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NMCI Transition Plan

Executive Summary

The Northrop Grumman IT Site Transition Assistance Team (STAT) is excited about the opportunity to assist the USMC in this critical site transition effort, particularly, as the Single Integrator for PM NMCI/ITI to enhance unity of command, control, and communications.

Northrop Grumman IT is very conscious and sensitive to the fact that for the past few years the under-resourced PM NMCI/ITI and every USMC site have put forth a tremendous effort in planning and executing the NMCI initiative.  We are dedicated to provide the much-needed personnel and expertise to help the Marine Corps successfully execute NMCI transition.

Northrop Grumman IT STAT represents an outstanding lineup of companies that have exemplary, relevant, and demonstrated excellence in work for the U.S. Government, the Department of Defense, the Marine Corps, and specifically, Marine Corps Systems Command (MCSC). This team offers extensive experience across a wide spectrum of work areas, while at the same time providing a best value option to you.  In addition to having the resources and experience to provide immediate site assistance upon contract award, Northrop Grumman IT brings you a value added capability that no other CEOss prime can.   Northrop Grumman IT STAT has teammates that are currently supporting the Navy NMCI transition effort, particularly at NAVSEA, NAVAIR, and SPAWAR.  Our teammates currently supporting the Navy NMCI transition include AT&T Government Solutions, Eagan McAllister Associates (EMA), and American Systems Corporation (ASC).  Additionally, Northrop Grumman IT STAT brings a Global reach to this effort.  We have teammates located throughout the world that can provide NMCI transition support at each USMC site.

During this 30-day plan development period, Northrop Grumman IT STAT performed multiple, concurrent, on-site interviews in order to rapidly evaluate USMC status on the Navy Marine Corps Intranet (NMCI) transition.  These data collection efforts provide the basis for the development of the NMCI Transition Plan provided in this proposal. Specific site data is provided in Appendix A to this Plan.  Most importantly, we feel our efforts have enhanced our ability to be the Single Integrator for the Marine Corps in performing this transition support effort. Our analysis has clearly identified the staffing deficiencies that are currently negatively impacting various sites in their ability to successfully support the complex NMCI transition within the scheduled milestones.  As the result of the lack of available resources, the Marine Corps IT community, from the Headquarters level to the local base, post, and station has experienced frustration, disappointment, and resource drain in achieving NMCI transition goals and objectives.  As a consequence, the NMCI Program Management Office and local sites have not been sufficiently staffed to absorb the workload required to effectively execute NMCI transition activities.  Accomplishing the task of getting each site within each region back on schedule for planned cutover milestones will require efforts from a team that can collaborate efficiently and effectively across the entire enterprise.  The NMCI Transition Plan describes information management capabilities that will enable all sites to be managed with one voice and one methodology - a single integrator.  

Why the Northrop Grumman IT STAT?
Of all the factors you will consider in selecting a single, trusted integrator to assist in the NMCI site transition, past performance is the strongest indicator of future success.  Selecting a company with proven success reduces the risk of program implementation. Our team offers this proven track record. Northrop Grumman IT has established six years of proven performance with MCSC on some of your toughest tasks. 

Additionally, during our recent travel to the Marine Corps sites, the Northrop Grumman IT STAT was well received because our message was “we are here to help, what do you need.” We did not unduly encroach on site representatives' valuable time with questionnaires and other time-consuming data collection methods. Our point was to keep it simple, assess where they are in respect to implementation and find out what they needed. We believe that we established a rapport and foundation of trust with these site representatives that can go a long way toward achieving their goals with a minimum of disruption. Al list of those Marine Corps representatives interviewed is contained in Appendix I to this Plan.
Given our customer care, concern, and belief in this effort, our senior management interest, 


and our record of success in supporting the Navy NMCI transition efforts, we are confident that we provide the greatest benefit and the least risk, resulting in the best value for PM NMCI/ITI. 

We are committed to ensuring the success of the NMCI site transition, and we welcome the opportunity to support you in this important effort.

NMCI Transition Plan
1.0 Introduction

Northrop Grumman IT STAT represents an outstanding lineup of companies that have relevant and demonstrated performance in the Department of Navy, Navy-Marine Corps Intranet (NMCI) transition and cutover.  This team offers extensive experience across a wide spectrum of NMCI transition and cutover responsibilities belonging to the Government.  EMA, one of our teammates currently supports Naval Sea Systems Command (NAVSEA) and Space and Naval Warfare Center (SPAWAR) in their transitions to NMCI, and therefore brings extensive, real world, transitional experience to the table.  

2.0 Purpose
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To develop a transition execution strategy which will assist the USMC during their transition efforts to NMCI.  We have a concrete understanding of each site’s current health status and the requirements necessary to accomplish the outstanding needs.  The plan identifies Assumption of Responsibility (AORs) schedules and resources required to augment personnel at each site.  A Master Integrated Schedule (MIS) will show visibility of all sites resource allocation priorities, activities, and future requirements.  The plan will highlight the project management expertise afforded to the twenty-eight sites, such as fluid and non-redundant task prioritization, communication and resource allocation.  We will clearly demonstrate our abilities to provide expedient access to qualified representatives to assist in supplying site and assistance team training solutions.   

