Project Milestones and Deliverables


MILESTONES AND DELIVERABLES: Details

For EACH Release, ALL of the deliverables below are required.  The numbering of each deliverable is as following:

RELEASE# . MILESTONE# . Deliverable #    (i.e. R1.II.7 for Release 1, Milestone II, Deliverable 7 – Requirements Specification)

All deliverables are considered “living” documents being updated throughout the project as changes occur and are mutually accepted by the Project Team.

Milestone I: Project Infrastructure

All of the activities and deliverables associated to Milestone I will be initially base-lined and submitted for approval.  These materials will be updated on an ongoing basis throughout the project with updated versions required as part of the invoice approval process for each milestone completed for each release.
	#
	Deliverable Name
	Deliverable Definition (supplemental to definitions provided in the State SDLC.

	I.1 
	Project Plan
	Develop the Project Plan and schedule work breakdown structures that comprise 80 hours or less.

	I.2 
	Risk Management Plan
	The Risk Management Plan identifies the risks that can be defined, evaluates them, and outlines mitigation actions.  This Plan will be periodically updated and expanded throughout the life cycle as the project increases in complexity and risks become more defined.

	I.3 
	Communication Plan
	Documentation detailing:

· Roles and Responsibilities (including contact information)

· Reporting plan

· Escalation Plan

· Management tools (i.e. Sharepoint, Docushare, …)

	I.4 
	Configuration Management Plan
	Documentation how the documentation and code will be managed and tracked (from Development through Production Implementation).  Should include the issue management strategy for both test and production O&M

	I.5 
	Progress Report and updated project plan (weekly)
	Prepare and submit progress reports/plans to the Agency Project Manager must contain, at a minimum, following information:

· Work accomplished during the reporting period

· Work progress, as a percentage of completion

· Planned activities for the next reporting period 

· Action item tracking and status

· Meeting schedule

· Issues and risks

· Project risks, including action plan to minimize risks

· Deliverable and milestone status

· An accounting report for the current reporting period and a cumulative summary of the totals for both the current and previous reporting periods.  The accounting report shall include amounts invoiced-to-date and paid-to-date

	I.6 
	Development Environment configured
	Procure, Configure, Install Development Environment at Vendor location.  The development vendor is responsible for all hardware and software costs associated with the development environment that is built and supported at the Vendor location by the Vendor.  This environment must support the prototyping activities that will be required in subsequent milestones

	I.7 
	System Test Environment – hardware & software specification
	Document the server and software requirements for the System Test environment.  To be used in support of hardware and software procurement activities.  Given that Agency will require at least 60 days to procure the necessary hardware/software, this specification must be completed as early as possible during this phase of the project.


Milestone II: System Requirements

First, the Contractor must review existing documents and systems to validate system functional and technical requirements, performing a gap analysis between documented and actual requirements.   Second, the Contractor will interview Agency staff to validate system functional and technical requirements, meeting with Agency staff to validate data.  Finally, the Contractor must prepare and present the revised draft and final functional and technical requirements document.  These requirements must be sufficient to meet the project and following objectives.

	#
	Deliverable Name
	Deliverable Definition (supplemental to definitions provided in the State SDLC.

	II.1 
	Production  Environment – hardware & software specification
	Document the server and software requirements for the Production environment.  To be used in support of hardware and software procurement activities.  Given that Agency will require at least 60 days to procure the necessary hardware/software, this specification must be completed as early as possible during this phase of the project.

	II.2 
	Revised Process Model
	Produce documentation highlighting the results of the gap analysis activities. All gaps and conflicts must be identified.

	II.3 
	Requirements Specification

a. Scope Definition

b. Work Breakdown Structure

c. Revised System Requirements & Traceability Matrix

d. Logical Entity Relationship Diagrams

e. List and descriptions of required documents and reports

f. List of critical system functions and performance standards

g. Description of interfaces
	Produce a requirements specification accounting for all materials to capture the scope and details of the Release including, but not limited to process flows, user interfaces, reporting requirements, performance requirements, hardware and software requirements.  

This should include screen and processing samples that will be representative of the final technical solution.  

Process flows contained within this document are samples and will need to be reviewed, validated and revised as needed by the Contractor based on requirements finalization and solutions technology.


Milestone III: Design, Develop, Test

Contractor must develop an IT Architecture Diagram that includes all hardware and software components needed to support the proposed test and production configurations.  The Contractor must specify the minimum and recommended system requirements for all hardware and software devices. The overall design specification shall include, but not be limited to, the following:

	#
	Deliverable Name
	Deliverable Definition (supplemental to definitions provided in the State SDLC.

	III.1 
	IT Design Specification (Architecture)

a. Design and Process Flows

b. Report Specifications and Formats, 

c. User Interface Models,

d. Interface Diagrams, Models and Descriptions, 

e. Data Conversion & Migration & Validation strategy, and

f. Logical Data Model


	This documentation may be divided into multiple docs (i.e. Architecture, High Level Design, Detail Level Design).  The content must be presented in a mutually agreed upon fashion.

