GSFC Implementation Phase Kick-Off Meeting

October 9, 2002

Questions, Answers and Comments from Meeting (paraphased):
Question: Were the objectives in the Understanding Phase (pg 4) met?

Answer: Yes, in the form of deliverables submitted to MSFC. Copies are available of these deliverables if anyone is interested.  

Comment:  Some of the deliverables such as the estimates for End-user counts were not final.  These estimates will be refined during the Implementation Phase.

Question:  Why are there TBDs for the responsible parties for deliverables due in October (pg 12)?

Answer:  We do not have a Process IPT Lead yet.  There was an individual that was named for the position earlier.  They were supposed to be available part-time during the Understanding Phase and full-time once the Implementation Phase started.  Unfortunately, this person’s other responsibilities did not allow them to fulfill this position, so they withdrew their name. Presently,  this position will be advertised on the board shortly, and we hope that you would apply if you are interested in joining the team in this position.

Question:  Is there someone filling this position temporarily until then?

Answer:  No, this position is being covered by a group of people (Accenture and  sub-process team leads).  The deliverables will be completed despite not having a Process IPT team lead since these people have assisted.  In fact, many of these deliverables have been completed ahead of schedule.

Comment:  We should really get a responsible person in place before the deliverables are due.

Comment:  Page 22 should say AR (Accounts Receivable) not AP 

Question:  Pg 24 – what is a plant?

Answer: In SAP terms, a plant is the same as a Center.

Question:  Are all the SME (Subject Matter Expert) positions already designated to individuals?

Answer:  No, not for Change Management Functions (change agents, role mapping or training).

Question:  Is there a set number of SMEs per Code and is there a process for ensuring that all Codes are fairly represented?

Answer:  On the change management side, Change Agents will be disbursed throughout the Codes in proportion to the number of people affected by Core Financial.  We are always looking for more volunteers.  For Role Mapping, we depend on the managers and supervisors to ensure that this is done correctly.  For training, we are counting on SMEs to become trainers.  For the process side, there is no limit.  In all workshops, we try to have at least one person from each Code represented.  We try our best to get more participation and full representation at all meetings.

Comment:  The original responsibility for identifying key individuals for these workshops/meetings was given to the DRMs.  If you would like to work as a SME, talk to your DRM and make sure that you can.  We had lots of participation during the Understanding Phase workshops.  In fact, meetings had from 40 to 80 people most times.  We need your knowledge throughout the Implementation Phase, so volunteer if you can. 

Question:  Once Core Financial is rolled-out, will you reevaluate where stakeholders are on the change curve (pg 35), and how will you evaluate this?

Answer:  Yes, we use the Change Agents to help determine this.

Question:  Is this a self-assessment by the Change Agents?  Some have used tests so that stakeholders can see where they really are.

Answer:  Yes, it is a self-assessment by the Change Agents for their Codes.  We will look into tests.

Question:  How will the data clean-up process be done?  It previous experiences, this has been a difficult, coordinated effort.

Answer:  We have identified two data clean-up leads (Bill Coleman for accounting and Wanda Behnke for procurement).  We identify data clean-up points when we go through data conversions.  We have reports and metrics as a result of this effort.  The leads will identify SMEs that will work with the RFO to do the clean-up.  FISCAL is the system of record – system that we will be converting data from.  Any systems other than FISCAL will have to be reconciled to FISCAL, and data clean-up efforts should be coordinated with the RFO. 

Comment:  Pg 44 should also include Travel Manager

Question:  Do you think our interfaces will be approved (pg 45)?  What is the track record of other centers receiving approvals for their interfaces?

Answer:  Overall, we don’t know.  The Labor Interface should be a certain approval.   The Chargeback Interface is uncertain.  No other center has had an outbound Fund’s Check Interface from SAP approved yet.

Question:  What is the Business Warehouse?

Answer: It is the reporting element of SAP…where you conduct your queries.

Question:  Does anyone have the file format for SAP?

Answer:  We have the data upload formats because we are writing programs to do the data conversions.  However, it changes regularly.

Question: Is there an outbound funds check?

Answer:  Current on-line interfaces like Travel Manager have them.  However, no center has received approval for batch loads yet.

Question:  I was more worried about inbound funds check for non-NASA appropriated funds as reimbursable.

Answer:  That is a built-in Accounts Receivable function that falls under the SAP reimbursable functions.  Reimbursables are not an interface.

Question:  Was there a process for reporting requirements?

