS)
	EIE has reviewed and accepted the product for install into the production environment (Director, EOFD/ETS)
	
	

	4
	Approved for National Release (OED)
	OED has approved the product for National Release (PM, RM, EIE RO)
	
	

	5
	Customer Acceptance
	VHA, VBA or NCA has accepted the product. (e.g. VHA Release Board Approval, PM, RM, EIE RO)
	
	

	6
	Release Build Accessible & Complete
	The Release Build is posted by the delivery service and is accessible to the OSE. (OED Product Support, PM, RM, EIE RO)
	
	

	7
	Release Package Documentation Complete
	All Release and OSE requested artifacts (as identified by the Go No Go Checklist are available & complete) See Attachment D (PM, RM, EIE RO)
	
	

	8
	Approved for Site Readiness
	The Site Readiness Assessment, indicates that all deployment sites are prepared for the release with respect to space, power, cooling, manpower, etc. (Implementation Manager, CDCO Representative)
	
	

	9
	Approved for Support (O&M) 
	Training, FTEE required and physical support requirements as defined by the O&M Plan and SLA’s are in place. (Implementation Manager, CDCO Representative)
	
	

	10
	Lifecycle Planning /Funding
	Funding for ongoing maintenance and support is identified in the project budget and are transferred to the operational support entity (Implementation Manager, CDCO Representative)
	
	

	11
	Warranty
	All warranties (hardware & software) and licensures pertaining to the product and its dependencies are identified and are transferred to the operational support entity (Implementation Manager, CDCO Representative)
	
	

	12
	Field Operations / CDCO has endorsed transfer of operations & maintenance
	The operational support entity has received a request for transfer of operations & maintenance from the development entity and has approved transfer (Implementation Manager, CDCO Representative)
	
	

	13
	Release Profile sent to FOD
	EIE Release Office has communicated to FOD (EIE RO)
	
	


Attachment E - Instructions, What is an Operational Acceptance Plan?

This template is not intended to be filled out by any individual or team. It is intended to be used as a discussion guide for the preparation of an agreement between the development entity, the operational support entity, and the business owner. It is requested that contact be made with the mail group VA OIT Engineering Lifecycle Management when a project is formed enough to begin such discussions.

An Operational Acceptance Plan (OAP) focuses on the transition of operational control from the development entity or delivery service, to the operational support entity (OSE). 

Early in the project lifecycle it is critical that operational expectations are clearly understood and are acceptable and achievable by the OSE for the duration of the product lifecycle. This includes consideration and validation of the following:

· Impacts to the System Infrastructure (accessibility, encryption, hosting, environments, and Disaster Recovery)

· Impacts to Operations, Maintenance and Support (system performance, data archival, audits and controls, system administration, business continuity/COOP, and technical upgrades or refresh planning )

· Availability of support resources (manpower, equipment, space, expertise, licenses, warranties, contracts)

· Impacts to Implementation (data conversions or migrations, end-user training materials, and technical documentation for support) 

An Operational Acceptance Plan has two components: 

· The Operational Acceptance Criteria

· The Operational Acceptance Notice

E.1  Organizational Transition to Operations

In VA, The ‘development entity’ is typically the Office of Enterprise Development (OED), but may also include any other source of proposed changes to production, including Field Operations and Development (FOD), Enterprise Infrastructure Engineering (EIE) for Infrastructure changes, or in some cases, external vendors who provide updates or changes to commercial products. 
The ‘operational support entity’ in VA is generally FOD (field stations, Regional Data Processing Centers, AITC, HITC etc), however in some cases, (EIE may provide operational support as may a vendor that is under contract and overseen by a VA Operational Support Entity. Support locations may be anywhere within the VA Healthcare System, including National Data Centers (NDC’s), VA Medical Centers (field stations), the Austin Information Technology Center (AITC) and affiliated sites, or any other location where operational support is required.

