1 Introduction

1.1 Background

RGII will assume full responsibility for the delivery of IT services to the Bureau of Alcohol, Tobacco and Firearms (ATF).   This support is critical to ATF and cannot be interrupted; therefore a collaborative, cooperative, and coordinated changeover must occur between the transitioning companies and the RGII Team.  This Transition Plan describes RGII’s proven approach to contract transition based on a strong transition team, strong customer relationships, and a well-designed and executed plan. Our team’s experience in transitioning thousands of new employees has resulted in checklists, procedures, plans, and systems to increase the quality of the changeover. Our focus throughout the transition is on the people who perform the work today and are critical to the success of ATF in the future.

1.2 Purpose of the Transition Plan

RGII’s transition management approach is focused on (1) ensuring uninterrupted service during the transition phase while promoting teamwork between the applications developers, users, application owners, and the ATF IT staff and (2) minimizing the duration of the transition period.  There are three key considerations to the success of this approach:

1. Provide a high level of service to minimize the impact to the business customers

2. Create an optimal transfer of knowledge between the application developers and user community to RGII’s transition team.

3. Build successful relationships between RGII and ATF, third-party developers, and application users.

To implement this approach, RGII uses a three-phased process (Pre-Award Transition Actions, Transition Initiation, and Task Order Transition Implementation) that will transition the IT development and maintenance  services, facilitate knowledge transfer, and integrate different development cultures.  

1.3 Objectives of Transition

The objectives of our Transition Plan include the following:

· Stabilize the workforce through direct people-to-people interaction, availability of resources, and an orderly changeover.

· Establish appropriate and effective customer communication channels and interaction mechanisms.

· Ensure uninterrupted baseline IT services.

· Continue safe and secure operations.

· Resolve any and all issues rapidly through visible, open communication mechanisms.

· Assume responsibility for all work in progress through a managed work release program.

· Begin the infusion of RGII processes, procedures, and technology that will reduce costs while improving timeliness and quality.

1.4 References

The RGII Team phase-in methodology for ATF draws from our combined experience gained on similar contract transitions in which we demonstrated our ability to successfully transfer work and responsibility from incumbents to a new team and to coordinate with other contractors, while minimizing impact to ongoing operations. The following are five examples of our team’s performance:

· National Oceanic & Atmospheric Administration (NOAA) Systems Acquisition Office (SAO). RGII transitioned 23 new tasks onto our IT services contract and 14 new contracts. All were conducted within schedule, and were user-transparent. As attested to by Mr. Don Scavia, the Director of NOAA’s Coastal Ocean Program, “RGII accomplished a virtually unnoticeable transition in our network services. This outstanding service is deserving of recognition and is only one example of the excellent service that (RGII) does for us everyday.”

· U.S. Coast Guard Headquarters Information Technology Support Services. When the contract was awarded on 26 September, RGII was required to begin work on 1 October, requiring the phase-in of 35 people over a 3-week period.  RGII successfully transitioned 85% of the incumbent staff in the first week and the remaining positions over the next two weeks. The Contracting Officer, Mrs. Cecilia Royster, (202) 267-2525, can attest to the successful transition and uninterrupted support service rendered to USCG.
· Naval Sea Systems Command (NAVSEA) LAN/WAN and Help Desk Support Services.  This contract required the seamless phase-in of a staff of 50 over four weeks.  RGII transitioned over 90% of the incumbent staff within 5 days at 3 sites (Arlington, VA, San Diego, CA and Brunswick, Maine), and the remaining support staff over the next three weeks.  The Contracting Officer Technical Representative (COTR), Mr. Jerry Gamer, (703) 602-1782, can attest to the successful transition and uninterrupted support services rendered to NAVSEA.
·  U.S. Environmental Protection Agency, MOSES Contract. For this $215 million, 7-year contract, SAIC transitioned all work from incumbent PRC and increased from 30 to 150 personnel to staff up to 16 delivery orders in the first year. During the second year of the contract, staff increased to 310 on 48 delivery orders. This contract received an excellent award fee evaluation (and nine consecutive excellent evalua​tions since then) for the transition period.