Design and Processing Flows
The Contractor will document the system design, data processing flows, error handling, interfaces, and so on as is consistent with standard SDLC documentation.  This must also include strategies to ensure meeting compliance with section 2.10 REQUIRED PROJECT POLICIES, GUIDELINES AND METHODOLOGIES.

 Report Specifications and Formats
The Contractor must capture the reporting strategy including standards such as all reports shall be downloadable to excel as well as printing and execution guidelines.  All reports should follow consistent and documented guidelines and formats.

User Interface Model 
The Contractor must develop a user interface model that includes all proposed user interfaces.  The user interfaces must be linked in a manner that allows all Agency and System users to navigate through the proposed user interface screens.  The user interfaces need not be functional at this stage, but act as a representation of proposed functionality.

Interface/Integration Models
All interfaces into the proposed architecture must be identified along with the details of integration strategies.

Data Conversion & Data Migration Strategies

Document the conversion strategy and processing for legacy data which should include porting data from legacy system SNACS and associated spreadsheets.

Logical Data Models
Based on criteria at the Critical Design Review (CDR), and subsequently accepted by the State, the Contractor must refine the data models to specify logical data storage designs.

	III.2 
	System Test Environment configured


	Configure and Install Test Environment at Agency.

The Contractor must implement a test environment (hardware, system software, application software, utilities and tools) at Agency (with hardware and software provided by Agency) for the purpose of unit and acceptance testing of System Releases.  The test environment must have the capacities required for testing, and should utilize configurations similar to the target production environment to validate configuration designs.  The Contractor must be responsible for maintaining (including refreshing the data with each release) this entire environment during the project.

Legacy Data Conversation and Migration into Test Environment

The Contractor must configure, populate, and maintain the databases for the tests.  The Contractor must refresh this environment as determined by the Agency Project team in conjunction with the Contractor as needed for User Acceptance Testing, Data Conversion Testing, or other needs.  The Contractor must populate the testing database with data from Agency, and perform, and document the results of System Testing of the system functionality prior to delivery to Agency
Data Refresh into Test Environment

After the first production Release, data refreshes of Production Data to the Test Environment should be supported “on demand” for Agency acceptance testing associated to each release and/or production issue troubleshooting.

	III.3 
	Production Environment Hardware and Software configuration specification
	Document the final configuration specifications for the Agency Production environment in conjunction with Agency OIT direction.  This document should reflect the actual configuration and be maintained throughout the project.  This must include the installation procedures of all custom developed software.

	III.4 
	System Testing - System Test Plan (including traceability matrix to requirements)
	The development of a system test plan is required.  That process will include the development of testing scripts, identification and scheduling of Applicants, documentation of test results, and documentation of error fixes. The System Test Results must be generated in the Test environment configured and maintained by the Contractor at Agency.

The Contractor must consult with Agency team members to develop and document plans for the validation and acceptance testing processes to verify the accuracy of updated functionalities for the SCNPB team.  Acceptance test scripts must be developed with Agency user input.

	III.5 
	System Testing - System Test Results,

a.  Performance Benchmark Results,

b.  Data Migration Results

c.  System Test Results (end-to-end readiness)
	System Testing includes performance benchmarks, supporting User Acceptance Testing, Building\Refreshing the Test environment at Agency, Reviewing UAT Test Plans, Executing Conversion Testing, and providing documented Test Results from Contract System Testing.

The End-to-End Performance Readiness Testing period must allow for adequate testing of all updated functionalities within SCNPB, including any and all applicable business processes and interfaces.  

During the performance period(s) Agency will test the updated SCNPB System functionalities and integration system and services to ensure that the requirements of the updated functionalities have been met.  During testing, the system and services must perform at a level consistent with the performance specifications contained in the TO and as validated at the beginning of the contract period.  The system and services must be available for unrestricted use by Agency staff on an average effectiveness level of 98 percent or more for the performance period(s). Availability for unrestricted use means that the system and services is accessible to users with full processing functionality.  

Effectiveness level refers to the system and services meeting the objectives listed below and the performance measures as previously validated.  Should Agency encounter performance problems or discover specifications that have not been met by either the system or services, the Contractor is responsible for rectifying the performance problem or completing the specification to Agency’s satisfaction at no cost to Agency within 10 business days or as directed by the Agency TOManager due to any sensitivity of the time period. 