3.0 Scope

Northrop Grumman IT is providing a consolidated NMCI Transition Plan for both the Eastern and Western Regions, identifying cost savings and increased effectiveness gained by utilizing a single integrator to provide all site transition assistance teams.  In addition, we have provided independent Eastern and Western Region cost structures if the Government chooses to move forward with two independent site transition assistance teams.

4.0 Background

The Department of the Navy transition to NMCI has experienced many setbacks, in terms of schedule, manpower, expertise, expectations, and overall success.  With the advent of Operation Enduring Freedom and continued global commitments, the Marine Corps has faced a significant shortfall in the number and types of people to effect the transition to NMCI.  While EDS has been ramping up its staffing by site, the Government has been losing expertise and manpower, to the extent that immediate assistance is necessary.  PM NMCI/ITI has tasked the Northrop Grumman IT STAT to provide an executable 1-year plan of site assistance, the basis of which was an aggressive 30-day site survey to document site requirements.    As shown in Figure 1, personnel shortages exist across the enterprise. 

We have developed an executable plan, with staffing that will rapidly bring to bear some of the finest NMCI-related expertise that industry has to offer.  We propose to initiate site assistance, beginning on 2 September, and continuing at each site until the assistance is no longer needed or for a current maximum period of one year.  

Our team is more than ready to not only accomplish the initial objectives, but also to rapidly respond to any additional scope requirements that may arise.  As shown in Figure 2, we propose to fill the resource gap with needed levels of expertise.

The Marine Corps Program Management Office for NMCI has determined that contractor augmentation is needed quickly to accelerate the transitional progress at all sites and to avoid Government penalties relating to lack of site preparation.  In July, Northrop Grumman IT was selected to produce a one-year plan to accelerate progress at each of the sites, with the overall goal of effecting a smooth, timely transition. 

5.0 Team Composition and Capabilities

Northrop Grumman IT STAT provides a combination of the greatest benefit, least risk, and cost-reasonable approach resulting in the best value for PM NMCI/ITI.  In support of this STAT effort, we have assembled a team of companies that have each established the respect of their respective customers for high quality, on-time, and on-budget work.  Viewed as an integrated team, Northrop Grumman IT STAT will provide PM NMCI/ITI with a single source, capable of rapid response and directed support to all requirements currently defined, as well as those that will be further refined, to ensure a successful NMCI transition. 

6.0 Methodology
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Northrop Grumman IT STAT approached the requirement to provide the USMC with a transition plan by stating detailed activities for how the local military and civilian base G-6 personnel will accomplish assignment of responsibilities during the NMCI transition phases.  Immediately at the start of the task, we pulled together multiple CEOss teaming partners, each contributing a wealth of NMCI experience.  Over the course of several days, we collaborated, identifying an approach for collecting site data and thoroughly analyzing the requirements.  Teams were quickly developed and organized by locations across the Eastern and the Western regions.  
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Recognizing that the scope of the plan was dependent on the current health of each site, Northrop Grumman IT STAT and its teaming partners developed a WBS to decompose the tasks into defined and executable activities. Each site was reviewed, based on its current health status, to include the assignment of responsibilities for each site.  We identified and deployed teams over a period of two weeks to cover all sites.  Each team set forth with two main objectives.  First, evaluate the health of each site from the information provided by the NMCI Site Health Status Tracker Tool. Second, determine how many resources and skill sets are required to enable the NMCI site lead to complete any outstanding critical and non-critical AOR tasks for accomplishing a successful cutover milestone.

Understanding the limited amount of time and increased load of responsibilities each site had for not just one, but multiple surveyors, the Northrop Grumman IT STAT’s mission was to ensure quick, efficient, and effective data collection during our site visits.  Prior to meeting with site representative(s), each team was tasked to prioritize each site's critical path of AORs, and the secondary AORs.  Limiting the amount of time being requested of the site’s representatives, while still providing quality customer interaction, was critical to establishing a long term working partnership with all the site representatives.  Team members provided their full attention to gathering the necessary data in support of defining appropriate resource allocation for the implementation execution plan.  

We have assessed each site’s readiness for transition and its ability to keep or regain control over critical path progress, such as legacy applications, seat requirement vs. orders, enterprise and local infrastructures, and overall site and facilities status. We have investigated the details of site health through onsite visits with each site’s primary representatives.

Figures 3 through 5 depict the overall summary information gleaned form the Site Health Track reports available to the team during this reporting period.  

