-----Original Message-----

From: SPAWAR Organizational Message Traffic

[mailto:spaomc@spawar.navy.mil] 

Sent: Tuesday, April 20, 2004 8:21

Subject: NMCI DEPLOYABLE LESSONS LEARNED//

P 192300Z APR 04 COMCRUDESGRU TWO

ATTENTION INVITED TO  

PRIORITY

UNCLAS  //N02300//

***THIS IS A 3 SECTION MESSAGE COLLATED BY DMDS***

THIS IS PART I OF A II PART MESSAGE.  PART II IS IDENTIFIED BY

192301ZAPR04.

MSGID/GENADMIN/COMCRUDESGRU TWO N6//

SUBJ/NMCI DEPLOYABLE LESSONS LEARNED//

REF/A/GENADMIN/COMCRUDESGRU TWO/191907ZAPR2004//

REF/B/DOC/EDS AND SPAWAR/23JAN2003//

REF/C/DOC/EDS AND SPAWAR/12DEC2003//

REF/D/DOC/EDS AND SPAWAR/11DEC2003//

REF/E/DOC/EDS AND SPAWAR/28JAN2004//

REF/F/DOC/EDS AND SPAWAR/20AUG2003/-/NOTAL//

REF/G/GENADMIN/COMCRUDESGRU TWO/301820ZJAN2004//

REF/H/GENADMIN/COMCRUDESGRU TWO/181248ZFEB2004//

REF/I/GENADMIN/COMCRUDESGRU TWO/161925ZMAR2004//

REF/J/GENADMIN/COMCRUDESGRU TWO/121723ZAPR2004//

NARR/REF A IS NMCI DEPLOYABLE LESSONS LEARNED EXECUTIVE SUMMARY. REF

B IS NMCI DEPLOYABLE SUPPORT PLAN.  REF C IS NMCI GOVERMENT AIDE TO

DEPLOY.  REF D IS DEPLOYABLE BREAK FIX SUPPORT DOCUMENT. REF E IS

DEPLOYABLES CHECKLIST AND LESSONS LEARNED. REF F IS DRAFT SYSTEMS

SECURITY AUTHORIZATION AGREEMENT FOR GFE NAS.  ALL DEPLOYABLES

DOCUMENTATION EXCEPT REF E ARE AVAILABLE AT THE NMCI DEPLOYABLES WEB

SITE www.NMCI.NAVY.MIL (SLASH) PRIMARY (UNDERSCORE) AREAS (SLASH)

DEPLOYABLES (DASH) EMBARKABLES (SLASH) DEPLOYABLES (UNDERSCORE)

EMBARKABLES.  REFS G-J DETAIL EFFORT NECESSARY TO READY

USS HARRY S TRUMAN TO HOST NMCI EMBARKABLES.//

POC/MILLS, J. H./LCDR/COMCRUDESGRU TWO N61/-/TEL:(757) 443-7891

/EMAIL:JAMES.H.MILLS@NAVY.MIL OR JAMES.H.MILLS@TRUMAN.NAVY.MIL// 

RMKS/1. THIS MESSAGE IS PROVIDED TO ASSIST OTHER OPERATIONAL

COMMANDS AND STAFFS IN THEIR TRANSITION TO NMCI AND EMBARKING ON

THEIR RESPECTIVE FLAGSHIPS.  ADDITIONALLY, RECOMMENDATIONS FOR

IMPROVEMENT OF THE OVERALL NMCI DEPLOYABLE SOLUTION ARE PROVIDED.

REF A PROVIDES AN EXECUTIVE LEVEL OVERVIEW OF THESE NMCI DEPLOYABLES

LESSONS LEARNED.

2. THE NMCI PROGRAM RECENTLY ACHIEVED A MILESTONE BY COMPLETING

THE FIRST FULL CUTOVER OF AN OPERATIONAL COMMAND AND THE SUBSEQUENT

INTEGRATION OF THE NMCI DEPLOYABLE SOLUTION ONBOARD A FLAGSHIP--THE

ABILITY TO OPERATE IN NMCI ASHORE AND INTEGRATE WITH IT21 AFLOAT.

COMCRUDESGRU TWO SERVED AS THE CFFC EXECUTIVE AGENT AND NAVY

OPERATIONAL REPRESENTATIVE FOR NMCI DEPLOYABLES.

3. HISTORY.  THE NMCI DEPLOYABLES CONCEPT TO SUPPORT OPERATIONAL

COMMANDS AND STAFFS WHICH OPERATE BOTH IN SHORE-BASED HEADQUARTERS

AND AFLOAT OR FORWARD DEPLOYED UNITS WAS ENVISIONED TWO YEARS AGO.

SUBSEQUENTLY AN NMCI DEPLOYABLES WORKING GROUP REPRESENTING NAVY AND

MARINE CORPS OPERATIONAL UNITS, FLEET CLAIMANCIES, NMCI PMO, AND EDS

WAS ESTABLISHED.  FROM THIS WORKING GROUP, A PROCESS AND ASSOCIATED

NMCI CAPABILITY WAS DERIVED TO SUPPORT BOTH FORWARD DEPLOYED MARINE

CORPS UNITS AND NAVY CARRIER AIR WINGS AND STRIKE GROUP, DESTROYER

SQUADRON, AND AMPHIBIOUS GROUP STAFFS.

