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1.
Introduction 
This Cutover Plan refines the Transition Plan and Project Plan strategies and decisions and specifies the details to execute a cutover to a live environment.  The plan addresses three sections of cutover: Pre Cutover, Cutover, and Post Cutover.
1.1
Purpose

This document defines the scope of Pre Cutover, Cutover, and Post Cutover Strategy to the National Aeronautics and Space Administration (NASA) Centers, Headquarters (HQs) Office of the Chief Financial Officer (OCFO), Competency Center and the NSSC to use as a guide to assist in providing direction on our cutover requirements for transitioning Accounts Receivable activities to the NSSC for Wave IV Centers scheduled for transition on August 1, 2008. 

1.2
Approach

This cutover plan was determined by the Project Plan, Transition Plan and Communication Plan.  Task, due dates and staffing are included in the Project Plan. 
Work for Accounts Receivable will transition in waves to allow the NSSC to bring in new work, get comfortable performing the work and stabilize activity before bringing in additional work.  

1.3
Intended Audience
The prospective audience for the cutover plan includes all Stakeholders (NASA Centers, Customers, HQ OCFO, Competency Center, AP/AR/FBWT Transition Team, Centers, and NSSC Information Technology).
It is the responsibility of the AP/AR/FBWT Transition Team to inform the current user community and associated stakeholders of requirements for the cutover to take place.   

2.
Assumptions

All debts will be transferred to the NSSC for subsequent tracking, reporting and collection.  The
Centers should have written off any debts over two years old at this point. 
The Centers will provide any unique processes or procedures to the NSSC for review and/or to determine feasibility of NSSC adopting Center processes or developing other processes to accomplish work.
3.
Pre and Post Cutover Strategy Timeline 
This Section provides phase-in and timelines that supports the cutover for Pre Cutover, Cutover and Post Cutover from the NASA Centers to the NSSC.

3.1
Phase-In

The NSSC Document Imaging will scan the Reimbursable and Direct Accounts Receivable files when received from Centers.
3.2
Timelines

· July 7, 2008 – SR will be submitted by the NSSC to change Wave IV Centers billing address to NSSC to become effective with July billing cycle.

· July 7, 2008 – Begin data clean-up meetings.

· July 11, 2008 - Logistics Office to coordinate carrier access to the Center and file pickup.
· July 14, 2008 – Centers provide NSSC list of SR’s that require approval prior to correcting issues.

· July 14, 2008 – Provide list of AR direct and reimbursable issues that require agency guidance prior to correction.

· July 18, 2008 – The Centers will provide a POC from the Finance and Center Logistics Offices to coordinate carrier access to the Center and box pick-up.

· July 14, 2008 – Send first Change of Address notification to customers.

· July 21, 2008 – Notify Travel Department to discontinue sending bills.

· Centers will continue to make deposits until July 31, 2008; all checks received August 1, 2008, and later will be sent by express mail to the NSSC. 
Express Mail Address:
 NASA Shared Services Center

                                            Bldg 1111 C-Road
           Attn: Accounts Receivable

           Stennis Space Center, MS.  39529


· July 31, 2008 – Wave IV Centers turn off Pay.gov, if applicable.
· August 1, 2008 - Go-Live Date for Wave IV Centers.
· August 4, 2008 – Centers will perform normal month end activities by August 4, 2008.
· August 8, 2008 – Centers will perform IPAC processing by August 8, 2008.

· August 8, 2008 – Change SAP default printer setting to an NSSC printer.

· August 8, 2008 – Data Clean up and File transfer for Direct Receivables must be completed.
· August 13, 2008- OCFO to sign off on data cleanup status of Wave IV sites.

· August 13, 2008 – Direct Accounts Receivables files to arrive at NSSC no later than this date.

· August 13, 2008 – NSSC will run AR Aging Report and Customer Open Item Report.  This will be used to reconcile the files that are submitted to NSSC.

· August 18, 2008 – Send second Change of Address notification to customers.

· August 20, 2008 – Data Clean up and File transfer for Reimbursables should be completed.  Centers will continue to work data clean up issues not resolved by August 11, 2008.

· August 20, 2008 – All Reimbursable files to arrive at NSSC no later than this date, after completing July billing cycle (optional).