E.2   Operational Acceptance Criteria
Operational Acceptance Criteria are a list of conditions and/or final checks to insure both that the customer support entities have the appropriate resources in place to accept the transition of operational support and maintenance of the product throughout the products lifecycle. The resources necessary can be equipment, FTE, expertise, warranties, funding, and appropriate documentation on the product; including but not limited to its architecture, installation, operations, maintenance, dependencies and support. While the customer will be concerned with the functional aspects of a product, the operational support entity must be concerned with (systematic) performance, infrastructure, and dependency aspects in a true operational setting in order to be accepted by the authorized operational support entity. 
The operational acceptance criteria (plan) is developed early in the project lifecycle via discussions between the development organization, the operational support entity, and the business owner (customer) and then validated by members of the Integrated Process Team (IPT). 

E.3   Operational Acceptance Reviews

An Operational Acceptance Review is a series of discussions of each of the questions in the Operational Acceptance Criteria conducted between the Development Entity, the Operational Support Entity, and the Business Owner. These discussions will typically be moderated by a representative of Lifecycle Management and can include any SMEs needed for the topic at hand.

The questions listed in the plan template often show tables that can be used. The exact format is not critical. What is important is that the needed information is exchanged on each of these topics with all stakeholders and that enough agreement can be reached for each of the three parties involved can sign off on the current situation.

Very early in a project’s initial formation the first review should take place. The initial review will consist of defining what the project is, identifying representatives of the Business Owner, and identifying representatives of the Operational Support Entity. This group will make a first run through the questions, realizing that some of the information will be necessarily vague. This information will be solidified and will be developed into firm agreements between the stakeholders by several additional signed run-throughs of the questions, resulting in a firm commitment by the signing of the final review. That final review will then go to the EIE Release Office for inclusion in the Release Checklist.

The timing of these reviews will depend on the size and structure of the project but will typically be at each 20% mark of the project development. Regardless of other timing factors, if there is a significant change in the answer to one of the questions then an additional review should be conducted.

The Lifecycle Management Office will maintain the signed copies of the questions and will facilitate the calls needed to ensure completion of the reviews.
E.4   Operational Acceptance Notice

An Operational Acceptance Notice is a signatory document that is executed at the point at which the operational acceptance criteria have all been verified as received & in place and the product is accepted by the OSE. In the event that a series of acceptance criteria are not met, or are met only partially, the final set of deliverables can either be refused for acceptance outright or, in some cases, may be assigned the status of conditional acceptance; that being, an acceptance pending modification or corrections to better meet the acceptance criteria.1 Attachment A of this document is an example of an Operational Acceptance Notice.
By executing the Operational Acceptance Notice, the OSE notifies the development entity or delivery service that: 
· All acceptance criteria are met to the satisfaction of the operational support entity (OSE).
· All product components of the release package have been received by the operational support entity

· Operational Control has been handed off to the operational support entity along with all product & support documentation. 

· The operational support entity agrees to maintain the product as described.

The Operational Acceptance Notice is affectively, the final OAP review.

E.5   Operational Acceptance Levels

The operational support entity and the business owner will accept the product as defined by any of the levels below:
E.5.1   Full Acceptance
The product meets all functional, quality, performance and usability testing and is accepted by a user, customer or authorized acceptance entity. Attachment A - Operational Acceptance Criteria Notice

 can be used to document full operational acceptance.

E.5.2   Conditional Acceptance
In the event that a product does not achieve satisfactory fulfillment of all acceptance criteria, or is subject to an acceptable level of risk, such as software released with a known anomaly, the customer may choose to accept the product conditionally, as is, or pending additional modifications to better meet the acceptance criteria. Stakeholders should use Attachment B of this document, Description of Conditional Acceptance, to define all conditions and/or additional modifications necessary in order to gain full acceptance. Attachment B – Description of Conditional Release should be appended to Attachment A to document conditional operational acceptance

E.5.3   Acceptance Refusal
The customer may choose to refuse acceptance of the product in the event that it does not meet acceptance criteria or has failed any critical aspect of testing or quality review. Stakeholders should use Attachment C of this document, Description of Refusal to Accept, to define all conditions and/or additional modifications necessary in order to gain full acceptance. Attachment C – Description of Acceptance Rejection should be appended to Attachment A to document refusal of operational acceptance 
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