4. ADMINISTRATION OF THE NMCI PROCESS.  TRANSITIONING AND MANAGING

NMCI FOR A STRIKE GROUP STAFF REQUIRES A SIGNIFICANT AMOUNT OF TIME,

TECHNICAL UNDERSTANDING, AND ADMINISTRATIVE SKILLS TO EXECUTE.

TRANSITIONING STRIKE GROUP STAFFS SHOULD BE PREPARED TO DEVOTE

DEDICATED PERSONNEL TO COMPLETING THE ASSOCIATED ASSUMPTION OF

RESPONSIBILITY (AOR), RATIONALIZED APPLICATIONS, LEGACY APPLICATIONS

TESTING, AND DEPLOYABLES PROCESSES.  DOCUMENTATION IS LOCATED ON THE

NMCI AND EDS NMCI WEB SITES.

---

RECOMMENDATION: TO ASSIST STRIKE GROUPS IN TRANSITIONING TO NMCI,

RECOMMEND TYCOMS, TO INCLUDE NETWARCOM, DEVELOP AN NMCI DEPLOYABLES

TEMPLATE THAT WILL PROVIDE THE CRITICAL PATH MILESTONES WHICH MUST

BE MET FOR TRANSITION TO NMCI AND DEVELOP A TRAINING PROGRAM FOR

STRIKE GROUP NMCI LEADS.

---

RECOMMENDATION: CFFC MAINTAIN AN OPERATIONAL STAFF REPRESENTATIVE AS

A MEMBER OF THE NMCI DEPLOYABLES WORKING GROUP.  CCDG-2 WAS

PREVIOUSLY A MEMBER OF THE DEPOLYABLES WORKING GROUP BUT HAS NOW

ENTERED A PHASE OF THE INTER-DEPLOYMENT READINESS CYCLE (IDRC) THAT

WILL PRECLUDE FURTHER PARTICIPATION. A NAVY AFLOAT STAFF PERSPECTIVE

IS ESSENTIAL TO SUCCESS.

---

5.  NMCI ORDERING PROCESS.

A.  DELIVERING WHAT THE CUSTOMER ORDERS.  THE PRESENT PROCESS WHICH

REQUIRES THE AFLOAT STAFF TO UTILIZE THE WEB-BASED NMCI ENTERPRISE

TOOL (NET) IS NOT A "WHAT YOU SEE IS WHAT YOU GET PROCESS".  NET IS

PRONE TO SOFTWARE ERRORS AND IS NOT INTUITIVE FOR THE USER.

NUMEROUS CALLS TO THE NET HELP DESK AND WORKAROUNDS WERE REQUIRED TO

PROPERLY PROCESS THE ORDER.  THE ERRORS ENCOUNTERED IN NET DELAYED

PROPER PROCESSING OF CCDG-2'S NMCI ORDER FOR THREE WEEKS.  THE

COMMAND DID NOT HAVE VISIBILITY INTO EDS' E-MARKETPLACE TOOL; SUCH

VISIBILITY WOULD HAVE ENSURED THE ACCURACY OF THE NMCI EQUIPMENT

DELIVERY PRIOR TO CUTOVER.

---

RECOMMENDATION: DELL IS AN NMCI PARTNER AND IS RENOWNED IN INDUSTRY

FOR ITS ORDER FULFILLMENT PROCESS WHICH PROVIDES RAPID DELIVERY OF

HARDWARE WITH HIGH CUSTOMER SATISFACTION.  HIGHLY RECOMMEND

DIRECTOR, NMCI AND NMCI PMO RE-EXAMINE THE NMCI ORDERING PROCESS

INTO A "WHAT YOU SEE IS WHAT YOU GET" MODEL.  IF NET REMAINS THE

DIRECTED ORDERING PROCESS TOOL, RECOMMEND TYCOMS AND PMO DEVELOP AN

ORDERING GUIDE AND TEMPLATE TAILORED TO AFLOAT STAFFS AND AIR WINGS.

---

RECOMMENDATION: PMO PROVIDE NET TRAINING TO STAFF NMCI LEADS.

---

B.  IT21 TO NMCI CAPABILITIES STANDARDIZATION.  IT21 STANDARDS FOR

AFLOAT NETWORKS ARE SET BY PEO C4I AND SPACE PMW165.  THE BASELINE

STANDARD FOR IT21 WORK STATIONS IS A PENTIUM IV-2.4GHZ WITH 512 MB

RAM AND 40GB HARD DRIVE (TYPICALLY AN LCD MONITOR OR INTEGRATED

SHIPBOARD DISPLAY).  THIS STANDARD ENSURES SUFFICIENT MEMORY, HARD

DRIVE SPACE AND PROCESSING SPEED IS AVAILABLE TO RUN MEMORY INTENSIVE

APPLICATIONS SUCH AS C2PC, PCIMAT, AND OTHER TOOLS, AND BE

COMPATIBLE WITH SPACE LIMITATIONS AND MUTI-USER REQUIREMENTS ON

BOARD SHIP. NMCI, UNDER SPAWAR PMW 164, DELIVERED PENTIUM IV-1.8GHZ,

WITH 256MB RAM AND 20GB HARD DRIVES, AND CRT DISPLAYS.

