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	A document detailing the approach to support the change in its early life after implementation

	Use in…
	Leading change
	Engaging people in change
	Delivering change

	Why would I create this?
	The embedding of change immediately after its implementation is critical to the success and realisation of benefits.  Providing a heightened level of support enables issues to be tackled with speed and minimises risk to the organisation

	What is the content?
	The document details how post live support will be managed, the activities which will be performed during post live support, the timescales, roles and responsibilities within post live support, the planned checkpoints with senior stakeholders, and the criteria for post live support to be complete.
All resources that are required for post live support will need to be agreed with their line management.
Once the approach is agreed, the BCM should plan the preparation and the post-live stage of implementation with the Project Manager.  Projects may incorporate this directly into the project plan, the transition plan or may keep it separate as a working document for the BCM with only the major milestones captured in the project plan.

	Who owns this?
	Change Sponsor

	Who typically will be responsible?
	Business Lead or Business Change Manager or Project Manager (acting as BCM)

	To be created in the change stage…
	Transition
	To be used in the project stage…
	Implementation, Review & Close

	Tips on tailoring

	Small 
A minimal post live support period is likely and should be simply captured during project planning
	Medium 
Create a post live support approach and capture in the project plan or transition plan
	Large 
Create a post live support approach and capture in the project plan



For the rest of the document, text in italics should be replaced with the required content. Please note the examples are illustrative and have fictional data. Complete as much information as possible.
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[bookmark: _Toc529484200]What is Post Launch Support and why do we have it?

The period directly following the implementation of a change can be risky.  Everyone is getting used to new ways of working while at the same time delivering the usual services and processes, and completing day-to-day tasks.  Post launch support (PLS) is a best practice method to minimise the risk to the organisation and enable quicker embedding of change.  

It involves agreeing a dedicated group of resources to focus on dealing with any issues quickly and effectively for an agreed period of time following the change and prior to the delivery project closure.  It provides further reassurance to the organisation that the change has been successful and can be accepted into normal operations.

Small projects will typically have a very short period of post launch support while large projects may typically need four to six weeks depending on the complexity of the change.  Specific timescales are agreed by the Project Board.

Post Launch Support has three elements:

· Preparation and Mobilisation
· PLS General Management
· PLS Issue Management

During PLS if a major incident occurs then PLS will be suspended and the project will handover to the Incident Manager.  Once the incident has passed, the Incident Manager will hand back to the Business Change Manager and PLS will resume.
[bookmark: _Toc529484201]
Post Launch Support in Detail

It is proposed for this project the following is put in place for post launch support.

[bookmark: _Toc529484202]Preparation 

The preparationfor post launch support is the responsibility of the Business Change Manager on behalf of the Change Sponsor and will take place in the two weeks prior to launch.  It may include:

· Define the process for post launch support for raising and fixing issues

· Briefing of all resources assigned for post launch support including champions on roles and responsibilities, schedule, and issue management process
· Communication to impacted teams and key stakeholders what support will be available and how they can request it

· Set-up of tools for post launch support resources to access key information quickly and to report issues  

· Schedule of resources, what times they will cover and their deputy/alternate during the support period
[bookmark: _Toc529484203]Post Launch Support Activities

The Project Manager will be responsible for:

· Organisation of co-location of key post support launch resources such as Business Change Manager, Project Manager, IT Project Manager, Lead Business Analyst, IT Developer/Tester…

· Continuation of all project management activity – risk, issue, change control, etc. during PLS 

· Working in partnership with the Business Change Manager to maintain the PLS resource schedule and ensure support is available

· A mid-PLS checkpoint report to the Project Board to provide progress and request early exit for PLS if there are no substantial issues or to invoke the contingency of an extended PLS if there are substantial issues

Issue management is the responsibility of the Business Change Manager on behalf of the Change Sponsor and includes:

· Observe the change in the impacted teams and be available for help and support 

· Post first week support for champions/representatives to empower individuals to self-service or fix issues on the floor

· Daily stand-ups to review issues, prioritise resources and keep track of status

· Regular reports on issues, fixes and status which will feed into any project acceptance criteria or business readiness measures

· Supporting the Project Manager in reporting to the Project Board

· Coordination of communication to key stakeholders on PLS issues and status
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The resources required to support PLS are detailed below.

	Resource Role
	Faculty/Directorate
	Days required
	Justification

	
	
	
	

	
	
	
	

	
	
	
	





If additional budget is required please state request below:
	Resource
	Cost per day
	Total Cost
	Justification
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Proposed Timeline for PLS

The project is proposing a two week/four week/six week timescale for PLS based on:
· Number of employess impacted by the change
· Simplicity/complexity of the solution
· Feedback from pilot training and champions
· Known outstanding workarounds which may cause early confusion
	Milestone
	Date

	PLS Preparation complete
	

	PLS Handover to PLS
	

	PLS Mid-point Review
	

	PLS Final  Review & Business Acceptance into normal operations
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