All sites indicated a need for a web-based mechanism to provide the user with feedback as to the status of his/her order.   A sample web page is provided on the CD ROM deliverable.
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We will contribute to enterprise situational awareness by participating in the weekly Marine Corps Transition Officer in Charge (MCTOIC) meetings and the EDS/Government Issues meetings.  During planning and execution phases, our management team will participate in the approximately 15 working groups that are coordinating agreements at the enterprise level. Examples may include the Technical Engineering Action Group (TEAG), the Security Engineering Action Group (SEAG), and the Deployed Working Group.  While our approach is not necessarily to help solve technical infrastructure issues being worked within these groups, we must ensure coordination of enterprise-level information as it affects the cutover schedule. Close association with Marine Corps Network Operations and Security Command (MCNOSC) ensures planning and current operations will be critical to both garrison and deployed support before and after cutover. For instance, deploying units dramatically impact the transition schedule at certain sites, in some cases introducing unexpected delays in AOR preparation.   The maintenance status of deployable ESI machines may impact a site’s plan for transitioning them to NMCI.  Our assessment will identify these risks and many others, and we will offer relevant, timely corrective actions.  We will coordinate with the USMC ACO 
to identify any pending contract modifications that may impact the schedule at any of the sites.   
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Northrop Grumman IT STAT considered Pre-AOR, AOR-to-Cutover, Cutover, and Post-Cutover activities as components of our recommended solution and NMCI Transition Plan development.  We interviewed site representatives to identify existing shortfalls, command unique issues and challenges, and expectations.  We evaluated the data collected via existing NMCI reporting tools and other available data to assess the current ‘health’ of each site’s transition efforts and determine the specific support required via the STATs.  This evaluation includes a review of the PIV tool, with emphasis on the identified Issues, Risks, Assumptions, Actions and Decisions (IRAADs) impacting all sites across the Enterprise, as well as those that are site specific. We assessed the Health Tracker data currently available to identify those critical path items requiring immediate resolution and support. We discovered that critical path items varied by site and will require the Northrop Grumman IT STAT to adjust to those unique demands and challenges.  

7.0 Management and Organization

We have developed the Northrop Grumman IT STAT structure based on the skills necessary to do the job. We have identified key team personnel. We have refined the team structure based on on-site interviews and subsequent analysis, and continue to fine tune team structure. Upon execution, we will be prepared to rapidly stand up STATs based on the organization structure shown in Figure 6.  

The Northrop Grumman IT STAT recognizes that the critical element to successful NMCI transition requires cooperation and collaboration between the Government and contractor teams. Our NMCI Transition Plan supports the rapid deployment of STATs to augment the local site personnel in the key areas of expertise required for NMCI transition preparation and execution.  The Northrop Grumman IT STATs will provide much needed technical and day-to-day assistance to sites in executing transition activities and associated sub activities identified in the NMCI Joint Transition Checklist. Emphasis will be placed on those critical transition activities for the current transition phase of each site (e.g., Pre-AOR, AOR, Cutover, and Post-Cutover).  Each STAT will supply sites with the proper skill sets to the Site Transition Officer in Charge (STOIC).

8.0 Roles and Responsibilities

The roles and responsibilities for the Northrop Grumman IT STATs have been documented in the individual site analyses.  The dynamic mixture of skill sets, within each team, has been designed to support the site-specific requirements identified during the data collection efforts and through on-site interviews.  Each STAT is prepared to immediately support transition requirements in preparation of the cutover milestones, such as assisting with completion of seat orders, verifying final rationalized application list, user to application mapping, user to CLIN mapping, user to printer mapping, completing PSQs, completing SCMs, completion of Legacy Applications Deployment Readiness Assessment (LADRA) testing, and removal of non-NMCI seats.  In addition, each team will continue supporting the day-to-day operations and remain focused on secondary AOR tasks prior to or during cutover and post cutover phases.  Skill sets for each transition team will change throughout the task’s period of performance depending on requirements for each site, thus ensuring that redundancy in resources is eliminated and costs are reduced. See Appendix F for the specialty duties expected from STAT team members. 
Enterprise Management Group (EMG) Operations Center.  Northrop Grumman IT STAT has identified an EMG Operations Center that will be located at the Northrop Grumman IT facility in Stafford, VA.  The EMG Operations Center will be the single point of contact between PM NMCI/ITI and the STATs.  This center has the resources to provide quality project oversight for all STATs.  Based at the EMG Operations Center will be the STAT Team leader, Mobile Team personnel, administrative personnel, and training personnel.  The EMG will manage an overall Master Integrated Schedule (MIS), providing task activity with estimated and actual milestone completion schedules for all sites.  Information Management will be controlled from this location, supplying the customer and STATs with speedy access to updated reporting statuses, deliveries, schedules, contact information, source documentation, and process improvement developments and guidelines.

Eastern and Western Regional Team Leaders report directly to the Operations Center, provide immediate input on risk elements that require escalation and weekly status reports, attend Regional Contracting Officer’s Representative RCOR/MCTOIC meetings, and ensure the STATs are properly augmented with the necessary expertise to perform daily activities supporting transition requirements at each of their supported sites. 
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The Eastern Region Team Leader will be based at the Northrop Grumman IT facility in Stafford, VA and the Western Region Team Leader will be based at the AT&T Government Solutions facility in San Diego, CA.  Each Region Team Leader will have NMCI, project management, and change management expertise, enabling each team leader to efficiently and effectively manage the matrix of requirements necessary for each site.  Both region task leaders will manage a regional project schedule detailing all task activity and identifying estimated and actual milestone completion dates for the sites in their respective regions.  The regional schedules will directly link into the MIS ensuring any schedule adjustments are quickly reported to the EMG Operations Center management team.