· August 25-29, 2008 – Coordinate with Centers regarding billing timeline and Center POC’s for End to End Billing Process.

· September 22, 2008 – In addition to the July 14th and August 18th submissions, the Centers will send the two follow-up Change of Address notifications post transition to customers.  The letter is included in Appendix C.
· October 20, 2008 – Send the second follow-up Change of Address notification to customers.  The letter is included in Appendix C.

· Centers will perform the July 2008 TROR, NSSC will be responsible for reporting August 2008 TROR
3.3
Additional Assumptions

Closed documents/files for Audit purposes will remain at the Centers.
Direct Accounts Receivables closed files are all files that have been written off or have been closed out.  These files are not to be transferred to the NSSC.
Reimbursable Accounts Receivables closed files are all files that the Period of Performance (POP) has expired and final bill has been issued.  These files are not to be transferred to the NSSC.
NSSC has obtained agency access for FEDDEBT.
3.4
Center Cutover Points of Contact List

Wave IV Centers and NSSC AR Transition Team POCs will coordinate activities and interact directly with one another. 

GSFC/HQ/NMO-Alvin Frazier, Alvin.A.Frazier@nasa.gov , Phone (301) 286-6926
GSFC/HQ/NMO-Crystal McNeely,Crystal.E.Mcneely@nasa.gov, Phone (301) 286-7599 
HQ – Alvin Frazier, Alvin.A.Frazier@nasa.gov , Phone (301) 286-6926
HQ - Crystal McNeely, Crystal.E.Mcneely@nasa.gov , Phone (301) 286-7599
NMO - Alvin Frazier, Alvin.A.Frazier@nasa.gov , Phone (301) 286-6926
NMO - Crystal McNeely, Crystal.E.Mcneely@nasa.gov , Phone (301) 286-7599 

NMO/JPL- Theresa Moulse, Theresa.A.Moulse@nasa.gov , Phone (818) 354-4529

NSSC – Pamela Holloway, Pamela.L.Holloway@nasa.gov, Phone (228) 813-6126

NSSC – Debra Dale, Debra.M.Dale@nasa.gov, Phone (228) 813-6065
4.
Records Management 
Records will be maintained in accordance with the NASA Procedural Requirements (NPR 1441.ID) and NASA Policy Directive (NPD 1440.6G), Subject:  NASA Records Management.  

Transfer of official records should be coordinated by the Centers with their respective Records Management Office to ensure all required approvals and coordination are accomplished according to NASA policies.
4.1
File Identification/Condition

It is optional for Centers to send copies of any Reimbursable Agreements.  If Centers opt to send files, please use checklist found in Appendix A and B.  This does not apply to Solely Travel.
A “Balance Sheet” should accompany each Reimbursable Agreement folder.  The “Balance Sheet” should contain the following information:  (1) Reimbursable Agreement Amount; (2) Adjustments to the Reimbursable Agreement Amount (increase/decrease); (3) Sales Order Amount in SAP; (4) Each Bill; (5) Each Liquidation; and, (6) the Remaining Balance.  Also, if the remaining balance on the “Balance Sheet” does not agree with the remaining balance in SAP, please provide reasoning for such.  (See Appendix A)  Please note that the NSSC will attempt to pull balance sheet information from SAP initially but if the information is not available or is inadequate, the Centers will need to provide this information.
Requests for all Reimbursable Agreements that have been completed except for small discount amounts will be cleaned up and closed out prior to August 1 “Go Live” Date.  This will reduce amount of postponing of bills in monthly billing cycle.
Open files are defined as those that have current or future activities expected. 
Ship files to the NSSC address below:  
For Wave IV, Open Files should be shipped to:

NASA Shared Services Center (NSSC)

ATTN Financial Mgt. AP, James Caldwell

Building 1111 C-Road
Stennis Space Center, MS 39529  
4.2
File Transfer Strategy

Boxes will be labeled on the outside of the box with the Sales Order Number and the box number associated with the Sales Order. An example would look as follows:

15507

1 of 5

2 of 5

Sales Orders that are only one box would look as follows:

15507

1 of 1

The Center will be responsible for creating an inventory sheet of Sales Orders to be sent to the NSSC.  The inventory sheet will contain the Sales Order and the number of boxes associated with that contract.  An example would look as follows:

	Sales Order 
	Number of Boxes

	15507
	5

	15507
	1

	
	


The Center will need to send the inventory sheet to the NSSC prior to shipment of files.  The Center will coordinate, with the Center Logistics Office, the prepping of the boxes for pickup.  Prepping will include palletizing and shrink wrapping of all boxes.  The NSSC will bear the cost for shipping the files to the NSSC.  The Center will provide a POC from the Finance and Center Logistics Office to coordinate carrier access to the Center and box pickup NLT July 11, 2008.