---

RECOMMENDATION: RECOMMEND PMW164 SYNCHRONIZE DEPLOYABLE NMCI CLIENT

SPECIFICATIONS WITH THOSE OF PMW165'S IT21 CLIENT STANDARD.

---

6. ASSUMPTION OF RESPONSIBILITY (AOR).   UNDER AOR, THE STAFF'S

LEGACY NETWORK IS ADMINISTERED BY EDS.  WHILE IN AOR, THE STAFF IT IS

NO LONGER AUTHORIZED TO ADMINISTER THE COMMAND NETWORK AND UNABLE TO
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MAINTAIN PROFICIENCY IN SYSTEMS ADMINISTRATION.  THE STAFF IT IS

REQUIRED TO BE FAMILIAR WITH THE NMCI CLIENTS IN ORDER TO PROPERLY

CONDUCT CLIENT DEPLOYMENT FROM NMCI AND ADMINISTER THEM WHILE IN A

DEPLOYED STATUS.

--

RECOMMENDATION:  NMCI PMO DEVELOP A TRAINING COURSE FOR STAFF IT'S

WITH EMPHASIS ON ADMINISTERING NMCI CLIENTS, MAINTAINING THE GFE NAS

DEVICES, AND CONDUCTING THE NMCI DEPLOYABLES PROCESS.

---

7.  LEGACY APPLICATIONS.

A. THE LEGACY APPLICATIONS PROCESS REQUIRES SIGNIFICANT ATTENTION BY

THE STAFF NMCI LEAD.  NMCI PMO SITE TRANSITION EXECUTION MANAGER

(STEM) SUPPORT, TO AID THE STAFF NMCI LEAD, WAS NOT AVAILABLE WHILE

CCDG-2 WAS COMPLETING THE LEGACY APPLICATIONS RATIONALIZATION AND

LEGACY APPLICATIONS TESTING PROCESSES.  THESE PROCESSES REQUIRE THE

COMMAND TO COMPLETE DATA CALLS FOR THE RATIONALIZED APPLICATIONS

LIST, UNCLASSIFIED/CLASSIFIED LEGACY APPLICATIONS TESTING, AND

USER-TO-CLIN MAPPING.  EACH OF THESE PROCESSES WAS MANAGED BY

DIFFERENT PERSONNEL ON THE EDS TEAM.  INFORMATION PROVIDED WAS

DUPLICATIVE AND NOT ALWAYS USED.

---

RECOMMENDATION:  PROVIDE STEM, OR EQUIVALENT, SUPPORT TO STAFFS

DURING THEIR NMCI TRANSITION TO ENSURE ALL LEGACY APPLICATION

REQUIREMENTS ARE MET.

---

B. AFLOAT STAFFS HAVE TACTICAL AND SPECIAL PLANNING REQUIREMENTS

EVEN WHEN SHORE-BASED.  NAVY PROGRAM OFFICES THAT PROVIDE TACTICAL

PLANNING SOFTWARE TOOLS TO AFLOAT STAFFS ARE GEARED TO SUPPORT IT21

PREFERRED PRODUCTS LIST (PPL) CAPABILITY PROCESSES BUT IN MOST

CASES DO NOT ADDRESS NMCI LEGACY APPLICATIONS CERTIFICATION

REQUIREMENTS.  THIS LED TO CCDG-2 NOT BEING ABLE TO USE REQUIRED

PLANNING AND TACTICAL APPLICATIONS SINCE THE PROGRAM OFFICE

HAD NOT INITIATED THE PROCESS FOR NMCI COMPLIANCE OR REQUIRED USE OF

A LEGACY STANDALONE COMPUTER.  USE OF THESE APPLICATIONS EXISTED IN

THE LEGACY ENVIRONMENT AND ARE COMMON IN THE AFLOAT IT21

ENVIRONMENT.  THE FOLLOWING APPLICATIONS COULD NOT BE USED WHILE

ASHORE DUE TO THIS ISSUE:

- AFLOAT ELECTROMAGNETIC SPECTRUM OPERATIONS PROGRAM (AESOP)

- AFLOAT STAFF PLANNING TOOL

- C2PC

- MICROSNAP

- MICROSOFT CHAT

- MILSTAR COMMUNICATIONS PLANNING TOOL (MCTP-I)

- OPERATIONAL PLANNING AND ROUTING SYSTEM (OPARS)

- PMS VIEWER

- RELATIONAL NATO ELECTRONIC WARFARE DATA BASE (RNEDB)

- SAMETIME CHAT AND MEETING

- SIGNAL ANALYSIS IDENTIFICATION AND LOOKUP SOFTWARE (SAILS)

- STANDARD TACTICAL RECEIVE EQUIPMENT DISPLAY (STRED)

---

RECOMMENDATION:  REQUIRE ALL PROGRAM MANAGERS THAT PROVIDE TOOLS

USED BY AFLOAT STAFFS AND AIR WINGS TO MEET NMCI LEGACY APPLICATION

CERTIFICATION REQUIREMENTS IN ADDITION TO IT21 PPL REQUIREMENTS

PRIOR TO DISTRIBUTING OR REQUIRING AFLOAT STAFFS TO UTILIZE THE

PLANNING OR COLLABORATION TOOL.

