Project Phases and Deliverables

Draft Model RFP Appendix 8 (3/18/07)

Sample Project Phases and Deliverables
This section consists of a suite of potential options broken out by sample phases.  While it may be useful for grantees to consider these deliverables in designing their project, the particular suite of deliverables and the organizational structure that is ultimately incorporated will be project-specific.  The grantee may also ask the Vendor to provide cost estimates on a per-deliverable basis in the bid response.  
	Project Plan
	

	Detailed Project Plan
	Within ____ business days of the orientation meeting described in Section [#X], the Vendor will update the draft Project Plan from their proposal.  For all project tasks, subtasks, and activities, the detailed plan will:

· Include a schedule and Gantt chart, milestones, and deliverables.  

· Include Vendor and Partner resources that exist as line items within the Project Plan.  

· Include the following date-related information:

a. Originally scheduled start and end dates (including milestones and deliverables)

b. Anticipated start dates and end dates for future tasks, subtasks, and activities, if schedule fluctuation has occurred

c. Actual start and end dates for all current and completed tasks, subtasks, and activities

d. Be updated, at a minimum, weekly and 

e. Identify issues that affect deadlines. 
· Include the purchase of ______[any products required to complete the project] ____ (e.g. Thin-client Mobile Barcode Devices).  

f. The partner(s) reserves the right to purchase the hardware and software outside of this contract.

	Phase 1.  Project Initiation, Business Process Analysis, Technology Research, Infrastructure Preparation 

	Initiation and Project Management
	

	Contractor’s responsibilities
	· Develop Project Plan, including quality assurance plans

· Establish a Facilitator to work with the project team 

· Clarify roles and responsibilities, which include diagramming how deliverables, comments, and outstanding issue will flow between the different project team members and their counterparts within their own agency, along with the format for comments (i.e. blank comment sheet that clearly defines the section being commented on)

· Establish a mechanism to track all project communications and deliverables and allow the project members to access the information

· Provide up to ___# WebEx-facilitated conference calls throughout the project duration and facilitate group discussion for all the calls

· Submit project monthly reports

	Partner Staff Responsibilities
	· Coordinate Partner resources needed

· Provide work area 

· Define project standards and controls required by the Partner

· Attend project kickoff

	Deliverables
	· Project plan (including GANTT chart, all steps/tasks, review and revision time frames for documentation (i.e. schedules, plans, and system documentation, and application testing. Estimate of the hours of work required from Partner staff.  The Project GANTT chart shall be updated as needed to reflect project status.)

· One (1) project kickoff meeting via Webex facilitated conference call with partner and federal representatives

· Host___# conference calls, facilitate discussion and issue conference call and meeting minutes 

· Monthly project reports

	Acceptance Criteria
	The project team will approve the project plan, call minutes, and monthly project reports, and then the project manager will approve for final acceptance.

	Business Process Analysis and Technology Research
	[Detailed responsibilities relevant to specific project needs, which may include some of the following:]

	Contractor’s responsibilities
	· Develop Requirements Document

· Review existing schemas for relevance

· Conduct feasibility study and technical evaluation of ________ to determine ______

· Document the ________ flow requirements, including national and partner organizational structure, data elements, and business processes for all partners (e.g. generators, transporters, partner agency, and US EPA).  The requirements shall be confined to _______activities only.  Details of  _____ activities will not be required.   

· Conduct a review and evaluation of ________[relevant technologies or systems for the project]____and their applicability to the project (e.g. current hand-held mobile device, associated software with potential wireless capability technology, and their applicability to this pilot project to be used by transporter and TSD facilities needed to track waste manifests)

	Partner Staff Responsibilities
	· Coordinate partner resources needed

· Provide work area 

· Define project standards and controls required by the partner(s)

	Deliverables
	· Business Requirements Document with focus on partner-level processing needs, flow requirements, including data elements to exchange and evaluation of needs from project participants

· Technology Recommendation Report to provide technical options to implement _____[project]_____ (e.g. a pilot-scale “Central e-Manifest System” for tracking manifest activities)

	Acceptance Criteria
	The Business Requirement document will be reviewed by the project team to compare all content deliverables to the defined project business requirements specified by the program area experts (facility, partner and EPA).  The Technology Recommendation will be followed by a review and approval of the individual partner information technology staff involved in application development, security and web hosting. Once this is accomplished, then final approval will be provided by the project manager.

