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About OpsX Consult

OpsX Consult is an independent, technology-neutral advisory firm specializing in airline operational
performance improvement. We partner with airline I0CCs globally to streamline and optimize their
operational processes - from long-term crew and aircraft utilization planning through to real-time
disruption management and recovery.

Implementing an airline operations control system is one of the most consequential technology
investments an airline will make. Done well, it transforms operational capability. Done poorly, it drains
budgets, disrupts operations, and leaves teams working around a system rather than with it. This
service is not just about going live. It forms the foundation for an informed systems rollout

that the entire IOCC can stand behind.

OpsX has no commercial relationships with any scheduling system vendor. Our engagement is with the
airline, and our success is measured by the quality of the operational outcomes our clients achieve, not
by which vendor is selected.
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Executive Summary

The Airline IOCC Systems Implementation Framework is a structured, multi-workstream guide, designed
to empower airlines to rigorously assess their readiness before committing to system implementation and
to govern that implementation with the discipline, transparency, and control that large-scale I0CC
programs demand.

Developed by OpsX as an independent, tech-agnostic advisory instrument, this framework recognizes a
defining truth about airline system programs: failure rarely originates in the technology itself. It originates
in insufficient readiness assessment, governance gaps, change resistance, and the absence of
structured decision tools. This framework directly addresses each of these dimensions.

The framework is organized into four integrated workstreams:

# Workstream Purpose
1 Implementation Manages the end-to-end deployment lifecycle - planning, design,
Management configuration, testing, cutover, and handoff - while minimizing business

disruption and maintaining control over timelines, costs, and quality.

2 Integrated Risk & Gap Provides a continuous, structured approach to identifying, classifying, and
Management resolving risks and capability gaps across the full program lifecycle.
3 Organizational Addresses the people dimension of system transition, building

Change Management competence and confidence across all user groups before go-live.

4 Decision-Making A suite of practical instruments: scorecards, registers, and decision
Tools & Templates matrices to support objective, evidence-based decisions throughout the
program.

OpsX Advisory Note

A system implementation is only as successful as the readiness discipline applied before the first
configuration decision is made. This framework makes that discipline structured, measurable & actionable.

How to Use This Framework

This document is structured as four sequential workstreams. Teams should engage them in order, using
each workstream's tools and instruments during the relevant program phase:
» Part 1: Implementation Management: Use during program initiation and throughout all five
implementation phases.
+ Part 2: Risk & Gap Management: Activate from Day 1 and maintain continuously through
program closure.

» Part 3: Organizational Change Management - Begin stakeholder mapping in parallel with
readiness assessment and sustain through hypercare.

» Part 4: Decision Tools & Templates - Reference throughout; each tool is designed for direct use
without additional interpretation.
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Quick Reference: What This Framework Delivers
4 Workstreams | 5 Implementation Phases | 5 Risk Categories | 5-Stage Training
Model | 12-ltem Go-Live Checklist | RACI Matrix

Core principle: A system implementation is a governance exercise as much as a technology
exercise. Every tool in this framework is designed to make governance visible, accountable,

and auditable.
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PART 1 | IMPLEMENTATION MANAGEMENT

Implementation failures in the airline industry most commonly manifest as extended parallel-run periods,
regulatory compliance incidents during cutover, and crew disruption at go-live. The root causes are
consistently traceable to scope ambiguity, governance gaps, and inadequate readiness assessment.
This workstream provides the structural scaffolding to prevent these outcomes.

Example: The Cost of Skipping Readiness Assessment

A major carrier commenced IOCC system implementation after a 3-week 'fast-track' readiness review. Key
crew planning SMEs were not formally committed to the program, master crew data had not been audited,
and the CBA encoding requirements had not been fully captured. The result: a 7-month delay to go-live, $4.2M
in budget overrun, and three regulatory findings during the extended parallel run. A structured readiness
scorecard, completed honestly, would have surfaced all three root causes before Phase 1 began.

1.1 Pre-Implementation Readiness Assessment

Before any configuration or vendor engagement begins, the airline must conduct a structured self-
assessment to establish a verified baseline of current-state capability. The following instrument is
designed for completion by the IOCC Director and module process owners, reviewed by OpsX.