---

C. EDS DEPLOYED VERSIONS OF APPROVED NAVY LEGACY APPLICATIONS THAT

WERE TWO VERSIONS REMOVED FROM THE CURRENT NAVY SOFTWARE VERSION

SUCH AS NPFPS, TURBOPREP, AND ATOS.  THIS PRESENTS A SIGNIFICANT

CONFIGURATION CONTROL PROBLEM IF CONDUCTED ON AN ENTERPRISE SCALE.

TURBOPREP IS ONE EXAMPLE WHICH HAD SIGNIFICANT IMPACT ON CCDG-2

USERS SINCE THERE IS A INCOMPATIBILITY ISSUE BETWEEN THE LATEST NAVY

STANDARD VERSION AND THE VERSION DEPLOYED TO CCDG-2 BY EDS.  CCDG-2

USED THE LATEST VERSION PRIOR TO CUTOVER.

---

RECOMMENDATION: REQUIRE EDS TO DEPLOY THE LATEST APPROVED VERSION OF

LEGACY APPLICATIONS.  PRIOR VERSIONS SHOULD NOT BE DEPLOYED IF THERE

IS A LATER APPROVED VERSION.

---

8.  NMCI DEPLOYABLE NETWORK ATTACHED STORAGE (NAS).  THE NMCI

DEPLOYABLES SOLUTION COUPLES NMCI CLIENTS (CLIN 0004AC) WITH THE

GOVERNMENT FURNISHED NAS DEVICE.  THE NAS PROVIDES A MEANS FOR DATA

MIGRATION FROM THE NMCI SERVER FARM, SUPPORTS FILE SERVER SERVICES

ABOARD SHIP, AND PROVIDES A MEANS FOR DATA BACKUP.  CLIN 27 SERVICES

ARE REQUIRED TO BE PROCURED WITHIN THE COMMAND'S NMCI ORDER.  THE

NAS IS WINDOWS 2000 BASED AND IS UNIQUE AMONG SERVERS TYPICALLY FOUND

ON SHIPBOARD NETWORKS.  WHILE CCDG-2 HAS NOW GAINED A FAIR AMOUNT OF

PROFICIENCY WITH THE NAS DEVICES, THE FOLLOWING LESSONS LEARNED ARE

NOTED:

A. THERE IS NO FORMAL TRAINING PROGRAM FOR STAFF OR SHIP IT'S.  WHILE

A WINDOWS 2000 DELTA TRAINING SESSION WAS HELD FOR CCDG-2 STAFF IT'S

IN PREPARATION FOR THE OCT2003 PILOT TEST OF THE NAS DEVICE, IT IS

NOT FORMALIZED WITHIN THE INTER-BATTLE FORCE TRAINING  (IBFT)

CONDUCTED DURING THE IDRC.

---

RECOMMENDATION: DEVELOP AND CONDUCT AN IBFT COURSE TO PROVIDE

TRAINING ON THE NMCI DEPLOYABLES PROCESS INCLUDING NAS

ADMINISTRATION.

---

B. TO SUPPORT A NIPRNET AND SIPRNET CAPABILITY REQUIRES FOUR

RUGGEDIZED CASES EACH WEIGHING 200 LBS AND REQUIRING 27 CUBIC FEET

OF SPACE.  30 AMPS OF POWER IS RECOMMENDED BY THE VENDOR (GTSI).

TYPICAL SHIPBOARD CIRCUITS ARE 15 AMPS.  NO EQUIPMENT RACKS ARE

PROVIDED ABOARD THE FLAGSHIP FOR THESE DEVICES.

---

RECOMMENDATION: TYCOMS INSTALL EQUIPMENT RACKS, PROPER POWER CABLING

AND VENTILATION TO SUPPORT GFE NAS DEVICES ABOARD FLAGSHIPS.

---

C. NO FORMAL CONTINUITY OF OPERATIONS (COOP) PLAN HAS BEEN DEVELOPED

FOR NAS USAGE.

---

RECOMMENDATION: NMCI PMO DEVELOP A COOP THAT PROVIDES DISASTER

RECOVERY MEASURES IN THE EVENT OF NAS FAILURE WHILE EMBARKED ON THE

FLAGSHIP.
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---

D. INTERIM AUTHORITY TO OPERATE (IATO) EXPIRES FOR NAS USAGE WITHIN

NMCI AND IT21 ON 31APR04.  A TYPE ACCREDITATION AND ASSOCIATED IATO

EXTENSION IS RECOMMENDED BY CCDG-2.

---

RECOMMENDATION: CERTIFY AND ACCREDIT THE NAS DEVICES ON A TYPE VICE

INDIVIDUAL BASIS.

---

E. THE NAS IS DESIGNED TO OPERATE WITH A 1 GBPS NETWORK CONNECTION.

CCDG-2 ORDERED CLIN 27 (1 GBPS SERVICE) TO MEET NAS SPECIFICATION.

HOWEVER, EDS DEPLOYED ONLY 100 MBPS SERVICE WITHIN THE COMMAND'S

BUILDING.  (TYPICAL SHIPBOARD NETWORK CONNECTIONS ARE 100 MBPS.)

