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Cutover Generic Checklist
(FTS2001 – Networx Transition) 
1.0 Introduction

The Generic Checklist can be used by an Agency Transition Manager as a tool for assuring that all the steps necessary for performing an FTS2001 to FTS Networx cutover are completed.  Complimentary service-specific Checklists are available from the GSA Transition Coordination Center (TCC). This list is also complementary with the GSA Site Transition Template.

2.0 Cutover Project Definition

Cutover is consistent with the description of a project, i.e., it is a temporary endeavor with a definite beginning and definite end that creates unique deliverables, which are products, services or results. It has the triple constraint of time, cost and scope.  A Cutover project begins after Networx services and SED orders are placed.  These orders include all services and products necessary for cutover including network service, equipment and professional services.  Cutover ends when the provisioned Networx service is operational and in use by the Agency, and the Transition Baseline Inventory is updated. It does not include obtaining/clearing transition credits or addressing legacy billing issues.  
Cutover Generic Checklist
	Pre Cutover Phase

	Key Tasks
	Cutover Tasks
	Sub Tasks
	Comments

	Cutover
Preparations
	Keep Cutover Project planning baselines up to date
	Maintain Networx contractor provided:

1) Agency Level Transition Plan (ALTP)

2)  Transition Project Specific Plans (TPSP)

Keep Transition Baseline Inventory (TBI) updated.
	Some incumbent FTS2001 vendors may provide an inventory to an Agency if they receive an award through the Fair Opportunity Process. The Agency could then compare this inventory to the TBI, reconcile any deltas and then just issue an order with the reconciled inventory as an attachment, thereby simplifying the ordering process.

	
	Assure site orders were placed and that they are correct 
	Review Contractor’s Order Receipt Acknowledgements 
	This is critical to insure that the Networx vendor is in receipt of the Agency’s order.

	
	
	Review Contractor’s Service Order Confirmation Notice or Order Rejection Notice
	If the contractor determines that the order is valid, the contractor shall issue within five business days after receiving the order a Service Order Confirmation to the Agency. 

The contractor shall contact the Agency within one business day after determining that the order is invalid.

If the Agency doesn’t respond within five business days of the contractor’s determination that the order is invalid, the contractor shall provide the Agency with an Order Rejection Notice.

	Cutover
Preparations
(Cont’d)
	Review and validate Contractor’s FOCN
	Validate FOCN fields. RFP J.12.2.4. Pay particular attention to the following key fields:

· Agency Service Request Number (ASRN) to include the character stream indicating parallel service (P_OPS)

· Agency Hierarchy Code (AHC)

· Service Enabling Devices (SEDs)

· Contract Line Item Numbers (CLINs)

· Firm Order Commitment Date
	Use the Firm Order Commitment Notice (FOCN) date as basis for planning.

	
	Receive Contractor’s Cut Team Project Manager notification notice
	Obtain Cut Team contact information
Obtain escalation path
	This contact information should also include the incumbent FTS2001 vendor if they are either, 1) necessary to implement the new service or 2) required to implement the fall-back strategy.

	
	
	Intro meet/teleconference with cut team leader
	

	
	Assure contractor is gathering information from the Agency, its components or relevant service providers
	Existing topology, equipment, interfaces, POCs
	

	
	Assure the contractor is coordinating traffic routing and management at Agency user locations
	Review routing plans
	This should be done with both the new Networx provider as well as the outgoing FTS2001 provider

	
	Assist contractor site visit planning and scheduling 
	Process Networx Contractor clearances

Provide two LGCs to contractors
	Assist if there are difficulties in the processing of the site visit requests.

	
	
	Process other support contractor clearances
	

	
	
	Schedule Government staff for installation
	

	
	Review Contractor’s Transition Action Notice
	Monitor for changes
	This notice alerts all concerned of projected and planned future transition activities 60 days in advance of a cutover including any changes in earlier schedules and advises recipients of actions required to complete transition.

	Cutover
Preparations
(Cont’d)
	Review Contractor’s Weekly Transition Planning Report
	Respond to Contractor with needed direction and action
	See Appendix A for Weekly Transition Planning Report items.

	
	If necessary, place orders for CPE equipment from contract vehicles other than Networx
	
	As appropriate, i.e., if Networx SEDs are not responsive to Agency needs. Assure adequate lead time and that Network Management has required CPE information.

	
	Include FTS2001 vendor in cutover planning, a critical component if the incumbent will not be the Networx contractor  
	
	Remind incumbent of contractual duty to support disconnect.  Convey expectation for a smooth transition. Refer to the Section H contract modifications negotiated by GSA with the FTS2001 contractors

	
	Plan configuration of  Government Furnished Property (GFP)
	
	

	
	For significant site cutover, invite Networx contractor account executive for actual cutover participation.
	
