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1 Introduction

Welcome to your Bromcom MIS Implementation Guide. This document is designed to support your school or trust
through every step of your journey to go live with the Bromcom Management Information System. Whether you are
migrating from another MIS provider or consolidating systems across a group of schools, this guide will help you
understand what to expect at each stage, what you need to prepare, who to involve, and which critical tasks must be
completed to ensure a smooth and successful implementation.

We understand that changing your MIS is a significant undertaking, and our goal is to make the process as clear,
efficient, and collaborative as possible. This guide is structured around six key stages of the implementation:

Initiation — establishing the scope, timeline, and key responsibilities

Training — ensuring your staff are confident, capable, and prepared to use Bromcom effectively from day one.

Data Preparation and Migration — managing the secure and accurate transfer of your data

Testing — validating that the system and data meet your expectations

Go Live — switching over to Bromcom for daily operations

Transition — moving into business-as-usual with ongoing support

At each of these stages, we outline what you can expect from Bromcom, and what we will need from you. The
implementation of a new MIS is most successful when there is clear communication, shared accountability, and active
engagement from both sides. This guide will help ensure that all stakeholders are aligned and prepared to deliver a
high-quality outcome.

You will be supported throughout the project by your dedicated Bromcom Project Manager, who will coordinate
activities, share resources, track progress, and answer any questions you may have. Additional support will be provided

by our data migration specialists, training consultants, and support centre teams.

We look forward to working closely with you to deliver a modern, flexible, and powerful MIS that meets the needs of
your staff, students, and wider school community.

2 Typical Project Timelines

The duration of a standard implementation project varies depending on the type of school:
«  Primary School projects typically follow a 9-week timeline
» Secondary School projects typically follow a 12-week timeline

Both timelines are structured to ensure a smooth transition and successful go-live, with key milestones.
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Each stage is tailored to the needs of the school, with regular checkpoints and support to ensure readiness at each
phase. The additional time for secondary schools allows for more complex data structures, scheduling, and system
configurations.

3 Stage 1: Initiation

Laying the foundations for a successful project

What to Expect
* Defining the scope, setting expectations, aligning on responsibilities, and agreeing the project plan.
* Introduction to your dedicated Bromcom Project Manager.

What to Prepare

* Completed Pre-Project Customer Profile Form.

e List of school sites, key contacts, and MIS champions.
* Availability for a kick-off meeting.

Who to Involve

* Project Lead

* Project Sponsor

* IT Representative

e Data Manager or Administrator
* Senior Leadership
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Critical Tasks
e Attend the Kick-off Meeting.
*  Confirm access to legacy MIS for migration planning.
* Agree the project timeline and sign-off key milestones.
* |dentify internal staff responsible for configuration, testing, and communication.

Key Activity
Project Kick-Off Meeting

Timing: Scheduled within the first week after the sales handover.

Purpose:
* Introduce key stakeholders (school, project manager, support team).
* Set clear expectations, deliverables, and roles.
* Agree on a project timeline including training, data migration dates, and responsibilities.

Why it matters: This meeting aligns everyone from the beginning, ensuring a smooth transition from sales to
implementation.
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4 Stage 2: Training

Equipping your staff with the knowledge and confidence to use Bromcom effectively

What to Expect
» Training is delivered throughout the project lifecycle to ensure all users are prepared ahead of go live.
Sessions are tailored to different roles and responsibilities and can be delivered online or via live webinar
depending on your project plan and preference. The training schedule is aligned with your timeline and
supports each key module being implemented.
» Training typically covers:
o Office/Admin functions (e.g. attendance, census, pupil management) o
Teaching and classroom use (e.g. registers, behaviour, assessments) o
Leadership reporting and analytics
o Parental engagement (e.g. MyChildAtSchool - MCAS) o  Configuration
and system management (for site administrators)

What to Prepare
+ Alist of key user roles within your school or trust
* Availability of staff to attend training sessions
*  Access to training systems or your trial Bromcom environment
* ldentification of any additional or bespoke training needs
* Internal champions who can support others after go-live

Who to Involve
+  Office Administrators and Attendance Officers
*  SLT members responsible for reporting and data
+ Teaching staff and Heads of Department
« Safeguarding and Behaviour Leads
* IT or MIS System Admins
*  MCAS Administrators or Parent Communication Leads

Critical Tasks

«  Agree the training schedule with your Bromcom Project Manager or Consultant
* Ensure all relevant staff are registered for and attend training

* Provide feedback on training sessions to address any gaps

*  Confirm readiness through follow-up knowledge checks or Q&A sessions

«  Encourage trained staff to support their colleagues and act as champions

Key Activity
Core Module Training

Timing: Must be completed at least one week before the final data cut.

Content: Training focuses on the modules the school plans to use from day one (e.g. Attendance, Behaviour,
Assessment, Reporting, etc.).