Site Team Leaders will report directly to the appropriate Regional Team Leaders, provide both immediate input on risk elements that require escalation and weekly status reports, attend STOIC/Customer Technical Representative CTR meetings, and ensure the site-specific AOR tasks are being performed using the appropriate expertise.  The place of performance for the Site Team Leaders will be physically onsite at their respective bases/post/stations.  Each Site Team Leader will have NMCI, project management, and change management expertise, enabling each to efficiently and effectively manage the dynamic day-to-day requirements of the STAT personnel.  The Site Team Leader will manage a site project schedule detailing all task activity and identifying estimated and actual milestone completion dates for the actions of responsibility being tasked to the transition team members. Appendix B contains a recommended report template to be used by all site leads. this template may be expanded to meet unique reporting requirements.
The Site Transition Assistance Mobile Team(s) will be immediately accessible and available for technical expertise and on-site support services, as directed by the PM NMCI, Site STOIC, or Northrop Grumman IT STAT Team Leader.  Personnel assigned to the mobile teams all have NMCI experience, supplemented with personnel on the team that have networking expertise.  These teams will augment support in areas of high priority resolution needs.

The Training Team will be immediately available to deploy for site training needs for both STAT team members and, if required, site G6 or STOIC representatives. 

The Mobile Team resources enables the Northrop Grumman IT STAT Team leader to quickly identify key resources to resolve deficiencies identified any site during transition support, especially critical during Pre-Cutover periods. Northrop Grumman IT has formed a world-class team to provide a global base of NMCI expertise crucial for Marine Corps NMCI implementation. The Mobile Team capability provides cost savings to the Marine Corps because we are able to centrally locate and deploy specifically skilled personnel rather than putting all of these skills on every team.   The Mobile Team consists of members who can provide short and long term support services for the various needs of current transition hurdles.  These include the following experience and expertise:

· Networking Specialist

· LOTUS/SQL Specialist

· DMS Specialist

· Site Lead

· Regional Lead

· Mobile Team Lead

· Training Specialist

· Data Entry Specialist

· Analyst

· Project Manager

· Operations Center Lead

· Administrative Assistant

9.0 Work Breakdown Structure

Within ten working days of task award, Northrop Grumman IT STAT will conduct a kick-off meeting with the Government and EDS, and will also provide a detailed Work Breakdown Structure to address site-relevant issues, mapping the requirement to detailed personnel scheduling

10.0 Resource Loading

Northrop Grumman IT is prepared to immediately stand up the Enterprise Management Group (EMG) Operation Center with the personnel identified in Figure 6, two regional task leaders, one mobile assistance team, and twenty-five site team leaders.  Teams may be tailored accordingly as sites reduce and/or increase their resource requirement needs.

Pricing.  We are able to expand or reduce manning levels to meet available Government funds.  However, we feel that reductions beyond those in our recommended solution will impact one or more sites as to their transitional progress.  We have trimmed ODC and travel expectations to the minimum levels. See Appendix C for pricing details.
11.0 Metrics

Northrop Grumman IT recommends a weekly Performance Report to be submitted to the Enterprise Management Group by the site STOIC, evaluating the suitability and accomplishments of all STAT team members at that site.  The Northrop Grumman IT STAT Team Leader will assist the STOIC in preparing this report, a recommended Performance Report Template is contained in Appendix G.  After review, the STOIC will transmit the report to the Enterprise Management Group with his/her evaluation. 

12.0 Facilities

The three primary Western Region facilities will be the Northrop Grumman IT, Titan, and AT&T Government Solutions facilities located in the San Diego area. The Northrop Grumman IT facility has 9 conferences rooms and full support for Internet and VTC requirements.  The Titan facility is a 22,000 square foot building with four conference rooms for a total capacity of 78 persons (including one 50 person room).  The large conference room is equipped with a state-of-the-art audio/visual system, which can receive and display input from laptops integrated into either a stand-alone re-configurable network, or the Internet.  The A/V system can be configured as required.  All described facilities are available on a task order basis, and scheduled on a first-come, first-served basis. The AT&T facility is a 12,000 square foot building with large conference rooms, training rooms, and testing areas.

The three primary Eastern Region facilities are located in Stafford, Norfolk, and Virginia Beach in Virginia.    The Northrop Grumman IT Stafford facility is a 39,000 square foot facility that has full conference room, Internet, and VTC capability, and will house the Northrop Grumman IT EMG Operations Center.  This Northrop Grumman IT Virginia Beach facility has numerous conference rooms and office space with Internet and telephone support. The EG&G Norfolk facility can also provide conference room, telephone, and Internet support to meet STAT requirements. Other available contractor office facilities are listed in Appendix H. 

13.0 Travel

Each team will require one car per three members. Team leads will ensure passports/Visas are up to date for any overseas trips.  Passport expense is reimbursable.  Money exchange fees will be reimbursed.

14.0 Risk Management 

Our planning will apply a risk management process.  As risks are identified, we will analyze the probability the risk will occur and the consequences if it comes to fruition, the product of which determines the risk exposure.  This allows objective identification of risks critical to program success and requires particular focus. Our methodology applies rigorous engineering principals to compute the probability and consequences, and not just a random guess.  We will identify mitigation options and associated events so that if a trigger event happens the mitigation for that risk is initiated. Regular reviews will be made on risks and strategies. We will prepare and update a risk matrix, provide reports, and provide improved situational awareness to PM NMCI/ITI regarding site issues across the enterprise.

