Summary

The purpose of this chapter is to describe the critical processes, procedures, and tasks necessary to ensure successful implementation of NMCI for the Navy and Marine Corps.  This chapter provides a roadmap of activities to phase-in seat management environment, start-up a new contract, and forms the baseline of activities for transition.  It describes the transition environment, roles and responsibilities of the CTRs, Claimants, Activities, and the Information Strike Force (ISF).

The overall management approach to transition will involve CTRs with close coordination of each Claimant, Command, and activity. The claimants and commands nominate the CTRs based upon the distribution of CONUS commands. It is initially estimated that 94 CTRs will be required to support the CORs at three (3) Navy GMO locations: Norfolk, Va., Jacksonville, Fl., and San Diego, Ca.  Detailed training will be provided to CTRs based upon the phasing plan for the Commands transition to NMCI. Training will include an overview of seats and services, transition process, and contract execution.

Each activity's transition schedule will depend on the size of the activity as it relates to the number of seats to be transitioned.  For planning purposes, the activity sizes are defined as small, medium, and large.  A small activity is defined as having less than ten (10) workstations. It is anticipated that NMCI has approximated 1200 small activities.  A medium activity is defined as having between 10 and 249 workstations.  It is anticipated that there are 800 medium activities.  A large activity is defined as having greater than 250 workstations.  It is anticipated that there are approximately 400 large activities.  These guidelines can assist the CTRs in determining the level of effort needed for estimating the planning tasks necessary for transition.

Input

· None

Output

· Preliminary Site Questionnaire (PSQ)

Steps / Description of Activity

Claimant/Command Planning

· The best way to manage change is through careful planning and communications at all levels of the organization.  Keeping everyone informed along the way is crucial to success.  Also crucial to the successful transition to NMCI is the planning and documentation of expectations of all involved in the transition process.

· Supporting the transition process is a Memorandum of Agreement (MOA).  The MOA forms the basis of the agreement between the Navy Claimants and NMCI USN PMO/PEO-IT.  The MOA applies to all units, activities and sites subordinate to the Claimancy and acts as the governing document for the transition of NMCI to the Claimant.  When applicable, MOAs will be created between joint commands (PACOM, JFCOM) and the NMCI PMO/PEO-IT.  For the USMC, the USMC PM NMCI will centrally coordinate service delivery with Marine Corps commands.

· During the Claimant Planning Phase, the Claimant should also define the security policy for physical, personnel, procedural, Communications Security (COMSEC), and the acceptable level of risk for NMCI operation at the subordinate units.  NMCI CMS custodian responsibilities will be addressed within the MOA.

3.1.2 Activity Planning and Support

· Detailed planning at the activity level will ensure successful implementation of NMCI.  To accommodate the tasks necessary and to assist each activity, it is recommended that the CTRs host a series of meetings to facilitate the activities in transition planning and support.  

Preparatory Meetings

Preparation meetings, chaired by the CTR, and directed at:

· Discussion of transition schedule for the activity

· Overall review of the Command agreement in place (MOA)

· Discussion of CLINS and ordering services

· Introduce Data Collection Template and User’s Guide

· Identification of any issues or concerns unique to the activity

· Discussion on how to best manage personnel displacement process

· After Action Report drafted and agreed upon by the activity leadership and CTRs

· Roles and responsibilities of Activity and ISF

· The ISF's transition process

· Identification of infrastructure requirements

· Identification of physical needs

· Review of the SLAs and user expectations

· Discussion of lessons learned from other activities transition

ISF Briefings

The ISF will conduct Senior Leadership briefings as well as site kickoff briefings geared toward: 

· Introductions of ISF team

· Introduction of Activity Transition team

· ISF led discussion on process, milestones, and schedule

· Establishment of Transition Baseline, which will subsequently be managed through the formal change process

· Creation of detailed site-specific implementation plan

After Action Report should be drafted and agreed upon by activity leadership, CTRs, and ISF.  

Transition Status Review Meetings

The primary purpose of these meetings should be to take a real-time status of the transition activities taking place and to resolve any issues that may have developed.  The main items to be discussed during these meetings should be the following:

· In-progress review by ISF

· Action item review from previous meetings

· Problem review and resolution

· Schedule to completion review

· After Action Report should be drafted and agreed upon by activity leadership, CTRs, and ISF

· Review any outstanding items with orders

· Answer questions on CLIN items

· Compare inventories to baseline

· Review any changes to baseline

Transition Activities

This section outlines the specific activities that should be performed by every Command in concert with the ISF and the ISF’s transition plan.  This section provides information that will assist in:

· Appointing a Transition Team

· Gathering data on “as-is” or existing conditions 

· Supporting ISF’s due diligence period

· Understanding the transition process

Preparing for implementation is the key to a smooth transition.  Exact timeframes for the initial implementation will depend on each site's complexity.  Understanding the phases of implementation and selecting a team of proven leaders is critical to success.

