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MEMORANDUM FOR ALMR Executive Council October 25, 2005

FROM: DoD Co-Chairperson
SUBJECT: October 27, 2005 ALMR Executive Council Meeting Agenda

TO: See Distribution

1. Call to Order: Colonel Clifton, Executive Co-Chairman, will call the meeting to order
at 5900 E. Tudor Road at 1:30 PM. Roll will be taken. :

2. Opening Statements and Other Announcements.
3. Special Presentations to the ALMR Executive Council.

a. Technology Roadmap Briefing: Motorola will provide a 30 minute Technology
Roadmap Briefing to the Executive Council to facilitate the upgrade decision process for
the Executive Council concerning the Municipality of Anchorage's requirement for a
Zone on the ALMR system. (Contractors present)

b. ALMR System Upgrade /Migration/T echnology discussion. (Contractors absent)

4. Approval of Previous Meeting Minutes (June 30, 2005 and September 9, 2005):
5. ALMR Project Status:

a. ALMR Project Status: Implementation activities--see attached report. Status of
activities to be provided by State/PM Mr. Callahan, DoD/PM Mr. Woodall, and AML PM
Mr. Erickson. (Open)

1) ALMR Program Performance Metrics: (Open) (ALMR PMs OPR)
2) ALMR Risk Management Report: (Open) (ALMR PMs OPR)
3) Progress Report: (Open) (ALMR PMs OPR)

b. NIMS documentation: Mr. Woodall will provide the Executive Council copies of
the NIMS materials related to the role and responsibilities of the Communication Lead.
(Open)

Page | of 3




c. Tri-Borough Project: Mr. Erickson will provide an update on current plans and
activities regarding the Tri-Borough Focus Project. (Open)

6. Executive Council Focus Areas:

a. Total Cost of Ownership: State/Local centralized funding plan. Mr. Mike
Callahan will present a briefing on a proposed Baseline Cost Sharing Model. (Open)

b. Transition Activities:

1) ALMR Communications System Cooperative Agreement Motion: (Open) (EC
Voting Members OPR)

EC voting members will report on the status of their review and approval of the
Cooperative Agreement. If no changes requested and reviews have been
completed the following motion will be voted on: (Open)

Motion: Move to accept and approve for signature and implementation the
“Alaska Land Mobile Radio Communications System Cooperative
Agreement” Rev 3 dated December 3, 2003, to be finalized with all
recommended changes and updates and presented for signature by the
Executive Council Voting Members by November 30, 2005.

2) User's Council:

Motion: The DoD and State of Alaska Executive Council members take
immediate action to obtain User’s Council representation from the
organizations currently using the ALMR system. Appointment letters
should be submitted to the ALMR Executive Council by 1 October 2005.
The purpose of this action is to establish the ALMR User’s Council in
accordance with the ALMR Communications System Cooperative
Agreement.

3) Status of the User's Council: (User's Council Representative OPR)

4) Transition/cutover plan development: (Open)

Motion: The Joint Project Office (State and DoD PMs) through a
cooperative approach will develop a transition/cutover plan for each of
their member agencies that will operate on the ALMR system. This plan
will be a written plan that is made available to agencies that will transition
to the system. The plan will also be established and maintained on the
Joint Project server. The PM’s will identify and report to the EC key
transition and critical path issues affecting their ability to successfully
transition on to operational sites within 90 days of a site being declared
operational. The PM’s will propose a report format and content, to be
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presented to the EC for approval at the next meeting. An operational site
list will be provided with the report that identifies the: sites operational
date, what agencies are expected to use the site, and which agencies are
currently using the site(s).

5) Spectrum Conflict, North Zone Transition, Agreements, Cost issues: (PM
Team OPR)

6) “New” Membership and Users’ Draft Agreements: (SOA OPR)

7) Outreach and Training Reports: (Open) (All Agencies OPR). Members will
report on major outreach and contact activity undertaken by their respective
agencies.

7. New Business

a. Proposed Motion (attached): This motion provides for the O&M organizational
structure required to meet the governance relationships and facilitate the User’s Council
interaction with the service providers for the ALMR Network Enterprise.

b. Scope change order process presented by Mr. Mike Callahan

c. Summary of upcoming demonstration projects by Mr. John Madden.

8. Next Meeting: Nov 11, 2005. 1:30 p.m. at the Tudor Road facility.

9. Adjourn Meeting:

KRISTINE M. CLIFTON, Colonel, USAF
Department of Defense, Executive Co-Chair

7 Attachments:

. June 30, 2005 Executive Council Minutes

September 8, 2005 Executive Council Minutes

Technology Roadmap Briefing (Motorola)

Program Management Reports (State, DOD, AML)

Centralized Funding Plan

a. A Baseline Cost Sharing Model (Briefing Slides)

b. An Approach for Funding ALMR O&M Costs (Talking Paper)
c. Projected ALMR O&M Costs (Spreadsheet)

. Motion - Establishment of an O&M Organization under SOA/DOA
Scope Change Order Process
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MEMORANDUM FOR ALMR Executive Council

FROM: DoD Co-Chairperson

SUBJECT: September 8, 2005 ALMR Executive Council Meeting Minutes

TO: See Distribution

Executive Council Members Present:
Commissioner Bill Tandeske

Colonel Kristine Clifton

Mr. John Madden

Ms. Heather Handyside

ALMR Project Team Members Present:

Mr. Mike Callahan
Mr. Tim Woodall
Mr. Trygve Erickson
Dr. Ken Jones

Mr. Jim Robinson
Mr. Steve Eason (via phone)
Mr. Chester Ince

Ms. Ruthi Muffler
Ms. Melissa Mitchell
Ms. Sharon White
Mr. Dean Strid

Mr. Kyle Sinclair

Guests Present:

Mr. Del Smith

Mr. Ray Mann

Mr. Joe Quickel

Ms. Julie Stinson
Mr. Frank McQueary

Department of Public Safety
Alaskan Command

Department of Military and Veterans Affairs

Alaska Municipal League

State Project Manager

DoD Project Manager

MOA Project Manager

State Deputy Project Manager

DoD Project Manager Support
SOA Department of Administration
Joint Program Management Team
Joint Program Management Team
Joint Program Management Team
SOA Department of Administration
State ALMR Engineer (DMVA)
Joint Program Management Team

5 Star
5 Star
5 Star
5 Star
Lockheed Martin

1. Call to Order: Col Clifton called the meeting to order at 1:32 p.m.
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2. Opening Statements and Other Announcements.

a. Col Clifton welcomed the ALMR Executive Council and project team members and
thanked them for their attendance. Mr. Woodall added that this date represented the 10-year
anniversary of the establishment of the ALMR Executive Council.

b. Meeting Administration: Col Kristine Clifton presented the agenda to the Executive
Council. She stated it was an ambitious agenda and 2 hours were scheduled in order to receive a
briefing from 5 Star on the ALMR lessons learned from the Alaska Shield/ Northern Edge 2005
(AS/NE 05) exercise and a briefing from Lockheed Martin on the State of Alaska’s Strategic

Plan for Interoperability. She stated regular business would commence following these
briefings.

c. Recognition of departing Federal representative (TSA Federal Security Director), Mr.
John Madden: Col Clifton congratulated Mr. John Madden on his retirement from 37 years of
federal service, and on his recent appointment as the Deputy Director for the State of Alaska’s
Division of Homeland Security. On behalf of the ALMR Executive Council and project
management team, Col Clifton presented Mr. Madden an eagle statue symbolizing his vision,
leadership and dedicated support to the ALMR team for over 2 % years. .

d. Federal, non-DoD Representative to the ALMR Executive Council Membership: Col
Clifton stated that Mr. Cam Toohey, President of the Alaska Federal Executive Association, was
seeking a replacement for Mr. John Madden. Until a replacement is selected, and with Mr.
Toohey’s approval, Mr. Madden will continue to serve as the Federal, non-DoD representative.