---

RECOMMENDATION: PMO/TYCOMS PROVIDE GUIDANCE ON SPECIFIC CLIN 27

OPTIONS COMMAND SHOULD ORDER.

---

F. PROCESS TO CONNECT NAS DEVICE IS CONTAINED WITHIN THE NAS SYSTEM

SECURITY AUTHORIZATION AGREEMENT (SSAA) DOCUMENT HELD BY SPAWAR (REF

F).  THIS DOCUMENT IS NOT AVAILABLE ON THE DEPLOYABLES WEB PAGE.  IT

WAS PROVIDED BY SPAWAR AFTER CCDG-2 TRIED TO ACTIVATE THE APPROVED

CLIN 27 CONNECTION.  NMCI BASE OPS AND NETWORK OPERATIONS CENTER

(NOC) WERE UNFAMILIAR WITH THE PROCESS TO CONNECT A NAS DEVICE UNDER

CLIN 27.

---

RECOMMENDATION: PMO POST FINAL SSAA DOCUMENT ON DEPLOYABLES WEB

PAGE.  EDS CONDUCT TRAINING FOR BASE OPS AND NOC PERSONNEL ON NAS

DEVICE CONNECTIONS (CLIN 27).

---

G. BASE OPS AND NMCI NOC DID NOT COMMUNICATE PROPERLY UPON NAS

DEPLOYMENT TO NMCI.  BASE OPS AUTHORIZED CCDG-2 TO CONNECT NAS

DEVICES UNDER ESTABLISHED CLIN 27 AND REF F PROCEDURES.  NMCI NOC

WAS NOT AWARE OF AUTHORIZATION AND DIRECTED CCDG-2 TO DISCONNECT.

THE ISSUE REQUIRED CFFC INTERVENTION TO RESOLVE.  THIS DELAYED STAFF

IT'S FOR 1 WEEK IN BEING ABLE TO CONFIRM PROPER NAS OPERATION AND

CONFIGURE NAS ACCOUNTS IN PREPARATION FOR EMBARK.

---

RECOMMENDATION:  EDS CONDUCT NMCI DEPLOYABLES PROCESS TRAINING TO

NOC, BASE OPS, AND HELP DESK PERSONNEL.//

BT
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MSGID/GENADMIN/COMCRUDESGRU TWO N6//

SUBJ/NMCI DEPLOYABLE LESSONS LEARNED EXECUTIVE SUMMARY//

REF/A/GENADMIN/COMCRUDESGRU TWO/192300ZAPR2004//

REF/B/GENADMIN/COMCRUDESGRU TWO/192301ZAPR2004//

REF/C/DOC/EDS AND SPAWAR/23JAN2003//

REF/D/DOC/EDS AND SPAWAR/12DEC2003//

REF/E/DOC/EDS AND SPAWAR/11DEC2003//

REF/F/DOC/EDS AND SPAWAR/28JAN2004//

REF/G/DOC/EDS AND SPAWAR/20AUG2003/-/NOTAL//

NARR/REF A AND B ARE COMCRUDESGRU TWO DETAILED NMCI LESSONS LEARNED.

REF C IS NMCI DEPLOYABLE SUPPORT PLAN. REF D IS NMCI GOVERMENT AIDE

TO DEPLOY.  REF E IS DEPLOYABLE BREAK FIX SUPPORT DOCUMENT. REF F IS

DEPLOYABLES CHECKLIST AND LESSONS LEARNED. REF G IS DRAFT SYSTEMS

SECURITY AUTHORIZATION AGREEMENT FOR GFE NAS.  ALL DEPLOYABLES

DOCUMENTATION EXCEPT REF G ARE AVAILABLE AT THE NMCI

DEPLOYABLES WEB SITE www.NMCI.NAVY.MIL (SLASH) PRIMARY (UNDERSCORE)

AREAS (SLASH) DEPLOYABLES (DASH) EMBARKABLES (SLASH) DEPLOYABLES

(UNDERSCORE) EMBARKABLES.//

POC/MILLS, J. H./LCDR/COMCRUDESGRU TWO N61/-/TEL:(757) 443-7891

/EMAIL:JAMES.H.MILLS@NAVY.MIL OR JAMES.H.MILLS@TRUMAN.NAVY.MIL// 

RMKS/1. THE NMCI PROGRAM RECENTLY ACHIEVED A MILESTONE BY COMPLETING

THE FIRST FULL CUTOVER OF AN OPERATIONAL COMMAND AND THE SUBSEQUENT

INTEGRATION OF THE NMCI DEPLOYABLE SOLUTION ONBOARD A FLAGSHIP--THE

ABILITY TO OPERATE IN NMCI ASHORE AND INTEGRATE WITH IT21 AFLOAT.

COMCRUDESGRU TWO SERVED AS THE CFFC EXECUTIVE AGENT AND NAVY

OPERATIONAL REPRESENTATIVE FOR NMCI DEPLOYABLES.  COMCRUDESGRU TWO

STAFF OVERSEEING THE NMCI TRANSITION WERE EXPERIENCED WITH TWO

PREVIOUS SHORE-BASED NMCI CUTOVERS AND WERE FAMILIAR WITH ASSOCIATED

NMCI PROCESSES.  WHILE MUCH PROGRESS HAS BEEN MADE, THERE ARE

IMPROVEMENTS TO THE NMCI DEPLOYABLES SOLUTION THAT CAN STILL BE MADE

TO IMPROVE THE FLEXIBILITY AND RELIABILITY OF THIS CAPABILITY.