The orderable items, as defined in the contract, are summarized below.  The Solicitation contains a detailed definition of the seats and services.

· Data Seats:
Fixed, Portable, Embarkable, Embarkable Portable, Hybrid Basic, and Hybrid Enhanced 

· Upgrades:
Data Seats: High-End, Mission-Critical, Classified; Embarkable/Embarkable Portable: Full Service, Limited Service

· Additional:
File Share Space, Classified Remote Access, Classified/Unclassified Switch, Voice Communication, Defense Message System (DMS), Wall Plug, Desktop VTC, Additional Accounts and MACs, Catalog of peripherals and software.

· Voice Seats:
Basic, Secure, Mobile, Personal Pager, Pier Voice Line, Pier Voice Trunk, Commercial Voice Seat, Commercial Voice Connectivity

· Upgrades:
Basic: Business Upgrade, Mission Critical Upgrade

· Additional:
Mobile Phone Internet Access, Additional MACs, and Catalog of peripherals and software.

· Video Seats:
Fixed VTC, Basic Moveable VTC

· Upgrades:
Movable: High end, Mission Critical, Premium

· Additional:
Additional MACs, Catalog of peripherals and software.

· Other Additional:  Preparing for implementation is the key to a smooth transition.  The Government activity and the ISF team must form a solid partnership to ensure success.
Transition Management

· The overall transition management approach should involve the activity working with their assigned CTRs and the ISF.  The management of transition tasks is the joint responsibility of the ISF and the Command.  Up-front planning and analysis of each activity’s “as-is” environment by the Command is a critical aspect of transition and must occur to ensure the successful transformation to the NMCI environment

Data Collection

· Defining the “as-is” environment for the activity will assist the ISF in performing transition tasks in the most seamless and non-disruptive manner possible.  Appendix A, NMCI Transition Data Collection Template and User’s Guide has been prepared as a data collection tool for commands to utilize while transitioning to the services provided by the Navy-Marine Corps Intranet.  

· The Transition Data Collection Template is designed to assist commands by providing support for issues such as:

a. Facilities (on-base operations and support for NMCI ISF)

b. Personnel (DoN CIO 036002MAR00)

c. Existing contracts

d. Proposed disposition of existing equipment (owned, leased, disposal, recovery of assets by Fleet or afloat units)

e. Continued service 

f. Physical transition cut-over 

g. Physical security 

h. Inventory

i. Help desk/Technical support

j. Applications (legacy and new)

k. Data bases

l. Communication lines

m. Backbone to desktop connectivity

n. IA accreditation

o. Security plans

p. Training 

· The Data Collection Template User’s Guide provides instructions for populating the data collection template.  It defines the terms used in the data collection template and expands the information that needs to be filled in or attached to complete the data collection activities that will enable the transition for each Command.
Appoint the Transition Team

· One of the first tasks in transition is to appoint a Transition Team.  The Transition Team should be comprised of people with excellent leadership and communication skills.  The team should include the following:

q. Transition Team Manager (full-time)

r. Data Coordinator

s. Voice Coordinator

t. Video Coordinator

u. Personnel Coordinator

v. Facilities Coordinator

w. Finance Coordinator

x. Security Coordinator

y. Contracts/Procurement Coordinator

z. Legacy Application Coordinator

· The Transition Manager will ensure that tasks associated with transition are completed on schedule.  The assigned POCs and coordinators will work with the Transition Manager and ISF to accomplish the tasks identified.  Note that one individual may perform one or more of the defined roles.  The critical issue is that personnel on the transition team must have the requisite knowledge of the subject area they are representing.

· The following table, Table 3-1, provides an outline of the positions and responsibilities of the key transition personnel.

	Position
	Responsibilities

	Transition Team Manager
	Coordinate ISF requested information; Hold regular meetings with POCs; Interface with Command leaders; POC and clearinghouse for information; POC for due diligence; Create Command briefs; Coordinate implementation and planning; Develop Proposed Draft Orders (PDO); Brief ISF; Coordinate with GMOs; Coordinate with applicable CDAs for Legacy applications.

