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Minutes from NMCI 1st Increment Lessons Learned Meeting

Thursday, 01 March 2001

Crystal Gateway Marriott, Arlington, VA
Agenda:

0815 

Opening Remarks - Mr. Joe Cipriano/Mr. Scott Randall

0900-0945
ISF Lessons Learned - Mr. Rick Rosenburg

0900-1000
Break

1000-1100 Lessons Learned - Ms. Ruthann Zombolas

1100-1200 Contract Status Overview - Ms. Ellen Polen

Business Discussion - Ms. Pat Nelson


Moves/Adds Changes


User Account Management

Technical Discussion - CDR Bruce Mathers


Network AOR

Legacy Applications

Shared Infrastructure

Network Structure

PKI

1200-1300 Lunch

1300-1700 Customer Briefs

NAVAIR - Ms. Bonnie Bowes

CPF - CAPT Jim Fordice

AAUSN - Mr. Gary Wyckoff

PORT HUENEME - Mr. Jamie Smith

SPAWAR - CDR Mark Compton

NAF WASHINGTON - CAPT Scott Beaton

Main Points covered throughout the conference:

· COMMUNICATION - we must all keep the lines of communication open and flowing.  Communicate with all of your activities on a daily basis through SitReps - minimum of a weekly basis.  People are afraid of the unknown - make the unknown known and there will be less fear and less resistance towards transitioning to NMCI. 

· COLLABORATION - we must all work together to see this thing through.

· SERVICE CONTRACT - this is a Service Contract and must be treated as such
· EVOLUTION - we are constantly evolving we have the framework set but we must be FLEXIBLE in order to move forward.
· PREPARATION - be prepared for anything and everything.  Familiarize yourself with the contract and documents posted on the web site.
· DATA COLLECTION - be prepared to list names and seats and actual physical locations.  Know what you have and what you need.
· LEGACY SYSTEMS - Only keep those that are absolutely necessary.  Be prepared to list all legacy applications and their purpose.  Test and certify legacy systems.  If a legacy system needs replaced - replace it with NMCI

Detailed Notes

Ms. Ruthann Zombalas

· Called meeting to order.

Joe Cipriano

· Introduced Capt. Christopher, now acting in Litchfields place

· "Smart people learn from their mistakes.  Brilliant people learn from other peoples mistakes".

· Learn from others mistakes.  We have already seen some improvement in policies.

· List of displaced personnel - has been disappointing, but they have and are still making steps to improve this process.

· Will not be perfect from 1st day, it is a process of transition

· This is a "seat management" approach to IT services and will be messy for the first year or two, but it will pay off in the future.

· Transition will be tough.

· Places that he visited that were using an NMCI like process all said that they would do it all again, the payoff is unbelievable.

Scott Randall

· 3 themes of NMCI transition

· Collaboration - we must work together to see the end

· Partnership - identify and solve problem together.  NMCI is cultural management and change management

· Evolution. - we have provided the framework and main structure, the rest of the requirements will evolve.

· We are all in this together, we need to identify the problems and solve them

· We have gotten the main structure straight and are now working on the rest

Rick Rosenburg

· What the Strike Force has Learned

· EDS Commercial - hit the ground running without knowledge.  They have learned by working as a team.  BUILDING PLANES IN THE SKY "We build why your up and running"

· We have achieved AOR at 18 sites for more than 40,000 seats.

· 55% of EDS subcontracts are with small businesses

· Information Assurance - Early format of Security Working Groups, PKI authentication

· Gold Disk (applications enterprise wide) is 75% complete, on target for delivering to ISF proving Center Labs for interoperability testing on 9 March

· Facilities are on schedule (NOCs)

· Involvement Prior to AOR

· Comprehensive Communication

· Define Responsibility

· Maintain Flexibility

· When problems arise do NOT resort to old practices - Continuous Innovation

· Have Site Transition Manager, Site Delivery Manager & Special action teams prior to AOR

· ISF will be on site 4 weeks prior to AOR

· Special Actions Team - come in do their stuff and move on to the next site. 5-9 month process depending upon site.

· Preliminary site questionnaire - earlier sequence, they will coordinate this earlier.

· SCM - Site Concurrence Memorandum **NOT A CONTRACTUAL AGREEMENT**

· SCM documents responsibilities for a baseline on responsibilities.  Letter of understanding.  This document will change over time.