· National Cancer Institute, Frederick Cancer Research and Development Center. We transitioned the 1,250-per​son Management and Operations con​tract from the incumbent contractor in just 30 days. SAIC achieved excellent award fee ratings as a result of the tran​sition and achieved a 99.9% retention rate of trained personnel working on the contract.

[insert a couple of examples from SI International]

2 Transition Organization

2.1 Transition Team Organizational Structure and Location

RGII will provide a dedicated team that reports to the Program Manager and is an extension of RGII’s management team to execute the transition process.  This team is comprised of RGII experts in planning, subcontract management, performance measurement, human resource management, quality assurance, and contract management

The use of a dedicated team will allow the RGII management team to focus on critical project management tasks, and on work and successful staff transition to the RGII Team. Our management team will focus on consistent delivery of services, management systems development, current environment assessment, customer relations, and staff support. The Transition Team members augment our program management team to assist the staff with employment transition (badging, benefits choice understanding and selection, and infrastructure establishment). 

2.2 Transition Team Responsibilities

	Changeover Team
	Responsibilities

	Transition Manager:

Don McCarthy, VP


	Responsible for all transition matters and decisions; primary interface with ATF management on transition issues and briefings.  Lead the transition team and manage the transition project plan.  Focus heavily on people issues.

Responsible for establishing lines of communications and setting the pace for the transition.  Support RGII staff retention through communication and resolution of issues. Can commit resources of company to facilitate personnel transition.




	Team Leader – Human Resources

Linda Harris


	Responsible for coordinating all hiring matters, including holding orientation meetings with transitioning staff, accepting applications from existing staff, recruiting or identifying additional required staff, and customizing and maintaining a program hiring checklist.

	Team Leader – Benefits

Janet Gilmer
	Welcomes new employees and oversees their orientation as it relates to RGII policies and benefits.

	Team Leader -Contracts & Business Management 

Sue Alexander
	Responsible for development and oversight of a Project Control system dedicated to tracking costs and identifying cost efficiencies; the smooth transition of all subcontracting activities; and costing of all work releases and for approving other procurement actions.



	Team Leader – Security

Geraldine Piccioni
	RGII’s security administrator handles facility and security administration.

	Customer Advocates:

??

??
	Responsible for customer relations, identification of areas requiring Mr. ????? or  Ms. ????? attention.  Establish communication channels with ATF management, RGII employees, and ATF customers.


3 Approach

3.1 Phase I: Pre-Award Transition Actions

RGII will begin transition activities before selection notification.  RGII is identifying the Transition Team, in order to make preparations for the changeover. 

The transition activities that we are performing include:

· Create action item list for transition.

· Create commitment-tracking database for service items and personnel commitments.

· Designate a formal transition office and staff.

· Prepare an introductory letter for transitioning staff.

· Compile New Employee Orientation packages.

· Customize new hire checklist.

· Establish local hotline for project status and question submittal.

· Design a Web site for the changeover (See Communication and Customer Relations section below). 

Upon announcement of contract award, the RGII Team will activate plans in five major areas of concern:

1. Communications and customer relations.

2. Human resource transition.

3. Business and task transition.

4. Infrastructure transition (Cost/Schedule/Security Controls).

5. Subcontract transition.

3.2 Phase II: Transition Initiation

As soon as possible after contract award,  the RGII team will host a kickoff meeting and begin addressing customer relations and human resource concerns.

3.2.1 Kickoff Meeting

The first workday after contract award announcement, the RGII Transition Team and the Program Manager will meet with key representatives from ATF.  The purpose of this kickoff meeting is to fully understand ATF’s requirements and objectives, identify any potential problem areas that require immediate attention, introduce the staff that will manage the transition, discuss strengths and weaknesses of our proposed approach, and establish a schedule for regular status updates and communication.