Once boxes are received at the NSSC, they will be matched against the inventory sheet to ensure receipt of all listed boxes.  The NSSC will notify the Center Finance POC that all files have been received.  

4.3
Alternate File Transfer Method

Following is the technical specification for scanned files being sent to the NSSC:  Document images submitted to the NSSC from Centers should meet the following requirements:

· TIFF format, multi-page
· CCITT Group 4 compression

· 300 x 300 DPI resolution

· Black & White images (no color or grayscale)

· Renamed using a predetermined naming convention (e.g., LaRC_0001, LaRC_0002, etc.) to ensure that each document image file is unique throughout the period when documents are scanned locally and then sent to NSSC for processing.

Also, it should be noted that care should be taken and scanners used that do not cause significant skewing of images.  It is recommended that the Centers make arrangements in advance for a test submission of scanned images before submission of live scanned documents to the NSSC.

POC for questions or test scanning and SFTP coordination is Ron Layel at 228-813-6070 or e-mail Ron at Ronald.D.Layel@nasa.gov.

In addition to the above scan specifications, NSSC will provide detailed information on how to obtain access to the SFTP server and how to transmit to NSSC.  This information will include the designated SFTP server directory structure/folder location to which the files are to be uploaded as well as a guide sheet describing the upload process.

4.4
Document Management System (Tech Doc) 

All billing pages and data related to billing images will be converted to searchable PDF files.  All billing images/data will be loaded into TechDoc daily.

Automated routing to Financial Management will take place via Remedy tickets.  The web application will monitor TechDoc and pull billing data.  The TechDoc URL will link each bill pulled with other data.

5.
Cutover Data/ Center Readiness
5.1
Data Cleanup Process for Centers

Based on the Project Plan the Centers are responsible for data cleanup of Accounts Receivables data prior to transition to the NSSC.  
Reconcile source receivable documents to IEMP receivable records.  Take action to remove any unsupportable or invalid receivables.

Ensure that all items are properly aged.

Validate Federal Receivables that should be collected immediately via IPAC or other means.  For invalid or unsupportable federal receivables, the original transaction should be reversed (i.e. Dr. Revenue, Cr. A/R).  Centers should request funding from Budget to cover cost incurred on the reimbursable agreement.  Ensure all eligible public receivables over 180 days are transferred to the Department of the Treasury, Debt Collection Service.

Review A/R balances over 180 days to ensure a 100% allowance was established.  Alternatively, Centers should remove (i.e. write-off) the debt from the general ledger.  This is a separate issue from the compromise, suspension or termination of collection activity.  Please refer to the Interim Accounts Receivable Policy dated 6/12/2007 for specific guidance.

Ensure all receivables that are more than 180 days delinquent and where the principal amount of debt exceeds $100,000 are referred to the Department of Justice for concurrence prior to termination, compromise, or suspension of collection activity.  Refer to interim Accounts Receivable Policy for specific guidance.

Reconcile G/L to supporting documentation per open A/R.  

SGL Accounts: 1310, 4251, 1340, 1360 and 1349

2310 and 4222
If advance on books need to liquidate advance prior to transition to NSSC.
Ensure all Anticipated Accounts are recorded properly.

SGL Accounts: 4210 and 4590
Using new Competency Center queries (especially ZFI_AR_R_BIL_NACC – Billing Documents Missing in Accounting; ZFI_AR_R_BRQ_NBIL – Unbilled Billing Requests; and ZFI_AR_R_RRB_RJCT – Rejected Amounts), Centers must address any billing/reconciliation issues prior to transition.
Provide list of SRs that require approval prior to correcting AR issues- Centers.
Provide list of AR direct or reimbursable issues that require agency guidance prior to correction.
Examples:    (1) Cost exceeding agreement and no direct or reimbursable funds available.