EFFECTIVE STRIKE GROUP COMMAND AND CONTROL AND OPERATIONAL PLANNING

HEAVILY DEPEND UPON THE STAFF'S NETWORK.  THE NMCI DEPLOYABLE

SOLUTION IS NOW A LINCHPIN IN THIS NETWORK.

2. THIS MESSAGE PROVIDES THE EXECUTIVE SUMMARY FOR NMCI DEPLOYABLES

LESSONS LEARNED.  REFS A AND B PROVIDE DETAILED LESSONS LEARNED AND

RECOMMENDATIONS FOR IMPROVEMENT OF THE INITIATIVE.  REFS C TO G

DEFINE THE NMCI DEPLOYABLES PROCESS CO-DEVELOPED BY SPAWAR AND EDS.

3. REQUIRED PROCESSES.  TO TRANSITION FROM LEGACY CAPABILITY TO NMCI

DEPLOYABLES CAPABILITY, THE OPERATIONAL COMMAND MUST UNDERSTAND AND

SATISFY THE ASSUMPTION OF RESPONSIBILITY (AOR), LEGACY APPLICATIONS

RATIONALIZATION (THE PROCESS OF REDUCING COMMAND APPLICATIONS TO

ONLY THOSE ESSENTIAL APPLICATIONS WHILE COMPLYING WITH DON

FUNCTIONAL AREA MANAGER (FAM) GUIDANCE), NMCI ORDERING, LEGACY

APPLICATIONS TESTING, NMCI CUTOVER, AND NMCI DEPLOYABLES PROCESSES.

EACH PROCESS IS UNIQUE, REQUIRES DIFFERENT DATA CALLS AND HAS UNIQUE

PROCESS REQUIREMENTS AND DOCUMENTATION.  NO FORMALIZED TRAINING HAS

BEEN ESTABLISHED FOR STRIKE GROUP LEADS WHO MUST EXECUTE THESE

PROCESSES.  INFORMATION SUCH AS USER LEGACY APPLICATIONS

REQUIREMENTS IS PROVIDED MULTIPLE TIMES IN DIFFERENT FORMATS TO

PERSONNEL OVERSEEING DIFFERENT PARTS OF THE PROCESS.  RECOMMEND THAT

THE NMCI PMO ASSIGN A LIAISON TO ASSIST THE STRIKE GROUP STAFF IN

MEETING REQUIRED NMCI PROCESS REQUIREMENTS TO REDUCE

MISINTERPRETATIONS OF COMMAND REQUIREMENTS AND IMPROVE CAPABILITY

DELIVERED TO THE DEPLOYING COMMAND.  THIS LIAISON IS AKIN TO THE

STRIKE GROUP INSTALLATION MANAGER PROVIDED BY SPAWAR 04 TO OVERSEE

C4I INSTALLATIONS WITHIN STRIKE GROUP SHIPS.

4. IT21 AND NMCI CLIENT HARDWARE STANDARDIZATION.  IT21 STANDARDS FOR

AFLOAT CLIENTS AND NETWORKS ARE SET BY PEO C4I AND SPACE PMW165.

THE STANDARD SET FOR IT21 CLIENTS IS A PENTIUM IV-2.4GHZ WITH 512 MB

RAM AND 40GB HARD DRIVE (TYPICALLY AN LCD MONITOR OR INTEGRATED

SHIPBOARD DISPLAY).  THIS STANDARD ENSURES SUFFICIENT MEMORY, HARD

DRIVE SPACE AND PROCESSING SPEED IS AVAILABLE TO RUN MEMORY

INTENSIVE APPLICATIONS TYPICALLY USED BY STAFFS AFLOAT AND ASHORE

SUCH AS C2PC, PCIMAT, AND OTHER TACTICAL PLANNING TOOLS IN THE AREAS

OF OPERATIONAL CONTINGENCY, COMMUNICATIONS, AND ELECTRONIC WARFARE

PLANNING.  THE IT21 STANDARD ALSO CONSIDERS REQUIREMENTS FOR SPACE,

POWER, AND WEIGHT LIMITATIONS AS WELL AS CLIENT MULTI-USER

REQUIREMENTS ONBOARD SHIP.  NMCI, UNDER SPAWAR PMW 164, DELIVERED

PENTIUM IV-1.8GHZ, WITH 256MB RAM AND 20GB HARD DRIVES, AND CRT

DISPLAYS.  NMCI DEPLOYABLE CLIENTS NEED TO BE FULLY SYNCHRONIZED

WITH THE MINIMUM IT21 STANDARDS AND CONFIGURED TO OPERATE IN A

SHIPBOARD ENVIRONMENT.