The purpose of the End-To-End System Testing period is to meet the following objectives:

· Testing with existing applications and services as appropriate;

· Validate system set-up for transactions and user access;

· Confirm use of SCNPB activities in performing business processes;

· Verify performance of business critical functions;

· Confirm integrity of business process, data, services, security, and end-products;

· Verify all requirements of the updated functionalities have been met;

· Speed of performance 

· Rate of errors or failures

· Subjective satisfaction of Agency
· If it is determined that a scheduled test period does not allow for all business processes to be tested (i.e. rounds, inspections, audits), then the Contractor must warrant the system and services for an additional period guaranteeing that the system is free from performance problems and meets all specifications as defined in this TORFP and as validated.   Should Agency encounter performance problems or discover specifications have not been met, the Contractor is responsible for rectifying the performance problem or complete the specification to Agency’s satisfaction at no cost to Agency within 10 business days or as directed by the Agency TO Manager.  

	III.6 
	System Testing – Support  User Acceptance Test Plan and Testing
	The Contractor must provide the technical support needed for Agency to successfully execute the Acceptance and System Tests.  The Contractor must correct and document program bugs.  Any errors found must be documented in an Error and Corrective Action Report with statuses as “fatal” or “non-fatal” and an ‘open’ or ‘closed’ Status. The report must be maintained through the life of the contract and must retain all ‘closed’ items for reference.

	III.7 
	System Training Plan, Materials, and “end-user” & “train the trainer” training conducted
	The Contractor must work with Agency team members to develop both a plan and the training materials for training all system users.  The Contractor is also responsible for providing end user training of SCNPB Agencies in Release 2.

	III.8 
	System Implementation Plan
	The Contractor must develop and present plans for the implementation of updated functionalities within SCNPB including operating procedures; documentation development; and other implementation issues.   The System implementation plan should also include hardware and software setup and configuration; data conversion/population; security, privacy, account management; and operating procedures as needed.


Milestone IV: Implementation

The Contractor must provide the documentation and materials required to implement the Release into Production as well as how to support the basics including backups, server configurations, troubleshooting, and so on.  

	#
	Deliverable Name
	Deliverable Definition (supplemental to definitions provided in the State SDLC.

	IV.1 
	Production Environment Hardware and Software Configuration Specification
	Document the final configuration specifications for the Agency Production environment in conjunction with Agency OIT direction.  This document should reflect the actual configuration and be maintained throughout the project.  This must include the installation procedures of all custom developed software.

	IV.2 
	Production Environment Readiness Certificate
	The Contractor must document that they certify the system is ready for implementation and that all contractual obligations and SLDC activities have been completed.

	IV.3 
	System Documentation 

a. User Manual

b. Application/System Administration & Troubleshooting Guide

c. Production Environment Specification and Configuration Manual

d.  Knowledge Transfer\Transition Documentation and review sessions

e. Server (all) Backup and Recovery Documentation.
	System Documentation

The Contractor must provide documentation of system administration activities required for proper ongoing system function; a completed inventory of any hardware or software placed into production; an assessment of Agency’s skills for maintaining proper ongoing system function; a list of application development tools and server software used in the final solution; and a contact list for contacting Contractor resources in the post-implementation period.

Knowledge Transfer Plans

The Contractor must create and deliver documentation for the purposes of leading Knowledge Transfer sessions to train Agency OIT and other technical staff to support and execute SCNPB processes.

	IV.4 
	Production Environment Implementation
	Implement Production Environment

The Contractor must execute the System Implementation Plan which includes installation and configuration of production hardware, system software, application software, utilities and tools.  The Contractor must provide the technical support required to transition from the Test environment to the Production environment.  This includes setup, configuration, and population of the production databases. Agency must be responsible for the configuration management at Agency; however, the Contractor must support all configuration management requirements and steps to ensure proper and secure transition.  The Contractor shall provide onsite technical support services to Agency technical staff to assist in production environment setup and configuration. 

Legacy Data Conversation and Migration into Production Environment

The Contractor must populate the Production environment with data from Agency, and perform, and document the results of Conversion Validation.  

	IV.5 
	Release Software Components (CD-ROM)
	The Contract must provide CD’s of the source code and configuration upon acceptance of the release in production.

	IV.6 
	Release Software Installation & Conversion Complete Certificate
	The Contractor must provide documentation certifying the implementation of all aspects of the release is completed.

	IV.7 
	Post Implementation Support Service Level Agreement (Warranty)
	The Contractor must provide post-implementation technical support services for 90 calendar days after the successful implementation and Agency Acceptance of each release into the production environment.  The warranty period will be extended if the application is not accepted due to a high volume of defects.  The Contractor must provide warranty services after each release to resolve any problems with program code that did not meet the design specifications.  

	IV.8 
	Lesson’s Learned document
	The Contractor must meet with the Project Stakeholders and designated team members  and document the results on “lesson’s learned” throughout the lifecycle of each release.  This document should include specific action items for improving the activities that are to occur for subsequent releases. 