(2) Manual invoices with valid cost are still open and funds are cancelled.
Centers are responsible for giving a final status of all postponements at the time of transition.
5.2
Cleanup Validation
Special teleconferences will be held to certify accounts balances and validate data cleanup of accounting records that are being accomplished.  Every effort should be made to research and correct in SAP all discrepancies before transition to the NSSC. 
NSSC will status data cleanup during telecons held for Center readiness and during bi-weekly AR teleconferences.  The Center Readiness charts at Appendix D will be used to status Center Readiness during these meetings and in the final Wave IV Operational Readiness Review.
5.3
Sequences, Dependencies and Milestones

The Project Plan, Transition Plan and Process Flows are being used to convey key dependencies and what is needed to ensure data clean-up is validated prior to cutover.

6. Go Live Support from Centers

The Centers will provide on-site support to the NSSC for month end billing activity not to exceed 60 days after transition.  Support may only be for a few days or several weeks each month depending on NSSC requirements.  The Centers will identify personnel who will travel to the NSSC to provide support.  The NSSC will complete the invitational travel orders and provide space and equipment.  The Competency Center will be available to provide appropriate support after functions transfer to the NSSC to ensure a successful transition.

7. Customer Inquires and Communication
7.1 Customer Inquiries by our Customer Contact Center

All contact with the NSSC is handled through the Customer Contact Center.  The NSSC Customer Contact Center is a disciplined approach to the management of customer interactions for timely resolution of customer issues, timely follow-up and feedback on outstanding issues.  
The NSSC Customer Contact Center can be reached via phone, fax, or e-mail.  Each call, fax or e-mail will initially be assigned as a “Level I” case.  The Contact Center will make every effort to answer the inquiry, and a Remedy Help Desk case will be opened for all inquiries.  In the event a question cannot be answered by the Contact Center, the case will be routed to “Level II” which is the Financial Management Department Service Provider (SP).  Inquiries that are complex in nature and require interpretations of laws or regulations will be routed to “Level III” which is the Financial Management Division Civil Service (CS).
The Customer Contact Center will work closely with the AR Transition Teams and the NSSC Customer Satisfaction and Communications Office to ensure Centers, Customers, etc. are aware of the various means available to contact the NSSC for answers to questions/resolution of problems.
Email inquiries:  nssc-contactcenter@nasa.gov
Fax inquiries:  1-866-779-6772

Phone inquiries:  1-877-677-2123 (or 1-877-NSSC123)

NSSC Customer Contact Center hours of operation are shown below:  

Support Hours: 
Monday to Friday
8am - 8pm Eastern
7am - 7pm Central
6am - 6pm Mountain
5am - 5pm Pacific
7.2 Communications
Communication to our stakeholders on issues and resolutions will be provided during weekly teleconferences to the Accounts Receivables Transition Team. 

The NSSC Communicator, Quick Reference Guides, NSSC Website, http://www.nssc.nasa.gov  http://www.nssc.nasa.gov/, Center Newsletters will be used to communicate Accounts Receivable transition activities.

Correspondence for NSSC Accounts Receivable should be sent to:

NSSC - FMD Accounts Receivable

ATTN: For the Accounts of ____________

Bldg. 1111, C Road 

Stennis Space Center, MS  39529

8.  Workload Stabilization
Performance Measures and Work Stabilization criteria are being worked by the NSSC Deputy Director, the AP/AR/FBWT Core Team Leader and the OCFO.  These criteria will be added to the Cutover Plan once it becomes available. 

9.  Internal Controls

Internal Controls criteria are being developed by the OCFO Office of Quality Assurance and will be added to the Cutover Plan once it becomes available.