5. TRAINING FOR INFORMATION SYSTEMS TECHNICIANS.  ONCE THE LEGACY

NETWORK IS UNDER THE NMCI AOR, THE STAFF IT'S CAN NO LONGER MAINTAIN

PROFICIENCY ON THE NETWORK SINCE ADMINISTRATION IS CONDUCTED SOLELY

BY NMCI.  SHORE BASED HANDS ON WINDOWS 2000 AND NT NETWORK TRAINING

IS NEEDED TO ENSURE THESE PERSONNEL RETAIN CRITICAL NETWORK

OPERATION AND MAINTENANCE SKILLS AND TO PERMIT THEM TO ADMINISTER

THE SYSTEM WHILE EMBARKED.  ADDITIONAL TRAINING SPECIFIC TO THE NMCI

DEPLOYABLES PROCESS IS ALSO NECESSARY.

6. LEGACY (SOFTWARE) APPLICATIONS PROCESS.  THE LEGACY APPLICATION

VALIDATION PROCESS IS LENGTHY AND REQUIRES ADDITIONAL TRAINING AND

SUPPORT FOR STAFF NMCI LEADS.  REQUESTS COMCRUDESGRU TWO MADE PRIOR

TO CUTOVER (FOUR MONTHS AGO) FOR INCLUSION OF LEGACY APPLICATIONS

WITHIN THE COMMAND NMCI SOFTWARE BUILD TO SUPPORT OPERATIONAL STAFF

FUNCTIONS HAVE YET TO BE COMPLETED.  SOME DELAYS ARE DUE TO NAVY

PROGRAM OFFICES NOT INITIATING NMCI CERTIFICATION OF THE LEGACY

APPLICATIONS PRIOR TO DELIVERY TO OPERATIONAL STAFFS.  IN GENERAL,

PROGRAM OFFICES PROVIDING TACTICAL PLANNING SOFTWARE TOOLS TO AFLOAT

COMMANDS COMPLY WITH THE IT21 PREFERRED PRODUCTS LIST (PPL) PROCESS,

BUT HAVE NOT INITIATED NMCI CERTIFICATION TESTING OF THEIR SOFTWARE

TOOLS.  PROGRAM OFFICES SHOULD AUTOMATICALLY SUBMIT THESE SOFTWARE

TOOLS FOR NMCI LEGACY APPLICATION TESTING SO THAT THIS SOFTWARE CAN

BE UTILIZED BY EMBARKING STAFFS WHILE ASHORE.  A LISTING OF THESE

KEY APPLICATIONS IS PROVIDED IN REFS A AND B.  OTHER DELAYS CAN BE

CORRECTED BY INITIATING A TRAINING PROGRAM ON THE NMCI LEGACY

APPLICATIONS PROCESS FOR COMMAND NMCI LEADS.

7. NETWORK ATTACHED STORAGE (NAS) SOLUTION.  THE GOVERNMENT

FURNISHED NAS DEVICE HAS THUS FAR PROVEN TO BE RELIABLE.  HOWEVER,

THERE IS NO FORMAL TRAINING PROGRAM FOR STAFF OR FLAGSHIP IT'S FOR

THE FILE SERVER NAS DEVICES.  THE DOCUMENTATION, REF G, ON HOW TO

NOTIFY EDS OF CONNECTING THE NAS IS NOT POSTED TO THE DEPLOYABLES

WEB SITE.  THE LONG-TERM RELIABILITY OF THE NAS SHOULD BE SUPPORTED

BY THE INSTALLATION OF SHIPBOARD RACKS TO PROPERLY SECURE THE

EQUIPMENT FOR SEA, POWER AND VENTILATION IMPACT SHOULD BE

ENGINEERED, AN INTEGRATED LOGISTICS MUST BE PROVIDED, AND A STANDING

CONTINUITY OF OPERATIONS PLAN (COOP) DEVELOPED FOR THESE DEVICES.

MSGID/GENADMIN/COMCRUDESGRU TWO N6//

SUBJ/NMCI DEPLOYABLE LESSONS LEARNED EXECUTIVE SUMMARY//

FAULT TOLERANT MEASURES ARE RESIDENT WITHIN THE NAS, HOWEVER THE

MAINTENANCE, LONGEVITY, AND RELIABILITY OF THIS DEVICE IS CRITICAL.

IF THE NAS CRASHES OUR WORLD STOPS AND WE MUST GO TO ARCHIVED BACKUP

CDROMS.

8. OPERATING UNDER THE NMCI DOMAIN.  THE COMMAND NMCI LEAD WAS NOT

AUTHORIZED TO APPROVE ADMINISTRATIVE AND DEPLOYABLE MOVE/ADD/CHANGE

(MACS) REQUESTS.  COMCRUDESGRU TWO WAS UNABLE TO DIRECTLY HAVE EDS

PROCESS SIMPLE ADMINISTRATIVE MACS SUCH AS ADDING NEW USERS,

CHANGING ASSET ASSIGNMENT, CHANGING USER INFORMATION, CORRECTING

LOCAL PUBLIC FOLDERS ADMINISTRATION, OR DEPLOYING FROM OR TO THE

NMCI DOMAIN.  THESE REQUESTS REQUIRED CFFC AND CNSL APPROVAL PRIOR

TO ANY ACTION BEING TAKEN BY EDS.  FOR TIMELY AND ACCURATE

ADMINISTRATION OF A COMMAND'S NMCI NETWORK, IT IS ESSENTIAL FOR A

COMMAND NMCI SITE LEAD TO BE EMPOWERED TO SUBMIT ADMINISTRATIVE AND

DEPLOYABLE MACS.