3. Special Presentations to the ALMR Executive Council.

a. State of Alaska Strategic Plan for Interoperability Presentation. Mr. Mike Callahan
introduced Mr. Frank McQueary, briefing in place of the previously scheduled speaker, Ms.
Janine Jarvis. The following is a summation of the presentation. A copy of the briefing was not
provided for the record. ‘

The State of Alaska Department of Military and Veteran Affairs (DMVA) contracted for a
Strategic Plan of Interoperability for all emergency responders. The briefer highlighted the
various components of the State of Alaska emergency structure. He stated the purpose of the
study is to examine the various emergency communications capabilities throughout the state,
including some federal and local resources, and determine the benchmark from which to
facilitate “Total Cost of Ownership” and Life Cycle costs, points of failure, and interoperability
opportunities for the technology, procedures, and administration of these various systems. The
final report will provide recommendations on an interoperability strategy. The interim results of
the study and recommendations will be presented to Commissioner of the DMVA, Major
General Craig Campbell, in October 2005. Mr. Madden asked when the full report would be
available for his review. Mr. Callahan responded that an interim report will be presented
Commissioner Campbell 45 days into the project, on or around October 1, 2005.
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Mr. Woodall reminded members that the purpose of the Lockheed Martin presentation was to
address the Executive Council’s questions as to why the contractor required all of the historical
documentation of the ALMR Executive Council activities. Mr. McQueary related that initially
his team requested too many details and focused at too low of a level. The contract was in place
for 180 days; with the late start, only 150 days remained, and that may have driven the quest to
gather as much information in the remaining time available. Mr. McQueary clarified that the
study did not require that level of dissection but only an overview. He stated he received useful
information from ALMR project team members such as Mr. Sinclair. He also stated an objective
of the study was not to “kill ALMR”, as some rumors indicated. His study needed to understand
the history of the ALMR project and its current status. Mr. Madden commented that the details
Lockheed Martin had requested on the ALMR program had evolved over time. Therefore, he
stated he was reluctant to open all of the past documentation Lockheed Martin. He asserted that
where the program was four years ago may not be relevant to where the program is today.
Wrong conclusions might be drawn from a assessments of past actions, that may have been
modified along the way. What is needed is to understand ALMR as it is today and the ALMR
planned for the future to effect a proper assessment for strategic purposes.

Mr. McQueary related that information on ALMR total cost of ownership (TCO) was being
sought and that most of the systems they were examining did not have that level of information.
He stated he had received a copy of the TCO report completed by Marketing Strategy Group
from Mr. Callahan and they were examining the TCO analysis and marketing strategy
information provided. Mr. Woodall stated a process is needed to ensure legal steps have been
followed on the release of any information associated with the ALMR program since this
program is a federal, state and local cooperative and the information owner is not solely the State
of Alaska. The information released in the TCO report may be subject to the Freedom of
Information Act, or other considerations. All requests for information should be submitted for
approval to the Executive Council, as was stressed by the Executive Council during the last
meeting when the Executive Council was initially informed of Lockheed Martin’s request for the
ALMR TCO report. Mr. Woodall requested that any documents currently in the hands of the
Lockheed Martin contract team be returned to the Executive Council so appropriate information
release procedures are followed to include redaction of DoD and municipal information. The
ALMR project team will respond to future requests in a manner similar to the process used to
support the State of Alaska audit team requests earlier in 2005. Mr. Madden requested Lockheed
Martin provide broader requests or questions so that the Executive Council may respond
appropriately.

Mr. McQueary related that the Strategic Plan for Interoperability will be a tool to look at all
resources and to identify the most significant improvements required. He stated the study
questions the need for multiple dispatch centers across Alaska, especially since the state of
Washington manages to service 700,000 with a common, single dispatch center. Mr. Madden
noted that the state of Washington is the smallest per capita West of the Mississippi and most
people live within 100 miles of each other. Conversely, Alaska poses much different
geographical challenges.

Col Clifton suggested the development of this State Strategic Plan for Interoperab
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role, should follow with close interest and potentially endorse. She concluded by acknowledging
the study is definitely a worthwhile, value-added effort and that the ALMR Executive Council
would do its best to support the State’s effort by providing requested information, as long as the
information owned by non-State ALMR partners was appropriately reviewed prior to release.

b. AS/NE 05 After Action Review Presented by 5 Star: Mr. Woodall stated the DoD
contracted 5 Star and Motorola in early July to provide transition and exercise support to the
ALMR program team. He then introduced Mr. Joe Quickel, member of the 5 Star Team, who
presented the ALMR lessons learned from AS/NE 05. During the presentation, Mr. Quickel
reviewed the tasks 5 Star performed and he presented key findings and recommendations
associated with the Alaska Shield event. Copies of the slides reflecting the Scope of Work,
Readiness Assessment Workflow, Roles & Responsibilities, and Exercise Venues, Media
Materials, Exercise User Feedback, Interoperable Communications Assessment Framework, 10
Key Findings, and 9 Recommendations were provided to all attendees, with the exception of Mr.
McQueary who departed after he presented his briefing. The following questions/comments/
discussion resulted from the presentation:

Col Clifton suggested the ALMR Executive Council focus its attention on the recommendations
and use them to guide preparation efforts for the next Alaska Shield exercise in March 2007. It’s
important to ensure exercise objectives and scenarios are in place to validate the ALMR
technology and operating procedures and NIMS process. All members should use the
intervening time to transition users to ALMR and ensure we collectively have processes and
procedures in place to employ ALMR day-to-day and during the next state-wide exercise.

Mr. Woodall stated further, that one of the big issues was that the NIMS management structure,
to include a logistics director and communications leader, was not formed early enough based on
the flow of intelligence. Mr. Madden agreed that there should have been communication leads
with auxiliary organizations / agencies. He noted there was no coordination of communication
and that this was a critical point to take away from the exercise. Mr. Madden requested that 5
Star provide the Executive Council copies of the NIMS materials related to the Communication
Lead role. Col Clifton recommended that the State exercise planners develop specific NIMS-
compliance objectives in the 2007 Alaska Shield Exercise Plan, especially since NIMS
compliance can lead to grant approval for interoperability initiatives and training.

Mr. Madden recommended that extensive preparations and planning be utilized on the Alaska
Shield 2007. All agencies need to have access to the same information. For Alaska Shield 2005,
communications was not uniform across responders. There was a method to gather information
but not to integrate the communications. He suggested that the buildup for the Alaska Shield
2007 be much different from that which was used in Alaska Shield 2005. Tabletop exercises

should be conducted to provide for discovery of pieces that might also be helpful for planning
the Alaska Shield 2007.

Discussions showed that those communities that followed a deliberative communications
planning process were able to successfully employ ALMR and capitalize on its capabilities.
However, despite extensive ALMR support that included training, radios, and gateways, many
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Interoperability Communications Plans developed for each scenario. Commissioner Tandeske
commented that Kenai dispatchers wanted nothing to do with ALMR prior to the exercise in
Whittier. After participating in the exercise they are now “believers.” Mr. Woodall stated that
ALMR is a dispatch centric system and during day-to-day operations, exercises, and actual
events, the dispatchers are “key” to the success of ALMR and communications for responders in
general. Pete Murphy (FBI), had engaged in the deliberative communication planning process
prior to the event in Whittier based upon the intelligence information he had and potential
communications requirements of the responding agencies. This proved that deliberative
communications planning significantly improves communications. Additionally, when an actual
emergency occurred during the exercise, the FBI deliberative planning process and
knowledgeable dispatchers quickly facilitated communications interoperability between Alaska

State Troopers and the Whittier Police Department to execute an evacuation through the Whittier
Tunnel.

Ms. Handyside related that for her and the Municipality of Anchorage, there was great
confusion. While she and her team had a general understanding of NIMS, there were gaps for
the local agencies. She lauded the 5 Star team for their superb support to the Municipality of
Anchorage. They helped her team see the ways ALMR could support and not obstruct their
success in the Alaska Shield 2005 exercise. She also thanked Mr. Woodall for “pushing” the

Municipality of Anchorage to participate in the deliberative planning processes and use the
ALMR capabilities.

Col Clifton thanked the 5 Star Team for their phenomenal effort and support during the exercise.
She reiterated the need for the Executive Council and program managers to focus on the “lessons
learned”. She also stated that the ALMR Concept of Operations, TICPs, and public affairs
messages developed for this exercise are valuable tools that can be put to good use today and
refined for use during the exercise in 2007.

4. Approval of Previous Meeting Minutes (June 30, 2005): Col Clifton related that the

minutes for the last meeting were not available. She stated the minutes for this and the previous

meeting will be provided to the Executive Council members for review and approval by
September 15, 2005.