	These individuals can often serve as an excellent customer advocate.

	
	Verify schedule via Contractor OSS and with TCC
	Resolve scheduling conflicts
	If necessary work with TCC to resolve.

	
	
	
	

	Cutover
Preparations
(Cont’d)
	Perform Site Inventories  (HW/SW)
	Inventory Hardware
	Note equipment type and settings for inventory, e.g., CSU/DSU, channel banks, multiplexers, routers  

	
	
	Inventory Software
	Agency application configurations if necessary

	
	
	Verify Adequacy of Inside Wiring
	Without direction from the Agency the Networx Contractor will perform this task if they believe it is necessary. However, the Networx Contractor will charge the Agency for this work if they are tasked by the Agency.

	
	
	Inventory Service interfaces to Agency applications
	Protocol stack diagram. Transition examples: ATM to Ethernet, FR to Ethernet, PL to Ethernet.

	
	
	Utilize Configuration Management Plan
	Place network configuration items under Agency’s IT Configuration Management

	
	Review contractor’s Site Survey reports if the Networx Contractor was tasked by the Agency to perform a Site Survey
	Reconcile with agency site inventories 


	See Appendix B

	
	Cutover Plan Communication
	Communicate to stakeholders:

· TCC

· Agency transition team

· Site Managers

· Networx Contractor

· Incumbent Contractor

· Key Users
	The Transition Communications Plan should identify stakeholders, communication requirements and frequency. 

	
	Update Agency Risk Management Plan
	Update Risk Identification and Mitigation 
	At least twice during cutover

	
	Review contractor Risk Management Plan
	Update Risk Identification and Mitigation
	At least twice during cutover

	
	Track Orders
	Utilize Contractor’s OSS
	

	Cutover
Preparations
(Cont’d)
	Review applicable Agency network services change requests to assure correctness of Networx orders.
	
	Example: topology or capacity change resulting from user requests.

	
	Assure that the ordered Networx services have been approved by the Agency’s IT Configuration Management organization
	
	Example: Equipment configuration change. 

	
	Review Contractor’s cutover Quality Assurance Surveillance Program (QASP)
	
	If not in the Contractor’s ALTP or TPSP

	Prepare Production Environment
	Prepare site
	Assure adequacy and availability of HVAC, racks, cables, power, space,  inside wiring
	

	
	Install new connections and SEDs (if needed)
	
	

	
	Prepare Existing systems that interface with services to be cutover
	
	For hot cut or utilization of  an available interface

	
	Assure operational gateway service connections
	
	Review gateway test report.

	Obtain/Set-up new HW/SW Connectivity
	Test facilities in front of dmarc (user perspective).
	
	Test wiring/network behind carrier demarcation point.  Conduct loop back if possible. Note that Agency may be charged by the Networx Contractor if the Agency orders the Networx Contractor to perform behind the dmarc (carrier perspective) testing.

	Define cutover procedure to min svc downtime
	Complete site, link and interface cutover tasks and their individual sequencing
	Prepare site specific cutover plan & procedure by physical and logical interfaces
	

	
	
	Identify and sequence cutover tasks by site 
	

	
	
	Reach choreograph (connections and disconnections) agreement with contractor
	High granularity is necessary to assure joint Agency – Contractor coordination

	Define Cutover Contingency Plan
	Define back out and legacy restoration process
	By product
	

	Implement production support infrastructure
	Power-up installed CPE or SEDs, racks, and internal network connections
	
	

	Conduct user training
	Train users and site support staffs.
	Obtain OSS training
	Ordering  & Provisioning Status, 

Billing, Trouble Reporting

	
	
	Obtain product technology & site support training 
	

	Define acceptance test, i.e., establish responsibilities and sign off procedures
	Have Agency technical staff review test plan, procedures and report formats.  Review with:

· Contractor

· Site telecom/IT manager
	Work with Contractor to agree to Test Plan objectives
	 

	
	
	Work with Contractor to agree to Test Procedures/methodology (if different than Test Plan)
	

	
	
	Work with contractor to agree to Test Report format 
	

	Conduct pre-cutover testing
	Review Contractor test results
	Confirm achievement of Acceptable Quality Levels (AQLs) and/or Key Performance Indicators (KPIs)
	Address appropriate segments or end-to-end


	Final Cutover Phase

	Key Tasks
	Cutover Tasks
	Sub Tasks
	Comments

	Communicate schedule and status with stakeholders and cutover team
	Review Contractor’s GO notice.  Communicate GO date(s) to cutover team 
	Confirm Agency’s readiness to perform cutover within 24 hours.