	Data Coordinator
	Drawings of IT network IP addresses and their locations; List Locations of classified access; POC for data security; POC for trouble call/help desk support; List and location of current equipment; Review Y2K Database, as necessary; Existing specialized applications; Identify POC for each specialized application; Identify function; Identify migration plan; Review SLA options to meet required user service expectations.

	Voice Coordinator
	Current phone information; List of current equipment; List of current software; Blueprints of phone wiring and panel locations; List of secure voice seats; List of cellular phone and pager users information.

	Video Coordinator
	Fixed Video Teleconference Seat information; Locations of existing VTC sites; Equipment at current VTC sites.

	Personnel Coordinator
	aa. Review recommendations of DoN CIO 03/6002 MAR 00Seek methods to mitigate adverse impact to Government employees Identify requirements for Management Retraining Program Coordinate personnel information dataflow and ensure data privacy protection.

ab. Identify any potential personnel for first right of refusal

	Facilities Coordinator
	Review Hazmat Directives, as applicable; Current inventory of facilities projects (underway/scheduled); Provide space for ISF to perform due diligence; Provide ISF workspace; Provide lay down space for delivery and recovery of equipment; Provide office furniture; Provide consumables.

	Finance Coordinator
	Manage customer funding; Process billing and payment; Validate spend plan executability; Manage funding associated with credits/debits; Forecast financial requirements; Report on financial status.

	Security Coordinator
	Conduct security in-brief; Badge issuance; Vehicle registration coordination; Safety/Emergency services; Encryption devices; Any additional items.

	Contracts/Procurement Coordinator
	Current contracts listing for all 3rd party agreements; hardware, software licenses, hardware maintenance, applications development supplies, miscellaneous services, relative to providing services, including period of performance, payment terms assignment, termination provisions, and Contractor contact name and telephone number; Copies of existing procurement procedures; Listing of any ongoing procurement which will be either assumed or canceled as a result of the outsourcing; Copy of all related activity contract review and approval processes and procedures; Listings of all current open IT procurement/lease efforts and any expected procurement/lease efforts.

	Legacy Application Coordinator
	Identify and create inventory of GOTS and COTS applications; Review licensing requirements; Determine owners of software licenses; Determine need to continue licenses.  Develop rationalized list; Collect media information; coordinate participation in on-site pre-validation testing and post validation testing; Participate in on-site pre-validation testing; Participate in Security Working Group; Participate in on-site post validation testing.


Table 3-1 — Transition Team Positions and Responsibilities

Government Support to the ISF
· In providing support to the ISF, it will be necessary to have as much information as possible regarding the activity's infrastructure.  Items such as logical diagrams, inter-building and base connectivity of data circuits, voice communication links, external network connections, dedicated WAN services (i.e., SIPRNET and NIPRNET), and other point-to-point circuits should be provided to the ISF during transition.

· In addition to infrastructure, information regarding other physical requirements must be provided to the ISF.  Requirements such as site support, space provisions, Hazmat policies and procedures, equipment access, administrative support, encryption devices, base security, trash disposal, safety/emergency services, consumable supplies, badge issuance/vehicle registration coordination, other security requirements, and the increased traffic in the workspace for ISF staff must be considered during the implementation process.

Preparing to Place an Order
· A significant step of the transition process is preparing to place an order.  Assuming familiarity with the seat and service definition defined in the contract, in general the following tasks are necessary to place an order:

ac. Meet with GMO

ad. Locate information sources to answer questions on CLIN items

ae. Gather data from all POCs and create inventory list

af. Compare inventory list to CLIN order sheet

ag. Determine additional equipment needs (i.e., docking stations, special software)

ah. Compile list of legacy applications for initial transition

ai. Plan to interface legacy applications with NMCI

aj. Compile requests for fixed VTC site proposals

Business Rules

· None

Supporting Systems

· None

Job Aids / Templates

· None

Related Activities

· None

Actors

CTR

Claimant Leadership

SIL

ISF Site Manager

Additional Information (References)

· The NMCI Contract. 

· Section 5.6 Site Support and Government furnished equipment

· Section 5.16 Asbestos Containing Materials (ACM) and other hazardous materials

Owner / POC

Kevin P. McNally

APM, NMCI Site Management Division

PMW 164-2, SPAWARSYSCOM

Phone: (619) 524-7580

Fax: (619) 524-7355

kevin.mcnally@navy.mil