5. ALMR Project Status: Mr. Woodall and Mr. Callahan provided progress reports — (hard
copies were provided to Executive Council members).

a. Contract Progress Report. Mr. Woodall stated a new services contract will be signed this
month to provide program management staff services. By mid September, the DoD will also
secure a Systems Management and Maintenance Support Contract to sustain maintenance and
management support for the ALMR system for FY06. The System Design and Analysis (SDA)
Refresh Phase III has been completed. It provides a system design for the Municipality of
Anchorage to ensure the Anchorage system is fully interoperable with ALMR, and is able to
operate as a zone off of the ALMR Master Controller. Phase IV of the SDA Refresh will address
the remaining ALMR base sites as well as sites in the Matanuska-Susitna Valley and the Kenai
Peninsula that will support local government needs. The site walks will begin in October 2005.

—_The5Star Team is providing critical plans to inctude: Roles & Responsibilities, Quality Plam,
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Risk Management Plan, Security Management, Operations Plan, Concept of Operations, and
Maintenance Procedures. These are key plans needed to move ALMR to beneficial use.

b. Current Activities: Mr. Woodall highlighted that Customer Support Plans and Service
Level Agreements are being drafted. Cutover plans for Valdez and Fairbanks are 100%
complete. DoD has contracted Motorola to provide a plan focused on transitioning the
Department of Public Safety Alaska State Troopers, Detachment D in Fairbanks. Mr. Woodall
stated he hopes this plan will serve as the model for other trooper detachments to use when they
transition to the ALMR system. Successfully transitioning the troopers is a critical requirement
since they interact with other radio users throughout the state. Furthermore, transitioning them
first eliminate some of the frequency conflicts various ALMR communities face. Mr. Woodall
provided ALMR coverage maps to the Executive Council members. These maps highlight the
progress of ALMR from last year through the end of 2005. They also depict the current legacy
conventional coverage for selected State of Alaska departments like Troopers, Corrections, Fish
& Wildlife and provide an ALMR October 2005 coverage overlay that can be used to visualize
the coverage now provided by ALMR to support these agencies.

c. DoD Management Report.

(1) Transition of users: Mr. Woodall stressed the need to transition users to ALMR as
rapidly as possible. There are ALMR contracts in place requiring payment of monthly
ALMR infrastructure maintenance, regardless of the size of the customer base.

(2) Spectrum conflicts: Mr. Woodall presented metrics highlighting issues at the various
ALMR sites. Commissioner Bill Tandeske asked if transition and spectrum conflict
resolution would move “Red” sites to “Green” and if the project team had specific site
priorities. Mr. Callahan related that the Anchorage bowl is the highest priority at this
time. He noted that the State of Alaska needs more communications engineers and that
they are actively seeking to fill the positions. He stated he received only one response
and that the positions will be re-advertised. Col Clifton asked the State to please focus
maximum effort on resolving spectrum issues affecting DoD operations. The DoD is
currently paying for ALMR systems maintenance and support, yet 37% of the collective
system is unusable due to frequency conflicts that should have been resolved at this point.
Col Clifton reminded the ALMR project team that between Elmendorf AFB and Ft.
Richardson, there are 2,400 radios and $7.8 million invested in training, equipment and
infrastructure that cannot be employed due to unresolved frequency issues. If the R1
North site is not activated this year, it will also force DoD organizations to invest up to
$100,000 to sustain legacy radio systems. The frequency conflicts are negatively
impacting DoD operations and are straining fiscal resources. Mr. Steve Eason confirmed
that the frequency conflicts and Alaska State Troopers console installations were the
highest priority. He and his site preparation team are working hard to stay in front of the
Motorola implementation team. He relayed that he received approval from his
commissioner for additional staffing positions and that the Department of Administration
will soon have a third engineer on their team. Col Clifton thanked everyone for focusing
effort on this critical issue. She recommended the DoD, DMVA, and DOA partners meet

separatety to-work out the details on the-Spectrum-€onflict and North-Zone-Transition:
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d. State of Alaska Progress Report: Mr. Callahan provided attendees a copy of the ALMR
site build summary. He stated the State of Alaska DMVA agreed to sign a contract with
Motorola for installation of consoles supporting the Alaska State Troopers. The State of Alaska
attempted to find a less expensive solution but one was not available. As a result, sufficient
funds may not be available to build out all State sites and the list may have to reflect one less
ALMR site (to be determined by DoD and State of Alaska). Commissioner Tandeske requested
dates for the State Trooper console installations. Mr. Callahan replied he expects a mid-
December 2005 installation with a January 2006 tune-up. He also briefed that the State of
Alaska worked with AT&T to “bunk in” gear for the winter in the AT&T shelters with a 1-year
contract with renewable options for 4 years. This will move site build-out to the Spring 2006
and allow for the shelter vendor to catch up on the orders. Teams are working hard to make
scheduled site preparation dates.

e. State of Alaska Outreach Report: Dr. Jones related that potential ALMR subscribers” first
question is “what will it cost?” A lot of people are interested and willing to move to ALMR but
not willing to “buy a pig in a poke.” He stated it was essential for the State of Alaska to engage
with local municipalities in order to better articulate their needs in support of getting a statute in
place for the state government to fund ALMR for the localities. He suggested that the St. Paul
test will further support “local” buy-in. Dr. Jones stated he was looking for the Indiana model
legislation (2002 General Assembly HEA 1001) to take to the Alaskan legislature in January
2006. Mr. Robinson provided Mr. Jones a copy of the Indiana legislation at this meeting. Ms.
Handyside asked what plans or deadlines were established for the legislature engagement
strategy. Dr. Jones responded that he needed the "New” Membership and Users’ agreements
finalized and then 30 days to work the related strategy for the legislature. Commissioner
Tandeske related the various State of Alaska departments are working the 2006 budget right
now. He stated he would work with the Department of Administration and the Department of
Military and Veteran Affairs to facilitate progress and help identify a champion for this effort.
Ms. Handyside offered the Municipality of Anchorage’s support for the state-sponsored funding
strategy. Commissioner Tandeske recommended that any ALMR funding proposal not be

locked to E911 surcharge. Mr. Callahan suggested the Department of Motor Vehicles surcharge
may be a viable approach.

Ms. Handyside MOVED that the State of Alaska ALMR Program Manager draft a
centralized funding strategy and distribute it, via email, to the Executive Council and other
Program Managers for feedback and resolution by September 22, 2005. Mr. Madden
SECONDED the motion. Motion PASSED unanimously.

Mr. Woodall recommended the DoD and State of Alaska mature their processes via structured
plans and agreements before reaching out to local government at such an aggressive level. He
stated a solid system management structure must be in place before bringing on local users. The
current lack of solid transition and cutover plans, operations and maintenance procedures, and
other processes makes outreach to the local communities premature and risky. Mr. Woodall
related that Valdez reverted to their legacy system because ALMR lacked a support structure
(Help Desk and procedures) to support their ALMR usage. Ms. Handyside asked who is

responsible for developing these plans and procedures. Mr. Woodall replicd the DoDand State—
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of Alaska need to team in this effort since they own, operate and maintain the vast majority of
the existing infrastructure.

f. ALMR Program Performance Metrics: Col Clifton called attention to the agenda and the
requirement for the Program Managers to develop a performance metrics and risk management
reports. She stated it would be helpful if the Program Managers (DoD, State of Alaska, and
Municipality) created an executive “Dash Board” that visually reflects progress and provides an
executive-level view into the program priorities. Mr. Woodall noted that this requirement
resulted from a motion proposed and approved at an Executive Council meeting earlier this year.
Mr. Madden agreed that Mr. Callahan, Mr. Woodall, and Mr. Erickson would be the responsible
parties. Col Clifton asked the Program Managers to meet and finalize a report format and
provide the report and format to the Executive Council at the next meeting.

6. Executive Council Focus Areas:
a. Total Cost of Ownership: No report given this meeting.

b. Beneficial Use: Due to time constraints, discussions on progress towards ALMR beneficial
use did not occur. However, on September 2, 2005, Col Clifton submitted three motions for
consideration by the Executive Council concerning the following topics. She asked the members
to please review the motions and submit their concur or nonconcur vote to her by the end of the
business day on September 9, 2005.