15.0 The Northrop Grumman IT Solution

Flexible, Adaptable, and Positioned to ‘Hit the Ground Running’

Northrop Grumman IT STAT will conduct a Marine Corps/contractor kickoff meeting within ten days of contract award to initiate this effort.  At the kickoff session, Northrop Grumman IT STAT will present a Site Transition Support Project Plan for immediate PM NMCI/ITI approval, to include identification of key activities needed to position and launch site transition teams.  Some sites will have early visits to coordinate Pre-Cutover work assignments. During the kickoff session, Northrop Grumman IT STAT will present the approach for deploying support teams, taking into consideration near-term transition cutover schedules and other program priorities.  The plan will provide for the flexibility to incrementally launch teams based on PM, NMCI priorities and project plan approval.

Northrop Grumman IT will have key members of the transition support teams permanently assigned to the geographical regions requiring assistance.  In addition, Northrop Grumman IT will have the Enterprise Management Group, responsible for integration of site efforts across all regions, centrally located in Stafford, Virginia, within ten miles of PM NMCI/ITI.  Key members of the Northrop Grumman IT STAT are already present with technical capabilities at key This presence includes local contractor facilities to support the Northrop Grumman IT STAT members and their necessary business support equipment and tools, as well as the availability of meeting rooms for key Government site transition personnel to facilitate site transition activities.

We have priced the level of effort to support the specific requirements identified in the TOPR and from the data collected at each of the NMCI sites during our 30-day task order. We have filtered the site requirements into reasonable support that fits the PM NMCI objectives. Any reduction in this level of effort will require identification of what support may not be provided, and may require PM NMCI to prioritize the main work requirements identified by the Northrop Grumman IT STATs.  

Our Sensitivity to the Schedule.  Northrop Grumman IT STAT recognizes that there is an ‘approved schedule’ vs. the reality of NMCI cutover by 31 Dec 03.  However, Northrop Grumman IT STATs are very aware of the numerous schedule slips that have occurred in the past, political influences, major milestone slippages, etc. and will have the capability to rapidly adapt to these programmatic changes.

Recognition of Required Follow on Support.  Northrop Grumman IT recognizes the that certain follow-on requirements may arise that were not addressed in this task order and we are prepared to work with PM NMCI/ITI to modify the awarded task order and cost-estimate the services to be provided.  Examples of what we expect to be possible follow-on efforts are as follows:

· Remote Sites have not yet been addressed under the scope of this task order.

· OCONUS CLINs have not yet been negotiated (MARFOREUR and MARFORK) 

· Training (level of training required, target audience, CBT vs. onsite, follow on training requirements, information dissemination). Though training for STAT team members is within the scope, formal classroom training of CTRs will have to be negotiated separately.  The transfer of on-site expertise from our teams to site personnel is assumed to be a function of on-the-job training.  Where possible, we will effect this transfer of information / procedures in maximum-effect, group settings using a combination of Government and Northrop Grumman IT-partner facilities 

· Legacy Application Transition/ Certification most likely will occur after this award period of performance.

16.0 Change Management

The Marine Corps military and civilian workforce will unequivocally support the Commandant in his endorsement and commitment to the NMCI program as a DoN-wide, integrated IT solution.  This does not eliminate the mixed views within the Marine Corps as to the benefit of implementing NMCI, to include reservations regarding contractor technical solutions and impacts on the Operating Forces.  In addition, many share the common view that the Marine Corps Enterprise Network (MCEN) already provides the Marine Corps with a secure, integrated network environment.  Regardless, the Marine Corps community will march forward at the Commandant’s direction to ensure NMCI is implemented successfully, Marine Corps-wide, with no disruption to the end user and with the eventual goal of supporting the individual Marine in the operating forces.  The Northrop Grumman IT STAT recognizes these view points and implementation challenges, as well as the human propensity to resist change.    To facilitate a true level of acceptance and ingrained support of the NMCI program at the site level, the Northrop Grumman IT STAT will develop and execute effective Change Management to include, as a minimum, the following elements:

· Support and involvement by all Northrop Grumman IT STAT members in execution of the Change Management Strategy

· Identification and chartering of an integrated contractor/Marine Corps core team that will champion change, to include a description of the roles, responsibilities, specific goals and accomplishments of this team. This collaborative effort will enhance user awareness and acceptance of the NMCI program at the site level.

· Leveraging of ongoing change management initiatives in progress by the USMC NMCI/ITI Program Management Office, Director NMCI, the EDS Change Management Office, and the local sites

· Ongoing dialogue and interface with the PM NMCI/ITI Customer Relations Manager to ensure successes, both large and small, accomplished at the site level are communicated via informal or formal publication to the Director, NMCI

· Development and execution of training/workshops for STOICs and CTRs to provide a detailed level of understanding and awareness of all aspects of the NMCI program and the NMCI contract

· Publication, via the PM NMCI/ITI Customer Relations Manager, of information updates, lessons learned, and educational articles to keep site level personnel informed of NMCI program characteristics and progress

· Continual evaluation and improvement of Northrop Grumman IT STAT Change Management to incorporate lessons learned and customer feedback


From our interviews, we identified some 
of the primary contributing factors to the 
resistance to change:  

· Site representatives with limited knowledge of the contract.  Most users, and indeed some leading the transition, are not fully aware of the differences between a CLIN 004AB and a CLIN 4AC, and they are counting on someone to order the right seat for them or their customers.  If this person is the CTR, then he may order the wrong seat, based on this lack of contract-specific knowledge.  There are many customer questions, which if not-addressed, generate a fear of failure, even though they may have already been answered at a higher level.  The solution to changing this fear and doubt is to educate local site representatives via local command workshops, customer group briefings, and command briefings.  We recognize that there will not be time to sit with every user and answer all questions, but having an NMCI expert on site to brief key personnel reduces the resistance to change.