Task agency resources to perform cutover
	Consider a conference call to assure all parties are confirmed regarding their duties

	Obtain authorization to proceed
	Obtain from Agency Transition Manager as required
	
	Per agency established procedures

	Activate new service
	Initiate use of service with application passing test traffic
	Reject service within 72 hours of SOCN otherwise acceptance is assumed. If service is rejected notify the TCC help desk and open a ticket.
	GSA will fund the parallel operation of new and legacy services for thirty days.

	Conduct acceptance test to verify production readiness by testing
	Verify Acceptable Quality Levels (AQLs) and  Key Performance Indicators
	Review, document and file contractor test result report
	Copy TCC with Test Report?

	
	Review Contractor’s Service Order Completion Notice (SOCN)
	
	Not sending a Rejection Notice within 72 hours of the SOCN implies acceptance

	Deactivate legacy service
	Prepare and submit disconnect orders
	Schedule FTS2001 contractor site visits for equipment removal as required.
	

	Begin production
	Turn on production traffic. 
	Monitor performance re AQLs and KPIs
	

	Obtain sign-offs for cutover completion
	Obtain signoff from service user
	
	The Agency will be responsible for dual incumbent and Networx charges after 30 days parallel operation.  Therefore there is an incentive for the service user to provide a timely sign off.

	
	Assure OSS has incorporated cutover status
	On going
	

	
	Inform DAR and CO of cutover completion
	
	Follow Agency procedures as required.

	
	Update TBI with processes disconnects
	Update for all products
	Necessary for Agency to obtain transition credits from GSA. GSA will pay once all dedicated services are disconnected. 

	Obtain sign-offs for cutover completion
(Cont’d)
	Update project management files
	Update Lessons Learned File
	To provide guidance for other Agency Transition Managers and teams

	
	
	Update Issues Log File (Sequence number, initiator, summary, priority/impact, owner, target completion date, status, status date and resolution)
	Submit Issues log file to TCC.  The TCC will enter the log file into the Remedy based ticket system so that all such issues are in a centralized repository.  This will facilitate analysis of common problem areas and trends, identify topics and solutions for FAQs and the Knowledge Base, and provide information for root cause analysis and proactive issue Resolution


Appendix A: Contractor Reports 
For Cutovers Sixty Calendar days to Six Months In The Future:
a) Projected activity by agency, by week, by service and by locations.

b) Status of Agency Orders (Number of Transition

c) Orders anticipated by type and number actually received)

d) TPSP preparation

e) Networx Contractor readiness and their access orders

For Cutovers Two Weeks to Sixty Calendar days In The Future:

Projected and planned activity by Agency, by date (if

known, week if not), by location, by service:

a) 
Cross-references between Networx Contractor services and the incumbent contractor’s service that is being replaced.

b) 
Service quantity and type
c) 
Status of Agency readiness and Agency orders

d) 
Status of TPSP preparation, Networx Contractor readiness and access orders
e) 
Status of the incumbent contractor’s readiness

f) 
Activities at risk of not meeting planned dates with reason and mitigation planned

For Cutovers in Current Week and Next Week

Projected and planned activity by Agency, by date and time, by location, by service:

a) 
Cross-references between the Networx Contractor service and the incumbent contractor’s service that is being replaced
b) 
Quantity, type, and commercial circuit numbers of new access circuits and facilities required at the location

c) 
Status of Agency readiness and Agency orders

d) 
Status of Networx Contractor readiness and access orders
e) 
Status of the incumbent contractor’s readiness

f) 
Activities at risk of not meeting planned dates with reason and mitigation planned

Appendix B Contractor Agency Inventory Reporting Requirements

Beginning with the information provided by the Agency, the Contractor shall compile and maintain a Transition Inventory of all incumbent contractors’ services by location, including those for which the Contractor is also the incumbent, that are to be transitioned to the Contractor’s services. 
In those cases in which the Contractor is also the incumbent, the Contractor shall compile and maintain the portion of the Transition Inventory pertaining to the services being provided as an incumbent at no charge to the Government. 
Further, in those cases in which the contractor is also the incumbent, the contractor shall share the portion of the Transition Inventory pertaining to the services being provided as an incumbent with GSA and to the served Agency when requested at no charge to the Government in accordance with Section C.4.3.3.1, Transition Inventory Data.  
The contractor shall obtain from the order, supplemented by other Government sources, or by means of a site visit all information on incumbent telecommunications services needed to transition services whether or not that information is specified as a Transition Inventory data element in Section C.4.3.3.1, Transition Inventory Data. 
The contractor shall include in the Transition Inventory all information needed to complete the transition activity including, as a minimum, the elements identified in Section C.4.3.3.1, Transition Inventory Data.
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