1) Communication System Cooperative Agreement Motion
2) Joint Project Office Transition/Cutover Plan Motion
3) Users’ Council Representation Motion

¢. Outreach and Training: The agenda noted that members should conduct outreach within
their own agency/area of responsibility and should not cross over into another agency area unless
a cooperative agreement has been established to do so. Mr. Madden stated that ALMR
organizations, while keeping processes “within the lines,” needs to realize the benefit of cross-
pollination as demonstrated at the APOC in Kenai awhile back. The DoD, State of Alaska and
local law enforcement provided a unified outreach to the participants with a common
coordinated message, and it worked well. Mr. Madden did not have any qualms with
coordination of the outreach effort before hand. He “trusts” the ALMR message can be
conveyed equally well by the State or the DoD. Mr. Woodall recommended that local outreach
be pre-arranged and accompanied (or blessed) by the local representative to ensure everyone
knows, understands and agrees upon the same message. He relayed that ALMR needs a
common, synchronized communication plan.

7. Summary of Meeting Action Items. Col Clifton reviewed the following action items from
this meeting:

a. Provide the Executive Council copies of the NIMS materials related to the role and
responsibilities of the Communication Lead — Mr. Woodall
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b. Distribute AS/NE 05 ALMR After Action Report to the Executive Council and Program
Managers — Mr. Woodall

c. Arrange meeting between DoD, State of Alaska DMVA and DOA to work Spectrum
Conflict, North Zone Transition, Agreements and cost issues — Mr. Woodall/Mr.
Callahan

d. Provide Indiana model legislation (2002 General Assembly HEA 1001) to State of
Alaska — Mr. Robinson (completed during the meeting)

e. Provide ALMR program executive “Dash Board” — ALMR Program Managers

f. Draft a centralized funding approach and distribute via email to the Executive Council
and Program Managers for feedback and resolution by September 22, 2005 — Mr.
Callahan

g. Review and approve three (3) motions previous presented by Col Clifton by close of
business September 9, 2005 — Col Clifton, Ms. Handyside, Mr. Madden, and
Commissioner Tandeske

h. Finalize "New” Membership and Users’ draft agreements by next meeting — Dr.

Jones/Mr. Woodall
NEXT MEETING: October 13, 2005. 1:30 p.m. at the Tudor Road facility.

Col Clifton made a motion to adjourn the meeting which was seconded by Mr. Madden. Without
further discussion, the Executive Council adjourned at 3:35 p.m.

KRISTINE M. CLIFTON, Colonel, USAF
Department of Defense, Executive Co-Chair

Attachments:
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Colonel Kristine Clifton
Mr. John Madden
Ms. Heather Handyside

Mr. Mike Callahan
Mr. Tim Woodall
Mr. Jim Robinson
Mr. Steve Eason
Mr. Chester Ince
Ms. Ruthi Muffler
Ms. Sharon White

Guests Present:

Mr. Stan Herrera
Ms. Pauline Hendricks

SucCcCess.
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Minutes 6-30-05.doc

ALMR Project Team Members Present:

September 14, 2005
MEMORANDUM FOR ALMR Executive Council
FROM: DoD Co-Chairperson
SUBJECT: June 30, 2005 ALMR Executive Council Meeting Minutes
TO: See Distribution
Executive Council Members Present:
Commissioner Bill Tandeske Department of Public Safety

Alaskan Command
Department of Military and Veterans Affairs
Alaska Municipal League

State Project Manager

DoD Project Manager

DoD Project Manager Support
SOA Department of Administration
Joint Program Management Team
Joint Program Management Team
SOA Department of Administration

SOA CIO
SOA Legislative Audit Office

1. Call te Order: Col Clifton called the meeting to order at 1:36 p.m.

2. Opening Statements and Other Announcements. Col Clifton welcomed the ALMR
Executive Council and project team members and thanked them for their attendance. As the new
DoD Co-Chair, she stated the DoD is committed to moving the ALMR program forward. She
further stated the ALMR approach is a national benchmark and she looks forward to continuing
the good working relationships with the ALMR community and helping to ensure ALMR’s

that the minutes be accepted as written; Mr. Madden seconded.
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OLD BUSINESS

4. ALMR Project Status: Mr. Woodall and Mr. Callahan provided the following progress
reports.

a. State of Alaska Progress Report: Mr. Callahan provided the State of Alaska Progress
Report. He addressed the site build summary (hard copy list provided to attendees) and stated
the Alaska Shield/Northern Edge 05 (AS/NE 05) sites are on track due to monumental efforts by
Motorola and Department of Administration (DOA) teams. He also briefed the State PM
initiative on New User Process Map (draft provided to attendees) to document the support
process needed to bring new users onto the ALMR system. Mr. Callahan stated the State PM
personnel were also working on process maps for users that may leave ALMR. These process
maps are needed to identify the impact on the overall system costs. The State PM resolved the
Fairbanks Airport frequency conflict issue by providing a replacement frequency for their
operation. Mr. Callahan stated that Mr. Ince was working with Alaska State Troopers on the
plan to transition the trooper detachment D and developing the plan to resolve frequency
conflicts impacting operations of various ALMR sites. Mr. Callahan related that he and
Commissioner Campbell had met with Mimi Braniff from Senator Stevens’ office on June 20,
2005 (hard copy of presentation provided to attendees). Mr. Callahan shared that the State of
Alaska’s legislative contribution has been $12 million up to this point. This information was
shared with the Senate Staffers and the SOA was seeking federal grant or insert assistance in
FY06. Mr. Callahan stated that the federal request for additional support was for $9.6 million for
FY06. He noted that Senate Staffers indicated that this request probably would not be supported
and that a more realistic expectation was the annual $2.5M.

b. DoD Progress Report. Mr. Woodall provided the DoD Progress Report — (hard copy
provided to Executive Council members). He added his praise for the DOA and Motorola efforts
against tight timelines, complicated tasks, and limited resources. Mr. Woodall stated that DOA
and Motorola had completed 13 of 20 sites that are on the DoD CRS 308 contract; and 10 of 25
sites that are on the DoD CRS 345 contract. He also noted the following actions: Ted Stevens
BDA is 80% complete; Alaska Railroad Site summit is 60% complete; one of the two
transportable systems was at the 85% completion stage and would be ready for the AS/NE 05
exercise. He then reviewed the System Design Analysis (SDA) refresh, highlighting that the Tri-
borough sites, in particular the Municipality of Anchorage site walks had been completed and
that a critical design review was scheduled for the following week. Mr. Woodall provided the
Executive Council with maintenance cost projections for sustainment of the ALMR
infrastructure and a copy of the task matrix for the Joint PM team members on the project.

c. DoD Frequency Confliction Report — (hard copy provided to participants): Mr. Ince
provided summary information, explained his study methodology, and provided
recommendations for resolution.

d. Alaska Shield / Northern Edge 2005 (AS/NE 05) Update: Mr. Woodall stated the DoD

was funding exercise support for operation and maintenance of ALMR in order to keep the
MR X —H i l ted £ trricad
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(Motorola) and program (5 Star) support. Additionally, the DoD would provide cache subscriber
radio support through Joint Task Force-Alaska resources and would also dedicate DoD gateway
resources. Mr. Woodall also stated that training will be provided for all participants; Anchorage
and Fairbanks operations will be connected into the ALMR network via gateway devices to
support interoperable communications; the exercise will be dispatch-centric, and the goal would
be to exercise the National Incident Management System process and validate the Incident
Command Communications protocol designed for ALMR trunked operations.

Mr. Woodall briefed that the Air Force Operational Test and Evaluation Center will provide an
assessment of ALMR during the exercise. He stated a Congressional mandate exists to evaluate
interoperability between the military and other federal, state and local agencies. The team will

assess ALMR from an operational perspective and will evaluate the deliberative planning
processes.

Col Clifton asked Mr. Woodall and Mr. Callahan to address any risks to the successful
employment of ALMR during AS/NE 05. Mr. Woodall stated the following risks existed: 1)
Task dependencies--the DoD contract activities were dependent upon SOA completing critical
tasks before the DoD contractor could complete their contracted activities. These contracted
activities, if extended beyond the current project schedule, could result in significant contract
modifications and cost burden to the DoD. Mitigation of these major risks requires SOA to stay
ahead of the DoD contracted implementation team. He added the SOA DOA is currently staying
in the lead and is doing a super job; however slippage or weather will cause tasks to collide.
User requirements--user requirements were not solidified at the Final Planning Conference.
Without clearly defined operational requirements it will be difficult to support mission
requirements or assess the ability of ALMR to meet mission needs. Outreach to users has
resulted in little or no responses on training/interoperability needs to support their response roles
and development of ALMR fleet maps. The Motorola and 5 Star contract team will be used to
help mitigate this risk. Training requirements: the DoD has procured training but to date the
SOA did not have ALMR training available. Training is critical to user transition and AS/NE 05
exercise support success. To mitigate this risk, a contract is in place to train AS/NE 05
participants and ALMR users on the subscriber, console, and gateway systems. Additionally, the
existing PM staff will provide NIMS and IC protocol training.