10. Key POCs at Centers and NSSC

Wave IV Center and NSSC Financial Management Division POCs:

GSFC/HQ/NMO- John T. Wolz, John.t.wolz@nasa.gov, (301) 286-5744

GSFC/HQ/NMO – Sandra K. Brown, Sandra.k.brown@nasa.gov , (301) 286-0785
NSSC- Henry W. Daniels, Henry.w.daniels@nasa.gov, (228)813-6389

NSSC- Jim Caldwell, James.c.Caldwell@nasa.gov (228) 813-6037
NSSC- Cindy Epperson, Cindy.h.Epperson@nasa.gov, (228) 813-6024
APPENDIX A
Checklist for Reimbursable Files

	
	Comments (Description)
	In File       

	
	
	

	Outstanding Bills
	
	

	
	
	

	Billing Attachments
	Cost  breakouts/back-up
	

	
	
	

	Correspondence
	E-mail, letter and other pertinent info to/from customer
	

	
	
	

	Customer Bill List
	List which customers require billing sent monthly
	

	
	
	

	Solely Travel Agreements (outstanding billing)
	
	

	
	
	

	Summary Documents
	
	

	
	
	

	Balance Sheet
	Recap, detailing Agreement Amount, Adjustments to Agreement Amount (increase/decrease), Sales Order Amount in SAP, Amount of each Bill, Amount of each Liquidation, Remaining Balance
	NSSC will attempt to pull this information out of SAP.

	
	
	

	Center hand-off approval:
	________________________________________
	Date:__________

	
	
	

	NSSC acceptance
	________________________________________
	Date:__________

	
	
	


APPENDIX B
Checklist for Direct Receivables Files
	
	
	

	
	Comments
	In File       

	Bills
	
	

	
	
	

	Collection Item ( i.e. installment agreements)
	to include any IPAC for partial payments
	

	
	
	

	Correspondence
	
	

	
	
	

	
	
	

	Definition of open/closed file - anything that has been written off or closed out would be closed
	
	

	
	
	

	Center hand-off approval:
	________________________________________
	Date:__________

	
	
	

	NSSC acceptance
	________________________________________
	Date:__________

	
	
	


APPENDIX C

NASA Shared Memo
TO:  NASA [Name of Center] Customers

FROM:  Director, Division of Financial Management

SUBJECT:  IMPORTANT NOTICE Address change

                   

Effective August 1, 2008, all NASA billings and collections will be processed through a central location.  Please send all payments to the following address:

NASA Shared Service Center (NSSC)-FMD Accounts Receivable

Attn:  For the Accounts of [Name of Center]

Bldg. 1111, C Road

Stennis Space Center, MS  39529

Payments can also be made on Pay.Gov. To make a payment on Pay.Gov

1.   Go to the NASA Shared Services Center (NSSC) Customer Service Website at www.nssc.nasa.gov/customerservice.

2.
On the left-hand side of the screen, in the Quick Links box, Click on Pay NASA.

3.
Select the appropriate NASA Center from the arrow down menu.

4.
Select Direct or Advance from the Transaction Type arrow down menu.

5.
Click the Submit button.

6.
A dialog box will appear, click OK if the information in the window is correct; click Cancel to correct information.

7.
Follow the instructions to make a payment to the correct NASA Center.

You will receive a confirmation number at the end of your transaction.  Please retain this number for your records.

Any questions should be addressed to the NSSC, via e-mail at nssc-contactcenter@nasa.gov, by fax using 1-866-829-6772, or by phone at 1-877-677-2123 (1-877-NSSC123).  Hours of operation are Monday – Friday, 8:00 a.m. – 8:00 p.m., Eastern.

Thank you for your assistance in this effort.  If you have any questions regarding this Notice, please call ___________________.

Deputy Chief Financial Officer, Finance

APPENDIX D
Center Readiness Criteria
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Center Readiness

Validate Trading Partner Agreements in SAP

Data Clean-Up

SGL accounts reconciled

GL reconciled to open Accounts Receivables

GSFC

Over $100,000 receivables referred to Department of 

Justice

Allowance for Doubtful Accounts established

Receivables Validated / Transferred

All Accounts Receivable Properly Aged

Reconciliation of Source Receivable documents to IEMP 

Receivables

Cutover Plan Reviewed and Understood

NMO HQ

Center Readiness

•

Center Pre-Transition Actions Completed
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Center Readiness

Outstanding Critical Systems Requests

Miscellaneous

List of AR issues requiring agency guidance prepared and 

submitted

GSFC

Resources to support NSSC Identified and Notified

Points of Contact Designated

Change Management Status

Customer Notification Status

NMO HQ

Center Readiness

•

Center Pre-Transition Actions Completed
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Center Readiness