This Transition Plan has been developed on the basis of our team’s experience transitioning contracts of similar size and scope.  RGII realizes that the Transition Plan is a living document and will need to be actively managed to deal, rapidly and effectively, with changing issues and conditions that appear during the transition. One of the first agenda items for the kickoff meeting is to review RGII’s entire Transition Plan and schedule with ATF to ensure that all tasks are documented and scheduled accordingly. Other agenda items for the kickoff meeting include:

· Schedule regular meeting time with ATF.

· Acquire contact list for the transitioning companies’ staff.

· Identify a temporary, onsite transition office that is located near the majority of  employees.

· Distribute RGII’s Transition Team contact list.

· Identify any changes in structure or systems that may have occurred since the submission of RGII’s proposal.

· Schedule a site orientation session for the Transition Team and key RGII management staff.

· Identify potential disruption areas and contingency plan.

· Review and revise Transition Plan.

· Define communication and reporting relationships during transition.

3.2.2 Communications and Customer Relations

Communication is important to maintaining morale and confidence both within the incumbent workforce, within the ATF customer base, and with the RGII Team.  During changeover, RGII will implement a comprehensive communication program that includes transitioning employees, ATF, and RGII management.  Components of this communication plan include:

· Letter of Introduction—After the initial meeting with ATF, RGII will distribute an introductory letter to all transitioning staff.  The letter will outline “what’s next” contain a schedule of events, and include a list of contact point and methods.

· Web site—Immediately upon award announcement, RGII will activate its ATF Program website.  The site will provide important information to transitioning staff concerning RGII and the changeover process.  RGII will post schedules; management biographies; and a list of frequently asked questions and answers from the hotline, e-mail, and face-to-face meetings. The site will also have detailed benefits information and enrollment forms. The web page will be updated daily throughout the Phase-In period.

· Hotline—A local telephone number, with voice mail for after-hours questions, will be activated upon award announcement to allow employees to express their concerns and receive answers to their personal questions. The hotline will be answered by RGII Human Resources and support personnel during hours established early in the transition.  RGII’s objective is to have the hotline available at times most convenient to the transitioning workforce and their families.  Answers to general questions, or to questions left anonymously, will be posted on the transition web page.  The hotline will remain open through the end of the changeover period.

· Daily changeover team status meetings during Phase-In—the Program Manager or his designee will hold daily meetings with the Transition Team and RGII key management personnel during the Phase-In period. The purpose of these sessions is to discuss the previous day’s progress and to map the day’s activities. Each team leader will update the schedule of activities daily.  This schedule will be posted on the transition website for visibility and easy cross-reference.

· Regular informal meetings and social events—RGII’s most important immediate concern is to rapidly assimilate the transitioning staff and to communicate the goals and concerns of the changeover period to them.  The Transition Team realizes that formal meetings and communication are not the only means of communication.  RGII will establish a schedule of social activities and opportunities to “drop by” and discuss issues of concern.

· Open house meetings—RGII will schedule several open house meetings to allow transitioning employees and their families to hear information about RGII, available benefits, and the transition schedule.  These meetings will be held during non-business hours at an offsite location to allow convenient attendance.

Scheduled information and status meetings—The RGII Transition Team and key management personnel will schedule regular meetings with transitioning company management, the subcontract administrators, and any identified task managers.

3.2.3 Human Resources

Staffing. From the list provided at the initial meeting with ATF, RGII will develop a staffing matrix of all affected employees and the positions they currently fill.  To expedite the staffing process, RGII proposes that the following actions take place within the first week of the Phase-In period:

· Obtain transitioning employee permission to access personnel data.

· Obtain personnel data from the transitioning companies, including position descriptions.

· Review current salary structure.

· Meet with transitioning management to discuss staffing.

· Distribute RGII employment applications.

As the staffing and salary structure is better understood, RGII will complete a staffing matrix that identifies each position, the name of the incumbent, their current job title, their current salary, and the proposed RGII job title. Based on a review of the employment applications and information gathered from company management, RGII will proceed with staffing activities by:

· Identifying incumbent staff to interview. (Not everyone will be interviewed because of time constraints. However every employee will have the opportunity to meet and speak with RGII representatives at one of the events listed above.)