Mr. Madden offered that the TSA is in the final stages of purchasing ALMR equipment; TSA
could share radio resources with other federal non-DoD agencies.

Mr. Woodall concluded that over the next two weeks, each exercise participant’s network would
be diagrammed and deliberative planning would take place to ensure interoperable
communications capabilities and procedures were documented and in place to support both
ALMR and non-ALMR users. For example, during the Whittier scenario, what are the specific
requirements for the FBI Tactical Operation Center (TOC) and the Alaska State Troopers (AST)
TOC to communicate? What are the requirements for teams like AST SERT and FBI SWAT?
What are the maritime and air-to-ground requirements, what are the dispatch needs and where
will dispatch be located? How will the TOCs communicate up and down the chain of command
an in particular what Incident Command communications protocols will be used?
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5. Executive Council Focus Areas:

a. Tri-Borough Update: Ms. Handyside stated the Tri-Borough’s current struggle is to
leverage funding. They did not receive all funding requested in FY05. She stated in general, the
local communities appreciate ALMR outreach. They need to be informed on the status of
ALMR implementation, cost share issues, and future program actions.

b. Outreach and Training: Mr. Woodall provided an overview of the upcoming ALMR
Interoperability Summit at UAA from July 20-21, 2005. Mr. Madden sent out a letter and
invitation to ALMR users, over 100 small towns, and agencies with an interest in ALMR. The
purpose of the summit is to educate participants, provide interoperability workshops, brief
current technologies and NIMS requirements, and brief ways to obtain funding and Homeland
Security grants.

c. Total Cost of Ownership: Col Clifton stated she will distribute the TCO Study
presentation Col Hooks and Mr. Spencer Stern provided to the Executive Council in early June
2005. Once the members had the opportunity to review the data, Col Clifton recommended they
meet in a separate session to develop a cost share strategy. Mr. Madden suggested that the
“Alaskan” analysis be added to Mr. Stern’s analysis. He added he would work with Mr.
Callahan and Dr. Ken Jones to review the Marketing Strategy analysis and recommendations to
rule out what will not work in Alaska. Mr. Callahan stated he was asked by DMVA
Commissioner Campbell to get a copy of the TCO Study. Ms. Handyside reminded participants
of the confidentiality of the information and suggested that the effort remain in control of the
Executive Council. Mr. Madden and Commissioner Tandeske commented that the Marketing
Strategy TCO study is still raw data that requires a “reality check” and review of the stated
assumptions. Mr. Woodall commented that the TCO effort was never intended to be the final
solution. The task was to produce a TCO of the existing legacy infrastructure so as to allow
agencies to compare currents costs with those of transitioning to ALMR. The cost share plan was
to provide two or three possible courses of action for the Executive Council’s consideration and
as a starting point towards a final solution. Col Clifton commented that since the TCO Study
contained information owned separately by the DoD, State, and local government, we all needed
to agree to its release to any organization outside of the Executive Council.

d. Beneficial Use: Mr. Ince updated the attendees on the spectrum conflict resolution
process. He reported on SOA Larry Nakata’s data analysis and provided attendees a list of
current sites with frequency conflicts. Mr. Ince requested the State PM contact the Department
of Corrections and coordinate the resolution for the conflicts with that agency. Mr. Callahan
stated that he accepted the responsibility for this matter and he has a new full-time position
opening up to work focus on resolution of spectrum conflicts. Mr. Ince stressed that a successful
AS/NE 05 exercise is dependent on resolving frequency conflicts at sites participating in this
state-wide event. These conflicts must by resolved by August 01, 2005 and all other sites must
be resolved by October 01, 2005. ACTION ITEM: Mr. Ince will update the Spectrum Conflict
spreadsheet and distribute a copy to all members.

e. User’s Council: Mr. Callahan shared that Dr. Jones is working to create an overview

document of the User’s Couricil Responsibilities—He stated the Kenat Peninsula Borough—————
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established a User’s Council but needed support to document relationships within that area. The
model possibilities would be one user group with various sub-groups: Kenai, MatSu, Military,
etc. Mr. Woodall reminded members that the User’s Council is for primary ALMR users with
broader sets of users affiliated into adhoc groups. The User’s Council should be comprised of
high level / key users with a management structure similar to the Executive Council but focused
on operations, maintenance and sustainment of the ALMR system. The functions of the User’s
Council from a governance perspective has already been defined in Article 9 of the Cooperative
Agreement and in the governance model approved by the Executive Council several years ago.
ACTION ITEM: Ms. Handyside suggested the User’s Council be a topic addressed during the
upcoming ALMR Interoperability Summit. The briefing should include the User’s Council
roles and responsibilities and a motivation push to get user communities signed up and engaged
in the ALMR program.

f. ALMR Cooperative Agreement: Col Clifton commented that the draft agreement has
been in limbo since 2003; this is a key document to establishing beneficial use. Col Clifton
asked for comments or recommendations from the Executive Council. Mr. Woodall stated that
the cooperative agreement primarily addresses the on-going relationship of the cooperative from
an operations and maintenance perspective. It covers statutory requirements/limitations,
membership to the ALMR system, users’ council, etc; and provides an umbrella for ownership,
usage, and decommissioning (replaced equipment and services). This Cooperative Agreement is
essential in order to develop other MoU/A that will support the consortium governance approach.
Mr. Woodall explained the complications behind the ownership of the infrastructure and the need
service level agreements (SLAs) between all of the cooperative members. He recommended the
development of an ALMR presentation, with a coordinated message and public relations
outreach effort, to help the general user communities understand the governance by which
ALMR operates. Ms. Handyside stated she would appreciate such a presentation to the AML.
ACTION ITEM: Mr. Woodall / Mr. Callahan create public relations advocacy briefing for use
and presentation to the AML.

NEW BUSINESS:

6. DMVA Strategic Plan Project: Mr. Woodall informed the Executive Council that Lockheed
Martin, under contract with SOA DMVA, was requesting detailed ALMR documentation to
include governance documents, fleetmaps, Executive Council minutes, FCC waiver requests,
etc.) and seeking interviews with members of the Joint Program Staff. Mr. Woodall asked the
Executive Council for guidance on how to respond to these requests for information. Further,
Mr. Woodall questioned some of the specific detailed requests and why this information was
required for Lockheed Martin to complete the contract task given by the State of Alaska (i.e.,
Executive Council minutes). Mr. Callahan stated that the project was focused on all SOA
emergency services (74 different groups); this was an opportunity to share how ALMR works
where others have failed (co-operative across multiple governments). Mr. Woodall pointed out
that ALMR documents belong to the ALMR Executive Council not any one individual partner
(SOA, TSA, MoA, DoD, etc.). Mr. Callahan said that DMVA would hope that information
would be released; if there were objections or if FOIA was required let them know. Mr. Madden
stated that documents produced for Executive Council and not solely for the SOA, must have a

formal request process; requests stioutd be reviewed for reasonableness-and-clarity-of request;
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and legal application for release must be examined. ACTION ITEM: Ms. Handyside and Col
Clifton asked Mr. Callahan to provide the Strategic Plan project objectives and highlight the
impact to the project if all requested ALMR information cannot be provided.

7. Summary of Meeting Action Items. Col Clifton reviewed the following action items from
this meeting:

a. Mr. Ince update the Spectrum Conflict spreadsheet and distribute a copy to all members.

b. Col Clifton distribute the TCO to the Executive Council members and schedule a meeting
to discuss the cost share strategy.

c. Mr. Woodall / Mr. Callahan brief attendees on the User’s Council at the upcoming
ALMR Interoperability Summit.

d. Mr. Woodall / Mr. Callahan create a public relations advocacy briefing for use and
presentation to the AML. .

e. Mr. Callahan provide the Executive Council with the Strategic Plan project objectives
and highlight the impact to the project if all requested ALMR information cannot be
provided to the Lockheed Martin contractor..

NEXT MEETING: July 14, 2005, 1:30 p.m. at the Tudor Road facility. Commissioner
Tandeske stated that he would have a conflict with that date. An alternate date was not agreed
on prior to adjourning the meeting.