Answer:  Joleen Bottalico is the Reports Lead.  She is currently at MSFC studying the Business Warehouse.   When she returns, she will be meeting will all the Codes and comparing requirements with SAP reports to see if there are any gaps.

Question: Pg 56, what does it mean to “map users to the NACC”?

Answer:  These are already established printer queues for many individuals that are connected to the mainframes.  There are 700 printers on Center that are already set-up on the NAAC.  We will make sure that each user is mapped to a printer within a certain distance of their desk.  Many already have one set-up near them.

Question:  Does this mean that you have to have a network printer to print from SAP?

Answer:  No, most people, as casual users, will be using a web-browser to access SAP.  Therefore, local printing can be used for those users. Active users will have to use a NAAC printer on the network.

Question:  Are ODIN and other providers involved in this implementation?

Answer: Yes.

Question:  Will the new desktop upgrade requirement to Windows 2000 in December affect the implementation?

Answer:  We will determine this during the assessment requirement.  We will determine if the hardware meets the requirements of SAP on each desktop attached to users defined by the Change Management deliverable.  If necessary, we will prioritize the upgrade list for these users.

Question:  Since this is an agency system, will there be a problem with response time if everyone is using the system at once?

Answer:  There is a service level agreement in place to insure that this does not happen.  In addition, they have been testing the system for this exact reason.

Question: If this system goes down, how does it affect the Centers?  Is there a back-up plan?

Answer:  There is a back-up plan that is apart of the service level agreement.

Question:  How is MSFC doing with this?

Answer:  We don’t know.  MSFC has not gone live yet.

Question:  Will there be a detailed schedule before we go-live to freeze the processing of items in the legacy systems?

Answer: Yes.

Question:  When will we know?

Answer: There is a cutover plan that will be provided to the community some time after the new year.

Question:  Is Core Financial (CF) going to affect the way that we do the POP (budget planning)?

Answer:  No.  The only thing that may be affected is the requirement to put a phasing plan into CF.  The POP is apart of the Budget Formulation module.

Question:  Will HST/STRAP and POES be submitted as interfaces to Core Financial?

Answer:  Yes, we plan to do so.
Question:  Why was MODSIN taken off the list of potential interfaces?

Answer: MODSIN was taken off the list by the system owner of that interface.  It will probably be used as a stand-alone.

Question: Since this is an agency implementation, are we in compliance with agency policy and procedures?

Answer:  Yes.  Some things might have to be changed later.  They should be in the modification stage now since MSFC will be going live this month.

Comments:

MSFC is going live on October 21st.  With the post cutover activities, there will be lots of queuing of data.  Things will not go to a total halt, but there will be a system stand-down for a period of time as each wave goes live.  At least we are in the last wave so that we will have a lot of lessons learned.

Comments by Mark Walther, GSFC IFM Projects Manager:

A lot of transactional activities are at the project team level.  The transformational changes will take place in June 03 for people, business processes and technology.  We have 40 years of GSFC business processes that are about to change.  SAP and Accenture have hundreds of thousands of successful implementations that have promoted the same changes in other organizations.  We can argue, but it is coming.  We need to decide how we are going to go forward.  If we focus on how we are going to preserve our legacy systems, it will be hard.  

Get involved. Become part of the management team.  You will be in better shape if you understand how this works; better if you help GSFC become part of the solution of making 40 years of processes better.  

As far as training goes, we could be looking at a room full of trainers right now.  Being a trainer would be good for you because you will be efficient with SAP by learning the system.  By volunteering to become trainers, you can help us through this process. We don’t want chaos next summer.  We can’t afford for this to occur.  We are going to be forced to make investments with our resources and time now in order to make this work.

There will be gain, but there will be pain.  We can’t have the gain without pain.  This is the reality of it.  Knowledge and skills will have to shift.  

Comments from Willa Gaitanis, GSFC Change Management IST Lead for IFMP:

We need your feedback.  We have a Change Readiness Assessment for IFMP that we need you to fill out.  If you don’t have time today to fill them out, you can return them to us later.  We will hand them out as you leave the room.  You will be anonymous.  This will be the first step to get an understanding as to what, when and how you want to be communicated to from each project module.

Side Note:

Contact Paul Isley at  pisely@ifmp.nasa.gov  if you would like to participate in the Change Readiness Assessment and have not received the package.

Closing Comments from Joanne Sprunk, GSFC Core Financial Project Manager:

We have a good team, a good product, and good management support (as proven by Mark Walther’s comments) for this implementation.  This is going to happen.  Join the team.  Become SMEs.  You will be hearing much more from us soon.  Thank you for coming.