Rate each dimension on a scale of 1 to 5, where 1 = Not Ready and 5 = Fully Ready. Scores below 3 in
any dimension must trigger a remediation plan before the implementation launch is authorized.

1.1.1 Operational Readiness Scorecard

. . . Score Remediation
>4

Process documentation: Are current IOCC IOCC Dir.
workflows fully documented and validated?

Data quality: Is master data (crew records, aircraft, IT Lead >4
rules) clean and migration-ready?

Systems inventory: Have all integration points IT Lead >3
(PSS, MX, HR) been catalogued?

Staffing capacity: Are SMEs available for the HR/PM 23
implementation without operational backfill gaps?

Regulatory alignment: Are all CBA and CAA Compliance >4
requirements captured in requirements

documents?

Budget authorization: Is the full TCO approved and Finance 5

contingency reserve allocated?

Executive sponsorship: Is C-suite commitment (6{0]0) >4
secured with visible, active governance?

Vendor readiness: Has the vendor provided a PM 24
validated project plan with named resources?
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Score Remedlatlon

Change readiness: Has a change impact Change Mgr.
assessment been completed for all user groups?

Legacy system stability: Is the current system IT Lead >3
stable enough to support a parallel run?

COMPOSITE READINESS SCORE /50 Threshold:
= 35 authorize;
25—
34:Conditional
with remediation
plan
< 25: Do not
proceed

Example: What a Composite Score of 28 Tells You

An airline scored 28/50 on the readiness scorecard which is below the 35-point launch threshold. The low
scores were concentrated in Process Documentation (2/5), Data Quality (2/5), and Regulatory Alignment
(3/5). Rather than proceeding on the vendor's preferred timeline, the airline invested 6 weeks in a data
remediation sprint and a CBA requirements workshop. The revised readiness score reached 41/50. The
implementation subsequently delivered on time and within 3% of budget. The 6-week delay at readiness
stage saved an estimated 6-month delay during implementation.

1.1.2 Implementation Governance Structure

Effective governance is the single most critical success factor in airline IOCC system programs. Authority
must be clearly defined, tiered, and documented in the Project Initiation Document (PID) before any
implementation activity commences. The three-tiered governance structure below defines forum,
membership, and mandate for each level.

Forum Membership Cadence & Mandate

Strategic Steering COO, IOCC Director, CIO, Monthly: phase gate approval; budget
Committee CFO, OpsX Lead reallocation authority; vendor escalation.
Operational = Program PM (Airline), OpsX PM, Vendor  Bi-weekly: schedule adherence; risk
Management PM, Module Owners management; issue resolution.
Board
Technical Technical IT Lead, Vendor Technical Weekly: configuration decisions;
Working Lead, OpsX Technical Advisor,  integration design; defect triage.
Group Process Owners
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Example: When Governance Fails

An airline ran its IOCC implementation with a single combined 'steering and working group' - one committee trying
to manage both strategic decisions and day-to-day defect triage. Executive attention consistently migrated to
operational detail, while strategic decisions (budget reallocation, phase gate approvals) were deferred. By Phase
3, the program was 9 weeks behind schedule with no formal escalation path to reset it. Separating strategic,
operational, and technical forums, with clearly defined mandates and escalation triggers, prevents this
governance collapse.

1.2 Implementation Phases & Timeline Control

A logical implementation lifecycle is structured across five phases. Each phase requires formal-gate
approval from the Steering Committee before the subsequent phase commences. The table below

defines key activities, gate exit criteria, and industry benchmark timelines for each phase.

ol s A Industry
m Key Activities Gate Exit Criteria Benchmark | Timeline

1. Planning PID finalization; resource Signed ‘Project Initiation =~ 3-5 weeks

allocation; governance Document’; governance

activation; business structure in place; all

continuity planning. SMEs confirmed.
2. Design & Requirements workshops; Configuration sign-off 8-12 weeks
Configuration system configuration; by module owners; data

process re-engineering; data  migration plan

mapping. approved.
3. Integration SIT; UAT; performance/load UAT sign-off; P1=0; 6—10 weeks
& Testing testing; defect resolution; P2<2; performance

regression testing. benchmarks met.
4. Cutover Parallel run; data migration Migration reconciled; 2—4 weeks
Management final run; production cutover;  rollback tested;

war room activation. operations sign-off.
5. Stabilization =~ Hypercare support; KPI Performance 4-6 weeks

& Handoff

monitoring; knowledge
transfer; formal handoff.

benchmarks met;
internal team operating
independently.