· ISF has a standard SCM template with a weblink

· Want to eliminate unknowns.  People are not afraid of change, they are afraid of unknowns.

· Closer and more frequent communications between ISF and site.

· It is all about communication

· NMCI = Cultural Change that uses technology to communicate

· AOR - understanding.   SCM helps this understanding.  AOR environment does not become the NMCI environment - this happens after cutover.

· Shared Infrastructure - we will not maintain all shared infrastructure.

· DISN charges remain with user

· IT personnel should not be transferred until cutover.  **They will only pay for NWCF personnel to remain. **

· They will pay through NWCF as a subcontractor

· Contractors at AOR - contract is terminated then ISF would pick up the contract and continue providing service.

· Crane has 28 displaced personnel - ISF has made offers to 7-15 of them.  They have 48 hours to respond and that time is not yet up.

· Future focus - Change Management

· Take end state and improve current state

· Limited only by imagination.  Fixed unit price next 5 years

· Have to continually improve to drive force down (ISF)

· Benefits of Voice over IPs are that calls within the Navy are free.

· Will support As-Is.  If at cutover it is NOT compatible, they will replace it.  They will get an Action Item out to try and get these organized.

· FAQs - They originally answered many of these briefly.  They are trying to update and detail the answers out.

· Questions from the group:

· Q:  (Linda Rose NSY) Will NMCI be able to pay for OM&N groups as contractors the same way they are proposing to pay for NWCF?

· A:  NO

· Q:  (Gladys Davis HQ) Is there a solution for Voice Over IP?

· A:  YES - That is how EDS plans to handle Voice Seats eventually.

· Q:  (Linda Rose NSY) How will AOR be dealt with at RIFF sites?

· A:  Don't know, will have to find out

· Q:  Is there a process for establishing new CLINs?

· A:  YES - Once a new CLIN is identified there will be a 30 day grace period

· Q:  Who is going to be the Voice Over IP Vender?

· A:  Cisco

Ruthann Zombolas PMO Lessons Learned

· Transition Phases

· Start looking at contract, FAQs, Execution Plan, groundwork of knowledge.

· Phase I - Pre-AOR - use list - there is one on the EDS website

· Need names and exact placement of everyone. (State, City, Base, Building, Office, Cubicle)

· Schedule termination of Lease with AOR

· You must have licenses for the software you run

· Legacy Application - you should start now.  Extensive desktop surveys; who and where they are.  Leases should have 30-day extension available.

· Orders - State and Base aren't listed but this information would be helpful

· Need seat details on orders - any and all

· You are only charged for what you have.  If you order 50 seats, but only currently have 10 you will only pay for 10.  You only pay for what you have.  45 days AOR.  4-6 months to cutover.

· AOR +30 days to refine your order

· New Clin identified +30 days to refine your order

· If you are ordering a portable seat, but have a fixed seat during As-Is, you will pay for a portable.

· SAT - Special Action Teams.

· Everything will be inventoried by ISF, and then you work with them to figure out what transfers, what will be shared and what remains government.

· This is a SERVICES CONTRACT

· Q:  Site Specific Transition Plan - who will be approving this from both EDS & Navy side? Answer.

· A:  Depends upon CO at base, N6 at base.  Depends on SCM.  Some cases Echelon II would like to approve for all sites.

· Phase IIB (It's your "2 be" environment) Issues will come up - it will not happen over night.  Access to Legacy Applications will be part of this.  Anticipated time - approximately 4-6 months depending upon site.

· Rick.  Generic Transition Plan has 4-6 months from AOR to cutover.  If the site is NOT ready they will NOT go to cutover.  If it can't be supported in the environment it will NOT go to cutover.

· CONOPS - Anticipation of changes in your activity now that NMCI is up.  How your business changes with ISF on board.  When cutover happens NMCI will have changed numerous things in how you do business.  ISF will change procedurally the way business is done.  CONPS can be distributed to your organization as a joint between ISF and the Site Organization to help with the Transition.

· Pre-AOR checklist -one for ISF and one for Government.

· Customer Advocate brings in issues and requirements from CIO to Program Office.

· GMO Staff by region - CTR region (Hawaii will be up soon)

· FAQ process - nmcistat@spawar.navy.mil (Goal is 3 days)

· To Be vs. As Is.  If you have more today (before AOR) you pay based on what you are ordering.