Commissioner Tandeske made a motion to adjourn the meeting which was seconded by Mr.
Madden. Without further discussion, the Executive Council adjourned at 3:00 p.m.

KRISTINE M. CLIFTON, Colonel, USAF
Department of Defense, Executive Co-Chair

Attachments:
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SOA Program Office Metrics

Site Construction

Five Sites will not make the construction schedule for this year (Attachment 1)
a. Honolulu

. Byers Creek

Gerstle River

Tahneta Pass

Tsina

oo o

Program Funding

COPS 05 Grant will be $2,466,608 (must be spent by Dec 07)

Requested SOA match

COP 04 has $864,162 remaining (must be spent by Nov 30, 2005)

Total Equipment Money for 06 build season $5,797,378 (approximately 24 Sites)

Other System Items

e AST Consoles not ordered — best case for AST Region D is not March, 2006

Program
Administration

e Strawman cost model submitted to EC for consideration
SOA audit responses completed
e Grant administration for 03/04/05 cleaned up

Outreach

e Details at attachment 2
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PROPOSED MOTION
TO
ESTABLISH AN O&M ORGANIZATION UNDER SOA/DOA

BACKGROUND

With many radio sites being turned over to the Department of Administration as
operational by the Joint Program Team, the 1 Sept award of an operations and
maintenance contract, the establishment of the User’s Council and over 8000 users
becoming operationally active on the ALMR network enterprise, the need to establish
the agreed upon O&M organizational structure under the Department of Administration
is critically needed.

MAIN MOTION:

The ALMR Executive Council motions that the State of Alaska Department of
Administration establish an organizational structure consistent with the governance and
maintenance plans previously approved by the Executive Council, and subject to the
provisions under the ALMR Communications Cooperative Agreement to be signed,
which calls for an organizational structure under the Department of Administration led
by a General Manager position that is responsible for, and has full authority, to direct all
activities dealing with the operations and maintenance support of the declared portions
of the ALMR network enterprise (here after referred to as the ALMR system) that have
been declared operational and transferred from the Joint Project Team implementation
responsibility to an O&M responsibility under the SOA Department of Administration.

In General and in the near term this organization is tasked with:

e Coordinating with the ALMR User’s Council to define, establish, and implement
a Service Level Agreements (SLAs) between the Users Council and the State of
Alaska DOA. The SLA will refer and apply to both contractors and SOA
organizations providing maintenance on any part of the ALMR system not later
than Nov 30, 2005. These agreements must provide at least the levels of service
specified in the existing DoD Service Contract (BRS 399), as well as define the
ALMR Network Enterprise to include SATS and the service levels that are
required to support the entire ALMR Network Enterprise infrastructure.

e In coordination and collaboration with the User’s Council, establish policies,
procedures, contracts, organizations, and agreements that provide the service
levels set forth in the SLAs not later than Dec 30, 2005 subject to approval by the
Executive Council.

¢ In coordination and collaboration with the User’s Council and the existing
service contract entities (Motorola under CRS 399 and other contract companies
or service agencies as required),develop a customer support plan that describes
the customer support process and procedures for access to sites, call desk
procedures, service call reporting, escalation processes, metrics for measuring
customer satisfaction and other critical components associated with providing
customer support for sustaining and restoring operations to meet the customers
needs subject to approval by the Executive Council.

Motion Presented 10-27-05 ALMR Executive Council Meeting




e In coordination and collaboration with the User’s Council, devise metrics and
gather data that demonstrates compliance with the SLAs subject to approval by
the Executive Council.

e Report results, provide feedback on operational support issues, metrics and other

critical operational issues to the User’s Council and the Executive Council as
required.

Recommendations/clarifications to be passed along with the motion to DOA:

The General Manager, a DOA employee reports directly to the Commissioner,
Department of Administration. Under the ALMR governance relationships established,
the General Manager will be responsible to both the User’s Council and the Executive
Council for ensuring approved service level agreements and customer support plans are
met, maintained and sustained. The User’s Council through the Executive Council have
and will retain both voice and vote associated with operations and maintenance services
provided in support of the ALMR system...

It is highly recommended that the individual selected to fill this position have significant
experience operationally supporting multiple distributed radio and IP network systems in
addition to a strong success record in dealing directly with user communities, contract
management and senior management to be successful.

Motion Presented 10-27-05 ALMR Executive Council Meeting




DRAFT

Alaska Land Mobile Radio
Scope Control

1. Background. The Alaska Land Mobile Radio is a large, complex, interoperable
radio system implementation effort. As such it requires a clearly stated, rigidly
enforced process for scope control. An executive summary of industry best
practices for scope control is attached for review and this document follows those
practices. The purpose of project scope control is to keep the project aligned with
the vision of the Executive Sponsor and to keep the project cost, time, and quality
measurements within the established and approved boundaries. For the Alaska
Land Mobile Radio (ALMR) project the Executive Sponsor is the ALMR
Executive Council (EC).

2. For the ALMR project specific changes in scope are defined as follows:

a. Anything that adds to the cost of either an activity or the overall project.
The project manager has discretionary authority to reprogram up to 3% of
the cost from any single activity (e.g. — building a site at a specific
location) to another activity. This action must be reported at the next EC
meeting.

b. For site construction, anything that extends the timeline of an activity,
extends the critical path, or moves an activity from one construction
season to the next. The project manager, with the approval of the DoD
and SOA program managers, has discretionary authority to add up to 30
days to any single activity as long as it does not result in pushing the
construction of any site to the next construction season.

¢. The EC defines the site construction scope for each construction season by
Jan 15" of each year. Adding, deleting, or trading sites from this
approved list constitutes a scope change and requires approval from the
EC. In addition to scope for each construction year the EC may provide a
prioritized list of additional sites to be built if funding becomes available,
but adding any of those sites to the active build plan requires EC approval.

d. Any other project change item or issue that the project management office,
the DoD program manager, or the SOA program manager determines
warrants EC consideration.

Page 1 of 5 10/27/2005
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DRAFT

3. The following diagram (larger version at attachment 2) describes the scope
change control process for ALMR:

Change
Requirement

Entry Started

I
|
1§
: "
PMO implements
Changs.and Log Entry
reports chenge i po
= sinkeholders Compistad
i
H
|

4. Nothing in this policy should at any time be construed as an obstruction to
changes that are required on scene to avoid an imminent threat to life and safety.
All personnel involved in imminent threat situations will take any and all action
required to avoid injury to themselves and others. Such changes should be
reported through the project management office after the hazardous situation is
resolved.
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DRAFT

Attachment 1

Project Scope Control Best Practices

An essential element of all successfully managed projects is establishing and maintaining
control of the scope of the project. Projects are typically justified in a “business case”
which carefully builds the case for why the project is worth the time, effort, treasure, and
pain required to bring it to fruition. Using the business case as source material the initial
project scope is defined by carefully describing what the project will deliver, how much it
will cost, and when it will be done. These elements define the initial scope of the project,
or baseline scope. Almost all projects will encounter challenges during execution that
will push changes in one or more of the elements (what, how much, and when) contained
in the baseline scope document. These changes must be carefully evaluated, compared to
the original business case for the project to determine if the change effects the
justification for the project and approved by the Executive Sponsor. The Executive
Sponsor is the individual or group that initially authorized the effort and is the only
approval authority for scope changes. The size of the project normally determines how
involved the scope change management process needs to be.

In small projects anyone can request a change. These requests are forwarded to the
project manager who typically has a carefully defined amount of discretionary approval
authority. If the change or cumulative amount of all changes exceeds the project
manager’s authority or comfort level the proposed change with a summary of the
anticipated impacts to quality, cost, or timeliness of the project to the Executive Sponsor
who approves or disapproves the request.

As the project size moves into the medium size range the process becomes more rigid.

At this point the person submitting the change is also required to define the business
value of the requested alteration. That information is submitted to the project manger
who enters the request into the Scope Change Log for tracking purposed. A member of
the project team is then assigned to evaluate both the request and the amount of time it
will take to complete the analysis of the request. If the time required to perform the
analysis will cause deliverable dates to slip, the request must first be taken to the
Executive Sponsor to determine whether the request itself should even be investigated. If
the sponsor gives the initial approval to proceed the work plan and budget may need to be
updated to reflect this new scope change investigation. If the sponsor does not agree to

investigate the change request, then the request should be closed as “not approved” on the
Scope Change Log.