9. DEPLOYING FROM OR TO NMCI.  COMCRUDESGRU TWO ENCOUNTERED

DIFFICULTY DURING THE TRANSITION FROM NMCI AND SUBSEQUENT EMBARK

ABOARD THE FLAGSHIP.  REFS C THROUGH G OUTLINE DETAILS OF THIS

PROCESS.  HOWEVER, GIVEN THE LEVEL OF STAFF IT KNOWLEDGE IN THE

DEPLOYABLES PROCESS, THE FIRST OPERATIONAL DEPLOYMENT OF THE GFE NAS

DEVICES, AND THE TECHNICAL APPROACH TO INTEGRATE STAFF NMCI CLIENTS

DIRECTLY INTO THE FLAGSHIP'S NETWORK DOMAIN, THIS PROCESS REQUIRED

TWELVE DAYS (2500 MAN HOURS REQUIRED) VICE THE PLANNED THREE DAYS TO

EXECUTE (384 MAN HOURS REQUIRED).  SPAWAR'S EMBARKABLE SYSTEMS

INTEGRATION TEAM (ESIT) WERE INVALUABLE DURING THIS TRANSITION AND

AIDED THE STAFF AND FLAGSHIP THROUGH TECHNICAL ISSUES NOT PREVIOUSLY

ENCOUNTERED.  THIS DELAY RESULTED IN A FULL LOSS OF ONE WEEK OF

SIPRNET/NIPRNET CONNECTIVITY AND OPERATIONAL PLANNING TIME FOR MY

STAFF.  RECOMMEND THAT A TECHNICAL ASSIST TEAM WITH TECHNICAL

UNDERSTANDING OF THE NMCI DOMAIN (EDS) AND UNDERSTANDING OF THE IT21

DOMAIN (ESIT), BE MADE AVAILABLE TO STAFFS CONDUCTING DEPLOYMENT

FROM NMCI AND FLAGSHIP EMBARKS IN THE FUTURE.  THIS ASSISTANCE IS

ESSENTIAL TO SUPPORT THE STAFF'S TIMELY AND ACCURATE DATA MIGRATION

AND INTEGRATION OF NMCI CLIENTS ONBOARD THE FLAGSHIP.

10. SELF-CONTAINED DOMAIN.  ANOTHER FACTOR CONTRIBUTING TO THE

SIGNIFICANT TIME REQUIRED TO EMBARK AND THE SOURCE OF SOME TECHNICAL

ISSUES (SUCH AS DISAPPEARING ROAMING PROFILES FOR USERS) IS THE

CURRENT TECHNICAL SOLUTION OF INTEGRATING NMCI CLIENTS DIRECTLY INTO

THE SHIP'S NETWORK.  (AS OPPOSED TO BRINGING ABOARD A SEPARATE

NETWORK DOMAIN THAT WAS PREVIOUSLY THE METHOD TO SUPPORT STAFF

EMBARKATION PRIOR TO NMCI.)  INTEGRATING NMCI CLIENTS WITHIN THE

SHIP'S NETWORK DOMAIN REQUIRED ALL USER ACCOUNTS/COLLECTIVES TO BE

REBUILT AND PLACED ANOTHER DEMAND ON SHIP'S COMPANY SERVERS THAT

ALREADY ARE OPERATING AT CAPACITY.  HIGHLY RECOMMEND FUTURE STAFFS

EMBARKING WITH NMCI BE EQUIPPED WITH A SOLUTION THAT INCLUDES DOMAIN

CONTROLLERS AND EXCHANGE SERVERS SUPPORTING A STAFF SPECIFIC NETWORK

DOMAIN.

11. SUMMARY.  OVERALL, THE CAPABILITY PROVIDED BY THE DEPLOYABLE NMCI

PROCESS DOES ALLOW MY STAFF TO EXECUTE THEIR MISSION, FUNCTIONS, AND

TASKS.  HOWEVER, THE CURRENT TECHNICAL SOLUTION TO TRANSITION

BETWEEN IT21 AND NMCI IS NOT FLEXIBLE ENOUGH TO PREVENT LOSS OF

VALUABLE STAFF PLANNING AND COLLABORATION TIME DURING EMBARK/DEBARK

PHASES.  NMCI IS THE ONLY REMAINING MEANS OF INFORMATION TECHNOLOGY

MODERNIZATION FOR AFLOAT STAFFS AND AIR WINGS.  TO SUCCEED IN A

FLEET RESPONSE PLAN (FRP) OPERATIONAL ENVIRONMENT, STRIKE GROUP

STAFFS MUST HAVE ACCESS TO DEDICATED EMBARK SUBJECT MATTER EXPERTS,

DETAILED AND ADEQUATELY TESTED PROCEDURES, PROPER HARDWARE AND

SOFTWARE CONFIGURATIONS, AND THE NECESSARY TRAINING TO TRANSITION

USERS FROM AND TO THE NMCI DOMAIN.

12. RDML REILLY SENDS.//
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