· You won't pay for anything you don't have.  If you have more now and will have less at Cutover you will pay for less.

· Legacy - they are not going to put problems on the network and try to get them re-certified.  There may be some instances that they will maintain the Legacy - it will be case by case.

· What constitutes an Application - There will be a list supported by ISF that will be included with a seat.  Outside of that they will be Legacy (Similar to Y2K)

· The invoice will work out the nitty gritty

Ellen Polen

· Price now includes increased migration (increase in memory, other type modifications)

· Legacy systems must be certified - don’t want to bring down network in hopes that there is no problem.

· After we see the scope @NAVAIR we will be better able to address for the enterprise

· Legacy includes all things outside the scope on NMCI - systems and applications.

· CLIN 23 - 30 day grace period after CLIN modification or establishment

· Future modifications - Monthly service price 2 pricing, Blackberry PDA, embarkable upgrades, dual use, cyber cafe, SCI bullets DD254, off-site contractor ordering/purchasing, desktop VTC, DMS clarification

· Will be adding COTs catalogue to the contract

· There is a monthly SERVICE price per item

· When a new CLIN is established there will be a 30 days after it is established

· Working to determine configurations for a shopping list.

· There is a conference coming up this week on DMS.  SPAWAR and ISF are working together to come to a solution.

· Exchange sale provision - infrastructure turned over to ISF

· 40 laptops, only ordering 20, who gets the extra 20 laptops?  Answer.  PMO and ISF will formally respond.

· This is the EVOLUTION OF A SERVICE CONTRACT

· The process is designed for success - looks expensive now but in the future it will pay off.

· Working in collaboration with Stakeholders.

· Ownership will go to ISF and the Government will get to USE

· Waiver - IT pre NMCI go through CIO to get approval to do so.

Pat Nelson

· Enterprise Action Group, team to deal with account management

· Want to work towards E-commerce

· Network AOR - site to site doesn't make sense.  Geographic perspective makes sense.

· NMCI - Separate from Navy Re-engineering

· Legacy Application POC - looks at security and other technical aspects.

· Goal - Database outlining the applications

Bruce Mathers

· US seal of endorsement focused on security external and internal.  More reviews this week.

· Network AOR - Roll out customer by customer vs. geographical.  Go to a base 1 time vs. 5 or 6 times.  Geographic transition makes sense for Technical AOR.  Network AOR - site to site doesn't make sense.  Geographic perspective makes sense.

· Some networks have specific issues and will have to be dealt with one on one

· Network AOR before AOR is preferred but may not happen

· Legacy Application contractual requirement is to provide access in as is if Navy provide accurate & necessary detail

· Designate a Legacy application person to gather and report

· Lockdown policy is not yet supported.

Bonnie Bowes, NAVAIR

· 8 major sites, 2 OCONUS sites.  They currently have 8 orders in the system

· WAR room - Lessons Learned

· Daily Commanders Report on progress to date and outstanding issues so they are aware.  Subject always the same, format always the same.

· Web based tool for Requirements, this also established POCs (http://nmci.navair.navy.mil)

· SETA - Systems Engineer Transition Assistant 

· NAVAIR has done a claimant SCM with chapters/Appendices for specific sites.

· AOR checklist - go further than just getting check marks.  Follow through and make sure that they are done.  Dig deep not just, is it done? - when was it done? - how was it done? - who did it?

· CTR staffing level.  They have a Claimant CTR and an East & West Coast CTR and then one at each base.

CPF - Capt. Jim Fordice

· Set a timeframe for Program Managers to not put applications on system

· Cybercafe - for people living on a base to surf the net, this is needed for quality of life.

· CTR staffing level is by base

AAUSN - Gary Wyckoff

· In the beginning when a question would be asked they would get different answers from ISF (depending upon whom they talked to), and the PMO office.  Now they seem to be collaborating efforts before answering and therefore people are receiving only one answer per question.

· SCM - took about 2 months to accomplish, this document is a key to this process.

· Separate needs from wants - put this at the directorate level

· You do NOT have to have SCM signed in order to go to AOR

SPAWAR CDR. Mark Compton, CIO Office

· Their website is a virtual War Room

· Suggestion - DON CIO sends out a Naval Wide msg. Stating that the SCM is a MOU NOT a contract

· What type of Virus control will there be?

· Transition Plan does NOT have to be signed.

· If you need additional seats or CLINS you can order them at an additional time
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