In large projects change requests are first formally documented into a Scope Control
Change Request Form and the request is entered into the Scope Change Log for tracking
purposes. . A member of the project team is then assigned to evaluate both the request
and the amount of time it will take to complete the analysis of the request. If the time
required to perform the analysis will cause deliverable dates to slip, the request must first

be taken to the Executive Sponsor to determine whether the request itself should even be
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DRAFT

investigated. If the sponsor gives the initial approval to proceed the work plan and
budget may need to be updated to reflect this new scope change investigation. If the
sponsor does not agree to investigate the change request, then the request should be
closed as “not approved” on the Scope Change Log. The scope change request,
alternatives, business value analysis, and project impact are completed by the project
management team, entered into the change request form and that document is sent to the
Executive Sponsor for resolution. I the sponsor does not agree to the change request,
then the request should be closed as “not approved” in the Scope Change Log with a brief
documentation of the rationale for the resolution. If the request is approved, the
appropriate activities are added to the work plan to ensure the change is implemented.
The project budget should also be updated, if necessary. In many cases if the impact on
project cost, effort and duration falls below a threshold (i.e.: less than 20 hours) and the
project will still be completed within the agreed upon cost, effort, and duration, the
project manager may approve the scope change request. This threshold needs to be
identified and approved in advance by the Executive Sponsor. The purpose is to keep
from surfacing many small changes for the sponsor for approval. However, the sponsor
must have agreed to delegate this responsibility — usually up to a certain threshold of
dollars or effort. Scope Change requests status and resolution are communicated to
project team members and other appropriate stakeholders through the communication
management process, including the project status report.
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Change
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 PMO Evaluates

Change

 SOA
PMO Evaluates -

EC Evaluates
‘Change

In this case the "No” line
indicates the PMO supports
the change but does not
have the authority to
approve it

PMO Implements
Change. and

1 reports change to

all stakeholders
and participants

Disapproval and .
“rationale reported to
all stakehiolders and

.-participants: -

i
|
|

Log Entty
Completed

et

10/27/2005

Page 5 of 5

Scope change control 102620 (3).doc




DoD ALMR Metric Report

As of 27 October 2005
Implementation
FY04 Work Plan(s) 00®
FY05 Work Plan(s) OO0
FY06 Work Plan(s) 00O
Spectrum Conflict(s)
Transition

Governance OO0

Memorandum of Agreement(s) (MoA)

Total Cost of Ownership (TC0O0029)

Critical Plan(s) | O OO

Standard Operating Procedure(s) (SOP)

Subscriber(s) O0®

Console(s) O0@®

Training OO0
Outreach O0®
Cutover

Operations and Maintenance (O&M)

De-Commissioning

DoD ALMR Metric Report 2005-10-27
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DOD Program Status Report

as of g0 2005
Overall Schedule Budget Resource
Implementation O
Phase I @
Training .
SDA Refresh @
Site Implementation (0308) O
Cooper Mtn O .

Weather conditions
Site Implementation (0345)
Tahnetna Pass O
Requires land use permits (SoA)
May not be completed by 06-30-06

Gerstle River O
Site location not identified (SoA)

Benficial Use impacted (AST Detatchement D)
Tower not procures (SoA)
May not be completed by 06-30-06

Honolulu O
Tower not procured (SoA)
Should be completed by 06-30-06

Byers Creek O
Requires completion of 600’ access road (SoA)
Requires primary power (SoA)
May not be completed by 06-30-06

Tsina O
Requires power (SoA)
May not be completed by 06-30-06

Motobridge at Municipality of Anchorage O O O
To be moved from EOC to APD (MOT)
Need connectivity (SoA)
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DOD Program Status Report
as of 10-27-05

Overall Schedule Budget Resource

Implementation (continued)
R1 North (0360) @ ®

Currently in wide-area trunking
Microwave to Alcantra operational 11-14-05
CEB connected / optimized 11-16-05
Consoles configured/optimized 11-22-05
ATP 11-29-05
Site Operational 12-01-05
Frequency Conflict on Channel 6 (SoA)

Subscriber Update (0364) @ @ ®
Effort to be closed out 11-09-05
Remaining radios become services' responsiblity
Motorbridge Gateway SD/SA (DO257) @ ® ®
In-Building SD/SA (0367) O O O
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DOD Program Status Report
as of 10-27-05

Overall Schedule Budget Resource

Transition

Spectrum Conflicts
20 channels are unavailable due to frequencey conflicts,
impacting 12 operational sites (SoA):

Alcantra (SoA)
Atwood (SoA)
Bailey Hill (SoA)
Birch Hill (SoA)
Ester Dome (SoA)
Girdwood (SoA)
Harding Lake (SoA)
Hope (SoA)

Quarry Hill (SoA)
R1 North (SoA)
Saddle Mtn (SoA)
Willow Creek (SoA)

Agencies

Alaska State Troopers

Transition Plan O . ’
Subscribers O O O
Consoles

Training O O O
Coverage O O O

Department of Transportation
Goverance
Cooperative Agreement (Dec-2003)
Membership Agreement
User Council Charter ®
MoA - Site Sharing
MoA - Connectivity
MoA - BDA Ownership

DoD Program Status Report 2005-10-27 Page 3 of 4 10/27/2005



DOD Program Status Report
as of 10-27-05

Overall Schedule Budget Resource

Operations & Maintenance
Service Level Agreement (SLA)
Customer Support Plan

Standard Operating Procedures

DoD Program Status Report 2005-10-27 Page 4 of 4 10/27/2005
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N SN G .

ALMR Radio Site Status
as of 27 October 2005

Under
Maintenance
Funded Contract

Operational Ready for Comments
(ETS) Beneficial Use 10-27-05

Y Not on contract 399
Y Frequency

Y F Conflict
11-01-05

Conflict

Conflict

Conflict

Conflict

Conflict

Y Frequency Conflict

Y Frequency

Conflict

Freauencv Conflict  Under Maintenance Contract on 1

Conflict

Y Frequency Conflict

9 Yes; 26 G; 8Y; 15R;
9 Total 49 total
ALMR Radio Site Status 2005-10-27 Page 1 of 1 10/27/2005

Sites fall "Under Maintenance" following successful ATP and 30-day burn-in
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Executive Council

ALASKA LAND MOBILE RADIO (ALMR)
EXECUTIVE COUNCIL

October 27, 2005
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Registered
Radios

State of Alaska
Troopers 472
Transportation 505
Forestry 59
Alaska Land Mobile Radio 51
Army National Guard 142
Homeland Security 22
Other State 279

City of Valdez

Valdez Fire Department 60
Valdez Police Department 129
Juneau Police Department 2
Elmendorf Air Force 584
Fort Wainwright 631
Fort Richardson 602
Fort Greely 402
Air National Guard 280
TSA 56
Other Federal Agencies 36
Eielson Air Force Base 2,023
City of Fairbanks 530
System and Other 169

TOTAL 7,034




DRAFT

Alaska Land Mobile Radio
Scope Control

1. Background. The Alaska Land Mobile Radio is a large, complex, interoperable
radio system implementation effort. As such it requires a clearly stated, rigidly
enforced process for scope control. An executive summary of industry best
practices for scope control is attached for review and this document follows those
practices. The purpose of project scope control is to keep the project aligned with
the vision of the Executive Sponsor and to keep the project cost, time, and quality
measurements within the established and approved boundaries. For the Alaska
Land Mobile Radio (ALMR) project the Executive Sponsor is the ALMR
Executive Council (EC).