	Partner Readiness Assessment
	[Detailed assessment of technical readiness relevant to specific project needs, which may include some of the following]:

	Contractor’s responsibilities
	· Assess each partner’s technical readiness to proceed with the project

· Analyze each partner to identify infrastructure needs & node-to-node data exchanges

· Identify the partner to ___[accomplish specific project requirements]____ (e.g. host and manage the server and database for the duration of the pilot for the recommended/prototype Shared e-Manifest Tracking System)
· Document the partner data exchange requirements between ________ 

· [If project includes a pilot phase:] Finalize the members of the pilot demonstration based on developed criteria

· Present recommendations and selection of potential users

· Conduct kickoff meeting

	Partner Staff Responsibilities
	· Review the Assessment and Readiness reports

· Schedule and attend business requirement analysis meetings

	Deliverables
	· ___# Readiness Assessment Reports (i.e. one report for each of the partners) with focus on partner-level technical needs (e.g. processing needs, data exchange requirements with the Central manifest system, infrastructure needs, node-to-node data exchanges)
· A Project Program/Technical Conference with partners (program area and IT) and EPA representatives (as appropriate to the project) to determine and/or verify business requirements, policies and standards

	Acceptance Criteria
	Verify and receive sign-off from_______[partner staff]_____ (i.e. specific program, IT) of report content and compliance with ______ (i.e. program area requirements, IT standards and procedures).  Once this is accomplished, then final approval will be provided by the project manager.

	Infrastructure Preparation to Support _______
	[Specific to project, and may include the following:]

	Contractor’s responsibilities
	· Determine system requirements 

· Document infrastructure requirements to support the ______[project]______ 
· Create development environment [if needed]

· Install required development software [if needed]

· Establish security procedures

	Partner Staff Responsibilities
	· Provide access to infrastructure for installation

· Schedule Partner staff required

· Ensure resources available as needed

· Adopt standards and procedures required

	Deliverables
	Report for Technology & Security Requirements (1 report) to support ____[project]______, including any applicable:

· Infrastructure requirements

· Software requirements

· Technical standards

· Security standards
· Technical procedures

	Acceptance Criteria
	Verify and receive sign-off from _______[partner staff]_____ (i.e. specific program, IT) of report content & compliance with required standards and procedures for ___________[project specifics] ​​​​​​​​​​​​​​_______(i.e. infrastructure hosting, installation, testing & deployment).  Once this is accomplished, then final approval will be provided by the project manager.

	Phase 2.  Design and Development ________[project]_______ (e.g. Central e-Manifest Tracking System)

	Design and Development of [Project Component]
	Project component (e.g. Central e-Manifest Schema for data exchange and for schema documentation): 

	Contractor’s responsibilities
	· Create the _______[project component]_______ (e.g. XML e-manifest schema and the appropriate Exchange Network submittal templates for submission to the Exchange Network governance (Network Operations Board) for review, approval and posting to the Exchange Network registry)
· Development of _______[component’s supporting material(s)]_______ (e.g. an Exchange Network compliant, e-Manifest Data Schema Conformance Report)

	Partner Staff Responsibilities
	· Review documents and verify accuracy

· Develop initial use case document that vendor will use and finalize

	Deliverables
	· __[project component]_____ (e.g. An eManifest XML schema)
· _[components supporting material(s)]__ (e.g. eManifest Schema Conformance Report and Data Flow Configuration templates)

	Acceptance Criteria
	Review and approval by partner project representatives, including program area experts, to ensure acceptance of data elements, then approval by partner IT staff experts for compliance with IT web hosting and security.  This will be followed by a review and approval by Exchange Network governance entrusted with acceptance of submitted schema for posting to Exchange Network registry.  Once these reviews are completed, the project manager will consider the deliverables acceptable and approve all invoices for payment.

	Phase 3.  Data Flow Design and Development 

	Partner-Specific Data Flow System Design Documents
	These reports will include the technical specifications for implementing data flows to meet the requirements identified in the Implementation Plan in Phase #X (e.g. two-way communications between Central Manifest system and each partner).

	Contractor’s responsibilities
	· Verify the business requirement findings in the assessment reports prepared in Phase [#X] for the functionality to be implemented, including the use of any applicable Exchange Network protocols, data standards and related requirements

· Data element dictionary and data crosswalk documentation

· Develop the node client functionality with web service interface capabilities for _____ (e.g. waste generators and TSDs)

· Configure software and/or equipment based on the Partner’s unique business requirements to include: 
· Web entry forms for data access (e.g. via a model Central Manifest Tracking System described in Phase 2)

· Partner Node configuration (e.g. to retrieve manifest data from the central Manifest Tracking System and send certification information to the system)
· Mapping to backend systems (e.g. Data mapping to update partner backend manifest tracking system with data received from Central Manifest Tracking System)
· Define user training and additional documentation requirements.

· Develop a test plan for 1) Partner-to-EPA Node-to-Node data flow/transfer, and 2) Partner node to Partner database transfer functionality

· Develop a data flow implementation guide covering:
a. Data exchange between _____ and ______  (e.g. between central manifest tracking system and waste generator)

b. Etc.

	Partner Staff Responsibilities
	· Coordinate appropriate program area and IT staff attendance at all conference call and meetings,

· Provide access to the partner’s web hosting and database systems with the appropriate IT staff supervision,

· Provide all reference materials and user documents as required.