· A perceived, unavoidable “train wreck.”  Many customers today believe that there is nothing that can be done to avert the disaster of network unavailability, personal downtime, and data loss.  In fact, there is much that can be done.  Identifying user data and backing it up before the transition (helping users find their most important data and write it to CDRW media, for instance), is work that needs to be accomplished.  The change management includes helping the ISCs know what needs to be done and molds the prevailing attitude to one of “let’s get this done,” versus “there is nothing I can do,” 

· “This is EDS’s problem."  Most feel that EDS is responsible for finding their data, for instance, and protecting it.  In one of many instances, EDS is only responsible for the 700MB that the user has identified and has stored in an appropriate network share.  EDS is not responsible for the data on the C: drive and under this contract, never will be.  On the day that the user’s hard drive is reformatted, there will be no going back and there will not be time to help the user find his/her data on the local drive. Another example of potential conflict is that of documentation of group shares.  If the group shares are not identified (Government responsibility), then users will lose access to many existing resources on the network at cutover. Change management requires that existing network technicians at the base/station aggressively adapt the attitude that this is their problem to solve.  Helping them understand what responsibilities belong purely to the Government, in addition to assuming ownership of some that are in the  “gray zone” will accelerate the progress.  Through responsible education and communication among the site representatives, we will develop a sense of ownership in the outcome.  If customers truly feel that THEY are responsible for the transition outcome, then THEY will put more work into accomplishing in the short time remaining before cutover.  Proper change management dictates that we harness the initiative that exists, but which has stalled, and generate accomplishments that would otherwise fail to materialize.

· A lack of teamwork among formerly competing domain administrators and network support personnel.  The “gloves are truly off “now, and without a stronger cooperation among all CTRs, STOICS, and G6-type “transitioneers,” the transition itself will fail.  When cutover happens, if the Marine Corps has not performed its requirements, the customer will suffer.  Most of the domains that have entered AOR, are still operating as independent fiefdoms, since there are no NMCI server farms or wide-area circuits to provide consolidated service.  We will improve the change by bringing together the key domain support personnel and discussing their actions in a group.  Some will be embarrassed into action, but most will be energized once they feel that they are part of the transition team.  For instance, there are very few two-way Microsoft domain trusts in place between formerly competing domains.  Without these, it will be impossible to effect the transition from one central point on the base and this will slow EDS ‘s efforts to migrate users to the new services.  This OCM process depends on Marine Corps work being accomplished, yet most do not currently know what is required.  

· Legal obligations.  Most customers are unaware of the legal and financial fallout of failing to complete Marine Corps responsibilities in the transition.  If the customers can accept a sense of ownership over this transition, then the Marine Corps will have less responsible for transition delays.  In other words, the Marine Corps will not be the one in default.  We will help to build this personal sense of responsibility among the user community through briefings and seminars at the base.  We will assist the STOIC in scheduling meeting rooms, advertising the meetings/briefings, and where requested, facilitate the discussions to improve this sense of ownership.

· Group responsibility.  The most important change we can make in this short period of time is to develop the sense of group responsibility.  In the words of Benjamin Franklin, “We must all hang together, else we will all hang separately.”  Our change management will take place in-group settings where possible, or one-on-one with key customer representatives.

This effort involves changing the cultural paradigm of Marine Corps NMCI technical and operational leadership, and managing customer expectations.  Buy-in of stakeholders, increased awareness, and responsiveness to concerns and encountered problems will increase the likelihood of successful transition. The transition team will work closely with the MARCORSYSCOM NMCI Program Office to ensure all levels of stakeholders (users, technical and operational leadership) are well prepared for the changed environment in which they will operate.  This will involve making sure that every valid user knows what his/her new environment will look like and how it will perform.  Most importantly, we will dispel rumors by assisting the user with understanding what the new environment will NOT let him/her do, as opposed to some of the myths surrounding the loss of function under NMCI. This effort will not address technical training, such as certifying Microsoft and Cisco network engineers.  The intent is to focus on those training issues and elements critical to ensuring acceptance by the noted stakeholders.

Elements can include, but are not limited to, mass audience briefings, top-level leadership briefings, management training sessions, awareness campaigns, and user acceptance measurement.  We will employ maximum use of existing/available training media in the interest of time.  However, where specific skills must be developed quickly, we will develop training packages to address those needs. 

In order to ensure maximum benefit of this change management strategy, close coordination and scheduling between STATs and the Enterprise Management Group will minimize the gap between enterprise conference events and actual cutover.  This will ensure the information conveyed is fresh in the minds of users as they begin to operate in their new environment.  

The level of leadership that the STAT assumes at the site will be primarily dependent on the desires of the local base/post/station G6 and STOIC.  