Critical Rule

If vendor-proposed timelines are more than 25% shorter than industry benchmarks, demand detailed
justification in writing and add a minimum 20% contingency buffer to the agreed timeline.
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Example: The Timeline Compression Trap

A vendor proposed a 14-week end-to-end implementation for a complex hub-and-spoke
network with crew management, tracking, and scheduling modules. The industry benchmark
for this scope is 23—-31 weeks. The airline accepted the compressed timeline without
requiring written justification. By week 10, the vendor's team had been redeployed to
another client delivery, UAT had not begun, and the airline faced a unilateral timeline
extension request. The 20% contingency rule and written justification requirement in this
framework are designed specifically to prevent this outcome.

1.3 Business Continuity Safeguards

The primary obligation of the implementation program is zero disruption to flight operations. The following
safeguards are mandatory and must be documented in the business continuity plan before go-live
authorization is granted. No safeguard may be waived without formal Steering Committee approval and
documented risk acceptance.

Continuity

Requirement Verification Method

Element

Parallel Run legacy and new systems simultaneously = Daily reconciliation log signed by
Operations for a minimum of two weeks. Define data |OCC Director and PM.

reconciliation cadence. Establish rollback
triggers in writing.

Peak Season No go-live during high season, holidays, or Calendar review documented in

Blackout major schedule changes. Minimum eight- PID with Steering Committee
week buffer before peak periods. sign-off.

Emergency Maintain legacy system access for 90 days Tested rollback exercise with

Fallback post-cutover. Document reversion procedure timing recorded before cutover
tested quarterly. authorization.

Communication Daily status updates to operations. Communication plan approved

Protocol Escalation hotline for critical issues. Pre- and distribution lists confirmed.

drafted staff and external stakeholder
communication templates.

Crew Operations Crew scheduling continuity plan with manual Signed acknowledgement from
Protection fallback procedures. Crew tracking backup Crew Planning and Crew
verified. Union / association notified. Tracking managers.

Example: Parallel Run Done Right

An airline ran a 3-week parallel operation of legacy and new crew tracking systems before cutover. On
Day 11, the reconciliation log revealed a 0.3% discrepancy in crew duty event records due to a data
mapping error in the new system's integration layer. Because the parallel run was still active, the legacy
system remained the operational source of truth while the vendor resolved the defect. Total impact to
operations: zero. Without the parallel run, this error would have corrupted crew records in a live
operational environment during a high-traffic summer week.
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1.4 Go-Live Readiness Checklist

The following checklist constitutes the formal Gate 4 authorization instrument. The Steering Committee
Chairman must countersign this document before production cutover is authorized. No checklist item may
be waived without written Steering Committee approval.

. o . Verified By /
v Go-Live Criterion

0O  All five testing phases completed with documented sign-offs from respective
owners.

0 Critical defects resolved: P1 = 0, P2 < 2 (with documented workarounds).

0 User training completed with competency assessments passed by all user
groups.

O Data migration validated and reconciled to legacy system with < 0.01%
variance.

0 Backup and rollback procedures successfully tested with timing recorded.

O Help desk staffed, trained, and escalation contacts confirmed.

O Vendor support team confirmed available 24/7 for first seven days post-cutover.
O Communication plan executed to all internal staff and external stakeholders.

O Performance monitoring dashboards configured with baselines established.

00 Regulatory compliance validated by Compliance Officer (CAA notification if
required).

0O Crew union/ association briefed and any outstanding CBA interpretation issues
documented.

O Legacy system access confirmed available for 90-day post-cutover fallback
window.

OpsX Advisory Note

The Go-Live Readiness Checklist is not a formality. Each item represents a real failure mode
observed in Airline IOCC implementations. A single unchecked item, particularly items relating to crew
union briefing, legacy fallback confirmation, and CAA notification, has the potential to halt operations
or trigger regulatory action post-cutover.
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