· Provide vendor with business rules for data.

	Deliverables
	· X# general System Design Documents (SDD) for the data flow (i.e. one for each participating partner).  The SDD shall provide a completed partner-specific Data Flow System Design Document customized for each partner to implement ______ data flow. 

· Web entry forms for data access via ____ (e.g. a model Central Manifest Tracking System in Phase 2)
· Data flow implementation guide covering:
a. Data exchange between ____ and ____ (e.g. central manifest tracking system and waste generator)

b. Etc.

· Test plan for 1) Partner-to-EPA Node-to-Node data flow/transfer, and 2) Partner node to Partner database transfer functionality

	Acceptance Criteria
	Review and approval by partner project representatives, including program area experts, then approval by partner IT staff experts followed by sign-off by project manager prior to agreement to reimburse.

	Partner-Specific Data Flow Development
	

	Contractor’s responsibilities
	· Develop data flows in accordance with the approved partner System Design Documents (SDD)

	Partner Staff Responsibilities
	· Provide comments on the system development.

	Deliverables
	· X# partner data flows (i.e. one for each participating partner).  

	Acceptance Criteria
	Review and approval by partner project representatives, including program area experts, then approval by partner IT staff experts followed by sign-off by project manager prior to agreement to reimburse.

	Phase 4. Partner Data Flow Installation  

	Configure Test and Production Environments
	

	Vendor’s Responsibilities
	· Production planning meeting agenda and web hosting production planning meeting,

· Work with partner web hosting teams to acquire the test and production environments, 

· System test plan and test scripts provided to web hosting and data base teams

· Production system specification verification

· Perform full conversion testing and system test

	Partner Staff Responsibilities
	· Provide staff resources and server access needed for testing and production environments

· Work with contractor to develop user acceptance test criteria for test scripts

· Validate system installation on test and production environments

· Perform user acceptance testing

· Validate/accept test scripts and testing results

· Signoff on system install

	Deliverables
	· Test – production planning meetings with web hosting teams

· Provision of test plan and test scripts to partner web hosting teams

	Acceptance Criteria
	Review and approval by partner project representatives (i.e. program area experts, partner IT staff experts).  Once these reviews are completed, the project manager will consider the deliverables acceptable and approve all invoices for payment.

	Migration and Data Flow Installation/Implementation
	

	Contractor’s responsibilities
	· Coordinate tasks for implementation, including scheduling logistics

· Implement/install the data flows

	Partner Staff Responsibilities
	· Validate the production environment

· Facilitate the contractor to implement/install flows according to agreed upon schedule

	Deliverables
	· Production setup plan and schedule

· Migration task list for installs

· Production system installed, tested and validated for each grant partner

	Acceptance Criteria
	Review and approval by partner project representatives (i.e. program area experts, partner IT staff experts, EPA program experts, Central Data Exchange representatives), followed by sign-off by project manager prior to agreement to reimburse

	Conduct End-User Training
	

	Contractor’s responsibilities
	· Develop and provide end user training guidance documents/manuals for end users of the system – i.e. program staff, facility managers

· Provide training to partner technical, program and facility staff (this may be a WebEx facilitated session)

	Partner Staff Responsibilities
	· Identify State/Tribal and facility representatives for training attendance

· Provide feedback on training documentation

· Provide and schedule training rooms

· Establish appropriate training sessions and agenda.  

· Conduct end user training

	Deliverables
	· End user training documents

· Training plan

· User training sessions

	Acceptance Criteria
	Review and approval by partner project representatives followed by sign-off by project manager prior to agreement to reimburse

	Phase 5. Post Implementation/Lessons Learned

	Post Production Support
	

	Contractor’s responsibilities
	· Provide [X#] months free maintenance and support to resolve any implementation issues and problems, as detected.  

· Develop lessons learned report to communicate the lessons learned. Include guidance to serve as a “How to Manual” for the project

· Develop “marketing package” (presentation, on-line flash video on a project website, etc.) to serve as outreach to EPA, regulated community and other partners and communicate how others could either implement the approach developed in this project or to become involved in the use of the project

· Publish project results at the Exchange Network web site

· Consider development of a Team Project website for hosting deliverables, notes, etc
· Provide a document that maps the data elements between the back-end data systems and the schema (If there are elements missing from the back-end system, the Vendor should produce a report listing them and how they should be addressed.)

	Partner Staff Responsibilities
	· Provide support to user community

· Develop an annual plan for enhancements and maintenance

	Deliverables
	· Develop a marketing package for outreach to EPA, regulated community and other states/tribes

· Lessons Learned Report

	Acceptance Criteria
	Review and approval by partner project representatives, including ____, followed by sign-off by project manager prior to agreement to reimburse
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