Another aspect of the change management approach will consist of helping the CTR to understand his/her roles and responsibilities, especially after cutover.

17.0 Escalation Process

In the event that a situation develops resulting in inability of affected parties to concur on a specific course of action, the issue shall be escalated for adjudication. The Northrop Grumman IT STAT Site Team Leader will attempt to resolve the issue between the Site STOIC and EDS Site Manager.  Where agreement cannot be reached, the Northrop Grumman IT Site Team Leader will escalate the issue to the Region Team Leader, who will attempt to generate a solution based on similar issues at other sites.  Failing resolution at this level, the Region Team Leader will escalate the issue to the Enterprise Management Group, who will discuss options with PM NMCI/ITI.  EMG will keep a detailed database of issues and solutions, including how the issues was resolved and when.  All issues will be addressed in the weekly Site teleconference, and possibly at the weekly MCTOIC site meetings (at the option of PM NMCI/ITI).

18.0 Execution/Implementation

Enterprise Management Group (EMG):  Our Enterprise Management Group (EMG) will be comprised of Mr. Robert Jacobs, Ms. Donna Payton, Mr. Dymond Dempster, and other support personnel.

West Coast Region Group:  The leadership of our West Region Group includes Mr. Fritz Doran, Mr. Bob Coates, and Mr. Jonathan Powell.

Far East Region Group:  Due to time and distance limitations, we will accomplish to the greatest extent possible the support in Okinawa and Japan by establishing strong, experienced representation located in both Okinawa and in mainland Japan, minimizing travel expenses.  Mr. Jonathan Powell will lead the West Region and Mr. Fritz Doran will lead the Far East efforts.

East Coast Region Group:  Leadership of our East Region will be comprised of Mr. Gordon Todd, Mr. Jim Burgan, and Mr. Sean Wilson, and includes over ten man-years of hands-on NMCI transitional experience at MARFORLANT, NAS PAX River, NSC Mechanicsburg PA, BUPERS Millington TN, NAS Lemoor CA, SPAWAR San Diego CA, Pt. Loma CA, SPAWAR Charleston SC, and National Capital Region Area (Navy Yard).  Additionally, we have hands-on experience migrating the NADEP customers at Cherry Point.  

Information Management. Current operational situational awareness will be achieved at the Enterprise OMG Operations Center.  However, PM NMCI/ITI will have cell numbers to all on-site reps and will be able to reach out at a moment’s notice to get critical, time-sensitive answers to PM questions.  Our communication plan will support PM NMCI structure restraints and “silence is consent” at all intermediate levels in order to support decisions that must be made quickly.  The Northrop Grumman IT STAT Site Team Leaders will have authority to make local decisions in order to support their customer base with NMCI transition support.  

We have developed a communication plan (see Appendix K) 
that will ensure efficient information flow and coordinated team effort. Appendix E illustrates a web page view of how site data exchange can be accelerated with Web support. Email and telephone will augment the data media used between STAT and Marine Corps team members. 
CTR Training:  Our solution for training provides on-site CTR training through hands-on interaction with CTRs and STOICs.  It is not meant to be an all-encompassing training package, which is covered in an optional formal training plan (see Appendix D)
. Tab A to Appendix D contains a price proposal for this optional support capability.  This separate plan will involve the identification of instructors, students, classrooms, training materials, and scheduling.  Development of training curriculum is well within our capabilities, though not within the scope of this proposed implementation plan.

19.0 Post Cutover Requirements

The Northrop Grumman IT STAT is fully aware of the challenges for the Marine Corps even after cutover has occurred. Through analyzing lessons learned from the Navy post-cutover experience, we can provide assistance with the activities required and continue forward into the post-cutover phase with our change management plan.  We are aware that this phase begins after the Site Transition Team has completed all of the necessary verifications and turnover of the new NMCI System to EDS, which has been accepted /approved.  The tasks we expect to be included in post-cutover are on-going and primarily deal with monitoring, measuring, reporting, modifying and maintaining.  Throughout the post-cutover period, Northrop Grumman IT STAT will assist each site in analyzing, measuring, and monitoring EDS and their on-going services against the CLINs in a “real-time” environment.  Although the following is not an all-inclusive list of post-cutover services that will be monitored, it provides areas where the Northrop Grumman IT STAT feels assistance will be needed:

· Change Management

· Service level management (is EDS meeting service level requirements)

· Surveys

· Metrics

· Customer Satisfaction

· Service Enclaves

· MAC Management:

· Process Focus

· Status

· Service Facilitation (Coordination of Help Desk, Calls, etc.)