Accounts Receivable Center Readiness as of July 1, 2008 GSFC HQ NMO/JPL DATE

Cutover Plan Reviewed and Understood

Fully reviewed and understood with no major issues with plan

Fully reviewed and understood but has issues with plan

Not reviewed or partially reviewed

Reconciliation of Source Receivable documents to IEMP receivables

95% - 100% Reconciled

80% - 94% Reconciled

< 80% Reconciled

All Accounts Receivable Properly Ages

95% - 100% Properly Aged

80% - 94% Properly Aged

< 80% Properly Aged

Receivables Validated

95% - 100% Validated/Transferred as appropriate

80% - 94% Validated/Transferred as appropriate

< 80% Validated/Transferred as appropriate

Allowance for Doubtful Accounts Established

95% - 100% Allowance Established for over 180 day accounts or No accounts over 180 days

80% - 94% Allowance Established for over 180 day accounts

< 80% Allowance Established for over 180 day accounts



[image: image5.emf]National Aeronautics and Space Administration

53

Accounts Receivable Center Readiness as of July 1, 2008 GSFC HQ NMO/JPL DATE

Over $100,000 receivables referred to Department of Justice

95% - 100% of Over $100,000 debts where determination has been made to suspend or terminate collection action has been 

referred to Department of Justice or N/A.

80% - 94% of Over $100,000 debts where determination has been made to suspend or terminate collection action has been 

identified for referral to Department of Justice but has not been referred.

< 80% of Over $100,000 debts where determination has been made to suspend or terminate collection action has been 

identified for referral to Department of Justice but has not been referred.

GL reconciled to open Accounts Receivables

95% - 100% Reconciliation of GL accounts to Open Receivable Balances

80% - 94% Reconciliation of GL accounts to Open Receivable Balances

< 80% Reconciliation of GL accounts to Open Receivable Balances

SGL accounts reconciled/Abnormal Balances Resolved

95% - 100% SGL Accounts Reconciled/Abnormal Balances Resolved

80% - 94% SGL Accounts Reconciled/Abnormal Balances Resolved

< 80% SGL Accounts Reconciled/Abnormal Balances Resolved

Validate Trading Partner Agreements in SAP

95% - 100% SAP Recorded Trading Partner Agreement Data Validated

80% - 94% SAP Recorded Trading Partner Agreement Data Validated

< 80% SAP Recorded Trading Partner Agreement Data Validated

List of AR issues requiring agency guidance prepared and submitted

95% - 100% of AR issues Requiring Agency Guidance Prepared and Submitted OCFO

80% - 94% of AR issues Requiring Agency Guidance Prepared and Submitted OCFO

< 80%of AR issues Requiring Agency Guidance Prepared and Submitted OCFO

Center Readiness



[image: image6.emf]National Aeronautics and Space Administration

54

Accounts Receivable Center Readiness as of July 1, 2008 GSFC HQ NMO/JPL DATE

Customer Notification Status

Two scheduled Customer Notifications (Internal & External) of Change in Collection office and activity responsible for 

Accounts Receivable completed.

One of Two Scheduled Customer Notifications (Internal & External) of Change in Collection offices and activity responsible 

for Accounts Receivable completed.

Scheduled Customer Notifications have not gone out

Status of Change Management

Center Change Management Plan developed and executed

Center Change Management Plan developed but not yet executed

Center Change Management Plan not developed

Points of Contact Designated

Center Points of Contact to support ongoing processing after transition identified and communicated to the NSSC. Center 

POCs also notified of inherent responsibilities.

Center Points of Contact to support ongoing processing after transition identified at Center but not communicated to NSSC 

or Center POC not notified of inherent responsibilities.

Center Points of Contact to support ongoing processing after transition not yet identified.

Resources to Support NSSC Identified and Notified

Center Resources for onsite support to NSSC identified, NSSC notified, and Center Resources notified.

Center Resources for onsite support to NSSC identified, but NSSC or Center Resource not notified.

Center Resources not available to provide on-site support.

Outstanding Critical Systems Requests 

All outstanding Transition Critical Systems Requests Identified to AR Transition Team Lead and being tracked or none 

outstanding

All outstanding Transition Critical Systems Requests Identified at Center but not yet communicated to Transition Team Lead

Not sure if there are outstanding Critical Systems Issues applicable to Center Processing

Center Readiness
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