· Completing the staffing matrix that matches transitioning employees to RGII positions.

· Providing verbal offers to transitioning personnel.

· Distributing written employment offer letters to transitioning employees.

· Receiving acceptance letters for employment.

In some cases, the transitioning staff will remain in their current positions when they become RGII employees.  Some employees, however, will choose to leave the Program.  RGII will develop a staffing procedure describing the points of contact and interfaces for all staffing issues. Meetings to discuss staffing will occur on a regular basis among the RGII Transition Team, RGII management, and ATF management. When identified, vacancies will be reviewed to determine if staffing is required, to determine key job skills, and to transfer or recruit the appropriate personnel.

Benefits transition. RGII’s goal is to transfer all benefits and prepare for initiation under RGII’s packages by [RGII’s benefits are effective on the first day of employment. I don’t know what the subs do.]??/??/2001.   RGII will continue to work closely with employees to provide benefit information, make benefit selections, complete necessary paperwork for benefit initiation, and answer any questions that might arise. Transition activities related to benefits administration include:

· Schedule benefits program briefings.

· Determine length of service credits.

· Distribute benefit enrollment packages. 

· Receive and process benefits selection paperwork.

· Create new employee records in RGII’s Human Resource system.

3.2.4 Cost/Schedule Control

During Phase-In, RGII will establish the project controls necessary to manage and track all labor hours and dollars.  The contracts and business management team leader will be responsible for the development and oversight of a Project Control system dedicated to tracking costs and identifying cost efficiencies; the smooth transition of all subcontracting activities; and costing of all tasks, and for approving other procurement actions.

 RGII’s experienced business management team will design the system that results in:

· An accounting structure that reflects the work breakdown structure in the contract.

· Project controls.

· An invoicing process that is efficient and meets the needs of ATF.

3.2.5 Security
Badging and Security Clearance Transfer.  Upon award announcement, RGII’s security officer and select members of the Transition Team, will meet with Personnel Security staff members to determine the most efficient process for clearance transfer and badge distribution. Processes to be developed include identifying all current clearance holders, developing a complete list of clearances to be transferred, and using that list in lieu of multiple, individual badge request forms. 

Other security clearance issues to be addressed during the Phase-In period include the following:

· Identify clearance requirements for RGII staff.

· Submit clearance transfer requests for transitioning RGII staff.

· Identify those transitioning employees whose initial clearances are in process.

3.2.6 Task Order Identification

Upon contract award, the RGII team will perform the following: 

· Identify all tasks that have in-process work on the critical path for ATF.  The RGII Team will identify the impending milestones that are scheduled during or shortly after the changeover period. Early during the transition, the RGII Team will meet with the Team Leader for each of the projects that have imminent milestones to identify any additional resources or actions required to support the effort. For projects and ongoing activities that are mission-essential, RGII will work with incumbent management during the Phase-In period to develop contingency plans and personnel backup strategies.

· Meet with the current incumbent teams and Task Manager to discuss status and schedule of each project.

After phase-in, RGII will meet with the Subcontractor Administrators and Task Managers to complete the activities that were not performed.  These activities include the following:

· Determine appropriate performance-based incentive measurement and criticality for current and future tasks.

· Verify that all tasks and ongoing projects have been accounted for in taskings.

· Verify that work has been successfully transitioned.

3.3 Phase III: Task Order Transition Implementation

Upon contract award, the new RGII Team begins work onsite at ATF.  Employees will pick up their badges from one of several distribution points determined during Phase-In.  Each work group will have a kickoff breakfast meeting during which the week’s schedule will be reviewed, a commitment to no degradation of service will be repeated, and a workgroup orientation for any new employees will be conducted.

Several formal orientation activities will be scheduled for the first week.  We understand the importance of service continuity; therefore, RGII will work with the  key transitioning management team to divide staff into orientation groups that are small enough to ensure that services continue uninterrupted during this period.  We will make certain that all areas have some staff during these orientation activities.  During the first week, the following orientation activities will occur:

· The first of weekly brown bag sessions with RGII managers.