Why it matters: Ensures staff are prepared and confident in using the new system immediately after go-live. Delaying
this training risks operational disruption.
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5 Stage 3: Data Preparation and Migration

Ensuring your data is clean, complete, and ready for use in Bromcom

What to Expect

e Data extraction from current MIS.
¢ Test migration (secondary schools).
¢ Collaboration with the data team to validate results.

What to Prepare
*  Clean up data where necessary.
¢ Provide access to relevant users for extraction and validation.

Who to Involve

* Project Lead

* Data Manager or equivalent

e IT Support

*  Bromcom Data Migration Specialist

Critical Tasks

e Provide required API credentials, upload data to SFTP site or export/import CSVs (depending on migration route).
* Test migrated data and report concerns.

¢ Sign off the test migration (secondary schools only).

*  Perform a backup of data and store securely.

Key Activities

Data Cleansing

Timing: From project kick-off up to the final data cut.
Activities:
* Review and correct existing MIS data.
* Resolve duplicate entries, outdated records, or inconsistencies (e.g. unenrolled students, staff with incorrect
roles).

Why it matters: Clean data reduces migration issues and improves the quality of the new system from day one.

Test / Demo System

Timing: Scheduled early in the project, ideally soon after kick-off.
Purpose:
* Provide a safe environment for staff to explore the system.
* May involve a test migration of real or dummy data.

Why it matters: Helps identify early data issues, allows early training exposure, and builds staff confidence before the
live system goes live.
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6 Stage 4: Testing

Validating that the system, setup, and data are correct before go-live

What to Expect

*  Access to pre-live system for testing.
* Validation of processes, data accuracy, and setup comfort.

What to Prepare

* Develop list of daily scenarios.

*  Gather feedback from key users.
*  Assign testers for key modules.

Who to Involve

* Project Lead

¢ Data Manager

*  Office Admin staff

* Attendance Officer

e Pastoral or Safeguarding Lead

* Subject Leaders or Assessment Coordinators

Critical Tasks

¢ Complete structured UAT checklist.

* Logissues or queries with Project Manager.

e Attend follow-up sessions for feedback resolution.
* Sign off readiness for live use.

Key Activity
Go Live Readiness Check

Timing: 1 week before the planned live migration.

Purpose:

*  Confirm training is complete.

e Verify final data preparation is in progress.
* Address any remaining risks or blockers.

Why it matters: A formal checkpoint to ensure the school is ready and nothing critical has been overlooked before
the migration begins.
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7 Stage 5: Go Live

Switching to Bromcom for daily use in your school

What to Expect
*  Bromcom becomes your live system.
*  Final migration and transition support.

What to Prepare

e Confirm user login credentials.

*  Ensure key users have completed training.
* Availability for final validation.

Who to Involve

* Project Lead

e All users of the system

*  Project Sponsor and SLT
*  Technical Support

Critical Tasks

*  Final sign-off of Go Live Readiness Checklist.
* Confirmation of data accuracy in live system.
* Configuration of MCAS if applicable.

*  Provide staff with support materials.

Key Activities
Live Data Migration

Timing: Begins Thursday (generally) and runs for period as discussed with your project manager.

Process:
e Datais provided by the school / MAT / approved third party, normally on a Thursday.
*  Migration starts Friday morning and runs through to the handover day (unless completed earlier).

Why it matters: Timing is critical to minimise school disruption. Schools should avoid making data changes during this
period.

Go Live Setup

Timing: Usually the Friday after system handover.

Activities:
o School sets up user permissions, roles, and any additional configuration.
o May involve backfilling attendance or other data if the migration occurred during term time.

Why it matters:
This final prep ensures the system is tailored and usable for the school’s daily operations from day one.
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8 Stage 6: Transition

Moving into business-as-usual with ongoing support and training

What to Expect

*  Project closure and transition to Support and Customer Success (customers opting to procure support from a
third party should check what is expected, as it will differ from those being supported by Bromcom).
* Invitation to provide feedback.

What to Prepare

e Capture staff feedback.

* Finalise outstanding tasks.

* |dentify additional training needs.

Who to Involve

*  Project Lead

* Project Sponsor

¢ Data Manager

*  Trust MIS Lead

*  Bromcom Support Centre and Training Team

Critical Tasks

* Attend Post Go Live Review.

¢ Complete Lessons Learned survey.
* Ensure Helpdesk access is available.
*  Confirm support handover.

Key Activity
Transition Support

Timing: After system handover.

Process:

*  Project is transitioned to the Customer Success Manager (CSM).

* Ascheduled transition call takes place to ensure ongoing support.

Why it matters: Ensures a seamless post-go-live experience and that the school has continued guidance during the
critical early weeks of using the system.
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