· Order management (ability to respond to unplanned events):

· Unplanned conferences

· Contingency operations

· Surge/special projects

· Legacy Applications: Migration/ Certification

· Legacy Peripherals Management and Support (Printers, PDAs, etc) Applications: Migration / Certification

· Enterprise Functions (Help Desk/Tech Support)

· Wide Area Network Access (DISN, Commercial WAN)

· Pier Services and deployables

· Organizational Messaging (AUTODIN, DMS)

SLA Attainment.  Northrop Grumman IT STAT is fully aware that PM NMCI relies on the concept of Service Level Agreements (SLAs) to ensure mutual Government and EDS understanding of the services to be provided, to ensure that end user expectations are satisfactorily defined and executed, and understands there will be site unique/specific SLA challenges.  SLA performance monitoring is a continuing activity for the site workforce because this is the yardstick that measures the Help Desk support, customer satisfaction, system performance, and resources stability.  While many of the services emphasize end-to-end performance from a user perspective, a number of enterprise level services are viewed as mission critical and equally important to be measured.  Northrop Grumman IT STAT will be fully prepared to assist in the monitoring of SLA performance, along with providing change management relative to customer expectations and perceptions of the services being rendered by EDS.
Legacy Applications Post-Cutover Activities.  The care and concern for the proper management of legacy applications continues throughout all phases of the NMCI program planning and execution, with the post-cutover phase being just as critical as the other phases.  

An appropriate change management for this situation is extremely vital to dealing with possible post-cutover challenges with legacy applications.  Change management will be particularly needed in the event that a locally (site unique) relied upon application may be disapproved for continued existence by the appropriate authority or eliminated by funding constraints. 

The Northrop Grumman IT STAT will assist the sites in the following areas of legacy applications post-cutover management:

· Site management and maintenance of legacy networks. During the transition to NMCI, EDS was required to continue to provide network access to applications, which due to failing the LADRA testing, are moved to quarantine status. As a parallel activity, the Marine Corps customer was challenged to eliminate, modify, or replace these quarantined applications. After cutover, access, maintenance, and cost become the responsibility of the user.  The Northrop Grumman IT STAT will provide assistance to each site to avoid the initial quarantine to the maximum extent possible in the pre-AOR phase. We will also assist in correcting the issues to avoid the cost associated in having a quarantine environment post-cutover.

· Justifying maintaining legacy applications that are in quarantine. Northrop Grumman IT STAT will assist the end-user of quarantined applications to determine if a business case exists to justify an application existence.

· Acceptance/approval process for quarantined applications. The Northrop Grumman IT STAT will assist in identifying the process, preparing the required documentation, and monitoring the entire approval process from cradle to grave.

· Development/management of a quarantine application reduction plan.  The Northrop Grumman IT STAT will assist each site in the development and aggressive management of the reduction plan to eliminate the potential costly (manpower and fiscally) quarantine application environment.

20.0 Summary

Northrop Grumman IT welcomes the opportunity to provide to the Marine Corps an integrated solution that covers the NMCI transition requirements needed by Marine Corps West and East Region sites.   With one, integrated support team covering both regions, we can save the Government the expense of standing up two enterprise operations centers.  We can also assure a greater unity of command and common information flow.  Certainly the processes and tools supporting the transition will be better standardized if there is only one team supporting both regions.  Billing, manpower, human resources, cost-control, briefing support, and faster response to enterprise questions will all stand out as powerful reasons to select one integrated team – the Northrop Grumman, IT STAT.

Our Marine Corps Systems Command experience and total team approach to CEOss requirements ensures top-level support to the PM, NMCI/ITI.  The Marine Corps is at the crossroads where transition activities must accelerate quickly.  PM, NMCI/ITI requires an objective NMCI implementation strategy and resulting West and East Regional NMCI Transition Plans.  Our plan has identified the technical and program management transition support activities that will posture the twenty eight major Marine Corps sites within both regions to meet the Assignment of Responsibility and Cutover milestones for successful NMCI transition. 


Since many Navy sites that have undergone NMCI transition found that they did not have the technical staff, experience, or information management resources to support this major IT transition within the established milestones, we are certain that we can improve the transition through the rapid application of this expertise.  Northrop Grumman IT has taken advantage of the Navy experiences, lessons learned, and site-specific requirements to develop an NMCI Site Transition Assistance Plan that meets Marine Corps needs and demonstrates our ability to apply resources in support of the NMCI transition. This implementation strategy has been developed to ensure that schedules can be met, expectations satisfied, and disruption to mission performance minimized.  

The team we have assembled has the breadth and depth to support the entire USMC NCMI site transition requirement - The Single Integrator - in providing the total solution.  We are committed to providing the most experienced, technically qualified, and motivated professionals available throughout industry today.  Our team exemplifies continuous teamwork, cooperation, cost-control, professionalism, and quality infrastructures that offer the finest services available to the PM NMCI.  

We have proven our ability to manage large teams. Northrop Grumman IT is your low-risk, best value choice to provide NMCI Site Transition support for the Marine Corps.
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Figure 5.  Western Region Site Health Summary in Percent of Complete





Figure 4.  Eastern Region Site Health Summary in Percent of Complete





Figure 3.  Combined Regional Site Health Summary in Percent of Complete
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Figure 6.  Detailed Program Structure























































































































Figure � SEQ Figure \* ARABIC �2�. Changing Site Resourcing With STAT
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�check with Jake on letter for site data


�Jake and Annette, this needs to be included as an appendix. Can we print it out in paper forma as an appendix>


�spell out


�Annette, For Table 6, delete the second Iwakuni entry in the chart. You need to get original from Jake ro Donna to do this, I think?


�Annette, I will give you a spreadsheet with this data. You need to ID appendix, last one on list.


�Jake, Make sure this is correct?


�forgot what appendix it is.


�here also
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