· Work team orientation for RGII staff.

· Benefits selection and initiation for transitioning employees.

· Meeting with the RGII Manager to whom transitioning employees have been assigned.

· Site-specific, mandatory training for RGII staff.

· Time card training for transitioning employees.

Customer relations. During the changeover period, the RGII Team will expand their communication efforts to include ATF customers.  Key RGII and transitioning management personnel will review Service Level Agreements (SLAs), service performance data, and any existing customer satisfaction data. RGII will meet with ATF customers to set the stage for customer satisfaction management. Initial activities include the following:

· Schedule customer meetings with RGII management.

· Review and refine customer feedback questionnaire/form.

· Distribute questionnaire/form to staff and to customers.

· Baseline customer satisfaction levels with current performance.

· Distribute questionnaire/form at the end of the changeover period.

RGII will deploy its time recording system to support project control. Time card records are the basis for input into RGII’s cost management system.  Our timekeeping system allows validated entry, cost accumulation, and creation of an invoicing procedure that is both audible and efficient.

The RGII Transition Team and RGII’s key personnel will continue to use the communication channels established during the Phase-In to build on the foundation of communications begun at contract award.  Continued success is dependent on open communications and rapid resolution of issues.  RGII will continue to meet with the ATF Task Managers and Subcontract Administrators to ensure smooth transition of work tasks and contractual items. Other relationship and communication channels will be developed during the transition, including those described in the following paragraphs.

Training and Professional Development

A key component of building a strong RGII team is to create common values, goals, and language.  During the changeover period, RGII will launch several training and development activities to ensure common understanding of RGII’s culture and practices, identify training needs where they exist, and map out a career path for all employees.  Tasks during the transition period include:

· Conduct training needs assessment.

· Review and analyze training and certification records.

· Schedule career path planning discussions.

Work Systems & Business Transition

Service transition. RGII is committed to continuing (and, where possible, improving) the service levels currently delivered by the encumbent staff to ATF.  RGII’s proven approach to performance improvement is based on the use of Performance Measurement.  To ensure service excellence, RGII will conduct the following activities during the transition period:

· Implement Performance Measurement (PM) metrics for products and services.

· Integrate PM metrics into existing performance measurement portfolio.

· Develop service performance tracking mechanism.

· Create service performance glossary.

· Create performance measurement linkages to all labor categories.

· Distribute performance measurement plan to all employees.

· Post measurements.

· Hold monthly performance review meetings.

· Make recommendations on SLAs and additional performance measures to ATF.
3.3.1 Transition to the RGII Team from the Incumbent contractor

During the transition period, RGII key personnel will meet with the transitioning staff and the ATF Task Managers to review all tasks.  Within each of the functional areas, a recommendations report will be prepared indicating those areas in which RGII might introduce commercial practices for increased efficiencies or cost savings. This review will include customer visits to introduce the RGII management team to ATF’s IT users and to obtain a preliminary assessment of customer satisfaction. Items that the RGII Team will examine include:

· Current applications maintenance, enhancement, and development activities and backlog of requests.

· Current documentation standards and libraries.

· The software development and maintenance methodology.

· Total Cost of Ownership documentation.

· Status of standard desktop implementation project.

· Review procedure documentation.

· Configuration documents.

· Security documentation and any open finding or infraction reports.

· Service and licensing agreements.

· ………………………………….
· ………………………………………………………..
· …………………………………………………….
3.4 Phase IV: Transition Completion and Closeout

The final step in the Transition Plan is the close out and review.  This step ensures that the objectives of the changeover period have been met, that the lessons learned are documented, and that all action items and commitments have been met.  Activities planned for the RGII Team, the Subcontract Administrators, and the Task Managers include:

· Review action item list and commitment tracking database to ensure completion of all items.

· Verify that all continuing tasks have been transitioned. 

· Distribute customer feedback survey for the transition period.

· Prepare a final transition Report.

· Identify any open issues and develop corrective action plans to address them.

Exhibit ????? shows the transition schedule.
Need Transition Schedule – will SAIC provide?