2. For the ALMR project specific changes in scope are defined as follows:

a. Anything that adds to the cost of either an activity or the overall project.
The project manager has discretionary authority to reprogram up to 3% of
the cost from any single activity (e.g. — building a site at a specific
location) to another activity. This action must be reported at the next EC
meeting.

b. For site construction, anything that extends the timeline of an activity,
extends the critical path, or moves an activity from one construction
season to the next. The project manager, with the approval of the DoD
and SOA program managers, has discretionary authority to add up to 30
days to any single activity as long as it does not result in pushing the
construction of any site to the next construction season.

c. The EC defines the site construction scope for each construction season by
Jan 15% of each year. Adding, deleting, or trading sites from this
approved list constitutes a scope change and requires approval from the
EC. In addition to scope for each construction year the EC may provide a
prioritized list of additional sites to be built if funding becomes available,
but adding any of those sites to the active build plan requires EC approval.

d. Any other project change item or issue that the project management office,
the DoD program manager, or the SOA program manager determines
warrants EC consideration. .
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The following diagram (larger version at attachment 2) describes the scope
change control process for ALMR:

"ALMR Project Scope Control Process

O — No

DoD ¢
PMQ Evaluates
Change

- °

Ve 4

'\\ e ) Yes e
7 Change | | PMO implements : \
’ i \ i : i Change and A )
Requirement PMO Evaluates @ | EC Evaluates | | o Log Entry
i Arses. Log // ! Change | | Change - ! Yes ‘;”kac':;‘gem ,// Completed
Entry Started / i i | i } all stakehoiders ;. /
Yes

S [ i ; ; and partidpants | K /
| S { H
No -
i SOA : .
; PMO Evaluates | 5 |
{ Change i | Oisapproval and |
i \ | rationale reportedto |
L e | all stakeholders and |

participants !

o —

No i i

| In this case the “Noline |
| indicates the PMO supports
| the change but does not

| heve the authority to

epprove it i

4. Nothing in this policy should at any time be construed as an obstruction to
changes that are required on scene to avoid an imminent threat to life and safety.
All personnel involved in imminent threat situations will take any and all action
required to avoid injury to themselves and others. Such changes should be
reported through the project management office after the hazardous situation is
resolved.
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Attachment |

Project Scope Control Best Practices

An essential element of all successfully managed projects is establishing and maintaining
control of the scope of the project. Projects are typically justified in a “business case”
which carefully builds the case for why the project is worth the time, effort, treasure, and
pain required to bring it to fruition. Using the business case as source material the initial
project scope is defined by carefully describing what the project will deliver, how much it
will cost, and when it will be done. These elements define the initial scope of the project,
or baseline scope. Almost all projects will encounter challenges during execution that
will push changes in one or more of the elements (what, how much, and when) contained
in the baseline scope document. These changes must be carefully evaluated, compared to
the original business case for the project to determine if the change effects the
justification for the project and approved by the Executive Sponsor. The Executive
Sponsor is the individual or group that initially authorized the effort and is the only
approval authority for scope changes. The size of the project normally determines how
involved the scope change management process needs to be.

In small projects anyone can request a change. These requests are forwarded to the
project manager who typically has a carefully defined amount of discretionary approval
authority. If the change or cumulative amount of all changes exceeds the project
manager’s authority or comfort level the proposed change with a summary of the
anticipated impacts to quality, cost, or timeliness of the project to the Executive Sponsor
who approves or disapproves the request.

As the project size moves into the medium size range the process becomes more rigid.
At this point the person submitting the change is also required to define the business
value of the requested alteration. That information is submitted to the project manger
who enters the request into the Scope Change Log for tracking purposed. A member of
‘ the project team is then assigned to evaluate both the request and the amount of time it
: will take to complete the analysis of the request. If the time required to perform the
analysis will cause deliverable dates to slip, the request must first be taken to the -
Executive Sponsor to determine whether the request itself should even be investigated. If
the sponsor gives the initial approval to proceed the work plan and budget may need to be
updated to reflect this new scope change investigation. If the sponsor does not agree to
investigate the change request, then the request should be closed as “not approved” on the
Scope Change Log.

In large projects change requests are first formally documented into a Scope Control
Change Request Form and the request is entered into the Scope Change Log for tracking
purposes. . A member of the project team is then assigned to evaluate both the request
and the amount of time it will take to complete the analysis of the request. If the time
| required to perform the analysis will cause deliverable dates to slip, the request must first
be taken to the Executive Sponsor to determine whether the request itself should even be
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investigated. If the sponsor gives the initial approval to proceed the work plan and
budget may need to be updated to reflect this new scope change investigation. If the
sponsor does not agree to investigate the change request, then the request should be
closed as “not approved” on the Scope Change Log. The scope change request,
alternatives, business value analysis, and project impact are completed by the project
management team, entered into the change request form and that document is sent to the
Executive Sponsor for resolution. I the sponsor does not agree to the change request,
then the request should be closed as “not approved” in the Scope Change Log with a brief
| documentation of the rationale for the resolution. If the request is approved, the
| appropriate activities are added to the work plan to ensure the change is implemented.
The project budget should also be updated, if necessary. In many cases if the impact on
project cost, effort and duration falls below a threshold (i.e.: less than 20 hours) and the
project will still be completed within the agreed upon cost, effort, and duration, the
project manager may approve the scope change request. This threshold needs to be
identified and approved in advance by the Executive Sponsor. The purpose is to keep
from surfacing many small changes for the sponsor for approval. However, the sponsor
must have agreed to delegate this responsibility — usually up to a certain threshold of
dollars or effort. Scope Change requests status and resolution are communicated to
project team members and other appropriate stakeholders through the communication
management process, including the project status report.

o w v
)
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ALMR Project Scope Control Process

-@

oo o

PMO Evaluates 3.
Change w
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In this case the “No” line
indicates the PMO supports
the change but does not
have the authority to
approve it
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PROPOSED MOTION
TO
ESTABLISH AN O&M ORGANIZATION UNDER SOA/DOA

BACKGROUND

With many radio sites being turned over to the Department of Administration as
operational by the Joint Program Team, the 1 Sept award of an operations and
maintenance contract, the establishment of the User’s Council and over 8000 users
becoming operationally active on the ALMR network enterprise, the need to establish
the agreed upon O&M organizational structure under the Department of Administration
is critically needed.

MAIN MOTION:
The ALMR Executive Council motions that the State of Alaska Department of
Administration establish an organizational structure consistent with the governance and
maintenance plans previously approved by the Executive Council, and subject to the
provisions under the ALMR Communications Cooperative Agreement to be signed,
“which calls for an organizational structure under the Department of Administration led |
IL by a General Manager position that is re§ggg§1hlﬁ_for,_and_has_ﬁlu_auﬂ1\oggy_,_ito direct all
“activities dealing With the operations and maintenance support of the declared portions
of the ALMR network enterprise (here after referred to as the ALMR system) that have
been declared operational and transferred from the Joint Project Team implementation
responsibility to an O&M responsibility under the SOA Department of Administration.

In General and in the near term this organization is tasked with:

e Coordinating with the ALMR User’s Council to define, establish, and implement
a Service Level Agreements (SLAs) between the Users Council and the State of
Alaska DOA. The SLA will refer and apply to both contractors and SOA
organizations providing maintenance on any part of the ALMR system not later
than Nov 30, 2005. These agreements must provide at least the levels of service
specified in the existing DoD Service Contract (BRS 399), as well as define the
ALMR Network Enterprise to include SATS and the service levels that are
required to support the entire ALMR Network Enterprise infrastructure.

e In coordination and collaboration with the User’s Council, establish policies,
procedures, contracts, organizations, and agreements that provide the service
levels set forth in the SLAs not later than Dec 30, 2005 subject to approval by the
Executive Council.

e In coordination and collaboration with the User’s Council and the existing
service contract entities (Motorola under CRS 399 and other contract companies
or service agencies as required),develop a customer support plan that describes
the customer support process and procedures for access to sites, call desk
procedures, service call reporting, escalation processes, metrics for measuring
customer satisfaction and other critical components associated with providing
customer support for sustaining and restoring operations to meet the customers
needs subject to approval by the Executive Council.

| Motion Presented 10-27-05 ALMR Executive Council Meeting




¢ In coordination and collaboration with the User’s Council, devise metrics and
gather data that demonstrates compliance with the SLAs subject to approval by
the Executive Council.

e Report results, provide feedback on operational support issues, metrics and other
critical operational issues to the User’s Council and the Executive Council as
required.

| Recommendations/clarifications to be passed along with the motion to DOA:
The General Manager, a DOA employee reports directly to the Commissioner,

.

!

\ Department of Administration. Under the ALMR governance relationships established,

| the General Manager will be responsible to both the User’s Council and the Executive
Council for ensuring approved service level agreements and customer support plans are
met, maintained and sustained. The User’s Council through the Executive Council have

! and will retain both voice and vote associated with operations and maintenance services

i provided in support of the ALMR system...

§

| Itishighly recommended that the individual selected to fill this position have significant /
| experience operationally supporting multiple distributed radio and IP network systems in
addition to a strong success record in dealing directly with user communities, contract
management and senior management to be successful.

Motion Presented 10-27-05 ALMR Executive Council Meeting




